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Who needs to be trained, on what 

and why? 

× Mission Task Analysis 

× Job Task Analysis 

× Knowledge/Skill Gap Analysis 

What is most effective and economical 

way to deliver training? 

× Media Analysis 

× Cost Analysis 

× Generate Training Plans 
 

How much money, personnel, 

and resources are needed? 

× Forecast Budget, Personnel 

and Resource Requirements 
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How training should be implemented? 

× Generate Project Plans 

× Track Progress in Real-Time 

× Manage Personnel and Resources 
 

How to improve performance 

and validate training? 

× Performance Gap Analysis 

× Root Cause Analysis  

× Cost Benefit Analysis  
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Forward 
 
 
When faced with a performance deficiency, all too often the focus gravitates towards training as the 
solution.  In most cases, however, performance deficiencies are caused by multiple factors including 
vague expectations, insufficient and untimely feedback, limited access to required information, 
inadequate tools, resources and procedures, inappropriate and counterproductive incentives, and so on. 
Moreover, it is much easier to fix the environment than people. To put it in simple terms ς if the gap is 
not due to a lack of knowledge and skills, don't train! 
 
Whether you are investigating a performance deficiency or evaluating training impact, the reasons 
behind a performance gap as well as the costs and benefits of plausible solutions should be clearly 
articulated.  With accurate, factual data in hand, solutions can be identified; costs and benefits 
quantified; interventions prioritized and action plans formalized to continually improve performance. 
  

 
 

 
 
 

 

Performance Gap Analysis ƫ Root Cause Analysis ƫ Cost Benefit Analysis 
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/ƘŀƭƭŜƴƎŜǎ Χ 
 

 

Performance Analysis can, however, be complex, time 
consuming and costly, for the following reasons: 
Æ Involves multiple individuals for data collection and 

analyses.   
Æ Requires validation of performance gap. In other words, 

comparison of current performance to desired 
performance. 

Æ Requires consideration of dozens of factors to identify the 
cause of the problem and viable solutions.  

Æ Requires forecast and comparison of startup and recurring costs of 
viable solutions as well as impact on budget and resources. 

Æ Requires forecasting the benefits of viable solutions - otherwise 
limited resources may not be allocated to most critical initiatives. 

 
Æ Requires consideration of multiple options and 

suppliers, build versus buy and use of internal 
versus external resources.  

Æ Requires meeting the requirements of various 
standards. 

Æ Requires generating root cause analysis and cost 
benefits analysis reports in desired format. 
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Speeds Analysis ƫ Minimizes Duplication ƫ  Improves Efficiency 

 

Speed data collection. Reasons 
behind performance deficiency can 
be collected offline using Excel.  

 

 

Leverage templates to quickly 
forecast and compare budget and 
resources requirements of viable 
interventions.  

     

 

Facilitate collaboration and sharing of 
data. Store all data in a centralized 
database accessible anytime and 
from anywhere with a Browser. 

 

 

Improve performance and maximize 
impact by prioritizing solutions 
needed to meet goals, focusing on 
most critical initiatives and generating 
plan of action. 

     

 

Quickly identify Jobs and Tasks that 
impact Mission Performance by 
flagging Tasks that support Mission. 

 

 

aŜŜǘ ŎƭƛŜƴǘǎΩ ƴŜŜŘǎ ōȅ ŜƴǎǳǊƛƴƎ ǘƘŀǘ 
proposed solutions will attain the 
desired outcomes. 

     

 

Minimize waste by avoiding solutions 
with minimal impact on performance 
deficiency, do not meet a business 
need or contribute to the bottom line 
ς i.e., costly decisions based on faulty 
assumptions. 

