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Basic premise – A lot depends on how the job of training manager is defined. If the HR manager is responsible for training, he/she probably wants to outsource most of it because the HR job is big enough. If there is a separate training manager with a staff of trainers, they may do most of the training and outsource only those training needs that require special expertise.

Other considerations that indicate outsourcing is desirable:

· If the training need requires training that will be readily accepted by employees (at whatever level) only if an outsider delivers it. This is often the case with management level training but also can be true for training for line employees if there is a low level of trust and inclusion in the organization. Employees at all levels often will discount the value of training when delivered by internal trainers.

· If the training involves facilitating processes, an outsider may have more credibility and may be better able to provide strict facilitation where needed. Strategic Planning, for example, is a type of training that requires participants to use a number of techniques and tools during the training and to have very serious discussions about mission, goals, problems, etc. and a good facilitator is required. Anti-harassment training also often needs a trainer who can be very direct or even confrontational around some of the issues to get the point across and an outsider often has higher credibility. Employees often do not trust that HR will be on their side, which can add to the problem of harassment in an organization.

· If the internal training staff needs to have more time available for internal consulting with groups or handling the basic training needs such as orientation, safety, job skills, basic supervision, then outsourcing some of the more specialized training programs can free up their time.

· If the organization has only HR professionals with little or no training and/or experience in training and development, then most of the training should be outsourced. Consultants may need to be used to conduct needs assessment, design training to fit the needs, as well as deliver the training.

How to select training providers:

Ideally, training programs have been designed to incorporate adult learning principles and techniques. Even with brand name national companies it is not safe to assume that this is true! 

Ideally, training is facilitated by trainers who have very good skills over a broad range such as presentation, rapport, listening, humor, setting up exercises, processing exercises, handling questions, handling difficult participants, and many others. (See the later pages for a list of skills that effective trainers need.)

This is a common problem when an organization decides to purchase a packaged program and have internal trainers “certified” to deliver the training. Many such programs provide “quick and dirty” certification because their profits are made from the large up-front purchase price and the very profitable sale of training materials to be used when the training is done by the certified internal trainers.

Criteria to consider when selecting an external training provider:

Education and experience – Do the trainers have “real world” organizational experience? Do they have educational backgrounds in fields that are relevant to the training to be done?

Demonstrated knowledge and skill in adult learning – Many subject matter experts know nothing about how to design a training program and have never studied adult learning or training and development. Many know little or nothing about how to teach! The majority of university professors have never had a single course in how to teach!

Selling only their packaged programs – Is the company prepared and willing to customize a training program to fit the organization’s needs or are they trying to convince you that their package program will be on target?

Measuring the results – How will the effectiveness of the training be evaluated? The typical rating sheet completed by participants at the end of the program is known as a “smile sheet” in the training profession because all it measures is how happy people were with the training. If the trainer had good personal skills, they all may be very happy with the experience. What did they learn? Some participants will find fault with even high quality training because of their personality or personal issues and their evaluation does not tell you whether they learned what was needed in spite of their attitude or if everyone else learned. 

Ask the provider how the training results will be measured. If they know what they are doing, they will be able to explain several ways that the results can be measured. Be prepared to pay more money for real evaluation!

Track record – Does the provider have references who can speak to the quality of the training, the skills of the trainers, and the results achieved by the training done in their organizations? Ideally, they will provide references who are qualified training professionals. Do talk with the references!

Training Skills

Listed below are numerous skills that are important for successful training.

  1. Goal-setting and planning skills. Good trainers start with objectives and allow enough time to plan and design the program.

  2. Preparation skills.  Training is effective when the trainer is knowledgeable from learning, research, and /or life experience.

  3. Design skills. Good programs have an apparent plan which follows a logical development of ideas with each new idea building on the previous ones.

  4. Verbal communication skills. The top trainers use good grammar, understandable vocabulary, and 
rapport skills to communicate well with the group and the individuals who make up the group.

  5. Presentation (platform) skills. Excellence in training requires the trainer to be comfortable in presentation, using practically no "uhs" and "ahs", relaxed body movements, and a flowing presentation 
that looks and sounds "natural", not memorized or mechanical.

  6. Transition skills. Learning is enhanced when the transitions from one topic to the next are smooth and hardly noticeable. If this skill is not natural, plan your transitions!

  7. Delivery skills. People appreciate an enthusiastic delivery and effective trainers let their emotions come through. Participants won't be excited if you're not!

  8. Voice skills. Good trainers use different voice tones, volumes, pace, etc. to hold interest and dramatize the learning. A voice coach can help with these skills and teach you to care for your voice properly.

  9. Humor skills. People like having fun while they learn and good trainers inject humor and fun without becoming stand-up comedians.   Look for the humor in everyday situations and let your  "kid" show through.

10. Rapport skills. Participants will feel comfortable with a trainer who knows how to establish rapport with them as a group and as individuals.

11. Humility skills. Presenting yourself as better than your participants invites competitiveness and resentment. Letting people know some of your weaknesses without sounding like a "victim" will help them learn from you.

