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Introduction
Organizations and executives hoping to reap the results of the 

training investment need to understand that result is always at the end 
of a systematic approach where resources are allocated in this process 
from head to tail (the beginning till the end). Given any evaluation 
model the first step is always need identification.

Any efforts put in for the training is to improve the performance 
of the individual, department or the organization. Whereas, the same 
question is raised by the top management, unknown from the results, 
on return of training investment at the beginning of every budgetary 
cycle.

Brinkerhoff [1], Mooney and Brinkerhoff [2] highlighted training 
transfer on the job to be between 5% and 20%. Fitzpatrick [3] supported 
same statistics and came to the conclusion that application of the 
learning does not exceed 20%.

Organizations use an unstructured, unsystematic and informal 
approach to conducting Training Need Assessment (TNA) relying 
heavily on top management judgment. Som and Nam [4] writes in his 
paper. He says normally training needs data comes to L&OD and/or 
HR in a section given in performance appraisal filled by individuals 
themselves or by the supervisor of the individual, focusing more on 
the wants rather than the needs of business. Based on the performance 
appraisal feedback on development the Personal Development Plan 
(PDP) is developed.

Supervisor’s dilemma is to send the individuals who are doing a 
good job (as a part of their incentive for doing a good) or to send the 
individuals who are weak in particular competence. Normally high 
performers are the ones going for training for their motivation and 
reward. The weaker competence individuals stay in the cycle where 
business needs improvement catering more to wants rather than need. 
These wants are not business specific rather a mere wish list.

Robinson [5] revealed that in 1975 the return of the training was 
only 15%. Same study carried out in 2005 and a comparative analysis 
was carried out to the study of 1975 revealed no improvement in the 
result; the return in 2005 was still 15% of overall trainings conducted.

Purpose of the Study
There are very few studies carried out on TNA which entails on 

the systematic approach to aligning the chain of steps to reaching the 
business results this was emphasized by Arthur et al. [6]. Arthur et 
al. [6] further elaborated that there are handful of studies that shows 
the importance of research on TNA and not enough; hence this paper 
addresses the issues.

Organizations rely on performance appraisal forms is commonly 
used tool to address training needs through weaknesses which are 
biased writes Agnaia [7] and does not provide the right picture. The 
missing links to aligning TNA to training effectiveness is not seen in 
any paper yet and this paper highlights the importance of it.

This paper also highlights the areas that are still missing from the 
parts of TNA which carries a substantial contribution to the results of 
training. An example can be seen through TNA and training design 
issues. Post training supervisor’s continuous support.

Executive Concerns
Phillips [8] in his article shows that CEOs do not get the value they 

need from the investment they do on the trainings of the staff. Pointing 
the concerns, he also mentioned that the CEOs expect the results in 
terms of return, impact or business alignment from trainings (defined 
as the tail in this paper) rather than inputs giving example to no. of 
people trained.

Phillips [8] further elaborates that there is very little evidence to 
prove the substantiality of training giving statistical details in his paper 
which are as follows:
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1.	 96% CEO would like to see the results of the training investment.

2.	 Only 8% of the executives see some evidence.

3.	 74% of CEO and top management wanted to see ROI on their 
training investment.

4.	 Only 4% see the data presented to them showing results.

5.	 64% of the executives are interested in application of learning 
which might include change in behavior, use of skills, use of 
technology etc.

6.	 Only 11% actually see the learning being converted into actual 
application.

7.	 Only 22% of the L&OD has learning scorecards.

Management can only see data presented in-terms of input which 
includes no. of people; no. of hours spent and cost involved which does 
not show results in-terms of value. The CEOs in Dr. Phillips survey 
used terms like business alignment, business contribution and business 
value through learning which is not reported through L&OD efforts.

The terms used by CEOs and Management teams refers to achieving 
business results in aligning HR future business skills requirement and 
developing the resource accordingly. Business contribution is referred 
to asset allocation on training and its returns. Business value refers 
to creating value addition for the business post training. Since data is 
not collected on outputs, outcomes or impact it is always a question to 
justify training budget to investment decisions (Figure 1).

