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Abstract

The content of the solution is developed 
with input gathered in several co-creation 
sessions with Prowareness employees. The 
author considers the employees as the 
experts of the content. Also, including the 
employees in the creation of the product, 
increases the chances of adoption and 
boosts intrinsic motivation. Based on the 
input and design criteria, the form of the 
final product is then chosen by the author. 

The result is a live Handbook that 
employees can read to know exactly 
the steps that need to be taken before, 
during, and after a training. Since it is a 
live document, it can easily be updated in 
real time by the responsible person. The 
author also provides an implementation 
strategy that is needed for the roll-out of 
the Handbook within the company. 
The author ends with recommendations for 
Prowareness regarding quality assurance. 

This thesis explores the development of 
a quality assurance solution specifically 
tailored for training programs. Prowareness 
is a consultancy firm specialised in agile 
transformations. A big part of their value 
proposition is training. Prowareness is 
growing and has a reputation for offering 
training to high end clients. However, 
in order to ensure a consistent client 
experience, they are in need of a quality 
assurance model. 

The author uses a double diamond 
approach. First, relevant literature is 
studied to gain more insights on the topic 
of quality, intrinsic motivation, and agile. 
The data analysis in the discovery phase 
is done using the Straussian approach of 
the Grounded Theory Methodology and a 
questionnaire. The main insight from the 
analysis was that currently employees 
each have their own definition and 
approach to quality assurance of training.  
Also, the employees have the need for a 
standardised quality assurance model. 

From the data analysis the author 
formulates a product goal that says: 
“The product goal is to provide a 
comprehensive description of the process 
to be followed before, during, and after 
conducting a training, along with its 
implementation. The aim is to ensure that 
every trainer follows the same process, 
creating a shared understanding and 
a standardised approach for quality 
assurance.”



55

Table of contents

Introduction      6

1. Discover      11

2. Define      42

3. Develop      46

4. Deliver      55

5. Discussion      69

Conclusion      71

Recommendations     72

Reflection      73

References      74

Appendix      76



66

In this chapter I familiarise the reader with my assignment. First, I will 
give some information about Prowareness. I mention their vision, value 
propositions, and clients. Then I present the assignment that I received from 
them. Here I explain the perceived problem, the scope that I want to focus 
on, and my role in this project. Also, I show my approach to taking on this 
assignment. Lastly, I explain the structure of the rest of the report.

Introduction
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Below you can see an organisational 
structure of Waada (figure 1).

The client of this project is Prowareness, 
a consulting firm specialised in agile 
transformations located in Delft. Their vision 
reads:

“Founded to make the Netherlands aware 
of a faster, more effective way of working 
and new working methods.”

Next to Prowareness, DevOn and The Agile 
Cockpit are all subsidiaries of a parent 
company called Waada the Movement. 
Their purpose is to help companies grow 
with a vision that reads: 

“Our vision is to make this world a better 
place, one step at a time. We believe that 
the world will be a better place if you realise 
your mission. It is our service to get you 
there.”

These subsidiaries all share the same core 
values that in turn determine the company 
culture. First, they are customer centric. 
They regularly meet up with their customers 
and plan several customer events. Waada 
also stimulates innovation within its 
organisation. The best ones are presented 
on the quarterly Innovation Day. Further, 
regular reflections and check-ins make sure 
that they keep improving and stay on the 
top of their game. Next to that, another 
one is transparency. All announcements 
are publicly shared with all employees. Also 
teamwork is very important, with focus on 
respect and appreciation towards each 
other. Celebration is also very valued with 
regular champagne poppings. Another 
important value is personal growth. Self-
development has the priority, with each 
employee a plan to keep track of their 
growth. Each employee is also provided 
with personal attention. This happens 
mostly in the form of bilateral meetings 
with their boss to discuss its well-being 
and performance. Feedback is another 
value. Once a quarter each employee gets 
reviewed using the 360-degree feedback 
method. Lastly, Waada gives attention to 
the environment. An example of this is the 
Waada Billion Acts of Goodness initiative, 
with the goal to accomplish 1 billion good 
deeds (Waada the Movement, 2022).

Prowareness

Waada the Movement

Prowareness Devon
The Agile
Cockpit

Each daughter company has their own 
focus and expertise. As mentioned above 
Prowareness is focussed on consultancy 
and training. DevOn is specialised in 
improving software development within 
companies. They use a radical approach 
in order to significantly improve software 
development (DevOn, 2023). 
The smallest daughter company is Agile 
Cockpit, which is specialised in tooling. They 
offer clear, fast and powerful solutions for 
working in an Agile working environment. 
Their tooling offers organisations the 
opportunity to improve their organisation 
and increase the impact of their 
organisation (Agile Cockpit, 2022).

For this project, I will only be working with 
Prowareness. To this day they have one 
goal: to make organisations agile. Not just 
as a development method, but as a smarter 
modus operandi for organisations as a 
whole. They use the specific needs of their 
customers as a starting point to develop the 
best approach (Prowareness, 2022). Their 
view can be explained with this quote:
”Catch a man a fish and you feed him for 
a day. Teach him how to fish and you feed 
him for a lifetime”. 

To achieve this goal they have a few 
main value propositions (figure 2). 
Implementation Consulting: these 
consultants coach the teams within 
other organisations into successfully 
implementing an agile way of working. 
Management Consultancy: these 
consultants coach the top level 
management of organisations on how 
to successfully transform into an agile 
organisation. Academy: this department 

Figure 1: Structure of Waada
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In order to maintain a healthy company 
culture, there are certain agreements 
set in place. Each consultant is placed in 
a sub-team with other consultants from 
the same region. The team meets multiple 
times a week and the goal of this team is to 
focus on personal growth. Also, every other 
Friday each department meets up. During 
these meetups the departments are given 
relevant updates, colleagues exchange 
knowledge, and when needed the teams 
think of ways to improve things that need to 
be improved. Next to these examples, there 
are more practices that contribute to a 
better relationship between colleagues. 

focuses on education, learning, and 
development. Talent Program: transforming 
young professionals into implementation 
consultants. Next to these, Prowareness 
offers many different expertise in the agile 
industry.

Their clients are mainly large organisations 
that aspire to have an agile way of 
operating. They can either be at the 
beginning or in the middle of the 
transformations. Prowareness offers their 
expertise to make this transformation 
happen the best as possible. Most 
assignments have a running period of 6-12 
months. When the contract of a consultant 
that is placed at a client terminates, it can 
either be extended or the consultant has to 
be placed at another client. 

As mentioned above, company culture 
weighs very heavily at Prowareness. Since 
the consultants work primarily at their client 
or from home, they barely see each other. 

Prowareness

Implementation Management
Consultancy Academy Talent 

Program

Figure 2: Value proposition
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help to assure the quality of the training. 
Quality assurance is about creating and 
maintaining quality of the product, in this 
case a training, that they sell to their clients. 

The price positioning of Prowareness 
lies more on the high end of the market. 
High prices come with high expectations. 
The objective is to make sure that these 
expectations are always met. There are 
two scenarios that I can research. The first 
is in-house training that is given mostly by 
consultants to their clients, and the other is 
certified training given by trainers from the 
Academy department. After considering 
these two options I chose to focus more on 
the Academy department (see figure 3), 
since the trainers are more involved with 
the training and their contents, especially 
certified training. Also, I have better 
access to the stakeholders of the Academy 
department. 

The assignment came  to me from the  
Business Excellence department. My 
job is to help the training reach and 
maintain a certain standard of quality. 
I will be working within the Academy 
department, since training is primarily 
given by this department. This department 
offers certified and uncertified training, 
e-learning, and workshops to clients. They 
sell training to both other organisations 
as direct to consumers. For some of the 
certified training, the client has to pass an 
exam afterwards to get a certification. As 
mentioned above, their clients are usually 
companies that are transitioning into an 
agile way of working or people who are 
taking on a new profession within an agile 
organisation. There is a broad range of  
training about different topics within the 
agile mindset. 

It was mentioned to me that implementing 
new ways of working can be a challenge in 
itself within the organisation. To find the 
root of the problem, my plan is to discover 
what the current situation actually is, and to 
find the right way to implement a solution. 
The solution will, in one way or the other, 

Assignment

Prowareness

Academy

People Lead

Stewards

Trainers Trainings

My scope

Regional Hubs

Hub Leads

ConsultantsIn-house 
trainings

Figure 3: Scope of the assignment
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situation (Discover) and then narrowing 
down to the actual problem (Define). After 
the problem is well defined, I can formulate 
a new project brief containing a problem 
definition and design criteria. The second 
diamond is all about the solution. As 
mentioned, this diamond also goes through 
the divergent and convergent thinking to 
explore all options (Develop) before making 
decisions and narrowing down (Deliver). 

After this chapter follows the discussions. 
In the discussions I take a critical look at the 
end product. I finalise my research with a 
conclusion. Based on my conclusion I then 
make recommendations about further 
steps that Prowareness can take to better 
their client experience and to make this 
more consistent. Furthermore, I share my 
personal reflection on the journey of writing 
my thesis. Lastly, I end the report with my 
full reference list and the appendix.

Approach

Report structure

In figure 4 you can see the structure of 
my approach. My approach is based on 
the double diamond approach (Design 
Council, 2005). A process of divergent 
thinking followed by convergent thinking 
is represented by two diamond shapes, 
which allow for an exploration of an issue 
in both a broader and deeper sense before 
narrowing down to focused action. The first 
diamond is about exploring the current 

To make everything coherent, I chose 
to name the chapters after the phases 
displayed in the double diamond approach. 
The first chapter is titled ‘Discover’. This 
chapter is all about exploring the research 
problem. The second chapter is called 
‘Define’. Throughout this second chapter I 
define the problem statement and product 
goal. The title of chapter 3 is ‘Develop’. The 
focus of this chapter is about generating 
ideas, and choosing a solution. The fourth 
chapter is titled ‘Deliver’. In this chapter I 
present the end product. 

Problem Solution
Problem
definition

Discover Define

Deliv
erDevelop

Figure 4: Double diamond approach
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The goal of this chapter is to discover the problem. I will first explain my 
approach to find out more about the problem and explain each step of this 
approach. The last step is sharing and explaining the insights and theories 
that I found. Finally, I will close the chapter by mentioning the key takeaways 
that I carry to the next chapter.

Discover1
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1. What is the perspective on the current 
quality control of the training?

2. What are things that need to be 
considered when checking the quality of 
a training?

For this research I used a combination 
of semi-structured interviews and a 
questionnaire. The questionnaire was 
more towards the first question, while 
the interviews were more focussed on 
the second question. In the following 
paragraphs I will go through each step. 

the People Lead of the Academy. The 
former Hub Lead knows all the ins and 
outs about the department and is also a 
trainer himself. The Partner Manager has 
a more commercial role. He does contract 
management among many other things, 
and he doesn’t get involved with the 
trainers and training. The People Lead is 
responsible for the structure of how things 
are done, the strategy and product portfolio 
of this department,  the personal growth 
of the consultants and trainers within the 
Academy, other administrative tasks, and is 
also a trainer. 

In figure 5 you can see a visualisation of my 
research design. I divided my research into 
4 steps: Empathise, Data collection, Data 
processing, and Data analysis. I consider my 
goal reached when at the end of the data 
analysis I gain new insights regarding the 
problem that were not mentioned when I 
first got the assignment from Prowareness. 
It was said that there is a need to check and 
improve the quality of training. Questions 
that I have and want answered at the end 
of the chapter are:

The goal of this step is to familiarise 
myself more with the topic and context. I 
started off with semi-structured meetings 
with key stakeholders from the Academy 
department. Since they are the ones that 
provide the highest quality of training 
that Prowareness offers, it’s wise to get 
their perspective on the matter. The main 
goal of these meetings was to understand 
what these stakeholders define as quality 
training, and see what they think can be 
done differently when giving training. 
These stakeholders include the former 
Hub Lead, the Partner Manager, and 

Research design

Empathise

Literature
review

Questionnaire Graphs and
tables

Averages and
trends

Insights and
theory

Coding

Interview
transcripts

Semi-
structured
interviews

Semi-
structured
meetings

Internal
documents

Empathise Data collection Data processing Data analysis

Figure 5: Research design
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In this chapter I will dive into the literature 
of three different topics: Quality, Motivation, 
and Agile. These topics were carefully 
chosen while considering my initial 
assignment and talking to stakeholders. 
It was a challenge to narrow down to only 
these topics, since the problem is complex 
and can be seen very broadly. I chose 
quality because the whole project is about 
the quality of training. It is important to 
understand the definitions of quality and 
how to secure it. Motivation is another 
topic that I chose. The reason that I chose 
motivation, is that tackling this problem 
means that employees will have to change 
their current way of working. To increase 
the chances to get them on board, I need 
to keep the core values of motivation in 
mind. Lastly, I also chose to look into the 
Agile way of working. Prowareness has an 
agile environment, and this needs to be 
considered when designing. The product 
needs to be able to successfully function 
in an agile environment. At the end of the 
chapter I conclude by mentioning the key 
takeaways that I will take with me to the 
next steps of the project.

Literature

It was interesting to see that both the 
former Hub Lead and Partner Manager 
mentioned that the problem is that 
currently there is no standardised process 
or guidelines for developing a new training 
or checking the quality of an existing 
training. This was not the case only for 
training offered by the Academy, but 
also in-house training.  That immediately 
triggered me to look further into it.  

In this phase I also browsed internal 
documents to see what already exists and 
which softwares they use. I came across an 
online learning journey platform, named 
aNewSpring, that is for participants of 
training offered by the Academy. Here 
the participants can find all information 
about the training they are going to follow, 
communicate with the trainer and other 
participants, and also give feedback 
at the end of the training. Another 
important software that I came across 
was SessionLab, which is a platform where 
the trainer can create the whole structure 
of a training. This platform is relatively 
new in the company and only a couple of 
trainings have a fully worked out layout of 
what needs to be in the training. Next to 
the softwares, it became clear to me that 
there are two different types of training: 
certified and uncertified training. Certified 
training is the one that has an external 
party tied to it. Examples of these external 
organisations are scrum.org, LeSS, and 
Scaled Agile. These trainings have specific 
curriculums and guidelines that a trainer 
should follow. Also, after following the 
training, the participants get a chance to 
earn their certification by passing an exam. 
Uncertified training is fully developed and 
offered by Prowareness. There are no 
external parties tied to these trainings, 
and there are no certifications either. 
Both types of training are given in-house 
by consultants, and both are also given 
by the Academy. The difference lies in the 
ratios. The majority of training given by the 
Academy are certified, while most in-house 
training is uncertified.

Lastly, I was also looking at what the 
literature has to say about quality, quality 

assurance, motivation, and agile. The 
following part will dive deeper into the 
literature.
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being measured and, more importantly, 
to reevaluate when adjustments are 
necessary.There is a significant difference 
in whether the achievement of the client, or 
the training itself is being measured. Also, 
when setting the standards, if the minimum 
required criteria for your product to be good 
enough is set, the result is a minimum viable 
product. The drive to achieve more and go 
beyond these standards is not naturally 
there.  

The second approach described is quality as 
fitness for purpose. In this approach, quality 
is defined relatively with respect to the 
purpose that the product or service should 
fulfil. It is developmental and recognises 
that the purpose can change over time. The 
definition of the purpose can change the 
definition, perception, or assessment of the 
quality. Therefore, there is a constant need 
for re-evaluation of the specifications. It 
is also essential that the purpose is clear 
and transparent to everyone involved. The 
question that is asked in this scenario is 
“Are we doing the right things?”.

The third approach is quality as 
effectiveness in achieving institutional 
goals. If we translate this to the context of 
this report, it can be translated to quality 
as effectiveness in achieving organisational 
goals. In this approach, the focus shifts to 
the broader perspective and the overall 
context. For example, each training can 
have their own purpose and specifications, 
but in order to ensure quality over all 
training, the organisation has to define a 
communal quality assurance system to 
assess the training as a whole. The upside 
of this approach is that it broadens your 
view to see other relevant issues regarding 
quality

The fourth approach is quality as meeting 
customers’ stated needs. This approach is 
all about knowing your customers’ needs 
and knowing how to satisfy them. The 
degree of satisfaction  that a client feels 
towards the quality of a service is related 
to the expectations that it has towards 
the service at the time of purchase (Green, 
1994). This relates to the concept of fitness 

Quality

Quality and quality assurance are topics 
that have been talked about for a long time. 
Quality assurance is used in many different 
industries. One of the industries where it 
is mentioned a lot is in the field of Higher 
Education. Since I am focussed on the 
quality assurance of training, I chose to dive 
into the literature within this field. Giving 
training and workshops are also a form of 
transferring information and educating 
others. The topics are close enough that I 
can translate the literature into my context.
   
Many authors have attempted to give a 
definition to the word, but it has proven 
to be a difficult task. Quality is difficult to 
limit to one definition because quality is 
a relative concept and is used in various 
contexts (Vroeijenstijn, 1991; Elassy, 2015). 
Green states in an article that there are 
different approaches when it comes to 
defining quality (Green, 1994). The chosen 
approach to defining quality significantly 
impacts the methods employed to ensure 
or improve it. One common way to describe 
quality is by asking the question, “Is it 
good?” Each of the different approaches 
represents a different variation of this 
question.

The first approach that is described is 
quality as the conformance of standards. In 
this approach, one asks the question, “Is it 
good enough?”. Standards are focussed on 
outcomes and this approach is commonly 
used in manufacturing plants. Quality is 
seen as a static concept that does not need 
to be reconsidered once a specification is 
set. It is assumed that quality is measurable 
and quantifiable. This approach works 
best for simple products.  It can be used 
for complex products as long as these 
products are only subject to change that 
can be controlled. It may be more difficult 
in a complex environment that is constantly 
changing with little control. More complex 
environments are constantly changing and 
shifting. Offering a service such as giving 
training to clients is complex. The situation 
is slightly different each time. In such a 
context, quality can not be treated as a 
static concept. In such an environment, 
it is crucial to have clarity on what is 
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every stage of the process ensures that 
every aspect of the product matches the 
desired level of quality. 

Cheng divides quality assurance into 
three waves, namely Internal, Interface, 
and Future quality assurance (Cheng, 
2003). These waves are based on different 
theories of quality within the world of 
education. Since this project is outside 
the scope of Higher Education, I will only 
use the core of these definitions and 
translate them to my context. The first 
wave, Internal quality assurance, is all 
about improving the internal environment 
and processes to ensure the achievement 
of planned goals. The internal process 
itself can be considered as Internal quality 
assurance. The second wave, Interface 
quality assurance, is ensuring that the 
provided services satisfy the needs of the 
stakeholders. The third and final wave, 
Future quality assurance, is defined by 
Cheng as the wave that “stresses ensuring 
the relevance of aims, content, practice and 
outcomes of education to the future of new 
generations” (Cheng, 2003). If I translate 
this wave to my context, I would define it 
as ensuring the relevance of training with 
respect to the future of the industry and the 
organisation. 

Cheng connected these three waves with 
the five approaches to quality defined by 
Green that I mentioned before. See figure 6 
for a complete overview of the approaches 
to quality and quality assurance waves. 

for purpose, but with respect to the client,  
as it is contingent on the purpose with 
which the service was bought. The tricky 
part of this approach is that the client does 
not always know what its needs are. It is up 
to the organisation to ensure that they and 
the client are on the same wavelength at 
time of purchase. 

The fifth and last approach is the traditional 
concept of quality. In this scenario, a 
product of quality grants the owner a 
special status. Quality is seen as excellence. 
Asking yourself the question “Is it better 
than others?”. The pitfall of perceiving 
quality as excellence is the transition from 
a substantive notion to a relational one 
(Elassy, 2015). In other words, rather than 
defining quality standards independently, 
its definition is based on how it compares 
to others. But if the quality is better than 
someone else’s, that doesn’t automatically 
mean that it is good.

The definition of quality assurance 
according to the Oxford English Dictionary 
is:
“The maintenance of a desired level of 
quality in a service or product, especially 
by means of attention to every stage of the 
process of delivery or production.” 

The terms that stand out to me in this 
definition are “desired level” and “every 
stage”. This implies that the quality should 
be defined beforehand. And looking at 

Quality assurance

The traditional 
concept of

qualityQ
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Internal Interface Future
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customers’
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Figure 6: Connection between the quality approaches and quality assurance waves
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Quality can’t be treated like a unitary 
concept, it must be defined in terms of good 
or bad qualities in relation to something 
else. Thus, it is very unlikely that one of 
these concepts of quality is satisfactory 
for all stakeholders involved (Green, 1994). 
To make the quality assurance solution as 
complete and round as possible, I will use 
the model shown in  Figure 7 that combines 
multiple of these different approaches to 
quality and quality assurance. The left side 
represents the Retrospective side of quality 
assurance, which includes the Internal 
and Interface waves of quality assurance. 
The right side of the model represents 
the Prospective side, consisting of all the 
quality assurance waves. To get the best 
results, I have to cover all of these areas. 
This model will be used as a foundation for 
my quality assurance solution. All three 
layers are connected and affect each other. 
Internal processes can have an effect on 
the customer experience and vice versa. By 
analysing what has been done in the past 
and the present, individuals can decide 

The Internal quality assurance wave is 
connected to the first and third approach 
to quality. These approaches are quality as 
the conformance of standards and quality 
as effectiveness in achieving institutional 
goals. Both of these definitions and 
Internal quality assurance are focussed on 
effectiveness of processes, and achieving 
a specific list of goals that has been set. 
The Interface quality assurance wave is 
connected to the fourth definition of quality: 
quality as meeting customers’ stated needs. 
This connection is made because both 
see quality as satisfaction of the needs 
of stakeholders. For the last wave, Future 
quality assurance, the author didn’t make 
any connection to the definitions of quality, 
because its contents are not discussed 
in the previously defined approaches to 
quality. However, the second approach 
to quality could fit well within this wave. 
This approach is concerned with defining 
and fulfilling a purpose. I believe that the 
purpose of a product is directly related 
to the vision and future of a company. 
This means that the fifth approach, the 
traditional concept of quality, is the only 
approach that does not fit within one of 
these waves.

Biggs divides quality assurance into 
retrospective and prospective quality 
assurance (Biggs, 2001). Retrospective 
quality assurance aims more on 
accountability and measuring what has 
been done. Looking back and reflecting 
on the current situation and thinking of 
what could be done better. Prospective 
quality assurance is more focussed on 
improvement and matching the future 
purpose of the organisation. If we plot the 
three waves of quality assurance defined 
by Cheng, the Internal and Interface waves 
can fit within the both categories. Both 
the Internal and Interface waves can be 
reviewed and improved. The Future quality 
assurance wave however, solely focuses on 
looking forward. Thus, this wave only resides 
within the Prospective category which is 
also focused on the future. In figure 7 you 
can see the relation between the quality 
approaches, quality assurance waves, and 
categories.

Retrospective Prospective

FutureInternal
1
3

2

4
Interface

Figure 7: Quality assurance foundation
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If we compare this model to my model, it 
is more elaborately defined. Each step 
includes clear descriptions of what needs 
to happen. This is a great model to have 
when there already is a structure in place 
that can support this model. This model 
can then be used to create and improve 
the content of the structure. In my case, 
there is no structure in place yet. This is 
definitely something to consider when 
developing a solution. A structure needs 
to be created first, and afterwards it can 
be filled in with content. In my case it’s not 
just about a good looking quality assurance 
model, but also making sure that there is 
an environment that can support such a 
model. Another difference is the flexibility of 
the models. The Plan Do Check Act model 
is a circular model with linear steps. What 
this means is that the steps need to happen 
in a particular order for it to work. That 
makes the model less flexible compared 
to my model. There are three waves and 
one can move between all of them without 
being fully dependent on the previous steps. 
For a complex environment, it is better 
for a model to be more flexible. A complex 
environment refers to an uncertain and 
unpredictable situation according to the 
Stacey Matrix. Decision-making requires 
flexibility, experimentation, and adaptation 
rather than following predefined plans 
(Gordon, 2022). I consider Prowareness a 
complex environment for two reasons. First 
of all, the objective of each training type is 
different, and can also differ per client. That 
makes it difficult to predict a linear cause 
and effect flow. Also, the stakeholders 
involved are not always aligned enough to 
find common ground. 

There are also similarities between the 
models. Both of them look at the past, 
present, and future. Also, both of them 
close the loop with a feedback system. In 
my model, the feedback loop is evident 
when going from the retrospective side, to 
the prospective side (figure 9). There are 
two separate loops. One of the loops is 
for the Internal quality assurance, and the 
other for the Interface quality assurance. 
For example, reflecting on what was done 
in the Internal wave on the Retrospective 

what needs to be improved for the future. 
After taking time to define the future of the 
product, one can use this information to 
adjust the Internal and Interface waves.

In my research I also took a look at the 
Extension School of Continuing Education. 
Just like my client, they offer training/
courses to external parties. They already 
have a quality assurance system in place. 
Their model consists of 4 parts: Plan, Do, 
Check, and Act (figure 8). They use this 
cycle on three different levels: Institutional, 
Portofolio, and Course level. If we take 
the course level as an example, the Plan 
phase includes making sure the course 
matches their pedagogical model, making 
sure that the staff are well-trained, and 
have the necessary  guidance to meet 
quality standards throughout the creation 
process. The Do phase includes utilising all 
the gathered data during the course from 
surveys, feedback log, and complaints log. 
During the Check phase, course evaluations, 
feedback forms, and evaluation meetings 
are utilised.The data analysed in the Do 
phase is also used to give more information 
about the course evaluation. In the final 
phase, Act, a course improvement plan is 
developed.

Figure 8: Plan, Do, Check, Act model

Act Do

Plan

Check
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Key Takeaways

• A combination of different quality 
assurance approaches guarantees the 
best results and reduces risks, since all 
of them have their pros and cons.

• A flexible quality assurance model is 
more suited for Prowareness, compared 
to a strict linear model.

side and gathering feedback. After that go 
through the feedback and look at it with a 
prospective view. Then assess if this fits with 
the future and purpose of the company in 
the Future wave. Lastly, going back to the 
Retrospective side, make the adjustments 
and go through the same process again. 
The same counts for the Interface wave. The 
fact that these loops are independent of 
each other, makes the model more agile.

Retrospective Prospective

FutureInternal
1
3

2

4
Interface

Figure 9: Quality assurance foundation feedback loops
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• Allowing them sufficient freedom 
and independence to make their own 
choices. 

For intrinsic motivation to be evident, 
one can’t solve the problem by simply 
using positive or negative incentives. Deci 
conducted studies that found that external 
rewards, such as receiving money or praise, 
can actually reduce a person’s natural 
motivation to engage in an activity. This 
happens because the person begins to 
perceive the cause of their behaviour as 
being external to themselves rather than 
something they intrinsically desire to do. 
Other factors that can reduce intrinsic 
motivation include threats, deadlines, 
directives, evaluations, and imposed 
goals. On the other hand, offering choices, 
acknowledging feelings, and providing 
opportunities for self-direction can enhance 
intrinsic motivation because they give 
people a greater sense of control and 
autonomy (Deci & Ryan, 1985). People 
whose motivation are self-endorsed, and 
not externally controlled, have a higher level 
of interest, excitement, and confidence, 
which leads to enhanced performance, 
persistence, and creativity (Ryan & Deci, 
1991). 

