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Praise for the Second Edition of First Things Fast

“Allison Rossett combines thought leadership for the profession with practical guidance. This book, the second edition of a classic in the field, is filled with proven practices and ready-to-use tools that make this a resource you’ll use frequently.”

—Dana Gaines Robinson, coauthor, Performance Consulting and Strategic Business Partner

 

“Any book Allison Rossett publishes is a must-read. First Things Fast is a staple in any learning professional’s library and this new edition takes all that was covered in the first book to a whole new level.”

—Bob Mosher, global learning and strategy evangelist, LearningGuide Solutions USA

 

“What I appreciate about this book is that it is a straightforward, practical guide to planning, and it embraces new technology and the convergence of learning and work.”

—Nancy J. Lewis, vice president and chief learning officer, ITT Corporation

 

“Allison has done it again! The first edition of First Things Fast guided us as we evolved from Training to Learning, and ultimately to Performance. Now she has provided us with a new, easy-to-read, and compelling handbook on how to capitalize on emerging opportunities in the early 21st century.”

—Matthew T. Peters, chief, office of learning and career development, U.S. Defense Intelligence Agency

 

“When someone walks into my office and says ‘I need training . . .’ the first resource I grab is First Things Fast (FTF)! Speed is our priority. FTF provides the tools necessary to analyze and evaluate performance gaps quickly and efficiently.”

—Brett James Powell, senior manager of training and development, California region, Comcast

 

“The second edition of First Things Fast is sure to address the realities of our workplace, as only Allison can—practical, timely, and relevant.”

—Heather A. Morawa, general manager, org effectiveness and talent strategy, Delta Air Lines, Inc.

 

“This new edition of First Things Fast is a must-read for anyone who wants cutting-edge knowledge of the field. Allison makes things understandable, practical, and easy to do!”

—Felipe Jara, director of learning technologies, Center for Innovation in Human Capital, Fundación Chile

 

“At Procter & Gamble we believe our understanding and use of the ‘drivers of performance’ described by Allison Rossett in First Things Fast enables us to save time and money by creating better, more holistic solutions faster when the phone rings and we are asked to provide only ‘training’ to solve a business problem. We are looking forward to adding this new edition to our foundation of learning and development work processes.”

—Rob Wilson, senior training manager, North America sales capability development, Procter & Gamble

 

“Rossett offers more than abstract advice. Grounded well in theory, her recommendations reflect years of experience with organizations around the globe. That’s why her book translates so well into practice, and that’s why the first edition has been on my desk for the past ten years.”

—Christian Voelkl, head of consulting, E&E Information Consultants AG Germany

 

“In First Things Fast 1.0, Allison focused on making analysis expedient and palatable to managers and business leaders. In FTF 2.0, Allison puts her foot on the accelerator and provides a road map for analysis at the speed of business.”

—David C. Hartt, commander, U.S. Coast Guard; and board of directors, International Society for Performance Improvement

 

“The need for integrating learning into work is increasingly important. First Things Fast provides innovative and practical learning approaches that can easily be implemented in any organization, industry, or sector. A must-read for all learning professionals.”

—Tamar Elkeles, vice president, learning and development, Qualcomm

 

“Allison is one of the foremost thinkers of our industry and has succeeded in capturing the most important trends in performance analysis.”

—Bjorn Billhardt, CEO, Enspire Learning




About Pfeiffer

Pfeiffer serves the professional development and hands-on resource needs of training and human resource practitioners and gives them products to do their jobs better. We deliver proven ideas and solutions from experts in HR development and HR management, and we offer effective and customizable tools to improve workplace performance. From novice to seasoned professional, Pfeiffer is the source you can trust to make yourself and your organization more successful.

[image: 001]

Essential Knowledge Pfeiffer produces insightful, practical, and comprehensive materials on topics that matter the most to training and HR professionals. Our Essential Knowledge resources translate the expertise of seasoned professionals into practical, how-to guidance on critical workplace issues and problems. These resources are supported by case studies, worksheets, and job aids and are frequently supplemented with CD-ROMs, websites, and other means of making the content easier to read, understand, and use.
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Essential Tools Pfeiffer’s Essential Tools resources save time and expense by offering proven, ready-to-use materials—including exercises, activities, games, instruments, and assessments—for use during a training or team-learning event. These resources are frequently offered in looseleaf or CD-ROM format to facilitate copying and customization of the material.

Pfeiffer also recognizes the remarkable power of new technologies in expanding the reach and effectiveness of training. While e-hype has often created whizbang solutions in search of a problem, we are dedicated to bringing convenience and enhancements to proven training solutions. All our e-tools comply with rigorous functionality standards. The most appropriate technology wrapped around essential content yields the perfect solution for today’s on-the-go trainers and human resource professionals.
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FOREWORD

HAVING WRITTEN six books on instructional design and development, I have never been tempted to write a book on performance analysis. Why? First Things Fast is such a readable and practical resource that to write another book on needs assessment would be redundant. My time is better invested in other projects. But why should “first things,” aka performance assessment, be part of your skill portfolio? Read what a recent graduate of my instructional design certification program had to say:

Needs assessment has never been formally applied or executed with our organization. The approach to training has been focused on fixing a specific issue, but exploring in depth the root cause for training has never been pursued or encouraged. Training has been approached as a stop-gap measure to provide a quick fix for perceived problems. By conducting a needs assessment for my product line, I have been able to uncover significant organizational issues such as lack of capturing solution-based metrics to measure  successful product installations and lack of funding to correct inherent software problems initially identified as a training issue.



Her reflections are not unique. Ask yourself, What proportion of my recent training investment has resulted in bottom-line organizational payoff? You are unusual if you can answer this question. Unless someone has surveyed the performance landscape surrounding a training request, any bottom-line lasting achievements will occur by chance alone. And today we need not wait for a training request! Performance technologists (and all of us in the “training” business are performance technologists) are increasingly taking a proactive role in business improvement. As part of a profession that collectively invests close to $60 billion yearly in training in the United States alone, we cannot afford to waste resources on an expensive solution that won’t have a positive impact on organizational performance. At the same time, most organizational problems and initiatives are so short fused that there is rarely time to do a “comprehensive” needs analysis. Here’s where First Things Fast comes in!

“First Things” means that before you invest time and resources in a training program, you define the operational goals and the various drivers and barriers associated with those operational goals. After all, if you don’t know where you are going, it’s hard to know when you have arrived. “Fast” means you must be responsive to organizational initiatives. Needs assessments that take months will find that your business partners have lost interest and the original need has disappeared or is no longer relevant. Our challenge: to find efficient and effective ways to define operational goals, identify the processes and people linked to those goals, and determine whether those goals will be best realized through working aids, wikis, and other forms of knowledge management; process changes; upgraded tools; training; or some combination thereof. And when training is a part of the solution, your assessment must uncover specific knowledge and skills linked to bottom-line payoff.

If you are new to the training profession, welcome to a much broader role than you may have realized! You may have thought your job was to produce materials or facilitate—to turn out workbooks, develop e-learning, or debrief role-plays. Not so. Your real job is to make your organization more efficient or more effective. You will collaborate with internal stakeholders—your partners—to define their organizational goals and metrics, identify business processes and teams that support those goals, and ensure that the drivers needed for success are available. Sound challenging? Yes, but also it’s much  more engaging and rewarding than turning out yet another training program that looks good—that’s fun, that uses the latest technologies—but in the end costs a great deal to construct and deliver yet gives no bottom-line return on investment. In fact, by giving the illusion of solving a business problem, a training program can go beyond being a waste of resources. It can leave the organization in worse condition by preempting the genuine improvement that could accrue from a solution system that addresses root causes.

If you are a seasoned performance specialist or a “graduate” of the first edition of First Things Fast, what’s new in the second edition? Previously I mentioned that we are evolving from professionals who react to a training request to proactive business partners. As an instructional professional you have probably already made use of resources available in the Web 2.0. While Web 1.0 supported one-way communication, the new social web with blogs, wikis, and twitters offers you opportunities for data mining that were not available when the first edition was written. Consider this: You need not wait for that training request to start your needs assessment. If you are following blogs or discussion boards within your organization or among your customers, you can develop and maintain an ongoing proactive perspective on needs as they emerge.  If you are “linked in” to your business partners, you can get a pulse on their concerns and initiatives as they evolve. Way before the customer service department contacts you asking for a “refresher on telephone help desk techniques,” you may have gathered a portfolio of customer complaints and perspectives on your organization’s help desk support. You can provide this data to your business partners before customer dissatisfaction turns into reduced sales or wasted resources. And you might be able to derail an unproductive training program before it is requested by suggesting alternative solutions—solutions you harvested from your ongoing Internet or Intranet research.

In summary—ten years after the first edition—first things are still first. And the resources for fast are more available than before. So whether you are an experienced performance improvement professional or just starting your performance journey, an investment of your time in reading and applying  First Things Fast will yield high returns—for yourself, your business partners, and your organization.

 

Cortez, Colorado Ruth Clark

February 2009




PREFACE

WELCOME TO the second edition of First Things Fast. Much has changed in learning and performance since I wrote the first edition. That is the reason for this second edition. It reflects a world with more technology in just about every aspect of learning and performance. It acknowledges the economic shocks of 2008 and 2009. This new edition addresses the challenges professionals confront today.

Is the new edition really new? Yes it is.

You will find• New questions and templates that reflect the shift of learning and support into the workplace.
• New approaches that take advantage of wikis, blogs, and online surveys to gather information.
• Recognition of the shift to social networking and the possibilities presented for analysts.
• New cases presented in Chapter Nine, including Search and Rescue for the U.S. Coast Guard; failure investigation for a high-tech device; new hires skill development for The Maids Home Services; and an analysis devoted to finding support and the right blend for a telecommunications company.
• In most chapters, at least one sidebar commentary from a successful leader in our field who explains how he or she uses analysis to advance individual and organizational strategy. Two chapters have two commentaries. Hear from Susan Guest at Ingersoll Rand. Meet veteran consultant Jeanne Strayer. Listen to Mike Taylor; he’s had a dozen years of experience in the nuclear industry. And then there’s Vanguard University’s Catherine Lombardozzi. There are more. Get to know them by digging into the chapters.
• A brand new foreword by Ruth Clark—and an updated afterword by Marc J. Rosenberg.



I’ve reviewed each paragraph in the book and asked: Is this useful? Does it add value?

Analysis was critical when I published the first edition in 1999. It is even more so today. Why more so? The answer is technology. Today, in harsh economic times, there is pressure to reduce costs while enabling people, sometimes fewer people, to practice with more skills and knowledge. Technology is favored over registrations in hotels and hours in classrooms.

In the good old days, an instructional designer could develop a class, and an instructor would then deliver it to a group in a room, all together, same time and place. When the ideas, examples, or exercises veered off mark, the instructor would fix it, on the fly.

Not so with technology-based delivery. Not yet. There’s nobody there to help Marvin or Maria or Minjuan when they avoid, ignore, or dislike their programs. The programs were created before, earlier, in hopes that they would meet the needs of today, now.

Marvin is at home, watching the kids, and taking an e-learning module to introduce him to a new product. Maria now works for a multinational, and is reintroducing herself to her home country, Panama, after three years of  work and graduate school in the United States. She uses webinars, podcasts, and online communities to stay up to date and to feel connected. With technology today, the programs are baked in advance. She goes to them, hoping that something of value will appear. Minjuan is a retirement specialist for a large company. She is doing her certification training via a program that blends classes and online experiences. She’s been to the face-to-face classes, but now finds herself under some pressure to complete the entire program independently, so she can begin working with a new group of clients.

What do Marvin, Maria, and Minjuan have in common? Choice. They have choices. If a module fails to meet a perceived need, they can do something else—or even nothing at all. If the archived virtual presentation or the podcast doesn’t compel, they can skip them. If the examples or practices are not challenging or are too much so, they will have trouble finding time. The programs must fit the work, worker, and workplace.

Analysis is how we find that fit. When we target programs through analysis, we use data to capture and hold attention, and then to contribute to individual performance and organizational accomplishments.

Analysis is obviously important, but it does not always happen. Even though books, articles, and speeches on the topic are plentiful, it is not a stretch to describe analysis as continuing to attract more heat than light. Why is that?

• Leaders often prefer a quick fix. Most executives want what they want when they want it, not after a study of the matter.
• Analysis is even less interesting to leaders in organizations than training. Few executives want to talk about training, and fewer still are intrigued with the planning associated with it. Their eyes glaze over.
• There is little history in the organization of analyses that have made noticeable dents in what matters. Even the telling results of fine analysis studies are often lost in the excitement of rolling out reengineered processes, a new recognition program, and just the right training. Too often, the data gathering and involvement of sources are lost. And that’s when such excellent studies even exist. It’s not hard to find professionals who can’t point to a single result of their planning efforts aside from the frustration of the impatient customer.
• Your customers believe they know what they need. Accustomed to leading, many customers refrain from posing a problem or challenge and instead leap to habitual solutions, often those that are single interventions, such as training or documentation.
• While there is pressure to measure, only a small percentage of measurement efforts (single digits in recent studies) are defined by the eventual impact on strategic goals or even the subsequent delight of the customers they serve. When measurements are taken, most are still fixed on those variables that are easy to discern, such as people in attendance or the number of meetings that are facilitated.
• People don’t know what analysis is. There is little agreement about what constitutes effective planning, whether you call it analysis, scoping, diagnostics, auditing, needs analysis, needs assessment, or performance analysis.
• Analysis is not easy to do. It involves many challenges, from figuring out how to plan, to convincing sources to participate, to collecting data, to figuring out what the data mean, to making the findings matter in the organization. Political, interpersonal, and cognitive skills are tapped during analysis.
• Analysis takes time, and time is in short supply. Little explanation is necessary here. We all know the number one reason for avoiding analysis—there’s no time for it.
• The number two reason is leadership. Leaders are not yet convinced. Now is the time to convince them, by conducting lean, actionable analyses.

This book attempts to address each of these barriers. It is meant to be a practical guide to handling every one of them through examples, explanations, tools, and templates. If you’re new to the field, this handbook will help you anticipate resistance and deal with it. If you’re a veteran, I hope you’ll appreciate my efforts to bring clarity and concreteness to an often murky topic. Borrow some of these examples. Use them to help make a case for study prior to action.

I try to make a case for performance analysis by telling stories and offering dialogues about our business. Some are true. Some are imaginary. All are familiar and plausible.

I’ve always enjoyed Greek mythology, thanks to Edith Hamilton (1993). I’ve taken that appreciation into my current work, continuing to savor themes that put people at the heart of the story, that recognize flashes of the monstrous and miraculous in most circumstances and individuals, and that honor the critical struggle to make the unknown known.

Isn’t this what performance analysis is about?

I hope that this book helps you ask and answer better questions for yourself and for your organization or the organizations you serve.

 

Allison Rossett

 

San Diego, California March 2009
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1

Introduction

Nancy Lewis, then IBM vice president for sales and on demand learning and now the executive in charge of learning for ITT, contributed to the LearningTown blog on April 11, 2008:

Business leaders know that the rate of information change is accelerating, growing faster than our ability to consume it. The result being that we will all have skill gaps, all the time, and that skill gaps will be a constant state of life in the future. We also know that our roles are becoming as complex as the knowledge we work with. There will never be enough time to learn everything we need to learn. There is such a consistent and rapid churn of the skills and knowledge required to maintain job performance that learning can no longer be provided as a set of events. This is the new challenge for learning: enabling people to capitalize on new technologies, discoveries and business insights, to be first to the marketplace with new solutions that exceed our clients’ needs and expectations. At the heart, therefore, the essence of any company’s ability to adapt and grow is its ability to learn. And that involves new ways of thinking about an approach to learning.



What Lewis is touting is not computers, although technology, of course, plays a starring role in the delivery of learning and support. Lewis’s focus is learning in juxtaposition with the work and workplace: “We looked at where learning actually takes place most of the time. It’s in the workplace, not in the classroom. We learn naturally on the job. We learn by doing, by solving problems. There will always be a need for formal training, but it will likely be much more in direct support of the capabilities that cannot be learned in the workplace.”

Placing learning and references closer to the work is brilliant, except when it is the wrong learning or references. Executives favor such an approach, especially in harsh economic times. Employees reject programs that are extraneous, bloated, or obsolete. That’s true in the classroom and online. The big difference is the instructor, present for face-to-face experiences. Instructors typically fix instruction when it is not right. An instructor adds an example to make it more relevant. Another reminds the employee of all that he already knows. Yet another instructor provides an opportunity to tackle a problem that is within the student’s abilities, to ensure a success experience. And another links the example to the concept, when the students’ faces are blank. Finally, a savvy instructor would recognize when a class, as now written, ignores a critical new product or geopolitical reality. She makes fixes to ensure that the class is timely.

