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From model to practice 
 

2.1. The starting point 
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Background 

 
[This section provides an introduction to the project, which should 

contain a brief explanation of the causes and the point in time of 

occurrence of the need for a training plan or a specific plan or 

programme with in the body’s general training plan.] 

E.g.: 

The rollout of the new XX1 computer application means that its users 

need appropriate training. Therefore, [Ministry, body, etc.] 

management has started up the … training plan. 

Having received the commission, the training unit carries out a brief 

analysis of the information available on the group to be trained, the 

job positions affected, and the knowledge and skills to be developed. 

This initial project document is drawn up, which will evolve in line with 

successive future agreements between senior management and the 

human resources/training unit, and summarises the plan’s 

development. 
 

 
Goals 

 
The goals of the Training Plan are… 

[Ministry or body name] management shall lead the process of 

drawing up and implementation of the Plan from the start. 

 
 
Training Plan scope 

 

The training actions proposed as part of this Plan are aimed at 

[number of persons, groups, etc.] 

The Training Plan affects both central services and those in the 

[Ministry or body]’s regional and local offices. 

The duration of the Training Plan’s is estimated at [years, months]. 
 
 
The process of drawing up the Plan 

 
1. Training needs diagnosis stage 
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The [Ministry or body name] training needs detection model aims to 

integrate senior management’s prescriptive needs with the needs 

perceived by the training recipients. Combining these viewpoints 

provides a more comprehensive, shared insight into the skills areas 

to be improved. 

 
During the detection process, work will be carried out with different 

sources of information, both documentary and personal. The 

documentary sources to be included are: the general regulations 

providing the framework for the department’s/body’s actions, etc.; 

documentation on strategy, new project implementation, 

organisational restructuring, etc., and assessment reports on training 

activities: educational and other reports, analysis of previous training 

requests, etc. 

 
With regard to personal sources, to benefit from the opinion of [body] 

management and the persons and different groups it comprises, use 

of the following techniques is planned: 

 
• Interviews with senior management. 
• Group dynamics sessions (one for each group from which 

information on common needs is required). 
• Should [body] senior management wish to secure a more in-depth 

detection of training needs: individual questionnaires with 
subsequent validation by hierarchical superiors. 

 
Based on the information gathered, the training unit will analyse 

common needs (and individual ones, if this level of detection has 

been performed). The training unit will draw up a training needs 

diagnosis report, which will provide the basis for designing the [body] 

Training Plan. 

 
2. Training Plan preparation and communication stage 

 
The Training Plan will contain: 
• The Plan’s general and specific goals. 
• Criteria for participating in the Plan’s activities. 
• Description of the training programmes (a set of activities aimed at 

a specific group). 
• A description of the contemplated Plan assessment mechanisms. 

 
The person(s) responsible for training: [names] will monitor 
assessments by activity, draw up a weekly report and provide annual 
data for [body]’s general report. 
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They shall inform all those members of staff affected and their 

supervisors so that the Plan may work properly and achieve the 

planned results. To this end, the requirement for Plan-related 

communication actions shall be taken into account [specify, if 

necessary, the planned basic actions]. 

 
3. Activity execution stage 

 
Every effort shall be made to ensure that activities and their sessions 

are sufficiently spaced out so as not to interfere too much with 

attendees’ work responsibilities. 

 
The primordial goal of training and development activities is learning 

by doing and the transfer of the lessons learned to the workplace. 

This entails highly active methodologies, and the possibility of work 

between sessions and an action plan or end-of-activity project on the 

part of participants. 

 
 

Required resources 

 
1. Work team 

[Name and position of those making up the basic Plan coordination 

team: human resources management, head of training, etc.] 

 
2. Budget 

Contemplated budget: [estimated]. 

Cost per person: [ratio of total budget / people receiving training]. 

 
3. Venues 

The Plan’s activities shall be carried out at the [body’s] or other 

venues deemed appropriate. 

 

 
 

Timeline 

 
[Detail by month the activities to be carried out and the planned 

duration of all the actions.] 



