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One of the most difficult requirements for the performance consultant is never to lose sight of the ultimate performance goals and best interests of the client.  The transition from training to performance demands a resolve that organizations constantly test.  Clients readily acknowledge that “we’ll have to get our people up to speed” on whatever the project is.  This admission, however, generally comes long after the project has been launched.  Documentation and training are listed tasks that they know must get done.  The traditional assumption is that somehow these will result in competent performance.  From the client perspective, there is a compulsion to check off the boxes showing task completion.  The last thing clients want is for someone to complicate their already overburdened lives with excessive demands for time and resources.  Yet by focusing on performance, this is exactly what you, as a performance consultant, may appear to be doing.  

Life is so much simpler when training is the default solution to performance success.  Proposing a systemic view of performance and offering up an array of interventions to achieve desired results may be relevant—but so apparently complex.  Suddenly, what seemed to be straightforward—training—has become far more burdensome.  To the client, this presents unanticipated demands.  Why are you changing the rules of the game?  Aren’t you stepping beyond your bounds?  To you, as a performance consultant, this creates strong professional challenges.

This chapter is designed to help you meet these challenges in a systematic, structured and professional manner.  It focuses on three performance consulting activities: selection, design/development and implementation.  It presents an overview of the process that leads the performance consultant from assessment to implementation.  It then describes a range of interventions beyond training and provides both models and examples.  The chapter adopts a system  view of performance improvement and offers a “basket of solutions” approach to achieving optimal human performance results.  Along the way, the chapter introduces a process and steps for developing performance improvement systems.  It describes essential roles and responsibilities of the performance consultant during selection-design/development-implementation with particular emphasis on the consultant’s brokering function.  The chapter also includes tips for managing clients during this very active phase and describes client responsibilities.  The chapter concludes with a review of key points and a transition to evaluation of interventions and monitoring of results. 

From Assessment to Implementation

As described in an earlier chapter, during the assessment phase, the performance consultant diagnoses the situation and identifies performance improvement  opportunities.  The diagnosis naturally leads to prescription, design, development and implementation of performance improvement interventions.  By intervention, we refer to a solution or solution component specifically designed to bridge the gap between actual and desired state.  It is a deliberately conceived act or system that is strategically applied to produce intended results.  This initial part of the chapter lays out the key steps that flow from identification of the gap to successful implementation of solutions which produce anticipated results.

As a performance consultant you play many roles: facilitator, diagnostician, designer, project manager, resource finder and a host of others.  You do this for the purpose of meeting your client’s needs, sometimes despite obstacles that the organization, in its desire to meet short-term goals, strews in your path (e.g. insufficient budgets, lack of accessibility to experts or target populations, impossible timelines, impatience with process).  Essentially, given the resources and constraints, your objective is to engineer  within this environment  the most effective and efficient performance improvement system possible.  The term “engineer” suggests systematic application of scientific and organized knowledge to achieve practical results.  It implies skillful, methodical and artful management of information and resources to build solutions that are based on solid, data-based foundations rather than tradition, enthusiasm or intuition.  

Engineers work with both conceptual and process models to create and build their solutions.  So, too, does the performance consultant.  Figure 1 presents an Engineering Effective Performance  model that has been applied to many organizations and projects (Stolovitch and Keeps, 1997).  The model consists of ten major steps, the first five of which are related to the assessment phase.  The remaining five deal with selection, design and development, implementation and finally, monitoring and maintenance of performance interventions.  What follows, is a brief explanation of the model.  The purpose for presenting this here is to place all of the performance consultant’s engineering activities into a coherent flow and system.  A secondary purpose is to clearly show the relationship of this chapter’s content, i.e., selection, design/development, implementation, to that of the earlier one dealing with the assessment phase and a subsequent one that will describe what this book has labelled the measurement phase.

Performance consultants operate to help organizations meet business requirements.  These are generated as a response to the external environment with its opportunities, challenges, resources, regulations and other characteristics.

Figure 1. Engineering Effective Performance Model



Consequently, the first step in engineering effective performance is to identify what these business requirements are.  The performance consultant does this either by proactively scanning the organization or by reactively receiving requests.  By far, the most common, although not necessarily desirable, scenario is the latter.  In organizations transitioning from training to a performance orientation, the usual request is for some sort of learning event.  If your department or service carries in its name “training”, “education” or “learning”, it is not surprising that the expectation is for you to produce some type of educational intervention.  Regardless of title or expectation, the major activity in this step is to document the request in a collaborative and open manner.  This allows you, in subsequent assessment steps, to analyze and determine the true nature of the requirement. 

The remaining assessment steps lead you to discover whether the requirement is to meet regulatory or other mandated conditions, new system demands or performance improvement expectations; current performance levels, if relevant; size, urgency and value of the gap between current and desired states; factors affecting the performance gap whether environmental, skill/knowledge or emotional/political.  Taken together, the five major steps of the assessment phase form a process, the outcome of which are a series of findings and conclusions. These offer a rich portrait of the opportunity for improved human performance.  When conducted systematically, the result of the assessment phase naturally points to potential performance interventions.

Assessment is a process with specific outcomes—findings.   Solution selection is also a process with its own specific outcomes.  Based on the conclusions of the assessment phase, the performance consultant draws up a list of potential interventions that fall into three main categories: environmental, skills/knowledge and incentives/motivation.  These mirror the performance gap factors identified during assessment.

While many interventions may be possible, the selection process requires further refinement.  The performance consultant examines potential interventions for appropriateness (Will it help close the gap internally and smoothly integrate with other departmental activities and conditions?), economics (Can we afford it?), feasibility  (Can it be done within constraints?) and acceptability  (Will the client organization and target groups accept/implement the intervention?).  Through collaborative analysis and discussion with the client group, the performance consultant produces recommendations for an integrated basket of interventions which will lead to desired performance results.

Once recommendations are approved, the next step in the Engineering Effective Performance  model is to develop each of the interventions.  The development process can be brief or lengthy, depending on the type of intervention.  Each intervention may also require a separate and distinct development process.  For example, the creation of a new compensation system is considerably different from the creation of a job aid.  However, at a meta-level, commonalities exist of which the performance consultant should be aware.  These are treated later in this chapter.  

The final two steps of the model include: implementation, chronologically divided into planning, execution and support; monitoring/maintenance which involves evaluation, measurement, fine-tuning and updating.  All combined, the Engineering Effective Performance  model outlines the steps of systematic human performance improvement.  Table 1, presents the processes and outcomes embedded in the model.

