You are the internal training manager of your organization. As a staff of one, you are the main contact for everyone who needs training or who thinks they need training. 

Because you are a "department of one," you consistently call upon members within the organization when it comes to determining training needs, developing and delivering the training, and then determining if the training actually met the needs. Of course, if there are needs where there is no organizational expertise, it may be necessary to outsource some of the training by hiring external vendors.

Throughout the course, you will be asked to perform specific training functions based on the material you have learned in the Unit. When performing the specific training function, keep in mind the various people in the organization who can lend support, such as the manager of the trainees and the trainees themselves. Indicate how you will draw on their resources in your responses to the discussion questions, individual projects, and group project.

In this unit, you will design a needs analysis survey in the form of a Word document for one of the following positions: 

· Sales Representative 

· Accountant 

· Human Resource Generalist 

· Customer Service Representative

In the document, include where you would find information on the organizational analysis, as well as how you would determine the type of knowledge, skills, and ability needed to perform the job. Identify whether your survey will be used for individual interviews, focus groups, or self-administered questionnaires. You may administer different parts of the needs analysis to different groups or using different methods.

Instructor Comments: 

Please understand that the most important thing that you need to focus on is a KSA needs analysis survey. What this means is that you need an actual survey document. Please select one of the positions and consider it to be an existing position within the organization.  This would not be about selecting a new employee into the organization. You may include before or after the survey document where the organizational analysis fits into the creation of your survey document, where you would find that information, and how you determined what type of KSAs are needed to perform the position that you identified.  You need to identify whether your survey will be used for individual interviews, focus groups, or self administered questionnaires. Be sure to include in text citations and a reference list because this assignment requires you to do research.  There is an APA document in the instructor files that will assist you.

More comments: more help from instructor
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	Introduction
Over two hundred billion dollars is spent every year on employee training and development (Stanley, 2004). How do organizations ensure that training actually meets their needs? It starts with a needs assessment. In this Unit, the importance of performing a needs assessment and ways in which an assessment is done will be explored. One of the key outcomes of a needs assessment is the determination of whether training or corrective action is a better solution. 

Training Needs Assessment (TNA) 
A training needs assessment (TNA) (also known as training needs analysis) is the first step in the process of making the determination if training is needed and, if needed, what specific training is required. There are typically three steps to this process:

· Organizational analysis 

· Task or job analysis (sometimes called operational analysis) 

· Individual employee training and/or development analysis (also known as person analysis) 

Organizational analysis involves an exploration of the strategic and operational goals and objectives of the organization as well as the attitude of the employees toward training and development.

Understanding the strategic direction of the organization is important because of the need to clearly link training and development to organizational outcomes. Determining how the organization views training and development is another aspect of the organizational analysis. Is there an attitude that training is used as a form of reward or recognition? Is training forecasted annually or is it "squeezed" out of a departmental operating budget? Understanding these issues can help the training professional understand the kind of support they will receive from managers and employees when it comes time to train.

Job analysis or task analysis involves identifying the job characteristics, knowledge, skills, and abilities (KSAs) required to perform jobs that will deliver the organizational results. What are the standards of job performance? Is the capability to do the training in-house, or will it need to be outsourced? 

Individual or development analysis includes identifying who actually needs training and their readiness for training. If it is determined the employee already possesses the necessary KSAs, this could be a performance-related issue, as opposed to a training need.

Assessment Methods 
Assessment methods are the way in which needs are assessed. The most common methods for performing TNAs include the following:

· Observation 

· Focus groups 

· Interviews 

· Questionnaires 

· Documentation (such as technical documentation and records) 

The method selected should be based on several factors, such as

· Availability of skilled observers and interviewers; this involves observation, focus groups, and interviews. 

· Current materials available; this involves documentation. 

· Time available to schedule and conduct interviews, focus groups, and observations. 

· Ability to analyze the data that is collected. 

· Willingness of people to participate and share knowledge; this involves focus groups, questionnaires, and interviews. 

Professional organizations such as the American Society for Training and Development (ASTD) make resources available to members such as questionnaires and interview guides that can be adapted for use in conducting training needs assessments.

