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“Yes we can!” is the answer to 


these questions Can we improve 


performance? Can we get better at improving 


performance? Can we claim to have  


• a powerful theory base? 


• an extensive research base? 


• an extensive validated practice base? 


• documentation for our claims? 


	 I will also answer these questions to support 


the “Yes we can!” argument: 


Who is the “we” who can? 


What is our theory background? 


How can we improve performance? 


What types of  performance can we improve? 


In what settings can we improve performance?


Who “we” are    


We are members of  ISPI and fellow travelers 


such as members of  the Organizational Behavior 


Management Network.  We include  


• Applied Behavior Analysts 


• Clients 


• Consultants 


• Managers 


• Performance Technologists 


• Researchers  


• Theorists 


• Trainers


“Applied Behavior Analysts” is listed first to 


reflect the alphabet and history.  Several of  the 


pioneers of  human performance technology 


(HPT) had behavioral psychology as part of  their 


educational histories.  Not behavioral psychology 


in general but a very specific and unique 


approach: the approach has had various names, 


including “operant conditioning,” “Skinnerian 


psychology,” and “applied behavior analysis.”  


The theory underlying applied behavioral 


analysis owes much to the work of  B.F. Skinner 


and Fred Keller.  Fred Skinner and Fred Keller 


were lifelong friends and both were personally 


involved programmed learning in the 1960s 


and published widely about other applications 


of  behavioral principles.  Much of  the early 


research and development in HPT was done by 


behaviorists who had studied with one of  the two 


Freds.  


	 I should point out, so you will not be 


confused by the premature obituaries, that the 


behavioral approach has been declared “dead” 


on at least 3 separate occasions during my 


lifetime.  The purported deaths apply to several 


varietals of  behavioral approaches but do not 


reflect the state of  applied behavior analysis.  


The most recent death notices have been issued 


in celebration of  the “cognitive revolution” in 


psychology and education.  The death notices 


reflect revolutionary enthusiasm but do not 


reflect reality.  The contributions of  applied 


behavior analysts have flourished, not died, and 


have been incorporated into mainstream thinking 


in management, special education, clinical 


psychology, human performance technology, and 


other areas of  application. 


	 When the descriptive label “human 


performance technologist” came into common 


use people noticed that the field is broader 


Yes We Can! 
A Masters Series Presentation


by Dale M. Brethower, Ph.D.


Dale M Brethower, Ph.D., 
is a licensed psychologist 
who has been involved 
in the training of  school, 
clinical, and organizational 
psychologists. He is Professor 
Emeritus in the Department 
of  Psychology, Western 
Michigan University. 
He is considered one of  
the pioneers of  the field of  
organizational behavior 
management and Human 
Performance Technology. 
Dale is a past-president of  
the International Society for 
Performance Improvement, 
and he is a recipient of  
many awards including 
ISPI’s highest, the Honorary 
Member for Life Award 
in 2004 and the Thomas 
F. Gilbert Distinguished 
Professional Achievement 
Award in 2007. He has been 
a member of  ISPI since the 
early 1960s.
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than programmed instruction.  “Human 


performance technologist” describes people from 


a variety of  backgrounds such as education, 


communications, organizational psychology, 


engineering, and the arts.    What human 


performance technologists have in common is a 


bias toward research-based practices that focus 


on getting measured results.  That simple bias 


sets HPT apart from many others who work in 


training, communications, human resources, and 


management. 


	 Who are we?  People from a variety of  


educational backgrounds and with an array of  


job titles but with a bias in common: we prefer 


research-based and validated methods that focus 


on results.


 What is our Theory Background? 


	 Historically, HPT has drawn heavily 


on general systems theory and behavioral 


psychology.  (Another name for the field, used 


by a few hundred people, is Behavioral Systems 


Analysis.)  The behavioral and general systems 


theory orientation is common to several of  


the thought leaders of  HPT.  My personal 


background in theory has three components: 


behavioral theory as represented by BF Skinner; 


general systems theory as represented by James 


G. Miller and Herbert Simon; applied behavior 


analysis as represented by articles published in 


the Journal of  Applied Behavior Analysis and Journal 


of  Organizational Behavior Management as well as a 


dozen or so books (included in the bibliography 


below); and approaches to clinical issues through 


behavior therapy as represented by the American 


Association for Behavior Therapy, gestalt therapy 


as represented by Fritz Perls, and rational 


emotive therapy as represented by Albert Ellis.   


	 Please believe that my theoretical 


background is an orientation, not a set 


of  blinders.  By accidents of  training and 


interaction with professional colleagues, I 


am able to describe work in my interest areas 


using the language of  cognitive psychology and 


psychodynamic (Freudian) approaches, among 


others.  I mention this to support the argument 


that some of  the theory disputes related to HPT 


are more about language than substance.  


How do we improve performance? 


	 We use research-based and validated 


methods that focus on results.  We 


• Work with clients 


	 The field of  human performance technology 


was given impetus in the very early years by 


people who had a day job in academia.  The 


HPT baton was carried from academia and into 


the rest of  the world by academics who added 


consulting to their duties or who left academia to 


earn a living as consultants or as practitioners (of  


HPT) who were hired by for-profit and not-for-


profit organizations.   


	 HPT people collaborated with clients to 


achieve measured performance results.  Clients, 


from time to time, left their jobs and became 


HPT consultants. For many years, we were 


people who knew one another, often worked with 


one another or in competition with one another, 


and met together once a year at ISPI conferences 


to exchange information, stories, and techniques.  


Much of  the communication in HPT was person-


to-person until there were so many of  us that 


we developed other communication channels, 


including books, journals, and newsletters. 


	 Many human performance technologists 


earned their living in training/human resource 


development departments.  ASTD, the American 


Society for Training and Development, remained 


the professional home of  many in the training/


HRD professions but the research and results 


bias of  HPT attracted thought leaders to ISPI 


and HPT. 
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• Share information 


Use client’s principles & practices


Use HPT principles & practices


	 The performance results we seek occur 


within the context of  an organization; we must 


work with the client.  The client-as-person 


and the client-as-organization work within a 


context, work within constraints, work within 


the realities of  their organization and its external 


environment, and work within the constraints of  


their knowledge and experience.  We must work 


with clients to learn about that organizational 


context and external environment, to learn 


how our principles and practices can fit into 


their principles and practices to produce worthy 


results.   


	 We learn about desired results by asking 


questions, examining documents, and observing 


people at work.  We ask questions like these: 


If  we change performance X, what good might 


it do?  What harm might it do elsewhere in 


the organization?  We learn about the client’s 


principles and practices, knowing that the client’s 


practices are part of  the problem and will be 


part of  the solution.  We educate the client by 


modeling specific HPT principles and practices.  	


	 Doing all that is more easily said than done.  


We have developed specific tools and tactics, 


some of  which I will describe as I describe the 


vast array of  performances that we can improve, 


that we know we can improve because we have 


done it, repeatedly, and can describe in detail 


how it was done. 


What performance can we improve? 


	 Allow me to give the broad answer first, 


then fill in the details and give specific references.  


We can improve a wide range of  performances 


by many different people in many different 


settings. 


	 We can improve the performance of  total 


organizations: processes, individuals, groups, 


teams, and departments. We can improve 


performance in many setting such as the 


workplace, school, family, and community. 


	 What Workplace Performance can we 


improve? 


• Safety 


• Attendance 


• Teamwork 


• Quality 


• Production---Output 


• Productivity--V/C


We can improve: Safety 


	 How do we improve safety?  The following 


references provide details but notice a few things 


discernible from the titles.  McSween describes 


how we can change the safety culture of  an 


organization.  We can change how people think 


about safety, how they prioritize safety practices, 


how they support safe behaviors, and how they 


measure and track results and make management 


decisions based on results. 


 


McSween, T.E. (1995). The Values-Based Safety  


	 Process: Improving your safety culture with a  


	 behavioral approach. NY: Van Nostrand  


	 Reinhold.		


	 Komaki and her colleagues acknowledge 


that a safety program has many components and 


show how it is possible to evaluate components 


of  the program to discover the importance (or 


lack of  importance) of  a specific component. 	


 


Komaki, J., Heinzmann, A. T., and Lawson,  


	 L. (1980) Effect of  training and 	


	 feedback: Component analysis of  a  


	 behavioral safety program.  Journal of   


	 Applied Psychology, 65:261-270. 
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	 Sulzer-Azaroff  discusses the many facets of  


accident prevention and uses a very broad term 


to describe the total effort.  Instead of  the “safety 


culture” that McSween mentions, she uses the 


term “behavioral ecology” to emphasize not 


only the human culture but also the physical and 


teamwork in different contexts, within a 


workplace, within a specific type of  group, and 


on the gridiron. 


Buller, P.F., & Bell, C.H. (1986). Effects of  team  


	 building and goal setting on  


	 productivity: A field experiment.  


	 Academy of  Management Journal. 29, 305- 


	 328. 


Johnson, D.W., Johnson, R.T., Stanne, M.B., &  


	 Garibaldi, A. (1990). Impact of  group  


	 processing on achievement in  


	 cooperative groups. Journal of  Social  


	 Psychology. 130 (4) 507-515. 


Komaki, J. & Barnett, F. (1977). A behavioral  


	 approach to coaching football:  


	 Improving play execution of  the  


	 offensive backfield on a youth football  


	 team.  Journal of  Applied Behavior  


	 Analysis. 10, pp 657-654.


We can improve: Quality 


	 The Brethower & Wittkopp reference shows 


connections between the logic of  the quality 


movement and a basic and validated concept 


of  HPT, the total performance system.  The 


article by Welsh and his colleagues illustrates 


application of  a very basic principle of  applied 


behavioral analysis, the Premack principle.  The 


Premack principle states that the opportunity to 


engage in a more valued activity can be used to 


reinforce performance of  a less valued activity, 


e.g..  do your homework and you may play. 


