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CHAPTER	2
PLANNING	TRAINING

“Minutes	spent	planning	can	save	hours	when	it	comes	to	getting	things	done.”

After	you	have	read	this	chapter	you	should	have	a	
better	understanding	of	training	needs	and	objectives	
and	ways	to	plan	and	conduct	training.

A	TRAINING	AUDIT	IN	HANOI
WHAT	ARE	THE	MAIN	PROBLEMS?
WHO	IS	RESPONSIBLE	FOR	TRAINING?
THE	TRAINING	POLICY
BEFORE	TRAINING	STARTS

PLANNING
PREPARATION
PRESENTATION
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A	TRAINING	AUDIT	IN	HANOI
Vietnam	was	 a	 difficult	 country	 to	 enter	 just	 after	 the	 Vietnam	War	 (1954-1975).	 Few
visas	 were	 issued	 to	 visit.	 Can	 you	 imagine	 going	 to	 work	 each	 day	 for	 a	 month	 not
knowing,	 from	 day	 to	 day,	 whether	 you	 would	 be	 sleeping	 that	 night	 in	 Bangkok	 or
Hanoi?

Each	morning	at	9	o’clock	sharp,	as	soon	as	the	Vietnamese	Embassy	opened	for	business
my	secretary	would	phone	to	see	if	my	work	visa	had	been	granted.	The	Director’s	car	and
his	driver	were	on	standby	each	morning	to	take	me	to	the	airport.

When	 the	visa	was	 eventually	 approved,	 I	 rushed	 to	 the	 embassy,	 then	home	 to	get	my
packed	suitcase	and	on	to	the	airport	to	catch	the	11	a.m	flight	to	Hanoi.	Those	who	know
Bangkok	and	the	traffic	congestion	will	appreciate	the	tension	to	make	that	flight.

My	 mission	 was	 to	 join	 a	 party	 of	 engineers	 as	 their	 training	 consultant.	 They	 were
carrying	out	an	audit	for	the	Socialist	Republic	of	Vietnam	Union	of	Survey	Companies,
an	organisation	devoted	to	surveying	and	soil	testing	prior	to	major	building	constructions.
The	Union	of	Survey	Companies	had	a	staff	of	1,472	with	48	professional	engineers.

I	was	met	at	the	Hanoi	airport	and	taken	to	my	hotel	which	was	old	and	dilapidated.	There
was	the	usual	water	shortage.	The	trick	was	to	listen	to	hear	when	water	started	to	fill	the
toilet	 cistern.	 That	was	 the	 time	 to	 take	 a	 shower,	 but	 unless	 you	 had	 filled	 up	 a	 large
plastic	drum	with	water	at	the	start	you	were	in	trouble.	I	swear	someone	was	watching	me
shower.

Every	time	I	soaped	up,	the	water	went	off.	I	found	a	plastic	ladle	like	a	small	saucepan
and	used	the	water	in	the	plastic	drum	to	wash	off	the	soap.	It	was	also	useful	for	flushing
the	toilet.

I	 travelled	 widely	 around	 Hanoi	 inspecting	 laboratories	 and	 the	 head	 office.	 The
laboratories	 were	 run	 down.	 At	 the	 end	 of	 the	 Vietnam	 war	 a	 large	 amount	 of	 very
expensive	 equipment	 had	 been	 sent	 to	 Vietnam	 to	 assist	 with	 reconstruction.
Unfortunately	 the	 technicians	had	not	been	 trained	properly,	 the	manuals	went	astray	or
had	 not	 been	 translated	 and	most	 of	 the	 equipment	was	 in	 a	 poor	 state	 or	 derelict.	The
office	systems	and	organisation	were	very	poor	with	more	staff	 than	necessary	to	do	the
jobs.	Morale	was	very	low	and	a	great	deal	of	work	was	needed	to	remedy	the	situation.

The	day	before	I	left	Hanoi,	I	had	a	long	interview	with	the	Director	General	of	the	Union
of	Survey	Companies.	He	demanded	to	see	my	report.	I	told	him	I	would	not	be	writing	it
until	I	was	back	in	Bangkok	but	I	was	prepared	to	tell	him	what	I	proposed	to	write.	He
took	 copious	 notes	 and	 dismissed	 me,	 ordering	 me	 to	 report	 back	 to	 him	 at	 9a.m.	 the
following	day.

When	 I	 arrived	 I	 was	 aware	 of	 a	 change	 in	 his	 attitude.	 He	 had	 discussed	 my
recommendations	 with	 his	Minister	 and	must	 have	 had	 a	 favourable	 response.	“I	 have
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arranged	a	special	honour	for	you,”	he	said.”My	Deputy	will	take	you	to	the	mausoleum
to	visit	Ho	Chi	Minh	this	morning.	I	am	sorry	I	cannot	join	you.”	So	that	is	how	I	came	to
visit	‘Uncle	Ho’.

As	I	said	previously,	you	meet	some	interesting	people	when	you	are	training!

WHAT	ARE	THE	MAIN	PROBLEMS?
If	 you	 are	 asked	 to	 conduct	 a	 training	 audit	 or	 report	 on	 the	 effectiveness	 of	 a	 training
programme,	don’t	rush	in	and	start	to	prepare	an	ambitious	training	programme.

Take	your	 time	and	move	around	the	organisation	–	meet	 the	managers,	 join	 the	staff	at
lunch	and	coffee	breaks.	Talk	to	the	workers,	attend	their	meetings	and	talk	to	their	clients.

Look	for	some	of	the	following:

Organisational	problems

Lack	of	coordination	between	teams

Poor	communications

Failure	to	delegate

Do	they	have	adequate	resources?

Are	their	working	conditions	unsatisfactory?

Sometimes	these	can	be	the	real	problem	areas	and	not	the	lack	of	training.

