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As a key component for quality assurance, standardisation and feedback, 
observation is the bedrock of trainer training. However, observation 
shouldn’t be a stand alone activity. 

In fact, observation is central to:

• Self-review
• Providing high-quality feedback 
• Coaching 
• Mentoring 
• Peer-observation 
• Cultivating a community of best practice

Yet, observation is often only used as a quality and standardisation tool with 
limited value for teaching and learning. Without context and performance 
goals, observation becomes routine performance management with very 
few opportunities for trainer growth. 

Observation is a hugely powerful way of building confidence, motivating 
colleagues and cultivating a growth mindset when used inline with 
developmental feedback and coaching. In the past, time and logistical 
challenges have made this very difficult, but, with the advent of new 
technologies, observation and feedback no longer needs to be a time-
consuming process, nor one that always requires face-to-face interaction.

This guide has been created to help you make the most of your trainer 
observations and transform them into a vital part of your trainers 
professional development.

Introduction
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To begin with, ask yourself the following 8 questions about 
your trainer observations:

1. How do your trainers feel about being observed? 

2. Are observations centred around quality assurance and 
performance management or are they used for professional 
development? 

3. Does feedback consist of tick boxes against criteria or is it more 
qualitative, involving meaningful contextualised discussions about 
performance?

4. Do your trainers know what best practice looks like?

5. Is there a fear of risk-taking or experimentation? 

6. Do your trainers share ideas with each other? 

7. Are your trainers given the opportunity to peer and self-review? 

8. Do observations focus on learning as well as the training delivery?

Top tip:
Think about the structures or professional development 
programmes that already exist within your organisation. 
Does observation play a key role? If it doesn’t, it’s likely 
that including some form of observation will make them 
richer and more effective professional learning activities.   
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Logistics

Observations can be difficult to organise and time consuming, particularly if you 
operate across multiple sites. This means they’re often few and far between 
and rarely developmental in nature. However, observations needn’t be a chore, 
and many organisations are now turning to video to make effective observations 
scalable and part of an ongoing professional development process.

Video can be used in the following ways:

• Trainers can record their workshops to self-evaluate their delivery

• Videos can be shared with a manager for remote observation

• Objective feedback can be provided over distance and can be 
contextualised around specific parts of the video

• Video can be used to measure and evaluate change over time and used 
repeatedly to refine trainer delivery

Used in this way, video provides a medium in which multiple observations can 
take place remotely without the need for travel. Research shows that this greatly 
impacts learning outcomes and ensures professional development is effectively 
embedded. 

Overcoming observation challenges 1

Ask trainers to use the Discovery Kit to record their delivery. 
Then use the sharing, commentary and analysis tools to 
allow managers to observe workshops remotely and provide 
effective, contextualised feedback. 

iConnect Customer?

https://www.iconnect-online.com/impact-and-roi/
https://www.iconnect-online.com/platform/
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“Culture eats strategy for breakfast.” - Peter Drucker

Developmental culture plays a key role in getting the most out 
of observations. Culture in this form dissociates professional 
development from performance management and makes learning 
and growth the focus of your observations. If observations are 
approached from a fixed perspective, there is a risk that they will 
remain exclusively for quality assurance and not reach their full 
professional development potential.

In light of this, your trainers should know that it is OK to make 
mistakes, deconstruct skills and behaviours and share experiences 
and feedback with peers. This will give your team a clear 
understanding of what constructive feedback looks like, create a 
collaborative learning environment for your team, and instill a growth 
mindset in all of your trainers.

Read more about overcoming observation challenges here

Culture2

Top tip:
Watch this TED Talk from Carol Dweck about  
developing a Growth Mindset. 

http://iconnect-online.com/2017/05/09/enhance-train-the-trainer-observations/
https://www.ted.com/talks/carol_dweck_the_power_of_believing_that_you_can_improve
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Research shows that improving performance requires 
a number of key components (see figure 1: Joyce and 
Showers, 2002). 

When combined effectively; theory, modelling, practice and 
coaching can lead to a 95% chance of skill transfer and 
behaviour change in the training room. 

Observation works as a foundation to nurture, measure, 
evaluate and reflect on each development stage and 
ensure that learning is embedded and continuous. 

Explore further applications of reflective observation in 
this whitepaper “Developing high performance learning 
organisations”

Figure 1. Training components and attainment of outcomes in terms of no. of participants

How can we make the most 
of observation? 3

Training components and attainment of outcomes in terms of no. of participants

Training Outcomes

Teaching Components Knowledge of Content Skill Implementation Classroom Application

Study of Theory 10% 5% 0%

Demonstrations 30% 20% 0%

Practice 60% 60% 5%

Peer Coaching 95% 95% 95%

http://iconnect-online.com/learning-organisations/
http://iconnect-online.com/learning-organisations/
http://iconnect-online.com/learning-organisations/
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The number one goal of any training organisation is the development 
of the learner. 
 
However, it’s a rare occurrence in corporate organisations for 
observations to consider the learner in great detail. Observations tend 
to focus on the delivery, but neglect vital skills for evaluating effective 
teaching like differentiation and learner comprehension. 

Gauging learner engagement through observation will allow you to 
identify learning challenges in order to strategically improve teaching 
and learning. Identifying learner needs will allow you to evaluate skills 
and behaviours that work and those that don’t, making sure your 
learners are getting the support they need when they need it. 

