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What is Training Needs Assessment?

Required Performance
or Desired Behavior

= §

Actual Performance or
Behavior

* “Training Needs Assessment” (TNA)
is the method of determining if a
training need exists and, if it does,
what training is required to fill the
gap.

* TNA seeks to identify accurately the
levels of the present situation in the

target surveys, interview,
observation, secondary data and/or

workshop.

* The gap between the present status
and desired status may indicate
problems that in turn can be
translated into a training need.

Training Needs = Desired Capability — Current Capability of the Participants
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Macro
« aligned with strategic goals .
* three levels
— organizational
— occupational
— individual

Micro

initiated by performance
problems or change

assessment done to clarify
problem, determine if training is
the solution, analyze
performance, and characteristics
of trainees
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Why do a Training Needs Assessment?

A TNA provides information on the training and skills development
requirements of all members of your network. It is one of the key
steps in preparing a training plan and will provide you with information
on which to base your network"s training plan. It enables you to:

* |dentify the gap between current and required
levels of knowledge, skills and atitude

* |dentify what the general content of training
should be

* Form the foundation of a training plan

* Provide a baseline for the evaluation of a
training plan

* Ensure that appropriate and relevant training
is delivered

* Maximise use of scarce resources
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conduct the training: to tie the performance deficiency to a working need and be
sure the benefits of conducting the training are greater than the problems being
caused by the performance deficiency, Conduct two types of analysis to answer
this question: (1) needs versus wants analysis and (2) feasibility analysis.

is involved in the training: involve appropriate parties to solve the deficiency.
Conduct a target population analysis to learn as much as possible about those
involved in the deficiency and how to customize a training program to capture
their interest,

can the performance deficiency be fixed: training can fix the performance
deficiency or suggest other remediation if training is not appropriate? Conduct a
performance analysis to identify what skill deficiency Is to be fixed by a training
remedy.

is the best way to perform: there is a better or preferred way to do a task to get
the best results. Are job performance standards set by the organization? Are
there governmental regulations to consider when completing the task in a
required manner? Conduct a task analysis to identify the best way to perform,

When will training take place: the best timing to deliver training because attendance at

training can be impacted by work cycles, holidays, and so forth. Conduct a
contextual analysis to answer logistics questions.

(Source: Jean Barbazette, 2006, Training Needs Assessment: Methods, Tools and Techniques)



Why do a Training Needs Assessment?

Must analyze as much information as possible about the
following:

* Organization and its goals and objectives.

* Jobs and related tasks that need to be learned.

* Competencies and skills that are need to perform the job.
* Individuals who are to be trained. i




Organization
+ Culture

¢ Structure

¢ Values

¢ Leadership

+ Technology

Competencies
¢ Knowledge

* Skills

¢ Experience

¢ Aptitude

¢ Behavior

Performance
¢ Goals

¢ Metrics

¢ Feedback

¢ Incentives

¢ Training




Benefits of a Training Needs
Asessment?

Identifies performance goals and
the knowledge, skills and abilities
needed by a company"s workforce
to achieve those goals

Ildentifies gaps in training provision
in sectors and or regions

Helps direct resources to areas of
greatest priority

Addresses resources needed to
fulfil the organisational mission,
improve productivity, and provide
quality products and services




What are the key steps in conducting an
effective Training Needs Assessment?

* Prepare thoroughly
* Follow a structured methodology

* Link training needs with the objectives of
the network

* Gain commitment from members to
' participate in the TNA

* Communicate with all those involved

* Ensure you have the skills to conduct the
TNA (analytical and communication)

* Collate the results gathered

* Prioritise the identified training needs and
group them into training categories




Why do we need training?

* Having the knowledge and right skills to be able to do
their work effectively and competently.

* Training may be needed when there is a gap between the
desired performance, and the current performance, and
the reason for that gap is lack of skill or knowledge.

* Training may only be able to resolve part of the problem.
Thus we need to analyze the problem and find out
whether training will be able to resolve it.

