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About This Template

The Learning Needs Analysis (LNA) Form is a structured diagnostic tool used to investigate a
performance problem or training request before any design work begins. Its purpose is to determine
whether a learning intervention is the right solution and, if so, what form that intervention should take.

What is a Learning Needs Analysis?

A Learning Needs Analysis is the process of identifying and examining the gap between current and
desired performance within an organisation. It goes beyond simply asking 'what training do people need?'
and instead asks 'why is performance falling short, and what will most effectively close that gap?'

The LNA sits at the heart of the ADDIE model's Analysis phase and provides the evidence base for
everything that follows in the design, development, and delivery of learning.

Why it Matters

Without a thorough needs analysis, learning designers risk:

+ Building training for a problem that training cannot solve

+ Designing content based on assumptions rather than evidence

+ Wasting budget and time on solutions that have no measurable impact
+ Missing the real root causes of poor performance

+ Failing to gain stakeholder buy-in due to lack of clear rationale

Research consistently shows that a significant proportion of workplace training has little or no impact on
performance. The LNA is the primary tool for preventing this. It shifts the conversation from 'we need a
course' to 'we need to solve a problem', and ensures that any learning solution designed is grounded in
real evidence.

The Three Levels of Needs Analysis

KEY QUESTIONS

Organisational Strategic alignment What are the business goals? Where does
performance fall short at an organisational level?
What are the strategic priorities that this learning
must support?

Task/Job Performance What do people need to know, do, or believe to
requirements perform their role effectively? What specific tasks or
competencies are underdeveloped?

Individual Learner readiness Who exactly needs development? What is their
current level? What are their motivations, barriers,
and learning preferences?
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How to Use This Template

1. Complete this form before any design work begins. Ideally, after an initial scoping conversation with
the requesting stakeholder.

2. Use a combination of methods to gather data such as stakeholder interviews, learner surveys,
performance data, observation, and document review.

3. Work through each section in order. Not all fields will apply to every project, so use your judgement
and annotate any sections that need further investigation.

4. The final section provides a clear recommendation: whether to proceed with a learning solution, and
if so, what type.

5. Share your completed LNA with the project sponsor for review and agreement before moving to the
Design phase.

\ 1/ Tip:
r The LNA is not just a form to fill in but it is a thinking tool. Use it to challenge assumptions,
- surface disagreements between stakeholders, and build the case for a well-designed solution.

The quality of your analysis directly determines the quality of your design.
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SECTION 1

Business & Organisational Context

Align the learning need to business strategy.

Begin by understanding the strategic context. Learning that is not
aligned to organisational goals is unlikely to receive sustained support or
show measurable impact.

Strategic alignment

Organisation / Business Unit

Strategic goal or priority this relates to

Source of the training request

e.g. Senior leadership / HR / Line manager / Compliance
/ Learner feedback.

Is this request linked to a specific event or
trigger?

Is there a deadline driving this request?

Budget available (if known)

Performance Problem Statement

Describe the current state and the desired state in as much detail as possible. A well-articulated problem
statement is the foundation of effective design.

Current state (what IS Desired state (what SHOULD

happening) be happening)

Behaviour / Actions

Knowledge / Understanding

Skills / Competencies

Attitudes / Mindset

Business / Performance Metric
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Evidence of the Gap

List the sources of evidence that confirm this performance gap exists. Quantitative data strengthens the
business case for investment.

Evidence source What it shows Data / Reference

Performance reviews / Appraisals

Error rates / Quality data

Customer feedback / Complaints

Incident or audit reports

Manager observations

Learner self-assessment

Other
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SECTION 2

Root Cause Analysis

Is training the right solution?

This is the most critical section of the LNA. Performance gaps can be caused
by many factors but only some of which can be addressed by training.
Jumping to a training solution without identifying root causes is one of the
most common and costly errors in L&D.

Cause investigation

For each potential cause below, indicate whether it is a contributing factor, does not apply, or is unknown. Add

notes where relevant.