When we diminish instructor centrality in favor of on-demand and workplace-based resources and experiences, more responsibility falls on us. We must be certain about the resonance of our programs. What do our people need? What is top priority? What is already known? For what do they clamor? What will add value? What must they know by heart? What can they seek as they need it? It is performance analysis that answers these questions.

In April 2008, Delta and Northwest Airlines announced their intentions to merge. A Delta learning leader, in a personal email that very morning, shared feelings about the merger. She expressed enthusiasm for it, and closed by remarking that she now needs to get her arms around what Northwest learning is all about and what their people require. She has to figure out how to make this merger work at 550 mph. How does she gain insight into their people, challenges, and programs? What should she do first? What next? And  how does she engage colleagues in the process, so that her ideas are not just Delta ideas or habits? It is performance analysis that answers her questions.

A former student provided another example. After a dozen years in training and development in financial services, he reports that he is now, finally, getting more control over the “juicy” projects. “I want to use technology to meet the needs of the far-flung IT community. When their executive asked me to look for ways to improve awareness about system security, I immediately thought about Second Life.” Why was Second Life (http://secondlife.com/) such a natural here? I asked. He had reasons that began to bring me around, such as the interest the approach would generate in a skeptical audience and the immersive and vivid nature of the experience. But how would he direct their experiences on his corporate island? How would he rivet their attention, since other even “juicier” opportunities lurked on nearby islands? Given all that could be done, how would he decide what they see, tackle, and do? It is performance analysis that answers his questions.

You could be at IBM or Delta, or even contemplating the design of your corporate island in Second Life. Perhaps your organization is rolling out a new product. Or maybe you are tasked with getting more value from the current learning management system or with squeezing cost out of the current enterprise. Or consider the executive who wants assurance that what his people are studying in class will transfer to the manufacturing floor. Then there is the sales leader who notes that great things are going on across the world and laments that the rest of the salesforce rarely profits from these breakthroughs. Your job is to embrace these requirements as opportunities and to customize programs to ensure performance and results. How do you make that happen? No surprise. The answer is performance analysis.

Where once human resources and training professionals enjoyed a niche defined by familiar activities, such as offering classes or facilitating meetings, now there are urgent expectations about results, speed to competence, benefits and efficiencies from technologies, and eagerness to distribute smarts everywhere, accessible where and when needed.

These expectations define us by customers and causes, not by history, habit, or job title. They lead to tailored services. They lead to data and perceptions gathered from associates, managers, experts, leaders, and benchmarking  groups. They lead to solutions enlightened by causes and drivers. They lead to uncovering data in unexpected places, including blogs and wikis. They lead to cobbling together solution systems from across the organization, including assets and experiences that compel attention over time and geography.

The basis for all of this is performance analysis. An effective performance analysis delivers the information and support you need to chart a fresh, tailored approach.

Jeanne Strayer never underestimates the value of a training intervention. With her background as a teacher of English as a Second Language (ESL), she understands the importance of a structured curriculum to address a specific knowledge deficit. But what she found upon entering the business world was that training could just as easily be the wrong solution to a problem. Whether working as an independent consultant or an in-house instructional designer, Jeanne expanded her repertoire of skills “to include other interventions to solve performance problems.”

In her current position as a partner with the Six Degrees Company, Jeanne finds that even repeat clients often think first of training as the solution to a problem, rather than imagine other possible solutions. To address this illogical leap, Jeanne uses one of several techniques to get a client to slow down, step back, and acknowledge the need for some good, old-fashioned analysis.

1. Ask the right questions in order to lead clients to discover the value of analysis. Performance consultants have a need and a knack for asking questions about a problem that “bring to light” the unknowns and uncertainties of a situation. Asking those questions together with the client helps the client see the value of doing analysis. Jeanne had a client who wanted to reach a very large target audience of real estate agents, numbering in the thousands. The client wanted an e-learning product to lead the agents to use a new software product. Jeanne said to the client, “Well, let’s see. You say the agents need online training on the new software system, but they never used point-and-click training offered in the past. What makes you think it will be different this time? Why do you think they didn’t use it last time? Do they not understand how to do it? Or do they not see the value in the training?” Asking questions can create an “Aha!” moment so that clients see the value of investigating further before investing in a solution.
2. Demonstrate that budgets are easier to develop after analysis. Sometimes the scope of a project is so big that it’s hard to place an actual dollar figure on a solution without some serious initial analysis. In the situation above, the client  thought that e-learning was the best way to reach the many real estate agents. After a few questions, Jeanne discovered that the problems were due to motivation, marketing, and implementation—in addition to training. Once the client accepted those drivers, it was clear that further analysis was needed to scope the project and to put some budget numbers together. Jeanne used data to show that a live event was the best way to market the new software. With this information, the client was able to budget for the cost of x number of events in a targeted geographic area, as well as the marketing campaign to promote the live events.
3. Use the Gilbert model to de-emphasize training. The Gilbert Behavior Engineering Model, created by Thomas Gilbert, classifies performance problems into one of six categories: information, resources, incentives, knowledge, capacity, and motivation. Jeanne uses this model as a way for project leaders to think about the performance problem. She then asks, “Before committing project dollars to a training program, doesn’t it make sense to see if any of these other factors are at work so that we can use those to leverage performance?”
Jeanne Strayer is a partner with the Six Degrees Company, a firm specializing in sales strategy, marketing, and performance improvement. She holds an MA in educational technology from San Diego State University, and a Certified Performance Technologist credential through the International Society for Performance Improvement. You can reach Jeanne at jeanne@strayer.net.





Is This Book for You? 

This book is for you if you’ve found yourself thinking or saying,

I don’t know where to start.

I don’t know what to do.

I must get it right or I fear they won’t use it.

What is performance analysis?

Why should I spend time on performance analysis, when my clients want ACTION?

What would competence look like, really look like?

A certain amount of analysis is critical, I guess. OK, what’s the minimum?

They’ve reorganized, and now I’m in this unit called “client relationships,” and we’re supposed to be doing performance consulting. What should we do? How might analysis help here?

How do I avoid analysis-paralysis?

How do I get a better fix on what to do first, second, and next?

It’s all about technology around here now. How does the shift to technology and independent learning influence the way we plan?

We have online communities, wikis, blogs . . . should I use them in my analysis? How would I do that?

This analysis is just a small part of my job. I don’t have time for all of this analysis. What’s the least I can do and still derive value?

Whom do I ask? What do I ask?

What’s analysis got to do with evaluation?

My customer says she knows what she needs and that it’s not analysis. How can I make a case with her for study prior to action?

They want some courses, and one customer wants scenario-based e-learning. But I have my doubts about whether an isolated course, in the classroom or through high technology, is going to solve this problem. How can I make them see this?


The challenges are numerous: a world economic crisis; skepticism from clients; time pressures; the strength of habits; unfamiliar roles in changing organizations; cultural, language, and time zone differences; uneven technology platforms; and expectations regarding cost recovery and collaborations across units. Whereas the traditional roles of human resources and training were functional, tactical, and blissfully familiar, this new world of performance analysis, consultation services, and solution systems is more fluid and strategic. It demands more of you. The changes won’t be easy.

That paragraph ends the sympathy. From here on we talk about how to think about and succeed in these new roles and services, and we’ll focus on analysis as the strategy to enable you to do just that.

This book is written for human resources and training professionals who are eager to choose solutions based on the situation, not on habits and inclinations; who are interested in analysis prior to action; who seek to consult with line organizations to establish field-based cases for their recommendations; and who are operating under time constraints. Many are called trainers by their organizations. Some are internal or external organizational developers and process reengineers. Many call themselves instructional designers or performance consultants or even performance technologists. Some have another position entirely, but find themselves tasked with or attracted to solving problems. Still others are human resources generalists. What all share is a desire to shift from predetermined activities and events to consultation and customized solutions. They are working to establish partnerships. Their efforts begin with performance analysis.




Performance Analysis and Needs Assessment? 

In the past I’ve written about needs assessment in a way that defines it as a large, overarching concept that is arguably synonymous with good human resources planning. Although I still hold by that definition, I was, I fear, overly optimistic about the welcome that such a demanding process would receive in the field. As practical experience and numerous studies of practice have shown, my own included, needs assessment is honored more in theory than in practice. What to do? Do we abandon this critical planning simply because so many report that they fail to do much of it? I don’t think so.

I’m no longer convinced it is helpful to define needs assessment so broadly, because when you do, a commitment to needs assessment will necessitate the expenditure of significant resources up front. Professionals run up against a wall of resistance when they attempt to gather large quantities of information from many sources at the get-go. Instead, I’m proposing that we reduce the daunting size of the effort by carving the planning process into  more manageable and iterative bite sizes: one swift, targeted bite up front and then subsequent mouthfuls of assessment for subsequent associated programs.

It’s hard to argue with the hundreds who’ve said in one way or another, “Sure, I’m for assessment. I just don’t get to do it. What else do you have for me? I want to make better decisions, do some planning, but not jump into so much study.” What I have for this typical professional is performance analysis, that smaller, focused bite.

Performance analysis, then, becomes the front end of the front end. It is an elegant and swift look at the situation. It matches changes happening in human resources and training organizations where a group of professionals, who might be called relationship consultants, requirements consultants, or performance consultants, are tasked with facing the customer and helping them get what they need to achieve their goals. They continuously scan and respond, turning projects over to other human resources and training professionals, depending on the challenge or opportunity. Their job is to swiftly figure things out, as the late, great Ron Zemke put it in his classic text, Figuring Things Out (Zemke & Kramlinger, 1982). What these professionals are doing is performance analysis, a precursor to the substantial planning involved in the needs assessment associated with the production of a particular solution, like a class or a reenginered policy or a multimedia program.

Only after it is certain that a training, coaching, or information solution is appropriate does the organization make the investment in more lengthy, substantive training needs assessment. Table 1.1 is a comparison of performance analysis and training needs assessment.

In Table 1.1, note the difference in why, when, and how. In performance analysis, we are attempting to make a preliminary sketch of the opportunity, to figure out what is involved in serving a customer, and then to bring the necessary partners together to collaborate on producing and delivering the solution system. Performance analysis is what we do before we invest in needs assessment or what we can finally, accurately dub training needs assessment. Once we have determined that education, training, or information will contribute, the lengthier training needs assessment can commence.

Performance analysis guarantees doing the right things. Training needs assessment is about doing those right things right.

Table 1.1. Performance Analysis and Training Needs Assessment.
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This book focuses on performance analysis. My previous book, Training Needs Assessment (1987), covers the more extensive assessment efforts in more detail. Please see Chapter Two for more about these two concepts.

There are precedents for chopping the front end into targeted and related parts, so that what you learn in the first phase enlightens subsequent efforts. General practitioners, for example, do it when a patient presents with a problem such as fatigue. They ask questions to determine likely causes and then turn to more extensive testing to confirm educated hunches. Subsequent  contact with specialists, and related intensive diagnostics, are based on that initial once-over.

Another example is the early opportunity analysis conducted by entrepreneurs. In real estate development, an experienced developer quickly reviews the characteristics of a potential site to identify the issues most likely to be fatal to the project. Using as little time and money as possible, the developer confirms the “deal-killer” issue and moves on to another site, or finds that the issue is tolerable and moves on to the next potential deal killer for that site. Only when the largest, easiest-to-investigate killers are retired does the developer invest “real” money and time in the project.

Perhaps you have some questions now. In Table 1.2, I anticipate some of your questions and answer them.




How Does the Book Work? 

In this chapter and in Chapters Two and Three, I define performance analysis and explain why, why now, why you, and why do it quickly. I present the performance analysis basics, along with examples, job aids, and templates. What questions should you ask? To whom should you address those questions? Why do it this way? The next two chapters answer those questions.

Chapter Four focuses on handling typical situations, such as a request for support in the introduction of new software or the need to plan to ensure that engineers’ skills are contemporary. The chapter highlights four kinds of requirements: (1) a rollout of a new system, approach, or perspective; (2) a problem with performance or results; (3) development for a particular group of people; and (4) strategic planning. We look at strategies for carrying out performance analysis linked to these standard, familiar requests for assistance.

Chapter Five is all about speed. It describes strategies for putting the pedal to the metal and reviews ways of capturing useful data without large numbers of sources or lengthy processes.

Table 1.2. Concerns About Speedy Performance Analysis.
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Chapter Six acknowledges that performance analysis is a planning process with two primary purposes. The first is to figure out what needs to be done to serve the client and organization. The second is to establish relationships in the organization and readiness for subsequent interventions. In this chapter, while reviewing interviews, focus groups, observation, and surveys as methods for performance analysis, we concentrate on the perspectives of executives, managers, employees, experts, and solution partners during analysis. What we’ll see is that they are not usually as keen on analysis as we are.

Chapter Seven looks at technology and analysis. This chapter describes the ways that new and familiar technologies can be used for analysis. It makes sense that blogs, wikis, and online communities are influential in how we deliver training and support. But what do they mean for analysis effort? How can we use them to save time? To capture more and better opinions? Chapter Seven presents technology basics and extends to more exotic possibilities.

Chapter Eight describes ways to present the results of your performance analyses and includes examples of both performance analysis reports and briefings. This chapter discusses the challenges related to influencing others and presents touchstones for making analysis efforts more actionable in the organization.

In Chapter Nine, many professionals write about their experiences with analysis. They describe what happened, why they think it happened, and what they’d do differently if they had to do it over again. Their experiences take us to elementary school classrooms, and to the worlds of finance, fish, franchising, technology, and consulting.

Chapter Ten describes trends in our business and how they relate to performance analysis. A source and reference list closes the book.


First Things Fast Is a Handbook 

• It’s handy. The book is meant to be easy to use. It responds to the needs of two kinds of people: those who want to do performance analyses and those who don’t yet want to but might, given good tools and reasons. The book is oriented to your challenges, questions, successes, and concerns.
• It’s functional. If you want to know where to start on a performance analysis, the options are here. If you want a sample executive interview for a technology rollout, you can find one to tailor to your  situation. If you are confronting resistance from experts, you’ll find an example here that’s similar to what you’re experiencing and suggestions for how to respond. If you are intrigued with blogs, we’ll describe how to use the approach for planning.
• It’s chock full of practical stuff. There are many examples, charts, anecdotes, and quotes. Job aids are everywhere. There are also exceptions and irreverent commentary.
• It includes the voice of the customer. Sprinkled throughout the book are typical conversations and anecdotes. There are dialogues between trainers, performance analysts, customers, and experts. They provide a quick way to witness and thus prepare for the perspectives of others and for what you have confronted or will confront when you plan. Most chapters include a sidebar story contributed by a practitioner. Chapter Nine is seven extended analysis cases.
• It’s stripped down. I’ve vacuumed out nonessential details. I’ve eliminated introductions and foundational materials. Unfortunately, this means I’ve pulled out many references. I apologize to the wise people whose thinking has influenced this book (such as Joe Harless, Robert Mager, Peter Pipe, Tom Gilbert, B. J. Fogg, Jack Phillips, Dana Robinson, Geary Rummler, Marc Rosenberg, Ruth Clark, Ron Zemke, and many others) for not making the frequent allusions to their contributions that I’ve offered in earlier writings. My purpose here is to make it easier for human resources professionals to get their jobs done—to get to the heart of the matter, as Robert Mager put it (1970). The references that are included are meant to provide more perspectives and examples, not historical underpinnings.
• It’s relevant. We’ll visit computer companies, banks, oceans, and government agencies. We’ll talk about sales, diversity, teams, software, and management development in this country and others. We’ll talk about the implications of global settings for analysis. Examples and dialogues come from real projects in real organizations, and, where possible, I will identify the company or agency. Often, I’ll take experiences and combine and even exaggerate them to illustrate points.  Given the choice of several examples or quotes, I’ll pick the more irreverent.
• It’s fun. Well, maybe fun is too strong a word, but it is lighthearted. I’ll write as I would talk to you, as if we were sitting in your office together, chatting about a project, looking at work products, planning interactions with an executive, touring the web, considering the reactions of managers or job incumbents, wondering if we can make a case based on talking to seven people instead of seven hundred.
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Performance analysis is your interface with the organization. It is the systematic way that performance professionals understand opportunities and problems and extend themselves into the organization and the field. It is relationships, questions, data, dissection, conversation, synthesis, collaboration, and, yes, marketing too. It is a systematic strategy for figuring out what to do in a swift fashion. I know you will find many uses for it today.




2

 What Can We Do First and Fast?

Paula: I want to understand what’s going on before I start on this project. Maybe I’ll do one of those whatchamacallits, a performance analysis, but I have hardly any time and not much experience doing it either.

 

 Fritz: I know what you mean. People say we should do analysis, but when I mention it to my customers, they often resist. One rolled her eyes last week.