Ryan and Deci plotted the different types 
of motivations with their corresponding 
regulatory styles in a self-determination 
continuum (figure 10). When someone tries 
to encourage certain behaviours in others, 
the motivation of those individuals can 
vary from the absence of motivation, to 
simply complying without much personal 
interest, to actively embracing the 
behaviour as their own choice. On the left 
there is Amotivation. In this state, there 
is a lack of intention to act. All the way to 
the right, there is intrinsic motivation. This 
is where the act of performing an activity 
itself fulfils the person. Between these two 
extremes resides extrinsic motivation. Unlike 
the other two motivation types, extrinsic 
motivation can be seen as a continuum 
that connects the two ends. The extrinsic 
motivation continuum consists of different 
self-regulatory styles. Self-regulation 
refers to the process by which individuals 

Motivation is what drives someone to 
do something. Implementing a quality 
assurance solution requires coworkers to 
change their current way of doing things. 
External incentives aren’t always enough 
to keep people motivated in the long 
run, the ultimate goal is for employees to 
make it their own and be self-determined 
to the new way of working. According to 
Ryan and Deci, the self-determination 
theory is defined as a way of looking at 
what motivates and shapes people’s 
personalities and emphasises the role of 
people’s natural abilities and instincts in 
how they develop their personalities and 
control their behaviour (Ryan & Deci, 2017). 
By nature people are endowed with intrinsic 
motivational tendencies. Intrinsic motivation 
means doing an activity for the satisfaction 
of the activity itself, and not for external 
products. If we can reach that point with 
this project, the solution is guaranteed to 
be used and further developed. However, to 
reach the point where intrinsic motivation 
is maintained and enhanced, requires 
supportive conditions. 

According to Deci and Ryan people 
have three basic psychological needs: 
Competence, relatedness, and autonomy. 
Competence involves having confidence 
in one’s ability to successfully perform a 
task. Relatedness is about feeling accepted 
and appreciated by your coworkers. Also, 
feeling connected to your fellow coworkers 
and project goals is part of relatedness. 
Autonomy is about having a certain amount 
of independence and making your own 
choices (Wessels, 2019). These three pillars 
and the feeling that your choices are self-
determined, are key components that 
create, maintain, and enhance intrinsic 
motivation. 

Translating this to my context, in order 
to get that intrinsic motivation from the 
coworkers and them making the solution 
their own, I need to make sure that the 
solution supports that motivation by: 
• Not questioning their skills and abilities.
• Make sure that the solution does not 

disconnect them as coworkers, but 
encourages teamwork. 

Motivation
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The next style is Identified Regulation. 
Identification is when a person recognizes 
the value of a specific behaviour or goal 
and accepts it as something personally 
meaningful. As a result, the person takes 
ownership of the behaviour or goal and is 
more likely to engage in it willingly. 

The last style, and closest to intrinsic 
motivation, is Integrated Regulation. 
Integration refers to fully integrating 
identified regulations into one’s own identity 
by evaluating and aligning them with 
personal values and needs. Actions that 
stem from integrated motivation share 
similarities with intrinsic motivation, but are 
still considered extrinsic because they are 
driven by external goals rather than solely 
the enjoyment of the activity itself (Ryan & 
Deci, 2017).

internalise external factors such as rewards 
and gradually incorporate them into their 
personal values and motivations. Self-
regulation is thus the way that people 
process these external factors and make 
them their own.

The first style is External Regulation. 
Behaviours in this category are carried out 
purely to fulfil an external requirement or 
incentive system. People experience this 
regulatory style as controlled and alienated. 

Then there is Introjected regulation. 
Introjection is a type of behaviour where 
a person adopts a regulation, but doesn’t 
completely make it their own. It’s a fairly 
restrained form of regulation where 
actions are done to prevent feeling guilty or 
anxious, or to boost the ego in order to feel 
proud. 

Nonself-DeterminedBehaviour

Motivation

Regulatory
styles

Self-Determined

External Motivation

External
Regulation

Introjected
Regulation

Identified
Regulation

Integrated
Regulation

Amotivation

Non-Regulation

Intrinsic 
Motivation

Intrinsic
Regulation

Figure 10: Self -Determination continuum 
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Thus, this shows that the Prowareness 
management style falls within the type Y 
of management. That is why I suspect that 
most employees are already more on the 
right side of the continuum.

• Three factors that need to 
be considered for a pleasant 
environment for intrinsic motivation 
are: Competence, Relatedness, and 
Autonomy.

• The management style within 
Prowareness corresponds to the type Y 
theory defined by McGregor which has 
a positive effect on the motivation of 
employees.

Motivation is personal and can differ 
per person. It is my assumption that 
while working on this project I will run 
into employees who find themselves on 
different part of the continuum. My goal is 
not to convert all of them to have intrinsic 
motivation, that would be an impossible 
task, because everyone has different values. 
I would need only a couple of employees 
that are self-determined to be a driving 
force and carry the vision. The rest can 
be anywhere on the extrinsic motivation 
spectrum as long as the job gets done. The 
style of management also plays a role in 
the environment that is created. McGregor 
defines two type of managers, type X and 
type Y. 

Type X managers perceive their workers 
as lazy, untrustworthy, and don’t take 
responsibility. These managers tend to be 
more domineering and inflexible (McGregor, 
1960). Type Y managers perceive their 
employees in a more positive way. He sees 
them as trustworthy and have the ability to 
take responsibility. According to Robinson, 
these employees tend to be highly self-
motivated in such an environment 
(Robinson, 2010). These managers have 
a more participative and democratic 
approach which motivates employees to 
become more involved  (McGregor, 1960; 
Hussain, Haque, Baloch, 2019) 

Looking at Prowareness, it is apparent that 
a certain level of commitment is expected 
from its employees. They are also granted 
the freedom to operate, have an opinion, 
and start new initiatives. One of the core 
values of Prowareness is entrepreneurship. 
Employees are encouraged to take 
initiative, whether that’s good for personal 
growth or beneficial for the company. One 
clear example that substantiates this is the 
Saraswati Awards. It’s a virtual event where 
the best innovation of the quarter gets 
an award. This stimulates the employees 
to push their boundaries. Also, one of the 
first things that a new employee is taught 
is setting priorities. It is not wise to take 
on every opportunity that presents itself. 
Employees are taught to put themselves 
first, then the company, and lastly the client. 

Key Takeaways
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comprehensive documentations” means 
that the focus lies on having a working 
final product. What I take from this value is 
that not every detail of the solution needs 
to be worked out in order for it to work. 
Providing something that Prowareness can 
use and keep developing in the long run, 
also adds value to the company. “Customer 
collaboration over contract negotiation” 
emphasises the importance of customer 
collaboration. However, this value is not 
relevant for this project because it falls 
outside of the scope of the research. Lastly, 
“Responding to change over following 
a plan” means that having a plan is 
important, but if the context changes along 
the way, it is important to be agile and 
adaptable in order to respond effectively. 
It is important that a plan for quality 
assurance is made, and that it is modular 
and adaptable to the environment. If the 
design is too rigid, it won’t be sustainable in 
the long run.

Prowareness is a company that specialises 
in the agile way of working. It is logical that 
their own way of working is also according 
to the agile values and principles. There are 
12 principles and 4 main values, which are 
all stated in the Agile Manifesto created 
by a group of authors (Fowler & Highsmith, 
2001). For this project, the values are 
interesting to consider since they are more 
concerned with the way of working. The 
principles are more directly related to 
running a business that is not relevant for 
the scope of this project. The values are 
displayed in two columns (figure 11).

They value the items on the right side, but 
they value the items on the left even more. 
This way of displaying the values makes 
immediately clear where the priority lies. 
These values can be used to assess whether 
the choices made are according to the agile 
way of working. The first one, “Interaction 
and interactions over processes and tools”, 
means that interactions between skilled 
individuals are of more importance than 
processes and tools. In other words, if a tool 
negatively affects interactions between 
employees, the tool should be reconsidered. 
This then means that whatever I design 
can’t hamper healthy interactions between 
the employees. “Working software over 

Agile

Individuals and interactions processes and toolsOVER

OVER

OVER

OVER

Working software comprehensive documentation

Customer collaboration contract negotiation

Responding to change following a plan
Figure 11: Agile Manifesto 
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Definition of Done is a practice within 
the Scrum framework and is used at 
Prowareness. According to the Scrum 
Guide “the Definition of Done is a formal 
description of the state of the Increment 
when it meets the quality measures 
required for the product” (Schwaber & 
Sutherland, 2011). 

An increment is an addition or improvement 
to a product. Most of the time a Definition 
of Done comes in the form of a checklist. 
The points listed on this list define all the 
quality points that a product should comply 
with before it can be considered ready for 
release. In our case, a Definition of Done 
for a training, would be a list of all the 
requirements that a training should meet 
before it can be given. So, it would not be a 
surprise if my solution will be seen as a sort 
of Definition of Done.

• The solution should not get in the 
way of employees interacting and 
collaborating with each other.

• The solution has more value if it’s agile 
and adaptable.

• The main focus should be to have a 
working product. 

• The solution could be seen as a type of 
Definition of Done.

Key Takeaways
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has a positive effect on the motivation 
of employees. It is apparent that 
Prowareness employees lie more on the 
right side of the motivation spectrum. 
This is only beneficial for my project. In 
order for the solution to work in the long 
term, some employees need to step up 
and take ownership. 

5. The solution should not get in the 
way of employees interacting and 
collaborating with each other. Working 
together as a team is an important 
aspect of working agile. It is also a big 
part of the culture at Prowareness. A 
structure or system should not get in 
the way of that. This takeaway will be 
used as a criteria for the solution. It is 
something that is important and can be 
validated.

6. The solution has more value if it’s 
agile and adaptable. Prowareness is 
an agile and dynamic environment. 
Things are constantly changing and the 
solution must be able to keep up with 
the changes. For this reason the solution 
must be agile itself and able to adapt to 
the environment. This takeaway will also 
be part of the solution criteria. 

7. The main focus should be to have a 
working product. This takeaway is 
related to one of the values of the agile 
manifesto. The reason I qualify it as a 
key takeaway is to keep my focus. The 
problem is very complex and the solution 
can be even more complex. Thus, it is not 
wise to work everything out to the detail 
and not be able to have a functioning 
solution. The goal should be to first have 
a working solution, a minimal viable 
product, and subsequently iterate and 
add improvements. 

8. The solution could be seen as a type of 
Definition of Done. As mentioned before 
the Definition of Done is a document 
that is used to validate the quality of 
a product or improvement. It is a term 
that is used in the scrum framework and 
is used a lot at Prowareness. My solution 
is also a product that can be used to 
validate the quality of their product. 
Thus, my quality assurance solution is 
comparable to a Definition of Done. I 
found this important to take with me 

I’ve reached the conclusion of my literary 
research. At the end of each section I 
listed some key takeaways. In this section 
I will elaborate more on the importance of 
each key takeaway and how each of them 
contribute to my project. 

1. A combination of different quality 
assurance approaches guarantees the 
best results and reduces risks, since 
all of them have their advantages 
and disadvantages. While studying 
the literature it was clear that there is 
not one best approach to quality and 
quality assurance. Using a combination 
of them is the better option. The model 
that I created covers multiple of these 
approaches and will be used when doing 
further research and designing the 
solution. It will not be a criteria that the 
solution should cover all the levels of the 
model, but that is the aim.

2. A flexible quality assurance model is 
more suited for Prowareness, compared 
to a strict linear model. The context of 
my project is complex and very dynamic. 
In such environments, an agile and 
adaptable model is more desirable. 
Having a linear structure where the 
next step is dependent on the previous 
step is not efficient if the environment is 
constantly changing. Having to change 
a whole model costs more time and 
resources, than only adapting one part 
of it.

3. Three factors that need to 
be considered for a pleasant 
environment for intrinsic motivation 
are: Competence, Relatedness, and 
Autonomy. A pleasant environment is 
needed to cultivate intrinsic motivation. 
If employees are intrinsically motivated, 
they are more self-determined. This 
takeaway will also not be used as a 
criteria, because it is difficult to validate 
such an abstract concept. However, it 
is good to see how the employees feel 
about these factors at the start of the 
project to get a better image of what I 
am dealing with. 

4. The management style within 
Prowareness corresponds to the Y 
theory defined by McGregor which 

Conclusion
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to the next chapter because I can use 
this term to explain to the employees 
what I am working on. By speaking 
their language, they will have a better 
understanding of what they are working 
with. 

After doing these three things in this phase, 
I got a better idea of what I am actually 
dealing with. The problem seems to only get 
bigger and bigger. The challenge for me is to 
determine what falls within the scope of my 
project, and what doesn’t.  
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catering, precare, feedback forms, and 
aftercare. The aim for these interviews was 
to understand what they think of the matter 
and what their perspectives are on the 
current quality of the training in their region 
or department and also what they think are 
things that need to be considered that have 
an effect on the quality of a training. After I 
interviewed them, I proceeded to interview 
8 trainers. From them also I wanted to 
know what they think should be considered 
when looking at the quality of a training. 
Additionally, I wanted to know if there 
were other pain points that trainers have 
to deal with that can indirectly affect the 
quality of a training. The interviewees that 
I chose differ in training, Hub, and training 
experience. Since each employee has their 
own view on quality assurance, each will 
answer the question differently. Thus, the 
problem is not that the employees do not 
think about quality, but that there is no 
collective vision of it.

In this step I collected data that I can later 
use to answer my two main questions. As 
I mentioned above, I made use of semi-
structured interviews and a questionnaire 
to collect data. First, I sent out the 
questionnaire to every trainer or consultant 
that gives in-house training to clients. 
The objective of this questionnaire was 
to validate what was said by the former 
Hub Lead and Partner Manager of the 
Academy that the problem is that there 
is no standardised process or guidelines 
for developing a new training or checking 
the quality of an existing training. The first 
questions in the questionnaire were to 
know if the trainers think the same way. The 
next set of questions were to get a better 
impression of the willingness to use such a 
solution. This is also an important aspect 
to know, so I can make better choices 
when designing and implementing the 
solution. Lastly, I also added some questions 
regarding the three main pillars of intrinsic 
motivation that I discovered in my literature 
review. I wanted to know if they perceive the 
solution as a threat to their competence, 
relatedness, and autonomy. In Appendix 
A you can find an overview of all the 
questions asked in the questionnaire. The 
questionnaire was filled in by a total of 31 
employees. I discuss the results in the data 
analysis paragraph. 

After the questionnaire I set up an interview 
guide and conducted several interviews. The 
main question that needs to be answered 
by the interviews is: What are things that 
need to be considered when checking 
the quality of a training?. The interview 
guides and interview transcripts can be 
found in Appendix B. In table 1 you can 
see a complete overview of the interviews 
I conducted. First I conducted interviews 
with all the Hub Leads. This includes, the 
Hub Leads of each region (South-West, 
Middle-North, and East), the Hub Lead 
of Hospitality, and the People Lead of 
Academy since they don’t have a Hub Lead 
anymore. The reason that I also included 
the Hospitality Lead, is because they are 
part of the Academy department that 
are responsible for the logistics around a 
training. With logistics I mean the venue, 

Data collection

Because I collected two different types of 
data, I had to treat them differently. For 
the questionnaire I used Microsoft Forms. 
The data came in the shape of averages, 
graphs, charts, and some open answered 
questions. The averages, graphs, and charts 
were already automatically processed 
for me by Microsoft Forms. The few open 
answered questions were also in text form 
ready to be analysed. The other set of data 
were interview (audio) recordings. In order 
to analyse these, I first had to transcribe 
them into text and organise them per 
question.

Data processing
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Role HubName Training experience
at PW (years)

People Lead Academy ACPeople Lead 5

Lead Hospitality ACHub Lead #1 -

Hub Lead East EHub Lead #2 -

Hub Lead Middle-North MNHub Lead #3 -

Hub Lead South-West SWHub Lead #4 -

Trainer ACTrainer #1 10

Consultant SWTrainer #2 2

Consultant MNTrainer #3 1

Consultant MNTrainer #4 2

Consultant MNTrainer #5 3

Consultant SWTrainer #6 1,5

Consultant SWTrainer #7 2

Consultant MNTrainer #8 1

Table 1: Overview interviewees
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(Rating: 4)“As far as I know, there is no 
documented procedure. Is not necessarily 
a bad thing, but it would help to have some 
guidelines for developing and especially 
marketing a new training course.” 
- Respondent #17

The next statement that I asked them to 
rate was: “For existing training there is 
currently no way to check the quality.” The 
average for this question was a 2.90. See 
figure 13 for the chart.

In this final step I actually go through the 
collected data and find meaningful insights. 
As I mentioned before in the previous steps, 
I conducted interviews and sent out a 
questionnaire. 

The goal of the questionnaire was to 
get a better feel of the situation before 
diving into interviews. This way I could 
adjust the questions of my interview guide 
based on the data that I receive from the 
questionnaire. The main question that I 
wanted an answer for was: What is the 
perspective on the current quality control 
of the training?. The questionnaire was 
filled in by a total of 31 employees who give 
training. In theory there are a total of about 
100 employees that can give training. I 
say this in theory, because not all of them 
actually give training. These are both full-
time trainers, as consultants who can give 
training too. That means that more than 
30% of the target audience responded to 
the questionnaire. A complete overview of 
the results can be found in Appendix C.

I asked them to rate the following 
statements on a scale of 1 to 5. With 1 being 
to strongly disagree, and 5 to strongly 
agree with the statement. 

The first statement was: “There is no 
formal/documented procedure for when a 
new training is created or being developed.” 
The average was 3.84 and you can see 
the chart in figure 12. This shows that a 
majority of the employees that filled in the 
questionnaire agree with the statement.

The explanation that was mentioned the 
most is that they are unaware of something 
like that existing. Here are some quotes 
from the results:

(Rating: 5)“I just designed a training and we 
have not been given any guidelines for this.” 
- Respondent #2

(Rating: 5)“Everyone does it according 
to their own best judgement. There is no 
guidance.” - Respondent #4

Data analysis
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Figure 12: Chart with 3,84 average
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(Rating:1) “Freedom is more important to 
me, ownership and responsibility.” 
- Respondent #2

Then I asked them if they would make use 
of such a quality assurance solution. The 
results were that about two thirds of the 
respondents would use it. Afterwards, I 
asked them to rate statements regarding 
the three factors of intrinsic motivation. 
Each statement mentioned a negative 
effect that the solution could have on 
each factor, for example the reduction of 
autonomy. The results show low averages 
for each factor: Autonomy (avg. 2.35), 
Competence (avg. 1.65), and Relatedness 
(avg. 1.45). I was glad to see that the 
averages were all low. This means that, 
at first glance, the solution would not 
have a negative effect on the workplace 
environment and intrinsic motivation.

The research question that I wanted 
answered with this questionnaire was: 
“What is the perspective on the current 
quality control of the training?”. From 
the answers, it is clear that most of the 
respondents do not know the current 
quality control of training. The trainers 
do see the need for a quality assurance 
solution, and are open to using one. In 
other words, a quality assurance solution is 
desired. In the interviews that follow I went 
deeper into what needs to be considered 
when talking about quality assurance. 

The answers on this question are more 
equally distributed. There are also a lot of 
3’s. From the explanations it seems that 
some actions are done to check the quality, 
but quality is not defined, and the actions 
are not enough. These are some quotes 
from the respondents:

(Rating: 1) “We use feedback forms and we 
have internal stewards. With that said, it 
is difficult to gain insight into the in-house 
training.” - Respondent #18

(Rating: 4) “Every training should end with 
the completion of the digital feedback form, 
but not everyone does or knows that.” 
- Respondent #3 

(Rating: 3) “We ask for feedback from 
participants of what they thought of the 
training. At the same time, what we mean 
by ‘quality ‘ is nowhere defined.” 
- Respondent #7

Most of the arguments on both sides were 
regarding the evaluation forms. The one 
side argues that that is the method to 
check the quality, and on the other hand 
they argue that the evaluation forms are 
not good enough or not used by everyone. 
I think that this depends on how quality is 
defined. The point is that there needs to 
be a universal understanding among the 
employees on what is good enough. The 
next statement they had to rate was: “I 
wish that such a quality document/checklist 
for the training existed.” The result was an 
average of 3.55. See figure 14 for the chart.

The average is on the high side, which 
implies an overall strong agreement with 
the statement. Most of the reasoning 
behind some of the answers was for the 
assurance of quality. The few ones that 
rated with a low number, mentioned the 
freedom of a trainer. That is a tradeoff 
that is difficult to avoid when it comes to 
creating a quality assurance solution. 

(Rating: 5) “I think this contributes 
enormously to the quality of the content of 
the training.” - Respondent #15

Figure 14: Chart with 3,55 average
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the Straussian way of thinking. I see the 
data as reliable, but in my case, the data 
also consists of opinions of my participants. 
I believe that the opinions enhance the 
weight of the data.
 
The second contention is differences in the 
role of the researcher. Glacer believes that 
the researcher should keep its distance 
from the research and observe from a 
distance in order to keep a neutral stance. 
Strauss directs the researcher to personally 
engage in the research by taking part in the 
interrogation of the data while it’s being 
gathered and analysed. In my research I 
was engaged and part of the research. The 
main reason for this choice was that I am 
a sole researcher, and couldn’t delegate 
the interrogation and analysing tasks. 
Also, by being engaged in the interviews 
and data analysis, I can interpret the data 
more accurately knowing in what context 
something was said.  

The third contention is differences as to 
when the literature should be reviewed. 
Glaser stated that the literature should 
only be reviewed post data analysis, while 
Strauss says that the literature can also be 
reviewed before conducting the research. 
The pitfall of the Straussian approach is the 
risk of reproducing existing theories. Just 

Interviews

For the interviews I made use of inductive 
coding using the grounded theory 
methodology. This entails building a theory 
that is based on the data itself. One of the 
benefits of the grounded theory method 
is that rather than assuming, it takes a 
neutral stance on human actions in social 
situations (Temple University, 2023). The 
method was first written by Glacer and 
Strauss with each their own approach to 
the method back in 1967. Howard-Payne 
describes six different contentions that 
exist between the Straussian and Glaserian 
schools of grounded theory (Howard-Payne, 
2016). In table 2 you can see an overview of 
the contentions.

The first contention is differences in 
ontological and epistemological positions. 
The main difference here is that the 
Glaserian grounded theory approach 
believes in critical realism, which means 
that reality can be discovered by looking 
at the data, rather than just relying on 
people’s opinions or consensus. This is 
different from the Straussian approach, 
which believes in pragmatic relativism. This 
means that facts are only what people in 
a certain time period agree on, and that 
there are different ways of looking at the 
same phenomenon. If I look at my own 
research approach, I lean more towards 

StraussianGlaserian

Pragmatic relativismCritical realism

EngagedDistant

Pre-analysis literature reviewPost-analysis literature review

Predetermined research questionsNo pre-set research questions

Open and axialInitial coding

Compared to other perspectivesObjective truth

Table 2: Glaserian vs Straussian
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obtaining empirical evidence that can be 
measured and quantified, providing a 
sense of objectivity and generalizability 
to the theory. This approach is rejected 
by Struass who believes that to verify the 
theory, we need to constantly compare 
and consider multiple perspectives within a 
specific historical and cultural context. Since 
I am using the Straussian approach in the 
other contentions, it is only logical to stay 
consistent and use his approach to verify 
my theory. 

In this section I will go through the steps 
that I took while coding my data. Like I 
mentioned above, I started with Open 
coding, then I proceeded with axial coding, 
and lastly a round of selective coding. At 
the end I present the data in a visual that 
is inspired by Gioia. I chose this form of 
visualisation because Gioia also conducted 
interviews, and this is a clear way to 
present my data. The terminology will not 
be the same, but it’s comparable. When 
presenting his data in his paper Gioia refers 
to the results of open coding as first order 
concepts. I call these first order concepts 
open code. The results of the axial coding he 
refers to as second order names. I refer to 
them as categories. Lastly, the themes that 
arise from the selective coding are referred 
to as aggregate dimensions by Gioia (Gioia, 
Corley & Hamilton, 2013). In my project I 
will refer to these as core categories. See 
Appendix D for a complete overview of the 
whole coding process. 

like Strauss I also did my literature review 
before conducting my research.

The fourth contention is differences in 
formulating research questions. Glaser 
prohibits the researcher from entering the 
research with any preliminary thought out 
research questions. On the contrary Strauss 
advocates that the researcher should 
initiate the research with a predetermined 
research question in mind. This contention 
is related to the previous one. In this 
contention as well I used the Straussian 
approach and had predetermined research 
questions set. 

The fifth contention is differences in the 
data coding and analysis process. When 
it comes to initial coding, Glaser suggests 
comparing different occurrences to identify 
common patterns and trends, which 
will eventually become categories in the 
analysis. In contrast, Strauss adopts an 
open coding approach, which involves 
analysing each individual occurrence or 
instance separately, seeking to understand 
its unique characteristics and significance 
within the larger context of the study. 
Another difference is the inclusion of 
axial coding by Strauss. Axial coding is a 
method used in grounded theory where 
the data is rearranged to show how 
different categories are connected. It 
helps to uncover the relationships between 
concepts and categories within the 
grounded theory. By doing this, it provides 
a better understanding of how different 
elements relate to each other (Scott & 
Medaugh, 2017). Glaser argues that under 
such circumstances the conceptualisation 
is obtained in an artificial way that is 
influenced by a predetermined bias. I made 
use of axial coding in my research and I 
see the value that it added. Axial coding 
connects the data in a certain way that 
makes it one comprehensive story. 

The sixth and final contention is theory 
verification. Glaser says that to verify the 
emerging grounded theory, one should 
use quantitative analyses that aim to 
establish objective truths or factual 
evidence (Glacer, 1999). The focus is on 

Coding
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including my own biases at the beginning of 
the process. From the interview transcripts 
I had a total of 236 quotes that I coded. 
From that number 98 were from Hub Leads 
and 138 from trainers. After coding all these 
quotes, I proceeded with axial coding.

Open coding is commonly the first step in 
the data analysis of the grounded theory 
method. In this step the transcripts are 
chopped into small components of data 
and each piece is coded with a descriptive 
label (Delve, Ho & Limpaecher, 2022). In my 
case I highlighted quotes from my interview 
transcripts and coded these. See table 3 for 
a few examples.

What is important is that the code label is 
descriptive enough to take to the next step. 
Also, stick to the data. What I mean by this 
is that as much as possible I try to use the 
words of the interviewees in my code. The 
open coding was done in Dutch, so I don’t 
lose valuable content when translating. 
For the sake of consistency I translated 
the codes mentioned in this report to 
English. This is a way to protect myself from 

Open coding

Quote Open codeName interviewee

People Lead “That clients get a 
better experience, even if it's an 
inexperienced trainer."

