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PRAISE FOR THIS BOOK
“Kaufman and Guerra-López have written the ultimate needs assessment text.  A practical guide 

that’s fully comprehensive, full of tools, yet written in a style easily understood by anyone under-

taking such a task for any institution.”

Steven J. Kelly 

Partner, KNO Worldwide

“Kaufman and Guerra-López offer exceptional guidance for any organization seeking long-term 

success. Their comprehensive focus on the process of designing and implementing organizational 

strategy from Mega to Micro elements is clearly and effectively presented. Any organization or 

enterprise will benefit greatly from following the guidance provided by these experienced, world-

class scholars.” 

John V. Lombardi 

President Emeritus, University of Florida

“Needs Assessment for Organizational Success is a guide book for pragmatic professionals who 

want to know how to achieve desired goals, while also containing sound philosophical bases for 

those who want to understand the principles underlying successful goal-setting and organizational 

guidance.  Written by two world-class experts, this book provides the reader with an invaluable 

insight into organizational direction and success.”

Caesar Naples 

Vice Chancellor Emeritus, The California State University

“This book is an excellent and comprehensive development of the life work of Roger Kaufman, 

arguably the father of modern needs assessment. The text lays out his fundamental methodology 

for needs assessment, namely defining a ‘need’ as a noun and showing how to quantify the gap 

between actual and desired results. It integrates Kaufman’s notable contribution, the Organiza-

tional Elements Model, which introduced the concept of a Mega level that explicitly incorporated 

a link to societal good in strategic planning. The authors provide a plethora of tools for those who 

wish to implement these ideas to seek organizational success.”

William Swart, PhD 

Professor of Marketing and Supply Chain Management, East Carolina University
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Praise for This Book

“Finally, a needs assessment book that connects to organizational success. Moving beyond 

typical learning needs assessment, this new book focuses on four levels of needs, a shift that’s 

required in today’s environment. Written in an easy-to-read format with practical tools, this is a 

must-have reference for learning and performance improvement professionals.”

Jack J. Phillips, PhD 

Chairman, ROI Institute

“Kaufman and Guerra-López take us into the world of needs assessment in their new book, 

Needs Assessment for Organizational Success. They give us the tools and resources required 

to look at organizations across five elements: Mega (societal), Macro (organizational), Micro 

(individual), Processes, and Inputs; and their evidence-based approach can be used in both 

public and private sectors. For clear and practical techniques, add this book to your performance 

improvement library.” 

Dr. Roger M. Addison, CPT 

Chief Performance Officer, Addison Consulting 

“Needs Assessment for Organizational Success is the new and central tool for organizations 

determined to be the organization of the future.  Levels of needs assessment move us toward a 

new level of understanding of the bright future we all desire.”

Frances Hesselbein 

President & CEO, The Frances Hesselbein Leadership Institute 

Founding President, The Drucker Foundation 

Former CEO, The Girl Scouts of the USA

“My work in large and small organizations with the constructs and methods of Roger Kaufman 

goes back more than 20 years. This latest book with Ingrid Guerra-López continues and builds 

on the path finding Mega planning. The new book is pragmatic, practical, and sensible. It is a 

blueprint for any organization that seeks to add value to all stakeholders and then be able to 

prove it.”

Peter Sharp 

Company Director, Canberra Australia  
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Needs Assessment for Organizational Success

“Successful managers know that front-end analysis of needs and gaps is a necessary component 

of organizational success.  Yet impulsive, over-confident decision making has been found to be 

one of the major barriers to organizational success.  This book provides the reader with careful, 

smart, and efficient evidence-based approaches to needs assessment.  Roger Kaufman and Ingrid 

Guerra-Lopez have been thought leaders in this area for many years and this book distills the 

learning of many different kinds of organizations about a number of needs analysis methods.” 

Dr. Richard Clark 

Professor of Educational Psychology and Technology, Rossier School of Education 

Professor of Clinical Research in Surgery, Keck School of Medicine 

University of Southern California

“Kaufman and Guerra-López provide a simple statement of the Mega Planning Model by pulling 

together Quasi needs assessment, while the vital signs for the organization make it easy to 

connect and allow flexibility. They also provide improved tools and approaches that fill out the 

many requirements of the planning process, while neatly separating the assessor, ‘what can we 

expect?’ from the evaluator, ‘what did we get?’ Mega Planning asks us to create something of 

truly lasting value with everything we undertake.”

Dr. Ronald Forbes 

Leaderskill Group Pty Ltd

“The authors provide proven evidence-based concepts, methods, and tools for measurably 

improving organizational success, in both the public and private sectors. It works, and works well.”

Dominic M. Calabro 

President & CEO, Florida TaxWatch
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Preface
Successful needs assessment is all about the choices you make. Choose wisely, and success is 

all but certain. Make another choice and failure is guaranteed. 

While this book will be a valuable resource for anyone interested in an evidence-based 

approach to improve organizational performance, it is written specifically for performance 

improvement professionals (including workplace learning and development professionals) who 

want to make good decisions that lead to productive results. 

These internal and external organizational players and stakeholders are individuals involved 

in organizational planning and include those who manage or administer any needs assessment, 

change, evaluation, or any other related initiatives intended to improve organizational performance. 

The book will also be a valuable resource for those who support, manage, or make direct 

decisions about an organization’s overall strategic direction, including executives, administrators, 

members of a company’s leadership team, or even external performance consulting professionals.

Primary Focus on Strategic Alignment
The intended audience and scope of this book is broad; it purposefully does not deal with the full 

range of specific data collection methodology or approaches since many good resources already 

exist on this topic. Rather, this book focuses on the job of building a properly aligned needs 

assessment framework that will ensure you:

make the right long-, short,- and mid-term needs assessment choices

are heading in the right direction

arrive at your intended destination

properly align results at various organizational levels

identify real problems (such as gaps in results), not just symptoms

develop valid and reliable criteria for selecting the most effective and efficient 
solutions and interventions

link everything done, produced, or delivered (both inside and out) by your organization

fully track performance gaps (from needs assessment through evaluation) using well-
designed and implemented performance dashboards.
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Four Levels of Needs Assessment
In addition to its singular focus on building an effective needs assessment framework, this book 

offers a unique, four-level system to categorize needs assessment efforts: Mega, Macro, Micro, 

and Quasi. These various levels are outlined below:

Mega Needs Assessment: A strategic needs assessment that incorporates a systemic 
perspective of the organization, society, and their gaps in results.

Macro Needs Assessment: A tactical needs assessment that begins with a primary 
focus on organizational gaps in results, independent of its external/societal context.

Micro Needs Assessment: An operational needs assessment that focuses primarily on 
internal performance gaps of individuals, teams, or departments within an organization.

Quasi Needs Assessment: In contrast to the previously mentioned needs assessment, 
this level does not focus on performance results. Rather this needs assessment 
focuses on identifying gaps in means (for example training or other solutions). 
Training needs assessment is an example of a Quasi needs assessment.

Making the Most of This Book
While the book is constructed to allow you to pick and choose which chapters or sections are 

most applicable or useful to your particular needs, it is strongly recommended that you read 

all the chapters to gain full understanding and value from the book. Still, if you wish to take a 

piecemeal approach, then use the job aid on the following page to determine the chapters that 

will be most useful to you.

Other Reader Notes

Recurring Case Study
Beginning in chapter 3 we offer a recurring narrative using a fictional organization, Bewell Insur-

ance Company (BIC), intended to illustrate the concepts discussed in this book. In this narrative 

BIC is facing an important change with new legislation that mandates health insurance for all 

United States citizens. This will have an impact at all levels of the organization; in particular, 

the chief operating officer has asked to help the executive team figure out how to maintain BIC’s 

leadership in the industry, especially in terms of profitability.
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Readers in other industries (for example, education, military, nonprofit) will also find relevant 

performance issues in this case study, and are encouraged to read through the case study carefully.

