
How to Analyze 
Learn the rudiments of good needs analysis 
with this step-by-step guide. Needs 
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An e e d s a n a l y s i s d e t e r m i n e s 
w h e t h e r a t ra in ing p rog ram is 

really necessary. It is impor tant to 

begin a n e e d s analysis wi th a clear 

u n d e r s t a n d i n g of how it will benef i t t h e 

organizat ion. W h a t is e x p e c t e d , and wha t 

will h a p p e n as a result of it? M a n y o the r 

issues m u s t also b e add re s sed : H o w far-

reach ing should the n e e d s analysis be— 

should it s t re tch to the execu t ive off icers , 

t he c o r p o r a t e off icers , the d ivis ions , t h e 

regions , t he p lants? W h a t are t h e bes t 

m e t h o d s to use in c o n d u c t i n g t h e n e e d s 

analysis? Will t hey in te r rup t t h e work 

p rocess? 

T h e following s t eps can serve as a guide 

for each n e e d s analysis you do: 

• Iden t i fy p r e s e n t c o m p e t e n c i e s and 

s h o r t c o m i n g s in se rv ices o f f e red . 

• D e t e r m i n e the sho r t - t e rm and long-

t e rm objec t ives of t he n e e d s analysis . 

• Ident i fy t he popula t ion t o be s t ud i ed . 

Shou ld the en t i r e organi/ .ation b e ad-

d r e s s e d , or just cer ta in levels? 

• Selec t t h e s amp le p o p u l a t i o n . " 
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• D e t e r m i n e t h e f o r m a t for d a t a 

co l lec t ion . 

• D e t e r m i n e the need for r eady-made or 

c u s t o m - d e s i g n e d inven to ry . 

• A d m i n i s t e r t he i nven to ry . " 

• C o n d u c t t h e in te rv iews ." 

• Ana lyze and c o m p i l e d a t a . ' 

• C h a r t t h e resul ts , per par t ic ipant and 

per ca tegory . 

• List f indings and suppor t da ta . 

• Ident i fy p r o b l e m areas , 
• Des ign d e v e l o p m e n t s t ra tegies . 

H P r e p a r e t h e r epor t . 

" w h e r e app rop r i a t e 
A main cons ide ra t ion in a n e e d s 

analysis is t iming. W h e n is t he bes t t i m e 

t ions surface . T h e f o r m a t p r o p o s e d he re 

is f lexible enough to a d d r e s s each one . 

T h e first cons ide ra t ion is the ta rge t 

popu la t ion . It is bes t to des ign a n e e d s 

analysis for admin i s t r a t ion to d i f fe ren t 

levels. Each level mus t b e approached dif-

ferent ly . F o r the top e x e c u t i v e s , o n e - o n -

one in te rv iews with highly s t ruc tu red 

ques t ions work bes t . T h e analysis should 

be c o n d u c t e d in an informal e n v i r o n m e n t 

by s o m e o n e outs ide the organization who 

h a s a w o r k i n g k n o w l e d g e of y o u r 

bus iness , s t ra teg ies and ob jec t ives . C o s t 

prohibits one-on-one interviews with each 

m e m b e r of a d e p a r t m e n t . T h e r e f o r e , 

w h e n analyzing a d e p a r t m e n t ' s needs , it's 

Cost prohibits one-on-one interviews with each member of 
a department 

to conduc t it? It is difficult to gain valid in-

format ion dur ing a t u rbu l en t pe r iod at an 

organiza t ion . Each division and d e p a r t -

m e n t should be cons ide red acco rd ing to 

its p r e s e n t s i tuat ion and to the possible-

impac t of c h a n g e s on tha t division or 

depa r tmen t . W h a t new needs will surface? 

O n c e t h e q u e s t i o n of " w h e n " is 

answered , it is t ime to th ink about "how." 

W h e n analyzing t h e "how" and looking at 

the en t i re corpora t ion , several cons idera -

best t o admin i s t e r a n e e d s inven tory to 

d e p a r t m e n t p e r s o n n e l , and c o n d u c t one -

on-one interviews the next day with a ran-

d o m sampl ing of those employees , T h e s e 

in terv iews should differ f r o m those with 

the top execut ives . The d e p a r t m e n t inter-

views are only to clarify t he f indings f rom 

the needs inventory t a k e n t h e prev ious 

day . T h i s p r o c e d u r e is vital; it s epa ra t e s 

t he real p r o b l e m s and n e e d s f rom the 

s y m p t o m s . 53 
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I n s t r u m e n t se lect ion for t he n e e d s 

analysis should be ba sed o n t h e criteria 
that follow. 