 

 

Generate Performance Analysis, Root 
Cause Analysis, Cost Benefit Analysis, 
Training System Basis Analysis (TSBA) 
and many more reports in a single 
click. 
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Chapter 1: Getting Started 
 
1.1 Introduction 
 
"I need a training program on ..." is often the opening statement in what turns out to be a costly, 
frustrating and unsuccessful campaign to achieve the desired performance.  The rational for training 
seems clear.  We are implementing a new system, receiving too many complaints from our clients, not 
selling enough products, etc.   
 
Prominent researchers have demonstrated that most performance deficiencies in the workplace are due 
to environmental factors which include vague expectations, insufficient and untimely feedback, limited 
access to required information, inadequate tools, resources and procedures, inappropriate and 
counterproductive incentives, etc.  Yet, when a performance gap occurs, the default intervention is all 
too often training ς although it is much easier to fix the environment than people.  To put it in simple 
terms ς if the performance gap is not due to a lack of skills and knowledge, don't train!   
 
Even when you determine that training is necessary, is it sufficient?  A training injection on its own, 
rarely works if it is not part of a total performance system.   
 
ADVISOR is a powerful decision support tool.  It analyzes a performance deficiency, detects the source of 
the problem, identifies solutions ς including training ς that can produce the desired level of productivity 
and recommends actions to maximize your return on investment (ROI).  ADVISOR is based on the 
published work of several experts in the field of Human Performance Technology including Zemke & 
Kramlinger (1982), Rummler & Brache (1995), Pipe & Mager (1999), Harless (2000), and Weisbord 
(2002).  It guides you through the entire needs assessment and ROI process, offers valuable insight on 
what should be taken into consideration and why, and most importantly, it is simple to use.  
 
ADVISOR generates concise charts and tables to effectively communicate the results to others, and 
provides comprehensive reports to support your decision.  With ADVISOR you will never have to wonder 
whether you have made the right choice.  
 
 

1.2 How Can ADVISOR Help You?  
 
ADVISOR provides a simple and practical tool for analyzing performance deficiencies, detecting the 
source of the problem, identifying solutions ς including training ς that can produce the desired level of 
productivity and recommending actions to maximize the return on investment (ROI).  It is based on 
scientific principles, supported by extensive research and produces measurable results. ADVISOR can 
help you: 
 
ü Evaluate the effectiveness of training by assessing the impact of feedback, capacity, resources, 

motivations, incentives, knowledge and skills on performance.  As a result, performance can be 
maximized by focusing on solutions (including training) that help the units and the organization 
meet their goals.  In other words, do more of what works and stop ŘƻƛƴƎ ǿƘŀǘ ŘƻŜǎƴΩǘ ǿƻǊƪΦ 

 
ü Minimize waste.  Eliminate ineffective solutions that do not resolve a clearly identified performance 

deficiency, meet a business objective or contribute to the bottom line.  Using ADVISOR helps you 
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ensure that costly decisions that may arise from unknowingly making wrong assumptions can be 
avoided. 

 
ü Save time.  Detect the source of the problem and identify plausible solutions using ADVISOR's expert 

root cause analysis engine. 
 
ü Quantify the benefits.  Define and compute the anticipated monetary impact of plausible solutions 

based on output, time, costs and quality. 
 
ü Forecast the costs as well as return on investment (ROI) of plausible solutions, and prioritize actions 

accordingly. 
 
ü Simplify validation.  Use the desired performance criteria to assess whether performance objectives 

have been attained. 
 
ü Facilitate collaboration.  Store reusable data including salaries and various operational costs in 

templates ς and share with others. 
 
ü Maintain quality.  Provide simple step-by-step methodology for inexperienced users to conduct root 

cause, cost and benefit analyses. 
 
ü 9ǾŀƭǳŀǘŜ ōǳƛƭŘ ǾŜǊǎǳǎ ōǳȅ ŘŜŎƛǎƛƻƴǎΦ  /ƻƴŘǳŎǘ ŀƴ ǳƴƭƛƳƛǘŜŘ ƴǳƳōŜǊ ƻŦ άǿƘŀǘ ƛŦ ǎŎŜƴŀǊƛƻǎέ ǘƻ 

determine the most cost-effective way to design, develop, deliver, administer, manage and support 
a solution.  

