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Consulting Services in

Training Needs Analysis

WHY DO ORGANIZATIONS CHOOSE TO CONDUCT TRAINING NEEDS ANALYSES?

Because they need a reliable way to determine where their investment in training programs will have the highest payoff.  This seldom easy to do, and there are several reasons why:

1. Much of the time, line managers most Training Directors support are simply unaware that they have a training problem. Others are unsure about how people on their staff might benefit from a training intervention.

2. Others may have a very clear idea that there is a need for training in their business units, but they don’t know how to describe it.

3. Others may have the opposite difficulty: they see every performance failure as a training problem. They expect that a quick-fix training course will address what is really a more complicated underlying problem: a failure in management, systems, or planning.

4. Even when bona fide training problems are successfully identified and defined, there are simply too many of them to be addressed all at the same time.

5. Sometimes several business units are competing for the same scarce training resources, and it is difficult to tell right away which has the best claim on them.

6. There is, finally, a reluctance on the part of many managers to see training as the right way to remedy a performance problem because they believe it is too time consuming and expensive. It is easier to hope that these problems will eventually go away, and that time itself will be the cure.

The method most organizations use to deal with these issues is to conduct a Training Needs Analysis.

WHAT EXACTLY IS A “TRAINING NEEDS ANALYSIS”?

It is a structured process by which an organization examines its work performance  practices to find out where training programs will add value in helping to do these things: 

· Deal with some serious shortcomings in the enterprise;

· Improve existing work processes in some material and desirable way;

· Explore some new and tangible opportunity;

· Exploit a new technology.

A Training Needs Analysis does these things:

· It identifies performance deficiencies (or opportunities) observed by managers and executives within the organization.

· It lists and describes them in clear behavioral language.

· It analyzes them as to their likely reasons and causes.

· It suggests which of them can be remedied by training programs, as opposed to those that should be solved in some other way. Not every performance problem, after all, is a training problem. (See the description of our consulting services in “PERFORMANCE PROBLEM ANALYSIS” elsewhere in this website.)

· For those performance problems where training programs seem to be the right answer, a Training Needs Analysis also outlines the many forms such training can take---e.g., classroom instruction, on-the-job training aids,  computer-based long distance learning, individual coaching, and the like--- and assesses which is likely to be the most useful and cost-effective.

· The Analysis also rank-orders these training possibilities in terms of their direct impact on the business, and prioritizes them. 

· At its conclusion, the Training Needs Analysis produces a final report which summarizes its findings, makes recommendations, calculates costs and time lines, and serves as a platform that the project sponsor can use to then make a case to his or her own senior management.

WHY DO ORGANIZATIONS SELECT US TO CONDUCT THESE ANALYSES?

We have found that the overwhelming majority of Training or Human Resource Directors who choose us to conduct a comprehensive Needs Analysis are more than capable of conducting one themselves. They come to us for any one or a combination of these reasons:

· They are overwhelmed by all of their other responsibilities. Other projects or demands from the organization always seem to take precedence over this one.

· They don’t have a staff that is competent to do this kind of work without constant supervision and oversight.

· They do have a trained staff, but that staff is continually and repeatedly committed to other projects.

· They feel that the independent observations of an outside consultant add either weight or objectivity to those of its internal professionals.

In a word, we are retained by most clients to serve as an extension of their own internal professional capabilities.

HOW IS SUCH AN ANALYSIS CONDUCTED?

The typical Training Needs Analysis proceeds in this fashion:

Step One

We always begin with an in-depth interview with the Sponsor who hired us. We use that as an opportunity to tighten our definition of the assignment, to learn as much as we can quickly about the culture of the organization, and to design together the rough outlines of the Fact-Finding stage which then follows.

Step Two

We interview people identified by our sponsor as having direct knowledge and experience useful to this project. Generally they are line managers and executives, as well as those staff people whose experience relates to the area we are researching. We generally ask try to identify candidates who are observant, reflective, and articulate.

Step Three

Sometimes, when the number of people to be interviewed is large, we use focus group methodology and formats to gain group insights more quickly.

Step Four

We ask for and then review any documentary information that the client feels bears on this matter. We review as well whatever training has been done in the organization in the recent past, including course evaluations.

Step Five

We then assemble a first draft of our findings and recommendations. We get initial reactions from our sponsor and others that person may designate.

Step Six

We prepare and submit our final report.

We find that this process reliably produces the following outcomes:

Client confidence that the training needs we have identified represent an accurate and dependable description of training issues they need to address.

Convincing rationales our sponsors can use when they solicit funding and approvals from senior executives for the training programs they wish to initiate.

A rational framework training project managers need in order to prepare training budgets and project work plans.

An invaluable input for HR departments who are engaged in human resource strategic planning.

A thoughtful base line for HR professionals when they put together their own annual Performance Planning goals.

COSTS AND TIMING?

Time and money estimates for Training Needs Analyses vary broadly, of course, depending on the size of the organization and the scope of the project.

In general, we can say that most such analyses are completed in about 2 to 4 weeks, depending mostly on the number of people to be interviewed and their scheduling availability for this purpose.  We charge $250 an hour for our services in conducting these training surveys. The majority of them in the past have taken us 20 to 40 hours to complete.

Organizations wishing more information on this consulting service should contact us by phone at (203) 775-6756, or by email at rj@robertjud.com.
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