Need is defined in training of the gap between the current 
performance and desired performance. The gap is of competency, 
skills, Behavior, knowledge or attitude that can be filled by developing 
desired abilities through training. Gupta [9] defines need assessment 
as follows:

“Needs assessment is a process for figuring out how to close 
a learning or performance gap. It involves determining what the 
important needs are and how to address them. The process includes 
comparing the current condition to the desired condition, defining the 
problem or problems, understanding the behaviors and mechanisms 
that contribute to the current condition, determining if and how 
specific behaviors and mechanisms can be changed to produce the 
desired condition, developing solution strategies, and building support 
for action”.

The above definition draws attention to priority of needs for the 
business and addressing those needs. Identifying existing knowledge 
and knowledge that is required to perform a particular job. TNA also 
provides an understanding of behaviors which are currently existing 
and the desired behaviors. The relationship is bridging the gap between 
current situations to desired situation leading to creating an impact in 
business value addition.

Benefits of TNA
Training Need Assessment not only helps in identifying 

performance gaps but it helps organizations in:

1.	 Identify the gap between current and required levels of 
knowledge, skills and aptitude. L&OD departments while 
collecting the data on TNA can also identify the reasons for 
nonperformance be it knowledge, skills and aptitude or is it 
due to other organizational factors.

2.	 Defines general contents and design of the training while 
aiding in the development of the course.

3.	 Since organizations form an annual plan expanded towards the 
tenure of the training. TNA helps in the formation of annual 
training plan.

4.	 Channelization of budget towards the most important and 
priority based skills. TNA can also aid in understanding which 
trainings are important for which department and which 
trainings are priority (in terms of time). This can help in 
targeting the right training at the right time.

5.	 Provide a baseline for the evaluation of a training plan. When 
pre-training data is collected it also helps to compare post-
training evaluation on the changes occurring in performance 
or behavior.

6.	 Ensure that appropriate and relevant training is delivered. We 
can differentiate between needs and wants and this can help in 
identifying the needs of the business.

7.	 Maximize use of scarce resources. Resource allocation can be 
done to the most important aspects of development rather 
unknown factors and risking the investment not knowing how 
it will help post-developmental intervention.

8.	 Avoiding a past or current problem. TNA helps in developing 
a solution which might help in current problems that the 
organization is facing or the problems that has taken place in 
the past.

9.	 Creating or taking advantage of a future opportunity. Human 
resource development while looking at the future skills need 
can be addressed by TNA to understand how the business 
might change and in response how the HR needs to be trained.

10.	Providing learning, development, or growth and competitive 
advantage. Bersin [10] writes in his article that internal learning 
and collaboration engraved in companies helps them to drive 
innovation and this helps them organizations to grow. These 
companies invest heavily on deep expertise development. 
Their HR then drives development, collaboration and share 
knowledge among themselves which is their prime factors for 
growth.

11.	Helps in achieving competitive advantage through Human 
Development.

Training Need Assessment and Business Results
Sometimes training takes place by default in organizations as 

part of HR function irrespective if there is a need or not Taylor and 
O’Driscoll [11] point out in their study that for the past three decades 
there management has been concerned regarding taking training 
decisions randomly without a systematic approach.Figure 1: Understanding needs.
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The first step in carrying out any training and development 
program is need assessment emphasizes Miller [12] and Dakiya and Jha 
[13]. They further elaborated that TNA provides the foundation for:

1.	 Writing Instructional objectives.

2.	 The selection and design of instructional programs.

3.	 The implementation of the program.

4.	 The evaluation of the training provided.

Skillnet [14] in their research write unless TNA is thoroughly and 
genuinely carried out it does not add value in any step to reap business 
impact. TNA provides the baseline data to have inputs in developing 
the requisite frame-work. These inputs pave the pathway to achieving 
desired results. These links are discussed below:

TNA aids in training design

While evaluating the needs for business TNA collects data on 
knowledge, abilities and behavioral gaps (KSA) for an individual that 
are then to be addressed by training. This data is applicable in two ways 
a) the collected data provides a baseline to design contents and context 
for training and b) pre-training data to compare with post-training 
improvement in KSA.

