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INTRODUCTION

Preface

Management offers education and professional development training, geared to increase 

personal and workplace satisfaction, motivation, and productivity. However, the return 

on investment is only realized if training programs, both informal and formal, are well 

defined, delivered, and evaluated.

The third edition of Training Design and Delivery, provides a comprehensive resource for 

training managers and trainers who are responsible for the planning, organization, design, 

implementation, and evaluation of training programs.

The first part of the book provides basic training design strategies that will enhance 

presentations and entice learners to participate in the learning process. Specific strategies 

include ways to create training programs that guarantee successful transfer of concepts 

on the job, detailed descriptions of how learning occurs and how to manage the training- 

learning interactions with ease, and ways to establish trainer and presentation credibility 

early in a training presentation.

The second part of the book presents an easy-to-use recipe for designing and devel-

oping training by utilizing a training systems development model. This theoretical model 

establishes the building blocks to use when organizing your training topics. It presents a 

20-step process for analyzing, designing, developing, implementing, and evaluating train-

ings. The third edition of this book includes three new chapters in this section. The first, 

“Using Technology,” discusses the uses and abuses of technology as a learning tool. The 

second, “Project Management,” presents an eight-step process to help you manage your 

next training design and development project. Included is a set of training project design 

templates and a comprehensive outline to guide you in presenting a successful “kickoff ” 

project meeting. The third chapter designs the critical steps involved in preparing and 

facilitating training to an international training community.

The last part of the book is a trainer’s toolkit, providing answers to the major problem 

areas encountered during design and implementation. The toolkit has two sections. The first 

describes the technique, and the second, the application of each technique.
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The third edition is applicable to training in almost every sector: commercial, indus-

trial, and educational, in both the public and private sectors. I wrote this book with myself 

in mind. When I began my career as a trainer and human resource manager, I couldn’t find 

a simple book that described the steps to use in developing and implementing training. I 

promised myself that once I’d mastered the process, I would share it with others so they 

would have a road map. 

—Geri E. McArdle

May 2015
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Introduction

These are exciting times. With advances in computer learning technology, we’re all witness-

ing a revitalized effort in the fields of knowledge engineering, expert systems, and multi-

media educational technology. For many people, these emerging technologies are tools in 

training design and delivery systems, as well as in the way we study learning and conceive 

the learning process. My discovery of the instructional systems development model in the 

training industry and the current movement toward performance systems technology had 

an effect on my role as a trainer and an instructional designer. Training must consist of a 

well-planned, organized learning event that can ensure an outcome for the learner and the 

sponsoring organization. I’m sure you, too, have encountered or are starting to encounter 

ripples from these trends in designing and delivering training programs that provide a 

return on both investment training dollars and the use of cutting-edge technologies and 

training tools. 

TRAINING BASICS 
Learning is all about helping people to develop as individuals and career professionals.  

The core of this development is training. Training can increase individual competence, as 

well as open doors for future opportunities. The first part of this book presents a review of 

the tools, techniques, and strategies that trainers and instructional designers use to develop 

basic training content. 

During the past two decades, the training field has been one of the more rapidly grow-

ing business sectors in the U.S. economy. This growth is in response to the rapid expansion 

of the global marketplace, the increase in diversity of workers, and the global demand for 

a skilled workforce. Further, the knowledge and skills gained by workers just a decade ago 

are, in some cases, no longer sufficient to equip a person for a lifetime of work. 

As organizations grow, learn, and change, training must evolve. Finding, and espe-

cially retaining, qualified candidates to meet long-term organizational needs is becom-

ing critical to corporate success. As a result, organizations are no longer just providing 

job-specific, technical skills; rather, they are focusing more on training that develops 
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the entire person. Such offerings—managing stress, team building, dealing with difficult 

people, analyzing personal styles, solving problems creatively, and building consensus 

and sensitivity to diversity—are becoming part of the standard corporate curriculum. By 

encouraging employees to learn more about themselves and their capabilities, and to take 

responsibility for their own learning, organizations are banking talent for future use. 

As trainers, we need to enhance our skills so we are able to motivate participants to 

learn more about themselves and their capabilities as they relate to the organization and 

to create a desire for self-directed learning. The need to provide training in a variety of 

venues is becoming increasingly important. Trainers who understand and can design and 

use e-learning, distance learning, blended learning, and self-study along with traditional 

learning are in high demand. 

Now is the time to develop a new training system—one that prepares individuals for 

this change. Trainers should be moving away from the traditional method of transmitting 

knowledge and toward helping people to view learning as a lifelong activity. As trainers 

and instructional developers, we should change the delivery emphasis of what knowledge 

or skill we affect to how we help people to learn and ask questions to help them acquire 

skills of self-directed inquiry. 

TRAINING DESIGN 
No matter how high-tech or low-tech trainers and their training designs may be, the 

designs will have to adhere to the demanding standards of training design. No training 

is successful unless the instructional design meets these standards of quality, and the 

quality of design, development, and delivery is based in a scientific approach in the area 

of human learning. 

The multistep training program design tool in the second part of this book is an easy-

to-use guide for designing and developing a training module and program, whether it’s 

computerized or a low-tech, in-house workshop. The steps take trainers from responding 

to the initial training request to delivering and evaluating the training program. Specifi-

cally created for this book, the training program design tool sets forth a number of critical 

elements. Although hundreds of training practitioners use these critical elements when they 

design and develop training programs, the training program design tool organizes the steps 
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and begins with a little-used step: business justification. This first step leads management 

to buy-in to the training, which is essential. By following the training program design tool, 

trainers will be able to provide successful trainings. 

Part III presents tools and techniques that trainers can use to open a training, conduct 

a review, and close with a bang. Enjoy the training journey that this book provides as a 

source in your everyday practice.

As with the first and second editions, the third edition focuses on proven principles 

and tools to develop effective training programs. However, a significant addition is the 

focus on training delivery systems that were just emerging a decade ago. These new systems 

and their technologies are having an immediate and far-reaching impact on training. 

Therefore, in addition to the techniques for analysis, design, and development of training 

programs, the fourth component, delivery, has been updated to reflect the advancements 

in technology.

Less than a decade ago flipcharts, webinars, slide presentations, and handouts were 

commonplace for delivering training materials; now the speed and specificity of today’s tech-

nology requires a new mind-set if we are to best help people develop their natural talents. 

The Association for Talent Development rebranded from the American Society for 

Training & Development because, while training and development remains the core of the 

profession, the scope of its members’ work is much broader than what its founders imag-

ined. ATD’s future will be determined by the work done in developing the talent of today 

and tomorrow, and will include the latest technologies for delivering that work. 

Contemporary training already includes a variety of high-tech products, whether it’s 

interactive training delivered within the corporate network or via the Internet. Moving 

ahead, the effective delivery of learning will include a mix of high-tech and live class-

room experiences. A balanced and blended strategy for delivering training offers the most 

promise. The following are examples of the types of technology making inroads into the 

training industry.

Multimedia training: This training combines audiovisual training methods with 

digital training. Computers or other digital devices provide the learning stimulus in an 

interactive training experience. The learner responds; the computer or device analyzes the 

responses and provides feedback to the learner. 
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Online learning or e-learning: This is instruction and delivery of training online via 

the Internet. Internet-based training is delivered on public or private networks. Intranet-

based training uses the company’s own network. 

Gamification and learning games: These approaches to learning can be used to struc-

ture learning experiences into challenges and provide feedback loops; aspects that engage 

people and help foster behavior change. 

Storytelling in training: Research shows the value of stories in helping people remem-

ber. It’s more difficult to remember discrete facts, for instance, than it is to remember those 

same facts when they are part of a narrative. 

Visuals and graphics: Along with the use of storytelling, designers are shifting away 

from screens filled with text to ones dominated by visuals. For trainers, visuals can be used 

to help educate people on facts and build awareness. 

Teleconferencing: This is the synchronous exchange of audio, video, or text between 

two or more individuals or groups at two or more locations.

Interactive distance learning: This latest generation of distance learning uses satellite 

technology to broadcast programs to different locations and allows trainees to respond to 

questions posed during the training program.

Blended learning: This combines online learning, face-to-face instruction, and other 

methods for distributing learning content and instruction. In comparison to classroom 

delivery, it provides increased learner control, allows for self-directedness, and requires 

learners to take more responsibility for their learning. In comparison to pure online learn-

ing, blended learning provides more face-to-face social interaction and ensures that at 

least some of the instruction is presented in a dedicated learning environment.

THE GROWTH OF TECHNOLOGY IN TRAINING
As stated in the ASTD’s 2013 State of the Industry report, in less than a decade, new tech-

nologies are now rivaling instructor-led training. They have made it possible to reduce the 

costs associated with delivering training, increase the effectiveness of the learning envi-

ronment, and help training contribute to business goals. A couple of factors are driving the 

change to technology, blended with methods that are more traditional. 
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From a training point of view, research shows that e-learning is the number one 

technology-based learning and performance support method in which organizations will 

invest. Learners want training programs that are as short and as efficient as possible—

programs that are delivered just in time for application. As a result, organizations will not 

waste the time and effort of their valuable human resources on something that does not 

work. Keeping the learner’s attention will be an increasing challenge. A generation raised 

on TV and computer games, with short attention spans, will present unique challenges to 

the trainer. 

THE BENEFITS
While there is a learning curve to adopt any changes in an organization’s operations, it’s 

compulsory in today’s economy to be competitive and have a knowledgeable and well-

trained workforce. 

A balanced and blended strategy is the most popular delivery system. It might include 

several learning technology design and delivery methods, including short and focused 

e-learning courses combined with three- to five-minute video segments; brief webinars 

complete with performance support and job aids; and cloud-based tools used to assemble, 

share, and track learning content. 

FOR EMPLOYERS
The paperwork and time needed for administrative activities is reduced for employers. 

Training can be delivered to trainees rather than requiring them to come to a central train-

ing location. In addition, employees’ accomplishments during training can be monitored. 

Companies could turn to blended training to build employee loyalty.

In addition, organizations that adopt strategies using technology are positioning 

themselves to attract the best talent and ensure their people get the right training when 

they need it. 
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FOR EMPLOYEES
Employees increasingly expect technology to be available to them at work, so learning and 

development teams must incorporate technology solutions that are current and forward 

thinking. Younger generations in particular prefer to use the same technology for profes-

sional purposes as they do in their personal lives. 

Using technology, employees can gain control over when and where they receive 

training. They can access knowledge and expert systems on an as-needed basis. They can 

choose the type of media they want to use in a training program. Moreover, the learning 

environment can look, feel, and sound just like the work environment.

THE BLENDED BIG PICTURE
Overall, blended learning leads to effective training. As new technologies emerge, online 

training is becoming a more reliable and effective delivery mechanism. Online courses 

are more robust, relevant, and engaging than ever before, ensuring an environment that 

promotes learning. 

With various training modalities available, trainers can create the most suitable 

combination for each training project. Blended training also offers just-in-time learning 

and continuous learning over time. 

The structure of blended learning improves consistency, and prepared materials can 

be made available for download. In addition, courses can be taken precisely as needs arise. 

Finally, from an organization’s perspective, costs per learner are typically less than instruc-

tor-led training, training time is typically reduced, and retention typically improves.

Blended learning is an approach whose time has come. 
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1
Training Overview

As we become used to the way technology and business demands have changed the way 

we work, our expectations about training have shifted. Organizations and learners have 

higher expectations for training programs in the workplace. All training is intended to 

help individuals gain new and improved knowledge and skills for a specific purpose—to 

help them learn to do or think about something in a different way. It’s all about changing 

behavior and acquiring new skills for new challenges.

Frequently, an organization conducts training to implement a new program or change 

a process. Training is often distinguished from education in that training prepares a  

person to perform a task, improve a behavior, or learn a skill. Education, by contrast, is 

seen as improving the whole person, preparing the person for life. In today’s business 

world, what we call training can also address the goals of education. Although there are a 

variety of specific training programs that can be designed or delivered, there are six types 

of training initiatives that are commonly offered to individuals in organizations. Each type 

targets a certain training need.

1. Training increases individual knowledge and skill.

2. Career development helps individuals assess their strengths, weaknesses,  
interests, and values, enabling them to explore and select a work path.

3. Team development helps team members work and interact more effectively  
and efficiently.
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4. Organizational development increases organizational capability.

5. Human resource development combines training, career, team, and  
organizational development to increase workplace health and performance.

6. Performance improvement uses a variety of strategies and tools to increase 
the performance of individuals, groups, processes, and organizations.

This list is a training menu of design and delivery formats. The training format that 

trainers choose will depend on the needs of their sponsors, the specific organization, and 

individual employees.

CHANGES IN TRAINING DESIGN AND DELIVERY
The need for training has always been present in every walk of life, but today the need is 

much greater. What was appropriate last year as an instructional strategy or a training 

design might not be appropriate for today’s learner. Rapid changes in what constitutes 

business, and how it is conducted, have rippled in every sector of society and especially in 

the design and delivery of training.

In the field of training and instructional design, there are four areas that constantly 

change: course materials, course methods, trainer styles, and learner expectations.

COURSE MATERIALS
Learners demand easy-to-use and easy-to-access materials, with content that focuses on 

direct application to the job. In addition, the design and presentation of the content should 

include graphics, job aids, and take-homes for future reference.

COURSE METHODS
Learners want clear and easy-to-follow instructional methods that are interactive and have 

a direct transfer back to the job. The key to using any instructional strategy is to provide 

an opportunity for the learners to effectively master the content. The principles of learning 

should be integrated in the course instructional strategy, regardless of whether the course 

is delivered face-to-face or virtually. The specific learning principles that trainers should 

use in their course design and delivery are:
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• involving the learners

• focusing on the task

• applying the collaborative approach

• using a structured design.

TRAINER STYLES
Learners expect the trainer to be credible and to know the topic. The trainer should also be 

practical and sensitive to all learning styles and know when to play the role of instructor, 

coach, facilitator, or consultant.

LEARNER EXPECTATIONS
Learners expect to take responsibility for their own learning. They expect to learn from 

others involved in the instruction process and demand that the content be presented in a 

manner that promotes successful skill transfer back on the job. Learners also want to be 

partners in the learning process and be given the opportunity to practice their own facili-

tating and coaching skills with others during the session.

Given this list of changing expectations, successful trainers must think about how to 

prepare a training session, how to anticipate outcomes, and how to measure training success.

When trainers think of training, they usually think simply about who is conducting 

the training and who is going to attend. Yet, there are four key stakeholders who contrib-

ute to the success of a training: learner, course designer, course instructor, and learner’s 

employer. Table 1.1 gives an overview of these stakeholders and what they bring to the 

success of the training program.

The training event is an open dialogue, a conversation, and an opportunity to exchange 

information and ideas. These characteristics apply to both face-to-face and virtual training 

events. The learning outcome of a training event is the communication that takes place 

between the learner and the trainer. It should provide the learner with the ability to inter-

nalize the information and apply it.
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TABLE 1.1. KEY STAKEHOLDERS AND THEIR ROLES IN SUCCESSFUL TRAINING

Learners Must 
Ensure That

Course Designers
Must Ensure That

Course Instructors 
Must Ensure That

Employers Must 
Manage Training to 

Ensure That

They will actively work 
to transfer learning to 
the job.

They will strive to 
understand the topic.

They will trust 
themselves enough to 
try something new. 

They will try to work 
well in teams.

Written objectives can 
be accomplished.

Activities are 
appropriate for topics.

Course content flow  
is correct.

Clear directions  
are given.

Topics are  
organized logically.

Materials are easy  
to implement.

Reference materials  
are useful.

Learners see the 
relevance of the topic.

Activities are easily 
transferred to the job.

The investment 
increases the 
productivity of the 
employees, results in 
a positive return on 
investment, and is part 
of the company strategy.

The training connects 
to the professional 
growth of the learner 
and creates more loyal, 
satisfied employees.

LEARNING VARIABLES
When trainers plan their training design or delivery, they need to focus on achieving 

learning outcomes. Trainers need to be sensitive to learner styles, develop instructional 

strategies that appeal to the learner style needs, and focus on the appropriate level of eval-

uation to measure the learning. By focusing on these elements, trainers will automatically 

integrate opportunities for successful training transfer.

There is no one comprehensive style theory that all educators, researchers, or trainers 

agree upon; however, they do agree that individuals learn differently. Trainers know that 

learning is a process that typically begins with observations or reflections by the learners. 

Once learners become aware of the learning taking place, they build an intellectual data 

file to store this information.

Gathering information about an audience is a critical step in the development of an 

effective training program. The key to activating a positive learning situation is to appeal 

to all the learning styles, be sensitive to what motivates, and use appropriate facilitation 

skills for all learners.
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APPEAL TO ALL LEARNING STYLES AND MODALITIES
Because there are three learning styles—visual, auditory, and kinesthetic—trainers must 

use a variety of delivery approaches in presenting both face-to-face and virtual training 

events. For example, presentations are effective with visual learners, mini lectures appeal 

to auditory learners, and hands-on exercises are important for kinesthetic learners.

MOTIVATE THE LEARNERS
Adults attend trainings, in most cases, because they want to learn information and skills 

that help them to do a better job. Providing opportunities for learners to interact with 

others through in-group discussions, group activities, and thought-provoking questions 

can enhance a two-way, didactic learning process.

FACILITATE FOR SUCCESS
Learners are diverse and come to trainings with different life and educational experiences 

and different expectations about their work and their lives. These learning differences are 

based on their backgrounds and characteristics, such as gender, age, life stage, culture, 

and ability levels. The learning climate that trainers establish should include the physi-

cal or virtual surroundings, other people in the room, and intangible elements, such as a 

relaxed, comfortable atmosphere that permits the learners to believe they have a degree 

of control and can ask questions, affect pace, and learn from others. Also, trainers should 

enable and encourage learners to work together to solve problems. Finally, trainers must 

use good questioning techniques and encourage learners to ask questions when they are 

confused. Good questions help to stimulate insight and understanding by encouraging 

time for inquiry and reflection. Remember, when learners ask questions, trainers can 

observe where they may be having difficulty.

TRAINING TYPES
Learning is ultimately the responsibility of the learners: The more learners put into the 

learning experience, the more they tend to get out of the event. Therefore, the type of train-

ing they choose becomes our important issue. A wide range of learning opportunities is 

available, which can be consolidated and integrated into several types of delivery formats.
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CLASSROOM LEARNING
Classroom learning can vary greatly in approach from the traditional method in which 

the trainer adopts the role of lecturer, with little or no student participation, to where the 

trainer adopts the role of facilitator, with the style ranging from nondirective to directive. 

Classroom learning includes both face-to-face and virtual classrooms.

OUTDOOR LEARNING
Outdoor learning has been widely used for a number of years, mostly by the armed forces, 

particularly in such fields as leadership training and team building. Some training profes-

sionals might argue that this format lacks the academic rigor of classroom instruction, but 

it is linked with classroom input and debriefing.

E-LEARNING
E-learning is largely a refinement of programmed learning in which individuals work 

through material in a programmed way. Learners progress in a step-by-step fashion, 

having received feedback on their responses. Such programmed learning has become 

more sophisticated in recent years with the advent of e-learning tools and other learning 

technologies. One of the advantages of such training is flexibility, because learners can 

progress at their own pace. The disadvantage is isolation, which can result in low motiva-

tion and reduced commitment and increased cost.

SIMULATION LEARNING
Simulation is participative and used mainly for skills training. It can reinforce other types 

of training. As far as possible, simulation training is linked to the real world.

TRAINING METHODS
There are two categories of training: trainer-centered and learner-centered.

Within the types of training, there are various forms of instructional methods:
• lecture—trainer-centered (telling someone about something)

• demonstration—trainer-centered (displaying how to do something)

• case study—learner-centered (giving a written history with a plot and characters 
to simulate a decision-making situation on the job)
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• simulation—learner-centered (presenting an on-the-job event to give  
learners an opportunity to develop their skills or discover concepts to improve 
their performance)

• panel discussion—learner-centered (selecting a group of experts to discuss and 
share their views on a given topic)

• virtual reality training—learner-centered (putting trainees in an artificial, three- 
dimensional environment to simulate an event to practice skills or knowledge)

• web-based (or e-learning) training—learner-centered (training through the  
use of a computer)

• on-the-job training—learner-centered (following a sequence of learning events 
presented by a supervisor or expert in a one-on-one situation).

Aim for a variety in both method and media. It breaks up the learners’ 
day and allows the message to appeal to the various learning styles.

TRAINING ROLES
The most recognized role of the trainer is as a deliverer; therefore, one of the key  

competencies to acquire is presentation and facilitation skills. A trainer should be good at 

organizing and presenting the information so the attention of the audience is held and the 

information is accurately conveyed.

Training, however, is much more complex, and in many situations the presenting 

role is one of the least important. Merely considering the five stages in the training cycle 

(prepare the learner, present the information, practice the activity, provide feedback, and 

provide opportunities for integrating) indicates that numerous roles are demanded. For 

example, the skills for analyzing needs are different from the skills for presenting, and the 

skills for designing a course are different from the skills for evaluating, and the skills for 

writing resource material are different from the skills for managing groups. Many more 

roles have to be performed, both in and out of the group situation.

Not all trainers can be excellent at all of these roles. They should play to their strengths, 

while finding ways to combat their weaknesses. They should either concentrate on devel-

oping the weaknesses or ensure that other people who have strengths in these areas are 

involved in the training—other team members, class participants, external technicians, or 
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subject matter experts. Whichever method they use, trainers need to make sure that the 

training goes well and the learners learn and leave as satisfied customers.

Some of the roles required by the trainer are presenter, subject matter 
expert, mentor, coach, counselor, facilitator, teacher, innovator, role 
model, technician, diffuser, persuader, seller, and catalyst.

TRAINING PRESENTATION SKILLS ASSESSMENT
What is your intention? What do you hope to achieve? What content or message 

do you want to get across? Answering these questions calls for a review of three  

evaluation questions that need to be asked in order to design and deliver a purposeful  

training presentation. Complete the skills assessment in Table 1.2 to evaluate your  

training presentation.

Individuals attend trainings to acquire knowledge and, in some cases, to share 

information with individuals in their organizations. Given this generalization of a typical 

audience profile, the main role of the trainer is that of a facilitator. While most of this 

role will be undertaken when the group is actually together, much of it also takes place 

elsewhere; for example, at the needs analysis stage, when trainers facilitate the identification 

of training needs and the release of individuals for training.

Within the training situation, most of the roles of the facilitator fall into three catego-

ries: the subject matter expert, the methods expert, and the group manager.

SUBJECT MATTER EXPERT
Learners expect trainers to know something about the subject, and the more the trainers 

know and communicate that knowledge, the more their credibility increases. Thus, it is an 

important part of their development to update their knowledge of the field.
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TABLE 1.2. TRAINING PRESENTATION SKILLS ASSESSMENT

Learners, however, do not expect trainers to know everything. Nobody can be a 

complete fountain of knowledge; if trainers don’t know something, they should admit it. 

They should recognize any expertise within the group and use it when appropriate. For 

a specialized field, they should consider bringing in a subject matter expert for a group 

chat. This not only gives expert input of knowledge but also exposes learners to a change 

of style, which is often beneficial.

Trainers should not create such an aura of expertise that they become 
unapproachable. Credible experts with the human touch are far more 
respected. For most people, merely being natural is the best way to 
achieve this.

METHODS EXPERT
Part of a trainer’s role is to exercise sound, professional judgment as to the best method the 

learners need and to accommodate all learning preferences.

Level Evaluation Yes No

There are four purposes for training:
a. to train on skills, knowledge,  

or abilities
b. to retrain
c. to present and test
d. to inform.

Here are some questions to ask to help 
identify the end result:
a. Is it achievable?
b. Is it a present or ultimate objective?
c. Is it measurable?
d. Is there evidence that the material  

is transferred back on the job?

The main point of the training inter- 
vention is successful training so that the 
content is implemented on the job.

1. Do I define the basic training 
purpose?

2. Do I define the training objectives?

3. Do I present the content to match 
the objectives?
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There are numerous instructional methods available, and trainers should be familiar 

with most and feel comfortable and competent with a few. They should watch other trainers 

and learn from them, take occasional risks, and be open to experimenting.

GROUP MANAGER
This is an area in which facilitation skills are most obvious. Trainers require a high level 

of interpersonal skills to be able to manage (not control) a group. The style and role can 

change from motivator to leader to counselor, according to the situation.

Trainers must be sensitive to group atmosphere and mood, as well as to the individ-

uals attending, regardless of whether they are attending in person or online. They need to 

have some understanding of individual and group psychology, although they do not need 

to be experts.

TRAINING EVALUATION
Everyone has an interpretation of what training success means. Because there are many 

variables to consider that affect the training process, there are many ways to measure train-

ing programs to see if they are both effective and useful. Learners may see a particular 

course as successful because it was fun, included a lot of nice people, and had tasty snacks. 

Or learners may rate the course highly, but when it is time to apply the skills, the transfer 

of training did not take place.

One way to measure successful training transfer is through Kirkpatrick’s (1979) four 

levels of evaluation: reaction, learning, behavior, and results (Table 1.3). If trainers use the 

evaluation concept to assist them in designing the training topic and writing assessment 

tests when developing the course materials, they will ensure that training transfer takes 

place during the learning process.

Notice that each level of this evaluation model measures a different aspect of training 

and how the training can affect a different level of the organization. Trainers can manage 

or design evaluation techniques to measure success only at Level 1 and Level 2. 
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TRAINING OVERVIEW

The question to constantly ask is, “Was training successful?”  
This question will be answered differently based upon the  
evaluation level.

TABLE 1.3. KIRKPATRICK’S FOUR LEVELS OF EVALUATION

To measure success at Level 3, trainers must rely on feedback from the supervisor 

or employee. Measurement of success at Level 4 requires completion of a comprehensive 

needs analysis. Once training has been completed, trainers can determine if those needs 

have been addressed successfully. See chapter 13 for a more complete discussion of Kirk-

patrick’s evaluation levels.

SUMMARY
Training is becoming more widely accepted and recognized as a way to enable individuals 

to cope with change. Through training, individuals can learn how to accept responsibility 

for their own shortcomings and developmental needs in order to manage their careers 

wisely. Attendance at training provides learners with an opportunity to see themselves as 

part of a larger organization and more effectively identify their significance and need for 

effective contribution.

Level Evaluation Description

1

2

3

4

Reaction 

Learning 

Behavior 

Results

How did the learner react to the training course?

How well did the learner apply the new skills or knowledge? 

What changes in job behavior resulted from the training? 

What were the results of training on the organization?
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CHECKUP EXERCISES
1. Think about trainers you have observed or worked with.

a. What were their strengths?

b. What were their developmental needs?

c. What made them successful?

d. What were their unsuccessful situations?

e. What did they not do well?

f. What did you learn from them?

g. What method of learning did you most enjoy? Why?

h. What does the method you like most tell you about developing your  
own learning style?

i. If there was a training team, how did the trainers complement each other?

2. Think about three training situations you have been involved in.

a. What were the roles played by the trainers?

b. How did the trainers help learning?

c. What could have been done better to improve learning?
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2
Instructional and  

Learning Strategies

Organizations now recognize that training is an important element for investing in their 

workforce. Every year the selection of appropriate training methods, learning materials, 

and instructional formats becomes more challenging because organizations demand to see 

a return on their investment.

This chapter provides opportunities for trainers to understand why and how to design 

and develop instructional strategies. In addition, the chapter explains how to use the most 

widely accepted instructional formats, including tips and techniques for designing and 

delivering accelerated and distance learning.

TRAINING VARIABLES AND INSTRUCTION
Designing training requires planning and organization skills. The best way to achieve 

an organized and structured training program is to design training while considering 

the training variables.

The term training variables covers various essential components that need to be 

included in a training design and delivery. The word variable means an element that plays a 
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specific role at a specific time. There are three distinct variables trainers need to include in 

design strategy: training purpose levels, learner levels and trainer roles, and trainer roles.

VARIABLE 1: TRAINING PURPOSE LEVELS
The purpose of this variable is to force trainers to think about the type of training they 

are designing and delivering. There are four training purpose levels: awareness, knowl-

edge, motivation, and skill or behavior change. By incorporating the four levels in the 

design, as shown in Figure 2.1, trainers can be confident that they have solid, successful 

training events.

Awareness training enlightens learners and improves their awareness levels and atti-

tudes on a specific subject. This level of training does not seek to change the learners’ behav-

iors. An example of this is a new organization benefits training.

Knowledge training is designed to give learners improved knowledge about a specific 

issue. The amount of knowledge gained in the training can be specific and tested. An exam-

ple of this is a new product training.

Motivation training is designed to move learners to take specific actions that have specific 

benefits to someone or something. An example of this is an organizational change training.

Skill or behavior change training is designed to give learners the tools to perform 

differently on the job. Specific skill changes are taught, and the results of the training can 

be tested. The skills can include either 

personal (for example, time manage-

ment or keyboard skills) or group 

(for example, team problem-solving 

processes) activities. An example of 

this is a social skills training.

Each training presentation 

should be created to fulfill one of 

the purpose levels. Once the train-

ing topic and instructional strat-

egy are defined, trainers build on 

Skill or Behavior Change

Motivation

Knowledge

Awareness

FIGURE 2.1. TRAINING PURPOSE LEVELS
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the road map using the other variables. The training purpose levels variable provides the  

focus for the training.

VARIABLE 2: LEARNER LEVELS AND TRAINER ROLES
To explain this variable and how to use the concept to design and deliver training, trainers 

should remember that two dynamics are involved in teaching adults. The first dynamic  

is the relationship that trainers have with the training concepts they are delivering, 

the learner, and the instructional process trainers are using (that is, the trainer role).  

The second dynamic is the content that is delivered (that is, the amount of data learners 

need to know, or learner level). The most important factor for this dynamic is the trainers’ 

judgment, because they decide how much information and direction the learners recieve 

about the learning situation and the learning cycle. This is best determined based on 

results of a needs assessment.

When trainers design their training material and develop their instructional strat-

egies, they should keep in mind that some learners need a lot of information (written, 

spoken, and multimedia), whereas others have mastered the content and need only to 

occasionally check in with the facilitator. The degree to which trainers emphasize lecture 

and content and the amount of learning activity is an instructional design decision.

VARIABLE 3: TRAINER ROLES
There is no one way to design and deliver training; however, there is an instructional 

design strategy that trainers can use to define their role. The four roles that trainers can 

play are instructor, coach, facilitator, or consultant. These roles apply to both face-to-

face and virtual learning environments. Each trainer role requires the trainer to make a  

decision as to what is required during the learning event, as shown in Table 2.1. The appro-

priate choice of role is based on the trainer’s assessment of the learners and the amount of 

content and direction required to achieve the training outcome as defined by the lesson’s 

learning objective statement. For example, if a trainer is introducing new material, and 

learners need a substantial amount of direction to understand and master the material, 

the trainer role assumed would be one of instructor. As the learners become more familiar 

with the learning content, and require less direction, the trainer assumes a different role.
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LEARNING STYLE PREFERENCES
Although there is no one comprehensive learning style theory that all researchers and 

trainers agree upon, they do agree that individuals learn differently and learners exhibit 

preferences for processing the information to be learned.

The preferences most often identified have been classified as processing preferences, 

perceptual preferences, and other learning preferences that relate to the environment and 

emotions. This information is helpful when trainers make decisions about instructional 

strategies, the levels of the learners, and the role of the trainer. 

PROCESSING PREFERENCES
There are two ways that people process information. Global processors want to compre-

hend the big picture first and then work on comprehending the details that support the big 

picture, whereas analytic (or linear) processors want to comprehend the details first and 

work systematically toward grasping the big picture. The terms global and analytic have 

also been described, respectively, as right brain and left brain, sequential and simultane-

ous, and deductive and inductive.

PERCEPTUAL PREFERENCES
There are three preferences that people use to involve themselves with information 

presented: visual, auditory, and kinesthetic. According to Rita Dunn, director of St. John’s 

University Center for the Study of Learning and Teaching Styles, the learning style distri-

bution in an average group is 30 to 40 percent visual, 20 to 30 percent auditory, and 30 to 

50 percent kinesthetic (Filipczak 1995).

Facilitator
l provides guidance although not involved in the 

process
l helps learners gain knowledge from experience 

and each other

Coach
l provides guidelines, help, and direction
l watches from the sidelines
l observes, practices, and gives corrective 

feedback

Consultant
l acts as an adviser
l provides subject matter expertise

Instructor
l provides detailed direction, foundational 

material, and structured learning events for 
learners to master the topic

TABLE 2.1. TRAINER ROLES
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OTHER LEARNING PREFERENCES
Other preferences identified are the learning environment (for example, noisy versus 

quiet) and the emotionality of the learner, such as motivational elements and psycholog-

ical factors.

DEVELOPING INSTRUCTION AROUND LEARNING STYLES
Gathering information about an audience can be an important step in developing effective 

instructional strategies. To determine how the audience will learn best, trainers should 

assess the various learning styles of the training participants to help them design appro-

priate instructional strategies.

With some background and understanding of learning style  
models, trainers can determine an individual’s learning style  
through various techniques:

• Interview the person, and inquire about learning preferences.

• Observe the learner in learning environments.

• Evaluate positive and effective learning experiences versus 
negative and ineffective ones.

• Review the completed self-assessment questionnaire.

Most researchers believe that trainers should understand more than one learning style 

model so they can employ the model that is most appropriate for each learning situation. 

Whatever learning style assessment approach is used, trainers should consider how to 

incorporate the information they gather about their audiences. Researchers have focused 

on three areas in which to apply learning style information: self-awareness, course design, 

and instructional strategies.

SELF-AWARENESS
Several researchers recommend that trainers and learners go through assessment exercises 

so they have a greater self-awareness of their own learning styles. Trainers need to know 
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what preferences they exhibit, because their preferences may affect how they present infor-

mation to learners. Learners also need increased self-awareness in these areas to help them 

be better learners.

COURSE DESIGN INSTRUCTIONAL STRATEGIES
In deciding how to use the audience’s learning style preferences, there are three possible 

strategies. The first is to design a course focused on individual learning style strengths and 

preferences. The second is to design a course to help individuals improve on the weaker 

aspects of their learning styles, thus enabling them to become more flexible and adaptable 

to the variety of teaching methods they encounter. The third strategy is to use a combina-

tion and variety of teaching methods.

MATCHING METHODS AND LEARNING OUTCOMES
Because instructional methods differ in their ability to influence knowledge, skills, and 

attitudes, trainers must be able to evaluate a method’s utility and ability and make informed 

decisions about its use in their training. Training is all about providing instruction for the 

learners to acquire new skills or knowledge to enhance job performance. When trainers 

think about acquiring new knowledge, they should remember that knowledge is acquired 

at three levels:

1. declarative—a process used when the learner stores the information for  
future use

2. procedural—a process used when the learner understands how the  
information presented can be applied

3. strategic—a process used when there is a need for planning, monitoring,  
or revising a goal-directive activity.

There will be times when trainers have to design a training to include learning objec-

tives in more than one area. To accomplish this task, trainers should combine several 

instructional methods into an integrated whole, because no single method can do every-

thing well. These various instructional methods can be divided into two broad learning 

categories: cognitive and behavioral. Either the behavioral or the cognitive instructional 

method can be used to change attitudes, although each does so through different means. 
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Cognitive methods are best for imparting knowledge or development, and behavioral 

methods are best for honing skills.

COGNITIVE METHODS
Cognitive instructional methods provide verbal or written information, demonstrate rela-

tionships among concepts, or provide the steps for how to do something. These methods 

stimulate learning through their effect on cognitive processes and are associated most 

closely with changes in knowledge and attitude.

BEHAVIORAL METHODS
Behavioral instructional methods allow the learners to practice using the newly acquired 

behavior in a real or simulated event. The methods stimulate learning through behavior 

and are best used for skill acquisition or behavior change.

In assessing what methods to use, trainers should evaluate in the 
following five areas:

1. Are the models reliable and valid?

2. Is there widespread practitioner use?

3. Is there extensive research behind the models?

4. Can I visit places that are using the models I am interested in?

5. Can I obtain training so I know how to use individual styles to 
obtain increased achievement?

ACCELERATED LEARNING TECHNIQUES
Several years ago, an association created a new training program for trainers. Much of 

the project time was spent researching the principles of learning, exploring how the mind 

worked, and defining the concept of multiple intelligences and how the concept applied to 

training design.

The final course design was creative, with color icons on pages instead of words, multi-

colored wall charts created to hang in the training room that told the story of the train-

ing program, and music played during the training session, specifically, in the beginning, 
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ending, break, and project times. This course continues to ensure that every learner walks 

away from the class learning something and having fun doing so. It’s important to note 

that, although this course was delivered face-to-face, many of the components can easily 

be translated for a virtual environment.

Structured learning events may include such accelerated learning techniques as:
• back-home application
• brainwriting and brainstorming
• case study
• collaborative activity
• concert review
• environing material
• in-class demonstration
• prework
• reading assignment
• structured note taking
• skills and knowledge test
• self-assessment.

Such varied techniques provide opportunities to plan, organize, and prepare trainings 

efficiently and economically. Structured events provide the road map for trainers to use 

to develop their content, as well as provide techniques and tips for them to be successful 

when delivering the training event.

BACK-HOME APPLICATION
Definition. Participants are given an in-class opportunity to practice what they have 

learned by applying the learned concepts to an existing back-home problem.

Directions. Each participant writes a short synopsis of a back-home problem. Next, 

each participant presents the issue to the group. By group consensus, one problem is 

selected to be used as a model problem to apply the new techniques that were presented 

during the class. The group works as consultants to the participant who has the issue, thus 

helping that person apply the concepts and skills from the group to use back home.

Tools and Tips. Consider this when managing this learning process:

1. Use the steps in sequence.
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2. Use examples to reinforce learning with direct application to the  
learners’ situations.

3. Ask the class to share back-home plans.

4. Make frequent referrals to back home during other activities.

5. In a virtual learning environment, use tools such as polling and chat for  
the exercise.

BRAINWRITING AND BRAINSTORMING
Definition. Participants record ideas, advancing previous ideas (brainwriting), or listing 

ideas (brainstorming).

Directions. For brainwriting, write two questions on two wall charts or on a white-

board in a virtual class. Have participants silently write their answers to each question on 

an individual basis. Give a time limit. After the participants have recorded their answers, 

process the responses or have two participants process the questions. An example of a 

question is, “Training is successful when . . . ” and the opposing question would be, “Train-

ing is unsuccessful when . . .” 

Use mindmapping as a device for problem solving or decision making. The technique 

is based on the idea that many people find it helpful to throw out a lot of ideas in a very 

short period of time and then organize the ideas. Have participants draw a circle in the 

middle of a paper or on a whiteboard in a virtual class. Put the key concept in the center, 

and branch out from the middle of the circle.

The brainstorming process allows participants to generate a list of responses to the 

question or activity in a given timeframe. This process provides the participants the 

opportunity to provide quick responses without being hindered by prejudgment. The 

point of brainstorming is to generate a lot of responses. Once the list is produced, the 

participants review it and delete responses that are not considered feasible.

Tools and Tips. Here are suggestions to consider when managing differences  

of opinion:

1. Ensure that groups follow rules, monitor the groups closely, and  
remember silence!

2. Don’t allow verbal criticism (brainstorming).

3. Keep groups and papers moving. Keep them on track (brainwriting).
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4. Point out that both brainwriting and brainstorming allow one person’s idea to 
trigger another person’s related idea.

5. Point out that brainwriting allows participants to build on ideas without the 
threat of criticism.

6. Use colored markers or fonts, and post charts or whiteboards.

7. Try using mindmapping in brainwriting.

CASE STUDY
Definition. Participants work to solve a problem similar to one they face back home. A 

case study usually has multiple parts (plot, characters, issue, and setting) and various solu-

tions, and is processed as the parts are completed.

Directions. Write a narrative of one or two paragraphs. Include detail about the situa-

tion, the characters involved, and the rationale for why this is an issue. Do not write suggest-

ed solutions; the point of the case study is to invite others to discuss the various options.

Tools and Tips. Here are suggestions to consider when completing case studies:

1. Monitor groups, and answer questions.

2. Don’t let the groups go too long without intervening.

3. Don’t use cases that are not related to the businesses of the participants.

4. Point out that case studies encourage creative problem solving.

5. Help participants learn from one another.

6. Post wall charts from groups around the room or slides from the virtual  
breakouts so all groups can learn from one another. 

COLLABORATIVE ACTIVITY
Definition. Participants work together to teach one another concepts, solve problems, or 

advance the learning objectives for the training event.

Directions. Create application exercises in the participant manual. The focus of the 

exercises is to invite learners to review the important points in the lesson. These exercises  

can include quizzes, scenarios, matching terms, or essays. The important point for this 

activity is that the group members can work independently, and then work together 

to pool their answers. This activity provides an opportunity for participants to ask for  
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clarification and learn from others in the group; thus, each participant is becoming  

self-reliant while functioning as a team player.

Tools and Tips. This activity is a good way to review material and introduce the 

concept of the learning group, which means everyone helps one another.

1. Collaboration should pervade the entire training event.

2. Learning is more effective in small groups with supportive and helpful members.

3. Individual learning focuses on only the individual and does not provide for 
effective feedback. Individuals tend to emphasize their own mistakes, faults, 
and weaknesses, sometimes blowing them out of proportion because they have 
no comparisons.

4. Remember, there’s strength in numbers.

CONCERT REVIEW
Definition. Trainers can review materials, periodically using music, presentations, wall 

charts, movements, whiteboards, chats, or verbal reviews.

Directions. This is a review activity. Tell participants that they are going to review 

the material covered thus far in the training and the number of concepts that have been 

presented. Have them number their papers accordingly.

Explain that the trainer is going to play music and at set intervals put up an image 

that represents a concept that was presented during the training. Tell the participants that 

when they see the image, they are to write everything they know about the image until  

it disappears.

After the activity is complete, the learners should collaborate with their groups to 

clarify and check the entries. This is a great way to have the group work together, as well as 

to promote the collaborative learning process.

Tools and Tips. The concert review approach refers to the use of background music 

during the review. The technique works for the three learning styles (visual, auditory, and 

kinesthetic) and the two ways people process information (linear and global). Some exam-

ples include:
• Visual. The facilitator silently flips through slides or wall charts. Background 

music is an enhancer.

• Auditory. The facilitator reads specific review materials while background 
music plays.
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• Kinesthetic. The group follows the facilitator around the room from item to 
item (wall charts, demonstration models, learning aids, displays) or from one 
virtual breakout room to another while the music plays.

• Linear. The facilitator uses outlines of what’s first, second, third, and so on.

• Global. The facilitator gives an overview.

ENVIRONING MATERIAL
Definition. The term environing refers to the learning environment. Trainers can ease 

the anxiety of adult learners by using themes for training and decorating the classroom 

according to the theme. Prewritten wall charts or slides are an example of environing 

materials, also known as peripheral materials. 

Directions. Decorating the learning room with interesting posters or wall charts that 

depict the major concepts being presented in the training can be a bonus for the learners 

and the facilitator. In a virtual class, you can display slides instead of posters or charts. The 

wall chart could contain icons or words, display a manufacturing process, or summarize 

an important topic. Trainers should decorate their training rooms to invite learners to be 

creative, holistic, or interactive with one another and the training material. Using atten-

tion-grabbers is the key to making these concepts blend with the training process and 

content delivery.

Tools and Tips. Environing materials make the learning environment more conducive 

to learning the concepts of the course. They include:

1. wall charts, slides, and whiteboards

2. table decorations to fulfill a theme

3. mobiles and puzzles

4. candles and scents

5. anything that adds color, stimulation, and fun

6. funny bags to hold supplies for each team table

7. a basket for the trainer table with more supplies, candy, and surprises.

IN-CLASS DEMONSTRATION
Definition. Participants observe or take part in a demonstration of the course concepts, 

techniques, skills, or tools.
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Directions. Adults learn best by doing. Therefore, an opportunity to demonstrate 

something involves the participants learning the concept and preparing to teach the 

concept. One suggestion for managing this concept is to take a section of the course 

material, form learning groups, and have each group prepare a 10-minute presentation. 

To accomplish this task economically, the instructor should preassign the material to be 

reviewed and prepare an instruction sheet for each group to follow.

Tools and Tips. The demonstration process serves as a teach-back tool and can serve 

as a mechanism to encourage collaborative group work.

1. Use actual equipment and resources as much as possible.

2. Make demonstrations easy for everyone to see, hear, observe, practice,  
and so on.

3. Show trainees that you are an expert. This means that trainers may not be 
perfect at the skill, but, at the very least, they completely understand it.

4. Don’t cut the process short. Teach all the steps.

5. Point out that demonstration allows for hands-on learning.

6. Show participants how this technique reinforces auditory and visual learning. 
If time and situation permit, let participants demonstrate. 

PREWORK
Definition. Participants do assignments prior to coming to class—it’s part of the prepare 

step in the accelerated learning process (prepare, present, practice, and feedback).

Directions. Learners really like to receive an agenda so that they can get a sense of 

what they are going to do, how to do it, and what the expected results are. The prework 

provides the opportunity for learners to prepare for the session. It serves as a map of the 

adventure they will experience when they arrive at the training event.

Tools and Tips. Adult learners like to know where they are, where they are going, and 

how they will get there. The prework can serve as a mechanism to provide that direction.

1. Fun packages can include toys used in class, T-shirts, course logo stuff (pens, 
pencils, notebooks), video of skits, cartoons, and so forth.

2. Serious work packages can include questionnaires, preassessment instruments, 
prereading material, and links to audio/video files.
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3.  Incentive-to-get-there packages can include course goals, the course outline, 
testimonials from previous attendees, and statements of outcomes.

4.  If the course has a theme, theme the prework!

5.  Create a course-specific Facebook page or Twitter hashtag. Have attendees 
post or tweet something they learned from the prework.

6.  Mix media, color, action, and fun.

READING ASSIGNMENT
Definition. Participants are given evening or out-of-class assignments to supplement class-

room materials and experiences.

