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by Julia King Tamang, Senior Consultant, LERN

This monograph is designed to help you do better front-end needs analysis before you design a training. Our belief is that the best training solutions are created when you thoroughly understand the client’s challenge or opportunity. 

Three great tools for understanding the client’s needs are a Gap Analysis to understand their performance problem; a root cause analysis to understand what creates the problem and what holds the poor performance in place, and a needs analysis to learn as much as possible about the context of work, people and culture in which the problem exists. 

Developing the skill to do a rich front-end needs analysis will help you build highly relevant, effective solutions to your client’s most pressing problems. 

For more information about these processes, or anything else having to do with success in providing contract training services, contact Julia King Tamang, at kingtamang@LERN.org
Better Needs Assessments
Let’s face it. You can’t build an effective solution for a problem you don’t understand. A good needs assessment process is key to your success in providing quality contract training services. This booklet will give you a jump-start. 

What is a needs assessment? 

A needs assessment can be as straightforward as asking your client what they are trying to do and helping them figure out how best to do that. It can be as complex as a lengthy, multi-phase study assessing how a company can most successfully roll out a new skill set, new technology or culture. A needs assessment can help you choose the right training, for the right people at the right time. If you thoroughly understand the desired performance and the learning needs, you can avoid both under-training and over-training, both of which are a waste of precious resources. Better needs assessments lead to better, more relevant training, and better training leads to a better workforce. So, fundamentally, a needs assessment is a kind of gap analysis. It measures the gap between where the performance is and where your client wants it to be. Then, based on needs analysis, the client and the organization, and the specific context, you make a recommendation about how to best close the gap. You could say, it’s a kind of procedure for diagnosing a problem. 

In some cases you will have a good sense of what the problem is, and the needs analysis will serve to confirm your sensibilities. In other cases, and particularly with more complex or systemic problems, a needs analysis will yield more deep, and more complex answers to a complex performance problem. 

Why conduct a needs assessment?
A good needs assessment will tell you

· Whether training will impact a performance problem

· What training will be most beneficial to increase performance

· Whether training is the best solution, not the solution, or part of the solution to a performance problem

· How to better link job performance with an organization’s bottom line. 

· What the existing degree of knowledge, skills are 

· Identify who needs the training, and who needs it the most urgently

· Identify opinions and rationale about content of the training –thereby increasing the buy-in among those who will purchase the training and those who will participate in it

Are there different kinds of needs assessments?
There are. Here are some of the more common kinds of needs analyses related to training:

Various Kinds of Needs Assessments Related to Training
	Context Analysis
	A study of the business needs driving the rationale for training. In a context analysis, you discover the performance problem that creates a need for training, and the organization’s history in regards to using training as a performance intervention. 

	User Analysis
	This study gives us more information about the participants and the instructors involved in the training. Outputs include definition of who will be involved in the training, what their level of knowledge about the subject is prior to the training, their preferred learning styles and information about the instructor as a stakeholder in the training. 

	Job/Task Analysis
	This is a study of the work related to the training and the tasks and skills involved. This study yields information that can help set the competencies for the training. The study tells us what the job skills are and at what level of competency they need to be done. It may also identify any risks involved with the work, and the degree of risk if the performance is not up to par. It will tell us if a particular task is done often, usually or rarely, which will help us see how much emphasis needs to be placed on learning the skill in the training. 

	Content Analysis
	This is a study of the relevant procedures and laws relating to the job. The study is beneficial because it keeps the training in alignment with the rules under which employees will actually be working. It tells us what information is used to do the job. What we learn here comes from documents, web sites, manuals and lists of regulations. It’s often the case that an expert or senior worker is consulted when performing this study. 

	Solution Analysis
	This study asks the question whether training is the appropriate intervention for this group, at this time, in order to close the performance gap. Training may be a part of the intervention, but not the whole solution. This study seeks to clarify the best solution to improve performance. 

	ROI Analysis
	This study asks the question of the return on the money invested for the training. Ideally, every dollar invested in the training would yield more that a dollar in value back to the company. The higher the yield, the better. 


What might a simple training needs assessment process look like?
1.  Clarify the purpose of the needs assessment
What do you know? What do you not know? What do you want to know?

Why are you doing this needs assessment? 

