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Notice of Rights 

All rights reserved. No part of this Useful Guide may be reproduced in any form, 

by photocopy, microfilm, or by any other means, or incorporated into any 

information retrieval system, either electronic or mechanical, without the 

express written permission of the copyright owner. For information regarding 

permission for reprints or excerpts, contact Pansophix at 

enquiries@pansophix.com.  

Notice of liability 

The information contained in this Useful Guide and on the Pansophix website is 

distributed on an “as is” basis, without warranty. While reasonable steps have 

been taken in the preparation of this Useful Guide, neither the author nor 

Pansophix shall have any liability to any person or entity regarding any loss or 

damage caused or alleged to be caused directly or indirectly by the instructions 

contained in this Useful Guide.  
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1. Introduction 

Who should use this Useful Guide? 

This Useful Guide is for anybody, team leader to director, who is accountable for 

the actions and productivity of one or more other people and wants to do well. 

Benefits of using this Useful Guide 

This Useful Guide will help you to ... 

• Understand the importance of your role in identifying your people’s 

training needs. 

• Identify your people’s training needs and produce individual training 

plans. 

• Produce a skills matrix for your department. 

• Select the best training option(s) available to you. 

• Get good value for the time and money invested in training. 

Why training our people is vital 

Dr Reg Revans said that “Learning is preparedness for change – to survive and 

grow we must learn at a rate equal to or greater than the rate of change”. 

Not only must we learn new things ourselves, but we must ensure that our 

people do as well.  Ideally, we should not just keep pace with change, but lead 

it.  To do this we must constantly monitor the needs of the task, and the ability 

of our people to cope with them.   

Actually, just coping may not be enough.  We need our people to perform really 

well with the minimum of stress.  Success will help them to achieve the job 

satisfaction and self-esteem they (and you) deserve and need.   

It is worth remembering that we all like to learn ‘in our own way’ so training will 

be more effective if it can be tailored to the trainee. 

All of this helps to ensure that you are the head of a brilliant team, the envy of 

your peers, stress free and ready for promotion! 

A very clever colleague of mine once said,  

 

“If you think training is expensive, try ignorance”. 

http://en.wikipedia.org/wiki/Reg_Revans�
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Points for Action  

This Useful Guide provides suggested Action Points.  I strongly recommend that 

you take the suggested actions – unless of course you already have! 

Toolkit 

You can download an MS Word toolkit by clicking here. This will enable to do the 

exercises and use the templates on your computer. 

  

http://www.pansophix.com/resources/a-useful-guide-to-training-needs-analysis-toolkit.doc�
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2. What is a Training Needs Analysis (TNA)? 

Everything seems to need a ‘jargon’ term nowadays and Training Needs Analysis 

(TNA) is simply what good leaders do to ensure that they and their team learn 

what they need to know to stay ahead of the game.  It is a continuous process, 

not a one off event.   

It is not scientific or technical, just basic common sense.  You are probably 

already good at it. 

Naturally, people can’t spend their whole time at work being trained so it is 

important that we select and prioritise training activities carefully and get good 

value for the money and time spent. 

More about training 

To many people, training means ‘being sent on a course’.  The emphasis is often 

on the word ‘sent’.  Whilst there are many excellent courses to ‘send people on’, 

there are many other ways to help them to learn, some of which cost very little 

money and do not need to wait for the organisation’s annual training plan. 

Ideally nobody should need to be ‘sent’.  It is a fact that learning is an entirely 

voluntary process.  We can’t make people learn.  We can only help them to 

learn.  People ‘sent on courses’ are highly likely to get less benefit than those 

who want to be there.  Also, the trainer will probably spend time explaining why 

people have been dragged kicking and screaming to the course whilst their 

empire collapses in their absence.  This use of training time is not fair on the 

keen ones and should not be necessary. 

For example, I ran an ‘in house’ course just before writing this Useful Guide and, 

as usual, asked the attendees why they had come and what they hoped to gain 

from the session.  Most of the responses ran true to what I had been briefed and 

prepared for.  However, one person ranted about how he had no idea why he 

was there, had only been informed the night before and how his section would 

be in chaos with him missing at zero notice.  It all ended well but could have 

been so much better for all concerned if the attendee had been properly 

prepared by his boss, not just sent. 