If you are: Then read:
Interested in understanding the performance improvement process and 
how needs assessment supports continuous performance improvement

All chapters

Interested in learning about foundational concepts in performance 
driven needs assessments

Chapter 1: Needs Assessment and 
Performance Improvement
Chapter 2: Basic Tools for a  
Useful Assessment

Concerned with identifying strategic needs that takes into account 
external environmental (for example, societal) factors and consequences

Chapter 3: Performing a Mega-Level  
Needs Assessment

Concerned with identifying tactical needs that take into account the 
entire organization

Chapter 4: Performing a Macro-Level  
Needs Assessment

Concerned with identifying operational needs that take into account 
only individuals, teams, and other subsystems of the organization

Chapter 5: Performing a Micro-Level  
Needs Assessment

Concerned with identifying gaps that relate to specific solutions,  
such as training

Chapter 6: Performing a Quasi Needs 
Assessment 

Interested in maximizing solution alternatives and assuring selected 
solutions address root causes of gaps, rather than only symptoms

Chapter 7: Linking Analysis and Solutions  
to Make Recommendations

Interested in continual improvement by linking needs assessment  
and evaluation

Chapter 8: Linking Needs Assessment  
to Evaluation

Interested in how to keep track of trends in performance gaps, and what 
contributes to their reduction versus maintenance

Chapter 9: Performance Dashboards: 
Monitoring Performance Gaps

Interested in questionnaires as one of many data collection tools used 
for needs assessment

Chapter 10: Gap Assessment Tools

Interested in exercises that will help you and your stakeholders enter 
into useful dialog and actions related to needs assessment, particularly 
at the Mega level

Chapter 11: Tool Kit

Chapter by Chapter Notes
Below is an outline of the primary topics covered in each chapter. 

Chapter 1—Needs Assessment and Performance Improvement: Foundational 
concepts in performance driven needs assessments. 

Chapter 2—Basic Tools for a Useful Assessment: Using the Organizational 
Elements Model as a needs assessment framework.

Chapter 3—Performing a Mega-Level Needs Assessment: Describes  
the process for conducting a Mega-level needs assessment and other  
important considerations. 

Chapter 4—Performing a Macro-Level Needs Assessment: Describes  
the process for conducting a Macro-level needs assessment and other  
important considerations.
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Chapter 5—Performing a Micro-Level Needs Assessment: Describes  
the process for conducting a Micro-level needs assessment and other  
important considerations.

Chapter 6—Performing a Quasi Needs Assessment: Describes the process for 
conducting a Quasi-level needs assessment and other important considerations.

Chapter 7—Linking Analysis and Solutions to Make Recommendations: 
Describes how to link needs assessment, analysis, and recommendations, providing 
various analysis tools.

Chapter 8—Linking Needs Assessment to Evaluation: Describes how to link 
needs assessment and evaluation for continuous improvement.

Chapter 9—Performance Dashboards: Monitoring Performance Gaps:  
Describes key uses in the design, implementation and use of performance dash-
boards, and the data that emerge from them.

Chapter 10—Gap Assessment Tools: Provides examples of specific data collection 
tools focused on gaps, and discusses ways to use these tools, as well as how to 
interpret and use findings.

Chapter 11—Tool Kit: Provides a series of practical tools for use in meetings, 
presentations, and various communications with needs assessment and  
planning stakeholders.

This book is about success: yours, your associates’, your organization’s, and how those 

contribute to a better society. It is pragmatic, sensible, and useful.  
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Chapter 1 
Needs Assessment  

and Performance Improvement
What’s in This Chapter?
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Avoid flaws in conventional thinking and models.

Start with a needs assessment to provide the data for front-end alignment to en-

sure you’re going to the right place.
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Figure 1.1 AADDIE Model

Implementation

Development

Design

Analysis

Assessment

Evaluation  
and Continual 
 Improvement

Ends

Means 
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Figure 1.2 Differentiating Ends vs. Means

ENDS are the results, impacts, or accomplishments we get 
 from applying the means. They are what is achieved.

MEANS are the way in which we do something. They are 
 processes, activities, resources, methods or techniques 
 we use to deliver a result.

What’s the Difference?

MEANS

MEAN

N
D
S

E
N
D

The Manager’s Pocket Guide to Mega Thinking and Planning.

need need

The Inherent Conflict of Language 

need need

need need need
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problem

need is a noun: a gap between current 

results and desired results. It is not a verb.

Figure 1.3 Definition of Need

Needs, Ends, Means

 First select the NEEDS, then (and only then):

 Identify and select the means, solutions, or processes to close 
   the gap in results. 

Needs

Current 
Results

Desired
Results

ENDS ENDS
MEANS

The Manager’s Pocket Guide to Mega Thinking and Planning.

need

need
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The Need Word
Need

I need a new car.

I need more time.

I need him/her.

I need more technology.

I need more people.

I need a new dress/suit.

I need to go to the mall.

I need more money.

need

needs assessment

needs assessment
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problems

What Is What Should Be

need 
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Webster’s

needs assessments evalua-

tions
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Needs assessors

evaluators
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current

desired
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Chapter 2
Basic Tools for a Useful Needs Assessment

What’s in This Chapter?

If you are not adding value to society, you are 

probably subtracting value.

-

-
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Chapter 2

-

Figure 2.1 Results Chain of the OEM

Results chain that shows the relationships and alignment 
among the Organizational Elements

Societal Consequences and Contributions
(Mega)

Organizational Contributions
(Macro)

Activities
(Processes)

Resources
(Inputs)

Organizational Accomplishments and Contributions
(Micros)

Ends

Means

Source The Manager’s Pocket Guide to Mega Thinking and Planning. Amhers
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The Five Organizational Elements

Table 2.1 How the OEM Links to Needs Assessment and Key Stakeholders  
 at Each Level

Organizational  
Element

Examples Needs 
Assessment 

Level

Type of 
Planning

Key 
Stakeholder

Outcomes: 

Outputs:

Products: 

Processes:

Inputs:

-
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Finding Useful Direction and Purposes 
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Table 2.2  Additional Examples for Each of the Organizational Elements
M

eg
a

M
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ro

Pr
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s
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ts
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Consequences of Micro-Only Focus

Consequences of Macro-Only Focus
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Does what the organization delivers, even if the 

immediate client is satisfied, add value to our shared society? 
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Results of Adding Mega/Outcomes to Focus

Results of Adding Societal Focus

system

Ideal Vision
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-

-

Figure 2.2 Alignment Between Ideal Vision, Mission, and Functions

Alignment of Mega, Macro and Micro

Ideal Vision

Organization’s Mission

Organizational 
functions & tasks 

Development, Operations, 
Evaluation/Continual 

Improvement

Missions derive from the Ideal Vision. An organization selects what portion of 
the Ideal Vision it commits to deliver and more ever closer to it. 

Mega

Macro

Micro

The Manager’s Pocket Guide to Mega Thinking and Planning.
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-

-

Will this add value to all internal and external stakeholders?

Societal Focus and Making Money Are Not at Odds

-



23

Needs Assessment for Organizational Success

-

Figure 2.3 OEM Levels of Needs Assessment

Organizational Elements Model

What Should Be

What Is

Quasi Needs AssessmentsNeeds Assessments 

Mega/Outcomes

Internal Needs
Assessments

External Needs 
Assessment

InputsProcessesMicro/ProductsMacro/Outputs

Changes, Choices, and Consequences: A Guide to Mega Thinking and Planning.



24

Chapter 2

Ta
bl

e 
2.

3 
 

N
ee

ds
 A

ss
es

sm
en

t L
ev

el
s 

an
d 

Fr
am

ew
or

ks

Le
ve

l o
f N

ee
ds

 
As

se
ss

m
en

t
Us

e 
It 

W
he

n 
th

e 
Or

ga
ni

za
tio

n
Re

le
va

nt
 N

ee
ds

  
As

se
ss

m
en

t M
od

el
s

An
al

ys
is

 C
ap

ab
ili

ty

Co
st

-C
on

se
qu

en
ce

s
M

et
ho

ds
-M

ea
ns

SW
OT



25

Needs Assessment for Organizational Success

Figure 2.4 Needs Assessment Selection Algorithm

Yes

Do we 
want to ensure 

that we add value 
to both the organization 

as well as external 
clients and society?

Yes

Yes

Yes

No

No

Do we only want 
to ensure that we 
add value to the 

organization?

Do we only want 
to ensure that we 

add value for 
individual and/or 

small groups?

Do we want to 
improve the 

efficiency of what 
we do?

Implement a Mega 
Needs Assessment

(Chapter 3)

Implement a Macro 
Needs Assessment

(Chapter 4)

Implement a Micro 
Needs Assessment

(Chapter 5)

Implement a Quasi 
Needs Assessment

(Chapter 6)

Align all levels 
of needs: Mega, 
Macro, Micro, 

Quasi

No

No. Stop wasting 
your time.
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-



27

Chapter 3  
Performing a Mega-Level Needs Assessment

What’s in This Chapter?
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Figure 3.1 Organizational Elements Model

Organizational Elements Model

What Should Be

What Is

Quasi Needs AssessmentsNeeds Assessments 

Mega/Outcomes

Internal Needs
Assessments

External Needs 
Assessment

InputsProcessesMicro/ProductsMacro/Outputs

Case Study Scenario
The Bewell Insurance Company (BIC) employs approximately 5,000 employees. The health-

care provider has a reputation for being a leader in the marketplace because of its customer 

focus, but also having higher rates than competitors. In addition, the healthcare industry 

is about to experience a radical change for group customers, individual members, and em-

ployees because of a National Health Reform. Soon, all individuals will be mandated to 

have health insurance, either through their employer or by using the newly formed Health-

care Exchange. The healthcare industry will have more of a retail focus. As a result, it is 

imperative that BIC acts strategically to not only grow business and maintain the existing 

business, but also maintain its reputation as a healthcare provider that puts the health and 

well-being of its subscribers first and demonstrates superior health results.

