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The Difference Between 
Training and Consulting
Which Annual to Use?

Two volumes of the Pfeiffer Annuals—training and consulting—are resources for two
different but closely related professions. Each Annual serves as a collection of tools
and support materials used by the professionals in their respective arenas. The vol-
umes include activities, articles, and instruments used by individuals in the training
and consulting fields. The training volume is written with the trainer in mind, and
the consulting volume is written with the consultant in mind.

How can you differentiate between the two volumes? Let’s begin by defining each
profession.

A trainer can be defined as anyone who is responsible for designing and delivering
knowledge to adult learners and may include an internal HRD professional employed
by an organization or an external practitioner who contracts with an organization to de-
sign and conduct training programs. Generally, the trainer is a subject-matter expert who
is expected to transfer knowledge so that the trainee can know or do something new. A
consultant is someone who provides unique assistance or advice (based on what the con-
sultant knows or has experienced) to someone else, usually known as “the client.” The
consultant may not necessarily be a subject-matter expert in all situations. Often the con-
sultant is an expert at using specific tools to extract, coordinate, resolve, organize, expe-
dite, or implement an organizational situation.

The lines between the consulting and training professions have blurred in the past
few years. First, the names and titles have blurred. For example, some external trainers
call themselves “training consultants” as a way of distinguishing themselves from in-
ternal trainers. Some organizations now have internal consultants who usually reside
in the training department. Second, the roles have blurred. While a consultant has al-
ways been expected to deliver measurable results, now trainers are expected to do so
as well. Both are expected to improve performance; both are expected to contribute to
the bottom line. Facilitation was at one time thought to be a consultant skill; today
trainers are expected to use facilitation skills to train. Training one-on-one was a trainer
skill; today consultants train executives one-on-one and call it “coaching.” The intro-
duction of the “performance technologist,” whose role is one of combined trainer and
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consultant, is a perfect example of a new profession that has evolved due to the need
for trainers to use more “consulting” techniques in their work. The “performance con-
sultant” is a new role supported by the American Society for Training and Development
(ASTD). ASTD has shifted its focus from training to performance improvement.

As you can see, the roles and goals of training and consulting are not nearly as spe-
cific as they once may have been. However, when you step back and examine the two
professions from a big-picture perspective, you can more easily differentiate between
the two. Maintaining a big-picture focus will also help you determine which Pfeiffer
Annual to turn to as your first resource.

Both volumes cover the same general topics: communication, teamwork, problem
solving, and leadership. However, depending on your requirement and purpose—a
training or consulting need—you will use each in different situations. You will select
the Annual based on how you will interact with the topic, not on what the topic might be.
Let’s take a topic such as teamwork, for example. If you are searching for a lecturette
that teaches the advantages of teamwork, a workshop activity that demonstrates the
skill of making decisions in a team, or a handout that discusses team stages, look to
the Training Annual. On the other hand, if you are conducting a team-building ses-
sion for a dysfunctional team, helping to form a new team, or trying to understand
the dynamics of an executive team, you will look to the Consulting Annual.

The Training Annual

The materials in the Training volume focus on skill building and knowledge enhance-
ment as well as on the professional development of trainers. They generally focus on
controlled events: a training program, a conference presentation, a classroom setting.
Look to the Training Annual to find ways to improve a training session for 10 to 1,000
people and anything else that falls in the human resource development category:

• Specific experiential learning activities that can be built into a training
program;

• Techniques to improve training: debriefing exercises, conducting role plays,
managing time;

• Topical lecturettes;

• Ideas to improve a boring training program;
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• Icebreakers and energizers for a training session;

• Surveys that can be used in a classroom;

• Ideas for moving an organization from training to performance; and

• Ways to improve your skills as a trainer.

The Consulting Annual

The materials in the Consulting volume focus on intervention techniques and organi-
zational systems as well as the professional development of consultants. They generally
focus on “tools” that you can have available just in case: concepts about organizations
and their development (or demise) and about more global situations. Look to the Con-
sulting Annual to find ways to improve consulting activities from team building and ex-
ecutive coaching to organization development and strategic planning:

• Skills for working with executives;

• Techniques for solving problems, effecting change, and gathering data;

• Team-building tools, techniques, and tactics;

• Facilitation ideas and methods;

• Processes to examine for improving an organization’s effectiveness;

• Surveys that can be used organizationally; and

• Ways to improve your effectiveness as a consultant.

