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Okay well to this session of third week second session, and here you will talk about how to go

about need assessment.

(Refer Slide Time: 0:25)

Which is in a three levels, that is the individual level, at the group level, at the task level and the

organizational level, now what you are going to discuss here is, remember when you are talking

about the assessment, of human resource development needs we discuss that first of all. We have

to find out that why there is a need assessment okay and how we collect about data.



So that we can find out, that training needs or HRD needs of the people, and you discus various

methods about data collection of HRD needs, now this data collection related to HRD needs has

to be done three levels, that is individual level, task level, and the organizational level, so in this

session what  we are  going to  discuss  is  that  how do you go about  assessing  need at  three

different level that is individual level, organizational level and the task level, right.

(Refer Slide Time: 01:26)

So organizational level basically we are going to talk about that how we are going to see that the

requirement of the organizational is met by the people in terms of having competencies and

whether  they  would  be  able  to  meet  the  requirement  of  the  organizational  under  certain

conditions, now second is that we are going to talk about the task level, whether the people have

the competencies to perform the job.

Effectively which there are doing right now okay and then finally we lookay at the third level,

that is person level that is we have to see that have been able to do this, then you should be able

to identify whether the person has the competency than their skills or not, in order to perform the

job effectively now when we are talking about different levels of assessment we have to see that

how  do  we  go  about  collecting  data  and  information,  related  to  these  three  parts  that

organizational, task and person.
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Now going to the first we have to see that what is the concern of the managers, specially at three

different level, of managers when it comes to need assessment at three different levels that is

organizational  level,  person level,  and task  level.  Now if  you look at  the  role  of  the  HRD

professionals or the trainer who is going to provide training okay, there are going to certain have

certain concerns related to this one like to that budget is there are not whether is management is

going to supportive or not, okay because ultimately to the responsibility of the trainers at the

HRD system.

In the professionals to ensure that support in terms of resources infrastructure commitment, and

as a support of top management is available, okay then another important concern of the trainers

is that since they are involved in the process they have see that how what process are they going

to identify in order to find out the needs of the people, and internal needs of the people. Now was

they able to do it, they also need to identify specifically that okay what are the training needs of

the employee specifically for the different type of things that they are going to do in terms of

increasing the knowledge, or they have to increase their skills, or abilities or anything else okay.

Since training given into technical and non technical areas so they have to identify the training is

to be given in which area right now the concern of middle managers is something different they

want to ensure that the money spent on training is worth it, what I mean to say is that when there

are going to conduct a training program whether it is in house or out or it has been an outsourcers



one thing that they have to understand that when they going to spent money in this programs

whether this is going to meet, goals and objects of the business or not , okay.

And it is very important is what are the job are in training is most important, not that for all the

job they are going to provide training, and who should be provided training whether it is to be

senior  managers,  middle  managers,  junior  managers,  or  other  provisional  is.  So  that  is  the

concern of the middle managers, now the top management is concern is something different they

have to see that how important training is for the business, and if it becomes more important

provide it means the goals and objectives of the business.

If it is helping in achieving the business goals and objectives then that management is going to

more supportive and committed to the cost of the business training because, now they now that

okay this is going to help in some way to achieve  the goals and objects because the people are

trained they are going to perform better right. Now he is also concern about okay let us classify

the kind of people the level of people, and the kind of trends needs that is going to be there. 

And it is going to help us so they need to establish to direct link between the trainings and goals

and objectives of the organization, okay and they also want to see that what is the gap, whether

people with required knowledge and skill are available, or not and in the process all these three

people at different levels to identify, okay requirement of the organization, requirement of the

person, and the gap in the performance or whether the person had the needed knowledge based

or not, that the task.
Now once we have looked into the concern of the top managers, middle and trainers what we

need to look at this is that okay.
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how do we go about  it,  see these  the entire  need assessment  process  first  of  all  we go for

organizational analyze , then person analyze then finally task analyze, and that is how once this

three things are done then you would be able to training itself  to the people.  Organizational

analyze is start with it,  scanning environment looking at the strategic directions management

support  okay  for  the   training  and  the  resources,  so  in  that  terms  you  have  to  go  for

organizational analyze. 