BIC’s vice president has just contacted you to assist in identifying strategies 

for capitalizing on relevant new legislation and ensuring that BIC’s current and future 

customers continue to be satisfied with products and services that meet their health and 

quality of life needs.

How do you proceed?
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system view,
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Figure 3.2 Link Between Mega, Macro, and Micro Needs Assessments

The elements from the Ideal Vision, based on needs, are selected to 
form the Mission Objective and then the Functions.

Ideal Vision
*
**
*
***
*

Mega

Macro

Micro

Mission
Objective 

Functions & Tasks

Methods, Means, Resources 

Implementation & Continuous
Improvement 

Needs Assessment
What Is  What Should Be

Needs Assessment
What Is  What Should Be

Needs Assessment
What Is  What Should Be

Key
*      Selected
**    Partnership with others
***  Responsibility of others but 
        required for mission success



Needs Assessment for Organizational Success

31

Figure 3.3 Mega-Level Needs Assessment Process

1. Identify Ideal 
Vision, 
indicators, and 
targets.

2. Identify current 
status with 
regards to 
Ideal Vision.

3. Determine 
gaps between 
desired and 
current state.

4. Prioritize gaps 
based on 
costs and 
consequences 
of closing vs. 
ignoring them.

5. Derive mission 
objective and 
functional 
objectives 
for your 
organization.

6. Derive 
recommenda-
tions for 
closing gaps      
(analysis).

Step 1—Identify Ideal Vision and Associated Indicators (or Vital Signs and Targets) 

Ideal Vision

The Ideal Vision: There will be no losses of life, elimination,  
or reduction of levels of well-being, survival, self-sufficiency,  
or quality of life from any source. 
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Everything we use, do, produce, and deliver must add value at the 
societal level (a “system approach”). 

Organizational Vital Signs

Vital 

Signs

First level—basic survival for all people:
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Second level—organizational survival that will result from meeting level one 

Vital Signs (Ideal Outcomes):
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The chapter 11 Tool Kit provides exercises to use to clarify and 
come to agreement on the Ideal Vision and Vital Signs and their 
role in needs assessment and planning.

Vision and Mission Options—All Related to Mega

What if an organization wants to derive its own vision?

Creating Your Organization’s Vision
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Disease:

Substance abuse:

Physical abuse:

Accidents:

Because of what BIC uses, does, produces, and delivers there will be no successful 
lawsuits stemming from what the organization provides

Discrimination based on irrelevant factors:
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Table 3.1 Sample Indicators for BIC Scenario

Ideal Vision Element Indicators (and Ideal Targets)

BIC will create a future where no customers are diagnosed with avoidable crippling diseases, 

including substance abuse, and are not discriminated against on the basis of irrelevant variables. 

Its employees will enjoy a good quality of life through fair compensation and a healthy and safe 

work environment.

Vital Signs
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Step 2—Identify Current Status as Related to Ideal Vision

Table 3.2 Examples of Organizational Missions Based on the Ideal Vision

Institution Mission
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Table 3.3 Breakdown of Mega-Level Indicators for BIC

Ideal Vision Vital 
Signs Element

Indicators  
(and Ideal Targets) Subdivided Into

Determining Current Status

Hard:

Soft:
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Step 3—Determine Gap Between Desired and Current State
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Table 3.4  Current Status as Compared to the Ideal Vision and Vital Signs

BIC Vital Signs:  
What Should Be Current Status Signs: What Is
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Table 3.5 BIC Mega-Level Gaps

BIC Vital Signs:  
What Should Be Current Status: What Is Gap

Step 4— Prioritize Gaps Based on Cost and Consequences of Closing Gaps  
vs. Ignoring Them

Magnitude:

Costs and consequences:
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Organizational resources and capital (financial and nonfinancial):

Priority Categories

High priority: 

Moderate priority:

Low priority:
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Table 3.6 Gaps and Their Levels of Priority

Gap Priority Level

Step 5—Derive Mission Objective and Function Objectives
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Definition of Function Objectives

By the end of fiscal year 2023, the Bewell Insurance Company will remain as leaders in 

the industry by demonstrating perfect customer health records. To accomplish our mission, 

we will reduce the incidence of avoidable diseases through at least a 13 percent increase 

in early cancer detection though early screening compliance among women of target age, 

and at least 21 percent among men of target age. This decrease will continue until 100 per-

cent is reached. We will also reduce heart and other obesity-related disease by a reduction 

of at least 32 percent in the number of customers who are morbidly obese. We will also 

deliver a reduction in drug abuse by increasing the number of successfully treated clients 

by at least 28 percent. BIC also commits to an increase of at least 20 percent in physical 

abuse screening for women, as well as an increase of at least 32 percent for successful re-

covery from physically abusive conditions. We will reduce the number of injuries suffered 

on the job by at least four per year until zero is reached. We will accomplish this in part by 

ensuring a safe work environment for our employees that will be evidenced by zero injuries 

in the workplace. We will consistently reduce adjudicated incidents of discrimination until 

the number reaches zero and remains at zero.
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Figure 3.4 One-Year Intervals of Achievement Based on 10-Year Horizon
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Step 6—Derive Recommendations for Closing Gaps Based on Analysis

Causal analysis:

Methods-means analysis:

Cost-consequences analysis:

SWOT analysis:
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Chapter 4
Performing a Macro-Level Needs Assessment

What’s in This Chapter?

Organizational Elements Model

What Should Be

What Is

Quasi Needs AssessmentsNeeds Assessments 

Mega/Outcomes

Internal Needs
Assessments

External Needs 
Assessment

InputsProcessesMicro/ProductsMacro/Outputs
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As you recall from chapter 3, Bewell Insurance Company (BIC) is facing an important 

change with new legislation that mandates health insurance for all United States citizens. 

This will have an impact at all levels of the organization; in particular, the chief operating 

officer’s concern is to figure out how to maintain BIC’s leadership in the industry, especially 

in terms of profitability.
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Figure 4.1 Macro-Level Needs Assessment Process

1. Identify 
desired 
criteria/
requirements 
linking Mega, 
Macro, and 
Micro gaps.

2. Identify current 
status with 
regards to 
desired 
criteria/
requirements.

3. Determine 
gaps between 
desired and 
current state.

4. Prioritize gaps 
based on 
costs and 
consequences 
of closing vs. 
ignoring them.

5. Update or 
derive new 
requirements.

6. Derive 
recommenda-
tions for 
closing gaps 
(analysis).
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Step 1—Identify Macro Objectives, Indicators, and Targets

By the end of fiscal year 2023, the Bewell Insurance Company will remain as leaders in 

the industry by demonstrating perfect customer health records. To accomplish our mission, 

we will reduce the incidence of avoidable diseases (each year until the ideal is reached) 

through at least a 13 percent increase in early cancer detection though early screening 

compliance among women of target age, and at least 21 percent among men of target age. 

We will also reduce heart, and other obesity-related disease by a reduction of at least 32 

percent in the number of customers who are morbidly obese. We will also seek a reduc-

tion in drug abuse by increasing the number of successfully treated clients by at least 28 

percent. BIC also commits to an increase of at least 20 percent in physical abuse screening 

for women as well as an increase of at least 32 percent in their successful recovery from 

physically abusive conditions. We will reduce the number of injuries suffered on the job by 

four per year until zero is reached. We will accomplish this in part by ensuring a safe work 

environment for our employees that will be evidenced by zero injuries in the workplace. We 

will consistently reduce adjudicated incidents of discrimination until the number reaches 

zero and remains at zero.
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Table 4.1 Measurable Indicators for BIC’s Mission Objective 

Mission Element Dimensions Measurable Indicator
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Step 2—Identify Current Status as It Relates to Organizational Mission

Table 4.2 Current Status of Macro Indicators as Compared to Desired Targets

Macro: What Should Be Current Status: What Is
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Step 3—Determine Gaps Between Desired and Current State

Table 4.3 BIC Macro-Level Gaps

Ideal Vision: What Should Be Current Status:  
What Is

Gap

Step 4—Prioritize Gaps Based on Costs and Consequences of Closing vs. Ignoring Them 

Magnitude:

Costs and consequences:

Organizational resources and capital (financial and non-financial):
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High priority: 

Moderate priority:

Low priority:

Table 4.4 Gaps and Their Levels of Priority

Gap Priority Level



57

Needs Assessment for Organizational Success

BIC needs assessment partners decided one of the highest priorities for the organization 

is to increase their customer satisfaction score, as this was central to influencing other 

critical indicators. For example, they agreed that increased customer satisfaction would 

positively affect customer retention, which would also have an impact on their revenue, 

and perhaps even help the control costs spent on new customer acquisition, which is a 

more costly proposition than retaining current customers. There was also a high priority 

placed on addressing the net profit margin, as profitability was one of the original areas 

that the VP of human resources raised as an increasing concern. Focus on the net profit 

margin, they considered, would directly help the organization focus on efficiency. While 

they felt that increasing revenue and market share was important to the organization, 

they recognized that those would likely be a byproduct of focusing first and foremost on 

customer satisfaction. 

