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Chapter 1 - Introduction

This guide is intended for: 

Anyone about to undertake a Performance Needs Analysis (PNA) and seeking to improve an aspect of performance.
Associated documents:
a) Overarching Standards MfL Overarching Standards v1H
b) Models for Learning Glossary MfL Glossary v1a
c) Performance Needs Analysis Templates MfL PNA Template v1
d) Sponsor’s Guide MfL Sponsors guide v1
What is a PNA and why undertake one?

A performance needs analysis arises from a perception that performance in some area needs to be improved.  Improving performance usually entails making changes at individual, team, BCU or organisational level, or a combination of these.  The PNA is the initial assessment of what changes are needed, who needs to make them and how the expected change in performance can be evaluated.

Performance needs may be current or anticipated and all affected personnel must be considered in the research.   This includes the increasingly diverse wider police family – Community Support Officers and Neighbourhood Wardens for example.

A current performance need is evident when, for example, the Independent Police Complaints Commission MfL Glossary v1a presents a critical report on pursuit driving in your force.

An anticipated performance need is identified when, for example, environmental scanning MfL Glossary v1a signals changes in police powers brought in by the Serious and Organised Crimes Agency legislation 2005 and all officers need to be made aware of the impact.
The PNA project is Sponsor MfL Glossary v1a -driven.  Its aim is to clarify the performance issue, to define the new performance standard and to identify a range of options that will help achieve it.  The Sponsor is someone with the authority to release resources to undertake the PNA, who will play a part in taking any resulting action and who has some accountability for improving performance.  Effective planning and management of the project will be supported by using a recognised project management, set within a QA framework and addressing document control issues.  Guidance on these Overarching Standards MfL Overarching Standards v1H is part of this suite of documents.  

Sponsors should expect regular progress reports, and be available to make necessary decisions on issues that arise during the life of the project so that the work flows smoothly without delay.  A Sponsor’s Guide forms part of this suite of documents.
The PNA report identifies options for changes that will improve performance.  The changes proposed should be linked with clear and measurable performance improvements.  The PNA sets the criteria for Evaluation at Level 3 – Transfer of Learning to the Workplace, and Level 4 – Evaluation of the Strategy MfL Glossary v1a.  An evaluator will advise on how evaluation evidence can be collected and analysed as the change project rolls out so that the evaluation becomes embedded in the process.
Sometimes, but not always, development needs will be identified where new KUSAB - Knowledge, Understanding, Skills, Attitudes or Behaviour (or a combination) is required.  This will lead to a Learning Needs analysis (what learning is required by what roles?) and a Training Needs Analysis (what delivery methods can be used?).  A Guide on each of these is part of this suite of documents MfL LNA Guide v1.
A PNA report sets the criteria for evaluation at Levels 3 and 4 and should identify:

· Required performance: What standard of performance is required and for which roles?  What are the Drivers for this? (e.g. new legislation, new Doctrine, critical report.) What organisational procedures and practice are needed to support effective performance (e.g. transfer of resources, new procedures, supervisor information)? How will the new performance be measured (e.g. PDR, PPAF, Baseline Assessment improvement, re-inspection.)
· Current performance: What currently happens?  What is it about current performance that does not meet the required performance? 
· Performance gap: What needs to change?  Who needs to change and how?  How can the change process be supported? (e.g. project management, QA systems, management and supervision, PDR.)
· Options: and options appraisal for each with a recommendation for further action. 
· Success measures and lessons learnt: What do we expect to achieve, for whom and by when?  How does each item of the change process contribute to the improved performance outcome?  What will help or hinder the change process?  What is the likely impact of this?  What do we need to learn, from whom/what and how?  
The information from the PNA will contribute to an options appraisal (MfL Glossary v1a) supporting the proposed changes.  A template for the options appraisal is part of this document MfL Options Appraisal Template.  
The options appraisal is used to: 
· Demonstrate that proposals provide value for money  MfL Glossary v1a
· Support informed decision-making 

· Assist in corporate prioritisation by directing resources to support change in the areas of greatest operational necessity and risk.
What’s the difference between PNAs, LNAs and TNAs? 