Is	training	really	needed?

If	 you	have	 diagnosed	 the	 problem	areas	which	 can	 be	 remedied	 by	 training,	 you	must
find	out	who	is	responsible	for	training	in	the	organisation.

WHO	IS	RESPONSIBLE	FOR	TRAINING?
Theoretically,	 it	 should	 be	 the	 top	 management	 team	 of	 the	 organisation.	 They	 are
responsible	for	the	day-to-day	running	of	the	organisation	and	for	long-term	planning	and
development.

Find	out	if	they	have	a	training	policy	and	what	plans	they	have	for	the	future.	If	they	have
a	training	policy	make	inquiries	to	determine	if	it	is	being	implemented	and	how	effective
the	training	has	been.	If	it	has	not	been	effective	find	out	why	it	failed.

THE	TRAINING	POLICY

	There	are	certain	criteria	for	an	effective	training	policy.

			There	must	be	an	active	long-term	training	policy	supported	by
management.

			Training	must	be	designed	to	support	the	organisation’s	long-term
objectives	and	goals.
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			There	must	be	an	adequate	training	budget.

			Management	must	allocate	sufficient	time	during	working	hours	for	the
required	training	to	be	carried	out.

			Competent	people	must	be	available	to	carry	out	the	training.

			Suitable	locations	and	resources	for	training	must	be	available.

			There	must	be	a	constant	evaluation	of	all	training	to	see	if	it	is
economically	effective.

What	needs	to	be	considered?

	The	policy	should	ensure	that:

			New	staff	are	inducted	and	trained	well.

			Workers	are	competent	in	their	assigned	tasks.

			People	are	trained	for	new	jobs	and	promotions.

			People	are	well	trained	for	new	technology	and	in	the	use	of	new
equipment.

			Workers	should	communicate	well	with	their	colleagues,	clients	and
with	management.

			Selection	policies	and	the	training	of	new	group	leaders	and	managers
should	be	well	organised,	fair	and	honest.

The	role	of	the	trainer

A	 senior	 trainer	 should	 report	 directly	 to	 top	 management.	 The	 role	 should	 be	 to
implement	the	policies	laid	down	by	top	management,	to	manage	the	training	budget	and
to	advise	on	training	policies	and	the	effectiveness	of	all	training.

Much	 will	 depend	 on	 the	 size	 of	 the	 organisation.	 Small	 organisations	 may	 delegate
training	to	team	leaders.	Large	organisations	may	have	training	managers.	Some	training
managers	may	do	little	or	no	training	but	organise	and	supervise	others	to	carry	out	their
plans.

Decide	on	the	programme

Prepare	a	needs	assessment,	a	plan	and	a	budget	and	make	recommendations	to	the	person
or	 persons	 responsible	 for	 training	 within	 the	 organisation.	 List	 the	 benefits	 they	 can
expect	from	carrying	out	the	training.

BEFORE	TRAINING	STARTS
Old	timers	will	tell	you	if	they	wanted	to	chop	a	tree	down	they	would	spend	the	first	half
day	 sharpening	 their	 axe.	 In	 the	 same	way,	when	organising	 a	 training	programme,	you
will	 need	 to	 spend	a	great	deal	of	 time	 learning	about	 the	 trainees	 and	 their	needs.	The
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more	costly	the	training	the	greater	the	effort	you	should	put	into	analysing	the	needs	of
both	the	client	and	the	trainees.

Time	 spent	 planning	 will	 make	 training	 more	 effective.	 Never	 rush	 into	 a	 training
programme	without	planning	the	programme	in	detail	and	preparing	each	session	suitable
for	 the	 particular	 group.	 The	 participants	 will	 accept	 you	more	 readily	 if	 you	 are	 well
organised	and	confident,	and	you	will	have	a	greater	chance	of	success.

Never	 ‘regurgitate’	 a	 training	 programme	 you	 have	 used	 before.	 Each	 organisation	 is
unique	and	each	person	in	that	organisation	is	unique,	so	each	training	programme	should
be	unique	and	‘tailored’	specifically	for	that	group.

Training	plans	should	start	with	a	briefing	from	the	person	who	has	initiated	the	training.
Initiators	 are	 usually	 managers	 who	 set	 the	 goals	 to	 be	 achieved.	 They	 must	 be	 kept
informed	of	progress	because	they	are	usually	responsible	for	the	training	budget	and	for
final	results.

Your	first	tasks	are	to	look	at	the	job	descriptions,	to	analyse	the	job	requirements,	to	carry
out	 a	 trainee	 analysis	 and	 then	 to	 decide	 on	 their	 training	 needs.	You	will	 then	 be	 in	 a
position	 to	 determine	 the	 training	 objectives	 and	 to	 work	 out	 a	 suitable	 training
programme.
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The	three	major	stages	of	a	training	programme	are:

PLANNING	–	PREPARATION	–	PRESENTATION

			A.	PLANNING
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JOB	ANALYSIS

Carry	out	a	 job	analysis	by	 looking	at	 the	 job	descriptions,	 if	 they	have	one.	Use	 it	as	a
guide	 and	don’t	 take	 it	 for	 granted	 that	 everything	 in	 the	 job	description	 is	 being	done.
Find	 out	when	 the	 job	 description	was	 last	 updated	 and	 how	 relevant	 it	 is	 to	 the	work
being	done.

Next	list	all	tasks	required	for	the	jobs	to	be	done	to	the	required	standards.	Tasks	should
be	expressed	in	terms	of	what	people	do,	not	what	gets	done.

Here	is	a	suggestion.	Make	up	a	worksheet	for	each	task	using	these	types	of	headings:

What	actions	needs	to	be	done?

				To	produce,	or	to	achieve	what	results?