The partners estimated the costs to ignore or not close the gaps in results as shown 

in Table 4.5.

Table 4.5 Gaps, Their Priority Levels, and Possible Risks

Gap Priority Level Possible Risk of Not Meeting

Step 5—Update Organizational Objectives
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BIC’s Macro-level objectives were stated as follows:

By the end of fiscal year 2013, BIC will improve their customer 

satisfaction as measured by at least an eight-point increase in customer 

satisfaction scores.

By the end of fiscal year 2013, BIC will see an increase in their net  

profit margin of at least 12 percent, as certified by an independent  

auditing report.

Step 6—Derive Recommendations for Closing Gaps (Analysis)
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Chapter 5
Performing a Micro-Level Needs Assessment

What’s in This Chapter?

Organizational Elements Model

What Should Be

What Is

Quasi Needs AssessmentsNeeds Assessments 

Mega/Outcomes

Internal Needs
Assessments

External Needs 
Assessment

InputsProcessesMicro/ProductsMacro/Outputs



Chapter 5

62

The new legislative changes in the healthcare industry also have implications for BIC’s 

sales and service professionals. They will be required to be more competent in many 

aspects of the business and also deal with a whole new set of job requirements, while 

maintaining and growing key relationships. Burnout of the sales force tends to take place 

after only a few years on the job, and with higher expectations, the burnout rate is ex-

pected to accelerate.  

BIC’s chief learning officer has just contacted you to help ensure the competence of 

sales and service professionals, including updating job requirements, in the face of all 

the changes.

What do you do?
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We can’t stress enough how important it is to check the value of what you are doing to 

the organization’s effectiveness and its contributions to external customers and society.
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Figure 5.1 Micro-Level Needs Assessment Process

1. Identify 
desired 
criteria/
requirements 
linking Mega, 
Macro, and 
Micro gaps.

2. Identify current 
status with 
regards to 
desired 
criteria/
requirements.

3. Determine 
gaps between 
desired and 
current state.

4. Prioritize gaps 
based on 
costs and 
consequences 
of closing vs. 
ignoring them.

5. Update or 
derive 
performance 
objectives.

6. Derive 
recommenda-
tions for 
closing gaps 
(analysis).

Step 1—Identify Performance Objectives, Indicators, and Targets  

and Alignment to Mega
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Sales and service professionals acquire at least 20 new accounts per quarter.

Sales and service professionals retain at least 98 percent of current accounts 
at all times. 

Sales and service professionals acquire at least 20 new accounts per quarter.

Sales and service professionals retain at least 98 percent of current accounts 
at all times. 

All sales and service professionals meet or exceed their individualized monthly 
sales goals.

All sales and service professionals demonstrate competence with new group 
membership rules, as demonstrated by acquiring new industry certification.

All sales and service professionals achieve an overall average score of at 
least 4.5 on the 5-point scale customer satisfaction survey.

why
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why what

obtain full consensus

Table 5.1 Performance Objectives and Specific Indicators

Performance Objectives Specific Indicators
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Step 2—Identify Current Status as Related to Your Performance Objectives

Table 5.2 Side-by-Side Comparison of What Should Be vs. What Is

Desired Performance: What Should Be Current Status: What Is
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Step 3—Determine the Gaps Between Desired and Current States

Table 5.3 The Gaps Between What Should Be and What Is

Desired Performance:  
What Should Be Current Status: What Is Gap

Step 4—Prioritize Gaps Based on Costs and Consequences  

of Closing vs. Ignoring Them

Magnitude:
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Costs and consequences:

Organizational resources and capital (financial and non-financial):

High priority:

Moderate priority:

Low priority:

Table 5.4 Gaps and Priority Levels

Gap Priority Level
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BIC’s needs assessment and planning partners decided focusing on retaining active 

accounts through increased customer satisfaction was absolutely critical to their Macro- 

and Mega-level objectives. This was made apparent through the discussion around costs 

and consequences of ignoring these particular gaps. It also seemed to them that if they 

placed high priority focus on satisfying customers and retaining them, this would have 

natural implications for monthly sales, so potentially, they could leverage a solution set 

(when they get to the methods-means analysis) that could impact these multiple indicators.  

Another high priority area that became quite “obvious,” as one of the needs assess-

ment partners said it, was the job satisfaction of sales and service professionals. If they 

don’t find satisfaction in their work, feel undervalued, and lose motivation to stay in their 

position (or even in the organization), any other solutions implemented to support their 

performance will be useless, as they will not have any stake in the success of those solu-

tions, the department, or the organization.  

Additionally, they have direct contact with customers, and therefore, have the po-

tential to considerably affect Mega- and Macro-level objectives. Moreover, the cost of 

hiring, training, and getting new sales and service professionals to a top-performer level 

represents a significantly higher cost than to provide the support required to maintain a 

high level of satisfaction with the job.  Therefore, the needs assessment partners felt 

that in order for the department and organization to thrive, maintaining sales and service 

professionals’ satisfaction was key.

Finally, they decided that while new account acquisition is certainly important for their 

position, they would have to wait for the new marketing and customer acquisition strategy 

that was being launched as an organization-wide initiative at the request of BIC’s VP, in 

response to the new legislation. Once that was defined, they could proceed to establish 

relevant performance requirements for the sales and service professionals.

Step 5—Update Performance Objectives
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Step 6—Make Recommendations for Closing Gaps (Analysis)
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Chapter 6
Performing a Quasi Needs Assessment

What’s in This Chapter?

Organizational Elements Model

What Should Be

What Is

Quasi Needs AssessmentsNeeds Assessments 

Mega/Outcomes

Internal Needs
Assessments

External Needs 
Assessment

InputsProcessesMicro/ProductsMacro/Outputs

-
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-

-

-

process improvement
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Quasi needs assessments

-

-
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Figure 6.1 The Quasi Needs Assessment Process

1. Identify 
desired criteria/
requirements 
linking Mega, 
Macro, and 
Micro gaps.

2. Identify current 
status with 
regards to 
desired 
criteria/
requirements.

3. Determine 
gaps between 
desired and 
current state.

4. Prioritize gaps 
based on 
costs and 
consequences 
of closing vs. 
ignoring them.

5. Update or 
derive new 
requirements.

6.Derive 
recommenda-
tions for 
closing gaps 
(analysis).

Step 1—Identify Desired Criteria/Requirements 
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-

-

Step 2—Identify Current Status as It Relates to Desired Criteria and Requirements

“Sales and service professionals’ 

satisfaction with training should not suffer, as indicated by training evaluations,”



78

Chapter 6

-

Training must cover all new legislation-related changes relevant to sales  
and service professionals’ jobs.

Training must not eliminate any current content that is central to sales  
and service professionals’ jobs; however, obsolete content areas may  
be eliminated. 

Training time must not be higher than that required for current training.

Training should be enhanced or supported with the use of on-the-job guides.

Training must not add any significant costs for a sustained period of time. 
(Significant is defined as anything greater than 10 percent for an initial period 
of two years. Thereafter, costs should be expected to decrease by at least  
20 percent.)

Sales and service professionals should be able to access the training at their 
convenience, during provided windows of time during work hours, without 
any travel or any additional costs incurred.

Training capabilities should be enhanced by taking advantage of our 
in-house, state-of-the-art technology resources (including networked 
computers; online learning platforms; modern training facilities, and  
anything else we currently have at our disposal).