This Useful Guide will help you to identify your people’s training needs, find the 

best training option and get  the trainee enthusiastic (or at least philosophical!) 

about  it.   
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3. The Leader’s Responsibility for Training 

Where an organisation has an HR/Personnel department and/or an Appraisal 

system it is easy to assume that our people’s training needs will be provided by 

‘the system’, and in some cases they will.  However, leaders are always a vital 

part of the process.  They have a far more detailed picture of their team’s 

training needs than a central department ever could.  By ‘leader’ I mean anyone 

who is accountable for the actions of other people, i.e. anyone from team leader 

to chief executive. 

Where no central department exists, leaders may be the only process there is. 

HR departments can play a valuable role in such things as collating training 

needs for the entire organisation, getting economy of scale on bought in training 

and many, many other things, but still rely heavily on team leaders to identify 

the training needs of individuals in their teams and to ensure that they are 

linked to organisational and departmental needs. 
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4. Communication 

As in so many other things at work, the key to success in TNA lies mainly in 

really good communication.  By ‘communication’ I don’t mean sending a hundred 

emails where one would suffice or monopolising meetings and so on.   

Communication is the two way exchange of information that creates 

understanding.  

If done properly, it helps to ... 

Get the job done ... Really well ... Every time. 

The job, in this case, is to make sure we give our people the very best chance to 

do really good work for us – and to enjoy doing it! 

Training can be time consuming and may be expensive.  In order to make sure 

we get value for money, we need a dialogue (understanding) with the trainee. 
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5. What training is needed - and how to find out 

(TNA) 

In this section we will examine a number of simple, common sense ways to spot 

the gaps in your people’s training.  For instance ... 

• Their performance against targets  

• Your day to day observations  

• Appraisals and regular one to ones  

• Feedback from internal and external customers and suppliers 

• Using a Skills Matrix 

• Looking to the future 

Performance against target/competencies 

As a leader, you are required to meet certain standards and targets and you will 

have various things to measure yourself against.  These are often called Key 

Performance Indicators, Critical Success Factors, Competencies and so on.  

These are things which will be constantly monitored and shortfalls identified 

quickly.  When all is well, life is great! 

We need however to look at what we need to do when we fall short.  If only one 

person is behind with targets, we need to ask ourselves is this an unusual event 

or the norm?   

1. If it is unusual for this person to do badly, there are several possible 

reasons.  If they normally perform well at this task, it is unlikely to 

indicate a training need, assuming nothing else has changed. 

2. If an individual is regularly at the bottom end of, or below what is 

acceptable performance, training may be a solution.  However, before 

‘sending them on a course’, there are other things we should consider, for 

example ... 

a. Was the target reasonable? (See note below) 

b. Did we provide sufficient time, material, reliable equipment, good 

systems and so on? 

c. Were there unusual conditions beyond their control, for instance a 

national transport strike, 1 metre of snow, etc.? 

d. Do they get proper support from colleagues? 

e. Are they motivated? 

f. Are there factors outside work? 

g. And so on 
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Note - I once overheard a senior manager loudly, and very rudely, berating one 

of his team over the phone for failing to meet a target.  It transpired that the 

‘target’ was in fact a ‘pledge’ that the team member had been pressurised to 

make and had no real chance of achieving.   

Whatever the problem, it is our job to sort it out.  It could be that they were 

never properly trained in the first place or the job has progressed and they 

haven’t.  Either of these could indicate a training need. 

If all or most of the team is falling behind we should ask ourselves ... 

1. Is it a conspiracy?  Have they all got together to engineer everyone, 

including themselves, out of a job?  (If you think the answer is yes, there 

is a whole new Useful Guide to be written about why this might be.) 

2. Have they all just, by coincidence, had a bad day/week/month?  (The 

longer the time period, the less likely this is).  The chances of everybody 

simultaneously having a bad month by coincidence are small.  Maybe we 

should consider (some of these may sound familiar) ... 

a. That we got the target/budget wrong? 

b. Whether we provided sufficient time, material, reliable equipment, 

good systems and so on? 

c. If there were unusual conditions beyond their control, for instance a 

National transport strike, 1 metre of snow? 

d. If they get proper support from colleagues? 

e. Are they motivated? 

f. And so on 

Points for Action 

• Make sure that their poor performance is not our/the organisation’s fault. 