Table 1:  Steps, Processes and Outcomes in Engineering Effective  Performance

Steps
Processes
Outcomes

1 to 5


Assessment
Findings

6 and 7


Intervention selection
Recommendations

8


Design and development
Interventions

9


Implementation
Performance improvement

10


Monitoring and maintenance
Efficiency and effectiveness

With the complete process illustrated, we now turn our attention to the range of interventions for achieving desired performance.

Learning and Non-learning Interventions

Earlier, we defined the term interventions as “a solution or solution component specifically designed to bridge the gap between actual and desired state.”  Concretely, an intervention is anything the performance consultant can conceive of that is currently absent and whose presence will result in performance improvement.  Table 2 contains some examples to help illustrate the concept.

Table 2:  Examples of Performance Improvement Interventions
Current state
Intervention
Improved performance

Lagging sales


Increased commission
Soaring sales

High error rates
Feedback on error rates with comparisons across work teams


Low error rates

Waiting customers
Increased number of customer service representatives

 
No waiting customers

Inefficient use of new software


Training and job aids
Efficient use of software

Reports late
Removal of interfering tasks


Reports on time

In each case, something is done to intervene in the current situation that leads to a favorable change in results.  Please note that the final example in Table 2 is different from the others.  In this instance the intervention is not an addition, but rather an elimination of something (interfering tasks).  Removal of obstacles is an excellent and often inexpensive means for improving performance.

It is essential for the performance consultant to maintain an open mind in selecting and implementing performance interventions.  Information gathered during the assessment phase is the key to identifying appropriate interventions.  Only when the data clearly indicate lack of skills and knowledge are learning interventions appropriate.  More on this point.  

Organizations, once they reach a critical size for their industry, generally realize that there are benefits to spending time and money on training. Their reasoning is that employees must continue to learn in order to keep up with changes.  This is especially true of knowledge-based enterprises.  As the organizations grow, so do their training systems.  Over time these take on a life force of their own, promoting learning interventions not only as a benefit to the company, but also for their own survival.  Eventually, the learning services they offer become expected activities.  For client groups seeking to change work processes, restructure, launch new products and services, meet regulatory requirements, improve performance or move into new markets, training also becomes a natural intervention of choice.  Training has turned into the default selection for improving human performance.  Even the harsh economic contractions and downsizings of the early 1990’s scarcely affected training budgets.  Over the past five years, training expenditures in corporate America have surged  16 % or from $ 50.2 B to over $ 58.6 B. (Training 1993 to 1997).

Research (e.g. Stolovitch and Keeps, 1992) suggests that while learning plays a role in improving performance related to skills and knowledge, a host of other factors strongly influence how people perform in the workplace.  As a prudent performance consultant, you must carefully analyze assessment findings before selecting appropriate interventions.  What you are likely to discover is that learning interventions alone will not solve complex performance problems.

Learning interventions.  These are the range of actions or events designed to help people acquire new skills and knowledge.  Learning is a change in cognitive structures that results in the potential for behavior change (Gagne, 1985 ; Gagne, Yekovich and Yekovich, 1993 ; Stolovitch and Yapi, 1997).  It takes place within the individual.  There are many forms of learning interventions from which  a performance consultant may select.  Table 3 offers a continuum of these.

Table 2.  Continuum of Learning Interventions

Learning Interventions
Description

Natural experience
The individual is placed in the natural environment and learns through real-life, trial and error events.  This might also be labeled life experience.

Experiential learning
As above.  However, the individual also participates in structured debriefing sessions to reflect on experiences and draw conclusions.

On-the-job training
The individual assumes an apprenticeship role while working in an operational setting.  Guidance on how to perform is provided by co-workers and supervisors as needed.

Structured-on-the-job training
As above except that the operating work environment has been systematically organized for learning.  The individual has a learning plan and acquires knowledge and skills with assistance from trained lead workers, sometimes called structured-on-the-job trainers.

Simulation
The individual performs as s/he would in real life.  However, the setting is a re-creation (low or high fidelity) of the natural environment.

Role play
The individual assumes the role of another or of himself/herself in a different setting and acts out feelings, reactions, responses to various scenarios.

Laboratory training
Similar to simulation training except that the laboratory does not necessarily recreate the work environment.  The individual can practice a broad range of work activities not necessarily in normal job sequence.

Classroom training

 (live or virtual)
The individual acquires skills and knowledge through guidance from an instructor in a formal class setting removed from the workplace.

Self-study
The individual acquires skills and knowledge through self-learning, guided by structured materials ranging from print to highly sophisticated multi-media systems.

All learning interventions have as their prime mission the generation of new skills and knowledge.  The assumption is that these will lead to improved performance.  Numerous studies (e.g. Baldwin and Ford, 1988 ;   Broad & Newstrom, 1992; Ford & Weissbein, 1997) suggest the contrary.  They point out that little more than 10%-20% of training transfers to the job.  The reasons for this are many:  poor selection of trainees, insufficient or no preparation of trainees for the learning “event”, no explicit expectations from supervisors on application of training to the job, no incentives to apply learning, lack of support post training and many more (e.g. Stolovitch & Maurice, in press).  This suggests that learning interventions, while apparently appropriate for building skill and knowledge, do not necessarily result in significant on-job application and performance change. 

The consequences for you as a performance consultant are great.  Clients approach the training group for “training” interventions.  Their expectation is that some form of learning event will be produced.   And this will result in desired performance.  What the assessment phase will have indicated is a broad range of factors that must be considered.  Training may be necessary, but it is rarely sufficient.  To achieve success requires implementation of other non-learning interventions.

Non-learning interventions.  These are actions or events designed to change conditions that facilitate attainment of desired performance.  Anything that removes an obstacle or adds a facilitative element to the performance system qualifies as a non-learning intervention.  The possibilities are limitless.  However we can set some boundaries around them.  Essentially non-learning interventions fall into three major categories: job aids, environmental, incentive/motivation.  

Job aids:  Job aids are external memories.  They contain information that the individual does not have to learn and remember.  Much has been written about job aids (e.g.  Harless, 1981; Elliott, in press; Rossett and Gautier; 1991).  They may come in the form of a task list, an algorithm, a cookbook recipe, a decision table or a sophisticated electronic performance support tool (e.g. Gery, 1991, 1995;  Stone and Villachica, in press).  As learning is not always easy or efficient, job aids can guide the individual to perform an operation rapidly and without error.  The efficiency of the job aid resides in the rapidity and accuracy with which a task can be performed.  A simple example illustrates this.  