 

 Paula: I know you did one first quarter. What should I do first? How are we supposed to do one?




 Speedy Performance Analysis 

Paula and Fritz are expressing concerns that probably sound familiar to you. What should they do first? How do they do it fast? How does it fit into the job of someone charged with building training and development programs? Managing a learning management system? Creating scenario-based e-learning programs? Shifting from classroom events to blends that move lessons and messages into the workplace?

Then there is the issue of quality. How is performance analysis done well—as well as quickly? How is it done in a way that demonstrates value to the organization? Just this morning, a former student now working at a telecommunications company admitted, “You know I believe in analysis, but my manager wants product, product, product. If there’s a way I can do it really fast, so that maybe management doesn’t notice I’m doing it . . .”

Another associate who works at a consulting firm noted, “Sometimes I think that my clients are more interested in getting something—anything—done than in getting it right.”

These perceptions are typical. Often, there is scant enthusiasm for analysis from clients. We hear, “We know what we need, and it’s not analysis.”

Those are words from leaders whose metrics are too often limited to enrollments, completions, and satisfaction, with impact and outcomes trailing behind, if at all.

Fortunately, there are many who believe in analysis, not just as nice to have but as absolutely critical to planning successful programs.

Count training luminaries Donald Kirkpatrick, Robert Brinkerhoff, Jack Phillips, and Jac Fitz-Enz as four who are very much in favor of planning prior to action. On March 6, 2008, they, in a panel chaired by Qualcomm’s chief learning officer Tamara Elkeles, spoke about the profession at a conference sponsored by Knowledge Advisors.

Robert Brinkerhoff reminded the audience about how important it is to deliver value and to align services with organizational strategy. Jack Phillips pointed to the turnover in learning leadership positions and lamented passivity, as we “wait for the next request to come along.” Donald Kirkpatrick reminded us of the importance of line leaders. Planning must seek insight from the line. Measurement of success must reflect line priorities. And successful programs engage them throughout.

Fitz-Enz emphasized the importance of understanding the business and using that knowledge to add value. When asked why organizations should invest in learning, his answer returned to the business: “It’s not all about learning. It’s about business problems.”

Qualcomm’s Elkeles asked her panelists to forecast the future. Jack Phillips spoke urgently about growing pressure to prove results. His example was  UPS. Their executives, Phillips noted, have every right to wonder about the return they are getting on the US$6,000,000 invested annually in learning and development.

Brinkerhoff’s response to the question about the future admitted our past stumbles. In a metaphor reminiscent of manufacturing, he remarked that we produce too much scrap in our learning ventures and that so many failures would not be accepted in another industry. He said of our business that it is “not rocket science.” Brinkerhoff urged more attention to analysis and to execution on the indicated solutions.

In this book, we applaud study prior to action and an approach that admits to not studying in meticulous detail. Our purpose isn’t to know with absolute certainty, but to describe and sketch, to provide fresh views, and to ask questions that push the project in practical and systemic directions. The beauty of this formula for performance analysis is that it allows analysis when you confront scant time and halting organizational support. Thus this book will help you fulfill three purposes: (1) conducting performance analysis, (2) doing it well, and (3) doing it fast.

A trainer for many of the past twelve years, Mike Taylor has worked in the electric utility industry for six of those. He spent the first decade of his career as an IT trainer, but now he serves more than four thousand employees as an instructional designer and developer for the fossil and hydro generation business unit of American Electric Power (AEP). “It’s very different from IT,” Mike confesses. Not that the principles and processes of human performance technology differ, but the business relationships, regulatory environment, and mission-critical initiatives present different challenges and opportunities. Mike’s group consists of thirteen learning professionals, three of whom do everything from analysis to development to delivery.

Safety initiatives often take on an urgency not seen in soft skills or systems-related training. Mike points out that AEP “has a safety goal of zero occurrences,” and when an incident does take place, “addressing the performance issue becomes the number one priority.” Although the safety professionals are in a different group, Mike and his learning team members work closely with those subject matter experts (SMEs) to design and conduct safety training for the generation business. AEP is  fortunate to have an executive team strongly supportive of both the safety and training professionals.

Mike initiates a safety-related analysis when one of three things happens:1. A safety SME approaches the learning group to request a performance solution. For example, safety-related policies are updated regularly. When an update occurs, a safety representative informs the training group. A brief analysis usually reveals whether instruction is needed to communicate the policy update, or information will be sufficient, typically on the basis of the magnitude of the change. At a minimum, Mike works with the SME to develop some question-and-answer sheets about each change.
2. Someone from the learning group realizes that a performance solution is needed. A trainer may recognize that company instruction or documentation are open to interpretation, as did happen with the confined space entry training materials. Confined spaces, which according to OSHA have limited egress, require very precise procedures about appropriate means of entry and exit. Mike’s group pulls together some experts to clarify the policy, and then to ensure that the training materials reflect the clarified intent.
3. A safety-related incident occurs. When this does occur, the performance issue quickly “shoots to the top” to be addressed immediately. Eighteen months ago, a hydrogen delivery contractor did not follow AEP policy guidelines, and serious injury occurred. Executive staff demanded the issue receive immediate attention; the safety and training groups decided to change how the policy was enacted.


Contractors present unique challenges for Mike and those in his group, since AEP does not have the ability to enforce every contractual provision or train all of the more than one thousand contractors. Mike’s management recently became part of a contract review team, looking at environmental construction contracts for potential training and performance issues. Reviewing contracts from a training perspective may mitigate some performance problems in the future.

The analysis process is made easier for Mike and his colleagues by plentiful and easily accessible internal data. Because so many regulatory agencies require frequent safety-related reports, data is regularly collected and organized in a number of  AEP databases. “Getting information about the actual state is easy,” explains Mike, “since all we have to do is manipulate existing data. Getting information about the optimal state is easy, too, since AEP has a ‘zero incidents’ goal!”

Because Mike comes from an IT background, he sometimes finds himself lacking subject knowledge in the power generation business. “This is sometimes a disadvantage,” he confesses, “but mostly it’s a good thing. It means that the field operations people don’t see me as an ‘inspector’ or someone trying to tell them how to do things. I tell them that I’m a partner to help them solve performance problems—and then they get on board.”

Mike Taylor works as a learning development consultant for the Fossil and Hydro Generation business unit of American Electric Power. With wind, coal-fired, nuclear, and gas generating facilities, AEP is the nation’s largest electricity generator and one of the largest utilities in the United States, with more than five million customers. Mike recently completed a master’s degree in educational technology, and he applies his new knowledge daily to performance-based problem solving at AEP. You can reach Mike at tmtaylor@aep.com.







 Performance Analysis in Context 

Performance analysis is critical because it is the process that enables us to provide data-driven advice about performance. That is what matters in every organization. Wasted efforts—scrap, according to Brinkerhoff—must be minimized.

It is time for human resources and training professionals to turn from their habitually favored interventions, like training, to solutions that match the customer and situation, even if it is not what was originally requested. Performance analysis is the study done to define that solution in ways that go beyond the automatic to create fresh, grounded approaches for clients. That is what IBM did when it recreated training for thirty-eight thousand global salespeople. Not surprisingly, IBM has a long and honored history of sales training. To rethink past efforts, IBM used analysis to find a way to transform its young, mobile workforce to become more like the most savvy sales veterans.

On April 7, 2008, in a keynote presentation at ISPI in New York City, IBM’s Brenda Sugrue and Nancy Lewis described how they did it. What Sugrue and Lewis attempted was to uncover the foundational capabilities of their stars. The purpose was simple: they intended to clone their top performing salespeople. They did this by asking the top people about their thoughts, smarts, tools, and resources. Through intense interviewing, the IBM team attempted to find out what sales stars knew, did, and relied upon to accelerate sales.

That’s IBM. Why not you?

Today we serve colleagues who work far from headquarters, even across the globe. One day the employee is in an airline club. The next day she is with customers, then back at the airline club. And the third day, she is working from home or a hotel room on a proposal that absolutely has to get out.

Their learning and support needs are as large as they have ever been, and palpable to executives and to the individual. How do we meet them? How do we help mobile, diverse employees? How do we provide support for the challenges that matter to them and the next career step that they can’t quite imagine? What we must do, sometimes in person and often via technology, is understand the situation today and tomorrow in order to add value to the effort. We do all this through performance analysis.




 Defining Performance Analysis 

Performance analysis (PA) is partnering with clients and customers to help them define and achieve their goals. PA involves reaching out for several perspectives on a problem or opportunity; determining any and all drivers toward or barriers to successful performance; and proposing a solution system based on what is learned, not on what is typically done.

Let’s look at each component of the definition.


Partnering 

In the past, a sure sign of success in our business was a magnificent training edifice. In those days, my first visit to a company would leave me stunned by the size and aesthetics of the training center. When I commented on the  lush wood, furniture, rugs, and setting at one corporate training center in the eastern United States, a director explained that the beauty was necessary to lure executives and managers from the operating units to headquarters.

The problem was that the posh setting did not lure participants. Busy line leaders did not find fancy rugs or chef-carved roast beef an attraction. Often the problem that consumes human resources and training professionals is how to get people to come and partake of what we know they need. We know it is good for them, that they would be better if they took the class on time management or tuned into the webinar on client services. We know, but alas, they don’t.

It is them and it is us, and it shouldn’t be. Healthy human resources units are aggressively directing their perspectives and services at the needs of line organizations so that success parallels the priorities of the line organizations, not marketing schemes for training. Our focus is on hearing their priorities and needs, not marketing our perspectives to them.

That doesn’t mean that we salute when they speak. What it means is that we are using many methods to see things from their vantage point and to bring new views and data to their attention. In a world with extreme competition and financial dislocation, we must be devoted to understanding them and to helping them understand themselves and their opportunities. Ultimately, we are partners, and our goal is to add value to their endeavors.

In 2006, Cal Wick and colleagues wrote the influential book The Six Disciplines of Breakthrough Learning. One key message, out of many relevant to analysis, is the importance of partnerships with people close to the business challenges.

Partnership is established in many ways: through the physical placement of people in the field in permanent or itinerant roles; in the use of HR and training advisory committees composed of line managers; in cross-functional process action teams assembled to solve particular problems; and in assignment of individuals to develop specialized knowledge about the business and concerns of particular line units, even while these individuals still reside in centralized HR or training. Another possibility is to blow up the centralized entity and permanently house performance professionals closer to where the work gets done, perhaps with “dotted-line” relationships to a stripped-down central unit.

Take a moment to assess your progress on partnering in Exhibit 2.1. Where do you stand with a line unit that you and your group are charged with serving? How much of a partner are you today? For each item, give yourself a score from 0 to 10, with 10 representing strong agreement and 0 representing no truth at all in the statement. Total your scores.

A perfect partnering score is 130. How close did you get? Are you satisfied? Would your customers and clients give you similar ratings? Would they express satisfaction with you as their partner? Can they point to ways that you add value to their efforts? Can you use these items to stimulate discussion and improvements?

Exhibit 2.1. Partnering Self-Assessment.
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Goals 

Often, the goals that drive our work do not immediately or overtly match organizational strategy. The best example is measuring viability using the proverbial “butts in seats” or the more contemporary “hits on web sites.” What those conventional metrics do is encourage training and HR professionals to become masters of marketing their products and services. Few customers would cheer that goal.

On the other hand, performance analysis directs attention to the customer’s priorities. Often this involves working with customers to clarify, define, and make concrete the directions in which they want to go. That might entail reviewing relevant policies, scanning the literature, participating in online communities, and interviewing internal and external subject matter experts. Although there are other rich sources that describe excellent performance in detail, such as benchmarking reports and observations of master performers, they are time-consuming. In this book, we favor those analysis methods that can be carried out quickly.

Customers do come to appreciate the clarity and independence that a performance analyst provides. Century 21 International served as an example (Strayer & Rossett, 1994). Years ago, the real estate corporation sought a major training program for new sales associates. The request was for “twenty-one training modules in a variety of media.” Rather than jumping into production mode, we focused instead on what the company really needed, soliciting the perspectives of regional directors, sales experts, brokers, and sales associates. This brought us to more systemic goals than originally conceived by the organization—and to a very different set of solutions. In addition to goals associated with listing, servicing, finance, and the like, we added a new position, the coach, and new perspectives and priorities for the organization.


Several Perspectives 

The practice of performance analysis exposes you to diverse views and data. This shift enables you to see things in fresh and complex ways and then to provide that more vivid view to customers. This becomes particularly important when you are constructing programs for dissemination in Indiana,  Frankfurt, Capetown, and Beijing; in offices, hotels, and homes; to groups and to individuals.

A study for a medical manufacturing company provided an example. The executives wanted to know what training to do to help technical supervisors and managers grow in their jobs. By asking hard questions about drivers and barriers, we were able to find out what training was required and to detail significant cultural aspects that had gone awry. Quotes and anecdotes from technical managers told the tale and were used to “sell” management on a solution system instead of just a class on “effective meetings” or “negotiating.” These were not our opinions. We were reporting on the views of the very managers they were attempting to influence.

There are many possible sources to be tapped during a performance analysis. They come in animate and inanimate forms. Human sources are executives, managers, supervisors, job incumbents, customers, experts, and colleagues. Inanimate sources are policies, records, tests, exit interviews, work products, reports, printouts, course materials, blogs, knowledge bases, help desk logs, and performance appraisals. It would be unusual to use all these sources in any one performance analysis. The trick is to pick well and to recover from poor selections rapidly.

Here’s an example of picking well—eventually. Some colleagues had developed new-product training for a bank. They thought they had created a nifty class for tellers and had that opinion confirmed through course reaction feedback after the sessions. “They loved it,” crowed the instructional designers.

Unfortunately, they spoke too soon. A customer and performance focus necessitates waiting for business results before taking bows. On that measure, which in this case was defined as selling more of that particular financial product, things looked dismal a few months later. Soon a director called to urgently request retraining. The professionals wisely demurred, pressing to take a look at why tellers weren’t selling the product, rather than automatically scheduling more training.

Because the director was clamoring for action, they decided to schedule one morning of meetings with tellers and branch managers randomly pulled from different branches. The purpose was to find out why tellers weren’t selling  the product. It was possible that the tellers didn’t “get” the new product and thus needed more training, but there were other possibilities as well. After the first focused meeting, a session with tellers, the reason was revealed. A subsequent meeting with other tellers and a group of managers confirmed the cause and provided additional numbers and quotes to use in making the case to the executives. The source of the problem was the incentive system. Branch managers and assistants were measured by wait time during peak times in the branches. Moving people through the line was what garnered supervisory praise and favors, not engaging customers in the more time-consuming relationship selling associated with the new product. Retraining would not make a dent in the problem. Management had to decide what it wanted most, sales or short lines at peak times.

Not all solutions reveal themselves quite this quickly. You will inevitably find yourself with a weak source, a particular threat when you are under severe time constraints. I had this problem during the launch of a management development effort. We were using performance analysis to swiftly scope the situation. We had been directed to a technical manager who was touted as articulate, reflective about management, and able to talk about theory in light of what transpired on the manufacturing floor. But he couldn’t, or he wouldn’t—not with me. He had recently attended a scientific management conference and was chock full of buzzwords. Specific questions elicited glittering generalities. After about fifteen minutes, we parted. Other sources would be more fertile at this point. In fact, we found that judiciously selected literature on management development served as an excellent and substantive starting point for structuring interactions with managers. Most management sources, technical experts all, were better at reacting to proffered descriptions and examples than they were at generating descriptions themselves.


Problems and Opportunities 

This book provides analysis tools for four typical situations, each of which is treated in detail in Chapter Four:1. Opportunities, such as a new technology rollout or an effort to encourage contracts administrators to make more decisions without turning to the legal department to advise them each time.
2. Problems, such as missed sales expectations or increases in defective parts or complaints about customer service.
3. Development of a group of people—for example, engineers, hospital administrators, or customer service representatives.
4. Strategic planning, which occurs when an executive wants assistance in looking at the situation in the midst of a changing competitive environment in order to set a broad, distinguishing direction.


Why these situations? They are in our lives. These kinds of requests are typical grist for the HR and training professional.

Sometimes, however, customers and clients don’t ask for anything at all. They do not seek our help. Amanda Scott, then at IBM, described to me the fertile possibilities presented by being proactive and conversant with the client, by not waiting for requests. If you’re in a partnering relationship with the line, you’re then in a position to anticipate an opportunity, note a problem, and collaborate on solutions. Katie Smith, formerly the practice leader for instructional systems design at Amoco and now a sales training manager at Eli Lilly, described the role that some organizational developers played at Amoco. Assigned to particular business units, they continuously conduct virtual performance analyses, gathering data in formal and informal ways and passing off opportunities to human resources colleagues. Another associate, who chose to remain anonymous, explained that he checks in on several automotive blogs and listservs. As a leader in training for a global car company, he wants to know about problems and opportunities before he hears it in a direct request from line leaders.