34  

 

2.2. The choice of model 
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2.3. Obtaining inputs (1): the prescriptive 
standpoint 
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Level Sources Notes 

Organisational 

environment  

Decree …/…, on 

the 

reorganisation of 

the Ministry of X 

[Include references to key 

points that may be related to 

staff training] 

Organisational 2008-2012 strategic 
plan 

[Include references to key 

points that may be related to 

staff training] 

2010 organisation 

chart 

[Include references to key 

points that may be related to 

staff training] 

Job profiles and 
positions 

2008 Training 

Plan 

assessment 

[…] 

Skills 

dictionary 

[…] 

200… job 

descriptions 

[…] 
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Note: 

The questions listed in this outline are by way of example. We 

recommend having the first question clearly defined and moving on to 

tackling the other topics of interest, formulating the questions in 

accordance with the interview’s dynamics. Before carrying out the 

interview, it is vital to have accurate information on the role of the 

interviewee’s unit and team. 

 
Introduction of the interviewer.  

Forecast interview duration.  

Brief explanation of goals.  

Opening thanks. 

 
 

Questions on carrying out of management duties: 

1. If you had to define the strengths of how you carry out your 

management role, what would they be? 

2. Based on these strengths, and given your unit’s goals, do you have 

any thoughts on whether there is any aspect that could be enhanced 

by training? 

3. With specific regard to management skills, is there any aspect you 

would like to improve or go into in greater depth? 

 
Questions on the unit: 

1. We are now looking at the unit as a whole. The first question is the 

same: if you had to define the current strengths of the way the unit 

carries out its assigned duties, what would they be? 

2. Based on these strengths, and given your unit’s goals, do you have 

any thoughts on whether there is any aspect that could be enhanced 

by training? [If there are no specific examples, rephrase the question 

seeking clarification, e.g., which areas or examples could benefit 

from specific training as an improvement strategy? Which members 

of staff would you suggest this training for?] 

3. Do you think your team would benefit from any specific improvement 

project within the unit? 

4. Now, thinking of partnerships with other teams from the organisation, 

is there any aspect that your team could offer them in terms of a 

common improvement project? 

 
Conclusion and information on how the detection process will progress. 

Closing thanks. 



Diagnosing training needs in public sector institutions 41 
 ng   

 

 



42  

 

 

 
 

2.4. Obtaining inputs (2): the participatory 
standpoint 
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Indicate what 

knowledge and/or 

skills you think you 

should be trained 

in 

Prioritise the 
degree of 
necessity  

Why do you 
need this 
training? 
(Choose just 
one of the three 
options) 

In which 

specific job 

function 

would you 

apply what 

you have 

learned? 

Express your needs, 

don’t list courses. 

Examples of how to 

express yourself: 

‘know how to correctly 

calculate deadlines in 

administrative 

proceedings’, ‘know 

how to make 

budgetary 

modifications’, ‘know 

how to structure well-

reasoned reports’, 

‘use Web 2.0’, ‘draw 

up projects’, etc. 

1= Vital 

2= Very 

necess

ary 

3= Necessary 

A= to possess the 

general 

knowledge 

required to carry 

out my duties 

B= to have a 

deeper 

understanding in 

areas of 

knowledge I 

already have 

and/or clear up 

doubts 

C= for my civil 

service career or 

personal interest, 

with no link to my 

job 

(If you have 

answered A or B 

in the previous 

column, specify 

duty, function or 

process that could 

be improved with 

the training) 

Draw up technical 

projects  

1 A Providing 

grounds for 

resolutions 

Updating on 

procurement 

regulations 

1 B For purchasing 

procedures 

 

 

Questionnaire respondent details  

Full name:  Group: Position: 

Management unit:  
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Public speaking skills 1 A For 

procurement 

boards Notes: 
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Indicate what 

knowledge and/or 

skills you think you 

should be trained 

in 

Prioritise the 
degree of 
necessity  

Why do you 
need this 
training? 
(Choose just 
one of the three 
options) 

In which 

specific job 

function 

would you 

apply what 

you have 

learned? 