Similarly for person you have to say in term of what kind of inputs is going to provide what are

the expected output,  what is  the consequences of that  whether  you are going to provide the

feedback or not, similarly for task you want to see what are the things that he does whether he

has the request knowledge skill  or not so all  this analyze basically help them to identify the

training, requirement and then accordingly are going to decided about the kind of intervention

and methods of either things that you are to plan not the training activities. Now we will discuss

it one by one.
(Refer Slide Time: 08:08)



So we will start with strategic organizational analysis, I told you so this is going to provide in

broad view of the need in terms of what organization wants, okay because after scanning the

environment organizational in the position to find out what are the goal and objectives which

they  want  to  achieve  within  the  given  time  frame  and  it  order  to  achieve  these  goals  and

objectives, what kind of strategy is they have.

So this strategic analysis helps them to identify what all the things that’s need to be done in a

order to achieve the goals and objectives of the organizational and this provide the overview of

the entire organizational in terms of what they want to do, and do they go about it, so once that is

identified, what is to be done move to the next phase and in this area probably we are talk about

certain things in term of climate resources goals and objectives.

When I am talking about in order to identify strategy goal or strategy analysis we have to see the

what is the goals and strategy of the organization that is to achieved within the given time frame

and in order to achieve the those  goals and objectives what kind of resources is available and the

culture and climate of the organization whether it is going to be supportive or not, and the most

important  thing is what kind of environment  you are operating in,  if you remember you are

talked about environment circumstance.

Whether that is the kind of environment that is going to face because environment is going to

provide a  big challenge  so environment  is  not supportive that  I  means to talk about here is

external  environment.  In  term of  technology,  economy,  politics,  society  and culture,  if  these



factors are favorable probably the would facilitate in goal and perspective of the organization. So

the analyzes is starts from identifying the constrain of the environment, which are either going to

facilitate those factor they are going to facilitate the process.

So once you are able to identify the level of certain environment that is going to tell, the kind of

constrain that you are going to face based on these constrains you are going to identify the goals

and objectives of the organize right and then in order to support the goals and objectives, you

need to identify the kind of resources that you need, and people area also the resource for that

because they are going to help you to achieve the goals and objectives, and then you have to say

with the environment  internal working environment, in terms of supervisor, leadership, culture,

with supportive or not.

So  that  is  a  part  of  what  is  called  organizational  environment,  okay  so  as  a  part  of  the

organizational analysis once we do it.
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We are able  to  proceed for that  and see how it  is  going to done,  now once we are able  to

complete this part then we move to see that in what way the HRD program are helping and

achieving  the  goals  and  objective  of  the  organizational,  now  the  idea  is  the  suppose  the

organization is going forward particular strategy okay, so they want to go for a new product right

if they want to go for a new product 

In the market they want certain feature in the product which they already have, now worth the

objective to go for the this kind of strategy is to see that they able to capture more market or they

going to increase the revenue, profit or market share so these goals and objectives they proceeds

further they have to see that what are the resources that is available that and that is where the role

of the HRD comes into the picture. 

Because you have to think people are the resource and when you are saying that people is the

resource so you have to see that whether people have the needed competency okay and if they

don’t have then you can plan for the intervention related to innovation, gratify, right product

development, so that people develop those competency which would require to go for a new

product  development  right  and that  is  how you are going to  tie  and link  HRD programs to

cooperate goals and objectives.

Now was able to do it, you have to see that how HRD is going to help you to achieve these goals

and objectives ,  so once you are going to make sure that people had that competencies into

smaller skill and behavior which is going to help them to facilitate new product development



then  you would be  able  to  established  a  better  link  between  how HRD is  going to  help  in

achieving goals and objectives which is going to generate more profit or better business for the

organization, right and if you are able to proof that probably to get a better support from the top

management.

If you remember in the beginning we talked about the kind of support that we required to for

HRD activities you defiantly need support and commitment from the top management provided

you are able to convince the top management about the utility of the HRD program and what

way it is going to help the business to achieve its objectives, right so I idea is that you have to

think of HRD investments  are  a  revenue generator  not a profit  because in most cases HRD

department are coincided as splinter of the revenue not a revenue generator.

So if you are able to convince the top management that HRD is going to be a revenue generator

not a waste of the profit, probably you get a better support okay for conducting these kind of

program  which  is  going  to  help  the  organizational  to  achieve  goals  and  objectives  of  the

business.