The public transit authority of a large city employs former bus and subway operators to sell monthly passes to public transit users.  This is to help the operators work until pensionable age.  Most have been forced to give up their bus or subway driving for health reasons (e.g. sight, heart condition, diabetes).  

Each month, riders purchase monthly passes in subway stations to obtain a highly favorable rate.  Let us say an adult pass costs $42, a child’s $26 and senior citizen’s also $26.   A user may request two adult, three child and one senior passes.  The seller must total the amount rapidly (there are long lines early in the month) and accurately.  Error rates are high (5%) and transactions take too long.  At the moment, the transit authority has no funds for an automated system.  Trials with calculators were not successful; sellers were slow and made many entry errors.

The transit authority decided to train the pass sellers on rapid math.  Trials still showed a high error rate although transaction speed improved slightly.  While considering various training options, the performance consultant to the team, devised a simple job aid shown below in Figure 2.

Figure 2:  Monthly Public Transit Pass Job Aid 
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With this, the seller listens to the request, “2 adults, 3 children, 1 senior” and hears “2 adults, 4 specials”.  Placing a finger on the 2 adult column and 4 special row, the seller finds the intersection of the two--188--and requests $188.  

A large laminated card and some practice resulted in high acceptance by sellers, high speed (less than one quarter the previous time) and a virtual “0” error rate.

The limits of this chapter do not permit detailed explanation of how to develop job aids or electronic performance support tools.  However, the references cited earlier contain guidelines and examples for creating these.

Environmental:  This category of non-learning interventions is extremely large.  It encompasses all the adjustments one can make within the work environment, either by eliminating barriers that prevent performance or increasing support mechanisms for obtaining and enhancing desired accomplishments.  Table 4 presents a convenient means for classifying environmental interventions.  It includes the general class of intervention, an explanation and examples of specific interventions.

Table 4. Types of Environmental 

Type of Intervention
Explanation
Specific Intervention Examples

Provision of information
Lack of clarity of performance expectations and feedback on how one is performing according to expectations combine to form the number one cause of performance deficiencies in the work place.  Other information factors that decrease performance are:  lack of access to required information, unclear or unavailable policies or procedures, inaccurate and out-of-date information, lack of communication about products, events, decisions.
· Create standards for doing the job.

· Harmonize conflicting standards.

· Set unambiguous performance expectations.  

· Provide current  catalogs and price lists. 

· Provide timely and specific information to the individual on how s/he is performing

· Develop a company policy on ethical practices.

Provision of Resources
Without sufficient resources, the individual cannot perform as expected.
· Provide appropriate tools and equipment to perform the job as expected.

· Provide sufficient time for task completion.

· Provide access to supervisors, specialists and resource personnel.

· Create workable, efficient procedures.

Redesign of the work environment
Inadequate organizational structure, communications systems, work processes and physical/administrative infrastructures create delays and inhibit optimal performance.
· Break down barriers between departments to increase cooperative, mutually beneficial decision-making and resource sharing.

· Introduce e-mail.

· Redesign work flow

· Eliminate bureaucratic procedures.

· Introduce better lighting and sound buffers to decrease ambient noise levels.

· Create networks to share files and peripherals.

Elimination of task interferences
The work environment creates conflicting priorities, and/or requires execution of tasks that may decrease performance on essential tasks.  As an example, filling out sales and contact reports may decrease time with customers and hence, sales.
· Create weekly work priority sheets with a procedure and verification/approval process.

· Assign tasks to individuals most capable and desirous of performing these and free up others to focus on other required tasks.

· Audit tasks being performed and eliminate or reassign nonessential ones.

· Set policies that reward accomplishment of priority tasks.

· Increase support personnel.

· Automate routine tasks.

· Remove trivial tasks from essential workers.

Selection
Persons who do not have essential prerequisite skills and knowledge or appropriate characteristics and talents to perform drain the organization’s resources.  Training may improve performance somewhat but will rarely achieve desired results.  The negative consequences to the individual, work colleagues and customers can be dramatic and costly when selection is inappropriate.
· Establish competency and characteristics requirements for the job along with performance-based measures for selection.

· Create a performance-based assessment center.

· Set clear performance goals (both behavior and accomplishments) with set checkpoints during a specified trial period.

· Target recruitment to the widest range of high probability sources for appropriate candidates

· Train selection committee members on performance-based selection methods and provide clear examples of poor selection.

Provision of support
Performance, especially during early stages, requires encouragement monitoring and support.  Research shows that when early performance attempts fail, individuals soon return to previous patterns of behavior.
· Create initial meetings that cooperatively define expectations.

· Encourage and reward initial performance attempts.

· Build regular monitoring and support systems that include coaching.

· Create a performance tracking system with specific supervisor intervention menus.

· Recognize and publicize accomplishments.

· Build in regular meetings to review performance and provide support.

· Provide adequate resources to demonstrate support.

Incentives/Consequences/Motivation:  Incentives are stimuli the environment provides which, when perceived as meaningful and valued, increase motivation to perform.  Somewhat akin to incentives, consequences occur after performance.  A promised commission on a sale is an incentive (a priori); receipt of the commission for a sale is a consequence (a posteriori).

A fine for speeding is also a consequence (a negative one) which may dampen motivation to speed.

Motivation is an internal response to outside events.  According to cognitive psychologists (e.g. Clark, in press), motivation is greatly influenced by two primary factors: value  (e.g. how highly a person values the desired performance and confidence  (e.g. how confident s/he is of successful performance).  While the relationship between value and motivation is linear — the greater the perceived value, the greater the motivation — the relationship between confidence and motivation is curvilinear (under and overconfidence result in low motivation; perceived challenge, with some possibility of success through effort produces high motivation).  Figure 2 illustrates these relationships.

Figure 2.  Relationship between motivation, value and confidence






Table 5 presents incentives/consequences and motivation as two classes of performance interventions with explanations and specific intervention examples.

Table 5.  Types of Incentive/Consequence/Motivation Interventions

Type of implementation
Explanation
Specific Intervention Examples

Provision of incentives/ consequences
People perform well when they see what is in it for them as well as for the organization.  Clear meaningful, equitable rewards for performance and consequences for lack of performance result in improved performance.  Incentives may be both monetary and non-monetary.  It is essential that the incentive/consequence system be seen as fair —no rewards for inadequate performers.
· Pay for performance system

· Bonuses for outstanding achievements

· Realignment of commissions on sales

· Career enhancement opportunities

· Recognition for superior performance

· Enhanced status system (pins, titles)

· Positive reports placed in file

· Time off

· Additional resources provided

Enhancement of motivation
People perform better when “motivated”.  Operationally, this means that they value what they do, feel secure in their work, yet are challenged by it and believe that with reasonable effort they can achieve success.
· Value of required performance shown through meaningful explanation of impact

· Links established between performance and personal growth

· Value of performance tied to incentives/ consequences

· Unnecessary threats to job security eliminated

· Desired performance made challenging, yet attainable

· Meaningful “contests” that stimulate self- challenges

· Impact of performance clear

· Support systems that build confidence

What emerges from the foregoing discussion and descriptions is that many forms of interventions are available to the performance consultant.  Improving human performance seldom emerges from a single intervention.  Performance systems are complex.  It is only natural then, that means for improving performance will require an array of learning and non-learning interventions.