				In	order	to	do	what?

				How?

				With	whom?

				Where?

				When	by?

				Process	or	procedures	needed?

				Using	what	equipment	and	facilities?

TRAINEE	ANALYSIS
If	it	is	possible,	look	at	the	characteristics	of	trainees	that	may	influence	your	training.	(If
you	are	training	in	a	foreign	country	it	may	not	be	possible	to	study	the	trainees	because
you	 usually	 do	 not	 have	 the	 time	 to	 carry	 out	 a	 survey.	 Often	 the	 only	 information
available	 is	 the	 name	 of	 the	 trainee,	 the	 position	 held	 and	 the	 organisation	 employing
them.)

Some	suggested	headings:

				Physical	characteristics	(Age	and	sex	of	trainees,	size	of	group,	location	of
training.)

				Educational	characteristics	(Language,	languages	spoken,	vocabulary,	knowledge,
skills.)

				Psychological	characteristics	(Prejudices,	attitudes,	beliefs,	values,	interests,
motivation,	norms.)

				Characteristics	(Race,	status,	occupation,	authority.)

				Work	experiences	(Local,	overseas,	on-the-job	training	other	types	of	work.)

handy	hints
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“Keep	asking	‘What’,	‘Why’,	‘When’,	‘Where’	and	
‘How	much?’“

The	characteristics	required	will	largely	depend	on	the	jobs	to	be	done.	Today	with	much
international	 trade	 often	 foreign	 workers	 are	 needed	 for	 their	 language	 skills	 and	 their
knowledge	of	foreign	customs.

Ways	to	collect	information:

Much	 information	 can	 be	 gathered	 by	 interviewing	 the	 trainees	 to	 seek	 their	 needs	 and
expectations.	The	human	resources	or	personnel	department	can	supply	much	information.
Simple	 questionnaires	 can	 be	 used	 or	 group	 meetings	 held.	 Take	 care	 not	 to	 be	 too
inquisitive.

You	can	speed	things	up	by	making	a	simple	trainee	analysis	form.

TRAINING	NEEDS	ASSESSMENT
When	you	have	completed	 the	 job	analysis	and	 the	 trainee	analysis,	you	will	be	able	 to
assess	the	current	knowledge	and	skills	and	then	decide	on	the	training	needs.

First	 list	 the	 job	 requirements.	Next	 classify	 the	 trainee’s	 knowledge	 and	 skills	 in	 each
task.	Use	a	0	–	10	scale	or	classify	 them	is	some	way	such	as	Excellent	 /	Good	 /	Fair	 /
Poor	/	Nil.

You	will	then	be	in	a	position	to	determine	each	person’s	training	needs.	Once	again	this
can	be	broken	down	into	tasks	to	be	upgraded.

TRAINING	OBJECTIVES
A	 training	 objective	 describes	 what	 trainees	 should	 be	 able	 to	 do	 at	 the	 end	 of	 their
training	that	they	couldn’t	do	before.	It	should	tell	the	type	of	training	expected,	when	it
will	occur	and	how	it	will	be	measured	to	determine	how	successful	you	have	been	with
your	 training.	 That’s	 why	 you	 need	 to	 carry	 out	 the	 trainee	 analysis	 and	 the	 needs
assessment	before	you	start.

An	objective	must:

				describe	the	final	results

				be	precise	and	specific

				describe	a	change	that	is	measurable	or	observed

				list	the	standards	or	the	tests	by	which	results	can	be	measured

				state	the	essential	conditions	necessary	for	a	successful	outcome

				specify	an	end	point

In	other	words,	it	should	state	what	change	is	required	by	when.
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When	setting	training	objectives	make	sure	you	use	words	that	have	a	meaning	that	can	be
measured.	 There	 is	 no	 use	 using	words	 like	 ‘good’	 or	 ‘better’.	Use	 specific	words	 that
have	a	precise	meaning.	Here	are	some	examples	to	consider:	Choose,	classify,	construct,
define,	 describe,	 designate,	 determine,	 differentiate,	 discuss,	 distinguish,	 establish,
evaluate,	explain,	identify,	indicate,	integrate,	list,	name,	practise,	prepare,	select,	specify,
state	and	trace.

Writing	training	objectives	should	be	as	easy	as
ABC

Audience
Who	are	you	going	to	train?

You	should	know	the	background	of	the	trainees.

Behaviour
What	type	of	change	do	you	expect?

You	should	be	able	to	describe	the	desired	change	and	explain	the
advantages.

Condition

When	and	under	what	conditions	do	you	expect	 this	change
to	occur?

e.g.	After	four,	two	hour	lessons	trainees	should	be	able	to	set	up
a	Power	Point	lecture	programme	to	use	in	their	work.

Degree
How	much	change	do	you	expect	and	how	will	you	find	out?

By	evaluating	their	demonstration.

Example	of	training	objectives:

New	recruits	aged	between	20	and	30	with	computer	experience,	after	one	week’s	training
in	the	application	of	a	computer	software	package,	will	be	able	to:

				Explain	the	capabilities	of	the	page.

				Identify	the	specialised	uses	which	can	be	adapted	to	the	trainee’s	own	problem-
solving	requirements.

				Prepare	a	spread	sheet	using	a	client’s	own	database,	and	solve	any	data	handling
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issues.

				Demonstrate	clearly	to	new	staff	all	operating	functions	of	the	spreadsheet	from
COPY	to	FORMAT	modes.

				Request	feedback	from	the	client	and	determine	at	the	conclusion	of	training	what
functions	need	further	clarification	and	follow-up.
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			PREPARATION

remember

“Successful	training	starts	with	a	needs	assessment.”