There is often confusion over the terms, PNA, Learning Needs Analysis (LNA) and Training Needs Analysis (TNA). 

PNA research establishes how to improve performance in a given area of work, culminating in a written report with recommendations.  The PNA process describes the organisational changes and any learning and development required.   
LNA is the research process from the time a performance issue is identified, up to the specification of the learning outcomes for each rank/role that will support the performance change.  
TNA is the research process following the LNA that translates the learning outcomes into learning programmes.  It explores options for delivery of the learning outcomes within the available resources.  For example, sometimes a classroom-based programme may be one option.  This could be enhanced with a pre-read, some classroom resources and some supporting guidance for later use.  Alternatively, an e-learning package, delivered to all forces over the Managed Learning Environment, might achieve the learning outcomes.  Sometimes, all that is required is a short briefing that can be given by supervisors and backed up by posters.   The focus is on improving operational performance as a result of the learning and there are many options that can be used.  Key issues concern the nature of the learning, the resources available (e.g. trainers, shift patterns, access to technology), and the number of learners. 
In the past, the TNA has often been used in isolation, with the that training is automatically part of the solution to a performance issue, which may not be the case.

Chapter 2 - PNA research  

It will be for the researcher to select the most appropriate data gathering methods for the particular circumstances they are presented with.   This Guide is not intended to explore them, and there are some excellent sources of further reading within this suite of documents MfL biblio research techniques v1.doc.
Identify required performance

To identify any requirement for change, the PNA research must first establish exactly what performance and level of competence is needed to meet the business objectives identified by the sponsor. 

Task analysis

One of the primary outputs of the initial research is a clear picture of the new or modified tasks that the performance change requires.  The key stages are to:

· determine what tasks a fundamentally competent performer needs to demonstrate to achieve the required performance 

· determine the KUSAB MfL Glossary v1a requirements for the tasks identified

· prioritise the tasks and the KUSAB requirements.  Feed into the high level design documents, specification and/ or the learning descriptors

The following diagram illustrates the elements of a PNA from initiation to implementation and evaluation.

 

Task analyses will usually be supplemented by other elements, in increasing order of complexity in terms of presentation, such as ‘learning needs surveys’, ‘competency studies’ and ‘performance analyses.’  The associated document ‘Guide to Learning Needs Analysis’ gives more details. 

Identify current performance

The next step is for the PNA research to establish current performance by identifying:
· How current performance is measured, recorded and managed
· Any documented procedures that describe how tasks are to be carried out

· Whether practice matches procedures

· Whether there are any barriers to performance

· Whether any current role competencies exist from the Integrated Competency Framework www.skillsforjustice.com  

· Whether any current training seeks to address performance in this area 

· Whether the training is transferred to the workplace.
Relevant performance indicators, particularly quantifiable measures, are useful at this stage.  This data acts as a baseline from which improvement can later be measured. 
Chapter 3 – Identify any performance gap

Data analysis MfL Glossary v1a
The findings from the research need to be analysed so that the evidence is presented in ways that are valid, reliableMfL Glossary v1a and easy to understand.

Draw conclusions

From the evidence presented, the performance gap can now be scoped by comparing the analysis of ‘required performance’ to the analysis of ‘current performance’.
The PNA report template MfL PNA Template v1 will guide this stage of the PNA. 

The PNA report template suggests categorising identified performance gaps relating to:

· Whole organisational areas (strategic issues)

· BCU/team areas (tactical/operational issues)

· Individual areas (practitioner issues).
Analysis of the location and nature of these issues at this stage helps to signpost solutions to performance gaps.

Chapter 4 – Identify performance solutions

Solutions research

Once the nature and location of the performance gaps is identified, options to close performance gaps can be researched and analysed to help formulate recommendations made to the sponsor.  