Directions. Reviewing and reflecting on the information gathered in class is some-

thing that you should encourage all participants to practice. Give them time to make 

connections between the new content and information they already know. Look over the 

goals and objectives of the course, and develop summary handouts or search for expert 

sources of materials—articles or case studies—to expand the learners’ knowledge of the 

topics discussed.

Tools and Tips. The art of reading should be a skill that we continually practice.  

The reading assignments and report backs are vehicles to ensure that all the partic-

ipants have read required materials. Remember that participants have lives outside the  

training program. Try to keep the assignments quick (short reviews previewing the next 

day’s materials).

1.  Make it memorable. Some people can learn a great deal by reading and  
homework; others hate it.

2.  Ask participants to record their learning creatively using a Facebook page  
or designated Twitter hashtag.

3.  Try memory maps or mindmaps.

4.  Create a mobile or three-dimensional object.

5.  Ask participants to make videos.

STRUCTURED NOTE TAKING
Definition. Text materials are roughly outlined so participants know what’s important and 

where to take notes. White space is provided for participants to add their own notes.
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Directions. Review the materials that you are going to present in the lecture, and 

decide which sections are highlights. Develop a note sheet for the participants to use to 

record the important points during your content delivery process, which could be a video, 

demonstration, discussion, or presentation.

Tools and Tips. The structured note process is something that people do all the time 

in the form of recording thoughts or points in a meeting or developing a cheat sheet to 

remember points for a speech or presentation. It will assist the participants in remember-

ing the important points of the presentation.

1.  Design the courses to make everyone take notes once in a while.

2.  Remember: It’s kinesthetic.

3.  Go slowly enough so everyone can get something on paper or typed.

4.  Don’t put too much on the slides.

5.  Don’t use jargon that learners don’t understand or can’t spell.

6.  Remember that note taking reinforces learning.

7.  Have participants record in the participant guide, not on separate sheets  
of paper or documents.

SKILLS AND KNOWLEDGE TEST
Definition. Tests are used to determine how much participants have learned while they 

were attending the training.

Directions. The importance of testing is to have participants reflect and recall infor-

mation and to make the connections to their existing knowledge portfolio. The tests that 

trainers use should not be threatening, but serve as a review. Prepare the tests and put 

them in the participant manual in sections after the initial lesson or module. Or host the 

assessment on the organization’s learning management system. Trainers should use any 

test form they think appropriate—for example, fill in the blank, written response to a 

scenario or case study, or match the terms. Try to introduce the concept that tests can be 

fun and useful.

Tools and Tips. The tests are assessments, an opportunity to determine how well 

participants are grasping the information; therefore, make them collaborative and fun. 

Give prizes.
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1.  Daily review assessments work very well.

2.  Make sure all material is relevant, and use tests for different learning styles.

3.  Allow learners to retake tests that are important to success.

4.  Use testing creatively as a recall; for example, group quizzes with prizes.

5.  Don’t publicize everyone’s score or make passing scores too high.

6.  If you have never written a test, get help!

7.  Participant-generated review questions add fun and show how much they  
are learning.

SELF-ASSESSMENT
Definition. Participants use profiles, tests, or inventories of their current skill levels to 

check their progress and learning during the class.

Directions. Do not test for test’s sake. Participants love opportunities to find out more 

about what they are doing well and not so well. If trainers are going to use the assessment 

technique, they should make sure that it is valid and meaningful. Trainers can buy assess-

ment instruments or develop their own, using the content that they are delivering in the 

session. For example, if trainers are teaching the learners the instructional systems design 

model, they can write a scenario about a training department that receives a request for 

training and ask the learners to develop a response to the client that provides the steps they 

will take. This scenario provides real-world experience and also serves to review the material.

Tools and Tips. Either purchase or develop assessment instruments that correspond 

to or highlight the concepts you are teaching.

1.  Provide opportunities for learners to learn more about themselves.

2.  Suggest learners use similar assessments in their own classrooms.

3.  Give learners fast and frequent successes.

4.  Try pre- and post-tests. This technique allows the learners to demonstrate to  
themselves what they have learned.

5.  Back-home quizzes let the learners know that there are some positive things  
going on they may not be aware of.
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PROBLEM-BASED LEARNING
Problem-based learning is an instructional method that challenges participants to learn by 

working together in groups to seek solutions to real-world problems. Use problem-based 

learning to prepare learners to think critically and analytically and to find and use appro-

priate learning sources. When trainers this strategy as a teaching tool, they can transform 

a traditional lecture into a group-centered, problem-solving experience. The purpose of 

problem-based learning is to provide the learners with a hands-on learning approach  

(as shown below)—a practical tool to use when writing real-life problems as content for 

training sessions. To prepare for the problem-based learning session, pay close attention  

to detail, organization, and design, and provide some built-in structure to manage the 

problem introduction, group dynamics, and summary product.

Problem-Based Learning Design Template.
Introduction and Overview

Each person will have an opportunity to describe a problem for the 
group to solve. The exercise provides an opportunity for learners to 
work together to solve a real workplace problem.
1. Give the learners guidelines.
2. Instruct each group to elect a group leader who will have the 

responsibility to collect the problem statements from each 
member and read each proposed problem scenario to the group.
The group adopts one problem statement to use throughout the 
training problem.

3. Allow ample time for groups to work on their chosen cases and 
report progress to the entire group.

4. Provide each group member with a sheet of printed questions to help 
the group arrive at a problem solution. Typical questions include:
• What is the problem?
• Who is involved?
• What would you like to see happen?
• What is the worst-case scenario if what you want for a solution 

doesn’t happen?
• What would the situation look like if the problem was resolved 

the way you consider appropriate?
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In-Session Check-In

Assess the progress of the group problem-solving task at regular 
intervals. If necessary, interrupt group work to correct misconceptions 
or to make sure that the groups are all in sync with respect to the task 
and time allotted for the task.

Discussion Time

Allow time for total group discussion of the problem at the end of 
the problem-based learning session or at the beginning of the next 
session of your training event.

DISTANCE LEARNING
The anytime classroom and the virtual classroom are easy to confuse with one another. 

However, there are distinct differences. With distance learning, two main dimensions  

are addressed: location and time. Both the anytime classroom and the virtual classroom 

address location; the course can be taken at several locations at the same time.

The anytime classroom also addresses time. As the name suggests, the instruction can 

be taken at any time. It is the most common approach to asynchronous web-based instruc-

tion. Most of the communication involved in this form of distance learning is conducted 

over the Internet via the organization’s learning management system or their intranet. 

The virtual classroom mode of distance learning can also be delivered over the web. 

The major distinguishing characteristic of the virtual classroom is that there is an online 

instructor in real time. As a result, instruction delivered via a virtual classroom is not 

available at any time.

The four primary technologies used for distance learning are discussed in the 

following sections.

VIRTUAL CLASSROOM (SYNCHRONOUS ONLINE INSTRUCTION)
Instruction is delivered to learners through their computers. All of the learners are 

connected to the virtual classroom at the same time. The instructor has control over what 

the learners see and hear on their computers. The instructor can ask a question or make a 

comment, or can even pass control to an individual learner who can comment orally, add 

to the common whiteboard display, or present a visual that the other learners can view. 
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This approach emulates a classroom environment and is run electronically in real time, as 

if everyone were in the same room.

REMOTE CLASSROOM (INTERACTIVE TELEVISION)
Instruction is delivered to clusters of learners who meet in a classroom environment that is 

physically separated from a centralized school or institution. Instruction may be delivered 

simultaneously to one or more classrooms. Information is presented to the group from the 

central school—usually through some form of video interface that includes the ability to 

display graphics. Comments and questions from learners in the remote classroom are trans-

mitted back to the instructor in the central school by telephone or an audiovisual system.

ANYTIME CLASSROOM (ASYNCHRONOUS ONLINE INSTRUCTION)
Instruction is delivered to learners through their computers, often via a learning manage-

ment system. The information is conveyed to their computers via telecommunication lines 

and is considered web-based. Learners tend to work through the materials independently, 

setting their own schedules and pace of instruction.

WEB-BASED TRAINING PROGRAMS
Because web-based training typically requires learning technology to deliver it, selecting 

the type of program requires trainers to make informed decisions. Weighing the needs 

assessment results, audience profile, outcome objectives, and level of evaluation should 

make deciding easier. Many organizations have a learning management system to store 

and host their web-based training and to track learners’ activity in the programs. Figure 

2.2 offers a storyboard template for web-based trainings. There are two basic types of 

web-based training programs:

Type 1: Interactive Web-Based Training
Type 1 training is an interactive training format. The purpose of this instructional design 

is to engage the learner with the training material. At a minimum, this design consists of 

application exercises, drag-and-drop activities, column matching, testing, and text entry.

This format presents more than just linear text and graphic presentations. It provides 

the learner with the option to interact with the program, content, and practice skills.
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Type 2: Interactive Multimedia Web-Based Training
Type 2 training is interactive, using multimedia to deliver high levels of interactivity.  

The Type 2 format gives the learner the opportunity to mimic real life by providing imme-

diate, real-life responses.

Most programs that fall into this category allow the users to choose how they want to 

navigate through the course. Many interactive multimedia courses are games that make 

learning fun and competitive. Others are simulations or drill exercises. An example of this 

is NASA’s Space Shuttle Launch Simulation (www.kennedyspacecenter.com/the-experi-

ence/shuttle-launch-experience.aspx).

Module Title: (List the course name and module or unit number)

Module Objective: (List the learning outcome)

Major Topics: (List the module or unit topics for the course)

1. Module 1 _____________________  

2. Module 2 _____________________

3. Module 3 _____________________  

Subtopics: (Optional section: If you use modules, you must include lessons in the modules, 
and therefore don’t need subtopics; however, if you use a “topic” as a label and do not
designate a unit or module, then you should include subtopics.)

1. ____________________________________________________________________________________               

2. ____________________________________________________________________________________             

3. ____________________________________________________________________________________   
           

Screen Content Design Template #1

Key Components and Subtopics: (Using the 70-20-10 Rule)
1. 10 percent of the presentation consists of an introduction (benefit of the training, 

objective statement, and transition to the next topic).
2. 70 percent of the presentation consists of the content (topics or modules).
3. 20 percent of the presentation consists of the conclusion and summary.

Opening and Instructions: (Introduction) 
Key Topic and Subtopics: (Body) 
Closing and Learner Test: (Summary)

Screen Content Design Template #2

Online Activities and Support Content (This is the section for your topic content.)
Balance (Include in each module.)

FIGURE 2.2. STORYBOARD TEMPLATE FOR WEB-BASED INSTRUCTION
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SUMMARY
This chapter presented information on the instructional design process for organizing 

content and provided suggestions for delivery formats. Remember, a well-designed train-

ing program means that trainers are halfway there to being outstanding in their presenta-

tions. The other half of the formula for success is their delivery strategy.

Trainers should teach what they know and know what they teach. They should be 

confident, organized, and well prepared when they tell learners what they know. Think of 

learning as a dialogue. Be an organized and informed communicator.

CHECKUP EXERCISE
1. Identify the four training purpose levels, and give an example for each.

2.  What are the four trainer roles?

3.  List and describe three accelerated learning techniques.
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3
Trainer Credibility

“Persuasion is achieved by the speaker’s personal character when the speech is so spoken as 

to make us think him credible. We believe a good person more fully and more readily than 

others. There are three things which inspire confidence in character that induce us to believe a 

thing apart from the proof of . . . good sense, good moral character, and good will.”

—Aristotle

The credibility characteristics put forth by Aristotle are important for any speaker and 

especially so for trainers. But before defining the qualities of a credible trainer, we must 

remember that not all the training programs that trainers do should be considered “train-

ing.” The term training is used universally to define training sessions, but some training 

sessions are really education sessions or instructional sessions. People use the term educa-

tion to describe all life experiences in which they learn. Yet, a series of particular experi-

ences, perhaps using videos and city maps, that would be specifically focused on preparing 

someone to navigate city traffic would be considered instruction.

The term training, then, is used when those instructional experiences are focused on 

individuals acquiring very specific skills they will normally apply almost immediately. The 

term trainer assumes a variety of functions depending on the subject matter, the training 
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technique, delivery method (such as face-to-face or virtual delivery), and the needs and 

learning styles of the learners.

TRAINER AS LEADER
Psychologists have researched group behavior and discovered that when groups of  

individuals come together, the group selects someone to be given the authority to lead. 

Your role as trainer automatically identifies you as the leader. However, if you fail to fulfill 

that expectation as the leader of the group, you will be alienated from the group, leav-

ing a vacuum to be filled by someone who possibly has come to the session reluctantly  

or who shows great resistance. Therefore, it is vital to establish your credibility as a  

competent practitioner immediately and continue to enhance that role throughout the 

training session.

There are a number of ways for you to assume the role of leader. This chapter is about 

how to accomplish that. To begin, consider the 10 rules of a leader that you can use to 

design your training, organize delivery, and manage sessions:

1. Set the agenda, and stay on track.

2. Teach to the objectives.

3. Protect the rights of each learner.

4. Listen for understanding.

5. Summarize important topics.

6. Review to promote making connections.

7. Focus the attention of the group.

8. Manage challenges to your authority.

9. Involve silent members.

10. Provide clear direction.

SET AND FOLLOW THE AGENDA
The agenda is a trainer’s contract with the learners. When learners come to a training 

session, they want to know what they are going to learn, how they are going to learn it, and 

what the requirements are for completing the session. Your first responsibility as the leader 

is to set the agenda and follow the full instructions that are established. Next, present the 
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learning objectives and lessons as defined in the agenda. Although learners will tolerate 

some deviation from the agenda, any change must be discussed and agreed upon at the 

beginning of the session.

Make sure that there are regular, announced breaks. If you present a lecture or hold a 

discussion that lasts more than an hour, schedule a number of short breaks. If the training 

session consists of a balanced presentation of discussion, lecture, practice, and feedback, 

fewer breaks are necessary. It is important to note that these notions apply to both face-to-

face and virtual training sessions. Remember, part of your leadership role is to manage the 

time, the topics, and the instructional process.

ELIMINATE DISTRACTIONS
A credible leader keeps the course from being sidetracked by distractions—both external 

and internal. External distractions are the reason most good training rooms are window-

less. If the training room has windows, arrange the learning space so the learners face away 

from them.

Internal distractions can also be very frustrating. Poor seating, inadequate lighting, 

temperature, poor visibility, noise, interruptions, training rooms that are too large or  

too small, and strange smells are all situations that can contribute to learners being 

unhappy and distracted. Table 3.1 offers a checklist to examine the physical or face-to-

face training environment.

TABLE 3.1. CHECKLIST FOR EXAMINING THE PHYSICAL TRAINING ENVIRONMENT

There are also distractions in a virtual training room. Poor audio quality and slow 

Internet connections can detract from the learning and lead to frustrated learners. Table 

3.2 offers a checklist to examine the virtual training environment.

Seating Are there adequate space, desks or tables, and comfortable chairs?

Lighting Is it too light or dim?

Temperature Is it too hot or cold?

Arrangement Can everyone see? Does everyone have a place to sit and a set of materials?

Breaks Are breaks scheduled for one at least every 90 minutes?

Windows Are the windows shut with the blinds closed to minimize glare and distraction?
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TABLE 3.2. CHECKLIST FOR EXAMINING THE VIRTUAL TRAINING ENVIRONMENT

TREAT LEARNERS WITH RESPECT AND FAIRNESS
Trainers should establish their roles as people who are honest, fair, and available. The 

group has given you the power to guide; do not abuse that power. Don’t accept abusive 

language in the training environment or tolerate disrespect toward you or others in the 

group. Don’t let one person dominate the group to the exclusion of the other participants. 

Finally, do not let learners be used as scapegoats, and do not allow either the majority or 

the minority to control the others.

LISTEN
Active listening is a skill that is difficult to master without practice. Remember that people 

cannot hear anything while they are speaking. Listen more, and learn more. People’s minds 

constantly take in and store information. A mind is capable of processing information 

faster than others can speak, so both the trainer and the learners can easily be distracted 

from listening to one another. Fortunately, there is a way to improve the listening ability. 

By using the following three simple steps, you can improve your own listening skills and, 

by example, those of your learners as well. 

1. Listen to summarize. When participants are speaking, focus on their content 
and the context. What are they saying and how are they saying it? What are 
their feelings, emotions, or intentions?

2. Check for understanding. When someone is speaking and you get lost  
in either the words or the intent, interrupt the conversation and ask for  
clarification or share your reflection on what you have heard and understood.

Internet Connections Is my Internet connection solid and reliable and do I have at least one 
backup connection ready? Do learners know the required Internet 
speed for an optimal experience?

Audio Do learners and I have clear and reliable telephones or VoIP headsets? 

PowerPoint Slides Do the slides look the way I planned once they are uploaded to the 
virtual environment?

Media/Videos Are the media files I plan to use queued up? Will they play for learners 
the way I expect them to?

Classroom Tools Are the relevant classroom tools enabled for learners?
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3. Feed summary back. When someone is responding, try to determine if the 
other person is hearing what you are intending to say.

Practicing the art of active listening provides an opportunity for you to really listen. In 

addition, when you focus your mind on a person or topic, you are less likely to be distracted.  

Also, you remember what was said much better because you are experiencing the  

conversation and not getting distracted. Finally, you win friends. Most people are happy 

that you interrupt the conversation, asking for clarification on their points. It suggests to 

the speakers that you are listening. Here are some helpful techniques to help you master 

active listening.

Strategizing
Active listening is not natural, and you may find it difficult to master the technique. You 

need to deliberately plan your strategy for engaging and listening effectively. During every 

training event, focus on your communication pattern and use the active listening technique.

Summarizing
At some point in your training session, stop and show how far you’ve come. Do this by 

summarizing what’s been covered to that point, making connections with information that 

the participants have either already learned or already know. Summarizing the content 

gives them a feeling of progress. In effect, you are setting up sign posts in their learning 

journey so they can look back to see where they’ve been.

Reviewing
Frequent review sessions are critical to promote learning and understanding of what is 

being presented during your session. Reviewing is an opportunity to look back, to clar-

ify, and to make connections with other information presented or with information the 

learner already knows. Frequent reviews of the topic presented will prepare learners to 

transition to the next topic in the training. Here are several review strategies:

1.  Give pop quizzes.

2.  Relate stories or use metaphors.

3.  Ask questions that invite discussion.

4.  Walk through the topics covered.
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5.  Play review games.

6.  Have each learning group write a question, and pass the question to another 
group to write the answer. (Make sure that those who wrote the questions  
have the answers, so they can judge the other groups’ responses.)

Focusing
One of your critical tasks is to keep the group focused. One way to consistently keep indi-

viduals on task is to use an agenda, which should detail every major topic. Each topic you 

present should guide the learners to that section of the agenda. Another way of focusing is 

by referring to the learning objectives for each of your modules and lessons. A final strate-

gy could be using visual aids, such as a road map, by defining each topic as a signpost and 

where you are in your presentation.

Trainers tend to lose focus during a training session when they introduce group 

discussion. A success strategy for managing groups is to orchestrate the event. When a 

discussion begins, you are the moderator. Alternatively, appoint a learner to take on that 

task while you coach. If you invite a guest speaker, make sure that the speaker knows what 

to present, the purpose or objectives of that element of the agenda, the audience, the time 

allotted to the presentation and questions, their role during the event, and what role you 

will play during the visit. In a virtual session, make sure the guest speaker is comfortable 

using the tools she will need. Establish an agenda and stick to it. As the leader, inform the 

learners that the speaker will join them and provide details about what role they are to 

play, the importance of the topic and the speaker, and the learning outcome.

Ask learners to respond to two questions: “What is clear?” and 
“What remains unclear?” This gets the learners to review the  
material in their own minds and make the needed connections 
between information that is stored and information that remains  
floating and has not made connection with existing topics.

Responding
Getting individuals to participate in your training is a critical task. As a leader, the learners 

trust you and the role you play. They also trust you to manage the functions that were agreed 
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upon in the agenda, course description, and objectives. The learners look to you to handle 

the teaching, classroom management, and administrative tasks with ease and efficiency.

Be ready for the unexpected. When someone challenges your leadership or disagrees 

with you, meet the challenge with a calm, open mind, using this formula:

1. Greet the challenge openly.

2. Smile warmly.

3. In a physical classroom, walk toward the challenger. (Never walk away or stand 
behind something that would signal that you want to hide.)

4. Ask for clarification of the question, or state your understanding.

5. If the issue is a genuine one, allow the person to explain.

6. Conclude with some resolution (even if it means that you say you will have an 
answer when you check things out—just provide some deadline).

7. When the challenger and others are relaxed and calm about the situation, move 
to the next session.

ASK AND ANSWER QUESTIONS SKILLFULLY
Every trainer should be skilled in the art of questioning, responding, and facilitating. 

Questions are used to facilitate learning, clarify points, and provide information.

Using Questions to Facilitate and Evaluate
Questions provide the opportunity for you to get the group moving and the learners 

involved with one another and the tasks. The use of questions can help you determine 

where the learners stand on an issue. You can use a question to draw out reticent learners 

or to cut off unnecessary discussions. Additionally, using questions can help you to hear 

multiple sides of an argument. There are seven types of questions that you can use in your 

physical or virtual training session:

1. Open-Ended Questions—asking for more elaboration. 
• “Can you tell me more about that?”
• “How did you feel when that happened?” 
• “Thanks for that input. Can you say more?”
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2. Closed-Ended Questions—asking for a short answer, with no elaboration. 
• “Have you ever experienced a group brainstorming session?”
• “Did you answer ‘yes’ to number one?”

3. Echo Questions—paraphrasing for clarity.
• “In other words, you feel. . . ?”
• “Can I paraphrase your comment by saying X?”

4. Directed Questions—attempting to get a specific answer.
• “What did you like about the group activity?”
• “If you were to improve the skill practice, what would you do?”

5. Loaded Questions—seeking agreement through emphasis. 
• “We are moving forward; don’t you agree?”
• “What did you like about the group activity?”

6. Interrupting Questions—interrupting the learner, activities, or discussions. 
• Parking Lot Approach: “Mark, can we post that question in the long-term  

parking lot?”
• Entire Group Approach: “Would it be helpful if we had only one conversation 

going at one time?”

7. Rely Questions—processing questions to get the group moving, put energy into 
discussions, or force individuals to take responsibility for their own learning.
There are four training scenarios that can easily integrate rely questions:

• Facilitator-Participant (single question directed at one participant). “Cheryl, you 
seem anxious to share what happened in your group. Can you tell us about it?”

• Facilitator-Group (one question, directed at the group helps to stimulate thought 
and interaction). “How did the rest of you react to that?”

• Participant-Facilitator-Different Participant

Participant: “I was reluctant to start the exercise. Is that common?”
Facilitator: “Let’s find out. Mary, were you reluctant to begin?”

• Participant-Group or Participant-Another Participant (direct question that does 
not go through facilitator). Be careful of this schematic. It can get out of hand, 
and you may lose your leader control!

Participant: “Bud, what do you think?”
Facilitator: “Did that happen to anyone else?”
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In a virtual classroom setting, questions can be asked in a variety of ways, including 

chat, whiteboard, poll questions, and verbally.

The most important ingredient is trust. If you can create a climate for 
an open exchange, you will be asked questions almost as often as 
you ask them yourself.

Responding to Questions
Here are five steps to follow in responding to questions:

 l. Listen.

2. Acknowledge the question.

3. Ask for clarification.

4. Answer the question.

5. Verify that your answer is acceptable.

When following this process, be careful not to disparage the person who asked the 

question. Also, don’t try to answer a question that you can’t. Tell the learners that you 

don’t know the answer, but that you will get them one. When you answer a question, don’t 

get lost in your response; stay focused, and answer it. However, if you are asked a question 

that puts you in a spot, remain neutral, and say, “That’s interesting.” This response conveys 

your interest, yet keeps you from immediately answering. Once you have listened and 

clarified the question, you can move to answering it and verify that you have addressed 

it sufficiently.

Questions can be powerful instruments to manage the learning, and questions can be 

used as clarifying tools. Use them wisely and often to excite learning and to evaluate how 

much is being understood and accomplished.

PROXEMICS
The word proxemics comes from the same word root as proximity. Proxemics is the 

study of the use of space. It covers everything from positioning offices in a building to 

choosing the best place to sit on a crowded beach. Elements of proxemics that are relevant 

to physical learning environments include room arrangements, which are covered in  
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chapter 9 and Part III, and how you position yourself and your audience in your training 

environment (Figure 3.1). In Western culture, leadership assumes and is awarded more 

space. People create invisible boundaries that come into play in varying circumstances. 

They regard proximities of up to one-and-one-half feet as intimate. In normal circum-

stances, people allow only those they care about to be so close. On public transportation or 

in other crowded situations, people break down this invisible barrier, but often feel intense 

discomfort while doing so.

In contrast, the space from one-and-one-half feet to four feet is regarded as casual, 

personal space. This is the normal space, and people will sit or stand to talk to each other 

at about this distance from one another.

FIGURE 3.1. PRESENTER ZONE

The distance that concerns most trainers is the area of 12 feet. This is a formal, social 

distance. Most important, it is the distance in the formal training seminar that trainers 

should maintain between the nearest learners and themselves. When they move closer, 

trainers create discomfort. It is interpreted as either an invitation for greater intimacy or 

an authoritative encroachment on a learner’s personal space.

All cultures have unwritten rules of behavior, but the boundaries and responses to 

violations vary considerably. When training non-Americans, trainers discover the limits 

and rules of the learners’ barriers. In reality, people stake out territories and barriers with-

in and around them. This is why learners return to the same seat day after day and feel 

uncomfortable if someone else takes their seat.

Formal, distance zone

Normal, positive zone

Discussion and interaction 
zone, more personal 
and intimate
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As the trainer, use the space in your physical learning environment. If you wish to give 

an impression of strong leadership, walk around the training room among the learners 

and check how they are doing, sit with work groups, and lend a hand. Most people are not 

consciously aware of space so you can use these rules to control your training environment 

without creating friction during the event. In a virtual training setting, the presenter zone 

might be conveyed by the formality or lack thereof in the presenter’s tone of voice.

FIVE-STAR TRAINER CREDIBILITY
As the training leader, convey a strong message that you are in charge, that you have been 

where the learners are, and that you know what you are talking about. The initial question 

that most learners ask about you is who you are. They need your identification, and they 

have a need to trust and identify with you. When you begin your session, think about 

these five questions that the learners have on their minds during the first 10 minutes of 

the session:

1. Can they identify with you?

2. Are you one of them?

3. Are you credible?

4. Are you knowledgeable?

5. Can they trust you to be right?

One bit of folk wisdom passed down among trainers holds that learners tend to  

evaluate trainers in the first 60 seconds of their sessions. In a virtual classroom, it could be 

as few as 15 seconds. If learners are not sure how they feel about trainers and their compe-

tence, they will hold off judgment for a while, but those first few moments at the beginning 

of the session are critical in their decision making. Therefore, start with a powerful opening.

Provide a short welcome. In the welcome statement, give an overview of the topics 

and suggest something that might motivate them to listen, some benefit to their learning 

journey. One of my favorite motivating techniques is, “I guarantee that if you participate, 

you will be able to apply 80 percent of what you learn immediately!”

You are always on trial in two areas: identification and credibility. You must get 

the identification issue settled at the beginning of your training session. Use what they 

already know and what they want to know as a starting point for your preparation stage. 
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Acknowledge the value of what they will be learning and its importance to their growth 

and development.

After you have identified with the audience and established your credibility, ask learn-

ers for their input about the course objective and conduct a brief audience needs assess-

ment. Write responses on a wall chart or, in a virtual classroom, on a whiteboard. Review 

the list, and respond to the themes. Explain how the course will be conducted if there are 

topics that you recorded on the list that are not going to be covered during the session; 

don’t ignore the issue.

Next, build a mental bridge for the learners by focusing on the topics to determine what 

is known and unknown, and illustrate how the information fits within their existing knowl-

edge portfolio. Also, use your experience to illustrate points that add to your credibility.

Remember, in every training three distinct phases of instruction and audience 

response emerge. Here is how a structured session is designed using the phases of  

credibility as the focus:
• Initial credibility occurs before the training event begins. It is based on the orga-

nization’s reputation, the trainer’s reputation, and anything that the participants 
have heard about the course or the trainer.

• Derived credibility occurs during the training because the learners are contin-
ually evaluating the trainer’s credibility. It can increase or decrease during the 
training session.

• Terminal credibility exists in the learners’ minds after the training session  
is completed. It is based on what they saw, heard, or experienced during  
the training.

Each phase has specific elements that trainers must cover in their presentations. 

Although these three phases appear to be simple and constitute a process that learners go 

through unconsciously, it’s important to remember they are the natural flow of instruction.

Another important aspect of personal training style is the “This is me!” element. 

One of the best ways to establish your identity and credibility is to present yourself in 

the framework of the Five-Star Personal Credibility Model: character, personality, compe-

tence, intention, and dynamism. Each of the five stars represents a part of your persona 

that the learners will observe. It is important for you to examine, reflect, and act on each 

component of the five-star model. These elements should be a natural part of your human 

spirit. You just have to remind yourself to bring them to the training program each time!
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CHARACTER
Character denotes high moral behavior. It means acting as a positive role model in the 

areas of ethics and integrity. For instance, trainers set the example of not responding to 

organization gossip and negative discussions about the organization, executives, manag-

ers, or trainees.

PERSONALITY
Personality in the training room translates into good delivery skills. It is the ability  

to laugh at oneself, maintain a positive attitude, display empathy, and exhibit forward- 

thinking thoughts.

COMPETENCE
Competence is the ability to do the job. It includes a trainer’s qualifications, knowledge, and 

experience in the subject matter. It also is displayed in the trainer’s presentation and facili-

tation skills. In a virtual classroom, competence includes skillful use of the platform’s tools.

INTENTION
Intention refers to the trainer’s motive. It is derived from the learners’ attitudes as to why 

the trainer is there, the trainer’s intentions toward them, and the training course.

DYNAMISM
Dynamism is closely related to personality. It is the trainer’s self-confidence level  

and charisma.

PRESENTATION STYLE
Clothing, quotes, and nonverbal and verbal communication are also important elements 

that add to your trainer credibility. Establishing the right image is a critical first step in 

establishing rapport with your audience.

CLOTHING
Ask yourself: Do my clothes add or detract from the impression I want to make? Whether 

you like it or not, your attire speaks volumes about you. A tip: Simple is better; understated  
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is even better. Dress and appearance are the critical aspects of communicating who you 

are, and because 90 percent of your body is covered with clothing, the way you dress  

is important.

Your dress should reflect STATHUZ, which means to check everything 
before you go on!

S = Snapped 

T = Tied

A = Appropriate 

T = Tucked in

H = Hidden 

U = Unsoiled 

Z = Zipped

QUOTES, TALES, AND RESOURCES
Quotes add credibility to your presentation. You can use a business quote, company infor-

mation quote, or subject matter quote. Tales are your own stories, and they say you have 

been there and done that! Exciting resources are fundamental to credibility; using or quot-

ing resources tells your audience that you have researched the topic.

NONVERBALS
Who hasn’t heard time and again that actions speak louder than words? It’s true and it 

applies to both physical and virtual environments. People are always sending messages 

through their bodies, even when they’re not speaking. Your body will communicate the 

following to your audience:
• your sincerity

• your enjoyment in making the presentation

• your belief in what you are communicating

• your interest in your audience and that you care about them

• your confidence in the situation and control of it.
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Your goal is to use gestures purposefully, not randomly. Gestures help convey your 

message even in virtual settings where learners cannot see you. To the extent possible, do 

the following:
• Control your gestures without being stiff.

• Be spontaneous without being contrived.

• Be dramatic without being theatrical.

Let your body speak naturally just as you would in a conversation. Erect and relaxed 

posture conveys poise and confidence. Graceful, fluid movements convey purpose and 

thought, and precise and spontaneous gestures convey life and meaning.

The things trainers do speak louder than what they say! Their nonverbal behavior says 

a lot about what they are thinking. Look at some of the obvious nonverbal cues trainers use.

Eye Contact
The eyes have it! Eye contact remains vital throughout the entire interaction. Contact with 

learners conveys trust, interest, and concern. The cabbage head (eyes and face have no 

expression) concept doesn’t work in one-on-one communication or in small groups; train-

ers have to really look at individuals!

Most trainers tend to favor one side of the room. Determine your favorite, and then 

make an effort to look at the other side.

Throughout your presentation, maintain eye contact with the entire audience.  

Avoid focusing on only a few people. At all times, your eye contact should be natural 

and smooth and should not follow a set pattern. Eye contact is your most powerful body 

language. The simple act of looking a person squarely in the eye is more persuasive than 

a hundred words.

Look at one person and hold eye contact with that person until you get a response. 

Then move to another person. Keep doing this with people all around the room. If you did 

not have an opportunity to mingle with the audience before being introduced, then pick 

friendly faces as the first ones with whom to make eye contact. After you have warmed up 

and you sense the trainees are with you, focus on less friendly faces.
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Handshake
A firm handshake means you are confident and in control. The first thing to think about in a 

handshake is whether or not it creates the impression that you intended. Is your handshake 

strong and firm? Does it convey enthusiasm and that you care to make the connection?

Shake hands with men and women in the same way. Do not shake 
hands with women by holding only the ends of their fingers—a firm 
grip is required.

Posture
Your posture speaks volumes. Stand tall and with confidence. It’s like mom used to say, 

“Stand up straight!” Standing straight is good for your body and your mind. Remember, 

stand with your feet flat on the floor, and relax your neck and shoulders; standing tall 

makes a difference in your outlook!

Facial Expression
Your audience will assume the emotions you project. If your face shows excitement, your 

audience will begin to feel excited, even in a virtual classroom where they cannot see you. 

If you look dour or afraid, your audience will begin to reflect that.

As with body language, facial expressions must always be appropriate. And while 

smiling is almost always recommended to connect you to your audience, if you are talking 

about a tragedy or making a demand, smiling would be inappropriate.

Check your facial expressions for animation, friendliness, naturalness, and  

appropriateness.

Movements and Gestures
Move around, taking multiple steps (one or two makes you look unsure). If you are thinking 

about gestures, you’re overdoing it. Try to keep your hands empty. If you need a microphone, 

use a cordless one so you don’t trip. Tape electrical cords to the floor so you don’t fall.
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Remember that your face is easy to control: Change your mindset, and 
smile more often. Try to remember to keep a neutral facial expression 
when you are angry or upset. Your smile is the most important thing 
that you wear; be sincere and generous—your smile could be the 
only one that these individuals receive today.

VERBALS
A strong pleasant voice is one of your greatest assets as a speaker. Breathing has a lot to do 

with the strength of your voice. You give yourself the best chance for success by standing up 

straight with your stomach tucked in so the diaphragm gets the support it needs to enable 

your lungs to fill deeply with air. Good posture supplies the diaphragm with the support  

it needs. A good speaking voice is:

• pleasant and conveys warmth

• natural and reflects your personality

• dynamic and gives an impression of strength without being loud

• expressive and reveals shades of meaning and emotion

• articulate and makes it easy to understand what you are saying. 

Check for the following when delivering your presentation:
• Volume. Is your voice audible, appropriately strong, and variable for emphasis?

• Pitch. Is your voice low pitched and melodic, conveying color?

• Pace. Don’t speak too fast or slow. Try not to jerk your voice or hesitate. Do you 
speak smoothly, fluently, and with deliberately varied speed?

• Articulation. Do you mumble, speak lazily, or mispronounce words?

• Vocal quality. Is your voice nasal, breathy, harsh, raspy, or lifeless?

• Vocal variety. Is your voice dull, strained, or lacking in emotion? Is your voice 
varied in pitch, volume, timing, and inflection, conveying emotion and vitality?

Your voice is your most powerful tool in a virtual environment. Using your voice 

effectively is a critical part of engaging your virtual learners. Welcome your participants 

with a firm handshake or virtual greeting. Introduce yourself by name, and indicate that 

you will be the trainer for the session. Ask their names, and try to call them by their names 

immediately because it will help you to begin the relationship-developing phase.
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SUMMARY
This chapter presents two themes. The first theme is to define and describe what credible 

trainers are and what leadership qualities they should possess and manage.

The second theme is presentation credibility. There are a variety of techniques and 

tools that trainers can use to design their training events for success. Yet, the real key to  

success is how to plan, organize, and conduct training programs that are appropriate, 

focused, and meaningful to the learner, whether their learning takes place in a physical or 

virtual environment.

CHECKUP EXERCISE
1. Identify the 10 rules of a leader.

2. Describe the credibility characteristics of a five-star trainer.

3. What are two types of questions you can use in trainings to manage the  

training process?

4. What does the term proxemics mean to you, as a trainer?



PART I I

DESIGNING A  
TRAINING PROGRAM
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4
The Multistep  

Training System Model

Part II of this book provides a process to design and develop training programs. The multi-

step training system model is an easy-to-use guide that will help in all types of training 

programs. The purpose of establishing a training system in an organization is to ensure 

you design programs that:
• respond to the organization’s business needs

• are educationally sound

• have measurable product learning.

THE TRAINING SYSTEM MODEL
Use the training system model, as shown in Figure 4.1, as a guideline for developing new 

training programs or revising existing training programs. The six-stage model—business 

justification, analysis, design, development, implementation, and evaluation—follows a 

systems approach to planning, preparing, conducting, and evaluating training programs. 

Each stage involves specific techniques from the field of instructional technology. For 

example, the information you obtain through a needs analysis becomes the starting point 
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for obtaining job analysis data. Then you use the information you obtain from the job 

analysis to determine the instructional objectives.

By following the multistep training system model, you will be on the 
road to providing successful trainings.

FIGURE 4.1. TRAINING SYSTEM MODEL

Implementation

15. Prepare the 
 training program.
16. Organize the
 presentation.
17. Manage the 
 audience.

Evaluation

18. Evaluate the 
 return on
 investment.
19. Revise the 
 program.
20. Review the final 
 program with 
 management.

Business Justification

1. Identify training 
 needs.
2. Determine training 
 solutions.
3. Estimate return on  
 investment.

Development

9. Develop the
 curriculum.
10. Write the lesson 
 plan.
11. Select instructional 
 strategies.
12. Obtain instructional 
 resources.
13. Consider the legal 
 implications.
14. Prepare the final 
 budget.

Analysis

4. Identify learners’ 
 needs.
5. Perform a job-task 
 analysis.

Design

6. Develop a 
 preliminary budget.
7. Prepare learning 
 objectives.
8. Consider relevant 
 learning theory.
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The model addresses three questions critical to any training program developer:
• What content should I include?

• How should I teach and deliver the content?

• How can I ensure that the training is working (that is, did trainees learn  
the content)?

STEPS OF THE TRAINING SYSTEM MODEL
The training system model has 20 steps. There are three  steps in the business justification 

stage, which are outlined in chapter 5:

1.   Identify training needs. Conduct a preliminary needs analysis. Determine the 

kind of performance problems the organization is experiencing. Find out who 

thinks these are problems and why. Use observations, questionnaires, interviews, 

tests, work samples, and records to help identify the training need.

2.    Determine training solutions. Training does not solve all performance problems, 

and you must first determine if training will solve the problem that management 

believes exists. A thorough analysis of the needs will help to determine whether 

training is the solution for the performance deficiencies.

3.   Estimate return on investment (ROI). The process of measuring ROI should be 

simple, economical, and credible. It should also be theoretically sound, flexible, and 

applicable with all types of data, including hard data (such as output, quality, costs, 

and time) and soft data (such as job satisfaction, customer satisfaction, grievances, 

and complaints).

The analysis stage, chapter 6, has two steps:

4.   Identify learners’ needs. Collect data on the needs of individuals who are or will be 

performing the tasks. Production records, performance appraisals, supervisors, and 

employees can provide the information needed to identify learners’ needs.

5.  Perform a job-task analysis. Once it is determined that training will solve  

the performance problems, analyze all the tasks that are required to perform for 

particular jobs.
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The following steps are in the design stage, chapter 7:

6.    Develop a preliminary budget. Estimate the costs to decide whether to design or 

buy a training program.

7.   Prepare learning objectives. Objectives are specified statements of what learners  

will do or know upon completion of the training program. These help to define 

the content of the training program and ensure that the tasks required to perform 

are included.

8.   Consider relevant learning theory. Different theories explain how people learn, 

which occurs internally and can be inferred.

The development stage, chapter 8, has six steps:

9.  Develop the curriculum. The written documents should reflect the interaction  

of content, sequence, instructor’s experience, learners’ experience, and the orga-

nization’s expectations.

10. Write the lesson plan. Include in the lesson plan the learning objective,  

content, instructor and learner activities, test items, and enabling knowledge in 

the lesson plan. Also include the delivery method, such as face-to-face, virtually, 

or asynchronously.

11. Select instructional strategies. Strategies range from audiovisual equipment to a 

variety of group learning techniques. The lesson plan may need to be revised after 

selecting instructional strategies.

12. Obtain instructional resources. After completing the first draft of the training 

program, designers must make plans for the physical, financial, technological, 

and human resources needed to conduct the program.

13. Consider the legal implications. Before pursuing the training in earnest, designers 

must check for possible violations of the law that the training program might create. 

These include copyright infringement and equal employment opportunity laws.

14. Prepare the final budget. The final budget is a complete estimate of training costs 

that is presented to management.



61

THE MULTISTEP TRAINING SYSTEM MODEL

Implementation, chapter 9, has three steps:

15. Prepare the training program. Organize the content of the learning module.  

Learn about the audience and venue, and select the materials and format.

16. Organize the presentation. Plan your presentation, choosing to follow the theory 

or skill session model and writing the body, conclusion, and introduction. Select 

the method of delivery, including the visual aids.

17. Manage the audience. Monitor the learners’ reactions, and gauge their interest 

as you speak. Modify your presentation to be sure they remain in tune with you.

The final stage, evaluation, is outlined in chapter 13 and has the following steps:

18. Evaluate the return on investment. Has the training improved performance such 

that the organization’s overall economic picture has improved? Measures such as 

sales and absenteeism can be tied to training.

19. Revise the program. Throughout the training program, obtain feedback to refine 

the program to best meet the learners’ and organization’s needs.

20. Review the final program with management. Management support must follow 

through well after learners complete the training program to ensure that the 

training had the desired results.

Although each chapter is self-contained and is designed to provide specific skills and 

techniques, as dictated by the 20-step training system model, in practice a number of ques-

tions and needs do arise with the development of a training. The toolkit, Part III of this 

book, provides tools and techniques that respond to frequently asked questions and to tool 

needs. A review of the toolkit can add competence to your practice.

SUMMARY
This chapter presents the 20-step training system model that will guide you through the 

various stages of designing and developing your training program. The steps are sequential 

and start with the critical first step of defining the training need. Once you have developed 

a needs statement, you have established a clear focus for building your training.
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CHECKUP EXERCISE
1. What is the initial, critical step you must take to begin the training design and 

development process?

2. How many steps are involved in the multistep training system model?

3. What is the rationale for using a structured design process for creating your  

training program?
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Business Justification

The first step in designing a training program is to determine the business justification 

behind the training request and the implications of conducting, or not conducting, the 

training program. Managers use results of the business justification to:
• decide whether to provide the training

• allocate resources

• prioritize a training program for scheduling purposes.

Businesses, business units, organizations, and associations all are concerned with 

leadership and motivation, although to different degrees. To best appeal to businesses that 

think that training will solve a performance problem, trainers should embody the follow-

ing leadership qualities:
• Set a good example.

• Seek and take on new challenges.

• Be courageous in facing the unknown.

• Demonstrate resourcefulness when confronting and solving problems.

• Show concern for trainees’ and organizations’ well-being and success.

The ultimate criterion of leadership is the ability to inspire these same qualities in 

others to motivate changes in their behavior directed toward achieving specific goals. 
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Trainers who demonstrate leadership traits are attractive to management. Businesses look 

for these kinds of qualities in their employees. Presenting yourself as a leader is a key 

element behind business justification for training.

Leadership, although an abstraction, can be recognized in others. People can learn 

leadership by using others as role models and by attending effective training programs. 

As a trainer, you will more than likely be asked to develop a training program that 

solves a performance gap. The training you give to fill that gap should embody the charac-

teristics of leadership. By incorporating leadership qualities, you provide an environment 

in which employees are motivated to take on the challenge of applying what they learn.

If employees emerge from training with a sense that through the training the orga-

nization has sought to increase their well-being, they are likely to feel more committed 

to the organization’s well-being. This return to the organization is definitely a business 

justification for training.

Employees can be confident about their abilities to perform on the job without being 

motivated to improve their performance. A properly designed and implemented training 

program will instill confidence and motivation in the people you train. Training that is 

based on a specific context and on techniques specific to the workplace will demonstrate 

that change is not only possible but also desirable and, thus, will be a step toward motivat-

ing employees to change.

As a trainer, you can help the organization determine whether a business justification 

for training exists by conducting performance and business analyses.

IDENTIFY TRAINING NEEDS
A performance analysis is a process for determining if a training need or opportunity 

exists. Performance is defined as the achievement of effective outcomes from productive 

work. A performance need might be to provide training to address a gap in actual perfor-

mance versus ideal performance. To identify performance needs, the client has to define 

ideal performance, and the consultant should be prepared to conduct a performance 

analysis for the client. During the course of a performance analysis, you must answer the 

following questions:
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• Who is the client?

• What is the problem or need?

• What are the reasons for the problem or need?

• Why is the request being made now?

• What performance enhancement or deficiency is the training intended  
to address?

• What is the value or worth of the problem or need?

• Are there any red flags (for example, internal politics) that you need to consider?

• Who is the target population?

• Are there alternative ways in which the problem or need could be addressed?

Present a performance analysis summary containing the following information as a 

written report or an oral presentation:
• need identification

• reasons the need arose

• worth of the need or cost of not addressing it

• alternative actions available to address the need

• description of the target population

• explanation of how training can address the need

• description of the client’s training objectives

• overview of tasks, skills, or knowledge, or a combination of them, to be covered

• red flags or other training concerns to be considered.

