L&D Sourcing
Decision
A practitioner’s guide
to escaping the maze

Introduction

At GO1, we often hear questions from L&D professionals about how to best source
training.
Online or in-person? Instructor-led or self-guided? There are many things to consider
when selecting the right training solution for your organization and employees.
To help make the decision process easier, we’ve put together a framework that will
guide you in making your decision.
Follow these guidelines and you will be better equipped to determine where you
should tactically outsource training and how.
So what are the key criteria that you should consider when making your decision?
At the highest level, every type of sourcing decision for corporate training boils down
to the following two decisions:

In what format do I

How should I source this

want to deliver this

training?

training?
• Online, self-guided
• Online, instructor-led
• In-person, instructor-led
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• Use a standardized 3rd
party training format
• Develop in-house
• Have a 3rd party develop
custom training
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Decision #1
In what format do I want
to deliver this training?
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Criteria 1:

Do I have the budget?
For any given topic, online self-guided training will be significantly cheaper than
online instructor-led training or in-person instructor-led training. If budget is a
meaningful consideration, then online self-guided training is the way to go.
Even if you have the budget, it’s a good idea to ask yourself: “do the benefits of
instructor-led training in this specific scenario justify the level of spend I need to
commit?”

Limited Budget

ONLINE SELF-GUIDED

Extensive Budget

CONTINUE BELOW
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Criteria 2:

How much time can be
allotted for the training?
Your employees are busy — there’s no way around it. For certain types of training,
such as a leadership off-site, you can justify asking employees to carve out a large
chunk of their week.
But most employees will want to squeeze their training into the flow of work. For
example:
• how do I build an Excel pivot table right now?
• how can I learn to conduct better interviews in between my packed meeting
schedule?
The economics just don’t pencil out to bring in an expert, or coordinate everyone’s
schedules, for a 15-minute training session.

Limited time

ONLINE SELF-GUIDED

Extensive time

CONTINUE BELOW
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Criteria 3:

How experiential & collaborative
does the training need to be?
There are certain subject matters where a collective experience can be a force
multiplier for employee learning.
If you need to bounce ideas off others, a self-guided training won’t do the trick. One
example here would be an organization holding an executive leadership off-site to
brainstorm a list of issues within the organization, and identify a set of leadership
behaviors to help work through these issues. The collective brainpower of the
leadership team — and the team’s ability to influence the training agenda in real
time — will make the leadership training much more impactful.
Another factor that might lead you to forsake self-guided training is the complexity
of the topic. If you need employees to be able to ask questions during a training —
such as during a deep dive technical training session on your software product, or
a sales training session where you role play customers asking questions about your
product — a self-guided format may leave gaps in your employees’ knowledge.

Limited need for
experiential &
collaborative format

ONLINE SELF-GUIDED

Extensive need
for experiential &
collaborative format

CONTINUE BELOW
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Criteria 4:

How geographically dispersed is
my training audience?
If you passed the first three criteria, it’s really a question of which type of instructorled training is best for your situation — online or in-person.
If you have a geographically dispersed audience, unless you are willing to shell out
top dollar to fly everyone to the same location, it’s best to hold the training online.
If everyone is in one place, it’s best to pony up the cash to have someone train your
people in-person. You may already have a qualified trainer available on-site — if
not, it’s likely worth the investment to fly someone in to be able to read the room inperson.

Geographically
dispersed online

In the same location
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ONLINE SELF-GUIDED

IN-PERSON
INSTRUCTOR-LED
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In what format do I want
to deliver this training?
DECISION TREE

BUDGET

LIMITED

EXTENSIVE

TIME

URGENT

EXTENSIVE

COLLABORATIVE

LIMITED

EXTENSIVE

SAME LOCATION

GEOGRAPHY

DISPERSED

IN PERSON
INSTRUCTOR-LED
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ONLINE
INSTRUCTOR -LED

ONLINE
SELF-GUIDED
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Decision #2
How should I
source this training?
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Criteria 1:

To what extent does the
training need to be tailored to
my organization?
There is no need to reinvent the wheel. Your Excel training doesn’t need to be any
different to Excel training at another organization. Compliance training? Leadership
skills? Same story.
How to sell your company’s product, on the other hand? That is something you will
want to tailor. Tailoring training takes time and effort, so make sure you only do it
when you really need to. Otherwise, someone else has already done the work for you.

STANDARDIZED
Limited need to tailor

3RD PARTY
TRAINING FORMAT

Need to tailor
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CONTINUE BELOW
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Criteria 2:

How long can my organization
wait for this training?

Do your people need this training yesterday? If so, you really need something off-theshelf, even if you would prefer something a bit more tailored with time.
Custom training — whether developed in house or externally — takes time to build
and roll out.

STANDARDIZED
Urgent training needs

3RD PARTY
TRAINING FORMAT

Non-urgent
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CONTINUE BELOW
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Criteria 3:

Do I have the budget?

Developing any kind of custom training is pricey, any way you slice it. To justify
spending on custom training, the training needs to be extremely important to the
organization. That is, more impactful than what you plan to spend on it. And of course
you will need to have budget set aside.
No capital certainly means a no go on custom 3rd party training development. Even
if you have the budget, I would push yourself to ask, “Do the benefits of customized
training in this specific scenario justify the level of spend I need to commit?”

Limited budget

Extensive budget
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DEVELOP IN-HOUSE

CONTINUE BELOW
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Criteria 4:

Do I have the time?

L&D professionals have an endless list of responsibilities — making sure everyone in
your organization knows what they need to know is an ever evolving puzzle to solve.
So you may not have the time to coordinate custom training development.
Plus, the subject matter experts within your organization are squeezed as well. They
may say that the issues they are working on are highest priority for them, and they
can’t spare the time to develop training.

3RD PARTY
Limited time

DEVELOPED CUSTOM
TRAINING

Time available
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CONTINUE BELOW

13

Criteria 5:

Do I have access to the
expertise in-house?

There are certain types of training where your people are best positioned to create
the training. Technical troubleshooting for your product? Your people will know the
content best.
How to transition into a management role for the first time? There are people who
have studied that for years, and can provide endless best practices.

Expertise in house

Significantly better
expertise externally
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DEVELOP IN-HOUSE

3RD PARTY
DEVELOPED
CUSTOM TRAINING
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How should I source
this training?
DECISION
TREE

NEED TO TAILOR

LIMITED

NECCESSARY

URGENCY

URGENT

NON-URGENT

BUDGET

LIMITED

EXTENSIVE

LIMITED TIME

TIME

TIME AVAILABLE

NO

3RD PARTY
CUSTOM

ACCESS TO
IN-HOUSE
EXPERTISE

YES

DEVELOP
IN HOUSE

3RD PARTY
EXTENDED

Again, do your best to be aware of grey areas and adapt this knowledge to your use case and organization.
Make sure you use this framework to provide a clear way of thinking about these incredibly important decisions.
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GO1 wants to help you think
through your training decisions

Try GO1 for free
We know they are high-stakes, and impact many people
across your organization.
With thousands of courses in our online subscription
library, GO1 has the content to cover the full array of your
3rd party standardized training needs. And we have the
partnerships with specialized training firms to meet any of
your other standard or customized training needs.
Let GO1 be your one-stop training shop, and help you
meet all your training needs!

Thousands of courses. One simple solution.