Better experience 
despite inexperienced 
trainer

Too little ownership 
from leadership

4 eyes principle

Closing gap between 
trainers

"Here I am also ultimately 
responsible and it is not 
happening well enough now, so 
also from leadership we are not 
taking enough ownership"

"I think it is important that it was 
not looked at by 1 person, but by 
several. The 4 eyes principle."

“And besides that, I also think it 
narrows the gap between the 
trainers who only train and the 
trainers who train occasionally."

Hub Lead #3

Trainer #3

Trainer #5

Table 3: Open coding examples
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Selective coding is the final step of the 
process. This is where the categories are 
connected to create core categories. These 
core categories can emerge from one 
category, or from a combination of multiple 
categories (Delve, Ho & Limpaecher, 
2022). I had 49 categories from which I 
created 6 core categories. Below in figure 
16 you can see an example of one of the 
core categories. For each of these core 
categories I will form a theory in the form of 
insights that I can further use for defining 
my project. These insights will form the 
foundation of my problem statement, 
design criteria, and final solution. These core 
categories are the answer to the research 
question: What are things that need to be 
considered when checking the quality of a 
training?. Thus, for a complete and round 
quality assurance, each core category 
needs to be considered when checking the 
quality of a training. In the next section I will 
go more thoroughly through the creation of 
each of the core categories. 

Axial coding is the second step in the 
grounded theory method, following open 
coding. In this step I go over my open codes 
and group them into categories (Delve, 
Ho & Limpaecher, 2022). First, I find 
connections and relationships between 
the codes, and afterwards I determine the 
label for the broader category. See figure 
15 for an example of a category with its 
corresponding codes. From the 236 open 
codes, I created 49 categories. It is my 
opinion that axial coding is crucial for the 
grounded theory process. The categories 
that are created in this step have a 
significant impact on the direction that your 
theory is going towards. Each time that new 
data was acquired, I needed to re-evaluate 
whether the created categories are still 
correct. It is a iterative process, and it took 
me a couple of tries to get these results. The 
next step that follows is selective coding. 

Axial coding

Selective coding

Figure 15: Axial coding examples Figure 16: Selective coding examples
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The expectations 
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Definition
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This core category contains data that 
is related to the skills, motivation, and 
experience of a trainer. You can see in figure 
18 that I did an extra clustering round to 
make the data more clear. I will call these 
extra clusters: Fields. In this case, the 
fields are: Co-train, Skills, Experience, and 
Motivation. The question that arises from 
the data in this core category is: What 
does a trainer need in order to qualify as 
a quality trainer?. The four fields that this 
core category consists of can be seen as 
areas topics for the qualification criteria 
that a trainer needs to comply with. The Co-
train field has a category called Together we 
are better. Some quotes from this category 
are:

“If you ask me how we can improve the 
quality of training? Well, very simple, by 
always giving a training together.” 
- Trainer #2

Insights

It’s time for change

The expectations of a trainer

In this section I will go through each of the 
core categories created by selective coding. 
First, I will explain the theory created in 
a few sentences, and afterwards I will go 
through the creation of it.

This core category highlights the need and 
want for change within the company when it 
comes to certain aspects regarding quality 
assurance. Employees have the opinion that 
solving this problem should be a priority, 
but for it to be solved, certain changes need 
to take place. In figure 17 you can see the 
categories that this core category consists 
of. The category It’s about time emphasises 
that this project should have been done 
a long time ago. Here is a quote from this 
category that backs my statement:

“But I think these are important 
components that we should have started 
with years earlier.” - Trainer #7

Another category that I want to shine light 
on is Adoption. It was mentioned that in 
order to increase the chances that my 
solution will be accepted and used, I need 
to include the trainers in the creation of 
it and I need backing from management. 
Two quotes from this category that I found 
interesting were:

“Yes, but I think it’s important that solutions 
are co-created with the people who use 
them.” - Trainer #5

“People start things and then something 
is created somewhere and then it sits 
on a shelf in the closet somewhere and 
people forget it’s there. So assurance is an 
important component I think.” - Trainer #7

These quotes emphasise the importance 
of co-creation in this company. Initiatives 
have been started, but making sure that it’s 
actually being used and implemented is a 
more difficult task. 

It’s time
for change

It’s about
time

Adoption

Practice what
you preach

Practices
of the past

Management 
support

Core
category

Categories

Figure 17: Core category 1
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“Also, just a piece of didactic skills where 
you really know how to teach people 
things.” - Trainer #7

The next field in this core category is 
Experience. In this field, the interviewees 
mentioned many aspects that have to do 
with the experience a trainer should have. 
Not only experience as a trainer, but more 
importantly experience in the field. They 
mentioned that experience is key when it 
comes to being able to answer the clients’ 
practical questions and to not stick only to 
the theory. Here follow a few examples:

“And that’s also where it comes with the 
experience and the content, that you can 
respond to the question. Because often 
people, even if it’s not standard training 
material, sometimes still want to elaborate 
on a particular case of their situation.”
 - Trainer #4

“Therefore, I am also critical of the 
experience of such a trainer. So I would not 
want to teach a training in something that I 
have not experienced myself in practice.” 
- Trainer #2

“That’s what it’s all about in the end, that 
the customer experience is optimal. And 
what I see with that is, for example, cleverly 
combining an experienced trainer and a 
starting trainer, in the same training.” - 
Trainer #2

“Having that four-eye principle once a year 
at those trainings.” - Trainer #4

Thus, according to the trainers, giving a 
training together increases the quality while 
simultaneously reducing the margin of error. 
The next field in this core category is Skills. 
This field contains categories that cover the 
knowledge, didactic skills, and people skills 
that a trainer should have. Here are some 
examples:

“The most important thing, of course, is to 
be subject-matter expert.” - Trainer #4

“I would define quality based on your 
knowledge first of all, obviously of the 
subject you are conveying, sensing the 
group and being able to respond to that.” 
- Trainer #8

Figure 18: Core category 2
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This core category is about the main 
problem that I discovered. Like I have 
mentioned before in this report, there is 
no structure in place that is needed for 
a quality assurance solution. Just like 
the previous one, this core category also 
consists of four fields (figure 19). The 
amount of fields shows that the problem 
is complex, and there are different 
factors that contribute. The first field 
is called Who is responsible?. A major 
finding when analysing the data was that 
employees are not well informed about 
their responsibilities, especially concerning 
internal processes. And those who are 
aware of their responsibilities do not always 
take ownership. Here are some examples 
from the interviewees:

“Here I am also ultimately responsible and 
it is not happening well enough now, so also 
from leadership we are not taking enough 
ownership.” - Hub Lead #3

Lack of a clear structureThe last field of this core category is 
Motivation. This part is about what drives 
a trainer to be a trainer. What I discovered 
is that some trainers only give trainings 
in order to reach their monthly margin as 
mentioned by Trainer #3. 

“What I think especially at the moment 
is that people are training to boost their 
margin.” - Trainer #3

This is a clear example of extrinsic 
motivation. The risk of this is that these 
trainers invest less time and effort 
compared to self-determined trainers. 
Another point is that trainers like to have 
some freedom to work their magic. Allowing 
a controlled amount of freedom is healthy 
for the motivation of trainers. 

“So this is how you should do it because I 
think that a trainer’s freedom is good.” 
- Trainer #3

“The way you explain it or if you want to 
do simulations, that may be different , but 
what people should have learned at the end 
of the day should be consistent with 90% as 
far as I am concerned.” - Hub Lead #2

The lack of
a clear structure

Lack of
transparency

“I don’t know”

Not openly
shared
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like silo’s
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Figure 19: Core category 3
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“And if next time someone else gives it, they 
will probably get a completely different 
training.” - Trainer #6

Each mentioned field contributes negatively 
to the problem. All these side issues need 
to be addressed to have a well functioning 
structure. 

When we look at the experience of the 
client, we need to look at the whole 
customer journey, and not just the training 
itself. The journey starts as soon as the 
client books the training or has an intake 
meeting, and finishes after the last moment 
of contact takes place, for example an 
impact meeting where the return on 
investment is discussed with the client. 
Therefore it is important that the precare 
and aftercare are also considered when 
talking about quality. This core category 
consists of two fields (figure 20).

“I officially think it should come from 
Academy. That’s their main focus, they 
have head trainers.” - Hub Lead #2

The next field is named Lack of 
transparency. This field also contributes to 
the problem. Many employees do not know 
about certain documents or agreements, 
especially newcomers. The reason for this is 
because these are not well documented, or 
shared properly. What does not help either 
is that the different hubs act like silo’s. Each 
hub has their own way of doing things. Here 
follow some examples:

“But if you’re new, you’re really lost.” 
- Trainer #4

“So I don’t know how exactly they do that at 
East.” - Trainer #7

Another field is called Standardised 
material. With standardised material I 
mean things that are set as a standard and 
can be reused. Standardising is a big part of 
quality assurance, assuring that the same 
product is being offered consistently. We 
can connect this field to the previous one, 
because standardised materials need to be 
openly shared with everyone. 

“My opinion is that it should be so with all 
training regardless of whether x or y gives 
it, the content is the same.” - Hub Lead #2

“ Standardised content, there should just be 
one content for one training. And the fact 
that you draw the flip differently than your 
colleague is irrelevant.” - Trainer #7

The last field of this core category is Lack of 
guidelines and standards. A consequence 
of not having a set of guidelines is that 
the outcome is different each time. 
This would mean that the client gets a 
different experience each time. If we are 
talking about quality assurance, this is not 
something that is desirable. 

“We have to offer people handles.” 
- People Lead

The expected customer journey

Figure 20: Core category 4
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how are they collecting feedback? Here I 
found that there are two main occurrences 
in which feedback is collected. First, 
feedback is collected live during the training 
after each daypart mainly by letting the 
participants put post-its with feedback 
written on them on a scale that’s been 
drawn on a flipchart. Here is a quote said by 
some trainer:

“I think I do speak for every trainer when 
I say that every half day we put the 
thermometer in so that before they go to 
lunch or before they walk out the door we 
do a return of time invested. Are we still on 
track? How positive are you? And they give 
a tip and a top.” - Trainer #4

The feedback that gets collected here is 
mostly aimed at the training or trainer 
itself. The trainer can adjust immediately 
according to the feedback he receives. 
The other instance is that feedback is 
collected sometimes at the end of the last 
training day. Here each trainer does this 
differently. Academy makes use of the 
learning platform aNewSpring. Some use 
an online evaluation form, others use flip 
charts and post-its again, and some don’t 
collect feedback at the end at all. Here 
follow some quotes:

The collection of feedback

The first one is Customer experience. Some 
quotes from this field are:

“For us, very much on the experience. About 
the whole picture, the journey, before 
training, at the training and after.” 
- Hub Lead #1

“The biggest benefit they can get out of the 
region is that bit of pre- and aftercare.” 
- Hub Lead #1

These quotes show that some employees 
do believe that these aspects improve 
the quality and experience of a training 
and that there is room for improvement. 
The other field is Reputation. The 
customer experience has a direct link to 
the reputation of the company. A good 
reputation with a client increases the 
chances of them returning for another 
training. On the other hand, a bad 
reputation is bad for business. 

“I think we are then more likely to be called 
back for other assignments.” - People Lead

“Reference is also quality for me.” 
- Hub Lead #2

“Image is hard to gain and easy to lose. So 
to give just one shitty training session and 
that resonates with the market, takes a 
very long time to rebuild.” - Trainer #4

These show the importance of maintaining 
a good reputation with the client. And by 
considering the whole customer journey, 
one maximises the chances of offering a 
pleasant experience.   

Feedback is what makes the whole picture 
complete. Collecting feedback closes the 
loop, and connects the company with the 
client. By collecting feedback on certain 
topics, it becomes clear which changes need 
to be made to improve the client experience. 
This core category has two fields (figure 
21). One of them is Means. In other words, 
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Figure 21: Core category 5
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Thus, enough feedback is collected during 
the training, which is beneficial for the 
trainers personally. However, feedback that 
is valuable for Prowareness at the end of a 
training is not collected enough. 

This last core category is a collection of 
the expectations that the employees have 
of the outcome of this project (figure 22). 
The idea behind analysing this information 
is to hear the needs and wants of the 
interviewees, which will be helpful for 
formulating a product goal later. It’s 
interesting to see that most of the quotes 
related to the product goal come from 
Leads and not trainers. I suspect that 
the Leads are more concerned with the 
whole process, while trainers are more 
focussed on what they contribute. And as I 
expected, multiple trainers mentioned the 
term Definition of Done, which is a tangible 
document which they can use. 

“What you often hear is “we get very few 
evaluations back”. Then I would say okay, do 
we do it through the system like Academy 
does?” - Hub Lead #1

“[Forms] I can choose to do that myself. 
Frankly, I don’t.” - Trainer #2

“A feedback form is one way you can check 
your quality, but that’s also fairly person-
specific.” - Trainer #8

Another field in this core category is 
Reason. This is about the content of the 
feedback, and what the trainers want as 
feedback. It is apparent from the data that 
trainers personally prefer live feedback, 
because those are mostly directed at 
them. Feedback that is collected via the 
evaluation forms are mainly about the 
training and service, and not the trainer. 
See the quotes below:

“I always do it because I want to know 
for myself, I want to know if people are 
satisfied.” - Trainer #2

“So I actually still get the most out of those 
intermediate measurements and the 
retrieval at the end than the actual real 
measurements.” - Trainer #5

“A majority does almost always involve the 
location and the training itself.” - Trainer #5

Another factor that trainers mentioned that 
hinder them from collecting feedback via 
forms, is that it takes a long time before the 
feedback gets back to them. They prefer 
feedback with which they can immediately 
act on. Here is a quote about that:

“So those feedback forms that are only 
available from some people after a month 
or so sometimes. Yeah and by then I totally 
stopped thinking about my January 
training.” - Trainer #4

“But of course that’s quite a late feedback 
loop, so you can’t change anything about 
your training then, just the training for next 
time.” - Trainer #4

The expectations of the project

Figure 22: Core category 6
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successfully, I need backing from 
management, and I need to include the 
users in the creation of the solution. 
Thus, to create the solution, I will 
organise some brainstorm sessions 
to co-create with the trainers. I will 
set as a criteria for the product that it 
needs to be created with input from the 
trainers. The backing from management 
is something that I already started 
doing, by including the Hub Leads in my 
analysis. This way I know that they are 
on board and well informed about my 
project. Later on in the developing phase 
I will go through the input I gathered 
from the trainers, and start forming a 
solution. Afterwards, I can present this 
to the Managing Director and get his 
input and opinion on the idea.

2. The trainer’s criteria should cover the 
skills, experience, and motivation of 
a trainer. Many trainers mentioned 
that one of the most important factors 
when looking at the quality of a training 
is the trainer. The trainer has direct 
influence on experience of the training. 
The trainer needs to both transfer the 
correct information, and entertain 
the clients. From the data it appears 
that not everyone is satisfied with the 
appointing of trainers. In order to ensure 
that a trainer is qualified to give training, 
he needs to comply with certain criteria. 
From the data I discovered three fields 
which the criteria should cover: skills, 
experience, and motivation. I will use this 
insight as a requirement for the solution. 
In practice, validating the motivation of 
a trainer is difficult and very subjective. 
That’s why I will adjust the requirement 
by removing the motivation aspect from 
the trainers’ criteria.

3. All training is lacking a clear structure 
and guidelines, not only training offered 
by Academy. In the original project 
brief I mentioned that my focus would 
be on training offered by the Academy 
department. These are mostly certified 
training which are connected to a set 
of guidelines regarding the content 
provided by a third party. My plan was 
to improve the whole process around 
these training sessions. However, from 

Conclusion

Here are some quotes:

“Description of the process to follow before, 
during and after you give training and its 
rollout.” - People Lead

“That every trainer does the same thing, 
and that everyone knows this is the process. 
This is the way we assure quality.” 
- Hub Lead #3

“You with an opinion, with or without 
recommendations, with or without an action 
plan or things we can do.” - Hub Lead #4

“So some sort of Definition of Done per 
training would be very good for me.” 
- Trainer #6

The expectations expressed by the Leads 
all go in the same direction. They expect 
a recommendation, clear structure, and 
an action plan to carry out the solution. 
In addition, some trainers also mentioned 
to keep the solution as compact as 
possible. Keeping it compact makes it more 
accessible and user friendly. Here is a quote 
that mentions this wish:

“It’s just as nice. I do think, the smaller, the 
more compact you can keep it, the nicer.” 
- Trainer #4

That concludes the grounded theory 
method. From each of the six core 
categories, a theory was formed. In this 
paragraph I cover the insights that I got 
from these core categories and how I will 
take them with me to the remainder of this 
project.

1. Including the users in my process 
increases the chances of the solution 
being adopted  and used. From the 
beginning of my project I knew adoption 
could be a challenge at this company. 
After my analysis I got a better idea of 
what this means exactly. To increase 
the chances of carrying out the solution 
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I will make this a requirement for the 
solution, otherwise the solution will not 
be successful in the long run.  

These were the most important insights 
that I gained after applying the grounded 
method theory. Most of these points will be 
used in the next chapter.

the data it is apparent that all training 
is lacking these guidelines. The same 
counts for the ones given by consultants 
in-house at a client. My solution will add 
more value to Prowareness if I include 
these training sessions too. Thus, I will 
expand the scope of my project and 
tackle both the in-house training as 
training given by Academy. 

4. To maximise the quality of the client 
experience, the whole customer journey 
has to be considered. The training 
itself is just one aspect of the customer 
journey. What happens before and after 
a training also needs to be defined. The 
data shows that especially the in-house 
training does not have these in place. 
Each consultant does it the way that 
they see fit. Because Academy makes 
more use of the online learning platform 
aNewSpring, the precare and aftercare 
is more consistent. If we want to ensure 
the quality of the experience, some 
standards need to be set for the journey 
of all the training. 

5. Feedback is not collected regularly, 
consistently, nor correctly. The 
collection of feedback is an important 
aspect of quality assurance. The 
feedback closes the loop and connects 
everything with each other. Right now 
the trainers collect feedback that is 
beneficial for their own personal growth. 
However, feedback that is relevant 
for Prowareness is not being collected 
enough. And it’s not only about the 
amount of feedback that is collected. 
Also the content of the feedback can 
be improved to be more of value for the 
company. 

6. The expectations for the outcome of 
my project are advice, a structure, and 
an action plan. Especially the Leads 
expressed to me that they do not only 
expect advice and a structure, but also 
a plan on how to implement the solution 
successfully. My aim will be to create 
something that will serve as the start 
of a quality assurance structure. One 
aspect of this start is making clear who 
is responsible and accountable for each 
step of the journey.  
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In this chapter I will define the problem statement, product goal, and design 
criteria and requirements based on the knowledge that I acquired in the 
previous chapter.

Define2
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In the previous chapter there were six core 
categories. Four of these could be seen as 
parts or the final product. The parts that I 
am referring to are the training content, the 
criteria a Trainer should comply with, the 
customer journey, and the feedback system. 
These four parts will have to work together 
to become a final product. All parts are 
needed to ensure that all layers from my 
quality assurance foundation model are 
covered. How they fit exactly is explained in 
the next chapter. From the data analysis I 
got enough understanding of these parts to 
make a list of criteria and requirements for 
the whole product. That follows in the next 
section.

Despite having an initial project brief at 
the beginning of the project, after doing my 
own research, I formulated a new problem 
statement that comes closer to the reality. 
The problem statement reads:

The absence of clear quality standards 
and a compliance process is a significant 
problem within Prowareness. This 
problem has implications for both 
Trainers and customers. The lack of clear 
quality standards not only results in an 
inconsistent experience for customers but 
also creates confusion for Trainers, who 
may struggle to meet client expectations 
without a clear, objective measure of 
quality.

The goal of the solution would then be to 
solve this problem. As the statement reads, 
the problem has implications for both the 
customer as the Trainer. The implication for 
the Trainer can be well backed by this quote 
from Trainer #4:

“I don’t know. The very first time I went, how 
could I know what to do.” - Trainer #4

To give more context to the quote, this 
Trainer was mentioning an instance where 
he had to give training at a particular client 
for the first time. He went there, gave the 
training like he usually does, and left. After 
the event, he heard that he was supposed 
to hand out a certain feedback form that 
was a requirement of that client. Of course, 
since he wasn’t aware of this, he didn’t do 
this. As a result, this expectation of the 
client wasn’t met. These are the types of 
situations that must be avoided. For the 
solution I formulated the following product 
goal:

The product goal is to provide a 
comprehensive description of the process 
to be followed before, during, and after 
conducting a training, along with its 
implementation. The aim is to ensure that 
every Trainer follows the same process, 
creating a shared understanding and 
a standardised approach for quality 
assurance. 

Design brief
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for the participants following a Trainer. 
On this software the participants 
have access to all the information 
and documents that they need for the 
training and exam. The participants 
can also contact each other and the 
Trainer via this platform. SessionLab is 
a platform that they are using to make 
a clear overview of the content of a 
training. Lastly, SharePoint is where 
they store all other documents on the 
cloud, which can be made accessible to 
every employee. If the solution requires 
other softwares to work, then there 
would be costs involved. From a business 
perspective, minimising the costs is a 
wiser choice.

5. The solution should not get in the 
way of employees interacting and 
collaborating with each other. As was 
explained in chapter 1, working together 
is an important aspect of the company 
culture, and the agile way of working. 
The less the product gets in the way of 
this, the better.

6. The product must contain a structure 
that ensures its functionality. The idea 
behind this criteria is the durability 
of the solution. The goal should be to 
create something that can be used as 
the kickoff quality assurance. With time 
the details can be worked out and added 
to the product. Having a structure set 
around the product, will ensure that it 
works, and can be maintained.

Based on the data I gathered and analysed 
from literature, the questionnaire, and the 
conducted interviews, I formulated a list of 
criteria and requirements that the product 
should comply with. A requirement refers 
to an obligatory condition, while a criterion 
serves as a standard used for comparing 
and judging things (WikiDiff, n.d.). In other 
words, a requirement can be checked with 
a simple yes or no, while a criteria can 
be rated on a scale. I made a distinction 
between these terms, because for the 
product as a whole, I have a list of criteria 
with which choices can be made along the 
way, while each part of the product has 
some requirements it needs to comply with.

1. The product should be easy to use and 
readily accessible to every relevant 
party. In order for the solution to work 
at its best, everyone should make use 
of it. Making it easy to use will lower the 
effort that needs to go into its use, and 
increases the chance of everyone using 
it properly. This criteria was inspired by 
the lack of transparency and awareness 
in the current situation, and the 
difficulties that this brings. 

2. The product must be adaptable 
and be able to function in an agile 
environment. Prowareness is a company 
who’s way of working is agile. In chapter 
1 I established that the solution should 
be flexible and adaptable to function 
well in an agile environment. 

3. The product must be created with the 
input from Trainers. This criteria has 
to do with maximising the chances of 
a proper adoption of the solution by 
the Trainers. This was made clear from 
the data analysed in chapter 1. In the 
development phase I will make sure to 
gather more input from the Trainers.

4. The product must use softwares and 
platforms used at Prowareness as 
much as possible. The softwares that 
Prowareness uses right now that are 
relevant to my project are: aNewSpring, 
SessionLab, and SharePoint. aNewSring 
is used as an online learning platform 

• The structure of the training content 
needs to be in SessionLab. This is a 
requirement that was handed to me 
by management. SessionLab is the 
platform that they want to keep using. 

• A person must be appointed as 
accountable for the detailed content 
of a training. As established in the data 
analysis, there is a lack of ownership 
within Prowareness. Being accountable 
entails taking ownership of the 

Design criteria and 
requirements

Criteria

Requirements

Training content



45

is expected from them. A responsible 
person is a person that is put in charge 
of a specific task (Indeed Editorial Team, 
2023). The product must make clear 
who is responsible for what, to avoid 
confusion.

• An accountable person must be 
appointed for the content of the 
customer journey. Once again, 
appointing someone as accountable 
will guarantee the maintenance and 
renewal of the content of the journey as 
a whole. 

outcomes of a task, which means being 
responsible for dealing with the resulting 
consequences (Indeed Editorial Team, 
2023). 

• The precare and aftercare needs to be 
incorporated in the learning journey 
platform aNewSpring. aNewSpring 
is the platform that the participants 
get access to. This is the platform that 
Prowareness is using, and wants to keep 
using. To keep the journey consistent, 
the precare and aftercare need to be 
incorporated in this platform.

• The steps needed to be taken through 
the whole journey must be clear to the 
Trainer. This part of the product must 
make clear which are the steps that 
need to be taken. This guarantees that 
each Trainer follows a similar process, 
and delivers a consistent customer 
experience. 

• A responsible person must be 
appointed for each step of the journey. 
Currently, not everyone is aware of what 

• The feedback must be documented 
and secured. One of the current 
challenges is that the collected 
feedback is not well documented and 
secured. Documentation is crucial when 
wanting to review feedback to identify 
opportunities for improvement. Also, this 
will contribute to the transparency that 
is needed in this solution.  

• The product must improve the quality of 
collected feedback. The content of the 
feedback that is collected is not always 
insightful. This part of the product must 
make sure that the collected feedback 
gives a clear picture of how satisfied the 
client is.

• The content of the feedback must 
include information that is beneficial 
for the service, the Trainer, and the 
training. These are the three pillars that 
cover all of the parts mentioned above. 
Feedback on the service is related to 
the customer journey, thus precare and 
aftercare. The Trainer feedback covers 
the part of the Trainer. And lastly, the 
feedback on the training itself targets 
the content of the training. Acquiring 
feedback on all these parts closes the 
loop for the whole product. 

• An accountable person must be 
appointed for the feedback process. 
Similar to the other parts, someone 
needs to be made accountable for 
the collection and processing of the 
feedback. 

• The Trainer’s criteria should cover the 
skills and experience of a Trainer. The 
data analysis in chapter 1 showed that 
both the skills as experience of a Trainer 
is important to the quality of a training. 
Covering both of these fields in the 
product guarantees a more complete 
solution. 

• The Trainer’s criteria must be clear 
for everyone who aspires to become a 
Trainer. At the moment if an employee 
wants to start giving training, he 
wouldn’t know where to start. By making 
the criteria clear and accessible, a new 
Trainer would know which steps to 
follow.

• An accountable person must be 
appointed for the content of the 
Trainer’s criteria. Again, appointing 
someone as accountable makes sure 
that someone is maintaining and 
updating the content. 

Customer journey

Feedback

Trainer criteria
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Now we move from the problem phase, to the solution phase. In this chapter 
I start developing the solution to the problem that I defined in the previous 
chapter. First, I will show the connection between the product and my 
literature findings. Then, I go through the method that I used for this phase 
and the results. Lastly, I close the chapter with a conclusion.

