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Abstract: Under the background of the knowledge economy and increasingly complicated dynamic 
competition, action training has turned into a critical approach for organizations to elevate talent 
efficiency and boost the fulfillment of strategic targets, whose strategic value has been widely 
acknowledged. Nevertheless, an obvious imbalance often exists between training input and practical 
output in numerous organizations, which is mainly attributed to the absence of a scientific, systematic 
and operable evaluation indicator system. Such a shortage makes it hard to precisely measure training 
effectiveness, confirm improvement orientations and fully present the value of training programs. 
This paper focuses on establishing a complete evaluation indicator system for action training. It first 
puts forward the guiding principles for system construction, and then unfolds the design step by step 
through five key procedures: first, define the evaluation objects and core concerns in the three phases 
of pre-training, during-training and post-training; second, center on the evaluation objects to build 
comprehensive assessment indicators and key points covering four levels, namely reaction, learning, 
behavior and results; third, set observable and quantifiable standard requirements for each indicator, 
and specify the three grades of baseline, target and excellence; fourth, adopt a variety of methods 
including questionnaire surveys, examinations, behavioral observations and performance data 
analysis to form diversified assessment methods matching the indicators; fifth, integrate all elements 
to build a structured evaluation protocol and scoring rubric, so as to ensure the consistency and 
operability of the evaluation process. The indicator system established in this study is designed to 
help organizations shift training from traditional “cost consumption” to measurable and optimizable 
“value investment”, and provide systematic evaluation tools and management support for improving 
organizational learning capacity and overall competitiveness.  

1. Introduction  
Action training is a development model that is fundamentally different from traditional 

knowledge-based training. Its core lies in adopting highly simulated or real work scenarios to 
systematically improve trainees’ ability to solve practical problems and complete key tasks through 
hands-on operation, situational practice, reflective review and professional guidance. As an important 
bridge linking individual learning and organizational performance, the effectiveness of action 
training is directly related to talent development and the realization of strategic goals [1].  

In recent years, although organizations have increased their investment in action training, the 
evaluation of its effectiveness is still mostly limited to superficial levels such as satisfaction 
questionnaires, resulting in a dilemma of “active classroom atmosphere, unchanged post-training 
behaviors and immeasurable business impact”. The imperfection and inaccuracy of the evaluation 
mechanism not only make it difficult for training departments to prove their value and obtain resource 
support, but also leave training optimization without a data basis, hindering the formation of a 
closed-loop management cycle of “evaluation-feedback-improvement”.  

Another common misunderstanding is to equate evaluation with the final test after the course. In 
fact, scientific evaluation is a systematic project that runs through the whole training process, with 
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multi-dimensions and multi-stakeholders. It should not only answer the basic questions of “whether 
trainees are satisfied” and “whether they have mastered knowledge”, but also deeply explore the core 
issues of “whether they can apply what they have learned”, “what business results are brought by 
behavioral changes” and “which training designs are more effective”. The Kirkpatrick model 
provides a classic theoretical framework for this, namely the four-level evaluation including reaction, 
learning, behavior and results. However, how to transform this theoretical framework into a specific 
and operable indicator system for action training is still a major difficulty in current practice [2, 3].  

Based on the above, starting from management practice, this study aims to build a structured, 
content-rich and clearly guided evaluation indicator system for action training to bridge the gap 
between theory and application. In the following sections, this paper will systematically elaborate the 
five core components of the system in a strict logical order.  

2. Differentiating Task Stages to Confirm Evaluation Objects  
The primary step in constructing the evaluation indicator system is to break through the limitation 

of taking the training activity itself as a single evaluation object. According to the full life cycle of 
action training, the training process is divided into different task stages, and the evaluation objects of 
each stage are accurately defined to ensure the pertinence and timeliness of evaluation work. This 
paper divides action training into three stages: pre-training, during-training and post-training, and 
clarifies the evaluation focus of each stage [4].  

2.1 Pre-training Stage: Evaluation Object as Training Program Design and Preparation  
Before the formal start of training, the evaluation focus is on the design quality of the training plan 

and the completeness of preparatory work. The evaluation object at this stage is not trainees, but the 
rationality of training project planning and the adequacy of resource support.  