DETERMINE TRAINING SOLUTIONS
A business analysis is a process for determining the return to the organization of investing 

in the training program. A business need might be in the area of improving productivity, 

managing and responding to the market competition, or introducing new processes or 

procedures required for improved business performance. The business analysis should 

address the following questions: 
• What consequences will the training have on the organization’s performance?

• Why is training perceived to be the solution?

• What are the clients’ training objectives?

• What tasks, skills, or knowledge will the training program content cover?
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• What alternative ways could the organization address the training problem  
or need?

• How would each of the alternatives enhance the organization’s business strategy?

• How much does each alternative cost (in total resources required)?

• Which is the preferred alternative (with rationale)?

• What is the anticipated level of client commitment?

• What roles and responsibilities will each member of the training project  
team have?

• Are the required resources available from within the organization?

• Are the required resources available from outside the organization?

• Are there any constraints that will affect planning, preparing, or conducting  
the program?

• Are there any nontraining issues that might affect the program’s progress?

Present the business analysis summary as a written report or an oral presentation. 

This analysis prepares the client for the training project agreement. The business analysis 

summary should cover the following issues:
• implications for the organization

• what the consequence would be on the organization’s performance if the  
training were conducted or were not conducted

• alternative methods by which the training department can meet the training need

• costs of each alternative

• how each alternative might enhance the organization’s business strategy

• preferred alternative with rationale

• organization-related constraints affecting the training program’s design,  
development, or delivery

• client-related constraints affecting the training program’s design or development

• implications for the training unit

• anticipated level of client commitment and support

• roles and responsibilities of all training program team members

• resources required and their availability

• nontraining issues that might affect the training program’s progress.

You should draw your recommendations and conclusions from the performance  

and business analyses.
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ESTIMATE RETURN ON INVESTMENT
The final aspect of the business justification involves preparing a brief training project 

agreement, as shown in Figure 5.1. The purpose of the agreement is to ensure that the 

client understands exactly what the training program will provide.

The training project agreement should accomplish the following:
• describe the training program

• define preliminary objectives

• provide timelines for project completion

• list resources required

• identify any program limitations or constraints.

Budget allocations should be made after all parties involved have signed the agreement.

SUMMARY
This chapter discusses the need for conducting a needs analysis. There are two basic needs 

that you must consider in developing training: a performance need and a business need. 

Once you determine the type of need, your next step is to share your analysis with your 

client so that you recognize a mutual need and agree on the process for managing the 

defined need; this is where you develop your training project agreement.

CHECKUP EXERCISE
1. What is meant by a performance need, and what is an example of a  

performance need?

2. What is meant by a business need, and what is an example of a business need?

3. What are the vital components of the training project agreement?
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Overview  

Work Plan   

Project Name    

Project Manager 

Client Project Manager   

Sponsor   

Description of Training Project   

Description of Preliminary Objectives

Course Outling Review

Internal Resources Required

Sales Guide and Software Availability

Client Signature

Date Date Date

Assumptions and Contingencies

 

Project Start Printer Materials Review Pilot Test   

Dry Run/Test Course Release    

 (Who?  When?)     

External Resources Required    
 

Limitation or Constraints   

   

   

Project Manager Signature   Sponsor Signature 

FIGURE 5.1. TRAINING PROJECT AGREEMENT
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6
Analysis

After completing the business justification checkpoints process and obtaining a signed 

client training project agreement, you are ready to begin the second stage of the training 

system model, a needs analysis, which is also called the training needs assessment. A needs 

analysis is a systematic process of discovery to support change through training.

The needs analysis is the second stage and is the most critical step in the training 

system model because the information collected (using a combination of needs analysis 

tools) helps you define the specific gaps that exist between current and desired organiza-

tional and individual performance. During the needs analysis process, you will identify 

opportunities, problems, or other issues to determine whether there is a need for training.

This stage in the training system model examines the context of a particular job, the 

skills required for performing the job, and the on-the-job knowledge required before you 

design training. An error in the analysis step can result in designing an unsuccessful training 

program. Although organizations operate differently and training varies with jobs and tasks, 

research shows that successful training initiatives have six common features: 

1. Management commitment. Involving management early in the needs analysis 

process benefits everyone. Management is often the driving force behind a needs 

analysis. Remember to obtain management’s support before beginning an analysis. 
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By conducting a needs analysis in an environment that fosters mutual respect and 

honesty, you give yourself every advantage for reaching an agreement with manage-

ment about the outcome of the analysis.

2. Rationale for training. Determining if training is appropriate will save time and 

money. Providing a training program simply because management requests or 

requires it does not guarantee success. You must also establish:
• how the proposed training affects the proposed audience

• acceptance from the likely audience, supervisors, and management

• training’s effect on the entire organization.

3. Questions that guide the process. Defining the problem clearly is critical to develop-

ing a successful training program. To help define the area of need ask:
• Why do or don’t people perform?
• What performance is desired?

4. Factors that influence the process. Trainers should examine knowledge, skills, 

and attitudes in the analysis. The work environment is an important factor in the 

process, and so, too, is examining individuals’ skills, knowledge, and attitudes about 

their tasks, jobs, boss, and organization in detail. Together, these factors influence 

your decision about whether to provide a training. They could show that the problem 

is caused by an environmental problem (poor lighting, for example) or that it is the 

result of unrealistic deadlines, not inefficient training.

5. Types of trainings. Trainers should differentiate between the two types of solutions:
• training, which teaches an immediate job skill

• education, which provides theories, content, and knowledge to be applied in  
the future.

6. Performance standards and criteria. Establishing standards of excellence and 

using them as performance criteria are basic to operating an organization. Use the 

following indicators to measure individual and organizational performance:
• What should and does the organization consider baseline skills?

• What is the group intelligence of the individuals, groups, departments,  
and organization?

• What behaviors and attitudes exist?
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IDENTIFY LEARNERS’ NEEDS
Learners’ needs, which relate to performance, are organized into two types of needs: micro 

and macro. A micro need is one that exists for one person or for a small population. A 

macro need is one that exists for a large group of employees, frequently for the entire 

population with the same job classifications. You must consider both types of needs during 

the analysis stage. Some typical micro needs are as follows:
• New employees need to understand what is expected on the job.

• A three-person unit is expected to know how to operate newly  
installed microcomputers.

• A supervisor is having problems managing time. 

Examples of macro needs are as follows:
• All employees need an orientation when the company opens a new building.

• All employees are expected to be able to use a newly installed, company- 
wide computer system.

• All first-line supervisors are required to initiate performance appraisal  
discussions in their units (Laird 1985).

PERFORM A JOB-TASK ANALYSIS
To identify the topic to be presented in your training, first analyze the skills required 

to perform the job. You should begin your analysis by gathering enough information 

to develop a statement of the problem behavior. After you have gathered your informa-

tion, proceed to investigating the situation, analyzing the causes, and reporting your 

fact-gathering results to management to gain permission to design and develop your 

training program. Let’s consider each of the four steps.

STEP 1: SURVEILLANCE
Once you receive the request to provide the training, scan the organization to determine 

whether there is an organizational need and if the performance gap can be addressed with 

training. During this step, your focus is to determine whether a training is required. Use the 

following six questions to help you to determine the nature of the problem:

1. Why this issue?

2. Whose need is it, and who is involved?



CHAPTER 6

72

3. What is the issue?

4. When did this issue become a need?

5. Where did the issue begin?

6. What is the best way to solve this issue?

Next, you will need to arrange a meeting with the client. The goal of this meeting is to 

clearly define the training issue and agree on an outcome for the training.

Before you attend the initial client meeting, complete the premeeting guide, shown in 

Figure 6.1, and determine the following:
• identify other staff, if any, who should attend

• prepare a questionnaire to record data

• explain the next steps in the process.

FIGURE 6.1. EXAMPLE OF PREMEETING GUIDE

During your meeting you should use the protocol, which appears in Figure 6.2, to 

guide the discussion and document the training need, as well as the following:
• define the task

• agree on the need and training outcome

• establish shared responsibility

• identify a contact person for the report

• obtain commitment to proceed.

 

  

Date:               Place:                

Time:              Contact:              

Position:               

Training issue(s): 

 

  

 
 

Guiding

Next Steps:

 questions or topics:   
 

 

   

Needs Assessment Client Meeting #1: Premeeting Information
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FIGURE 6.2. EXAMPLE OF MEETING GUIDE

After the meeting, write the client a summary document. This summary should be 

sent to the client along with a request for a written or electronic commitment to continue 

the needs analysis. Additional information included in the commitment letter should be a 

restatement of the agreed-upon allocation of resources, a list of the training course objec-

tives and outcomes, and a projected project timeline outlining all the steps required for the 

analysis process. Figure 6.3 is an example of a client summary document.

Needs Assessment Client Meeting #1: Meeting Guidelines

About the Target Task Responses

Organization’s performance standards

Work conditions

Supervisor’s performance expectations

About the Participants Responses

Stated training need(s)

Current performance level(s)  

Current level(s) of knowledge

Attitudes toward task

Attitudes toward training

About the Training Session Responses

Timeframe for planning

Stakeholders

Conditions under which training will be conducted

Available resources (e.g., materials, tools)

Instructor’s skills
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FIGURE 6.3. EXAMPLE OF A CLIENT SUMMARY DOCUMENT

Once you have completed the premeeting and received the go-ahead from the client, 

your project should officially begin. The next task is to decide what information to collect, 

which audience to survey, and which tools to use to collect and analyze the data.

There are two kinds of data to collect: hard and soft. Hard data is the factual and objec-

tive information that comes from reports and accounting records. Soft data is the opin-

ions and other subjective information that comes from group discussions, interviews, and 

questionnaires. Table 6.1 lists the advantages and disadvantages of key hard data sources.

 
  

 
To: Client

Trainer or facilitatorFrom:

Date: January 2, 20xx

 

Subject: Needs assessment client meeting    

 

 

1. Statement of the Problem

Memorandum

 Write a clear statement describing the assessment and training outcomes mutually 
agreed upon during the meeting.

2. Description of Tasks
 Define the tasks you perceived to be involved in the needs assessment process.

3. Summary of Analysis
 Summarize the information about the target tasks, the participants, and the training 

situation that would be informative to help management make a commitment to the 
process and the proposed training outcome.

4. Proposed Plan
 Present your plan for conducting the assessment including tasks, timeline, and 

project budget.

5. Request for Management’s Commitment
 Request the client’s written commitment to the project.
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TABLE 6.1. COMPARISON OF KEY HARD DATA SOURCES

STEP 2: INVESTIGATION
Once you have gathered your information in step 1, you should organize it, review it, and 

decide the type of additional information you need. Once you have completed this phase, 

you can select the data collection method you will use and gather further data.

During the investigation, you are conducting research to determine whether a lack of 

training or some other organizational deficiency is causing the performance problem. Use 

the following questions to help establish some investigative parameters:

• What results does the organization obtain?

• How do these results compare with the organization’s key objectives?

• What contribution does the training department need to make to meet the 
organization’s key objectives?

• What method do you currently use to set priorities and justify training targets?

• How do you measure training results?

Data Collection
The problem to be addressed will guide your method for collecting data and the type 

of data you will collect. You should select from questionnaires, interviews (one-on-one, 

telephone, or focus groups), observations, precourse assignments, documentation, job 

descriptions, and policies and procedures.

Method Description Advantage Disadvantage

Human resource 
records

Provide causes regarding 
performance problems and 
training issues

Provide causes regarding
performance problems
and training issues

Time-consuming

Accident and  
safety reports

Reveal clusters of issue types 
by department and position

Quantitative Do not necessarily 
document causes

Grievance filings 
and turnover rates

State problem with employee 
or immediate supervisor

Documentation Issues may be  
related to policy  
rather than training

Performance 
evaluation and  
merit ratings

Measure analysis of 
employees on absolute  
and relative bases

Document skills and 
employee progress

Subjective information

Production statistics Identify numerical results of 
output and itemized costs of 
doing business

Quantitative Do not always provide 
a complete picture
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As you collect data, remember that before solving any problem, you must clearly 

define the situation. Some tips for doing so include:
• Ask who, what, where, why, when, and how questions.

• Develop a clear and concise problem statement.

• Separate facts from opinions.

• Document causes of the problem.

• Identify feelings about the problem.

• Determine who is involved and why.

• Formulate a resolution based on facts.

FIGURE 6.4. EXAMPLE OF CLIENT COMMITMENT LETTER

  

XYZ

February 2, 20XX

Ms. Dew Wright
Human Resources Director
XYZ Company
1234 The Street,
City, State Zip Code

Dear Ms. Wright:

As president of XYZ Company, I hearby fully support the project’s objectives and
proposed training outcomes, as stated in your January summary document.
Concomitant with this commitment is the agreed upon availability of resources as 
requested. 

 Company 
1000 The Street

City, State, Zip Code
(Area  Code)  Phone Number 

 
 

 
 

 

Sincerely yours,

Philip Phillips 
President

  

With all best wishes for success. 
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Obtain management’s buy-in before you proceed. Make sure you have received a 

written response of management’s commitment to the project. The commitment letter in 

Figure 6.4 provides an example.

Determine the skills, knowledge, and attitudes of the organization’s employees. In 

some circumstances, the issue that management identified may not be a training problem. 

So as not to waste training time, money, and other resources, you need to review the job 

and the related tasks, along with the skills, knowledge, and attitudes required for perfor-

mance to determine if they relate to a training problem. Explore the following factors that 

cause performance problems:

• Lack of skills and knowledge to do the job. Can employees do the job tasks 
needed to meet the performance goals? If the answer is yes, there is no training 
problem and some other solution should be considered.

• Lack of specific standards or job expectations. Do employees know and  
understand their performance expectations?

• Lack of feedback. Do employees receive feedback about their performance?

• Lack of necessary resources to perform. Do employees have everything they 
need to perform?

• Lack of appropriate consequences for performance. Do employees receive 
appropriate incentives to perform adequately?

The recommendation for solving the problem may comprise several solutions, often 

involving training and some organizational solutions. When a training deficit exists, 

further analysis is needed to determine the scope of a training program.

Through interviews with people who want training conducted, complete Figure 6.5 

to acquire an analysis of the people who are likely to need the training. You may conduct 

several pretraining interviews for one program, speaking with several supervisors and 

potential participants. You may then want to complete several audience profiles, according 

to the number of people you interview, which you would then integrate into one form.

There are four factors to consider when analyzing your training audience: education, 

work experience, previous training, and implementation. On the basis of your audience 

analysis, you may propose that the training manager and finance manager attend a one-day 

train-the-trainer workshop.
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Also, included in the audience analysis is an analysis of the current job. Have conver-

sational interviews with people doing the job as well as with supervisors, using Table 6.2 

as a guide. The profile forms the structure of the interview. The results of these two forms 

will help you make choices about the language, course material, instructor, and location 

you will use for the training program.

FIGURE 6.5. SAMPLE AUDIENCE ANALYSIS PROFILE

A job analysis will determine where the training issue really exists. Jobs consist of 

major functional areas, typically three or four. The job of senior acquisitions editor in book 

publishing, for example, has three main functions: to identify people who might become 

authors, provide feedback and editorial direction to authors so they produce polished 

manuscript, and help promote the book. Under each of these areas are tasks. The function 

Figure 7-5. Sample audience analysis profile. 

 

 

Area Questions

Education 

 
 
 
 
 
 

 
Work Experience  

 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 

Delivery

Training

 

 

 

 
 
 

 

Motivation

Range of school experience 

Native language

Average reading level 

Existing skills or knowledge 
related to proposed training

Variation of work experience 
levels

Recent training experience 

Effect on current job 

Degree of accountability

Location of people to be trained

 
 
 

Number of people to be trained     
 

 
 

Findings 
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of coordinating a manuscript, for example, includes preparing the manuscript for produc-

tion, which includes checking that the manuscript is complete and ready to be published.

In conducting a job analysis, you must identify enabling knowledge as well as func-

tional areas, tasks, and performance elements. The enabling knowledge for acquisitions 

editors who coordinate editors’ comments with authors’ responses is an understanding of 

editorial terminology. A job analysis that breaks down the areas of a job assists you and 

course designers who are trying to determine a training need, say for editors, so course 

designers won’t subject editors to trying on everything about their job.

One of your responsibilities is to compile a list of needs and ideas for training activi-

ties. Ideas for the list may come from several channels (for example, a formal needs anal-

ysis, a request from a specific unit, a request for training on some newly installed equip-

ment, company literature, or observation of industry trends).

When collecting data, it is helpful to keep an annotated list of the material you keep in 

your files so you can readily respond to questions about potential training needs. The list 

also can help you monitor each issue to see where training is necessary. Table 6.3 shows 

an annotated list of files. The column on the left specifies the training issue, the middle 

column describes the current situation, and the column on the right describes the ideal 

situation. This is one way to organize information that comes to you through memoran-

dums, newsletters, and other reports.

Job Title of Training: 

Functional Responsibilities Tasks Involved in Each

Write a 30-minute training module Define objectives. 
Develop topical outline.
Decide on instructional strategies. 
Produce course works.

Evaluate a 30-minute  
training session

Determine level of education.
Include test items in design.
Determine methods of data collection, analysis, and report.

TABLE 6.2. SAMPLE JOB ANALYSIS PROFILE
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Continually add data and information to your list of files. By storing information and 

related data in this list whenever a training or performance issue arises, you will have some 

background information ready when you need it.

When a performance problem exists or an organizational need surfaces, the first 

thought that pops into people’s heads is to train the problem away. However, solutions 

other than training should also be considered. Before thinking about the type of training 

program, remember that you must determine if training is appropriate.

If you think training is needed, use the audience analysis profile and the problem 

analysis profile, as shown in Figure 6.6, to establish the need for a training and to help you 

develop the content. Observe, interview, and analyze employees with the same or similar 

jobs, and integrate your findings into one form. This helps you to see where a problem 

lies, how big it is, whether employees have the skills, and who owns the problem. Without 

collecting and organizing this data, you would find it difficult to match your training to 

the participants’ needs.

Area What Is Happening? What Should Be Happening?

Organization’s mission and objectives
• Performance standards
• Budget targets
• Job descriptions
• Production
• Performance appraisals

Write guidelines. Be specific. Be specific.

Rate of
• Labor turnover
• Absenteeism
• Accidents
• Disciplinary actions

Costs
• Labor
• Materials
• Overtime
• Economic predictions
• Technical development
• Legal issues

TABLE 6.3. SAMPLE LIST OF FILES
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There are other good reasons to conduct a needs analysis before developing a training 

program. When trainers design training activities, they should obtain case material directly 

from the workplace or participants’ personal situations. Armed with this information, they 

can base their designs on real issues that participants face, rather than on simulated material.

FIGURE 6.6. SAMPLE PROBLEM ANALYSIS PROFILE

Adapted from S.V. Steadman, “Learning to Select a Needs Assessment Strategy,” Training and  
Development Journal (Alexandria, VA: ASTD, 1980).

Performance Area Accounts receivable
Performance Goal All reps should exhibit proficiency. Use upgrades for coding billings. 

Current Performance 30 percent of staff exhibit appropriate competency; 50 percent to be
trained and tested.

Gap Between Goal 50 percent to be trained. All located outside headquarters in satellite offices.
and Performance

Causes Findings

Do employees have the skills and knowledge to 
meet the performance goals?

No, only 50 percent at headquarters

Do employees know the performance standards  
or expectations?

Yes, announced in bulletin

Do employees receive feedback about their 
performance?

Yes

Do employees have the necessary resources  
to perform?

Yes, will provide required training

Do employees receive appropriate incentives  
to perform?

Yes, profit sharing per group performance
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How to Collect Information
As trainers think about the kind of information that would be useful, they should consider 

asking the potential participants to identify their needs. By going directly to the participants 

for the information prior to the training, trainers give the participants roles in designing 

and developing their own program. Involvement at this early stage also enables trainers to 

develop a relationship with the participants and their supervisors and managers. Because the 

supervisors and managers appreciate your involvement, they are likely to be receptive to 

the program, which increases the likelihood of its success.

There are advantages and disadvantages of collecting information by observation and 

questionnaires, as outlined in Table 6.4. If you cannot collect information directly from 

each person in your target audience, consider the following two options:
• Send a questionnaire to participants before meeting them. This provides you 

with an opportunity to tell them about yourself and your plans for the upcoming 
program, and it helps you to learn about them.

• Phone or visit some or all participants for an assessment interview. This 
option provides the opportunity for face-to-face interaction and minimizes 
awkward feelings when you meet in the classroom at the start of the program.

There are three primary sources of training needs: the people, the job, and the  

organization, as  shown in Table 6.5. A source internal to the organization means that some-

one or something within your organization brings the problem or issue to your attention.  

A source external to the organization means that a person, place, or thing not within 

your organization brings the problem or issue to your attention. Often the first sign that  

training might be needed surfaces as a specific problem within one of the three primary  

sources. You then need to define the problem in more depth. You must decide if the  

problem is:
• performance related

• short- or long-term

• new or recurring

• affecting few or many employees

• urgent, important, or unimportant.

By defining the problem, you are able to target it and prioritize your response. Gener-

ally, if the problem affects a few people, deal with the few. Find out what’s going on, and 
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determine what should be going on. Determine if the issue is urgent and to whom it is 

urgent. Find out how the stakeholders want it resolved and when. If it doesn’t seem urgent, 

determine who the stakeholders are and how they want the issue resolved.

Observations Advantages Disadvantages

• Can be as technical as time-motion 
studies or as functionally or 
behaviorally specific as observing 
a new board or staff member 
interacting during a meeting

• May be as unstructured as walking 
through an agency’s offices 
on the lookout for evidence of 
communication barriers

• Can be used normatively to 
distinguish between effective and 
ineffective behaviors, organizational 
structures, or process

• Minimize interruption  
of routine work flow or 
group activity

• Generate factual data, 
highly relevant to the situ- 
ation where response to 
identified training needs and 
interests will have an effect

• Provide important com- 
parison checks between 
the observer’s and the 
respondent’s inferences 
(when combined with a 
feedback step)

• Require a highly skilled 
observer with both process 
and content knowledge 
(unlike an interviewer who 
needs, for the most part, only 
process skills)

• Carry limitations because 
data can only be collected 
within the work setting (flip 
side of the first advantage)

Questionnaires Advantages Disadvantages

• May be surveys or polls of a 
random or stratified sample of 
respondents, or an enumeration of 
an entire population

• Can use a variety of question 
formats: open ended, projective, 
forced choice, priority ranking

• Can take alternative forms  
such as rating scales, either 
redesigned or self-generated  
by one or more respondents

• May be self-administered (by mail) 
under controlled or uncontrolled 
conditions or may require the 
presence of an interpreter or 
assistant

• Reach a large number of 
people in a short time

• Are relatively inexpensive

• Provide opportunities for 
expressing self without fear 
of embarrassment

• Yield data that can be easily 
summarized and reported

• Make little provision for  
free expression of 
unanticipated responses

• Require substantial time (and 
technical skills, especially in 
survey model) for developing 
effective instruments

• Are of limited utility in 
getting at causes, problems, 
or possible solutions

• Suffer low return rates 
(mailed), grudging 
responses, or unintended or 
inappropriate respondents

TABLE 6.4. ADVANTAGES AND DISADVANTAGES OF OBSERVATIONS AND QUESTIONNAIRES
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If the problem is short term, you might rectify it by developing a mechanism that uses a 

job aid, or you might meet with a group of people involved with it. If the problem is new or 

recurring, you might have to devote training resources to investigate it. Is training appropri-

ate? Use the data summary sheet in Figure 6.7 to guide your decision about the appropriate-

ness of training. When there is no time to conduct an analysis, do the following:
• Phone a contact person who is familiar with the participants. Use the audience 

analysis and the problem analysis profile sheets.

• Introduce yourself and ask the participants some key questions. Trust the 
responses to be representative, and treat them as if they were a sample of the 
large group. Or ask a contact person to schedule a phone interview for you.

• Ensure that you receive relevant materials (such as surveys, meeting  
notes, records).

• Obtain opinions and impressions from other trainers who have worked with  
the training group.

• Talk to participants who arrive early, and obtain whatever information you can.

Source Internal to Organization External to Organization

People • Potential trainers

• Supervisors

• Upper-level managers

• Trainers in other organizations

• Outside consultants

Job • Personnel changes (e.g., new hires, promotions)

• Job task changes

• Changes in performance standards

• Equipment changes

• Analyses of efficiency indexes (e.g., waste, 
downtime, repairs, quality control)

• Professional associations

• Outside consultants

• Government regulations

Organization • Changes in the organization’s mission

• Mergers and acquisitions

• Change in organizational structure

• New products and services

• Analysis of organizational climate (e.g., 
grievances, absenteeism, turnover, accidents)

• Government regulations and 
legislative mandate

• Outside consultants

• Pressure from outside  
competition

• Environmental pressure  
(e.g., political, economic, 
demographic, technical)

Source: R. Caffarella, Program Development and Evaluation Resource Book for Trainers  
(New York: John Wiley, 1988).

TABLE 6.5. SOURCES OF TRAINING NEEDS
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• Design some activities at the beginning of the program to enable you to assess 
the group.

• If you conducted some front-end analysis and designed your program on the 
basis of your analysis results, you should be able to make final adjustments 
before the training meeting begins.

FIGURE 6.7. DATA SUMMARY SHEET

STEP 3: ANALYSIS
In this step you will take all the information you collected through your investigation and 

organize it in various ways to analyze the information. Several analytical techniques exist. 

Before beginning to undertake the rigors of analysis, you should review the data summary 

sheet and record the information according to the source, required skill set, and the type of 

need (educational or training). You also should establish priorities. Use the data summary 

sheet organizer in Figure 6.8 to sort the information collected from the data summary sheets.

Source Evidence of Need Skills Sets Education or Training Priority

Organization Satellite offices Coding Upgrade coding procedure High

People Finance staff in billing 
office

Analyzing and  
critical thinking

Job Accounts or billing

FIGURE 6.8. DATA SUMMARY SHEET ORGANIZER

1. Outline the problem or need in the organization for which you believe a training program 
might be appropriate. Be as specific as possible.

2. Determine whether the need or problem you have identified is performance related. Why 
or why not? If the need or problem is related to performance, go to number 3. If the need 
or problem is not related to performance, go to number 5.

3. Is this a macro or micro problem? What action are you suggesting?

4. Classify the need or problem you have identified as something your employees (check one):

£ Do not know (lack of knowledge).
£ Cannot do (lack of skill). 
£ Can do, but aren’t motivated to do.

5. Identify possible solutions to the problem or need other than training. List these alternatives.
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In recording information about the job, break down a job or function into tasks to 

pinpoint where the training or performance need exists. Several methods are available to 

help you identify the job tasks. You can review job literature, observe job performance, and 

question people on the job.

At this point, you will have broken down the functional responsibilities into tasks.  

Validate the job analysis with an advisory group made up of subject matter experts, manage-

ment representatives, and client contacts to guarantee that the job analysis matches the job. 

Using Table 6.6, ask the advisory group to help select the key functions and tasks that will 

be the focus of your training course. It is often necessary to select key tasks because there 

is not enough time to prepare training for everything that was uncovered in a job analysis.

Present Findings
There are several ways to present findings, including check sheets, line graphs, and Pareto 

charts. Check sheets are easy to design and use. As Table 6.7 shows, check sheets use 

hash marks to show the frequency of events. A check sheet allows you to decide what 

events to record, determine the time period for the observation (for example, hours, 

days, months), and develop the format. Information from check sheets is easily transfer-

able to a frequency graph.

A line graph displays trends in a particular activity during a specific time period. Use 

the line graph to identify changes as soon as they occur. By noting the change immediately, 

you can recommend taking prompt action.
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TABLE 6.7. SAMPLE CHECK SHEET

A Pareto chart, as shown in Figure 6.9, is a bar chart that displays the relative impor-

tance of events or needs. The most frequent events or greatest needs (the higher numbers) 

appear to the left of the chart. The Pareto chart is similar to the check sheet in its ability to 

identify the root causes of problems.

FIGURE 6.9. SAMPLE PARETO CHART

Take Action
Once the organization has developed a clear picture of the training priorities, the next step 

is to decide the best way to meet the needs. The organization has several options:
• Design, develop, and deliver the training program in-house.

• Contract with an outside consultant to design and develop the coursework for 
in-house delivery.

Delay

Missing information 

Policy changes/questions 

Input errors 

Alerts/routing

Individual work habits  

Total

3
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I

III

25

5
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• Contract with an outside training facility to handle all aspects of the training.

• Purchase a commercial training program, and if it is a synchronous course, 
train in-house staff to teach the program. If it’s an asynchronous course, put it in 
the learning management system.

Organizations without in-house training departments usually have to look outside for 

all but the most basic types of on-the-job training programs. For organizations that have 

internal training staff, the decision is more complex. Answers to the following questions 

can help narrow the choice:
• How often and to how many employees will the training program be offered?

• Do we have a content expert with credible delivery skills?

• Will the training program address a one-time need targeted to only a few 
employees, or will the program take place only a few times a year?

• Can the training be delivered asynchronously?

• If it must be delivered synchronously, can it be delivered virtually?

• Will training involve generic skills or a specific, technical need?

• Will the trainees be lower-level staff or upper-level managers?

• Will the content of the program involve proprietary or  
competitive information?

In thinking about the questions, consider the cost effectiveness. If training will be 

infrequent, it may be more cost effective to use an asynchronous option such as an e-learn-

ing course, or an outside consultant if it must be delivered synchronously. Alternatively, 

ongoing training needed by many employees may be more cost effective if developed and 

delivered in-house. When training involves technology, equipment, or skills unique to 

the organization and its jobs, in-house design and delivery may be the only option. For 

top management, a consultant’s polished presentation and broad range of experience with 

other companies enhance the program’s credibility. For lower-level positions, trainees may 

view a program as more relevant and credible if it is developed and delivered by someone 

familiar with the day-to-day problems. If the content of the training program is propri-

etary, developing and delivering the program in-house is preferred.

Negotiate Training Objectives
Training program objectives should be clearly stated to ensure they include those critical 

activities or performance issues that will be accepted as evidence that the participants  
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have learned something. Training should follow the sequence of the objectives so that 

learning occurs in a logical progression.

There are two types of objectives—terminal and enabling:
• Terminal objectives describe what a training program participant will be able 

to do at the end of the training program and under what conditions and at 
what level of competence the participant must perform. Terminal objectives are 
the cornerstone of a training program because training program developers, 
instructors, participants, clients, and evaluators all use them.

• Enabling objectives flow from the major task statements (for example, output, 
nature of the organization). These types of objectives represent the basic skills, 
knowledge, and attitudes that must be learned before meeting the course objective.

Design Training and Course Module
The instructional specifications serve as a blueprint for program development. They are 

the guidelines for content, timing of presentation of ideas, and reasons the content is 

included. The completed program can then be compared to the blueprint when the train-

ing course is evaluated.

Specifying instructional content is a joint effort by training and subject matter experts. 

In this part of the analysis, the critical content of the modules is defined systematically. 

The instructional strategy used when introducing the content, determining appropriate 

learning techniques, providing opportunities for practice, and determining the appropri-

ate media forms must be clearly defined as well. All media selected should have a definite 

purpose. Instructional specifications include:
• module name

• introduction
— content summary
— utility
— importance

• sequence of topics and activities
— flow
— transitions
— links

• objectives
— special teaching point
— media requirements
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— testing requirement
— learner/trainer activities.

Continue Ongoing Needs Analysis
An effective training department must continually plan, design, deliver, and assess its 

training. The following steps provide a useful strategy:

Step 1: Assess ongoing training. What training do employees need? What new skills 

will the organization need in the future? Conduct an annual needs survey. 

Track the identified needs, and concentrate on those first by developing a 

six-month or yearlong training agenda. Some typical categories of training 

topics include:

— health and safety topics

— sales and customer service training

— clerical, technical, specialized, interpersonal, or managerial skills

— professional development programs, such as career and personal  

— development succession planning.

Step 2: Design training programs. Determine the following for each training program 

you develop:

— course objectives

— test items

— instructional methods

— material content

— course and module design

— training program length

— method for identifying participants

— trainer and program management

— budget

— training announcement

— registration and confirmation process.

Step 3: Design training course and sample course modules. Before beginning the 

training program, sell the program to employees and management. Meet  

with selected instructors to ensure the training goal is consistent with your 
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design and instructional methodology. Check the materials, logistics, and 

evaluation mechanism.

Step 4: Create the training report. Before beginning to design a training program, 

clearly describe your training concept and secure management’s approval.

Step 5: Return to step one.

Choose Trainers
Organizations that choose to deliver training in-house must decide who should conduct 

the training sessions. Large organizations may have a fully qualified staff of training 

professionals who can handle most face-to-face and virtual teaching assignments. Smaller 

organizations, however, will need to locate a qualified staff person or outside trainer to 

handle the assignment.

In-house personnel. For many types of training, qualified course instructors can be 

found within the organization. Each executive, for instance, has expertise in a certain area, 

and most can make time to conduct at least one or two training sessions. Other potential 

instructors include supervisors and managers; human resource personnel, especially those 

with career counseling and similar experience; and professional employees, particularly 

those who have had previous teaching experience.

Outside trainers. Part- and full-time faculty at area colleges and universities are ideal 

candidates to recruit as trainers. Depending on the nature of the course, other outside 

professionals to consider as either instructors or guest speakers include consultants, 

lawyers, psychologists, systems analysts, or efficiency experts. Professional and trade asso-

ciations as well as local chambers of commerce may be able to provide you with the names 

of experts who would be willing to make presentations.

STEP 4: REPORTING
This final step in conducting a needs analysis is your opportunity to present your work 

from the first three steps. By organizing the information from surveillance and investiga-

tion and discussing your interpretations from analysis, you can now succinctly and clearly 

convince management that the training you propose will solve the identified problem and 

respond to management’s request. Communicating the results in writing and in a spoken 

presentation usually improves the chances for success. The training design report defines 
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and documents the findings of the needs analysis process and summarizes the problem 

statement, the analyses used to determine the training need, and the proposed module 

design. In the final report, discuss how your findings relate to the organization’s overall 

strategy and goals and how the proposed change or training program will benefit the orga-

nization and the employees.

Training Design Report
Aimed at a wide audience, many of whom may not be familiar with the topic, and written 

in simple, clear language, a training design report summarizes the results of the investiga-

tion and analysis, communicates progress to key management, and provides the training 

manager with material for supervising each stage of the project. The following compo-

nents make up a training design report:
• Purpose of proposed course. Describes the training problem, the training 

format, and the history of the problem within the organization. Keep this 
section to one paragraph.

• Summary of analysis. Summarizes the need. Clearly defines the performance 
gaps that the proposed training will address. Describes the audience. Explains 
the job, the tasks that make up that job, and the key performance elements 
needed to fulfill the job requirements. An extensive description is needed 
because the performance gap is probably located in a task, a performance 
element of the task, or a misunderstanding of the knowledge the participants 
need to perform the task.

• Scope of the course. Establishes the format for the course. Presents an overview 
of the materials, the content, and the instructional strategies.

• Learning objectives. Presents the learning objective statements that will guide 
the course and the learning.

• Test item strategy. Describes how the participants will demonstrate mastery 
of the topic. Discusses how you will conduct the testing and why and what 
happens after the testing. For example, if the participants fail a test item, you 
should decide if the test item should be rewritten or determine if the training 
materials are problematic.

• Course and module design. Provides the instructional methods; the length of 
the course; and the training format, timing, and location.

• Delivery strategy. Outlines the instructional methods, the length of the  
course, the training format (synchronous or asynchronous, face-to-face or 
virtual classroom), the timing, and the location.
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• Evaluation or measurement tools. Explains your evaluation mechanism and 
how you are going to measure the participants’ reactions to the training, their 
learning (meaning the results of the test items), and their behavior (meaning 
how the concepts will be mastered).

FINAL REPORT
Again, using clear, concise language, a final report presents the results of all phases of the 

needs analysis. The report will identify performance gaps between the position in question 

and the function of the position. The final report includes the complete picture of what 

needs to be changed, how changes will be made, and how the organization and individuals 

will be affected by the changes. Think of the final report as the final sales presentation to all 

levels of the organization. The following components make up the final report:
• Executive summary. Answers the question, “If readers are too busy to look at 

the entire report, what’s the least amount of information they need to make an 
informed decision?” This first section is critical. The executive summary should 
be short—one page is best.

• Objectives of the needs analysis. Provides the opportunity to explain in detail 
the objectives of the needs analysis. What information did you hope to learn in 
conducting a needs analysis of the organization or of a particular department?

• Brief summary of findings. Discusses optimal performance (what the  
organization hopes to achieve), actual performance (the organization’s  
current level of performance), and how to bridge the gap between the two.

• Proposed change or training project. Explains the commitment involved.  
How much will the program cost? How long will it take to complete? How long 
will it be before we see results? Who will be involved? How will the program be 
implemented? What resources are needed for the program to succeed?

• Data collection methods. Explains why you collected the data you did and the 
process you used to analyze the data and information.

• Expanded discussion of findings. Discusses study results in detail. However, 
unless you have prepared the presentation for highly analytical thinkers, you 
may want to present findings in a descriptive form. You can include simple 
tables and graphs, but also describe the results in words. Include copies of the 
actual questionnaires in an appendix to the report.

• Implications and analysis. Discusses the implications of your results and relates 
the data to the organization’s objectives.

• Recommendations for future action. Presents specific recommendations for 
future action. Recommendations should include at least the skills, knowledge, 
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and attitudes required for a particular position, a training strategy (what a 
training program might look like, in other words, a module design in graphic 
form), and other issues you uncovered that management should resolve before 
proceeding with the proposed change or training program or concurrently with 
the program.

• Appendixes of supporting data. Includes relevant supporting data, such as 
sample surveys and other data collection methods, detailed analysis of the 
results, a cost breakdown, and a timeline of the proposed change.

It is critical that you know your audience when you are presenting your findings orally. 

Learn as much as possible about their values, attitudes, and needs. The presentation should 

focus on answering the question, “What’s in it for me?”

Follow these tips when you work with PowerPoint presentations or in presenting  

your report:
• Use few words per slide.

• Use pleasing and easy-to-see colors, such as blue as foreground or background, 
rather than yellow, which fades, or red, which is difficult to read.

• Use some type of bulleted list.

• Use graphics or images.

• Keep charts and graphs simple.

You, not the slides, are the show. The oral presentation reinforces the material provided 

in the written reports.

SUMMARY
Analysis is a key element in the training process. For a successful training program, ensure 

that you:
• Remember the six strategies for success—management commitment, rationale 

for training, questions that guide the process, factors that influence the process, 
types of trainings, and performance standards and criteria.

• Identify learners’ needs.

• Follow the four-step needs analysis process—surveillance (scan the organization 
to determine if there is a need or performance gap); investigation (determine the 
type of data you need to guide your decision about a training program and deter-
mine the data collection method); analysis (obtain a clear picture of the problem, 
the evidence, and the data sources to help determine the type of problem and the 
best source for training, such as using in-house personnel, hiring consultants, 



or purchasing a complete package); and reporting (present your findings to 
management).

• Consider time, need, timeliness, and cause and effect when conducting your 
needs analysis. Remember, your goal is to develop a well-defined problem  
statement during the surveillance step, identify the problem by gathering  
information in the investigation step, analyze the information collected, and 
report your findings.

CHECKUP EXERCISE
1. What is the critical step in the training process?

2. What are the six strategies for success?

3. What are the four steps in the needs analysis process?
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7
Design

The training needs analysis completed in chapter 6 provides important information about 

the organization from the operational areas where problems exist. The information collect-

ed is considered the input of the analysis step. The output of the analysis step consists of 

identifying the training and nontraining needs and their priorities. 

The nontraining needs that you have identified become the inputs to other functional 

areas, such as compensation, awards, or organization development issues. The training 

needs become inputs to the next step in the process called design. The initial step in design 

is to develop training objectives and identify the factors needed in the training program to 

facilitate learning and its transfer back on the job.

Given the analysis that you have gone through, you have enough information to 

prepare a preliminary budget. This budget will help you decide if you are going to purchase 

a generic program from a vendor or if you are going to custom design the program.

DEVELOP A PRELIMINARY BUDGET
The basis for the budget is the amount of hours of design time, the size of the audience, 

the frequency of the presentation, and technology costs, if applicable. If the program is 

for a small number of people, you could send them to training or have an expert provide 

training at your organization for a few hours or a day.
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If at this stage it appears that you will be designing the program, you must take many 

factors into account. Some factors will apply at the outset. For example, identifying and 

reporting requirements and technology considerations, such as learning management 

systems. As the designer, you will determine other considerations and as you train, you 

will determine even more. In most cases, the information you collected during the analysis 

stage will help you in this process. If not, use your creativity to fill in the gaps.

After completing the needs analysis, you will know if the issue is a training problem 

and, if it is, what the trainees need to learn. The training need that you have identified 

needs to be translated into a well-defined training action statement called a training objec-

tive. The training objective establishes the trainee learning outcome, the design strategy, 

and the elements for the evaluation process.

Learning objectives are defined as models of learning theory. Once you have clarified 

the objectives and decided which model of learning theory will work best, you can select 

the content and organize the learning modules.

PREPARE LEARNING OBJECTIVES
Learning objectives may be the most critical input in designing training. People are more 

likely to complete training successfully if they are told at the outset of the session what the 

goals of the training are.

When designing training, take a cue from textbook planners. The beginning of most 

textbook chapters lists the learning objectives for that chapter. More than likely, the chap-

ter was designed around these learning objectives. This means that the author organized 

the content, including examples and exercises, in sequences that best match the learning 

objectives, just as trainers use the set of objectives for the session to determine and direct 

the design of the session.

Objectives are tools that point to the content and procedures that will lead to success-

ful instruction, help you manage the actual instructional process, and help you prepare 

methods for finding out whether the instruction succeeded. Some objectives are useful, 

whereas others serve no purpose. A useful objective succeeds in communicating an 

instructional intent to the trainees and paints a picture of a successful learner. It pinpoints 

your intent and excludes other possible meanings.
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Our language is full of fuzzy words that can be interpreted in a number of ways. 

Although it may be useful to use fuzzy words in some situations, it isn’t useful in training. 

If you state the objectives using fuzzy words, you leave the training open to interpretations.

When designing the training program, target these three outcomes:

• what the training will accomplish for the organization

• what the training will accomplish for the trainees

• how the accomplishments will be measured.

When stating objectives, use terms that are not open to misunderstanding to ensure 

that people in a training program know what is expected of them at the completion of the 

program. For example, an objective that states, “At the end of this workshop, you will be 

able to install an XYZ window air conditioning unit without assistance,” is more informa-

tive than one that says, “At the end of this workshop, you will know how to install an XYZ 

window air conditioning unit.” Table 7.1 compares fuzzy words with specific words.

For objectives to communicate and be useful, they must have certain characteristics. 

All objectives must be specific, measurable, 

and observable. The following three charac-

teristics—performance, condition, criterion— 

when posed as a question, communicate an 

objective or behavioral intent. Table 7.2 shows 

how this format works.
• Performance. What should the learner 

be able to do? An objective always says 
what a learner is expected to do as a 
result of the training. The performance 
is always the verb.

• Condition. Under what conditions do you want the learner to be able to 
perform? An objective always describes the important conditions, if any, under 
which performance is to occur. The condition always refers to the resources.

Fuzzy Words Specific Words

Know 
Understand 
Appreciate
Grasp the significance of
Enjoy
Believe 
Internalize

Write 
Recite 
Identify 
Sort 
Solve 
Construct 
Build 
Compare 
Contrast

TABLE 7.1. FUZZY VS. SPECIFIC WORDS
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• Criterion. How well must the learner perform? Whenever possible, an objective 
describes how well the learner must perform to be considered acceptable.

Most training programs are intended to accomplish a variety of goals. Usually trainers 

have some new information, a procedure, a policy, or a theory to impart to trainees. 

TABLE 7.2. CHARACTERISTICS OF THE OBJECTIVES PLANNING TOOL

Trainers often want trainees to develop skills in using that information on the job to 

solve problems, make decisions, and carry out tasks. Sometimes trainers are interested in 

changing attitudes and values or in increasing sensitivity or tolerance.

Articulating the training goals would not be so critical if trainers could pursue all of 

them in essentially the same way. However, research on learning indicates that different 

types of goals require different teaching methods and learning activities.

IDENTIFY OBJECTIVES
The success or effectiveness of the training you design relates directly to the instructional 

objectives. If a reason for the learning exists, then you must clearly specify the objectives. 

There are two strategies for communicating objectives: provide behavioral objectives and 

provide topical objectives.

Provide behavioral objectives that do the following:
• Delineate what trainees are expected to know when they begin the training.

• Specify the nature and quantity of new information to be provided by the  
training program.

• Specify the desired results (the behavior that is to occur once training has been 
completed successfully).

Objective Performance Condition Criterion

Using the given equipment, the 
trainee must be able to execute  
three quarter-inch sutures within  
one minute.

Execute three quarter-
inch sutures

The given 
equipment

Within one minute

Given the formal training report 
format, write a three- to five-page 
training needs analysis report 
covering all the report components 
that meets the trainer’s specifications.

Write a three- to five-
page training needs 
analysis report

Given the formal 
training report 
format

Meets the trainer’s 
specifications
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• Indicate the time and conditions needed to carry out the training program and 
implement the behavioral changes.

• Indicate how the behavioral change will be measured, including the circum-
stances under which the outcome will be measured along with a statement of 
minimum acceptable performance (how well or fast a task is to be performed).

• Include caveats, restrictions, and limitations related to any of the above.

Here is an example of a well-defined objective: Using the map reference guide, correctly 

name every item shown on each of the 20 blueprints in 20 minutes.

Here’s an example of a poorly stated objective: Understand the functions of all calcu-

lators after one lesson.