12. Reinforcement skills. Learning requires positive reinforcement and the best trainers give participants "strokes" for their participation, accomplishments, opinions, questions, etc.

13. Appearance skills. People always respond to a trainer's appearance and good trainers make sure that they look their best by dressing well, staying physically fit, using good posture, and looking pleasant.

14. Process skills. Top trainers "read" their participants to know when they are learning, when they are confused, when they disagree, etc. and they respond to the signals with appropriate action.

15. Variety skills. Good training requires the use of different presentation techniques and styles. Interest and involvement drops when any method is used too long.

16. Involvement skills. Asking questions, using exercises, challenging thinking, prompting questions, making eye contact, walking among participants, "stroking" them, and other involvement techniques facilitate learning.

17. Body language skills. Eyes follow movement and ears follow eyes! Good trainers move about, use gestures, postures, facial expressions, etc. to keep people attentive and learning.

18. Contact skills. Using participants' names, smiling, touching, looking at them, listening to them, and 
other ways of making and maintaining contact increase involvement and learning.

19. Receptivity skills. Trainees appreciate a trainer who is interested in them and their ideas and they will be more involved in the learning when they perceive you as receptive.

20. Listening skills. Being an active, effective listener assures good communication, helps rapport, diffuses emotional situations, and communicates empathy and understanding to your participants.

21. Modeling skills. The best trainers teach by example and constantly model the lessons they want others to learn.

22. Questioning skills. The effective use of questions improves understanding, increases involvement, reveals misunderstandings, and prompts thinking, which are all required for learning.

23. Assertiveness skills. Communicating self-confidence while communicating respect for others is essential for training success.

24. Mechanical skills. Good trainers know how to use their equipment properly, how to control room conditions, and how to fix minor problems (replace bulbs, etc.).

25. Timing skills. Starting and finishing on time is important for successful training. So is presenting material in an unhurried pace – being where you planned to be when you planned to be there.

26. Relaxation skills. Overcoming anxiety, handling uncooperative people, dealing with problems, reacting to mistakes, coping with life stresses, etc. require the trainer to be able to relax and help others relax.

27. Facilitation skills. Handling questions, setting up exercises, encouraging and shutting off debate, providing feedback, and processing completed exercises help create real learning.

28. Social skills. Greeting and meeting people, mingling during breaks, engaging in conversation, listening to participants' ideas and "war stories", and being comfortable with people add to your effectiveness as a trainer.


THE PRINCIPALS
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CHRISTINE (TINA) BERTHELOT, M.Th. has been with SuccessSystems, Inc. since 1983 and is the owner and Vice President of the company. Prior to joining the company Tina had been a registered stockbroker and worked with Bateman, Eichler, Hill, Richards and Smith, Barney, Harris, Upham. Her earlier work experience includes a number of years with the International Harvester Company where she was in human resources after working in the accounting function.

Tina has been the principal trainer for several of the important clients of SuccessSystems, Inc. such as Bristol-Myers Squibb, County of San Bernardino (California), Frito-Lay,  Lucent Technologies, Motorola, Roche Colorado, the City of Longmont, CO and the North Texas Regional Council of  Governments. She receives rave reviews from men and women in all types of organizations throughout the country for her pragmatic, enthusiastic, and involving training style. Often she is mentioned as the most important component of the success of the training program.

Tina is a member of the Society for Human Resource Management, the Boulder Area Human Resource Association, the Colorado Human Resources Association and is the District Director North for the Colorado Society for Human Resource Management State Council. She is the author of three books, Self-Empowerment, Achieving Life Balance and Coaching Skills for Leaders.

SAM R. LLOYD, M.B.A. is the founder of SuccessSystems, Inc. and the President of the company. He started the company in 1977 after a successful ten-year career in the academic field. Sam was the Director of the Management Center for the School of Business at Southern Methodist University and had earlier been the Assistant Dean for Continuing Education in the School of Business Administration at the University of Missouri-St. Louis. He has completed the courses and examinations for a Ph.D. in Marketing and Organizational Behavior from Washington University in St. Louis but is no longer an active candidate.
In over 30 years of experience in the training & development field, Sam has developed numerous programs, administered hundreds of successful programs, and trained tens of thousands of people in virtually every kind and size of organization in twelve countries around the world. He receives excellent ratings and is a popular speaker at conferences and conventions. He has been the principal trainer for a number of the important clients of SuccessSystems, Inc. such as Hewlett-Packard, PPG Industries, Kraft General Foods, Hitachi America, Frito-Lay, J C Penney, North Central Texas Regional Police Academy, the Tennessee Valley Authority, and Jefferson County (CO).

Sam has written a number of articles in business journals and magazines and is the author of six popular  books, Developing Positive Assertiveness, Self-Empowerment ,  Leading Teams: The Skills for Success, Accountability: Managing for Maximum Results, Achieving Life Balance and Coaching Skills for Leaders.  He is Past President of the Rocky Mountain Chapter of the American Society for Training & Development (ASTD and currently serves as the Vice President – Membership for the Boulder Area Human Resources Association.
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