Sales and service professionals’ satisfaction with training should not suffer, 
as indicated by training evaluations.
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Table 6.1 Current Status as Compared to Desired Criteria

Desired Criteria: What Should Be Current Status: What Is

Step 3—Determine Gaps Between the Desired and Current State
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Step 4—Prioritize Gaps Based on Costs and Consequences of Closing vs. Ignoring Them 

High priority: 

Moderate priority:

Low priority:
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Table 6.3 Prioritized Quasi Needs

Gap Priority  
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Step 5—Update or Derive New Requirements

All four training programs will have to be revised to include legislative 
changes, including addition of new content and elimination of obsolete 
content, and meet measurable performance criteria.

Sales and service professionals will indicate high satisfaction—at least 4.0 
on a 5-point scale)—with training availability and scheduling.

Sales and service professionals will indicate high satisfaction—at least 4.0 
on a 5-point scale—of updated training.

Step 6—Derive Recommendations 
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-

after
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Chapter 7
Linking Analysis and Solutions  

to Make Useful Recommendations
What’s in This Chapter?

problem
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Figure 7.1 Kaufman’s Six-Step Problem-Solving Model

Identify or   
Verify 
Problem/
Need

1. Identify 
Causal 
Factors

2. Identify 
Solution 
Requirements

3. Identify 
Solution 
Alternatives

4. Select 
Solutions

5. Implement, 
Monitor, 
Evaluate, 
& Improve

6.

Linking and Overlap of Levels of Planning and Doing

Webster’s Dictionary

causal analysis
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SWOT analysis:

Cost-consequences analysis (CCA):

Causal analysis:

Methods-means analysis (MMA):

SWOT analysis

Strengths:

Weaknesses:

Opportunities:

Threats:
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Table 7.1 SWOT Template

Objectives Strengths Weaknesses Opportunities Threats
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cost-consequences analysis

Table 7.2 Example of Cost-Consequences Analysis

Gap Costs and Consequences  
for Closure

Costs and Consequences  
for Ignoring

Costs: 

Consequences: 

Costs:

Consequences: 
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causal analysis

What is the basic business/personal/societal goal relevant to the current situation?” 
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For any given accomplishment, a deficiency in performance always has as its immediate cause 

a deficiency in a behavior repertory, or in the environment that supports the repertory, or in 

both. But its ultimate cause will be found in a deficiency of the management system (p.76).



92

Chapter 7

Table 7.3 The Behavioral Engineering Model

SD Information R Instrumentation Sr Motivation
E 
Environmental  
Supports

P
Person’s repertory  
of behavior
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Table 7.5 Link Between Gap, Causal Factor, and Performance Results

Performance Gap Causal Factors Performance
Requirement/Intention

Methods-means analysis (MMA)
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1. List the solution requirements 

2. List potential solutions 

3. List pros and cons 

4. Rank order 

5. Select the solution 

Implementation
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Table 7.6 Methods-Means Analysis (MMA) Template

Gap/Need: There is a gap of 10 new accounts acquired per month (desired 20, current 10).

Solution Requirements Solution Alternatives Pros Cons
Alternative 1:

Alternative 2:

Alternative 3:
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Create and implement a communication plan.

Create and implement a robust change management plan.

Monitoring, Evaluation, and Continual Improvement

Monitoring
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Adjusting
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Linking Needs Assessment to Evaluation

What’s in This Chapter?
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Summative Evaluation
Summative evaluation
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Appreciative Inquiry

Formative Evaluation
Formative evaluation 
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The Impact Evaluation Process 

 Mega, Macro, Micro
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Did 

solution  contribute to the reduction or elimination of performance gap ?    

1. Identify Stakeholders and Expectations.
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Figure 8.1 The Impact Evaluation Process

Value Added to 
Clients & Society

Value Added to 
Clients & Society

IMPACT

Recommendations for Improvement

Data Analysis

Data Collection Methods

Data Sources

Measurable Indicators

Decisions & Objectives

Stakeholders & Expectations

FOUNDATION

Continually
Improve

Who is (or could be) either affected by the evaluation, or could potentially affect 

the evaluation in a meaningful way?
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2. Determine Key Decisions and Objectives.

educator facilitator …and if 

we were to accomplish that, what would the result be?
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 How much closer 

to the Ideal Vision and our mission did we get as a result of the solution(s) we implemented? 

How well are we meeting the needs (not just wants) of our clients?

What mission results did our 

solution(s) help us accomplish?

Did the solution we implemented have an impact on our profits?
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Did solution  result in an increase in sales and service professionals’ job 

satisfaction?

Did we accomplish that which we set out to accomplish

If it is faster, what measurable benefit has it added for 

the organization, external stakeholders (including society), and our internal stakeholders as well?

3. Deriving Measurable and Valid Indicators.
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Relevant:

Reliable:

Valid:

Complete:

4. Identifying Data Sources.
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5. Selecting Data Collection Instruments.

alignment

6. Selecting Data Analysis Tools.

Which 

salesperson stands apart from the rest of the team?

Are the sales figures pretty consistent for this branch, or 

do individual salespeople’s figures vary significantly from one another?
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How do Jane Doe’s performance scores 

stack up against her group?

analysis

correlation

correlation does not mean causation
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Interpretation



Needs Assessment for Organizational Success

115

Figure 8.2 Using Data

Using Data

“HARD” DATA
Performance-based and 
independently verifiable

“SOFT” DATA
Perceptions are personal and 
not independently verifiable

Place Agreed-Upon 
Needs in Priority Order

Develop Plans 
and Program

Obtain
Approvals

Implement, Evaluate/
Continually Improve

Determine 
Agreements and 
Disagreements

Merge Needs Data
(Mega, Macro, Micro)

Performance-Based Needs Perceived Needs

X X X

X X

X X

NO

YES

Restudy as Required (Disagreements)
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7. Communication of Results and Recommendations.
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Chapter 9
Performance Dashboards:  

Monitoring Performance Gaps
What’s in This Chapter?

What doesn’t get measured doesn’t get done…

A compass to keep everything on course
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performance dashboard
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Figure 9.1 Dashboard Visual Representations
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Implementation

Analysis and Interpretation
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not

Assessment, Analysis, Design, and Development
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Implementation
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Evaluation and Continual Improvement

Use a Systemic Perspective

Align Expectations With Appropriate Consequences
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Stakeholder Buy-In 

Proper Design

Consistent and Appropriate Usage
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Balance of Costs and Benefits

measurement 

for motivation and improvement rather than measurement for finger-pointing and punishment
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Gap Assessment Tools

What’s in This Chapter?
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Quick Considerations for Design and Development
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Questionnaires: Not All the Same
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 Scale Development:  
Theory and Applications.

What Data Should Be Collected?

Questionnaire Structure 
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Analysis One: Discrepancy
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Analysis Two: Direction

need

opportunity

Analysis Three: Position
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Figure 10.2 Example of a Discrepancy Format

What Is What Should Be

What Should BeWhat Is

1 1

1 1

1 1

1 1

1 1

1 1

1 1

1 1

1 1

1 1
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Analysis Four: Demographic Differences (Optional)
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Chapter 11
Tool Kit

What’s in This Chapter?

1. New Realities Facing All Organizations—Which Ones Apply  
 to You and Your Organization

New Reality Importance for Your Organization

Continued on next page.
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2. Means and Ends 

End Means

New Reality Importance for Your Organization

Continued from previous page.
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End Means

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X
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3. Job Aid for Writing Measurable Objectives

Useful Objectives

Start

No

Does it target 
an end?

Does it have 
rigorous criteria?

Good!

Yes

Yes

Revise
No

4. Relating Goals and Objectives

Where are you headed and how will you know when you have arrived?

GOAL

 Ideal Vision  Function
 Mission Statement  Task

OBJECTIVE

MEASURABLE 
PERFORMANCE

CRITERIA
(Interval or Ratio Scale)

+

=
 Ideal Vision  Function
 Mission Statement  Task
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5. Four Scales of Measurement

Name of Scale  
of Measurement

Label for the Scale What Each Scale Measures

°F °C

K

6. Objectives: Good and Poor

Possible Objective Measurable on an  
Interval or Ratio Scale

Not Measurable on an  
Interval or Ratio Scale
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Possible Objective Measurable on an  
Interval or Ratio Scale

Not Measurable on an  
Interval or Ratio Scale

X

X

X

X

X

X

X

X

X

X

X
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7. Needs Assessment Selection Algorithm

Yes

Do we 
want to ensure 

that we add value 
to both the organization 

as well as external 
clients and society?

Yes

Yes

Yes

No

No

Do we only want 
to ensure that we 
add value to the 

organization?

Do we only want 
to ensure that we 

add value for 
individual and/or 

small groups?

Do we want to 
improve the 

efficiency of what 
we do?