Develop3
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In the previous chapter we established four 
parts of which the product will consist of: 
the training content, the criteria a Trainer 
should comply with, the customer journey, 
and the feedback system. In chapter 1 I 
created a model based on the literature 
that will serve as the foundation of my 
final product. The four parts of the product 
that were discovered in the data analysis 
of chapter 1, fit perfectly in this model. 
The connection between the model and 
the parts can be seen in figure 23. The 
training content, criteria for the Trainers, 
and customer journey are part of the 
Internal wave. These parts are about 
improving the internal processes to achieve 
a certain goal, which is a consistent client 
experience. The Internal feedback loop 
that I mentioned before is about collecting 
feedback and improving these three 
internal processes. The Interface quality 
assurance feedback loop is about ensuring 
that the provided services satisfy the needs 
of the stakeholders. The future wave is 
about ensuring the relevance of training 
with respect to the future of the industry 
and the organisation. The feedback process 
itself is thus part of the Interface quality 
assurance. The feedback plays a role in 
both loops, it is the part that completes the 
picture. It connects the first two waves with 
the Future wave. As I have explained before, 
the feedback loops are essential for making 
the quality assurance model complete and 
valuable. Hence, all the parts are needed 
to make the product round. Covering all the 
waves of my quality assurance model with 
the product parts is a confirmation for me 
that the data collection and analysis was 
done right.

Foundation

Retrospective Prospective

FutureInternal

Customer
journey

Trainer

Training
content

Feedback

Feedback

Interface

Figure 23: Foundation model with plotted solution parts
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The canvas that I created for the sessions 
originally consisted of 5 steps. In the first 
step, the Trainers could read the problem 
statement, and some questions. The 
questions were there as a trigger for the 
next step. For example, for the criteria of 
the Trainer, the questions were: “What 
requirements must a Trainer meet to give 
a training?” and “How and where is this 
recorded and secured?”. Each question 
got a different colour post-it, so the results 
could be processed accurately. The next 
step was a brainstorm round, where the 
Trainers had to think of as many ideas as 
possible that answer these two questions. 
In the third step the Trainers had to group 
these ideas into clusters. The next step 
is where they had to start converging by 
ranking the ideas. They had to plot these 
ideas or clusters into a matrix (figure 25). 
The x-axis was “Importance”, as in ‘How 
important is it that this idea is part of the 
product?’. And the y-axis was “Impact”, 
as in ‘How much influence does this idea 
have on the quality of a training?’. The 
section about the end product was the only 
one with different labels on the axes. The 
x-axis was “ease of use”, and the y-axis was 
“durability”, as in ‘Would this idea be able 
to be used in the long term?’ Lastly, in the 
final step they had the opportunity to throw 
ideas in the trash can. These would be ideas 
that should not even be considered.

Method

One of the criteria for the product is to 
develop it with the input from the Trainers. 
Hence, my method is to co-create with 
them in the form of brainstorm sessions. 
The product consists of different parts 
with varying content and complexity. For 
each part, I chose a couple of employees 
to co-create with me. As it was difficult 
to get everyone together physically, I 
organised online brainstorm sessions via 
Microsoft Teams and Mural. I aimed to use 
different participants for each session, 
but I did not object if someone wanted to 
be part of multiple sessions. To get the 
input I was looking for, I created a canvas 
in the mural that guided the participants 
through the process. The topics that I 
wanted to discuss in the sessions were the 
four parts, and the product as a whole. 
The initial plan was to have three different 
sessions where I discuss three topics 
each. This way I could go over each topic 
(except one) twice. However, for the last 
session I could not get enough Trainers to 
participate, so I cancelled it. Reducing to 
two sessions meant that I could go over 
each topic only once (one of them twice). In 
both of the sessions I had 5 participants. 
In these sessions I wanted the Trainers to 
generate ideas, and rank them. Thus, it’s 
like developing and delivering in one event. 
This is illustrated in figure 24 showing the 
solution diamond from our double diamond 
approach. The mini diamonds represent the 
sessions.

Figure 24: Modified solution diamond
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idea is part of the product

Figure 24: Co-creation matrix
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training. This one goes hand in hand 
with the previous point. Determining 
the time to spend per topic guarantees 
consistent training. During the training 
the  Trainer must be able to sense the 
group and be able to adapt according to 
their needs. 

• Practical tips 
In my opinion this point does not need 
to be determined up front. The Trainer 
should sense this for themselves during 
the training. The participants of a 
training session are different each time. 
Depending on their needs and practical 
experience, the Trainer should choose 
what to share.

The next question I asked was: “How and 
where is this recorded and secured?”. 
Most of them mentioned SessionLab. This 
was perfect, because that was one of the 
requirements of this part. Additionally, all of 
the points mentioned above are possible to 
do in SessionLab. On this platform you work 
in a live document, which makes it very agile. 

Results

Training content

Trainer criteria

In this section I will go through the results 
of each topic separately. The filled out 
canvasses can be found in Appendix E. 
It is important to mention that the four 
parts of which the product consists of are 
going to be created primarily from their 
input. I do give my opinion on why I agree 
or disagree with their ideas. The exact 
content should be filled in by the people 
responsible. Right now, the point is that an 
overview with guidelines is given to them to 
get the ball rolling. The final product that 
connects everything together is where I 
am able to use more of my own expertise 
and creativity. In the previous chapter it 
was made clear that these parts only have 
requirements, and not design criteria. For 
that reason, it may seem that the four parts 
don’t undergo a choosing process. On the 
other hand, the final product does have 
design criteria, and the choosing process 
will be more apparent.

The first trigger question for this part was: 
“What should the overview of a training 
course all include?”. The ideas that got 
mentioned the most and/or ranked the 
highest were:
• Learning objectives 

Learning objectives was the idea that 
was mentioned the most. I am of the 
opinion that the learning goals should 
be the starting point of the training 
content. Each Trainer of a particular 
training should follow the same set of 
learning goals. This ensures consistency 
regarding the knowledge that is 
transferred to the client.  

• Agenda and timeboxes 
This point was also one of the most 
mentioned ones. Prowareness has a 
particular way of giving training, where 
they balance the act of teaching, doing, 
and reflecting very well throughout their 
training. To maintain the right balance, 
the agenda should be standardised with 
set timeboxes. 

• Scope 
What is meant by the scope, is the range 
of topics that must be covered in the 

The question that was asked for this part 
was: “What requirements must a Trainer 
meet to give a training?”. These are the 
most prominent answers:
• Hands-on experience 

This was the most mentioned point. As 
I also mentioned in my requirements, 
hands-on experience is essential to be 
a qualified Trainer. Something that I 
heard a lot in my interviews is that this 
is crucial when answering practical 
questions coming from the participants. 
According to Hult International 
Business School many students have an 
inclination towards inductive learning, 
where they grasp concepts better 
through the use of examples and cases 
rather than through logical development 
(Hult International Business School, 
2015). An experienced Trainer can 
make better use of real life examples to 
reinforce the theory.  
 



50

give the training. The intake interview is 
the opportunity to discuss the client’s 
expectations. 

• Learning objective 
Sharing the learning objectives with the 
client prior to the training serves as a 
valuable means to ensure alignment 
and manage expectations effectively. 
Another benefit is that learning 
objectives direct the participants’ 
attention to the key information to look 
out for during a training (InnerDrive, 
2022). 

• Practical information 
Practical information needs to be shared 
before and after the training. Prior to 
the training the client must know about 
the venue, parking, lunch, and amenities. 
This helps to manage the clients’ 
expectations. Further, the participants 
should know what is expected from 
them as well. After the training, practical 
information could consist of contact 
information and information about the 
exam. 

• Extra material 
Commonly, during the training the 
Trainer promises to send extra 
documents, and material to the 
participants after the training is over. If 
this is the case, the Trainer should keep 
his promise and do this. 

The other question that they had to 
answer was: How and where is this 
recorded and secured?”. A Trainer 
mentioned aNewSpring, which matches 
the requirement that was set for this part. 
Using aNewSpring for the whole customer 
journey can guarantee better consistency 
between different trainings and Trainers. 

• Didactic skills 
Trainer skills were also mentioned a 
couple of times. A Trainer can have all 
the knowledge and experience, but 
still not be able to transfer knowledge 
correctly. This point is also a requirement 
I already had for the Trainer criteria. One 
way that this point could be checked 
is by doing peer reviews. Each training 
has a head Trainer. In order to qualify, a 
Trainer should get the green light by the 
head Trainer. 

• Certification 
The last thing that a Trainer needs is 
the right knowledge. The Trainer should 
understand the theory thoroughly. A 
way to prove that someone knows the 
theory is by getting certified on a certain 
topic. 

Then again I asked: “How and where is 
this recorded and secured?”. The best 
answer that I see here is a live excel sheet 
on SharePoint. A live document can be 
updated easily and is also accessible 
to everyone. An excel sheet is the most 
practical choice for a couple of reasons. 
First, there already is a document with 
an overview of all the Trainers and which 
training they (can) give, and it works. By 
keeping the same format, the employees 
can keep using a document they are already 
familiar with. The difference is that there 
will be different criteria before a Trainer is 
considered qualified. 

For this part I asked the Trainers three 
questions. The first two are: “What should 
all be included in pre-care?” and “What 
should all be included in aftercare?”. These 
are the outcomes:
• Intake interview 

In-house training undergoes a slightly 
different procedure than Academy 
training. For Academy training clients 
can just sign up via the website. In-
house training is coordinated via the 
consultant or account manager. An 
intake interview is then held between 
the client and the consultant that will 

For this part I asked the following question: 
“What aspects should feedback be received 
on?”. Here are the results:
• Trainer 

They referred to the Trainer’s knowledge, 
skills, and overall quality. These are all 
aspects that correspond with the points 
that have been mentioned in the Trainer 

Customer journey

Feedback
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this, the response rate of the evaluation 
forms has increased. Since the precare 
and aftercare is done via aNewSpring, 
the only way to apply this method is via 
this platform. After the participants fill in 
the form, the additional material unlocks 
automatically. A higher response rate is 
one of the requirements for the Feedback 
part. Another benefit of aNewSpring is 
that the results can be easily exported in a 
joint excel sheet where it can be analysed. 
Thus, choosing to use aNewSpring for the 
feedback completes the whole customer 
journey. The participants then have access 
to everything they need on one platform. 
This is the part that I prototype in the next 
chapter. The choices that I made when 
making the content of the whole feedback 
form will be discussed there. The last thing 
that I want to mention about these points, 
is that the content, Trainer, and overall 
experience cover all the other parts of the 
final product. This is a confirmation for me, 
that the part of the product that came from 
the interviews, are correct. 

criteria part. As I argued in chapter 1, 
the Trainer has a huge influence on the 
quality of the training. Firstly, collecting 
feedback about the Trainer will help 
the Trainer get a better idea of what 
can be improved. Also, this feedback is 
a valuable tool to check if the current 
Trainer criteria is good enough. 

• Content 
The content of the training was also 
mentioned. They mentioned the overall 
quality of the content, and also the 
learning objectives. Have the established 
learning objectives been reached? In 
the Customer journey part I mentioned 
that the learning objectives are tied 
to the expectations of the client. In 
other words, ‘What was the return on 
investment of the client?’. The feedback 
about the learning objectives helps to 
evaluate whether the construction of 
the content fits with the set of learning 
objectives. 

• Overall experience 
The overall experience covers the whole 
customer journey and not just the 
hours in the classroom. Consider the 
points mentioned about the practical 
information in the Customer journey 
part. By gathering feedback on the 
overall experience, valuable insights 
can be gained to identify what can 
be improved to make the experience 
more pleasant for the client. The overall 
experience is important, because that 
determines the feeling that the client 
goes home with. 

The participants also had to answer the 
following question: “How and where is 
this recorded and secured?”.  I got mixed 
answers here, but none of them was really 
specific. Trainers mentioned “In a clear tool 
online”, “a QR code”,  “Not separately via 
the email”, and “Feedback goes directly 
to the Trainer”. These are more like wishes 
of characteristics that the solution should 
have. Something interesting that was 
mentioned was “After completing the 
survey, you will receive the additional 
materials”. I checked this with Academy, 
and it appears that they make use of 
this method. Since they started doing 

• Lastly, I discussed the form of the final 
product, the one that brings everything 
together. The co-creation sessions 
delivered many different ideas. As I 
mentioned before, the four parts will 
be created from the input I got from 
the Trainers. And only the final product 
needs to undergo a choosing process. 
In order to make the right choice using 
my product criteria, I’m using a Harris 
Profile to judge the concepts. A Harris 
Profile is a useful tool for comparing the 
strengths and weaknesses of design 
concepts in a visual way (TU Delft, n.d.). 
For the Harris Profile I used the criteria 
listed in chapter 2. The Harris Profile is 
next to each concept in figures 25-28.

Final product
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The trigger questions that were asked here 
are: “What form should the final product 
take?” and “How and where is this recorded 
and secured?”. These four concepts came 
out of the answers: 

Poka Yoke
In essence, a poka-yoke acts as a protective 
measure that ensures a process cannot 
proceed to the next step unless the 
necessary conditions are met (Daniel, 2021). 
This is a very interesting suggestion and will 
definitely be included in the end product. 
An example is the idea behind the Trainer 
criteria part. A Trainer can only qualify to 
give a training when he complies with the 
necessary criteria. Ideally I would implement 
such a concept for all parts, however since 
nothing is in place yet, that would mean 
that no training can be given until the parts 
are finished and functioning. This concept 
could be a characteristic of the end product, 
but not be the product on its own. Further, 
if each part is so dependent on each other, 
the product would be less easily adaptable. 

Live checklist
A checklist comes close to a Definition of 
Done. The goal of the product is to act as a 
checklist to ensure quality. The live aspect 
of it is important, so it can be updated in 
real time. Adaptability is crucial for the 
solution, which is also a criteria. Thus, this 
concept of a live checklist fits well within 
the product goal. A live document can be 
a document in either Word, Powerpoint or 
Excel. All these tools are on SharePoint. 
SharePoint is the platform that is most 
accessible to all employees. Other platforms 
like aNewSpring and SessionLab are mostly 
used by Trainers. Imagine if a non-Trainer 
wants to familiarise himself with the process 
of becoming a Trainer. SharePoint would 
then be the most accessible place.

The product should be easy to 
use and readily accessible to 
every relevant party.

The product must be adaptable 
and be able to function in an 
agile environment.

The product must be created 
with the input from trainers.

The product must contain a 
structure that ensures its 
functionality.

The product must as much as 
possible use softwares and 
platforms used at Prowareness.

The solution should not get in the 
way of employees interacting and 
collaborating with each other.

The product should be easy to 
use and readily accessible to 
every relevant party.

The product must be adaptable 
and be able to function in an 
agile environment.

The product must be created 
with the input from trainers.

The product must contain a 
structure that ensures its 
functionality.

The product must as much as 
possible use softwares and 
platforms used at Prowareness.

The solution should not get in the 
way of employees interacting and 
collaborating with each other.

Figure 25: Harris Profile Poka Yoke

Figure 26: Harris Profile Live checklist
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Standardised flip charts (flips)
Flips are a must have at a Prowareness 
training. First of all, a standardised flip is 
not the easiest thing to adapt. Each time 
changes need to be made to it, a new 
version needs to be physically created. 
Next to that, Trainers often prepare the flip 
beforehand and add additional drawings 
or post-its during the training. Currently, 
each Trainer is free to design the flip to their 
liking. That is a part of the craft of being a 
Trainer that I don’t want to take away. By 
standardising the flips, part of the freedom 
that Trainers currently have are taken 
away. The content of a training should be 
standardised, but the way that the Trainer 
wants to present it to the participants 
should be up to them. Being a Trainer 
should still be seen as a craft. I see this as 
having confidence in the competence of 
your employees. Thus, I don’t think that this 
is a strong idea.  

Mini training
Another idea that they mentioned was 
giving the Trainers a mini training where all 
the guidelines are explained. One Trainer 
mentioned that this could be made part of 
the onboarding program. The onboarding 
program is the first couple of days during 
which new employees are taught the culture 
and way of working of Prowareness. Going 
through the product in the onboarding 
program is a good plan, but the product 
should still be documented and regularly 
updated in a way. This way it can be 
accessible to all parties at all times. By only 
going through it during the onboarding 
process, it is not guaranteed that the 
employees will remember everything that 
was mentioned. This concept, just like the 
Poke-Yoke, could be added to the end 
product, but should still consist of a tangible 
and accessible element.

Figure 27: Harris Profile Standardised flip charts

Figure 28: Harris Profile Mini training
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way of employees interacting and 
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From the criteria and Harris Profiles, it 
shows that a live checklist is the best way 
to document a quality assurance product. 
The area where this concept was stronger 
than all the other ones, was its accessibility 
and adaptability. These are two criteria that 
are crucial for the goal of this product. That 
is why I choose to continue my project with 
this concept. In the next chapter I go deeper 
in the details of the end product.

Conclusion
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In this chapter, first I go into the details of the end product. Explain its 
purpose, outline and form. Then, I go through the prototype that is going 
to get tested. The prototype represents just one part of the whole product. 
Afterwards I go through the results, and end the chapter with a conclusion.

Deliver4
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“Het doel van dit document is om een 
uitgebreide beschrijving te bieden van 
het proces dat gevolgd moet worden 
vóór, tijdens en na de uitvoering van een 
training. Het streven is om ervoor te zorgen 
dat elke Trainer hetzelfde proces volgt, 
waardoor er een gedeeld begrip ontstaat 
en een gestandaardiseerde aanpak voor 
kwaliteitsborging van trainingen. Het 
document biedt een overzicht van de 
stappen en verantwoordelijke rollen, en 
fungeert als een leidraad. De specifieke 
inhoud per stap moet echter worden 
ontwikkeld door de Trainers, Stewards en 
Customer Relationship Managers in de 
aangewezen platformen.”

These are the chapters that the Handbook 
consists off:

• Roles
• Overview customer journey
• Trainer criteria
• Precare
• Training content
• Feedback
• Aftercare

As stated in chapter 2, the product goal 
reads:
“The product goal is to provide a 
comprehensive description of the process 
to be followed before, during, and after 
conducting a training, along with its 
implementation. The aim is to ensure that 
every Trainer follows the same process, 
creating a shared understanding and 
a standardised approach for quality 
assurance.“

The concept that was chosen was a live 
checklist. This checklist will consist of all 
the information that is needed to assure 
the quality of the training. This document 
will contain information about each part, 
and will refer to other tools when needed. 
From now on I will refer to this document 
as the ‘Handbook’. The Handbook will be 
made accessible to all employees. However, 
the Handbook is targeted to employees 
that have a connection to the customer 
journey of a training. Who exactly these 
are, are made clear in the Handbook. The 
Handbook will be made accessible on 
SharePoint on the page with training and 
Trainer resources called Trainer Tundra. 
SharePoint is a platform that is used as 
hub transcendent, and is therefore perfect 
for sharing documents that are needed 
company wide.

The Handbook is made in colours and 
design that fit the Prowareness brand. Each 
section consists of visuals accompanied by 
explanatory text. With the visual, the reader 
can immediately understand the process 
and see which roles are involved. If the 
reader is interested in more details, he can 
read the text. 

On the first page of the Handbook the 
reader can find the purpose of the 
document. According to Hailey, a good 
way to capture the reader’s attention, 
is to explain to them why they should 
care (Hailey, n.d.). I did this by starting 
the document off with a more elaborate 
version of the product goal, thus giving it 
a primary role by making it the first thing 
that the reader sees when opening up the 
Handbook. The Dutch version is as follows:

Solution
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of transfer of information. Each transfer 
comes with a risk of error, and also costs 
time. Right now, the account managers do a 
part of the precare and aftercare. The back-
office hospitality does part of the precare, 
feedback, and part of the aftercare. In 
my solution the Customer Relationship 
Managers will be the ones to take care 
of the precare, feedback, aftercare, and 
overall service of a training. 
However, in the end the Hub Leads are still 
the ones that are accountable. They are 
not directly involved in the process, but are 
ultimately responsible if something goes 
wrong. 
Lastly, there are the Stewards. They are 
appointed per training or group of training. 
They are responsible for the quality of the 
content of the training, and for setting the 
criteria that is needed to give the training. 
In the past, Prowareness had appointed 
Stewards in an attempt to bring more 
structure to the training, but due to the 
lack of a clear way of working nothing came 
out of it. With this new structure in place, 
the Stewards will now know exactly what is 
expected of them.

The roles make clear who is involved in 
the process. In figure 29 you can see the 
Handbook page. Each role gets a specific 
icon with the purpose to distinguish the 
tasks immediately without having to read 
the text fully. The first one, of course, is the 
Trainer. The Trainer is the one that gives 
the training, and needs to make sure that 
he complies with the required criteria to 
give the training. Further, the Trainer needs 
to do the intake with the client to set the 
right learning objectives. For the aftercare 
the Trainer needs to send the promised 
documents. 
Then there is the Customer Relationship 
Managers. This is a new role that doesn’t 
exist yet within the company. It’s a 
combination of an account manager, and 
back-office hospitality employee. The 
front-office only takes care of the office 
and makes sure that it looks good for the 
employees and clients. The front-office is 
thus not part of the combination and will 
keep existing separately. The reason that I 
advise combining the roles of the account 
manager and the back-office, is because 
there is some overlap between these roles 
in the current journey. This leads to a lot 

Roles

Figure 29: Roles page from the Handbook
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The overview of the customer journey 
(figure 30) is there to give the reader a view 
of the whole process before diving into each 
separate part. Making it visual also helps 
the reader to get a better understanding of 
the relations between the individual parts. 
This page acts like a summary or blueprint, 
so that the user always knows where in the 
process he finds himself.

Overview customer journey

Figure 30: Overview customer journey page from the Handbook
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The Trainer criteria will differ per training. 
In the Handbook, only the topics will be 
covered (figure 31). The detailed content 
needs to be developed by the Steward of 
that training. The topics are: Experience, 
Didactic Skills and Knowledge. Experience 
will be based on the number of times the 
Trainer has co-trained the training with an 
experienced Trainer. The exact amount of 
times should be determined by the Steward. 
Knowledge will be based on relevant 
certifications that need to be earned, and 
also on the amount of field experience 
that the Trainer has with the topic. Also 
didactic skills should be checked by peer 
review. Furthermore, the Trainer needs to 
get a green light from the Steward before 
he can give a training. The Trainer and the 
Steward will together be responsible for 
the compliance to these criteria. The Hub 
Lead will be the one who’s accountable if a 
Trainer doesn’t follow the process correctly. 

Trainer criteria

Figure 31: Trainer criteria page from the Handbook
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The Trainer and Customer Relationship 
Manager will both be involved in the 
precare. See figure 32 for the Handbook 
page. The Customer Relationship Manager 
will be the one that is responsible for setting 
up the intake interview, and sharing all the 
necessary practical information that the 
client needs. Practical information can vary 
from price, participants, venue, catering, 
parking, dates, etc.. The Trainer is the one 
that needs to do the intake interview to 
make sure that the client is on the same 
page as him. Furthermore, the Customer 
Relationship Manager will need to set up 
the aNewSpring classroom with all the 
participants. This platform should contain 
all the information regarding the training 
that the participants need beforehand. 

Precare

Figure 32: Precare page from the Handbook
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The training content is the only part that 
will be documented and kept in SessionLab. 
In this platform the Steward is responsible 
for setting up a clear agenda for the 
training containing learning objectives, 
timeboxes, and topics that will be treated 
in the training (figure 33). The Steward will 
work together with other Trainers to set up 
the training. Employees are already used 
to setting up a team to work on specific 
projects, thus the exact set up of such a 
meeting does not need to be established in 
detail. The Steward will need to make sure 
to keep updating the training content based 
on the feedback that is received from the 
clients.

Training content

Figure 33: Training content page from the Handbook
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The collection of feedback will happen 
via aNewSpring. See figure 34 for 
the Handbook page. The Trainer will 
be responsible for encouraging the 
participants to fill in the feedback form at 
the end of every training. The Customer 
Relationship Managers will be responsible 
for going through the feedback, and sharing 
alarming information with the relevant 
parties. Feedback regarding the Trainer will 
have to be shared with the Trainer and the 
Steward. Feedback regarding the training 
content will need to be shared with the 
Steward. And lastly, feedback about the 
service and overall experience will be for the 
Customer Relationship Managers. Each role 
can decide separately if changes need to be 
made. 

Feedback

Figure 34: Feedback page from the Handbook
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Just like the precare, the Trainer and 
Customer Relationship Manager will be 
responsible for the aftercare (figure 35). 
The Trainer will need to make sure that all 
relevant information for the participants 
is on aNewSpring. For the participants to 
receive additional documents at the end 
of the training, they first need to fill in the 
feedback form. The Trainer will also need to 
make sure that any additional material gets 
unlocked to the participants that fill in the 
feedback form. Then an impact meeting is 
planned between the client and the Trainer. 
This is a meeting where the client shares his 
experience with the trainer and discusses 
whether the learning objectives have 
been achieved. In the end the Customer 
Relationship Manager is the one that 
commercially follows up with the client, and 
possibly tries to upsell more training. 

Aftercare

Figure 35: Aftercare page from the Handbook
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tasks appear multiple times, for example 
“Onboarding Stewards”. That is because 
the Academy People Lead onboards the 
current Stewards, while these Stewards 
can help onboard newer Stewards that get 
appointed in the future. The second horizon 
is where the roles start creating all the 
material that is needed for the execution of 
the Handbook. For example, the Stewards 
create the Trainer criteria and the content 
of the training in SessionLab. The third 
and final horizon is where the process can 
actually be executed and officially rolled 
out. What is important to be aware of, 
is that this roadmap is an iterative one. 
That’s why there are no timestamps. Each 
time that a new employee is hired, he 
needs to be onboarded. The content of 
the training will have to be kept updated 
by the Stewards. The collected feedback 
will keep getting shared by the Customer 
Relationship Managers with the other roles. 
The Handbook itself will also need to be 
kept updated by the Academy People Lead. 

Implementation

Before the Handbook can be used, there are 
some preparations that need to take place. 
Therefore, I created an implementation 
strategy for Prowareness, so that they 
know what the next logical steps are. The 
implementation strategy is in the form of 
a roadmap with three horizons (figure 36). 
The roadmap is divided in rows where the 
tasks of each role are shown across the 
horizons. The roles similar to the ones in the 
Handbook. The only role that is added is the 
People Lead of Academy. He is the one that 
has agreed to be the responsible one for 
the rollout and execution of the Handbook. 
His contact info is also displayed on the last 
page of the Handbook so that employees 
know that he is the go-to person when it 
comes to questions about the Handbook or 
the process. 
The first horizon is called Preparation. 
In this horizon the roles prepare others 
involved by explaining the purpose of the 
Handbook. Think of onboarding, hiring new 
employees, and appointing Stewards. Some 
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Figure 36: Implementation roadmap



65

form that can be immediately implemented 
and tested. Since, Academy is the only 
department that has an active setup for 
aNewSpring, I used a couple of their training 
sessions to test the new feedback form. The 
criteria’s that I wanted to test were: 
• The product must improve the quality of 

collected feedback.
• The content of the feedback must 

include information that is beneficial for 
the organisation, the Trainer, and the 
training.