SELECT	AND	ORGANISE	CONTENT

Decide	on	the	content

After	 analysing	 the	 needs	 and	 determining	 the	 training	 objectives,	 decide	 on	 the
contents	 of	 the	 training.	 This	 should	 cover	 the	 detailed	 knowledge,	 skills	 and	 the
attitudes	required	on	the	topics	that	support	the	objectives.

When	selecting	 the	contents	you	need	 to	 think	about	 the	essentials.	What	 is	 the	 real
purpose	of	the	training?	What	must	be	known?	Prepare	a	brief	outline	of	the	contents.
Classify	the	contents	into	the	following:

				What	must	be	known?

				What	are	the	essential	skills	needed	to	carry	out	the	basic	tasks?

				What	should	be	known?
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				What	are	the	additional	skills	and	knowledge	needed	to	perform	additional	or
related	tasks?

				What	could	be	known?

				The	skills	and	knowledge	related	to	the	tasks,	but	are	not	essential.

It	 is	 useful	 to	 build	 up	 a	worksheet	 setting	 out	 the	 objective	 at	 the	 top	 to	 keep	 you
focused.	Next	write	what	needs	to	be	known	and	what	skills	are	needed.

remember

“Aim	to	set	up	an	environment	where	your	trainees	feel	
comfortable	to	learn	and	to	enjoy	your	training.”

Organise	the	content

The	contents	should	be	put	into	logical	order	or	sequence.	Certain	parts	of	the	content	will
have	to	be	understood	before	other	topics	can	be	introduced.

Contents	can	be	organised	in	different	ways:

				Job	performance	order

Training	is	given	in	the	order	in	which	tasks	are	performed.

				Problem	order

Training	is	given	in	the	order	used	to	solve	a	problem.
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				Simple	to	complex

Training	is	given	according	to	what	the	trainee	needs	to	know	before	more
complex	ideas	are	introduced.

When	 the	 contents	 of	 the	 training	 has	 been	 selected,	 classified	 and	 arranged	 in	 suitable
order,	you	then	decide	on	the	training	methods	to	use	to	make	your	training	enjoyable	and
effective.

handy	hints

“Logical	order	will	produce	faster	learning.”

SELECT	TRAINING	WAYS,	METHODS	AND	AIDS
Which	Training	Ways	Should	You	Use?

This	will	depend	on	many	things	such	as	the	training	environment,	the	time	you	have	to
carry	 out	 the	 training	 and	 the	 knowledge	 of	 the	 participants.	 Here	 are	 some
recommendations	to	consider:

To	transfer	knowledge,	use:

				Group	discussions	(questions	and	answers)

				Group	or	paired	discussions

				Lectures	with	visual	aids	and	handouts

				Forums

				Panel	discussions

				Films,	videos,	Power	Point	presentations,	CD’s

To	practise	problem	solving,	use:

				Case	studies

				Brainstorming

				Discussion	groups

				Exercises

				Simulations

To	develop	skills,	use:

				Demonstrations	for	manual	skills

				Role	playing	for	interpersonal	skills

				Peer	teaching

				Programmed	instruction
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				Computer	based	training

				Videos,	films	Power	Point	presentations	and	DVDs.

				Games	and	simulations

To	change	attitudes,	use:

				Emotive	lectures

				Debates

				Displays

				Slides,	photographs,	videos,	Power	Point	presentations	and	DVDs

				Role	playing	(to	clarify	how	others	feel)

				Group	discussions	(for	group	attitudes)

				Individual	exercises

				Demonstrations

				Campaigns

				Inspection	tours

				Surveys

				Visits	to	other	organisations

				Visits	to	other	countries

Decide	on	your	training	aids

The	real	thing	is	best

Demonstrations	 are	 a	 powerful	 aid	 –	 seeing	 is	 discovering	 that	 something	 is	 possible.
Seeing	the	real	thing	in	action	is	the	best	visual	aid	you	can	use.	Go	and	inspect	machinery
in	action	or	the	site	where	things	are	happening.	Get	people	seeing	and	doing	things!

Often	 the	best	visual	aids	are	 the	simple	ones.	 I	once	attended	a	 lecture	where	only	one
slide	was	used.	 It	was	projected	on	 to	a	 large	screen	as	a	backdrop	 for	a	 lecture	on	soil
erosion	and	it	was	very	effective.

Using	 audio-visual	 aids	 can	 be	 very	 effective	 if	 things	 go	 well.	 The	 more	 electronic
equipment	 you	 use	 when	 making	 a	 training	 presentation	 the	 more	 things	 that	 can	 go



Free
 S

am
ple

wrong.	 I	once	saw	a	Pulitzer	Prize	winner	embarrassed	by	having	 to	 return	 the	entrance
money	for	his	tape-slide	lecture	when	his	slide	projectors	got	out	of	synchronization	and
he	 had	 to	 abandon	 his	 presentation.	 Arrive	 early	 in	 time	 to	 become	 familiar	 with	 the
equipment	you	plan	to	use.

Today	trainers	mainly	use	computer	graphics	and	overhead	projectors	for	showing	slides.
Take	 care	 not	 to	 overdo	 the	 use	 of	 Power	 Point	 presentations.	 You	 don’t	 want	 objects
flying	in	and	out	on	the	screen	distracting	from	your	main	message.	Do	not	overdo	your
slides.	You	are	the	main	messenger	and	your	body	language	is	an	important	visual	aid.

How	often	 have	 you	 been	 to	 a	 lecture	when	 the	 tutor	 stands	 in	 front	 of	 the	 screen	 and
obscures	half	of	 the	message?	How	often	have	you	been	sitting	at	 the	back	of	a	 lecture
theatre	 when	 you	 cannot	 read	 all	 the	 information	 on	 a	 slide?	 Don’t	 be	 guilty	 of	 these
training	crimes!