Selecting Performance Interventions

The assessment phase resulted in a series of findings:  desired state, actual state, feelings of all parties and stakeholders involved, causes and perhaps some initial thoughts about solutions.  How do you translate findings into recommendations?  As a performance consultant, operating within a training to performance transition context, you must address three important issues when the initial client expectation is for training.  

First, there is a strong likelihood that training will be insufficient (if it is even necessary) to achieve desired results.  This means that you will have to prepare the client early in the process for this eventuality.  Secondly, there is a limitless number of performance intervention possibilities.  The initial set of selected interventions may be large and varied with many falling far outside the normal purview of the training community.  If clients are unprepared for this, they may be shocked, uncomfortable and resistant your recommendations.  The performance consulting group, itself, also has to deal with what may be “uncomfortable” and certainly unfamiliar selections.  In the past, discomfort in the training group may have arisen from lack of familiarity with a training strategy (e.g. case study method, listening teams), medium (e.g. CD-ROM; high fidelity simulator) or delivery system (e.g. bi-directional television; internet).  Now the stakes have risen much higher with many of the potentially relevant interventions clearly outside the traditional training department’s sphere.   In reality, there is little to fear as we will see when we later describe the roles and responsibilities of the performance consultant.

The third issue is one that should bring a sigh of relief to performance consultants.  Following the 80/20 rule, the majority of interventions that apply to most performance improvement cases is small in number.  Although performance improvement problems/opportunities come in many varieties, the range of interventions generally required to close the gap is relatively narrow.

Step one  in selecting appropriate interventions is to examine the findings from the assessment phase.  These will most likely appear in some form or another as follows.

•
Lack skills or knowledge essential for the job.

•
Lack job relevant skills or knowledge, but performers may refer to readily accessible external information, procedures, decision guides or information systems to perform at desired levels.

•
Lack clear performance expectations.

•
Lack unambiguous performance standards.

•
Lack timely information on how well they are performing.

•
Lack appropriate prerequisite skills, knowledge, background or personal characteristics to rapidly meet performance levels.

•
Face interferences that discourage or prevent desired performance.

•
Face obstacles in the environment, (organizational, administrative, infrastructural, physical) that inhibit desired performance.

•
Have to work outside the accepted way the job has been structured to achieve desired performance levels.

•
Work with inefficient processes that inhibit desired performance.

•
Are not meaningfully rewarded or are even punished for desired performance, or do not perceive the reward system as fair and equitable.

•
Do not value the desired performance.

•
Do not feel confident they can perform.

•
Lack required tools, materials, supplies or support systems.

•
Lack access to information necessary to perform.

•
Are not encouraged or supported by supervisors or management.

•
Are not supported by appropriate technical specialists.

While this list is far from exhaustive, it covers most performance improvement situations.  Others which the assessment has identified may be added to the list.

Step two  involves matching the list of findings— which in essence are causes of performance deficiencies — with appropriate intervention types.  The job aid in Table 6 assists in doing this.

Table 6.  Performance Intervention Selection
Based on the data collected during the assessment phase, identify relevant performance interventions:

If performers ... 
Consider ...

Lack skills or knowledge essential for the job
Training



Lack job relevant skills or knowledge but may refer to readily accessible information, procedures decision tables or information systems to perform at desired levels.
Job Aids




Lack clear performance expectations
Setting performance

 

expectations

Lack unambiguous performance standards
Setting performance


standards

Lack timely information on how well they are performing
Feedback systems




Lack appropriate prerequisite skills, knowledge, background or personal characteristics to rapidly meet performance levels
Selection



Face interferences that discourage or prevent desired performance 
Elimination of task


interferences

Have to work outside the accepted way the job has been structured to achieve desired performance levels
Job redesign



Face organizational obstacles (structural, communications, climate, administrative, infrastructural) that inhibit performance
Organizational redesign



Face physical obstacles that inhibit performance 
Environmental redesign




Work with inefficient processes that inhibit desired performance
Process redesign



Are not meaningfully rewarded or are even punished for desired performance or do not perceive the reward system as fair and equitable
Incentives/Consequences



Do not value the desired performance, do not feel confident they can perform or do not feel challenged to perform 
Motivation systems



Lack required tools, materials, supplies or support systems
Provisions of resources



Lack access to information necessary to perform
Provision of information



Are not encouraged or supported by supervisors and/or management
Increased management


support

Are not supported by appropriate specialists
Increased technical support



As stated earlier, the job aid, while not exhaustive, covers a significant number of causes and interventions drawn from numerous performance improvement cases.  The following simple example illustrates its use.

Harry’s Diner

Harry is your brother-in-law.  He owns a diner in an industrial park.  His major trade is breakfast and lunch, with some traffic flow-through during the morning and afternoon (coffee, toast, sweet rolls).

Harry has been lucky in that there hasn’t been much competition.  But rumor has it that some fast food franchises are eyeing  the area.  Harry’s worried.  If he doesn’t keep his customers satisfied, he could lose them to a glitzy, nationally known fast-food place.  So Harry’s been analyzing his operations, listening to customers and watching for problems.

One glaring problem is the toast.  The short order cooks prepare the main parts of the meals.  The servers make the toast.  Harry buys his bread from an Italian bakery.  He has an “exclusive” with them in his area.  The bread arrives in full loaves (raisin; raisin-walnut; seven-grain; ciabatta).  Servers slice the bread, place the slices on the conveyer toaster (heated by gas flames for a toastier flavor) and pick the toast up when the slices drop into the receiving pan.

When the toast is done right, customers love it.  However, customers often  send toast back (10-15% of the time) because the slices are too thick, too thin, too dark, too light, too cold, uneven, etc.  Complaints and rejections increase during peak periods.  Rejected toast holds up orders, slows down service, makes customers late, creates tensions, increases costs, waste and rework and is a major sore spot because Harry’s toast is a big draw for the diner.

