Appendix A

Artifact Title

Needs Assessment Plan

Description

The needs assessment was completed at the end of my first semester of Instructional Systems Masters program in partial fulfillment of the requirements for EME 5601 (Introduction to Instructional Systems -- Dr. John. Keller). 
Conditions of Completion

The guidelines were to develop a needs assessment for an organization of my choice.

Scope

In this project, the organizational structure of the Legend Group Limited, the largest IT Corporation in the P.R.C., is discussed and the performance problem the company was experiencing is analyzed. I then propose a plan for conducting a needs assessment in terms of feasibility analysis, target audiences description and procedures.

My Role 

The project was completed on my own with the information from literature and Internet resources. 

Needs Assessment Plan

EME5601 Introduction to Instructional Systems

Professor: Dr. John Keller

Jing Wang
March 15, 2004

Overview and Rationale

Legend Group Limited is the largest IT Corporation in the PRC. Its own brand personal computer "Lenovo" has been the country's best-selling PC since 1997 and had a market share of 27.3% in 2002 according to International Data Corporation. Legend is also the number one PC brand in the Asia Pacific market (excluding Japan) with a market share of 12.4%.

Legend Group Limited was established in 1984 in Beijing and now it has developed into a large corporation with 11,200 staff. Its operations include as many fields as manufacturing and sales of PCs, handheld devices, mobile handsets, motherboard and providing IT consulting services. The company structure of Legend is as shown in the chart below.
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Chart 1.1 Company Structure
A Legend's latest report on its Fiscal year 2003/04 third quarter results shows that its average transaction amount (sale) has decreased by 17% percent and net profit declined by 1%, compared to the second fiscal quarter. The Group's shares also fell 5.3%, or 20 Hong Kong cents, to HK$ 3.55.  After carrying out an investigation in the corporation, the internal analysts found that the major cause to the loss of business and profit is that the marketing department of the company is not working as effectively as they should be. Below are some of their findings:

1. The advertisements and sales promotions are not well designed, thus not receiving enough attention from the customers.

2. The marketing strategies mainly focus on developing new customers, while ignoring past and present customers.

3. A change from distribution to direct selling in the corporation's marketing channel has resulted in a noticeable increase of cost.

4. The staff members seem to get behind in their jobs and their projects are not working well in dealing with latest changes of the market.

The analysts then suggested the HRD take actions to correct this situation. The HRD decided to carry out a needs assessment first, to identify the gaps between the current performance and the ideal, find out the causes to the gaps and provide possible solutions. Once the needs assessment plan is approved by the management, a needs assessment will be carried out and a 40-hour training program will be designed according to the results of the needs assessment and delivered to the staff in marketing department. The estimate time of processing the needs assessment is one month. 

The IT industry is highly competitive, so the improvement is urgent. Just as Mr. Liu Chuanzhi, the chairman of Legend said, the company needs to "achieve breakthroughs". 
Feasibility Analysis

I. Assumptions 

This analysis is carried out to explain that the needs assessment is feasible and beneficial in terms of costs and benefits. It is conducted on the basis of the following assumptions:

1. Performance of the staff in the marketing department can be improved through a 40-hour training program and/or changes of the corporation's policy.

2. Improved performance of the marketing department can bring the corporation more paying customers, and lower the sales cost.

3. More paying customers and less sales cost will result in an increase in the sales and net profit. 

4. Legend's achievements in real market will raise the price of its shares in the stock market.

II. Cost

1. Cost of a 40-hour, classroom-based training program (there are 126 persons in the department):

40 hours* HK$100/hour* 126 persons = HK$504,000

2. Potential cost for training 

1) The staff cannot work during training, so there will be a loss of productivity (the average rate for the staff is 125 HK$ per hour):

125HK$/hour * 40 hours *126 persons = HK$ 630,000 

2) Cost for conducting needs assessment and designing the training program

HK$ 20,000

Total cost = HK$504,000 + HK$ 630,000 + HK$20,000= HK$1,154,000 

III.  Benefit

There will be an increase in the corporation's sale and profit due to the improved performance of the marketing department. The estimated increase rate of net profit is 1%. 

Training Benefit = 1% * HK$ 325,000,000 = HK$ 3,250,000

ROI = Benefit/ Cost = (HK$ 3,250,000 – HK$ 1,154,000)/ HK$ 1,154,000 = 1.82

The estimate net profit increase as a result of training is 3.25 million Hong Kong dollars. The return on investment is 1.82. In addition to high ROI, there are many other benefits.

1. Micro level: The individual staff of the marketing department will enhance their knowledge and skills and provide better on-the-job performance in the long run.

2. Macro level: 

(1) The Group's shares may strengthen.

(2) There might be some improvement in the organization structure and policy.
3. Mega level: with improved marketing strategies, the corporation can provide better service for its clients and the whole society.