* Iftrainingis necessary, we also need to define the
objective of the training and how it will help the
member(s) become more effective.




Five Steps:
The processes of Training Needs Assessment can be divided into five
steps: i) identify problem and needs; ii) determine design of needs
assessment; iii) collect data; iv) analyze data; and v) provide feedback.

Five Steps of Training Needs Assessment

™ Determine
organizati onal
context

(policy, goal,
roles &
responsibiliti es)
™ Perform gap
analysis

T Set objecti ves

™ Determine
target groups to
be trained,
interviewees,
methods,
schedule

™ Determine
persons in charge
of TNA from the
GDLA Task Force
members

m Conduct
interviews

™ Administer
questi onnaires
and surveys

T Review
documents on

people at work

™ Conduct

quanti tati ve and
qualitatl ve
analyses

™ Draw fi ndings,
conclusions and
recommendati ons
on training
contents

™ Write up a
Report

™ Make a
presentati on to
the GDLA Task
Force members
and concerned
offi cials

™ Determine the
next step for
training
preparatl on



Step 1:
Identify Problem
and Needs

* The first step in TNA is to identify problems and needs.
Before TNA is conducted, it should be probed whether
training is needed. In the public sector, it is important to
identify organizational context in such aspects as policy,
goal, roles and responsibilities.

* Realizing the policy direction of the organization,
performance analysis known as “gap” analysis is conducted
to look at an official’s current working performance and
knowledge and identify whether an official is performing as
desired based on given roles and responsibilities.



GAPS

Gaps can include
discrepancies/differences between:
* What the organization expects to
happen and what actually
happens.

Current and desired job
performance.

Existing and desired competencies
and skills.
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De fine the proble

DESIRED PERFORMANCE (Optimals)

- ACTUAL PERFORMANCE (Actuals)
= POSSIBLE TRAINING NEED




Is Training Important?

i —

Why is it important?
What if you did nothing?

How big is it? (Quantify if
possible)

Who cares?

“Is the cost of the
discrepancy high enough
that it seems worth pursuing
a solution?”



Determine Cause(s)

Is it a problem of skill or a problem of will?




Step 2: Determine Design of Needs Analysis

The second step in TNA is to determine the following:

target groups to be trained;
interviewees;
survey methods;

survey plan including schedule to
be conducted TNA and persons in
charge of TNA.

Those items become the basis for a training course designer

to either create a new training course, identify an existing one
that can fulfill the need, or obtain one externally.



Target Groups

* The survey must clearly define the target group of the
training, i.e., target population. Although no strict rules for

defining exist, the target population must be defined in line
with the objectives of TNA.

* The survey should produce the following elements in its
report: training subject(s); importance of the training; time
requirements; current target group; potential target group;
frequency of training; and required outputs of the training.

- Qo




Interview

Once atarget group for the
training.e., target
, is identified,

of the target popu
which will be addr
the next section
used.




Survey Methods

SISO

The following figure indicates types of needs
analysis and contents. It is suggested that those
analyses be used in combination depending on
the needs, time availability and manpower.



Types of Needs Assessment

O ——

Type of Needs Analysis What the Analysis Answers

Performance analysis or gap analysis O s this issue a shill/knowiedge deficlency?
D How can the deficiency be addressed?
O ks training the approprlate way to fix this deficdency?

Feasibility analysis O  Why should this training be done?
O  is the benefit of training greater than the cost of the
current deficiency?
Needs varsus wants analysis O Why should this training be done?

O 1 the deficiency thed 1o a need?

Goal analysis O What is the specific behavior improvement behind a
vague desire?
Job/task analysis O What is the best and correct way to do this work?
O  How can this jJob and task be broken down into
teachable parts?
Target group analysis O Who is the trainee for this training?
O  What is known about them to help design and
CusTomize this Training

0O  wWhat other groups mgiht benefit from training?

Contextual analysis O  When will the training be presented?
0O  What are the other reguirements to deliver the training
successfully?