• Discuss an individual’s poor performance and how you can help them to 

improve it. 

Observation 

One of the quickest identifiers of your people’s training needs is you.  In your 

regular contact with your people you are highly likely to spot things not done 

properly or that someone is struggling.  The possible problem with this is that 

you probably have your own ‘hands on’ work to do as well as worrying about the 

team. 
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Professor John Adair told us that your job as a leader has three parts ... 

• Achieve the task 

• Build the team 

• Develop the individuals 

None of these are optional extras but sometimes they can get out of balance and 

building the team and developing the individual can get squeezed out by the 

need to achieve the task.  I am sure that you don’t need me to remind you of 

ways this can happen.   

Provided leaders are ‘up to date’ with the needs of their team and individuals, 

there is no reason why they can’t concentrate more on their hands on work for a 

while in times of need.  However, losing sight of the ‘people’ issues for too long 

will always backfire and have a detrimental effect on performance.  

I once had a colleague who was entirely task driven.  I think he got the job 

because he was very good at the technical side of his work so some one thought 

he would make a good boss of the department when the old one retired.  He was 

never aggressive or rude but was very autocratic and had no time for his people 

as individuals. Some said they were treated like machines.  At first his team did 

well as they always had.  A good team has a certain amount of momentum that 

might continue to produce results for a while.  Eventually however, the lack of 

attention to team working and not treating people as individuals (leadership!) 

led to poor teamwork and low morale.  Team output and quality went down, 

absenteeism went up and several of the best people left.   

People are not robots and, quite rightly expect a certain amount of respect and 

common courtesy.  They need to feel genuinely involved.  Generally speaking, 

the worse you treat people the worse they do and vice versa  

The task driven boss was eventually moved sideways to where he could do less 

harm and everyone said good riddance.   

I wonder though how well this person might have done if his seniors had thought 

about what training he needed to become a leader as well as a technician.   

Point for Action 

• Make time for your people and be alert to problems arising in the early 

stages.  Some of these problems will indicate training needs. 
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Appraisals and regular one to ones 

An appraisal system is meant to help you to develop your people in order to help 

them meet your present and future demands.  What could be bad about that? 

A large organisation I know well has an excellent (in my opinion) appraisal 

scheme which they developed over many years.  The odd thing about it is that 

whilst the majority of employees think it’s a good and useful scheme, others 

hate it with a passion!  It seems to me that the benefit provided by an appraisal 

scheme has very little to do with the scheme and very much to do with the 

individual appraisers running it! 

The problem is sometimes that busy leaders already have too much to do and 

don’t understand the opportunity they are missing by just ‘going through the 

motions to please HR’.  I think part of the problem is the word ‘appraisal’.  It 

doesn’t sound very uplifting, does it?  You might have a better name for it but I 

have never heard one that inspires excitement, and I can’t think of one either!  

If you have one you like, do please let me know. 

For an appraisal system to help us to develop our people, they must be willing 

participants.  I met someone recently whose boss, under HR pressure to finish 

his appraisals, asked the man to sign a blank form that he would complete later.  

What a wasted opportunity.  On the other hand I met someone who always 

explains the principles of the appraisal scheme to new employees in such a way 

that they look forward to it. 

One of her people told me that he had always dreaded appraisals at his previous 

job and expected nothing better when he moved to his present job.  I met him 

shortly after his second annual appraisal.  He was motivated, had been 

(formally) recognised for his achievements and knew what was expected of him 

in the future.  His next one to one was in his diary and he wondered why it 

hadn’t always been like this! 

The best thing, in my opinion, about the scheme I am referring to is their 

approach to regular one to ones.  They have established a culture where 

everybody has a one to one with their boss every 6 weeks or so.  This not only 

provides lots of opportunities for training needs to be identified but also an equal 

number of times to monitor the effectiveness, or otherwise, of training already 

carried out.  This has the side effect of both parties being able to ensure that 

training, once agreed, actually happens! 

One problem with appraisals is that some people see them as an annual event.  

Regular one to ones make developing our people a continuous process.  

Discussions at one to ones tend to be about two main areas ... 
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1. How’s it (the job) going? 

2. How are you (the human)? 

The first is obviously meant to reveal how well all parts of the job are being 

achieved, and anything which might be improved – possibly a training need. 