Express your needs, 

don’t list courses. 

Examples of how to 

express yourself: 

‘know how to correctly 

calculate deadlines in 

administrative 

proceedings’, ‘know 

how to make 

budgetary 

modifications’, ‘know 

how to structure well-

reasoned reports’, 

‘use Web 2.0’, ‘draw 

up projects’, etc. 

1= Vital 

2= Very 

necess

ary 

3= Necessary 

A= to possess the 

general 

knowledge 

required to carry 

out my duties 

B= to have a 

deeper 

understanding in 

areas of 

knowledge I 

already have 

and/or clear up 

doubts 

C= for my civil 

service career or 

personal interest, 

with no link to my 

job 

(If you have 

answered A or B 

in the previous 

column, specify 

duty, function or 

process that could 

be improved with 

the training) 

Draw up 

technical reports 

1 A Providing 

grounds for 

resolutions 
Updating on 

procurement 

regulations 

1 B For purchasing 

procedures 

 

 

Questionnaire respondent details  

Full name:  Group: Position: 

Management unit:  
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Public speaking skills 1 A For 

procurement 

boards  

Notes: management marks with a darker colour the suggestions they deem 
necessary and with a lighter one those they will allow as useful. This colour 
coding could be replaced by circles/squares or with a 1/2 (prioritising). 
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General information 

Planned duration 2h 20m 

Participants: 
A minimum of six and a maximum of thirty. These will be arranged into 
subgroups based on the sub-populations defined. 

Material: 
Yellow and orange cards. Normal markers for each participant and thicker 
ones for the moderator. Blu-Tack. Brown paper for hanging on walls. Adhesive 
tape. Green Post-Its. 

Methodology: 
The session moderator must introduce each question and work stage, both 
individual and group. 
In the full group sessions, the general contributions must be gathered and the 
necessary conclusions reached. 

10 minutes  Session introduction 

  [Explanation of goals and methodology by the moderator 
and organisation representatives. Stress that it is based on 
an appreciative standpoint and explain why.] 

10 minutes 0.20 Individual consideration: question one 

  Question asked: 
We would ask you to describe on the attached sheet, from 
your own viewpoint, which are the main strengths, the 
STRONG POINTS, that you have NOW in the unit in which 
you work, when it comes to providing the service you are 
charged with. 

 
[To be borne in mind] 
The question does not explicitly ask if they need to think on 
a personal or group (unit) basis, as people tend to mix the 
two focuses. To encourage the production of ideas, it is 
best to leave this as open as possible, so that they give 
ideas on both personal and unit development, with no need 
to specify which is which, thereby reducing the perception 
of the threat of giving information of a personal nature. 
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30 minutes 0.50 Work in small groups 

  Create a single, ‘snowballing’-type list of ideas 

  Instructions for participants: 
The idea is to create a single list with the contributions—or 
views—of each person. The goal is not to discuss the 
different ideas, or reach agreement on them. What we 
want is to add them all together, to gather them all so that 
everyone can consider them. To do this, one person, who 
will act as ‘secretary’, will begin by reading out their ideas, 
their list. The others will cross out those that coincide with 
theirs, so as not to repeat them in the joint list. Taking 
turns, everyone will explain their new ideas to add them to 
the list. 

 
[To be borne in mind] 
We are not asking for consensus at this time, which is in 
fact an option that must be decided upon by the session’s 
organiser. Nevertheless, some groups tend to reach a 
consensus. You should only intervene if the work dynamic 
comes to a standstill if no consensus is reached. 

  Create a map 

   
Next, the idea is to write the different ideas down on a 
yellow card and then affix it to the mural you have been 
assigned.  
If it helps, similar ones can be grouped together. 

10 minutes 1.00 Individual consideration: question two 

  Question asked: 
You have described the current strengths of your 
organisation/ unit when it comes to doing its job. Now you 
should image what the ideal conditions would be so that 
you can work to give an ideal result. 