Topical objectives should tell participants what they are about to learn. An objective 

might say that participants will be able to use the new inventory system and have an overall 

knowledge of how the system functions.

PRACTICE OBJECTIVES
People are more likely to accomplish the objectives if they are given opportunities to prac-

tice the behaviors identified in them. If trainees are to use the new information to make 

decisions, they need opportunities during the training course to practice decision making.

There are three types of practice:
• concentrated, in which practice takes place during a concentrated time  

period to increase the efficiency of learning new information, concepts,  
principles, or skills

• distributed, in which practice takes place during a period of time to  
increase retention

• varied, in which practice takes place in a variety of settings.

The practice activities may look different depending on how the training is  

delivered. For example, face-to-face or virtually. The key is to provide trainees with  

practice opportunities.

WRITE SPECIFIC OBJECTIVES
By writing specific behavioral objectives, you make it easier to measure what the trainees 

learn. To learn if the objective is specific, ask the following five questions:
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1. Who is to perform the task?

2. What category of learning is involved?

3. What is the terminal behavior?

4. Under what conditions will the terminal behavior be demonstrated?

5. What level of proficiency must be met to succeed?

Extensive educational research has identified a model of three major learning categories:
• Skills (psychomotor). Psychomotor ability is the actions that employees use in 

performing their jobs, such as writing and operating equipment. Skills can be 
observed and, therefore, are easily quantifiable.

• Knowledge (cognitive). Cognitive ability is what employees know in order to 
perform, such as the principles of accounting. Knowledge is not easily quantifiable.

• Attitudes (affective). Affective ability is what employees bring to the job  
in terms of feelings—how people feel about what they do and about the  
organization for which they are working affects their performance.

An objective written in the psychomotor domain will specify that trainees will develop 

a skill. It will require that trainees coordinate their brains with physical activity. An objective 

written in the cognitive domain will state that the training is designed to enable trainees to 

know or understand something. After the session, trainees will be able to point the some-

thing out, describe it, recognize it, or define it.

An objective in the affective domain will use verbs that connote feelings and emotions, 

such as respect, cooperate, and enjoy.

After delivering the training, you can evaluate the trainees’ performance relative to 

your original objectives. Now, you must decide how you want to create the means for 

getting there—the design. Later, you can arrange to find out whether you arrived, as chap-

ter 13 will explain.

If the training fails, the objectives may have been unclear or unrelated to on-the-job 

performance. Training may also fail because elements based on adult learning principles 

were missing or poorly integrated into the design.

CONSIDER RELEVANT LEARNING THEORY
Effective training requires understanding relevant learning theory and adult learning 

principles. The easiest way to understand the various learning theories is to define the 

differences among the various learning theories.
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Learning is not directly observable, yet it is something that almost everyone can expe-

rience. For example, people say, “I think I know that now,” or “I saw how that formula 

works,” or “I know I can hear how different the sounds and letter accents are.”

What influences learning? You are limited to observing the learner’s behavior, and 

because learning is measured in terms of a relatively permanent change in behavior, this 

learning process becomes the operational definition for many learning theorists.

COGNITIVE VERSUS BEHAVIORIST LEARNING THEORISTS
Cognitive theorists insist that even though learning can be inferred from behavior, it is 

separate from the behavior itself. For example, you can memorize a phone number, use 

it, and then forget it, therefore suggesting no permanent change. So, from the cognitive 

theorist perspective, learning is defined as a relatively permanent change in thinking as a 

result of experience.

The behaviorist theorist’s approach suggests that learning is controlled by the  

environment.

At first you might think the definition of learning may not seem to be important 

when designing training, yet these differences in the learning process can dictate different 

approaches to designing and implementing training. An obvious distinction that might 

affect your training is that the behaviorist approach suggests that the trainer controls 

learning by controlling the stimuli and consequences of that learner experience.

The cognitive approach suggests that learning is controlled by learners, meaning that 

learners come to training with their own set of goals and priorities; they process a set 

of cognitive structures for understanding their environment and how it works. Table 7.3 

offers a list of elements that can influence your training design depending on the learning 

theory approach.

The adoption of one approach leads to implications for how training is conducted and 

the atmosphere of the training environment. Some training implications of cognitive and 

behaviorist learning theory should be considered in your design; look at the various training 

program elements that you can influence by the type of learning theory you choose for 

your design and implementation steps.
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TABLE 7.3. INFLUENTIAL ELEMENTS IN A TRAINING PROGRAM

Both the cognitive and behaviorist approaches provide insight into the process of 

learning and furnish practical tools for increasing the effectiveness of training. Know 

and consider the theoretical differences, your training approach, and the various learning 

styles of your audience.

Learning theory describes how individuals learn. Much of what takes place during 

learning can be influenced by external events and learner goals and motivations, which 

make instruction possible. Learning, like eating, is one of the most fundamental processes 

of survival, yet as trainers, we sometimes complain that trainees don’t pay attention, are 

disruptive, and generally demonstrate a resistance to training. The first thing to think 

about when designing your training program is resistance to learning. Most learning that 

occurs does not happen automatically or unconsciously; it is an activity trainees decide 

to do. Most trainees arrive at a training with an elaborate and highly integrated cognitive 

structure. They already know a lot about themselves, their work, and their organization. 

The objective of the training is to change some part of that cognitive structure so that their 

trainees’ performance improves. Change creates anxiety for learners. One way to manage 

the trainees’ anxiety is to ensure that your content design is organized around learning 

objectives and that the activities have been created to target all learner styles.

Issue Cognitive Approach Behavioral Approach

Learner role 

Trainer role 

Training content 

Learner motivation 

Training climate 

Training goals 

Training activities

Active, self-directed 

Facilitate, present 

Problem or task oriented 

Internally motivated 

Relaxed, mutual trust 

Collaboratively developed 

Interactive, group

Passive, dependent 

Direct, monitor 

Subject oriented 

Externally motivated

Formal, authority oriented 

Developed by instructor 

Directive, individual
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LEARNER STYLES
There are no right or wrong ways to absorb new information. The methods by which 

people learn are complex. Regardless of the methods used to deliver the training, more 

than likely your trainees will be one of the following types of learner: confident, affective, 

transitional, integrated, or risk taking.

Confident Learners
Confident learners want to know why they are assigned particular tasks. A task assigned 

to confident learners must have a clear purpose. If they are given the opportunity, confi-

dent learners will set their own goals and may even help set the direction for the training 

session. Confident learners like to be involved and consulted and will happily respond to 

a request to identify issues, problems, or themes on which they would like the training to 

focus. In some cases, trainers can use confident learners to help decide what content would 

be relevant and meaningful.

Confident learners sometimes prepare in advance for training sessions and may very 

well be irritated by trainers who progress too slowly, have less than well-defined objectives, 

or do not seek their input. Confident learners may be potential leaders and need oppor-

tunities for interactive learning. For example, in a virtual class, make a confident learner 

responsible for answering questions in the chat window. Group discussions, team projects, 

and shared experiences appeal to confident learners, as do learning from peers and helping 

peers learn. Confident learners prefer training sessions that lead to specific goals. These 

learners may actually confront trainers whose programs or techniques appear inadequate, 

but they will not threaten well-prepared trainers.

Affective Learners
Affective learners like to know and feel that they are doing fine. Affective learners are influ-

enced by their feelings. They want to feel an attachment to their trainers, and they expect 

the trainers to be experts who will explain, synthesize, and decrease the complexity of a 

subject. Affective learners want to be invited to participate and can be counted on for their 

patience, endurance, and loyalty when the path to reaching a learning goal seems long and 

circuitous to others.
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To best reach affective learners, trainers should:
• Provide clearly written assignments or clearly defined exercises.

• Encourage enjoyable learning activities, such as interaction with other adults 
who value training.

• Specify particular reference books for further information.

• Recognize that these learners will strive to fulfill the trainer’s reasonable and 
well-defined expectations.

Transitional Learners
Transitional learners are those who are being promoted or moving horizontally to a new 

job. These learners tend to focus more than others on the particular type of information 

they are learning and on how that learning will apply to their new situations. Transitional 

learners may be apprehensive about making job changes and may want to tell trainers 

either about the work experience or environment from which they are coming, or about 

the work experience or environment to which they are moving. Transitional learners need 

to be reassured that they are fully capable of learning and succeeding. Trainers can do so 

by inviting these learners to discuss training objectives and techniques.

Transitional learners tend to see everything as potentially new and highly relevant. 

Many of them may not yet be familiar with all aspects of their new work environment. 

To best appeal to these learners, challenge them to learn. For example, in a face-to-face or 

virtual class, ask transitional learners how the topic applies to their new job. Transitional 

learners may not expect everything that is covered in the training session to have simple, 

obvious, and conclusive outcomes.

Integrated Learners
Integrated learners present a particularly interesting challenge to trainers because more 

often than not they establish peer-like relationships with trainers. Integrated learners are 

not satisfied merely to receive information; they want to do something with the informa-

tion they receive. Integrated learners know where they want to go, enjoy being responsible 

for their own learning, and want freedom (within some structure) to accomplish specific 

tasks and assignments without much outside guidance.

Integrated learners are self-directed and demand quality from others as well as  

themselves. They want their work to be good and well integrated with overall objectives. 
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Because integrated learners know what they want to learn and have used processes to 

learn on their own, trainers do not need to tell them precisely how to undertake specific 

learning tasks.

Risk-Taking Learners
Risk-taking learners thrive on learning new skills and information. They like to deviate 

from traditional course content and techniques and change their routines and schedules. 

Risk-taking learners are willing to work hard to meet goals, particularly if they will benefit 

from learning new concepts. They will stray from course guidelines happily if straying 

presents an opportunity to gain new knowledge.

Trainers can use the emerging design for risk-taking learners. Trainers need not be 

concerned if they have sketchy materials because risk-taking learners will welcome the 

opportunity for interactive exercises. For example, in a face-to-face or virtual class, risk- 

taking learners will jump at a scavenger hunt activity where they can explore new ground.

ADULT LEARNING PRINCIPLES
Adult learning principles provide a framework for development that helps ensure that 

participants learn. The acronym LEARN is useful in remembering some of these aspects 

of adult learning.
• Learner directed: If adults understand why they need the information you give 

them, the lesson will be easier for them to learn.

• Experiential: Adults in a learning environment gain more from experiencing 
the concepts being taught than they do from just a lecture or presentation. 
They want active involvement and relevance to their job and organization. This 
involves practicing and applying the concepts in both face-to-face and online 
learning environments.

• Able to be evaluated: When teaching a concept, define it. Specify as clearly  
as possible the result you want from the learners. Identify what change in 
knowledge, skill, or attitude will take place.

• Residual: Adults learn more effectively if they build on known information, 
facts, or experiences rather than from independent, arbitrary facts. Base the 
information provided on their experience and knowledge, and lead them into 
more depth of knowledge.

• Numerous instructional methods: Some people learn better from verbal 
instructions, some from written instructions, and some from examples. 
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Others are visually oriented; and still others learn by trial and error. To reach 
a wider audience, incorporate various instructional methods in the program 
to provide valuable reinforcement and make learning more interesting.

Adults vary greatly in the following areas:
• knowledge about their work

• pride in their work

• motivation to perform better

• maturity

• security

• learning styles

• expectations about the trainer

• expectations about what the training will do for them.

The last may be the most important of these areas. For training to be effective, trainees 

must believe that it is designed to be beneficial for them and not simply to increase their 

employer’s productivity or to fulfill their manager’s obligations to provide training programs.

Adult learners may enter their first training with expectations similar to those they had 

when they were in school. Much more is expected of adult learners; well-designed training 

actively involves trainees in the learning process. Adult learning styles vary. Training experts 

have found the following general approaches useful when designing training for the learner:
• Focus on real-world problems.

• Emphasize how trainees can apply what they are learning.

• Relate the learning to the trainees’ goals.

• Relate the materials and new knowledge presented to the trainees’ experience.

• Allow trainees to debate and challenge ideas.

• Listen to and respect trainees’ opinions.

You must be familiar with the following 10 learning principles to design and develop 

appropriate trainings: part or whole learning, spaced learning, active learning, feedback, 

overlearning, reinforcement, primacy and recency, meaningful material, multiple-sense 

learning, and transfer of learning.
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Part or Whole Learning
Part learning is more common than whole learning because trainees prefer dealing with 

a series of separate assignments. In part learning, the skill or knowledge is divided into 

parts. In whole learning, the skill or knowledge is looked at as a large, unified block of 

material. When dividing the material into parts, the trainer should use two guidelines:

• The parts should not be too large. Although it’s familiar to you, the material will 
be new to the trainees. Therefore, review the skill or knowledge from the trainees’ 
perspective, and then organize it into segments for training.

• The parts should follow a logical sequence. Put the material in an appropriate 
sequence so the trainees can relate each part to the next. A logical flow will 
enhance the learners’ ability to recall the skill or information. Proceed from the 
known to the unknown, moving from one part to the next after you know by 
the trainees’ behaviors that they have understood and accepted the information. 
(Caution: Do not oversimplify. After separating the material into parts and 
developing a logical sequence, check to make sure the parts are not so small as 
to be boring.)

Consider teaching someone to ride a bicycle. This training should be divided into 

three parts: balancing, steering, and pedaling. Learning each part independently would be 

difficult because steering depends on balancing and on how hard the pedals are pushed, 

and balancing depends on steering and pedaling. Teaching someone to ride a bicycle 

requires whole learning. However, whole learning is fairly uncommon; most training 

models are based on part learning.

Spaced Learning
Spaced learning is usually superior to crammed learning if trainees are to retain the material 

long-term. Spaced learning has its basis in what we know about incubation. The brain 

needs time to assimilate a particular group of facts before it can accept the next group of 

facts. Spaced learning creates opportunities for regular review and revision, which slows 

down the rate at which trainees forget material. For example, in a program delivered virtu-

ally, the sessions might be spaced over multiple weeks.
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Active Learning
Involving trainees actively in the training rather than having them listen passively 

encourages trainees to become self-motivated. Active learning is more effective than 

passive learning and is often described as learning by doing. Provide trainees plenty of 

opportunities to practice using the skills and information they are learning.

Feedback
The feedback principle of learning has two aspects:

• Trainees need constructive feedback on their progress.

• Trainers need feedback on their own performance.

Feedback to trainees can vary in complexity from explaining why an answer is correct 

or incorrect to commenting on trainees’ performance or discussing results of a test. 

Regardless of the complexity of the feedback, the best feedback is the one given the earli-

est. The more immediate the feedback, the greater its value, especially for preventing loss 

of self-confidence and, thus, loss of motivation.

Feedback to trainers answers the following questions:
• Are trainees receiving and understanding the information?  

(Test trainees for this.)

• Do trainees have doubts or questions? (Ask them.)

• Are all trainees paying attention? (Observe them.)

• Is the session boring? (Observe them.)

• Would trainees benefit by using more techniques during this session?  
(Ask them.)

Two-way communication is critical to feedback’s effectiveness.

Overlearning
Overlearning means learning until trainees have near-perfect recall, and then learning 

the material just a bit more, perhaps through practice. Overlearning decreases the rate of 

forgetting. In other words, forgetting is significantly reduced by frequency recall or use of 

the material. Two important facts will help you:
• Trainers’ repetition does not maximize retention.

• Trainees’ active involvement maximizes retention.
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Reinforcement
Reinforcement is one way to improve learning because learning that is rewarded is much 

more likely to be retained. A simple, “Yes, that’s right,” can mean a great deal to trainees 

and can enhance their retention considerably. Positive reinforcement confirms the 

value of responding and participating and encourages active learning, whereas negative 

reinforcement simply tells trainees that their responses were wrong without providing 

guidelines about which responses would have been correct. Negative reinforcement 

often discourages trainees from further investigation.

Primacy and Recency
When they are presented with a sequence of information, trainees tend to remember what 

they heard first and what they heard last, but often forget what they heard in the middle. To 

guard against this, emphasize and reinforce facts that are in the middle, or present critical 

information at the beginning or end of the session.

Meaningful Material
Unconsciously, trainees ask these questions when presented with new information:

• Is this information valid relative to my experiences?

• Will this information be useful in the immediate future?

The first question emphasizes the notion of moving from the known to the unknown 

as well as the fact that people tend to remember material that relates to what they already 

know. In designing the training session, make sure to assess trainees’ current levels of 

knowledge. For example, before a face-to-face class, you can give trainees a pre-test. 

The second question emphasizes the fact that trainees want to know that what they are 

about to learn will be useful to them in the near future. Meaningful material links the past 

and the future and promotes two beneficial effects: security (when trainees move from the 

known to the unknown) and motivation (information will be useful in the near future).

Multiple-Sense Learning
Research suggests that of the information people absorb, they will obtain approximately 80 

percent through sight, 11 percent through hearing, and 9 percent through all other senses 

combined. Therefore, to absorb as much as possible, trainers should design sessions to use 
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two or more of the senses. Sight and hearing are straightforward, but designing sessions 

to use other senses, such as touch, might be just as crucial to successful learning. For most 

learning, however, sight provides the most information, so trainers should emphasize 

visual aids when designing their sessions. (For more on visual aids, see chapter 9.)

Transfer of Learning
The amount of learning that trainees transfer from the training room to the workplace 

depends mainly on these variables:
• the degree of similarity between what they learned in the training session 

(including how it was presented) and what occurs in the workplace (Can trainees 
apply their new knowledge and skills directly to the job without modifying them?)

• the degree to which trainees can integrate the skills and knowledge gained in 
the training session into their work environment (Does the system at work or 
the supervisor allow or encourage using the new skills?).

Consider these variables as you plan your training program. Make 3x5-inch cards that 

define the lesson and the objective. These cards are tools that trainees can take with them 

to use as references back on the job. Develop a checklist of all the learning outcomes for 

the training. Have learners check off outcomes as they perform them when they are on the 

job. Either provide learners with journals to use to record their progress after the training  

program or use an online discussion to check with each learner approximately one month 

after the training to get feedback on the training transfer.

INSTRUCTIONAL ELEMENTS
When designing the training session, trainers should address 10 instructional elements: 

expectations, measurement, capacity, prerequisites, attitudes and motivation, instruction, 

instructional resources, feedback, motivational climate, and performance support.

Expectations
Clarifying expectations, learning objectives, or learning goals is key to designing the train-

ing session. From the beginning, trainees must understand the desired outcome of the 

training and the relationship between that outcome and their jobs. It is not sufficient to 

define the learning objectives as part of your introduction. Throughout the session you 

must reiterate the objectives that you have integrated into the session design. By adhering 



113

DESIGN

to the following guidelines in your consideration of expectations, you will be well on your 

way to designing successful training sessions:

1. Write clearly and directly.

2. Explain the reason for the training.

3. Relate the training to work performance.

4. Clarify management’s role.

5. Negotiate and discuss with trainees to gain their ownership of the training.

6. Review regularly, and revise, if necessary.

Measurement
Expectations are more likely to be met fully if the training design incorporates the means 

by which the trainer, trainees, and management can measure progress toward accomplish-

ing them. A variety of learning technologies support methods of measuring learning and 

expectations. Incorporate the following elements into the design:
• measurable training objectives

• measurable performance requirements aligned with training requirements

• methods that do not threaten trainees

• methods that allow for self- or peer measurement.

Capacity
Successful training can occur only if trainees have the capacities to succeed. Therefore, 

trainers should:
• identify capacity requirements for training and job performance

• screen prospective trainees for physical, intellectual, or emotional capacity prior 
to their selection as part of the group

• provide opportunities for remedial training whenever possible and appropriate 
for trainees who do not meet certain capacity requirements.

Prerequisites
After taking the steps to ensure that trainees have the capacity to do the job for which 

the training is being designed, you may find that some trainees lack certain skills and the 

requisite knowledge base. Learning technologies such as learning management systems 
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can measure and monitor trainees’ skills and knowledge. Failure to address these gaps 

when designing the session would not be fair either to the trainees with the deficits or to 

those with the requisite skills and knowledge base. Make sure you: 
• Specify clearly and in advance the prerequisites for the training.

• Study the trainees’ characteristics.

• Administer pretests when possible and appropriate.

• Ask questions randomly to determine the trainees’ general level of preparation.

• Design the training to meet the group’s knowledge level (aim at the middle,  
see chapter 9).

• Prepare alternative routes through the course of instruction on the basis of the 
group’s preparation level.

Attitudes and Motivation
Trainees must have positive attitudes and be motivated to benefit from training. As a 

trainer, you can increase the likelihood that trainees will have positive attitudes in the 

following ways:
• Do what you can to ensure that trainees are informed well in advance about the 

forthcoming training session.

• Exclude threatening or competitive issues from your materials and content.

• Include input from the trainees and union leadership (if relevant) in the design.

• Relate training to job requirements.

• Encourage prospective trainees to volunteer to attend.

• Build adequate amenities, such as beverages, lunch, and food, for breaks into 
the program. (You don’t have to provide amenities equal to those from a luxury 
spa, but trainees should not feel as if they are in boot camp.)

Instruction

Although the design of instructional materials is extremely important to successful train-

ing, materials cannot substitute for high-quality instruction. By adhering to the follow-

ing guidelines, trainers can ensure that their instruction will be top notch, regardless  

of whether the training is delivered face-to-face or online:
• Involve the entire trainee population in icebreakers and a discussion  

of their expectations.

• Demonstrate the skills or the learning that is to be trained.
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• Provide brief and to-the-point content.

• Encourage feedback at every step.

• Build in several opportunities for trainees to practice.

• Pace the training to the trainees’ level.

• Allow significant time for questions and answers.

Instructional Resources
Remember that you are training people to perform in their regular work settings. The 

training you provide must, therefore, be easy for them to transfer from your session and 

replicate at their jobs. Trainees who lack appropriate resources when they return to their 

work settings will not be able to replicate what they have learned. Understanding that this 

may be the case, you need to know what resources trainees will have available to them 

before you design the training session. Be sure to:
• Request an inventory of resources.

• Conduct an inventory of resources.

• Incorporate the resources into the training design.

• Identify as many of the following instructional resources as possible:

— follow-up information

— reference materials

— allocated time to practice

— individuals assigned to help trainees apply what they learned

— support materials, such as training videos.

Feedback
Feedback is critical to the success of any type of training. Trainees need to receive clear, 

appropriate, and timely information about their performance both in the training session 

and on the job. Feedback systems should be designed to provide trainees with performance- 

based information that specifically takes into account what they have learned in training, 

especially during the first several weeks following the training session. Three types of feed-

back are especially important:
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• trainer’s feedback (in staff and team meetings)

• supervisor’s positive feedback

• peer trainees’ corrective feedback, provided it is given with sensitivity.

Remind all those involved that feedback must be based on specific information that 

the person receiving the feedback understands and on performance that the person can 

apply. Learning technology such as learning management systems can be an essential part 

of feedback systems.

Motivational Climate
Positive attitudes and motivation are critical to effective training and performance. To a 

large extent, motivational climate determines whether attitudes are positive or negative 

and the direction and strength of motivation. Determine if any factors are adversely affect-

ing learning performance and, if they are, correct the problems by:
• removing constraints and barriers to learning and performance

• ensuring that positive consequences follow positive performance

• ensuring that negative consequences do not follow positive performance

• developing a supportive, trusting environment for learning and performance

• providing opportunities for participation

• increasing follow-through on employees’ suggestions.

Performance Support
Frequently the link between training and on-the-job performance is tenuous or neglected.  

To support performance once trainees have returned to work, suggest the following  

to management:
• Hold follow-up face-to-face or online meetings that include trainees.

• Provide trainees with adequate opportunities to use their new skills  
and knowledge.

• Reinforce what trainees learned.

• Empower trainees to explore new areas.

• Allow trainees to fail at new endeavors without penalizing them.

• Integrate supervisors into the training process.
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TRAINING DESIGNS
Two general types of design, which may be viewed on a continuum, are available. At one 

end is a totally preplanned design, and at the other is an emerging design.

In a preplanned design, the trainer decides everything in advance for each session. 

Of course, be open to the reality that you may need to alter, rearrange, add, or drop your 

plans. However, understand that to design successful training programs, you must adhere 

to the goals, techniques, and evaluation criteria that you established in advance. The new 

or relatively inexperienced trainer should use a preplanned design.

Here are some guidelines for a preplanned design:
• Avoid overplanning, especially minute-by-minute outlines.

• Allow for flexibility.

• Prepare for some resistance to change if feedback during the training indicates 
the need to make changes.

In an emerging design, little is decided in advance. By designing at the moment, the 

trainer maximizes the effect of the trainees’ experiences and interactions on the training 

activity. Sometimes an emerging design will have a plan only for the opening session, with 

the remainder of the plan emerging as the training proceeds. An emerging design requires 

minimal preplanning and maximum trainer skills.

Here are some guidelines for emerging designs:
• Advertise the training activity accurately so that trainees will know that a  

flexible design will be used.

• Adhere to the design.

• Stop occasionally during the training to ask yourself, “Is this producing learning 
in accordance with our goals?”

Whatever design you use, remember that adult learners absorb material best when it 

is given during presentations, demonstrations, readings, dramas, discussions, case studies, 

visual aids, role plays, games, and participant-directed inquiries.

TRAINER STYLES
Adult learners bring rich life experiences to your training. Members of this group:

• make their own decisions about which aspects of the training are important

• validate the information presented based on their specific beliefs and experiences
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• have a lot of experience and fixed viewpoints

• bring significant knowledge to the training

• expect what they learn to be useful immediately.

During their formal education process, many adult learners find that they learn best and 

use the information from a certain kind of instructor. There are three trainer styles: authori-

tarian, laissez-faire, and democratic. Each style affects the learning process in a different way.

At one extreme is the authoritarian style, which tends to dominate the learning process 

by having the information flow in a one-way process from the trainer to the learner. This 

style leaves little room for learners to interact with the trainer. In a training program, the 

authoritarian style of communication limits learning.

At the other extreme is the laissez-faire style. It may lead the learners to feel that there is 

too little direction and that the learning experience is disorganized and not well planned. The 

trainer might establish the focus of the conversation, for example, and then turn the dialogue 

over to the trainees to manage the direction, content, and flow of the exchange. Using the 

laissez-faire style of communication when training may confuse learning.

The democratic style offers a more balanced approach. The trainer establishes an 

in-session dialogue with the trainees. Both the trainer and trainees have equal responsi-

bility to promote the topic. This approach allows for the interplay of personalities among 

the trainer and the learners. With the democratic style of communication in the training 

program, the instructional foundation is solid and learning is collaborative.

SUMMARY
Learning objectives are the most important element in the design and development 

process. The learning objectives define the topic, the content, and, to some degree, the 

learning and teaching processes. Remember to always have the three essential compo-

nents in every objective:
• the performance statement, which is the action or behavior the learner must 

exhibit after the training event

• the condition, which reflects the tools, equipment, or document necessary  
for the learning process

• the criteria, which is the level of standard that the learner’s performance  
must meet.
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Organize and design the content you are teaching with the five learner styles in mind. 

The five styles are:
• the confident learner

• the affective learner

• the transitional learner

• the integrated learner

• the risk-taking learner.

The acronym LEARN, as explained earlier, defines the essential design guidelines 

involving adult learning:
• learner directed

• experiential

• able to be evaluated

• residual

• numerous instructional methods.

The steps define the adult learning principles that provide the framework for orga-

nizing the learning process. These principles ensure that your design is structured so that 

adult learners can participate in the learning process and not feel anxious about events 

that will happen.

In addition, establish and design your training design format using the 10 instruc-

tional elements:

  1. Clarify expectations.

  2. Develop an outcome measurement mechanism.

  3. Cluster content around the learners’ capacity.

  4. Provide prerequisites when you present new information.

  5. Take steps to ensure that trainees had positive attitudes.

  6. Follow guidelines to high-quality instruction.

  7. Identify instructional resources for further mastery beyond the training.

  8. Provide feedback.

  9. Assess motivational climate.

10. Integrate adult learning principles in your design and delivery strategies.
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CHECKUP EXERCISE
1. What are the three essential components of an objective?

2. What are the five learning styles?

3. The acronym LEARN defines the essential design guidelines involving  
adult learning. What does it stand for?

4. Describe the 10 elements that you need to consider for your training  
design format.
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8
Development

Developing training is the process of creating, testing, and producing usable instructional 

materials for your training event. Now that you have identified your training topic, and 

created your learning objectives and test items, you are ready to develop the course works.

The term course works is used to define those materials that you are going to develop 

to use in your training. Course works include participant workbooks, instructor guides, 

handouts, presentation slides, wall charts, and various instructional materials, such as 

games, checklists, policies, or regulations.

Throughout the developing process, you should always include your training team 

members to assist you in making decisions about the course curriculum, course training 

material, and instructional materials. If you have not already done so, organize a training 

team. This team should include those who are knowledgeable in the content area, instruc-

tional design, and evaluation. The team’s role should be to continually review the major 

training materials that are developed in this step. In addition, call on the team to review 

the revisions and use the pilot training test to check the program materials prior to the 

actual delivery of the training programs.
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Determine if the training you are to provide is focusing on education 
(theory) or training (skill training). If the answer is education, then 
the most important question to answer before finalizing the training 
material is, “What has been the previous success or failure of the 
learners in the educational setting?” If the answer is training,  
then look at the skill set or competencies that must be acquired  
or mastered.

Training should be developed and delivered in partnership with line managers to 

establish a clear link between what happens in training and what happens on the job. 

Training should be all about individuals becoming effective in their roles and responsibil-

ities. By equipping individuals with a clear definition of the requirements of the job and 

the required skill set to perform the job, employees will be motivated and open to change.

DEVELOP THE CURRICULUM
Now that you have identified your audience needs and established your learning objectives 

and test items, you are ready to organize your topic and subtopics. The training program 

contains topic courses. Each course consists of learning modules, and each module consists 

of a number of lessons, depending on the complexity of your topic.

The term curriculum means “course of study.” Organizing the instructional content 

for your training program begins with reviewing the research and structuring the topics 

into logical units of related content. The content is further organized into specific learning 

modules. The modules are then developed by structuring the subtopics into smaller units 

of content known as lessons.

Once you have developed the modules and lessons, start writing lesson plans for each 

lesson in your modules—it’s a little like developing a macro scheme that lists all the course 

content you want to teach, and then developing that content on a micro level. Now that 

you have identified your modules and your lesson using your lesson plan, you are ready to 

develop course works.
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Once the content units are organized, select the instructional strategy that best 

meets the training objective and learner outcomes. All elements of the training program 

are determined during the development step. These elements include the specific course 

manuals, which are all integrated into the training plan, and designed to achieve the  

training objectives.

The instructional specifications serve as a blueprint for program development because 

they determine what content to include, when to include it, and why. They also serve as the 

foundation for evaluation activities.

Course design is linked to course development through a series of documents. From 

these documents, you create your initial blueprint. The blueprint should list the course 

objectives. Supportive information about the course content should then be linked to each 

objective. You also may want to identify which objectives are to be met in the training 

presentation and which apply to the workplace.

DEFINE THE CONTENT
Training and content experts should work together to select the instructional content. 

They systematically define the critical content modules and show how the instructional 

strategies will introduce content. In addition, they determine appropriate learning tech-

niques, develop opportunities for practice, and select appropriate media. Remember,  

all media should have a definite purpose; you choose them to amplify learning, not to 

entertain a bored audience.

The instructional specifications include:
• module name

• introduction (content summary, utility, importance)

• sequence of topics and activities (flow, transitions, links).

For each objective, there should be documentation elaborating:
• special teaching points

• instructional methods

• media requirements

• testing requirements.
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DEVELOP CONTENT SEQUENCE
You should develop the training sequence in a logical order. Frequently, more than one 

logical order may be appropriate. You must choose the sequencing method most suited to 

the learning tasks and demographics of the group.

The usual sequences are step by step, simple to complex, or overview to detailed learn-

ing. Step by step is a good choice if a task is always done in a certain order. Simple to 

complex is better when it’s appropriate to have learners develop simple skills first, and 

then build on them to learn more complex skills. When it’s appropriate for learners to 

know how an entire process works before they learn its separate tasks, they should get an 

overview before detailed learning.

At this point, select the overall training strategies. Details can be worked out when 

specific materials are chosen. For now, make general decisions about the training method 

and the training media. Ask yourself, “Will the course include on-the-job training, class-

room instruction, lab or workshop instruction, or self-instruction?” “Will the course use 

textbooks, workbooks, computers, or dvds?”

The strategies you select must match the stated objectives of the training. For example, 

the strategies for a course to help trainees master computer skills should not rely heav-

ily on pencil-and-paper activities. Participants would need opportunities for hands-on 

computer practice to pass a job-related evaluation at the course’s end.

CREATE TEST ITEMS
The second step in developing instructional strategies is to design test items to be used 

during the training program to check on the progress of learning. Well-written objec-

tives call for learners to demonstrate observable, measurable actions. Objectives shouldn’t 

include verbs such as understand or know because they describe a learner’s internal state, 

which cannot be observed.

Ask yourself whether the objective is really a test of the learner’s ability to describe 

work or of the person’s ability to do work. By looking at objectives in terms of how they will 

be tested, you may want to identify subordinate skills and knowledge that were overlooked 

during the task analysis. Your main task is to identify and correct poor objectives before 

training materials are developed to support them.
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The objective should be a well-defined outcome. Once the objective is defined, it 

serves as the master blueprint for course and module development, as well as supporting 

instructional and participant materials. However, this degree of detail is often lacking in 

objectives. Moreover, the objectives may not be an effective set of documents to commu-

nicate outcomes to your client, but the end-of-course criterion test would be.

The criterion test is another part of the blueprint that will help you develop the train-

ing. If the training program is long enough to warrant intermediate mastery tests, you 

should specify the behaviors to be measured at each checkpoint, along with any sugges-

tions on the format of the test. You should place whatever format you select for the blue-

print in a reference binder for subsequent use by:
• the course developer and suppliers in specialized media

• the instructor to get an overview of the content of the course

• the training department staff to counsel employees on which course to take

• the managers to determine if a course contains specific material for themselves 
or their staff.

WRITE THE LESSON PLAN
Once you’ve completed your course and module design, your next step is to develop a lesson 

plan. The set of detailed notes that you write will guide you through the material develop-

ment and delivery processes. The elements of a lesson should include:
• session title
• learning objectives
• timing
• key learning points
• brief content synopsis
• presentation methodology
• definition of terms
• key questions to ask
• resource requirements
• learner activities
• topic transitions
• review checks
• learner issues.
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The format of the suggested lesson plan includes five columns: timing, content, train-

ing techniques, trainee activity, and training aids.
• Timing. List the time you will spend on each topic and subtopic of each session. A 

typical training day is six hours, and you have 55 minutes in an hour for training. 
You should allot 10 percent of the time to introduce or make a transition to the 
topic, and devote 70 percent of the time to content delivery, which might include 
preparing the learner to learn (stating the objective), presenting the material, and 
practicing the material with an exercise and feedback. The final 20 percent of the 
time should be devoted to summary, conclusion, and transition to the next lesson 
or module.

• Content. List the topic and subtopics that you will cover during each  
session. Do not combine sessions. Develop and deliver each session topic 
independently, using transitional statements to bridge from one topic or 
subtopic to the next. In the session plan, indicate introductions, breaks, and 
sequences in one session. Don’t have run-on sessions without using transition 
statements. Run-on sessions are those that continue after a lunch or other 
break or even from one day to the next. Deliver your content in complete  
and inclusive parts. Illogical breaks that occur because trainers did not scope 
the content appropriately leave the trainer in an awkward situation and the 
learning incomplete.

• Training techniques. Explain in basic terms whether the session is to be a 
lecture, show and tell, or participant discovery.

• Trainee activity. List the types of things that the learner will be doing during 
the session (listening, looking, practicing). By documenting this information, 
you’ll have the opportunity to build a variety of activities into your training 
course in advance.

• Training aids. List the instructional aids and strategies or peripherals that you’ll 
use and the order in which you’ll use them.

Too much information at one time creates confusion. Chunking is the term for break-

ing down concepts into meaningful parts. Give a learner a maximum of three large pieces 

of information. In a module, if you have three major components to the topic, deliver 

them within an hour. Once you deliver the three large chunks within an hour, it’s time to 

summarize and break.

Cluster the topical information that you have researched in organized sections, such 

as the introduction, body, and activities. Next, use the technique of grading the content  

to target the correct amount of information to deliver. Figure 8.1 shows a simple way of 

grading the material you’ll deliver.



127

DEVELOPMENT

FIGURE 8.1. TECHNIQUE TO GRADE CONTENT

The must-know information is the enabling knowledge that the learner needs to know 

to perform the task or job. The need-to-know information may be needed for the learner 

to gain a clear understanding of the essential information presented during the session. 

The nice-to-know information encompasses items that are not necessary to know and 

might illustrate the points covered in the session.

It’s reasonable for you to assume that if you develop your instruction at the bull’s-eye, 

the must-know area, a certain amount of time also would be spent in the need-to-know 

area as a review. If time permits, let the learners look at the nice-to-know area, but the time 

would probably be better spent reviewing the need-to-know and must-know areas. You 

must deliver too little information well, rather than too much badly.

A lesson plan allows you to determine in advance if the delivery sequence is correct, the 

content is relevant to the topic and the learner, and your instructional strategies are appro-

priate. The lesson plan also acts as a resource checklist. It allows you to prepare for any infor-

mation or material that may be required for the lesson, such as handouts, overheads, video, 

and wall charts. The essential elements in the lesson plan are timing, learning objectives, brief 

summaries of each topic point, learner and trainer activities, and needed materials. The struc-

ture of the session plan should be a format that you feel comfortable using.

As you write your plan, ask yourself two questions:
• “What is the purpose of this training presentation?”
• “What do learners need to know about the topic?”

Nice to know

Need to know

Must know

Source: G. McArdle, Delivering Effective Training Sessions 
(Menlo Park, CA: Crisp Publications, 1993).Source: G. McArdle, Delivering Effective Training Sessions (Menlo Park, CA: Crisp Publications, 1993).
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SELECT INSTRUCTIONAL STRATEGIES
The choice of an appropriate instructional strategy for a particular audience is, at best, a 

guess if you have not been able to conduct a formal audience needs analysis. One way to 

avoid mismatching an instructional strategy with a particular audience is to be sensitive to 

an organization’s demographics and preferences.

Technology choice should be suitable for the audience, the content, the organizational 

environment, and, most of all, the proposed learning objective. These preferences provide 

you with:
• a design template to assist in developing the content of your course material

• a checklist for making decisions about learning activities.

Do not make your lesson plan too elaborate or complicated. The 
lesson plan is a road map, your course map, to help you organize your 
course from the beginning through the end. By referring to it as you 
present your program, you may find it assists your delivery as well.

The intent of any training should be to promote behavior change through learning. 

Instruction promotes learning through a set of events developed to initiate, activate, and 

support learning. Use instructional strategies to:
• motivate learners

• help learners prepare for learning

• enable learners to apply and practice learning

• assist learners to retain and transfer what they have learned.

Instructional strategies, sometimes called presentation strategies, are the mechanisms 

through which instruction is presented. The most common strategies are:
• Lecture. The course instructor presents the content of the course.  

Communication is primarily one way, from the instructor to the learner.

• Role play. Participants act out situations and assume roles that they play  
spontaneously to emphasize concepts presented.

• Group discussion. Class members discuss a given topic. Ideas are accepted  
from all participants.

• Self-discovery. Learners discover the content of the course on their own by 
using a variety of techniques, such as research and guided exercises.
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• Self-paced or programmed instruction. Learners read or perform course-relat-
ed activities, progressing through the program at their own pace.

• Case study. Learners analyze situations and draw conclusions or recommend 
solutions on the basis of the content presented in the course.

• Competitive game. Learners compete against one another in teams or as  
individuals in a fun-based activity where one team or individual is the winner.

• Cooperative game. Learners work together in teams or as individuals  
in a fun-based activity to reach a common goal in which all teams or  
individuals win.

• Movie or video. Content comes primarily from movies or dvds.

• Individual project. Learners work individually to apply the concepts  
presented in the course.

• Group project. Learners work in teams to apply the concepts presented in  
the course.

• Simulation. Learners participate in a reality-based, interactive activity that 
imitates a more complex simulation.

INSTRUCTIONAL STRATEGY
The appropriate strategy to use for a presentation depends on a variety of factors:

• type of learning (verbal information, intellectual skills, cognitive strategy,  
attitude, motor skills)

• audience

• demographics or profile (age, gender, level of education)

• learning styles (kinesthetic-tactile, visual, auditory)

• number of learners (individual, small groups, large groups)

• media (selected by appropriateness, number of learners,  
financial considerations)

• budget (funds available for development as well as presentation)

• physical site (centralized, decentralized, specialized)

• instructor’s skills and training style.

Each factor, in combination with the others, influences the choice of a strategy for 

presenting, reinforcing, and assessing the retention of the material. A model depicting the 

relationship among these factors is shown in Figure 8.2.
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8.2. FACTORS INFLUENCING INSTRUCTIONAL STRATEGY

LEARNER PREFERENCES
As you develop your training program, assume that the audience is more likely to partic-

ipate when the material is presented in a relaxed, informal learning environment that 

is conducive to the trainee and the trainer interactions. A learning environment that is 

relaxed but structured—with an agenda, objectives, and established timeframes and 

tasks—is one in which participants will participate and, therefore, is one in which the 

learning will be successful.

There is a relationship between the target audience’s demographics and their prefer-

ences for particular instructional strategies. A conducive learning environment leads to:
• increased attention and motivation

• increased mastery

• more successful transfer of what’s been learned back to the learner’s  
own environment

• enhanced retention and recall.

By understanding the trainees’ profiles and demographics, you are more likely to be 

sensitive to the instructional strategies the trainees prefer. In most cases, during your anal-

ysis and design process, you only have basic information about the target audience such as:

Demographics 

Learning styles Audience 

Type of
learning

 
 

Instructor’s
skill and 

training style  

Number of
learners  

Instructional 
strategies

Budget 

Media Location 

Strategies 
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• age (usually a range)

• gender

• occupation (current as well as previous on occasion)

• ethnicity (known only occasionally because of Equal Employment 
Opportunity Commission considerations)

• years of work experience (usually a range).

The demographics alone do not reveal a learner’s preference, although this informa-

tion is a good starting place. Group discussions tend to be one of the training methods  

people like most, followed by case studies, games, and role playing. Lectures and  

telecommunication methods such as video lectures are two methods people like least.  

Video, intrapersonal and interpersonal training, and self-instruction and computer-based 

instruction fall in the middle. By discovering which instructional strategies different 

groups prefer, you are better able to develop and deliver training that specific audiences 

like and consider motivating.

In the 1970s, psychologist David McClelland, used the works of Carl Jung to  

identify predominant learning styles (Blanchard and Thacker 2003). McClelland asserted 

that there are three main learning style preferences:
• Hepatic learners, also called kinesthetic-tactile learners, learn best when they 

are involved, moving, experiencing, and experimenting.

• Visual learners learn best when they see pictures of what they are studying. 
A small percentage are print-oriented and learn best by reading.

• Auditory learners learn best through sound, such as music and talk.

LEARNER MOTIVATIONS
Responding to adult learners’ preferences for one instructional strategy over another can 

help you improve trainees’ motivation to learn. Success, volition, value, and enjoyment 

create motivated learners. When you develop your material, you can enhance motivation 

by relating learning to age-specific adult interests and using relevant topics to set the stage 

regardless of the specific instructional design. One way to reach trainees of different stages 

during a session is to use a variety of examples. However, it is important for the example 

to be relevant—an example about being a parent would not be helpful to trainees who had 

no children.



CHAPTER 8

132

OBTAIN INSTRUCTIONAL RESOURCES
Support requirements include materials, equipment, and administrative support. They 

include computers, wall charts, and other logistical support you need to design, develop, 

implement, and evaluate the training. It is critical to identify support requirements to 

ensure that resources are available when you need them.

ESTABLISH DESIGN REQUIREMENTS
When you have the objectives and media requirements, you can estimate the support 

resources you’ll need and the number of days the training program should last.

Table 8.1 identifies some of the typical items necessary for running a training program. 

Itemized lists like this can help trainers make sure that they’ve arranged all the support 

personnel and materials they need for their programs.

TABLE 8.1. SUPPORT REQUIREMENTS CHECKLIST

Items Date Required Date Ordered Cost

Travel and lodging costs

Travel and lodging arrangements

Consultant fees

Graphics

Reproduction (e.g., notebooks, job aids)

Documentation production schedule

Materials (e.g., tabs, binders) 

Compile binders

Gifts, prizes, mementos 

Temporary personnel 

Facility availability 

Equipment availability 

Evaluation forms

Media arrangements 

Instructor scheduling 

Instructor training 

Software costs 

Software reproduction 

Software distribution

Legal review
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DEVELOP A COURSE MAP
Adult learners respond best to small, organized units of learning, so organize the course 

content into modules. A lesson is the smallest unit of learning and provides content and 

practice on the basis of predefined learning objectives. Each lesson relates to a specific task 

in the task analysis, so that at the end of the training, learners should be able to perform 

the task.

Each learning module contains the following:
• objectives

• knowledge content to enable the learners to complete the task

• task content

• practice activities to help reach the objectives

• an assessment mechanism to determine if the objectives were achieved.

The module design serves as a major section of your course blueprint for developing the 

content and instructional strategies. To create a module, consider the following elements 

in each module you design:
• State the objective.

• Identify content topics.

• Identify trainer and learner activities that will result in mastery of the objective, 
including methods and media used by trainer and learner.

Having completed the task analysis, written the objectives, and designed the test 

items, you now have a good idea of what is going to be included in the training program. 

The next step is to outline the information and develop a course map, which identifies all 

the steps that lead to the completion of the course. Some people develop the course map as 

soon as they have completed the job and task analysis, whereas others wait until they have 

begun to develop the course materials and instructional strategies. Either way, it is critical 

to keep your audience and the purpose of the course in mind as you develop it.

