
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

  INTRODUCTION 

In Topic 1, we have already identified four main phases in the training and 
development process i.e. needs analysis, design, implementation and evaluation. 
This topic will focus on the first and second phases. There are several important 
points in the first and second phases of the training process that should be given 
priority, namely, the needs analysis and training design phase. 
 
Several important points will be addressed in this topic: 

(a) How do we determine whether training is needed in an organisation? 

(b) What methods can be used to determine whether training is necessary? 

(c) How is a training programme developed? 

(d) What are the important elements of the training objectives? 
 
To find out the answers, we will examine the first phase of the training process, 
namely, the training needs analysis phase. We shall see how the training needs at 
the organisational, work and individual levels are determined. After we have 

LEARNING OUTCOMES 

By the end of this topic, you should be able to:

1. Explain the importance of the needs analysis phase; 

2. Explain the three levels of training needs analysis that should be 
carried out; 

3. Describe the important activities that are involved in the design 
phase; and 

4. Summarise the crucial components in good training objectives. 
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identified the training needs, we will move to the second phase, which is the 
training programme design phase. In this phase, we will discuss a few important 
steps such as determining objectives, choosing an appropriate programme and 
trainer as well as developing a training programme. 

 
NEEDS ANALYSIS PHASE 

It is important to carry out needs analysis to decide whether training and 
development are necessary in a particular organisation. 
 

 

This analysis is carried out mainly to determine: 

(a) Which division of the organisation requires training; 

(b) The type of training needed; and 

(c) Who requires training. 
 
Needs analysis can help us identify any shortcoming or gap that exists in 
organisational, job or employee performance. It can indicate the need for 
training, such as: 

(a) Organisational performance can indicate whether the organisation has 
achieved its objectives. 

(b) Current job performance can ensure that all employees have the 
knowledge, skills, attitude and capabilities needed to complete their 
present tasks efficiently and effectively. 

(c) Future job performance can identify whether the knowledge, skills, attitude 
and capabilities that one has are adequate for carrying out his/her tasks in 
future. 

(d) Employee performance can determine which employees need to be trained 
now and in future. 

 
In short, needs analysis is vital because the information gathered could 
determine whether training is necessary, where it is needed, how an appropriate 
type of training is going to be carried out, who are involved in the programme, 
the conditions under which the training needs to be carried out and the type of 
evaluation used to evaluate the training programme. Figure 2.1 lists the five 
types of training needs as suggested by Brinkerhoff (1986). 

2.1 

DeSimone, Werner and Harris (2002) explain that the need for training is due 
to some shortcomings or gaps in the actual performance level which can be 
rectified by providing training. 
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Figure 2.1: Five types of training needs 

 
We will now examine the five types of training needs mentioned in Figure 2.1. 

(a) Performance Gap 
There is a need for training to help employees who have not achieved their 
desired performance level. Performance gap here means the comparison 
between the actual achievement of the employee and the prescribed 
performance level. 

(b) Democratic Needs 
Training is decided upon request by employees. Sometimes, it is the 
employees themselves who will apply to join a particular programme based 
on their needs, inclinations and interest. 

(c) Diagnostic Needs 
The need for training depends on factors that affect employee performance. 
Training is more focused on factors that could lead to performance that 
would be effective in future and not on the problems of the present 
performance. 

(d) Analytical Needs 
Training is needed to identify new work procedures that are better than the 
existing system. This also includes programmes that could encourage 
employees to be creative and innovative in order to improve their present 
working procedures. 
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(e) Legal Needs 
Training required has been prescribed by the legal system or regulations. 
 

 

2.1.1 Levels of Analysis 

Training needs analysis can be carried out at three levels, namely, organisational, 
task and individual levels. Refer to Figure 2.2 for a general picture of the three 
levels concerned. 
 

 

Figure 2.2: Three levels of training analysis needs 

 
Organisational analysis involves observing an organisationÊs internal and 
external environments as a whole to identify whether it has achieved its targets 
and objectives. Task analysis, on the other hand, is more concerned with 
analysing a particular job in order to identify the type and level of knowledge, 
skills, attitude and capabilities that are required to do the job concerned 
efficiently and effectively Individual analysis focuses on the employee to 
determine whether he/she requires any training in order to acquire the 
competency that is required. 
 