The old feedback form consisted of 11 
questions. I tried to keep the same amount 
of questions, to not make the form too 
long. I did change a couple of questions, 
the order, and the layout with the aim to 
get better responses. In this paragraph I 
will only cover the changes that I made. 
If you want to see the old and new form 
completely, check Appendix F and G. 
The first thing that I changed was adding 
space for explanation when giving a rating 
for the Trainer, co-Trainer, training, and 
service (figure 37). I did this to stimulate 
the participant to give feedback specific to 
the topic in question. The current version 
asks feedback for all the topics in one single 
open question. I think that this is the reason 
that the current feedback is very generic. 
For the service, I also added some extra 
information below the question to trigger 
more feedback than just about the food.

Thus, it is a never ending improvement 
process.

That covers the Handbook. The format of 
the Handbook will be a PowerPoint file. The 
reason that I chose a PowerPoint file over a 
Word document, is because of Powerpoint’s 
ability to visualise better and to present. 
This way the Handbook can also be added 
to the onboarding program in the future 
if that is desired. Also, Powerpoint slides 
are commonly used at Prowareness. Thus, 
keeping a familiar format will contribute to 
the ease of use of the product.

The feedback part is the only part of the 
product that I have prototyped and tested. 
There are a couple of reasons for this 
choice. Firstly, the information for all the 
other parts (precare, aftercare, training 
content, and Trainer criteria) does not 
exist yet. The content for these parts need 
to be fully developed by the responsible 
parties and that takes time. So much time 
that it falls outside of my scope. Also, the 
feedback form is the only part where I can 
get results to analyse in time. With regards 
to the other parts the difference will only be 
seen over a longer period of time. For those 
reasons, I chose to make a new feedback 

Prototype

Figure 37: Feedback form: service
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that the participants are interested in, the 
customer relationship managers can try to 
upsell another training to them based on 
their desires. This could then increase the 
number of resales and returning customers. 

Another question that I added was (figure 
39):

The next change I made was adding a new 
question (figure 38).

This question has two functions. First, it 
helps Prowareness to see if the training 
matches the learning objectives and 
expectations of the participants. The 
content or setup of the training can later be 
adjusted based on this feedback. Secondly, 
by finding out what other topics there are 

Figure 38: Feedback form: learning objectives

Figure 39: Feedback form: recommend to others
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Results

The results of the test are not what I initially 
expected. The goal that I wanted to achieve 
was to improve the quality of the feedback 
content, mainly by receiving insightful 
feedback about the Trainer, training, and 
organisation. The main improvement 
of my prototype was the ability for the 
participants to give feedback about each 
of these three topics separately. The new 
questions that were added, also depended 
on the participant to fill in the explanation 
box. From the results, it appeared that not 
a single participant made use of the box to 
explain the ratings they gave. I suspect two 
reasons. The first one, is that something 
went wrong when publishing the new 
feedback form on aNewSpring, and the 
participants didn’t get to see the area to 
give extra explanation. The second reason 
that I suspect is that since the participants 
are not required to fill in these boxes, they 
only gave the ratings. If this is the case, then 
the feedback form should be re-evaluated 
and redesigned so that feedback will be a 
required step. 

The purpose of this question is to find out 
the overall feeling that the participant is 
going home with. By asking them if they 
would recommend it to others, it adds 
weight to the question, because it’s their 
reputation on the line. In most cases 
they would be more honest and critical 
when answering this question. Also, it’s 
another chance for them to give additional 
information about other topics that are not 
in the previous questions. 

Lastly, I made a small adjustment on the 
question about the newsletter (figure 
40). By asking them which topics exactly 
they want to know more about is another 
opportunity to find out the interests of the 
participants, which makes it easy to follow 
up with.

This updated version of the feedback form 
was tested in 3 different trainings. The 
expectation was to get more insightful and 
useful feedback. The results of this test are 
discussed in the next section.

Figure 40: Feedback form: newsletter
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Despite the disappointing results, I 
conducted a short post-test interview with 
the Hospitality employee that normally goes 
through the feedback to get her opinion on 
the new form and results. In this interview, 
she shared that she does prefer the new 
form above the old one for two reasons. 
Firstly, even though the concept didn’t get 
the expected results, she does like the fact 
that each topic gets a separate question 
on the form, instead of combining them 
in one question. One way of increasing 
the chance of getting an explanation of 
each rating, is to make each explanation 
an extra question. The downside to this 
alternative is that the form will be longer, 
and participants might not take the time to 
give an honest answer. Another aspect of 
my form that was preferred, was the new 
question that was added, especially the one 
that said: “Are there any topics we didn’t 
cover that you expected to be covered in 
the training?”. This question could gather 
useful information that can be used for 
commercial follow-up. And ultimately, the 
goal is to get returning clients to follow the 
training.

Conclusion
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The discussion section of my thesis provides an opportunity to delve deeper 
into the findings and implications of the research conducted, shedding light 
on key insights. The points that I want to discuss are the viability, external 
input, and company fit.

Discussion5
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The third and final point I wanted to discuss 
was the company fit of the product. One 
of the requirements of the product was 
that it should be adaptable and fit within 
an agile environment. I can say with 100% 
certainty that the final product is modular, 
adaptable, and flexible. The product is a 
live document that can be easily updated. 
Also, the concept exists of different parts 
that can be adjusted separately without 
having to change the whole product. My 
plan was to create a product that acts as a 
foundation. It is then up to Prowareness to 
keep developing and improving it. I consider 
my product only as the first version to a 
much greater product. I went this direction 
because the best that Prowareness could 
use at this stage is a starting point. There 
is no point in developing a more detailed 
and elaborate product with the absence 
of a solid base. Furthermore, the Academy 
People Lead was pleased to see the end 
product. The content, format, and design 
was “exactly what we need”, he said. I 
have full confidence that my product 
will help assure the quality of training at 
Prowareness. Thus, despite not using much 
external input, the end product is a desired 
outcome and will definitely be rolled out 
within Prowareness. 

Especially in the beginning the viability of 
the end product is highly dependent on 
one person, which is the Academy People 
Lead within the organisation. As was 
shown in the implementation roadmap, 
different preparations are needed before 
the end product can get rolled out. In the 
preparation phase the Academy People 
Lead is crucial for the success of the 
product. Then, after the product is rolled 
out, the Academy People Lead is the one 
that needs to keep updating and improving 
the process. The downside of such an 
important person, is that if he removes 
himself from the equation, the product is 
not guaranteed to survive. Especially not 
when the product has not become part of 
the culture yet. In that sense, the viability of 
the product can be improved, by not linking 
the responsibility to the person, but to the 
role. In this case, whoever is the Academy 
People Lead is responsible for this product. 
The current Academy People Lead has 
agreed to continue with my product, but 
it is then up to him to pass the torch when 
it’s time for someone else to succeed him in 
that role.

During my research process, I gathered 
a lot of data from within the company 
by doing interviews and sending out a 
questionnaire to employees. Later in my 
development phase I gathered input from 
employees again in co-creation sessions. 
Thus, the majority of the data that I used to 
create the final product comes from within 
the company. The main external insights 
that I used was from the literature from 
which I created my foundation model. One 
can argue that using more than just the 
literature as an external source can lead to 
more innovative and radical solutions. I do 
agree with the argument that by including 
more internal input could have gained 
different perspectives on the problem. 

Viability

Company fit

External input
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every Trainer follows the same process, 
creating a shared understanding and 
a standardised approach for quality 
assurance. 

The final product is a live Handbook that 
describes the exact process that needs 
to be followed before, during, and after a 
training. The Handbook also describes the 
four roles who are involved in this process. 
The expectations of each role throughout 
the whole process is described.

Lastly, the Handbook is just the 
beginning to the quality assurance 
journey of Prowareness. I also created 
an implementation strategy so that 
Prowareness is aware of the next 
steps that need to be taken. With the 
knowledge gained from this study, it is 
crucial that Prowareness takes proactive 
steps to address the current challenges 
regarding clear guidelines and ownership 
regarding quality assurance of training. By 
implementing the Handbook and fostering 
collaboration, Prowareness can make good 
steps towards more quality consistent 
training.

The primary objective of this project was 
to create a quality assurance solution 
for training offered by Prowareness. The 
first thing that I noticed was that each 
time I talked to another stakeholder, I 
heard different problems and needs. 
This showed me that there is a strong 
overall need for structure, guidelines, and 
better communication. After sending out 
a questionnaire and conducting several 
interviews, I gained more insights regarding 
this matter.
From the questionnaire I observed that 
each employee has a different opinion when 
it comes to the current quality assurance 
situation. This was interesting to see, 
because from the answers I could conclude 
that everyone does their own miniature 
version of quality assurance. The presence 
of company wide guidelines was lacking.
Next to creating a quality assurance 
solution, the data that was gathered allows 
us to get into the minds of the employees. 
One of the major insights was that a 
majority of the employees sees the need 
for such a quality assurance model. Some 
of them even expressed slight frustration 
towards the current situation and the 
confusion that it sometimes causes. 
The problem statement thus summarises 
the major insights that were found:

The absence of clear quality standards 
and a compliance process is a significant 
problem within Prowareness. This problem 
has implications for both Trainers and 
customers. The lack of clear quality 
standards not only results in an inconsistent 
experience for customers but also creates 
confusion for Trainers, who may struggle 
to meet client expectations without a clear, 
objective measure of quality.

Besides that, I got to see what the 
employees understand under quality of 
training and how to assure this. Based on 
this the following product goal was created:

The product goal is to provide a 
comprehensive description of the process 
to be followed before, during, and after 
conducting a training, along with its 
implementation. The aim is to ensure that 

Conclusion
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processes that need to be standardised 
to improve consistency, effectiveness, 
and professionalism. Especially actions 
that repeat themselves across multiple 
clients, for example impact interviews and 
engagement forms, and transformation 
approaches. Consistency brings clarity not 
only to Prowareness, but also to clients. The 
clearer the value proposition, the better 
clients can see the value that you can add 
to their business. 

In conclusion, the implementation of these 
recommendations is expected to yield 
significant improvements in the quality, 
efficiency, and overall impact of the training 
programs and paving the way for continued 
organisational growth.

After a comprehensive analysis and 
evaluation of the findings presented in the 
previous chapters, this chapter provides a 
set of actionable recommendations aimed 
at improving the effectiveness and success 
of the training programs.

My first recommendation is to include the 
Handbook in the onboarding program of 
new employees. The onboarding is the ideal 
moment to share standardised processes 
and internal ways of working. Doing this will 
also act as a catalyst for the Handbook to 
become part of the Prowareness culture. 
New employees are then more inclined 
to follow the Handbook, in comparison to 
hearing it later on from another employee. 

Previously I already described the 
implementation strategy for the Handbook. 
I recommend Prowareness to follow the 
steps for a guaranteed successful roll-out. 
The first horizon is the most important 
step. The preparations lay the groundwork 
for what is created afterwards. Part of 
the preparations is getting every involved 
role onboard. The new way of working will 
have an impact on the everydays tasks of 
some employees. Therefore, it is best to 
communicate this beforehand.  

Late in the process I found out that 
Prowareness needs to pay a fee for each 
client that gets added to aNewSpring. This 
would mean that the new way of working 
would cost Prowareness more money 
than previously. The fee is only a couple of 
euros per person, but can easily add up. I 
see this as an investment for Prowareness 
to improve the experience of their clients. 
Increasing the price of the training is always 
an option to cover these added costs, but 
for now let us assume that that’s not an 
option. Then I suspect that because the 
solution will lead to a better customer 
experience, and to gathering valuable 
feedback from clients, Prowareness will 
increase their retention rate. 

Lastly, this quality assurance solution is 
only targeting the training. Prowareness 
should start quality assurance initiatives 
across other Hubs too. There are other 

Recommendations
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In conclusion, my thesis experience has not 
only equipped me with essential research 
skills but has also instilled in me a deep 
sense of purpose and a commitment to 
lifelong learning and innovation. Armed 
with these invaluable lessons, I am eagerly 
anticipating the opportunities that lie 
ahead, confident in my ability to navigate 
future challenges and make a meaningful 
impact in my chosen field.

During my thesis journey, I experienced 
several positive aspects that contributed to 
its success. Notably, the data gathering and 
analysis phase was conducted meticulously, 
ensuring the collection of relevant and 
reliable data, and enabling me to derive 
meaningful insights. I am also pleased with 
the desired end product of my thesis, which 
was mentioned to be “exactly what we 
need” by some key stakeholders.

However, I acknowledge areas that could 
have been improved. Specifically, better 
planning, including allocating ample time for 
writing, would have enhanced the overall 
workflow and polished the final report.
Additionally, the test conducted did not 
unfold as expected. So much time was 
spent on data gathering and developing, 
that there was no time to do an extra round 
of tests. Being dependent on the training 
agenda of the company, also made it 
difficult to easily run a new test. 

Throughout this journey, I have gained 
invaluable insights and experiences that 
will profoundly shape my future career 
trajectory. One crucial lesson I have learned 
is the paramount importance of meticulous 
planning and organisation. Reflecting 
on my thesis experience, I now realise 
the significance of setting clear goals, 
establishing a well-structured timeline, and 
allocating sufficient time for each task. 

On the other hand, adaptability has bec
ome a key skill that I honed during my 
thesis journey. I encountered unexpected 
hurdles and unforeseen challenges along 
the way, which required me to swiftly adjust 
my approach and embrace alternative 
strategies. This taught me the valuable 
lesson of being flexible and resilient in the 
face of adversity, enabling me to navigate 
complex situations with confidence and 
grace. I am now equipped with the ability to 
effectively manage changing circumstances, 
embrace uncertainty, and pivot when 
necessary to ensure the success of my 
future endeavours.

Reflection
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Interview guide and transcripts

These go up to 60 pages, therefore I made a separate file that can be 
accessed via this link:
https://drive.google.com/file/d/1ldrswLXI3PjDpJs49Zla_mYEWXb1mxbc/
view?usp=sharing

AppendixB



7884

Results questionnaire

Again due to the size of the file, it can be accessed via this link: 
https://docs.google.com/spreadsheets/d/
1NQgvtKax7A7inFBedPCv90l8OCFVDTbr/
edit?usp=sharing&ouid=112668852099355611822&rtpof=true&sd=true
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Grounded Theory Method coding overview

AppendixD



People Lead Academy 

Leveren van waarde

voor klanten of

gebruikers

Leveren van waarde

Dat ze het gevoel

hebben dat er goed

over na is gedacht.

Goed over

nagedacht

Elke regio geeft de

training op hun eigen

manier.

Hun eigen manier

Klanten kunnen altijd

een ander ervaring

krijgen.

Verschil in

klantenervaring 

De gecertificeerde

trainingen zijn al een

stuk kwalitatief hoger

dan andere trainingen.

Verschil in kwaliteit

van trainingen

Elke consultant zou een

training moeten kunnen

geven, maar er is

niemand die oplet hoe we

dat doen.

Niemand die oplet

hoe we het doen

We moeten de

mensen handvatten

aanbieden.

Handvatten bieden

Tussentijdse

feedback op post it

na dagdeel

Tussentijdse

feedback

Feedback formulier

❌

Intake met de klant

over de

verwachtingen

Verwachtingen van

de klant

Niet alleen

kennisoverdracht,

moet ook leuk zijn

Een training moet

leuk zijn

Snel aftercare, opvolging,

twee weken of een maand,

kan je dingen toepassen dat

je hebt geleerd, waar kunnen

we nog mee helpen?

Snel aftercare met

opvolging

Dat klanten een beter

ervaring krijgen, ook

als het een onervaren

trainer is

Beter ervaring

ondanks onervaren

trainer

Ik denk dat we dan

eerder terug gevraagd

worden voor andere

opdrachten.

Teruggevraagd voor

nieuwe opdrachten

Een soort eerste

date. Je wilt een

goede indruk maken.

goede indruk maken

Met wat voor emotie

wil ik mensen de

deur uitsturen.

Welke emotie de

deur uit

Leren hoe je training

moet geven moet ook

een onderdeel zijn van

het onboardingsproces.

Onboardingsprocess

Beschrijving van het

proces die je moet volgen

voor, tijdens en na je een

training geeft en de uitrol

daarvan

Process en uitrol

daarvan

Hub Lead #1

We streven naar een

5 sterren beleving

5 sterren beleving

We willen minstens

een 7, alles onder

nemen we contact

met de persoon op

Minstens een 7

Voor ons, heel erg op de

beleving. Over het gehele

plaatje, de journey, voor

de training, op de training

en daarna.

het gehele plaatje,

journey

We zijn bezig met een

nieuw

tevredenheidsmeter dat

automatisch uitgaan na

een gesprek/mail

Nieuw automatische

tevredenheidsmeter

Vroeger gingen we als

mystery guest bij een

training zitten om te

kijken hoe het gaat.

Mystery guest

We hebben niet hele

sterke richtlijnen, en

het is ook een beetje

verwaterd met de tijd.

geen sterke en

verwaterde

richtlijnen

De journey: Stel dat een

deelnemer zich inschrijft voor

een training em komt een

training volgen, dan hebben wij

een vast aantal

contactmomenten.

vast aantal

contactmomenten

Pas na de feedback

formulier kunnen ze de

nazorg krijgen, daardoor

is onze respons best wel

hoog

Nazorg na de

feedback

De grootste winst die

zij uit kunnen halen uit

de regio, is dat stukje

voor- en nazorg.

Voor en nazorg in de

regio

Wat je vaak hoort “we krijgen

weinig evaluaties terug”. Dan

zou ik zeggen okay, doen we

het via het systeem zoals

Academy het ook doet?

Weinig evaluaties

terug

Mensen bellen en

vragen naar

bepaalde trainer.

Vraag naar

specifieke trainer

Dan hoop dat de

deelnemer eerlijk

over is

Eerlijk deelnemer

Hub Lead #2

25-30% van

trainingen die we

verkopen is bij ASML

❌

Kwaliteit is een

reden om terug te

komen

Reden om terug te

komen

tevredenheid bij de

klant en het liefts

boven verwachting.

Een van de kwaliteitschecks

die we in de contract

hebben staan is onder de

7,5 of lager, kosteloos een

nieuwe training.

Garantie aan de klant

Referentie is ook

kwaliteit voor mij.

Referentie is kwaliteit

Elke keer aan het eind van de

training vullen ze een google

forms formulier in. En op die

manier kan ik precies de

beoordelingen terugzien.

Google forms

formulier

Bij andere trainingen hebben wij

intern met elkaar een agenda

van punten die je besproken

moet hebben. Ik zou willen

zeggen dat dit binnen PW is,

maar het is vooral binnen Oost.

Agenda van punten

binnen Oost

Er zijn nu twee

werkgroepen, eentje

binnen ZW en eentje

binnen O

twee werkgroepen

Dat we het

gescheiden hebben

is heel raar.

Gescheiden

Boven verwachting uhm

zorgen qua locatie

voorzieningen, dat alles

top geregeld is. Geen

kans geven voor klachten

Geen kans geven

voor klachten

Aanspreekpunt

vanuit de klant waar

de trainer contact

mee kan hebben.

Aanspreekpunt

Digitaal kan je wel cijfer per persoon

bekijken, dit vind ik een extra service

t.o.v. van de kwaliteitsmeting op zo’n

flip. Aan de andere kant voor ons

eigen ontwikkeling is het wel handig

om te hebben.

Digitaal handig voor

ons ontwikkeling

Ik zal nooit een junior

een training daar laten

doen (om deze cijfers

te kunnen borgen).

Geen junior

Binnen Oost, dan heb je

wel minstens 4-5 keer

ge-cotraind voordat je

die trainingen geeft.

Eerst co-trainen dan

trainen

Training geven is

toch een vak apart.

Apart vak

Ons dienst is een stukje

geloofsovertuiging

verkopen (Agile

mindset).

Geloofsovertuiging

De mensen die je in een

training hebt kom je iets

nieuws vertellen, inspireren,

motiveren, en soms heb je

van mensen die weerstand.

Soms weerstand

Mensen moet je niet

dwingen te veranderen,

ze moeten zelf willen

veranderen.

Zelf willen

veranderen

Ik verwacht dat het

hopelijk duidelijk wordt

dat het tijd is om de

content van de training

op PW NL niveau zijn.

Het is tijd

Ik verwacht dat de

feedback formulier gaat

zoals ik het nu bij ASML

doet of als Academy het

nu doet.

Feedback formulier

als ASML of

Academy

Het feit dat we heel veel

mee bezig zijn, zegt dat

het belangrijk voor ons is

om de kwaliteit hoog te

houden.

Kwaliteit is belangrijk

voor ons

We zijn duurder dan

anderen, dus je mag wat

extra’s van verwachten.

Die +1 moet in de kwaliteit

van de training zitten.

Duurder met extra

verwachting

Ik denk dat er weinig

knoppen zijn dat je aan

kunt draaien om de

kwaliteit omhoog te

krijgen.

Weinig knoppen

Het is dus die feedback,

en op een plek borgen

waar we het terug

kunnen kijken.

Feedback borgen

Dus op PW die content…ik

vind officieel dat het vanuit

Academy moet komen. Dat

is hun hoofdfocus, zij

hebben hoofdtrainers.

Moet vanuit

Academy komen

als het gaat om het verbeteren van

de kwaliteit van de trainingen is

meer de inhoud van de trainingen

zou eigenlijk altijd hetzelfde moeten

zijn ongeacht de omgeving. Ze

mogen maximaal 10% van elkaar

mogen afwijken wat mij betreft.

Inhoud moet

hetzelfde zijn

Mijn mening is dat het me

alle training zo zou

moeten zijn ongeacht of x

of y het geeft, de content

is hetzelfde

Content is hetzelfde

De manier waarom je het vertelt of

als je simulaties wilt doen, dat mag

anders zijn , maar wat de mensen

geleerd moeten hebben aan het

einde van de dag moet wat mij

betreft met 90% overeenkomen

Manier waarop je het

doen mag anders

Hub Lead #3

Kwaliteit zit bij de

mensen die we in

dienst nemen.

Kwaliteit is de

mensen in dienst

Ik vind dat we

kwalitatief een van

de betere partijen

zijn

Een van de betere

partijen

Continu feedback

loop

Continu feedback

Na elke training

checken we welke

impact/ROI we

gemaakt hebben.

Return on

inverstment

Als we minder dan een dan 7

scoren gaan we altijd met die

klant in gesprek om te kijken

of we iets kunnen doen (geld

terug, gratis uurtje, etc)

Geld terug

Over het algemeen denk

ik dat we hoger scoren,

maar ik denk wel dat we

nog beter dingen in place

moeten hebben.

Beter dingen in place

hebben

Vroeger hadden we een proces. Voordat

je het voor het eerst gaat geven, moet je

hem eerst volgen, dan co-trainen, dan

zelf geven met een ervaren co-trainer,

daarna pas mag je hem zelf geven, zodat

de kwaliteitsnormen door de grote groei

niet

Vroeger eerst co-

trainen dan trainen

maar er zit te weinig

controle vanuit de

management, of te weinig

aandacht dat daaraan

gaat

Weinig controle

vanuit management

Ik vind dat elke trainer

dat hoort te checken,

maar zij zijn responsible

om dat te doen,

Elke trainer

responsible

Als leidinggevende

ben ik

eindverantwoordelijk.

Eindverantwoordelijk

De accountmanager

spreekt met de

klanten na afloop

van de training

Gesprek na training

Als je een goed gesprek met

je klant heb na afloop, op een

schaal van 1-5 “hoe blij zijn

we, wat is de ROI geweest?”,

als dat een 4-5 is is prima.

Return on

investment 

Dit feedback wordt

weinig geborgt.

Feedback weinig

geborgd

Hier ben ik ook

eindverantwoordelijk en het

gebeurt nu niet goed genoeg,

dus ook vanuit leiderschap

pakken we te weinig ownership

over

Te weinig ownership

vanuit leiderschap

Op veel trainingen

hebben we ook een

steward, iemand die

verantwoordelijk is voor

de inhoud van de training,

Steward

er zit een mate van

interactie in

Interactie

Vooraf zo’n training hebben we

altijd een intake van 30-60

minuten om samen met de klant

te kijken wat voor training zij

zouden willen doen.

Intake

Feedback gebeurt bij

de niet

gecertificeerde

trainingen niet.

Geen feedback

ongecertificeerde

training

Dat elke trainer datzelfde

doet, dat iedereen weet

dit is het process, dit is de

manier waarop wij

kwaliteit borgen.

Elke trainer hetzelfde

doet

wat zou eigenlijk de

minimale moeten zijn

waar we aan moeten

voldoen.

Minimale om aan te

voldoen

En dat er wat richtlijnen uit

komen of een process wat je in

kan richten of dit is een format of

formulier dat je zou moeten

gebruiken na afloop van elke

training

Richtlijnen of process

Ik verwacht niet zo

zeer weerstand

zolang je met een

goed plan komt.

Verwacht geen

weerstand

Hub Lead #4

Trainer #1

Kwaliteit voor mij is

de standaarden van

hoe je dingen doet.

Kwaliteit is

standaarden

Als je een hoge kwaliteit

wilt, gaan mensen ook

standaarden tegenover

aanleggen.

Mesnen gaan

standaarden

aanleggen

We willen mensen zoveel

mogelijk met de juiste

informatie de deur uit

hebben met een zo mooi

mogelijke ervaring.

Juiste informatie en

mooie ervating de

deur uit

Dat casussen en

voorbeelden op de

vandaag de dag zijn

gespecificeerd.

Goede casussen en

voorbeelden

Je ziet dat we ook

tussentijds bijvoorbeeld

in de pauze al gaan kijken

van hoe blij zijn mensen

met een schaal van 1-5

Tussentijdse

feedback

Als organisatie worden

we steeds groter, we

willen professionaliseren,

daar horen dit soort

dingen gewoon bij.

Proffesionaliseren

Dat we volgens

standaarden dingen

gaan doen en niet

meer adhoc.

Niet meer adhoc

In principe wordt het

nergens hard

gemonitord.

Nergens hard

gemonitord

Foto maken, soms uploaden

maar dat gebeurt ook niet zo

veel meer. Dus weinig borging

wat dat betreft. Zou meer

borging willen

Weinig borging

feedback

Impact gesprek wordt wel

altijd gehouden, wat ze

van vonden, wat we

zouden kunnen

verbeteren

Impact gesprek

Maar ook dat

gesprek wordt niet

opgeschreven.

Impact gesprek niet

geborgd

Lijst met eisen vanuit

Academy met bepaalde

leerdoelen. In mijn optiek

is het niet heel hard

gedefinieerd.

Leerdoelen niet hard

gedefinieerd

Voor maatwerk

trainingen gebeurt

dat in samenwerking

met de klant

Maatwerk samen

met de klant

Consultants zullen zeggen

dat alles maatwerk is, daar

loop ik echt niet zo in.

Zeker de foundation is

geen maatwerk.