Summary

Even though the professions and the work are closely related and at times inter-
changeable, there is a difference. Use the following table to help you determine which
Annual you should scan first for help. Remember, however, there is some blending of
the two and either Annual may have your answer. It depends . . .
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When you get right down to it, we are all trainers and consultants. The skills may
cross over. A great trainer is also a skilled consultant. And a great consultant is also a
skilled trainer. The topics may be the same, but how you implement them may be
vastly different. Which Annual to use? Remember to think about your purpose in terms
of the big picture: consulting or training.

As you can see, we have both covered.

Element Training Consulting

Topics Teams, Communication, 
Problem Solving

Teams, Communication, 
Problem Solving

Topic Focus Individual, Department Corporate, Global

Purpose Skill Building, Knowledge 
Transfer

Coaching, Strategic Planning, 
Building Teams

Recipient Individuals, Departments Usually More Organizational

Organizational Level All Workforce Members Usually Closer to the Top

Delivery Profile Workshops, Presentations Intervention, Implementation

Atmosphere Structured Unstructured

Time Frame Defined Undefined

Organizational Cost Moderate High

Change Effort Low to Moderate Moderate to High

Setting Usually a Classroom Anywhere

Professional Experience Entry Level, Novice Proficient, Master Level

Risk Level Low High

Professional Needs Activities, Resources Tools, Theory

Application Individual Skills Usually Organizational System
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Introduction
to The 2007 Pfeiffer Annual:
Consulting

The 2007 Pfeiffer Annual: Consulting is a collection of practical and useful materials
for professionals in the broad area described as human resource development (HRD).
The materials are written by and for professionals, including trainers, organization-
development and organization-effectiveness consultants, performance-improvement
technologists, facilitators, educators, instructional designers, and others.

Each Annual has three main sections: Experiential Learning Activities; Inventories,
Questionnaires, and Surveys; and Articles and Discussion Resources. A fourth section,
Editor’s Choice, has been reserved for those unique contributions that do not fit neatly
into one of the three main sections, but are valuable as identified by the editorial staff.
Each published submission is classified in one of the following categories: Individual
Development, Communication, Problem Solving, Groups, Teams, Consulting, Facili-
tating, Leadership, and Organizations. Within each category, pieces are further classified
into logical subcategories, which are identified in the introductions to the three sections.

“Cutting edge” topics are identified in each Annual. This designation highlights
topics that present information, concepts, tools, or perspectives that may be recent
additions to the profession or that have not previously appeared in the Annual or are
currently “hot topics.”

The series continues to provide an opportunity for HRD professionals who wish
to share their experiences, their viewpoints, and their processes with their colleagues.
To that end, Pfeiffer publishes guidelines for potential authors. These guidelines are
available from the Pfeiffer Editorial Department in San Francisco, California.

Materials are selected for the Annuals based on the quality of the ideas, applica-
bility to real-world concerns, relevance to current HRD issues, clarity of presentation,
and ability to enhance our readers’ professional development. In addition, we choose
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experiential learning activities that will create a high degree of enthusiasm among the
participants and add enjoyment to the learning process. As in the past several years,
the contents of each Annual span a wide range of subject matter, reflecting the range
of interests of our readers.

Our contributor list includes a wide selection of experts in the field: in-house prac-
titioners, consultants, and academically based professionals. A list of contributors to
the Annual can be found at the end of the volume, including their names, affiliations,
addresses, telephone numbers, facsimile numbers, and email addresses. Readers will
find this list useful if they wish to locate the authors of specific pieces for feedback,
comments, or questions. Further information on each contributor is presented in a
brief biographical sketch that appears at the conclusion of each article. We publish
this information to encourage “networking,” which continues to be a valuable main-
stay in the field of human resource development.

We are pleased with the high quality of material that is submitted for publication
each year and often regret that we have page limitations. In addition, just as we can-
not publish every manuscript we receive, you may find that not all published works
are equally useful to you. Therefore, we encourage and invite ideas, materials, and
suggestions that will help us to make subsequent Annuals as useful as possible to all
of our readers.
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