 
ü Build a business case for recommendations.  In addition to the costs of developing, administering, 

managing, implementing, maintaining and supporting a solution, potential benefits including return 
on investment (ROI) can also be presented.  

 
ü Develop effective presentations.  Generate clear, simple to follow charts, tables and reports to 

effectively communicate the results to others. 
 
ü Document decisions and present the results with confidence.  ADVISOR is based on extensive 

research, tested on thousands of scenarios and used by hundreds of organizations. Reasoning 
behind recommendations, as well as detailed computations, are clearly presented and can be easily 
validated. 
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1.3 System Requirements 
 
ü Pentium IV microprocessor or higher 
ü 512 MB random access memory or more 
ü SVGA Monitor, for best results screen resolution should be set to 1024 x 768 
ü Hard disk drive with 200 MB of free disk space 
ü Internet Explorer 6.0 or higher, Mozilla Firefox 3.0 or higher, or Netscape 6.0 or higher.  Ensure that 

Browser is configured to accept Java, Java Script and cookies and Pop-up Windows are not blocked.  
For Internet Explorer, the settings can be changed by selecting Tool, Internet Options, Security and 
Custom Level.  For Netscape, the setting can be changed by selecting Edit, Preferences and 
Advanced. 

 

 
1.4 Background Theory: HPI Process 
 
Human Performance Improvement (HPI) is the systematic process of discovering and analyzing 
important human performance gaps, planning for future improvements in human performance, 
designing and developing cost-effective interventions to close performance gaps, implementing 
interventions, and evaluating financial and non-financial results (Zemke & Kramlinger 1982; Mills 1988; 
Rummler & Brache 1995; Gilbert 1996; Kaufman 1996; Pipe & Mager 1999; Harless 2000, and Stolovitch 
& Keeps 2004).  A schematic representation of the HPI process is presented below. 
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Step 1. Problem Definition 
 
Define the problem and validate assumptions.  In other words, who initiated the request for analysis or 
training, and for what reason?  Based on circumstantial evidence and constraints, the validity of the 
request can be evaluated, the cost of problem estimated and need for further analysis confirmed. 
 
 
Step 2. Business Analysis 
 
The minimum (best-case scenario) and maximum (worst-case scenario) monetary impact of the problem 
or opportunity on performance can be estimated.  The business analysis can take into account the 
impact on productivity, costs, time and quality.  
 
 
Step 3. Job Analysis 
 
Identify potential sources of the problem.  Sources may reside to a varying degree within multiple jobs 
ƛƴ ǾŀǊƛƻǳǎ ǳƴƛǘǎκŘƛǾƛǎƛƻƴǎΦ  CƻǊ ŜȄŀƳǇƭŜΣ άǘƘŜ ǳƴŜȄǇŜŎǘŜŘ ŘǊƻǇ ƛƴ ƳŀǊƪŜǘ ǎƘŀǊŜ Ƴŀȅ ƘŀǾŜ ƻǊƛƎƛƴŀǘŜŘ ŦǊƻƳ 
ǎŀƭŜǎΣ ƳŀǊƪŜǘƛƴƎΣ ŎǳǎǘƻƳŜǊ ǎŜǊǾƛŎŜ ŀƴŘ ǎǳǇǇƻǊǘ ǎǘŀŦŦέΦ 
 
 
For Each Job (Occupation) 
 

Step 4. Performance Analysis 
 

Evaluate the ability of each job to adequately perform the Tasks needed to achieve the desired goal.  
Should the evaluation reveal a performance deficiency (i.e., a gap between desired and actual Task 
performance), a root cause analysis may be performed to determine the source of the problem as 
well as plausible solutions.  