Implement a Mega 
Needs Assessment

(Chapter 3)

Implement a Macro 
Needs Assessment

(Chapter 4)

Implement a Micro 
Needs Assessment

(Chapter 5)

Implement a Quasi 
Needs Assessment

(Chapter 6)

Align all levels 
of needs: Mega, 
Macro, Micro, 

Quasi

No

No. Stop wasting 
your time.
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8. Six Critical Success Factors for Useful Strategic Thinking  
 and Planning
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9. Job Aid for Needs Assessments: Ensuring a Mega-Focus

Ensuring an Objective Links to All 3 Levels of Results

Start

No

Does it target 
an end?

Does it 
have precise 
performance 

criteria?

List objectives
(including 

performance 
criteria)

Yes

Yes

Revise it
(or omit it)

No

Will it contribute to 
societal payoffs?

(Mega)

Yes

Will it link to 
organizational 

outputs? 
(Macro)

Will it link to internal 
organizational results? 

(Micro)

No

No

Yes

Yes

No
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10. Linking and Aligning All Three Organizational  
 Levels in Needs Assessment

People and 
Resources

Activities, 
Programs, & Means

Organizational
Functions & Tasks

Mission Objective

Mega

Macro

Micro

Inputs

Processes

Linking and Overlap of Levels of Planning and Doing

Ideal Vision

11. A Needs Assessment Summary Format

Current 
Results

Possible 
Means

Required 
Results

Related 
Ideal Vision 

Element

Needs Level Focus

Mega Macro Micro
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12. The Basic Ideal Vision and Vital Signs

13. Applying the Ideal Vision and Vital Signs
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Are an Ideal Vision and related vital signs important for the organization? For each 
item select your response.

The Ideal Vision Important for My Organization 
and Our Community  

or Shared World

It Will Have No Impact 
on My Organization, 

Community, or Shared World

Vital signs for achieving the Ideal Vision. Identify the gaps between current  
results and required results for these elements that are important for you and  
your organization to reduce or eliminate.

Vital Signs

First Level: Basic Survival  
for All People

Yes, 
Directly

Yes, With 
Other Partners

Someone Else’s  
Problem/No Problem
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Second Level:  
Organizational Survival

Selecting and ranking vital signs. Identify gaps in results for those variables that 
you have selected and rank their importance or criticality for you, your organization, 
and your external clients. Data to support this should be both valid and measurable 
on an interval or ratio scale.1

Vital Signs Data Data Rank

First Level: Basic Survival  
for All people

Current Results  
and Consequences

Desired Results 
and Consequences

Importance/ 
Criticality Rank for 
Each From 1 (Vital)  
to 5 (Not Immediate)

Continued on next page.
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Second Level:  
Organizational Survival

Vital Signs Data Data Rank

First Level: Basic Survival  
for All people

Current Results  
and Consequences

Desired Results 
and Consequences

Importance/ 
Criticality Rank for 
Each From 1 (Vital)  
to 5 (Not Immediate)

Continued from previous page.
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14. Exercise for Coming to Agreement on a Mega/Societal Focus

Level of planning and type of results My organization must address formally

Level of planning and type of results My organization currently addresses formally



156

Chapter 11

15. Organizational Questions to Be Asked and Answered

Level of Planning  
and Type of Results

Can Afford to Not Address 
Formally and Rigorously

Must Address Formally  
and Rigorously
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16. Data Collection Considerations

Things to Consider in Developing a Needs Assessment Questionnaire

Tips for Collecting Performance Data
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17. What Is and What Is Not a Needs Assessment?

Fuzzy Worldwide Industries: A Hypothetical Needs Assessment Case Study

Need Assessment Summary

1. We have to have supervisors managing with vision.

2. We need to be world class.

3. We have to be competitive.

4. We need more executive training.

5. We need to cut down on training time.

6. A need exists to make quality our first priority.

7. We must all work together.

8. We must increase our production by 18 percent.

9. There must be no injuries or deaths from what we deliver.

10. We must make a profit each year and every year.

11. We must not pollute the environment, bringing harm to living things.

12. We need to use performance technology.
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1.  We have to have supervisors managing with vision.

2.  We need to be world class.

3.  We have to be competitive.

4.  We need more executive training.

5.  We need to cut down on training time.
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6.  We need to make quality our first priority.

7.  We must all work together.

8.  We must increase our production by 18 percent.

x

y

9.  There must be no injuries or deaths from what we deliver.

10.  We must make a profit each and every year.

11. We must not pollute the environment, bringing harm to living things.
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12. We need to use performance technology.

18. A Decision Table for Agreeing on Mega in Needs  
 Assessment and Planning

Y N Y N
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19. Assessing Your Organization’s Culture Concerning  
 Needs Assessment

How to Complete This Assessment
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What Is Needs Assessment What Should Be

1 2 3 4 1 2 3 4

1 2 3 4 1 2 3 4

1 2 3 4 1 2 3 4

1 2 3 4 1 2 3 4

1 2 3 4 1 2 3 4

1 2 3 4 1 2 3 4

1 2 3 4 1 2 3 4

1 2 3 4 1 2 3 4

1 2 3 4 1 2 3 4

1 2 3 4 1 2 3 4

1 2 3 4 1 2 3 4

1 2 3 4 1 2 3 4

1 2 3 4 1 2 3 4

1 2 3 4 1 2 3 4

1 2 3 4 1 2 3 4
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GLOSSARY OF TERMS
The increasing responsibilities of professionals for the results, consequences, and payoffs of 

their activities have led us into a new era of professionalism. For the performance professional 

this era requires a renewed focus on the scientific-evidence basis for decisions. A basis for this 

is a consistency in language that leaves no confusion regarding the value added for individuals, 

organization, and society. 

Most of our performance improvement approaches and methods, including the language 

we use in describing our profession, commonly leave questions concerning value added unan-

swered. We tend to talk about means (such as HRD, lean Six Sigma, HPT, online training pro-

grams), and not ends (such as reduction in poverty, client value added, legitimate profits, product 

quality). Our language seems almost to encourage a number of confusions that “allows” for 

lack of precision and consequences. Language that is crisp, to the point, and focused on results 

(including societal payoffs) is essential for professional success. And then we must match our 

promises with deeds and payoffs that measurably add value.

What we must communicate to ourselves and others is that the words and phrases are 

important since they operationally define our profession and communicate our objectives and 

processes to others. They are symbols and signs with meaning. When our words lead us away, 

by implication or convention, from designing and delivering useful results for both internal and 

external clients, then we must consider changing our perspectives and our definitions.

The following definitions come from our review of the literature and other writings. Italics 

provide some rationale for a possible perspective shift from conventional and comfortable 

to societal value added. (These are in alphabetical order. At first, some of the definitions 

won’t “follow” but please scan the list for words not yet defined.) In addition, each definition 

identifies if the word or phrase relates most to a system approach, systems approach, 

systematic approach, or systemic approach (or a combination). You should begin by reviewing 

these distinct definitions first, to help you understand the context of these other terms. The 

level of approach provides the unit of analysis for the words and terms as they are defined in 

this article. Alternative definitions should also be considered based on the unit of analysis. If 

we are going to apply system thinking (decision making that focuses on valued added at the 
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individual, organizational, and societal levels) then definitions from that perspective should be 

applied in our literature, presentations, workshops, and products.

This glossary provides a basis for defining and achieving success in the future through the 

definitions of terms that focus on the results and payoffs for internal and external clients instead 

of the process, activities, and interventions we commonly apply.

We’ve also included cross references to page numbers so the glossary can also serve as an 

index, directing you to other points in the text where you find each term.

 

ADDIE Model: A contraction of the conventional instructional systems steps of Analysis, Design, 

Development, Implementation, and Evaluation. It ignores or assumes a front determination through 

assessment of what to analyze, and it also assumes that the evaluation data will be used for con-

tinuous improvement. (3-4, 90)

AADDIE Model: Model proposed by Ingrid Guerra-López that adds Assessment as the first step 

of the ADDIE Model. (3-4)

Analysis: Breaking something down to its constituent component parts. Analysis does not for-

mally require that what is being analyzed is useful or correct. (3-4, 8-9, 24, 46, 57-58, 70-71, 75, 86-97, 

103, 111-114,  119, 122-125, 133-137)

Change Creation: The proactive definition and justification of new and evidence-based des-

tinations, and routes are distinguished from change management that is reactive. If this is 

done before change management, acceptance is more likely. This is a proactive orientation for 

change and differs from the more usual “change management” in that it identifies in advance 

where individuals and organizations are headed rather than waiting for change to occur and 

be “managed.” (125)

Change Management: Ensuring that whatever change is selected will be accepted and 

implemented successfully by people in the organization. Change Management is reactive in that 

it waits until change requirements are either defined or imposed and then moves to have the 

change accepted and used. (86, 98, 125)

Competence: The demonstrated ability to consistently perform at or beyond criteria. (46, 62, 

65-66, 74)

Continual/Continuous Improvement: The ongoing check of results with intentions so that 

changes may be made during an intervention or program. (2-4, 21, 85, 98, 101, 119, 126-127, 156)
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Comfort Zones: The psychological areas, in business or in life, where one feels secure and safe 

(regardless of the reality of that feeling). 