Strategic issues tend to focus on management solutions, while the tactical/operational and practitioner issues tend to focus increasingly on personnel development solutions.  

In practice, each area of development needs a combination of management and personnel development solutions to generate effective performance becoming embedded in the workplace.  A key part of the management solution is to monitor the impact of the actions taken on performance.
PNA recommendations are likely to include management and personnel solutions, and the connections between them must be clear for readers to identify how each contributes to the whole.   An essential part of the PNA must be to demonstrate the community engagement that has taken place.
Management solutions might include:

· Policy, strategy and procedures that are consistent and coherent
· Workplace practice and its monitoring 
· Priorities graded according to operational risks
· Implementation and monitoring of agreed actions

· Impact of actions taken on performance.
Personnel solutions might include: 
· New learning needed or reminders
· Knowledge, understanding, skills or attitudes – or a combination
· Diversity issues e.g. access to learning and assessment, family friendly, dyslexia, community engagement
· Delivery mechanisms e.g. posters, IT, briefings, workplace, classroom-based
· Prioritisation of training against greatest operational risk.
Options appraisal MfL Glossary v1a 

Options presented should be viable and limited to 2 or 3 for busy executive sponsors.  Each option must be fully explained and individually costed, as outlined in the template MfL Options Appraisal Template 

Chapter 5 – Writing the final report

PNA Standard 7 – Report writing

The final report should be written in the format agreed with the sponsor, using the PNA report template MfL PNA Template v1. 

The report must demonstrate that the research was rigorous enough to have produced valid and reliable information MfL Glossary v1a and that any recommendations made are based on that evidence.

Making recommendations in a PNA report

The options appraisal should lead to recommending a single option with reasons given for the choice.  Although a single option, it may be a package of measures that are interdependent.  The recommendation may be ‘Do nothing’! 

The PNA may identify non-training solutions.  It is also entirely appropriate in a PNA report to make business change recommendations since a thorough piece of PNA research is much the same as any inspection, review or enquiry. 

It is then up to the sponsor to progress recommendations or otherwise.
Quality Assurance Milestone

At this point, information gathered should be reviewed in order to help refine the project agreement and project plan to put before the sponsor.  The next phase of the project (possibly a T/LNA) may then be discussed and any further actions agreed.

If there has been no external moderation, consideration should be given to reviewing the report with a critical friendMfL Glossary v1a; in order to challenge the writer regarding the contents and thoroughness of the report. 

When the first draft of the report is written, if the PNA is being conducted on behalf of a force wide Training Board or Training Management Board (or equivalent) then it may be reviewed with the sponsor’s liaison officer and any final amendments discussed before it is passed on to the sponsor.

Chapter 6 – Summary

	PNA is…

	A performance needs analysis is a sponsor-driven project that identifies the organisational and/or staff development needs, arising from authorised organisational change.  Performance needs may be current or anticipated.


	It reviews…
	· Required performance based on best/good practice guidelines e.g. Doctrine, Manuals of Guidance, PPAF, baseline assessments, HMIC reports, NOS
· Current performance based on e.g. audit of practice, PPAF, baseline assessment, HMIC reports
· Performance gap between force and best practice levels


	Outputs
	Options appraisal
· Lists options available 

· Provides cost benefit analysis of each option, including risks of each

· Identifies timescale and phasing  for changes and for benefits   

· Takes account of all change aspects of change required 
· Recommends solutions 

· Identifies trajectory of performance improvement


	Advantages
	· Demonstrates that proposals provide value for money 

· Ensures informed decision making 

· Assists in corporate prioritisation to direct resources to areas of greatest operational risk


	Don’t forget…
	· Community engagement
· Management solutions

· Package of measures as single option

· ‘Do nothing’ is an option

· Identify risks

· Check work with critical friend before Sponsor presentation

· Get stakeholder buy-in

· Keep Sponsor presentation brief
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