Drivers and Barriers 

Drivers and barriers are the levers in an organization that encourage, maintain, or impede performance. Although we discuss them in great detail in subsequent chapters, particularly in Chapter Three, a few examples might serve here. Skills are drivers. Access to information is a driver, just as the lack of it could deter performance. Another driver or barrier is the organizational culture, as it either encourages or discourages ways of behaving.

The emphasis on drivers and barriers, current and anticipated, is what distinguishes performance analysis from other planning efforts. Training- and  performance-oriented professionals have always worked with colleagues to establish directions through task analysis and strategic planning, for example. What’s new and critical in performance analysis is targeting the causes of performance improvement, maintenance, and deterioration, enabling the professional to tailor solutions to these circumstances.

Ideally, the nature of the drivers and barriers defines the services that we propose to provide to customers. We are thus more responsive than if we are doing something because we always have or because we were asked to do so.

Remember the financial product example presented earlier? The initial response to that request for assistance was the opposite of what we’re talking about. The bank director said something like this to the instructional designers: “We want a class, something short and snappy. We want them to be able to quickly sell this fairly complicated new account.” And that’s what the instructional designers delivered. They provided short-term value to the line executive.

But it didn’t work. The reason? While they studied up on optimals associated with the new product, the professionals made scant inquiries about barriers and drivers. They assumed that the person who made the request had done the analysis or in some other way divined what was needed. They failed to ask about branch culture, about what mattered in the branches and what might get in the way of the desired sales performance. If they had, both a class and changes in incentives and policies would have taken place. Together, the class, the job aids, and the related incentive changes compose a solution system.


Solution Systems 

Solution systems are integrated, cross-functional approaches to solving problems and realizing opportunities. Driven by the nature of the drivers and barriers, interventions are tailored to the situation and coordinated across the organization. A typical solution system involves strategies that develop individual capacity and motivation, such as training and coaching, and organizational readiness and culture, such as recognition programs, workplace technology, processes, and policies.

Consider something you do well and often at work. It might be answering emails, writing reports, coaching a new employee. Why do you do that thing you do well and often? There are probably many reasons: you want to; you believe it is important to do so; you know how to; when you do it, you get recognized for it; you have the necessary tools and materials; the supervisor applauds the effort; you perceive yourself as good at it. . . . How long would you persist if your manager and measurements paid it little mind?

The point is that performance is a complex thing. It happens for many reasons. And when it doesn’t happen, that too is usually for several reasons. An example might be dieting. Why don’t people enjoy successes in that area? There are many possible reasons: they don’t want to; they don’t know how to; they love food and the socializing it affords; they don’t have low-calorie foods in the house; they are injured and can’t exercise; they live with somebody who loves to eat, and they love to eat right along with him or her. If they committed themselves to dieting and hoped for significant long-term improvements in weight control, they would need a solution system. Just taking a class would not get the results. That solution system would probably involve several approaches, including instruction, exercise, food choices, cupboard and fridge purging, negotiating with a partner, and coaching for confidence.

Let’s try another example, one that is closer to the work. Imagine that you have been asked to provide some leadership in your organization on the topic of sexual harassment. Although the executive that requested the assistance indicated preference for a “powerful class,” performance analysis swiftly revealed that no class on earth, in and of itself, could accomplish such important outcomes. A solution system is essential, likely involving executive stewardship; new policies regarding appraisal, recognition, and promotions; an anonymous hotline; e-coaching; and targeted training, based on where colleagues have erred in the past. Performance analysis reveals the nature of the solution system and provides data to sell such a “full-court press” to the person who wanted that magical class.

A solution system is the opposite of a silver bullet. Terry Bickham, then of the U.S. Coast Guard and now with Deloitte, and I discovered this when we looked at diversity programs for law enforcement agencies. Often, their  preference was for a class or a speaker or a counselor. Leadership wanted to do one thing, preferably one self-contained, countable, and laudable event. But most complex changes involve coordinated and significant solution systems executed consistently over time.

Even though solution systems make all the sense in the world, that doesn’t mean they happen readily. A 1996 study that Carl Czech, then of SAIC and now with the U.S. Navy, and I completed and published in  Performance Improvement Quarterly (Rossett & Czech, 1996) made this point: professionals trained in analysis and solution systems are often thwarted in their efforts because their colleagues prefer a silver bullet. The Coast Guard’s Cathy Tobias Kang and I followed up and confirmed that study. One striking finding: only 18 percent of ISPI and ASTD respondents described their organizations as boundaryless. The boundaries between IT and HR, for example, and between Marketing and Manufacturing, reduce the inclination toward solution systems.

If your organization does not currently support these systemic approaches, be comforted by the fact that they could be in your future. Look at Accenture, Deloitte, and Intrepid Learning Systems. These consulting houses are organized to facilitate the establishment of targeted solution systems for clients. They are client facing. Boundaries are reduced, and white space is continuously questioned.

Exhibit 2.2 is a self-check that will provide an indication of your likelihood to turn the results of performance analysis into solution systems.




 So Many Analyses, So Little Time 

Performance analysis. Front-end analysis. Task analysis. Content analysis. Learner analysis. Root cause analysis. We could devote a book to the distinctions so laboriously drawn between these concepts. But this isn’t that book. Why?

Making those distinctions isn’t necessary for effective practice—and this book is about practice. We’ll focus on the kinds of information and sources that you require up front, when you are launching an effort, in order to consult effectively with clients and customers no matter what you dub the  analysis. The best place for defining these terms is in a lengthier text or a glossary.

Exhibit 2.2. Solution System Self-Check.

[image: 010]

Now that I’ve convinced you that the fine distinctions aren’t important, I’m going to reverse myself a bit and revisit the distinction between performance analysis and training needs assessment. That is one that is important, because both combine to provide planning services in the organization.

Too often, study up front is appreciated more in theory than in practice. Too often, I hear, “They just won’t give me time to do any planning. They want what they want when they want it.”

In reaction to that, and after observing some nifty practices in organizations such as IBM, Fidelity Investments, British Petroleum, and Wells Fargo, I’ve cut the front end into manageable bite sizes. One bite is performance analysis. The other and usually lengthier munch is what some call needs assessment and others call training needs assessment.

Performance analysis provides preliminary study of the situation in order to determine if and when training is required, and whether a more detailed training needs assessment is warranted.

Training needs assessment is study to design and develop instructional and informational programs and materials, after the performance analysis has determined that training or informational materials are indeed appropriate. Needs assessments involve subject matter study, audience analysis, determination of prerequisite skills and attitudes, error and work product examination, resolution of disagreements among experts, and definition of the lion’s share of the details that will congeal in the learning and reference effort. The effort described by Brenda Sugrue and Nancy Lewis of IBM to dig into the details of how their top salespeople proceed about their work would most typically have belonged in training needs assessment.

We invest in needs assessments only after we are certain that education, training, or information can be critical factors in solving the problem or realizing the opportunity. Thus input for a needs assessment comes from performance analysis.

Performance analysis is what happens up front and immediately, prior to needs assessment. It is the expeditious study that enables you to determine the general nature of the drivers and barriers and thus the related solution system. Performance assessment asks, What should be happening? Why aren’t they doing it? What might get in the way if we make these changes? Will training be involved? Will documentation? What about job redesign? Process reengineering? New policies and incentives? Programs for managers and executives? What’s it going to take?

There are similarities between performance analysis and training needs assessment. They both represent methods for figuring out what to do. They are efforts to understand and serve customers. And they rely on sources for data. Performance analysis and training needs assessment seek the same kinds  of information but at different levels of detail. The distinction lies in where they are in the food chain, so to speak, as represented in Figure 2.1.

Figure 2.1. PA to TNA.

[image: 011]

Performance analysis is what you do first and fast. Training needs assessment is what you do to create the tangible solution(s) to the problem or opportunity. Whereas performance analysis is that first response, needs assessment is the more measured and production-oriented effort, something I’ve described in detail in my older book Training Needs Assessment. Performance analysis helps determine what to recommend. If training, coaching, information, or references are indicated, then training needs assessment provides the content for that tailored program.

Performance analysis identifies the people in an organization who must come to the table to develop and coordinate the solution system. It is the initial service provided to customers and clients. The people doing needs assessment receive a hand-off from performance analysts, perhaps a report or a briefing detailing those aspects of the effort amenable to training and information solutions. It is this PA document that will sell and justify the time and expense of meetings with subject matter experts and practitioners,  and the lengthier examination of the literature and work products, so often a part of the needs assessment (detailed in Training Needs Assessment).

The seductive nature of the new media is another good reason to add performance analysis right up front. Performance analysis keeps the focus on the customers and their purposes. The goal is to find the “right” bundle of interventions, not to take a spin with podcasts or Second Life.

[image: 012]

In this chapter we’ve described the challenges confronting training and human resources professionals:

Intensified performance orientation—habitual solutions aren’t sufficient

Expectations regarding consultation services delivered to customers and clients

Increased emphasis on understanding customer needs

Increased accountability for demonstrating value to clients and customers

Limited time and support for analysis

More study prior to choosing a solution


We’ve also focused on definitions, particularly looking at performance analysis and then comparing it with training needs assessment. What is performance analysis?

 

Performance analysis

Enables you to reach out and understand the organization

Establishes partnerships with customers and clients and sibling colleagues, such as process reengineers and organizational effectiveness experts

Relies on many sources of information, including experts, managers, associates, records, and work products

Produces a picture of what’s encouraging or blocking performance in the organization and what must be done about it

Sets the table for needs assessment

Generates solution systems

Does all this swiftly, because performance analysis is a springboard to organizational partners who will then contribute to the effort


Performance analysis helps you determine what to recommend. If training or information or references are indicated, then training needs assessment enables that recommendation to come to fruition.




End of sample
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Opportunity

Strategy Development

Example “I'm eager to have our people go through a process that will
establish a common understanding about directions. | need your
help to engage our people with this planning process.”

Focus Strategic planning is about a quest for optimals. The focus during

strategic planning is threefold. First, you must lead a process that
collects, converges, and articulates perspectives on where the
organization or unit s going. Second, that process must have
fink to reality and to possibiiies and dreams that participants
might some day see enacted. It shouldr't be mundane, but it carft
entirely be off the wall; that means you must engage in some
discussion of drivers. Third, you must create and nurture a process
that helps many to feel involved.

To the executive:

Why do you want to engage your organizati
process? How do you want to be involved in this?

What are your prioriies in the future?

Whose opinions do you want sought during this process?

a planning

What published literature or live sources from the outside do you
want to involve in this effort?

How do you want to be informed about the results as we move along?
What challenges do you feel are most crical for the industry in
general and for your organization in particular?

What competitive advantages and core competencies do you wish
to emphasize? To nurture?

Ave there any benchmarking organizations we should examine?
To what listservs or online communities do you refer? Are there
any thot are particularly appropriate as we move forward?

I anicipate a wide range of opinions. How do you want to inform
your colleagues about these options? How do you want to move to
establishing priorities?

Your comments tend to center on a few cr

al trends in
development. What do you see as likely to be essential to moving
your people in those directions?

Are you committed to the changes and support it il take?

Do you think others in the organization share your eagerness
regarding these directions?
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Analysis

Evaluation

Purpose I've been asked to figure They asked me to look at the
out how we should boost effectiveness of the program, to
customer service in the stores  judge where itis working and
across North America, where not.

Key questions  Why tackle this now? What  How well did we execute the
would it ook like if we did  program, given the goals and
this wonderfully well? What  oblectives derived from the analysis?
is our customer service Does the program happen as
message? Where are the planned?
opporturnities to exercise What are reps’ opinions about the
great customer service? customer service program? Are reps
Where do we go wrong now?  doing what is expected of them?
When its great, why? When  What are supervisors’ opinions? What
itisn't, why not? do they do? What did they fal to do?

How does it affect our numbers?
Customer satisfaction and purchases?
Why bother?  Yes, why? Where are we Look at every aspect of the

meeting goals? Where are
we failing? Why? How can
this program further strategic
goals for the stores, such as
in purchases per visit and the
likelihood of repeat visits?

program. How do we improve the
eisting program? Are the classes
satisfying? Does the supervisory
coaching happen? Does it make
a difference? What about the
checklists? The self-assessments?

From whom?

Multiple sources, such as
sponsors, best practices,
customers, supervisors,
published literature,
experts

Multple sources, such as sponsors,
best practices, customers,
supervisors, experts . .. Focus here
on the incumbents. Are they using
the resources? Liking them? Are
they asking for more? Returning to
them repeatedly?
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What We Learned About Our
Engineering Briefings

Three weeks ago, you said.

+ “Never-ending stream of complaints from units across the
‘company and even from our external customers.”

« “We ask them to go out and brief about their projects twice,
'sometimes three times, each year.”

« "I don't know why. They are good ot engineering. But the
briefs . . . people do not like them."”

« “Maybe we should bring in presentations kil workshops?*






OEBPS/ross_9780470478134_oeb_065_r1.gif
‘Where to Go from Here?

« We must talk about WHY we do these briefings—and if they
remain a strategic priority, we must look to the performance
management that wraps around the effort.

= Aworkshop in and of tself il not solve our problem.

1 have two focus groups yet to run with engineering
supenvisors. | want to see where they weigh in here,
especially now that | have data that reflect rank-and-fle
engineering views on this mater.
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—— | am familiar with other performance-enhancing interventions, such as orga-
nizational development, job redesign, wikis, and performance support tools.

—— I know people in the organization and outside who have experise in these
sibling HR interventions.

—— I have identied the boundari

our organization that reduce our ability
to work collaboratively

—— | have an executive with whom | work to fac
and to mitigate boundaries and compeition.

(ate cross-functional efforts

—— | feel comfortable working with peers with expertise in the other interventions.

—— 1 can point to projects in which I’ve linked my work with the work of col-
leagues from other interventions.

—— I can describe the results of systemic approaches in ways that resonate for
my customers.

—— I know how to explain the relationship between performance analysis and
solution systens.

—— My manager encourages me to broker solution systems and to involve other
units in our projects.

—— My manager smoothes the way for collaboration across organizational
boundaries.

—— The performance measurements in my organization encourage me to work
with colleagues in other units.

—— The performance measurements in the organization encourage my col-
leagues to contribute to cross-functional solution systems
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Company Cautions

= Blending is new for everybody, recognized by many
respondents, in interviews and surveys.

= Classroom leaming is port of the current sales-dominated
culture, a fact that cannot be ignored

+ Although the learning department is eager to move
toward blending, they are humble. Neither they nor
the fine organizations are confident they are ye ready
to deliver on the promise of blended learning,

Start with supervisors, then...

1) Alter job descriptions, performance reviews, and reward
systems to reflect new supenvisory role, to support all the
new roles inherent in BL.

2) Modify the orientation process to both reflect and model
the new roles and expectations for supervisors and others.

3) Give supenvsors their own top-notch blended program.
Let them experience it first.

4) Further examine risks in the learning organization to install
solutions to boost capacity and conidence.
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Stage.

Sources

Some Suggested Questions

Four

Model engineers

You have been identified as possessing skills
that are considered “model”; what do you think
people are referring to? What strikes them as
model about how you do the work? What do
you know that has attracted attention? What
do you read to stay up to date? What online
sources are useful? Whose ideas are influential
to you? How have you acquired new skills and
knowledge? What support did you receive from
the organization? Think about your colleagues.
What needs to happen to ensure that our
engineers are contemporary in their skills? That
they are ready for the challenges to come?

Five

Randomly selected
engineers

Over the past two weeks, we have created o
lst of emerging challenges and competencies
for engineers in our organization. Would you
read it, please? Do you agree with what

you see here? What strkes you as true for the
future in your unit? Do you see the value and
benefitin these new roles and sklls? Do you feel
ready? What do you think it will take to support
your growth in these directions? How might
supervisors function differently if engineers and
the organization move in these directions?

Six

Engineering
supervisors, also
randormly selected

Over the past two weeks, we have created o

lst of emerging challenges and competencies.
for engineers in our organization. Would you
read i, please? Do you agree with what you see
here? What strikes you as true for the future in
your unit? Do you see the value and benefit

in these new roles and skills? Anything that you
want to add? Do you feel ready? How might
supervisors function differently if engineers and
the organization move in these directions?
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Type of Driver

Description

Solutions

1. Lack of skills,
knowledge, or
information

People don't do it because
they don't know how or
didri't know it was expected
or have forgotten.