The second, often neglected bit is equally important.  For example, it could be 

that a person is hitting all the targets, but is struggling in one area and spending 

a disproportionate amount of time on it.  Another training need? 

If effective, regular one to ones take place, many training needs will be 

identified and acted upon far more quickly than waiting for the annual Appraisal 

meeting.  

Points for Action 

• Book time for you and all of your people to have regular one to ones to 

make sure all is well with them and the job 

• Use the time to ensure that promises made at appraisals (both ways) are 

being kept 

• Look out for training needs – don’t wait for the annual Appraisal 

 

Feedback from internal and external customers and suppliers 

We nearly all have internal and external customers and suppliers.  It is vital that 

we fully understand each other’s needs and seek feedback on how well we work 

together.  If these conversations take place they might very well identify training 

needs. 

Point for Action 

• Meet regularly with each of your internal customers and ask them if there 

is anything you can do to improve your service to them.  Look out for 

training needs.  You might start a trend.  You might have the same 

conversations with your suppliers about things they can do for you! 

Skills matrix 

Most leaders will need to keep an up to date skills matrix.  This is a great help 

not only to identify individual training needs but also departmental ones.  You 

probably already do this but here are some tips just in case. 

A skills matrix is simply a table correlating the skills you need to run your 

department with the skills available within your team.  Please see a very simple 
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example below.  Instead of numbers, some people use colours or progressively 

filling in the box – take your pick. 
For Read Out loud Readers: The following table has 5 columns and 8 rows. The cell in row 2 column is blank. The cell in row 5 column 5 is blank. The cell in row 6 column 4 is blank. 

 Invoicing 
Phoning 

customers 

Using spread 

sheets 

Word 

processing 

Freda  2 4 3 

John 1 3 3 3 

Mary 4 3 4 3 

Bill 4 3 2  

Chris 2 4  3 

Total 

competent 
2 4 3 4 

Minimum 

needed  
1 3 1 4 

For Read Out loud Readers: The table has finished. 

Key 

Blank box = can’t do this 

1  = is learning this but not competent yet 

2  = can do this under supervision 

3  = competent to do this 

4  = competent to do this and able train others to do it* 

 

*Has training skills.  Being a good operator does not make anyone a good 

trainer!  

Although some of us tend to avoid printing things, I have seen these printed and 

displayed for the team to see.  In this example, I would imagine that Mary 

(competent in 4 areas) might be pleased to see this displayed but Bill, Freda and 

Chris (competent in 2 areas) might not!  

Handled sensitively however (not seen as a ‘league table’) I can imagine that 

Freda might want to improve her telephone skills, John might be keener to 

continue his invoicing training and so on. 
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From a team leader’s point of view the matrix is helpful for identifying training 

needs to provide, for example ... 

• Succession planning e.g. John is a good all-rounder but is approaching 

retirement.  Use the matrix to help produce the ‘job description and 

person spec’ for his successor and/or to identify training needs for the 

others 

• Sickness cover e.g. Bill needs to learn word processing before anyone 

else catches a cold 

• Holiday cover e.g. What if Bill and Mary become a couple and want to 

take holidays together? What if any two others are season ticket holders 

at the same football club? 

Point for Action 

• If you don’t already have one, identify the key skills your team must 

have, and produce a skills matrix for your team. 

Collating training needs for larger departments 

If you have section leaders reporting to you, it is important to avoid unnecessary 

duplication of effort or missing important training needs.  If each of your section 

leaders produces a matrix for their section of the training needs that they are 

unable to provide or arrange themselves, you will be able to produce a training 

plan for your whole department. 

It may well be that one of your sections has someone willing and able to train 

colleagues in other sections and avoid the cost of bringing in trainers from 

outside. 

You will be able to produce a table showing the complete range of training needs 

for all your sections and how many people from each section have that need.   

There is a simple example on the next page. The numbers in the boxes are the 

numbers of people requiring training in that topic. 

 

 
  
 
 
 
 
 
 
 
F 
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or Read Out loud Readers: The following table has 5 columns and 7 rows. The cells in row 7 columns 2 to 5 are is blank.  