(Refer Slide Time: 14:19)



Now how do you get the data about this so you data comes from the machine statement because

the machine tells you what are the specific things that we want to achieve actually all extracts the

original statement so mission statement you want or where you want to go what we want that

could be reflect to a original statements so once original statement is clear then you move to the

next stage that is business statement where specifically you say that what are the things you want

to have right.

So once mission statement is made then we have to proceed that in what way HR inventory is

going to help you, inventory means that the quality and quantity of the people that you would

have the quality and quantity of the people which would required in order to achieve the goals

and objectives that is stated in the mission statement right, so HRM inventory can help you in

terms of what you call the knowledge and skills inventory quality of working life that people

because it is going to support the system and what is the efficiency indexes in terms of cost ,

quantity.

Product all kind of efficiency index can be created because that gives an idea your efficiency

level, and where you are and where you want to go so that data related to this could be obtain in

order to get for the efficiency that how this kind of analyze is going to help you to find out what

the requirement of the organizational need competencies, right and what kind of changes you

want to bring the system you are moving from stage to other stage.



So in order to bring about the change in the system whether people had those competencies or

not so that they able to bring in change in the system and another important thing that those

people  are  relieving  the  organization  they  also  provide  the  feedback  because  they  can  who

provide the valuable input to about the organization so there could be various sources of the

information to go for organizational analyses.

(Refer Slide Time: 16:35)

Now we are  moving to another important activity for need assessment and that is task analysis

now task analysis is basically is what you want to identify the different kind of activities that

people are going to do , so we are moving to task analysis and now if you looked at it, basically

you need data about the specify job , or group of job that people are performing, so that the data

about task and responsibilities comes from it could be difference sources.

And the most source is job description because job description is basically gives you data about

the duties task and responsibility Which a person is suppose to perform in a given job right, so

once job description is clear you will be position to identify what are all the duty and responsible

that the person is suppose to do and what kind of performance level you expect from them and

whether it is able to do it or not so if you look at the various sources the most important sources I

told you is job description because it is nothing but it consist of task, duties, and responsibility ,

and the kind of knowledge and skill that is required for the find this job, right.



Job description is one source and other sources how the task is being done by the individual what

are the process which people do or perform in order to do their job effectively and the third one

for each of the task what is the performance level that person is suppose to achieve right so you

have data about task , duties and responsibilities the process and way it done and the whether he

is clear about the job description the duties and responsibilities or not so that actually is done

when you are going for task analysis, right.

(Refer Slide Time: 19:49)

And you can ask different question if they are not clear that okay how do you that whether you

met in targets or not, what are the problems you are facing and doing it whether better way for

doing it or not, so you can ask lot of question, to clarify your doubts related to job the task and

way to distribute that right, so this is related to task analysis, and task performance.
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If you look at the job of the HRD professional, so how the HRD professional is what managing

the training system, training department, organize the program, evaluate the program, so there

are going in different task right related today, so each of the task you have to identify what are

the different subtask so managing the training department that can be number of task, similarly if

you are going to be organize the program the difference is that, in order to evaluate the training

program, also you are going to do different kind of task right I am giving one example.
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Now moving for the and the third phase is what we call is the person analysis in the person

analysis what we going to do their going to see the person has the a to z knowledge and skill base

or not, what I am going to say here is that I am going for person analysis is whether there is a gap

between the knowledge and skill base okay.

And that is expected from him and what he has because training needs of each individual can be

specific and be very different and that you have to identify based n several sources for example

you can go for observation you an at performance records so this is going to provide the data

about the performance level and the individual and the expected perform level.

So based on those analysis you are in the position to say where the person has that or not okay

that is going to tell you whether you are going to achieve the expected performance level or not

so you are going to see once you able to identify the gap in the performance what could be the

reason why this level of performance is or the expected level of performance is not achieved they

could be not achieved, there is could be different reason, not necessary that is lacking knowledge

and skill base, may be that is not motivated enough may be that he is not interested.  He does not

find the job challenging.  

There could be different factors because of the gap in the performance, so not necessary that you

are going to provide the training and that  is  why once you decide that  was yes training the

solution you have to see whether there is a gap in the competencies which needs to based in

order to see that the person’s performance upto the expected level or not.  And for that you go for



identifying the reason for performance and this reason for bad performance could be attributed to

a number of factors.  