The course map lists in hierarchical order the modules within units, as Figure 8.3 

shows. Some trainers describe the hierarchy as modules within chapters or as units within 

lessons within modules. The terminology is not important.
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FIGURE 8.3. EXAMPLE OF A COURSE MAP

This map is accompanied by media selections and support requirements. (Note: The 

analogous map for computer-based training may be a skeleton storyboard, which shows 

frame by frame what will appear in the computer training.)

You should think about these influences on your course as you design the course map 

and make sure that the design is consistent:
• course objectives

• class size
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• training site

• pre- and post-coursework

• course materials

• delivery strategy and instructor needs

• multilevel audience experience

• course relationship to job conditions

• learner motivation and accountability.

Let’s consider a course in problem analysis. You have created your objectives, test 

items, and topic content. You are now ready to develop a course and module map. The first 

thing you do is list all the elements you consider necessary to teach. Next, organize them 

in a logical framework, and then develop subtopics. Here is an example of a course and 

module design for the topic problem analysis.
Chapter 1:  Problem Analysis

Module 1: How to state the problem 
Module 2: How to define the standard 
Module 3: How to define the difference

Chapter 2:  Cause Identification
Module 1: How to determine training deficiencies
Module 2: How to determine other deficiencies

Chapter 3:  Data Collection
Module 1: How to create data collection questions 
Module 2: How to use data collection sources 
Module 3: How to manage data collection

Chapter 4:  Idea Generation
Module 1: How to use individual techniques
Module 2: How to use group techniques

Chapter 5:  Solution Selection
Module 1: How to evaluate ideas
Module 2: How to select the best idea

Chapter 6:  Solution Implementation
Module 1: How to manage resources
Module 2: How to complete a time and action plan
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Chapter 7:  Solution Evaluation
Module 1: How to measure results

Module 2: How to document results

PREPARE A DESIGN REPORT
The design report is a summary of the analysis and design completed to date. It serves 

as a preliminary communiqué to inform management of your progress and provides an 

opportunity for suggestions and feedback. It is a way to ensure that the training program 

meets management’s expectations because managers’ support for your training objectives 

and course outcomes is critical to your success, as well as the success of your program and 

the trainees.

The report serves to inform management of the proposed training; it provides a road 

map for the instructional designer to use in developing the training, and it provides the 

course instructor with background information with respect to how and why the training 

was developed.

A design report contains several narrative components:
• purpose of the course

• summary of the analysis

• scope of the course

• test item strategy

• course and module design

• delivery strategy

• level of evaluation to be tested.

Figure 8.4 is a sample design report for a problem-solving course for new managers.



137

DEVELOPMENT

FIGURE 8.4. SAMPLE DESIGN REPORT

 

 

 

Purpose of the Course
The course will introduce new managers to the established problem-solving 
strategies developed at our company. These problem-solving skills will be 
separated into sessions. The course will integrate current company issues 
into the program, rather than use issues discussed when the course was last 
held five years ago.

Summary of Analyses
Needs analysis and problem analysis: When the course was last given, 
these analyses led to the development of an internal problem-solving 
model for use during management sessions. That model was successful, 
but it needs updating.

Audience analysis: The company has 30 managers located in eight regions 
who need to learn the problem-solving model to participate more effectively 
in management meetings.

Job and task analysis: The problem-solving model already exists. We need 
to customize it to meet the new managers’ needs and overcome questions 
about our new product line.

Scope of the Course
This course will use a seven-stage model of problem solving. The three-day 
course will be held at our corporate headquarters. All new managers will attend.  

Task Learning Objectives
Objective 1:  Given the problem-solving model and one case-study 
  scenario, resolve the customer question to the level of 
  satisfaction of the instructor.

Objective 2:  Given the product features guidelines and the problem-
  solving model, resolve the customer product complaint to 
  the satisfaction of the customer within acceptable guidelines 
  of the company policy.

Objective 3:  List and define the steps in the problem-solving model by 
  using all seven stages of the model in two case studies in the 
  workshop. They will be assessed at the end of each chapter.
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Consider the big picture when developing a course. Once you have 
identified the reasons for the course, your next step is to develop  
a course sequence. Here are some guidelines for sequencing the 
entire course:

• Focus on what happens on the job.

• Use the job analysis to establish the sequence of chapters.

• Arrange the course in sequence from general to specific, from 
simple to complex.

• Arrange the course in the most logical fashion for the learner 
when there is no job-related basis for sequencing.

• Use a model for performance as a guide for sequencing if  
available, such as a problem-solving or training design model.

• Use the same training advisory group to test the sequence  
as you did to validate other areas of your analysis and  
design process.

CREATE TRAINING MATERIALS
During the development phase, you select, write, or otherwise obtain all training,  

documentation, and evaluation materials. These may include:
• training materials
• instructor guide (including lesson plans and a list of required supporting materials)
• trainees’ guide or workbooks
• nonprint media (computer software, cds and dvds, equipment checklists)
• program evaluation materials
• procedures for training program evaluations
• course evaluation forms
• supervisors’ forms for evaluation of course participants’ post-training  

job performance
• training documentation
• class attendance forms and other records for training participants
• course documentation (written objectives, authorship and responsibility for 

course material, lists of instructors and facilitators, and their qualifications).

Training materials must support course objectives. Resources may be ready-made 

materials chosen for a specific course, customized materials designed for a specific course, 
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materials taken from a previous course developed in-house, or materials purchased  

from vendors.

Off-the-shelf materials save development time. However, off-the-shelf material 

is generic, which means it can appeal to any audience. If you need the material to be 

customer focused, then you’ll have to spend time and resources customizing it.

The output of the development stage is a training program that is 
ready to be implemented. The development process consists of five 
phases, each one leading to the next.

• Phase 1. Develop the following:
— training program content
— graphics
— media needs
— lesson plans
— instructor guides
— evaluation needs
— software needs.

• Phase 2. Revise the following:
— training program content
— graphics
— media needs
— lesson plans
— instructor guides
— evaluation needs
— software needs.

• Phase 3. Do the following:
— Conduct the test.
— Revise the program on the basis of the test.
— Schedule a second test, if needed.

• Phase 4. Do the following:
— Pilot test a prototype program.
— Evaluate the pilot test.
— Identify the required revisions.
— Revise the program as required (on the basis of the pilot test).
— Schedule a second test, if needed.

• Phase 5. Do the following:
— Finalize the training program content.
— Produce the training program in final form.
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Make sure that you keep a library of all course materials that you use. You may occa-

sionally use a predesigned module from an in-house customized course that would fit 

well with a new course you develop. That’s OK. The material belongs to your company. 

It’s better to have customized material than generic material in your training programs. 

You have more control of the content and the rationale for the designed components of 

the training.

CREATE EVALUATION MATERIALS
Evaluation forms should be easy to understand and require a minimum amount of time to 

complete. Plans should be made to ensure that the forms are completed and that they get 

collected, otherwise you’ll get incomplete, and possibly invalid, information.

Once an evaluation is completed on a course, it’s necessary to provide copies of the 

evaluations to the course developer, the course evaluator, and the course administrator. 

Each one of these key individuals evaluates the content of the evaluation remarks differ-

ently and acts on the content. For example, the developer looks for evaluative remarks 

concerning the topic treatment and the instructional events. This data will serve as the 

basis for course revisions.

CREATE TRAINING DOCUMENTATION MATERIALS
Training records can be kept in paper files or on a computer. The course administrator can 

be responsible for maintaining the database.

CONSIDER THE LEGAL IMPLICATIONS
Since the 1960s, a number of federal laws have passed that require employers to provide 

equal opportunity in employment and career progression. All of these laws require 

employers to inform employees of their rights through posting the laws, related notices, 

and position openings. You should be familiar with the following laws that affect training 

and development.

TITLE VII, CIVIL RIGHTS ACT
Congress passed Title VII of the Civil Rights Act of 1964 to bring about equality in hiring, 

transferring, promoting, accessing training, and other employment-related decisions. 
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Title VII also stipulated that there must be equal opportunity to participate in training 

programs. If employees have nondiscriminatory access to the same training, everyone will 

have the opportunity to be better qualified for advancement.

AGE DISCRIMINATION IN EMPLOYMENT ACT
The Age Discrimination in Employment Act (ADEA)was enacted in 1967 to protect older 

workers. Generally, the ADEA protects workers over the age of 40 against employment 

discrimination on the basis of age. This protection includes giving qualified employees 

equal accessibility to training.

AMERICANS WITH DISABILITIES ACT
The Americans With Disabilities Act (ADA) was modeled after the Vocational Rehabilita-

tion Act of 1973 and the Rehabilitation Act of 1974. People with either mental or physical 

disabilities or limitations, or who are regarded as having such impairments, sometimes suffer 

from employment discrimination in that they are not considered for jobs that they are 

qualified for and are capable of doing. The ADA protects qualified individuals from unlawful 

discrimination in the workplace, including access to training and career development.

DEFENSE AGAINST CHARGES OF TRAINING DISCRIMINATION
It is not difficult to defend yourself against a charge of discrimination if you can show that 

your training programs are designed and delivered without bias. The following guidelines, 

from the Society for Human Resource Management (SHRM), apply to all of the employ-

ment laws discussed so far:
• Register affirmative action training and apprenticeship programs with the U.S. 

Department of Labor.

• Keep records of all employees who apply for enrollment in training programs 
and the details of how they were selected.

• Document all management decisions and actions that relate to the administration 
of training policies.

• Monitor each trainee’s progress, provide evaluations, and ensure that counseling 
is available.

• Continue to evaluate results even after training is completed.
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LABOR RELATIONS STATUTES
Union activity between the 1930s and the mid-1950s provided the impetus for the devel-

opment and passage of two acts that affect training and development: the National Labor 

Relations Act of 1935 and the Labor-Management Relations Act of 1947. The National 

Labor Relations Act, also referred to as the Wagner Act, prohibits discrimination against 

union members with respect to terms and conditions of employment, including appren-

ticeships and training programs. The National Labor Relations Board considers training 

to be a condition of employment and a mandatory subject for collective bargaining. The 

Labor-Management Relations Act, also known as the Taft-Hartley Act, prevents unions 

from discrimination for any reason except for payment of dues and assessments. The act 

also permits noncoercive employer free speech, which may affect trainers. For example, if 

your company president supports a particular political party, it could be assumed that you 

support that party.

In training, you should use no examples, case studies, or role plays that infringe upon 

a person’s personal philosophy or belief system.

COPYRIGHT STATUTES
Trainers should try to use the very latest materials during training events. We must set an 

example that does not encourage others to use any material that requires prior permission 

for use unless that permission has been obtained.

The design and development of training programs likely require the use or incor-

poration of various sources of information. It is important to pay attention to copyright 

requirements. Copyright, explains Francine Ward, respected attorney and copyright and 

trademark law expert, “is a legal form of protection afforded to any original work of art or 

authorship that has been reduced to a tangible or physical form. . . Copyright holders have 

the exclusive, but not the absolute, right to print, reprint, copy, or duplicate their work, 

which includes making photocopies, downloading music, and duplicating photographs 

(Ward 2007).” The Copyright Act of 1976 stipulates that copyright begins with the creation 

of the work in a fixed form from which it can be perceived or communicated. This statute 

also gives the author the right to distribute, display, perform, and prepare derivative works.
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The exclusive rights of the author or proprietor are limited by the fair use of  

copyrighted works in certain circumstances. Whether a use is fair depends upon several 

factors, including:
• purpose and character of the use

• nature of the copyrighted work

• amount of the work that is being used and how substantial the portion is in 
relation to the copyrighted work as a whole

• effect of the use upon the potential market for or value of the copyrighted work.

Fair use standards may apply to training materials. As a trainer, you can make a single 

copy of copyrighted materials for your own use. Check with the copyright holder before 

you make multiple copies of copyrighted materials. As SHRM points out, “if a trainer 

violates copyright statutes, the penalties can be severe and may include injunction, actual 

damages, defendant’s lost profits, statutory damages, and attorney’s fees.”

For anonymous works and works made for hire (such as those prepared by trainers 

or other employees at the request of employers), the period of protection lasts for 75 years 

from the first year of publication or 100 years from the year of creation, whichever expires 

first. Employers, rather than the employees who did the writing, are considered authors of 

the work and the owners of the copyright. Registration of the copyright with the Copyright 

Office of the Library of Congress is not a condition of copyright protection; the law does, 

however, provide inducement to register works.

A work that has fallen into the public domain is available for use without permission 

from the copyright owner or payment to that person. A work is considered public domain 

if it meets one of the following characteristics:
• It was published prior to January 1, 1978, without notice of copyright.

• The period of copyright protection has expired.

• It was produced for the U.S. government by its officers or employees as part of 
their official duties.

Until recently, copyright protection had little to do with the daily work of trainers. 

Intellectual property was easy to protect. However, with the advent of the Internet, it is 

easy for any computer user to copy, distribute, or publish almost anything. This technology 

threatens to make copyright and intellectual property safeguards obsolete. The Copyright 
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Act is unclear when it comes into contact with the Internet. However, messages or articles 

posted on a Usenet newsgroup or email are automatically copyrighted by the authors.

PREPARE THE FINAL BUDGET
The goal of training and professional development in most organizations is to make a posi-

tive, cost-effective change within the organization. Yet, the training department often appears 

as a departmental cost or organizational expense. Training provides significant return on 

investment and can be viewed as such, rather than as a line-item expense in a budget.

Using traditional cost-accounting principles, you can show a return when you cost 

out your individual training programs. To do this, you must calculate the total cost of 

training. Next, indicate the savings or benefit to the organization. Finally, calculate the cost 

of training per employee. Here’s the basic formula:

           Total cost of training 
       Number of people trained 

The information needed to justify the cost of training depends on a number of 

factors. Table 8.2 shows the categories of potential costs and benefits. Actual costs will 

vary depending on the training site and whether programs have been custom designed, 

purchased, or developed in-house.

Cost per trainee =
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TABLE 8.2. POTENTIAL TRAINING COSTS AND BENEFITS 

You should include both direct and indirect costs in your overall training budget. 

Direct costs include regular operating costs, such as wages or salaries of participants and 

trainers, as well as costs for travel, lodging, supplies, and materials that relate to a partic-

ular program. Indirect costs include secretarial and clerical help, use of telephone and 

audiovisual equipment, and costs associated with lower productivity when a worker is 

attending a training program.

When you prepare a budget proposal, include estimated savings or increased profits 

that might result from implementing the training. Include supplemental details for each 

program, including program length, space requirements, number of trainees per session, 

materials, equipment, instructors (both internal and external), and an estimate of the 

development and administrative costs.

Most trainers look at cost figures to measure the effect of training success. Cost figures 

are taken directly from the budget and can be found in three general categories:

Potential Training Costs Potential Benefits

• Trainer’s salary
• Trainee’s salary or wage
• Materials and supplies for training
• Consultant’s services
• Living expenses for trainer and trainees
• Facilities
• Transportation
• Equipment
• Lost production (opportunity cost)
• Development costs

— Consultant’s fees and expenses
— Hours spent by staff professionals,  

clerical help, and line managers
• Support costs

— Postage
— Data maintenance

• Equipment costs
— Audiovisual
— Computer

• Reduction in errors
• Increase in production
• Reduction in turnover
• Reduction in supervision
• Ability to advance
• Ability to perform wider range of jobs
• Attitude change
• Employee and organization alignment
• Facilitation of organizational change
• Improved customer satisfaction
• Increase in organizational competencies

Reprinted with permission from the Society for Human Resource Management Certification Program, 1997.
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• cost expense per unit of training delivered

• change gain in skill or knowledge by the learner

• impact results from the learner’s use of new skills or knowledge.

No simple calculation can account for all possible training costs and benefits. 

However, the easiest calculation of return on investment involves adding up all expenses 

(both direct and indirect) and dividing by the total number of people trained, as the 

following equation shows:

                                  Cost of training        
             Cost of unwanted behavior × Probability of occurrence

For example:

           $10,000 cost of training                                           
 $190,000 cost of unwanted behavior × 10% probability of occurrence

This calculation indicates that the cost of targeted training was $10,000. The cost of 

unwanted behavior to the organization was estimated to be $190,000. Once the targeted 

training program was delivered, the unwanted behavior would have a recurrence of only 

10 percent of the time. The targeted training would immediately save the organization 53 

percent of the projected $190,000 that would be lost if the unwanted behavior persisted.

Increasingly, trainers are being asked to demonstrate a return on training investment. 

Organizations are not willing to approve or continue to fund training and professional 

development programs unless they are aligned with the strategic and tactical plan and can 

be cost justified. Providing actual savings and showing a return on training investment can 

provide the tangible example that justifies the training budget. The key to your success is 

to design and deliver training programs that are appropriate for all employees, so that the 

skills and knowledge incorporated in the training contributes to corporate knowledge and 

competitive edge.

SUMMARY
Development is the process of creating, testing, and producing usable instructional mate-

rials. During the development process, choose instructional strategies that fit the needs of 

= 53%

= ROI
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the perspective learners and are appropriate to the content to be delivered.

Review the instructional strategies and their meaning before you start to construct 

your training program and develop the learning activities. Use an instructional strategy or 

peripheral to amplify the learning incident. These strategies should not be integrated into 

the training design just to provide an activity period, but they should contribute and guide 

the learning process to achieve an outcome.

Remember to develop a training design report after you’ve conducted an initial inves-

tigation of the problem and found that the identified problem could be resolved with 

training. The design report is a summary of the work you’ve completed to date and serves 

three purposes:

1. It is a summary of the analysis results and design work completed thus far.

2. It is a communication tool for key management to ensure that training  
meets expectations.

3. It is a method for the training manager to supervise the various stages of the 
design and development of the project.

Calculate the training costs correctly. Use traditional cost accounting principles 

designed to determine the total cost of training. Once this is done and you’ve established 

a measurement mechanism within the training program to measure behavior change, you 

can then calculate the return on investment.

CHECKUP EXERCISE
1. What are the three general categories you use to calculate the true cost of a  

training program?

2. The ADA protects qualified individuals from unlawful discrimination in the 
workplace, including access to training and career development. True or false?

3. What is the fair use statement in the Copyright Act of 1976?

4. During the development phase, you select, write, or otherwise obtain all  
training, documentation, and evaluation materials. List three types of  
instructional resources you could consider using in your training presentation.
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9
Implementation

Many people think that training of any sort will benefit the organization. Not true. When 

training is developed without using the steps defined in the training design model, the 

training event is not always a success.

To make sure that the event is successful, you should be aware that implementation, 

or delivery, serves as the link between design and development and the training need or 

opportunity. The reason for this link is that all of the delivery procedures were established 

during the design stage. Implementation itself carries out the goals and objectives of the 

program, and it provides the data for assessing program effectiveness. This stage works 

together with evaluation, which is described in chapter 13.

PREPARE THE TRAINING PROGRAM
People fear giving presentations or speeches. The following suggestions will help you 

develop an effective training presentation:
• Do your homework.

• Know your audience.

• Organize your content.

• Rely on facts, not opinions.

• Use examples.
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• Establish high standards.

• Speak at the audience’s level.

• Treat all trainees as your equals.

• Answer all questions. (Admit not knowing an answer.)

• Think positively.

• Exude enthusiasm.

• Smile.

Every member of your audience will take away a piece of you, regardless of the type of 

training you’re doing. Although a majority of your audience attended the training because 

of their interest or need for the knowledge or skill the program provided, the implementa-

tion of training—delivery—is what people will remember.

Preparing the training program means identifying your topic, the audience, and the 

instructional materials. Here are four steps to use for a successful training program.

STEP 1: PLAN THE PRESENTATION
The most essential and time-consuming step is the first one. Planning requires establishing 

the topic and subtopic areas, understanding the audience’s needs, sequencing the topics for 

logical and easy learning, and building these into the presentation.

Determine the purpose of the training program. Trainers often confuse purpose 

with objectives, so it is important to understand the difference. The training purpose 

is a single, broadly stated goal, representing the one result you want your delivery to 

achieve. (See chapter 8 for an explanation of objectives, as they relate to delivery of a 

training session.) Think of your purpose first in terms of the audience. Remember that 

your purpose is to effect a change in them. You want them to think or behave differently 

or to have acquired new knowledge as a result of your presentation. You will determine 

the purpose on the basis of your needs assessment.

The following are examples of training purposes:
• Teach newly promoted managers how to be effective in their roles.

• Show technicians how to service the organization’s computers.

• Illustrate how sales staff can improve customer relations.

• Demonstrate computerized reservation systems to new travel agents.
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STEP 2: KNOW THE AUDIENCE
As part of the preparation of your delivery, you must have information about the audience. 

Every audience, even a training group, has a single, definite personality, regardless of the 

many personalities and characteristics of individual members. Determine the personality 

by askng the following questions:
• Audience Knowledge

— What do they know?
— Have they heard similar presentations?
— Is this topic new to them?
— What is important to learn?
— What do they need to know?
— Are they coming for general knowledge or for specific skills?
— If they are coming to learn specific skills, what kind of skills (for example, 

job, personal, career, coping)?
— What is not important to learn?
— What do they not need to know?
— How much do they already know about the subject?
— What will they consider superfluous or boring?

• Audience Sensitivities
— What should you risk talking about?
— What kinds of backgrounds do they have?
— Is there anything in your background that you could share?
— What topics might insult their beliefs or their intelligence?
— What are their attitudes?
— How can you build credibility?

• External Issues
— What time of day is the training?
— What kind of atmosphere exists?
— Will attendees be in a rush to leave at the end?
— Will attendees be drifting in and out during the presentation?
— Are they eager to learn, or are they skeptical about training?
— What are they interested in learning?
— Who is paying for them to attend?

As you proceed through the steps of preparing your delivery, always keep your audi-
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ence in mind. Neglecting your audience could sabotage the training presentation. You 

will need to determine the audience’s level of knowledge about your topic. Levels will 

vary greatly. Some members of the audience may know more than you do about partic-

ular points, whereas others may not know enough to follow your delivery. An audience’s 

knowledge falls into five distinct categories:
• no knowledge

• below average knowledge

• average knowledge

• above average knowledge

• expert.

Armed with this information, you can now organize your training topic and select an 

effective instructional strategy that will ensure a successful training outcome. Here are two 

basic questions to guide your delivery choice:

1. For an informal or general presentation, “What two or three topical points 
should the audience take away from the event?”

2. For specific skill training, “In which of the five categories does the discerning 
mind sit?” If you miss the audience knowledge by more than one category, you 
will not accomplish your training objectives.

If you are unsure about the audience’s level of knowledge, be careful. Do not underes-

timate the audience’s intelligence or overestimate the audience’s knowledge and experience. 

Remember, part of knowing your audience is understanding that the audience members 

want you to succeed.

STEP 3: MANAGE THE PHYSICAL SETTING
Knowing the configuration of the room in which you will be delivering the training is 

important because you can use the specifics to enhance the presentation. The size and 

shape of the room, the seating arrangement, and your location relative to that of the audi-

ence are critical factors to consider in the preparation phase.

You might ask some of the following questions to become more familiar with the setting:
• Is the room properly lighted? You must be able to see the audience, and the 

audience must be able to see you. Enthusiasm, inspiration, and motivation are 
almost impossible to communicate in a poorly lit room.
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• Does the room have cool, fresh air? A room that is too warm and has still air 
will put your audience to sleep, especially after a meal.

• Is the speaking area neat, and does it look professional? The place from which 
you make your delivery is your personal space, and your audience will judge 
you by its appearance.

Location
Unless you are lucky, almost any room that you will use was built for something other than 

training. These room settings range from a traditional classroom setting, a hotel suite, a 

conference room, a corporate boardroom, a cafeteria, a living room, a multipurpose meet-

ing room, a workshop floor with trolley train axles as your props, to a room in a casino. 

Make the best of your environment; make the environment work for you.

Furniture
Getting ready to conduct your training session might mean moving furniture. Your room 

setup is not complete without thinking about your training space. The distance trainers 

stand from the learners affects the degree of warmth, closeness, and, consequently, the 

level of interaction that will occur between them and the learners. If trainers stand too far 

from participants, then the presentations tend to take on a formal format; if trainers stand 

too close, the participants will feel uncomfortable. Be moderate in your approach when 

starting your event. As time goes by, notice that the learners are establishing a comfort-

able interaction parameter, and this setting, although unspoken, represents the way you 

manage the environment. When trainers move freely and frequently, participants perceive 

that they are knowledgeable, authoritative, and comfortable with the subject matter and 

the group, and are in complete control. Here are some interesting points that will help you 

lessen the distance between yourself and the learners:
• Stand in front of the room. Draw an imaginary line from the learner on your left 

to the learner on the right; you should be no more than three feet behind the line.

• Move all of the comfortable chairs to the front row, thus a reward for sitting 
up front.

• Remove all chairs around the wall and in the back; stack and ship them  
somewhere so that they cannot be used and distract from the room set up.

• If learners have migrated to the back of the room, move the chairs in front and  
go to them.
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Room Setup
Set up the room, if you can. There are six types of setup configurations: classroom, U-shape, 

conference, circle, small group, and theater. The following is a list of the characteristics of 

each style to help you make an informed choice about room setup.

Classroom Style. This configuration takes up more space than the theater style. It is:
• good for note taking

• good for presentations and delivery of information

• not conducive for discussion and group participation

• an academic or traditional classroom atmosphere.

U-Shape Style. A U-shaped arrangement is ideal for groups of 10 to 30 people. Every-

one can see and interact with everyone else, while attention is focused on you, the speaker. 

This configuration takes up more room than theater or classroom styles and is good for:
• combining the ability to do presentations and hold discussions

• note taking

• providing a business atmosphere.

Conference Style. This arrangement works for formal and informal meetings of up 

to 20 people. The conference style is not a preferred style if you want participants to move 

around the learning environment. A conference style setup is particularly effective for 

using visuals and getting focused attention on the presenter. It is good for:
• good for discussion

• good for note taking

• good for presentations

• good for providing a business atmosphere.

Circle Style. This configuration is best for eight to 10 participants. It is good for creat-

ing informal and participatory groups and is:
• useful for displaying the presenter as a group member or facilitator and less of 

an authority figure than the other room arrangements

• not good for note taking

• not good for presentations with notes or audiovisual aids.

Small-Group Style. Similar to the U-shaped arrangement, the small group style 

enables you to walk among your audience. It is good for:
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• when your audience will spend time working or discussing issues

• technical presentations, where the goal is to instruct

• all types of visual aids.

Theater Style. You will need to ensure that all members of the audience can see you 

and your visual aids. The theater style is:
• good for seating the greatest number of learners in the smallest amount of space

• good and often necessary for groups of more than 50, especially if the room size 
is limited

• limiting for discussion

• suited to a more formal presentation.

STEP 4: SELECT MATERIALS AND STRUCTURE
Once you know your audience and the training setting, you are in a better position to 

select the most appropriate materials and format to use in your presentation. In making 

selections for all training presentations, you must consider the trainees and the content.

Trainees
When designing the format of your presentation, the most important consideration is the 

trainees. There are several critical issues to address to ensure that trainees respond to the 

training and walk away at the end of the program feeling that it was enjoyable and met 

their learning needs:
• Content. One of the principles of adult learning theory is that adults learn 

nothing new. They merely sort and fit the concepts presented in the training 
into their existing knowledge base.

• Motivation. You do not have the power to motivate anyone to learn. However, 
you can create environments and opportunities for people to learn by making 
the training immediately applicable on the job or by ensuring that the training 
contributes to the trainees’ personal and professional growth, or by doing both.

• Responsibility. As the trainer, it is your job to help trainees share the  
responsibility for what it is they are about to learn.

• Learning skills. In general, people learn by seeing, listening, or doing.

Regardless of the type of learning preference or strategy your trainees possess, all of 

them learn best when there is a structured lesson plan.
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Content
Content is the information, knowledge, or skills you intend to impart. When deciding 

how to develop the content, first decide whether the presentation should focus on the 

trainer (trainer centered) or on those being trained (trainee centered). In making this 

decision, consider the learning outcome, the simplicity or complexity of the content, your 

skill level as a trainer, and the trainees’ level of learning. Table 9.1 displays formats for 

training programs, according to the focus of the presentation. The left column lists trainer- 

centered formats in which the trainer is responsible for presentations of theory or skills or 

is the lecturer. The right column lists trainee-centered programs. The middle column lists 

learning formats that provide learning experiences that represent a partnership in which 

learners and the trainer take equal roles and responsibilities in the learning process.

Contract and computer-based learning and programmed instruction provide the 

opportunity for learners to assert control over the content they are to master. These 

formats let them decide the parameters for learning the content on their own time, 

place, and learning pace.

Trust yourself to know what content is best. You are the authority on your subject even 

if others don’t recognize you as such. You are qualified to speak with authority about experi-

ences and events in your personal and professional life, weaving these experiences and events 

into your delivery to make points, expand on issues, or use as examples. In doing so, you will 

put yourself and your audience at ease. In fact, as you collect and select ideas, remember that 

you are merely having a conversation with your equals, which is what training is.

If after reviewing your notes, you believe your idea generation is a bit weaker than you 

would like, you can gather additional information through literature searches, personal 

observations, experiments, surveys, and interviews. Unless your subject is scholarly or 

extremely technical, you can probably find all the written material you need in books, 

Trainer Centered In Between Trainee Centered

Theory  
Skills  
Lecture

Case study 
Role play 
Simulation

Contract learning 
Computer-based learning 
Programmed instruction

TABLE 9.1. TRAINING FORMATS TO MATCH PRESENTATIONS
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magazines, and technical manuals. Remember, the key to a memorable training event is 

that the learners master the material and that the training presentation goes smoothly 

according to the training design.

How do you collect content? One easy way to begin is by jotting 
down ideas as soon as you know you are going to give a training 
presentation. To generate more ideas, use brainstorming techniques. 
Remember that you are simply collecting content. As you select 
content, you do not need to use every note; you merely need to use 
the best of the ridiculous or impossible ideas you have noted.

Tips abound for the best way to organize the materials you have collected and  

selected. One of the easiest ways to get started putting all the materials together is to 

write the purpose of the training in large letters on paper and tape it on the wall in front 

of you. Then, create a mental picture of the audience you have identified clearly. Remember 

that most training presentations have one of two basic purposes: to present information 

or to develop a skill. Correspondingly, there are two types of training presentations: 

information oriented (theory) or skill related.

The information-oriented presentation stresses ideas, whereas the skill-related presen-

tation stresses mastery of a particular skill. Often the training topic will dictate which 

model to apply. At times, however, the training topic will be more ambiguous so that as the 

trainer, you may consider applying either or both models.

Assume that you were asked to train employees on how to fill out a newly required 

form. By reviewing the training presentation’s objectives (see chapter 8), you may obtain a 

clearer understanding of which model to use.

Do the trainees only need to learn how to complete the form? Or must they also 

understand the reason why the new form is being required and how it relates to work 

processes or communication? If the objective is to fill out the form and also to understand 

the new form’s role in work processes, then combine a theory session, in which you explain 

the role of the form, with a skill session, in which you show how to complete the form.
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Theory Session Model
Begin your theory session by presenting background knowledge. The theory session 

model (Figure 9.1) usually consists of three segments: introduction, body, and closure. 

First, divide your presentation into these segments, each of which may be relatively inde-

pendent of one another or may build sequentially upon the other. Each segment needs its 

own objective.

FIGURE 9.1. THEORY SESSION MODEL

The introduction is an essential step in setting the tone and direction or intent of 

the training. Although this is the first part, prepare it last. Remember, you must accom-

plish the following in your introduction, although you will not have covered some of these 

points until you have designed and developed the content and selected the appropriate 

training strategies:
• Gain trainees’ interest.

• Check trainees’ current knowledge.

• Orient trainees.

• Preview your material.

• Motivate trainees.

You need backup information to support the theory, activity, and test phases in the body 

of your presentations: In the body, you must present your major points in logical order.

The conclusion, which briefly reviews the topic and major points, serves three functions:
• It links material together.

• It clarifies issues.

• It ends the presentation.

Time and schedule are important considerations when organizing the presentation. 

Training programs often have tight schedules, and you must allocate a specific amount 

of time for presenting a specific amount of information. You have to plan to maximize 

learning per unit of time.

 
	  
	  
	  
	  

Figure 10-1. Theory session model. 
	  
	  
	  

Introduction Theory  Activity  Test  Conclusion 
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Assume that 60 minutes has been allocated for your theory session presentation. 

You typically have 55 minutes in each hour for your presentation. The introduction and 

conclusion each take 5 percent of the time, which would be approximately two and a half 

minutes each. Divide the remaining 50 minutes among the body segments. Usually you 

will spend less time on the theory segment than on the activity and test segments. In the 

50-minute presentation, allocate 10 minutes to the theory segment and 20 minutes each to 

the activity and test segments.

When using the theory session model, you may need to fabricate an activity that facil-

itates your ability to observe whether the trainees have attained the training objective.

Skill Session Model
As Figure 9.2 shows, the skill session also has four components. Unlike the body in the 

theory session, the body in the skill session includes practice.

The introduction in the skill session has three purposes:
• Gain trainees’ interest.

• Check trainees’ current knowledge.

• Orient trainees.

The body contains three actions: show, show and tell, and practice.

FIGURE 9.2. SKILL SESSION MODEL

The conclusion serves three functions:
• It links material together.

• It clarifies issues.

• It ends the presentation.

Unlike the theory session model in which you may have to create an activity in which to 

observe whether trainees have attained the training objective, in the skill session model you 

readily observe trainees performing the task and applying the content of the session directly. 

The skill session is all about physical activity (the behavioral component of the objective).

Figure 10-2. Skill session model. 

Introduction  Show 
Show 

and Tell 
Check for 

Understanding 
Practice Conclusion 
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In organizing the skill session, you break the task down into a series of closely linked 

steps of physical activity. By having trainees repeatedly practice the steps, you allow them to 

perform the task more proficiently (measured in terms of time taken and quality of output).

To help you know that you have explained the task successfully, trainees should be 

able to perform the specified task in less than 10 percent of the total length of the session. 

Again, using the 55-minute session as an example, trainees have time to learn a five-and-

a-half-minute task.

ORGANIZE THE PRESENTATION
Now that you have established the essential pieces of your training program, you are ready 

to structure the training event. The training event consists of three sections: introduction 

of the background and topic; the body of knowledge, theory, or skill; and the conclusion. 

Let’s look at the elements, tips, techniques, and strategies that you need to consider when 

organizing the training event.

INTRODUCTION
You have probably heard that you get only one chance to make a first impression. This 

adage holds for your presentation. During your first few sentences, you win or lose your 

audience. The purpose of your introduction is to open up the trainees’ minds so they will 

be receptive to your delivery and to get the trainees involved immediately in your presen-

tation. In the introduction, tell the audience what the presentation is about and relate the 

introduction to your overall purpose for giving the presentation. There are several meth-

ods you can use in the introduction:
• Ask a question.

• Make a dramatic statement.

• Appeal to a special interest of your audience.

• Use visual aids.

• Tell a story, anecdote, or personal experience.

• Use a quotation.
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BODY
As you organize the presentation, keep in mind that the body is the development of a 

statement. A statement can do a variety of things, including:
• Express an idea.

• Make a judgment.

• Offer an opinion.

• Provide a fact.

• Present a matter of inquiry.

You can develop any of these statements through illustration, interpretation, or reinforce-

ment. You can use the following methods to support your development of each statement:
• Fact. Statistic, data, something that can be proved, such as a typical circumstance 

or characteristic case to make the statement clear, vivid, and credible.

• Comparison and contrast. A likeness or difference that associates the new  
with the familiar.

• Testimony. The say-so of someone other than you, preferably a well- 
known authority.

• Quotation. Type of testimony that is short and to the point.  
(Note: A testimony is a firsthand verification of a fact; a quotation is a  
passage in someone’s exact words.)

• Digression. Built-in element that allows you to act as if you were departing from 
your script to tell a secret or to relate something that just popped into your head.

• Demonstration. You perform the action while the audience watches.

• Visual aid. Computer images projected on a screen, wall charts or learning 
maps, 3-D models, or drawings add pizzazz and interest to your presentation, 
make your points vivid, and help your audience remember the material.

Remember as you develop the presentation, each major point should 
be considered a micro presentation with its own introduction, body, 
and conclusion.

CONCLUSION
Briefly review your topic and the major points, and provide a summary that states the most 

important point of the presentation. Here is a list of techniques that assist in summarizing 

the learning content. You may do one or more of these steps in sequence or simultaneously. 
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Make a choice by considering the topic, the learners’ abilities and accomplishments, and 

the learners’ preferences:
• Appeal for action by stating what you want the trainees to do.

• State your conclusion.

• Relate the conclusion to the introduction.

• Ask a question.

• Use a dynamic quotation.

• Stress the relationship of your topic to the trainees’ interests.

• Pay your audience a compliment.

If you remember only one thing about the conclusion, remember that when you close, 

close. End your presentation. Make the ending memorable.

METHOD OF DELIVERY
When thinking about how you will deliver your presentation, remember that you are 

holding a conversation with your audience. Although at first you might think it would be 

easier, or at least less frightening, to read or memorize your presentation, if you do, you 

will not really be engaged in conversation. Imagine the times you have interrupted a direct 

telephone marketer to ask a question and the person on the other end does not know what 

to do. Imagine yourself as that person if you were to deliver your presentation by reading 

or memorizing it.

Read or memorized presentations often sound artificial, and they create unwanted 

distance between the presenter and the audience. Because you want to effect a change in 

behavior, you do not want to run the risk of losing your audience.

Although it can be helpful to memorize certain sections of your presentation, for 

example, the introduction and the conclusion, a read or memorized presentation leaves 

little room for spontaneity or for responding to your audience. In fact, by reading  

or delivering a memorized presentation, you may be insulting your audience. If that 

weren’t enough to discourage you from reading or memorizing, then think of this:  

You need to practice long and hard to read well, much longer than practicing to present 

material as a conversation.

If you are most comfortable reading a presentation, include some of the following 

extra aids in your script:
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• colored pens

• slash marks to represent places to pause

• underlined statements for emphasis

• enlarged punctuation marks for exclamation or questions.

Also, enclose passages that you can memorize in boxes so that you can look at your 

audience when you deliver them. Think of memorization as another form of reading—

reading from within. Rather than looking at your notes, you are searching your brain for 

the information you prepared. Memorization suffers from most of the same disadvantages 

as reading, especially the inability to maintain eye contact with the trainees.

For the extemporaneous delivery method, you must plan and thoroughly rehearse 

your presentation and write the presentation as part of your preparation. For an extempo-

raneous delivery, you do not bring your script, but you do bring notes to serve as remind-

ers of the introduction and conclusion, key statistics, and catch words and phrases that you 

will use as main points.

Extemporaneous delivery is best and has some of the  
following advantages:

• It adapts to a variety of circumstances.

• It encourages audience involvement and interaction.

• It projects spontaneity and enthusiasm regardless of  
how often you deliver the same presentation.

• It injects interest and enthusiasm.

PRESENTATION
This is it. Now you must create the presentation you will deliver. Creating a presentation is 

actually less threatening than writing essays or business reports because no one will review 

your grammar, punctuation, or spelling. Again, remember that you are writing a conversa-

tion. You are creating a lasting impression designed to effect a change in behavior. You are 

leaving your listeners with memories.

As you write your presentation, be yourself and write in a conversational style as if you 

were writing a friend a letter. Although you will have everything you need by the time you 
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are ready to sit down to create the presentation, make sure you give yourself more than one 

day to create it. The longer the training session, the more time you will need to allow for 

preparing the delivery of the session.

Good presentations are clear and concise, and although they are conversations, the 

language is more formal than that of ordinary, casual conversations. You must choose your 

words carefully.

Words
Words can be simple and produce an image of the object named. Use words that are as 

specific as possible to help your audience see, hear, feel, smell, or taste what you mean. 

Words can also be complex and have more than one meaning. Sometimes words are 

misleading, and often they are only close approximations of true meanings.

The following tips may help you choose your words:
• Use familiar words. In general, familiar words are easier to understand than 

fancy words. Familiar words tend to be shorter, more concrete, and more vivid.

• Be careful with technical terms and business jargon. The preparation you did 
during step 2 will help you limit your words to your audience’s level. Even if  
you believe your audience will understand technical words, do not use them  
(it is best not to assume anything). Use technical terms and business jargon only 
when you know every person in the audience will understand the words.

• Use concrete and specific words. You can help yourself to use concrete and 
specific words if you use examples or vignettes that a member of the audience 
provided you during the presentation, rather than the canned examples that 
you use all the time. To do this, you will have to listen carefully and integrate 
the content and the process of the training that you are facilitating. At times you 
will want to use abstract concepts, such as justice, good, or profit, rather than 
specific words. Be sure to clarify the meaning by giving examples or illustrations. 
Be specific whenever you can. Rather than referring vaguely to a large city in 
Southern California, for example, say San Diego if you mean San Diego or Los 
Angeles if you mean Los Angeles.

• Use action words. Use the best action words you can to describe the training. 
Search, if you must, for action words that suggest movement or convey what they 
mean either by how they sound or by their imagery. Consider solid words, such as 
slash rather than cut, shred rather than crumble, and shout rather than say.

• Use figures of speech, such as similes and metaphors. A simile is a comparison 
of two things that, in general, are not considered part of the same universe. Similes 
are introduced by the words as or like. A metaphor is an implied comparison.
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Visual Aids
As you write your presentation, think of how you can use visual aids and incorporate 

them. Visual materials have several benefits, they:
• arouse interest

• encourage participation

• prevent misunderstanding

• persuade

• focus attention

• save time

• reinforce ideas

• add humor

• enhance credibility

• explain the inaccessible.

Visual materials supplement your presentation. Do not use visual materials as a script, 

but rather as a checklist of key ideas you will explain, expand upon, and emphasize.

The following are types of visual aids:
• Charts. Charts can be configured as words, an organizational structure, a pie, or 

as a series of sheets of paper.

— Word charts are lists and tables that you can prepare quickly. When creating 
word charts, use the seven-seven rule: limit lines of type to seven; limit words 
per line to seven.

— Organization charts are useful to explain processes and operations.
— Pie charts show percentage distribution, with the circle or pie representing 

the whole and the segments. When using pie charts, make sure everyone 
in the audience can see the smallest part. Consider different colors for the 
segment or segments you want to emphasize.

— Wall charts are large, blank sheets of paper, bound at the top. The original 
wall charts were made from the large sheets of newsprint. Some wall charts 
even have a sticky portion at the top of each page to adhere it to a surface. No 
more looking for tape to hang those charts on the wall!

• Cutaways. Cutaways are techniques for showing aspects of the interior of an 
object in such a way as to clarify the spatial relationships.

• Maps. Maps should include only the specific features of land or sea that  
serve the purpose of the presentation. Eliminate elements that do not  
enhance your purpose.
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• Graphs. Several types of graphs are used commonly:
— Line graphs show how related sets of facts change according to a common 

measure of reference, usually time.
— Profile graphs present the same sort of information using shadowing  

or coloring.
— Bar graphs compare two facts, but do not show how they change  

over time.
• Projected visual aids. Computer-generated slides projected from laptop 

computers are fast becoming the most commonly used visual aid. Projected 
visual aids are useful for large groups because everyone in the audience can see 
them. They also give trainers control over the image because they can turn the 
projector off. Projected visual aids can easily lend themselves to humor and help 
generate a sense of community among trainees who do not know one another. 
Keep these rules in mind when using projected visual aids:

— Illustrate one idea only per slide.
— Use only 15 words per slide.
— Make sure the letters are legible.
— Keep the content simple.
— Use color whenever possible.
— Use several consecutive slides to explain complex information.

Wall charts lose their effectiveness when used for groups of more 
than 40 people. When using wall charts, be sure to direct your  
attention to the audience, not the wall charts. If you need to improve 
your handwriting on wall charts, or even on whiteboards, practice. 
Try holding the markers at different angles until you are satisfied  
that you see some improvement. Experiment with pens and markers. 
Find the ones that work best for you.

• Text and photos from other sources. Your daily newspaper often contains an item 
that will enhance your presentation. Also, check books and magazines.

• Cartoons. Use cartoons carefully to make sure they do not offend any member 
of the audience. You can turn an ordinary photograph into a cartoon by adding 
an incongruous caption.

• Models, mockups, and props. These types of visual aids have high-impact 
value, but often can be expensive and time-consuming to prepare. The biggest 
advantage of using models, mockups, and props is that they add realism to your 
presentation because of their three dimensions.
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For the most effective use of any visual aid, keep in mind the following points:
• Size and visibility. The visual aid must be large enough so everyone in the 

audience can see it clearly and read it easily. Audiences find visual aids that 
they cannot see annoying and distracting. Instead of paying attention to what 
the visual aid is communicating, audience members are desperately contorting 
themselves so as to see it. To make your visual aids large enough so everyone 
can see them, you need to know the physical setting in which the training will 
take place. If you can, experiment with the visual aids in the actual room in 
which you will be delivering your presentation.

• Details. Details that are not essential to your point can detract from your presen-
tation. Unless decoration is the point you are trying to make, do not be decorative.

• Precision. Make sure your visual aids are neat and precise. Sloppy or careless 
visual aids reflect poorly on you as a trainer.

• Focus. Remember that your eyes are on the audience, not on the visual aids.  
The trainees’ eyes must be on the visual aids.

• Introduction. Every visual aid needs to be put into context. First state what the 
visual aid is intended to show and then point out its main features.

• Planning. Incorporate visual aids into your script, and rehearse them exactly as 
you plan to present them. Do not show a visual aid until you are ready to talk 
about it, and as soon as you are finished talking about it, remove it from sight.

Perhaps the most important reason to use visual materials is that people learn more 

through sight than through any other sense. Visual materials help people retain what they 

learn. As Table 9.2 shows, people retain information longer in presentations that both 

show and tell. Trainees are likely to remember much more, much longer if you show as 

well as tell your presentation.

You can help your audience retain what you present by adhering to the KISS and  

KILL principles:
• KISS: Keep It Simple and Succinct.

