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Cut the mandatory
training load
The Mandatory Training Audit
A practical tool to protect compliance, remove unnecessary load and give people time back.
LIST   →   ASK   →   DECIDE   →   QUANTIFY


Why this matters
Mandatory training is the one learning load nobody questions. Courses get added, rarely removed, and assigned to everyone “just in case.” Every extra minute is multiplied by every learner, every year. This audit helps you keep what protects the business, cut what doesn’t, and prove the time you’ve given back.
	01
LIST
See the true load. Rank courses by the hours they consume.
	02
ASK
Start with the risk, not the course. Who really needs what?
	03
DECIDE
Agree the right action with the course owner.
	04
QUANTIFY
Turn the decision into hours and days returned.


Before you start
	WHO TO INVOLVE
Course owner – knows why the course exists
Compliance, legal or risk – confirms what is actually required
LMS administrator – pulls the data and changes settings
	WHAT TO HAVE TO HAND
Assignment and completion data from your LMS
Course durations and recurrence settings
The source of each requirement – regulation, policy or contract



	Start small. Run one course through all four steps in under an hour, starting with the one that consumes the most employee time. Then repeat for the next.


01  ·  LIST
See the true mandatory load
Bring every mandatory course into one view and rank it by the time it consumes. The course at the top is where you start.
	ANNUAL HOURS  =  LEARNERS  ×  MINUTES  ×  TIMES PER YEAR  ÷  60



Mandatory load register
	Course
	Owner
	Learners
	Minutes
	Times / year
	Annual hours
	Rank

	Example: Data protection essentials
	Legal
	2,000
	45
	1
	1,500
	1

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	



Tip: export assignments from your LMS and sort by annual hours. A handful of courses usually account for most of the load.
Quick system check
Before you change any content, check the settings. These quietly add hours without adding protection.
	  Duplicate or overlapping courses
Two courses covering the same requirement
	  Incorrect retake or recurrence
Renewing more often than the requirement asks

	  Assignments that never close
Leavers, role-changers or completed learners still assigned
	  Too much landing at once
Several renewals due in the same month


02  ·  ASK
Challenge who needs what
Take the top course from your register. Start with the risk rather than the course as it exists today.
	Course
	Owner
	Annual hours today

	
	
	



	If nobody took this training tomorrow,
what would go wrong – and for whom?



What is driving the requirement?
	  Law or regulation
	  Internal policy
	  Client or contract

	  Insurance or audit
	  Safety or security
	  Habit – “we’ve always done it”



	What specific risk does it address?
Name the legal, regulatory, safety, security, policy or business risk in one or two sentences.

	



Check the source, not the habit
Requirements often say training must be “appropriate” without fixing the audience, length or frequency. That is where time hides.
	  It specifies who must complete it
	  It specifies how long it must be

	  It specifies how often it must be repeated
	  It specifies the format or assessment



	Who needs the full training?
	Who only needs awareness?
	Who doesn’t need it at all?

	
	
	


03  ·  DECIDE
Agree the right action
Choose the action with the course owner and compliance. Most courses need a combination – for example, target by role and move everyone else to awareness.
	
	ACTION
	CHOOSE IT WHEN…

	
	Keep as is
	The risk is high and the course is already targeted, current and proportionate.

	
	Target by role or group
	Only some roles carry the risk. Assign the full course to them alone.

	
	Shorten or cap
	Content repeats or goes beyond what the requirement asks. Set a maximum length.

	
	Move to awareness
	People need to know the policy exists, not apply it in depth. Use a short brief or attestation.

	
	Allow a test-out
	Experienced people can prove what they know in a short assessment and skip the content.

	
	Reduce frequency
	The requirement allows a longer interval, or the content hasn’t changed since last time.

	
	Stagger delivery
	Renewals cluster in the same period. Spread them across the year or by hire date.

	
	Archive
	There is no current requirement or risk, or the course has been replaced.



	Decision and rationale
What will change, for whom, and why the risk is still covered.

	



	Compliance / risk agreed?
	Change owner
	Change live by

	
	
	


04  ·  QUANTIFY
Show the time returned
Turn the decision into a business outcome leadership understands: hours and working days given back.
	SCENARIO
	Learners
	Minutes
	Times / year
	Annual hours

	A  Before
Today’s full audience
	
	
	
	=

	B  After: full training
Roles that keep the full course
	
	
	
	=

	C  After: awareness or alternative
Short brief, test-out or attestation
	
	
	
	=



	HOURS RETURNED
A – (B + C)
__________ hrs
	WORKING DAYS
Hours returned ÷ 8
__________ days
	VALUE (OPTIONAL)
Hours returned × avg. hourly cost
__________



Adjust the 8 to your organization’s standard working day.
Worked example
	Data protection essentials
A  Before: 2,000 learners × 45 min × 1 per year ÷ 60 = 1,500 hrs
B  Full training kept for 400 people in data-handling roles: 400 × 45 ÷ 60 = 300 hrs
C  10-minute awareness brief for the other 1,600: 1,600 × 10 ÷ 60 = 267 hrs
Hours returned: 1,500 – 567 = 933 hrs  ≈  117 working days


Your leadership message
Fill in the blanks and use it in your next update to leadership.
	“We reviewed [course], kept the training for the people who carry the risk, and returned [___] hours – [___] working days – of productive time to the business, without increasing budget or risk.”


05  ·  RECORD
Record the decision
Keep a clear audit trail so the decision stands up to scrutiny and gets revisited on time.
	Approved by
	Course owner
	Decision date

	
	
	



	Next review date
	Records retained?
	Rationale stored where?

	
	
	


Make it stick
	01
	Audit your top three courses this quarter
Work down the register. The biggest returns are usually in the first few courses.

	02
	Add a gate for new mandatory courses
Before anything new is made mandatory, ask: what risk, for whom, and how often?

	03
	Report time returned alongside completion
Show leadership hours given back, not just completion rates.

	04
	Put review dates in the calendar
Requirements change. Revisit each decision on its review date.


As your audit grows
A spreadsheet works for one course. As you work through the portfolio, a learning platform inside Microsoft 365 like Zensai helps you assign training by role, set recurrence once, and see mandatory completion alongside everyday learning – so the time you’ve returned stays returned.
	Watch the full 15-Minute Masterclass series on demand at zensai.com
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