The plan

I. Objectives

The purpose of this needs assessment is to clarify the gaps between the current and desired performance of the marketing department and to provide ways to eliminate the gaps. The performance of the department then can be improved and as a result, Legend Group can keep a competitive rate of profit increasing.

1. To identify current and desired performance of the marketing department

a) How are the people in marketing department performing?

b) What results are being achieved by the marketing department?

c) What do the management and shareholders think of their current performance? How do the management and shareholders expect them to perform?

d) What do the customers think evaluate the current marketing strategies? What do they think a successful marketing should be? 

e) What knowledge, skills and attitudes regarding are the people in marketing department having? What kind of knowledge, skills and attitudes do they need to perform well on their jobs?

2. To identify the state and ideal of the organization structure and policy that may be related to the performance of the marketing department 

a) Are there any obstacles in the corporation, which prevent the people from performing well?

b) How to eliminate these obstacles? 

3. To clarify the mission and business plan of the Group

4. To identify existing gaps between what is and what should be

5. To find out the causes to the gaps

6. To provide possible solutions to close the gaps

II. Target Audience

1. Decision makers

a) CEO: The support of CEO is extremely important to the success of the needs assessment.

b) Manager of the marketing department: He is the person who knows a lot about the situation- the existing and desired knowledge, skills, attitudes and job performance of his staff. His support is also crucial.

2. Performers

Staff members in the marketing department: They are the people whose performance should be improved. Their needs are to be identified in this needs assessment.

3. Other people that are helpful to understand the problem

a) Manager and some staff members of the HRD: They may provide some background of the performers, such as their work experience, training, skills and knowledge before they came to the current positions.

b) Consumers (both current and potential): Their evaluation and expectation are extremely helpful in determining the state and the ideal of the marketing department.

III.  Sampling Procedure

1. Decision makers

Due to the importance and small number of the decision makers, both of them will be included in the sample.

2. Performers

Stratified sampling procedure will be used to collect information about their knowledge, skills, attitudes, and their opinion about the existing policy of the corporation.

The staff members in the marketing department are classified to three categories- experts, experienced staff and novices. They are divided into five different groups according to the major operations of the company (as shown in chart 1.2):

	      Category

Group
	Population

	
	expert
	experienced
	novice

	Information products
	7
	10
	12

	Wireless communication
	6
	10
	12

	IT service
	6
	10
	10

	International operations
	5
	10
	5

	Other operations
	3
	5
	5

	Total 
	27
	45
	44


Chart 1.2 Total population in the department

The total population of the performers is 116 and the sample size is 30.2 percent of the total. The specific sampling method is described in the table below.

	     Category

Group
	Sampling population

	
	expert
	experienced
	novice

	Information products
	1
	3
	6

	Wireless communication
	1
	3
	6

	IT service
	1
	2
	3

	International operations
	1
	2
	2

	other operations
	1
	1
	2

	Total number
	5
	11
	19

	% of the total sample
	14.2
	31.5
	54.3


Chart 1.3 Stratified sampling of the staff

3. Other people that are helpful to understand the problem

a) Manager and some staff members of the HRD

Convenience or judgmental sampling will be used to get information from them.

b) Consumers (both current and potential)

Due to the large number of consumers, simple random sampling will be used to gather their evaluation and expectation of Legend's marketing strategies.

IV.  Data Collection Strategies and Tactics

Four kinds of data collecting methods will be applied during the process of the needs assessment. They are interviews, questionnaires, indirect observation of performance, and subsidiary methods such as phone calls and emails.

1. Interviews

Interviews are to be scheduled for the two decision makers.

CEO: 

The purpose of interviewing CEO is to clarify the mission and business plan, and find out what the management of the Legend Group think of the status quo and the ideal of the marketing department.

Sample questions for CEO: 

i. What is the mission of our Group?

ii. What is the business plan of our Group for this fiscal year?

iii. What results do you expect the marketing department to achieve, in order to meet our business goal?

iv. Do you have any supportive plans for improving the performance of the marketing department?

Manager of the marketing department:

The purpose of interviewing the manager is to collect information about current and desired performance of his staff, identify the gap between the two and try to track the causes.

Sample questions for the manager:

i. What results have been achieved by your subordinates? 

ii. What results do you expect them to achieve?

iii. Are they receiving enough support to perform well on their jobs? If not, why? What do you suggest should be done to improve?

iv. Are you receiving enough support form your superiors? If not, why? How do you expect this to be improved?

v. Are there any obstacles your subordinates are facing? What kind of obstacles?  What could be the cause? (Deficiency in knowledge, skills or attitudes, or in the environment?) What do you suggest to eliminate the obstacles?

2. Indirect observation of performance 

Indirect observation of performance will be used to identify the current performance of the staff. Staff performance can be judged from tangible indicators such as work samples, video, audio or paper records of advertisements, plans for sales promotions, and some statistical data about the effectiveness of the marketing strategies.