Key concerns: whether the training content accurately matches business needs and trainee 
competency gaps; whether teaching objectives are clear and measurable; whether the curriculum 
structure, teaching methods and schedule are scientific; whether the instructor’s qualifications match 
the course; whether resources such as teaching venues, equipment and case materials are fully 
allocated. 

Evaluation value: this stage is pre-evaluation or diagnostic evaluation, which mainly plays a role 
of “prevention” rather than “remediation”. Through the systematic review of the plan, the correctness 
of training direction and the feasibility of implementation are guaranteed from the source, effectively 
avoiding the deviation of training effect caused by design defects.  

2.2 During-Training Stage: Evaluation Object as Training Implementation Process and 
Trainee Immediate Reaction  

In the process of training implementation, the evaluation object turns to two dimensions: one is the 
process quality of training development, and the other is the immediate reaction and preliminary 
learning effect of trainees [5].  

Process quality: whether the instructor teaches in accordance with the established plan and 
standards; whether the control of teaching rhythm and classroom management is in place; whether 
teacher-student interaction and classroom atmosphere meet expectations; whether logistics support is 
smooth; whether emergencies are handled timely and appropriately.  

Trainee immediate state: trainees’ attendance, classroom participation and investment degree; 
satisfaction with course content, instructor level, teaching methods and training environment; trainees’ 
understanding of key knowledge and preliminary mastery of core skills in training.  

Evaluation value: this stage belongs to formative evaluation, focusing on process monitoring and 
real-time feedback. It helps managers find and correct problems in the implementation process in a 
timely manner, and preliminarily predicts the training effect according to trainees’ reactions, 
providing a basis for adjustment in the later stage.  
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2.3 Post-training Stage: Evaluation Object as Training Outcome Transformation and 
Organizational Impact  

After the end of training, evaluation enters the core stage of verifying training value, focusing on 
the practical effects brought by training and its impact on the organization.  

Learning effect: the degree to which trainees master and consolidate systematic knowledge, core 
principles and key skills after training (usually assessed by final assessment, skill certification, etc.).  

Behavior transformation: after returning to work, whether trainees can consciously and effectively 
apply the knowledge and skills they have learned; whether their work behavior has positive and 
sustainable changes as expected.  

Business results: whether the improvement of trainees’ behavior is finally transformed into 
quantifiable business performance improvement; for example, whether work efficiency, service 
quality, cost control, business performance, customer satisfaction and other key indicators have been 
improved.  

Return on investment (ROI): whether the comprehensive business value generated by training 
significantly exceeds its total cost.  

Evaluation value: the evaluation at this stage has the attributes of summative evaluation and 
empirical evaluation, which is directly related to the final judgment of the overall value of the training 
project. It aims to answer the fundamental question of “whether this training is worth investing in”, 
and provides important evidence for the organization to decide whether to continue, expand or 
terminate similar training projects in the future.  

3. Establishing Assessment Indicators and Key Points  
After clarifying the evaluation objects of each stage, specific evaluation indicators and key points 

need to be established for them. This study draws on and expands the Kirkpatrick model to build an 
indicator framework covering four levels.  

3.1 Reaction Level Indicators  
Reaction level evaluation mainly corresponds to the during-training stage, focusing on trainees’ 

subjective feelings and satisfaction with training activities.  
Assessment Indicator 1: Overall Satisfaction 
Key points: trainees’ overall evaluation of the training project; evaluation of the practicality and 

relevance of course content; evaluation of the instructor’s professional level and teaching ability; 
evaluation of the diversity and effectiveness of teaching methods; evaluation of the comfort and 
convenience of the training environment and logistics services.  

Assessment Indicator 2: Content-Need Matching Degree 
Key points: the matching degree between training objectives and individual and post needs; the 

appropriateness of course difficulty relative to personal ability; the relevance of cases and practical 
exercises to work scenes.  

3.2 Learning Level Indicators  
Learning level evaluation mainly corresponds to the late during-training and immediate 

post-training assessment, examining the acquisition of knowledge and skills by trainees.  
Assessment Indicator 1: Knowledge Mastery 
Key points: the memory and understanding degree of core concepts, theories and processes; the 

results of written tests, online tests or interactive Q&A.  
Assessment Indicator 2: Skill Proficiency 
Key points: the standardization of skill operation, the accuracy of process execution and the 

efficiency of problem-solving shown in simulation operation, situational drills or case analysis; the 
passing level or grade obtained in skill assessment.  