 
 

For Each Task 
 

Step 5.  Root Cause Analysis 
 

Collected data is analyzed to uncover factors that impact the performance of each job.  These 
Ƴŀȅ ƛƴŎƭǳŘŜ ŜƳǇƭƻȅŜŜǎΩ ƭŀŎƪ ƻŦ ƪƴƻǿƭŜŘƎŜ ŀƴŘ skills, misunderstanding of job functions, 
misinterpretation of rules/regulations, access to tools, conflict with colleagues, and so on. 
 

 
Step 6.  Plausible Solutions 

 
Once the cause of the problem has been uncovered, interventions for each job are identified 
and rated in terms of their potential to bridge the performance gap.  In addition to training and 
job aids, plausible solutions may include task, job and/or organizational redesign, new/improved 
tools, policies/procedures, incentive system and hiring practices. 
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For Each Plausible Solution 
 

Step 7.  Feasibility Analysis 
 

Identify implementation issues. Assess the feasibility and effectiveness of plausible solutions 
by examining the availability of money and resources, compatibility with existing systems, as 
well as management, supervisors and employeesΩ attitudes towards the proposed solutions. 

 
 

Step 8.  Cost Analysis 
 

Forecast solutionsΩ costs and potential benefits.  Capture all costs pertaining to each 
intervention, including personnel time, lost opportunity, travel, development, facilities, 
equipment and perpetuation. 
 
 
Step 9.  ROI Analysis 

 
With costs and potential benefits in hand, anticipated return on investment (ROI) from each 
solution is calculated. 

 
 
Step 10.  Prioritize Actions 
 
Prioritize the recommendations and prepare a plan of action.  The costs and benefits of plausible 
solutions for all groups are compiled and compared to provide a clear picture of which interventions will 
generate the greatest impact and why. 
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1.5 Getting Started 
 
To log on to ADVISOR Enterprise, go to http://www.bnhadvisor.com, click on ά!5±L{hw {ƛƎƴ LƴέΣ ƛƴǇǳǘ 
your User ID and Password and click [Save].  You may change your User ID (login), password and 

preferences by clicking on the Preferences node under Personalize tab, editing the required items 
and clicking the [Save] button.   
 
Step by step instructions are also available to familiarize you with ADVISOR.  You can hide or display 

these instructions (ADVISOR Tour) under Personalize tab by selecting the Preferences node and the 
options tab and selecting or deselecting the ADVISOR Tour option.  
 
Context sensitive online help is available for each screen by clicking on the [Help] button.  

 
 

 
 
  
 
 
 
 
 

 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
To make the most out of ADVISOR Enterprise, Chapters 2 through 6 along with the ADVISOR 
Configuration Guide should be thoroughly reviewed to gain a ŎƭŜŀǊ ǳƴŘŜǊǎǘŀƴŘƛƴƎ ƻŦ ǘƘŜ ǎȅǎǘŜƳΩǎ 
capabilities and how to setup ADVISOR to best meet your needs.  Considerations include: 
ü The number of clients needed and who should be assigned the privilege to setup/manage clients. 
ü The data to be collected, analyses to be performed and delivery options to be considered. 
ü The privileges that could be assigned to users and who should be assigned the privilege to 

setup/manage user accounts.  
ü The data needed by executives, managers and instructional designers to make better decisions ς 

i.e., how the data/results should be presented. 
ü How the quality and consistency of information should be controlled.  
 

http://www.bnhadvisor.com/
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1.6 How is ADVISOR Organized? 
 
