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Creating Superior Training Could Be
A Lot Simpler than You Think
Do you start to worry whenever it is time to revise your training programs? And when it is time to actually
create new training programs, are you filled with feelings of hesitation, trepidation . . . and maybe even
dread? Do you foresee sitting in endless meetings, embarking on a complex process . . . or worse?
If you experience those feelings, you are not alone.
Granted, there are times when creating or revising training programs can be a complex, time-intensive
process. But not always. In this special report, you will discover simple ways to create and deliver highly
effective training.
We invite you to turn to Strategy One and start learning now.
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Strategy One: Low-Cost Ways to
Boost Training Results
How much does it cost to breathe fresh life into an under-performing training program? Is it even worth
trying, or do you need to discard what you have and start designing all over again from the beginning?
Many companies assume that it cannot be done without incurring enormous expenses. But that is often
not the case. In fact, dramatic improvements can often be achieved by making simple changes. Here’s a
case study that proves the point.
The Problem: People Weren’t Invested, Training Wasn’t Delivering
Back in 2014, a franchised national restaurant chain had a training program that wasn’t delivering results.
Only 25% of franchisees were using the training. Employees disliked it. And even worse, training was doing
little to increase customer satisfaction levels. So Tortal started to ask questions. Here are some of the
comments we heard from trainees:
•
•
•
•
•
•

“Lessons are repetitive.”
“The training gives information, but doesn’t teach skills.”
“I can’t take time away from my job to complete the long lessons.”
“Modules don’t work well together; they’re just not well integrated.”
“The eLearning is taking too much time.”
“Lessons are not engaging.”

Tortal analyzed the training curriculum, and then we made some changes. We:
•

Reordered lessons to cover the most important skills and concepts first.

•

Eliminated and reduced repetitive and redundant portions of lessons, which reduced by as much as
25% the amount of time required to complete each module

•

Made lessons more engaging by incorporating games, drag-and-drop exercises, and other
interactive content.

•

Created quizzes for trainees to compete at the end of each module.

•

Enlivened lessons by using video layovers and two narrators instead of one.

•

Displayed the objective of each module clearly on all slides so that trainees knew what they are
learning and why.

•

Installed a “Next Lesson” button on the last slide of each module to encourage trainees to move
ahead on their own.

•

Make all training materials available in Spanish as well as English.
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Results Achieved
Overall learner seat time was reduced by 25%-40% and more importantly, 67% of customers reported
much higher satisfaction levels.
To download the case study, CLICK HERE. Improving training doesn’t necessarily mean discarding older
training programs and starting from scratch. A range of small but wise changes can often boost ROI and
turn under-performing training into great.
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Strategy Two: Plan Your Training Day
Around Energy Highs and Lows
“The Ideal Work Schedule, As Defined by Circadian Rhythms,” an article by Christopher M. Barnes in The
Harvard Business Review, explores the energy peaks and valleys that most people experience through the
course of a day. The author writes that it is important to consider those biological rhythms when planning
employees’ work schedules . . .
“Humans have a well-defined internal clock that shapes our energy levels throughout the
day: our circadian process, which is often referred to as a circadian rhythm because it tends
to be very regular.”
To summarize his points . . .
•

Most people reach their first energy peak of the day a few hours after the start of the workday, or at
about 10:00 A.M.
That energy peak lasts about two hours, until lunchtime.
Energy levels then fall after lunch, hitting bottom at around 3:00 P.M.
Energy levels then begin to rise, hitting the final peak of the day at about 6:00 P.M.

