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The Top 10 Pitfalls  
of End User Training – 
and How to Avoid Them 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Enterprise software projects can 

overcome all the technical challenges 
– but won’t see a positive ROI until 

users become well-trained and 
competent. 
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Pitfall 1:   Designing an enterprise training 
program around a sketchy audience analysis 
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Business 
Unit Project 

Goal 

Design 
Feature, 
Process 

Change or 
Major issue 

Impact on 
Current 

Business 
Processes 
(H, M, L) 

Job 
Roles 

Affected 

Policy or 
Procedure 

change 
Required? 

New 
Competencies 
Required to 
Perform Job 

Training 
Needed to 
Affect the 
Change 

Timeline 
Priority 

Measures 
of 

Success 

For example, 
to create a 
common 

Engineering 
Change 
Process 

A software 
design 
feature, 
process 

change, or 
major issue 

that supports 
or hinders the 

goal 

Degree of 
impact on 
current 

business 
processes 

List of job 
roles 

affected 
and in 

what way 

Any policy 
or 

procedure 
changes 

required to 
enforce 

new 
behaviors 

List of new 
competencies / 
skills required 
based on the 
process or 

policy change 

List of 
training 

experiences 
required to 
affect the 
change 

When to 
implement 

the 
training 

How do we 
define 

success 
and how 
will we 

measure it 

 

The Design Impact Matrix tracks 

changes to job roles and processes, 

the degree of change, training 
required, policy changes, and more.  

Each change is tied back to a 

business objective to ensure training 
focuses on the priorities with the 

greatest business impact. 
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Pitfall 2:  Designing training first, setting 
standards later 
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“Sometimes the 
worst case scenario 
is when the need for 

standards is 
discovered halfway 
through a project, 

and everything has 
to be reworked.” 
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All 

Procedures 
Source of 
Headaches 

Traditional 
Training 
Focus 

   

“Happy Path” Procedures 

 “Exception” Procedures 
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Pitfall 3:  Staying on the Happy Path and ignoring 
exceptions 
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Blended learning programs 
combine training delivery 

methods to improve learner 
retention and expedite behavior 

change.  
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Pitfall 4:  Lacking flexibility in your training de sign 
and delivery methods 
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Whether it’s all 
instructor-led or all 

eLearning, over-
dependence on a single 

training method can 
dramatically hurt 

learning and retention.  
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Pitfall 5:  Giving Subject Matter Experts (SMEs) 
too much influence on the training design 
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Performance improves when 
employees understand how 
tasks fit within the overall 

business process. 
 

 
Pitfall 6: Designing a training program that lacks 
business context 
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Pitfall 7:  Underestimating the need for a well set  
up training environment 
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Invest the time, money 
and resources to 

create, populate, and 
maintain an adequate 
training environment, 
preferably with two to 

three instances 

available. 
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Help desk personnel must be 
thoroughly trained prior to go-

live to ensure a smooth 
transition. 
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Pitfall 8:  Training your help desk too late or 
inadequately 
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Pitfall 9: Underestimating training administration 
and logistics tasks 
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Pitfall 10:  Treating the go-live date like it’s th e 
end of the project 
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Pitfall 11 (just for good measure):  Not leveraging 
collaborative technology to build and execute 
your training plan  
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Consider your 
training program a 
two-phase project. 
Build materials and 

courses in phase one 
(that ends with go 

live) that can be easily 
leveraged in phase 

two (ongoing training 
for new users) with 

minimal rework.  
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����������  project, and, within 48 
hours, repurposed the content for the Help Desk and populated a wiki 
with over 300 searchable articles. The Help Desk personnel were 
trained on how to use the wiki, and the Help Desk was successfully 
up and running at go-live. During the first months after go-live, the 
front page of the wiki served as a daily hot-list, and new searchable 
articles were added on-the-fly by Help Desk personnel. Perhaps the 
real power of the knowledge base came after the Help Desk was 
disbanded, and the wiki was repurposed for end-users, laying the 
groundwork for an ongoing, single-source knowledge repository. 
 
While collaborative technologies are still relatively we must embrace 
them to achieve the returns we expect from enterprise software 
investments. 
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