3.3 Behavior Level Indicators  
Behavior level evaluation corresponds to the post-training stage (usually 3–6 months after 
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training), examining the changes of trainees’ behavior in actual work.  
Assessment Indicator 1: Knowledge/Skill Application Frequency 
Key points: the frequency of using the methods and tools learned in training to deal with work 

tasks reflected in observation or self-report.  
Assessment Indicator 2: Application Effect and Work Improvement 
Key points: the improvement of task completion accuracy, efficiency and quality after applying 

learning results; the change of confidence and effect in dealing with complex problems or new 
challenges. This part of the evaluation should be combined with the feedback of direct supervisors 
and colleagues.  

3.4 Results Level Indicators  
Result level evaluation corresponds to the post-training stage (usually 6 months to 1 year after 

training), focusing on the final contribution of training to organizational performance.  
Assessment Indicator 1: Key Performance Indicator (KPI) Changes 
Key points: quantifiable improvements in business indicators related to trainees or teams. For 

example, sales training focuses on average transaction price, success rate and new customer 
development quantity; customer service training focuses on first-time resolution rate, customer 
satisfaction score and complaint rate; safety training focuses on the number of violations and accident 
rate.  

Assessment Indicator 2: Organizational Atmosphere and Cultural Impact 
Key points: whether training promotes the improvement of teamwork, innovation atmosphere or 

learning culture, which can be evaluated through organizational atmosphere surveys, key event 
interviews, etc. 

4. Defining Standard Requirements  
To build a complete evaluation system, it is not only necessary to establish indicators and key 

points, but more importantly, to set clear, specific and measurable standard requirements for each 
evaluation point. Standards are usually expressed by “grade description method” or “quantity 
threshold method”, and divided into three grades: “baseline”, “target” and “excellence”, so as to 
accurately distinguish ability levels and ensure the objectivity and differentiation of evaluation 
results.  

Example: Skill Proficiency—Customer Complaint Handling Scenario Drill 
(1) Assessment point: in the simulation scene of “handling intense customer complaints”, the 

trainee’s ability to comprehensively apply the learned communication and emotion soothing skills.  
(2) Standard requirements:  
Excellence (90–100): quickly identify the core demands of customers, keep stable emotions 

throughout the process, skillfully use a variety of advanced techniques (empathy, guidance, 
compensation commitment, etc.) to effectively resolve customer emotions, and creatively put forward 
win-win solutions; the whole process is fully standardized.  

Target (70–89):able to handle complaints in accordance with standard processes, use basic 
communication skills (listening, apologizing, confirming needs, etc.) to stabilize customers’ main 
emotions, and finally put forward reasonable solutions without obvious errors.  

Baseline (60–69):able to complete the main process steps, but the application of skills is rigid, 
emotional management needs to be improved, only partially relieve customer dissatisfaction, and the 
proposed solution has certain defects.  

Below Standard (Below 60):chaotic process execution, lack of basic communication and 
emotional response skills, unable to effectively respond to customer demands, may even intensify 
conflicts, and fail to form an effective solution.  

5. Formulating Assessment Methods  
For indicators and standards at different levels, a variety of evaluation methods need to be used for 
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verification, forming an evidence triangulation mechanism in which methods support and verify 
other.  

(1) Reaction Level Assessment Methods 
Standardized questionnaire survey: post-training satisfaction questionnaire using Likert scale (1–

5 points).  
Focus group interview: select some trainees for structured interviews to deeply understand their 

feelings and suggestions.  
(2) Learning Level Assessment Methods 
Written test & online test: assess theoretical knowledge mastery.  
Practical simulation/scenario test: on-site scoring of skill operation in a controlled environment.  
Coursework/project report evaluation: review the plan, report and other results completed by 

trainees during training.  
(3) Behavior Level Assessment Methods 
Behavioral observation method: direct supervisors or observers use structured observation forms 

to record and evaluate trainees’ work behaviors.  
360-degree feedback: collect feedback on behavioral changes from superiors, peers, subordinates 

and even customers.  
Critical incident method: require trainees and their supervisors to provide specific cases of 

successfully solving work problems by using training content. 
Structured work report: trainees report and defend the application of training content in specific 

projects or tasks. 
(4) Results Level Assessment Methods  
Performance data comparison: compare relevant KPI data before and after training. 
Performance result attribution analysis: use statistical analysis, control group comparison, etc. to 

exclude the influence of other factors and estimate the contribution of training to performance 
improvement.  