While the structure of the training is carried out a decision is taken 
on the type of activities that will be carried out on asynchronous or 
synchronous basis. It also aids in the design of instructions needed as 
Goldstein [15] described.

Without the data the training is merely an activity not seen as 
an investment for the business enhancement but an expense as it 
does not address required KSA to perform expected task or behavior 
modification.

In their research Eramus et al. [16] describes that needs identified 
helps in writing measurable training objectives; it also helps in guiding 
the process of training. The measurable objectives help in gauging 
post training evaluation. Supporting Eramus et al. [16], Molenda 
et al. [17] and Van Dyke et al. [18] explain the objectives in terms of 
what the participants will be able to do in a behavioral based training 
emphasizing on the quality of those behaviors as well as circumstances 
under which these behaviors will be demonstrated.

TNA and targeting types of trainings

Once the data is collected on types of trainings requested by the 
departments of an organization the compiled data shows the trainings 
mostly requested by each department. This can provide data on both 
liquid competencies (soft skills) and solid competencies (functional 
skills). The priority of training is set accordingly. TNA data can also 
shed light on the number of participants going through the training in 
a given time period, the departments requesting most of the trainings 
and the department’s request least trainings. The substantiality of 
training each year provides a comparative analysis on time series 
whether particular trainings are requested repeatedly year after year is 
adding value or not. If the similar trainings are requested by similar 
departments over a period of time is indicative of a red flag on the 
learnings taking place and training substantiality in the evaluation 
process.

Make or buy decision for cost effectiveness

TNA data compiled and analyzed provides information on No. 
of employees needing similar trainings. It helps the management to 

decide which is more cost effective to outsource the training offered by 
different vendors as open generalized programs to cater to the needs 
or to offer it in-house while customizing the solution. A dilemma here 
is for the management to have cost savings or have specific solution 
to cater to the needs of the business. Searching for the right solution 
with external vendors is time consuming while matching the solution 
to the needs. For the right solution to match the training intervention 
Tung-Chun [19], recommends that the training be tailored to the 
organizational needs to have expected results.

Business Needs and Evaluation Models
One of the substantial models used in organizations to evaluate 

training effectiveness is Kirkpatrick [20] and Ellis (Figure 2) [21]. 
The first step described in Kirkpatrick Model is the identification of 
Business Needs. Kirkpatrick [22] explains four levels of data collection 
before the design of the training, implementation and evaluation. This 
data collection is done backwards from business results to training 
reaction. This base line data is collected backwards during TNA to 
compare pre and post training evaluation (Level 4 to Level 1) which is 
described below:

1.	 Business Results (L4): Taken in the form of performance; 
be it productivity, error rate, delays in process or customer 
complaints it is attributable to business performance where 
improvement is requirement. This data provides evidence on 
the problems, its severity and number of occurrences. This 
is then converted in monetary value to be able to check the 
magnitude of losses the organization is bearing.

2.	 Behaviors (L3): In this section data is collected on employee 
behaviors which are driving certain problems due to which L4 
is occurring. It provides aid in training design on how much 
of behavior modification is required. The training is then 
designed to provide learning experiences to bring behaviors at 
par to the benchmarks. An example here could be what kind of 
leadership behavior can inspire employee.

3.	 Learning (L2): Cosh et al. [23] argue that organizational 
performance improvement depends on its ability to enhance 
knowledge, skills and attitudes. This is the area where KSA 
(knowledge, skills and attitudes) is reviewed. It is then used as a 
bridge to fill the gap between previous knowledge and expected 
knowledge. McClelland [24] and Ghufli [25] supporting the 
similar ideas emphasized on the organizational culture to be 
a contributory part for learning and enhancing organizational 
performance.

4.	 Reactions (L1): Kirkpatrick [22] further explains that an 
environment conducive to learning is an important factor. In 
L1 we need to see what kind of environment could promote 
learning. This is most commonly used method of training 
evaluation which only helps in understanding if the participants 
received the training appropriately while the objectives of the 
training were achieved from their perspective.

Kirkpatrick [22] defines these 4 Levels following a chain. Any step 
missing from this chain will not achieve the desired results. However, a 
program rated high does not guarantee learning.

