CH 4 : Needs Analysis

Learning Objectives :

After reading this chapter, you should be able to:
m Describe the purpose of a needs analysis.
m List and describe the steps in conducting a needs analysis.

m Differentiate between proactive and reactive needsanalysis approaches, and
describe the situations favoring the use of one over the other.

m Describe the relationship between needs analysis and‘the ‘design and evaluation
of training.

WHY CONDUCT A TRAINING NEEDS ANALYSIS?
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TNA Tasasystematic method for determining what caused performance to be less
thaniexpeeted or required.

- the “trigger” for doing a needs analysis occurs when actual organizational
performance (AOP) is less than expected organizational performance (EOP) . We
refer to this difference as the organizational performance gap (OPG) .

performance gap J identification Jexis TNA JI-
OPG = EOP - AOP
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= A TNA is important because it helps determine whether training can correct the
performance problem. In some cases, the TNA indicates that employees lack the
necessary knowledge, skills, and attitudes (KSAs) to do the job and they require
training. In other cases, employees have the KSAs to do the jobgbut there are
roadblocks that prevent effective performance. These barriers necdyto/be.identified
and removed. As a training professional, you will use the TNAyto ensure thatyyou
provide the right training to the right people
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- The training needs analysis phasgfis the, mest important phase in the training

process , unless you get this part right , the rest of what you do as a trainer won’t
make any difference.
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- Using TNA ensures that youptraining focuses on KSAs the trainer really need
- Theyneed analysis‘allows the trainer to begin by explaining how the training will

be useful, ifitrainees see the training as relevant , they are more likely to be
interested in‘attending and maintain intrest during the training

uaidl, =) jmportance of TNA :

1. It indicates if employees lack of KSA to the job
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2. It indicates if the employee has the KSA but there are roadblocks that prerent
effective performance l
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3. It determining if problems can be solved by training
Y sl dadl sa eyl 13l Cadig) sl

4. It provides and evaluation measure after the training
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5. It provides a benchmark of the performance level and KSA employces posses
before training
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The TNA Model : At ail) Salia ) Jalas 73 gad
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= when a key decisiomymaker suggests that there is a performance problem now or in
the future, aTNAls triggered.

= The nextstep m the TNA model is the input, which consists of an organizational
analysis, an‘operational analysis, and a person analysis.

s Aaldaill b gise 3 J) S e (S Uiy

1. The organizational analysis : is an examination of an organization’s
strategy, its goals and objectives, and the systems and practices in place
to determine how they affect employee performance.
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2. operational analysis ( Expected performance (EP)) : is the
examination of specific jobs to determine the requirements, in terms of
the tasks required to be carried out and the KSAs requited toget the job
done.
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3. person analysis(Actual performamce (AP) ): is the examination of the
employees in the jobsyto determine whether they have the required KSAs
to perform at theg'expected Ievel, It is analogous to a job analysis, or a
task analysis Alda
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Purpose of Person Analysis :

m Identify individual job performance gaps

m Determine cause of performance gaps by:

» Comparing individual KSAs to those required to meet job perfermance
standards.

If KSAs are lacking Faining MAY be a solution
If KSAs exist, training is NOT a solution

» Also need to examine motivation and environmentdactorsaeven for those
lacking KSAs
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Data Sources for organizational Analysis :

17:: 024520 What Do You Ask and of Whom?

Who to Ask
What to Ask About
Mission Goals and Objectives
What are the goals and objectives of the organization? Top management
How much money has been allocated to new initiatives? Relevant dep nt managers,

Is there general understanding of these objectives? Q ‘

Social Influences

What is the social pressure in the department regarding these goals and objectives,
regarding productivity?

Reward Systems

What are the rewards, and how are they distributed?
Are there incentives tied to the goals and objectives? clevant department managers,
isors, and incumbents

What specifically do high performers get as rewards?

Job Design

How are the jobs organized? Relevant supervisors and incumbents, and

do thewsend it perhaps relevant department managers

Where does their work/material/information come fron
when done?
Does the design of the job in any way inhibit incumb
performers?

Job Performance
Relevant supervisors and incumbents

Relevant department managers,
supervisors, and incumbents
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Data sources for operational analysis :

-ed Data Sources for Operational Analysis

Sources for Obtaining Job Data Training Need Implications

Practical Concerns

1. Job Descriptions

meant to be all inclusive.