 


Brethower, D.M. & Wittkopp, C.J. (1987).  


	 Performance engineering: SPC and  


	 the total performance system. Journal of   


	 Organizational Behavior Management, 9,  


	 83-93. 


Welsh, D.H.B., Bernstien, D.J., & Luthans, F.  


	 (1992). Application of  the Premack  


	 Principle of  reinforcement to the quality  


technological environment.  


 


Sulzer-Azaroff, B. (1978) Behavioral ecology and  


	 accident prevention.  Journal of   


	 Organizational Behavior Management,  


	 2:122-130.


We can improve: Attendance 


	 The chapter by Carlson and Sperduto 


describes the consultation model used to work 


with clients to achieve specific and measured 


results related to getting to work and getting to 


work on time. 


 


Carlson, R.M., & Sperduto, W.A. (1982).  


	 Improving attendance and punctuality  


	 within a behavioral consultation model.  


	 In R.M. O’Brien, A.M. Dickinson, &  


	 M.R. Rosow, Industrial Behavor  


	 Modification: A management handbook.  


	 NY: Pergamon Press. 209-223.


	 Hermann and his colleagues focus on a 


specific technique for increasing punctuality and, 


thereby, validate the technique. 


 


Hermann, J.A., De Montes, A.I., Dominguez,  


	 F.M., & Hopkins, B.L. (1973). Effects  


	 of  bonuses for punctuality on the  


	 tardiness of  industrial workers. Journal  


	 of  Applied Behavior Analysis, 6, 563-570. 


Pedalino, E., & Gamboa, V.U. (1974). Behavior  


	 modification and absenteeism:  


	 Intervention in one industrial setting.  


	 Journal of  Applied Psychology, 59, 694-698.


We can improve: Teamwork 


	 These three references illustrate improving 
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	 performance of  service employees.  


	 Journal of  Organizational Behavior  


	 Management. 13, 9-31.


We can improve: Work Output 


	 These two references illustrate three points.   


	 First, “work output” is not the same thing 


as “productivity.”   Productivity is a ratio, an 


output measure divided by an input measure.  


The dollar value of  the output divided by 


the dollar cost of  producing the output is a 


productivity measure.  The distinction between 


output and productivity is important.  There 


are two common ways to increase work output 


and decrease productivity at the same time.  The 


obvious way is to spend more increasing the 


output than the increased output is worth.  The 


less obvious way is to increase work output in 


one part of  a process, doing so in a way that 


decreases the work output of  the total process.  


	 Second, one of  the often mentioned and 


widely misinterpreted phenomena, the so-called 


Hawthorne Effect, can be explained using 


fundamental principles of  HPT. 


	 Third, it is feasible to analyze specific 


variables that impact a complex performance. 


 


Parsons, H.M. (1974). What happened at  


	 Hawthorne?  Science, 183, 922-932. 


Luthans, F., Paul, R., & Baker, D. (1981).  


	 An experimental analysis of  the impact  


	 of  contingent reinforcement on  


	 salespersons’ performance behavior.  


	 Journal of  Applied Psychology, 66(3), 314- 


	 323.


We can improve: Productivity  Value/Cost 


	 This reference illustrates several points.  The 


main point is that organizational development 


can occur through the implementation of  


strategic plans; organizational development can 


be measured by improvements in productivity, 


that is, value of  outputs divided by the costs of  


producing them.   


	 Second, Eickhoff  showed how to work 


simultaneously at the organization, process, and 


individual level and how to implement plans at 


the team and department level. 


	 Third, she showed that individual, process, 


and organization measures can be aligned over 


the course of  several years to produce results 


that are extremely important to the organization 


as a whole.   (Additional support for these three 


points can be found in the attached bibliography, 


primarily in material published since 1996.) 


 


Eickhoff, S.M. (1991). Organizational Development  


	 through the Implementation of  Strategic  


	 Plans. Kalamazoo, MI: Ph.D.  


	 Dissertation, Western Michigan  


	 University.


Where can we improve performance? 


	 The set of  references attached below and 


provided in a handout provided at the 1996 ISPI 


conference demonstrates that we can improve 


performance in multiple types of  not-for-profit 


workplaces and in multiple for-profit industries.  


I emphasized improvement of  school related 


performance because, by 1996, many newcomers 


to ISPI did not know that HPT had been applied 


successfully in schools and because of  the 


potential value of  that work.  The titles of  the 


articles tell a story of  the range of  successful 


applications of  HPT concepts and principles.


Not-for-profit workplaces 


Schools


Binder, C. & Watkins, C. L. (1990).  Precision  


	 Teaching and Direct Instruction:   


	 Measurably superior instructional  


	 technology in schools.  Performance I 


	 mprovement Quarterly, 3 (4), 74-96.  
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Human services agencies


Brethower, D. M. (1970). The  Classroom as a  


	 Self-modifying System. Ann Arbor, MI:  


	 Ph.D. Dissertation, University of   


	 Michigan.


Phillips, E.L. (1968). Achievement place: Token  


	 reinforcement procedures in a home- 


	 style rehabilitation setting for ‘pre- 


	 delinquent’ boys. Journal of  Applied  


	 Behavior Analysis, 1,213-224.


Government agencies


Brand, D. D., Staelin, J. R., O’Brien, R. M.  


	 and Dickinson, A. M. (1982). Improving  


	 white collar productivity at HUD.  In  


	 R. O’Brien, A. M. Dickinson & M.  


	 Rosow, Industrial Behavior Modification.   


	 New York: Pergamon Press.


For-profit workplaces 


	 Those HPT professionals who work in 


training/HRD departments speak each year at 


the ISPI conference about applications that occur 


in a great variety of  industries.  A few of  the 


many other HPT applications, prior to 1996, are 


listed below.  The titles tell a story about the wide 


range of  applicability of  the concepts, principles, 


and techniques of  HPT.


Manufacturing


Hermann, J.A., De Montes, A.I., Dominguez, 	


	 F.M., & Hopkins, B.L. (1973). Effects 	


	 of  bonuses for punctuality on the  


	 tardiness of  industrial workers. Journal  


	 of  Applied Behavior Analysis, 6, 563-570.


Sulzer-Azaroff, B., Loafman, B., Merante,  


	 R. J., & Hlavacek, A. C. (1990).   


	 Improving occupational safety in a large  


	 industrial plant.  Journal of  Organizational  


	 Behavior Management, 11, 99-120.


Mining


Fox, D.K., Hopkins, B.L., & Anger, W.K. (1987).  


	 The long-term effects of  a token  


	 economy on safety performance in open- 


	 pit mining. Journal of  Applied Behavior 	


	 Analysis, 20, 215-234.


Rhoton, W. W. (1980). A procedure to improve  


	 compliance with coal mine safety  


	 regulations Journal of  Organizational  


	 Behavior Management, 4(4):243-249.


Banking


Dierks, W. & McNally, K. (1987). Incentives you  


	 can bank on. Personnel Administrator. 32,  


	 60-65. 	


What school performance can we improve? 


	 • Time on task 


	 • Accuracy 


	 • Fluency 


	 • Level of  achievement 


	 • Goody Two-Shoes


We can improve: Time on Task 


	 Time on task is a dependent variable in 


many studies of  improved school performance.  


The study by Schroeder & Holland is a classic 


and pioneering study in the field.  It illustrates 


increasing time on task in a laboratory setting 


and explores powerful and practical techniques I 


have used in classrooms.


Schroeder, S. R. & Holland, J. G. (1968).  


	 Operant control of  eye movements  


	 during human vigilance. Science. 161  


	 (838) : 292-3.


We can improve: Accuracy 


Kulik, C.C., Kulik, J.A., & Bangert-Drowns,  


	 R.L. (1990). Effectiveness of  mastery  


	 learning programs: A meta-analysis.  


	 Review of  Educational Research. 60, 265- 


	 299. 


McMichael, J.S., & Corey, J.R. (1969).  


	 Contingency management in an  


	 introductory psychology course  


	 produces better learning. Journal of   


	 Applied Behavior Analysis, 2, 79-83.
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We can improve: Fluency 


Johnson, K.R., & Layng, T.V.J. (1992). Breaking  


	 the structuralist barrier: Literacy and  


	 numeracy with fluency. American  


	 Psychologist, 47, 1475-1490. 


Johnson, K.R., & Layng, T.V.J. (1994).  


	 Morningside model of  generative  


	 instruction. In Gardner, III, R., Sainato,  


	 D.M., Cooper, J.O., Heron, T.E.,  


	 Heward, W.L., Eshleman, J., Grossi,  


	 T.A. (1994). Behavior analysis in education:  


	 Focus on measurably superior instruction,  


	 Pacific Grove, CA: Brooks/Cole  


	 Publishing Company.


We can improve: Level of Achievement 


Binder, C. & Watkins, C.L. (1990). Precision  


	 teaching and direct instruction:  


	 Measurably superior instruction 	


	 techniques in schools.  Performance I 


	 mprovement Quarterly. 3 (4) 74-96. 


Gersten, R., Keating, T. & Becker, W.C. (1988).  


	 The continued impact of  the Direct  


	 Instruction Model: Longitudinal studies  


	 of  Follow Through students.  Education  


	 & Treatment of  Children. 11 (4) 318-327.


Heiman, M. (1987). Learning to Learn: a  


	 behavioral approach to improving  


	 thinking. In Perkins, et al, (Eds.)  


	 Thinking. Hillsdale, NJ: Earlbaum Press,  


	 431-452.


