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Share a few tips to help keep 
everyone on the same page before, 
during and after a training event…
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I would like to organize a training event

Organizing the event carefully is very important to ensure that it is effective

● What will you be teaching? (Michel’s talk)

● What type of event are you holding? 

● Who will do the educating?

● What do I need to do to organize this thing?

○ Do I care about gathering information on the event? (Surveys)

● What does the event look like when we gather?

● How do we evaluate the event?
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Event types

HybridOne-to-one 

Classroom Asynchronous 

Virtual classroom  

Blended  
(Online resources + 

face-to-face mentoring)

In Person     Virtual

What type of event are you holding?
Give some concerted thought about which is more appropriate for your education goals!
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Event types

In Person     Virtual

● More fluid interactions between 
educators and participants

● Builds a community and network 
● Near 100% of the attention of 

participants 

● Logistical challenges with rooms - 
internet connection

● Less equitable - Only for those 
with the ability to be in the room 

● Broader reach, more equitable
● Easier logistically: no rooms to book, no 

need to travel
● Can be asynchronous: pre-recorded 

lessons with experts reachable via chat

● Attendance is ~50% of registration
● Participants may be trying to multi-task 

and get distracted
● Networking is challenging 
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The Roles for a Training Event
Three broad “Educator” roles are necessary

● Facilitator
○ Sends all the emails, organizes the agenda
○ Makes sure everyone is on the same page

● Instructors
○ The experts on one of the given training modules 
○ In an in-person event, they are in the front of the room

● Mentors 
○ Energetic and eager individuals who know the material to varying degrees and 

are willing to help teach others. Once you know the target attendance, 
have at least 1 mentor for every 5-10 participants 

Who will do the educating?
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What do I need to do to organize this thing?
If you have organized a workshop/conference yourself, some of this may already be intuitive to 
you. Likewise, some of it may not…

If you have an alternative approach, we would love to learn from your experience!
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Checklist
It is important to have a common and shared point of documenting the development of 
material, todo lists, emailing drafts, etc. that will need to be developed throughout the 
planning of your event. 

Figure: generated with DALL·E 3

● Agenda (Indico)
○ Links or attachments with training modules

● Code of conduct
● Registration form 

○ Include pre and post-surveys
● Email templates

○ Advertisements, information for participants, reminders
● Channels of communication between participants and educators 

(Slack, Mattermost,...)
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Checklist - Before the Training
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Checklist - Before the Training
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Do I care about gathering information on the 
event?(Surveys)

Yes!!!

● “Adult learners are motivated when the content is personally relevant, 
honors their expertise, and builds upon their prior knowledge” 1

● Gathering data about the audience is a crucial step in designing training that 
supports all learners

1 M. Knowles, seen at Google Certified Trainer Course

https://skillshop.exceedlms.com/student/path/61212-certified-trainer-course
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Checklist - Pre-Survey
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Pre-training Survey
Some results…
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Checklist - Pre-Survey
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Pre-training Survey
Some results…
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Pre-training Survey

A good idea to spend 
more time on these 
topics
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Checklist - Before the Training

Master your tools: become a Ninja on Indico https://learn.getindico.io/

https://learn.getindico.io/


HSF/IRIS-HEP Software Basics Training 
(Virtual)
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HSF/IRIS-HEP Python for Analysis Training 
(Virtual)
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Checklist - Before the Training
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Checklist - Before the Training
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Post-Surveys
● Combined, pre and post-surveys help to define SMART* goals

○ Pre-survey: Demographics, How much do you know?

○ Post-survey: How much do you know now? What can we do better next time?

● We also do our best collecting information of people dropping the event 

● A link is provided if a student is interested in becoming a mentor

*Specific, Measurable, Achievable, Relevant, and Time-bound

Novice NoviceExpert Expert
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Checklist - During the Training
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Checklist - During the Training
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Checklist - After the Training
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What does the event look like when we gather?

● Organizing the event carefully is very important to ensure that it is effective

● The general motif to keep in mind is that you want to make sure that everyone 
attending can digest the material as easily as possible and get personalized 
attention when necessary

● How this happens is different for in person and virtual events
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What does the event look like when we gather?

In Person Event

● Room
● Technical setup
● External connection

Virtual Event

● Recorded lessons
● Record the event
● Host the event on Zoom
● Small group sessions
● Be wary of timezones
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Debrief - Post-mortem

● Following the event, find a time to gather with the educators to have a time to 
discuss and debrief about what was successful and what was not

● This can be done after you have the results of the post-(and pre-) workshop surveys 
to help give some focus to the discussion. This feedback should be documented on 
your post-mortem document.
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Summary
● Organizing the event carefully is very important to ensure that it is effective. Keep 

always in mind that you want to make sure that everyone attending can digest the 
material as easily as possible and get personalized attention when necessary, 
independently of the type of event you have planned

● If you have organized a workshop/conference yourself, some of these tips may 
already be intuitive to you. Likewise, some of it may not. If you have an alternative 
approach, we are eager to learn from your experience