2. Job Specifications
each job. More specific than job

descriptions and may include judgmen

of required KSAs.

3. Performance Standards jectives

This source provides
related to the tasks requi
standards in terms of p:

4. Ask Questions About the Job

a. Of the job holders Asking both
b. Of the supervisor supervi

Data Sources for Person Analysis
g

‘

Training Need Implications

This source outlines the job’s typical
duties and responsibilities but is not

These are specified tasks required for

e how developed. Often
y supervisor or

often organizations do not have formal
erformance standards

Must be done correctly to be of value

Remarks

aisals Useful if done specifically for TNA.

: Shows who is not meeting

a. Productivit performance standards, but not why.
b. Absenteeism and tardiness
c. Accidents

d. Grievances

e. Waste

f. Product quality

g. Downtime

h

. Customer complaints
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Supervisor ratings often not just for TNA,
and often not done well.

Useful, easy to analyze and quantify for the
purposes of determining actual
performance.
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3. Observation—Work Sampling

4. Interviews/Questionnaires

5. Job Knowledge Tests

6. Skills Tests
Simulations
¢ Role-play
e Case study
¢ Business games
e In basket

7. Assessment Centers

8. Coaches

9. Individual’s objectives

M ore subjective technique but provides
both employee behavior and results of the
behavior.

U sed here to focus on employee’s
perception of her training needs and
attitudes. Also involvement in

TNA motivates employees to learn.

S hows specific KSA levels.

Certain knowledge, skills, and or
attitudes are demonstrated in these
techniques.

Combination of several of the abowve
techniques into an intensive assessment
program.

Have extensive mteractions with trainee
and can geta good feel for gaps in
competencies:

Shows the relationship between

performance data and the individuals’ goals.

This is done effectively in some situations
such as customer service where employees
know that the telephone calls employees
answer from customers can be monitored.

Need to be sure employee believes it is in
her best interest to be honest; otherwise,
she may not be forthcoming as you would
like. Also she may not know what her
needs are.

Care in the'development of tests and
scoring keys s important and difficult to do
if nottrained in thefprocess)

Can beg tailer-made ‘onstandardized.

Care mustbe taken so,that they measure
job-related ‘qualities.

Useful, but again, care in
development of'scoring criteria is
important.

Although expensive, these are very good as
they use multiple raters and exercises to
assess employees. Also, criteria for
performance are well developed.

Coaches must be competent to assess
training needs.

Good process when implemented properly.

: alead sl ) techniques A (2 job analysis J)

.. Task oriented :identify various tasks / activities required to perform the job
effectively +we examine these tasks to determine the KSAs necessary to
perform these tasks effectively

2. Work oriented JA : Identify the KSA needed to perform on the job rather

than the task / activity

Training is not always the best solution to a KSAs gap
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Other solutions
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1. Job Aids: A set of instructions/information that is available at the job site.
The purpose is to provide guidance to the worker Job aids are helpful for
complex jobs that consist of several steps or are dangerous
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2. Practice with coaching :
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3. Redesign the job: Sounds extreme but wosth considering for qualifies
employees
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4. Termination oryTransfer: Sometimes neither training nor other options
are the bestgoeliminate the PG - we might need to consider terminations
or transfer
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Upon Completion of TNA Analysis

Upon completion of
Org. analysis + Operational analysis + Person analysis
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we come out with 2 different outcomes:

Training and Non-Training Needs (employee needs training OR no need
for training)

Non-training needs show no gap in KSAs
PG is NOT a result of a lack of KSAs but due to the followiag:

Non training Need e alla S KSAs Ju gap Ue Jié adla g Llla ¢ BZaad ASLa
el se (e s A0l e ¢ (i L (358 (0 b 4 it 2l s O,
oY) ladiy A8 L ) 5S AlG

Non-Training Needs

Nontraining needs include those that show'no gapiin required KSAs and
those characterized by a KSA gap butyfor whichitraining is not the best
solution. First, let’s examine thoséthat'show no KSA deficiency.