Differentiating Training Needs from Other Performance-related Issues 
There are times when a performance-related issue is not training related. These issues may include the following:

· Performance expectations are unclear 

· Training was provided but never applied 

· Employee does not possess the basic ability to perform the job 

· Issues such motivation, compensation, or job satisfaction 

When poor performance is related to a lack of skill and knowledge, training should be encouraged. When other issues are the root of the poor performance, the manager should consult with human resources to determine a plan of corrective action.


Source: 
Stanley, T. L. (2004). What brings long-term success? [Electronic version] Supervision, 65, 8-11. 
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Training Needs Analysis (Multiple Choice)
Question 1: What types of analysis are included in a Training Needs Assessment (TNA)? Select all that apply. (Hint: There are three correct answers.)

A. Task/Job Analysis (Operational Analysis) 

B. Executive Analysis 

C. Individual or Person Analysis 

D. Market Analysis 

E. SWOT Analysis 

F. Organizational Analysis

The correct answers for question 1 are A, C, and F.

One of your coworkers has drafted a list of questions to use in interviews as part of a TNA. You want to be sure that all three parts of the analysis are addressed. For questions 2 through 7, identify whether it addresses organizational, task/job, or individual issues. 

Question 2: Are you lacking any skills which would help you improve your performance in this position?

A. Organizational 

B. Task/Job 

C. Individual

The correct answer for question 2 is c, individual.

Question 3: What is the first thing you do when you arrive at work?

A. Organizational 

B. Task/Job 

C. Individual

The correct answer for question 3 is b, task/job.

Question 4: What are the standards for performance of this task?

A. Organizational 

B. Task/Job 

C. Individual

The correct answer for question 4 is b, task/job.

Question 5: Are there any other tasks which you perform at the end of the week?

A. Organizational 

B. Task/Job 

C. Individual

The correct answer for question 5 is b, task/job.

Question 6: What are the overall goals of the organization?

A. Organizational 

B. Task/Job 

C. Individual

The correct answer for question 6 is a, organizational.

Question 7: Where do you see the most room for improvement for yourself?

A. Organizational 

B. Task/Job 

C. Individual

The correct answer for question 7 is c, individual.

A needs analysis will help you determine why performance problems exist. For each of the needs listed in questions 8 through 12, determine whether the problem is a training need or another performance issue. 

Question 8: Data entry personnel receive no feedback on their error rates.

A. Training need 

B. Other performance issue

The correct answer for question 8 is b, other performance issue.

Question 9: Secretaries do not know how to sort lists in a spreadsheet.

A. A. Training need 

B. Other performance issue

The correct answer for question 9 is a, training need.

Question 10: No bonuses are provided for team success, so employees focus on individual goals.

A. Training need 

B. Other performance issue

The correct answer for question 10 is b, other performance issue.

Question 11: Cashiers lack reading skills to understand written procedure lists.

A. A. Training need 

B. Other performance issue

The correct answer for question 11 is a, training need.

Question 12: Paperwork for reporting shoplifters is too complicated, so managers avoid completing it.

A. Training need 

B. Other performance issue

The correct answer for question 12 is b, other performance issue. 

Reference:
Blanchard, P. N., & Thacker, J. W. (2004). Effective training: Systems, strategies, and practices (2nd ed.). Upper Saddle River, NJ: Pearson Prentice Hall.

Questions and Answers
Question #1
What are the implications of using SMEs as interviewees when conducting training needs assessments?

The assessment method should always take into account factors such as these: 

· Availability of skilled observers and interviewers (observation, focus groups, and interviews) 

· Current materials available (documentation) 

· Time available to schedule and conduct interviews, focus groups, and observations 

· Ability to analyze the data that is collected 

· Willingness of people to participate and share knowledge (focus groups, questionnaires, and interviews) 

SMEs may be paid professionals with little time to spend on an interview; thus, the availability to schedule and conduct an interview may be difficult. They may also only share what they think the interviewer wants to hear, or they may be influenced by their particular biases on the topic which may have little to do with the reality of the situation.

SMEs, on the other hand, can be an excellent source of information and experience when it comes to identifying the knowledge and skills required to perform a function.


Question #2
Describe the main reasons why performing a training needs assessment is so important.
Training and development MUST be linked to the organizational initiatives. For example, if an organization plans to downsize, it may need to train employees for outplacement services such as resume writing, interviewing, and job search skills. On the other hand, if turnover is high, career development training may be necessary to reduce turnover costs and retain key talent. Understanding the organizationâ€™s strategic direction is critical so appropriate needs can be assessed and training that meets those specific needs can be delivered.