"Alles is maatwerk"

Er zit geen vastigheid in,

wel contact met de klant,

maar wat er uit komt is

heel klantspecifiek.

Klantspecifiek

wat moet nou zijn de

kwaliteitsstandaarden van

de trainer zijn om daaraan

te werken. Daar zijn we een

stap in aan het maken.

Kwaliteitsstandaarden

van de trainer

Jij met een advies, al dan

niet met aanbevelingen,

al dan niet met een

actieplan of dingen die

we kunnen doen

Advies met

aanbevelingen en

actieplan

Dus een tastbaar iets om

de kwaliteitsstandaarden

die we hebben te

verhogen op linie, trainer,

training, voorzorg, nazorg.

Kwaliteitsstandaarden

verhogen

Ik denk dat het een

beetje trainers eigen

is om dingen op zijn

eigen manier te doen.

Eigen manier doen

Ik heb dat model

gebruikt om andere

trainers te beoordelen

op hou zij het doen.

Andere trainers

beoordelen

Ik kan me heel goed verplaatsen

dat mensen dingen op hun eigen

manier doen. Een deel is dat ook

je vrijheid als mens, als trainer,

een behoefte aan autonomie.

Behoefte aan

autonomie

Dit vinden we belangrijk

is iets dat makkelijk is om

te zeggen, maar wat je

vooral kunt laten zien aan

je daden.

Met je daden laten

zien

Dat is de reden, het is heel

lang geweest binnen PW dat

trainer en training geven, heel

lang is training niet echt

gezien als een vak.

Vroegen niet gezien

als vak

Trainer #2

Dat datgene wat je

presenteert

inhoudelijk klopt.

Inhoudelijk kloppen

Dat je in staat bent

theorie te vertalen

naar praktijk.

Theorie vertalen

naar praktijk

Daarom ben ik ook kritisch op de

ervaring van zo’n trainer. Dus ik

zou geen training willen geven in

iets wat ik in de praktijk niet zelf

heb meegemaakt.

Kritisch op de

ervaring

Op het moment dat je zelf niet de

praktijk een training hebt gedaan

waar je een training over geeft,

dan moet je dat niet doen, of

samen doen met iemand die het

wel heeft gedaan.

Zonder ervaring

moet je niet doen

Door het samen te

doen kan je elkaar

ook aanvullen.

Elkaar aanvullen

Als je mij vraagt van hoe

kunnen we de kwaliteit van

trainingen verbeteren? Nou

heel simples, door altijd een

training samen te geven.

Training samen

geven

Niet in je eentje het

materiaal maken, maar

dat samen doen en

elkaars materiaal

reviewen.

Elkaars materiaal

reviewen

2x per trainingsdag

toetsen we aan mensen

of we nog de goede

dingen aan het doen zijn.

Tussentijdse check-in

Formulieren: Ik kan

zelf voor kiezen dat te

doen. Eerlijk gezegd

doe ik dat niet.

Zelf kiezen om te

doen

Ik doe het altijd omdat

ik het zelf wilt weten,

ik wil weten of

mensen tevreden zijn.

Ik wil het zelf weten

Als ik kijk naar wat vaak

misgaat, is dat mensen met

onvoldoende praktijkervaring

gecertificeerde training

geven.

Onvoldoende

praktijkervaring

Dus ik ben meer aan het kijken

naar de trainer en minder naar

het materiaal. Want de trainer is

degene die het materiaal moet

overbrengen.

Ik kijk naar de trainer

Daar gaat het uiteindelijk om, dat de

klantbeleving optimaal is. En wat ik

daarbij zie is dat het vooral zit in het

bijvoorbeeld slim combineren van

een ervaren trainer en een startende

trainer, in dezelfde training

Optimale

klantenbeleving

als je de kwaliteit van de

trainings wilt verbeteren, is het

ook belangrijk dat we wat

feedback gaan geven aan de

trainers dan over hoe hun

trainings worden gewaardeerd.

Feedback geven aan

trainers

Trainer #3

Ik denk dat het belangrijk

is dat het niet door 1

persoon is bekeken, maar

door meerdere. Het 4

ogen principe.

4 ogen principe

Want dat is nu niet gebeurd,

niemand heeft meegekeken. We

hebben een theorie verteld, maar

nobody knows wat wij precies

hebben gedaan de vorige keer.

Niemand heeft

meegekeken

Wij hebben dat gedaan

door middel van de

proeftraining en heel veel

feedback te vragen.

Proeftraining

Als je echt echt goede

inhoudelijke feedback wilt

hebben, kan je mensen

beter on the spot dat

laten doen

Inhoudelijke

feedback on the spot

Want nu voelen mensen

zich niet helemaal

verplicht om het

gedetailleerd in te vullen.

Voelen niet verplicht

Wat wij doen is ze stickies

laten plakken, dan blijft het

ook soort van anoniem. End

dat feedback formulier zien

we wie dat heeft ingevuld.

Anoniem

Je moet dus in die

platform je training

gezet hebben

Training moet in

SessionLab

Sowieso moet je ook zorgen

dat de newspring helemaal

gereed is. Dus dat je die

voorzorg of die nazorg mail,

dat dat geregeld is

Newspring gereed

We zijn wel gaande weg echter

gekomen van oh ja dat moeten

de nog doen, dat moeten we nog

fixen. En je zou een totaallijst van

kunnen maken.

Gaande weg achter

gekomen

Wat we andere bedrijven leren is

dat zij een Definition of Done

moeten hebben om aan

kwaliteitseisen te voldoen.

Waarom wij het dan niet voor

onze trainingen.

Doen wat we

anderen leren

Dat hebben we nu

gedaan, maar dan is het

eigenlijk te laat, want het

staat al op de website.

Te laat

Het zou het wel makkelijker

maken. Als je een

checklijstje heb van okay

we hebben hiernaar

gekeken, daarnaar gekeken

Checklijste

wat ik vooral momenteel

vind is dat mensen

training geven om hun

marge omhoog te

krikken.

Trainen voor marge

Je moet hem

gevolgd hebben

voordat je überhaupt

mag co-trainen

Volgen voor co-

trainen

Ik denk dat je training moet geven

omdat je het leuk vindt en ik denk

ook dat mensen die PST'er willen

worden, dus officieel trainer, dat

die voorrang moeten hebben op

zulke trainingen.

Voorang voor PST'er

En nu heb je dus, tegen iedereen

is dat blijkbaar gezegd, nu heb je

super veel safe trainers en

niemand weet wat safe inhoudt.

Ik denk dat dat niet goed is voor

je kwaliteit.

Veel trainers zonder

ervaring

Als ik vragen krijg dan kan

ik die beantwoorden want

ik heb hier ervaring mee. En

ik denk dat je zo als trainer

erin moet staan.

Als trainer moet je

ervaring hebben

Trainer #4

Het belangrijkste is

natuurlijk dat je

materiek deskundig

bent.

Materiek deskundig

je moet goed voor

een groep staan.

Goed voor groep

staan

Ik denk dat dat een

prima uitgangspunt is

waarover je de kwaliteit

zou kunnen meten.

❌

Dat betekent dus dat je

fatsoenlijk op padding

bent en inderdaad een

soort flair hebt dat je met

mensen om kan gaan.

Goed met mensen

omgaan

Dus er zitten heel

veel didactische

spelregels in die je

moet hebben.

Didactische

spelregels

en daar komt het ook met de

ervaring en de content, dat je kunt

inspelen op de vraag. Want vaak

mensen, ook al is het niet standaard

trainingsmateriaal, soms willen

mensen toch even uitweiden over

een bepaalde casus van hun situatie

Met ervaring

inspelen op de vraag

Maar dat is natuurlijk nogal een

late feedback loop, dus je kan

dan niks meer aan je training

veranderen, alleen maar de

training voor de volgende keren.

Late feedback loop

Ik denk dat ik wel voor iedere trainer

spreek, dat we iedere halve dag de

thermometer in dus voordat ze met lunch

gaan of voordat ze de deur uitlopen

even return of time invested zitten we

nog op de goede lijn hoe positief ben je

en geef een tip in de top

Iedere trainer doet

aan tussentijdse

feedback

Dus ik probeer dan ook

open en kwetsbaar te

zijn om dan daarvan

ook te leren

Open en kwetsbaar

Dat is cultuur inmiddels. Dat is

geen gedrag meer van de

verschillende trainers. Dat is

gewoon cultuur. Which is fine.

Dat moet genurtured worden

Cultuur moet

genurutured worden

Dus die feedback formulieren die

zijn pas na een maandje ofzo

soms pas beschikbaar van

sommigen. Ja en dan denk ik

totaal niet meer aan mijn training

van januari.

Pas na een maand

beschikbaar

Ik denk dat het cruciaal is dat je een

substantieel deel, ik weet niet wat

een substantieel deel is, samen

traint. Je wordt er gewoon zelf beter

van. Je hoort weer wat, je leert weer

wat, je hebt andere casussen,

andere voorbeelden.

Samen trainer leets

je veel

Ik denk dat het heel

gezond is om ze een

jaarlijks een check-

up te laten doen.

Jaarlijkse check-up

Die vier-ogen

principe een keer

per jaar op die

trainingen hebben.

4 ogen principe

we hebben allemaal

groeipijnen en er

gebeuren nu dingen links

en rechts aan ons heen.

Groeipijnen

Imago komt te voet en gaat te

paard. Dus om maar één kut

training te geven en dat zingt

door in de markt, duurt heel lang

voordat je dat weer hebt

opgebouwd.

Imago komt te voet

en gaat te paard.

Moet je wel weten. De

allereerste keer dat ik

ga, weet ik veel wat ik

moet doen.

Weet ik veel

Nee, wordt er

geïnventariseerd wat je

allemaal kan geven, maar

dat wordt dan niet

gedeeld.

Inventariseerd maar

niet gedeeld

de Academy zijn

verantwoordelijk voor de

kwaliteit en organisatie

van de traininge

Academy zijn

verantwoordelijk

En voor mij is ik heb er zoveel

extra administratie omdat het

een keertje geen academy

trainingen is. Ik vind allemaal

super onderzichtig.

Extra administratie

Maar als je nieuw

bent, je bent echt

lost.

Nieuw ben je lost

de redenering is dat.

Definition of Done

staat gelijk aan

kwaliteit, borging.

Definition of done

Het is gewoon even fijn.

Ik zou het wel, hoe

kleiner, hoe compacter je

het kunt houden, hoe

fijner.

Hoe compacter, hoe

fijner

Ja, dus echt een soort

een beetje opgeleid of

ingewerkt worden als

trainer dan eigenlijk.

Ingewerkt worden

als trainer

Maar je moet eerst iemand

opleiden en dan mag iemand

het voordoen en dan mag

iemand het leiden. Shuhari,

laten we dat zelf dan ook.

Shuhari zelf

toepassen

Trainer #5

Ja ik denk dat mensen gewoon

dan worden worden aangezet

dat ze het licht zien en het

mooiste is als ze zeggen dat ze

er concreet iets mee gaan doen

de volgende dag.

Concreet its mee

doen

Maar ik zou het leukste doel

vinden als ze iets meenemen

wat ze meteen morgen

kunnen gebruiken. Een echte

belevenis van de klant.

Meteen morgen

kunnen gebruiken

ik probeer gewoon ze het

een en ander in te laten

vullen in New Spring. Niet

iedereen is daar trouw in.

Niet iedereen is daar

trouw in

Een merendeel gaat

wel bijna altijd over

de locatie en over de

training zelf.

Meerendeel over

locatie en training

zelf

Wat minder over een

persoon soms. Dat

vinden mensen nog

wel eens lastig.

Minder over de

persoon

volgens mij wordt het te weinig

gedaan. Ik bedoel, vroeger

waren we iets strenger met

invullen van lijstjes, dan heb je

meteen feedback terug.

Te weinig gedaan

Dus voor mij is het toch

chaotisch en dat moet veel beter

geregeld worden. Want ja, voor

mij als trainer geeft het alleen

maar gedoe, dat soort dingen.

Moet beter geregeld

worden

Dus ik heb eigenlijk nog het

meeste aan die tussentijdse

metingen en het net ophalen aan

het eind dan de daadwerkelijke

echte metingen

Tussentijdse

metingen

maar mensen willen

dat niet altijd of

hebben niet altijd zin.

Mensen hebben niet

altijd zin

het is wel mooi als je

iets meer informatie

hebt over de

deelnemers.

Meer informatie over

de deelnemers

Dus als je veel mensen in

de training stopt, dat zag

ik nu gebeuren, dan

kunnen mensen veel

minder van elkaar leren

Teveel mensen in

een training

ja, het zijn altijd mensen die houden hun

klet minder of en ook al doe je iets met

mensen die commentaar kunnen ophangen

ergens op een op een poster, dan zie je

toch een beetje dat die mensen wel iets

meer geneigd zijn om te duiken omdat het

voor grote aantallen onveilig is voor

mensen.

Grote aantallen geeft

onveilig gevoel

Ik denk dat dat eigenlijk ook voor

collega's het allerbelangrijkste is.

Hoe bouw ik een training? Ja.

Zeker voor die jonge collega's

die starten.

Hoe bouw ik een

training?

En daarnaast denk ik ook dat

het gat tussen de trainers die

alleen maar trainen en de

trainers die af en toe trainen

kleiner maakt.

Gat tussen trainers

kleiner maken

Ja, maar ik denk dat het

belangrijk is bij oplossingen

dat ze samen worden

gemaakt met de mensen

die ze gebruiken.

Oplossing samen

met gebruikers

maken

Je moet het laagdrempeliger maken om

te gebruiken.We hebben heel veel tools,

we moeten heel veel dingen invullen en

doen. Dus wil je daar goed adoptie en

voor krijgen, draagvlak, dan is het wel

belangrijk om ook mensen uit het veld er

een beetje bij te trekken denk ik.

Laagdrempelig en

goede adoptie

Trainer #6

Ik denk als trainer

boven de stof staan.

Boven de stof staan

Gewoon goed

materiaal,

professioneel

materiaal.

Professioneel

materiaal

Dus op een

professionele manier

de informatie

overbrengen.

Profesionele manier

informatie

overbrangen

dan heb je natuurlijk ook

de ruimte waar je bent,

de voorzorg en de

nazorg, dat dat

gestroomlijnd loopt.

Dat alles

gestroomlijnd loopt

Ik heb een eigen overzicht

van mijn trainingen. Die

staan in, hoe heet dat ook

weer, dat trainingsplatform.

Sessionlab inderdaad,

Eigen overzicht in

SessionLab

En wat ik eigenlijk doe is die erbij

houden en constant verbeteren

als ik zie dat dingen niet lopen,

wel lopen, langer duren, korter

duren dan ik had gedach

Constant verbeteren

aar ik vraag ook altijd

eind van de ochtend en

eind van de middag

feedback aan de

deelnemers.

Tussentijdse

feedback

En je hebt ook nog achteraf in de

nazorg bij Prowareness dat ze soms

een enquête kunnen invullen. Dus

daar komt soms dan weer wat

anders uit. Maar meestal heb je dat

dan gehoord tijdens de dag.

Soms enquete

invullen

Je wil ook niet dat

het overkill is.

Overkill

In plaats van dat het pas

achteraf bij zo'n enquête

komt en je het eigenlijk

niet meer kan aanpassen.

Niet meer aanpassen

Bij voorzorg denk ik

de juiste informatie

over de dag zelf.

Juiste informatie

En de nazorg is vooral wat je als

trainer belooft mee te sturen. Dat

je dat daadwerkelijk meestuurt

achteraf en dat even netjes

meestuurt.

Wat je beloofde te

sturen

Maar ik heb het idee dat we

allemaal hetzelfde erin

staan qua mentaliteit en

mindset hoe je trainingen

hebben, geven,

Zelfde mentaliteit

Eigenlijk is alles

mogelijk. Je moet

het alleen wel zelf

laten slagen.

Alles is mogelijk

Dus eigenlijk de

gaps die je ziet en

dat vind ik juist

positief.

Gaps vind ik positief

Dus ik vraag ook altijd

mensen erbij als ze willen co-

trainen. Dat vind ik ook altijd

wel leuk en dat is goed voor

het leren natuurlijk.

Co-trainen is goed

voor het leren

Kijk ikzelf loop ik er wat

minder tegenaan en ik zou

er ook geen fan van zijn als

dingen echt standaard

standaard worden.

Minder fan van

standaard standaard

Maar ik denk wel dat er

bepaalde

kwaliteitseisen aan een

training mogen zitten.

Kwaliteitseisen

training

Dus dit is hoe je het

moet doen omdat ik

denk dat de vrijheid van

een trainer goed is.

Vrijheid van een

trainer

Dus een soort

Definition of Done

per training zou ik

heel goed vinden.

Definition of Done

Van wanneer mag je

nou training geven?

Voorwaarden trainer

Ik denk dat daar ook

een beetje een

mandaat achter moet

zitten

Er moet mandaat

achter zitten

Want anders nemen

we bij Prowareness

veel te veel vrijheid.

Anders teveel

vrijheid

Nou ik denk dat het dus niet

heel uitgebreid en groot hoeft

te zijn, maar stel je voor dat je

een definition of done voor

een Agile foundation,

Niet heel uigebreid

maar er zijn daar ook dus

geen afspraken over, over

hoe we dat soort dingen

aanpakken.

Geen afspraken over

Ik denk het wel, omdat die denk

ik door heel veel mensen

gegeven mag worden. Maar daar

zit geen definition of done op,

dus iedereen geeft die anders

Iedereen geeft die

anders

En als de volgende keer

iemand anders hem

geeft, dan krijgt ze

waarschijnlijk een

compleet andere training

Compleet andere

training

Dus een Jeroen, maar

ook een Danny en Derk,

dat zij ook achter deze

definition of dan gaan

staan.

Management moet

achter staan

Dus daar gaan we niet

iedereen altijd

tevreden over

houden, maar so be it.

Niet iedereen

tevreden

Trainer #7

daarnaast ook gewoon

een stukje didactische

vaardigheden waarin je

dus echt weet hoe je

mensen dingen leert.

Didactische

vardigheden

En dan heb je dus daarnaast

nog het stuk hoe je de training

doet qua materialen, stukje

standaardisatie, stukje

branding

Gestandaardiseerde

materialen

Daarnaast doe ik gedurende mijn

training een keer na de lunchpauze

of voor de lunchpauze en een keer

aan het eind van de dag even de

check van joh hoe zit je erin dus een

roti return on time invested

Tussentijdse check

sowieso heb ik bijna

altijd een co-trainer

bij me.

Altijd met een co-

trainer

Maar ik weet dat er

heel veel mensen

zijn die niet weten

dat dit kan.

Veel mensen weten

dit niet

En die hebben een eigen

feedback systeem. En daarbij

komt gewoon alle feedback

inderdaad in een excelletje te

staan. En dat geeft veel beter

overzicht.

Eigen feedback

systeem

Dus ik weet niet hoe

ze dat precies doen

bij Oost.

Ik weet niet bij Oost

Maar daarin mis ik wel

een beetje de vrije keuze

om te bepalen met wie ik

ga co-trainen.

Vrije keuze co-

trainen

Maar het heeft ook heel

veel nadelen, want dat

kan er ook in resulteren

dat daar twee onervaren

trainers staan.

Twee onervaren

trainers

Ik vind dat dat een basiscriteria

moet zijn voor iedereen die

training geeft. Dan moet je

draagkracht hebben, dan moet er

iemand vanuit management

Basiscriteria voor

iedereen

Je moet gewoon

minimaal drie keer met

een ervaren trainer staan

voordat jij zelf training

mag geven.

Minimaal 3x co-

trainen

Er is een werkgroepje gestart

om met elkaar te gaan kijken

welke vaardigheden zijn dit

dan, wat willen we mensen

gaan bijbrengen.

Werkgroep

didactische

vaardigheden

er moet een

gestandardiseerde mail

zijn voor je deelnemers

die je vooraf stuurt

Gestandaardiseerde

mail

na gestandardiseerde inhoud,

er moet gewoon één inhoud

zijn voor één training. En dat jij

de flip anders tekent dan je

collega is niet relevant.

1 inhoud voor een

training

Maar ik denk dat dit

belangrijke componenten

zijn waar we echt jaren

eerder al mee hadden

moeten beginnen.

Eerder al mee

moeten beginnen

Mensen starten dingen op en dan

wordt er ergens iets gemaakt en

dat ligt dan ergens op een plankje

in de kast en mensen vergeten dat

het er is. Dus de borging is denk ik

een belangrijk component.

Ergens op een

plankje

betrek de trainers

erbij, dus kijk ook

vooral naar Academy

Betrek de trainers

Trainer #8

Ik zou kwaliteit definiëren op

basis van je kennis allereerst,

natuurlijk van het onderwerp dat

je overbrengt, het aanvoelen van

de groep en daarop in kunnen

spelen

Kennis

Naast kennis ook

vooral je eigen

ervaring met het

onderwerp.

Ervaring

een Agile Foundation geeft,

dat je een inschatting kan

maken van de informatie

waar de groep behoefte

aan heeft.

Schatting van

behoefte groep

kijk je kan natuurlijk ook

faciliteiten kunnen een rol

spelen. Maar ik zou zelf

de trainer het

belangrijkste noemen,

Trainer is de

belangrijkste

en met de feedback die we altijd

vragen aan het einde van

trainingen kun je ook altijd iets

maar echte kwaliteitsmeter is het

niet denk ik.

Echte kwaliteitsmeter

is het niet

een feedback formulier dus

dat is een manier hoe je je

kwaliteit kan checken maar

dat is ook redelijk

persoonsgebonden

Redelijk

persoonsgebonden

En er wordt gevraagd wie wil

hem geven, ja hoe gaan we dan

bepalen of die geen genoeg

kwaliteit heeft om dat te gaan

doen, ja dat is er niet echt.

Bepalen

geschiktheid trainer

Dus ja het is allemaal

redelijk informeel en

netwerkachtig

ingericht.

Informeel en

netwerkgericht

Ik denk als het interne

trainingen zijn, dus bij een

bedrijf specifiek, dat dat

gewoon echt afhangt van

wie het regelt.

Hangt af van wie het

regelt

En of dat de vraag is of dat de

juiste persoon is of diegene de

margin op dat moment het hardst

nodig heeft of juist bij zijn klant

nog veel aan de slag kan,

Is dat de juiste

persoon?

En dat er ook best wel

wat mensen zijn die

het natuurlijk heel erg

voor de marge doen.

Doen voor de marge

Maar als we allereerst iets

als een soort van matching

systeem of zo zouden

hebben, zou best wel goed

kunnen helpen denk ik.

Matchingsysteem

Mensen weten nu ook

eigenlijk niet goed waar

ze naartoe moeten als ze

willen beginnen met

trainen.

Weten niet waar ze

moeten

Bovenverwachting

Inhoudelijke kennis

Dus inhoudelijke

kennis,

praktijkervaring 

Quotes and initial coding

Leveren van waarde

voor klanten of

gebruikers

Leveren van waarde

Dat ze het gevoel

hebben dat er goed

over na is gedacht.

Goed over

nagedacht

Elke regio geeft de

training op hun eigen

manier.

Hun eigen manier

Klanten kunnen altijd

een ander ervaring

krijgen.

Verschil in

klantenervaring 

De gecertificeerde

trainingen zijn al een

stuk kwalitatief hoger

dan andere trainingen.

Verschil in kwaliteit

van trainingen

Elke consultant zou een

training moeten kunnen

geven, maar er is

niemand die oplet hoe we

dat doen.

Niemand die oplet

hoe we het doen

We moeten de

mensen handvatten

aanbieden.

Handvatten bieden

Tussentijdse

feedback op post it

na dagdeel

Tussentijdse

feedback

Intake met de klant

over de

verwachtingen

Verwachtingen van

de klant

Niet alleen

kennisoverdracht,

moet ook leuk zijn

Een training moet

leuk zijn

Dat klanten een beter

ervaring krijgen, ook

als het een onervaren

trainer is

Beter ervaring

ondanks onervaren

trainer

Een soort eerste

date. Je wilt een

goede indruk maken.

goede indruk maken

Met wat voor emotie

wil ik mensen de

deur uitsturen.

Welke emotie de

deur uit

Leren hoe je training

moet geven moet ook

een onderdeel zijn van

het onboardingsproces.

Onboardingsprocess

Beschrijving van het

proces die je moet volgen

voor, tijdens en na je een

training geeft en de uitrol

daarvan

Process en uitrol

daarvan

We streven naar een

5 sterren beleving

5 sterren beleving

We willen minstens

een 7, alles onder

nemen we contact

met de persoon op

Minstens een 7

Voor ons, heel erg op de

beleving. Over het gehele

plaatje, de journey, voor

de training, op de training

en daarna.

het gehele plaatje,

journey

We zijn bezig met een

nieuw

tevredenheidsmeter dat

automatisch uitgaan na

een gesprek/mail

Nieuw automatische

tevredenheidsmeter

Vroeger gingen we als

mystery guest bij een

training zitten om te

kijken hoe het gaat.

Mystery guest

We hebben niet hele

sterke richtlijnen, en

het is ook een beetje

verwaterd met de tijd.

geen sterke en

verwaterde

richtlijnen

Mensen bellen en

vragen naar

bepaalde trainer.

Vraag naar

specifieke trainer

Dan hoop dat de

deelnemer eerlijk

over is

Eerlijk deelnemer

Kwaliteit is een

reden om terug te

komen

Reden om terug te

komen

tevredenheid bij de

klant en het liefts

boven verwachting.

Bovenverwachting

Een van de kwaliteitschecks

die we in de contract

hebben staan is onder de

7,5 of lager, kosteloos een

nieuwe training.

Garantie aan de klant

Elke keer aan het eind van de

training vullen ze een google

forms formulier in. En op die

manier kan ik precies de

beoordelingen terugzien.

Google forms

formulier

Bij andere trainingen hebben wij

intern met elkaar een agenda

van punten die je besproken

moet hebben. Ik zou willen

zeggen dat dit binnen PW is,

maar het is vooral binnen Oost.

Agenda van punten

binnen Oost

Er zijn nu twee

werkgroepen, eentje

binnen ZW en eentje

binnen O

twee werkgroepen

Dat we het

gescheiden hebben

is heel raar.

Gescheiden

Boven verwachting uhm

zorgen qua locatie

voorzieningen, dat alles

top geregeld is. Geen

kans geven voor klachten

Geen kans geven

voor klachten

Digitaal kan je wel cijfer per persoon

bekijken, dit vind ik een extra service

t.o.v. van de kwaliteitsmeting op zo’n

flip. Aan de andere kant voor ons

eigen ontwikkeling is het wel handig

om te hebben.

Digitaal handig voor

ons ontwikkeling

Ik zal nooit een junior

een training daar laten

doen (om deze cijfers

te kunnen borgen).

Geen junior

Binnen Oost, dan heb je

wel minstens 4-5 keer

ge-cotraind voordat je

die trainingen geeft.