We can improve: Compliance 


	 I used the term “Goody Two Shoes” in 


the 1996 talk instead of  “compliance.”  The 


flippancy was inspired by the fact that work in 


discipline problems in schools had been criticized 


by concerned people who complained that 


behaviorists could “control” children’s behavior 


but not “improve” children’s learning.   


 


Homme, L.E., deBaca, P.C., Devine, J.V.,  


	 Steinhurst, R., & Rickert, E.J. (1963).  


	 Use of  Premack principle in controlling  


	 the behavior of  nursery school children.  


	 Journal of  the Experimental Analysis of   


	 Behavior, 6, 544. 


Murphy, H.A., Hutchinson, N.M. & Bailey,  


	 J.S. (1983). Behavioral school  


	 psychology goes outdoors: The effect  


	 of  organized games on playground  


	 aggression.  Journal of  Applied Behavior  


	 Analysis. 16,  33. 


O’Leary, K.D., & Becker, W.D. (1968). The  


	 effects of  the intensity of  a teacher’s  


	 reprimands on children’s behavior.   


	 Journal of  School Psychology, 7, 8-11.


Whose school performance can we improve? 


	 We can improve the performance of  


pre-schoolers, elementary level students, high 


school students, undergrad & grad level students, 


teachers of  all such learners, administrators, 


school psychologists & counselors, and speech 


teachers & reading teachers. 


	 The following book describes how to 


improve performance in schools and also 


describes some of  the data.


Grossi, T.A. (1994). Behavior analysis in education:  


	 Focus on measurably superior instruction,  


	 Pacific Grove, CA: Brooks/Cole  


	 Publishing Company.


Pre-schoolers


Allen, K.E., Hurner, K.D., & Everett, P.M.  


	 (1970). A behavior modification  


	 classroom for Head Start children with  


	 problem behaviors. Exceptional Children.  


	 37, 119-127
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Elementary Level 


Ayllon, T., & Roberts, M. (1974). Eliminating  


	 discipline problems by strengthening  


	 academic performance.  Journal of   


	 Applied Behavior Analysis, 7, 71-76.  


Cossairt, A., Hall, R.V., & Hopkins, B.L. (1973).  


	 The effects of  experimenter’s  


	 instructions, feedback, and praise on 


	 teacher praise and student attending  


	 behavior. Journal of  Applied Behavior  


	 Analysis, 6, 89-100.


High School 


McAllister, L.W., Stachowiak, J.G., Baer, D.M.,  


	 &  Conderman, L. (1969). The  


	 application of  operant conditioning  


	 techniques in a secondary classroom.  


	 Journal of  Applied Behavior Analysis, 2,  


	 277-285.


Undergrad & Grad Level 


Keller, F.S. (1974). Ten years of  personalized  


	 instruction. Teaching of  Psychology. 1 (1)  


	 4-9. 


Lloyd, K., & Knutzen, N.J. (1969). A self-paced  


	 programmed undergraduate course in  


	 the experimental analysis of  behavior.  


	 Journal of  Applied Behavior Analysis, 2,  


	 125-133. 


Pressey, S.J. (1926). A simple apparatus which  


	 gives tests and scores--and teaches.  


	 School Soc., 23, 373-376.


Teachers 


Fox, C. J. and Sulzer-Azaroff, B. (1989). The  


	 effectiveness of  two different sources of   


	 feedback on staff  teaching of  fire  


	 evacuation skills.  Journal of   


	 Organizational Behavior Management,  


	 10(2):19,-35.


Gaasholt, M. (1970). Precision teaching in the  


	 management of  teacher and child  


	 behavior. Exceptional Children, 37, 129-135.


Administrators 


Brethower, D. M. (1970). The  Classroom as a  


	 Self-modifying System. Ann Arbor, MI:  


	 Ph.D. Dissertation, University of  	  


	 Michigan. 


Carnine, D. (1992). The missing link in  


	 improving schools- Reforming  


	 educational leaders. ADI News, Volume  


	 11, number 3, (pp.10-15).


School Psychologists & Counselors 


Coleman, A.D., & Boren, J.J. (1969). An  


	 information system for measuring  


	 patient behavior and its use by staff.   


	 Journal of  Applied Behavior Analysis, 3,  


	 207-214. 


Morice, H.O. (1968). The school psychologist as  


	 a behavioral consultant: A project in  


	 behavior modification in a public school  


	 setting. Psychology in the Schools 5, 253- 


	 261.


Speech Teachers & Reading Teachers 


Sidman, M. & and Cresson, O. (1973). Reading  


	 and transfer of  crossmodal stimulus  


	 equivalences in severe retardation.  


	 American Journal of  Mental Deficiency, 77, 	


	 515-523. 


Smith, D.E.P., Brethower, D. M., & Cabot, R.  


	 (1969). Task behavior under various  


	 conditions of  reinforcement.  Journal of   


	 Experimental Child Psychology, 8, 45-62.


What Family Performance Can We Improve? 


	 A very significant book describes a long 


research program that demonstrated that there 


are very specific things parents can do that 


enhance intellectual development of  children.  


The research demonstrated effectiveness within 


socio-economic categories.  That is, the effects 


occurred within high, low, or middle socio-


economic categories. parents who did specific 


things in everyday interaction with their children 
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had children who performed better than those 


whose parents did not do those things.  The 


effects occurred when common “artifacts” such 


as differences in intelligence or education or 


racial classification were statistically controlled.


Intellectual development of children 


Hart, B. & Risley, T.R. (1995). Meaningful  


	 differences in the everyday experience of   


	 young American children. Baltimore:  


	 Brooks Publishing.


Teen-age performance 


	 The Family and School Consultation 


Project (directed by Richard Stuart in Ann 


Arbor, Michigan) worked with families to 


improve a number of  problematic performances 


including school attendance, school performance, 


and coming home on time.  The techniques we 


used and the results we obtained were similar 


to results commonly reported in the Journal 


of  Applied Behavior Analysis.   An especially 


interesting series of  studies is: 


 


Fixsen, D.L., Phillips, E.L., & Wolf, M.M.  


	 (1973). Achievement Place: Experiments  


	 in self-government with pre-delinquents.  


	 Journal of  Applied Behavior Analysis, 6, 31- 


	 47.


Cooperation among children 


Azrin, N.H., & Lindsley, O.R. (1956). The  


	 reinforcement of  cooperation between  


	 children. Journal of  Abnormal and Social  


	 Psychology. 52, 100-102.


Parental and Marital problems 


Stuart, R.B., & Lederer, W.J. (1978). Caring Days:  


	 Techniques for improving marriages. N.Y.:  


	 W.W. Norton.


 Mutual Support and Happiness 


	 For references to improving mutual support 


and happiness I referred to unpublished work 


I had done while teaching parenting classes.  


“Happiness” and “Mutual Support” were 


increased by applying standard HPT tactics.  For 


example, parents generated lists of  “happiness” 


indicators and “mutual support” activities and 


monitored the indicators as they implemented 


specific tactics, e.g., recognizing children for 


saying positive things about one another rather 


than tattling on one another, recognizing 


everyone in the family for doing things on a 


“nice things to do for others” list posted on the 


refrigerator.	


What Types of Individual Performance Can 


We Improve? 


	 Normal performance at work, in school, 


and in the family. Performance related to clinical 


problems: cognitive disorders, affective disorders, 


and behavioral disorders


Individual Performance 


Stuart, R.B. (Ed.) (1977). Behavioral Self- 


	 Management:  Strategies, techniques, and  


	 outcomes. N.Y.: Brunner/Mazel.


Stuart, R.B., & Davis, B. (1972). Slim chance in a  


	 fat world. Champaign, Ill.: Research  


	 Press.


Clinical Performance 


	 There is an annual review that reports 


progress in behavior therapy and contains 


extensive reviews of  the relevant clinical 


literature.  The studies included deal with three 


major categories of  clinical problems: cognitive, 


affective, and behavioral disorders.


 Franks, D.M., & Wilson, G.T. (1973, 1974,   


	 ...  1990, 1991, ...). Annual Review of   


	 Behavior Therapy: Theory & practice. New  


	 York: Brunner/Mazel. 


	 One area of  special concern has been issues 


related to health.  That work has resulted in a 


field of  its own, behavioral medicine.
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Behavioral Medicine 


Agras, S. (1992). Some structural changes that  


	 might facilitate the development of   


	 behavioral medicine. Journal of   


	 Consulting and Clinical Psychology. (60)4:  


	 pp 499-504. 


Anderson, B. (1992). Psychological interventions  


	 for cancer patients to enhance the  


	 quality of  life. Journal of  Consulting and  


	 Clinical Psychology. (60)4: pp 552-568.


Azrin,N.H., McMahon, P.T., Donohue,B.C., &  


	 Besalel,V.A.(1994). Behavior therapy for  


	 drug abuse: A controlled treatment  


	 outcome study. Behaviour Research &  


	 Therapy, 32, 857-866. 


Cox, D.J. & Gonder-Frederick, L. (1992). Major  


	 developments in behavioral diabetes  


	 research. Journal of  Consulting and  


	 Clinical Psychology. (60)4: 627-638. 


DeVries, J. E., Burnette, M. M., & Redmon,  


	 W. K. (1991).  AIDS prevention:   


	 Improving nurses’ compliance with  


	 glove wearing through performance  


	 feedback.  Journal of  Applied Behavior A 


	 nalysis, 24, 705-711. 


Epstein, L.H. (1992). Role of  behavioral theory  


	 in behavioral medicine. Journal of   


	 Consulting and Clinical Psychology. (60)4:  


	 pp493-498.


Miscellaneous 


	 Two “classic” books contain many case 


studies showing the power and applicability 


of  techniques that are now among the tools of  


HPT.  Some, such as towel hoarding by a person 


confined in a mental institution, are not serious 


by themselves but are indicative of  performance 


problems that will interfere with normal 


functioning.   