Harry’s Diner experiences a 40% annual turnover in serving staff.  So training is an important issue.  Training is done on the job.  A new server is teamed with  an experienced one.  The new server shadows, assists and after 2-3 days is given a section.

Servers have other tasks besides making toast.  They serve, make coffee, fill salt and pepper shakers, clean ketchup bottles, check bathrooms, prepare bills, and assist busboys in table clean-ups and set-ups.  They are also supposed to chat with the customers to build relationships and encourage repeat business.

Harry feels that the toast issue is a really serious one and that servers need better training in making toast than they are currently getting.  He has asked you to develop this training for him.

Table 7.  Harry’s Diner Performance Intervention Selection
Based on the data collected during the assessment phase, identify relevant performance interventions:

If performers ... 
Consider ...

Lack skills or knowledge essential for the job
Training



Lack job relevant skills or knowledge but may refer to readily accessible information, procedures decision tables or information systems to perform at desired levels.
Job Aids




Lack clear performance expectations
Setting performance

 

expectations

Lack unambiguous performance standards
Setting performance


standards

Lack timely information on how well they are performing
Feedback systems




Lack appropriate prerequisite skills, knowledge, background or personal characteristics to rapidly meet performance levels
Selection



Face interferences that discourage or prevent desired performance 
Elimination of task


interferences

Have to work outside the accepted way the job has been structured to achieve desired performance levels
Job redesign



Face organizational obstacles (structural, communications, climate, administrative, infrastructural) that inhibit performance
Organizational redesign



Face physical obstacles that inhibit performance 
Environmental redesign

 

Work with inefficient processes that inhibit desired performance
Process redesign



Are not meaningfully rewarded or are even punished for desired performance or do not perceive the reward system as fair and equitable
Incentives/Consequences



Do not value the desired performance, do not feel confident they can perform or do not feel challenged to perform 
Motivation systems



Lack required tools, materials, supplies or support systems
Provisions of resources



Lack access to information necessary to perform
Provision of information



Are not encouraged or supported by supervisors and/or management
Increased management


support

Are not supported by appropriate specialists
Increased technical support



In the Harry’s Diner  case, the assessment phase findings showed that personnel knew how to slice and toast appropriately.  Job pressures, especially at peak periods were the primary causes of rejected toast along with insufficient resources (toasters) and crowding around the toaster area.  Sometimes, only by asking a short order cook or a colleague to help, could orders be filled on time.  The job aid helps to identify five interventions likely to assist Harry with his performance problem.  Please note that training is not among them.

A Basket of Solutions

The Harry’s Diner  case, while not corporate, illustrates the systemic nature of performance problem solving.   Rarely is a single intervention sufficient to solve even mildly complex problems such as Harry’s.

The job aid in Table 6 helps select potentially suitable interventions.  However, system constraints such as resources, time, budget and personnel generally do not permit implementation of all  selected interventions.  As a performance consultant, you, in collaboration with the client, must narrow these down to a workable few.  The result is a “basket of solutions” appropriate for implementation.

The performance consultant must be a system  thinker.  This means that s/he views performance improvement as the outcome of a number of interrelated elements operating within a specific context.  Just as an automobile engine is a system comprised of spark plugs, pistons, fuel infection, cylinders and other elements all operating interrelatedly to power the car, so too, the performance interventions function together within the work context to produce improved performance.  There must be harmony and alignment among all elements to achieve desired results.  In the performance system, five criteria apply both for selecting the final basket of solutions and for verifying alignment.  These are:

· Appropriateness:
The intervention will help close the gap.  It responds perfectly to a major cause for not achieving intended results and/or has a high-probability of leading to desired outcomes.

· Economics:
The budget permits us to do this.  The cost of the intervention is less that the cost of the performance problem.

· Feasibility:
The capability, resources and timelines make this intervention possible.

· Organizational Acceptability:                             
This is an intervention that is culturally acceptable and will not be rejected because of its nature or characteristics.

· Individual Performer Acceptability:
This is an intervention that the targeted performer group can live with and will not reject.

Using a 0 to 4 scale, the performance consultant and representatives of the client group can assess each of the potential interventions, total the scores and select the highest scoring interventions.  Table 8 shows how the ratings are done.

Table 7:  Performance Intervention Rating

· List all selected performance interventions.

· Rate each one for each criterion using the scale:

4 = Excellent fit

3 = Good fit

2 = Could fit with some difficulty

1 = Very poor fit

0 = Unacceptable

· Eliminate any intervention that contains even one “0”.

· Total scores for all criteria and rank.

· Select the combination of highest ranking interventions.  Retain the most efficient (time/resources) combination given the total available budget.

Intervention
Appropri-ateness
Econ-omics
Feasi-bility
Org. Accept-ability
Indiv. Accept-ability
Total 
Rank
Retain
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Using the Harry’s Diner  case, Table 8 illustrates what a completed rating table would look like.

Table 8:  Performance Intervention Rating:  Harry’s Diner

Intervention
Appropri-ateness
Econ-omics
Feasi-bility
Org. Accept-ability
Indiv. Accept-ability
Total 
Rank
Retain

(()

Elimination of task interferences


4
2
3
3
4
16
3
(

Job redesign


4
2
2
3
4
15
4
(

Environmental redesign


2
0
1
0
3
6
5


Process redesign


4
3
3
4
4
18
2
(

Provision of resources


4
4
4
4
4
20
1
(

The retained interventions can now be translated into specific performance intervention solutions (e.g. purchase additional toaster; slice breads for toasting prior to  peak demands; assign a dedicated person to slice bread during  peak periods to alleviate demands on servers; eliminate interfering server tasks).  The Harry’s Diner  example also illustrates how the retained interventions smoothly fit together to form an integrated basket of solutions.

Designing and Developing Performance Improvement Systems

The most important point to retain about designing and developing performance improvement systems is that the performance consulting group does not have to create all the interventions.  Performance consultants are responsible for helping to select systematically the appropriate combination of interventions.  Subsequent roles will vary based on the nature of the interventions.  The next section of this chapter elaborates on roles and responsibilities.  Suffice it to say here that design and development should be done by qualified persons and teams with you facilitating and monitoring the process.  As an example, selection and purchase of new toasters are obviously not areas of performance consultant expertise.  Harry can do a better job.

To state that there are different design/development processes for different interventions is an oversimplification.  For example, environmental redesign and process reengineering have well established models and processes for producing their outputs.  These may dramatically differ in approach and detail.  However, some overall model and set of tools are necessary for performance consultants to monitor or help manage and coordinate the creation of all retained interventions. The authors of this chapter have found the systems approach  to be helpful as a meta-model for building a performance system.  Essentially, it breaks into five basic components as shown in Figure 3.