The first step that one must take before developing a training is to 
come up with a training needs analysis. In your opinion, why is this 
step crucial? How can training needs be identified? 

ACTIVITY 2.1 
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(a) Organisational Analysis 
Organisational analysis entails analysing an organisationÊs needs through 
its prescribed vision, mission as well as short-term and long-term 
objectives. Various information resources can help in identifying training 
needs at this stage such as the organisationÊs mission and vision, human 
resource management indexes, skill inventories, organisational climate and 
competency indexes. These resources can act as indicators of problems or 
gaps in the organisation which require further analysis. 
 

(b) Task Analysis 
Task analysis is sometimes referred to as operational analysis. For this type 
of analysis, the targeted working outcome by the organisation for every job 
has to be identified and determined. The connection between one job and 
another, or work chain, has to be taken into account to ensure that the final 
product fulfils the criteria of the stipulated working outcome. 

 
Evaluation at the task level is usually made by referring to job description 
and specifications to identify the activities related to a particular task and 
the competency level required to complete it. There are five main steps in 
task analysis: 

 
(i) List the tasks and responsibilities required for the job. We will list here 

all the activities or steps taken to complete the job. 

(ii) Identify the type and level of knowledge, skills and capabilities 
required to complete the task. 

(iii) Identify the performance level required for a particular task. 

(iv) Identify the task and competency that should be included in the 
training programme for that particular task. This would involve the 
evaluation of the level of difficulty, importance and duration 
necessary to complete a task. 

(v) Arrange training needs in accordance to their priority. The task and 
competency that are on the top of the list should be dealt with first. 

 
(c) Individual Analysis 

The third level of the evaluation phase identifies the training needs at the 
individual level to determine which employees need to be trained in order 
to improve their job performance. Two important questions that need to be 
answered are who needs to be trained and what type of training is 
required. Thus, we have to identify the employees who display a gap or 
shortcoming by comparing their current job performance with the 
prescribed one. Should a gap exist, we have to decide on the appropriate 
training which would help the employee to narrow down the gap. 
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From the discussion above, we can conclude that needs analysis is a process 
that is systemically done by an organisation to see whether training is 
required or otherwise. An effective analysis highlights important points to 
the organisation. These include: 

(a) The effectiveness of an organisation in achieving its objectives ! 
Comparing actual performance with the one that has been prescribed; 

(b) Current competency gap ! Comparing the employeeÊs current 
knowledge, skills and capabilities with the prescribed level and type 
of competency which are vital in carrying out a given task efficiently 
and effectively; and 

(c) Future time competency ! Comparing current competency with 
competency that is required for a future task or responsibility. 

2.1.2 Methods of Analysis 

There are a number of methods and information resources that can be used in 
this analysis phase. Figure 2.3 shows the four methods of analysis. 
 

 

Figure 2.3: Methods of analysis 
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Every method has its advantages and disadvantages. Thus, to obtain a better 
analysis outcome, the normal practice is to use more than one method. 

(a)  Questionnaires 
In this technique which uses forms, a greater number of people are 
involved in a shorter period. In addition to its low cost, it is easier to handle 
and to make an analysis. However, the responses are difficult to control. 
Furthermore, the questions asked have to be few and brief as it would take 
a long time to complete it otherwise, and might annoy interviewees. It is 
also difficult to gather more information from the completed forms. 

(b)  Interviews 
The interview technique, whether by phone or face to face, is very effective in 
gathering more detailed information. Nevertheless, it is time-consuming, 
especially if we wish to get information from many respondents. The 
information gathered is also difficult to analyse. Furthermore, we need 
skilled interviewers to get complete feedback. It can also disrupt the 
intervieweesÊ work flow as they would have to stop from work for the time 
being in order to answer the questions posed to them. 

(c)   Observation 
This technique can provide more accurate information regarding a 
particular job because the observations made are based on the employeesÊ 
job-related movements. Nevertheless, the observer has to be skilful to 
ensure that no important aspect is left out. In addition, this technique takes 
a longer time to obtain correct and complete information. 

(d) Examining Documents 
Using documents that are available can provide accurate information on a 
particular subject. Nevertheless, the documents may be obsolete and therefore 
not suitable to be used. In addition, the information needed may be difficult to 
obtain and may take a longer time to locate if the filing system is poor. 