•
•
•

The information he provides about our “internal clocks” can also help learning designers plan training
days where learners can absorb the most information possible.
Planning Training to Synch with Biological Rhythms
After reading that summary, it might be tempting to think that the most logical approach to planning a
training day would be to schedule “low-energy” activities during low-energy times of the day and “highenergy” activities at times when energy is peaking.
But as training designers know, that can invite problems. If you turn down the lights and show a 30-minute
video right after lunch, for example, chances are pretty good that people will nod off. In fact, low-energy
times are often the best times to get trainees out of their chairs and dark classrooms to take part in work
simulation exercises, group breakout sessions, and games.
High-energy times, like the two hours before lunch, are often great times to schedule high-content
learning experiences that require trainees to be seated, like panel discussions, talks by invited speakers
and interactive exercises.
If you are a training professional, you already know how challenging it is to create a high-performing day
of training. It takes experience, intuition, the ability to match lesson content to trainees, the skill to create
learning that is engaging, and many other skills. But when you get your training just right, both you and
your trainees know it. As we have written before on this blog, training design is both an art and a science.
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Strategy Three: Build Soft Metrics
into Your Training Development
Because the first aim of training is to improve the way people do things, all training programs measure
hard metrics like these after training is done:
Are our salespeople making more sales calls, closing more sales, or increasing the size of the
average order?
Have our product assemblers increased their output and reduced the number of quality
defects?
Are our phone reps now resolving more customer issues on the first call?
How many more positive reviews are we getting online?
Six months after training ends, are more customers placing repeat orders?

•
•
•
•
•

Without metrics like those, how will you know whether your training has achieved its goals or repaid your
investment?
What About Soft Metrics?
Soft metrics have to do less with observable performance, and more to do with attitudes. They too are
measured before and after training as a way to evaluate results. Some examples:
Do members of your hotel’s front desk staff feel calmer and more confident about resolving
customer complaints?
Do your new hires now feel more enthusiastic about working for your company than they did
before training began?
Do employees now expect to remain at your company for longer periods of time?
Has training improved employees’ attitudes?

•
•
•
•

Soft metrics can help predict how “sticky” your training will be. For example, employees who feel
dramatically more committed to your company will be less likely to fall back into old patterns in the months
after training ends.
Another reason to measure soft metrics is that they help you identify any extra benefits your training
achieved. The primary purpose of your training was to teach your restaurant workers to deliver better
customer service, for example, but they also became bigger believers in your brand.
The Art of Measuring Soft Metrics
There is an incorrect assumption that it is difficult to collect data on soft metrics. In fact, soft metrics can
be measured by having trainees complete surveys or have interviews with members of your training or HR
team.
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Another way to gauge soft metrics is to measure behaviors. After training your call center staffers,
for example, do they arrive more punctually and call in sick less often? That could indicate improved
motivation and morale. Or after training your retail salespeople, has the rate of their retention improved
after six months or a year? That could indicate that your training made their jobs less stressful and more
satisfying.
Evaluating Hard and Soft Metrics Yields a Fuller Picture or Results
When evaluating training success, it is not a question of measuring hard metrics versus soft metrics. Why
not measure both? Think of them as different tiles in a larger mosaic that yields a picture of everything your
training is accomplishing.
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Strategy Four: Make Sure Your
Learners Are Using Their New Skills
After Training Ends
It is not always necessary to create entirely new training programs to achieve the results want. Instead, you
can ask. . .
Are your trainees really using the new skills they learned in training?
Here are seven strategies that can help assure that they are:
•

During training, explain what you will be measuring later on.
This sounds basic, but it can be effective. For example, if one of your goals is to have your salespeople
follow up a minimum of four times before giving up on a sale, tell them they will be tracked on that.
There is wisdom in the old saying, “What gets measured, gets done.”

•

Schedule additional training sessions.
This sounds pretty fundamental too, yet some companies seem to assume that once training is done,
it’s done. The fact is, follow-up sessions can be highly effective in making sure that training “sticks.” To
reduce costs, you can deliver follow-up content in online lessons or to mobile devices.

•

Let trainees monitor and support each other.
Try setting up weekly calls where trainees check in with each other to ask, “What have you tried so far . .
. how is it working for you?” This can be more effective than having upper management look in.

•

Follow training with coaching.
Your trainer can take on a coaching role and work directly with trainees after training ends. Or
executives within your organization can.