Potential Cause

KNOWLEDGE - People do not
know what to do or why

Yes [\ [o) Unknown Notes

SKILL - People know what to do
but lack the ability to do it

AWARENESS - People are not
aware a problem or risk exists

ATTITUDE - People are unwilling
or unmotivated to perform

EXPECTATIONS - Standards and
expectations are unclear

FEEDBACK - People do not know
how well they are performing

ENVIRONMENT - The workplace
makes it difficult to perform
correctly

PROCESS - The process, system or
tool is broken or inadequate

RESOURCES - People lack the
tools, time or support needed

INCENTIVES - There is no
consequence for poor performance

SELECTION - The wrong people
are in the role

WORKLOAD - Performance issues
are due to capacity, not capability
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Primary root cause(s)

Based on your investigation above, summarise the primary root cause(s) of the performance gap:

Is training the right solution?

Use this decision framework to guide your recommendation. Training is most effective when the root cause is a
knowledge, skill, or awareness gap. For other root causes, a non-training intervention is likely more appropriate
or must accompany any training solution.

Root Cause

Recommended
Intervention

Example

Lack of knowledge or skills

Training / Learning solution

eLearning, workshop,
coaching

Unclear expectations or standards

Non-training - Communication

Job aids, SOPs, Comms

Lack of motivation or engagement

Non-training - Management

Recognition, incentives
culture change

Environmental or process barriers

Non-training - Process / Systems

Workflow redesign, system fix

Insufficient feedback or coaching

Non-training - Management

Line manager intervention,
coaching

Resource or tool constraints

Non-training - Resource

Equipment, staffing, budget,
software, tools

Yes - training is the right solution [JJjj

The root cause is a knowledge, skill, or awareness
gap that can be addressed through a structured

learning intervention.

No - training alone is not the solution [JJj

The root cause is environmental, motivational, or
structural. A non-training intervention is
recommended.
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SECTION 3

Gap Analysis by Competency Area

Use this section to systematically map out what people currently know
and can do versus what is required. Focus on the competency areas
most relevant to the identified performance problem.

Competency Gap Map

For each competency or topic area relevant to this need, describe current and required proficiency, then
rate the gap priority.

Competency / Current level / What Required level / What Gap Priority

Topic Area learners can do learners must do (H,M, L)

Gap Priority Key: H = High (critical to performance) M = Medium (important but not urgent) L = Low (nice to know)

Data collection methods used

Document the methods used to gather evidence for this gap analysis. The more sources used, the more
reliable the analysis.

Who was consulted /

Method What was reviewed

Key findings

Stakeholder interviews

Learner focus groups

Manager interviews

Performance data review

Shadowing / observation

Document / policy review

Skills assessment

Benchmarking / external
research
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SECTION 4

Audience Analysis

Define who needs to learn what.

A needs analysis must result in a clear picture of the learner groups
involved. Different audiences may require different solutions, even for
the same performance problem.

Audience Segmentation

Identify all learner groups affected by this performance gap. For each group, assess the
relative scale and urgency of their need.

Audience Group / Gap Severity

Approx. Number Priority

Role (H/M/L)

Learner Readiness Factor

For the primary audience, assess the following readiness factors that will influence the design approach:

Readiness Factor Assessment Design Implications

Prior knowledge and
experience level

Motivation and attitude
toward learning

Digital confidence and tech
access

Time available for learning

Language and literacy
considerations

Accessibility and inclusion
needs

Geographic location / time
zones
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SECTION 5

Analysis Summary & Recommendation

This section distils your analysis into a clear recommendation. It should be
written to be shared with stakeholders and used as the basis for
commissioning or designing a learning solution.

NOTE: You can complete this section by using an Al tool of your choice and

using the recommended Al prompts provided with this template. Refer to the
LNA Prompt Guide.

Analysis Summary

Field Summary

Performance Gap Summary

Root cause(s) identified

Is training the right solution

Recommended intervention type

High-priority audience

Suggested delivery format

Urgency / Priority level

Recommended next step

%) Next Step:
%E Once signed off, proceed to complete the Learning Objectives. Share this completed
document with all project stakeholders.
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