Figure 3:  Design/Development System Model
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Analyze.  Each intervention requires a careful reexamination of the assessment and selection data.  Based on this review, the development team must analyze the specifics of the situation, especially desired performance outcomes, time, budget, resources and constraints and integrate with other performance improvement system components.

Design.  Based on the analysis outputs, the development teams produce design specifications which lay out all the components of each proposed intervention.  Appropriateness, economics, feasibility and acceptability once more become critical criteria for ensuring that the design will work within the organizational context.  What emerges are detailed blueprints for the interventions along with a rationale and, where appropriate, proposed verification/test points.

Develop.  In this phase design blueprints are converted into prototype interventions that can be verified by experts for accuracy and technical feasibility as well as tried out by intended performers to assess whether or not they will work.  Sometimes, microcosms of the interventions (e.g.  a module; a simulation) is built to derive feedback on usability and to produce feedforward for creation of new components.

Evaluate.  At each step, the performance consultant, client organization and appropriate internal specialists verify to ensure that the performance goals are being met.  Once more, the criteria of appropriateness, economics, feasibility and acceptability come into play.  To these, compatibility with other initiatives and/or interventions is added.  In the development phase, evaluation includes actual tryout testing of increasingly more complete versions of each intervention.  

Feedback.  Based on evaluation findings, information is fed back to the development team for purposes of revision.

Two tools that performance consultants may find useful to apply during design and development of interventions is some form of timelining instrument and what is familiarly called a RASCI chart.  The timeline tool most often used in performance consulting is the familiar GANTT chart.  Other, more detailed and refined systems exist for planning and monitoring development (e.g. PERT, Critical Path Method).  However, for most performance improvement projects, the authors have found the GANTT chart with its list of activities and projected start and end dates to be a usable tool which communicates well to clients and work teams.  An example of one for the Harry’s Diner  case appears in Figure 4.

Figure 4:  Timeline for Harry’s Diner
Activities
Timeline (Days)


1
2
3
4
5
6
7
8
9
10
11
12

1. Analyze task interferences













2. Create task elimination/redeployment list













3. Eliminate/redeploy tasks













4. Evaluate task elimination/redeployment results













5. Analyze server job













6. Create new job description













7. Implement new job description













8. Evaluate impact of new job description

9. etc.













Both projected and actual times can be displayed on the GANTT chart. Software programs (e.g. Microsoft Project) permit automation of timeline planning and monitoring.  This is especially useful for complex projects.

The RASCI is an excellent, though less well known, tool for planning and monitoring design and development of interventions.  RASCI stands for Responsible, Approve, Support, Consult  and Inform.  For each intervention (unless it is a small one like Harry’s Diner ), the performance consultant, with all relevant parties creates a two-dimensional matrix.  This matrix lists all activities to be performed along the vertical axis and all parties involved in the performance improvement interventions along the horizontal.  Cells are labeled with R, A, S, C  or I  depending on the role each party assumes for a particular activity.  Every activity must have a R.  Many activities require an A.  S, C  and I are entered as needed.  A highly useful variation is to include time estimates for each party for each activity (except Inform).  This permits parties to plan for required design and development time.  Table 9 shows a sample RASCI.

Table 9:  Sample RASCI Chart —  Consolidated Life Insurance Centralized Customer Service

Activities
Participants


Client
Perform. Consultant
Devlpmt. Team 

  (2)
Cust.

Serv. 

Reps.

 (4 )
Field Mgrs. (2)
DeskTop Pub.
Graphic Designer
Union

Analyze mandate for client services
A

2
C

4
R

20
C

10
C

10


I

Develop new    mandate
S

2
S

2
R

16
C

4
C

4


I

Verify new     mandate
A

2
I
R

16
C

4
C

4


C

Analyze total inventory of client service task
C

4
C

8
R

24
C

36
C

10


I

Create new task inventory

S

2
R

24
C

10
C

8
S

8

C

Evaluate new 

task inventory
A

2
C

2
R

16
C

16
C

8


C

Review staffing and staff organization

C

4
R

16
C

4



I

Develop staffing strategy and organization
A/C

4
S

2
R

24
C

8
C

4
S

16
S

8
I

Verify staffing strategy and organization
A

4
S

2
R

24
C

8
C

4


I

etc.









Note: Cell numbers represent estimated number of hours to complete activity

Design and development of specific interventions generally require a team approach involving all stakeholders.  The more all parties “get their fingerprints on the gun”, the greater the likelihood of acceptance.  This will also facilitate the implementation of interventions later on.

To repeat an earlier statement, the performance consultant does not have to possess design and development expertise for all selected interventions.  As the sample RASCI chart in Table 9 indicates, your level of involvement is one of consultant, supporter and facilitator.  This leads us to the next section on your roles and responsibilities.

Roles and Responsibilities of the Performance Consultant In the Selection - Design/Development - Implementation Phase

Your roles and responsibilities as a performance consultant during this very active phase are varied.  A lot depends on the project size, degree of complexity and range of interventions involved.  Assuming that you do not have deep technical skills and knowledge with respect to the client’s operations, but possess strong instructional, project management and facilitator competencies, your major roles and responsibilities can be placed on a continuum.  Table 10 lays out this continuum that ranges from prime actor to occasional participant.

Table 10:  Performance Consultant Roles and Responsibilities —  

Selection - Design/Development - Implementation Phase

Role 
Explanation
Responsibilities

Selector - Designer/ Developer -Implementor
The performance consultant possesses sufficient expertise to select, create and implement the interventions.  The consultant has received a clear mandate from the client to perform all tasks.  This usually occurs in small, self-contained projects, usually dealing with familiar or easily understood content and solutions.
· Select interventions.

· Design/Develop interventions.

· Implement interventions in collaboration with the client.

· Act as the main resource, drawing from support services, technical specialists and outside vendors as appropriate.

· Manage the complete project.

Project Manager
The performance consultant assumes primary responsibility for gathering resources, managing all the activities of the phase, verifying and monitoring progress and in general, acting as the client’s agent.
· Establish resource selection criteria.

· Identify and select resources.

· Establish timelines and responsibilities.

· Manage all aspects of the project.

· Obtain client support and approval.

· Mediate.

· Facilitate.

· Consult.

· Verify and approve.

· Negotiate with development team/s and client changes in scope, timelines and budget.

· Ensure successful implementation.