What are you trying to measure?

What will you do with the information you collect?

How will you report the information? Who needs to see this information? 

Will the report be user friendly and easy to understand?


How will it improve the training design, delivery and evaluation?

Are all stakeholders included in planning and conducting the needs assessment?

Who in your contract training unit will be responsible for designing, deploying and writing the needs assessment?

2. Identify the population to be assessed

Will you meet or assess directly or will you talk to someone about the population?


If you are talking to someone about the needs of others, how will you be sure they will 
give you the correct understanding?


What do you know and need to know about the people you will be assessing (for 
example, if you are assessing a cross-cultural group, do you know which data collection method will give you the most reliable data?)  

3.  Determine how you will conduct the needs assessment
What tools will you use to get the information?


Who can help you find information you need? Do you need someone’s permission?

4.  Pick an information gathering instrument or design one yourself

What are the key questions you are trying to answer? 

Is this format of data gathering easy? 

Will it be efficient to summarize and analyze the data? Is there a better way?


Will the client agree to let you use this data gathering method? 


Do I have time to do this in this way? 


Do I have money to do this in this way? 

5.  Collect the data

Develop a system for collecting and organizing the data


How will you respond to those who don’t respond to a survey and so on?


Are there roadblocks to collecting this data?

Will I need data the client will be reluctant to give? (for example, lawsuits against the company) How will I make a case for having access to this data?


Organize the data by key categories

6.  Analyze the data you collected
What did you learn? 


Ask, “Is this the right data? Have we interpreted it correctly? Is there any other way to 
interpret this data that would lead us to a different conclusion? Are we missing any data?”


Do you see important patterns?


Are there things that you still don’t know, and if so, what are they?

7. Create the report and use the results

Who will receive this report? 


What’s the best format for the information to be in?


How long should this report be, and in how much detail? 


Is there more we need to know to create the best solution possible for the client? 



Can we design an intervention–training, consulting, etc.–from this data? How shall we 
present that solution to the client? 

What will we use the collected data for?
The data collected and the report you write can be used to do several beneficial things, including to:

· improve instructional (course) design

· gain common understanding of what performance results are desired 

· gain agreement about the gap between where performance is and where we want it to be

· measure the success of the instruction and consulting we offer a client

· get to know the root causes of problems our clients face

· create systemic, not ‘band-aid’ solutions

· promote accountability in our contract training unit and in our client’s company

· meet procedural and legal requirements of outside agencies or the client company

· create goals for future performance

· provide a baseline for current performance and a trajectory for future performance. 

How should I approach the topic of needs assessments with a client? 
When you meet with your client, they will likely be telling you about some ‘wants’ that they have. Listen carefully and take notes. Then show the client your list and ask the client, “I think I hear you saying that you’d like these things to be happening...” (Or to stop happening.) 



Work the list of ‘wants’ together until they agree that you have identified an accurate list of the performance goals they have for their employees in regards to this training. Keep the list to the point and realistic. 

Now go back and see if the client is actually talking about NEEDS, not wants. Needs are the gaps in performance. Wants are the solutions. People often confuse the two, by telling you what they WANT, instead of what they need. This is to say, they have figured out the solution instead of the problem. 

Here are some examples of the difference:

	Wants (solutions)
	Needs (gaps in performance) 

	I want to hire a second registrar
	I need to process more registrations than before, in the same amount of time

	I want to get new technology for the desk staff
	I need to decrease the time it takes help desk staff to answer a call 

	I want a tool to help me create better policies
	I need policies that are not outdated and that are relevant

	I want to learn to use social networking sites to market our services
	I need to reach a new generation of users 


✍ Exercise
Write down three wants in your own job. Now see if you can identify the gaps in performance that are creating these wants and record those, too. 

	My wants (solutions, fixes) 
	The needs (performance gaps) that drive this want 

	
	

	
	

	
	


How will you convince the client to let you do a needs assessment? 
Needs assessments allow you to create better solutions for closing performance gaps, but they take time, and in some cases cost money. So you’ll need to create a rationale for the assessment and be prepared to make a business case for it. Of course, you’ll have the best shot at convincing the client if you express the benefits of the needs assessment in terms of the client’s interests, not your own. Some of those benefits might include, but are not limited to:

· better, more relevant training, so you are more likely to achieve your performance goals

· less potential for waste of valuable time and money on classes and consulting by creating a solution for a problem about which we are better informed
· a better understanding of the problem, its symptoms and its root causes

· a tool for creating a culture that holds the company and the training organizing accountable for training that works. 