•

Use technology to keep things percolating.
You can send a daily tip or motivational message or video to trainees via text messages or email. We
can help you integrate them seamlessly into your training program at very little cost.

•

Shake up the way your trainees do their jobs.
Instead of having each member of your sales staff make sales calls alone, for example, let them partner
up and make sales calls in pairs. It can be a great way to make sure your trainees step out of their
comfort zones and try new things.

•

Consider adding incentives or awards
When a customer service rep successfully hits one of the benchmarks you set out in training, you can
give her an award and share that news with all the other trainees. Used in the right way, awards can
assure that more of your learners apply the lessons they learned in training.
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Strategy Five: How to Use ADDIE
Framework to Design Better Training
Since the ADDIE training model was developed at Florida State University in 1975, training designers have
added their own tweaks and improvements to the way it works.
But despite all the refinements over the years, ADDIE is still worth knowing about. It provides a useful
structure for planning, revising and implementing your training. Let’s review the steps today and see what
we can learn.
Meet ADDIE
ADDIE is an acronym that divides the process of training into the following steps:
•

Step One: Analyze your business needs and consider what kind of training will support them. Weigh
who your learners are, pinpoint the behaviors you want your training to change, develop metrics to
measure, and plan an overall timeline for training.

•

Step Two: Design a master plan. In this step, you decide how your trainees prefer to learn, where and
how your training will be delivered (in classrooms, computerized learning centers, on mobile devices or
tablets) and what kind of training materials will work best (videos, training manuals, interactive quizzes,
etc.).

•

Step Three: Develop your training materials. In this phase, your instructional designers create the
lesson plan and materials you will use.

•

Step Four: Implement your plan in the strongest way you can. This usually takes place in two steps.
First, you train your trainers to use the materials you have developed in the preceding phases. Second,
you launch your program.

•

Step Five: Evaluate the success of your training, in several ways. One goal is to loop back to Step
One (Analyze) to see whether your training has gotten you closer to meeting your business objectives.
A second step is to measure and monitor your metrics to see whether your program has changed
behaviors and achieved its goals. The third step is to is evaluate your training plan, materials and
trainers to find ways to improve your overall training initiative.

Think of ADDIE as a Way to Plan and Evaluate Results
While not set in stone, the ADDIE framework offers a good checklist for training. As we noted at the start
of today’s post, it has been refined over the years. If you’re planning new training that achieves results, we
invite you to speak with a Tortal Training consultant today.
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Strategy Six: How to Maximize the
Benefits of Classroom Training
Are you about to embark on a lengthy process of migrating your older training materials onto computers,
tablets, or smartphones? Are you sure that you really need to?
Did you know that instructor-led classroom training is still the most popular form of training? It’s true,
even today when training is increasingly delivered on mobile phones and tablets. According to statistics
from the Association for Talent Development, 70% of all training programs in the U.S. were conducted in
classrooms in 2014. We are willing to bet that at least 60% of all training programs are still conducted that
way today.
Why Classroom Training Still Rules
•

Speed of development. You can create a curriculum and have it tested and running in a matter
of weeks, not the months it takes to develop computerized or training that is delivered on mobile
devices..

•

Ease of development and lower cost. In many cases, non-technical executives in your organization
can design and launch classroom training without the assistance of computer programmers, IT people
or other specialists.

•

Flexibility. Once your classroom materials are ready to go, they can be used for training large groups
of hundreds of employees, small groups of a dozen – or anything in between. And if a training unit
or lesson isn’t working, you can simply replace it without getting bogged down with technological
problems.

Is There a Downside?
Classroom training presents very few disadvantages, provided it is expertly designed. The key to success
is to make sure that training remains interactive and engaging – not a static experience where one person
stands in front of a group and lectures.
Strategies for Keeping Classroom Trainees Involved and Engaged
If you have attended a classroom training program that worked well, chances are you took part in activities
like these that offered a lively variety of experiences:
•

Quizzes that allow participants to score their skills or take part in in other self-assessments.