Costs-Consequences Analysis: The process of estimating a return-on-investment before an 

intervention is implemented. It asks two basic questions simultaneously: What do you expect to 

give and what do you expect to get back in terms of results? Most formulations do not compute 

costs and consequences for society and external client (Mega) return-on-investment. Thus, 

even the calculations for standard approaches steer away from the vital consideration of self-

sufficiency, health, and well-being. (46, 85, 87, 89)

Criteria: Precise and rigorous specifications that allow one to prove what has been or has to 

be accomplished. Many processes in place today do not use rigorous indicators for expected 

performance. If criteria are “loose” or unclear, there is no realistic basis for evaluation and 

continuous improvement. Loose criteria often meets the comfort test but doesn’t allow for the 

humanistic approach to care enough about others to define, with stakeholders, where you are 

headed and how to tell when you have or have not arrived. (2, 4, 8, 11, 41-43, 46-47, 55-58, 66, 69, 73, 

76-77, 79-84, 86-87 95-96, 103, 111-113, 118-119, 133)

Deep Change: Change that extends from Mega—societal value added—downward into the 

organization to define and shape Macro, Micro, Processes, and Inputs. It is termed “deep change” 

to note that it is not superficial or just cosmetic, or even a splintered quick fix. Most planning 

models do not include Mega results in the change process, and thus miss the opportunity to find 

out what impact their contributions and results have on external clients and society. The other 

approaches might be termed “superficial change” or “limited change” in that they only focus on 

an organization or a small part of an organization. 

Desired Results: Ends (or results) identified through needs assessments that are derived from 

soft data relating to “perceived needs.” “Desired” indicates these are perceptual and personal in 

nature. (5-7, 9-10, 21, 102, 110, 126)

Ends: Results, achievements, consequences, payoffs, and/or impacts. The more precise the 

results the more likely that reasonable methods and means can be considered, implemented, 

and evaluated. Without rigor for results statements, confusion can take the place of successful 

performance. There are three levels of ends: individual contributions (Micro/Products), 

Organizational Contributions (Macro/Outputs) and Societal Contributions (Mega/Outcomes). 

Success requires the linking and aligning of all three levels of results. (1-2, 4-8, 13-14, 73, 84, 103, 

125,132)
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Ethics: Know the right and socially responsible thing to do and doing it. 

Evidence-Based Practice: The using of research and/or operational performance data that 

demonstrates the relationship between interventions and consequences. 

Evaluation: In its summative version, it compares current status (what is) with intended status 

(what was intended) and is most commonly done only after an intervention is implemented. For-

mative evaluation continuously compares What Is to What Should Be in terms of ends and means 

throughout development, implementation, and maintenance of an intervention in order to improve 

it. Unfortunately, “evaluation” is used for blaming and not fixing or improving. When blame fol-

lows evaluation, people tend to avoid the means and criteria for evaluation or leave them so loose 

that any result can be explained away. (1-4, 8-11, 15, 62, 78-82, 85-86, 96-99, 101-118, 121,126)

External Needs Assessment: Determining and prioritizing gaps, then selecting problems 

to be resolved at the Mega level. This level of needs assessment is most often missing from 

conventional approaches. Without the data from it, one cannot be assured that there will be 

strategic alignment from internal results to external value added. (23, 28, 49, 61, 73)

Gap Analysis: This term is commonly, and erroneously, used interchangeably with needs 

assessment. We suggest needs assessment identifies gaps between current and desired results, 

while analysis is used to better understand the nature or root causes of the gap. (55,133)

Hard Data: Performance data that is based on objectives and is independently verifiable. This 

type of data is critical. It should be used along with “soft” or perception data. (10, 38, 54, 105, 112, 

114-115)

Human Performance Technology (HPT): An approach that analyzes performance problems, 

identifies causes of the problems, identifies and develops effective and efficient ways and means 

to resolve the problems, and then evaluates the results. Because this approach usually starts with 

analysis it might assume that the problems of opportunities identified are valid. (See the AADDIE 

approach). We suggest that the process should begin with needs assessment as the first step, 

and conclude with actionable recommendations for improvement, after evaluation. (173)

Human Resource Development (HRD): The actions within an organization to improve the 

contributions the individuals can and should make to deliver useful results. (111)

Ideal Vision: The measurable definition of the kind of world we, together with others, commit 

to help deliver for tomorrow’s child. An Ideal Vision defines the Mega level of planning. It allows 

an organization and all of its partners to define where they are headed and how to tell when they 
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are getting there or getting closer. It provides the rationality and reasons for an organizational 

mission objective. (20-21, 27, 29-43, 55, 88-89, 109, 144, 148, 150-152)

Incentives: The rewards and consequences, both tangible and perceptual, that are provided to 

motivate useful performance. (91-92, 127)

Inputs: The ingredients, raw materials, and physical and human resources that an organization 

can use in its processes in order to deliver useful ends. These ingredients and resources are often 

the only considerations made during planning, without determining the value they add internally 

and external to the organization. (14-19, 23, 27-29, 49-50, 61, 73, 75)

Internal Needs Assessment: Determining and prioritizing gaps, then selecting problems to 

be resolved at the Micro and Macro levels. Most conventional and popular needs assessment 

processes are of this variety . (23, 28, 49, 61, 73)

Lean Six Sigma: A managerial concept intended to result in the elimination or reduction of seven 

kinds of waste including defects, overproduction, transportation, waiting, inventory, motion, and 

over-processing. Measurement usually involves reducing variability of what is produced. (173)

Learning: The demonstrated acquisition of a skill, knowledge, attitude, and/or ability not 

attributed to growth or maturation. 

Learning Organization: An organization that sets measurable performance standards and 

constantly compares its results and their consequences with what is required. Learning 

organizations use performance data, related to an Ideal Vision and the primary Mission Objective, 

to decide what to change and what to continue, learning from performance and the organization’s 

contributions. Learning organizations may obtain the highest level of success by strategic thinking: 

focusing everything that is used, done, produced, and delivered on Mega results—societal value 

added. Many conventional definitions do not link the “learning” to societal value added. If there is 

no external societal linking, than it could well guide one away from the new requirements. 

Macro-Level Planning: Planning focused on the organization itself as the primary client and 

beneficiary of what is planned and delivered. This is the conventional starting and stopping place 

for existing planning approaches. (x, 14-24, 28-30, 44-47, 49-59)

Means (systems approach, systematic approach): Processes, activities, resources, methods, or 

techniques used to deliver a result. Means are only useful to the extent that they deliver useful 

results at all three levels of planned results: Mega, Macro, and Micro. (1, 3-8, 13-14, 55-57, 73-75, 

83-84, 103-104, 108, 110)
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Mega-Level Planning: Planning focused on external clients, including customers/citizens and 

the community and society that the organization serves. This is the usual missing planning level 

in most formulations. It is the only one that will focus on societal value added: survival, self-

sufficiency, and quality of life of all partners. It is suggested that this type of planning is imperative 

for getting and proving useful results. Mega planning consists of five steps, or elements for 

defining and delivering a preferred future that include: 1) deriving the tactical and operational 

plans; 2) making, buying, and obtaining resources; 3) implementation, and simultaneously, 4) 

continual improvement/formative evaluation; and then 5) determine effectiveness and efficiency. 

While not strictly planning, this is the part that puts all of the previous planning to work to achieve 

positive results. (x, 14-25, 27-48)

Mega Thinking: Thinking about every situation, problem, or opportunity in terms of what you 

use, do, produce, and deliver as having to add value to external clients and society. Same as 

strategic thinking. 

Methods-Means Analysis: Identifies possible tactics and tools for meeting the needs identified 

in a “system analysis.” The methods-means analysis identifies the possible ways and means to 

meet the needs and achieve the detailed objectives that are identified in this Mega plan, but does 

not select them. Interestingly, this is a comfortable place where some operational planning starts. 