“The	golden	rules	for	visual	aids	are	simple.	They	must	be	
clear,	simple,	easy	to	understand	and	able	to	be	seen	by	
everyone	present.”

Appropriate	visual	aids	for	each	job

Your	choice	of	visual	aid	will	depend	on	many	things.

				The	information	you	are	trying	to	convey.

				The	numbers	of	your	audience.

				Where	you	are	training.

				Whether	it	is	possible	to	‘black-out’	the	room.

				What	projecting	equipment	is	available.

				What	visual	aids	you	are	capable	of	preparing.

When	using	visual	aids

				Prepare	your	visual	aids	well	in	advance	of	the	time	you	will	require	them.

				Don’t	recycle	inappropriate	aids.

				Check	the	training	room	before	you	prepare	your	visual	aids.	Make	sure	you	have
power	and	black-out	curtains.

				Check	your	equipment.	Make	sure	you	have	backup	facilities.	If	you	are	using
computer	graphics	have	an	overhead	projector	available	and	take	suitable
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transparencies.

				If	you	have	your	programme	on	a	CD	make	sure	you	have	a	spare	one	handy.

				If	you	are	using	an	overhead	projector	have	a	spare	bulb	for	emergencies.

				If	you	are	travelling	carry	your	vital	equipment	as	hand	luggage.

				If	you	are	carrying	a	laptop	computer	for	your	presentation	guard	it	carefully.

				If	you	are	using	a	screen,	adjust	the	height	so	that	people’s	heads	will	not	obstruct
the	view	of	those	sitting	behind.	Angle	the	screen	if	you	are	using	an	overhead
projector	to	stop	any	‘key	stoning’	effect.

handy	hints

“A	good	visual	aid	can	save	you	much	talking.”

				Practise	using	your	audio-visual	aids	in	the	room	you	will	be	using.	Get	the	focus
right,	adjust	the	screen	and	check	for	viewing	and	timing.	Make	sure	your	video	is
set	on	the	right	place	to	start.	See	that	your	DVD	or	CD	will	work	with	the
equipment	available.	Have	a	trial	run.

				If	you	are	making	a	major	training	presentation	in	a	large	auditorium	make	sure
you	have	a	session	with	the	audiovisual	technician	well	before	your	presentation.
If	you	are	controlling	your	own	presentation	become	familiar	with	all	the	knobs
and	dials	well	before	you	start.

				Arrive	early	before	your	presentation	to	make	sure	everything	is	still	in	order.
Then	relax!

Think	ahead	–	don’t	leave	everything	to	the	last	day.	Book	guest	speakers	early,	book	the
training	rooms	and	equipment,	organise	educational	visits	well	in	advance.

‘Variety	 is	 the	 spice	 of	 life’	 so	 make	 your	 training	 interesting,	 entertaining,
challenging	and	enjoyable	using	numerous	training	ways.

PREPARE	LESSON	PLANS
Training	plans	and	worksheets	should	list	the	steps	and	activities	and	equipment	needed	in
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training	 sessions.	 Before	 a	 lesson	 plan	 is	 written,	 ask	 yourself	 a	 few	 questions.	What
training	methods	will	be	suitable?	What	style	of	presentation	is	best?	How	will	I	introduce
new	information?	What	audio-visual	aids	will	I	need?

Training	sessions	should	be	planned	setting	out	an	outline	of	what	is	to	be	taught	and	by
what	methods.

Times	 should	 be	 allocated	 for	 the	 various	 activities.	Allow	 time	 for	 reviewing	 previous
learning	at	the	start	of	each	session	and	for	summarising	from	time	to	time.	Time	should
be	 allocated	 for	 evaluating	 how	 effective	 your	 training	 has	 been	 and	 for	 distributing
handouts.

In	your	training	plans	add	filler	notes	such	as	ice	breaker	exercises,	jokes,	games,	a	variety
of	exercises	and	quotations	to	raise	the	interest	level,	when	and	if	required.

At	 the	 same	 time	decide	on	 the	 type	of	evaluations	you	 require	and	how	and	when	you
will	go	about	implementing	them.

remember

“Most	training	seems	to	take	longer	than	you	predict	
during	your	planning	so	it	is	wise	to	allow	a	little	extra	
time	for	discussion	or	review	of	each	session.”

Prepare	interesting	handouts

They	must	be	eye-catching,	brief,	neatly	set	out	and	easy	to	read.

A	checklist	for	your	handout

				Why	should	trainees	read	it?	Will	it	help	them?

				Have	you	prepared	an	attention-grabbing	introduction	or	heading?

				Are	the	objectives	stated	in	behavioural	terms,	setting	out	skills	the	trainee	will
gain?

				Is	it	easy	to	read?	Does	it	look	interesting?

				Does	it	contain	new	information?

				Is	the	information	related	to	the	trainees’	experiences,	knowledge	and	vocabulary?

				Is	the	information	succinct,	accurate	and	in	a	logical	form?

				Have	you	used	strong	headings	and	have	you	broken	down	large	blocks	of	print
into	smaller	paragraphs?

				Have	you	used	illustrations,	diagrams	and	cartoons	to	catch	the	reader’s	attention?

				Have	you	added	good	examples	of	new	concepts	or	new	ideas?

				Is	the	essential	information	brought	together	with	summaries,	questions,	projects
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or	action	plans	to	be	followed?

				Have	you	given	references	for	background	reading?

				Did	you	plan	feedback	after	trainees	have	read	the	handout?

Test	yourself

Now	 find	 the	 last	 handout	 you	 prepared	 for	 a	 training	 session	 and	 answer	 the	 above
questions.	 How	 many	 of	 the	 above	 criteria	 can	 you	 honestly	 say	 your	 handout
achieved?

“Well	prepared	handouts	reinforce	learning.”