What are the methods you can choose from to gather the data you need?
· Observation
Observation is simply watching and recording behavior. A professional can watch someone do something and say how well they do it, and what their skills and knowledge gaps seem to be. 

Observation is simply watching and recording behavior. A professional can watch someone do something and say how well they do it, and what their skills and knowledge gaps seem to be. 

-Strengths of observation as a data gathering tool
Minimally invasive, does not interrupt the flow of work

Accurate data capture and often in fine detail, including important nuances that will be relevant to the design of a course



-Drawbacks of observation as a data gathering tool
The presence of an observer may create tension not otherwise present

The observer must have experience with the process being observed 




Time consuming




The accuracy of the data can be affected by the observer’s bias

Collected data may be difficult to compile and analyze (For example, random notes in paragraphs will be unwieldy; it would be better to have a list of things observed, and a scale to rate them.) 

· In-person surveys
In an oral survey, the surveyor asks a set of pre-determined questions and fills in the answers that the respondent gives

-Strengths of in-person surveys as a data gathering tool
Quick, can be done on the phone or in person

With a well-designed survey, can be done by staff with not much skill or training




High number of people will take the survey




No need for the participants to read




Collected data may be difficult to summarize and report




Data collection staff can clarify questions for the participant




Interviewer can make relevant notes on exceptions and so on



-Drawbacks of in-person surveys as a data gathering tool
The format does not necessarily leave a lot of room for unanticipated answers that might yield a valuable perspective




To develop a good survey tool takes quite a bit of time and skill 




People tend to give a lot of extraneous information when answering the questions, 


slowing down the survey process




The interviewer has to be mindful not to influence the respondents 

· Written Surveys and Questionnaires 
Printed or digitally reproduced surveys delivered online

-Strengths of focus group meetings as a data gathering tool
Especially efficient for large or geographically disparate groups




Easy to target the information you want to collect




Respondents can fill it out at their own pace




Survey can be designed from previous surveys




It’s possible, with care, to strip bias out of the questions




Quick for respondents to take




Participants can remain anonymous 




Especially easy to collect and organize the data, especially if online




Inexpensive (see SurveyMonkey.com and other simple online data gathering tools) 



-Drawbacks of focus group meetings as a data gathering tool



May not appeal to certain people, and so data may not reflect whole audience




Helpful to have an incentive for people to respond




Less useful for revealing root causes and aspects of complex problems or 


opportunities

Questions open to interpretation, must be carefully designed and piloted 




Requires reading skills and may not be culturally appropriate




Instrument must be well-designed to get good responses




Very little accommodation for unexpected responses




May require an introductory document that explains the importance of 


respondent’s participation 

· Tests
An instrument that evaluates knowledge, skills and/or attitudes

-Strengths of tests as a data gathering tool
Gives a good idea of where the gaps in knowledge or skill are




Easy to record, analyze and report




Easy to administer




Familiar format, meets minimal resistance 




Obviously job related 




Reasonable easy to construct 




Certain kinds of tests (multiple choice, true/false) are easy to grade



-Drawbacks of tests as a data gathering tool



May or may not reveal root cause of the problem




Some people have test-taking anxiety




Test must actually reflect skills used on the job and relevant to the training at hand




Questions must be worded in appropriate language and must not skew answers

· Focus Group Meetings
Typically, a focus group is a facilitated meeting designed to get answers to a set of questions prepared in advance. The participants interact freely with the facilitator. 