ADVISOR has five main components organized within 3 windows: top, left and right. The sizes of the 
windows can be adjusted by dragging the border. Once you become familiar with these components, 
the system operation and navigation will become fairly simple.  
 
a) Buttons (top window) ς Actions available to user are presented as a series of buttons at the top of 

the screen.  You can Add, Save, Copy, Delete, Merge / Diverge content, add comments/assumptions 
to a screen (Notes), Print a screen, Return to previous level (Up), Restore previous values, request 
Help or Logout.  Information is only saved when you click the [Save] button. 

 
b) Path (top window) ς Tracks your progress as you navigate through ADVISOR.  
 
c) Tree (left window) ς List options (nodes) available to user.  To expand an option (node), click on the 

[+] sign.  To view the contents of an option (node), click on corresponding node. 
 
d) Tabs (top of right window) ς Data for some nodes are divided into several tabs.  Click on a tab to 

view its contents. 
 
e) Main Window or Workspace (right window) ς Content of each screen is presented in this window. 
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1.7 Learning ADVISOR 
 

To use ADVISOR, you should know how to perform basic computer, Windows and Browser operations.  
For example, how to start and quit applications, selecting commands and dialog box options.  To 
facilitate the learning process, ADVISOR comes with its own set of online tools.  These include: 
 

ü Online Tour: ŀ ǎƭƛŘŜ ǎƘƻǿ ǘƘŀǘ ƘƛƎƘƭƛƎƘǘǎ !5±L{hwΩǎ Ƴŀƛƴ ŦŜŀǘǳǊŜǎΦ  Lǘ ƛǎ ǇǊŜǎŜƴǘŜŘ ŀŦǘŜǊ ¦ǎŜǊ ƭƻƎǎ ƻƴ 
ADVISOR. 
 

ü Video Clips: provides a better understanding of ADVISOR's main functions and features.   To view, 
please visit the following URL: http://www.bnhexpertsoft.com/english/products/advent/tour.htm.  

 

ü Step-by-Step Guides: for forecasting training costs.  To view and download, please visit the 
following URL: http://www.bnhexpertsoft.com/english/products/advent/sbs5.pdf        

 

ü Answers to Frequently Asked Questions: are available online at: 
http://www.bnhexpertsoft.com/english/resources/faq.htm  

 

ü Context Sensitive Help: can be displayed for each screen by clicking on the [Help] button.  
 

ü Technical Support:  Available 8:00 am to 6:00 pm EST by calling 1 (514) 745-4010.  You may also fax 
1 (514) 745-4011 or E-mail support@bnhexpertsoft.com questions. 

 

ü User-to-User Forum: You may also interact with other ADVISOR Enterprise users through our User-
to-User Forum at: http://www.bnhadvisor.com/jforum/forums/list.page.  
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Chapter 2: Define Problem and Impact 
 

2.1 Introduction 
 
To determine how much time and resources should be allocated to a perceived problem/opportunity, 
the scope of the problem/opportunity should first be defined and the assumptions validated.  In other 
words, who initiated the request for an analysis or training, and for what reason?  Based on 
circumstantial evidence and constraints, the validity of the request can be evaluated, the cost of the 
problem or the value of the opportunity estimated and the need for further analysis confirmed.  The 
minimum (best-case scenario) and maximum (worst-case scenario) monetary impact of the problem or 
opportunity on performance can be projected.    
 
Note:  It is assumed that the project and missions/goals are already defined.  If not, please refer to the 
ADVISOR Training Analysis User Guide1 for details on setting up projects, segments, missions/goals.   
 
 
 
 

                                                           
1 http://www.bnhexpertsoft.com/english/products/advent/sbs1.pdf  
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2.2 Identify Performance Gap   
 
To identify the gap between desired and actual performance with a specific project or segment , go to 
the Evaluate tab and click on the  Performance Analysis folder, place checkmark next to the projects/  
segments you wish to investigate and click the [Save] button.  
 
 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
To identify which goals are not being met, click on the  Mission Evaluations folder and click on the 
[Add] button.  You will be prompted for the Evaluation Date, Trigger (i.e., reason for initiating the 
assessment), Mission/Goal under investigation, Actual Performance, Annual Impact, the significance of 
the performance gap and whether monetary impact should be estimated using performance indicators.  
Data required by ADVISOR is identified by a red asterisk (* ).  Of course, the more data you provide, the 
better the results. 
 
 
 
  














































































































































