 Invoicing 
Phoning 
customers 

Using 
spreadsheets 

Word 
processing 

North 
section 

1 3 2 4 

East section 1 1 0 0 

West 
section 

0 3 1 2 

South 
section 

5 4 2 6 

Total 7 11 5 12 

Cost per 
person 

    

For Read Out loud Readers: The table has finished. 

You will then be able to investigate the best way of providing the training for 

your whole department. 

If you have time and funds to complete all training requested, wonderful!  If 

however time and budget will not permit you to do everything immediately, this 

overview will help you to ... 

• Phase training through the year to suit its urgency and availability of 

funding. 

• Consider which investment will provide the most benefit to the 

organisation. 

• Stop one section ‘hogging’ all the money/another being neglected. 

• Take a more strategic look at longer term needs. 

• Get economy of scale by running one training event for all sections. 

Some training needs hardly have to be justified.  For instance, you may have a 

firm policy that you will have a given number of properly trained first aiders.  

One resigns – get another. 

On the other hand, you may have to decide whether north section needs another 

invoice writer more than south section needs another spreadsheet expert. 
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Someone is going to be disappointed so your decision is important.  You may 

decide on the basis of cost versus benefit, health and safety or whatever.  It is 

important that you explain your reasons to the disappointed section leader and 

tell him/her what, if anything, you may do in the future to address the need. 

We have said that many training needs can be met continuously using local 

resources at little cost.  However, much training will be centrally organised and 

funded.  The organisation’s training plan will rely quite heavily on feedback from 

annual appraisals which makes it important that we follow appraisal schedules 

carefully.   

Points for Action 

• Keep and update a record of internal training experts.  Use them where 

appropriate and recognise their contribution 

• Do your people’s appraisals and notify training needs to central training 

(HR?) department in good time 

• Don’t promise training from a central budget until you are sure you can 

provide it 

• Use the central budget wisely 

Looking to the future 

Things at work change all the time, some overnight and others very slowly.  If 

you are old enough, think about how we did things 20 years ago (if not, ask your 

parents!).  One major example of change is our use of computers.  There were 

leaders in the 1980s that said IT will never catch on/affect us/and so on.  There 

were others who were far-sighted enough to spot the training needs and act 

accordingly.  The first lot were left with red faces and a very hard slog to catch 

up. 

We may or may not see another change quite as dramatic as this for the next 

few years but more subtle changes continue all the time.   

What does the future look like in your workplace?  Are there any new ideas, 

methods, processes, machines, or challenges on the horizon?  I bet the answer 

is yes, even if you don’t know it yet.   

Point for Action 

• Be the first to identify future changes in your area plus any training needs 

that go with them and train your people in good time. 
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6. Prepare training plans for your people 

Identifying your people’s training needs is one thing; doing something about it is 

another!  A common cry from employees that have an annual appraisal but no 

regular one to ones is that training agreed at the appraisal doesn’t happen.  (As 

we said, training needs may be identified at any time, not just at the annual 

appraisal.)  A methodical approach is usually better than a good memory.  Each 

of your people should have a personal development plan.  It will help you, and 

your member of staff to ... 

• Think the whole thing through. 

• Make sure the training is relevant. 

• Prioritise training needs. 

• Set a timescale. 

• Identify how it will be funded. 

• Keep track of progress. 

• Evaluate outcome. 

Personal Development Plan for ……………………………… 
For Read Out loud Readers: The following table has 5 columns and 4 rows. The cells in rows 2, 3 and 4 are blank.  

Training 
Need 

 

How to 
meet the 
need 

 

Completion 
date 

How funded Progress 

     

     

     

For Read Out loud Readers: The table has finished. 

Point for Action 

• Prepare or update a Personal Development Plan for each of your people. 
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7. Learning opportunities available 

There are a large number of training organisations offering public and in house 

training courses, Pansophix for one!  Your organisation may also have its own 

training department.  It is likely that generic training e.g. time management, 

assertiveness and so on will be organised and budgeted centrally.  Specialist 

training in your own sphere is likely to be your responsibility to organise and 

fund.   

If you are thinking of providing a course for one of your people you may wish to 

consider that ... 

• A public course will obviously cater for a wide range of attendees and will 

not be able to concentrate exclusively on your specific needs.  On the plus 

side, your people will get to meet people from different environments who 

will bring a wide range of experience and ideas. 