Learner engagement 4

Put time aside to look at the learners.  
 
Ask yourself, are learners paying attention?  
 
Are they engaged in activities?  
 
Do they ask relevant questions?  
 
Are they able to support each other’s learning?

Focus the app on the learner to record their behaviour. This will allow 
the trainer to see the impact of their training first hand and identify 
where they could improve learner engagement. 

iConnect Customer?



7

The development of new concepts is provided by new 
experiences, so it is vital that your trainers begin to act 
on what they have learnt from observation, feedback and 
coaching. This allows your trainers to cultivate a growth 
mindset through experiential learning and transform 
feedback into concrete workplace experience. 

“There are three principal means of acquiring 
knowledge…Observation collects the facts; reflection 
combines them; experimentation verifies the result of 
that combination”  - Denis Diderot

Observation for professional learning should be an ongoing 
development tool, establishing feedback and coaching as a 
continuous process. This will allow you to measure progress, 
evaluate the impact of training and establish the importance 
of observation for professional development. If not, active 
experimentation will not be encouraged and behaviour 
change will be minimal. 

Active experimentation5

Behaviours Strategy Culture

Identify learning 
challenges

Easy access to data and 
shared visibility of the impact 
of teaching on learning

High trust, collaborative 
environment 

Select appropriate 
strategies

On demand access to 
research and visibility of 
different strategies in action

Openness to change and 
new ideas. Collective 
endeavour and shared 
moral purpose

Adapt them where 
required and implement 
with fidelity 

Collaborative working and 
contextualised feedback to 
refine new methods over 
time

Collaboration and 
openness to feedback

Evaluate and share their 
outcomes

Tools and systems to 
measure impact of 
new strategies and 
frictionless environment for 
dissemination of findings

Collegiality and high 
social capital 
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Observation does not have to involve another person but can 
form the base of self-reflection. Get your trainers to record 
themselves with video for self-evaluation to encourage a 
reflective view on performance development.

Giving your trainers the opportunity to evaluate their own practice is an 
extremely effective development tool. Seeing yourself in the workplace helps 
you to gain a greater insight into your own skills and behaviours and gives 
trainers the opportunity to see themselves as an observer would.

Using video is like holding a mirror up to your practice and is a very powerful 
tool for trainer reflection.

This will allow them to: 

• Self-assess their skills and behaviours 

• Evaluate learner objectives and outcomes 

• See whether objectives were met 

• Establish any recurring patterns 

• Experiment and evaluate new skills and behaviours 

• Create their own performance goals based on real evidence

• Self standardise and quality assure

Enabling trainer self-reflection 6

Encourage trainers to use the Discovery Kit to record their training 
sessions in dual view. Then, ask them to use the commentary and 
analysis tools to evaluate their own performance and their learners 
engagement before discussing with a manager in a 1-2-1.

iConnect Customer?



9

How can a trainer move towards good 
practice (and beyond) when they’re not 
quite sure what good practice looks like?
 
Giving trainers the opportunity to see good 
practice in action is a powerful learning 
experience. Whether this involves shadowing 
your best trainers, team training, watching video 
examples or having a clear standardisation 
process, good practice provides a target for 
your trainers to aspire to.

Modelling good practice7
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Coaching and observation go hand in hand, but, in order to deliver effective coaching 
we need to be able to observe, reflect and experiment with skills and behaviours. 

Qualitative professional development observations should look at specific skills and 
behaviours within a training session rather than the training as a whole. For example, 
focus on questioning, feedback, or learner engagement. This will ensure that the follow 
up discussion is focused on specific areas for improvement and make behaviours easier 
to change. 

Ensuring managers have the appropriate tools and training to provide effective 
developmental feedback is imperative to improving teaching and learning. Objective 
setting, focusing on specific observable behaviours, identifying next steps and putting 
the trainers development at the centre of observation feedback are just a few skills that 
coaches should be aware of. 

Five things great coaches do: 

• Define - help trainers define their goals and strategies. 

• Execute - help develop habits that allow them to reach their goals. 

• Advise - ask exploratory questions that allow trainers to find their own answers. 

• Develop - assess the skills gap, knowledge transfer and ownership of the trainer.

• Motivate - understand what motivates each trainer and take action to maximise it. 

Coaching and feedback8

Use the time-stamped commentary and analysis 
tools to contextualise and objectify feedback that 
is evidence-based. You could even Go Live and 
provide remote, in-ear real time feedback.

iConnect Customer?

Interested in how video can improve more aspects of trainer training for your organisation? 
This blog will tell you more

If you would like to learn more 
about making the most out of 

observing your trainers,  
contact us

“It’s been the greatest CPD tool I’ve come 
across during the 11 years of my career.  

I sincerely believe that it’s the future.”  
Anna Ellis – Whitecliffe Mount

http://iconnect-online.com/2016/11/29/5-ways-to-improve-train-the-trainer/
http://iconnect-online.com/contact-us/


Founded by research and trusted by more 
than 2000 organisations worldwide, our 
video based platform improves the quality of 
training delivery. iConnect makes coaching, 
observation, self-reflection and trainer 
collaboration simple, effective and flexible. 

www.iconnect-online.com | 0333 1362 894

What is  
iConnect?

Book A Demo

Join the community. 

http://www.iconnect-online.com/
http://www.iconnect-online.com/
https://www.iconnect-online.com/meet-with-us/
https://www.iconnect-online.com/meet-with-us/