Case study: in-depth analyze typical individuals or teams whose performance has been 
significantly improved due to training to form benchmark cases.  

6. Integration and Application of the Evaluation Protocol  
The evaluation scheme is an operational document that integrates all the above elements 

(indicators, key points, standards, methods), for example, in the form of XX Project Training 
Evaluation Scheme*. This table is the “baton” and “scoring standard” for evaluators.  

6.1 Evaluation Protocol (Partial Example)  
See Table 1 for details.  

Table 1:Evaluation Protocol 
Eval. 
Level 

Assessment 
Indicator 

Key Assessment 
Point 

Standard 
Requirement 

(Target 
Example) 

Assessment 
Method 

Data Source Weight 

Reaction Overall 
Satisfaction 

Evaluation of 
instructor’s 

teaching skills 

Average score ≥ 
4.0 (5-point scale) 

Standardized 
Questionnaire 

Trainees 10% 

Learning Skill 
Proficiency 

Standardization of 
XX equipment 

operation 

All steps correct, 
completed within 

specified time 

Practical 
Simulation 

Assessor 30% 

Behavior Application 
Frequency 

Weekly usage of 
XX management 

tool 

Active use ≥ 3 
times/week 

Supervisor 
Interview + 
Work Log 

Supervisor 30% 

Results KPI Change Project on-time 
delivery rate 

Increase by 5% 
within 6 months 

after training 

Performance 
Data 

Comparison 

Management 
System 

30% 
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6.2 Implementation of Evaluation and Application of Results  
After the formulation of the scheme, it is necessary to clarify the evaluators, time, process and 

final presentation form of results (such as evaluation report, score grade, ability radar chart). More 
importantly, the evaluation results should be effectively applied to:  

(1) For trainees: provide detailed evaluation feedback reports, point out advantages and areas to 
be improved, and connect with individual development plans (IDPs).  

(2) For instructors and courses: directly serve as the basis for optimizing course content and 
improving teaching methods.  

(3) For training managers: used to evaluate the overall return on investment (ROI) of the training 
project and support the decision-making of future training resource allocation and strategic 
planning.  

(4) For the organization: integrate training evaluation results into the organizational learning 
knowledge base to continuously accumulate and promote best practices.  

7. Conclusion and Outlook  
This study systematically constructs a four-level evaluation indicator system for action training 

covering reaction, learning, behavior and results throughout its whole life cycle. The system realizes 
the precision of evaluation focus by distinguishing training task stages and accurately positioning 
evaluation objects; realizes the systematization of evaluation content by building a hierarchical 
structure of evaluation indicators and key points; realizes the objectification of evaluation scale by 
defining quantifiable standard requirements; realizes the scientization of evaluation means by 
formulating diversified evaluation methods; and finally realizes the operability of the whole system 
through the integration of structured evaluation schemes.  

The practical application of this indicator system is expected to promote the management of 
organizational action training from experiential “vague perception” and satisfaction-oriented 
“superficial evaluation” to a new stage of data-supported “precision decision-making” and 
“comprehensive value verification” of training. Looking forward, with the deep integration of big 
data and artificial intelligence technology, action training evaluation will further develop in the 
direction of intelligence and dynamics. For example, using AI technology to analyze trainees’ voice 
characteristics, micro-expression changes and operation paths in simulation training can realize 
unobtrusive and accurate evaluation of the learning process. By deeply embedding the evaluation 
system into the enterprise learning platform, fully automatic tracking and intelligent attribution 
analysis of trainees’ behavioral transformation and business impact can be realized. An evaluation 
system that can evolve continuously and is deeply coupled with business logic will become the core 
driving force of the organizational talent development system, providing solid support for 
enterprises to achieve sustainable development in a complex and changing environment. 
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