• KILL: Keep It Legible and Large.

TABLE 9.2. RETENTION AND PRESENTATION METHOD

Presentation Method

Percentage of Information Retained

After Three Hours After Three Days

Tell Only 70 10

Show Only 72 20

Show and Tell 85 65



CHAPTER 9

168

EDITING TIPS
After you have completed preparing the presentation, put it away for at least a day.  

Then come back to the presentation and read it aloud critically. You will be amazed at what 

this uncovers. As you read it aloud, you have time to revise the language and sentence 

structure as more fitting words and phrases come to mind or as you trip over clumsy and 

unclear sentences.

Learn to be your own harshest critic. By editing your presentation before anyone else 

has seen it, you can save yourself from an audience of editors and critics, some of whom 

love nothing more than finding glitches in an expert’s presentation.

As you edit, ask yourself the following questions:
• Does the material fit the purpose?

• Does the organization follow the objectives?

• Are the main points properly balanced in terms of presentation time and 
amount of coverage?

• Are any points unnecessarily duplicated?

• Is the presentation written in a conversational style?

• Does sentence length vary?

• Do any sentences seem too long?

• Have you included enough illustrations, examples, comparisons, statistics,  
and quotes?

• Will you be able to acknowledge contradictory views and refute them?

• Are there enough benefits to persuade?

NOTES
Even though you have prepared your presentation in every respect, become familiar 

with your audience and the physical setup, and organized your material, you still must 

prepare for something to go wrong. Easy-to-follow notes can help you overcome most of 

the annoying mishaps you are likely to encounter. You must be able to see your notes in 

bright or dim lights and when you change your position to accommodate visual aids. The 

following tips can help you prepare your presentation notes:
• Use a large typeface.

• Double or triple space between lines, and double that space between paragraphs.
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• Use hanging indents for paragraphs so the first line will be easy to spot.

• Keep a complete sentence on one page, and whenever possible, keep an  
entire paragraph on one page.

• Put six periods at the end of sentences, so you do not run them  
together accidentally.

• Type words the way you will say them (for example, one and a half million 
dollars not $1,500,000).

• Use only one side of the sheet of paper, and do not fasten the sheets in any way.

• Number the sheets of paper.

• Mark where visual aids occur exactly by putting a key word or a sketch in  
the margin.

REHEARSALS
Half of the preparation for your presentation is rehearsal. As the presenter, you are the 

playwright and the cast. By practicing in as many ways as possible, you will find that you 

are thoroughly prepared. Consider adhering to the following suggestions:
• Rehearse enough to learn your presentation and then go through the entire 

presentation each time you rehearse. If you make a mistake or omit an item, 
proceed as if you were actually delivering the presentation. This teaches you  
to deal more easily with mistakes.

• Reduce relying on your notes more and more as you rehearse. If you can make 
mental notes of the important points of your introduction and your conclusion, 
you will have an easier time maintaining continuous eye contact with the audi-
ence during these critical parts of the presentation.

• Practice with a tape recorder. Listen to your voice to hear if it sounds pleasant, 
lively, and interesting. Do your pace, inflection, and pitch vary, or do you sound 
monotonous? Does your voice trail off at the end of sentences?

• Tape your rehearsal. Check gestures, eye contact, body movement, and how you 
interact with your visual aids. Listen to your voice; pay attention to repeated 
mannerisms that may be annoying, such as pushing hair out of your face or 
saying “you know.”

• Rehearse in front of people. Pay attention to the rehearsal audience’s comments, 
and trust your own opinions. Rehearsing in front of people will help you feel 
more confident and prepared for your delivery.

• Practice ad-libbing. If you do not read your script, you will undoubtedly ad-lib. 
By practicing, you will feel more comfortable during the actual delivery.
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• Dress for a dress rehearsal. Wear what you plan to wear during the delivery, 
which will help you discover how well your attire will react to movements and 
gestures. Dress comfortably and appropriately.

PERSONALITY
To successfully manage an audience, you must first manage yourself; you are the expert. 

Use your personality, your nervousness, or your enthusiasm to your advantage. You will 

discover some things about your personality each time you rehearse. When you think of 

delivery as an opportunity rather than a frightening prospect, you will have an easier time 

adopting the following tips:
• Pretend that you are brave.

• Focus your attention on the subject of the presentation, and move your mind  
off yourself.

• Convert fear into positive nervousness by accepting rather than resisting it.

• Enjoy yourself, and think of your fears as opportunities.

• Avoid stimulants or depressants, such as caffeine or alcohol.

• Do isometrics while waiting to give your introduction.

• Pay attention to your breathing to ensure you are breathing rhythmically.

Don’t let your fear control your delivery. Remember that everything gets easier after 

you do it several times.

Much of training is preparing to peak at the moment of performance. Athletes prepare 

physically and mentally for just such moments, and you can do the same. Your attitude 

more than your ability will win an audience. Employers often select a more enthusiastic 

candidate, rather than a more qualified one. You can ensure that you’ll make a success-

ful delivery by sharing your enthusiasm with your audience. Enthusiasm shows that you 

believe in yourself and in your subject.

Be careful not to fake enthusiasm. Your audience will sense immediately if you are not 

being genuine. By accepting and understanding that a warm and spontaneous delivery is 

better than a perfect one, you will guarantee being naturally enthusiastic. Yes, be dramatic, 

but appropriately so. Exaggeration is an important and necessary element of oral commu-

nication. Remember, most likely you will not have exciting scenery or backdrops for your 

presentation, so let your personality be some of the scenery.



171

IMPLEMENTATION

SUCCESS TECHNIQUES
If there is an opportunity before you begin your delivery, mingle with your audience, 

projecting a friendly, confident attitude. If there is no such opportunity, see if you can 

rework the schedule to create the opportunity to gather with your audience first.

Once you are introduced as the presenter, walk briskly with purpose and confidence 

to the speaking position. Immediately connect with your audience, glancing at the people 

with whom you have just mingled. Smile and limit your movements and gestures during 

the first few minutes of your presentation.

Begin speaking at a low pitch, yet loud enough to be heard. Stand about six to eight 

inches away from the microphone. Even if you are shaking in your shoes or your hands 

are trembling, keep going and do not pay attention to your feet or your hands. After a few 

minutes, you will relax and be on your way to a successful delivery.

In general, if you can begin by making a remark or two that directly pertain to your 

audience, you will be telling the audience members that you understand them. If possible, 

tell them something they did not think you would know about them as a group. As simple 

as it might sound, your audience will be interested in you if you show you are interested 

in them.

Be positive and confident, and never apologize or make excuses for anything. For 

example, the full-service shop that you have relied on to turn your sketches into dynamic 

visual aids might not have come through as it usually does. Don’t reveal this disappoint-

ment to your audience.

Delivery is the stage at which everything comes together. Through your knowledge, 

authority, concern, and confidence—which you communicate through your appearance, 

gestures, face, eyes, and voice—and the content of your presentation, you will be as good 

as it gets when it comes to delivery.

MANAGE THE AUDIENCE
Now that you have reached your defining moment in the delivery, you are ready to show 

your stuff. You have planned and organized your presentation, and have learned about your 

audience and the physical setting in which you are about to reside temporarily. Here you 

are engaged in conversation with your trainee group, your equals, and you imagine that 
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everything you have prepared is designed to generate responses. Regardless of the level of 

perfection you have achieved in your rehearsals, you are never really certain of what kind 

of reaction or response your delivery will generate. However, because of your rehearsals and 

your experience and because you are an authority, you will manage the audience success-

fully. You will adapt to your audience’s responses. As members of the audience respond, be 

confident that you will adjust your delivery, both content and presentation style, accordingly.

But what if your worst fears are realized and your audience seems to be looking around 

the room and not at you, or worse, what if they seem to be falling asleep? If you recognize 

this kind of response, risk more not less. Make your delivery more dramatic. Identify a few 

sympathetic looking faces and play to them. Communicate an increased level of caring 

about your audience.

If you sense that there might be a problem, ask the audience members to share their 

concern or discuss the situation with you. It is best to clarify an issue or problem, not 

ignore it. It’s best for everyone concerned that you know what’s going on—the learners 

should know that you know that they know, and that you want to understand and engage 

in solving the situation!

One sure method for managing the audience is to use the SEE factor:
• Spontaneity. Respond immediately to issues of concern or concepts that  

need clarification.

• Enthusiasm. Be genuinely glad to be facilitating the learning situation;  
welcome their questions or queries. If the issue is not appropriate when it is 
presented, agree on a mutual time or forum for discussion.

• Eye contact. Be an active listener by looking at the person talking with you,  
and be an active presenter by focusing on the members of your audience.  
Don’t look over their heads or at your notes, the wall charts, or the visual aids: 
talk to them. Be engaging.

Teaching is holding a conversation. Provide a structure for the conversation and 

direct the dialogue so that it is open and satisfying for the learners and for you, the trainer.

WATCH YOUR TIME
Your time limit is a contract between you and your audience. The two most important 

clauses of the contract are starting on time and ending on time.



173

IMPLEMENTATION

When you were planning, preparing, and rehearsing your presentation, you paid 

attention to time. More than likely you devoted appropriate time to each segment. When 

you plan for one full day or more, be realistic about your timing. Design in minutes for 

each hour. Five minutes within each 60 minutes is for the learners to settle in. There are 

six hours of training time per day, not eight. And there are breaks! We are now discovering 

in learning–brain research that learners need to take mental breaks every 20 minutes and 

physical breaks every 50 minutes. Allocate your time according to your major points.

When you are making your delivery, trust yourself. If the time allocation does not 

seem appropriate as you proceed in your presentation, make adjustments.

PLAN THE QUESTION-AND-ANSWER SESSION
Most presentations build a question-and-answer session into the end. This session allows 

the conversation you are having to move in directions the trainees might want to go. Plan 

ahead by having answers to questions that your various rehearsal audiences might have 

asked or that you anticipate this audience might ask.

What do you do if the unthinkable happens, and no one is asking a question? You 

have several options:
• You can avoid the appearance of no questions by planting a colleague or two in 

the audience who will ask questions. Sometimes that one question will encour-
age other people to start asking questions.

• You can ask a question yourself: “Someone once asked me. . .”

• You can end the presentation gracefully: “Seeing that there are no questions, let’s 
end for today.”

Audiences have a variety of reasons for asking questions. Don’t assume that all those 

who ask questions are seeking information. People may ask questions to test you, show 

their own knowledge, make points, or get your approval. Your ability to manage ques-

tions and questioners is important to the success of your delivery. Here: are some tips for 

managing your audience during the question-and-answer session:
• Receive all questions in an open, friendly manner. Don’t react or be defensive, 

even if someone is trying to put you on the spot.

• Listen carefully and restate the question to make sure you understand it and the 
entire audience hears it.
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• Think before you answer. Consider the following processing points  
before providing a response:

— Why is someone asking this question?
— How does this question fit with my purpose?

— How can I answer as briefly and as well as possible?

Use the KISS principle. However, do not answer simply yes or no; answer with a short, 

to-the-point statement, perhaps supported by a brief example. Admit to not knowing an 

answer, then offer to find out the answer and follow up.

CLOSE WITH CONVICTION
Use body language to indicate that you have finished your presentation. Nod, and step 

back briskly from your speaking position.

Merely saying, “Thank you,” is too short and too often reveals the unspoken and felt, 

“Thank God that’s over.” Use SEE—spontaneity, enthusiasm, and eye contact—especially 

enthusiasm, to help you close with conviction. You might close with words such as, “I 

enjoyed being with you. Thank you for your attention and your participation. Best of luck 

to all of you.”

EXIT A WINNER
When you are planning, organizing, and rehearsing your presentation, be sure to include 

how you will leave the speaking area, as well as what you will do immediately upon leaving 

the area. You have several options:
• Sit in the chair from which you were introduced.

• Stand on stage to greet people.

• Move around the room to greet people.

• Go into the hall to greet people.

• Leave the area so that the group can proceed to another activity.

You want to manage your audience in the last moment the same way you managed 

them in the first moment and throughout the delivery: professionally. Leave the way you 

entered: briskly, firmly, and confidently. Remember that although you may no longer be 

holding a conversation, you are “on” until you are out of sight.
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SUMMARY
Remember these key points when you prepare to implement your presentation:

• Delivery is holding a conversation with your audience.

• The most important and time-consuming step is planning the delivery.

• Conduct research to help you know your audience and the venue in which you 
will be making your presentation.

• Selecting materials and the format for your delivery requires understanding the 
relationship of your content to the type of training you will be conducting.

• Organizing the presentation forces you to decide whether you will use the  
theory session or the skill session model, and to plan the body, the conclusion, 
and the introduction in that order.

• Creating the presentation provides the opportunity to think about what  
words you will use, what type of visual aids will best support your words and 
your message, how to benefit from editing your script and rehearsing your 
presentation, and how to put the best of your personality into your presentation.

• Create effective visual aids:
— Use large type or letters.

— Write clearly.

— Limit the number of ideas per chart and focus on key words or ideas.

— Remember the seven-seven rule.

— Explain, amplify, or give examples of the words on the visual aid.
— Use a progression technique—expose one idea at a time—for particularly 

complicated visual aids.

• Managing your audience is merely paying attention to the group with whom 
you are engaged in conversation, which is best done by fulfilling your contract 
to deliver on time and in the allotted time.

Use the presentation checklist in Table 9.3 to check off each stage of the presentation 

as you complete it.

Consider monitoring the progress of your presentation by summarizing questions or 

creating a checklist on a wall chart or learning map that depicts the major elements of the 

presentation. If you use a wall chart or learning map, make sure you refer to each element 

on it. If you use a visual checklist, make sure you check off the segments you complete.  
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The presentation checklist is for you to keep track of your topic and your timing. Develop 

a mechanism that works best for you. You can share your checklist with the audience if you 

so choose. Remember the following rules:
• Write talking notes in pencil.

• Change colors in your talking notes for visual interest and relief.

• Underline your talking notes for clarity and emphasis.

TABLE 9.3. PRESENTATION CHECKLIST

Item Date Completed

Accept invitation to deliver training. 

Write the title.

Determine the purpose.

Prepare the instructional objectives. 

Identify your audience.

Learn about the physical setting in which you will deliver training.

Research the content.

Organize your material and determine the exact content.

Plan the body.

Plan the conclusion. 

Plan the introduction.

Decide which delivery method you will use. 

Create the presentation.

Plan the visual aids.

Engage a full-service shop to execute the visual aids. 

Receive professionally prepared visual aids.

Type your notes. 

Rehearse for yourself. 

Rehearse for others.

Conduct a dress rehearsal.
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CHECKUP EXERCISE
1. What is the KISS method?

2. In organizing the skill session, you will break the task down into a series of closely 

linked steps of physical activity. What are the elements that you would use?

3. What are two ways you can monitor your presentation summary?
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10
Using Technology

Today’s trainers have a variety of choices for utilizing technology in delivering their 

programs. It is easy to be confused and even overwhelmed at the myriad options available, 

many of them at low or no cost. In designing training, what should trainers keep in mind 

in order to make rational and effective choices?

It’s important to remember that technology should not drive training. Simply because 

there is a fun and interesting technology tool available does not necessarily mean it is 

appropriate. In many organizations, there is most likely a closet full of software and equip-

ment that was enthusiastically purchased but then never or hardly ever used. This often 

occurs because someone with purchasing power thought that it was a good idea, but then 

never knew how to effectively implement it, or tried it once or twice and found it did not 

deliver as hoped.

Another aspect of technology is that it is constantly changing. Forty years ago, high-

tech equipment included overhead projectors, filmstrip/record combos, and movie and 

slide projectors. Next came cassette tape decks, transparency projectors, self-threading 

movie projectors, and video recorders and playback machines. Interactivity was intro-

duced when computers arrived on the scene, and PowerPoint combined with newer 

projectors made everyone an instant designer. 
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Many employees today are computer-savvy and use their laptops, smartphones, and 

tablets in every facet of their lives. Users are more apt to use their smartphones for texting 

instead of placing phone calls. Social media tools such as LinkedIn, Twitter, and Facebook 

are deeply integrated into personal and professional lives and keep users connected to one 

another no matter where they are located.

The challenge for the trainer is to fit the appropriate available technology to the 

content that needs to be covered while reaching their learners in a way that will allow true 

learning to occur and in a medium that is comfortable for the learner.

TECHNOLOGY APPROACHES FOR TRAINING 
Technology is a very broad term that encompasses any product or device used to deliver 

formal and informal training. It can include something as simple as markers and a white-

board and be as sophisticated as a satellite videoconferencing system or a highly interac-

tive learning management system.

BLENDED LEARNING
One of the concepts popular in the K –12 and higher education arenas that has quickly 

expanded through the training arena is that of blended learning or the flipped classroom. 

In this approach, the traditional model of class time for lecture and other didactic content 

followed by homework to apply what has been taught is reversed. Didactic content is 

provided outside the classroom, often online. This content might be presented in an audio 

or video lecture, PowerPoint or other presentation programs, or other activities with-

in a learning management system (LMS) such as Blackboard, Moodle, or Cornerstone 

OnDemand, or even through a reading assignment using online content, a textbook, or 

other document. The learner reviews the content prior to the class, and then classroom 

time is spent applying the concepts learned outside class. The advantage to this method is 

that face-to-face time can be focused on addressing questions and applying the concepts  

that learners have already learned, saving both valuable time and making it more relevant 

for learners.
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ONLINE LEARNING
Training can also be delivered completely online either via the Internet or on the 

company network. Learners can access the program through a variety of digital devices, 

including smartphones, tablets, laptops, or desktop computers. This might be delivered 

synchronously or asynchronously. As a reminder, synchronous refers to training done in 

real time,  generally using web conference or teleconference programs. It might also be 

done within a virtual world. Asynchronous refers to training that the learner can access 

at her convenience. This could include content within an LMS, assigned online videos, 

prerecorded web conferences, or other self-paced mediums.

CLASSROOM LEARNING 
Technology has always played a role in face-to-face classroom, beginning with chalk and 

a blackboard! Today’s classrooms may be highly sophisticated, utilizing smartboards,  

LCD projectors, and interactive “clicker” systems. Whatever new learning technology 

method is used, approach the design as with any significant organizational change. That 

is, ensure that the following project criteria can be met:
• There is clear, high-value business justification to achieve executive sponsorship.

• Executive sponsorship will provide the resources and management  
support required.

• A committed project team will execute the project regardless of obstacles.

• A change management strategy exists to anticipate and overcome resistance  
to change. 

• There are responsive vendors to provide resources and expertise.

• You have a deadline that helps you maintain focus and commitment.

COMPONENTS OF LEARNING TECHNOLOGY
To take advantage of the power and flexibility of learning technology, e-learning experts 

recommend you build a variety of learning methods into a comprehensive solution. The 

total-solution concept supports the greater range of needs and learning styles. Whichever 

methods you choose, consider each of these components of learning technology:
• Asynchronous Content Delivery. There needs to be a way for learners to receive 

and explore the content whenever they have the time. Asynchronous means that 
the learner is not required to connect with the material at the same time as an 
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instructor or other learners. Instead, the interaction is with the computer and 
the material that others have previously made available. Examples of asynchro-
nous content delivery include web-based learning modules, recorded virtual 
classes, YouTube videos, website links, and libraries of published articles. None 
of these requires direct interaction with another person.

• Synchronous Content Delivery. It is often helpful for a learner to be able to 
ask questions of the instructors, experts, or peers, and to learn more than the 
programmed instruction allows. Attending virtual online classes, meetings, or 
presentations provides this synchronous, or same-time, two-way communica-
tion with web or videoconferencing software.

• Supplemental Learning Resources. Collaboration is an advantage of the learn-
ing environment. Learners can discuss problems, work on joint assignments or 
projects, and gain a sense of community through Facebook pages or designated 
class-based LinkedIn groups, bulletin boards, Twitter chats, discussion groups, 
and instant messaging sessions. Job aids are another type of learning supplement 
that helps learners apply what they learn.

• Work Applications. To be effective at improving performance, learning solu-
tions need to help learners transfer the learning to the job. Often, opportunities 
for this transference need to be designed into the total solution, because it is not 
a component of the course itself. Examples of work applications include on-the-
job projects or assignments, linking of the material to real-work situations, and 
expectations of accountability for using what the person learns.

• Support Methods. In the learning environment, learning is not limited to  
a set class period or training session. Learners can get on-going help and  
support through online coaching and mentoring from instructors, subject 
matter experts, and peers; frequently asked questions; quick references; and 
organizational teaching support.

• Assessments. Online tools allow learners to complete pre- and post-training 
skills assessments, as well as surveys that customize the course to their needs 
and abilities. For certification or qualification programs, the digital device can be 
programmed to automatically administer, score, and record the certification tests.

LIMITATIONS OF LEARNING TECHNOLOGY
Most new training technologies are an improvement over the static classroom methods 

used in the past, largely because they create a more flexible, positive learning environment 

that appeals to the way learners prefer to learn. To decide whether to integrate technology 

into your training program, consider the cost and time needed for product development,  

the geographic location of prospective individuals and learning groups, and the inherent 
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difficulties in getting employees to attend training sessions. Also, consider which methods 

best support the organization’s business strategy and produce effects that can be used on the 

job. Some items to consider before using technology in a training program: 
• Learners must be digital-literate and have routine access to devices such as 

computers, laptops, tablets, or smartphones. In most cases, learners also need 
routine access to the Internet, the organization’s computer network, or both.

• Consider any costs involved, especially if needing to purchase software licenses 
and equipment such as headset microphones for virtual classes.

• The planning, design, and implementation of learning technologies require 
coordination across training and IT functions. 

• Custom course development using technology involves more detailed work and 
can cost more than traditional learning methods. 

IMPLEMENTING A BLENDED LEARNING PROGRAM
Making the move from classroom training to a mix of classroom and learning technolo-

gies requires a shift in expectations and skills sets. For the effort to be successful, the orga-

nization needs to accept changes in its culture. Some of the keys to implementing learning 

technologies include:
• Learning expertise. It should be no surprise that the organization needs experts 

who understand how people learn. Sound knowledge and application of adult 
learning theories drive blended learning as much as (or more than) traditional 
learning attempts.

• Learning experts who understand technology. The learning expert must  
not only understand how the technology works but also be aware of its  
strengths and limitations. In the blended learning environment, technology 
is the medium and the training content is the message. Training skill sets and 
competencies are different in the blended learning environment.

• Clear judgment. Organizational decision makers need to remain focused on 
the learning and performance-improvement goals. Blended learning should not 
be done just because it can be done or because other organizations are doing it. 
Make sure that it is a good choice for the learning needs and the situation.

• Infrastructure. The organization must have the commitment of the IT group 
and a stable and reliable organizational IT network. The learners must also have 
routine access to networked computers on which to access and do the learning.

• Upfront budget. Licensing software and building a learning technology struc-
ture almost always entail an upfront charge. The cost savings can be significant 
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compared to traditional training logistics, but organizations should expect the 
initial investment to be higher.

• Time to become used to new methods. For learning technologies to be accepted, 
there needs to be a strong organizational commitment to training and learning.

SELECTION CRITERIA
When determining what technology might be best utilized in any training scenario, 

consider five the I’s: investment, information, intuitive, interactivity, and innovation.

Investment
There is more than just dollars and cents involved when investing in any particular tech-

nology. For example, open-source programs may look very attractive because they are 

usually free, but there may be a considerable time investment in applying the program to 

fit training needs. Utilizing the program fully could involve programming, database, or 

network considerations, which affects more than just the trainer. 

One question that needs to be answered is: “Does the program work with what is pres-

ently available or will it involve purchasing new devices or software, or upgrading present 

equipment or software?”

Along with these considerations is the concept of sustainability. How long does the 

program need to be able to “live”? Can it be upgraded easily? Will it adapt readily to  

changes in operating systems and browsers? Can it be used on any kind of digital device or 

at least on the devices that the intended audience has? What kind of support is available for 

it and is the support free? Is there a community of users who also contribute to support?

In considering this investment, also consider the time needed to prepare it versus the 

time available. If the technology takes more time to set up than is available, it may not be 

a good choice, no matter how feature-rich it might seem. If the training is critical, is there 

enough time to ensure that it provides the needed training outcomes?

Finally, is there a mechanism to gauge how others have used the technology and their 

recommendations? Social media such as Facebook and Twitter might be useful in getting 

unbiased opinions from other users.
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Information
Although it may be obvious, the technology chosen needs to be appropriate for delivering 

the content. Consider the type of content and the outcome that you want to achieve. 

Does the learner need to pass a test with a particular grade or demonstrate competency 

performing a particular skill? Does it allow for creating content that will engage the 

learner by easily incorporating graphics, audio, or video?

Does it allow for adapting content for differing learning styles and also allow for 

accommodations? For example, some programs, such as Camtasia, will present content in 

both audio and video and will also provide closed captioning. 

Intuitive
Consider the end user and ease of use. Will the technology require extensive training in 

order to have the participant use it? It should be almost seamless so that the user does not 

end up being so distracted while learning to use the technology that he loses sight of the 

training itself. One of the principles of learning is that the user needs to feel safe within the 

training environment. If the mechanism used for training is confusing and frustrates the 

learner, it will greatly impede any learning.

Interactivity
Learning requires action; it does not take place as readily if the learner does not have an 

opportunity to interact with what has been presented. One of the principles of self-paced 

learning, based on Cognitive Load Theory, is that information should be presented in 

chunks and then include an opportunity for the learner to apply the information in some 

way. Presenting content like this prevents the learner from being overwhelmed with too 

much to maintain in a working memory. This could be something as simple as asking a few 

application-based questions for the trainee to answer. It could be as complex as having the 

trainee work through a simulation based on applying the content. 

In deciding what to use, consider that the activity needs to be appropriate and not 

just busywork. For example, the trainer might decide to use an online program to create a 

crossword puzzle to assess how well the individual has learned the content presented. This 

might be appropriate if the content is focused on learning new terms and definitions. If the 
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content involved learning specific steps used in a skill, a crossword puzzle might not be the 

best choice, whereas an activity in which the user places steps in the correct order may be. 

Innovation
Using technology can open the door to providing new and interesting components to train-

ing efforts. There are unlimited opportunities to be creative when developing programs. 

When evaluating any kind of technology, consider how it might be used to make the proj-

ect interesting and engaging. While any use of technology needs to be carefully considered 

in terms of appropriateness, having an innovative approach may change a program from 

boring to appealing. Programs that engage the learner and also appeal to differing learning 

styles will be more effective.

When considering a technology or device to use in delivering training, make sure 

it accomplishes the objectives for training and is not merely an entertaining distraction. 

Learners in organizations generally have limited time available to complete learning activ-

ities, so it is critical that training is focused only on what needs to be taught. An innovative 

approach can accomplish this as long as it stays on target.

TECHNOLOGY CHOICES
What follows is a list of technology tools that can be used in your training program. These 

are only some of the many tools available for training. Some are free and others are not. 

It might be useful to begin using a free product to gauge its usefulness, and later move to 

a more feature-rich paid product. It may be easier to justify the expense when you have 

proof of the potential benefits. 

SYNCHRONOUS TOOLS
Slide presentations: PowerPoint, Slideshare, and Keynote presentations used to  

enhance lectures.

“Clicker” system (Student Response Systems): Participants are given “clickers”—

remote devices that can be used to interact with content presented on a screen. They 

provide instant feedback to questions displayed on the screen, so that the trainer can gauge 

the level of understanding of content being presented. These would be most likely to be 

used in a classroom environment. 
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Web or satellite teleconferencing or videoconferencing: Content is presented in real 

time either via the web or satellite broadcast. They usually include a broad range of tools 

including the ability to display PowerPoint, PDF or other files, web content, whiteboard, 

and chat. They may or may not include live video, and audio through telephone confer-

encing or VoIP (voice over IP). Some products include WebEx, GoToTraining, Skype, and 

Blackboard Collaborate. One benefit of this method is that many products include the 

ability to record the session so that it can be accessed later by those who were unable to 

attend it live.

ASYNCHRONOUS TOOLS
Learning management systems: These provide a home for online class materials. Learn-

ing management systems, such as Blackboard, Moodle, and Sakai, allow you to create a 

course and then use a variety of tools such as discussion boards, live chat, blogs, wikis, 

tests, and surveys, as well as the ability to present content. The downside is that these can 

be quite expensive. While open source programs such as Moodle and Sakai are free, they 

do not include extensive IT support.

Google suite: Google offers a number of online tools that can be shared and even 

used collaboratively by allowing multiple people to edit them. Google Drive allows users 

to share and edit documents, spreadsheets, forms, slides, and drawings. Users can also 

share calendars and blogs. 

Wikis and blogs: There are a number of sites that offer wikis and blogs that could 

be used to present training content or even allow for learners to reflect on their training. 

Some sites include WordPress, Blogger, wikidot, and wikispaces. The difference between 

a blog and a wiki is that a blog is written by an individual and may allow for others to 

comment, while a wiki is a collaborative effort in which others can contribute. 

Online video: The most familiar of these websites is YouTube, which allows anyone to 

sign up and post videos. These sites can be used for training demos and other instructional 

content. The access to videos can also be limited to a specific individual or group of indi-

viduals. Jing from TechSmith is a tool for creating videos, especially when demonstrating 

computer-based content. Jing is a free program that creates screenshots or short videos 

of content on a computer screen. It is useful for taking screenshots to illustrate training 
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materials or creating tutorials that demonstrate computer-based procedures. Recordings 

are limited to five minutes and it does not have editing capabilities, although content can 

be edited by importing to Snagit, another TechSmith product that is not free, but is quite 

inexpensive.

SCORM-compliant authoring tools: SCORM stands for sharable content object 

reference model. It’s described on scorm.com as “a set of technical standards for e-learn-

ing software products.” These authoring tools can be used to create interactive web-based 

courses and can also allow for creating scored tests in which results can be tracked. They 

are cross-platform, which means they can be placed into a variety of LMS and other plat-

forms. Some also have the capability to store the programs in the cloud where they can be 

accessed online by a variety of digital devices. Some examples of SCORM authoring tools 

include Camtasia, Adobe Captivate, Articulate Storyline, and SoftChalk.

Social media: Facebook allows for creating private groups so that content can be 

posted and easily accessed by anyone in the group. 

Surveys: These can be useful for evaluating training or conducting needs assessments. 

There are a number of online survey tools, and while more sophisticated programs can be 

expensive, there are also some free programs such as Survey Monkey and ZoHo.

SUMMARY
The message in this chapter is: “Technology should not drive training.” When creating 

your training design and development plan, keep in mind that although there are many 

technology tools available—and more are created every day—the focus should be on the 

learner’s need.

CHECKUP EXERCISES
1. When designing training, what should you keep in mind in order to make a rational 

and effective technology learning choice?

2. Do you agree with this statement? “Your challenge today as trainers and designers 

is to fit the technology to the proposed learning content.”
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11
Project Management

During a recent consulting assignment to manage a training design and development proj-

ect in the Middle East, I faced several challenges because the project involved multiple 

clients with conflicting needs and varying business requirements. Further complicating 

the project were personality clashes and unnecessary time revising components created by 

other team members.

To help others avoid such roadblocks to developing training projects, this chapter 

describes an eight-step project management process. It includes templates to help design, 

create, and implement a project.

GETTING STARTED
Whether developing a new course, adapting an existing course, or finding the right self-

paced training solution, you will be working on projects. Let’s review the key terms you 

will use during the project management process.

PROJECT VERSUS PROCESS
A project has distinct beginning and ending dates. An example of a project is creating a 

one-day seminar. A process is a project activity that has no specific end date. An example 

of a process is mentoring an employee.
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PROJECT MANAGEMENT AND PROJECT DEVELOPMENT
Project management consists of planning, organizing, and monitoring work. A project 

manager has the responsibility to plan the needs of a project, and then arrange and monitor 

project resources until the project is completed.

Project development includes constructing training materials and activities. First, you 

conduct a job or skills analysis to identify the learners’ existing performance gaps. Then  

you design a solution to meet those gaps and an evaluation process to assess the effective-

ness of the solution.

STAKEHOLDERS
A stakeholder is a person who has an investment in a project. There are three types  

of stakeholders: 

• The budget stakeholder controls the funding.

• The business stakeholder is the subject matter expert. 

• The learning stakeholders have the knowledge gap and are who the project is 
designed to help.

PROJECT STEPS
A training project is usually developed in response to a client’s business need. That need 

may be skills development, updating existing skills, or retraining. A project’s steps can take 

many forms. 

A training solution may be instructor-led, computer-based, or even a paper tuto-

rial. These are all in the category of performance consulting, and in each instance project 

management is required to define, plan, manage, and review the training solution.

Project management work begins when the program manager creates a project plan 

document. The plan should include the project goal, the scope of work, and a stakeholder 

communication plan (see Table 11.1).

The project plan is a communication tool for key management leaders to ensure 

that the training project meets their expectations and provides the training manager or 

director with a method to supervise stages of the project. Note: In most training design  

projects, the developer (the lead ISD) also functions as the project manager and reports to 

the organization’s management team.
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Many trainers do not have a standard development method available, or may not 

like the one they have. To avoid a situation like the one I faced in the Middle East, use a 

set project management process such as the eight-step process described in this chapter. 

This method focuses on outcome-based job analysis and emphasizes experiential learning 

rather than lectures. The next section describes how to design the training program and 

determine the appropriate activities to use.

Step 1: Content Development Team
Senior leadership should appoint the content development team, which consists of a profes-

sional development advisor (PDA), a supporting training advisory committee (TAC), and a 

group of subject matter experts (SMEs). Together, the team will determine the knowledge, 

skills, and behaviors required for the specific job targeted for the training project. The initial 

document that the team creates is a design and development plan.

Step 2: Kick-Off Orientation Meeting
The next task for the content development team is to plan a project orientation meeting. 

During the meeting, the team explains the design and development plan, which should 

include the proposed project schedule, assigned roles and responsibilities, and channels of 

communication and accountability.

Stakeholder
Business 
Objective

Goal Communication Frequency

TABLE 11.1. STAKEHOLDER COMMUNICATION PLAN
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Additional information includes the identification of the project stakeholders, a brief 

history or impetus for the training, expectations for SME’s time, project timelines and 

critical dates, and a list of project deliverables.

Step 3: Starting the Design Process 
At the beginning of the design process, a job-task analysis process should be conducted 

through structured interviews and observations. During this data-gathering process, 

the team aims to identify specific tasks associated with producing the key job outcomes 

and role-specific tasks. Next, the team conducts structured interviews with identified key 

performers in each job role. 

The intent of this step is to drill down to identity the specific job functions and the job 

tasks within those functions, as well as the key performance elements that make up those 

tasks, and the knowledge required to perform them. Figure 11.1 gives a graphic respresen-

tation of this process.  
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FIGURE 11.1. JOB ANALYSIS PROCESS: ROLES, OUTCOMES, FUNCTIONS, AND TASKS

Step 4: Preliminary Design Planning
Once the job functions, tasks, and performance elements are identified, the next step 

is to create an established framework or representation that illustrates how work gets 

done. First, the team reviews the data gathered from the key performers. Next, the team 

decides whether and how to combine concepts or tasks into courses and topic sequence.  
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Then, the team completes the program overview worksheet and gives it to the design team. 

(see Table 11.2)

TABLE 11.2. TRAINING PROGRAM OVERVIEW WORKSHEET

Program Worksheet 
Designer: 
Date: 
Goal of this program: 

Courses Sequence Notes 
   
   
   
   
   
   
   
   
   
   
   
   
   

Program Worksheet 

Designer:
 

Date:
 

 

1.  Evaluation required upon 
completion of this course? 

Yes/No  Describe: 

2.  Prerequisite course required?  Yes/No  Describe: 

3.  Source of content o  Instructor 

o  Materials 
Describe: 

4.  Activities and exercises o  Group 

o  Individual 

o  Combination 

o  Other 

Describe: 

5.  Delivery Modality  
 
 

 Notes: 
 
 

6.  Instructional Technology 
Treatments  

  

Practice Methods Planned 

•  Self-practice each activity 
•  Instructor-led practice for

some activities 
•  Group practice at the end 

of module 
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Step 5: Module Design Worksheet
The design team, along with the PDA and selected SMEs, reviews the work process outputs 

and writes the overall course goal statement, the module outcomes, and learning objec-

tives. The team then uses the collected job and task data to complete the module design 

worksheet (Table 11.3), which is used to match the content materials and rank the order in 

which the content should appear. 

 TABLE 11.3. MODULE DESIGN WORKSHEET

Module Design Worksheet 

 

Module Name: 
Module Sequence:  

 
 

Designer:

 
Date:

 Module Outcome and Objective 

Upon completion of this module 
students will be able to:  

  
   
   
   
   

Module Introduction 

Delivery Method Pacing 
  
  
 

 
  
  
 

 

Case or Scenario, if applicable 
 

Special Learning Problems 
to be Addressed

  Module Sequence Technique 

 

 
PERFORM Concepts to be Applied to Module

• Enable—Key terminology, facilitating skills, basic subject matter presented in context 
of job

• Preview—Contextual Overview and Big Picture

• Respond—Clear presentation of performance to be learned, engaging learner 
in behavior

• Fine-tune—Feedback, cues, and support to further engage learner in target behavior
• Operate—Provide learner with an opportunity to demonstrate a target behavior 

without external assistance.
• Rehearse—Provide learner with an opportunity to practice the new behavior in 

contextually appropriate situations.
• Merge—Provide learner with practice that requires the integration of multiple units of 

instruction in situations that reflect real-world tasks and behaviors

o Instructor, group paced
o Job and instructor, self paced
o Job and self-instructed materials,  

group paced
o Instructor and job, group paced
o Self-instructing materials, self paced
o Job and self-instructed materials, self 

paced

o Step by step
o Whole to Part
o Parts to Whole
o Known to Unknown
o Chronological
o Other (explain)
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This worksheet guides the content development of the modules. Each section 

represents a different learning goal, with each goal moving the learner progressively closer 

to the desired training project objective.

The course context are those components that many change over time, such as learn-

ers, business needs, content and technology changes, or innovations in a given teaching 

situation. By evaluating these components during the design process, it will make it easier 

to adapt to any change uncovered during the development and evaluation process. 

When developing the content, keep in mind the job context, and include the  

following features:
• Provide learners with the big picture, overview, and job context that will  

be presented.

• Present all facts, vocabulary, and facilitating skills in the context of the job.

• Establish a clear agenda of topics and performance to be learned, and how,  
at the beginning of each presentation. This provides an early opportunity to 
engage learning for the behavior you desire to change.

• Introduce immediate fine-tuning of early learner behavior, with the cues and 
support needed to engage the learners more fully in the target behavior.

• Provide an opportunity for the learners to demonstrate the target behaviors 
without assistance, followed by practicing them in a simulated job context. 

• Where possible and practical, integrate multiple units of instruction that 
support the context of the program and are related to the actual job. Some 
examples include case studies, simulations, or skill practice with audience- 
generated situations.

Step 6: Document Delivery Method and Pacing
Finally, the design team creates the learning activities and exercises for each module 

using the course content planning worksheet (Table 11.4). Using the existing data and the 

worksheet, the design team plans the overall module design. Next, the team specifies the 

order of the activities that comprise each module, the type of activity represented, and the 

suggested delivery process to be used. 

The final stage of the design and development process—after documenting the 

module activities in the order of presentation and identifying the learning type each activ-

ity represents (cognitive, procedural, or affective)—is the learning process. At this stage, 
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the team must select the instructional activities that will best facilitate mastery of the topic 

and ensure that successful training transfer happens back on the job.

There is a wide variety of media to support activities, so the design team should base 

its selection on the events of the storyline of the topic, and the critical learner action 

expected. There are various strategies for creating the course; for example, use a metaphor, 

a model, key company slogan, workflow, or a model that includes the steps of the process 

to be taught.

TABLE 11.4. COURSE CONTENT PLANNING WORKSHEET

Course Content Planning Worksheet   
 
Name of Program:  
Designer:  

 
Date:  
Page __ of __

 
Module Name 
and Coverage  

Sequence 
of 

Delivery  

Module Delivery Processions  Location  Instructor  Timing  

   Instruction and Lecture 
 Observations and  

Show & Tell 
 Activity and Simulation 
 Case Study 
 Self-Instruction, Print  
 Job Aid 
 Other 

________________  

   

   Instruction and Lecture 
 Observations and Show  

& Tell 
 Activity and Simulation 
 Case Study 
 Self-Instruction, Print  
 Job Aid 
 Other 

________________  

   

   Instruction and Lecture 
 Observations and Show  

& Tell 
 Activity and Simulation 
 Case Study 
 Self-Instruction, Print  
 Job Aid 
 Other 

________________  

   

Evaluation Required as Final Course Activity

 ___ Yes ___ No (If YES, please document) _________________________________________________________
 

Practice Methods Required  
o Isolated practice on each module  
o Integrated practice across all modules at end of course  

Reviewer: _________________________________________ Date: __________ Approved: ____________________ 
Approved with noted changes  



CHAPTER 11

198

Step 7: Project Design Review
You have just worked through defining, designing, and developing your course content. 

You created a project plan and implemented and adjusted it. As design teams move quickly 

from finished projects to new projects, often no time is taken to reflect on the ramifications 

for future work. Reflection can be very beneficial to you, the team, and the organization. 

Try implementing these review steps: 
• Review the module outcome chart and course introduction against the  

module activities to ensure that they are cohesive and aligned.

• Review the activities against the concepts or stages to ensure that they are  
in sequence.

• Review the learning methods selected and make sure that the practice  
activities align with the selected methods.

• Make sure that for every activity, the neccessary media, tools, and equipment  
are documented.

• Review the critical learner actions against module activities and the learner 
styles in your training program.

• Check the delivery of each practice activity in all modules to make sure that  
you have included a built-in feedback mechanism. 

• Update the course objective statements with adjustments to ensure that the 
course content matches the stated objectives.

Step 8: Project Plan Review 
Projects are always unique and an ongoing review of the project’s implementation is neces-

sary to ensure that it is meeting its intended objectives. Keeping documents in a define 

project phase and keeping the lines of communication open between the team and the 

client is the only way to drive project success. 

In addition, the list of items developed during the initial stage of the project should 

be included in the review to ensure that each was addressed and documented during the 

project’s life. That list includes: 
• The tasks to be completed by the project manager and the developer.

• Monitor the project plan to document the learning objectives, scope, and 
completed course work.

• Monitor the project plan for new course development, course acquisition, or 
contracted training projects.
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• Adjust the project plan schedule daily to keep it current. There are no-cost, 
online products available to assist with project planning and monitoring. 

• Update and send out the project daily schedule each day to all team members.

• Keep accurate records and charge categories for services for the team. Use a 
project management software package and complete a bar chart as actions  
are accomplished.

Finally, create a strategy and process for dealing with suggested changes on the  

project, both from the client and the developer standpoint. Items to be considered include:
• ranking problems

• how to determine the initial ranking of problems

• how to identify the documentation that needs to be created

• how to track the history of change requests

• how to determine the final rankings. 

SUMMARY
The project plan captures a training project’s design and development process. It includes 

specific objectives that the project is designed to achieve, a chart of readily identifiable 

project activities, a directory of the people assigned to each resource, and the time required 

to complete each activity.

The project plan becomes its road map. As such, there may be circumstances that 

require revisions to it. Such course corrections can be inserted into the plan as supple-

mental documentation. Any such revisions keep the project current and viable, and help 

prevent any conflicts and confusion as described in the opening of this chapter.

CHECKUP EXERCISES
1. How many steps are involved in the training project management process?

2. How many parts are proposed in the design and development process?
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Part I
Preparation for Kick-Off Meeting

l  Course Requirements Document ready? This document is prepared by the content  
     development team and handed over to the design team.
l  Course SME

— Identified?
— Scheduled?

l  Attendees for Kick-Off Meeting identified?

Development Kick-Off Meeting
l  What roles are involved and what are their responsibilities?

— content development team lead
— professional development advisor (PDA)
— lead instructional designer (ID)
— lead subject matter expert (SME)
— course SME
— course Instructional Designer (ID)

l  Channels of communication and accountability
l  Distribute course requirements document
l  Who is or are the proponents or impetus for course?
l  Expectations

— How much time does the course SME have for the project?
— What are the critical dates and timelines for the project?
— What is outcome-based training?
— What are the expected deliverables?

1. Instructor guide
2. Participant guide
3. Exam (pre and post)

— Instructional Designer will manage the project and facilitate the design effort
— SME will take primary responsibility for content and other SMEs

TABLE 11.5. DESIGN AND DEVELOPMENT PROCESS
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Part II
Development Orientation for the ID and course SME (ongoing)

l  ID coming up to speed on subject matter
l  SME coming up to speed on instructional design and development, and outcome-based training
l  Meet with technology team

Project Development Plan (2 to 3 days to produce)
l  Descriptions of deliverables
l  Major milestones and timelines

— Review dates (documents, materials, course walkthrough, etc.)
— Approval dates
— Development complete

Analysis (2 to 3 days to produce)
l  Target population analysis
l  Current training and resource analysis

High-Level Design (What to Teach)
l  Revise course outcomes and objectives
l  Revise course schedule and plan
l  Revise course content

Detailed Design Document (How to Teach It)
l  Module worksheets and activity design

Content Development (With Graphic Professional and Technical Writer)
l  PowerPoints
l  Case studies
l  Quizzes
l  Exercises
l  Exam (pre and post)
l  Instructor guide
l  Participant guide
l  Technology and delivery requirements document

Post Development Debrief Lessons Learned
Tools

l  Post in SharePoint and Cloud





203

TRAINING INTERNATIONALLY 

12
Training Internationally

Making a presentation to professional members of another culture can be one of the most 

rewarding experiences in your training career. However, training in an international 

setting can present challenges. 

PREPARE FOR CULTURAL DIFFERENCES 
We live in a world that consists of many cultures. Therefore, when facilitating a session it’s 

important to remember to be sensitive to other cultures because they may be very different 

from yours. Being sensitive and aware will help you to avoid misunderstandings that create 

barriers to communication.