 
[To be borne in mind] 
The question gives no explicit instructions as to whether 
the ideal conditions relate to the individual person, the unit 
or the organisation as a whole. Once again, the idea is to 
open up a wide scope for consideration, as information will 
arise in all areas. 

30 minutes 1.30 Work in small groups 
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  Instructions for participants: 
Like before, the idea is to put down all non-repeated ideas, 
one by one, on an orange card and stick them on to the 
mural, alongside the previous ones. 

  Analysis: working on the ideas created 

  Example: 
Instructions for participants: 
At this point, we have a mural reflecting your vision of the 
current strengths and, alongside them, you have also built 
a vision of an ideal operation. Obviously, in some cases, it 
will be your responsibility to put some of the suggestions 
into practice, whilst in others it will be that of a higher level. 
Now, the idea is to mark the ideas according to who has 
the responsibility for implementing them: 
Put an S alongside those ideas/improvements of a 
structural nature (the responsibility of your 
superiors). Put a P alongside those 
ideas/improvements of a personal nature (your own 
responsibility). 

  Identifying personal training strategies 

  A range of different strategies are probably necessary to 
achieve these improvements. Nevertheless, in this 
context of training needs detection, what we are 
interested in is focusing on those you can tackle 
personally. In other words, those that lie within your own 
power of action and which require training for their 
development. 
Write the letters TRN on a green Post-It note and identify 
them on the map. 

 
[To be borne in mind] 
It is important that the moderator accompanies each 
subgroup and makes any contributions of a general 
nature required. At this stage of the work, a lot of 
information on ideal conditions tends to be generated 
that is structural and the responsibility of the 
organisation. Initially, the tendency is to think that 
everything is in the hands of superiors or other players. 
If necessary, you should ask for more in-depth 
consideration to find ideas for improvement that are the 
direct responsibility of those taking part in the group 
dynamics, as this is the way to take best advantage of 
the detection session. The goal of these group 
dynamics is those improvements that can be 
undertaken by and the training need for the target 
group, not improvements to general organisation 
processes or other aspects. 
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30 minutes 2.00 Full group sessions (sub-groups disband) 

  Instructions for participants: 
One person from each group explains the conclusions they 
have reached. 

 
[To be borne in mind] 
The working groups must disband and return to the full, big 
groups to create a broader-based dynamic and finish with 
the sub-group one. 
At this stage, the group maps are shared, and a general 
one can be grouped together and built, if helpful. 

10 minutes 2.10 Prioritisation (optional) 

  Instructions for participants: 
Each person votes for those training strategies they 
consider to be a priority (e.g. three stickers = three votes). 

 
[To be borne in mind] 
You need to assess whether you wish to obtain prioritised 
information or leave it open. If you ask the group to 
prioritise, management room for manoeuvre will be more 
limited. Obviously, if the groups are of management 
members, you need to ask for prioritisation to be able to 
progress. 

10 minutes 2.20 Conclusions and thanks 

  You should ask the large group for a quick assessment of 
the strengths of the session and the points that could be 
improved. 
 
[To be borne in mind] 

Normally, participants express surprise at the positive 
orientation and thanks for the chance offered them to 
consider the issues. 
 
From the viewpoint of the information produced, the 
appreciative or traditional dynamic are the same, but we 
believe the degree of satisfaction created is higher with 
the former. 
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2.5. Results and information  
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Stage: drawing up and approval of project 

Task Done Planned 
date 

Actual 
date 

Responsible Documentation Est. 
budget 

Actual 
budget 

Notes 

Approval for detection plan 
project 

✓  April 2011 April 2011 [name] [link to document 
project] 

[figure] [figure]  

Definition of plan goals ✓  December 
2010 

December 
2010 

[name]     

Selection of analysis model ✓  December 
2010 

December 
2010 

…     

Estimation of required resources  
 

Estimation of timetable 

✓  
 
✓  

January 
2011 

 

January 
2011 

January 
2011 

 