Administrative concerns 
M e m b e r s of t he t ra in ing d e p a r t m e n t 

shou ld assess their special c o n c e r n s . It's 

i m p o r t a n t to d e t e r m i n e t h e a m o u n t of 

t ime, knowledge and expe r i ence requi red 

to prepare , administer , score and interpret 

t h e resu l t s of t he i n s t r u m e n t . T h e o b j e c -

tive: t o admin i s t e r t h e i n s t r u m e n t in a 

m i n i m u m a m o u n t of t ime and with t h e 

least a m o u n t of d i s rup t ion . 

T h e process should not drag on forever. 

It should t ake 1 ,000 p e o p l e o n e w e e k to 

c o m p l e t e t he inven tory , a n d the final 

r epo r t should b e p r e s e n t e d at t h e e n d of 
t h e fo l lowing w e e k . 

T h e t ra in ing d e p a r t m e n t m u s t de t e r -

mine how m u c h they will be involved in 

t h e admin i s t e r ing of t h e i n s t r u m e n t . Will 

t hey n e e d t ra in ing , and is t ra in ing 

available? Mow ob jec t ive is t h e scor ing? 

Objec t ive ly scored in s t rumen t s avoid t h e 

p r o b l e m of need ing special scor ing skills 

and , m o r e impor tan t ly , m a k e it easier for 

t h e r e s p o n d e n t s to accept t he accuracy of 
t h e resul ts . 

A n o t h e r cons ide ra t ion is t h e c o m p l e x -

ity of t h e scoring. C o m p l i c a t e d scales for 

scor ing are t i m e - c o n s u m i n g and requ i re 
addi t ional cos ts . 

T h e advan tage of an i n s t r u m e n t is that 

it is e a s y to admin i s t e r , it can be ac-

compl i shed quickly and with little disrup-

t ion to t h e work p lace , it can be ad-

minis tered in groups , and it can be scored 

on a c o m p u t e r quickly and accura te ly . 

T h i s f ea tu re frees t he training d e p a r t m e n t 

Irom scor ing and in t e rp re t a t ion , and re-

quires no special t ra in ing of t he staff . 

T h e i n s t rumen t mus t b e rel iable. It 

should yield the s a m e results for the s a m e 

p e o p l e on separa te occas ions , given t h e 

s a m e cond i t ions . T h e i n s t r u m e n t m u s t 

also be valid. T h e r e mus t b e a logical, 

clear connec t ion b e t w e e n t h e i n s t r u m e n t 

and t h e c o n t e n t it is to m e a s u r e . T h e in-

s t r u m e n t also m u s t p r o v i d e c o n c r e t e 

e v i d e n c e tha t t h e scores it shows a re 

r e l a t e d t o m e a s u r a b l e b e h a v i o r a l 

charac ter i s t ics of t h e p e r s o n s t e s t e d . 

Respondent concerns 
Any ins t rument used mus t be judged by 

its a p p r o p r i a t e n e s s to t h e par t i c ipan t s . 

Participants ' language and jargon, negative 

r eac t ions and familiari ty m u s t all be con-

s ide red . Is t he i n s t r u m e n t well r ece ived 

and u n d e r s t o o d by t h e par t ic ipants? T h e 

r e s p o n d e n t s , w h e n reviewing t h e repor t 

of f indings , should ag ree wi th t h e r epor t . 

Figure 1—Training and Development Assessment Profile Sheet 

1. Organizational Pride 
2. Performance 
3. Employee/Supervisor Relationship 
4. Communication 

5. Interpersonal Relations 
6. Training and Development Needs 
7. Career Planning 

- 1 0 0 % - 5 0 % 0 % + 5 0 % + 1 0 0 % 

- 1 0 0 % - 5 0 % 0 % + 5 0 % + 1 0 0 % 

- 1 0 0 % - 5 0 % 0 % + 5 0 % + 1 0 0 % 

- 1 0 0 % - 5 0 % 0 % + 5 0 % + 1 0 0 % 

- 1 0 0 % - 5 0 % 0 % + 5 0 % + 1 0 0 % 

- 1 0 0 % - 5 0 % 0 % + 5 0 % + 1 0 0 % 

" 1 0 0 % - 5 0 % 0 % + 5 0 % + 1 0 0 % 

T h i s e l iminates any th rea t en ing conno t a -

t ions an exerc i se like this may carry , and 

evokes a totally par t ic ipa tory feel ing 

a m o n g t h e individual , his or her depar t -

ment and the t ra in ing d e p a r t m e n t . 

Practicality 
E x p e n s e is a s t rong d e t e r m i n i n g factor . 

W h o suppl ies the inventory and o w n s the 

copyr ight? Is t h e i n s t rumen t a d a p t a b l e , 

and can it be "massaged" t o p r o d u c e the 

data you seek? C a n the analysis be ad-

min is te red in -house , or mus t it be d o n e 

by ex terna l sources? 