(Source: Jean Barbazette, 2006, Training Needs Assessment: Methods, Tools and Technigues)



Survey Methods

Data collection and analysis are
essential parts of needs
assessment. The following table
describes the most commonly
used methods of data collection.
TNA is optimized when a
combination of data collection
methods is used to analyze
quantitative and qualitative data.
Regardless of which methods are
used to collect and analyze data, it
is important to consider the
reliability, validity and
trustworthiness of the data.
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Concept

Quantitative research method commonly employed in survey research to ensure that
each interviewee is presented with the same questions in the same order and that
answers can be reliably sggregated and that comparisons can be made with
confidence between sub-groups or between different survey periods.

Interviewers read the questions exactly as they appear on the survey questionnaire.
The choice of answers to the guestions is often fixed (close-ended) in advance, though
open-ended guestions can also be included within a structured Interview.

Unlike the structured interview, more general questions or topics. Relevant topics are
initially identified and the possible relationship between these topics and the iszues
become the basic for more specific guestions which do not need 10 be prepared In
advance allowing both the interviewer and the person being interviewed the flexibility
to prode for details or discuss issues.

New guestions can be brought up during the Interview as a result of what the
interviewee says, o the interview flows move like a conversation,

Observation of working environment and performance of officials {office materials,
communication tool, IT system, means of circulating the information)

A guestionnairs is a survey instrument consisting of 3 series of guestions and other
prompts for the purpose of gathering information from respondents. They are often
designed for statistical analysis of the responses.

Qualitative research method whose purpose Is to obtain In-depth information on
ideas and perceptions of a group and alzo to be more than a guestion-answer
imteraction.

A relatively small meeting (generally six 1o twelve participants) convened for a specific
purpose undar the direction of a facllitator, during which group members talk freely
and spontanecusly about a certain topic.

An educational seminar or series of meetings emphasizing interaction and exchanged
of information among a usually zmall number of participants develoging skill or
common understanding through some types of application

Discussion on verification of identified staff training needs in the returned TNA
questionnaires and interview results
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Sampling Methods

Concept

Purest form of probability sampling.

Each member of the population has an equal and known chance of
being selected. When there are very large populations, it is often
difficult or impossible to identify every member of the population, so
the pool of available subjects becomes biased.

Often used instead of random sampling.

It is also called an Nth name selection technique. After the required
sample size has been calculated, every Nth record is selected from a
list of the target population on members. As long as the list does not
contain any hidden order, this sampling method is as good as the
random sampling method. its only advantage over the random
sampling technique is simplicity.

Commonly used method that is superior to random sampling because
it reduces sampling error. A stratum Is a subset of the population that
shares at least one common characteristic. The surveyors identify the
relevant stratums and their actual representation in the population.
Stratified sampling is often used when one or more of the stratums in
the population have a low Incidence relative to the other stratums.

(Source: Access to http://www . statpac.com/surveys/sampling.htm, July 31, 2007)



Step 3 : Collect Data

* There are various methods to
collect information for your TNA
which can be utilised individually
or in combination with each
other. It is advisable to use more
than one method to get a
comprehensive overview of the
needs of the sector/region.

* Data gathering is cornerstone of
any needs assessment project.

* Can be time consuming.




Typical methods of collecting
information for your TNA

Surveys
Focus groups
Individual interviews ‘

Reviewing existing .
documents

Discussions with steering ‘ @
group

Discussions with relevant

bodies (trade associations, é
Chambers of Commerce,

universities, unemployment
services)




Discussions with relevant
Stakeholders

* Meetings with Steering Group
* Discussions with relevant Bodies
* Discussions with stakeholders operating in employment services



Step 4 :
. Analyze Data

S

* Assuming that the needs assessment identifies more than one training
need, the training manager, working with management, prioritizes the
training based on the urgency of the need (timeliness), the extent of the
need (how many employees need to be trained) and the resources
available. Based on this information, the training manager can develop the
instructional objectives for the training and development program.

* Allthree levels of needs analysis are interrelated and the data collected
from each level is critical to a thorough and effective needs assessment.