 

• An ‘in house’ course, using an internal or external facilitator will be able to 

focus very explicitly on achieving the outcomes you have set.  The 

downside is the lack of experience and ideas brought by people from other 

organisations which you get on a public course.  

However, as we have said, training does not have to involve ‘going on a course’.  

I believe that most training at work does not involve a professional trainer, but 

more likely you or another member of your team.   

A really good example of this from my own past was many years ago when my 

boss informed us all that we were all to be issued with laptops and the training 

to use them.  She also explained the benefits of this very well so that we were 

(nearly) all keen.  She hired a very good trainer and off we went.  We were 

taught loads of things which I forgot most of very quickly because I had no 

opportunity to put them into practise! Although very good, not all the points 

trained were relevant to me at that time.  Fortunately a colleague who had been 

a computer enthusiast for ages took me under his wing and taught me much 

more than I had learned on the course, and all in 5 minute unofficial sessions 

during lunch breaks.  

Health warning!  A brilliant operator may or may not be a good trainer.  If you 

need your local expert to act as trainer/coach, you may wish to have them 

trained to be a trainer/coach. 
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So here are a few ideas to help develop your people without using courses ... 

• Coaching or mentoring by you or a colleague 

• Work experience with an expert 

• Reading – paper or electronic 

• Secondment to an ‘expert’ department 

• Temporary project work 

• Membership of specialist groups and networks 

Most of these require no budget. 

Point for Action 

• Identify low or no cost options available to help train your people. 
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8. Making it work 

Lots of money and time spent on training is wasted because the learner doesn’t 

want to learn or the training is not appropriate for that individual.  There is a 

thing known in training circles as the ‘sheep dip approach’, so called because 

everyone is subjected to the same treatment without being convinced in 

advance that it’s good for them.  You will imagine that this is not always the best 

use of time and money. 

It is also important to ensure that the training is aligned to the culture of your 

department and organisation.   

For instance, assertiveness training is less likely to produce the honest, polite 

and considered behaviour you want from the trainee if their senior people shout, 

swear and threaten everyone.   

It is also optimistic to expect that an unacceptable behaviour that you have 

tolerated for years will be changed by ‘sending them on a course’. 

Point for Action 

• Think about whether training has a reasonable chance of success before 

embarking on it. 

Preparing the trainee 

As we said earlier, learning is an entirely voluntary process.  We can’t force a 

person to learn, only help them to.  Once somebody wants to learn, they are half 

way there.   

So why, in addition to all their normal duties, should they want to learn new 

ones?   

If we want them to, we will surely know why.  It will make their job easier, 

better, quicker, safer, more secure, more interesting and so on.   

If they are not keen, it is up to us to explain the benefits that will accrue.  If the 

benefits appear to be all for the organisation we must point out the need for it 

and the ultimate benefit to them as individuals.  This might be as simple as job 

security.  If they are enthusiastic about the training, that is great and they are 

very likely to succeed.  If you can’t get them as far as ‘enthusiastic,’ try really 

hard to get them at least as far as ‘open minded’.  Anything less than that will 

make it very difficult for the trainer, might spoil the training for other 

participants and will probably not work. 
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As far as possible, provide cover for the trainee’s normal work so they don’t 

have to spend training time worrying about the work that’s piling up for them, or 

spending all the valuable networking (break) times on the phone to work.  Make 

it clear that you see the training as an important investment and that you will be 

there to support them afterwards if necessary.  Tell them that you will be asking 

them afterwards what they are able to do as a result of the training.  This 

knowledge will help to keep them focussed on trying to achieve your previously 

agreed objectives.   

Points for Action 

• Explain and sell the benefits of training to the trainee 

• Book the one to one for after training 

Group training preparation 

If you are commissioning a trainer to run a course for several people, it is 

important to ensure that the trainer understands ... 

• The outcomes you require. 

• How you will measure success. 

• The start point of the trainees. 

• Any relevant information about the organisation. 

• Any special needs of the trainees. 

• Who provides what training resources. 

Point for Action 

• Make sure that training is well prepared. 

One to one training preparation 

All of us learn best ‘in our own way’.  A trainer working with a group has to try 

to cater for all of them knowing that they will not help all of the people all of the 

time.  When training one to one, it is possible for the trainer to work in a way 

best suited to the trainee, which will be quicker and easier for all concerned.   