Training department concerns 
T r a i n i n g d e p a r t m e n t c o n c e r n s also 

mus t be taken into account . F o r instance, 

it m a k e s a difference who conduc ts the in-

te rv iews , admin i s t e r s t h e inven to ry and 

p repares the analysis. A thorough analysis 

will m o s t likely yield m o r e t h a n t ra in ing 

needs . It will isolate and identify s t rengths 

of di f ferent d e p a r t m e n t s . M a n y p r o b l e m s 

within a d e p a r t m e n t can not be reso lved 

by a t ra in ing p r o g r a m ; they m u s t b e ad-

dressed by other m e a n s . It's i m p o r t a n t to 

cons ider w h e t h e r t h e repor t will include 

t he se areas and suggest m e t h o d s for their 

reso lu t ion . A de f in i t e plus is in format ion 

that identif ies cu r ren t n e e d s — t h o s e that 

should be a d d r e s s e d immedia te ly by t h e 

t raining d e p a r t m e n t . T h i s in format ion is 

helpful in es tab l i sh ing priori t ies , t he ex-

tent of specif ic n e e d s , and the d e p t h and 

s cope of t hose needs . As this informat ion 

is g a t h e r e d , it p rov ides t h e basis for a 

c o m p r e h e n s i v e , in tegra ted d e v e l o p m e n t 

plan. A training program that provides this 

r e levan t serv ice is a va luable r e sou rce to 

the o rgan iza t ion . 

Interviews 
There are several bene f i t s to c o n d u c t -

ing in te rv iews . Firs t , t h e in fo rmat ion is a 

good s u p p l e m e n t to da ta f r o m t h e ins t ru-

m e n t and obse rva t ions . S e c o n d , w h e n 

p e o p l e a re in te rv iewed they feel m o r e in-

vo lved in ach iev ing t h e ob jec t ives of t h e 

needs analysis. Interviews also encourage 

peop le to get things off their chests , which 

is very helpful in obta in ing a c c e p t a n c e for 

t raining p rograms . Plus, s o m e p e o p l e ex-

press their po in t s of view b e t t e r one -on -

o n e t han on a wr i t ten ques t ionna i r e . 

In terviews serve as ciarifiers; they clear 

up a s s u m p t i o n s and p r o m o t e a be t t e r 

u n d e r s t a n d i n g of the facts . T h e y uncove r 

t he roots of p r o b l e m s and p rob lem areas . 

In t e rv iewing he lps you build a rappor t 

with individuals in an o rgan iza t ion . It 

enab l e s you to b e c o m e familiar with their 

language, plus shows tha t you think p e o -

ple are i m p o r t a n t . 

E v e n t h e bes t of s t ra tegies have cau-

tions. S o m e things to pay special a t tent ion 
to in in te rv iews are: 

• Perceptions. S o m e p e o p l e feel th rea t -
e n e d b y i n t e r v i e w s . P a r t i c i p a t i o n , 

t he r e fo r e , should be vo lun ta ry . 

• Cost. Interviews are expensive in t e rms 

of t ime , s p a c e and staff . 

• Scheduling. In te rv iews can be d i s rup-

tive to t h e organiza t ion , especial ly if 

e m p l o y e e s travel f r e q u e n t l y . 

• Staying on track. It is sometimes easy to 
b e c o m e so involved t ha t t he in terv iew 

tu rns in to a coach ing or counse l ing 
sess ion . 
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S o m e t i m e s it is poss ib le and e f fec t ive 

t o in te rv iew several peop le s imul tane-

ously . T h e best resul ts , chough, usually 

are ob t a ined f rom pr ivate in terviews in a 

c o m f o r t a b l e , n o n - t h r e a t e n i n g se t t ing . 

T h e r e should b e no in te r rup t ions dur ing 

in te rv iews . 

Ef fec t ive in terviewing requ i res e x t e n -

sive preparat ion plus training in interview-

ing t e c h n i q u e s . T h e in te rv iewer mus t 

have a g a m e plan . Will t he session b e 

s t ruc tu r ed or p layed by ear? 

T h r e e t e c h n i q u e s — p r o b i n g , clarifying 

and s u p p o r t i n g — w o r k well for n e e d s 

analysis in terviews. H e r e is a sugges ted 

in te rv iewing p rocess : 

H Do your homework. Observe the depart-
m e n t . G e t t o k n o w t h e w o r k i n g 

e n v i r o n m e n t . 

H Prepare participants. Thoroughly in-
t r o d u c e the par t ic ipants t o the in te rv iew 

p roces s . 

• Start the interview. To break the ice, 
e x c h a n g e s o m e in format ion regard ing 

goals, p r o c e d u r e s and confident ia l i ty . D o 

not t a k e no te s or use a t a p e r e c o r d e r . 

