
Needs Analysis is
broken. Let's fix it

together ✌🏻

with Lavinia Mehedintu
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Specific needs analysis
when we need to deliver

training
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Two types of
needs analysis

Broad needs analysis
usually scheduled once a

year
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Why do we run
needs analysis?

Unlimited challenges
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Why do we run
needs analysis?

Unlimited challenges

The most important
challenges to solve to make
the best use of our limited
resources



The purpose of any
needs analysis

process is to help us
prioritize the most

important
challenges to be

solved.

The purpose of any
needs analysis

process is to get a
list of trainings we

should run next
year.

the reality



Why is the needs analysis
process broken?

We're calling it
training needs

analysis

1

We're calling it
learning needs

analysis

2

We underutilize
available data

sources

3

We go from
needs analysis
→ budgeting

4

The output of
needs analysis

is a list of
trainings

5

We don't ask
for feedback

6



We're calling it
training needs

analysis

Assumption #1 － 
training is the only solution  

we have available in L&D

Assumption #2 － 
the issue is a behavior or

skill gap

We're calling it
training or learning

needs analysis

we end up creating training
nobody wants or needs



If I had asked people what
they wanted, they would have

said faster horses.
Henry Ford
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Needs analysis as a
problem solving
process

The purpose of the process is to
understand what trainings they want
us to organize

The purpose of the process is to
understand which are their biggest
challenges

Needs analysis as a
training identification
process



Needs analysis as a
problem solving

process

Principle I
Oct, 24



Asking better questions －
“The Mom Test”

PASSES THE “MOM TEST”
questions even your
mom won’t lie to you

about

Yup, she’s likely going to
lie when you ask “Mom,
would you attend this

training?”

THEIR LIFE / PROBLEMS
not ideas / solutions

but day-to-day
inefficiencies

Get them to walk you
through their daily life

and pinpoint
inefficiencies or

challenges

SPECIFIC DETAILS
not generics/ vague

information

No one was ever able to
improve on vague

feedback

THE PAST
not hypothesis/ the

future

Problems they have
actually encountered



Download Cheat Sheet



Download Cathy Moore’s Framework



How many of you talk
to people managers

during needs
analysis?

hand up!
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How many of you think
what your people

managers tell you is
100% accurate?
keep your hand up!
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Needs analysis as a
problem solving
process

The purpose of the process is to
understand what trainings they want
us to organize

The purpose of the process is to
understand which are their biggest
challenges

Needs analysis as a
training identification
process

People managers as single source of
truth

Diverse data sources to confirm or
invalidate assumptions



More data sources lead
to better accuracy

Principle II
Oct, 24
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stage 2

do we trust this
data source?

stage 3

will we use this
data source?

stage 1

do we have access
to this data source?



Needs analysis as a
problem solving
process

The purpose of the process is to
understand what trainings they want
us to organize

The purpose of the process is to
understand which are their biggest
challenges

Needs analysis as a
training identification
process

People managers as single source of
truth

Diverse data sources to confirm or
invalidate assumptions

We have the list of trainings they want,
we decide which ones to budget

We understood their challenges, so we
come up with potential solutions



After needs analysis we
take a break to

brainstorm all potential
solutions

Principle III
Oct, 24



For every complex problem,
there's a solution that is
simple, neat, and wrong.

H.L. Mencken
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What potential
solutions could we

propose?

training & e-learning is not allowed!
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What solutions
can we suggest?



Needs Analysis Budgeting

Assumption: all solutions require a budget



Needs analysis as a
problem solving
process

The purpose of the process is to
understand what trainings they want
us to organize

The purpose of the process is to
understand which are their biggest
challenges

Needs analysis as a
training identification
process

People managers as single source of
truth

Diverse data sources to confirm or
invalidate assumptions

We have the list of trainings they want,
we decide which ones to budget

We understood their challenges, so we
come up with potential solutions

We deliver the trainings whenever
they’re budgeted

We put together solutions in a
strategy & ask for feedback before
implementation



Asking for feedback &
co-creating early on

leads to better
outcomes

Principle IV
Oct, 24



intellectually

emotionally

socially

Co-creating learning experiences with learners helps us meet
them where they are in a very holistic way.



Co-creating learning experiences with learners leads to better
engagement & support from them.



Principles for 
strategic needs analysis
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Needs analysis as a
problem solving

process

More data
sources lead to
better accuracy

After needs analysis
we take a break to

brainstorm all
potential solutions

Asking for feedback &
co-creating early on

leads to better
outcomes

Adopt iteratively



What are you taking
away today?

let’s chat for 5 min!
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We’ve been chasing the “seat at the
table” for years. Getting it will

require more than obtaining and
running lists of trainings. It will

require strategic, systeming, and
critical thinking.
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Explore additional
resources
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