Education and training, in class-
rooms or online, via instructors or
coaches or e-coaches

Job aids, documentation
Performance support tools
Knowledge bases

Communication initatives, includ-
ing clear and updated expectations

2. Lack of
motivation

People don't because they
don't think they can or
because they don't care
much about it

Selection of individuals who want
todoit

Partcipatory goal setting
Education and training, coaching,
mentoring

Job aids, documentation

Performance support tools
Knowledge bases

‘Communication initiatives, such as.
podcasts by leaders

3. Ineffective
environment,
tools, processes

People don't do it because
the processes, setting, tools,
or workspaces foil their
efforts.

Job design, job enrichment
Workspace design
Reengineered processes
New or improved tools

4. Ineffective
or absent
incentives

People don't do it because
doing it does not appear to
matter or other efforts are

indicated

New policies
Revised performance management
system

Management development so that
managers and supervisors advance
key goals
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Example

QuickPro doesrit have a big problem with their performance
appraisals. It is a small and narrowly defined problem. But it
will take a sincere and significant cross-functional effort to
solve it

Before doing anything, executives need to commit them-
selves anew to the importance of identifying areas for growth
to employees during the appraisal process. f they can't gener-
ate and communicate strong business reasons, perhaps the
best solution is to drop lines 6 and 7. If they can find those
reasons, they must show that they intend to stand behind
them.

Lines 6 and 7 will not improve until the organization shows
that it really wants its supervisors and managers to tackle
this difficult issue. We've proposed a solution system that
will accomplish it. Changes are necessary in policies and the
policy manual, in grievance processes and in the ways that
upperlevel people show that they will back up their supervi-
sors and managers in these difficult issues.

A web portal and a small training program for managers
is also proposed. This will provide supervisors and manag-
ers with the details they need to do @ good job with ines
6and 7.

Our organization has prepared  budget and budget justifica-
tion that is presented as Appendix D. We are eager to chat
with you about this report and the related proposal
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—— I consider myself knowledgeable about their business
—— I'm as comfortable in the field as | am at headquarters.
—— Many people in the line unit know me and my work.

—— When a new technology or perspective or product is on the horizon,
I get involved early and often in the decision making.

—— I know what is of concern to line managers right now. | know what

keeps them up at night

—— I know what i likely to emerge as a concern for fine managers in the
next year or two.

—— When line managers have a problem, they ask my opinions.
—— I getinvited to informal and social events in the field.

—— I know what line leaders are reading, and I'm readin

—— I know what web sitesfine leaders consider usefu, and I vsit them regulorly

—— When | talk about the unit, | naturally use the word we, because that's
how | perceive our relationship. They would feel the same way about me.

—— My colleagues in the field can describe what | do with and for them.

—— If they had to pay for the work | do for them, the business unit would
be willing to do so.
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Solution Partners’
Perspectives

Analyst Strategies

“ou're who? This is novel.
Why is somebody from

asking me to come to
@ meeting?”

Say something about the project and why it s a prior-
ity. Name the clent or sponsor for the effort. Share.
the data that indicated it was important to involve

this person (his skills, perspectives) n the effort. Seek
participation. Sell @ systemic approach o the intiative

“Why is a ‘training’ person
doing something other than
training?”

Explain that before you could do any training, it was
important to find out what training was appropriate.

I that process, you found that there were other things
that had to be done to fertiize the organization, or the
troining wouldn't matter

“What's your role here?”

Explain that you're attempting to put the necessary
people together. You're not the boss, just somebody
who s atiempting to make sure that the effort moves
forward in all the necessary places.

“Does my manager know
that | would be working on
your project?”

Prior to inviting this person, make certain that his lead-
ers are willing to play  part in this effort. It's possible
that the sponsor or your manager will need to smooth
the path here. Communication with leaders across the
organization is important preparation for successful
cross-functional collaboration.

“We're billable, as you
know. Have you got the
money for me to get
involved?”

Use the same strategies as those immediately above.
You know i the organization operates like this. Wil you
need to arange to “buy internal or external expertise?
Seek that support ahead of time.
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Supervisors

Survey item Response Count  Percent
1 am enthusiastic about blended =366
and other technology-based M=322
inifiatives. Strongly agree (4) 8 29%
Agree (3) 199 65%
Disagree (2) 13 4%
Strongly disagree (1) 4 %
Don't know/No opinion 62
I am interested in becoming more n =366
involved in my employees' learning M=321
and development. Strongly agree (4) 91 26%
Agree (3) 25 70%
Disagree (2) 14 4%
Strongly disagree (1) 1 0%
Dorft know/No opinion 15
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Focuses on
components and
relationships of
an entity

Rather than looking at components i isolation, perfor-
mance analysis looks at the relationships between the enti-
ties in an organization. For example, a systemic approach
toimproved customer services would acknowledge the
many organizational and individual levers that must work
together to accomplish the business result.

Elements influence
each other

Consider the customer service example. Altering the job
descriptions and training for supervisors will influence the
performance of service representatives and their immediate
needs for information and development.

Seeks and addresses

root causes

Performance analysis attempts o find and solve underlying
problems, not just their symptoms. In the customer service
example, the PA might trace the problem of customer com-
plaints to poor service as a result of high employee turnover,
which is due in turn to @ combination of poorly structured
incentive system and outdated tools plus a rapidly changing
product database that leaves employees feeling insecure
about their ability to help customers,

Acknowledges
distinctions between
means and ends

Customers say, “We need a coach out there, somebody
patient in working with people who are afraid of technol-
ogy." This is @ means statement. Although this might be the
best way to deal with the challenge, we want to focus first
on the factors that influence the desired outcomes, rather
than do the automatic or habitual thing

Emphasizes solution
systems predicated on
causes, barriers, drivers

Performance analysis works on the principle that complex
problems typically require multiple, rather than single, solu-
tions. For example, redesigning both the incentives and the
tools, often in conjunction with some training, would be
likely to produce better results than training without related
organization interventions
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Interviews.

Focus Groups

Kinds of  Defines direction (optimals and  Typically used for defining
Information  actuals) and drivers. Very useful  optimals and for seeking
for establishing relationships and  consensus across organizations
defining subsequent ways of work- and geographic areas.
ing together.
Benefits  Shows commitment to opinions  More efficient way to involve
beyond your own or the execu-  many individuals and
tive’s. Enables probing for the  organizations in planning.
meaning behind statements. Enable probing and follow-up queries.
Limitations oty in time and resources. Gathering disparate people and view-
Some respondents are hesitant points can lead to chaos and to the
o share opinions; they sometimes hardening of positions instead of to
fear what you'll do with their consensus. People in groups may not
views. There's no anonymity inan  offer honest opinions. Not everybody
interview, of course. If your project is adept at leading focus groups.
isnft their priorty, some sources  Anonymity is nonexistent, and opinions
hesitate. <an become public.
PAor TNA? Used for gathering information  Although they are common as general
during PA and TNA. off sessions for both PA and TNA,
focus groups are more often used in
TNA, as they are appropriate for simul-
taneously gathering detailed informa-
tion about skills and knowledge and
encouraging buy-in.
Chronology ~ Use interviews at the beginning of A focus group is not the best way

the analysis, and throughout.

to launch your quest for optimals
(though some disagree). I’s better to
‘commence with interviews with experts
and review of documents, and then,
after you are familiar with likely views,
assemble a group.
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Appendix C presents a precise picture of how QuickPro super-
visors and managers fill out the eight lines of the appraisals.
Ms. Detmer and her colleagues examined these data with us and
were somewhat surprised. Rather than a general problem with
appraisals, they saw the details of specific flaws associated
with lines 6 and 7. In addi
cerned that appraisals were tardy, a check of the dates on sub-
missions showed that 82 percent were “on time.” Ms. Detmer
decided that she can live with that number at this time.

n, while some leaders were con-

The problems are lines 6 and 7. Line 6 is described around the
company as the place where the “rubber meets the road.” Here
the supenvisor is asked to identify areas for improvement. Criteria
include specificty, links to job performance, use of behavioral words,
descriptions of authentic work problems and challenges, examples
that are familiar to the employee, and measurability. As the review
of the thirty appraisals showed, just under one-third of employee
appraisals have line 6 responses that are judged appropriate. The
overwhelming problem s that few appraisals even bother to include
anything in this line, even though they have been told in training that
“every employee, including the CEO, has ways to grow in the job."

Line 7 is the other problem. This line requests supervisors
to identify ways that the employee can address or improve per-
formance. Acceptable responses must be specific, must be linked
o the area for improvement, must include details on how to access
the resource(s), and must display some expression of optimism
regarding positive changes. Since only about 40 percent of supervi
sors bothered to fill in line 7, we had many fewer line 7 responses
to examine. Of the twelve that were perused, four were judged to
be acceptable, suggesting that most supervisors who try with line 6
run out of gas when they getto line 7. The next question that must
be answered in regard to lines 6 and 7 is why. Why do people have:
problems with those two lines and what can be done about it?

Drivers and Causes

Description  For each gap and barrier, answer the following questions: Do the
employees know how to do this? Do they want to? Do managers
encourage it? Does the organization recognize it? Are the necessary
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Opportunity

Problem

Example “My patience with the performance appraisals is gone. Lost
year we redesigned the form. Two years ago we trained all the
managers and supervisors. |'m at my wit's end now. Look at
these. They're perfunctory. What are you going to do?”

Focus.

When addressing a problem, you must do two things. First
[ al to nail the problem. Where is it? Where isn't it?

In this case, what you're aftempting to discern is what's wrong
‘and what's right with the appraisals. That involves comparing
optimals with what is currently happening, looking at where
we are versus where we want to be. Focus on key problem

in this case, the lines in the appraisals that are
unsatisfactory. Second, you must answer the question,

Why do we have these problems? What are the causes,

forces, and drivers associated with each aspect of the problem?
Answering this second question allows you to determine who
needs to come to the table to solve the problem.

s cri

areas

To the executive:

Why are you unhappy with the appraisals?
What are the biggest problems with the appraisals?

Where s there a clear statement of what constitutes a “proper”
‘appraisal? What policy documents should we examine?

Why do you want to tackle this issue now?

Why do you think that past fixes haven't worked?

If a supervisor wants to do @ bang-up job, to what references
‘and materials can she turn?

Let's look at the primary problems you've mentioned. What will
ittake to fix each of them?

What are the managers' perspectives on appre
What would job incumbents say we should do t
the appraisals?

1f you could wave @ magic wand over each problem,
what would you do?
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Performance Analysis

Training Needs Assessment

s a process for partnering with clients
to figure out what it will take to achieve
their goals

Is a process for determining what i in
and what is out of an instructional or
informational program

Results in a data-driven rationale and
the description of a solution system

Results in classes, job aids, coaching,
documentation, electronic performance
support, and so on

s an initial response to the
opportunity or request from the client
or customer

15 a follow-on study that takes performance
analysis findings and turns them into the
“right" instruction and information

Focuses on defining the limits of the.
problem or domain in broad strokes
and then determining what to do

Focuses on texture and authenticity, on
what performers need to know and doin
detail

Defines the opportunity o problem
and what to do about it

Defines the details necessary to create
concrete solutions.

Defines cross-functional solution
systems

Identifies the details of exemplary perfor-
mance and perspectives so that they

can be taught, included in knowledge-
management systems, and communicated
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Stage  Sources Some Suggested Questions
One  Customer,  Why do you want to engage in strategy
sponsor development? What do you hope to achieve? How
broadly do you want the process to extend? Who are
the crifical people that must be involved? (See Toble 4.5
for additional questions.)
Two  Key What are the things that distinguish this
managers  organization? What are your customers saying about
and leaders  you now? What new things do you want on their lips?
What trends will affect your business? Emergent skills?
Perspectives? Emergent challenges? New technologies?
Three  Internal and  What will our people be learning about? In what new
external areas will our people need to develop? Emergent skil
experts Perspectives? Emergent challenges? New technologies?
Emergent opportunities? From all these, what are the
priorities?
Four The What are the current trends? New business opportunities?
literature Emergent skills? Perspectives? Emergent challenges? New
technologies? What are benchmark organizations doing
to respond?
Five Supervisors. What worries you? What business opportunities are most
interesting? What are the emergent skills? Perspectives?
Emergent challenges? New technologies? Do you feel
ready? What do you think it willtake to support your
growth in these directions? To move the organiz
these directions?
Six Job What worties you? What opportunities do you
incumbents  perceive? What emergent skills il be required? New

technologies? Do you feel ready? What do you think t will
take to support your growth in these directions?
o move the organization in these directions?
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1. Please tell us how much you think this contributes to the problems we have

with our engineering briefings.

A Engineers aren't given sufficient

time to plan briefings.

B Engineers don't care about
doing the briefings.

C. Engineers don't know how to
do briefings

D. Engineers are pulled away
from their real work by the
briefings.

E. Engineers aren't good at
making briefings.

F. Engineering supervisors don't
encourage engineers to do
briefings.

G. Giving a good briefing
doesn't count on performance
appraisals.

H. The people who give the good
briefings aren't usually the best
engineers

1. Engineers don't know how

to plan and develop effective
briefings.

J. The audiences are the ones
with the problem. They dor't
understand technical content.

Mojor Factor

>

o

o

o

o

AFaoctor

>

o

o

o

o

Not a Factor
o

o

2.1f you were in a position to fix the engineering briefings, what would you do?

Help us. What approach or approaches would you use?
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Executives” Perspectives

Analyst Strategies

“Thank goodness
you're here. I've got to
go to Singapore, and |
need you to bring this
one to fruition while 'm
on the road.”

If the executive i disappearing, who will play her role on
this project? Your work as analyst needs to occur under the
aegis of an executive or sponsor. Push back. The execufive
or another leader must be involved. The trick is to define a
“reasonable” amount of executive involvement or to find

a substitute sponsor

“This is a tough one,
and I'll want to see.
everything before

it goes out. In fact,
maybe we should meet
daily.”

This is the micromanaging executive. Why is he con-
cemed? What's tough? Put some energy into gathering
data on his views of the situation and then negotiating
close relationship that isrft oppressive.

“I'm concerned that
your interactions with
employees will stir
things up in the field."

You are asking about drivers and barriers, about organiza-
tional consistency and messages. Explain why it is impor.
tant to raise these issues and how you're going to use the
data. Cite past efforts that were unitary and thus unsuc-
cessful. Brief her regarding the solution system that will
emerge. Offer the opportunity to review questions prior to
your mesting with people in the field.

“Why is a human
resources gal [or a
training guy] talking
about processes and
software and organiza-
tional climate?”

Explain that you expect to be doing some training but that
you want to customize and tailor the effort, which involves
getting out into the organization. Does the executive want
training events or the improvements in performance that
he was talking about earlier?

“What role do you
expect me to play?”

This s a good opportunity to make certain that the execu-
tive understands what it's going to take to be successful

on this project. How can she help? What sources must be
contacted? Will you draft a letter for her? What solution
partners might be involved? How can the executive prepare
people for collaboration on solution systems?
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Sample Challenge

Tangible Sources

The vice-president for global learning
and development for a petrochemical
company commits to the develop-
ment of in-country talent. She wants
local people, often in the developing
world, to be able to contribute and
tise in the organization.

Review job descriptions.

Examine records from the learning
management system.

Review competencies published by
professional associations.

Examine and update self-
assessments.

Examine requests, kudos, and
complaints.

Examine available development
assets, programs, and opportur
in far-flung locations in which the
company works

An executive for an aerospace
company is eager to improve safety.

Review accident report.
Review insurance claims.
Review supervisor reports.

Review state and federal inspections
and reports.

Review corporate response documents
after government audits

Review employee comments.
collected via the online form that
solicits concerns.
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Sample Challenge

Tangible Sources

The leadership requests a course:
that will help employees write more
appropriate emails.

Review existing, unsuccessful class,

Review the literature to find standards
for appropriate, successful email
messages.

Review emails identified as “optimal."

Review randomly pulled emailin ight
of standards.

Review customer complaints.
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Meetings with Ms. Omega and Mr. Sanders were very useful. They
talked about criteria for what constitutes successful performance
appraisals, With a blank appraisal in front of us, we discussed each
line and standards associated with i Ms. Omega and Mr. Sanders
had randomly pulled a dozen appraisals from the files that
they believe are good models. We studied each of them, with
Ms. Omega and Mr. Sanders identifying what they liked about
each, pointing to particularly successful instances of the eight ines
on the form. Appendix A i a blank copy of the QuickPro appraisal
form. Appendix B is an expanded version of the form with two
tables added beneath each line. Table 1 provides examples of
successful entries. Table 2 is a listing of critera to use in judging
each ine.

The form, criteria, and attached examples were shared with
Ms. Detmer and several ine managers (Al Gordon, Franco Moldano,
and Mitchell Lee) that she selected. They made suggestions and
comments enabling us to strengthen the criteria. A review of the
literature associated with performance appraisalsyielded addional
detals regarding what constitutes an excellent apprisal.