Participant’s Immediate Supervisor’s Missing Role
In the above process an instrumental missing link that has not 

received much of popularity is the immediate supervisor. Immediate 
supervisor sees the errors, identifies improvements in behavior and 
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reinforces learning post training. Since he is the one managing the staff 
he is not involved in any step in any training process be it TNA or 
Evaluation processes. However, in Kirkpatrick [22] model he is only 
seen in the post training reinforcement scenario.

There has been now ample evidence which is indicative of how 
with supervisor’s support organizations can reap greater returns on 
training investment. Cohen [26] in his study found that participants 
with supportive supervisors have strong belief that the training is useful 
and increases employee motivation. In researches conducted by Clark 
et al. [27] and Facteau et al. [28] similar results were seen supporting 
Cohen’s [26] work where Clark [27] and his colleagues saw support 
from supervisor to reap better motivational levels of employees having 
application of post training learnings on job and reinforcement from 
supervisor to give improved organizational results.

Further extending to the same argument another study carried out 
by Farr and Middlebrooks [29] used Expectancy Theory to supervisors 
support for training motivation provided proof that supervisor’s 
support positively influences participant’s expectations. Supervisors’ 
support influences individual motivation so much so that it far exceeds 
other variable like continuous learning culture. Employees perceive 
supervisor as a part of organizational culture supporting continuous 
learning write Chen et al. [30] and Tesluk et al. [31].

Winters and Latham [32] suggested in their paper the importance 
of involving the supervisors of the participants in pre-training 
stage early in the assessment to be able to have effectively received 

better results. Steven and Gist [33] also supported similar aspects of 
immediate supervisors’ involvement early in the stages of training 
needs identification.

Supervisors can provide data pre-training while Training Need 
Assessment on all four levels L1 to L4. S/he also ensures learning 
implementation as well as reinforcing learned behaviors. At the end 
also gives feedback on post-training performance of participants 
(Figure 3).

McGriff [34] The ADDIE model is taken from ISD Model 
defines Branson et al. [35] containing normally five steps to provide 
a framework for Instructional Designers for the course design. The 
first step starts from analysis which covers extensive part on training 
needs assessment. Molenda et al. [17] and Treser [36] explain that need 
analysis defines the requirements before the Instructions are crafted 
which in turns creates the impact it will have on the return of the 
investment. Further Molenda et al. [17] added that designers need to 
identify measurable factors while drafting training objectives and then 
make sure these factors are quantified post training accordingly.

In the model above Need Analysis is the basis for ISD and at the core of 
both formative and summative evaluation. The links attribute to the factors 
that without the TNA evaluation becomes the most difficult one.

Training Needs Analysis and Contents Design
The trainers and management educators on the basis of Needs of 

business start to draft training objectives and defining the types of skills 

Figure 2: Training need assessment and Kirkpatrick model.
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the training would address states Rossett [37] This knowledge, skills 
and attitudes are then defined through the areas that the training will 
address to solve business problems.

TNA addresses the severity of the problems and this helps in 
how much to cover for which areas. Bowen [38] states in his article 
Understanding by Design backward approach to designing training 
programs which starts from identifying desired results, determine 
acceptable evidence and then the last plan learning experiences and 
instruction.

The contents are then divided into three categories which includes 
the following:

1.	 Enduring Understanding

2.	 Important to know and do

3.	 Worth being familiar.

The first category is essential learning without which the 
participants will not be performing their jobs below par. The second 
category is important or essential to the job without which they can 
work but not effectively. The third category adds value to the job 
performance but not as much as the first two categories. It is good if the 
participants know. TNA provides the data on what to include in which 
type of category to improve the requisite performance. . The training 
blueprint is then prepared on how much time will be allocated to each 
content covering the depth and the breadth of the training.

TNA and Trainer Selection
While TNA helps in identifying training it also aids in recognizing 

trainer most suitable to develop the requisite skills in employees. Karen 
[39] in her book describes four different types of trainers:

1.	 The Seller: The seller type is normally more focus on how his 
training contents will be received by the participants. In their 
own thoughts learning is primarily the responsibility of the 
participants. They are more to be concerned with selling their 
own ideas.