Consultant
As the person most familiar with the performance improvement requirements, the performance consultant offers information, reviews development team work and makes recommendations.  The key role as a consultant is to act as project memory.
· Assist development teams with activities.

· Communicate project vision.

· Identify internal resources.

· Provide inputs as appropriate.

· Review draft ideas and materials.

· Interpret client needs and goals to developers.

Facilitator
This essentially assumes that the client or his/her agent has taken over this phase of the project.  The performance consultant plays a back seat role, stepping in when requested to help the project proceed smoothly.
· Identify resources on request.

· Explain to client or development/ implementation team members requirements of each that are not clear.

· Facilitate meetings.

· Mediate.

· Monitor and assist as appropriate.

Monitor
The project and client still belong to the performance consultant even though others are now doing all the work.  The performance consultant acts as an interested account manager, verifying activities and maintaining contact with client and work teams to ensure all is going as planned.
· Make periodic contact with client to verify degree of satisfaction.

· Make periodic contact with work teams to verify progress and quality of output.

· Provide information to the project as appropriate.

· Keep performance consulting department informed of project status.

As Table 10 points out, roles and responsibilities vary considerably.  However, a consistent theme does emerge.  The performance consultant remains an interested party throughout the entire phase, regardless of role.  To be successful in fulfilling any or all of these, you must create and maintain a collaborative work style with client and performance improvement team members.  This is the hallmark of the successful consultant.

Brokering In and Brokering Out

One of the most important roles the performance consultant plays during the selection-design/development- implementation phase is that of broker.  The previous section mentioned that the consultant frequently identifies and obtains resources for the project.  We now explore this further.

Several times, we have stated that the performance consulting group does not have to be able to do it all.  However a key and valuable role the group can and should play is that of resource broker.  What a broker does is act as an intermediary between client and performance intervention resources.  This requires the performance consulting group to spend time identifying potential resources, verifying capabilities and track records, maintaining an ever-expanding data base of internal and external resources, matching resources with client needs and, in some cases, actually contracting for services.

The aware performance consultant constantly scans the organization’s internal resources for insourcing  possibilities.  Many companies encourage departments to obtain internal servicing contracts (e.g. for consulting purposes to provide technical or legal expertise; to create specific products such as videos or software; to execute tasks such as reproduction).  The advantage of these resources is that they are familiar with company culture and are often less expensive than external vendors.

However, the world outside the organization offers a limitless array of expertise and services, many of which are relevant to the performance consulting group’s expanding repertoire of potential interventions.  To obtain skilled, reliable resources which can be brokered to client groups requires the performance consultant to attend conferences, scan pertinent journals, contact professional associations, obtain referrals and build networks of competent individuals and groups.

The brokering role is filled with opportunities and obstacles.  From the opportunity perspective, a broad and vetted bank of in-house and external resources allows the performance consultant to meet client design/development and implementation needs rapidly and with assurance.  However, some degree of responsibility does attach itself to the broker.  You ensure that the resources you propose are of high caliber.  You then have to “sell” the resources to the client.  Finally, regardless of role the performance consultant plays in the design/development-implementation phase, there still remain some management responsibilities.  Insourced or outsourced, you have to introduce the resources into the client organization, smooth the way for their integration and facilitate communication.  Occasionally you will also have to mediate between client and resources, all the while ensuring that the performance improvement goals are never lost from view.

Because interventions can markedly differ, the nature of the resources the performance consultant brokers will also differ in many ways.  Nevertheless, there are some general criteria that apply for selecting internal or external resources into the bank.  Table 11 provides a list of these criteria with explanation and suggestions for verifying how well a resource meets them.

Table 11:  Criteria for Selecting and Brokering Resources
Criteria
Explanation
Suggestions for Verification

Expertise
The resource must possess qualifications and demonstrated knowledge/skill to perform.  These may include technical, content and/or process competencies sufficiently advanced to allow the resource to perform with minimal support.  The expectation is that the resource’s expertise will be greater than that of the client group.
· Review qualifications (e.g. certifications; degrees) for credibility.

· Verify via references past performance.

· Verify work samples.

· Conduct performance-based interviews using interviewers with relevant backgrounds.

Track record
The resources should be able to provide references and examples of previous work.  Length of time performing the required work and evidence of success with similar projects are important elements of this criterion.
· Verify references and previous clients for process and outcome success.

· Review work samples.

· Verify professional organizations and informal network for work experience.

· Verify any awards and/or recognitions received for accomplishments.

Resources
Particularly for large projects, the persons or groups selected must be able to supply sufficient human and material resources to complete the job within the time frame.
· Verify size of operation.

· Verify quantity and quality of human and non-human resources to determine if these are sufficient for the job.

· Verify availability of resources.

Knowledge/ experience working with the industry
Previous experience with or sound knowledge of the industry makes it easier for the resource to come up to speed on the project.  Although not always essential, this type of experience can also decrease length of learning curve.
· Verify past performance to identify work experiences with industry.

· Interview to determine knowledge of industry.

· Verify industry references for quality of work.

Cost
Similar resources may vary considerably in cost.  However, higher priced resources may be worth additional expense due to capability, experience and less rework.  Cost, all other things being equal, is a factor to consider.
· Benchmark costs with other organizations or professional groups.  Select and compare cost estimates.

· Discuss costs with desirable vendors and verify flexibility.

· Compare cost to quality of output.

Credibility
Clients must have confidence in the resources they engage for their projects.  In addition to qualifications and experience, resources that project competence and present information well facilitate client acceptance.
· Interview to determine how well the resource projects credibility.

· Performance test in role play situations that are confrontational and demanding.

· Verify with previous clients degree of perceived credibility.

In addition to the general criteria listed in Table 11, other selection criteria specific to a project may also be considered such as: quality of proposal, feasibility of proposal timelines, responsiveness to client needs.  The brokering role contains many dimensions.  Qualifying resources, maintaining a resource (internal and external) bank and matching resources to client needs are important ones.

The broker-performance consultant role may also include contracting with resources, managing them and monitoring performance.  Much depends on the degree of involvement the performance consultant is called upon to play.  Regardless of role, however, the brokering in and out of resources remains a usual task for most performance consulting groups and a useful set of skills for the consultant.

Managing Clients

In all phases, the performance consultant constantly seeks to partner with the client.  However, this is not always what the client wants.  Three main ways consultants serve clients are as:

(
Extra pair of hands
The consultant does work the client has no time to do.  The client expects the performance consultant to pitch in and work under the client’s direction.

(
Expert
The client washes his/her hands of the work.  The attitude is one of “You’re the expert.  Just make it happen.”  The performance consultant is expected to perform all tasks (perhaps with the help of various resources s/he acquires).  The client approves or disapproves of results.

