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1.Evaluate the participants’ knowledge 
transfer on the job 

Once you have completed the interventions, monitoring whether interventions are being 
integrated on the job, in other words, if participants are adopting the learnings into their daily 
job activities, is important. The integration monitoring process will give you an idea of the 
potential adjustments needed to ensure that participants and your organisation benefit from 
the intervention. This phase is only relevant for those employees and managers who have 
participated in the intervention. 

It is important to understand whether participants are adopting what they have learned. If 
they have kept the way they feel, think, and behave at work, chances are that a given 
intervention was useless in positively impacting their mental health. 

 

Suppose participants have developed action plans as part of any intervention. 
In that case, it is also essential to understand whether they are being worked on and 
whether they are implemented according to plan. If they are not, they are unlikely to 

have an effect. 
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2.Ask if adjustments are needed 

This can ensure that participants are able to apply what they have learned or whether you 
need to change something so that action plans can be implemented.  

 

 

Tales from the Field: Be concrete with practical examples! 

It is important to assess whether employees apply what they have learned in a training, 
because an intervention becomes effective if it is really possible to use, in practice, the learned 
skills at work. To facilitate the application of what has been learned, it becomes important, 
during the implementation of interventions, to pay attention to use practical examples, thus 
trying to bring the theory into daily work activities. For example, if we are implementing the 
Positive Social Interaction intervention within a healthcare organization or a hospital, it 
becomes important to address the issue of conflict e.g., within one's hospital unit or within the 
emergency room, facing situations actually experienced by employees. Similarly, if we are 
carrying out the same intervention within a school, it becomes important to discuss about 
conflict within the classroom or the teaching group, trying to find together a possible way of 
solving the conflict. Another example may concern micro-coaching, following the Positive 
Leadership group sessions. For a leader, engaging in the identification of each collaborator's 
areas of improvement, defining times and ways to improve, as well as intermediate evaluation 
points in relation to how well the collaborator involved was achieving the goal set, can help to 
make the whole team much more proactive than it was before he/she participated in the 
intervention. This new way of giving feedback to the collaborators – anchored to real working 
experiences and situations – probably had acted as a motivational trigger with appreciable 
consequences in the functioning of the group as a whole. 

 

 

To evaluate the integration of intervention and understand if changes to the action plans are 
needed, you can use the Intervention Integration Questionnaire to distribute among 
participants. 
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3.The Intervention Integration 
Questionnaire 
The Intervention Integration Questionnaire answers these general questions: 

 

 
The Intervention Integration Questionnaire consists of four versions, each of which is tailored to one of 
the four levels of intervention:  

● Version A - Individual 
● Version B - Group  
● Version C - Leader 
● Version D - Organization 

Each version contains almost identical measures and questions, but is customised to capture the 

unique characteristics of each level of intervention. Answers are given on a 5-point scale ranging 

from “Strongly Disagree” to “Strongly Agree”. 
 

  

 
 

• Have participants been given the right tasks to apply the newly 
acquired knowledge? 

Opportunities to integrate

• How often can participants practice the new skills on the job?

Training Transfer

• Do participants feel supported by their colleagues and 
supervisors, when applying their newly acquired skills and 
knowledge?

Manager and peer support
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Integration Questionnaire Items 

Version A - Individual Level 

Opportunities to integrate:      

I have been given the tasks necessary to 
apply the skills and knowledge I learned on the 
training. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

I have the necessary resources to use what I 
learned in training. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

I have the information necessary to apply the 
skills and knowledge I learned on the training 
course. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

Training transfer:  

In my everyday work, I often use the 
knowledge I gained in the training. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

I successfully manage to apply the training 
contents in my everyday work 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

I am able to transfer the skills learned in 
training courses back to my actual job. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

Manager support: 

My immediate manager asks me if I have 
problems or trouble at work. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

My immediate manager helps to make my 
work easier. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

My immediate manager listens to me when I 
have problems 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

Peer support: 

My colleagues ask if I have problems or 
trouble at work 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

My colleagues help to make my work easier. Strongly 
disagree Disagree Neither Agree Strongly 

agree 

My colleagues listen to me when I have 
problems 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 
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Version B - Group Level 

Opportunities to integrate:      

We have been given the tasks necessary to 
apply the skills and knowledge we learned on 
the training 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

We have the necessary resources to use 
what we learned in training. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

We have the information necessary to apply 
the skills and knowledge we learned on the 
training course 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

Training transfer:  

In our everyday work, we often use the 
knowledge we gained in the training. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

We successfully manage to apply the training 
contents in our everyday work. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

We are able to transfer the skills learned in 
training courses back to our actual job. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

Manager support: 

My immediate manager asks me if I have 
problems or trouble at work. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

My immediate manager helps to make my 
work easier. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

My immediate manager listens to me when I 
have problems 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

Group support: 

We appreciate each other’s effort to use new 
skills we have learned in the training. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

We encourage each other to use the skills we 
have learned in training. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

At work, we expect each other to use what 
we have learned in training. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 
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Version C - Leader Level 

Opportunities to integrate:      

I have been given the tasks necessary to 
apply the skills and knowledge I learned on the 
training. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

I have the necessary resources to use what I 
learned in training. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

I have the information necessary to apply the 
skills and knowledge I learned on the training 
course 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

Training transfer:  

In my everyday work, I often use the 
knowledge I gained in the training. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

I successfully manage to apply the training 
contents in my everyday work. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