• Get information. C r e a t e a rappor t and a 

c l ima te for unde r s t and ing . Exerc ise good 

l i s tening skills and pay a t t en t ion to " f ree 

in fo rmat ion . " 

• Close your interview. Assume the 
responsibi l i ty for e n d i n g the in terv iew, 

and end it in a c o m f o r t a b l e , bus iness l ike 

m a n n e r . 

• Analyse the information. Do a statistical 
s u m m a r y of t he r e s p o n s e s . Be wary of 

t rans la t ing all t he data accord ing t o your 

personal theore t ica l s y s t e m . Keep t h e 

analysis ob jec t ive . 

• Report on the analysis. Share the analysis 
with t h e in te rv iewees . R e m e m b e r t o 

main ta in conf ident ia l i ty . Each p e r s o n 

should k n o w what repor t ing p r o c e d u r e 

will b e u s e d . 

Fo l lowing are poin ts to r e m e m b e r 

when interviewing: L i s ten pat ient ly; k e e p 

an open mind ; show s ince re in te res t ; get 

t h e full s tory; get t he facts s t ra ight ; 

d i scuss , bu t don ' t argue; wa tch your per-

sonal bias; main ta in conf ident ia l i ty . 

Consulting model 
After a needs analysis is i m p l e m e n t e d , 

r e p o r t s should s h o w t h e s t r e n g t h s , 

s y s t e m s and in terpersonal areas to be ad-

d r e s s e d . O n c e t he se areas are ident i f ied , 

the training depa r tmen t can play a vital in-

ternal consu l t ing role to d e p a r t m e n t 

m a n a g e r s . T h e t ra in ing d e p a r t m e n t 

shou ld p r epa re a consu l t i ng m o d e l , 

c u s t o m i z e d for each d e p a r t m e n t . S o m e 

areas tha t may b e inc luded in t h e c o n -

sult ing mode l are: 

B Organizational pride. How do the 
d e p a r t m e n t m e m b e r s feel a b o u t the i r 

g roup? Are t hey p r o u d to be a pa r t of t h e 

organiza t ion? 

• Performance. Are d e p a r t m e n t m e m b e r s 

p roduc t ive? Are they p e r f o r m i n g as well 

as t hey should and could? W h a t is t h e 

c l imate of t h e d e p a r t m e n t ? 

• Employee!supervisor relationship. How is 
the re la t ionship? W h a t could b e im-

proved? W h e r e are t h e r e p r o b l e m s ? 

• Communication. D o they receive the in-

format ion they need? Is it t imely and suf-

ficient and sent through orderly channe ls , 

or is it sent through the grapevine? Is c o m -

munica t ion o p e n a n d h o n e s t ? 

• Interpersonal relations. Is there conflict 
b e t w e e n d e p a r t m e n t m e m b e r s ? H o w is it 

hand led? W h a t changes would help? 

• Training ami development needs. What is 
n e e d e d for g rowth and d e v e l o p m e n t ? 

W h a t d o e s the d e p a r t m e n t n e e d to 

b e c o m e m o r e p r o d u c t i v e ? 

• Career planning. What is the predomi-
nant career pa th of d e p a r t m e n t m e m b e r s ? 

W h e r e in t h e organiza t ion can t hey go? 

Figure I depic ts a training and deve lop-

men t prof i le shee t used to m e a s u r e t h e 

a m o u n t of c h a n g e n e e d e d in these areas . 

It can b e a useful tool w h e n scor ing is 

based on a numer ica l scale or any scale 

tha t can be c o n v e r t e d t o n u m b e r s . 

Summary 
Most organiza t ions spend mill ions of 

dollars a year cu r ing s y m p t o m s chough 

not knowing the t rue causes. W h e n n e e d s 

have been correct ly identified, c o m p a n i e s 

can design a co r rec t ive act ion plan— 

w h e t h e r it be t ra ining or s o m e o the r t y p e 

of p l an—tha t is appl icable . It should b e 

e x p e d i e n t and cos t -e f fec t ive , p rov id ing 

t h e g r e a t e s t r e t u r n on i n v e s t m e n t 

poss ible . 

An organiza t ion muse k n o w why it re-

quires a n e e d s analysis. In se lec t ing t h e 

type, format and focus of the analysis, you 

mus t b e cer ta in you a r e addres s ing t h e 

organizat ional n e e d . Al though it may b e 

cost ly, flexibility and p rope r admin is t ra -

tion of the analysis plus p roper scoring and 

conc i seness in t h e repor t are vital to t h e 

success of t h e n e e d s analysis . T h e cos t s 

of a good needs analysis should be viewed 

as a o n e - t i m e e x p e n d i t u r e that is an in-

v e s t m e n t in t he f u t u r e . n 
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