Current Situation

Description

Example

This is where you state in detail what sources report about the
current performance of the people and the organization. What
are they doing? Wha are they doing right? Wha are they doing
wrong? From the perspectives of executives, supervisors, job
incumbents, and records you've examined, what are current
strengths and weaknesses? This is your opportunity fo present a
clear picture of the current activties of the incumbents, in ight of
the goals of the customer or client. Where are the opportun
for improvement? What is going right?

Ms. Omega and Mr. Sanders randomly selected thirty appraisals
for study. Prior to examining them in light of the criteria for effec-

tive appraisals described earlier, the identities of employees and
supervisors were masked.

These appraisals were compared to Appendix B. On the basis of
that review of the real appraisals, we are now able to clarify the
details of the problem with the appraisals,
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Products and Services

Implications for Analysis

Adobe Acrobat Connect Pro

www.adobe com/products/acrobatconnectpro/

GoToMeeting

www gotomeeting.com

WebEx

www.webex.com

Microsoft Office LiveMeeting

http:/foffice microsoft.com/en-usfivemeeting/
defaultaspx

Artafact

www.artafact com

Dimdim

www dimdim com

WielQ

hittp://www.wiziq com/downloads/moodle/

Yugma

Wwwyugma.com

Vyew

wwwvyew.com

iLinc

wwwiline.com

Software that supports synchronous
interviews, focus groups, conferenc-
ing, and collaboration. Some are
costly; a few (Dimdim and WizlQ)
are free. Yes, free.

Google Groups

http://groups.google.com/

MS SharePoint

hitp://wwwmicrosoft.com/sharepoint/prodinfol
what.mspx

sites.google.com

hitps:/Jwww.google.com/accounts/ServiceLogin

Stixy

wwwstixy.com

Integrated online locations to store
and access content and to enable
ongoing collaboration and archiving.
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* These same interviews yielded a mixed picture regarding
the confidence of employees. It was a nearly even split
on the following three options: | am confident that | can
identify ways that my employees can improve; | am not
confident that | can identify ways that my employees can
improve; | am not certain about my ability to find ways
that my employees can improve their performance.

« When asked why they think that supervisors and manag-
ers fail to do an adequate job on line 6, the responses
from interviewees clustered as follows:

* Most said that filling in that line leads inevitably to
problems with the employee, such as “getting stuck in
grievance procedures” or, as one veteran said, “making
enemies.”

* Close to three-fourths of respondents said that their
managers do not back them when they are critical of

employee performance.
Line 7 is another story. In the focus groups, when given a series
of line 6 areas for improvement, just under half of partici-
pants were able to identify sirategies to improve performance.
Ms. Detmer says that this is a critical concern. Participants were
queried as to why they said they didn't know what to suggest to
the employee or how the company would provide support if it
would.

Solution Systems

Description

Example

What will help this organization and its people? What interven-
tions must come together to improve performance? Why are you
making these particular recommendations? What options do they
have and what are your preferences? What benefits and business
results will come from the solution system being proposed? Why
these solutions? Provide a rationale linked to the data.

The drivers described just above provide a reasonably clear road
map to QuickPro. If the company wants its supervisors and man-
agers to address areas for employee improvement, no amount of
training wil get it done. It is not @ matter of an absence of skills
or knowledge. The problem is caused by the fact that supervisors
and managers (and employees) are given mixed messages about
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Stage  Sources Some Suggested Questions

One  Customer, Why? What willthis do for the organization? Why
sponsor have you decided to go in this direction? What are

the essential elements of the shift? Are employees
eager for the change? (See Table 4.2 for more
suggestions.)

Two Internal expert  What about this change is most promising? What
can it do for the organization? What problems will it
solve? What opportunities will it create? How do you
want people to use it?

Thee  Committee What about this change appealed to the committee?
members To you? What is new here? Familiar? What will it
involved in rollout  do for the employee? The unit? What will it take
decisions for a successful rollout? Will your colleagues be

enthusiastic about the change?

Four Vendor, vendor How does “it" work? How do effective users think
materials and about this? What examples do you have of it at work
documentation  on critical opportunities and issues? When others

have begun to use i, what helped make a successful
rollout?

Five The published What does the literature say about rolling out
fiterature. hardware, software, or a new philosophy of

leadership? What does it say about the most typical
barriers to successful rollout?

Six Jobincumbents  Now that I've described the rollout to you, d ike

and their
supenisors

your reaction to it. Can you see why the organization
is going this way? Do you see benefits for your work?
For your unit? What will it help you do? Do you think
you have the kil it will take to make the shift>
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Agenda

Customer Service Initiative

February 9, 2009

Paricipants: Vicente Mato, Mesa Superstore; Nosilla Stone, Human Resources
and Troining

Goals: (1) To familiarize Vicente Mata with the project; (2) To provide back-
ground about the effort; (3) To learn about the current successful effort at the
Mesa Superstore.

3:05 Describe the background of this project, including data on the
service effort and results.
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Experts” Perspectives

Analyst Strategies

The expert enjoys the distinction and
job security that comes from being the
only one (or one of the very few) who
knows. She doesn't see good reasons to
share, as that will erode the monopoly

Reiterate the importance of the effort
Explain how she will be credited in the
effort. Detail ongoing relationships and
expectations regarding her continued
involverent with the effort

This issue is a low priorty for this expert.
Maybe he’s moved on to another
project. Maybe he's never been very
interested in the domain to begin with
Maybe hes turned off by past experi
ences, where he failed to receive credit
for contributions.

Reiterate the importance of the effort. If
the expert persists in avoiding contact or
fails to provide necessary information, ask
why. There are many possible reasons.
Target your responses to the particular con-
cern—for example, by defining credit issues
or assuring him there wil be follow-through.
In a pinch, make certain that an executive
sponsor has weighed in on the importance
of this project.

The expertis so enthusiastic that she is
ready to devote energy that far exceeds
your plans for her.

Express appreciation for that enthusiasm
Identify how you hope to involve the exper,
using tangible examples about meeings or
briefings o reviews. If the expert s disap-
pointed by the role, explain why it is defined
asitis—for example, by explaining that
engineers from other geographic areas need
to be invalved in order for the program to
be widely accepted. Consider increasing her
role. Why not?

The expert is concerned that other
experts are going to be involved in
defining the outcomes and subject
matter.

Describe the many sources who are involved
in defining any effective program: internal
and external experts, the literature, model
performers, and so on. Explain why broad
participation in definition is benefiial f the
program s o be widely accepted.
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Type of Driver

Examples

Skills, knowledge,
information

Teachers leave their computers in the closet because they dor't
know how t0 use them

Contracts administrators resist making decisions because they
dorft know they are expected to.

Service reps guess more than they ought to because the docu-
mentation s out of date.

Mativation

Clerks don't see the value of the new software. The old works just
fine, in their view.

Many teachers fear computers, noting that they're people-people,
not techies.

Environment

The documentation and directories are housed way across the
office and frequently misplaced.

Personnel reenter a nine-digit code three different times during an
order fulfilment process.

Managers don't approve of the approach that the organization is
touting during training, and they make it known.

Incentives

Supervisors who rate employees as other than stellar are expected
to fill out forms and attend meetings to justify these ratings.
High-performing human resources professionals are assigned the
most difficult clients.
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Soles Processes

Drivers

Solutions

Identify a sales
opportunity

They do not know how, at
least not well enough.
They dor't see it as the
job they are supposed

o do

Skills or knowledge and
ttion are at issue.

here.

Redefine jobs and communicate
identification and qualification
as key aspects.

Provide training, job cids,
playbook.

Provide online support, perhaps
through a performance support
tool, to help salespeople
consider options.

Develop sales managers to see
the value here.

Enter and edit
opportunity in the
system

They do not know how, at
least not well enough.
They don't see it as the
job they are supposed

to do

Conduct a process
walk-through.

Use software tools

to demonstrate system.
Provide help system within the
software.

Develop sales managers.

Enter all opportunities
of a certain size in the
automated tool

They do not know how.
They lack authorizations,

Provide training, job cids,
playbook, documentation.
Revise requirements and
authorizations
Communicate changes.

Use national standards
tables, definitons, and
igger field

This is not yet required by
the online tool

They do not know it is
expected of them.

Alterthe tool. Communicate
about these changes.

Create a podcast featuring
executives who speak about
the tool and the value of these
elements.
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Stage  Sources Some Suggested Questions

One  Customer, What is unique about this operating system (OS)? Why
sponsor have you decided to o in this direction? What are the

essential elements and benefits associated with the
shift? What do you want different employee groups to
do with the system? What o you think must be done
to make this o successful rollout here and globally?
(See Table 4.2 for more questions.)

Two  Review of Examine minutes related to the decision to go with
minutes the new OS, the new technical specifications,
associated with  how the new differs from the current O, expectations
the OS decision  for vendor performance, and any concerns associated

with rollout. Find out why they"ve picked it; identify key
elements, concerns, vendor prormises

Three  Internal expert o What about this change is most promising? What can
executive closest it do for the organization? What problems will it solve?
tothe technical  How do you want people to use it? What are some of
details associated  the costs and benefits? What is the anticipated impact
with the new OS o processes? As we think about introducing people

tothe OS, what will it take to increase their comfort
and use?

Four  Vendorvendor  Thisis Floyds opportunity to capture details associated
materiols and  with the OS and to focus on lessons learned from
documentation  rollouts in other organizations. How does it enable___?

How does it work? When others have begun to use i,
what helped make a successful rollout?

Fie  Jobincumbents— Now that I've described the new OS, Id like your

focus groups
with employees
randomly
pulled from the
organization

reaction to it. Can you see why the organization has
made the switch? Do you see benefits? Do you think
you have the skils it will take to make the shift? What
questions and concerns do you have? What support
would help you move in this direction?
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Dear Colleague:

When | emailed you late last week, | told you that Ray Trahn and the Execu-
tive Engineering Council are eager for your opinions about ways to strengthen the
engineering briefings. There are many complaints, as you know. And the briefings
are important to help us communicate our programs to the field and to customers
aswell

'm sending you this email message because we want YOUR opinion. We've
reviewed the views of the people the engineers have briefed in the past, and have
a good idea about the strengths and limitations of past efforts. Now we want to
hear from you. Your opinion is critical to help us construct our approach

What you say will be held in the strictest confidence. When | report these data,
they will be aggregated, reflecting what groups of people recommend, ot the
beliefs o statements of any one engineer.

Here s a web site for you to visi: https://xyzxyzxyz1 23. This short survey will
enable you to easily provide your answers and also to maintain anonymity. Please
take a few moments to respond to the survey now. It should take no more than
five minutes. 11l expect to see your responses within 48 hours of the time and date
on this message. And Ill be back to you to share results.

Thank you in advance for helping us improve our briefings.
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3:20 Discuss potential roles for Mr. Mata in the upcoming customer service
effort

3:30 Discuss the following questions: What did the Mesa Superstore do
prior to and as follow-up to past customer service training? What does Mr. Mata
perceive to be the supervisor’s role in this effort? What are he and the store
doing now to ensure continued performance? In what ways might their efforts be
strengthened? To which employees should Ms. Stone speak for their perspectives
on effective customer service? What are the logistics for arranging to meet with
employees?

4:00 Discuss future collaboration and next steps.
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Managers* Perspectives

Analyst Strategies

The manager is act-
ing uninterested in the
effort. Perhaps she
avoids meetings. Or
comes late. Or is unwil-
ing to utter anything
except monosyllables.

Remind her about the importance of the project. Describe
the benefits to her, her unit, the work. Note the priority that
a sponsoring executive has attached to the effort. Answer
the questions she has about who was selected, who you
are, and confidentiality. (Also see below.)

The manager wants
to know why he has
been chosen for these

You can tell him one of three things: (1) he was randormly
selected; (2) he was identified as a model performer (truth
is important here—employees know if theyre that kind

of performen); (3) he was idenified by X as having some
important views on this mafter.

The manager wants to
know your credentials.

Share them. Note those elements with which the manager
willidentify. If she is a regional manager, describe your
years in the field and note any management experiences.
(No lies, of course.) Explain why managers’ and supervi-
sors’ perspectives are critical here.

The manager is
unimpressed by your
credentials

Acknowledge that you haven't been a manager in the

field. Describe how you've prepared for this conversation,
indicating what you've read and with whom you've talked
Emphasize that you've come to him and other managers
for their significant experience, which you admittedly lack.

The manager is obvi-
ously concerned about
being involved

Why is she concerned? What might that suggest about the
organization? This is where you repeat assurances about
the confidentiality of data

The manager doesn't
approve of the direction
in which your effort i
taking the organization.

Why? Solicit his opinions. Don't debate. Capture his views.
Report those views back to the sponsors without attribution.
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Are You Ready for Blended
Learning?

A performance analysis
for XYZ global company

Blending Earns a Green Light

= Provides consistent messages and standards of practice

B Provides access no matter where or when

& Fosters collegial connections and taps into existing
expertise
= Brings support, information, and education into the workplace
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“We're shifting the organization  Rollout
outof a UNIX environment,

and there’s going to be

some significant need for

support”

The challenge here s to
determine swiftly the essence of
the change and what it wll take
to support it

“I went to a dinner party, and  Problem
the two women sitting next

to me complained about the.

service they got from us, What's

up here? Haver't we done

training? What else should

we do so | can eat dinner in

peace?”

Something is wrong, and the
executive needs to know two
things: the nature of the problem
and the drivers of each aspect

of the problem, so that a cross-
functional program can be
launched.

“Our sales are down 11 percent  Problem
while the indusry trend is

up 2 percent. We need to do

something, and fast."

The focus here is on finding
out why there s a problem,
prior to figuring out what
to do. What should that
“something” be?

“Our hospital administrators ~ People
must be able to thrive in an

environment that is changing

radically. How can we prepare

them for the new competitive
environment?”

The focus here is on the
position and on developing
the people who hold that
position. The challenge is
to determine current and
future growth needs and to
involve incumbents in the
process.

“What | envision is HR helping
us with a program to get
everybody on the same page
here. We need a shared vision.”

Strategy

No specific problem. No new
development technology or
philosophy. No focus on one
position or another, This is about
bringing people and “smarts”
together to plan.
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Developing Buiding Motivating
Indiidual Workgroups  and Managing ~ Shaping the

Cuhure Capabiliy and Culture  Performance  Workforce

5. Optimizing  Areindividucls ~ Are Web 2.0 Do managers Do many people
learning and  strategies  play daily roles  want to work
referencingin  usedtocol-  in developing  there?
the workflow, as  lect the "wis-  their people? Is
needs emerge?  dom of the  the workforce

masses”?  admired by
customers?

4. Predictoble Astheworld  Istherea  Does How long do
changes, are  systemfor  performance  people stay? Are
expectations for individuals  management  the people who
skills and knowl- and teams  match strategic sty the ones
edge updated?  to share best directions? who leaders

ideas? want to stay?

3. Defined Do employees ~ Domanag-  How do super-  Does the
have a way ers and peers visors encour-  performance
toselfassess  haveaway  age these management
andplan their 1o provide  competences?  system match
development?  feedback competency

to individu- expectations?
als and the
organization?

2.Managed  Areskilsand  Areroles  Are roles Ave expectations
knowledge specified?  distinct? dlear? Are career
defined for each Ave they opportunities
job? recognized?  transparent,

known?

1. Initcl No standard

approaches
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Type of Question

Analyst Queries

Hypothetical questions ask how the
respondent might want the situation
handled. They use the words how, might,
wht i, suppose.

Suppose that the organization had hit o
home run with the customer services pro-
gram rolled out nearly two years ago. What
would you be seeing in the organization
now? How might things work differently?

Ideal position questions press the inter-
viewee to describe what he or she wishes
it would be.

Picture yourself in one of our stores.
Imagine that you are witnessing stellar cus-
tomer service. What's going on?

Devil's advocate questions press the
interviewee to take a position he or she
might not have considered or take the
opposite position.

Customer service is like motherhood and

apple pie. What if we didrt bother to
tackle the ssue? How would things be dif-
ferent? What if we did everything but rain-
ing? What would that look like?

Flawed position questions press the inter-
viewee to speculate on the opposite of
the desired state.

Back to the store. But this time i's not a
good customer service picture; in fact, it’s
very bad. You are upset about what you
see. What's going on? Detail examples of
flawed customer service.

Interpretive questions te together some
of what you've been hearing and ask the
respondent for reactions.

Your references to training suggest that
You think that employees aren't responding
rapidly and well because they don't know
how to do so. Is that accurate? Do you
think they lack skills in this area? Is that the
ey factor?

Straw questions give the interviewee
something to respond to, It might be a
list, a visual, an audio interaction, or

the like.

I want you to listen to this audio interaction
and give me a sense of whether or not you
think the supervisor is doing what's neces-
sary to ensure good customer services.
Please tell me what you like and don't like.
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Example

tools or processes or incentives in place? By answering these ques-
tions you are determining the causes or drivers of the desired per-
formance.