The way we like to work generally indicates the way we prefer to learn.  When 

faced with a challenging task, e.g. learning something new, there are several 

ways we might choose to go about it.   

For example, I have just finished erecting a new greenhouse which was 

delivered in what seemed like a million pieces.  How would you go about this 

task, assuming you are not a greenhouse erecting expert?  Some of you will be 

thinking ‘just get on with it – it can’t be that difficult’, others will spend a day 
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studying the instructions (if you are lucky enough to get any), others will be on 

their favourite search engine looking for ‘greenhouse erector near you’, and so 

on.   

Peter Honey and Alan Mumford produce and sell an excellent questionnaire that 

not only helps you to determine your own learning style but also provides lots of 

good background information.  If you don’t have the time and/or money to go 

down this route, why not just ask the learner how they would like to go about 

learning something specific that you require them to know.  Typical responses 

might include ... 

• Let’s have a bash and see how it goes 

• Could you show me? 

• Is there a manual? 

• Why do I need to know this? 

There will be a strong hint in their response which you will hopefully be able to 

use.  The final choice of learning method will of course be yours.  You might 

prefer not to use the ‘have a bash’ approach with a trainee brain surgeon.  

Please note that a person might like the ‘have a bash’ approach with one task, 

but may prefer the ‘reading the manual’ approach with another. 

Point for Action 

• Target the training to the trainee. 

Practise 

Provided that the trainees have approached the training constructively, they 

should have acquired new knowledge.  You can check this by asking them to tell 

you about it, or even arrange a test.  However, if this new knowledge is not put 

to use, it will probably be forgotten.  I remember learning ‘Holiday French’ and 

being very pleased with myself after our next holiday in France.  Fifty weeks 

later on our next trip I had forgotten most of my French! 

We must try, as far as possible to see that training is relevant and timely.   

Trainees may also have acquired a new skill.  By definition, a skill is something 

which improves with practise, so their first efforts might not be very good.  A 

few words of encouragement from you and recognition of the progress made will 

work wonders and complete the learning process.  A few words of negative 

criticism or blame will stop the learning process and make it much harder for 

you to get them enthusiastic about future training. 
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Points for Action 

• Make sure training is relevant and timely 

• Monitor and support trainee 

Evaluation  

When they have had a chance to ‘catch up’ after some training, have that one to 

one that you promised.  Ask them how it went and what they will be doing 

better from now on.  Ask yourself whether your time and money have been well 

spent.   

Points for Action 

• Monitor the change in performance. 

• Modify any future training, if necessary,  in light of this experience 
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9. Conclusion 

I hope this Useful Guide has been easy to follow and in fact, useful! 

Here are a few points from the text which I think are worth repeating ... 

• If you think training is expensive, try ignorance. 

• Learning is a voluntary process – you can’t make people do it. 

• Sell the need for training to the trainee. 

• Where possible, tailor the training to the trainee. 

• Monitor and evaluate the benefits at one to ones. 

• Keep a constant lookout for things that people could do even better.  It 

MAY indicate a training need. 

• Most training is done informally and at no cost. 

• Don’t leave it all to HR. 
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Feedback  

As we are always trying to improve our Useful Guides we would appreciate any 

feedback you can give us on A Useful Guide to Training Needs Analysis. 

Please click on the link below to access our online feedback form … 

http://www.pansophix.com/useful-guide-feedback.html 

If we use your feedback to improve A Useful Guide to Training Needs 

Analysis we will email you a copy of the updated version. 

 

You can access lots of free tips and tools at 247freetips.com. 

About the Author 

Bob Shiers, author of this Useful Guide and A 

Useful Guide to Managing People, lives in 

Suffolk, near to the sea. 

He's had 15 years experience in the Food 

Industry culminating in managing what was 

then the largest food processing plant in 

Europe. He maintained good relations with 850 

people and excellent returns for the 

shareholders. 

Following this success he spent 14 years with 

the Industrial Society helping to promote best 

practice in Leadership and Management. Since 

then he has worked as a freelance trainer and believes that treating people 

correctly is essential to the success of any enterprise. 

He's a member of the Institute of Leadership and Management. 

When he not writing or delivering training he spends time with his family, sails 

and cooks. 
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