 

 

To identify the gap or training needs in an organisation, there are many 
information resources you can use besides the four techniques discussed above. 
DeSimone, Werner and Harris suggest that appropriate information resources be 
used at every stage of the analysis while carrying out the training needs analysis 
of an organisation. The following are some of their suggestions: 

ACTIVITY 2.2 

Think of other techniques that you can use to obtain information on 
organisations, tasks and individuals and discuss these with your 
coursemates. 
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(a) Organisational Analysis 

(i) OrganisationÊs Aims, Objectives and Planning Documents  
These would explain the organisationÊs directions and point out 
where the emphasis of the training should be. 

(ii) Human Resource Inventory  
This can ascertain the vacancies that need to be filled as a result of 
resignations, retirement etc. The vacancies will determine the 
performance level that is required for the job. 

(iii) Skills Inventory  
This is an indicator of the number of employees in a particular 
position, the skills required and the training that has been given and 
needs to be given. 

(iv) Organisational Index  
Data such as grievance rate, turnover, absenteeism, productivity, 
accidents and customersÊ complaints can be seen as problems that 
exist which can determine the need for training. 

(v) Competency Index  
Data such as the costs of resources used, quality of products, level of 
equipment used, wastage rate, repair rate and late deliveries may 
indicate actual performance. 

(vi) Requests from Management  
This technique is often used to identify the training needs of an 
organisation. 

(b)  Task Analysis 

(i) Job Analysis  
This covers job description and specifications which can identify the 
tasks and competencies needed to achieve the prescribed job 
performance. 

(ii) Interviews 
This technique can be used to gather information on a particular job. 
The employee concerned, the supervisor as well as management can 
be interviewed to identify the shortcomings. 

(iii) Observations 
This method can be helpful in obtaining information about a 
particular task that is more complete and accurate. 

(iv) Work Records and Procedures 
Work procedures are normally recorded. This can help in making the 
work flow run smoothly and makes it easier for us to identify any 
shortcomings or errors. It is a normal practice for an organisation 
which practises a quality system to keep complete documents on 
procedures and work instructions. 
 



       TOPIC 2    NEEDS ANALYSIS AND DESIGN PHASE 30 

(c)  Individual Analysis 

(i) Performance Evaluation 
This can provide information on shortcomings or performance gaps 
that exist. 

(ii) Performance Index 
Data such as absenteeism rate, productivity, accidents, grievances and 
customersÊ complaints are examples of data that can indicate a 
performance gap. 

(iii) Observation of Work 
This can provide information on an individualÊs behaviour and job 
outcome to be used as a comparison with the standards set to identify 
any shortcoming in his job performance. 

(iv) Interviews 
Interviews with employees can determine the training that is 
considered necessary to improve their performance. 

(v) Test 
They can be used to gauge whether employees have the knowledge, 
skills and capabilities required to complete their tasks efficiently and 
effectively. 

(vi) Critical Events 
EmployeesÊ actions are critical in determining the achievement level 
of their job performance. 

(vii) WorkersÊ Records 
These can identify which employee should undergo training. 

 
Mager and Pipe (1997) suggested a flow chart or algorithm (see Figure. 2.4) to 
determine whether training is an appropriate solution to overcome the training 
needs that have been identified. The flow chart suggests that needs analysis 
should be carried out at every level starting from organisational analysis for a 
more accurate outcome. 
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Figure 2.4: Diagnostic flow chart of needs analysis process 

Source: Mager & Pipe (1997) 

 
After we have carried out the needs analysis, we have to determine whether the 
needs can be addressed by carrying out a training programme. It must be 
emphasised here that not all gaps or shortcomings that have been identified by 
needs analysis can be addressed by a training programme. There are problems or 
gaps in an organisation that cannot be eliminated by training such as worker 
burnout, dissatisfaction over salary or unsatisfactory work environment. 
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DESIGN PHASE 

After training needs have been identified, the next step is to develop an 
appropriate training programme to fulfil these needs. The design phase involves 
several main activities. Figure 2.5 shows the activities that have to be given 
special attention in the course of developing the programme. 
 