January 
2011 

… 
 

… 

    

Drawing up of Version 1 of project 
document  

✓  January 
2011 

January 
2011 

…     

Drawing up of Version 2 of project 
document  

✓  March 2011 March 2011 …     
Submission/negotiation of 
Version 2 with senior 
management 

✓         

Submission/negotiation of Version 3 
with senior management (if there 
have been changes to Version 2) 

✓         

[…] ✓    …     
Drawing up of final version of 
document  

✓  April 2011 April 2011      

Submission/negotiation of final 
version with senior management 

✓  April 2011 April 2011      
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Stage: diagnosing training need 

Task Done Planned 
date 

Actual 
date 

Responsible Documentation Est. 
budget 

Actual 
budget 

Notes 

Documentary analysis ✓  June 2011 July 2011 [name] [link to document 
project] 

[figure] [figure]  

Organisat. environ. sources selection 
 

Organisat. environ. sources analysis 

✓  
 
✓  

May 2011 
 

June 2011 

May 2011 
 

June 2011 

[name] 
 

… 

    

Organisat. sources selection ✓  May 2011 May 2011 …     
Organisat. sources analysis ✓  May 2011 May 2011 …     
Job profile/positions sources selection ✓  May 2011 May 2011 …     
Job profile/positions sources analysis ✓  June 2011 July 2011 …     
Senior/line management interviews     [link to document 

project] 
   

Interview selection and confirmation          
Outline preparation         
Holding of Interview 1         
Inputting Interview 1         
Holding of Interview 2         
Inputting Interview 2         
[…]         
Drawing up of interview summary         
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Task Done Planned 
date 

Actual 
date 

Responsible Documentation Est. 
budget 

Actual 
budget 

Notes 

Interview feedback         

Individual questionnaire     [link to 
summary 
document] 

   

Drawing up of questionnaire doc.         
Drawing up of instructions on how to 
complete questionnaire 

        

Distribution of questionnaires         
Collection of questionnaires         
Drawing up of instructions on how to 
validate questionnaires 
(management) 

        

Distribution of questionnaires for 
validation (management 1) 

        

Collection of validated questionnaires 
(management 1) 

        

Distribution of questionnaires for 
validation (management 2) 

        

Collection of validated questionnaires 
(management 2) 

        

[…]         
Database preparation         
Inputting questionnaires in database         
Drawing up of summary document         
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Task Done Planned 
date 

Actual 
date 

Responsible Documentation Est. 
budget 

Actual 
budget 

Notes 

Group dynamics sessions     [link to 
summary 
document] 

   

Establishment of groups and 
subgroups  

        

Selection participants Session 1         
Invitation and confirmation of 
attendance by participants 

        

Logistics preparation, Session 1         
Holding of Session 1         
Drawing up results report Session 1         
Results feedback for Session 1 
participants 

        

Selection participants Session 2         
Invitation and confirmation of 
attendance by participants 

        

Logistics preparation, Session 2         
Holding of Session 2         
Drawing up results report Session 2         

Results feedback for Session 2 
participants 

        

[…]         
Drawing up of summary document          
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Stage: drawing up of training plan and communications 

Task Done Planned 
date 

Actual 
date 

Responsible Documentation Est. 
budget 

Actual 
budget 

Notes 

Internal communication of carrying 
out and results 

        

Establish timetable for general 
communications  

        

General communication action 1         
General communication action 2         
[…]         
Establish timetable for specific 
communications  

        

Specific communication action 1       
Specific communication action 2         
[…]         
Drawing up of training plan          

Drawing up of Version 1 of training 
plan 

        

Submission/negotiation of Version 
1 with senior management  

        

Drawing up of Version 2 of training 
plan 

   …     

Submission/negotiation of Version 
2 with senior management  

   …     
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Task Done Planned 
date 

Actual 
date 

Responsible Documentation Est. 
budge
t 

Actual 
budget 

Notes 

[…]    …     
Drawing up of final version of 
training plan 

  …    

Approval of training plan by senior 
management  
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