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How to reduce the Cost and Effort 
of Training 
 
Good training is an investment. 
 
It transmits the subject matter experience of the authors and instructors in a 
targeted, digestible and effective way. Participants can benefit from the 
experience of others instead of making avoidable and potentially expensive 
operational or business mistakes. 
 
While maybe less enjoyable, virtual meetings can approach the effectiveness of 
face-to-face training, with far less costs and time overhead. They can also 
supplement much live training. 

Training uses Meetings 
 
Meetings are gatherings where selected participants have been convened to 
achieve some communication objective.  
 
Business meetings including training usually follow a pattern:   
 

● The participants are selected and invited formally 
● They come to a particular place at a particular time 
● The leadership is defined 
● There is an agreed agenda, starting with the record of the previous 

meeting 
● The decisions are recorded in the the “minutes” and published to help 

implementation and avoid misunderstandings. 
 
Meetings are held to influence those people we call Stakeholders: 
 

● People who are interested in what we are doing, either to help or hinder 
● Those who are influenced by what we are doing or want to influence us. 

 
A stakeholder is anyone with an interest in what we are doing, whether they can 
influence us or not and whether they are in our organisation or not. 
 
Stakeholders can be individuals or groups, such as management teams or 
business organisations, but may also be others who live with us, political 
stakeholders, customers, suppliers and so on. Meetings allow us to share 
information, to influence others or let them influence us.  
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In general, the target of all business communication is our stakeholders and 
meetings provide one way of communicating with them.  Training uses meetings 
extensively. 

Optimal management of live training 
 
To manage a live meeting, whether for training or business, several questions 
must be answered: 
 

● What are we trying to achieve: 
o solve a problem? 
o share information? 
o look for sympathy or understanding? 
o influence somebody? 
o explain something? 
o make a decision? 

● Who should take part? 
● Where and when does the meeting take place? 
● What support arrangements are needed, e.g. invitations, room bookings, 

refreshments etc.?  
 
Depending on our objectives, we might be more or less formal. Informality can 
help when looking for ideas and suggestions: brainstorming or mind-mapping on 
the whiteboard or flip-chart, post-its to collect ideas and so on.  
 
The room layout also influences how a traditional meeting works. 
 

● At a round-table, everyone automatically has the same status and this is a 
good format for getting agreements. For smaller groups, sitting beside one 
another is also a good layout for seeking agreement. 

● On the other hand, if we are trying to direct others, we use a long-table 
where the leader sits at the top, which gives them more authority. They 
can see everyone else but the opposite is not always true. In the worst 
case, the participants block each other’s view of the chair.  

● We can stand up, go and draw on the whiteboard or flip-chart. Everyone 
can see and talk with the others. 

 
For the best use of meetings for training, this freedom should be focussed, e.g. 
participants mostly interact around the topics and do not simply chat with each 
other.  
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Virtual Training has many 
advantages 
 
Virtual Meeting applications are now supplemented by social communication, 
which is itself being built into most new IT applications. Together with voice 
(telephone, VoIP etc), chat (Google+, Facebook and Twitter etc.), the 
effectiveness of live training can be approached with Virtual Training.. 
 
Important advantages of Virtual Training include: 
 

● The contact time is just the duration of the sessions.  There is no lost time 
for travel to and from training.  This is significant for global teams. 

● The costs of travel are eliminated. 
● Scheduling can be more flexible because of the simplified logistics. 
● This flexibility lowers the participation threshold. By including 

participants wherever they are, it is more likely that there will be enough 
participants to make training worthwhile. This opens up training to many 
specialist topics that could otherwise not be offered. 

Which Webinar Application? 
 
Webinar tools which simulate the face-to-face environment have been available 
for a long time and Vitero is an interesting one from Germany. It is one of many 
available applications, however it has some interesting features: 
 

● The participants upload small photos, which are displayed around the 
edge of the screen, simulating a round table meeting. 

● The presenter can pass around (the image of) the table microphone. 
○ For smaller groups, the trainees can switch their own microphones 

on and off to reduce background noise, such as children, dogs, 
music etc. 

○ For larger events, this also gives better control of the interactions 
compared with  a telephone conference and certainly better than 
when sitting in a room together. This can lead to better decision 
making than is usual with live meetings. 

● A problem with webinars is that the participants often work e.g. on e-mail 
messages rather than taking part fully.  Vitero has a very interesting way 
of addressing this: when a participant clicks onto some other window, 
their photograph is covered by a newspaper, indicating that they are not 
active.  Group pressure then helps ensure that everybody takes part 
actively. 
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● Participants can be put into smaller groups  or “break-out rooms” for 
discussion.  This can be used to give them assignments where they work 
together and avoids the feeling of one-way-communication typical in 
webinars. 

● Documents, links and question cards can be prepared before the training 
for distribution at suitable times. 

● There is a function to show the objectives of the training and agenda 
separately from the slides. 

 
As with all competing systems: 
 

● Participants can be invited by e-mail and get technical help them logon 
and check their microphones.  This is important for reliability, because 
organisers would have a lot of work if they took responsibility for each 
participant’s technical installation. 

● You can see who is online and the loudspeaker symbol moves when they 
speak. 

● Everybody sees the same display, whether slides, the presenter’s screen,  
internet pages or videos. 

● There are buttons for showing mood (OK, not OK etc) as well as text chat, 
which is useful for background comment or to maintain communication if 
voice contact is lost. 

 

Use Virtual Training to reduce cost 
and effort 
 
At Scatterwork, our experience is that the further the team is spread out 
geographically, the less the limitations of virtual training are relevant. 
 
Virtual Training via internet simulates a live meeting environment and the 
participants can: 
 

● see who the others are, as if around a table 
● talk and listen to each other 
● send chat messages 
● share a screen 
● work in groups 
● see slides etc 
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This is all very similar to a traditional face-to-face training environment and has 
immediate cost and effort benefits. The world is getting smaller, so many 
participants will be able to get to know each other at other events, so the lack of 
personal contact is not critical. 
 
By making the access easier, the number of participants increases and makes 
training for niche topics viable. 
 
Virtual Training is here to stay. 
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free consultation 
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now! 
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