-Strengths of focus group meetings as a data gathering tool
Can be kept on a schedule if facilitator is skilled and supported 




Requires not much skill to facilitate and plan




Relatively inexpensive from the provider’s side




Can be useful for getting very specific information about a problem and its root 


causes




People like to be asked their opinions and to see their inputs used 




Both the facilitator and the participants can 




Can help build buy-in to have a broad participation base



-Drawbacks of focus group meetings as a data gathering tool
Without careful planning, data gathered can be time-consuming to organize and analyze




Interviewer has to be careful to create realistic expectations around what will be 


done–to discuss a problem is not to solve it




One or two very vocal participants can skew the input




It may be necessary to tape the session to get all the data correct, and many people 


are uncomfortable being taped 

· Interviews 
Meetings between two or more people, in person, via telephone, teleconference or on the web

-Strengths of interviews as a data gathering tool
Same as for focus groups



-Drawbacks of focus group meetings as a data gathering tool



Same as for focus groups

· Institutional Data and Reports 
Usually this is human resource data, spreadsheets of productivity records, and other existing performance measures including customer complaints, critical incidents and so on. 

-Strengths of institutional data and reports as a data gathering tool
The organization gathers the data because it is required or because it thinks the data is useful




Usually already formatted for analysis




Saves time since you don’t have to create surveys and so on




Minimally invasive and non-disruptive



-Drawbacks of institutional data and reports as a data gathering tool



Organization may be reticent to give you the data




You have to be able to know which data is relevant




Data is familiar to the clients 




Data must be up-to-date and must be carefully selected

How many people do I need to assess to provide an accurate picture of the problem or opportunity? 

The number of people assessed is called the sample size. It is more important to collect a representative sample, that is, one that accurately reflects the diversity of the assessed population, than it is to collect a large sample. Consider how accurate your client expects the data to be. Are they just trying to get a general idea, or do they want the data to be scientifically relevant?

For very large needs assessments, you would want to hire someone with experience in calculating margin of error, standard deviation, and so on, but for most of the work you do, this will not be necessary, though your institution may have such people on staff, and if they do, you may wish to consult them.

So ask yourself the question, “How accurate must the final data be?” If you are just aiming for a ball park understanding, then a smaller sample will do. If, along the way, you find extreme variance in the data your are collection–extreme difference in opinions, facts or reports, for example–then increase your sample size until you feel confident your data reflects a more accurate big picture view. 

In addition to sample size, it’s also key that your instruments be as bias free as possible, since bias will skew the results.  

Should I charge for a needs assessment? If so, how much? 

You can do a simple needs assessment for no charge as part of your consultative selling process. But the time it takes to do the needs assessment must be accounted for in the financial calculations for the class. So, if the needs assessment is complex and requires a lot of staff time, or if you need to outsource it, you’ll have to charge. Consider telling the client that if they buy the training from you, you will subtract the cost of the needs assessment from the bid on the job. But again, in the end, you must make a modicum of profit. 

How do I increase the likelihood that people will respond to my needs assessment surveys? 
	Type of Data Gathering Tool 
	How to Increase the Participation

	Phone Interviews
	Working people may be difficult to reach by phone or may feel they should not use paid work time to do a survey. 

Be sure to precede the survey with an announcement from the company about why their participation is valued. 


	Mailed and e-mailed surveys
	Educated people and those with interest in the content and the use of the survey results are more likely to respond. 

Increase response rates by printing on colored paper, by using the company logo, and by having an endorsement letter from the organization’s leadership. 

Verify mailing or email addresses in advance, or pay the price later! 

Follow-up postcards or phone calls can be effective.

Incentives can help, as can management instructions to participate.


From StatPak, a survey software company at http://www.statpac.com/surveys/postage.htm: 

“There have been several researchers that examined whether there is a difference in response between first class postage versus bulk rate. A meta-analysis of these studies revealed a small, but significant, aggregate difference of 1.8 percent. Envelopes with bulk mail permits might be perceived as "junk mail", unimportant, or less personal, and thus will be reflected in a lower response rates.

A few researchers have also examined whether metered mail or stamps work better on the outgoing envelope. The results of these studies suggest a small increase in response favoring a stamped envelope. A meta-analysis of these studies revealed that the aggregate difference was slightly less than one percent.

Many researchers have reported increased response rates by using registered, certified, or special delivery mail to send the questionnaire. The wisdom of using these techniques must be weighed against the consequences of angering respondents that make a special trip to the post office, only to find a questionnaire.

It is not clear whether a typed or hand-addressed envelope affects response. One study, conducted at the University of Minnesota, reported that students responded better to hand-addressed postcards, while professors responded better to typed addresses.”

