A Simple Training Needs Analysis

When we started Horizon University, I did a needs analysis to determine what kind of training we would need.  I sent this survey out to all of our managers and gave them two weeks to get it back to me.  Yes...I did have to chase down several stragglers, but I had the support of upper management, so all I did was send a reminder two days before it was due to all managers.  A week after it was due, I sent a reminder to the straggling managers with a copy to their VP.  I quickly got all but one back.  A week later, a strong reminder to the lone holdout about how I needed the input of all managers in order to help the credit union meet its goals, and I sent that to the VP and the Exec.  I got it that afternoon.

So - here's a copy of the original letter to all managers.  

PRELIMINARY COMPETENCY SURVEY COVER LETTER

TO: Credit Union Managers And Supervisors

FROM:
Kathie Jones

DATE:

RE: UNIVERSITY COMPETENCY ASSESSMENT

As you probably know, we are in the process of establishing a credit union university. 

The purposes of the university are:

· To align our training with the credit union's business strategies and goals

· To develop employee competencies

· To create a learning organization

It is important that all of you be involved in the curriculum design process.  Over the next six weeks, I will ask you to complete a series of three surveys.  The purpose of these surveys is to have you identify the knowledge, skills, and specific behaviors that credit union employees need in order to accomplish the credit union's strategies, 

goals, and objectives and to improve employee competencies.

The goal of this first survey is to gather some preliminary information. Read through the university's purposes (shown above) and the credit union's strategic goals that are listed below.  Keep this information in mind as you answer the questions on the next two pages.

It should take you from 30 - 45 minutes to complete this survey.  Please return it to me by:

Thank you in advance for your participation in this critical step.

Credit Union's Strategic Goals

(Kathie's note - I'm not including those, just put your own credit union's major goals in this paragraph.)

So - that was the letter.  Now, here's the actual Needs =

Assessment...again, because of copying it into an email format, it may come out funky, but Word is a wonderful tool.

PRELIMINARY COMPETENCY SURVEY

Your Name:

Your Department/Branch:

Job Titles in Your Department (include your own):

One of the purposes in our university is to increase our employee’s competencies.  We need to know what competency every employee in this credit union needs.  Please answer the following questions carefully. Answer each question separately, and use as many pages as you need.  Answers can be handwritten or typed, as long as you identify your department.

1.
What are the long-term goals of your department?  What must your department do to contribute to the accomplishment of the credit union's strategic goals?  List specific tasks and activities.  It will help you to keep two things in front of you when you do this: the credit union's =

strategic goals, and the job descriptions for the jobs you've listed above.  Also, remember you don't have to do this alone.  Get your teams involved!  Ask your staff to help you come up with a list.  After all, they know what they do every day.  List every competency you can think of. 

2.
What knowledge will the people in your department need in order to accomplish the activities you have listed above?  Include industry knowledge, technical knowledge, special degrees, or any other knowledge that applies.

3.
What skills will the people in your department need in order to accomplish the activities you have listed above?  Include specific interpersonal as well as technical skills.  List all that apply.

4.
What specific behavior will the people in your department need in order to accomplish the activities you have listed above?  For example, what will they need to do?  How will they need to act or behave?  List all that apply.

SAMPLES TO GET YOU STARTED

COMPETENCIES

Knowledge of the credit union marketplace

Knowledge of financial services

Ability to manage change

Credit union philosophy

KNOWLEDGE

Reg. Z

Reg. DD

Legal endorsements

Currency and counterfeit identification

Account documentation

SKILLS

Excel

Ability to work with examiners/regulators

Listening skills

Problem solving skills

Ability to analyze member's needs

Influencing skills

Selling skills

BEHAVIOR

Smiling at members/customers

Eye contact

Welcoming

Please note that if you're having trouble figuring out whether something is a skill or a competency, don't worry.  Put it wherever you think it fits.  It's far more important to put it down somewhere than to spend time worrying about categories.

That's the end of the survey.  To give credit where credit is due - I didn't make it up out of the blue.  This, like everything else that I did when I developed the university, came directly out of the University Administrator's Manual.  Thank you, CUNA.  I never get tired of saying that.  If you don't have the Manual, beg, borrow, buy, or steal a copy.  Then (here's the real key - READ IT!)  Word for word.  It is the best tool for anyone who has to put together a training program that I know of.

Now, all of you who have never done a training needs analysis (I know, you are excited and on the edge of your seat)  and the reality hits - here's this great tool, what do I do with all that information?  Well, the bad news is that you compile it into rough categories.  That's going to take you awhile, depending on how busy you are.  After you get done with that, put it into a decent looking document - maybe a table.  Then, send that out to managers again.  Ask them to rank each item on your list - 1 (urgent need for this training in my department), 2 (that would be good for my staff to know), and 3 (my staff doesn't need that training).  Give them two weeks, compile the info, and you have a rough estimate of your greatest training needs.  By the way, there's a lot more complicated way to compile the information after you've gotten the original survey back, but unless you love numbers and have weeks of free time, I'm just giving you the fast and easy way to get the information that you need.

Kathie Jones

Training Director

Texas Trust Credit Union (formerly Vought Heritage Community Credit Union)