I am able to transfer the skills learned in 
training courses back to my actual job. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

Manager support: 

My immediate manager asks me if I have 
problems or trouble at work. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

My immediate manager helps to make my 
work easier. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

My immediate manager listens to me when I 
have problems. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

Subordinate support: 

My subordinates are understanding of my 
problems or trouble at work. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

My subordinates help to make my work 
easier. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

My subordinates listen to me when I have 
problems. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 
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Version D - Organisational Level 

Action plan implementation:      
We have discussed the action plans in our 
team (for instance in meetings) 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

We have had time allocated to work on the 
action plans. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

We continuously revisit the action plans. Strongly 
disagree Disagree Neither Agree Strongly 

agree 

We have implemented the planned action 
plans 

Strongly 
disagree 

Disagree Neither Agree 
Strongly 
agree 

Participation:  
I have the opportunity to give my views about 
changes before they are implemented. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

I am actively involved in implementing 
intervention activities. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

I am actively involved in reviewing the 
progress of the intervention and its activities 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

Line manager support: 
My immediate manager is doing a lot to 
involve people in the process. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

My immediate manager works actively 
towards implementing intervention activities 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

My immediate manager is positive about the 
implementation of intervention activities. 

Strongly 
disagree Disagree Neither Agree Strongly 

agree 

My immediate manager prioritises the 
intervention 

Strongly 
disagree 

Disagree Neither Agree 
Strongly 
agree 

Intervention fit: 
To what extent is it clear to you how the 
action plans are related to the organization’s 
overall goals? 

To a very 
low extent Low extent Neither High 

extent 
To a large 
extent 

Are you, in general, able to participate in 
activities without problems? 

To a very 
low extent Low extent Neither High 

extent 
To a large 
extent 

Have plans been made to integrate 
intervention activities/action plans into 
regular organizational activities/routines? 

To a very 
low extent Low extent Neither High 

extent 
To a large 
extent 

Have the intervention activities become part 
of the daily routine? 

To a very 
low extent 

Low extent Neither 
High 
extent 

To a large 
extent 

To what extent are the action plans relevant 
for solving important problems in your 
organization? 

To a very 
low extent 

Low extent Neither 
High 
extent 

To a large 
extent 
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Instructions on how to administer the 
Intervention Integration Questionnaire  
  

The Intervention Integration Questionnaire is an easy-to-use tool. We suggest investigating the level of 
integration at least 3 months after the intervention was completed (e.g., after the last training session 
or workshop) Three months should be enough for participants to have had an opportunity to try to apply 
what they learned.  

The Intervention Integration Questionnaire should only be sent to intervention participants. You may want 
to include a consent form that tells participants what their responses will be used for. In the email, you 
should include the participant information sheet, to give participants an overview of where they are in the 
evaluation process.  

Reminders could additionally be sent afterwards to motivate participants to respond. 

Once you have collected your data, it is of utmost importance provide feedback to participants and to your 
organization so they can “feel the progress”. Here is a template for you to start working on. 

 

Feedback Report Template 
The results gathered from the Integration Questionnaire can be presented to participants, the managerial 
team, the steering team and to the main stakeholders.  

The report must effectively convey the information gathered in the questionnaire in a short 
understandable way, so that everyone has an understanding of: 

 

Below you have templates you could follow to effectively present the data.  

  

How and to what extent 
intervention participants are 

using their newly learned 
skills on the job

What is the overall 
perception of the intervention 

(e.g. “Was it useful?”)
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First: Memory brush-up 

You could use this table to give a brief summary of the intervention(s) you are reporting on so to remind 

everyone which and what level the intervention was implemented in and the groups and individuals 

impacted by it. 

 

Intervention Description of intervention Participants targeted 

Individual Level:  
Positive Stress 
Management  

Individual training directed to develop skills 
for better coping so as to promote 
psychosocial health by using mindfulness 
and stress management techniques 

Number of employees of 
XX area 

Group level:  
Sociomapping 

A team-development training to improve 
team collaboration and foster psychological 
safety 

Number of employees of 
XX area 

Leader level: Mental Health: 
Awareness Training 

Leadership-development training aimed at 
raising awareness on mental health issues 

Number of managers of 
XX area  

Organisational level: 
Appreciative Survey 
Feedback 

Development of action plans proposed in 
from an appreciation perspective 

Number of employees and 
managers of XX area 
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Second: Present the Results  

Now that everyone is clear about which interventions you are reporting on, you can proceed with 

presenting the results. 

One way of organising the data could be that of structuring your report/presentation by showing 
percentages (positive, neutral and negative). The end result should look like the graph below: 

This way, your audience visually understands that, for this specific intervention, half of the intervention 
participants think that they are not being given tasks necessary to apply knowledge, thus they have a very 
restricted opportunity to use the newly learned skills.  
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Third: Act upon Results  
 

Once results have been analysed you may want to take steps to improve integration, if needed. 
Adjustments can be agreed in meetings where you might want to develop specific action plans for 
optimizing the impact of interventions. Below you find reflexive questions and steps to help you elaborate 
efficiently the information gathered and figure out what the best way forward might look like. 

Reflexive questions 
● What are the dimensions with the highest positive and negative percentages? 
● What could be done in the organisation to decrease the negative percentages and sustain 

positive percentages? 
●  Have the intervention participants implemented the learnings? If no, what can be done about 

it? 
● What can be done to optimise the use of the interventions? 

Triggering actions 
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