Training that is not linked to organizational objectives stands a greater chance of being â€œcutâ€� when funds become in short supply due to costs reduction because it is seen as fluff and not critical to organizational performance.

To receive management support for training, it is important that the needs be clearly linked to departmental results. The needs assessment can also help management identify the benefits of doing the training because it brings out the performance deficiencies that exist when people are not trained. The benefits can be determined by linking costs associated with the deficiencies and the costs of doing the training. In the long run, the deficiencies should cost more than the training.


Question #3
What are some of the things you can expect to find in a job analysis?

A job analysis defines the characteristics of the position. You can expect to determine the environment in which the job is performed (for example, is it outdoors/indoors, a warehouse, or an office), the knowledge required to perform the role as well as any previous experience required, the skills and abilities that are necessary in the role, and details of the responsibilities of the role.
Question #4
How do job analysis and competency models differ?
A job analysis is focused on the tasks and characteristics of the work itself. The competencies are based on the worker, as opposed to the tasks or the job.

It is also common to find competency models for job clusters (groups of jobs in a given occupation) as opposed to a job analysis that provides details on a specific job. For example, a job cluster could be HR professionals; within that cluster you may have a recruiter, benefits administrator, training manager, and payroll manager. A competency model would identify the broad competencies required for all the jobs. 

A job analysis would focus on each specific job and identify the characteristics required for each position within HR.


Question #5
How would you perform a needs assessment for a position where no training exists for the job?
This is a good example of when you would start by using documentation such as methods, standards, and policies relating to the position. The documentation should help identify what is expected to be done and how it is expected to be done (standards of performance). 

Next, interview the manager (or manager-to-be) of the position to determine departmental performance goals and objectives (quantity and quality of work) and the future demands of the role.

If available, interview people who are presently performing the role to determine how they do what they do and how they learned how to do it. It is important that you interview both high-and-medium job performers. By interviewing only the top performers, you may not get a realistic view of the position. Do not interview low performers for the same reason.

The information gathered from the above sources should provide you with enough detail for your TNA.

Resource Links
  AMX: Training Needs Assessment
(http://www.amxi.com/amx_mi30.htm)
Provides an overview of needs assessment for training, then uses three scenarios to demonstrate different methods. One scenario uses a survey, the second uses interviews, and the third uses a variety of data gathering methods. 

  Needs Assessment for Distance Learning
(http://carbon.cudenver.edu/~lsherry/pubs/needs/)
Article on research on needs assessment specifically for distance learning activities. Follow the links for the full text of the article. 

  Analysis Tools
(http://mime1.marc.gatech.edu/MM_Tools/analysis.html)
Provides templates in various software applications plus guidelines for a number of analysis tools. 

  Training and Development: Needs Analysis
(http://www.hr-guide.com/data/G510.htm)
Summary of types of and techniques for needs analyses. Includes a link to several demonstrations of online needs analysis surveys. 

  Analysis
(http://www.nwlink.com/~donclark/analysis/analysis.html)
Explanation of performance analysis used to determine whether a problem is a training problem or not. Includes several charts to illustrate the processes and relationships between concepts. 

  Needs Assessment: The First Step
(http://alumnus.caltech.edu/~rouda/T2_NA.html)
Walks readers through a step-by-step procedure for how to conduct a needs analysis to ensure effective use of resources for training and other interventions. 

  Supervisor's Guide to Learning Needs Assessment
(http://www.faa.gov/ahr/super/learn/training_needs.cfm)
The FAA provides this guide to their employees on how, why and when to conduct a needs assessment. 

  Needs Assessment Reading List
(http://www.astd.org/astd/Resources/dyor/terms_needs.htm)
The ASTD has compiled this reading list on needs assessment. 

  Rockwell Collins' Training Needs Analysis Form
(http://www.workforce.com/archive/article/23/45/81.php)
Example of a needs analysis form. Requires free registration to view. 

  Human Resources, Training, and Labor Relations Managers and Specialists
(http://stats.bls.gov/oco/ocos021.htm)
This site features an extensive job description for HR workers from the Occupational Outlook Handbook. Areas covered include the nature of the work, working conditions, job outlook, and qualifications. 
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