2.	 The Professor: The professor type of trainers is focused to 
the details of the contents and their image in-front of the 
participants. The pay utmost attention to the techniques and 
creating an impression.

3.	 The Entertainer: Comparing entertainer with “Medicine-show 

Huckster” Karen [39] describes that these type of trainers 
impress you with their talks and gimmicks that they take away 
your money and before you can judge the worth of the training 
they are already gone. They do not pay attention to skills 
development or the learning of the participants. They are more 
concerned with the enjoyment factor so much so that learning 
of skills here becomes secondary.

4.	 The Coach: The best category of trainers Karen defines is the 
coaches. These trainers facilitate learning. They pay attention 
to skills development and build confidence in participants 
while focusing on application of learning. Coaches evaluate the 
participants through their observations in the classroom for 
performance and behavioral change.

Felder and Brent [40] provided evidence on three variables 
interlinked to achieve the desired results. Suggesting a framework of 
cognitive taxonomical basis provided by Bloom [41] Felder and Brent 
[42] suggested writing educational objectives as the driving force to 
achieve the desired results.

The second step suggested by Felder and Brent [40] is to write 
instructions to achieve the objectives and the third step is to assess 
performance of the participants based on the learning objectives 
laid down in the first step. To have the desired performance from 
the participants if any of the links is missing will break the strings 
and the results will not be achieved as expected from the objectives. 
Organizations investing in trainings have a disconnect between 
what is the design of the training, the learning objectives, and what 
is to be delivered in the training room. The trainer selection provides 
instructions in the learning process while in contact with the 
participants.

The classroom is solely left to the trainer and L&OD department 
cannot know what has happened in the classroom. The skills 
development if not carried out and an entertainer is hired chances are 
participants might enjoy the training in the presence of entertainment 
but learning appropriate skills will still be missing.

The disconnection between the design of the training and the 
trainer may result in not achieving the objectives of the course. Hence 
expected return on the training investment by the organization may 
hinder creating problems in L2, L3 and L4 of training evaluation 
process.

Figure 3: Training needs assessment and the Addie model.
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Aligning Training Need Assessment to Evaluation
Aligning TNA to training Evaluation provides feedback to 

executives in making investment decisions. TNA reveals the data 
on training repeatedly arising from departments shows comparative 
on time series giving details of requirements, however, evaluation 
provides data on the training effectiveness showing which trainings are 
to be carried out and where the investment is worth spending. The data 
not available can ever indicate which trainings are repeated year after 
year without knowing the effectiveness. Learning and Organizational 
Development Managers looking for results need to invest substantially 
into pre-training and post-training not only on the event in achieving 
desired results. Goldstein and Ford [43], Salas and Canon-Bowers 
[44] and Tung and Chun [19] have emphasized on the importance of 
training need assessment to increase training effectiveness repeatedly.

To avoid errors in selecting training courses and gaining good 
return it is necessary for organizations to go through TNA writes 
Elbadri [45].

Conclusion
Peterson [46] states that organizations typical investment mostly 

towards training event rather than on pre-work of training and post 
training evaluation. He elaborates that training managers invest only 
10% on pre-work which includes training needs, training design and 
training development; approximately 85% of the budget is invested on 
training delivery and mere 5% is spent on training evaluation. With 
this 85% investment organization only reap 24% learning effectiveness.

The best approach for effective outcome of training for 
organization; especially in third world countries for TNA approach 
is totally neglected. Executives expecting to reap greater results 
need to invest into training need analysis giving L&OD a chance to 
target training as per the needs. Kumpikaite expresses his concerns 
in his research regarding training and thoughts of the organizations 
on Training investment. In Kumpikaite research he writes that only 
17.1% organizations under investigation saw training investment 
as a competitive advantage. Approximately 34.3% of the companies 
still perceive training and development a waste of time. 59.4% of the 
companies still feel that on the job learning is more important than 
formal trainings.

Time and again the training does not receive much importance 
as an investment which might provide greater returns. Companies 
investing in to trainings needs to focus more attention to the TNA, 
TNA based Design of training and Evaluation to be able to better 
understand the performance of L&OD and its contributions. We are 
expecting greater results without investing much into the head and the 
due systematic processes.
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