PLAN	EVALUATIONS
Why	evaluate?

The	questions	most	often	asked	about	any	training	programme	are:

				How	effective	is	it?

				Is	it	worth	the	money?

				How	can	the	training	be	improved?

Evaluation	of	training	can	help	provide	answers	to	these	questions.

But	 often	 it	 is	 not	 easy	 to	 get	 the	 correct	 answers.	 At	 times	 the	 meanings	 to	 some
questions	are	not	clear	to	the	trainees	and	you	do	not	get	the	answers	you	expect.

Usually	evaluations	are	carried	out	at	 the	end	of	training	when	trainees	are	in	a	hurry	to
get	away.	You	can	ask	them	to	take	the	evaluation	forms	home	and	return	them	later,	or
you	can	post	or	email	them	out	after	training	has	finished.	Because	there	is	little	advantage
in	 the	 trainees	making	 the	effort	 to	 return	 the	evaluations,	 and	 they	are	often	very	busy
catching	 up	 on	 the	 work	 they	 missed	 while	 they	 were	 away,	 you	 rarely	 get	 them	 all
returned.

It	you	hand	them	out	too	soon	you	will	find	they	get	filled	in	early	in	the	training	so	they
can	get	away	fast	at	the	finish	to	beat	the	rush-hour	traffic.

If	your	questions	are	not	specific	enough	you	will	find	trainees	tend	to	evaluate	physical
things	 like	 the	 food	 supplied,	 the	 temperature	 of	 the	 training	 room	 and	 seating
arrangements,	 rather	 than	 their	 learning	achievements	or	disappointments	 in	 the	 training
programme.
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remember

“If	an	evaluation	is	done	well	you	can	identify	the	strengths	
and	the	weaknesses	of	a	training	activity	with	the	aim	of	
improving,	expanding,	modifying	or	cancelling	it.”

TYPES	OF	EVALUATIONS
Reaction	evaluation

Measures	the	reaction	of	the	trainees	to	the	training.	“What	did	you	like
best	about	yesterday’s	training?	What	did	you	like	least	about	it?	Why?”

Learning	evaluation

Measures	changes	in	the	trainee’s	knowledge,	attitude	and	practices.
This	is	done	by	carrying	out	a	test	before	you	start	the	training	and	again
after	you	have	finished.

Performance	evaluation

Measures	how	the	trainee’s	job	performance	has	altered	after	a	period	of
time	as	a	result	of	training.

Impact	evaluation

Measures	 the	 effectiveness	 of	 the	 training	 by	 assessing	 the	 type	 and
degree	 of	 change	 which	 the	 trainees	 have	 had	 on	 the	 organisation	 or
target	group	with	which	they	work.

The	organisation	 responsible	 for	 the	 training,	 or	 the	 trainer,	must	 decide	which	 type,	 or
types	of	evaluation	to	use.	Don’t	waste	too	much	of	the	trainee’s	time,	but	make	sure	you
ask	the	vital	questions.

			C.	PRESENTATION
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Helpful	hints

To	 be	 a	 good	 trainer	 you	 require	 experience	 and	 skills.	 Experience	 comes	 with
practice,	and	skill	with	evaluations.

				Try	to	get	to	know	your	trainees	–	their	needs,	their	ambitions	and	their
humour.

				The	discipline	of	going	back	to	basics	is	a	valuable	learning	experience.
Why	are	you	running	this	training	programme?

				A	good	basis	for	training	is	“tell	–	show	–	ask	–	discuss	–	do	–	praise	–
review”.

				People	tend	to	learn	best	by	doing	things	and	making	mistakes.

				Little	of	what	trainees	listen	to	is	remembered	if	they	listen	passively.
Involve	them	in	discussions,	demonstrations	or	practical	exercises.

				The	more	participation	and	variety	you	can	build	into	your	training	the
better	and	more	interesting	it	will	be.

				Make	a	special	effort	to	use	imagination	when	designing	a	training
programme.

				Remember	a	good	demonstration	can	save	you	much	talking.

				When	teaching	new	skills	allow	plenty	of	time	for	practice.

				Try	to	make	your	training	lively	–	make	it	interesting	–	make	it	fun!

				If	possible	be	flexible	with	your	training.	Objective	daily	evaluations	are
important	and	must	be	considered	seriously	and	acted	upon	if	necessary.
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				Be	prepared	to	make	changes	at	short	notice	if	you	are	not	delivering	what
your	clients	expect.

Conducting	a	workshop

A	 workshop	 is	 where	 a	 group	 of	 people	 go	 to	 a	 quiet	 place	 away	 from	 their
workplace	for	hands-on-training,	 to	share	common	experiences,	 to	plan,	 to	study,
to	 solve	problems	and	 to	extend	 their	knowledge	 through	discussion.	Workshops
can	be	powerful	training	tools.	Here	is	advice	from	experience	workshop	trainers.

Make	your	training	room	look	an	exciting	place

Each	morning	arrive	early.	Make	the	training	room	look	‘busy’	and	an	interesting
place	where	exciting	things	are	about	to	happen.

When	 participants	 arrive	 on	 the	 first	 day	 they	 are	 usually	 apprehensive	 about
meeting	 new	 people	 and	many	 are	 unsure	 of	 how	 they	will	 perform	 in	 front	 of
others.

Try	 playing	 soothing	 music	 using	 a	 relaxing	 music	 CD.	 Have	 a	 welcoming
message	on	the	screen.	Set	out	the	chairs	and	work	tables	in	the	room	like	a	large
U.	Set	up	name	cards	and	personal	folders	giving	details	about	the	workshop	and
the	domestic	arrangements,	such	as	meal	times	and	sleeping	arrangements.	In	some
countries,	especially	if	you	are	working	in	a	hotel,	it	is	possible	to	organise	flowers
in	the	training	room	to	add	a	friendly	welcoming	atmosphere.