Ulmann, L., & Krasner, L. (1965). Case Studies in  


	 Behavior Modification. New York: Holt,  


	 Rinehart, & Winston. 


Ulrich, R., Stachnik, T., & Mabry, J. (eds.).  


	 (1966). Control of  Human Behavior. 


	 Glenview, Illinois: Scott, Foresman and  


	 Company. 


What types of community performance can we 


improve? 


	 Significant research has been conducted for 


some time on community problems.  Two topics, 


one vexing and one deadly, show that HPT is 


applicable to important community problems.


Littering 


Dixon, R.S., & Moore, D.W. (1992). The effects  


	 of  posted feedback on littering: Another  


	 look. Behaviour Change. 9, 83-86. 


Durdan, C.A.. Reeder, G.D., & Hecht,  


	 P.R. (1985). Litter in a university  


	 cafeteria: Demographic data and the  


	 use of  prompts as an intervention  


	 strategy. Environment & Behavior. 17, 387- 


	 404.


Safe Driving 


Russ, N. W., & Geller, E. S.  (1987).  Training bar  


	 personnel to prevent drunken driving:  A  


	 field evaluation.  American Journal of   


	 Public Health, 77, 952-954. 


Van Houten, R, & Nau, P.A. (1983). Feedback  


	 interventions and driving speed: A  


	 parametric and comparative analysis.  


	 Journal of  Applied Behavior Analysis, 16,  


	 253-281. 


In the Commons 


Geller, E. S. and Lehman, C. R. (1991) The  


	 buckle-up promise card: A versatile  


	 intervention for large-scale behavior  


	 change.  Journal of  Applied Behavior  


	 Analysis, 24, 91-94.


Yes We Can: demonstrate a strong foundation 


in research 


	 The research evidence strongly supports the 







Volume 1


13


contention that HPT has a solid foundation.  I 


have provided references to some of  the research 


here but there is additional research evidence 


I could have provided, including references to 


research that originates in the cognitive science 


arena.  I have not presented that evidence, not 


because if  is unimportant, but because that is 


not my area of  expertise.  However, the two 


books referenced below are classics that show 


the strength of  that research and show that 


such research was around before the “cognitive 


revolution” gathered steam.  Good research is 


good research.  Contrary to what some might 


believe, good research done from a cognitive 


perspective does not contradict the findings 


of  good research done from a behavioral 


perspective.  And vice versa.  Those who believe 


that it does have failed to convince me that they 


can tell the difference between good research 


and sloppy research or the difference between 


unfounded assertions and theory statements.


Neisser, U. (Ed.) (1987). Concepts and Conceptual  


	 Development. Cambridge: Cambridge  


	 University Press.


Posner, M. I. (1973). Cognition: An introduction.  


	 Glenview, IL: Scott Foresman.


How Can We Get Better at Improving 


Performance? 


	 The evidence supports the contention that 


HPT has a track record of  success.  But lest 


success lead to complacence and complacence 


to incompetence, allow me to assert that there 


is significant room for improvement.  There is 


room for improvement in  


• dissemination of  the evidence, 


• replacing techniques that do not work with 


techniques that do,  


• learning how to make larger and more 


sustainable impacts in more organizations and in 


more people’s lives, and    


• our confidence, in our competence, and in our 


ability to get the job done.


	 I have two suggestions for improvement: 	


	 1. Use the 30 Second Theory 


	 2. Focus on the Performance Episode


	 The 30 second theory is useful as a way to 


remind ourselves of  the nuts and bolts of  what 


we do and explain what we do to clients.  It is a 


theory that says three things are important: 


	 1. Goals are important 


	 2. Processes are important 


	 3. Feedback is important! 


	 In my experience, clients have no trouble 


understanding and agreeing with all three 


points.  They might have a little bit of  trouble 


believing that their goals are unclear (or poorly 


communicated or not well understood).  They 


might have a little trouble believing that 


processes, ways of  attaining the goals, have 


gotten messed up.  They might have a little 


trouble believing that people do not get the 


feedback required to perform well.  But they have 


little difficulty believing that if   


	 1. goals are unclear or conflicting or  


	 2. processes are messed up or unclear or  


	 3. feedback isn’t getting to the right 		


     people at the right time, then 


performance will suffer.  And they do not have 


difficulty believing that one should find out for 


sure if  any of  those three things is happening.   


	 Think about it.  Do you have any trouble 


believing that your projects will suffer if  


	 1. your project goals are unclear or   


                  conflicting or 


	 2. work methods and procedures/ 


	     processes are messed up or unclear or 


	 3. feedback isn’t getting to the right 		


     people at the right time? 


	 Do you have any trouble believing that your 


clients will worry and, perhaps, not approve a 
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project if  


	 1. your project goals are unclear or  


	     conflicting or 


	 2. work methods and procedures/ 


	     processes are messed up or unclear or 


	 3. feedback isn’t likely to get to the right  


	     people at the right time? 


	 You knew about the 3 points of  the 30 


second theory.  But here are 4 things you might 


not know:


	 1. All 3 are necessary: clear goals, 		


    effective processes, and effective 		


    feedback. 


	 2.  The 3 are sufficient. 


	 3.  The 3 must be integrated. 


	 4.  It’s EASY to muck up goals and 		


     processes  & VERY EASY to muck  	    	


     up the integrations!


So, how do you apply the 30 second theory? 


	 1.  Align the performance goals! 


	 2.  Streamline and connect the primary  


	      work processes! 


	 3.  Establish effective feedback systems!


Want to fix a sick performance system? 


	 1.  Align the performance goals! 


	 2.  Streamline and connect the primary  


	      work processes! 


	 3.  Establish effective feedback systems!


Want to design a healthy performance system? 


	 1.  Align the performance goals! 


	 2.  Streamline and connect the primary  


      	      work processes! 


	 3.  Establish effective feedback systems!


	 I call it a 30 Second Theory even though 


it takes about 5 seconds to say.  But it takes 


30 seconds to say it to a client so the client 


understands.


	 “To get this project done successfully, we 


have to do 3 things.” 


	 It’ll take another 25 seconds to say those 


3 things in the client’s language referring to the 


specific project.  


	 And, it’ll take the last 2 seconds to say 


“Would you agree with that?”  and pause 


expectantly to do an agreement check.  


Here’s an example: time it if  you wish - “To 


get managers around here to support the TQM 


initiative, we have to do 3 things: 


	 1.  Let ‘em know it’s a priority:  Maybe  


	      we could tie it to their production  


	      goals and personal bonuses. 


	 2.  Show them how the TQM work helps 	


	      them get the work done on time at  


	     quality while reducing cost and 	  	


    frustration. 


	 3.  Keep track of  how we’re doing: 		


    Monitor progress, eliminate the crap,  		


    and support good performance.


 


	 Would you agree?  Can we safely leave any 


part out?” 


	 I hope you see that the 30 second theory is 


practical.  Now, just so that you know that it has 


a solid foundation in HPT….


Here is how Mager said it in 1968: 


	 1.  Where are we going? (Goals) 


	 2.  How shall we get there? (Processes) 


	 3.  How will we know we’ve arrived? 		


    (Feedback)


Here is how Gilbert said it in 1978: 


	 1.  Models (Identify excellence at all  


	      levels of  vantage--Goals) 


	 2.  Methods (Identify how to do it-- 


	       Processes) 


	 3.  Measures (Measure & manage   


	      performance--Feedback)


Here is how Rummler & Brache said it in 1991 


	 1.  Develop Goals (organization,  


	       process, and individual goals) 


	 2.  Develop Designs (for processes for  
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	      attaining the goals) 


	 3.  Develop Management Systems (with 	


	      feedback)


Here is how you can say it in 1996:


“If  you want to improve performance there are 


three things you must do: 


	 1.  Align Goals! 


	 2.  Align Processes! 


	 3.  Align Feedback!”


	 You and I know that it takes a lot of  detail 


work to do that but I hope no one believes that 


the detail work will yield positive results unless it 


serves to: 


	 1.  Align Goals! 


	 2.  Align Processes! 


	 3.  Align Feedback!


	 Another concept that might help us improve 


is the performance episode.  It will help us do 


the detail work if  we observe something about 


important performances.   


	 Worthy performance occurs in episodes 


and cycles.  Each episode is important; it 


accomplishes something.  Cycles are more 


important; they represent recurring value adding 


performance.


	 A Performance Episode has a beginning, 


a middle, an end, and it repeats!  Value-adding 


performance episodes are like that. 


	 There is a picture of  a performance episode 


below.  Notice that the performance episode 


shown has a beginning, (called Analysis in the 


example) a middle, (called Design) and an end 


(called Implement--which includes Evaluation).  


Notice that the cycle repeats.   


	 The performance episode diagram can be 


used to describe ANY performance episode.  Just 


change the labels.  It can describe big ones like 


ADIE and little ones like turning on the lights: 


analyze (is it time to turn on the light?) design 


(I think this is the right switch) and implement 


(flip the switch and see if  the lights come on).  


The performance episode diagram can be used 


by trainers, coaches, or managers.  You can use 


it if  you are a trainer who believes that people 


should be shown a demonstration: diagram the 


performance and have them observe the beginning, 


middle, and end.  


If  you are a person delegating something: make 


sure the person to whom you are delegating knows 


the end (what is to be accomplished), the middle 


(the means of  accomplishing it) and the beginning 


(when, where, how, and why to get started).  And 


when to do it again.  


	 You might have already figured something 


out something that is very important about 


managing performance episodes.  There are three 


keys to success: 


	 1.  Feedback at the beginning of  a cycle! 


	 2.  Feedback during the middle of  a cycle!! 


	 3.  Feedback at the end of  a cycle!!!


	 Right?  The HPT process model shows that 


we evaluate (get feedback) every step of  the way.  