All these questions, in sum, enable you to explain what is keeping
the organization and people from achieving its vision—and what
needs to be done about it.

Before computer based t ining of any flavor, is devel-
oped, itis essential to examine the reasons for the problems with
lines 6 and 7. We did that by meefing with managers, supervisors,
personnel experts, and job incumbents.

Managers and supervisors are nearly unanimous in their dislike
of line 6. They don'tlike telling their employees what's less than
perfect about them. If the organization feels that this is important,
they will have to support the effort far more tangibly than they
currently do. Here are some of the trends and findings associated
with line 6:

 In focus group meetings, when mock detailed descrip-
tions of employees were offered, 90 percent of partici
pating supervisors and managers were able to fil out
line 6 for the make-believe employees. Their efforts were
compared to Appendix B and judged to be successful by
the personnel experts.

« In individual interviews with twelve randomly selected

supervisors and managers, nearly everyone agreed or
strongly agreed with these statements: “Supervisors
make less and less difference in how individual employ-
ees perform since reorganization,” "Job incumbents
don't take appraisals seriously, “I have my doubts about
whether or not the appraisals make any difference,”
“Telling employees how they can improve makes lttle
difference in their work performance.”

« Eight of twelve supervisors expressed some doubt
about what they ought to put in the areas of improve-
ment. Although they could obviously “do it” for mock
employees, they appeared to be in some confusion
regarding the level of detail and what constituted a good
answer,
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Opportunity

People Development

Example

“I attended a technical training vendor conference last week, and 100
percent of the attendees are shifting some portion of their training to
multimedia and distrbuted formats, Obviously, we will be going in that
direction too. But what to do about our 190 instructors and 85 product
development people?”

Focus

To faciltate professional development, you must assistthe organization
in getting a fix on the many directions that might be appropriate for
this group of people. Then you must set prioritis. There are many
waysto conceive the role of the trainer (in this case), or the systems
‘analyst, mental health professional, principal, or hospital administator
Performance analysis here resembles a ralout, with an emphasis on
als, but it s targeted at @ broader and more strategic level. The
effortwill be dominated by casting an expansive net forrich optimals
‘and creating a process to involve colleagues in selecting directions and
pririies. Given the emphasis on speed, use PA to identity appropriate
sources, scope the boundaries of the domain, and begin to envision an
‘approach based on drivers.

To the executive:

What do you envision this group of people doing over the next five
years? What willthey do more of? Less of?

What challenges do you imagine they will confront?

How do you expect them to prioritze their work? What accomplish-
ments should be most important to them?

What shall | read to help me understand your vision?

What professional associations and experts shall | consult?

What changes in technology do you view as most significant?

What changes in relationships do you see with customers? With
colleagues across the organization? In the work site?

How are you collecting examples of desirable practice and thought
leadership? How are you making that knowledge available to many?

Do we have employees who are already approximating good
performances? f so, what do you see them doing?

s you talk about electronic learning, | can't help but wonder how your
people will respond. Do you have a sense of their eagerness to move in
this direction?

Ianticipate a wide range of defritions for the professional of the future.
Who i your organization should be involved in this defining process?
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First Things
Fast

A Handbook for Performance Analysis

Second Edition

ALLISON ROSSETT

Foreword by Ruth Clark
Afterword by Marc J. Rosenberg

Preiffer

A Wiley Imprint
www.pfeiffer.com





OEBPS/ross_9780470478134_oeb_043_r1.gif
o o o o o

o o o o o

1

ERNERNERN N

NN NN

“SUOR3BIIP 3B UL YIS OF SN 10 J3BDE 21D SIBWIOISND AW 0|

s0a10 352}

6paOL PUD SIS A dojaAap O} AIDSS23U B aUf) DU 0} Bl WD | 6

SHoya a5} Joj PaZIUB0ID1 5q I | ABAINS Si) O SBUIL B Buiop Baq | J| G

AaAIns si U1 Paquasap 210 1oy) 53140} 3y} 1N0go 10 I3 0} 13603 WD | */

“Suopap 2534} Ut Burou 10 Pood aq

A9
Honns sy ut pazisoyduse

Sompadsiad pup ‘@BPANOLY 'SPt 34 SI0ASUOWSP O} s 1o} 59603 5 BOUD A °G

53nBD3][03 [DUOHDUNJ-S501D M UODIOGD]|OD B30U PADMO} BuIAOUS U

ouaq 995 |
iom Aus Uy 8sn | Jou) sainduios b ssassod |
oyaNisuL puokaq of oy} sa1BRI0AS JuaLIBAAILL 33UDUIIOLBd 10GD BIOUI MOUY O} PaBU | °Z.

Asanjop pasog-ABO|oUD3} UO SISOUdLIR PaSDRU B} J0 JOADY Ut WD | |

bupy anoy

Jawas

saibosig =
Moy uog 1o pANaN = |

SIYBOU 0K SPRYs 153 104 JBGUING Bu) B

saiby = 7

P03 0 ¢S§R1Rq JO “SIYBNOU) “UOHDNYS IO 13124 SIUBIRIDIS BUIMOII0} 34) OQ






OEBPS/ross_9780470478134_oeb_063_r1.gif
What | Did

Reviewed complai
email messages.

. Interviewed nearly ffteen people, randomly pulled, from
across the company. All had attended at least two briefings
by our staff
Conducted an online survey that reached out to engineers
‘about their views of the situation. | want to focus on those
results here.

Two more focus groups to go, with engineering supervisors.

s found in the phone logs and in

What Our Engineers Told Us About
‘Why Their Briefs Fail

The organization is not telling them that it values efforts

associated with briefings

1 not considered when they receiv thirappraisals.

It ot their “reol"wrk, in their views

 Their supervisos often do not encourage the to do the brieings,
with 58% ofthe supervsors odifting this was o mojor foctor.

While they strongly state that briefings do not “count“and
are not their real work, engineers are far less clear about
whether or not they should be the ones doing briefings.
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Analysis Evaluation

Purpose Plonning approaches. (But dor't  Judging approaches (But don't
we judge in order to plan?) we use our plans to set crteria

for judging?)

Key questions  What should we do? What How welldid we do it?
drives or blocks success or what
might?

Why bother?  To get the ight program in To judge exising efforts, to
place for this organization ot determine what has hoppened,
this time. to use data to confinuously

improve the effort.

From whom?  Multple sources, such as Multiple sources, such as

Fromwhat?  sponsors, best practices, sponsors, best praciices,
customers, supervisors, experts,  customers, supervisors, experts,
work products, results work products, results

How? Review work products and the  Review work products and the
literature; conduct interviews,  literature; conduct interviews,
scrutinize blogs ond other social  scrutinize blogs and other social
resources, use surveys, test, resources, use surveys, test,
observe, use focus groups observe, use focus groups

When? Looking forward. Looking backward in order to

go forward.

Net Defines and artculates promises  Determines if promises

about how things will change,
get better

have been fulfiled, on the
basis of purposes identified
during analysis, and seeks
opportunities for subsequent
programming
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What Engineers Told Us About
How to Solve the Problem with Briefs

another Expect it
i T

Incent i

27%

A Presentation Skills Workshop?!?

+ Most engineers think that incentives and clear expectations
are the best way to improve the briefs, with 27% urging
incentives for briefing and 19% pointing to clarity of expectations.

More than two-thirds (67%) think that engineers possess skill
gaps about how to do the briefings.
= Aworkshop shoukd be partof the slution i, but s ot suffcient
in e, We need o loo o he cultre thot wiaps oround hese
briefs. Eghty-cight percent do ot get encouragornent rom thelr
supenisors, ond most s tht 0 G major actr o,
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Green Light for Blending

How respondents saw the shift to BL

Employees 88%
Supenisors 93%
Interviewees 95%

“Not an opportunit, it is a
requirement... Must delver
learning to where it is
needed.” —Senior Manager

g

* Provides more timely,
nimble, and situated
learning, support,
and information.

* Enables us to be
responsive to
expectations and
needs of younger
workers.

= Generally they say

Are Our People Ready?

they are.

» Supenvisory readiness.

 Supenisors thmsehes acknowledge thy need additonl raining

o suppert i order 10 guide employee nleoming, reerence, and
ovlopment ot work

= BUT... 1in 8 employees (12%) reports they are not
keen on blended learning,
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Findings

Drivers.

Potential Solutions

Eight of ten profs could
not say why the university
was keen on a shift to
BlackBoard

They are not moti-
vated. They do not value
BlackBoard and do not see
it as @ component in the
strategie direction of the
university.

Establish a strategy advanced by
use of Blackboard.

Determine benefis from peer
users and share with colleagues,
Communicate the benefits.
Create a blog where professors
talk about how their uses of
BlackBoard benefit students and
professors. Anticipate issues and
problems and include fixes and
support online.

One professor in the focus
group was unsure about
how to access or use the
system, had lost refevant
job aids and documenta-
tion distributed at the
training.

This s not really a question
of skill or knowledge.

Create an online resource

job aids that answer
basic and recurring how-to
questions.

Support a coach for neophyte
users to help them find their
resources, take a maiden spin
with the system

Provide help desk support.

center

Four of the ten in the
focus group thought that
they probably would use
the system sometime, but
ot this semester or even
next.

They are not motivated.
They do not value
BlackBoard, at least not
now and not much.

Determine benefits from peer
users and share with colleagues.
Conduct a larger review of the
literature to determine why an
LMS has potential benefits in
higher education. Seek
examples that link to core:
university courses and topics.
Communicate benefits.

Half the group agreed
or strongly ogreed
with the statement:
the technology poses
athreat to job securiy.

There are incentives to avoid
BlackBoard, since there is
general unease about job
security and technology.

They are unlikely to embrace

an innovation if it threatens.
their positions.

Generate campus policies that
provide protection.

Create incentives for those
willing to try the system.
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Stoge

Sources

Some Suggested Questions

One

Custorner, sponsor

Why are you focusing on the development

of engineers now? What do you hope to
accomplish by developing engineers? Are all
engineers of equal interest, or s it one group

in particular? What do you see s key skills for
the future? What are the emergent challenges?
Have you established an online community that
captures the ideas of thought leaders or enables
collaboration beween engineers, no mater
their location? Which professional associations
or thought leaders are most influential s you
think about the engineer of the future? (See
Table 4.4 for additional questions.)

Two

The literature,
professional
associations,
sources of
expertise

What new skills and knowledge are

emergent? What are the emergent opportunities?
Tasks? Tools? Technologies? What are people:
talking about in blogs and other online
communities? What questions are they asking?
What topics are beginning to be discussed at
conferences?

Three

Internal and external
experts

What trends do you see os most critical?
Emergent skills? Perspectives? Emergent
challenges? New technologies? From llthese,
what are the priorities that you associate with
this organization and vertical market? Who are
the people in this organization who already
manifest some of these skills and perspectives?
What explicit and tacit knowhow is key? Are
there any records of ths knowledge? How i
maintained? Shared? What questions are our
people asking you? What do you anticipate
they will ask? On what topics are you asked to
speak, wite, or offer webinars or podcasts?
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Recommendation

Rationale

Develop and conduct short training
for mid- and upper-level managers
regarding the philosophy and values
surrounding identification of areas
for improvement. If this is expected,
share the expectations and the rea-
sons for those expectations.

Supervisors and managers do not
believe that they are supported by their
bosses when they bite the bullet and
suggest areas for growth. Until they feel
this suppor, they won't do it in any but
perfunctory ways.

Work with human resources to estab-
ish  recognition program that hon-
ors the attempt to help employees
develop via the appraisal system.
Consider adding this element to their
appraisals. It s critical to simplify
grievance procedures and to update
the policy manual to reflect those
changes.

Supervisors and managers are clearer
about the hassles associated with line
6 than its importance. The organiza-
tion must address ths issue or line 6 will
continue as a problem.

Create a mentor program that pairs
successful (on flling out lines 6 and
7) supervisors with others. Ask them
to work together to plan appraisals, to
fill them out, and then to support the
supervisors after the performance
appraisal meetings with employees.

Confidence is a problem for many
supervisors. In addition, this kind of
institutionalized program will show that
these lines on the appraisal matter to
the organization.

Conclusions

Description

In this section summarize recommendations and next steps.

Itis also appropriate to note any lingering ambiguities and
questions that must be resolved prior to moving forward. What
should the client do? What should the client do next?

What qualifications or gray areas remain regarding this situa-
tion? How should the organization proceed?
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how important this is. While the training says doit, i they do it, they
are pitched into what they perceive as an endless and numbing
array of organizational procedures. One supervisor pointed to
the personnel manual and said, “There are two pages on the
importance of identifying areas for improvement and continuous
employee growth and ten pages on what an employee can do if
he or she disagrees. That's a pretty clear message.” In addition,
many supervisors said they won't get sufficient backing from their
bosses if they really “bite the bullet.” This problem of the clash
between organizational commitment and the training for line 6
has successfully eroded supervisor belief in the value of the actiity.
Too many doubt that it even matters whether or not you cite areas
for individual improvement

The problem with line 7 appears to be driven by an absence of
familarity with what to do to help employees improve. They didn't
know what to recommend to mock employees with mock problems
and, fortunately, almost all agree it is important to prompt employ-
ees asto what to do when they wish to improve their performance.
The table below identifies a solution system for the performance
appraisal problem. The recommendations are linked to analysis
results.

Recommendation

Rationale

Create an online database that speci-
fies the criteria for lines 6 and 7 and
provides examples. Use Appendix B
as the basis for this effort

Eight of twelve supervisors expressed some
doubt about what consitutes a good line
6 answer. Only one-third of respondents
said they were confident about filing out
this line. They need an easy reference,
and an online systemis it

Create a web portal that takes the
twenty most commonly identified
areas for improvement and finks them
tolocal and QuickPro resources,

Just under half of participants were able
o identify strategies to improve perfor-
mance for typical areas for improve-
ment, a critical problem, according
to Ms. Detmer. A friendly database of
resources s a quick way to address this
concern
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Type of Concern

Suggested Approaches

Concerns relating to
optimals: ownership of
expertise, willingness
to share, job securi
collaboration with other
experts, exposure of the
absence of expertise,
and'soon

Focus efforts on defining the relationship, including the
expert’s or model performers ongoing relationship with
the effort. Note credit that will be received. Note execu-
tive sponsorship. Acknowledge the concerns of the expert,
Match your approach to the particular concerns.

Concerns about outsid-
ers knowing what is
going on and about
who or what might

be factors driving the
situation.

Acknowledge reasonable concerns about reveling this
information to others. Explain why you have been assigned
to this project. Describe similar past efforts and how you
have in the past and will in the future maintain total discre-
tion regarding the data

Concern about
confidentiality.

Acknowledge legitimate concern about confidentialty
Focus on how the data will benefit this source. Detailstrat-
egies you will use to maintain confidentiality. Explain that
you will never attribute quotes and opinions. Identify similar
past projects in which you have successfully maintained
confidentialty and individual privacy.

Concern about your
lack of expertise.

Adrmit that you arerft an expert (unless you are). Explain
that you are talking to this person or this group for that
very reason. You need their wisdom about the topic or the
context. Detail the methods you've used to prepare your-
self to make good use of the time your sources are giving
to this effort. Review documents and lterature in advance
S0 that you can cite your preparatory efforts. Revi
you will creit their contributions.
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Performance Andlysis

Training Needs Assessment

Sources

Sponsor, work products, supenvisors,
customers, job incumbents

Sponsor, model performers,
the published literature,
documentation, subject
matter experts

Kinds of
information

Optimals and actuals (basis of
directions for the effort), drivers (which
enable the definition of solutions)

Optimals, current skills

and knowledge (emphasis
on optimals to be addressed
through education,
information, and coaching
Solutions)

Typical questions

What are you trying to accomplish? What
are the important problems? Why isri't it
happening? What might get in the way?
Do they know how? Do they care?

How do you do it?

How might you think
about it? What must they
know by heart? What can
be provided through job
aids or documentation?

Outcomes

Adescription of what it willtoke to real-
ize the opportunity or solve the problem;
a plan that involves individual growth and
organizational change; both are handed
off to HR siblings

The detailed specifications
for the education, training,
information, or whatever it
will take to improve individ-
uals capacity
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Incumbents’ Perspectives

Analyst Strategies

The employee doesn't want
to participate. Perhaps

he avoids meefings. Or
comes late. Oris unwilling
to utter anything except
monosyllables.

Remind him about the importance of the project. Describe
positive effects on him, his unit, the work. Answer questions
‘about who was selected, who you are, and confidentiality.

The employee wants to
know why she has been
chosen for these inquiries.

You can tell her one of three things: (1) she was randomly
selected; (2) she was identified as a model performer (truth
is important here—employees know if they're that kind of
performer); (3) she was identified by X as having some
important views on this matter

The employee wants to
know your credentials.