•

Live surveys, which can now be conducted live using a variety of apps.

•

Breakout sessions, where participants meet in groups to discuss topics or generate questions that
are then brought back to the entire group.
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•

Videos that offer depictions of the skills that are being taught, company profiles, and other content.

•

Visits to company offices and facilities where trainees can learn about company operations firsthand.

•

Feedback and Q&A sessions, offered at regular intervals during training, can introduce new topics
for discussion, add value, and keep sessions lively.

•

Role-playing and demonstrations, where trainees take on the roles of customers, clients or other
stakeholders while other trainees play the roles of company employees.
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Strategy Seven: Make Sure Your
Training Sessions are the Right
Length
What is the ideal length for a training session?
“Short!” one sales trainer told us. And he’s right, because trainees shut down and stop learning when
sessions run too long.
“Just the right length,” another trainer said. When we asked him what that meant, he explained, “It
depends on the information you are presenting, how you are delivering it, who your trainers and trainees
are, and lots of other factors.”
The funny thing is, they are both right. Sessions should ideally be as brief as possible, but these
considerations come into play
What is Your Delivery System?
As a general rule, “The smaller the delivery device, the shorter lessons should be.” Individual training
sessions can take an hour or more if people are in big groups. If trainees are completing training on
remote computer terminals, lessons can run to 30 or 45 minutes. And if your learners are training on mobile
phones, lessons as short as five minutes have been shown to work well.
Where Does Each Training Unit Fit into Your Overall Plan?
If you write down all the skills and information that you want your trainees to take away, you will see that
some topics can be taught quickly, while others require more time. When planning a day of sales training,
for example, you might want to start your day with a 30-minute motivational session, then follow up with
two one-hour focused skill-building sessions – one before lunch and another after. Then in the weeks that
follow live training, you can follow up with weekly 30-minute online modules to reinforce key concepts. If
you look for it, you will discover that there is an internal rhythm in your training curriculum that can tell you
how long each component needs.
What Are the Optimum Ways to Teach Your Topics?
Some concepts can be taught best through interactive online lessons. Others come to life in live training
sessions where trainees break into groups and simulate job experiences. Some learning comes alive with
videos. For more complex leadership training, it sometimes works best to create teams of trainees and
give them real work to do in your business over time.
Creating the right structure for your training curriculum is both an art and a science. An experienced
training development company can be your best partner as you plan a curriculum that delivers your
learning in just the right formats in the right doses, at the right time.
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An Art and a Science . . .
There is no doubt that training design is both an art and a science. An experienced training development
company can often save time, money and miscues by suggesting training solutions that have been proven
to work.
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Strategy Eight: Get More from
Training by Assigning the Right
Homework
If you want to hear people groan when a day of training is ending, say “Here’s your homework for
tomorrow.”
Maybe that’s because the word “homework” brings back so many unpleasant memories from school. Yet
the right kind of homework can be motivating, not discouraging.
What is Your Delivery System?
“The Kind of Homework that Helps Coaching Stick,” an article that Prof. Monique Valcour wrote for the
March 3, 2015 Harvard Business Review, offers some advice that we like about the role that homework can
play in coaching professionals to learn, improve and find a path to advancement in your organization. Prof.
Valcour is professor of management at EDHEC in France, one of Europe’s top business schools.
“In order to give your employees meaningful homework,” Prof. Valcour writes, “lay the groundwork by
stepping out of the directing role and into a listening and learning role. By asking open-ended questions,
listening actively, and engaging respectfully with your employees, you build the trust and rapport that is
the lifeblood of effective coaching. As you gain greater insight into your employee’s thinking, motivations
and interests, you’ll be better able to challenge and support him or her with homework that stimulates
learning and development.”
Encourage Trainees to Think about Advancement
Prof. Valcour believes that the right kind of homework motivates employees to further their career
development. She suggests having trainees consider questions like these and bring their answers back to
their coaches:
•
•
•

“How do you think you can add greater value to our organization?”
“Are there specific roles in the company that you would like to know more about?”
“Are there specific projects here that you would like to work on – and how would they help you reach
your career goals?”