That is, we get feedback every step of  the way 


if  we want to be successful.   Why would other 


complex performance episodes not have the same 


feature?


To summarize:


Can we claim to have... 


	 1.  A powerful theory base? Yes, we can! 


	 2.  An extensive research base? Yes, we can! 


	 3.  An extensive validated practice base? 		


	 Yes, we can!  


	 4.  Can we back up our claims with  


	      documentation? Yes, we can!


Can we be proud of  our accomplishments? Yes, we 


can!


Can we perform better in the future?Yes, we can!


How?


Use the 30 Second Theory!


Use the Performance Episode concept!
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Documentation


This section includes a table from the 1996  Masters Series presentation.


Performance Episode
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Human performance technology (HPT) 


has made impressive strides since it first 


became a term and an emerging field of  practice 


in the 1970s (Dean & Ripley, 1997; Gilbert, 1996; 


Stolovitch & Keeps, 1999a). The dawn of  the 21st 


century finds HPT flourishing. The literature has 


expanded fivefold in the last 10 years; the number 


of  professional practitioners has multiplied at 


an even greater rate and the list of  academic 


institutions offering graduate courses as well 


as full degree programs has become impressive 


(Stolovitch & Keeps, 1999b). However, along 


with accelerated growth and presence, a deep 


concern has also emerged that the practice of  


HPT is outstripping its theory and research base. 


In March 1999, at a symposium on appropriate 


inquiry for HPT, academic leaders voiced alarm 


at the increasing distance between the practice 


of  HPT and the current scientific underpinnings 


that support the professional activities of  HPT 


practitioners. Their concerns were echoed by the 


more than 100 participants at the symposium in 


their calls for increased, targeted research activity 


(Sugrue & Stolovitch, 2000).


	 This article builds from the issues that 


have been raised by those focused on ensuring 


that HPT practices are clearly founded on sound 


theoretical constructs, scientifically derived 


evidence, and respectable, well-documented 


professional precedent. It is divided into two 


parts. The first, which constitutes the main body 


of  the article, presents a “hit or myth game” and 


then uses research and theory content as a basis 


for examining each of  the game’s statements. 


The second and concluding part offers a series 


of  principles and a golden rule for the members 


of  the HPT community – both practitioners and 


researchers – to work and live by.


	 The article is aimed primarily at HPT 


practitioners caught up with the pressures 


that emanate from urgent business needs, 


organizational demands, and the omnipresent 


concern for the bottom line. It is also relevant to 


trainers, managers, organizational development 


specialists, and other professionals seeking to 


improve human performance in the workplace. 


Frequently, persistent business pressures create 


a feeling that there is no time for “theory,” dry 


research articles, or “ivory-tower stuff.”


	 The worlds of  professional practice and 


research are often characterized as being very 


different. Figure 1 presents a comparison of  


practice versus research requirements.


	 The overall impression that emerges 


is one of  great divergence between practitioner 
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and researcher worlds. There is a sense of  two 


solitudes and an implication that to follow one 


path is to turn away from the other.


Hit or Myth


	 HPT practitioners base many of  


their interventions on principles they consider 


fundamental truths. These drive much of  their 


this notion originally spring? Most attribute the 


scientific origins of  this principle to Thorndike’s 


Law of  Effect (1913, 1927, 1932) – which says 


that when a correct response is reinforced 


by a reward (for example, “That’s correct!”), 


the reward strengthens the bond between the 


environment and the appropriate response – 


somehow equating feedback with reinforcement. 


However, Thorndike himself  noted that feedback 


interventions can have detrimental properties if  


viewed in comparison with others (relatively) or 


if  it is vague (indefiniteness) (Thorndike, 1913, 


p. 288). There is also a large body of  research 


on knowledge of  results (KR), knowledge of  


performance (KP), and feedback interventions 


(FI) that appears to imply that feedback given 


to a person who is learning or performing a task 


results in improvement of  performance.


	 So how does one explain the following 


two citations?


	 “Feedback does not uniformly improve 


performance” (Balcazar et al., 1985).


	 “Few concepts in psychology have been 


written about more uncritically and incorrectly 


than that of  feedback…feedback is information, 


that is, data, and as such has no necessary 


consequences at all” (Latham & Locke, 1991).


	 These two affirmations, both by serious 


researchers, raise doubts about the generalization 


that feedback leads to improved performance.


	 To raise even greater doubts about 


its validity is a recent, very comprehensive 


review of  the research on the effects of  FI 


on performance. Kluger and DeNisi (1996) 


undertook an exhaustive, rigorous examination 


of  approximately 2,500 studies dating back to the 


1890s on feedback and its effects on learning and 


performance. They critically analyzed 607 effect 


sizes and 23,663 observations. Their conclusion, 


drawn from a serious and intensive investigation 


decision making and professional activities. 


Examine the eight principle statements in Figure 


2 and, as an HPT practitioner, decide whether 


each of  these is true (a hit) or false (a myth).


What follows is an examination of  each of  the 


hit or myth statements with commentary based 


on research and theory writings. Discussion of  


each statement concludes with keys for practice 


drawn from the research. 


Feedback leads to improved performance.


	 This is one of  the most fundamental 


and frequently cited principles of  HPT. It is 


also intuitively sensible. You do something. You 


receive feedback on your performance. You 


improve. Discussions among HPT practitioners 


often elicit anecdotes to support this statement, 


as do personal experiences. From where does 
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of  the research and theory writings on this 


issue, is of  immense consequence for HPT 


professionals. They conclude that the question – 


“Does feedback improve performance?” – is an 


inappropriate one. More suitable is “What must 


one do so that feedback improves performance?” 


Their key conclusion is that there is a strong 


need for a consistent and comprehensive theory 


of  feedback to support actions. They suggest 


that this theory must account for three classes of  


variables:


Feedback cues. These can shift the learner’s/


performer’s attention to or from a task. They 


can debilitate performance if  viewed as being 


directed at self  and are considered to be 


“controlling” if  they are seen as coming from an 


external source that does not perceive the person 


as a valued individual. Feedback cues perceived 


as motivational (emphasizing gains, accepted 


as corrective and helpful, or emphasizing 


benefits) help improve performance. Somewhat 


unexpectedly, specificity within feedback has 


mixed effects. Whereas specific feedback can 


improve performance by removing ambiguity 


and targeting clearly identified behaviors, it also 


increases cognitive load through added detail. 


Research indicates that this is especially true 


of  physical tasks such as a golf  swing, dance 


movement, or delicate medical procedure 


(Kluger & DeNisi, 1996, p. 273, p.275).


Task. The fewer the cognitive resources required 


for task performance, the more positive the effect 


of  the feedback intervention on performance. 


In other words, the simpler the task is for the 


performer, the greater the impact of  the feedback.


Situational. Goal setting increases the feedback 


effect on performance. The more clear and 


valued the goal, the greater the impact of  the 


FI on performance. Personality variables affect 


the impact of  feedback. The lower the self-


esteem, the greater the externality of  locus of  


control, the greater the susceptibility to cognitive 


interference, and the less the effect the FI has on 


the individual.


	 To summarize in terms of  keys for 


practice for HPT professionals, the research 


evidence suggests that feedback 


– On process and successful outcomes improves 


performance.


– Appears to have more effect on cognitive than 


physical tasks.


– Threatening self-esteem has negative effects.


– Has a stronger effect on memory than rule 


following tasks, that is, it is significantly more 


powerful in improving recognition and recall 


(memorization) than application of  procedures, 


principles, or problem solving.


	 Overall, what appears evident is that 


a blanket statement such as “feedback leads to 


improved performance” lacks nuance and can 


lead to inappropriate decision making. This is 


an example of  the efforts of  research and the 


formulation of  scientifically derived theories 


adding to the HPT practitioner’s professional 


skill in analyzing performance contexts and 


devising suitable interventions. 


Immediate feedback is more effective in 


improving performance than delayed feedback.


	 Given the choice, which one would you 


naturally select, immediate or delayed feedback? 


Intuitively, immediate makes sense. Then how 


is it that numerous studies offer contradictory 


conclusions?


	 In a study in which trainers taught 


communicative gestures to individuals with 


severe retardation, Duke (1995) discovered 


that delayed feedback resulted in increased 


accuracy of  the training. In a study of  cognitive 


growth and development, van Geert (1991) 
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demonstrated that the most plausible model 


of  growth depends on delayed feedback. Kern-


Dunlap (1992) found that delayed feedback 


and reinforcement improved desirable peer 


interactions. Sasaki (1997), intrigued by the rich 


literature – as well as the findings of  his own 


studies – uncovered numerous instances in which 


delayed feedback produced superior performance 


results. As a result, he has generated a theoretical 


work satisfaction and performance, found 


“dissimilarity…in relationships of…performance 


and…satisfaction…particularly substantial (1991, 


p.690).” More bluntly, Mannheim et al. (1997) 


succinctly concluded in their study of  personnel 


in the high-technology industry that job 


satisfaction and performance are not significantly 


correlated. Iaffaldano and Muchinsky (1985), 


in a comprehensive, experimental study of  


vocational indecision determined that the 


satisfaction-performance relation constitutes an 


illusory correlation. They also discovered that 


information on job satisfaction can significantly 


bias performance appraisals, a finding 


substantiated by Smither et al. (1989). On this 


last point, supervisors who randomly received 


information on how performers felt about their 


jobs tended to rate the performance of  those they 


were told “liked their jobs” higher than those 


for whom they had no information about job 


satisfaction. They also tended to rate lower in job 


performance those whom they were told were 


dissatisfied.