Begin	 promptly	 on	 time	 with	 general	 introductions	 and	 discussions	 domestic
arrangements	such	as	working	hours,	where	the	toilets	are	etc.	The	workshop	rules
should	be	spelt	out	early.	Ask	your	participants	 to	agree	on	what	 is	acceptable	in
the	 training	 room	 and	what	 is	 not.	 For	 example,	“No	 smoking	 in	 the	 workshop
room”;	“Turn	all	pagers	and	cell	phones	off”;	“Start	and	finish	at	agreed	times”;
“Treat	all	comments	at	the	workshop	as	confidential	and	all	people	in	the	training
room	as	equals,	regardless	of	rank	or	position”.

Get	people	involved	as	soon	as	possible

There	are	many	icebreaking	techniques	you	can	use	to	get	your	trainees	involved
and	ready	to	join	in	activities.	Take	care	to	select	a	suitable	style	for	you	audience.
It	 is	 essential	 to	 get	 everyone	 involved	 right	 from	 the	 start.	 If	 you	 have	 a	 large
number	of	participants	it	is	unwise	to	get	them	all	to	introduce	themselves	as	this
can	be	boring,	time-consuming	and	often	embarrassing	for	some	people.

Perhaps	you	could	start	with	a	simple	game.	For	example	ask	everyone	to	stand	in	a	circle
and	throw	a	ball	to	one	person	and	ask	a	question.	“Where	do	you	come	from?”	“What	is
your	 job?”	“What	organisation	do	 you	work	 for?”	When	 that	 person	 has	 answered	 get
them	to	ask	a	question,	and	to	throw	the	ball	to	someone	else	to	answer.

Next	 give	 trainees	 ten	minutes	 to	move	 around	 and	 introduce	 themselves	 to	 about	 five
people.	When	the	time	is	up	recommend	they	choose	one	of	those	people	to	sit	with.
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When	 the	 participants	 are	 feeling	 comfortable	 with	 the	 working	 conditions,	 project	 the
workshop	objectives	on	to	a	screen	for	all	to	see	and	comment	on.	(You	can	repeat	this	at
the	finish	of	the	workshop	to	see	if	they	agree	that	the	objectives	have	been	achieved.)

If	you	are	conducting	a	workshop,	it	is	a	good	exercise	to	get	your	trainees	to	help	set	up
their	own	work	stations.	This	gets	them	doing	something	physical	and	helps	them	to	relax.
Try	to	set	up	the	workstations	in	teams	of	five,	if	possible	each	with	large	paper	pads	and
pens	and	transparency	sheets	for	reporting	back	to	the	full	workshop.

The	ideal	number	of	participants	for	a	good	workshop	is	about	twenty-five,	allowing	five
working	teams	of	five	people.	The	effectiveness	of	workshops	as	a	training	tool	seems	to
diminish	with	larger	numbers.	I	have	had	over	90	people	on	workshops	and	I	have	had	to
use	a	microphone	and	it	is	hard	work!

Get	trainees	involved	in	helping	to	plan	their	training

Once	teams	are	functioning	well,	project	a	list	of	topics	on	to	a	screen	for	all	to	see.	Ask
each	team	to	prioritise	the	five	topics	they	would	like	to	study	or	the	ones	where	they	need
the	most	help.	For	example,	 in	a	management	workshop	the	topics	could	be:	delegation,
recruiting	 staff,	 redundancy,	 team	 building,	 beating	 the	 competition	 etc.	 Invite	 the	 first
team	 to	write	 up	 their	 selected	 topics	 on	 a	whiteboard	 and	 the	 other	 teams	 to	 add	 any
additional	topics	from	their	priority	list.

remember

“Tell	your	trainees	at	the	start	how	you	plan	to	carry	out	the	
training,	what	they	are	going	to	do	and	what	they	will	gain	
from	the	training.”

Next	ask	each	person	to	come	forward	and	tick	the	topics	that	would	be	of	most	benefit	to
them.	Restrict	the	number	of	ticks	to,	say,	three	per	person.	This	gets	people	involved	and
they	 feel	 they	 have	 been	 consulted.	 This	 will	 give	 you	 a	 fair	 indication	 of	 the	 topics
considered	 high	 priority	 by	 the	 participants.	 Spend	 extra	 time	 on	 these	 higher	 priority
topics.

Give	clear	instructions

Instructions	should	be	seen	as	well	as	heard	so	project	them	on	to	a	screen	or	print	them	in
a	handout.	Often	exercises	need	to	be	carefully	read	to	be	carried	out	correctly,	especially
if	you	have	a	multicultural	group.
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At	the	beginning	of	each	day	review	the	previous	day’s	work.	Ask	trainees	what	teaching
techniques	and	topics	they	liked	best,	and	which	they	liked	least	and	why.

If	trainees	have	been	given	folders	at	the	beginning	of	a	workshop	make	sure	they	contain
personal	 action	 sheets	 to	 remind	 them	 the	 action	 they	 need	 to	 take	when	 they	 return	 to
work.	Put	 plenty	of	 these	 sheets	 in	 their	 folders	 and	have	 them	 readily	 available.	Make
time	periodically	for	trainees	to	fill	in	any	good	ideas	and	changes	they	plan	to	make	when
they	return	to	their	workplace.

Use	different	training	techniques

Training	 is	 best	 run	 like	 an	 old-fashioned	 vaudeville	 show	 –	 non-stop	 with	 plenty	 of
variety.

Often	 soothing	 classical	 background	 music	 can	 be	 played	 to	 mask	 background	 noises
during	working	sessions.

