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Why and How to do a Gap Analysis 
 

By Dr. Richard Clark 
 
WHY do a Gap Analysis? 
 
Evidence that people do not analyze the causes of performance gaps: 

Ø We impulsively select and implement the wrong solutions that 2/3 of the time do 
not solve the problem and often make it worse. 

Ø When solutions do not work we often blame the people who have the problem. 
 
Three major causes of performance problems: 

1. Knowledge: We don’t know how (why, where, when). 
2. Motivation: We don’t want to do it (or think we can’t). 
3. Organizational Policy (or Culture): We are prevented by policy/procedures and/or 

lack of facilities and equipment.  
 
Gap Analysis answers these 7 questions: 

1. What is our performance goal? 
2. Where are we now (related to goal)? 
3. What is the size of the gap? 
4. What is causing the gap? 
5. What solutions will close the gap? 
6. How do we implement the solutions? 
7. How do we measure our progress? 

 
Clark recommends that 25% of time/effort spent to solve the problem should be invested 
upfront in analysis to make sure that you know what problem you are solving, how to 
solve it, and how to measure the effectiveness of the solution. 

 
HOW to do a Gap Analysis 
 
1. GOALS: List PERFORMANCE goals (desired outcomes) 

a. Terminal goal  
b. Enabling goals (progress indicators) 
c. How will you measure each goal? 
d. Who must approve the goals and measures? 
 

2. STATUS: What goal level has been achieved currently? 
a. Measure current progress 
b. Triangulate 3 types of measures 

i. Survey, interview, opinion 
ii. Observe unobtrusively 
iii. Collect performance-related data: tests, work records 

 
3. GAPS: Measure gaps between future goal and current status for each person, 

group, organization: 
a. Subtract the goal from current status to quantify the gap. 
b. Validate beyond your/others “opinion” 
c. Avoid thinking about Causes or Solutions (at this point) 
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4. CAUSES:  

a. Analyze three types of causes:  
i. Knowledge – Can they do it? 

1. Do they know how, when, where, etc.? 
2. Know how = they can do it successfully? 

ii. Motivation – Are they doing it? 
1. Have they started, are they persisting? 
2. Are they using mental effort? 

iii. Policy: Do they have necessary materials and/or does policy or procedures 
stop them? 

b. Triangulate measures 
i. Survey, interview, opinion 
ii. Observe unobtrusively 
iii. Collect performance-related data 
iv. Summarize all validated causes 

c. How to determine Knowledge causes:  
i. Give people a goal-related task to perform. 
ii. Prime the pump with “how to start” and see if they Can finish correctly.  
iii. Do not use a memory test – ask them to perform – unless the goal is to 

memorize something.    
d. How to determine Motivation causes (three types): 

i. People are not starting something. 
ii. People are not persisting once they start.  
iii. People are not working “smart” – they are making mistakes but are not 

taking responsibility. 
e. How to Identify Equipment/Policy Causes: 

i. Do people have essential supplies and equipment when and where they 
need them? 

ii. Are organizational policies and procedures aligned with goals? 
1. Conflicting procedures for ways to reach same goal? 
2. Rewards for achieving lower priority goals or avoiding the goal? Is 

everyone on the same page?  
3. Are mixed and conflicting messages sent about goal priorities? 
4. Is the process for achieving the goals adequate? 

 
5. SOLUTIONS:  

a. Match solutions to causes 
i. Knowledge gaps require learning 
ii. Motivation requires value and confidence 
iii. Policy/procedure require process changes 

b. Integrate solutions & translate for culture 
i. Analyze past practices  
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Motivation Goals Internal Solutions External Solutions 
1. Action (not simply 

intention) 
Self efficacy (Believe in 
yourself; effort is everything) 

Goals (concrete, challenging, 
current) 

2. Persistence (in the 
face of distractions) 

Values (Incentives, Goal will 
make you more effective) 

Beliefs (Problem can be solved 
– needs effort not ability) 

3. Mental Effort (to 
learn new things) 

Mood (Do what it takes to 
feel positive) 

Models (similar, credible, 
competent, positive ) 

 
6. IMPLEMENT: Stage implementation in different units 

a. Pretest – implement – post test – modify 
b. Improve solution with experience 
c. Fully integrate evaluation  
d. Assume you will make mistakes that can be corrected 

 
7. EVALUTE: Four level evaluation 

1.  Are they confident it will work? 
2.  Did it work during implementation? 
3.  Are they using it after implementation? 
4.  Did it close the gap? 

 