	 Lee (1992) neatly summarizes the job 


satisfaction-performance literature with three 


useful keys for HPT practice. Based on his 


study of  job challenge, work effort, and job 


performance of  young engineers and indepth 


analysis of  the research literature, Lee concludes 


that managers can obtain improved performance 


if  they provide effective management of  work 


patterns, encouragement, and support of  more 


intensive work effort and job challenge. What 


powerful material for HPT practitioners seeking 


support in their efforts to influence management 


practices!


Successful performance during training usually 


results in improved post-training performance.


This statement appears inherently sensible. If  


explanation for this phenomenon. Focusing on 


working memory constraints, Sasaki suggests 


that immediate feedback can create overload and 


hence produce an inhibitory effect that lessens its 


impact.


	 In terms of  keys for practice, the 


research and theory literature offers HPT 


practitioners two main recommendations. For 


simple or neutral tasks, the use of  immediate 


feedback appears to offer beneficial effects. 


For complex tasks, however, delayed feedback 


appears to offer superior results.


	 Once again, research and theory 


writings provide a more fine-grained and 


useful perspective on feedback for practitioner 


considerations.


Job satisfaction generally leads to improved 


performance.


	 You are happy; you work harder; you 


do better. Intuitively, this logic makes powerful 


sense. Yet what appears to be sensible may, 


in fact, lead the HPT practitioner to make 


erroneous decisions. Consider Macan’s study 


(1996) of  time management training and its 


effects on, among other dependent measures, 


work attitudes and job performance. Macan, 


from both his own work and other precedents, 


concluded that there were no main effects or 


interactions found for job satisfaction. Similarly, 


Fried, in an extensive meta-analytic study on 
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individuals perform well during training, is it not 


reasonable to expect that this will carry over to 


the job? If  not, why train? Despite the fact that 


most training adherents believe and support this, 


it is a myth against which HPT practitioners 


have frequently fought. There are many instances 


when training may be necessary and/or useful. 


Rarely, however, is it sufficient to achieve 


sustained improved post-training performance. 


Convincing organizations to assume a broader 


performance perspective (Robinson & Robinson, 


1998; Fuller & Farrington, 1999) is a constant 


challenge. This, despite findings such as those of  


Baldwin and Ford (1988), who, in an extensive 


review of  training research, found that although 


“…American industries annually spend more 


than $100 billion on training…not more than 


10% of  these expenditures actually result in 


transfer to the job…researchers…similarly 


concluded…much training…fails to transfer to 


the work setting.” Ford and Weissbein (1997) 


updated the Baldwin and Ford review and found 


that while research methodology had improved 


over the nine years, transfer results remained 


unchanged. Esque and McCausland (1997) 


reported that at Intel, one of  the most popular 


and highly rated management courses taken by 


600 managers resulted in less than one percent 


transfer. Figure 3 presents a summary of  typical 


anticipated and actual performance results from 


courses in which learners perform well during 


training. 


	 Without adequate management 


attention, performance deteriorates rapidly 


following training – often to below pre-training 


performance levels – due to non-supportive or 


even inhibitory factors. The result is a rapid 


reversion to familiar behavior patterns. In their 


study on calculating return on investment in 


training, Stolovitch and Maurice (1998) identify 


numerous factors affecting transfer of  training 


results to the workplace.


Drawing from the research and theory literature 


they found clear guidelines and considerations 


to help HPT practitioners improve the impact of  


training on performance. Their keys for practice 


include the following:


Selection – Ensure that those chosen to 


participate in training are appropriate for the 


training. If  they will not be able to apply what 


they have learned to the job within a short time 


frame, the value of  the training investment will 


be lost.


Preparation – Prior to training, participants 


require briefings from immediate supervisors that 


include information on expected application on 


return to the job for transfer motivation to occur.


Design/Delivery – Training must be well 


designed and properly delivered in keeping 


with the characteristics of  the learners and their 


performance needs. This results in appropriate 


acquisition of  skills, knowledge, and confidence 


to apply back on the job.


Support – Immediate supervisors must provide 


support, encouragement, and 


resources post-training to 


elicit transfer and improved 


performance.


Feedback – Participants who 


apply to the job what they 


have acquired during training 


require consistent, specific, 
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corrective, and confirming feedback to improve 


and maintain performance.


Incentives/Consequences – Doing things 


differently generally demands additional effort 


and often initially results in reduced fluency and 


higher error rate. Participants require personally 


meaningful benefits to incite them to persist in 


applying new skills and knowledge.


If you want to learn how to do something, go 


to the expert.


	 While intuitively sensible, this statement 


flies in the face of  what the field of  knowledge 


engineering has discovered. Many HPT 


practitioners have learned from experience that 


experts cannot articulate the knowledge they 


use when demonstrating their expertise. This 


conforms well to a substantial body of  theory 


and research. As Winkles (1992) points out, 


experts can tell what they do in specific cases but 


cannot recommend general principles that apply 


in all cases.


	 Cognitive psychological research and 


theory has been suggesting that there are key 


differences between procedural knowledge (able 


to do; know how) and declarative knowledge 


(able to talk about; know what) (Anderson, 1983; 


Gagne et al., 1993). While experts perform well, 


not only are they generally inarticulate about 


what they are doing (unconscious competence), 


but they often experience greater difficulty in 


explaining their performance to novices as their 


expertise increases.


	 While experts are necessary to provide 


input into training and to build credibility and 


depth in content, research suggests other factors 


that help build effective learning. These include 


verbalization during learning, which McGeorge 


and Burton (1989), for example, found led to 


significantly higher performance. Hattie et al. 


(1996) conducted an extensive meta-analytic 


study on the effects of  learning skills intervention 


on learning. They concluded that training other 


than for simple mnemonic performance should 


be in context, use tasks within the same domain 


as the target, and include a high degree of  learner 


activity and metacognitive awareness (pp. 133-


134). The emphasis on metacognitive awareness 


has been a growing theme in the research on 


improving meaningful learning and post-training 


results.


	 The findings of  research and theory, in 


this case, lead to three key principles for HPT 


practice:


– Do not go to the expert to learn how to do 


something.


– Draw from the expert as one important input 


source for engineering the learning system.


– Include verbalization – having the learner 


speak aloud and explain what is being done 


during the learning process – with targeted 


practice to obtain desired levels of  performance.


Physical capital generates a significantly higher 


return on investment than human capital.


	 Conventional wisdom suggests that 


substantial, strategic investments in plant, 


equipment, and technology ensure market 


competitiveness and higher return-on-investment 


yields. Yet studies such as those conducted by 


Huselid (1995) and Huselid and Becker (1997) 


clearly demonstrate the value of  investment 


in human capital. These findings have been 


confirmed by additional research such as 


Welbourne and Andrews (1996) in the area of  


initial public offerings or Macduffie (1995) in 


automobile manufacturing. Pfeffer (1998) cites 


numerous studies from virtually every industrial 


sector and continent that demonstrate the 


astonishingly high rates of  return on investment 
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on what he refers to as “high-performance 


management practices.” Those who have long 


been working in human resources or related 


fields are generally aware of  the high value of  an 


organization’s human capital. If  they have read 


any of  the careful research work of  Nobel prize-


winning economists Shultz (1981) or Becker 


(1993), they are also aware of  the incredibly 


large returns that human capital investment 


generate at macro economic levels. Edvinsson 


and Malone (1997), Stewart (1997) and Phillips 


(1997) have done much to document the return 


on investment in human and intellectual capital 


on microeconomic scales. Consider the studies 


done by Bradley (1996), who examined market-


to-book value ratios of  US corporations between 


1973 and 1993. In 1973, typical market prices 


for corporations amounted to 82% of  book 


value. (Bear in mind that balance sheets and 


annual reports provide information on physical 


assets and only include such intangible assets 


as patents and brand names.) By 1993, the 


ratio had shifted to 169% of  book value, largely 


attributed to the rising awareness of  the value of  


intellectual assets. Edvisson and Malone (1997) 


have estimated that the median book value of  


US corporations undervalues market worth by 


about 40%. For knowledge-based companies, 


the median missing value on the balance sheet 


is in excess of  100%. Bradley (1996) calculated 


acquisitions to book value of  US companies to 


be about 4:4:1; for knowledge-based companies, 


10+:1. As an example, when IBM purchased 


Lotus the acquisition price of  $3.5 billion 


exceeded the book value of  $230 million by a ratio 


of  15:2:1 (Oliver, 1995).


	 For the HPT practitioner, this information, 


drawn from economic and return-on-investment 


research, has great significance for performance 


improvement decision making. It suggests, as key 


for practice, that the HPT practitioner can and 


should demonstrate to clients the bottom-line value 


of  investing in human performance improvement 


initiatives. The research conclusively demonstrates 


that well-designed human performance systems 


leverage existing human capital to generate high 


value compared to cost. This also suggests that HPT 


practitioners should encourage clients to measure 


return on investment of  HPT interventions in order 


to enhance their own and HPT’s credibility – a 


payback to the research community.


Technology advances since 1970 have consistently 


accelerated an overall increase in work 


productivity.


	 Until 1998, nothing was further from the 


truth. Recently, investments in technology have 


shown significant productivity gains, particularly 


in the manufacturing sector. However, as Figure 4 


illustrates, despite the increased industry investment 


in information technology of  more than 600% 


between 1978 and 1996, no concurrent gains in 


productivity had been recorded (Slater & Strawser, 


1997). 


	 Levy (1993), in his examination of  


microcomputer investment projects, attributes this 


steadily increasing gap between investment and 


productivity to time required to efficiently utilize 


new technology (a problem of  particular interest 


to HPT professionals) and time lost from technical 


problems that arise from newly installed computer 


hardware and software.