NONTRAINING NEEDS THAT HAVEINO KSA GAP These PGs are not a
result of a lack of KSAs, buta result of the following:

1. Performance Consequence Incongruence:

JS OS¢ Gy n g B Biealiga 6 A3 CaliSi g Jlad ()5S Wl § ity sl Ly g ¢ Gailiiall ooV dagis
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2a.Barriers to Performance :
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3. Feedback problems:
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[ Performance Gap Identified ]

i 4

[ Cost/Benefit of Fixing is Positive ]

| |
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Are performance consequences Is feedback a problem? Are there barriers to
incongruent with desired performance?
performance?
(Motivation) (Knowledge of results) (Environment)

Mo —

[ Align rewards to performance ] [

[ Remove barriers ]

Provide adequate ]

feedback
N— 7
| R
L These need to be addressed before training will
. result in improved performance
Is there a gap in KSAs?
Yes
Solgtion Choices:
Job aids
Practice ith Coaching
Redesign the Job
Traihing
Termination
Transfer

Reactive TNA  e=== 4aul Jidaill e g 53 g2ic

JV st acny (032 PERSON 5 OPER e A Jalaill (e (g s e U3 5 cuaie g 6l algs
Jidaill slgs dima Al s o gl dima il ¢ S 55 (Sas ¢« Org analysis

STUDENTS-HUB.com Uploaded By: (s 5 g0


https://students-hub.com

In Reactive TNA, we focus more on operational and personal analysis because the
triggers are already identified, and we aim to identify the current PG

The organizational analysis will support us to understand better the situation by
identifying incongruent consequences, feedback problems and performance
barriers.

Proactive TNA ¢ “culilailiie Sl 58 B
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Proactive TNA : Focuses on performance gaps in the'future ,"We focus on
Organizational level requirements: new strategies, new tactics, new objectives and
reflect the changes on the org. structure, poli€ies, procedures

¢ proactivelor redetive aed (el g sl e bl el -
Rt Ul (43 jumae (585 (lde proactive )

< 5ll udl g proagtive (s Jase G i ¢ e gl e il gxie o5 best senario J) o -
LelY & 58 reaction e o8 O sSs L aia) o 3¥ Ol 8 1A

succesion planing J proactive J) JSai aal e -

In general, the proactive TNA is better than the reactive TNA because it is
better to be aware of the PG that may take place before happening and that
will help us be prepared and make better decisions and act more efficiently,
yet the most effective is to use a combination of both approaches.
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Summary of the chapter : LUl aaY & paile

- Training is a reasonable solution when a PG is caused by an employee’s lack of
KSAs. However, most problems identified by managers as requiring training
actually do not require training. Most such problems are a function of
organizational barriers (reward/punishment incongruities, inadeq@ate,feedback, or
system barriers) to performance. A TNA will reveal the location and réason for the
problem.

-« the appropriate KSAs required to do the job arg identified (operational analysis),
« the KSAs of the employees in that job are determined (person analysis) so that
only those needing training are trained, and“the roadblocks toytransfer of the
training are identified (organizational analysis)and remo

- The TNA consists of organizational, operational, andperson analysis. The
organizational analysis is designed to assess the capital resources, HR availability,
and the work environment. It is important te.understand the amount and type of
resources available and what type‘of envitonment the affected employees work in.
Often, employees are not petforming-atthe expected level for reasons other than a
lack of KSAs. The organizational analysis identifies these reasons so they can be
rectified. Even wherne@lKS Asyare the problem, other remedies (job aids, practice,
and so forth) can be'consideredybefore training

- Theperational analysis provides information pertaining to the KSA requirements
for the job. iniquestion. Observing the job, doing the job, and examining job
descriptions and specifications are some of the ways of determining this
informatioms, The method most often used, however, is to ask incumbents and
supervisors what is required in a systematic way

- The person analysis provides information on each employee’s specific level of
competence regarding the KSA requirements. Several methods can be used to
determine competence levels, such as examining performance appraisals, testing,
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or simply asking employees where they encounter problems. Each of these
approaches offers advantages, and the one you choose depends on factors such as
time and availability.

- There are two types of TNA: proactive and reactive. With proactive TNA, the
focus is on planned changes to jobs and performance expectations, Typically,
these changes evolve from strategic planning, but also might oc€ur from other
processes. Because the proactive TNA anticipates future changes, it,alse;must
anticipate the KSAs required to meet or exceed performance expectations mithe
future. As a result, some of the types of information collected'are different from
those collected for the reactive TNA.

- The reactive TNA is far more common and is‘@aresponseyto a current PG. Here, the
TNA needs to be completed more quickly bécause,the gap“is already affecting
productivity. An effective organization uses both proactive and reactive types of
TNA.

EndOf The Chapter©
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