So, is Homework Taboo?
Used in the right way, it can enhance your training programs. We like Prof. Valcour’s value-adding strategy
of encouraging trainees to think about career development during training. Please take a moment to let us
know your thoughts too.
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Strategy Nine: Stop Teaching
Company Rules that Drain the
Energy from Your Training
If you stop to think about it, most company rules spell out things that people are not allowed to do rather
than the things that they are encouraged to do. If our friend Anthony is right, even a small dose of them
can dampen the mood of training sessions and kill enthusiasm.
Rules Stifle Creativity
Vibrant training encourages people to come up with new ideas that have the potential to improve what
they are already doing, what your company is doing, and more. When rules discourage employees from
innovating, expanding the scope or their jobs, or serving people better, that obviously has a negative
impact on your company and its success.
Rules Can Be Demotivatiing and Talk Down to People
In some companies, new employees are told that they can only look at their cellphones during work
breaks, and that there is no eating at desks. All those things might be true, but they don’t set out a
welcome mat for new hires.
The Wrong Rules Limit Trainees Autonomy
Some stores have rules that salespeople can only issue customers a store credit when they return
merchandise. And items bought on sale cannot be returned at all. But with some thought, those retailers
can replace limiting rules with others that encourage people to make their own decisions and act
autonomously. For example, “If a customer request makes sense to you, go ahead and fulfill it without
asking your manager.”
But what if you have rules and required procedures you need to teach?
One good option is to communicate them in an employee handbook. Another is to deliver them in short
online training lessons instead of making them part of training on other subjects. Training should teach
concrete skills, but also educate, energize, challenge, motivate, and expand the way people think.
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Strategy Ten: Supercharge Your
Training By Asking for Feedback
from Trainees
It’s standard practice to hand out survey forms when a day of training is done, or to email feedback forms
to trainees the next day. But is that enough?
Probably not. Because getting the right feedback in the right ways can lead to continuous improvement in
all your training efforts, let’s take a closer look at how to add value to the feedback process.
Collect Operational Feedback as Soon as Sessions End
It is too early to collect data on the long-term effects that your training could produce. But it is a great time
to ask trainees to comment on the quality of the program, by asking questions like these:
•
•
•
•
•
•
•
•
•
•

Did you learn what you expected to in the training sessions?
Was the trainer knowledgeable, prepared, and able to answer questions and resolve any problems?
Did the training keep you interested and engaged?
Which concepts do you think will be the most helpful and productive?
How soon will you start to apply the ideas that you took away?
Was there a good mixture of presentations, breakout sessions and other forms of learning?
Did any problems occur during the session? If so, how were they resolved?
What was the best part of the program?
What part of the program needed the most improvement?
What suggestions would you like to make about future training?

Ask About Results at Regular Intervals after Training
Collect a different kind of feedback in the weeks and months after training is done – feedback that lets
trainees tell you about results. Here are some questions to ask:
•
•
•
•
•
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Have you been able to apply what you learned?
Specifically, which ideas have you put into practice?
Have you been unable to apply some of the ideas you learned? If so what were they, and why?
Can you provide any specific feedback on how your activities have changed since training? Have you
closed more sales or accomplished other measurable results?
In light of what you now know, what changes would you recommend in future training programs?
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Compares Feedback against Measurable Metrics
Compare the feedback to the metrics that you developed before training began. Remember that feedback
from trainees generally yields “soft” data; they think they have applied certain concepts or that they are
being more productive. But it is not enough to have people feel better, you need to quantify training
results against hard data like increased sales, higher levels of customer satisfaction and cost savings.
Build Feedback into Training and Boost Your ROI
If you would like to know more about using feedback to augment the effectiveness of your training, give
Tortal Training a call today at 704-323-8953.
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