	 The results of  the research and statistical 


findings comparing enthusiasm for technology 
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with productivity gains raise cautions for 


HPT practitioners. Key for practice is that 


HPT practitioners keep themselves constantly 


informed of  technological advances, ready to 


accept demonstrable gains in efficiency and 


effectiveness, but cautious in counseling clients 


about anticipated performance improvements. 


The HPT professional must balance technology 


enthusiasm with respected, credible data that 


indicate a high probability for replication of  


improved performance results.


Common sense is a friendly ally of science.


	 Most research methodology books warn 


research students that “common sense” presents 


one of  the greatest dangers to scientific truth, 


that it is frequently an enemy of  science. The 


previous “hit or myth” statements attest to the 


fact that what seems to make common sense 


often conflicts with what scientific, objective 


research has uncovered. Common sense has 


frequently been a major cause of  suppression 


of  scientific truth. Examples of  this include the 


insistence on belief  in a heliocentric universe 


(obviously the sun goes round the Earth), 


maintenance of  practices based on a flat Earth 


(your eyes clearly provide evidence that the 


Earth is flat), gender oppression (men are 


physically bigger and stronger – obvious evidence 


of  superiority), and racial injustice (look at 


comparisons of  intelligence test scores).


	 Common sense provides subjective 


meaning to facts (often sparse, poorly defined, 


and collected in a biased manner). Common 


sense tends to overgeneralize (from a few isolated 


incidents to an entire population). It also is 


driven by logical and illogical extrapolations. 


As White discovered in his investigations and 


experimentation on common-sense constructions 


of  causal processes: “Studies on how humans create 


cause-effect relationships demonstrate that they tend 


to draw linear rather than systemic conclusions and 


are resistant to complex, data-based explanations of  


phenomena.” (1955, p.377)


	 An example of  this is the increasing 


concern and fear of  crime in America, especially 


violent youth crime, despite dramatic US 


statistics that provide hard evidence of  significant 


declines in virtually all forms of  crime including 


violent crimes committed by minors. Another 


example with serious health implications is the 


fear of  food irradiation despite numerous studies 


that demonstrate the insignificance of  health 


risks – particularly compared to the documented 


serious and prevalent effects of, for example, 


salmonella-related illnesses and deaths, which 


are largely preventable through irradiation. 


Musgrave (1993) writes very coherently about the 


subject of  common sense and science.


	 For HPT practitioners, the key messages 


for practice that emerge from the research are 


clear:


– Do not trust common sense – neither one’s 


own nor that of  the client.


– Be data driven.


– Be theory driven – theory being the scientific 


explanation of  phenomena backed by solid, 


empirical research evidence.


There Are So Many More “Myths”…


	 The purpose of  this article has been 


to encourage HPT practitioners to base their 


discussion and practice on sound theoretical 


constructs, scientifically derived evidence, and 


respectable, well-documented professional 


precedent. Through a “hit-or-myth” game, 


this article has introduced some examples of  


commonly held beliefs that influence HPT 


practice, but that are not scientifically well 


founded. What follows are a few more oft-cited 
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tenets that require greater skepticism and more 


thorough investigation. All have been either 


“debunked” or seriously qualified in terms of  


their overgeneralization.


– Choosing one’s own work goals creates greater 


commitment than if  goals are assigned (Clark, 


1998; Ford, 1992).


– Working out problems results in better problem 


solving performance than studying worked-out 


problems (Paas & Van Merrienboer, 1994).


–Learners learn better when they can explore for 


themselves (Clark, 1998; Lee & Lee, 1991).


– You can maximize the functioning of  a total 


system by maximizing one of  its subsystems, that 


is, fix the whole organization by fixing one piece 


of  it.


– Size and dominant market share are keys to 


success (Lucier & Asin, 1994; Pfeffer, 1998).


– Industry matters a great deal – choosing the 


right competitive niche is critical to success 


(Rumelt, 1991).


To Summarize


	 Four simple, yet important messages 


emerge for the HPT practitioner. They all 


underscore the necessary, intimate relationship 


that practice and research must maintain.


1. Research and theory has much to offer 


to practice. In fact, practice, without a solid 


research and theory base, becomes little more 


than “craft.” The serious and committed 


professional has no choice but to consistently 


seek guidance from research and theory writings 


as the foundation on which to analyze data and 


initiate interventions in the workplace.


2. Research and theory have much to learn from 


practice. As R.E. Clark points out (Sugrue & 


Stolovitch, 2000), HPT is not a field that should 


focus its energies on building scientific theory 


through research. Rather, its inquiry efforts 


should be directed toward the exploitation of  


what more fundamental fields discover or what is 


generated from respectable practice. It should be 


the questions professional practitioners raise that 


direct HPT research and theory efforts. HPT is, 


first and foremost, a technology, applying scientific 


and organized knowledge to practical ends.


3. HPT practice defines those ends, provides 


initial evidence of  possible solutions, and 


generates theoretical speculations and rigorous 


inquiry.


	 HPT prides itself  on its scientific 


heritage in both method and content. Stolovitch 


and Keeps (1999a) and Foshay et al. (1999) 


strongly argue that HPT is different from other 


approaches to performance improvement in that 


it bases its methods and solutions on scientific, 


research-based practice and data. Others (e.g. 


Lindsley, 1999) call this pretension into question, 


while still stressing that this should be the case. 


The article reaffirms the need to maintain HPT’s 


technology status and issues a call to arms to 


ensure that this always be so.


4. We must pay attention to research and 


theory in our practice and through our practice 


contribute to research and theory. HPT 


practitioners are busy, yet vulnerable. Without 


solid backing, their best efforts can be challenged 


and dismissed. The price that all practitioners 


must pay for the continued flourishing success of  


HPT is the close attention they can give to what 


research tells them. They must also reinvest, from 


their own professional work, the discoveries they 


make so that they can continue to enrich the 


foundations of  the field.


	 Theory and research add depth and 


weight to complex issues and serve to nourish 


successful HPT practice. We conclude by 


proposing 10 principles and one golden rule 


for the HPT community – practitioners and 
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researchers – to live by:


An accomplished professional values 1.	


scientific research and constantly seeks to 


learn from science.


Enthusiasm is no substitute for data.2.	


There is a very thin line (if  any at all) 3.	


between exemplary practice and research in 


HPT.


Like research, HPT professional practice is 4.	


theory driven.


HPT requires stronger relationships between 5.	


client organizations, practitioners, and 


researchers.


HPT discoveries within private organizations 6.	


must be publicly reported.


Business and academia mutually benefit 7.	


from a close relationship.


The rigor of  scientific training results in 8.	


excellent practice.


We learn not only by doing, but also by 9.	


thinking and sharing.


By giving freely of  our knowledge and 10.	


discoveries, we reap far more than we sow.


	 Finally, here is a golden rule for all HPT 


community members. If  you are a practitioner, 


think of  yourself  every day as a researcher. If  


you are a researcher, think of  yourself  every day 


as a practitioner. Through respect and adherence 


to our scientific roots, we can ensure that HPT 


will maintain its right to endure.
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Introduction


	 Margaret Mead defined culture as “the 


way a group of  people prefer to behave.” Others 


have defined it as “the way we do things around 


here.”  This behavioral view of  culture, defines 


it in terms of  a set of  practices that are common 


to some group. That definition works for any 


culture, including company cultures. The trick for 


organizational leaders is to find ways to ensure 


that the way people in the organization “prefer 


to behave” is compatible with what is needed to 


successfully deliver the business.


	 The historical business landscape is 


littered with groups and businesses that did not 


have the “right” culture to survive over time. 


They were unable to change as their environment 


changed. The practices that make up an 


organizational culture include such things as how 


people within the organization relate to each 


other, how they relate to outsiders (for example 


customers, vendors, allied organizations, etc.), 


how people relate to those at different levels in 


the hierarchy, and what people think is important 


about what they do.


	 We often use value labels to organize 


sets of  these practices into coherent groupings 


such as “trust,” “openness” or “respect.” 


While the labels are important and useful for 


communication and understanding, it is the 


practices that really matter. What makes the 


difference for an organization is what people do, 


not what they say they do or what they say they 


believe to be important. While organizations 


are becoming more knowledgeable about the 


significance of  their cultures, there still seem 


to be those who feel that culture can somehow 


be changed simply by declaring a set of  values. 


While that may be a useful start, it usually does 


little to change how people actually behave.


Organizational Values: As is—As needed 


	 “As is” practices –this reflects the 


culture that has “built up” over the years that 


the company has existed. It is probably based on 


how the original founders behaved modified over 


the years by the organization’s need to adapt- We 


usually refer to these practices and values as the 


Present Values 


	 “As needed” practices—these are the 


cultural values and practices the organization 


needs to exhibit in order to support the strategy 


and mission of  the organization today. We refer 


to these as Operational Values since they are what 


is necessary to get results and accomplish the 


mission. Operational values should be seen in 


the day to day practices that support the delivery 


of  the strategy. They are generally stated in fairly 


specific terms, and are focused on organizational 


results.  


The Strategy-Cultural “GAP”


	 I sometimes work with senior 


management teams on establishing their 


priorities and generating new strategies. I often 


end these sessions with a question “On a scale 


from one to ten to what extent do you believe 
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we have a culture that can support this new 


strategy?”


	 Answers usually range from three to 


seven. Then I ask “If  it is really this low how you 


expect to successfully implement the strategy? 


	 This points out the existence to a greater 


or lesser extent in virtually every company of  a  


Strategy—Culture gap. That gap can be defined 


as the difference between present practices and 


They must be clearly linked to the “bottom line” 


and all other indicators of  success like customer 


satisfaction and loyalty. They can easily be 


positioned as “company culture values” since 


they are anchored in behavioral practices that can 


be demonstrated in some form by all employees 


in their interactions with each other, with 


customers and in the priorities they establish.