 

Figure 2.5: Activities carried out at the training programme design phase 

 
The first activity in this phase is defining the objectives of the training 
programme. These objectives are statements of what is hoped to be achieved 
from the training. It explains the skills or knowledge that will be acquired by the 
programme participant. The written objectives should be measurable and able to 
be evaluated to facilitate the evaluation that will be conducted after that. The 
objectives should be written from the participantÊs perspective so that he would 
understand what he should do and the outcome that is expected from the 
programme. According to Nadler (1985), good training objectives encompass 
three important components, namely: 

(a)   Performance or achievement outcomes that should be shown by the 
participant after he has undergone the training programme; 

(b)     Conditions or regulations that explain the constraints or needs so that the 
learned behaviour can be shown; and 

(c)    Criteria that state the performance level that a participant is expected to 
achieve and show before he is considered successful. 

2.2 
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For example, the objectives of a programme for training officers are: 
 
„After undergoing this training programme, a training officer would be able to 
prepare a detailed report for the management (performance) at the beginning of 
every month (criteria) using the correct computer system (condition).‰ 

 

In other words, training objectives can ensure whether the thrust of the 
programme is to increase the participantÊs knowledge regarding a particular 
subject, equip him with the skills necessary for a task, or change his attitude. The 
written objectives can cover one, two or all three categories for a particular 
training programme. 
 
After the programmeÊs objectives have been defined, an appropriate training 
programme can be selected. There are two choices. We can either develop the 
programme ourselves or outsource it to a company that handles training. When 
is it better to outsource? Refer to Figure 2.6 for the answer. 

 

Figure 2.6: Justification for outsourcing to an outside company 

 

After having made the decision as to whether to develop our own training or to 
outsource it, the next step is to select a trainer or facilitator for the programme. 
Similar to the choice we have with regard to the training programme, we also 
have a choice as to whether to use an in-house trainer or to get one from outside. 
When making a choice, we have to consider a few important aspects such as 

Lawson (1998), on the other hand, suggested that the training objectives can 
be divided into three learning categories, namely affective (attitude), 
behaviour (skills), and cognitive (knowledge). 
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expertise and cost.  The trainer selected must be an expert in his field and have a 
high level of knowledge as well as wide experience in his field. 
 
To solve the problem of a shortage of good trainers, a training programme for new 
trainers can be carried out. It is common to conduct training programmes for trainers 
to equip in-house trainers with training skills. An alternative is to form a team made 
up of a trainer and experts in particular fields so that they will complement one 
another. The organisationÊs trainer could be in charge of activities related to the 
training process while the experts could handle the more technical aspects. 
 
Now that both the programme and the trainer have been selected, it is time to 
prepare the training and lesson plan. The lesson plan should be for every topic or 
lesson unit based on the contents of the programme, which in turn, are based on 
the objectives of the training programme. This is to ensure that whatever that has 
been learnt by the participants will help them  attain the expected performance 
level at the end of the programme. 
 
After the contents of the programme have been decided on, the next step is to 
arrange them in a particular sequence. They may be arranged  from the general 
to the specific. This is a common approach as it gives a holistic picture of the 
subject before dealing with the specific aspects in depth. Conversely, we can use 
the order of  the specific to the general. Regardless of the approach we take, we 
have to make sure that every subtopic follows a certain sequence which will help 
in understanding and the learning process. The training plan, meanwhile, covers 
all the lesson plans for the whole programme. Figure 2.7 shows a typical lesson 
plan. 

 
Figure 2.7: Sample of a format of a lesson plan 
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The lesson plan is crucial to the trainer as it functions as the main guide to the 
activities of the training programme. The training and lesson plans normally 
consist of many sections including title and objectives, contents in sequential 
order, materials and equipment, activities, methods and techniques, time 
allocation for every activity and topic, and the type of evaluation used 
(DeSimone et al., 2002). One of the aspects that we should be paying attention to 
when preparing the training plan is the programme schedule. The date and time 
when the programme is going to be held can affect the success of the programme. 
We have to choose a suitable date and time to ensure that there will be a trainer 
and participants attending the programme. The following are some questions 
that are considered important in preparing a training plan: 

(a) Are working days more suitable than holidays? 

(b) Are office hours more suitable? 

(c) Is the middle of the month better than the end or beginning of the month? 
 