It could be attributed to the individual’s knowledge and skill base, it could be supported to the

resource and support that is getting from the organization.  It could be attributed the supervisor

whom that were supportive, so there could be number of factors which either facilitate or in the

effective performance.  So it is must when you are going for personal analysis to identify what is

the reason for good or bad performance.  

(Refer Slide Time: 24:47)

Now if you look at this it would be clear to you, because one way to look at in the performance

comes from the performance appraisal, because performance appraisal basically gives you the

data  about  the  discrepancy  in  the  performance  that  is  expected  performance  and  ideal

performance.  And then you identify are analyzed performance in order to see that what is the

bases,  whether  it  is  related  to  internal  factors  or  external  factors,  whether  it  is  related  to

motivational interest knowledge in a skill base or whether it is a way to support from the system

supervisor another factors. 

So watch this kind of analysis is complete and you are able to identify that it is attributed to

internal factors and accordingly you are going to plan the intervention.  Because once you are

able to identify the need of the people only then you more precede a move further and proceed

about conducting the program. 



And if it is attributed to external factors then you have to go for some kind of interventions and

ensure that resource, support, commitment, and facilities are available for him to perform the job

well.  So this three kind of analysis is done in order to ensure that you are able to identify the

training needs of the people.

(Refer Slide Time: 26:06)

If you look at it, how do it go about, what I am trying to do here is I am going to combine both

the strategic analysis. That we have to do a different levels and then we also need to see that how

we are going to look at it at different level that is organization level or the personal level or the

individual level that is asked processes level and the individual level and if you have different

kind of variables, so you have to see that whether the goals and objectives within the system.

The structure, culture, climate and resources of the capacity of the people whether the motivation

of the expertise, because these are the factors which are going to contribute to the performance of

the organization. Now if you are going to relate these factors with different level of variables

organization.  So you have to see whether the goals and objectives are the mission actually has

been made after doing a thorough analysis of the environment or not because if your strategy

goals and objectives has not emanated from what you call the environment probably you are not

going to be successful and whether the system and structure that you have a supportive the nature

or not.  



Because these are the organization level where are the culture, the leadership factors, these are

very, very important the infrastructure support, because they are going to provide support to the

people to perform well then you have to see that you have the right kind of people and that

depends upon you selection process.  So you have to see that you are going to select competent

people for the job then looking to the processes how the things have been identified in terms of

goals and strategies.  

And whether these processes have been established as a system which is going to help or support

whether these processes had the capacity to perform or not in terms of quality, quantity and these

kind of things, because if it is not then probably you will not be able to achieve the performance

or goals. 

Similarly if you look at the individual level whether the people are familiar with this or no and

whether the goals or objectives of the individual groups and organizations are congruent with

each other or not and whether individual goals are contributed into the organizational goals or

not.  What kind of obstructive they are facing in order to perform the job effectively whether

they have the support system or not. Whether they are physical or mental all kind of abilities are

available with them or not. 
And whether they are really interested in motivated to learn and perform better or not.  So these

are the questions that need to be asked in order to see that you are able to do this analysis in a

better way to identify and this is the needs of the people in the organization. 
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Now the basic objective of this need assessment is what to identify the gap in the performance of

the people because if you are able to identify the gap and the need of the people and that is what

we call the gap analysis.  So basically the gap analysis tells you the difference between your

current state and the desired state of performance. 

So what you need to see that you are able to do these analysis integrating or individual group and

organization analysis at different levels to identify the gap of the people.  And the gap could of

different kinds. It could be in terms of deficiency in this skill and knowledge base, it could be

deficiency in the actually the way organization is being managed in terms of systems, structure

and processes it could be in terms of management how they are going to train people in the

organization and also.

How the organization is designed in terms of structure and other things and managed so that gap

could be a different levels or could be related to internal or external factors right.  So accordingly

you decide what kind of gaps have been identified whether there is a gap in the knowledge and

skill base with that external factors which are attributed to bad performance whether there is a

factors relate to organization and support system whether there is a factors relate to culture and

leadership.  

So this will help you to identify the gap at different types. And once this gap analysis is done it

means you would be able to identify what kind of requirements people have that needs to be.  So

once this gap is identified based on these analysis you will be able to identify who are the people



who needs training similarly you will also be identified what kind of training would be required

at different levels and what are the reason for this gap and that is the basic objective of this gap

analysis thank you very much.


