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What is in this document?
Weʼve got about ten years of experience providing training to both the public and 
private sector. In all of that time we’ve gathered a fair bit of what we call ‘cultural 
wisdom’ - that is, stuff that we know but which doesn’t have a home or a box we 
can put it in or a label we can attach to it.

This article captures some of that information related to training. Youʼll probably find 
this document most helpful if you:
• don’t have all that much experience of buying training into your company; or
• have found that training youʼve brought in hasn’t worked for some reason.

What we’re trying to do in this short document is discuss some of the things you 
can do to get the best value for money out of your trainers... whether that’s us or 
someone else, because we believe everyone benefits if more people in the region 
are better trained!
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Why do training at all?
Iʼm tempted to say that ʻeveryone knowsʼ that training is beneficial. The research is pretty 
clear that a reasonable amount of training increases the productivity of staff. (Okay, 
thereʼs the exception of completely repetitive, probably physical jobs but you probably get 
the idea.)

It also boosts morale.

Critically, it also increases the likelihood of staff staying with your company. Thatʼs a 
particularly important point if youʼre anxious about spending time and money on people 
who might then leave, taking your investment with them.

First things first! Know what you need
Sometimes itʼs hard to know your people and what they really need.

It should be obvious, right? It feels patronising even to write this, but let me give you an 
example and you’ll see what I mean.

One of our most popular training courses is Confidence and Assertiveness. It’s a 
well researched and robust course and we’ve been running it for a long time 
now. One of the things we do at the start of these training courses is ask 
people specifically what ‘being confident’ means to them.

Inevitably we get about half the group saying they want be more confident about 
how to do specific technical parts of their job. What they need is technical training 
to become more competent - but what theyʼve asked us for is to be more confident, as a 
shortcut!

Even if you got training for free in the past, itʼs important to get value for money from your 
training. To avoid problems like Iʼve just outlined you might want to think about a ʻtraining 
needs analysisʼ (TNA).

The most simple way of doing a TNA is just to stop and think - donʼt just respond 
instinctively. If you decide to use a survey, even something as simple as the free version of 
Survey Monkey will do the trick!  You need to make sure people feel they can be honest, 
so questions such as ʻDo you need X?” arenʼt as helpful as “What do you need...?” to 
make positive answers more likely. Questions are value-laden: make sure theyʼre laden in 
a helpful way!  Focus groups might help here, too, so consider using them.

If you want to do things more formally think about bringing in outsiders so your staff can be 
sure that their responses will be completely anonymous.
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Thatʼs not to say training is plain sailing.

A lot can go wrong, and only you know your people well enough to know what training is 
right for whom.

This document will help you figure out who to train (and how) - and how to pick the right 
training company. Weʼve broken what we know down into a set of simple bits and bobs - 
but remember that theyʼre not necessarily in the right order!

https://www.surveymonkey.com/
https://www.surveymonkey.com/


But donʼt trust just the TNA, because sometimes people donʼt know what they donʼt know. 

Remember the comment from Henry Ford - that if heʼd asked his customers what they 
wanted they would have said ʻfaster horsesʼ; similarly Steve Jobs once famously 
commented that it was ʻnot the customersʼ job to know what they wantʼ!

Does your trainer give you good stuff? How is their 
training content validated?
Training sometimes feels like itʼs expensive because the day-rate you pay for includes all 
the stuff you don’t see: research, expertise, preparation, thinking time, inspiration, blood 
sweat and tears. Of course there are some trainers who’ll charge you an arm and a leg 
because they think they can get away with it - but at the other end of the spectrum are the 
amateurs.

Beware of very cheap trainers! The day rate you pay for has to cover the trainersʼ time 
when theyʼre researching and keeping their skills up to date1 and customising your course.

We strongly recommend that when youʼre thinking of taking on a trainer, you ask them 
what personal development they do themselves. It doesnʼt have to be in the form of formal 
accreditation (indeed a lot of accreditation is just window dressing) but you need to be 
confident about what theyʼre doing.

Ask them how sure they are of their own work: would they stand by a money-back promise  
if you donʼt think their training has been worthwhile?  If not, why not? It may be that 
thereʼs a good reason, of course, so donʼt write them off automatically 
if they say ʻnoʼ, but ask them what their logic is.

This video sums up how we check out our courses, but 
remember - there are other ways of doing it which are 
just as good, if not better!

http://prezi.com/hhvvrikuuisc/?
utm_campaign=share&utm_medium=copy&rc=ex0share

How much will it all cost? Sort out your payment model!
There are lots of different ways that trainers sort out how much to charge.

Firstly, there’s the ʻall inʼ approach. Trainers will put a limit on the number of people you 
can send on a course, so that the quality of interaction with the trainer stays high, but other 
than that, everything is included... research, travel, workbooks, handouts, follow-up... the 
lot!