Eerst co-trainen dan

trainen

Training geven is

toch een vak apart.

Apart vak

Ons dienst is een stukje

geloofsovertuiging

verkopen (Agile

mindset).

Geloofsovertuiging

De mensen die je in een

training hebt kom je iets

nieuws vertellen, inspireren,

motiveren, en soms heb je

van mensen die weerstand.

Soms weerstand

Mensen moet je niet

dwingen te veranderen,

ze moeten zelf willen

veranderen.

Zelf willen

veranderen

Ik verwacht dat het

hopelijk duidelijk wordt

dat het tijd is om de

content van de training

op PW NL niveau zijn.

Het is tijd

Ik verwacht dat de

feedback formulier gaat

zoals ik het nu bij ASML

doet of als Academy het

nu doet.

Feedback formulier

als ASML of

Academy

Het feit dat we heel veel

mee bezig zijn, zegt dat

het belangrijk voor ons is

om de kwaliteit hoog te

houden.

Kwaliteit is belangrijk

voor ons

We zijn duurder dan

anderen, dus je mag wat

extra’s van verwachten.

Die +1 moet in de kwaliteit

van de training zitten.

Duurder met extra

verwachting

Het is dus die feedback,

en op een plek borgen

waar we het terug

kunnen kijken.

Feedback borgen

Dus op PW die content…ik

vind officieel dat het vanuit

Academy moet komen. Dat

is hun hoofdfocus, zij

hebben hoofdtrainers.

Moet vanuit

Academy komen

als het gaat om het verbeteren van

de kwaliteit van de trainingen is

meer de inhoud van de trainingen

zou eigenlijk altijd hetzelfde moeten

zijn ongeacht de omgeving. Ze

mogen maximaal 10% van elkaar

mogen afwijken wat mij betreft.

Inhoud moet

hetzelfde zijn

Mijn mening is dat het me

alle training zo zou

moeten zijn ongeacht of x

of y het geeft, de content

is hetzelfde

Content is hetzelfde

(First) good

impression

Lack of ownership

Inconsistent client

experience

Regions act like silo's

Live feedbackFeedback form

Securing the

feedback

Relationship with the

client

Trainer skills and

standards

Risks

Project expectations

Gap between

trainers

Practices of the past

Standardised

content

Academy's

responsibility

Get worked in

New initiatives

Customer journey

Motivation behind

the project

Price comes with

expectations
Returning clients

Catch the attention

Snel aftercare, opvolging,

twee weken of een maand,

kan je dingen toepassen dat

je hebt geleerd, waar kunnen

we nog mee helpen?

Snel aftercare met

opvolging

De grootste winst die

zij uit kunnen halen uit

de regio, is dat stukje

voor- en nazorg.

Voor en nazorg in de

regio

De journey: Stel dat een

deelnemer zich inschrijft voor

een training em komt een

training volgen, dan hebben wij

een vast aantal

contactmomenten.

vast aantal

contactmomenten

Lack of guidelines

It's about time

Als we minder dan een dan 7

scoren gaan we altijd met die

klant in gesprek om te kijken

of we iets kunnen doen (geld

terug, gratis uurtje, etc)

Geld terug

Over het algemeen denk

ik dat we hoger scoren,

maar ik denk wel dat we

nog beter dingen in place

moeten hebben.

Beter dingen in place

hebben

er zit een mate van

interactie in

Interactie

Ik verwacht niet zo

zeer weerstand

zolang je met een

goed plan komt.

Verwacht geen

weerstand

Adoption

maar er zit te weinig

controle vanuit de

management, of te weinig

aandacht dat daaraan

gaat

Weinig controle

vanuit management

Pas na de feedback

formulier kunnen ze de

nazorg krijgen, daardoor

is onze respons best wel

hoog

Nazorg na de

feedback

Wat je vaak hoort “we krijgen

weinig evaluaties terug”. Dan

zou ik zeggen okay, doen we

het via het systeem zoals

Academy het ook doet?

Weinig evaluaties

terug

Ik vind dat elke trainer

dat hoort te checken,

maar zij zijn responsible

om dat te doen,

Elke trainer

responsible

Als leidinggevende

ben ik

eindverantwoordelijk.

Eindverantwoordelijk

Op veel trainingen

hebben we ook een

steward, iemand die

verantwoordelijk is voor

de inhoud van de training,

Steward

Colleague

responsibilities

Hier ben ik ook

eindverantwoordelijk en het

gebeurt nu niet goed genoeg,

dus ook vanuit leiderschap

pakken we te weinig ownership

over

Te weinig ownership

vanuit leiderschap

Dat elke trainer datzelfde

doet, dat iedereen weet

dit is het process, dit is de

manier waarop wij

kwaliteit borgen.

Elke trainer hetzelfde

doet

wat zou eigenlijk de

minimale moeten zijn

waar we aan moeten

voldoen.

Minimale om aan te

voldoen

En dat er wat richtlijnen uit

komen of een process wat je in

kan richten of dit is een format of

formulier dat je zou moeten

gebruiken na afloop van elke

training

Richtlijnen of process

Trainer as a craft

Ik denk dat we dan

eerder terug gevraagd

worden voor andere

opdrachten.

Teruggevraagd voor

nieuwe opdrachten

Referentie is ook

kwaliteit voor mij.

Referentie is kwaliteit

Continu feedback

loop

Continu feedback

Na elke training

checken we welke

impact/ROI we

gemaakt hebben.

Return on

inverstment

De accountmanager

spreekt met de

klanten na afloop

van de training

Gesprek na training

Als je een goed gesprek met

je klant heb na afloop, op een

schaal van 1-5 “hoe blij zijn

we, wat is de ROI geweest?”,

als dat een 4-5 is is prima.

Return on

investment 

Vooraf zo’n training hebben we

altijd een intake van 30-60

minuten om samen met de klant

te kijken wat voor training zij

zouden willen doen.

Intake

Vroeger hadden we een proces. Voordat

je het voor het eerst gaat geven, moet je

hem eerst volgen, dan co-trainen, dan

zelf geven met een ervaren co-trainer,

daarna pas mag je hem zelf geven, zodat

de kwaliteitsnormen door de grote groei

niet

Vroeger eerst co-

trainen dan trainen

Dit feedback wordt

weinig geborgt.

Feedback weinig

geborgd

Feedback gebeurt bij

de niet

gecertificeerde

trainingen niet.

Geen feedback

ongecertificeerde

training

Status and

reputation

Ik vind dat we

kwalitatief een van

de betere partijen

zijn

Een van de betere

partijen

Kwaliteit voor mij is

de standaarden van

hoe je dingen doet.

Kwaliteit is

standaarden

Dat casussen en

voorbeelden op de

vandaag de dag zijn

gespecificeerd.

Goede casussen en

voorbeelden

Dat we volgens

standaarden dingen

gaan doen en niet

meer adhoc.

Niet meer adhoc

Lijst met eisen vanuit

Academy met bepaalde

leerdoelen. In mijn optiek

is het niet heel hard

gedefinieerd.

Leerdoelen niet hard

gedefinieerd

wat moet nou zijn de

kwaliteitsstandaarden van

de trainer zijn om daaraan

te werken. Daar zijn we een

stap in aan het maken.

Kwaliteitsstandaarden

van de trainer

Quality as standards

Voor maatwerk

trainingen gebeurt

dat in samenwerking

met de klant

Maatwerk samen

met de klant

Als je een hoge kwaliteit

wilt, gaan mensen ook

standaarden tegenover

aanleggen.

Mesnen gaan

standaarden

aanleggen

Jij met een advies, al dan

niet met aanbevelingen,

al dan niet met een

actieplan of dingen die

we kunnen doen

Advies met

aanbevelingen en

actieplan

Dus een tastbaar iets om

de kwaliteitsstandaarden

die we hebben te

verhogen op linie, trainer,

training, voorzorg, nazorg.

Kwaliteitsstandaarden

verhogen

Foto maken, soms uploaden

maar dat gebeurt ook niet zo

veel meer. Dus weinig borging

wat dat betreft. Zou meer

borging willen

Weinig borging

feedback

Maar ook dat

gesprek wordt niet

opgeschreven.

Impact gesprek niet

geborgd

Je ziet dat we ook

tussentijds bijvoorbeeld

in de pauze al gaan kijken

van hoe blij zijn mensen

met een schaal van 1-5

Tussentijdse

feedback

In principe wordt het

nergens hard

gemonitord.

Nergens hard

gemonitord

Aanspreekpunt

vanuit de klant waar

de trainer contact

mee kan hebben.

Aanspreekpunt

Er zit geen vastigheid in,

wel contact met de klant,

maar wat er uit komt is

heel klantspecifiek.

Klantspecifiek

We willen mensen zoveel

mogelijk met de juiste

informatie de deur uit

hebben met een zo mooi

mogelijke ervaring.

Juiste informatie en

mooie ervating de

deur uit

Consultants zullen zeggen

dat alles maatwerk is, daar

loop ik echt niet zo in.

Zeker de foundation is

geen maatwerk.

"Alles is maatwerk"

Als organisatie worden

we steeds groter, we

willen professionaliseren,

daar horen dit soort

dingen gewoon bij.

Proffesionaliseren

Dat datgene wat je

presenteert

inhoudelijk klopt.

Inhoudelijk kloppen

Dat je in staat bent

theorie te vertalen

naar praktijk.

Theorie vertalen

naar praktijk

Daarom ben ik ook kritisch op de

ervaring van zo’n trainer. Dus ik

zou geen training willen geven in

iets wat ik in de praktijk niet zelf

heb meegemaakt.

Kritisch op de

ervaring

Op het moment dat je zelf niet de

praktijk een training hebt gedaan

waar je een training over geeft,

dan moet je dat niet doen, of

samen doen met iemand die het

wel heeft gedaan.

Zonder ervaring

moet je niet doen

Door het samen te

doen kan je elkaar

ook aanvullen.

Elkaar aanvullen

Als je mij vraagt van hoe

kunnen we de kwaliteit van

trainingen verbeteren? Nou

heel simples, door altijd een

training samen te geven.

Altijd training samen

geven

Niet in je eentje het

materiaal maken, maar

dat samen doen en

elkaars materiaal

reviewen.

Elkaars materiaal

reviewen

Trainers need

experience

Together we are

better

Trainer as the most

important

Als ik kijk naar wat vaak

misgaat, is dat mensen met

onvoldoende praktijkervaring

gecertificeerde training

geven.

Onvoldoende

praktijkervaring

Dat is de reden, het is heel

lang geweest binnen PW dat

trainer en training geven, heel

lang is training niet echt

gezien als een vak.

Vroeger niet gezien

als vak

Trainer's autonomy

Ik denk dat het een

beetje trainers eigen

is om dingen op zijn

eigen manier te doen.

Eigen manier doen

Ik kan me heel goed verplaatsen

dat mensen dingen op hun eigen

manier doen. Een deel is dat ook

je vrijheid als mens, als trainer,

een behoefte aan autonomie.

Behoefte aan

autonomie

Dus ik ben meer aan het kijken

naar de trainer en minder naar

het materiaal. Want de trainer is

degene die het materiaal moet

overbrengen.

Ik kijk naar de trainer

2x per trainingsdag

toetsen we aan mensen

of we nog de goede

dingen aan het doen zijn.

Tussentijdse check-in

Ik heb dat model

gebruikt om andere

trainers te beoordelen

op hou zij het doen.

Andere trainers

beoordelen

als je de kwaliteit van de

trainings wilt verbeteren, is het

ook belangrijk dat we wat

feedback gaan geven aan de

trainers dan over hoe hun

trainings worden gewaardeerd.

Feedback geven aan

trainers

Motivation behind

feedback

Ik doe het altijd omdat

ik het zelf wilt weten,

ik wil weten of

mensen tevreden zijn.

Ik wil het zelf weten

Daar gaat het uiteindelijk om, dat de

klantbeleving optimaal is. En wat ik

daarbij zie is dat het vooral zit in het

bijvoorbeeld slim combineren van

een ervaren trainer en een startende

trainer, in dezelfde training

Optimale

klantenbeleving

Dit vinden we belangrijk

is iets dat makkelijk is om

te zeggen, maar wat je

vooral kunt laten zien aan

je daden.

Met je daden laten

zien dat het

belangrijk is

Imago komt te voet en gaat te

paard. Dus om maar één kut

training te geven en dat zingt

door in de markt, duurt heel lang

voordat je dat weer hebt

opgebouwd.

Imago komt te voet

en gaat te paard.

Het belangrijkste is

natuurlijk dat je

materiek deskundig

bent.

Materiek deskundig

je moet goed voor

een groep staan.

Goed voor groep

staan

Dat betekent dus dat je

fatsoenlijk op padding

bent en inderdaad een

soort flair hebt dat je met

mensen om kan gaan.

Goed met mensen

omgaan

Didactic skills

Ik denk dat ik wel voor iedere trainer

spreek, dat we iedere halve dag de

thermometer in dus voordat ze met lunch

gaan of voordat ze de deur uitlopen

even return of time invested zitten we

nog op de goede lijn hoe positief ben je

en geef een tip in de top

Iedere trainer doet

aan tussentijdse

feedback

Dus ik probeer dan ook

open en kwetsbaar te

zijn om dan daarvan

ook te leren

Open en kwetsbaar

Dat is cultuur inmiddels. Dat is

geen gedrag meer van de

verschillende trainers. Dat is

gewoon cultuur. Which is fine.

Dat moet genurtured worden

Cultuur moet

genurutured worden

Checking trainer

quality

Maar dat is natuurlijk nogal een

late feedback loop, dus je kan

dan niks meer aan je training

veranderen, alleen maar de

training voor de volgende keren.

Late feedback loop

Dus die feedback formulieren die

zijn pas na een maandje ofzo

soms pas beschikbaar van

sommigen. Ja en dan denk ik

totaal niet meer aan mijn training

van januari.

Pas na een maand

beschikbaar

Ja, dus echt een soort

een beetje opgeleid of

ingewerkt worden als

trainer dan eigenlijk.

Ingewerkt worden

als trainer

Ik denk dat het cruciaal is dat je een

substantieel deel, ik weet niet wat

een substantieel deel is, samen

traint. Je wordt er gewoon zelf beter

van. Je hoort weer wat, je leert weer

wat, je hebt andere casussen,

andere voorbeelden.

Samen trainer leert

je veel

Die vier-ogen

principe een keer

per jaar op die

trainingen hebben.

4 ogen principe

Dus er zitten heel

veel didactische

spelregels in die je

moet hebben.

Didactische

spelregels

Ik denk dat het heel

gezond is om ze een

jaarlijks een check-

up te laten doen.

Jaarlijkse check-up

"I don't know"

Moet je wel weten. De

allereerste keer dat ik

ga, weet ik veel wat ik

moet doen.

Weet ik veel

Maar als je nieuw

bent, je bent echt

lost.

Nieuw ben je lost

Definition of done

de redenering is dat.

Definition of Done

staat gelijk aan

kwaliteit, borging.

Definition of done

en daar komt het ook met de

ervaring en de content, dat je kunt

inspelen op de vraag. Want vaak

mensen, ook al is het niet standaard

trainingsmateriaal, soms willen

mensen toch even uitweiden over

een bepaalde casus van hun situatie

Met ervaring

inspelen op de vraag

we hebben allemaal

groeipijnen en er

gebeuren nu dingen links

en rechts aan ons heen.

Groeipijnen

Maar je moet eerst iemand

opleiden en dan mag iemand

het voordoen en dan mag

iemand het leiden. Shuhari,

laten we dat zelf dan ook.

Shuhari zelf

toepassen

Practice what you

preach

Not openly shared

Nee, wordt er

geïnventariseerd wat je

allemaal kan geven, maar

dat wordt dan niet

gedeeld.

Inventariseerd maar

niet gedeeld

Keep it compact

Het is gewoon even fijn.

Ik zou het wel, hoe

kleiner, hoe compacter je

het kunt houden, hoe

fijner.

Hoe compacter, hoe

fijner

Ja, maar ik denk dat het

belangrijk is bij oplossingen

dat ze samen worden

gemaakt met de mensen

die ze gebruiken.

Oplossing samen

met gebruikers

maken

Je moet het laagdrempeliger maken om

te gebruiken.We hebben heel veel tools,

we moeten heel veel dingen invullen en

doen. Dus wil je daar goed adoptie en

voor krijgen, draagvlak, dan is het wel

belangrijk om ook mensen uit het veld er

een beetje bij te trekken denk ik.

Laagdrempelig en

goede adoptie

En daarnaast denk ik ook dat

het gat tussen de trainers die

alleen maar trainen en de

trainers die af en toe trainen

kleiner maakt.

Gat tussen trainers

kleiner maken

Ja ik denk dat mensen gewoon

dan worden worden aangezet

dat ze het licht zien en het

mooiste is als ze zeggen dat ze

er concreet iets mee gaan doen

de volgende dag.

Concreet its mee

doen

Maar ik zou het leukste doel

vinden als ze iets meenemen

wat ze meteen morgen

kunnen gebruiken. Een echte

belevenis van de klant.

Meteen morgen

kunnen gebruiken

ik probeer gewoon ze het

een en ander in te laten

vullen in New Spring. Niet

iedereen is daar trouw in.

Niet iedereen is daar

trouw in

Een merendeel gaat

wel bijna altijd over

de locatie en over de

training zelf.

Meerendeel over

locatie en training

zelf

Wat minder over een

persoon soms. Dat

vinden mensen nog

wel eens lastig.

Minder over de

persoon

volgens mij wordt het te weinig

gedaan. Ik bedoel, vroeger

waren we iets strenger met

invullen van lijstjes, dan heb je

meteen feedback terug.

Te weinig gedaan

Dus voor mij is het toch

chaotisch en dat moet veel beter

geregeld worden. Want ja, voor

mij als trainer geeft het alleen

maar gedoe, dat soort dingen.

Moet beter geregeld

worden

maar mensen willen

dat niet altijd of

hebben niet altijd zin.

Mensen hebben niet

altijd zin

Size of the group

Dus als je veel mensen in

de training stopt, dat zag

ik nu gebeuren, dan

kunnen mensen veel

minder van elkaar leren

Teveel mensen in

een training

ja, het zijn altijd mensen die houden hun

klet minder of en ook al doe je iets met

mensen die commentaar kunnen ophangen

ergens op een op een poster, dan zie je

toch een beetje dat die mensen wel iets

meer geneigd zijn om te duiken omdat het

voor grote aantallen onveilig is voor

mensen.

Grote aantallen geeft

onveilig gevoel

Ik denk dat dat eigenlijk ook voor

collega's het allerbelangrijkste is.

Hoe bouw ik een training? Ja.

Zeker voor die jonge collega's

die starten.

Hoe bouw ik een

training?

Maar ik denk wel dat er

bepaalde

kwaliteitseisen aan een

training mogen zitten.

Kwaliteitseisen

training

Want anders nemen

we bij Prowareness

veel te veel vrijheid.

Anders teveel

vrijheid

maar er zijn daar ook dus

geen afspraken over, over

hoe we dat soort dingen

aanpakken.

Geen afspraken over

Je wil ook niet dat

het overkill is.

Overkill

Overkill

Ik denk als trainer

boven de stof staan.

Boven de stof staan

Dus op een

professionele manier

de informatie

overbrengen.

Profesionele manier

informatie

overbrangen

Nou ik denk dat het dus niet

heel uitgebreid en groot hoeft

te zijn, maar stel je voor dat je

een definition of done voor

een Agile foundation,

Niet heel uigebreid

aar ik vraag ook altijd

eind van de ochtend en

eind van de middag

feedback aan de

deelnemers.

Tussentijdse

feedback

En je hebt ook nog achteraf in de

nazorg bij Prowareness dat ze soms

een enquête kunnen invullen. Dus

daar komt soms dan weer wat

anders uit. Maar meestal heb je dat

dan gehoord tijdens de dag.

Soms enquete

invullen

In plaats van dat het pas

achteraf bij zo'n enquête

komt en je het eigenlijk

niet meer kan aanpassen.

Niet meer aanpassen

Van wanneer mag je

nou training geven?

Voorwaarden trainer

Ik denk het wel, omdat die denk

ik door heel veel mensen

gegeven mag worden. Maar daar

zit geen definition of done op,

dus iedereen geeft die anders

Iedereen geeft die

anders

En als de volgende keer

iemand anders hem

geeft, dan krijgt ze

waarschijnlijk een

compleet andere training

Compleet andere

training

Kijk ikzelf loop ik er wat

minder tegenaan en ik zou

er ook geen fan van zijn als

dingen echt standaard

standaard worden.

Minder fan van

standaard standaard

Dus dit is hoe je het

moet doen omdat ik

denk dat de vrijheid van

een trainer goed is.

Vrijheid van een

trainer

Dus ik vraag ook altijd

mensen erbij als ze willen co-

trainen. Dat vind ik ook altijd

wel leuk en dat is goed voor

het leren natuurlijk.

Co-trainen is goed

voor het leren

Dus eigenlijk de

gaps die je ziet en

dat vind ik juist

positief.

Gaps vind ik positief

De manier waarom je het vertelt of

als je simulaties wilt doen, dat mag

anders zijn , maar wat de mensen

geleerd moeten hebben aan het

einde van de dag moet wat mij

betreft met 90% overeenkomen

Manier waarop je het

doen mag anders

dan heb je natuurlijk ook

de ruimte waar je bent,

de voorzorg en de

nazorg, dat dat

gestroomlijnd loopt.

Dat alles

gestroomlijnd loopt

Bij voorzorg denk ik

de juiste informatie

over de dag zelf.

Juiste informatie

En de nazorg is vooral wat je als

trainer belooft mee te sturen. Dat

je dat daadwerkelijk meestuurt

achteraf en dat even netjes

meestuurt.

Wat je beloofde te

sturen

Dus een soort

Definition of Done

per training zou ik

heel goed vinden.

Definition of Done

Management

support

Ik denk dat daar ook

een beetje een

mandaat achter moet

zitten

Er moet mandaat

achter zitten

Dus een Jeroen, maar

ook een Danny en Derk,

dat zij ook achter deze

definition of dan gaan

staan.

Management moet

achter staan

Dus daar gaan we niet

iedereen altijd

tevreden over

houden, maar so be it.

Niet iedereen

tevreden

Eigenlijk is alles

mogelijk. Je moet

het alleen wel zelf

laten slagen.

Alles is mogelijk

Quality material

Gewoon goed

materiaal,

professioneel

materiaal.

Professioneel

materiaal

SessionLab

Ik heb een eigen overzicht

van mijn trainingen. Die

staan in, hoe heet dat ook

weer, dat trainingsplatform.

Sessionlab inderdaad,

Eigen overzicht in

SessionLab

En wat ik eigenlijk doe is die erbij

houden en constant verbeteren

als ik zie dat dingen niet lopen,

wel lopen, langer duren, korter

duren dan ik had gedach

Constant verbeteren

Maar ik denk dat dit

belangrijke componenten

zijn waar we echt jaren

eerder al mee hadden

moeten beginnen.

Eerder al mee

moeten beginnen

Ik vind dat dat een basiscriteria

moet zijn voor iedereen die

training geeft. Dan moet je

draagkracht hebben, dan moet er

iemand vanuit management

Basiscriteria voor

iedereen

Je moet gewoon

minimaal drie keer met

een ervaren trainer staan

voordat jij zelf training

mag geven.

Minimaal 3x co-

trainen
Inhoudelijke kennis

Dus inhoudelijke

kennis,

praktijkervaring 

daarnaast ook gewoon

een stukje didactische

vaardigheden waarin je

dus echt weet hoe je

mensen dingen leert.

Didactische

vardigheden

En die hebben een eigen

feedback systeem. En daarbij

komt gewoon alle feedback

inderdaad in een excelletje te

staan. En dat geeft veel beter

overzicht.

Eigen feedback

systeem

Dus ik weet niet hoe

ze dat precies doen

bij Oost.

Ik weet niet bij Oost

na gestandardiseerde inhoud,

er moet gewoon één inhoud

zijn voor één training. En dat jij

de flip anders tekent dan je

collega is niet relevant.

1 inhoud voor een

training

En dan heb je dus daarnaast

nog het stuk hoe je de training

doet qua materialen, stukje

standaardisatie, stukje

branding

Gestandaardiseerde

materialen

Daarnaast doe ik gedurende mijn

training een keer na de lunchpauze

of voor de lunchpauze en een keer

aan het eind van de dag even de

check van joh hoe zit je erin dus een

roti return on time invested

Tussentijdse check

Er is een werkgroepje gestart

om met elkaar te gaan kijken

welke vaardigheden zijn dit

dan, wat willen we mensen

gaan bijbrengen.

Werkgroep

didactische

vaardigheden

sowieso heb ik bijna

altijd een co-trainer

bij me.

Altijd met een co-

trainer

Maar ik weet dat er

heel veel mensen

zijn die niet weten

dat dit kan.

Veel mensen weten

dit niet

Mensen starten dingen op en dan

wordt er ergens iets gemaakt en

dat ligt dan ergens op een plankje

in de kast en mensen vergeten dat

het er is. Dus de borging is denk ik

een belangrijk component.

Ergens op een

plankje

betrek de trainers

erbij, dus kijk ook

vooral naar Academy

Betrek de trainers

er moet een

gestandardiseerde mail

zijn voor je deelnemers

die je vooraf stuurt

Gestandaardiseerde

mail

Trainer matching

system

Maar daarin mis ik wel

een beetje de vrije keuze

om te bepalen met wie ik

ga co-trainen.

Geen vrije keuze co-

trainen

Maar het heeft ook heel

veel nadelen, want dat

kan er ook in resulteren

dat daar twee onervaren

trainers staan.

Twee onervaren

trainers

Ik zou kwaliteit definiëren op

basis van je kennis allereerst,

natuurlijk van het onderwerp dat

je overbrengt, het aanvoelen van

de groep en daarop in kunnen

spelen

Kennis

een Agile Foundation geeft,

dat je een inschatting kan

maken van de informatie

waar de groep behoefte

aan heeft.

Schatting van

behoefte groep

een feedback formulier dus

dat is een manier hoe je je

kwaliteit kan checken maar

dat is ook redelijk

persoonsgebonden

Redelijk

persoonsgebonden

en met de feedback die we altijd

vragen aan het einde van

trainingen kun je ook altijd iets

maar echte kwaliteitsmeter is het

niet denk ik.

Echte kwaliteitsmeter

is het niet

Mensen weten nu ook

eigenlijk niet goed waar

ze naartoe moeten als ze

willen beginnen met

trainen.

Weten niet waar ze

moeten

Naast kennis ook

vooral je eigen

ervaring met het

onderwerp.

Ervaring

wat ik vooral momenteel

vind is dat mensen

training geven om hun

marge omhoog te

krikken.

Trainen voor marge

En dat er ook best wel

wat mensen zijn die

het natuurlijk heel erg

voor de marge doen.