Share them. Note those elements with which the incum-
bent will identify. I he s an insurance agent, describe your
years in the field selling insurance prior to this assignment.
(No lies, of course.) Take a il time to explain your role,
what you are seeking, the reasons you need him and others
in that role.

The employee is unim-
pressed by your credentials.

Acknowledge that you haven't been an insurance agent or
whatever. Describe how you've prepared for this conversa-
tion, indicating what you've read and with whom you've
talked. Emphasize that you've come to her and other
agents for ther significant practical experience, which you
admittedly lock.

The employee is concerned
‘about being involved.

Why is he concerned? What might that suggest about the
organization? This is where you make further assurances
‘about the confidentiality of data and tailor your responses
to the concern(s).

The employee isn'tinter-
ested in helping out.

Why? Iftisn't because of the issues already raised, then it
might be that the employee hasn't been properly prepared
to participate. Has the supervisor encouraged participa-
tion? Have you oriented the employee ahead of ime and
then again at the commencement of the meeting?
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Stage.

Sources

Some Suggested Questions

One  Customer sponsor  What s the problem? Why are you seeking
help now? Why hasn't the problem been solved
already? What have you done thus far? (See Table:
4.3 for more questions.)

Two  Records, work What information do we have that defines the

products, examined  problem, that compares what is happening with

jth on expert (if  what ought to be happening? Where are the
you are not one) major problems in these work products? Where
or with policies to are the most costly errors or problems? What
which the work is would the situation be like with no problem?
compared

Three  Expert What would it look ke if there were no
problem? What should we expect of excellent
performance? Why aren't we getting it? Why
have past efforts fafled? What's in the way?

Four  Jobincumbents  What's getting in the way? Why are employees
having these problems? If you were king or queen,
how would you solve it?

Five  Theliterature What does the fiterature say about the most typical
barrers to success in these areas?

Six Supervisors. I've shared the major problem areas with you.

Do they match your perceptions? Why does the
organization have each of these problems? What
are the causes? What can the organization do? If
you ruled the organization, what would you do?
Do you care about this problem? Is it one of your
priorities?
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Aware of Benefits Unconvinced of Benefits

Confident “Gung ho" “Hostile”

Not confident “Timid" “Out to lunch”
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Stage

Sources

Some Suggested Questions

One

Customer, sponsor

Why do you want to focus on safety now? Why
hasn't the problem been solved already? | looked at
our current safety program and wonder what your
thoughts are about it. What are our strengths and
weaknesses i this area now? Where can we find
the details about current safe and unsafe situations
and actions? (See Table 4.3 for more questions.)

Two

Regulatory reports

Review the documents for answers to the following:
What are we doing right? Wrong? What did outside
evaluators pinpoint? What did they recommend?
Where are the most grievous errors or problems?

Three

Accident reports,
insurance

claims, employee
complaints

Review the documents for answers to the following:
What are our problems? Where are employees
getting hurt? What are the patterns? What
situations and actions are unsafe?

Four

Job incumbents.

What is causing the maijor problems (identifed in
stages one through three)? Why are employees
having these problems? If you were king or queen,
how would you solve each of them?

Five

The literature

What does the fterature say about the most typical
barriers o success in these areas? What are the
recommendations? Why does safety training fail>

Six

Supenisors

I've shared the major problem areas with you,
based on my review of reports and claims. Do
they match your perceptions? Why does the
organization have each of these problems? What
are the causes? What can the organization do? If
you ruled the organization, what would you do?
How might the organization make safety a higher
priority? Is it one of your priorities?
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Opportunity

Rollout

Example

“What | have in mind is something that will help our people
understand our new commitment to empowerment. | see your
eyebrows raising, and | want you to make sure we have @
program that doesn't aise eyebrows, that sincerely helps our
folks move in this important direction.”

Focus

In a rollout, your emphasis is on figuring out what “it" is that the
executive is attempting to bring forward and on anticipating what
will dive success. You are looking for the beginning outines of
the vision, the optimals, of how performance and perspectives
will shift i the rollout i successful. Top priority then i to seek

the essence of optimals from sources, to compare those views of
optimals, and to press leadership toward something resembling
the beginnings of consensus on “empowerment” or “teaming”

or “conversion to automated records management.” The next
priority during performance analysis for a rollout s to identify
drivers, to anticipate what might get in the way. What obstacles
will appear? What should be put in place to drive toward success?

To the executive:

How do you define empowerment?
If we had empowered employees, what would they be doing?

If we were in conversation, now, with an empowered employes,
how might he or she be different?

Do we have employees who are already that way? If so, what do
you see them doing? May | work with them?

Have we captured examples of their thoughts and actions? Is
there a way we can begin to create a database of examples?
What can | read to help me understand empowerment? What
has influenced you?

As we look a ltle further along, what might get in the way of
our move in this direction?

What will it take to successfully move your people this way?

Do you think your employees will embrace this shift? Why?
Where might there be resistance? Why?
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Stage  Sources Some Suggested Questions
One  Customer,  Why are you focusing on these employees now? What
sponsor doyou perceive as key skills for the future? What are the
emergent challenges they will face? What are they doing
now that will endure? In what ways are you collecting best
practices? (See Table 4.4 for additional questions.)
Two  The literature, What trends are idenified? Emergent skils? Perspectives?
professional  Emergent challenges? New technologies?
associations  Where s the disagreement about emergent challenges
and skills?
Three Internal and ~ What trends do you identify? Emergent skills?
external Perspectives? Emergent challenges? New technologies?
experts From all these, what are the priorities that you associate
with this organization and market?
Four  Model What are you doing that strikes people as model? How
performers  are you approaching your work? How have you acquired
new skills and knowledge? What support did you get from
the organization? What do you think wil be involved in
redefining this role? Have you been asked to collect your
perspectives and practices in any ways?
Five  Job Do you see the value and benefitin these new roles and

competencies? Do you feel ready? What do you think it
will take to support your growth in these directions? What
might drive or impede your development?
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Concerns

Responses

“I ke needs assess-
ment. Will | stil get to
doit?"

Of course. Performance analysis sets the table for
needs assessment, finding the right places to direct that
focused study. In some organizations, the analyst passes
the project on to others who will do the needs assess-
ment. In others, the work is done by the same person.

“It would take me
hours to figure out how
to do this performance
analysis.”

This handbook will provide templates matched to the
Kinds of opportunities you're likely to have. Adapting the
template and sample questions will shave time off your
study. Use the book in a justin-time way, if you prefer.
Besides, you owe yourself the professional development

“This doesn't give me
enough time.”

PA probably doesr' give you enough time to feel cer-
tain. What it will do s give you a general picture of
what's happening, enabling you to recommend likely,
but not certain, directions and approaches. Remember,
PAs the beginning, not the end, of your work with your
customers

“I have projects in Palo
Alto, Capetown, and
Singapore. Will this
planning process help
me?"

Tintend it to. We'll talk about the issues that many coun-
tries, cultures, and seftings impose on you. Although
there are no easy answers, there are some strategies,
including the use of technology, that will address issues
raised by distance and difference.

“I prefer surveys. Can |
do one in performance
analysis?”

Yes, you can, especially if you are seeking priority direc-
ions, and after you've done sufficient study to be able
to present options in the survey. Technology is also
useful here. See Chapter Seven for ideas about how

to use technology to speed up and extend your reach

“Performance analysis.
Needs assessment. Get
serious. My manage-
ment won't give me
that much time."”

Take the bull by the horns. Although it is difficult to
justify lengthy studies, it is even more difficult to ju
hasty actions. Use architects and doctors as analogies.
Would your customer respect a physician or architect
who plunged into surgery or a building project without
diagnostics?
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Question Major factor % Afactor % Total%
Giving a good briefing doesn't count on 81 12 93
performance appraisals.

Engineers are the wrong 21 & 90
people to do the briefings.

Engineers are pulled away from their real n 19 90
work by the ings.

Engineering supervisors dorit encourage 58 30 88
engineers to do briefings.

Engineers don't know how to do briefings 30 37 67

and presentations.
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Analysis

Evoluation

How?

Review work products and
the literature; conduct
interviews, surveys, focus
groups; use secret
shoppers .. .

Review work products and the
literature; conduct interviews,
surveys, focus groups; use secret
shoppers . .. Use technology to
track opinions, visits, and forwards.

When?

Seven weeks before the
program is launched, the
‘analysis commenced.

As elements of the program are in
place, data are gathered. A pilotis
done in New England in six stores,
‘and customer safisfaction, supervisory
checklists, sales, and secret shoppers
resuls are compared to matched
stores in nonpilot regions.
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Steps to Authentic
Communications.

What You Might Think or Say

Monitor what you're
thinking and feeling.
Ask yourself what
you're thinking, how
you feel, why you
feel that way, and
what else might be
going on

I'm incredulous. This woman was assigned to talk with me
about team nursing and nurse leadership. Now she's stone-
walling, or | think she's stonewalling. Dr. Isaacs said he'd set it
up. | presume he did. | can't believe this. Its close to rude. And
1 hate to beg for information. This is awful. Get me out of here.

Take a tour of your
ideas and feelings.
Ave they reasonable?
How would the other
person respond to
your inquiries? Why
might they see your
questions differently?

Maybe I'm overreacting to her lack of enthusiasm. Has

Dr. Isaacs gotten around to explaining the effort to her and
why she is important to it? Did he explain my role? ls she
stonewalling, or does it just feel that way to me? She might
perceive me as meddling in her ongoing project, whereas | see
myself as helping to spread her view of the approach through-
out the hospital. Could she be concerned that | won't give her
credit for her work?

Make a case that
includes your per-
spective and hers.
Tell her why this mat-
ters to you; include
carefully selected
elements that reveal
your priorities.

“Why dor't we back up a bit? Did Dr. Isaacs tell you about his
project? | get the sense that maybe you haven't been included
up front in all o this, that you need for me to start from the
beginning. You are one of the nurses who is heading up

the hospital team leadership concept. You're actually doing it,
and from what Isaacs says, you're doing it in a way that they
want to spread across the organization. I'm here to learn from
you. I'm hoping that you will provide key definitions for us and
a clear view of where the barriers might be. I'm not a nurse,
but I've done quite a bit of work on teaming and team
leadership. We might have a lot to offer each other.”

Askfor help on this.

“Can | answer any questions you have? | want us to work
together on this. Without you, it’s hard for us to tallor this
important program to our hospital.”






OEBPS/ross_9780470478134_oeb_066_r1.gif
Dear Colleagues,

Last week | reminded you that Ray Trahn and the Executive Engineering Coun-
il are looking to improve the engineering briefings. | sent you to a short online
survey that sought your opinion on why the quality of engineering briefings is
declining and what you think should be done to improve them. Thanks for your
responses. We got a good mix of participation from engineers in all departments
with a wide range of experiences with the company. Your insights and suggestions
will help us improve the briefs.

As | promised, here is a quick overview of the results:

When asked why you think the engineering briefs are not appreciated by
customers, you rated these as the main reasons:

1. Giving a good briefing doesrit count on performance appraisals.

2. Engineers are the wrong people to do the briefings.

3. Engineers are pulled away from their real work by the briefings.

4. Engineering supervisors don't encourage engineers to do briefings.

5. Engineers don't know how to do briefings and presentations

When asked what you would suggest to improve the briefings, we received

-seven comments. Here is one: “No one seems to appreciate that we do these

briefings. It just seems like more work with no reward. In fact, we get just the

opposite—more pressure because we get behind in our work when we have to do

these briefings.” Several engineers’ opirions are summed up in this comment: "My

supervisor tries to get me out of doing the briefs. She has more important things for

meto do.” While two-thirds admit that not knowing how to do the briefings is a con-

tributing factor, more influential is how the briefs are treated within the organization

atlorge. If ts really important, how does the culture make that clear to engineers?
Thanks again for your help. If you have more to say about this, feel free to

contact me by email or phone.
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Stoge

Sources

Wht to Seek

One

Sponsor(s)

Why now? What are they hoping to accomplish?
What are the priority directions for their training
and development professionals? Any problems
they're seeking to solve? Any models or bench-
marks? Any literature that s influential?

Two

The literature or an
expert or consultant

Examine articles, books, and contributions to
professional associations for emergent competen-
cies. What are they emphasizing? Around what
topics and concerns do authorities’ opinions
cluster?

Three

Internal experts.

What are the top-priority trends for competencies?
What are they reading and scanning to influence
their thoughts? What challenges will dominate
here? What are the emergent problems and
opportunities? Are there online collections of
knowledge and wisdom that could serve as models?
1f 50, are they relied on? Refreshed?

Four

Sponsor(s)

Report on stages one through three. Seek priorties.

Five

Job incumbents

What are the top-priority trends for competencies?
What obstacles do they perceive? What will help
them move in these directions?

Six

Survey

What are respondents” top priorties for growth,
given what we have learned in prior stages? What
obstacles do they perceive for their growth?

What will help them move in these directions? See
Table 6.60, which represents the quest for prioriies,
and Table 6.6b, which seeks drivers.
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Purpose

The purpose of performance analysis s to help the organiza-
tion accomplish it goals by incorporating data from varied
sources and making effective decisions or recommendations
about what should happen next.

Components

The components of performance analysis are sources, kinds
of information, data, data-gathering strategies, and soluion
systems.

Data

The recommendations that result from performance analysis
e driven by the data that s gathered from sources, not by
whim, politics, or historical precedent

Defined input,
transactions, and
output

Input is sources’ perspectives on the work, worker, and work-
place. Examples of input are interviews, records, and work
products. Performance analysis transactions are the methods
used to gather information, such s interviews, review of
records and the lterature, and focus groups. The output of
performance analysis is twofold: first, the recommendations
regarding what to do and identification of the partners that
need to collaborate to do it; second, the involvement and
‘goodwill generated by asking sources to participate in the
process—and honoring their opinions

Output from one
phase serves as input
for the next

Each contact with a source influences subsequent contacts.
For example, what we learn from one expert will influence the
way we structure interviews with job incumbents. The infor-
mation provided by work products helps target the questions
we ask about what might be driving the problem.
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Products and Services Implications for Analysis

Dropio Integrated online locations to store:
www.dropio and access content and to enable
Marratech ongoing collaboration and archiving

www marratech.com

SAS Quantitative and qualitative data
Www.5as.com analysis. Data mining.
PSS

wwwspss.com

WordPress Software to enable the analyst to
www wordpress.org create ablog,

Blogger

www blogger.com

TypePad

wwwitypepad.com
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Stage Sources What to Seek
One Sponsor Why address check-in now? What's the prob-
lem? What is the sponsor hoping to accomplish?
Does she have any sense of the driver(s) of the
problems?
Two Customer Examine documents that reflect the concerns
complaints of customers and the sponsor. What are they
emphasizing? Around what problems do
they cluster?
Three Do you see the issues that were noted in cus-
desk personnel tomer comments? Can you see trends in drivers
of these problems?
Four Interviews with Seck the drivers of the problems identified in cus-
desk personnel tomer letters and calls.
and supervisors
Five Review of train- Seek the details of what people are taught about
ing materials ssues related to the identified probles.
Six What does the organization tell its people is

required?
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Background
Description

Example

Outcomes
Description

Example

Explain the reasons for the study. Why did you do this? What got
the organization or you involved in it? Why is this important? What
circumstances and assumptions served as underpinnings for this
effort? Who were the key players and what were their concerns?
Mary Detmer, director of human resources and training for Quick-
Pro Co, called in early February to talk about a long-term and
vexing problem in the organization. In her words, “Our perfor-
mance appraisals are an ongoing problem for us, undermining
many of our efforts, | believe.”

They've tried everything, she thinks. They've trained managers
in how to wiite the appraisals. They've revised the forms. Then
they've retrained. Then they've put the forms online.

When asked about the exact nature of the flawed appraisals, she
isn't entirely certain. Generally, she thinks that managers and super-
visors “do them in a perfunctory fashion, just to get the filed.”
She thinks that the whole situation needs a fresh look,
although she has some preference for o computer-based training
program that would directly hook into the online forms.

‘This section could be consolidated with the prior section.

This is where you describe what it is that the client or customer
is seeking. What is the vision that you heard from the client
and other sources? How did the client respond to your ques-
tions regarding aspirations for improvement? What did experts
say? What are the lessons provided by the literature and docu-
mentation? What do they want their people and organization to
become? What new skills, knowledge, perspeciives, and orga
zational patterns are sought?

Mary Detmer, human resources director, directed attention to the
corporate personnel policy manual (1/15/06), pages 23-32, for
the precise expectations regarding performance appraisals. In
addition, she named Juarita Omega and Curtis Sanders as her
two colleagues most capable of “fillng in the details.”