Secondly, there’s the ‘itemised’ approach. Costs are usually cited as per day and per 
person. Be careful with this kind of approach, because training often takes a lot more 
preparation and design than you expect, especially if itʼs customised. Set clear, 
unambiguous limits before you start. Your best approach is to be very explicit and to make 
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1 We have a policy of spending at least 20% of our working time on research etc to make sure weʼre using 
the most up-to-date techniques and including only research-validated content... nothing is included on the 
basis that ʻeveryone knows that.....ʼ. :)

http://prezi.com/hhvvrikuuisc/?utm_campaign=share&utm_medium=copy&rc=ex0share
http://prezi.com/hhvvrikuuisc/?utm_campaign=share&utm_medium=copy&rc=ex0share
http://prezi.com/hhvvrikuuisc/?utm_campaign=share&utm_medium=copy&rc=ex0share
http://prezi.com/hhvvrikuuisc/?utm_campaign=share&utm_medium=copy&rc=ex0share


sure you ask ʻany and everyʼ question you can think of! Donʼt worry about offending the 
trainer: good trainers understand that itʼs a partnership and donʼt like being taken by 
surprise any more than you do.

Finally, there’s the per head approach, where you pay for each attendee.

Which of the three options you find most cost-effective for you will 
depend entirely upon your individual circumstances. For example, if 
you are charged you a thousand pounds for a day’s training with 15 
people, that’s effectively around £66 per head. 

Great value for money!

On the other hand, if you can only be sure of eight (active) attendees, 
a cost per person of £125 might not be so attractive.

Different trainers use different approaches (or combinations of 
approaches) for different courses, different circumstances and even 
for different clients! Make sure you know what you’re paying for. 
There’s no shame in risking being ‘rude’ by asking what you may feel 
are ‘dumb’ questions.

Live? Online? What delivery is best for you?
There are two pure types of training here - with a hybrid in between.

Thereʼs face to face - and then thereʼs online.

Both have their strengths and weaknesses so itʼs worth checking out what suits you.

Online training has the obvious (and 
significant!) advantage of being cheaper. 
While thatʼs not always the case, itʼs very 
common - particularly if you have a lot of 
people to train as most of the trainerʼs 
costs are in the set-up of the course.

Online training is also very handy for 
things such as computer-based-how-to, 
because videos can be stopped, restarted 
and run over and over again.

Itʼs also easier to access this kind of 
training in your evenings and weekends, of 
course.

On the other hand thereʼs little interaction 
and itʼs pretty inflexible.

Face to face training is interactive and 
flexible. If learners express a particular 
need in one part of the training, that 
element can be expanded by the trainer 
(or by good ones, at least!). Links between 
other parts of the course can be explored 
more easily and input from the learners 
can be very helpful.

Importantly, conversations and other 
techniques used by live trainers can 
significantly increase the likelihood of 
people not just learning what theyʼre being 
taught, but using it in the real world, later.

Soft skills such as presentations or stress 
management are particularly well delivered 
using a ʻliveʼ approach.

A hybrid is always an option, of course. For example, on a presentation skills course you 
might spend time in live training looking at the principles of slide design and learning what 
tools you need to use, and then have online resources available to show you how to do 
the specific ʻkey-strokesʼ necessary to apply those tools at the ʻtechnicalʼ level.
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Making training stick - embedding the learning
Here’s a brutal fact of life for anyone hiring a trainer.

It doesn’t matter how good the trainers are, or how well they’re 
received, or how brilliant their feedback forms are.

What matters is how well
• people who attend their training learn appropriate tools to solve the problems they face
• those same people apply those tools back in the ‘real world’ once they leave the training.

If youʼre the person who’s paying for the training, what this means to you is that you’ll get 
much more for your money if you have some kind of follow-up or backup for people after 
theyʼve been on the live training. It’s all too easy for the great ideas and wonderful plans 
created in the training room to be swamped by immediate and urgent needs of a crisis, 
back in the office. New ideas need time to get ‘embedded’.

For example, you might think about setting up a lunch-time action group for 
attendees, so that they can talk about how they’re applying what they have learned. 
Don’t worry if the group dies out after a while - that’s likely to be an indication it’s not 
needed any longer!

Examples of things weʼve seen include
• online groups where attendees can have discussions not in real time
• free email support for several months after ‘the event’
• allowing attendees access to online training resources for free
• sending follow-up emails (we use our ActionPlan software to do this)
• coming back to do follow-up training
• ongoing coaching by phone, Skype or face to face.

It’s by no means a perfect list but the clients who put that extra bit of 
thought in get a lot more out!

Sometimes it’s worth paying just a little bit extra (in terms of either money 
or in terms of effort) to get a lot more out of your training.

If your training is to cover minimum requirements, by all means talk to your trainer about 
their cheapest option, but if you want your training to be embedded, get some follow-up in 
place if you can. I know itʼs an ideal and you might not be able to do it, but sometimes all it 
costs is a bit of imagination.

If in doubt, ask your prospective training company what they have in mind!
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Itʼs perhaps a bit of an over-simplification to say that the more ʻhumanʼ the 
subject matter the more important it is to have live training and the more 
ʻcomputer-basedʼ the subject matter, the more you can do it online.

Just because itʼs a simplification doesnʼt mean thereʼs not a lot of truth in it 
though!