Thus, it either assumes or ignores the requirement to measurably add value within and outside 

the organization. (37, 46, 86-87, 95-97)

Micro-Level Planning: Planning focused on individuals or small groups (such as desired and 

required competencies of associates or supplier competencies). Planning for building-block 

results. This also is a comfortable place where some operational planning starts. Starting here 

usually assumes or ignores the requirement to measurably add value to the entire organization as 

well as to outside the organization. (x, 14-25, 61-72)

Mission Objective: An exact, performance-based statement of an organization’s overall in-

tended results that it can and should deliver to external clients and society. A mission objective is 

measurable on an interval or ratio scale so states not only “where are we headed” but also adds 

“how we will know when we have arrived.” A mission objective is best linked to Mega levels of 

planning and the Ideal Vision to ensure societal value added. (30, 40, 43-46, 52-53, 88)

Mission Statement: An organization’s Macro-level “general purpose.” A mission statement is only 

measurable on a nominal or ordinal scale of measurement and only states “where are we headed” 

and leaves off rigorous criteria for determining how one measures successful accomplishment. 
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Need: The gap between current results and desired or required results. This is where a lot of 

planning “goes off the rails.” By defining any gap as a “need” one fails to distinguish between 

means and ends and thus confuses what and how. If “need” is defined as a gap in results then 

there is a triple bonus: 1) it states the objectives (What Should Be), 2) it contains the evaluation 

and continual improvement criteria (What Should Be), and 3) it provides the basis for justifying 

any proposal by using both ends of a need—What Is and What Should Be in terms of results—

proof can be given for the costs to meet the need as well as the costs to ignore the need. (5-7)

Needs Analysis: Taking the determined gaps between current and desired results and finding 

the causes of the inability for delivering required results.  A needs analysis provides input for 

the identification of possible ways and means to close the gaps in results—needs—but does 

not select them. Unfortunately, “needs analysis” is usually used interchangeably with “needs 

assessment.” They are not the same. How does one “analyze” something (such as a need) before 

they know what should be analyzed? First assess the needs, then analyze them. (9)

Needs Assessment: A formal process that identifies and documents gaps between current and 

desired and/or required results, arranges them in order of priority on basis of the cost to meet 

the need as compared to the cost of ignoring it, and selects problems to be resolved. By starting 

with a needs assessment, justifiable performance data and the gaps between What Is and What 

Should Be will provide the realistic and rational reason for both what to change as well as what 

to continue. (1-3, 7-11)

Objectives: Precise statement of purpose, or destination of where are we headed and how will 

we be able to tell when we have arrived; the four parts to an objective are 1) what result is to be 

demonstrated, 2) who or what will demonstrate the result, 3) where the result will be observed, 

and 4) what interval or ratio scale criteria will be used. Loose or process-oriented objectives will 

confuse everyone. (2, 6-10, 23, 33, 43-46, 49, 52-53, 57, 64-71, 77, 87-90, 98, 101-104, 108-111, 119, 122, 124 )

Outcomes: Results and payoffs at the external client and societal level. Outcomes are results 

that add value to society, community, and external clients of the organization. These are results 

at the Mega level of planning. (15-16, 20, 23, 27-29, 33, 49, 61, 73, 105)

Outputs: The results and payoffs that an organization can or does deliver outside of itself to 

external clients and society. These are results at the Macro level of planning where the primary 

client and beneficiary is the organization itself. It does not formally link to Outcomes and societal 

well-being unless it is derived from Outcomes and the Ideal (Mega) Vision. (15-16, 23, 27-29, 49-50, 

61, 73, 105)
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Paradigm: The framework and ground rules individuals use to filter reality and understand the 

world around them. It is vital that people have common paradigms that guide them. That is one 

of the functions of the Mega level of planning and Outcomes so that everyone is headed to a 

common destination and may uniquely contribute to that journey. (33, 141)

Performance: An end, a result, or consequence of any intervention or activity, including 

individual, team, or organization. (ix-xi, 1-4, 8-11)

Performance Improvement: An attempt to reduce or eliminate the gaps between current results 

and desired results. This may be applied to individuals, organizations, or to society/communities. 

(87, 90-91, 98, 102-103, 113, 117, 122, 127, 135)

Processes: The means, processes, activities, procedures, interventions, programs, and initiatives 

an organization can or does use in order to deliver useful ends. While most planners start here, it 

is dangerous not to derive the Processes and Inputs from what an organization must deliver and 

the payoffs for external clients. (5, 14-19, 23, 27-29, 49-50, 61, 73)

Products: The building-block results and payoffs of individuals and small groups that form 

the basis of what an organization produces, delivers inside as well as outside of itself, and the 

payoffs for external clients and society. Products are results at the Micro level of planning. (15-16, 

18, 23, 27-29, 49-50, 61, 73)

Quasi Need: A gap in a method, resource, or process. Many so-called “need assessments” are 

really Quasi needs assessments since they tend to pay immediate attention to means (such as 

training) before defining and justifying the ends and consequences. (x, 23, 28, 49, 61, 73-84)

Required Results: Ends identified through needs assessment which are derived from hard data 

relating to objective performance measures. (8)

Results: Ends, Products, Outputs, Outcomes; accomplishments and consequences. Usually 

misses the Outputs and Outcomes. (ix-x, 1-11, 14-16, 18-21)

Soft Data: Personal perceptions of results. Soft data is not independently verifiable. While 

people’s perceptions are reality for them, they are not to be relied on without relating to hard—

independently verifiable—data as well. (10, 38, 114-115)

Strategic/Front-End Alignment: The linking of Mega/Outcomes, Macro/Outputs, and Micro/

Product level planning and results with each other and with Processes and Inputs. By formally 

deriving what the organization uses, does, produces, and delivers to Mega/external payoffs, 

strategic alignment is complete. (ix, 2, 27)
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Strategic Planning: A proactive approach to planning that starts by identifying gaps between 

current and desired societal results, putting these needs in priority order, selecting the needs 

to be reduced and providing the measurable criteria for closing those gaps. Strategic planning 

starts with measurably defining Mega. (13, 15, 24, 30, 33, 40, 43)

Strategic Thinking: Approaching any problem, program, project, activity, or effort with noting 

that everything that is used, done, produced, and delivered must add value for external clients and 

society. Strategic thinking starts with a commitment to Mega. (24, 30)

System, Systems, Systematic, and Systemic: These terms are related, but not the same. 

Starting on the systems level and not the system level will mean that we might not add value to 

external clients and society. 

System Approach: Begins with the sum total of parts working independently and 

together to achieve a useful set of results at the societal level. . .adding value for all 

internal and external partners. We best think of it as the whole. (32)

Systems Approach: Begins with the parts of a system—subsystems—that make up 

the “system.” So, when someone says they are using a “systems approach” they are 

really focusing on one or more subsystems. They are unfortunately focusing on the parts 

and not the whole. When planning and doing at this level, they can only assume that 

the payoffs and consequences will add up to something useful to society and external 

clients and this is usually a very big assumption. 

Systematic Approach: An approach that does things in an orderly, predictable, and 

controlled manner. It is a reproducible process. Doing things, however, in a systematic 

manner does not assure the achievement of useful results. (24)

Systemic Approach: An approach that affects everything in the system. The defini-

tion of “the system” is usually left up to the practitioner and may or may not include 

external clients and society. It does not necessarily mean that when something is sys-

temic it is also useful. 

Tactical Planning: Finding out what is available to get from What Is to What Should Be at the 

organizational/Macro level. Tactics are best identified after the overall mission has been selected 

based on its linkages and contributions to external client and societal (Ideal Vision) results and 

consequences. (15, 24, 51)

Wants: Preferred methods and means assumed to be capable of meeting needs. (7-8)
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What Is: Current operational results and consequences; these could be for an individual, an 

organization, and/or society. (4, 8-10, 16, 23, 28, 30, 35, 38-41, 49, 54-55, 58, 61, 67-68, 73, 79-80, 85, 131-137)

What Should Be: Desired or required operational results and consequences; these could be for 

an individual, an organization, and/or society. (4, 8-10, 16, 23, 28, 30, 35, 38-41, 49, 54-55, 58, 61, 67-68, 73, 

79-80, 85, 131-137)

Wishes: Desires concerning means and interventions. It is important not to confuse “wishes” 

with needs. 

What can we surmise by a close consideration of the above definitions and the consideration 

of the possible perspective (unit of analysis) differences between conventional use and what is 

suggested here? Here are some:

System approach & systems approach & systematic approach & systemic approach.

Mega level planning & Macro level planning & Micro level planning.

System analysis & systems analysis.

Means & ends.

Outcome & Output & Product & Process & Input,

There are three levels of planning: Mega, Macro, and Micro and three related types 
of results: Outcomes, Outputs, Products.

Need is a gap in results, not a gap in Process or Input.

Needs assessment & needs analysis (nor front-end analysis, or problem analysis).

Strategic planning & tactical planning & operational planning.

Change creation & change management.
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