The following suggestions can help this exciting and challenging experience be a 

positive one.

1. Make personal adjustments for living, working, and training.

2. Design the learning experience to meet the needs of the organization while  

being culturally sensitive.

PERSONAL ADJUSTMENTS
A trip requires careful planning. There are important steps you can take to prepare for a 

safe trip anywhere outside the United States. 
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• Make sure your passport is up to date well in advance of your trip and also 
determine if you will need and procure any required visas. 

• Get recommended immunizations and obtain any suggested medications. For 
example, if you are going to an area where malaria is endemic, you may be able 
to take some medications to prevent being infected. Investigate if there are any 
other health precautions that you should take while you are there, such as not 
drinking anything that isn’t bottled or eating any local raw produce. 

• Find out if there are any safety precautions. 

• Communicate with the host contact to introduce yourself and to get information 
about your work assignment, lodging, and travel, as well as any recommendations 
about items you should bring with you.

• You will need to ensure that you have the right currency to meet your immediate 
expenses. For example, unless other arrangements are made, you may need taxi 
fare upon your arrival. Have at least $200 in local currency to start the trip and 
keep this cash in your wallet for emergencies. You can convert your U.S. money 
at your local bank or at the airport. Small bills, such as $10 or $20, will be easier 
to exchange. Consider putting limited funds on a travel debit card. You can then 
go online to add funds as needed. If the card is stolen, your personal banking 
information is not available, and given the limited funds in the account, you are 
protected against a big loss.

For more detailed information about traveling abroad and in particular about the area 

where you will be going, access the U.S. Department of State’s website at http://travel.state.gov.

THE ART OF PACKING 
Be professionally dressed at all times. Only use a carry-on bag—do not check bags, you 

may never see your belongings again! The following suggested packing list should fit in 

one or two carry-on bags:
• one black suit, another black jacket, and pants that do not need to  

be professionally cleaned. 

• two sweaters

• a couple of shirts with long sleeves

• a scarf for head or neck (for women)

• favorite personal items 

• undergarments: pack enough in case you can’t find local sizes

• medications and copies of prescriptions
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• two pairs of dark shoes

• wear your running suit, sneakers, and two tops on the plane!

Anything else you need, buy it! Local scarves or ties make your suits look different, 

and you have a practical memento from your visit. 

DESIGNING YOUR PROGRAM
You want to avoid arriving at your destination only to discover that the materials you so 

diligently developed landed somewhere else or there are compatibility problems with your 

software. To avoid such situations, consider doing the following:

• Contact the host and stay in communication during the design and  
development stage of the presentation.

• Send your materials to the host in advance and request that he review the 
presentation and report back with his findings. Do this well in advance, if  
possible, so that you can make any needed revisions and again have them 
reviewed by the host.

• Take a copy of all handout materials, PowerPoint slides, and the instructor guide 
as a backup. Put all materials on a flash drive and pack a set of hard copies in 
case your materials do not arrive on time for your presentation.

FACILITIES AND EQUIPMENT
In some international settings, especially in developing nations, inadequate facilities  

and equipment can be a challenge. Trainers working in developing nations may find  

themselves delivering training programs in huts with dirt floors, leaking thatch roofs, and 

no electricity, running water, or bathrooms. In another setting, you might find state-of-

the-art facilities and equipment. For example, in Saudi Arabia, I found the training facility 

equipped with the most contemporary instructional materials available from cutting-edge 

instructional technology.

The best advice is to take no physical or material issue for granted, especially if you 

are organizing the training event remotely by phone, through email, or via video confer-

encing. Be explicit with your requirements, and be persistent in finding out whether those 

requirements can be met. 
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ADJUSTING TO YOUR SETTINGS
Traveling to an international assignment can have its own consequences. Jet lag is 

common. An overseas flight for 17 to 24 hours can cause nausea, sleep deprivation, insom-

nia, depression, or disorientation.

Arrive at least two days before your program begins to rest and relax. That also gives 

you time to meet the host staff and review the training presentation, visit the training 

facility, and conduct a dry run of the presentation. If you have more free time, hire a driver 

and visit the neighborhood and the city to get a feel for the culture, meet local community 

members, and even contact local ATD members!

ORIENTATION
Multinational or transnational companies, associations, or governmental agencies may 

provide some training or orientation for staff assigned overseas. This may include language 

training, orientation to the business or economic climate of the country, or introduction to 

the currency and customs with respect to dress and living arrangements.

POTENTIAL DIFFICULTIES
Although many training delivery problems stem from cultural differences, more difficul-

ties develop because of a lack of planning for an event and follow-through. There are four 

areas that pose potential difficulties:
• perception of the trainer

• perception of time

• facilities and equipment

• language barriers.

Perception of the Trainer
The way you are perceived as a trainer can vary dramatically across cultures and can influ-

ence learner behavior significantly. For example, many Asian, European, and South Ameri-

can cultures view trainers as teachers or professors as authority figures. Learners are some-

times reluctant to question the trainer. The lecture method, which is widely used in many 

educational settings in other nations, is expected. Information is expected to flow in one 

direction—from trainer to learner. In contrast, learners in Western cultures are willing  
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(and sometimes eager) to question and even directly challenge trainer authority, credibility, 

and expertise. Just keep in mind that people learn differently regardless of their nationality, 

and you must be ready to adjust according to your learners’ requirements.

Perception of Time
Time is also an issue in the international setting. The expectations about starting times 

can vary. The perception of time in an Eastern culture may differ from Western standards. 

A “long time ago” in Asia may be considered in centuries, whereas in the United States, a 

“long time ago” could mean yesterday. Given this understanding, some participants may 

arrive very early at your presentation, whereas others will arrive an hour or so later and 

feel OK about it. 

Despite these differences, perception of time is important when developing a training  

plan, a curriculum, or a presentation. Work collaboratively with your sponsor or client 

to ensure that you have planned enough time for the training presentation and activities.  

Additionally, check to make sure that you are aware of planned interruptions such as prayer 

in Muslim countries, fixed working hours, lunch, and breaks.

One reason for the differences in time perception is that in some cultures the focus is 

not on time but on building and maintaining relationships. Western society emphasizes 

speedy and effective task completion and de-emphasizes investments in rapport build-

ing and sustained relationships. These differences can create problems for you when you 

attempt to manage beginning and end times and in monitoring the length of breaks during 

your training event.
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Case Study: Facilities and Equipment

Potential scenario: You arrive to make your presentation. You find the materials that 

you created for each participant are not there. Further, there are compatibility problems 

with your software. What should you have done beforehand to avoid this situation?

Suggestion 1: Stay in communication with the host during the design and devel-

opment stage of the presentation so that she is aware of your needs as far as facilities  

and equipment.

Suggestion 2: Send your materials to the host in advance, and request a review 

of the presentation. Suggest that the host or reviewer let you know if issues exist with  

respect to the presentation narrative (speech), materials, proposed instructional methods, 

or format (for example, number of team members) for any given exercise or activity.

Suggestion 3: Arrange to either obtain a video or have a live video tour of the 

facilities and equipment while you are still in the planning stages.

Language Barriers 
It is very likely that your participants do not speak English as their primary language. 

Avoid technical jargon or slang. Use various forms of information delivery. Prepare work-

books, structured notes, or PowerPoint slides using short sentences and phrases. If you 

find yourself in a situation in which you must deliver training in another language, ask the 

sponsor to locate a co-trainer to work with you or request that a translator be available. 

Language problems can also surface in printed materials, which could be printed in 

English, the native language, or a combination of the two languages. You could also deliver 

training orally in English and provide printed material in the native language for rein-

forcement. Work with a native translator to ensure that your printed materials are accurate 

and convey the correct meaning. 

Using a Translator 
Your perceived personality, competence, and value are limited to your language capability. 

If you do not understand the host country language, and the learners have limited language 

fluency in English, hiring a translator to assist with the training delivery is necessary. 
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When hiring a translator, make sure the individual not only knows the language used 

but also the subject matter being presented. To ensure a seamless and collaborative presen-

tation, discuss with the translator the course structure, goals, objectives, application exer-

cises, and anticipated audience interactions. Additionally, you should provide the transla-

tor with a copy of the course materials and instructor guide, as well as a list of anticipated 

audience questions and answers. Practicing the presentation with the translator before the 

training day is also critical. 

During the training event, use a manageable rate of speech—150 words per minute—

with no difficult or slang words. This will make it easier for your translator to convey your 

words to the participants.

CULTURAL INFORMANT
Your client or sponsor may provide you with an individual who has in-depth expe-

rience with the culture and the sponsor organization. Cultural informants can provide 

much-needed information. It is suggested that you meet with the informant before the 

event, as you would do with the translator. Sometimes the learners have questions or 

issues that you are not equipped to answer. These questions may be in the form of culture- 

specific knowledge, local customs, or legal issues, and the informant can help you provide 

an accurate answer.

BLUNDERS
Let’s face it, bad things can happen anytime and anywhere. Some blunders occur because of 

a lack of planning or attention to detail; others involve an oral or behavioral faux pas. It is 

important to:
• Always be respectful and aware of your communication

• Pay attention to your dress and demeanor

• Never comment on politics or cultural preferences

• Never become involved in political discussions. 

When you do make a mistake, acknowledge it with tact and diplomacy. Doing so 

and asking for help is a gracious gesture and usually appreciated in any language or 

country. People want to help you. They are proud to have you instruct them; appreciate 

the experience.
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Learners generally recognize that international trainers do not want to insult them. 

They are willing to overlook errors as long as you do not continually make the same mistake 

or ignore correction. One strategy that will help to establish a rapport with learners is to 

learn at least a few phrases in their native language. An even better strategy is to enroll in 

language classes before your trip. When you are interested in learning the language and the 

culture, most people are eager to help and are grateful and pleased when you can commu-

nicate in their native language.

When you train internationally, don’t be afraid to explore new things and ask for 

guidance. Become immersed in the culture so you are more adept with expectations of 

your participants. 

When engaged in international or intercultural training delivery, do not ignore cultural 
differences! Here are some tips:

Be concerned with:
• Perceptions (how people see the world)
• Assumptions (underlying beliefs and values)
• Expectations (that organizations function in certain way).

People who have trained in other cultures to help you:
• Create appropriate case studies.
• Write critical incidents.
• Train the trainers.

Some required qualities for the trainers of global trainers:
• Do not have an axe to grind.
• Do not pontificate.
• Do not share war stories.
• Demonstrate acculturation.
• Be reflective.
• Be observant.
• Be introspective.
• Be able to adjust.
• Select a peer as a mentor.
• Be quiet and observant, then tailor the training appropriately.
• Maintain a moderate rate of speech if training in the trainees’ second language.
• Find a local person to be a translator of language and culture; someone who can 

step out of the trainee role and become the interpreter.
• Train in the native language if possible; it helps with empathy.
• Use the written word and art graphics whenever possible.
• Keep everything open for discussion.

TABLE 12.1. STRATEGIES FOR EFFECTIVE INTERNATIONAL TRAINING
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TRAINING AND CULTURAL DIFFERENCES
As an international training practitioner, you need to make decisions concerning the most 

efficient and least expensive training programs with full awareness and concern for the 

learner group’s particular developmental needs and circumstances. Any training or deliv-

ery plan that you design should be flexible, job specific, and knowledge-based to meet 

today’s organizational mandates concerning core competencies and job performance.

Case Study: Technology Issues

Target Appropriate Learning Outcomes
Don’t over-design using technological aids you do not need. The technological initia-

tives can get in the way of the learning. 

Consider that field trips take a lot of travel time that could be learning time. If 

a field trip is important, develop a topic checklist and reference readings so the par-

ticipants can use travel time as classroom time. If possible, load the materials on the 

participants’ tablets.

Cultures have different ways of thinking and perceiving the world around them. 

Traditions influence learning preferences, as does the method of teaching experienced in 

prior learning environments, including school experiences. Consider the following exam-

ples of very real differences in learning style across Asia:
• North Asia (China, Korea, and Japan): Learners are very content oriented. They 

tend to look for and need hard information and are less interested in other 
activities. For example, motivational speakers using the U.S. approach will not 
be well received.

• South Asia (Hong Kong, Singapore, Malaysia): Learners tend to be more open 
to international cultures and are receptive to diverse approaches to learning. 
Training events can include a range of activities outside the classroom. One 
example is using action learning.

• India: Learners expect the trainer to have experience and be credible. They will 
be demanding and seek to engage in dialogue and debate and extend beyond 
the narrow subject areas.

• Australia and New Zealand: Learners reflect a Western and European tradi-
tion. Customization of material developed in the United States will require 
less adjustment. 
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As you can see, different cultural traditions and working patterns can raise issues for 

learning and professional development. Recognize the danger of generalization and take 

time to understand your training environment and audience. 

The main challenge in working across cultures can be determining how to fulfill  

a globally agreed job competency model established by your client organization at the local 

level where you will be presenting. Understand that job competencies are based on the orga-

nization’s strategic goals. Keep these goals in mind during the design and development stage. 

Finally, consider using organization-specific goals to drive the learning task and focus 

of your training outcomes.

Case Study: Cultural Differences— 
Competition Is in the Eyes of the Beholder

Games Are Not For Everyone—Petroleum Exploration Map: The Basics
During a recent training in Saudi Arabia, an exploration map was created by the  

instructor for the basic course for new hires who had a bachelor’s degree in petroleum 

engineering. The instructor created a game using the Monopoly board game.

The point of the game was to illustrate the specific steps that the engineers  

take when exploring oil locations. Each step in the map had a series of questions for 

the participants to answer. The point of the series of questions was to check for under-

standing of the previous steps discussed during their journey. 

The Design, Material, Learning Process, and the Expected Learning Outcome
A desert map presented a way of learning the basics of oil exploration in a straightfor-

ward way and encouraged discussion and a question-and-answer format—a perfect 

design for all learning styles. 

The map was an attractive graphic picture, as was the pack of information cards. 

The students played the game; however, the evaluation indicated that they did not enjoy 

the competitive nature of the game!

When the game was designed and produced, we never thought the participants 

could consider this knowledge application exercise to be a threat. As instructional 

designers with a Western orientation, we didn’t consider the fact that young Saudi 

engineers did not want to compete in the classroom environment, because they don’t 

like games.
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CONTENT VERSUS CONTEXT
Every message you communicate consists of two parts: the content and the context.  

The content of a message is usually explicit and to the point in both American and Euro-

pean cultures. In other cultures such as Japan, China, or Iran, less content is transmitted 

verbally and more meaning is placed on the context portion of the exchange. Therefore, 

what is understood in these exchanges is that the person accepts the responsibility for what 

has been agreed upon without contracts or legal entanglements. The underlying meaning 

in these cultures is that providing too much explanation implies that listeners cannot think 

for themselves.

In a high-context culture, the person at the top takes full responsibility for the action 

of subordinates. In the low-context culture, the responsibility is moved as far down the 

system as possible. Figure 12.1 classifies 11 cultures, rating them from high to low context. 

FIGURE 12.1. LOW VERSUS HIGH CONTEXT CULTURES 

Japanese 

Arab 

Greek 

Scottish 

Italian 

English 

French 

American (U.S.) 

Scandinavian 

German 

German-Swiss 

High Context 

 

   

 

 

 

 

 

Low Context



CHAPTER 12

214

RE-ENTRY AFTER A LONG-TERM ASSIGNMENT 
If you were on a long-term international assignment, you may experience some cross- 

cultural re-entry problems upon your return. For example, if you served as a top manager of 

a foreign operation and you return stateside to find yourself in a comparatively low bracket 

in the corporate organizational structure, the adjustment will take time. The best advice is to 

be flexible, accept the challenges, and position yourself for the next venture.

RETURNING HOME: THINGS TO REMEMBER
When you accept an overseas assignment, it is understood to be temporary. One tip: Do 

not buy anything that you must ship home unless you love it. Other suggestions:

1. Reduce your expenses. Assignments never last forever, and they can come to an 

end without notice. Continually save your salary.

2. Rethink your personal and professional goals. While on assignment, continually 

invest in yourself. Learn a language, travel, and master new skills.

3. Make connections. The more people you meet, the more you broaden your intellect 

and your training toolkit. There are more than 100 ATD chapters located through-

out the world!

4. Consider status issues. Upon your return, if you are a consultant, you will have to 

look for work. Even if you do a quality job every day on your assignment, this effort 

does not guarantee work. Immerse yourself in the local community; explore and 

keep an open mind. When you return, you may be asked to consider your old job. 

Do this carefully. You have changed, and things may not be the same.

5. Review obsolete skills. If you were on an assignment for a long period of time, 

your skills might be obsolete and you may be unqualified for some positions. For 

example, most companies in the United States want you to design training using 

high-end authoring tools and graphic software that you may have been unable to 

use while on assignment. Take a month or two upon your return to refresh your 

skills. Meet people in the industry, visit local colleges, and take courses!
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A final word of advice. As a dry run, pack your personal effects a couple days ahead of 

departure. If you can’t take everything, give it away or ship it. Donate any training materi-

als that you have to the company library.

SUMMARY
A training event is a conversation  —you are communicating and receiving information. 

For you to be a successful communicator across diverse cultures, you need to have some 

awareness of the cultural factors in both your own country and others. 

Cultural factors should be examined in terms of similarities and differences. The 

differences that you discover will most likely define potential problem areas in communi-

cating through verbal and written messages. 
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13
Evaluation

Evaluation is closely entwined with implementation. But before you can deliver the train-

ing program, you need a plan to deliver the training and evaluate its effect on the learners.

Training should be a part of an integrated system in which performance is measured 

against criteria (best-practice benchmarks) that are tied to the overall organizational stra-

tegic and learning objectives.

A training program is organized around three phases of learning. Each phase provides 

an opportunity for you to evaluate effectiveness and learner outcome.
• Phase 1: Set the stage for learning.

— Provide clear task instructions.
— Model appropriate behavior.
— Communicate management support.

• Phase 2: Increase learning during training.

— Provide for active participation.
— Match training techniques to trainees’ abilities.
— Provide opportunities for mastery practice.

— Ensure specific, timely, diagnostic, and practical feedback.

• Phase 3: Maintain performance after training.

— Develop learning points to assist in knowledge retention.
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— Set specific goals.
— Identify appropriate reinforcers.
— Train others how to reinforce behavior.

— Teach self-management skills to trainees.

During training, take the needed steps to increase knowledge and skill retention and 

conclude the training event with specific evaluation strategies to provide learners with 

opportunities to think through how they can transfer the training successfully to the job.

How well management supports the learners and the instructor has an effect on 

training. If management does not encourage course participation and follow-up on the  

job, then training will not succeed. Training will succeed if management acts as a visible 

and vocal sponsor for the training, the instructor, and the training process to support job 

skills transfer.

EVALUATE THE RETURN ON INVESTMENT
Evaluation allows you to determine the effectiveness and efficiency of your training 

program. The purpose of evaluation is to:
• determine if training is meeting its stated goals and objectives

• determine if the implementation of the training program is practical

• determine if the learners are meeting established performance criteria

• provide necessary feedback so that the training program can be maintained.

Evaluation is a vital part of any training program and a significant part of the instruc-

tional design and delivery process, not just an element in program outcomes. As part of 

the program development process, evaluation can help programs succeed and can stop 

ill-conceived or poorly executed programs from happening.

It is important to plan the evaluation process early in the design stage to establish the 

mechanisms for assessing the ongoing effect of the training, rather than to wait to assess 

the effect after program delivery. Consider using the following five-step evaluation strat-

egy to adequately separate knowledge and skills assessment. By assessing skills separate 

from knowledge, you are better able to design appropriate retraining to target a specific 

need. The five levels are:
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1. Self. As a trainer, you need feedback. Trainers often overlook the need to conduct 

self-analysis feedback, but you need to take the time to reflect on your performance, 

to ask yourself what went well, what did not go so well, and what you might need 

to change. In addition to your own insight, you can receive feedback from trainees’ 

evaluation forms and colleagues’ feedback. Questions you could use in any of the 

situations to start a dialogue include: “Could I have done better?” and “What are 

areas for improvement?”

2. Course materials. The materials are usually designed in a one-dimensional, writ-

ten format. You don’t know how the written notes and suggested processes are going  

to evolve until the training takes place. Therefore, the learners’ comments, written 

trainees’ evaluation critiques, and your observations in the training session provide 

the needed feedback. Questions include: “Does the material work?” “Are there 

portions that are difficult to deliver?” “Do learners exhibit difficulty with materials or 

training situations?” and “Do courses or training processes need revising or updating?”

3. Course curriculum. Like the course materials, the course curriculum is prepared 

on paper. The implementation phase allows you to test your design by getting 

feedback during the training delivery process. Your feedback would come from 

yourself, learners, or observers. Questions include: “Does the course curriculum 

hang together?” and “Does the course meet the intended learning objectives and 

outcomes?”

4. Course modules. Just as with the course materials and design, the course modules 

are the written interpretation of what you should deliver. Your feedback consists of 

a self-analysis of the course modules, your experience during the delivery stage, and 

the reactions from learners or observers. Questions include: “Are the modules orga-

nized around a theoretical theme?” “Are the topics sequenced in logical order?” and 

“Does each module contribute to the course outcomes and learning objectives?”

5. Learning transfer. Both written and oral feedback about the transfer of learning to 

the workplace are important during the training event and as a post-training activity.

Questions include: “How effective was the transfer of learning to each learner’s work 

situation?” and “How effective is the learning transfer to the real world of work?”
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TYPES OF EVALUATION DESIGN
There are various types of evaluation designs. Data collection varies to suit different needs 

based on the details of a training program.

One-Shot Program Design
The one-shot program design evaluates a single group after completion of a training 

program and collects no data prior to the program. Many uncontrolled factors, such as the 

environment (time of day and place) and the trainees’ attitudes (energy level, accomplish-

ments, perceived ability to transfer the learned concepts, and thoughts about the training) 

might influence the design’s measurement and invalidate conclusions drawn from it.

There are two situations in which this design may be useful: when measuring the 

performance of a group for which it was not possible to measure performance before-

hand and when there is no significant knowledge, skill, or ability existing before the 

program is conducted.

Single-Group Pretest and Post-Test Design
The single-group pretest and post-test design goes one step beyond the one-shot program 

design by collecting data before and after the training program. To detect improvements, 

the learners’ knowledge, skills, or abilities before the program are compared with their 

knowledge, skills, or abilities after the program. The disadvantage of the pretest strategy 

is that it may sensitize learners to the training content, which might affect the post-test.

Single-Group Time Series Design
A single-group time series design is a series of measurements for evaluating training 

programs before and after the program. In this design, the experimental group serves as 

its own control group. The multiple measurements prior to the program eliminate the 

problems incurred when a separate control group is not used. Repeated measurements 

after the program allow for comparison of the initial results and enable measurement of 

the program’s long-term effect.
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Control Group Design
The control group design compares two groups: one experimental and one control. The 

experimental group receives the training program, whereas the control group does not. Data 

is gathered on both groups before and after the program. Comparing the results of the exper-

imental group to the control group assesses the effect of the training program. For this design 

to be acceptable, the two groups must be similar with respect to the selection criteria.

DECISIONS AROUND EVALUATION
An effective evaluation is essential to improve a program and demonstrate its value. One 

of the important considerations is when to evaluate. The evaluation and feedback process 

is necessary to ensure that the activities are directly related to the needs of the learners or 

decision makers. Evaluations assess both the outcomes of the training program and the 

components of instructional design and development.

Silberman and Lawson (1995) suggest that evaluation efforts should address what is 

happening in a training program and the possible effects on learning and the participants. 

They suggest an evaluation process that involves inquiry and decision making throughout 

the design and development processes. Make decisions in the following areas:
• The elements to be evaluated. Data can be gathered concerning: program 

content and design; trainer’s competence; learners’ knowledge, skills, attitudes, 
training facilities, and organizational results.

• The tools to be used to collect evaluative data. They may include  
questionnaires, observation, tests, reports, and interviews.

• The timing for data collection. Data collection may occur during  
pretraining, training, the end of training, and the follow-up period.

TYPES OF EVALUATION
There are two types of evaluation processes for measuring a training program’s effective-

ness: formative and summative.

Formative evaluation activities occur throughout the business justification, analysis, 

design, development, and implementation stages to identify required revisions.

Summative evaluation activities occur at the end of the training program delivery to 

determine if the training met the goals and objectives. Summative evaluation can include 
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performance-based evaluation, follow-up or longitudinal evaluation, and program  

effectiveness evaluation.

Table 13.1 can assist you in deciding which evaluation process you should use to measure 

program effectiveness. When you conduct a program evaluation, keep in mind that a good 

quality evaluation consists of a comprehensive data-collection effort and a consistent and 

conscientious attempt to revise instructional materials on the basis of these data.

There are four basic tactics for measuring results: experimental, critical incident, problem 

solving, and management information system.

The experimental approach emphasizes comparing trained and untrained, or pre- and 

post-trained learners (or some combination of both) on several predetermined measures 

of performance. After a reasonable period of time, the results are compared by using a 

descriptive statistical process. Because there are so many possible variables, both positive 

and negative correlations can occur by chance, especially if only a single outcome is being 

measured. The consequence is that you can’t necessarily rely on statistical results to prove 

your program’s effect.

The critical incident approach requires the trainer to solicit and collect specific incidents 

of improved performance from the trained population to show the effectiveness of the train-

ing effort. With this approach, a lot of evaluative information is generated, and if done in a 

systematic and logical way, you can continuously tie results to program objectives.

With the problem-solving approach, the trainer is involved in identifying, quantify-

ing, and solving high-priority problems, and the contribution to profits is easily measured. 

TABLE 13.1. TYPES OF EVALUATION PROCESSES

Type Description Method

Formative Type of evaluation that assesses the 
program before full implementation. 
Instructional designer usually conducts 
with small focus groups.

Test materials and instructional meth-
ods at each phase of the development.

Summative Type of evaluation that assesses the 
final training program or product after 
implementation (usually with Kirkpatrick’s 
levels model).

Determine degree to which objectives 
were met and the results after wide-
spread use of training.
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High-priority problems easily lend themselves to pre- and postmeasurement and provide 

high visibility. If training programs are based on clear objectives that have been developed 

by careful needs analysis and are directly related to profit-producing performance, then 

the results of training will invariably be quantifiable.

The management information system approach holds that looking at the effect of train-

ing should be part of an ongoing performance tracking and feedback system. Tracking and 

feedback should include attitude, after-training performance, and ongoing progress reports.

TRAINING TRANSFER EVALUATION
Transfer of training is the effective and continuing on-the-job application of knowledge 

and skills gained in training—both on and off the job, according to Broad and Newstrom 

(1992). Although learning is the planned outcome of any training program, the most critical 

event is to have the learner transfer the new skills, knowledge, and abilities to the job.

Learning transfer can occur in a variety of ways. Donald L. Kirkpatrick developed one 

of the most popular models. Table 13.2 describes the levels, the types of evaluation, and the 

key questions. Kirkpatrick identifies four levels at which training can be evaluated:
• Level 1, reaction (attitude or feeling regarding satisfaction and dissatisfaction 

with the training)

• Level 2, learning (observable or measurable behavior change in the classroom 
or training situation)

• Level 3, behavior (new or changed behavior, performance back on the job)

• Level 4, results (increased productivity, sales quality, or reduction in  
costs, accidents, grievances due to appropriate training that addressed  
the identified need).

At Level 1 you evaluate a learner’s reaction. Reaction sheets, or happy sheets, are the 

most popular mechanism for conducting this evaluation. This evaluation only measures 

how a person feels about the training, that is, happy or not happy.

At Level 2 you evaluate a learner’s mastery of the program content by using a test. This 

evaluation only measures the learner’s ability to answer test questions.

At Level 3 you evaluate a learner’s ability to transfer the learning on the job. This eval-

uation is difficult to accomplish unless you have had prior discussions with the learner’s 
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supervisor, and he agreed that certain mastery should occur in the learning and that the 

successful transfer of the training will be reported.

At Level 4 you evaluate the results of the training. This evaluation can only be accom-

plished if a well-defined training issue affecting the organization was identified and the 

training targeted the issue.

But how do you get from the four levels of evaluation to designing and conducting 

the course? Let’s consider evaluation methods. Table 13.3 shows when to measure, what to 

measure, and how to measure for successful learning transfer. The premise of Kirkpatrick’s 

evaluation model is that these four levels can be used to design and test how successful 

you were in presenting the information for the learners to master. In the role of the trainer, 

however, you can only manage and test successful transfer at Levels 1 and 2. Once you 

begin to assess the success of learning transfer at Level 3, you must include the learner’s 

supervisor. When you want to test the level of successful transfer at Level 4, you must start 

with a well-defined needs assessment statement, which defines a need that has a significant 

effect on the organization and shows training as the solution to the defined need. Once 

the training has occurred, you can test to determine the effect training had on that need.

TABLE 13.2. EVALUATING SUCCESSFUL TRAINING TRANSFER

Level Evaluates Description

1 Reaction How did the learner react to the course?

2 Learning How well did the learner apply the new skills  
and knowledge during the course?

3 Behavior What changes in job behavior resulted from  
the training?

4 Results What were the results of training on the 
company’s bottom line?

S ource: Donald L. Kirkpatrick and James D. Kirkpatrick, Evaluating Training Programs: The Four Levels, 3d. 
ed. (San Francisco: Berrett-Koehler, 2006).

To measure how well trainees absorbed the material covered in your training program, 

take advantage of a variety of assessment tools. The most effective assessment methods are 

checklists, questionnaires, and interviews.
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Checklists allow trainers, managers, and trainees to assign value to different train-

ing topics. The disadvantage of checklists is that answers are subjective, and, as such, not 

necessarily valid.

Questionnaires are used when evaluation time is limited and cost is a primary 

concern. Questionnaires can reach a large number of people and can investigate levels of 

knowledge, analyze skills, and elicit attitudes. Properly formatted questionnaires provide 

data for relatively easy statistical analysis. The disadvantages are that responses are subjec-

tive, there are difficulties constructing easy-to-understand questions, and there are prob-

lems trying to produce a valid and reliable format.

Interviews can be used with trainers, managers, and learners. The interview process 

can elicit information such as personal impressions about the quality of training and 

differences in performance. The disadvantages are that interviews are often time consum-

ing and expensive to design, conduct, and analyze.

Table 13.4 shows the advantages and disadvantages of several evaluation methods.

METHODS TO MEASURE BEHAVIOR
Changes in behavior can be evaluated using a variety of methods. Combining the meth-

ods may yield the truest picture of behavioral changes. Methods for evaluating behavior 

include performance tests, critical incidents, multi-rater 360 feedback, simulations, obser-

vations, and performance appraisals.

Performance tests contain actual samples of content taught in the training program. 

This type of test measures behavior changes that transfer to the work environment.

Critical incidents record significant positive and negative incidents to measure training 

outcome. An employee’s supervisor usually conducts this evaluation. The method measures 

positive and negative behaviors well, but midrange behaviors are difficult to quantify.

Multi-rater 360 feedback evaluates performance using self, peers, direct reports, 

management, and other relevant perspectives, such as those of customers and suppliers. 

The 360-feedback process can involve a multiple-customer approach. Traditional perfor-

mance management systems focused on one-way feedback: supervisor to employee.  

Business initiatives, such as total quality management, teams, and reengineering, have 

resulted in an additional focus on customers and added value. In response to these needs, 
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Level When to Measure What to Measure
Measure Used

Instrument 

1 During program (end of day)

End of program

Reactions

Pace and sequence

Relevance (content)

Instrument strategies

Interaction

Facilitator’s style 

Level of discussion 

Objectives met 

Environment

Knowledge of facilitator 

Participant interaction 

Registration process

Questionnaire

Individual response in class

Follow-up interviews

2 During the program

Pre and post (end)

Is learning taking place, 
and to what extent?

Teaching of content

Knowledge of participants

Knowledge tests

Performance tests,  
role plays, case studies

Checklists

Product tests

3 After the program

A few weeks to three months

On-the-job change Performance records

Performance contracts

Action plans

Interviews

Observation with checklists

4 After the program 

Three months to one year

Impact on organization Action plans Interviews 
Questionnaires 

Focus groups

Performance contract

TABLE 13.3. EVALUATION WORKSHEET
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Strategies Advantages Disadvantages

Written tests and 
assessments  
(could be pre or post)

• Provides documentation
• Immediate feedback
• Knowledge reinforcement
• Easy to administer
• Flexibility in timing
• Advanced organizer
• Reinforces knowledge content

• Creates anxiety and stress

• Difficult to construct

• Legal implications

Performance tests and 
assessments

• Allows for self-discovery

• Allows for application

• Can be an instructional strategy  
(case study, role play, etc.)

• Reinforces course content and skills

• Immediate feedback

• Behaviorally oriented

• Simulates the job

• Requires time

• Legal implications

• Training of observers and assessors

• Performance is affected by more 
than training (pretraining skills)

Skill tests and 
assessments

• Replicates the job

• Separates levels of dexterity

• Supports job standards

• Immediate feedback

• Allows for direct application of 
knowledge and skills

• Reinforces skills

• Determining level of performance

• Legal implications

• Availability of equipment

• Availability of room

• Training of observers and assessors

Work product test and 
assessment

• Replicates the job

• Allows for direct application of 
knowledge and skills

• Links to field supervisors or leads

• Supports job and product standards

• Subject matter expert involvement

• Reinforces skills

• Availability of equipment

• Disruptive to work environment

• High visibility and higher risk

• Legal implications

• Time consuming

• May take equipment out of service, 
impacting production

• Training of observers and assessors

• May be difficult to construct  
and assess

TABLE 13.4. GUIDELINES FOR EVALUATING LEARNING
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many organizations have implemented 360-feedback systems althoug some organizations 

have reservations about these systems. One criticism is that the process involves more 

people and takes more time and money to execute than most other evaluation methods. 

Critics also say that people rating the employee may not understand the total job 

requirements and environment. In addition, some critics say that the potential benefits of 

360-feedback systems are still unproven.

Keep in mind, however, that when multi-rater systems are well implemented, they 

provide feedback to the employees from the supervisors, peers, direct reports, and custom-

ers (internal and external). When such systems are based upon core competencies, they 

ultimately support the vision and values of the organization and the changing shape of the 

organization, the expectations of employees, and the increasing level in interdependence 

throughout the organization to achieve desired goals.

Simulations provide an experiential bridge between training and its real-world 

context. How well the trainee performs the simulation can be a measurement of training 

effectiveness. Simulations that reflect the work environment accurately can be expensive 

to construct.

Observations assess complex performances that are difficult to assess by means of 

questionnaires, interviews, or simulations. A problem with this technique is that it must be 

properly structured for quantitative data collection. An observation checklist is organized 

to list categories and frequency of behavior to be observed. The checklist becomes the 

instrument used to help quantify performance.

Performance appraisals evaluate how well employees measure up to various perfor-

mance standards. During a performance appraisal, the supervisor compares the actual 

performance to the performance standards and judges whether skills taught in training 

are practiced in the workshop.

Progress toward organizational objectives will tell management whether training is 

working well. Training should advance the company toward its mission. If the bottom line 

is improving, management may approve more funding for training. If the company isn’t 

closer to meeting its objectives, training may be viewed as ineffective.
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EVALUATION EFFECTIVENESS
For evaluation to be effective, several things must be present:

• Evaluation must be linked to the needs analysis to determine any present and 
anticipated problems and opportunities.

• The feedback must be timely. The evaluation data must be given to the appropriate 
people while the training program and potential problems are still current.

• Evaluation data must be collected on an ongoing basis throughout the training 
process, summarized right after the training, and acted upon immediately.

• The training environment must support change. The effectiveness of an eval-
uation system is contingent upon a training environment that allows change. 
An environment that is not supportive of change could result in a situation in 
which trainers are not obligated to improve training.

Ongoing data collection is essential for ensuring evaluation effectiveness. The data 

document changes in performance, instructors’ effectiveness, learning, and the like.  

Interviews, observations, questionnaires, and tests provide the information you use in 

establishing a benchmark with which to make design decisions. This benchmark can then 

provide the basis for a discussion with management about the need for a training.

Once you collect your information and share it with management, management must 

then decide on the value of the training. Trainers and the instructional designer should 

help interpret the data by suggesting ways to correct any problems that turn up in the 

performance study.

There are two basic kinds or categories of data: hard and soft. The primary measure-

ment of improvement is hard data, which is presented as rational, undisputed facts. The 

ultimate criteria for measuring the effectiveness of management rests on hard data items 

such as return on investment, productivity, profitability, cost control, and quality control. 

Because changes in the data lag behind changes in the condition of the human organiza-

tion, it is very useful to supplement these measures with interim assessments of attitude, 

motivation, satisfaction, and skills. These soft data items are more difficult to collect and 

analyze, but are used when hard data is not available.
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There are three basic models for data collection: pre-experimental, true experimental, 

and quasi-experimental.

1. The pre-experimental model doesn’t adhere to the tenants of basic experimental 

design. A common example is an evaluation that consists of only one group that 

participated in a training program and then was evaluated without being compared 

with another group. One way to improve the method would be to test learners 

before and after the training program, because that would reduce one source of 

possible evaluation error. There remains the problem of attributing to the training 

program the results of the test. The single-group post-test only and the single-group 

pretest are both considered pre-experimental models.

2. True experimental models have a comparison group that is equivalent to the train-

ing group because each person is assigned to a group by a random process. Random 

assignment increases the probability that the groups are equivalent in every way 

except that only one group participates in the training program. The problem with 

implementing a true experimental model is the difficulty with random assignment 

and the problem of withholding the instruction from the comparison group.

3. The quasi-experimental designs differ from the true experimental designs in 

that they don’t have random assignment to the training group and comparison 

groups. One commonly used quasi-experimental model has two groups that are 

not assigned at random, but that are constituted to be as close as feasible. Another  

possible quasi-experimental model uses multiple measures on one group over time. 

In this approach, the evaluator takes several performance measures before the train-

ing program begins, and then takes several measures after its completion and exam-

ines the data for trends.

Data-collection information must be valid and reliable, which requires sound develop-

ment and use of the instruments. According to Jack Phillips (1997), there are four ways to 

determine if an instrument is valid: content, construct, concurrent, and predictive validity.

1. The extent to which the instrument represents the content of the program is content 

validity. Low-content validity means the instrument does not represent a true 
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summation of the program content. High-content validity means the instrument 

represents a good balance of all the program content.

2. Construct validity refers to the degree to which an instrument represents the 

construct it is supposed to measure. The abstract variable that the instrument is 

intended to measure, such as the skill, attitude, or ability, is the construct. Construct 

validity can be defended through expert opinion, correlations, logical deductions, 

and criterion group studies.

3.Concurrent validity is the extent to which an instrument agrees with the results 

of other instruments administered at approximately the same time to measure the 

same characteristics.

4. The extent to which an instrument can predict future behaviors or results is  

predictive validity.

A reliable survey instrument is one that is consistent enough that subsequent measure-

ments of an item give approximately the same results. A test or survey is considered reli-

able if it yields consistent results at two points in time. This assumes that there have been 

no major changes in people or circumstances and no intervening treatments.

REVISE THE PROGRAM
During the design and development process, check the program objectives and test the items 

that you prepared as a first step in this instructional training system process. Remember,  

the training system model establishes the blueprint for the design and development of  

your training. The model dictates the sequential steps involved in developing and evaluating 

your training.

Evaluation results usually indicate the area to be revised. In a majority of the cases, revi-

sions surface in the area of timing, content, activities, or course materials. The materials may 

be handouts, participant workbooks, overheads, or wall charts. Once you’ve identified one or 

more areas to be revised, review the training system model and check your data against the 

step in the model where the deficiency occurs; you do not have to revise your entire training 

program, just the step that indicates a problem exists.

If an objective statement is faulty, the revision would start at the analysis stage. Or, the 

trainer might suggest that the content covered in the training program or that the activi-
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ties that were designed and developed to meet the learning objective need to be revised to 

meet the learners’ needs or, more specifically, the defined learning outcome. If a module is 

poorly organized, then the revision starts at the development stage. In many cases, evalua-

tion will include an analysis of end users’ interaction with newly learned skills.

To test the effectiveness of training, such as the use of a job aid, observe how well users 

can perform selected tasks. By conducting this step, you can provide valuable feedback to 

the training designer. For example, users’ problems may reflect a poorly designed software 

interface rather than a poorly designed job aid.

In these situations, the ultimate goal is to use the evaluation process as a vehicle to 

identify how the software may be improved, thereby reducing or eliminating the need 

for training.

REVIEW THE FINAL PROGRAM WITH MANAGEMENT
After the program’s outcomes have been clearly delineated, it is important to design a 

system that will monitor the results achieved both in qualitative and quantitative terms. 

The outcomes to be tracked should be mutually agreed upon by the client and the trainer. 

The system must then tackle both on-the-job behavior change and bottom-line influence 

on the organization.

SUMMARY
The evaluation provides feedback to the trainer and to the learners. It allows you to deter-

mine the effectiveness and efficiency of your training program through the design and 

delivery stages. Although there are many types of evaluations to choose from, depending 

on the goal of the training, there will always be a best type of evaluation. Therefore, even 

though evaluations often occur at the end of the training, they should be considered when 

the training is being designed.
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CHECKUP EXERCISES
1. What are the four reasons to evaluate a training program?

2. When you are working on the design and development process, should you 

continually check back to determine if the program objectives and test items  

are appropriate?

3. Does the training system model establish a blueprint for the design and  

development of your training?





PART I I I

DESIGNING T IPS
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14
Toolkit: 

Tips and Techniques

Chapter 4 introduced you to the training system model (see Figure 4.1). This tool of the trade 

is a step-by-step guide for designing and developing successful trainings. By taking train-

ing one step at a time, the trainer or designer can ensure that the training is appropriately 

designed and meets the needs of the learners and the sponsoring organization.

TIP 1. CONSULTING AND CONTRACTING
Being a training consultant is not just a title. You are a business. Being in the training 

business requires planning, marketing, and financial management. Being a professional 

training consultant means that you are in this business full time, not just until you can find 

a so-called real job. Training consulting is a real job, and, generally speaking, running a 

training business is more demanding than many other so-called real jobs.

TIPS ON CONSULTING
Before you begin your consulting business, examine the market around you. Determine if 

the industry has a need for your services and if it is willing to pay for you to perform a service 

that you can provide. At first, you’ll probably perform a variety of duties until you decide that 
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you have found a niche. Finding your niche takes time, research, thought, marketing, and 

trial and error. But, eventually you will carve a market share for your business.

Realistic evaluation of your ability to reach potential customers is important. Having a 

network of people is critical if you expect an adequate income. You need to be self-directed 

and disciplined. Each day you must do work—making a client contact, developing a client, 

and working on a project or self-development. No day should be a vacation day.

SELF-MANAGEMENT
If you are just beginning as a consultant, you should have an adequate income to carry you 

through the first year or two so you can survive on your own without counting on winning 

a big contract. If you don’t have that kind of income, get yourself an adequate financial 

cushion. You can’t be truly effective in your new business if you are constantly worried 

about money and making payments each month.

CONSULTING CYCLE
The consulting cycle is simple to understand. You make a presentation to a potential client. 

You negotiate the fees and arrangements for payment. You perform the service, and you 

submit an invoice.

CONSULTANT TIPS
It takes the following skills and attributes to be a successful training consultant:

• specific, valuable experience and expertise

• ability to make sales calls and manage the sales process

• good telephone skills

• good people skills

• good organizer of time

• self-starter (every day)

• ability to handle finances

• flexibility

• belief in self

• contacts

• comfortable working alone
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• patience and respect for all points of view

• ability to know when to seek advice and accept help

• business and market sense

• code of ethics.

CONTRACTING TIPS
Here is a list of events and activities that you should review before you meet your client or 

conduct a personal survey activity over the telephone.

1. Client’s needs: Talk with the client to determine what is needed and wanted. 

Also through discussions with the client or your own observations determine: the 

client or company norms, the mission of the organization, and the backgrounds of 

the perspective learners.

2. Time constraints: Determine the number of training days, typical training sched-

ule, beginning and ending times, and lunch arrangements. Also, discuss the spacing 

of training days and the pacing of material.

3. Location: Suggest that training take place at a neutral location away from the office 

and telephones. Prior to training, visit the site and look at the physical setup, equip-

ment, and comfort of the proposed meeting site. Also, check the room layout to be 

sure it suits your needs.

4. Trainees’ roles and experience: Determine the roles on the job and what previous 

training programs the learners have attended.

5. Trainer’s roles: Establish the trainer’s role and responsibilities. Also, be sure trainers 

have access to key stakeholders in the organization.

6. Group size: Determine the size of the group and decide which method you will use 

to create work groups and learning communities within the training event.

7. Opportunity for follow-up: Establish whether there is a chance to meet with the 

learners and the organization to measure the return on investment of the training 

time and dollars.

The contract meeting has three stages:

1. Opening: In your introduction, establish the need for the meeting. You might also 

want to develop an agenda for everyone to follow.
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2. Body: In this stage, present your findings and determine whether the client’s interest 

or needs match your portfolio of skills (and interests).

3. Closing: Summarize the important things that you provide the client. Make sure you 

have a power close.

TIP 2. RESPONDING TO A TRAINING REQUEST
A major portion of your training design time will be devoted to requests that you receive 

from managers. Figure 14.1 shows the steps that the trainer goes through when investigat-

ing and responding to a training request.

FIGURE 14.1. FLOW CHART

TIP 3. DESIGNING TRAINING PROGRAMS WITH A TEAM
When a training staff works together to design a program, it must achieve a high level 

of efficiency and creativity. If the staff members for a training program are new to one 

another, initial time (perhaps as much as an afternoon or an evening) should be scheduled 

for them to do their own team building. A much-needed tool is a guide for staff members 

that not only describes what should be done but also suggests the sequence to be followed.

• What is the need? 
• Is there a problem? 
• Is it a training issue? 