A good cover letter will also increase the odds that people will respond to a mailed or digital survey. Make the cover letter friendly and as sort as possible. While a personalized cover letter could increase responses, it may make the survey appear to be not anonymous. 

A signature on the cover letter will increase responses, but status of the researcher does not. The findings on whether a hand-written signature works better are mixed. 
A good cover letter should include:

· The purpose of the assessment, and for whom it is done 

· The explanation of the method of assessing

· The timeline for responding–make it sound like the survey is needed soon, but don’t put a deadline

· A note of thanks for the respondent’s participation 

· The name and email of someone they can contact with questions. 

Needs analyses aside, what are the other problem solving tools or processes that can be used to determine what solution will boost performance?
In order to build a solution that will boost performance, you need to adequately understand the problem being addressed. Two useful tools for that are Gap Analysis and Root Cause Analysis. 

Gap Analysis tells us whether there actually is a problem. If there is, we can use that gap to help us understand what the course (or other intervention) should be addressing. The key question is, “Do our current business results match our expectations?” If not, there is a performance gap. 

In addition, you want to discover which employee performance, if any, contributes to the gap, and which employee performance factors would decrease the gap. In order to do a gap analysis, you need to discover the current, measurable business results and what the results would look like if performance results matched expectations. 

When employee performance is hampered by a lack of knowledge, skill or information, training is usually indicated to raise performance. 

The output of a gap analysis is the accurate articulation of a gap between desired performance and the current performance. A gap analysis answers the question, “What could employees do differently to get the desired performance results?” or “What are the conditions (knowledge, beliefs, mental models, working conditions, policies, etc.) that keep employees working at a lower than desired level of performance? 

What questions can I ask my client in a Gap Analysis?
Questions might include:

· For this performance metric, what do you monitor? (for example, error rate, or waste) 

· What are the most important operational metrics in relationship to this area of performance?

· Do you measure those metrics? 

· What do you think contributes to their current (high or low) performance?

· What do you think would contribute to a higher performance? 

· If your performance metrics in this area met your expectations, what would they be?

Are there classic indicators that a Gap Analysis is needed?
Any time a client says they need training, you should do at least a cursory Gap Analysis. How else will you know what to include the scope of the training? The best training is built on learning objectives and the learning objectives come from the gap analysis. 

If a client requests training for implementing a new process, cultural mindset or technology, you should do a gap analysis to determine what the desired outcome would look like. By what will employee success be judged? Of course if the company is implementing something new, there will be no “current performance.” 

When a company says they want to re-do a training that they have done previously, it usually indicates a gap. They did training and were expecting or hoping for an improvement they didn’t get–or they got it, but over time, performance slipped. This is also a great time to do a gap analysis. 

Does a Gap Analysis include a recommendation for a solution? 
Ideally, no. Try to keep the gap analysis, the definition of the gap and the recommendation for a solution separate. Articulate the gap simply and in clear, unbiased language. Be as objective as possible. Don’t put a spin on your definition of the gap. Here is an example of a biased and an unbiased definition of a gap:

	Desired Performance 
	Current Performance

	Ideally, on average, registrations would take 7 minutes to process. 
	On average, registrations take 10 minutes to process.

	Articulation of the Performance Gap

	     Poor, because it implies a solution 
	     Better, because it does not

	Our current software system impedes the speed with which registrations can be processed. 
	The performance gap is 3 minutes per registration, on average. 


Is a Gap Analysis part of the Needs Assessment Report? 
It is often valuable to include a Gap Analysis as part of a needs assessment report. Usually it precedes the recommendation for training, so the client can see why the training or other solution makes sense, and why it is a good investment at this time. 

If a Gap Analysis tells us there is a problem, what’s the next step in the needs assessment? 
If there is a problem, the next step is to find out what’s causing the problem. If it’s a simple problem, the company representative may already know the cause, or causes. 

It’s important to remember that not all problems are solved with training. Problems that arise from inadequate facilities, outdated technology and poor incentives may not be fixed with even the best training. Training will help solve problems whose causes include lack of knowledge, skills or wrong attitude. Other common interventions include fixing adverse conditions and also offering advice, consulting and so on. 

See the box following this paragraph for a list of the 7 most common causes of business operational dysfunction. Try to probe for as many as seem could apply.