Play	 videotapes	 to	 reinforce	 messages.	 Use	 sound	 tapes	 with	 play	 acting	 to	 illustrate
points;	use	tapes	or	CD	or	DVD	interviews	with	authorities.

Teleconferences	 can	 be	 set	 up	 with	 influential	 people.	 Guest	 speaker	 can	 be	 invited	 to
make	a	presentation	and	to	comment	on	workshop	reports	or	answer	questions.

From	time	to	time,	simple	gifts	can	be	awarded	to	achievers	or	books	given	as	spot	prizes.
This	keeps	a	high	level	of	 interest	and	adds	to	 the	fun	of	 learning.	Make	sure	prizes	are
shared	around	and	not	go	to	one	person	so	one	person	does	not	dominate.

Try	 asking	 each	 participant	 to	 evaluate	 their	 own	 strengths	 and	weaknesses	 from	given
lists	and	to	decide	how	they	are	going	to	strengthen	their	perceived	weaknesses.”

Take	care	they	do	not	lose	face	or	become	embarrassed	with	such	exercises.

Review	often

Too	much	information	can	clutter	recall.

Ask	questions:

	 	“What	topics	have	we	covered	today?”

	 	“What	changes	will	you	make	when	you	get	back	to	your	work	after	hearing	our	guest
speaker?”

	 	“What	did	you	learn	yesterday?”

Summarise	often:

	 	 “Over	 the	 last	 hour	 I	made	 the	 following	 five	points	 to	make	your	 life	 healthier	 and
wealthier.	They	were	….”

Reinforce	your	training

A	suitable	book	or	CD	can	be	given	out	to	trainees	at	the	conclusion	of	their	training	to	be
read	or	looked	at	after	returning	home.	This	could	help	reinforce	your	training.

You	could	set	up	exercises	to	be	carried	out	after	trainees	return	to	work.
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You	could	ask	your	 trainees	to	carry	out	a	survey	based	on	an	aspect	of	what	 they	learn
during	their	training.	The	results	could	be	sent	to	you	for	comment.

Better	still,	run	refresher	courses	at	a	later	date.

Refresher	workshops

Refresher	workshops	run	some	time	after	the	initial	workshop	allow	participants	to	share
problems	 they	 have	 encountered	 since	 their	 training	 and	 to	 discuss	 their	 workplace
successes	and	failures.

Discuss	 the	 difficulties	 trainees	 have	 had	 or	 are	 having	when	 trying	 to	 implement	 new
cultures	or	new	workplace	practices.

Refresher	workshops	are	helpful	for	trainers	to	find	out	the	things	that	should	have	been
included	in	the	original	workshop	and	what	should	be	included	in	future	workshops.

“The	role	of	the	modern	trainer	should	be	to	facilitate	and	to	co-ordinate	ideas	and	to	add
additional	 information	 and	 to	 suggest	 new	 thoughts	 and	 ideas.	 Make	 your	 participants
work	 hard	 and	 think	 hard!	 Train	 with	 confidence,	 enthusiasm	 and	 a	 touch	 of
showmanship.”

remember

“The	role	of	the	modern	trainer	should	be	to	facilitate	and	
to	co-ordinate	ideas	and	to	add	additional	information	and	
to	suggest	new	thoughts	and	ideas.	Make	your	participants	
work	hard	and	think	hard!	Train	with	confidence,	
enthusiasm	and	a	touch	of	showmanship.”

EVALUATE	TRAINING
If	 you	 want	 to	 be	 a	 better	 trainer	 you	 must	 evaluate	 your	 own	 training	 sessions.	 An
effective	evaluation	will	help	you	do	a	better	 job	next	 time	and	 to	 tell	you	whether	you
have	delivered	the	training	your	clients	needed.

Your	first	task	is	to	decide	on	what	sort	of	evaluation	you	will	carry	out	and	why	you	are
carrying	 it	 out.	Will	 you	 be	 carrying	 out	 a	 reaction	 evaluation,	 a	 learning	 evaluation,	 a
performance	evaluation	or	an	impact	evaluation?

Each	should	have	been	considered	for	evaluation	of	the	effectiveness	of	the	training	and
the	most	appropriate	type	or	types	planned	and	prepared	before	training	begins.

Your	next	task	is	to	prepare	a	suitable	technique	to	get	answers	to	your	questions.

Evaluation	 doesn’t	 need	 to	 be	 complicated.	 Too	many	 evaluations	 are	 confusing,	 time-
consuming	and	meaningless.
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handy	hints

“Today	business	is	all	about	performance,	productivity	and	
accountability	and	trainers	must	be	held	to	account!”

Ask	simple	questions	like:

What	was	the	most	important	thing	you	learnt	today?

List	the	changes	you	intend	to	make	at	work	after	this	training?

What	 changes	 do	 you	 recommend	 we	 make	 in	 the	 next	 workshop	 we	 run	 for	 your
colleagues,	and	why	should	we	make	those	changes?

By	keeping	your	evaluations	simple	you	are	more	likely	to	get	honest	replies.

When	 the	 evaluation	 is	 completed,	 results	 should	be	 reported	 for	 further	discussion	 and
action.	Recommendations	should	follow.

Perhaps	the	most	important	action	to	take	after	a	training	evaluation	is	to	decide	whether
to	cancel,	improve	or	modify	future	training.

Training	is	costly	and	time-consuming	therefore	it	must	be	effective.

Review	and	revise

Training	 should	 be	 dynamic.	 Each	 person	 and	 each	 group	 is	 different	 so	 make	 your
training	 flexible	and	 relevant	 to	your	 trainees’	needs.	Don’t	buy	and	 run	someone	else’s
training	programme.

handy	hints

“Be	careful	when	giving	advice.	Changing	people’s	customs	
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is	a	more	delicate	operation	than	surgery.”
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