3. Questionnaires

Questionnaires will used respectively to collect the opinions of the staff in the marketing department and the consumers. The results of the interviews and the indirect observation should be used as reference while developing the questionnaires.

Staff in the marketing department:

The purpose of this survey is to find out the causes of the gaps between the existing and desired performance. 

Sample questions for the staff: 

i. What obstacles are you facing during working here? What do you think the causes are? What do you suggest to solve the problem?

ii. Are you receiving enough support from your superiors? If not, how to improve it?

iii. Where did your expertise in marketing come from? 

iv. Have you received any training in marketing? What kind? Do you think it is helpful for your current job?

v. What kind of tools and models are you using in your job? Do you think they are helpful in dealing with the latest changes of the market?

vi. What do you think is the key factor to perform well in marketing?

Consumers:

There are two kinds of consumers, potential consumers, current consumers and past consumers. Questionnaires for them should be designed accordingly into three kinds.

The main purpose of this survey is to find out the gaps between the status quo and the ideal of Legend's marketing strategies.

Sample questions for potential consumers:

i. What kind of advertisements and promotions usually attracts you?

ii. Do you know anything about Legend's advertisements and promotions? What do you think of them?

Sample questions for current consumers: 

i. How did you come to know about Legend? (Through its advertisements and promotions?)

ii. Why do you choose the products/ service of Legend? 

iii. What do you think of Legend's advertisements and promotions? Any suggestions for improvement?

iv. Do you think that Legend is paying enough attention to provide new products and service for current customers? Are you satisfied with the situation?

Sample questions for past customers: 

i. How did you know about Legend? (Through its advertisements and promotions?)

ii. Why did you choose Legend's products/ service? Why not go on the use its products/ service? 

iii. Do you know anything about Legend's current advertisements and promotions? What's your evaluation? 

Tips: 

1. The questionnaires can be uploaded to Legend's website and some other popular websites in the country to save the cost of conducting the survey. 

2. To enhance the responsive rate, everyone who completes the survey will be granted a lottery number. And after the survey several numbers will be selected by random drawing to win certain prizes.

4. Subsidiary methods

Phone calls and emails can be used to contact the manager and staff members of HRD to ask them about the background of the staff in marketing department, such as their work experience, former training, skills and personality.

V. Instruments and Protocols 

1. Instruments: 

General instruments 

i.  A task list of all the tasks that need to be done in order to implement the needs assessment 

ii. A time table to implement the needs assessment 

Instruments for conducting interviews

i. A name list of interviewees

ii. A list of questions to be asked during the interviews

Instruments for conducting surveys

i. A name list of the staff who are selected to take the survey

ii. Different questionnaires designed for the staff and customers

Other instruments

A name list for making phone calls and sending emails to

A list of documents and other kinds of records needed for indirect observation of performance

2. Protocols 

Because the needs assessment involves so many people in the organization, support from them is extremely important to the success of the needs assessment. 

Official permissions from the CEO of the corporation and manager of the marketing department are needed before conducting the assessment. The staff in marketing department should be notified of the survey beforehand. Besides, some technical help is also crucial. For example, the HRD may need assistantship of Legend's website administrators to upload the questionnaires. The HRD has to contact them beforehand to make sure everything goes well with the survey.

VI.  Implementation Plan

A group of HRD staff will be set up to implement the needs assessment. The procedure of the implementation should include: 

1. Get permission to conduct the needs assessment from the CEO and the manager of marketing department

2. A group meeting to come up with a task list and a time table of the needs assessment

3. Interviews

1) Prepare a name list and a question list for the interviews

2) Make schedules for interviews respectively with the CEO and the marketing manager

3) Conduct the interviews and make record of the results

4. Analyze related documents and records for indirect observation of performance and analyze the materials

5. Contact the HRD manager and certain staff for related information about the marketing staff 

6. Survey for the staff

1) Prepare a name list and questionnaires for the staff in the marketing department and have them approved by the decision makers

2) Inform the staff of this survey and send out the questionnaires

3) Collect the results of the survey

7. Survey for the customer

1) Get permission and support from administrators of Legends' website and other popular websites in the country

2) Prepare questionnaires for the customers and have them approved by the decision makers

3) Upload the questionnaires to the websites

4) Collect the results

8. Choose proper methods to analyze the data and information collected from step 3 to 6

9. Identify the gaps, causes to the gaps and provide solutions to close them

1) Decide whether training is the proper solution

2) If yes, suggest the kind of instruction

3) If no, seek for other possible solutions, such as the environmental change.

10. Compile the achievements of the needs assessment into a report and send it to the CEO, the manager of marketing department and HRD manager.

Summing-up

Legend should take quick actions to improve the performance of its marketing department, in order to change the situation of profit decline and maintain a high standing among the national IT corporations. The needs assessment is the basis of a well-designed training program. And the training program, which will be designed and delivered according to the results of the needs assessment, will improve the performance of Legend's marketing department and bring the corporation concrete benefits both in the short term and in the long run. 
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