	The Seven Common Causes of Business Problems
There are seven common causes of business problems. When you do a contract training needs analysis, it’s good to have this list in mind, so you can inquire about the challenges your clients face, and begin to dialogue about those problems’ causes. Knowing the cause of a problem helps define the scope of the problem and sets a foundation for determining its solution. 

1.
Lack of Information, Knowledge or Skill
The lack of skill, information or knowledge can slow down work processes and result in costly errors or missed opportunity. Problems that have this cause can generally be solved by training. 

2.
Absence of or Ineffective Measurement
When performance is not measured, or when it is measured incorrectly, employees don’t know how to improve, because they don’t know where they are on the scale of performance. 

3.
Unsupportive Conditions

If the human or physical work environment is not supportive to good performance, workers spend 
valuable time or 
energy compensating for poor people, processes or tools. 4.
Absence of Standards

If employees don’t know what “good” looks like, it’s harder to create it. 

5.
Insufficient Capacity
When there are not enough people, or enough of the right people, or enough tools, performance suffers. 

6.
Lack of Useful Feedback

If employees can’t get immediate and helpful feedback, performance improvement will be inconsistent 
and imbued with less learning.7.
Ineffective Incentives

If people are not motivated by the incentives offered, they won’t perform as well. These include both 
formal incentives, like paychecks, and informal incentives, like praise and other forms of recognition. 

Once you know a problem’s cause, work with the client to determine the possible configurations of the intervention. When training is part of the solution, use performance-based instructional design for creating objectives and learning units so that your curriculum is targeted to correct the specific problems of this client, at this time. 

When the solution extends beyond training, employ internal or external consultants to help correct other aspects of your client’s business processes. This level of collaboration and partnering will require new levels of partnering between you and the providers that work with your contract training unit. But in the end, contract training units that provide this level of assistance to their clients will be more profitable. Clients who get broad-spectrum service from one training provider will come back more often, and spend more on each contract.




Complex problems most often have multiple causes, so try to get the company representatives to name more than one cause. At least get them to discuss what other possible causes might be. But have them give you some sense of the degree of impact each cause has. Ask, “Which cause is the most central?” “Next?” and so on. 
How do you do a Root Cause Analysis?
A Root Cause Analysis is indicated when a problem is complex. Problems that affect more than one area in a company or that span different places in the organization chart, or that span departments or disciplines nearly always have multiple, more complex causes. Simply put, the answer is not obvious. 

If a company tells you they have made several attempts to solve the problem in the past, you should take the time to do a Root Cause Analysis. If you don’t, your solution will probably be symptomatic, at best. Solutions created without understanding multiple causes can ‘cure’ on problem and create another, sometimes worse, one. 

The best way to do a root cause analysis is to go to the employees who do the work. They will be most intimately familiar with the obstacles to their performance. Think about your own work. Don’t you know what causes you to underperform? It’s a shame to solve 80% of a problem–and a real joy to solve one completely. 

Employees, their managers and leaders can all provide valuable input. Sometimes, it’s helpful to go “upstream” and “downstream” to others who are impacted by the problem. They can give you a broader understanding of the problem and its consequences. 

You can use any of the needs analysis data gathering tools mentioned earlier. 

Start with the Gap Analysis statement. If you identified more than one performance gap, prioritize them in order of importance, according to the client. 

Now, for each performance gap, inquire. Questions could include:

· How do you know when you are under-performing?

· What are the consequences (or incentives!) for under-performing?

· Do you know how to do “X” correctly? Could you do it correctly if you wanted to? 

· What hampers your performance?

· Do you understand the organization’s benchmarks for your performance in this area? 

· Do they actually seem like a priority to the organization? 

· Are they documented clearly? Have they been communicated to you?

You will get the most robust picture if you ask these and other questions and get answers from different perspectives in the organization. Fundamentally, you are asking “What stands in the way of your performance and what causes that?” Dig as deeply as you can. Usually this involves following a trail of questions to the deepest causal level possible. Like the proverbial two-year old, you are going to say, “Why?”

Common root causes include poor working conditions, facilities, insufficient capacity, lack of knowledge or skills, lack of motivation, lack of time, money or other important resources, poorly managed growth, lack of or counter-productive incentives, and no consequence for poor performance or incentive for improvement. In most complex problems, multiple root causes can be found. 