These are some of the questions that we should pay considerable attention to 
when fixing the training schedule. Another important aspect that we should 
consider in preparing the lesson and training plan is choosing suitable learning 
methodology and activities. Generally, learning methodologies fall into two 
categories (DeSimone, Werner and Harris, 2002): 

(a) On-the-job training. 

(b) Off-the-job training. 
 
On-the-job training is usually held at the workplace and during office hours. Off- 
the-job training, on the other hand, is usually held outside office hours, inside or 
outside  the premises of the organisation. We will discuss the training techniques for 
each methodology under the implementation phase in the next topic. 
 
After the lesson and training plans have been developed, all the training 
materials and equipment to be used can be prepared and arranged. Teaching 
materials such as facilitatorÊs notes make it easier for the facilitator to conduct the 
programme, while learning materials such as participantsÊ notes will help in 
enhancing their understanding. These notes are usually put in a file together with 
stationery. Files are usually labelled with information on the programme. We 
also have to make sure that equipment such as LCD and/or computer are ready 
and functioning. This last point may look trivial but failure to supply them or get 
them ready may affect the smooth running of the programme. 
 
Finally, matters pertaining to logistics have to be taken care of. This includes 
physical resources such as where the training is going to be held; financial 
resources to bear the cost of running the programme; and human resources such 
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as facilitators who are qualified to conduct the programme. For this purpose, it is 
recommended that a checklist be provided as well. 
 
If an organisation has its own training hall, the training can be held there to save 
costs. If not, the organisation has to rent a suitable place such as in a hotel or the 
training centre of another organisation. 
 
The seating position of the participants in the training hall has to suit the 
objectives of the programme, methods and activities planned. It is crucial that the 
chairs and desks/tables be arranged in a suitable way to facilitate the running of 
the programme. If the methodology and activities of the programme require the 
participants to do a lot of group discussions, then it is more appropriate if the 
chairs and tables are arranged in such a position that it will facilitate the learning 
process. However, if the objectives of the training are cognitive in nature and the 
lecture technique is used, the most appropriate seating arrangement is that of a 
classroom. Close attention must be paid to the seating arrangement to ensure that 
participants have an uninterrupted view of the facilitator and the white screen. 
 
Another critical aspect is finance. Adequate allocation of funds is vital to bear all 
the expenditure costs so that the programme will be a guaranteed success. 
Expenditure costs include facilitatorÊs allowance, training room rental, costs of 
materials such as paper, files, stationery, diskettes and refreshments. If the 
programme is held outstation, other expenditure such as for transport and 
lodging for the facilitator, participants and secretariat have to be considered. 

 
 
  In this topic, we have discussed the first and second phases of the training 

process. Before any programme can be developed, it is necessary to conduct a 
needs analysis.  

  The purpose of this process is to ascertain whether training and development 
are necessary for an organisation, where the training is to be held and who 
needs it. It is also  to identify the performance gaps or shortcomings at three 
levels i.e. organisational, task and employee. 

  Organisational analysis entails an analysis of the internal and external 
environments which can affect the organisation in its efforts to achieve its 
targets and objectives.  

  Task analysis entails analysis of the job to identify the knowledge, skills, 
attitude and capabilities required for the job.  

  Individual analysis can ascertain which employees need to be trained and the 
type of training necessary.  
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  Needs analysis is best done systematically at the three levels using methods 
such as questionnaires, observations, interviews and documents which are 
available, as well as relevant information resources. 

  The training programme design phase involves a number of main activities. 
The training objectives are defined according to the training needs that have 
been identified.  

  After the training objectives have been determined, the training programme 
can be developed by the organisation itself or outsourced. Aspects such as 
costs, time, expertise and the organisationÊs experience have to be considered. 
Similarly, in choosing a trainer, an organisation may have to engage a trainer 
from outside if there is no expert in the required field. 

  The development of a training plan entails selecting and sequencing contents 
of the programme that are appropriate with the objectives, knowledge and 
skill levels of the participant, the trainerÊs expertise and the type of contents.  

  The training methods and activities also have to be considered so as to match 
the objectives. Similarly, programme materials and equipment have to be 
prepared before the programme is carried out.  

  Serious attention has to be given to physical, financial and human resources 
to ensure that the programme will run smoothly as planned. 
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