Doen voor de marge

Motivation behind

being a trainer

kijk je kan natuurlijk ook

faciliteiten kunnen een rol

spelen. Maar ik zou zelf

de trainer het

belangrijkste noemen,

Trainer is de

belangrijkste

Ik denk als het interne

trainingen zijn, dus bij een

bedrijf specifiek, dat dat

gewoon echt afhangt van

wie het regelt.

Hangt af van wie het

regelt

En er wordt gevraagd wie wil

hem geven, ja hoe gaan we dan

bepalen of die geen genoeg

kwaliteit heeft om dat te gaan

doen, ja dat is er niet echt.

Bepalen

geschiktheid trainer

Dus ja het is allemaal

redelijk informeel en

netwerkachtig

ingericht.

Informeel en

netwerkgericht

En of dat de vraag is of dat de

juiste persoon is of diegene de

margin op dat moment het hardst

nodig heeft of juist bij zijn klant

nog veel aan de slag kan,

Is dat de juiste

persoon?

Maar als we allereerst iets

als een soort van matching

systeem of zo zouden

hebben, zou best wel goed

kunnen helpen denk ik.

Matchingsysteem

Kwaliteit zit bij de

mensen die we in

dienst nemen.

Kwaliteit is de

mensen in dienst

Outcasts

Ik denk dat er weinig

knoppen zijn dat je aan

kunt draaien om de

kwaliteit omhoog te

krijgen.

Weinig knoppen

het is wel mooi als je

iets meer informatie

hebt over de

deelnemers.

Meer informatie over

de deelnemers

Maar ik heb het idee dat we

allemaal hetzelfde erin

staan qua mentaliteit en

mindset hoe je trainingen

hebben, geven,

Zelfde mentaliteit

Impact gesprek wordt wel

altijd gehouden, wat ze

van vonden, wat we

zouden kunnen

verbeteren

Impact gesprek

Dus ik heb eigenlijk nog het

meeste aan die tussentijdse

metingen en het net ophalen aan

het eind dan de daadwerkelijke

echte metingen

Tussentijdse

metingen

Formulieren: Ik kan

zelf voor kiezen dat te

doen. Eerlijk gezegd

doe ik dat niet.

Zelf kiezen om te

doen

2nd order names (clusters)

(First) good

impression

Lack of ownership

Inconsistent client

experience

Regions act like silo's

Live feedback

Feedback form

Securing the

feedback

Relationship with the

client

Trainer skills and

standards

Risks

Project expectations

Gap between

trainers
Practices of the past

Standardised

content

Academy's

responsibility

Get worked in

New initiatives

 Customer journey

Motivation behind

the project

Price comes with

expectations

Returning clients

Catch the attentionLack of guidelinesIt's about time

Adoption

Colleague

responsibilities
Trainer as a craft Status and

reputation

Quality as standards

Trainers need

experience

Together we are

better

Trainer as the most

important

Trainer's autonomy

Motivation behind

feedback

Didactic skills

Checking trainer

quality

"I don't know"

Definition of done

Practice what you

preach

Not openly shared

Keep it compact

Overkill

Quality material

SessionLab

Trainer matching

system

Motivation behind

being a trainer

The expectations of a trainer

Co-train Skills Experience Motivation

The lack of a clear structure

Who is responsible? Lack of transparency
Standardised

material

Lack of guidelines

and standards

The expected customer journey

Customer

experience
Reputation

The collection of feedback 

Means Reason

Management

support

It's time for

change

The

expectations

for the project

Aggegrate dimensions
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Brainstorm

kwaliteitsborging

trainingsaanbod

Voor- en nazorg

10 minuten

Problem statement

Hieronder vind je de problem statement en de

bijbehorende thema van dit gedeelte. 

1 minuut

1

"The absence of clear quality standards and a compliance

process is a significant problem within Prowareness. This

problem has implications for both trainers and customers.

The lack of clear quality standards not only results in an

inconsistent experience for customers but also creates

confusion for trainers, who may struggle to meet client

expectations without a clear, objective measure of quality."

Wat moet

allemaal bij

de voorzorg

horen? Hoe en waar

wordt dit

vastgelegd

en geborgd?Wat moet

allemaal bij

de nazorg

horen?

Brainstorm

3 minuten

2

Bedenk zoveel ideeën mogelijk die bij de benoemde

thema horen. Je kan ook op iemands anders idee

aanvullen.

Miriam

Know your

audience
Werkvormen Locatie

Programma Doel/Leerdoelen

Opstelling

van de

ruimte

Person 1

Welk

huiswerk

hoort bij de

train ing?

Wat is de

hoofdboodschap

 per module die

overgebracht

moet worden

Donna

Voorbereiding

die verwacht

wordt van de

deelnemers 

Mogelijkheid

tot examen

maken

Link / overzict

naar

besproken

trainings

materiaal

Manier van

contact

opnemen

met Trainer 

Martijn

Communicatie:  -

locatie, tijd, plaats.

leermiddelen (ANS

etc.) 

Facilities

(dieetwensen etc.)

Zou in

Sessionlab

en ANS

moeten ;)

er is een

mural of trello

voor de

training

ingericht

Geen idee, ik heb

voor mezelf een

wow. Acadamy

gebruikt

leeromgeving,

inhouse black box

ANS

HJ

Locatie  en

geschiktheid

hiervan(zeker

 klant)

Leer

vragen/leer

doelen

Context

organisatie

pre

requisites

Materiaal

nasturen
Na bellen?

Martin

Events

uitnodigen

Mini

learnings
Communitie

1 plek

Goede

intake

Algemene

info: Locatie,

tijd, parkeren,

catering

Hoe komen

we weer zo

hoog bij

Springest in

de lijst?

Prioritize

Plot de ideeën of ideegroepen in deze matrix. 

3 minutes

4

Algemene

info: Locatie,

tijd, parkeren,

catering

Importance

Hoe belangrijk is het dat dit idee onderdeel wordt van het

geheel?

Hoeveel invloed

heeft dit idee op

de kwaliteit van de

customer journey?

Impact

Hoe komen

we weer zo

hoog bij

Springest in

de lijst?

Voorbereiding

die verwacht

wordt van de

deelnemers 

Goede

intake

Know your

audience

gebrukte

Werkvormen

Programma

Doel/Leerdoelen

Context

organisatie

Locatie  en

geschiktheid

hiervan(zeke

r klant)

Mogelijkheid

tot examen

maken

Link / overzict

naar

besproken

trainings

materiaal

Manier van

contact

opnemen

met Trainer 

Geen idee, ik heb

voor mezelf een

wow. Acadamy

gebruikt

leeromgeving,

inhouse black box

Zou in

Sessionlab

en ANS

moeten ;)

Cluster ideas

Groepeer de bedachte ideeën in clusters. 

2 minuten

3

Trash

Wat zijn ideeën dat je vind die helemaal niet kunnen?

1 minuut

5

Brainstorm

kwaliteitsborging

trainingsaanbod

Trainer

10 minuten

Problem statement

Hieronder vind je de problem statement en de

bijbehorende thema van dit gedeelte. 

1 minuut

1

"The absence of clear quality standards and a compliance

process is a significant problem within Prowareness. This

problem has implications for both trainers and customers.

The lack of clear quality standards not only results in an

inconsistent experience for customers but also creates

confusion for trainers, who may struggle to meet client

expectations without a clear, objective measure of quality."

Waar moet een

trainer aan

voldoen om

een training te

kunnen geven?

Hoe en waar

wordt dit

vastgelegd

en geborgd?

Brainstorm

3 minuten

2

Bedenk zoveel ideeën mogelijk die bij de benoemde

thema horen. Je kan ook op iemands anders idee

aanvullen.

Person 2Donna

Ervaring

Kennis van

gehele

training en

onderliggende

 theorie

Excel bestand

van hospi wie

welke training

mag/kan

geven

Martijn

Aantoonbare

ervaring op

onderwerp

(war stories)

Licenties

X uur aan co-

train ervaring op

desbetreffende

training / training

geven in het

algemeen.

train de

trainer

gevolgd

Kent de inhoud

van de training

en het

onderligend

theoretisch

kader 

wordt bekwaam

geacht op basis

van Peer Review

(door ervaren

trainers

bijvoorbeeld tijdens

co-trainen)

Het trainers

overzicht wat

wordt

bojgehouden

door... in ....

Miriam

Boven de stof

staan en

minimaal x jaar

ervaring

(afhankelijk van

de trainig)

Onderlegt zijn

in didactische

vaardigheden 

Read the

room

Iets van intervisie achtig

iets om met andere trainers

te leren, te delen en

feedback te krijgen: kan

intervisie zijn maar

bijvoorbeeld ook x aantal

keer per jaar een co-

trainen/andere trainer

uitnodigen om feedback te

geven 

Zakelijk

tekenen

gevolgd

hebben 

:D :D :D :D :D 

de instructie/

kennis

overdracht e-

learnings in ANS

hebben bekeken

geen idee,

maar

moeten we

wel wat mee

HJW

Ervaring in

het veld

ALgemene

trainer skills

Bewezen

kennis/

certificering

afhankelijk

van training/

adhoc

consulting

skills

toetsen van

de trainers?
Peer review

1 systeem

graag

Martin

Prioritize

Plot de ideeën of ideegroepen in deze matrix. 

3 minutes

4

Importance

Hoe belangrijk is het dat dit idee onderdeel wordt van het

geheel?

Hoeveel invloed

heeft dit idee op

de kwaliteit van de

trainer?

Impact

Validatie op:

juiste trainer met

juiste skillsset en

ervaring als

hoofdtrainer

Voldoende

trainingsskills

 in het

algemeen

Commercieel

inzicht voor

de cross- of

upsell

Ervaring

Kennis van

gehele

training en

onderliggende

 theorie

Excel bestand

van hospi wie

welke training

mag/kan

geven

Aantoonbare

ervaring op

onderwerp

(war stories)

Licenties

X uur aan co-

train ervaring op

desbetreffende

training / training

geven in het

algemeen.

train de

trainer

gevolgd

Kent de inhoud

van de training

en het

onderligend

theoretisch

kader 

wordt bekwaam

geacht op basis

van Peer Review

(door ervaren

trainers

bijvoorbeeld tijdens

co-trainen)

Het trainers

overzicht wat

wordt

bojgehouden

door... in ....

Ervaring in

het veld

ALgemene

trainer skills

Bewezen

kennis/

certificering

afhankelijk

van training/

adhoc

consulting

skills

toetsen van

de trainers?

Peer review

1 systeem

graag

Iets van intervisie achtig

iets om met andere trainers

te leren, te delen en

feedback te krijgen: kan

intervisie zijn maar

bijvoorbeeld ook x aantal

keer per jaar een co-

trainen/andere trainer

uitnodigen om feedback te

geven 

Zakelijk

tekenen

gevolgd

hebben 

:D :D :D :D :D 

Cluster ideas

Groepeer de bedachte ideeën in clusters. 

2 minuten

3

Trash

Wat zijn ideeën dat je vind die helemaal niet kunnen?

1 minuut

5

Sessie 25-04-2023

Brainstorm

kwaliteitsborging

trainingsaanbod

Trainingsinhoud

10 minuten

Problem statement

Hieronder vind je de problem statement en de

bijbehorende thema van dit gedeelte. 

1 minuut

1

"The absence of clear quality standards and a compliance

process is a significant problem within Prowareness. This

problem has implications for both trainers and customers.

The lack of clear quality standards not only results in an

inconsistent experience for customers but also creates

confusion for trainers, who may struggle to meet client

expectations without a clear, objective measure of quality."

Wat moet de

overzicht van

een training

allemaal

bevatten?

Hoe en waar

wordt dit

vastgelegd?

Brainstorm

3 minuten

2

Bedenk zoveel ideeën mogelijk die bij de benoemde

thema horen. Je kan ook op iemands anders idee

aanvullen.

Miriam

Leerdoelen - wat

wil de groep/

klant bereiken ->

resultaat van de

intake

Tijdslots van

het

programma en

programma

onderdelen

bruggetjes,

kreukelzones,

take aways

uitwerking

van

opdrachten

ingevulde

sessionlab

verhouding

teach en

opdrachten moet

over nagedacht

zijn en zichtbaar

zijn

Nu nog

veel in

hoofden en

trello

ziu sessionlab

moeten zijn en

mogenlijk

teams of

sharepoint

voorbereidings

en nazorg mail

Person 1 Donna

Wanneer

mag je welke

training

geven?

Welke

onderwerpen

MOETEN er

besproken

worden in deze

training?

Timeboxes

Doen laten

nooit meer

vergeten

Voorbeelden

van

oefeningen

Materiaal

gebruik van

kwaliteit en evt

Prowareness

logo

Sessionlab

Leeromgeving van

deelnemers matcht

niet altijd. Als je niet

vaak training geeft

kijk je hier ook niet/

nauwelijks naar

Martijn

Scope

(onderwerp)

breedte /

diepte

Leerdoelen

(eindtermen)

proces flow

(teach, do, reflect

per chunk-

werkblokken /

pauzes)

Inrichting

ANS

Borging /

beschrijving

 training in

Sessionlab 

communicatie

items (mail voor

deelnemers,

qrc's in pdf, etc.

etc.)

Pipeliner?? ANS Sessionlab Sharepoint

H

Leerdoelen eind termen

Hoog over

schema in

de tijd

Wat kan je vorm
Wat zit er

niet in

1 systeem

Zou mooi zijn als

examen/gekoppels

is aan de inhoud

GEEN

TRELLO

Person 5

Teachers

hand out

Instructies

backoffice

indien

afwijkend 

Prioritize

Plot de ideeën of ideegroepen in deze matrix. 

3 minutes

4

Importance

Hoe belangrijk is het dat dit idee onderdeel wordt van het

geheel?

Hoeveel invloed

heeft dit idee op

de kwaliteit van de

inhoud van een

training?

Impact

Wanneer

mag je welke

training

geven?

Welke

onderwerpen

MOETEN er

besproken

worden in deze

training?

Timeboxes

Doen laten

nooit meer

vergeten

Voorbeelden

van

oefeningen

Materiaal

gebruik van

kwaliteit en evt

Prowareness

logo

Leerdoelen
eind termen

Hoog over

schema in

de tijd

Wat kan je

vorm

Wat zit er

niet in

Martijn

Scope

(onderwerp)

breedte /

diepte

Leerdoelen

(eindtermen)

proces flow

(teach, do, reflect

per chunk-

werkblokken /

pauzes)

Inrichting

ANS

Borging /

beschrijving

 training in

Sessionlab 

communicatie

items (mail voor

deelnemers,

qrc's in pdf, etc.

etc.)

ANS

Sessionlab

Sharepoint

Instructies

backoffice

indien

afwijkend 

Leeromgeving van

deelnemers matcht

niet altijd. Als je niet

vaak training geeft

kijk je hier ook niet/

nauwelijks naar

Sessionlab

1 systeem

Zou mooi zijn als

examen/gekoppels

is aan de inhoud

GEEN

TRELLO

Teachers

hand out

Leerdoelen - wat

wil de groep/

klant bereiken ->

resultaat van de

intake

Tijdslots van

het

programma en

programma

onderdelen

bruggetjes,

kreukelzones,

take aways

uitwerking

van

opdrachten

ingevulde

sessionlab

verhouding

teach en

opdrachten moet

over nagedacht

zijn en zichtbaar

zijn

voorbereidings

en nazorg mail

Cluster ideas

Groepeer de bedachte ideeën in clusters. 

2 minuten

3

Trash

Wat zijn ideeën dat je vind die helemaal niet kunnen?

1 minuut

5



Brainstorm

kwaliteitsborging

trainingsaanbod

Trainingsinhoud

10 minuten

Problem statement

Hieronder vind je de problem statement en de

bijbehorende thema van dit gedeelte. 

1 minuut

1

"The absence of clear quality standards and a compliance

process is a significant problem within Prowareness. This

problem has implications for both trainers and customers.

The lack of clear quality standards not only results in an

inconsistent experience for customers but also creates

confusion for trainers, who may struggle to meet client

expectations without a clear, objective measure of quality."

Wat moet het

overzicht van

een training

allemaal

bevatten?

Hoe en waar

wordt dit

vastgelegd?

Brainstorm

5 minuten

2

Bedenk zoveel ideeën mogelijk die bij het benoemde

thema horen. Je kan ook op iemands anders idee

aanvullen.

Dennis

Agenda Dagafspraken
Praktische tips/

werkvormen

Theorie

Vertaalslag

naar de

praktijk

Kennisdeling

tussen

deelnemers

faciliteren

Een levend

document

Herbruikbare

tool

Foto's van

slides/flips

RAKSHA

Praktische

oefeningen

Cases/Praktijkervaring

van andere bedrijven

Ruimte voor

deelnemers om

eigen

eevaringen en

uitdagingen te

delen

4C's Koffiemomenten

Geen

levend

document

PPT

Person 4Dennis

Leerdoelen

GAB

Checklist

voor

materiaal

Experts op die

training (zodat je

ze kunt

raadplegen

indien van

toepassing)

Diamomds

(momenten

die essentieel

zijn in de

training)

GAB

Doel van de

training
Succescriteria

Agenda en

timeboxes

Werkvormen 4C;s
Intake

formulier 

In één

overzichtelijke

 tool

(sessionlab)

Sonia

Agenda Doel

Wat mensen

ermee

kunnen na

de training

Feedback

moment
Aanleiding

Ruimte voor

doelen van

deelnemers

Agenda
Tool (vanuit

Academy)
Mail

Person 7

Trello SessionLab

Nazorg

checklist

Gegevens

trainer voor

vragen

achteraf

Flip

voorbeelden

Kreukelzone

(zie training

Rob)

Rules of

Engagement

RAKSHA

Prioritize

Plot de ideeën of ideegroepen in deze matrix. 

4 minutes

3

Importance

Hoe belangrijk is het dat dit idee onderdeel wordt van het

geheel?

Hoeveel invloed

heeft dit idee op

de kwaliteit van de

inhoud van een

training?

Impact

Agenda

deelnemer

Dagafspraken

Praktische tips/

werkvormen
Theorie

Vertaalslag

naar de

praktijk

Kennisdeling

tussen

deelnemers

faciliteren

Een levend

document

Herbruikbare

tool

Foto's van

slides/flips

Praktische

oefeningen

Cases/Praktijkervaring

van andere bedrijven

Ruimte voor

deelnemers om

eigen

eevaringen en

uitdagingen te

delen

4C's

Koffiemomenten

Geen

levend

document

PPT

Leerdoelen (als

het niet een vast

format

certificering

verplichte stof is)

Checklist

voor

materiaal

Experts op die

training (zodat je

ze kunt

raadplegen

indien van

toepassing)

Diamomds

(momenten

die essentieel

zijn in de

training)

Doel van de

training

Succescriteria

Agenda en

timeboxes

Werkvormen

4C;s

Workshop

of inhouse:

Intake

formulier

In één

overzichtelijke

 tool

(sessionlab)

Agenda

voor trainer

Doel

Wat mensen

ermee

kunnen na

de training

Feedback

moment

Aanleiding

Ruimte voor

doelen van

deelnemers

Agenda/

/ structuur

Tool (vanuit

Academy)

Mail

Trello

SessionLab

Workshop

of inhouse

Nazorg

checklist

Gegevens

trainer voor

vragen

achteraf

Flip

voorbeelden

Kreukelzone

(zie training

Rob)

Rules of

Engagement

Brainstorm

kwaliteitsborging

trainingsaanbod

Feedback

10 minuten

Problem statement

Hieronder vind je de problem statement en de

bijbehorende thema van dit gedeelte. 

1 minuut

1

"The absence of clear quality standards and a compliance

process is a significant problem within Prowareness. This

problem has implications for both trainers and customers.

The lack of clear quality standards not only results in an

inconsistent experience for customers but also creates

confusion for trainers, who may struggle to meet client

expectations without a clear, objective measure of quality."

Op welke

aspecten moet

feedback

ontvangen

worden?

Hoe en waar

wordt dit

 opgehaald

en geborgd?

Brainstorm

5 minuten

2

Bedenk zoveel ideeën mogelijk die bij de benoemde

thema horen. Je kan ook op iemands anders idee

aanvullen.

Person 2Raksha

Kennis

trainer

Overall

ervaring
Trainerskwaliteiten

Studiemateriaal Voorzieningen

Papier (wordt

ingediend

voor verlaten

ruimte)

Online tool. Eerst

invullen, dan pas

ontvang je een

deelnamecertificaat

Tips/tops

en

Springest

Person 4Dennis

Vooraf leerdoelen

deelnemers

vaststellen/

achteraf wel/niet

duidelijk uitgelegd

feedback ophalen?

Per agendapunt?

Feedback einde

is wellicht te

generiek

Kennis

trainer

Etnhousiasme

trainer

Totale

inhoud

training

Tijdens:

stickies ->

vertaalslag

in tool

Achteraf: enquete.

Misschien

koppelen aan "Na

het invullen van de

enquete ontvang je

de samenvatting/

flips".,

In tool

Person 6GAB

Kwaliteit

van de

trainer

Inhoud van

de training

Zicht op/

idee van

praktische

toepassing

Plezier

factor!
Slagings%

In één

overzichtelijke

 tool

Feedback

loop naar

de trainer

zelf

Aan het einde

van de training in

de vorm van een

enquete en/of

nabespreken

Sonia

Beleving

training

Op

bruikbaarheid

learnings

Veranderd

gedrag en

gevolgen

Duidelijkheid Impact

Aansluiting

op

behoefte

SNOEPJESFEEDBAC

K
Mail

EInde training:

deelnemers

klassikaal

delen wat ze

gaan doen

Type your heading...

Niet via de

mail, gewoon

in kunnen

loggen ergens

Misschien een

soort game zodat

mensen getriggerd

worden om het in

te vullen, met een

prijs oid

Flip Mentimeter QR Code

Raksha Dennis

GAB Sonia

Prioritize

Plot de ideeën of ideegroepen in deze matrix. 

4 minutes

3

Importance

Hoe belangrijk is het dat dit idee onderdeel wordt van het

geheel?

Hoeveel invloed

heeft dit idee op

de kwaliteit van de

inhoud en borging

van de feedback?

Impact

Kennis

trainer

Overall

ervaring

Trainerskwaliteiten

Studiemateriaal

Voorzieningen

Papier (wordt

ingediend

voor verlaten

ruimte)

Online tool. Eerst

invullen, dan pas

ontvang je een

deelnamecertificaat

Tips/tops

en

Springest

Vooraf leerdoelen

deelnemers

vaststellen/

achteraf wel/niet

duidelijk uitgelegd

feedback ophalen?

Per

agendapunt?

Feedback

einde is

wellicht te

generiek

Kennis

trainer

Etnhousiasme

trainer

Totale

inhoud

training

Tijdens:

stickies ->

vertaalslag

in tool

Achteraf: enquete.

Misschien

koppelen aan "Na

het invullen van de

enquete ontvang je

de samenvatting/

flips".,

In tool

Beleving

training

Op

bruikbaarheid

learnings

Veranderd

gedrag en

gevolgen

Duidelijkheid

Impact

Aansluiting

op

behoefte

SNOEPJESFEEDBAC

K

Mail

EInde training:

deelnemers

klassikaal

delen wat ze

gaan doen

Flip Mentimeter QR Code

Kwaliteit

van de

trainer

Inhoud van

de training

Zicht op/

idee van

praktische

toepassing

Plezier

factor!

Slagings%

In één

overzichtelijke

 tool

Feedback

loop naar

de trainer

zelf

Aan het einde

van de training in

de vorm van een

enquete en/of

nabespreken

Niet via de

mail, gewoon

in kunnen

loggen ergens

Misschien een

soort game zodat

mensen getriggerd

worden om het in

te vullen, met een

prijs oid

Brainstorm

kwaliteitsborging

trainingsaanbod

Eindproduct

10 minuten

Problem statement

Hieronder vind je de problem statement en de

bijbehorende thema van dit gedeelte. 

1 minuut

1

"The absence of clear quality standards and a compliance

process is a significant problem within Prowareness. This

problem has implications for both trainers and customers.

The lack of clear quality standards not only results in an

inconsistent experience for customers but also creates

confusion for trainers, who may struggle to meet client

expectations without a clear, objective measure of quality."

Wat voor

vorm moet

het

eindproduct

hebben?

Hoe en waar

wordt het

vastgelegd

en geborgd?

Het eindproduct is

een verzameling

van de richtlijnen en

structuur die nodig

zijn voor het borgen

van de kwaliteit van

deze topics

Brainstorm

5 minuten

2

Bedenk zoveel ideeën mogelijk die bij het benoemde

thema horen. Je kan ook op iemands anders idee

aanvullen.

Person 2Raksha

Ppt

Train de

trainer

sessie

Sharepoint
Wall of

Transparancy 

Person 4Dennis

Herbruikbare

templates in

de diverse

tools

Checklist levend

doc. waar je

suggesties op

kunt doen maar

wordt beheerd

door product team

Tool....

Sharepoint?

Person 6GAB

In het proces

(met de tool als

ondersteuning)!

 Poka-Yoke

Met een

spetterende

filmpje op de

nieuwe

werkwijze te

introduceren

Gestandaardiseerde

herbruikbare flips en

sticky notes

Co-Trainen

Ownership

van de

kwaliteit bij

de academy

Feedback(scores)

n.a.v. trainingen

transparant in

OGSM's regio's

Sonia

Definition of

Done

poster op

kantoor

Levend

document,

Definition of

Done

Minitraining

Een

manifesto

achtig iets

Gelamineerde

kaarten die

mensen mee

kunnen

nemen

Poster op

kantoor

Meenemen

in de

bootcamp

Continu

verbeteren

trainingscores

Person 7

Een mooie

visual

gemaakt met

marketing

Raksha Dennis

GAB Sonia

Prioritize

Plot de ideeën of ideegroepen in deze matrix. 

4 minutes

3

Ease of use

Hoe gebruiksvriendelijk is dit idee?

Hoe duurzaam is

dit idee? (Op lange

termijn gebruikt

worden)

Durability

Ppt

Train de

trainer

sessie

Sharepoint

Wall of

Transparancy 

Herbruikbare

templates in

de diverse

tools

Checklist levend

doc. waar je

suggesties op

kunt doen maar

wordt beheerd

door product team

Tool....

Sharepoint?

Definition of

Done

poster op

kantoor

Levend

document,

Definition of

Done

Minitraining

Een

manifesto

achtig iets

Gelamineerde

kaarten die

mensen mee

kunnen

nemen

Poster op

kantoor

Meenemen

in de

bootcamp

Continu

verbeteren

trainingscores

Een mooie

visual

gemaakt met

marketing

In het proces

(met de tool als

ondersteuning)!

 Poka-Yoke

Met een

spetterende

filmpje op de

nieuwe

werkwijze te

introduceren

Gestandaardiseerde

herbruikbare flips en

sticky notes

Co-Trainen

Ownership

van de

kwaliteit bij

de academy

Feedback(scores)

n.a.v. trainingen

transparant in

OGSM's regio's

Sessie 02-05-2023
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Old feedback form

AppendixF
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New feedback form

AppendixG
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