Assignment Interview clients 
(manager and users) 

Job-task flow, include conditions, 
enable knowledge 

Who is my audience? 
• experience 
• motivation 
• preparation for training 

What are my objectives? 
• results driven 
• client forecast 
• innovative 
• team centered 

Validate with client 

What are tasks? 
What are performance 
elements? 
What are prerequisites? 
• skills 
• preparation 
• management support 

How to incorporate 
testing and evaluation 

Develop trainee 
materials and 

instructional materials 
such as manuals 
and wall charts 

Identify activities, 
resources, and tests 

and include 
alternative plans 

Design program 
and modules Validate with client 

Course design 
report 
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The staff typically must keep in mind the following considerations as it prepares a 

training event. Here are 10 easy steps to guide the group through the process:

1. Evaluate the documented training needs.
• What data do you have on the participants’ jobs, home environment, age, 

gender, and levels of skill?

• What are the participants’ expectations for the training program?

• Has a proper questionnaire been administered?

• Has the team seen the program announcement?

• What is known about the participants’ motivation and readiness?

• What further information does the team need to obtain at the beginning of  
the program?

2. Set training goals.
• Discuss and write a set of goals for the program, usually not more than five, and 

have them ready for use in the first session.

• Agree among yourselves on the difference between goals and objectives.

• Be explicit about values, methods, and ground rules.

• Establish the trainer’s responsibilities with the design team.

3. Assess staff resources and skills.
• What training aids have staff members brought with them?

• What special skills and interests exist among staff members?

• If certain unusual modules are needed, who can handle them?

• What resources are required to develop the training response?

4. Select training strategies, and prioritize the order for the program events.
• This is the heart of the design: What should come first, second, and so forth?

• Block out the time schedule on a wall chart, and start filling it in.

• Begin with known elements, such as meals, breaks, and beginning and  
ending times.

• As other elements are filled in, look at the schedule’s balance, flow, and required 
energy level.

• Mornings are better for theory; afternoons are better for activity; evenings are 
better for nonverbal events.
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One thing should lead to another. Will the experience of the  
participants be one of growth and development, or will it seem to 
them that they are getting a series of unconnected inputs?

5. State the objectives for each module of the program.
• This may be done by the staff, through discussion, or by the staff members 

responsible for a specific module.

• Ideally, the objectives should be specific and measurable: “By the end of this 
period you should be able to. . . . ”

• Present objectives to participants at the start of each session. Knowing where 
they are going will help them learn better.

6. Predict the time schedule for each element of the modules.
• Each element in the schedule should be specific: introduction, 10 minutes; 

forming groups and giving instructions, five minutes; working on the task,  
40 minutes; and so forth.

• On a larger scale, make sure that sufficient time is available for what is planned 
for each training element.

• Make use of time. Consider how much time the training requires. If you don’t 
have enough time, cover less. The participants will not learn anything if they are 
hurried through the learning process.

7. Allocate a staff member who will be responsible for each element.
• Generally, all staff members participate in the first session. Planning this session 

often takes a large portion of the total planning time. At this meeting, it is best 
to establish the roles and responsibilities of the members and the expected level 
of participation. Send a follow-up memo of the discussion and agreement of the 
roles and responsibilities the next day. Do not wait more than a week. Things 
change. People forget.

• For subsequent modules, individual staff members or pairs volunteer to  
take responsibility.

• All staff need not participate in planning every session.

• No one should be overburdened or underused. This is a good time to establish  
a norm regarding when and how staff members can help one another. For 
example, they must decide whether it’s OK for other staff to interrupt when  
a staff member is doing a presentation.
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Schedule time for planning and checking sessions with the staff. Few 
programs run their course without alteration. When will the staff get 
together? Can it be done during working hours so that meetings will 
not consume all available free time or go on late at night?

8. Assess the logistical elements.
• What are the elements of the training location—large room, small room, 

comfort, convenience?

• What type of materials are needed—handouts, pencils, wall charts, name tents, 
markers, dvds, reference materials?

• What are the housekeeping details—breaks, meals, hotels?

• What administration tasks need to be completed—registration, money, travel, 
personal supplies?

• Is there time for recreation—indoor-outdoor resources, alone time,  
socializing time?

9. Define the primary clients’ concerns.
• Who is the primary client? Who is paying for the training?

• What are the client’s expectations? How will you communicate?

• So far, does your design meet the expectations?

• What contact will you have with the client before, during, and after  
the program?

• Will the client be expected to take action as a result of the program?

• Are you and the client clear on your contract?

10. Provide for an evaluation.
• Will you evaluate in the following ways as part of the design:

— by obtaining postmeeting reaction sheets for each module
— by obtaining a daily rating of satisfaction or learning
— by obtaining an end-of-program evaluation?

• Who is going to do the preparation for each of the evaluation methods?

• Is there any provision for follow-up?

• Is there a requirement for a report to the primary client?

• Do you anticipate that the design as planned will meet the goals stated?



CHAPTER 14

244

TIP 4. DEVELOPING COURSE OBJECTIVES
Course objectives should represent a clear statement of what participants should be able 

to do after they’ve received the training. This information comes from your task analysis. 

In practice, therefore, you will have at least twice as many statements as you have tasks on 

your list. These statements will have the following characteristics:
• An objective says something about the learners. It does not describe the 

resource materials, the trainer, or the type of learning activity.

• An objective describes the learners’ behavior or performance. It does not 
describe the performance of the trainer or what the learners are expected to 
know or understand. If you use the verb to understand, you must go on to 
explain what learners are expected to do to demonstrate that understanding. 
Whatever it is you mean by understanding would be defined in the sentences  
to follow the general one.

• An objective is about outcomes. It describes an action, not the process the 
learner went through to get there. The objective describes what the learner is 
expected to be like at the end of the training, rather than the process the learner 
used to get to the end.

• An objective describes the conditions under which learners will perform the 
terminal behavior. Remember, anything that the learner will use to perform 
the task must be defined in the objective statement. For example, a learner will 
answer three problems with the use of a calculator.

• An instructional objective also includes information about the level of  
performance that will be considered acceptable. If a learner is expected to 
perform a task within five minutes at the end of a module, this must be stated  
as part of the objective.

Following are three examples of objectives (Mager 1975):

1. Given an unfinished metal casting, the learner should be able to surface, drill, and 

tap according to the specifications indicated on the attached blueprint without 

error in three of five demonstrations.

2. Provided with an outdoor television cable dish kit and appropriate tools, the learner 

should be able to install the dish and connect the input lead to the telephone line 

connection. Performance will be judged correct if the dish installation is completed 

according to trade standards and if the selected cable channels function.

3. A forest ranger learning how to identify fire hazards should:
• Performance: Be able to point out forest fire hazards in a forest area.
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• Behavior: Identify dangerous conditions by pointing.

• Conditions: The learner must have access to forest areas and be exposed to 
dangerous conditions determined by the instructor.

• Criteria: Given a descriptive list of dangerous situations, rank them according  
to most to least dangerous.

TIP 5. CONSTRUCTING A COURSE
The most critical part of a training course happens before you enter the training room. 

Here’s an overview of the essential design, development, evaluation, and administration 

steps. In the design phase, you plan the course. In the development phase, you create the 

materials and training activities. Evaluation can occur during the analysis, design, devel-

opment, and implementation phases of instructional development, depending on the type 

of evaluation. The administration step ties together all of the course elements.

DESIGN
A course design is a guide for developing the training scheme and the learning activities. 

You develop this scheme on the basis of the learning objectives that you wrote after you 

conducted the needs assessment.

The course design plan should specify funding categories, such as personnel, equip-

ment and supplies, and facilities. In addition, consider the total budget for the training. 

Define the scope of the course, and develop a project plan that specifies people’s roles and 

responsibilities and deadlines for course development.

The final equipment and supply list will emerge only after the lesson plans have been 

completed, but an estimate of the costs should be included.

Objectives
The first step in the course design phase is to determine the training course objective. The 

course objective states the purpose or benefits of the course; learning objectives state what 

the learners should know or be able to do after the course; and enabling objectives describe 

the steps that the learners need to master to achieve the learning objective.
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Description
Writing a statement for the course objective is like putting a word puzzle together. Some 

words you know, others you don’t. Here’s a list of the information you should include in 

the description:
• why the course is needed, including expected benefits and value of the benefits

• who is involved, including the intended trainees, subject matter experts, super-
visors, consultants, and suppliers, as well as their availability for the project

• what the course will cover, including general course content, skill and knowl-
edge areas to be improved, an explanation of how the skill and knowledge 
areas have been identified and analyzed, and descriptions of how learners will 
demonstrate the new skill or knowledge

• how the content will be arranged in sequence and what strategies will be used to 
engage learners in the learning process

• how much the training course is expected to cost and how it will be funded, as 
well as any areas in which cost savings may be realized.

Course and Module Design
During the analysis phase, you identify whether certain tasks are subordinate to others 

that must be performed in a certain sequence or are unrelated to them. Therefore, you 

must design the order in which the information will be presented. To maximize the learn-

ing, you’ll develop a scheme to present this content. Here are a few strategies:
• hierarchical, in which learners receive an overview of the course content before 

moving to specific elements

• sequential, in which learners are taught steps that lead to a given conclusion

• job order, in which learners are taught tasks as they would occur on the job

• priority order, in which the skill or knowledge areas that are essential to task 
completion are taught first

• topical order, in which instruction is knowledge based but not sequential, such 
as the benefits of a new product.

Instructional Strategy
Choose a strategy for each of the learning objectives. The strategy should include the 

enabling objective and an outline of course content, media, expected feedback mecha-

nism, and level of evaluation and method. The time you invest in planning this stage will 

ease the development process.
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When making decisions about which media are most appropriate to convey the 

message, assess the costs in a variety of ways to determine which option best suits the 

investment you’re willing to make. Consider, for example:
• whether you’ll have to spend a significant amount of money to buy, rent, or 

purchase a product

• whether you’ll have to spend a significant amount of time to locate, create, or 
develop a product

• whether you’ll need assistance from outside the training department, such as 
from vendors.

Once you’ve made these decisions, you are ready to move to the development phase.

DEVELOPMENT
During the development phase, media and materials will be located, selected, or created. 

Among the items that need to be gathered, created, or designed are:
• instructional guides, such as lesson plans, which serve as bridges that lead from 

one instructional activity to the next

• integrators that serve to tie activities together and align them with the learner’s 
prior learning

• administrative aids, such as participant rosters, maps, checklists for materials 
and equipment, and name tags for learners

• learner guides, such as text, workbooks, and job aids

• evaluation materials

• activity aids, such as checklists, role-play scripts, case studies, and laboratory 
exercises

• equipment and supplies, paper, dvds, dvd players, computers, wall charts, mark-
ers, and spare equipment parts.

EVALUATION
An evaluation may be formative or summative, but it must be tied to the course and the 

learning objectives. A formative evaluation continues throughout the analysis, design, 

development, and implementation phases of instructional development. A formative eval-

uation plan describes the means for improving a course and assessing learners’ training 

progress and attitudes toward the training. A summative evaluation occurs after course 



CHAPTER 14

248

completion. A summative evaluation plan describes such measures as post-training 

performance, turnover, and customer comments.

By answering questions about tasks, topics, learning activities, materials, tests, and 

productivity, evaluations can lead to course refinements. Evaluations can be conducted at 

the objectives level through tests of learners’ mastery of the enabling objectives or the  

learning objectives. Evaluations also may be conducted by using group-related and 

enabling objectives. The trainer executes this method by asking each group of learners to 

write one question on any topic or issue that they feel needs to be clarified. The trainer can 

either answer questions posed by each group, or rotate each set of questions and have each 

group of learners answer a neighboring group’s question. After completing this step, the 

trainer should take note of anything that seems to be a design course or material devel-

opment issue and share it with the course designer. It could be that material needs to be 

added or deleted to ensure that the evaluation adequately tests the learners against the 

standards for the targeted objective.

ADMINISTRATION
Course administration ties together all of the course elements—the enabling, learning, 

and course objectives. This is the last step before the course presentation. At this stage you 

add bridges, special learning activities, and variety.

Among the items to be considered are the following:
• Activity sequence: What were the learners doing immediately before the 

presentation of the objective? What will they be doing immediately after? What 
relationship exists between the previous and subsequent activities? Are the 
learners aware of the relationship? Is there a logical transition from one activity 
to the next?

• Directions: What instructions will the trainer need to convey the information 
or content? How specific should they be? What instructions do the learners 
need to complete any participatory activities? How will tests be conducted?

• Materials: What visual aids or handouts are needed? Are they in order and 
ready when required? Are all supplies available? Are props such as models or 
reference books handy?

• Hardware: What kind of equipment—models, dvd players, wall charts, 
computers—is required by the content? Are they in good working order? Are 
spare parts or alternative methods available in the event of equipment failure?
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• Special environments: If a training program requires a special environment, 
like a computer lab, is that environment available?

• Class management: What are the requirements for conducting the course, 
for example, the optimal number of learners? What seating arrangements are 
required? Is special access needed for any handicapped learners? Will lunch or 
coffee be served? How will this service be handled?

• Required records: The course design document will detail what course records 
will be kept, how, by whom, and for how long. Training records may be kept on 
paper, computer disks, or CDs. Original or back-up records may be maintained 
in the training information system or the planning or legal departments.

• Standards of performance: Training designs should be performance based, 
that is, the training should focus on mastery of skills that can be immediately 
transferred back on the job.

Original training records or copies may need to be forwarded to a government agency, 

private regulatory group, or professional agency that issues credentials. Record retention 

and destruction schedules may be established by law, organizational policies, or the design 

team’s recommendation.

During development, any documentation materials could be copied. For example, the 

training department probably has a standard, daily attendance form that needs only to be 

copied. But a new legally mandated course might require a form that documents employ-

ees’ attendance in specific units of a course.

An organization will typically keep a history that shows responsibility for various 

aspects of course development, such as form samples, course design document, and lesson 

plans; budgets; attendance by learners, trainers, facilitators, and guests; and evaluation 

records about individual participants, instructor’s performance, and course effectiveness  

or efficiency.

The standards of successful job performance must be clear to the learners, and success 

in training should be measured by the successful transfer of learning. Successful training 

programs are designed around what the learners need to know and how to transfer the 

learning into on-the-job performance.
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TIP 6. DEALING WITH DIFFICULT SITUATIONS
Every training session is different, and every learner is different. Here are some of the most 

frequently occurring difficult situations, along with ways to resolve them.
• The group remains silent. There are times when groups are silent, and that’s 

fine. Other times, when groups should be interacting and engaged, they look 
at you with dead stares and keep silent. This is a scary situation for the trainer. 
One thing you can do is check it out. Ask the group if there is a reason for their 
silence. It could be that they don’t understand what you are presenting, or that 
your method of delivery is one they’re not familiar with.

• Things are moving too quickly. Sometimes the group picks up something that 
you have said that relates to the material that you’ll cover later. You can respond 
simply and state when you are going to cover it, or if shifting the piece of infor-
mation or module makes sense, you can insert it during the current discussion. 
Not all learners are comfortable with taking things out of the design sequence, 
however, so you might request a show of hands on whether to change the order.

• Things are moving too slowly. The group may not be motivated to listen to 
your topic, or the group may have expected you to present something other 
than what you are presenting. If this occurs during training and it seems to you 
that the information is too basic, try to build on things the participants already 
know; don’t speed up your presentation, but encourage trainees to partici-
pate. Situations like this are good times to develop an in-class game, conduct a 
competitive team answer quiz, or find another way to enliven the lesson.

• A talkative learner is in the group. This is fine unless the person dominates every 
conversation. One suggestion is to enlist that person’s help as an expert. Another 
idea is to talk with the person during the break, acknowledging expertise and 
suggesting that you work together so everyone has an opportunity to participate.

• A silent learner, one who does not ask questions, is in the group. Don’t jump 
to conclusions about silent learners. Although it appears that they’re not listen-
ing or participating, they might be auditory learners who listen, process, and 
only ask questions or make comments when it is essential for clarifying some-
thing that is confusing. If one is in the group, first observe her learning style. If 
you find the situation is not due to learning style, try to bring the person into 
the group. Assign her to a caring participant or group. Tread cautiously. Start by 
asking fairly easy questions or ask the person to share an experience. If all else 
fails, during the break you might ask the person in a private conversation how 
the training is going. Find out if there is anything the person might need.

• A typical know-it-all is in the group. The know-it-all corrects everyone con- 
stantly, sometimes you. Don’t kill the person on sight. Find out what’s going on. 
Or as happens in most group situations, the group will sort this problem out  
for you.
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• A session is getting sidetracked. Sometimes a conversation starts in the right 
direction but finishes up in the wrong place. Acknowledge this, and get the 
group back on track. You might want to have a person in the group monitor 
those side trips. Have someone in each group record issues that need attention 
and place them to the side until you can address them.

• The trainer and a learner have personality problems. Occasionally you’ll have 
a personality clash with one of the participants. The professional trainer must 
ignore this and continue treating that participant in a normal manner. Avoid 
letting the group see the problem.

• Participants have personality problems. Personality problems do occur in the 
classroom environment because people don’t leave their personalities at the 
door. If arguments start between participants, cut in quickly. Ask others for 
comments on the issue. Try to keep the personalities separated. If the situation 
is not resolved, have a frank discussion with both parties during the break.

• A rambler is in the group. Some people learn by speaking. A rambling partic-
ipant could be this person. Practice good active listening techniques. Ask the 
rambler for the bottom-line message so that the whole group might participate. 
Be patient. Be polite yet firm in bringing the discussion to a close.

• An arguer is in the group. This person might also have to be put in the trainer’s 
blind spot. Most of the time, the group will take care of this personality type. 
Use your judgment. You could suggest that the discussion continue after class or 
that the class devote some time for the specific issue during a lunch discussion.

• A complainer is in the group. If the complaint is not something that must be 
addressed, you could explore the issue briefly, but don’t waste the group’s time 
on it. If you get complaints about the organization, let the participants know 
that this is not the correct forum to discuss a change in policy.

• Side conversation takes place during training. Although I’ve seen some 
trainers ask people who talk during training to share their conversation, I don’t 
suggest this at all. Instead, change their seats or talk to the people, but don’t 
gang up on them. In this kind of situation, the group will always support the 
learners, no matter how badly they’ve behaved. Polite, non-threatening action is 
the way to handle any situation.

• A learner gives a definitely wrong response. Don’t embarrass the person by 
saying the answer is wrong. Acknowledge the person’s point of view, and suggest 
considering some additional data. Or you could use the correct information in a 
summary of the person’s response. Some trainers suggest asking the participants 
for their comments, but be careful with this strategy. They may embarrass one 
another or become contentious, and you may not have the power to resolve  
the dispute.
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TIP 7. TRAINING TYPES
An easy way to design a training event is to use a template. Over the years, I have observed 

that a dynamic exists in training and learning. Basically, the training event process occurs 

when the trainer drives the learning event, meaning that each step of the event is controlled 

by the trainer. The other template you can use to develop training is to have the material 

drive the learning process; the sequence of the learning event is dictated by the way the 

topic is organized and sequenced for training delivery.

TRAINING FORMATS
There are two types of training strategies: learner-centered and trainer-centered. In learner- 

centered training, learners control the learning process. They set the pace and the amount of 

material to be covered. The trainer and learner typically have two-way communication and 

a collaborative dialogue. Distance learning courses are learner centered.

In trainer-centered learning, the trainer establishes the format, the content, and the 

timing. Lectures are trainer centered. Communication is one way, and the trainer controls 

the dialogue.

The most common training formats are:
• Classroom: This is a traditional approach to training. In most cases, this  

is structured seating, usually in rows, with a given agenda and little active  
movement. The classroom style is conducive to lectures.

• Outdoor adventures: This learner-centered format is sometimes referred to  
as an adventure learning event. The military has used this format. This method  
has been used for building team training and leadership development. To be  
effective, it must be linked to meaningful classroom input and an extensive 
debriefing session. Also, make sure you look into insurance liability before you 
decide to develop your program using this method.

• Computer assisted: Sometimes called computer-based training or programmed 
learning, this learner-centered method teaches people material at computer 
workstations in a programmed way; the lessons in the programmed learning are 
usually designed and developed as action-based, or step-by-step tasks. With the 
spread of computers and online workshops, this process provides flexibility so 
that learners can control their pace. The disadvantage is that learners are most 
often alone during the sessions. If you are thinking about using this method, 
conduct a thorough cost analysis to determine the need and the magnitude of 
the use and stability of the information (avoid constant updates) before making 
the investment.
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• Training media: These include video projectors, wall charts and PowerPoint 
presentations, which are used in trainer-centered formats; videos and LCD 
screens can be used in either learner- or trainer-centered formats. When using 
instructional media, aim for a variety in both method and media to break up 
the learners’ experience and enable the training message to get through on 
different levels.

TRAINING ROLES
Trainers have to wear different hats. In some companies, a trainer will be able to share 

responsibilities with other people in the training department, but in other companies one 

person may have several roles. A subject matter expert will be able to assist a trainer in 

areas where the trainer does not have expertise.
• Trainer: The role of the trainer is to facilitate learning so that learners can 

acquire the key competencies presented. A trainer should be good at presenting 
information so that the attention of the audience is held and the information is 
accurately conveyed.

• Method expert: As a trainer, you must exercise sound, professional judgment 
about the best process in presenting and facilitating learning. Becoming  
competent with a variety of learning techniques should be your constant goal 
and part of your professional development plan. Watch other trainers, attend 
training events, read about training, and share ideas with other trainers. Take 
risks by trying different training methods and experimenting.

• Group manager: The role of the group manager takes a while to acquire. Subject 
competency can be acquired fairly quickly, but group facilitation skills take 
much longer. A good, experienced facilitator has a skill of enormous power and 
is able to harness the synergy within the group to achieve powerful and lasting 
learning. It is a competency you should strive to acquire, and it is best acquired 
through practice.

• Subject matter expert: The subject matter expert knows the content and task 
well and is responsible for providing information about them. Whereas the 
trainer is responsible for designing and developing the content and process so 
that trainees comprehend and use the information provided, the subject matter 
expert is the quality control person who ensures the accuracy of the training. 
The subject matter expert is your partner in designing and delivering training.
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TIP 8. CREATING GAMES, SIMULATIONS, AND ROLE PLAYS
Through games, simulations, and role plays, learners can discover learning outcomes on 

their own, without being told everything. The ultimate outcome is to improve learning.
• Games: A game is an activity, illustration, or exercise that can support the point 

the trainer presents. Typically, games are brief, nonthreatening learning events in 
which all learners participate. They should have simple, uncomplicated directions 
and a stated purpose that are consistent with the key competencies being taught, 
and, in most cases, they should be fun.

• Simulations: Sometimes referred to as case studies in action, simulations  
are highly participative, used mainly to teach skills, and linked to real-world  
situations. Simulations can be simple paper mock-ups or an exact replica of  
something like a tractor or nuclear reactor. Flight simulations in which pilots 
learn flying skills and procedures for dealing with emergency situations, for 
example, are realistic imitations of the real world. Another example is an in-box 
exercise for managers or office producers in which an entire office process is  
replicated with assigned roles, dialogues, and feedback mechanisms.

• Role plays: A role play is similar to a simulation. Normally the only prop needed 
for the role play is a script or short case study or problem that the learners will 
act out. The problem is usually related to a situation at work that involves the 
players. After the role players have identified the problem they act out the parts 
either as they would normally or by trying new behaviors. Following the role play, 
the players, as well as other group members, provide feedback by identifying good 
and bad points, suggesting other forms of behavior, and recommending other 
alternatives. In a training situation, use this method of instruction selectively. 
Carefully judge the appropriate time for it because learners get bored with the 
format. Vary it by using other peripherals or methods.

TIP 9. USING INDIVIDUALIZED INSTRUCTION
Successful individualized instruction requires the completion of four major phases. Each 

phase is equally important and should be completed in sequence to ensure that you obtain 

the expected results from the training event. Omission of any of these phases can seriously 

affect the effectiveness of the tutorial program. Following are descriptions of each of the 

four phases:

1.  Preparation: Ask the learners to define the problem or areas of need; have them 
do the necessary analysis to ensure that there is a focused training need. Take 
the defined needs and develop a list of targeted training topics. Check this list 
with the learners. Once you have a list of targeted topics, ask the learners to do 
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a job breakdown. Learners must identify with their specific needs for training 
before they can comprehend the whys and whats of their job. You can use the 
job breakdown to establish the design of your training course and cluster your 
proposed training topics.

2.  Presentation: Once you have provided the initial rationale as to why the  
topics are sequenced and how each piece of information you are presenting  
is aligned, you are ready to begin the tutorial. The tutorial consists of the 
following three steps:

• Step 1: Show and tell how it is done.

• Step 2: Demonstrate while asking the learner to explain why it’s being 
done the way it is.

• Step 3: Tell the learners what to do, and have them do each step while 
explaining how and why it should be done that way. If at any point the 
learners provide incorrect information while explaining, coach them until 
they have the correct information.

3.  Performance: Learners try to perform each step of the assigned task. The 
performance phase is frequently repeated several times so that the learners 
have a chance to check for understanding. One way to accomplish this task 
is to ask the learners to explain what they are going to do, how they will do 
it, and why. Here you are checking to determine if the learners mastered the 
concepts. Check for understanding of both the content and the process.  
It may appear that the learners have mastered the content concepts but  
interpreted the process differently. If the difference is a result of the learning 
styles, there is no problem. If the process is muddled, however, it usually 
means that the learners have muddled the process conceptually and thus  
have not learned the parts well. By using this repetition in both the  
presentation and performance phases of the training sequence, the learner 
goes through the process at least five times. By this time, the learners should  
have the key learning points mastered.

4.  Follow-up: The follow-up phase can be crucial to maintaining the mastery 
of the newly learned concepts. Once the learners perform adequately, check 
occasionally to make sure they are using the proper methods. This step is 
going to be difficult for you to administer unless you give the learners a 
post-tutorial assignment and reach some agreement prior to departure as  
to how you are both going to manage this process.
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PREPARING FOR TUTORIAL INSTRUCTION
To prepare to conduct a tutorial, you have to know both the nature of the training need 

and the nature of the skills or knowledge that you’ll be presenting to the learners. So in this 

first step, you’ll have to collect and review all the necessary data and organize it. Use the 

self-preparation checklist to help you:
 ❏ Describe and define the nature of the training situation.

 ❏ Analyze the situation, and make sure that tutorial training is appropriate.

 ❏ Review the worksheets you used to map out your training proposal.

 ❏ Make sure that you state a theoretical concept in your proposed design and 
development strategy.

 ❏ Prepare training objectives. Decide where you’re going and what you plan to 
accomplish in the training event.

 ❏ Prepare a job task breakdown sheet for each task that will be taught.

 ❏ Prepare a learning outline.

 ❏ Schedule an appropriate time and place for the training.

 ❏ Assemble any training aids or materials that you will need for the training. 
Assemble all materials and supplies, set up the equipment, and make other final 
preparations for the training.

When you’ve gotten yourself ready, the materials and the training site is set up, and 

the learners have shown up for the tutorial, it’s time to prepare the learners.

PREPARING THE LEARNERS
Trainers often overlook this step, but it is very important in getting the learners in the right 

frame of mind to enter the training process. This is where you, the trainer, begin to apply 

the ARAB effectiveness key:

A = arouse 

R = reward 

A = assess

B = build.

You arouse the learners’ curiosity and obtain an interest in the training; you build or 

maintain the learners’ motivation. And although reward and reinforcement will probably 

have to wait until the learners actually try out the newly learned concepts back on the job, 
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you still assess the learning transfer before they go back in the workplace and make the 

appropriate learning links for the learners before they leave.

PRESENTING THE TRAINING
Now that you’re ready to do the training, and the learners have been motivated to view the 

coming training program in a favorable light, you’re ready to explain the actual steps of the 

tutorial. This could be referred to as the show-and-tell step. You’ll be showing the steps of 

the course, telling how to perform them, and explaining why the training (and the related 

job) is done the way it is.

TIP 10. DEVELOPING CONTRACT LEARNING
Contract learning is a form of self-directed learning. Contract learning lets learners decide 

the topics or competencies they want to learn and how they want to learn them. Each 

learner can devise the topics to be mastered or the issues to be researched. This type of 

learning has a lot of advantages over the classroom style in which learners may just sit and 

listen to a lecture or become minimally involved.

In contract learning, trainers and learners prepare the contract. Learners also have the 

opportunity to write their own objectives and determine what work is going to be done, 

what resources are going to be used, and how to design the evaluation criteria. Because 

learners write so much, they really own the project. This sense of ownership gives them the 

motivation to carry the contract through to the finish.

LEARNING CONTRACT
The learning contact is a written agreement between the learners and the trainer. In it, 

the learners and the trainer establish that one or more competencies need to be raised 

to a higher level of expertise. Given this need statement, the learners enter into a formal, 

written agreement with the trainer.

Once the two parties agree on the basic learning competencies, the learners and the 

trainer must agree on the learning objectives, resources, proof of goals met, and evaluation 

process. Contract learning may be a fully learner-based process that the learners conduct 

without a trainer. That approach might be problematic because no one would be able to 

check the administration of the training and keep the learners on track. If the learners 
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were unable to establish a workable contract, they could become discouraged and side-

tracked from learning.

The typical contract has nine steps, as Figure 14.2 shows. Through their negotiations, 

however, learners and trainers may choose more or fewer steps as they reach acceptable 

terms. The key points for learners are that the contract contains a structure, objective, 

evaluation method, and targeted learning outcomes.

FIGURE 14.2. NINE STAGES OF A CONTRACT

CONTRACT ELEMENTS
A number of styles are possible for learner contracts, but the most popular is a letter 

format. The elements for the letter come from a form like that in Figure 14.3.

 

1. Climate  

2.  Structure  

Trainer ’s responsibility  

3. Needs  

4.  Objectives  

5.  Resources  

6.  Research  

Learner’s responsibility  
(guided by the trainer)    

7.  Design  

8.  Evaluation  

9.  Learning  The learner  
(guided by the trainer or facilitator)
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FIGURE 14.3. ELEMENTS OF A LEARNING CONTRACT

Before the learners and the trainer can formulate a contract, they must identify the 

level of competency. Then they can develop one or more specific learning objectives. These 

statements must define what the learner will learn, not what that person will be doing.

Then the learners must establish the process for monitoring the contract, the resources 

needed, and the learning strategies required for meeting the objectives. These could include 

meeting or speaking with a subject matter expert; watching dvds; reading specific literature; 

or working in a specific situation, whether real or simulated.

 

S tudent:    Competency:   

Date Commenced:   /   /   

Traine r:  D ate D ue :   /   /   

1 . Learning 
    Objectives  

Write all of the 
learning objectives 
here. The learners 
should design more 
than one objective. 
The objectives 
must be easy to 
understand and 
describe the 
learning, not 
the doing.

List all resources
and strategies here. 
Include not only books  
and films but also  
human resources. 
There also may be a 
number of other items 
that need to be carried  
out by the learner; 
they should be 
included here.

The things that are 
being assessed 
should relate directly 
to the stated learning 
objectives. However, 
here we are normally 
looking at what has 
been done. This could 
include reports, 
essays, videos, diary 
details, or situations.

Assessment could 
state the length of 
the report or essay. 
It could include a 
time frame for a  
video presentation. 
It also could state 
that certain experts 
must agree with the 
results and the 
process by which 
they were achieved.  
Did thetrainer think 
the resources were
used effectively?

 

2 . Resource 
    Strategies

  

 

3 . What is to be
    assessed?

 

 

4 . How is it to be
    assessed?

 

 

 
Approved: Yes  Advisor’s signature:  

N o  

Date:   /   /   Learner’s signature:  

 

Please note that these are only suggestions. Anything can be included as long as both the learners 
and the trainer agree to its relevance and appropriateness. 
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Next, the learners must define what will be evaluated. This section of the contract 

should contain specific statements as to products or actions that provide evidence of 

mastery. Examples might include essays, reports, projects, problem-solving situations, 

taped presentations, rating scales, or anything else that the evaluator can use to establish 

evidence of task accomplishment.

In the fourth section, the learners provide the measurement criteria. The learners could 

specify the length of an end-of-project report, standards for dvds, required content and format 

for reports and the review process, criteria for evaluations, and comments or feedback.

When the learners have completed these four elements, both parties will review the 

contract and then sign it. But before the parties sign the contract, they should make sure 

the contract is a sound document:
• Are the learning objectives specific?

• Do the objectives relate to the learning task?

• Are the resources and strategies appropriate to achieve the outcome?

• Can the learners think of any other forms of evaluation?

• Are the evaluation criteria fair?

• Has the evaluation process been established?

• Have the steps for completing and presenting the contract learning been defined?

CONTRACTUAL LEARNING
Contract learning can be developed for any learning situation; it is a learning process. It 

can be of value to both learners and trainers because there are benefits to both in manag-

ing the process. The benefit for the trainer is facilitating the learning process and helping 

learners achieve their goals.

In designing this self-directed learning process, the trainer must create a process  

that involves learners’ participation from the initial stage. This involvement serves two 

purposes. It sets the scene for learners to design what they want to learn, the format for 

the learning, and the outcome, and it also allows learners to take maximum responsibility 

for the learning process.

Learning contracts help to solve the problems associated with the differences in 

educational backgrounds, life experiences, personal interests, job experiences, different 

forms of motivation, and general abilities of the individuals.
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TIP 11. ENSURING RETENTION
To ensure learners retain what they’ve learned, consider designing one or more review 

techniques, such as:
• Identify what the learners have learned, not what the trainer has trained.

• Tests are a judge only of what the trainer has provided. They don’t measure 
what’s important to the learners.

• For maximum retention, vary the ways to learn what you are training and 
review the content at least six times during the training day.

• Involve the learners. People remember things that are different, colorful,  
and graphic.

• Create handouts so trainees have something concrete to take with them when 
they leave. These are far more effective than oral summaries.

TECHNIQUE 1. WHAT DID YOU LEARN?
What you need:

• six blank wall chart sheets

• markers.

How to do it:
• Each person visits each sheet twice to record a learning point from the training.

• Each point is different (no repeats).

• Divide large groups into small groups, and have them update the lists.

• Check any item a learner does not understand. The person who writes it must 

explain it.

TECHNIQUE 2. ONE BLOOMING POINT!
What you need:

• an inflated, different-colored balloon for each table

• small sticky notes.

How to do it:
• Each balloon has a label relevant to a topic covered.

• Each member of the table writes one idea about the topic on a sticky note and 
attaches it to the balloon.
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• The balloon with the sticky notes remains at the table for the duration of the 
session. As participants remember ideas, they can add additional sticky notes.

TECHNIQUE 3. COLLECT THE DOTS
What you need:

• colored dots

• markers

• wall chart sheets—one for each table or group; each sheet should list specific 
topics under discussion.

How to do it:
• Each morning, provide colored dots. Each person gets a different colored dot.

• Each person marks with a dot anything useful or relevant to work that is on  
the wall chart.

• At day’s end, participants identify their dots on the wall chart sheet.

TECHNIQUE 4. THREE IMPORTANT THINGS
What you need:

• wall chart sheets
• markers.

How to do it:
• Give this take-away assignment at the day’s end: Identify three things you 

learned today.

• The next morning, ask each participant to list them on a wall chart.

• Keep each sheet posted on a wall.

TECHNIQUE 5. SURPRISE CATCH
What you need:

• ball.

How to do it:
• Participants stand. 

• Instructor models behavior: “I choose [name of a participant],” and throws  
the ball. The person who catches the ball must call out a learning point from  
the day before.
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• The catcher then becomes the pitcher and throws the ball to another participant. 
Once the ball is tossed, that pitcher sits down.

TECHNIQUE 6. TRUE-OR-FALSE QUESTIONS
What you need:

• 3˝ × 5˝ cards.

How to do it:
• Have each group construct true-or-false questions based on the previous  

day’s learning.

• Teams compete answering them. When a team answers incorrectly, it sits down. 
The last team standing wins.

TECHNIQUE 7. JEOPARDY
What you need:

• 3˝ × 5˝ cards.

How to do it:
• Have each table write content questions, one to a card. Collect them.

• Line up the entire group, dividing them into two groups against two walls, 
spelling bee fashion.

• Rotate asking questions to the first person in line on one side, and then on the 
other side. If she answers wrong, the person sits down.

• Continue until one team eliminates the other.

TECHNIQUE 8. CONCEPT PUZZLES
What you need:

• Colored cardboard (six to eight colors).

How to do it:
• Cut out simple puzzle pieces from each sheet of cardboard, and list one concept 

per puzzle piece.

• Have each person take a piece of a puzzle.

• Put the people holding all like-colored pieces together at the same table.

• The group puts the puzzle together and lists six to eight learning points about 
the topics on each puzzle piece.
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TECHNIQUE 9. CARD GAME
What you need: 

• 3˝ × 5˝ cards.

How to do it:
• Give one card to each participant, and have each participant write  

one question about the content.

• Collect the cards, shuffle, and deal equally to each table.

• Give the participants 15 minutes to answer the questions, using all  
resources available.

• Have the participants list the answers on a wall chart.

• Review the questions as a group.

TECHNIQUE 10. THE MOST USEFUL
What you need:

• sticky dots

• wall chart sheets

• markers.

How to do it:
• Headline each sheet “The Most Useful Thing I Learned [date of last session].”

• Each table lists the most useful things it comes up with, leaving space  
between statements.

• Other participants move among the charts, dotting each statement, and trying 
to piggyback an idea onto each statement with their initials. (Make sure that 
each participant lists a related idea under each statement initialed.)

TECHNIQUE 11. DEVELOPING A PICTURE
What you need:

• wall chart sheets

• markers.

How to do it:
• Assign each table a portion of a topic.

• Tell the participants that there will be a visitor who knows nothing  
about the topic.
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• Each table will present the highlights of the topic.

• Invite one or two guests to listen to the presentations. Ideally, guests should be 
stakeholders in the training.

TIP 12. DEMONSTRATING A SKILL
A skill is a set of steps. Some examples of skills include word processing, driving, scuba 

diving, and flying a plane. Some skills require simple actions; other skills are more complex.

All skills require the use of three types of skills: motor, perceptual, and cognitive. 

A demonstration, generally, requires a combination of all three, which is given the term 

psychomotor skill. Therefore, regardless of the type of skill that you may be demonstrating, 

you must be mindful that all three skill areas are involved in the process. The demonstration 

process consists of four sections: preparation, demonstration, practice, and assessment.

PREPARATION
The following steps in the process are an overview of the steps to help you prepare for the 

training event:
• Establish the current level of trainee knowledge or ability in the area to be presented.

• Discuss the skill to be presented with other subject matter experts, analyze the 
skill, and break it down into manageable, teachable parts.

• Draft a plan for conducting the demonstration.

• Prepare the support materials for the training event, such as: job aids, wall 
charts, and videos.

• Prepare lesson objectives and test items.

• Prepare an introduction to the training event that is appropriate to the situation.

DEMONSTRATION
It’s important that you do the demonstration correctly—no flaws because you’re modeling.

There are a number of ways to present a demonstration. The following method has  

seven steps.

1. Demonstrate at normal speed: Demonstrate the skill correctly, at normal speed, so 

that trainees can see the final results and also see what is expected from them at the 

conclusion of the training.
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2. Demonstrate again slowly: Demonstrate again for the trainees, this time doing 

it slowly so they can see exactly what is being done. As the trainer demonstrates, 

trainees should begin to recognize names, parts, tools, and obvious skills. When 

demonstrating and explaining how the skill is performed, trainers must be careful 

about what they say and how they say it. The trainer should introduce each step, 

then highlight the key points with deliberate and possibly exaggerated movements. 

These key points can also be highlighted by voice, by giving reasons, or perhaps 

by repetition. It’s a good idea to pause between key points to let them sink in. The 

demonstrator must have a set of notes or a skills sheet to follow for this part of the 

demonstration. The skills sheet gives a complete breakdown of the skills, with the 

key points highlighted, and any tricks of the trade and safety points noted, as Figure 

14.4 shows.

3. Verbal instruction from the trainees: Get the trainees to tell you how to carry out 

the task in the correct sequence. The demonstrator carries out the performance as 

instructed by the trainees.

PRACTICE
4. Controlled trainee performance: Have the trainees carry out the skills under close 

supervision and at a controlled pace. It is important that the trainees perform this 

correctly. It is difficult, and sometimes impossible, to counteract the effects of skills 

learned incorrectly.

5. Student practice: Now is the time for students to practice. This part of a skills 

session should be at least 50 percent of the allocated session time. During this time, 

the demonstrator must be available to answer any questions that arise. Don’t take 

over for trainees who have problems, instead have them correct the problem them-

selves. The trainer or other members of the group can provide the correct informa-

tion or suggestions. Try to enlist their peers to assist with any problems.
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 FIGURE 14.4. SAMPLE SKILL SHEET

Operations Key Points Safety

Assemble
Position tank • Stand tank up

• O-ring facing away
• Don’t leave tank standing 

unattended

Position BCD • Slide over tank
• BCD facing away
• Height of BCD should be half  

way up tank valve
• Adjust to fit different size tanks  

(63 and 88)
• Lock in position

• Avoid hitting head on tank 
valve

• Must be secure so it doesn’t 
fall out when straps are set

Position and attach 
regulator

• Remove dust cap
• Regulator and octopus to right side
• Machined face to O-ring
• Do up finger tight
• Connect low pressure inflator to DCD

• Keep out sand
• Check O-ring is there
• If too tight cannot undo later
• Pull knurled nut back

Turn on air • Turn tank on

• Check tank pressure
• Check second stage regulator
• Check octopus 
• Check L.P. inflator

• Slowly check position  
of gauges 
On and back half turn 
What to do if O-ring missing

• Must be full to  
commence dive

• Must breath easily
• Must inflate and deflate

Lay down •  Gauges and regulators in front • Keep out sand and grass

Dismantle
To turn off

Remove regulator

• Turn air off
• Purge lines
• Disconnect L.P. inflator
• Undo nut
• Replace dust cap
• Place regulator away

• Not over tight

• Must be dry

Remove BCD • Undo Velcro
• Slide off tank
• Place BCD away

• Hold tank

Tank • Lay tank down • So it won’t fall

Final
Rinse all equipment • Stand tank up

• O-ring facing away
• Don’t push purge button
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ASSESSMENT
6. Student assessment: Some form of assessment must take place to ensure that the 

trainees have reached the stated objectives and standards that were described at 

the beginning of the session. Assessment may be done during the session by asking 

questions, or it may be done at the end of the session by using some form of test. 

The type of assessment depends on the demonstrator and the type of skills being 

taught. An important point with assessment is that trainees should be expecting  

the type of test you give. The test also must be appropriate to the topic and the 

learning event.

7. Conclusion: The session must conclude with the demonstrator summarizing the 

main points of the session and clarifying any areas of concern. If possible, all test 

results should be made available before the end of the session, so they might be 

included in the conclusion.
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Resources

Professional Organizations

Association for Talent Development 

ATD is the world’s largest association dedicated to workplace learning and performance  
professionals. ATD’s members come from more than 100 countries and connect locally in  
136 U.S. chapters and 25 Global Networks. Members work in thousands of organizations of  
all sizes, in government, as independent consultants, and suppliers.

ATD started in 1944 when the organization held its first annual conference. ATD has widened 
the profession’s focus to link learning and performance to individual and organizational results, and  
is a sought-after voice on critical public policy issues. For more information, visit www.td.org.

1640 King St.
Alexandria, VA 22314
Phone: 703.683.8100
Fax: 703.683.8103
www.td.org

International Board of Standards for Training, Performance, and Instruction

IBSTPI’s mission is to promote the definition, organization, codification, and use of the professional,  
disciplined craft of individual and collective performance improvement. IBSTPI consists of a  
board of 15 professionals that considers itself a service organization to practitioners, consumers, 
educators, researchers, and vendors in the training and performance improvement field. The  
board is responsible, in part, for the establishment and maintenance of ethical and best practice 
standards for professionals who serve as managers, instructional designers, or trainers in the 
general professional field of performance improvement for individuals and organizations. The 
board publishes documents, which capture and preserve the essence of the origins and history of 
the profession so that young professionals will have a clear image of best professional practice and 
ethical conduct. To date, IBSTPI has developed and disseminated competencies for instructional 
designers and developers, instructors, and training managers.

325 West Park Ave.
State College, PA 16803 
www.ibstpi.org
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International Society for Performance Improvement

ISPI is a smaller, but complementary organization to ATD. Members join ISPI because they have 
an interest in instructional system development and performance improvement. Many members 
are instructional, curriculum, and evaluation designers as well as training professionals. ISPI holds 
an annual conference and exposition.

1400 Spring St., Suite 260 
Silver Spring, MD 20910 
Phone: 301.587.8570
Fax: 301.587.8573
www.ispi.org

Toastmasters International

Toastmasters International is an organization that helps trainers as well as nontrainers to  
improve their communication and presentation skills. Toastmasters International has more  
than 8,500 clubs throughout 60 countries. The local clubs meet on a regular basis in a meeting 
environment that provides members the opportunity to give presentations and receive feedback 
on their performance from other members. Presentations that members give may be prepared in 
advance of the meeting or may be impromptu.

23182 Arroyo Vista
Rancho Santa Margarita, CA 92688 
Phone: 949.858.8255
http://toastmasters.org

Publications
The Association for Talent Development publishes the training practitioner’s magazine, TD. 
Wiley publishes the scholarly journal Human Resource Development Quarterly. Both publications 
frequently contain articles about various topics on global training and development.

The International Society for Performance Improvement produces two publications:  
Performance Improvement and Performance Improvement Quarterly. Both publications contain 
articles about international training and human resource development.

Internet Resources
Organizations such as ATD, ISPI, and IFTDO provide a great deal of information on the topic  
of international training. Basic search engines will yield a great deal of information, references, 
and connections.

Training Programs
The Association for Talent Development offers more than 75 training programs to empower 
learning professionals. For more information, visit www.td.org/Education or call 703.683.8100.
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