How do I get at the actual Root Causes, and not just the more superficial causes? 
Suppose an employee says, “I don’t get my work in on deadline.” You ask, “If it was only you here, could you do that?” If they say yes, you might inquire as to why they don’t, then. Perhaps you’ll say, “So why is it you can’t now?” They might reply, “Because others give me the requisite pieces late.” If you ask, “Why do you think that is?” The employee might say, “Because they are overloaded.” If you ask, “Why are they overloaded?” they might reply, “Because we’ve had huge growth this year.” You could then explore further to see how the growth impacts on-time production. You could be closing in on poorly managed growth (and we could ask why it is poorly managed of the people who manage it) or on under-resourcing as a root cause (and of course we could ask why the department is under-resourced). Get the drift? 

When you think you’ve discovered key Root Causes, you’re ready to do your training needs analysis described earlier in this document, because you understand the gap and its causes. 

Appendix 1 - Training Needs Analysis Job Aid
	General Questions
	☐
Why have you proposed this training?

☐
What performance issues do you hope to solve? 

☐
Do you measure this performance already? If so, by what metrics?

☐
When would you like to begin the training? Finish it? Are these dates firm?

☐
What outcomes do you expect from the training? What will be different when it’s over?

☐
Who is the champion for this training? Do they have authority to sign the contract, or should I see someone else for that?

☐
Who do I go to for answers and/or resources when we are developing the training?

☐
What are your expectation from our institution in regards to this training?

☐
How would you like us to evaluate the training’s effectiveness?

☐
What’s our budget for this training? 



	Context Analysis
	☐
What is the performance you have now? 

☐
What is the performance you want?

☐
Have you trained or done any other intervention to work with this challenge in the past? What were the results of that effort? 

	User Analysis
	☐
If we do a class, who would attend?

☐
What can you tell me about these people?

☐
What can you tell me about their relationship with the content and with formal learning in general? For example, how well do they know this or related content? 

☐
Have they done other training in this area before? 

☐
Will you have pre-requisites for the training? What are they?



	Job/Task Analysis
	☐
What is the job title of people attending this class?

☐
What are the job tasks we are trying to teach? 

☐
How often are those tasks done each day?

☐
What is the relative importance of those tasks being done at a high level of performance?

☐
Is there anyone on staff who is expert at those tasks? If so, who?

☐
Is there any part of those tasks that reach colleagues “upstream” or “downstream” and affect their work? If so, how? 

	Content Analysis
	☐
Describe the knowledge we’ll be working with.

☐
Are there particular rules, laws, policies or procedures these people are supposed to be abiding by? 

☐
How often do these workers get training in this content? 

☐
How often is the content itself updated?

☐
Who creates the final content? Who signs off on it? 

☐
Who creates the evaluation method? Who signs off on it?

☐
Do you have people who are subject matter experts in this area?

☐
Who develops the related policies and procedures in this area?

☐
Are there risks associated with knowing and not knowing this content? 

☐
How often do employees use this knowledge (or skills)? 

☐
What are the consequences of not using the knowledge or skills correctly? 

☐
Will we need to pilot this curriculum before offering it to a broader audience?

☐
How will leaders ensure transfer of the learning to the workplace? 

☐
How can my organization help with that? 

	Solution Analysis
	☐
Who signs off on the final acceptance of our recommendations for training or other solutions? 

☐
How shall I present the proposal (in person, which is preferable; in writing, or via e-mail, or a combination of these?)

☐
What’s the timeline for implementation?

☐
Who should I be in touch with regarding implementation? 

☐
Who will I work with to do a final quality assurance meeting after the training to be sure you got what you wanted? 

☐
Is there a venue for communicating to managers what was done during this intervention, so they can support the learners in using the skills and knowledge after the class is finished? 

☐
Is there anything afoot in the company or outside it that might scuttle the deployment of this training or that might cause it to be more difficult or less effective? 

	ROI Analysis
	☐
What performance benchmarks will you measure, if any? 

☐
Do you want an ROI analysis?

☐
Are you willing to provide the data necessary to perform an ROI analysis? 

☐
If there is a fee for the ROI analysis, are you ready to spend the money? 