(
Collaborator/partner
Client and consultant each have mutually supporting roles to play.  The client, as primary interested party, articulates needs, provides information and makes available needed internal resources.  The performance consultant provides expertise, resources and project management appropriate to human performance improvement.  Both work together to achieve desired results.

Of the three, the most desirable is that of collaborator/partner.  This is not to say that the other roles may not be appropriate from time to time.  However, performance consulting, as the name suggests, is a service function.  The client has ultimate responsibility for the project and its success.  The performance consultant’s responsibility is to help  make success happen.

It would be wonderful if all clients viewed the relationship between themselves and you as one of equal partners.  In reality, this is not often the case.  You face difficult challenges for managing clients to act in ways that are ultimately “for their own good”.  This has a manipulative ring to it.  However, this is not something “sneaky” or unethical.  Many clients still perceive the performance consulting group as a training service that produces and runs courses.  This can be especially true if your group is transitioning from a training to a performance orientation. You have a responsibility to educate clients about your role, the appropriate expectations they should have and the optimal relationship for achieving results they desire.  Below are some suggestions for helping clients make the best use of your services.

· Inform clients of what performance consulting is.  Explain the roles and services they should expect from you.  Provide concrete examples.

· Show samples of what the performance consulting group has done for other internal clients.

· Explain clearly the responsibilities clients must retain during selection – design/development-implementation.  These generally include:

· Reviewing selected interventions with their rationales and providing input on economics, feasibility and organizational acceptability.

· Approving the retained basket of solutions.

· Participating in and/or approving selected resources.

· Providing information and content expertise (personally or through appropriate specialists); facilitating access to required content information/subject-matter specialists.

· Facilitating access to targeted performers for tryouts.

· Participating in budget and timeline reviews.

· Participating in planning, decision-making and, as appropriate, troubleshooting.

· Providing feedback and reinforcement for successes.

· Guide clients to protect the performance improvement team so that it may focus on critical tasks.

· Help clients to produce communications, activities and accomplishments concerning performance improvement that they can take to senior management or to internal staff.

Overall, managing clients means insuring that they do all that is necessary to achieve results they themselves value.

The Client’s role in Selection, Design/Development and Implementation
As a performance consultant, you are a major player in the selection of performance interventions.  While remaining an interested party, you may or may not be as active in the design/development and implementation stages.  However, the client remains the owner of the performance improvement venture from beginning to end.  In this final content section of the chapter, we return to the main reason for all of the selection-design/development-implementation activities.

A business need triggered a requirement for a change in human performance.  As a result of proactive scanning or as a recipient of a request you, as a performance consultant, became involved in the change requirement.  If your organization is one that in the past has primarily turned to training as the solution  to performance change, the initial client contact most likely took the form of a request for an educational intervention.  Assessment analyzed the request and produced findings suggesting multiple factors influencing the gap between desired and actual states.  Selection transformed findings into a proposed basket of solutions.  During design and development, these were created and formatively tested.  Implementation, the next major step, has seen the interventions disseminated to the operational setting to bring about the desired change.  Throughout, the client has remained responsible although s/he may have occasionally forgotten this.  It is the client’s project.  There is no one else who can replace him/her in the roles and duties associated with this responsibility.  The performance consultant can certainly help in the execution of these.  Table 12 lists major client responsibilities during the selection-design/development-implementation phase and ways the performance consultant can assist.

Table 12: Client Responsibilities and Ways Performance Consultants Can Assist
Client Responsibilities
Ways Performance Consultants Can Assist

Approve selection-design/development-implementation outputs (intermediate and final)
· Review materials for approval prior to client.

· Verify that all approval materials are clear and accompanied by credible rationales.

· Ensure sufficient lead time for client review and approval.

· Facilitate approval meetings.

· Mediate between client and performance team.

Provide resources
· Verify for reasonableness of resource requests prior to client submission.

· Coordinate resource requests.

· Identify and qualify resources beforehand.

· Help prepare rationales for resource requests. 

· Identify alternative solutions to resource requests (e.g. simulations as opposed to early trials with actual performers).

Support performance improvement team
· Explain to client need for constant support to facilitate performance improvement team’s work with internal staffs.

· Obtain authority to act on behalf of client.

· Schedule and facilitate periodic meetings with client to update him/her on progress and transmit support needs.

Facilitate payments
· Inform client of payment issues and consequences.

· Prepare files on payment problems (e.g. delays in purchase orders or invoice processing).

· Intercede with legal, accounting or client payment processing to speed up payments.

Contract
· Help prepare contracts for signature.

· Explain contract terms to contracted resources.

· Facilitate processing of contracts.

Monitor progress and results
· Provide client with progress updates and implementation results.

· Create/Build in an on-going evaluation system.

· Report to client meaningful data.

· Bring to client attention significant milestone achievements, problems or data.

Reward/reinforce
· Bring to client attention opportunities for recognition.

· Suggest appropriate means for recognition.

· Create recognition symbols and events.

The performance consultant is an influencer, facilitator and partner in performance improvement.  You do not replace the client.  Nevertheless, clients are generally operational persons consumed by numerous demands on their time.  You can make the performance improvement process so much smoother and efficient by working with clients to help them attend to their responsibilities and fulfill their appropriate roles.

Summary and Conclusion

This chapter addressed the selection-design/development-implementation phase of the performance improvement process.  It presented an engineering effective performance model that linked assessment, selection of interventions, design, development, implementation, evaluation, monitoring and maintenance together.  The chapter focused specifically on the central phase where the bulk of the performance improvement activity occurs.  It also provided numerous suggestions and guidelines to the performance consultant on what to do at each stage.  During selection, the performance consultant plays a central role in identifying and building the rationale for the retained basket of performance improvement interventions.  During design, development and implementation the role may remain primary (if the consultant actually goes on to create the interventions and participate in carrying them out) or switch into a management or support mode.  Regardless of role, the performance consultant still remains actively engaged and interested, facilitating where appropriate, providing resources where necessary.  An on-going activity for the performance consultant with respect to this phase is the creation of resource banks, built up from both internal and external resources and prequalified by the performance consulting group.

The closer the performance project moves to implementation, the greater the involvement of the client.  Throughout the entire phase s/he has important responsibilities and tasks to perform.  The performance consultant, discretely or directly, intervenes as an influencer or guide to smooth the process.  As implementation arrives, the client takes final ownership of the performance interventions and their results.  Evaluating, monitoring and maintaining the performance change become the next set of challenges for both client and you.
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