Current attempts at dealing with Values 


	 Today in many organizations 


aspirational values are increasingly being 


considered and formulized. Unfortunately at 


the same time most organizations ignore the 


operational values which focuses on results 


leaving them to what ever has evolved over 


time. They seldom even identify and even 


less frequently actively work to bring their 


“organizational culture” into line with the 


requirements for their organizational success; 


closing the strategy-culture gap.


	 Both types of  values may be critical 


to the long-term health and success of  an 


organization, and should not be in conflict.  That 


is, decisions and beliefs about organizational 


priorities must be supported by the way people 


actually work with each other and with the 


organization’s customer and suppliers. It 


may help to differentiate them by thinking of  


aspirational values being linked to vision and 


operational values to mission. 


How Needed Operational Practices can be 


determined


	 If  we are going to create a new process 


we would first examine our mission and 


determine what results would reflect mission 


accomplishment. Then working back from 


results we would define a set of  processes that 


would best produce that result. The various 


the operational practices necessary for results.


	 Managers may if  pressed acknowledge 


the strategy – culture gap but seem helpless 


in knowing what to do to close it. Too often 


management avoids any direct responsibility for 


dealing with this important issue by delegating 


it to the HR department which lacks the 


operational power to make the change happen.


	 Some companies try to deal with 


cultural issues by developing a set of  aspirational 


values. The process often takes place at a 


retreat where the managers contemplate their 


vision and core beliefs. The resulting values are 


then declared and presented to the rest of  the 


organization. People are encouraged to follow 


them and managers are supposed to use these 


values as broad guidelines for their actions and 


decisions. Such aspirational values may not truly 


be “company wide cultural values” since they 


may not all be demonstrated by all the people 


in the organization. For example a value of  “we 


will develop our people” can be an important and 


high priority value for a manager but the janitor 


would probably be hard pressed to demonstrate it 


in his or her daily work life.


Operational Values


	 Operational values are derived quite 


differently from aspirational ones. They are 


based on a careful analysis of  what is required to 


be a successful organization in terms of  results. 
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processes would then be linked together to form 


the operations.


	 A similar methodology would be used 


in determining the needed cultural practices. 


We first examine and get agreement on desired 


results. Then working backwards from results 


we could define a set of  practices which would 


support the production of  that result. These 


practices could then be grouped together under 


value labels.


	 Let’s see how that would work in 


practice. Suppose we defined a desired result as 


“increasing customer loyalty.” Management feels 


that this result could make a huge bottom line 


difference.


	 Then we would gather data from 


company employees and perhaps customers 


as well as to how we should behave to deliver 


this result. This could be done in many ways; 


Surveys, card sorts, interviews, focus groups, 


observations, etc.


	 Now it is quite likely this research effort 


would indicate some practices like the following:


..Always be honest: never pass on inaccurate 


information


..Always meet your commitments


..Make sure your advice is based on fact not just 


your personal agenda


	 These practices could easily be grouped 


under a value of  “trustworthy” and then be 


positioned as an operational value.


	 This method is often referred to as a 


“criterion referenced” approach since it begins 


with a specific criterion; that is the desired 


business result and uses that as a reference point 


to determine what actions we should take.


The Power of Operational Values and Practices


	 Operational Values and Practices are 


not just nice to have. They are absolutely critical 


if  we are to deliver the desired results. This fact 


provides a strong motivation for change. The one 


thing we know from research on culture change 


is that it is most likely to occur when people in 


the culture see a clear advantage for that change; 


the most powerful advantage being to survive 


and/or to thrive as a community or in this case 


as a business.


	 Since they are directly linked to the 


results of  the business, operational values can 


more easily be described as those things we must 


demonstrate as a company in order to survive 


and thrive. What’s more operational values as 


they are derived from data from a cross-section 


of  employees at all levels are easier to buy into 


them those generated by managers at some 


retreat.


	 The other advantage is that operational 


values are derived from clustering of  practices. 


The practices in turn were derived from what was 


necessary to deliver results. Thus a clear “audit 


trail” exists from results to practices to values.


	 Aspirational values generally came 


out of  senior management deliberations and 


as such provide no “audit trail” making them 


a somewhat harder sell.  “Why should we 


change?” is the often unanswered question 


people have when confronted with aspirational 


values. In addition the question arises “does that 


mean I have to change or just the managers?”


	 Another important factor in culture 


change is the ability to measure it. Since in the 


process of  creating operational values we defined 


the practices; these can provide opportunities to 


measure present level of  demonstration by the 


culture. Therefore the extent to which the culture 


is aligned with the strategy can be objectively 


assessed: and the “cultural gap” determined. This 


is a powerful tool for culture change it allows us 


to justifiably claim that our value alignment is 
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not being driven by dictates of  management but 


by dictates of  the business. 


	 There are many cultural assessments 


instruments available in the marketplace. But 


virtually all of  these are “norm referenced” 


rather than “criterion referenced.”  A criterion 


referenced assessment is derived from an analysis 


of  the business requirements consistent with 


the company’s own strategy. A norm referenced 


assessment is derived from a statistical analysis 


of  some “theory” about cultural dimensions 


across a wide variety of  organizations with 


widely different strategies.  Furthermore the 


dimensions derived from norm referenced 


instruments are seldom congruent with either 


the aspirational or operational values of  the 


organization making it even harder for people to 


make the linkages. 


	 When we perform an operational 


value analysis we often find there is most often 


an overlap between any previously generated 


aspirational and our “new” operational values. 


Organizations should aspire to be more than 


what they are now, but the operational values 


are the ones which we should focus on for 


culture change because these are most important 


for implementation of  the strategy and the 


immediate and long-term success.  


	 Some managers cling strongly to those 


aspirational values that they worked so hard to 


generate. They may also view operational values 


as less colorful and inspiring than aspirational 


values. On the other hand to the average 


employee aspirational values often seemed more 


“motherhood” and more vague than operational 


values. In addition they are too often seen as the 


executive managers values not the organizations 


values.


	 Community or cultural values by 


definition must be capable of  being demonstrated 


by every member of  the community.  A company 


is a community and, therefore, the community 


values must be “owned” and demonstrated by 


every employee, not just managers. Since our 


operational values and practices were derived 


through a community consensus processes they 


are more easily accepted by the employees as 


“The way we should be doing things around here.”


Examples of Operational Values


	 The following examples are some of  


operational values of  a client organization. 


This company had previously listed a series 


of  aspirational values that senior management 


had generated but which had had little or no 


effect on the company culture. The operational 


values were “criterion referenced” that is they 


were determined by asking people what we need 


to do to deliver results using the methodology 


described earlier. 


Our Operational Values


	 If  we are to continue to thrive and grow 


as a business, the way we conduct ourselves must 


be aligned with what it takes for business success.  


Our operational values are described below; 


following the descriptions, they are further 


defined in terms of  actual behavioral practices 


that people demonstrate in their working 


relationships.


Values for a Professional Services Culture


Client Focus


We keep abreast of  client needs and •	


priorities.


We see meeting the needs of  the business •	


and client as far more important as 


conforming to bureaucratic or administrative 


requirements.


We demonstrate respect for our clients and •	


avoid “bad mouthing” them in our office.
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We view establishing a positive working •	


relationship with clients as a top priority.


We seek ongoing feedback from clients on •	


our performance.


Integrity


We are willing to be held accountable for our •	


performance.


We act in ways that visibly support the •	


values of  the organization.


We work with people fairly to avoid •	


“winning” at the expense of  others and to 


make sure everyone is fairly dealt with.


We strive to do the right thing for the client, •	


the company and our fellow employees.


We respect and are willing to rely on the •	


professional competence of  others in the 


company.


Agility


We are willing to admit when wee made a •	


wrong decision, and take action to correct it.


We are willing to make difficult decisions, •	


when necessary.


We experiment with new ways of  doing •	


things, and seek opportunities to improve.


We are willing to make significant change in •	


the way we do things, to provide better value 


to the client.


Our decisions are based on business •	


priorities and evidence of  effectiveness, 


rather than on personal or political 


considerations.


Trust


We strive to deliver on all our commitments.•	


We keep confidences.•	


We let people know as soon as possible if  •	


something will prevent us from meeting a 


commitment.


We assure that the information and advice •	


we give others is accurate or is qualified.


We avoid overloading ourselves to such •	


an extent that we fail to deliver on our 


commitments.


Initiative


We look for alternate ways to deal with •	


problems when our path seems blocked.


We concentrate more on how to avoid •	


problems in the future than on trying to 


determine who is at fault.


We keep up with changes in technology and •	


business applications.


We demonstrate a sense of  urgency and •	


energy to achieve quality results.


We are willing to take reasonable risks and •	


accept new challenges.


Relationships


We feel free to raise any issues or concerns •	


we may have, and expect a considered reply 


from those with whom we work.


We respond constructively and non-•	


defensively when others disagree with our 


views.


We recognize the value of  work in •	


collaboration with others, rather than solely 


as individual contributors.


We provide information openly without •	


“hidden agendas.”


We listen as carefully to views that we •	


disagree with as to those that support our 


own.


	 As one reads through the previous list 


their relevance to the business results becomes 


obvious hence there is little need to sell them to 


the employees. They are clearly what we need to 


do to win! The question now is to what extent 


are we living these values?
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Follow on action


	 Once these operational values and 


practices were determined, they were published 


on their web site and an orientation to the 


operational values and their importance to 


becoming a more successful business was given 


to all employees.


	 The practices were then used to create 


an assessment survey. Each employee evaluated 


the extent to which they thought people in their 


unit were demonstrating these practices. The 


data was then collected and analyzed by work 


unit and given to supervisors in a workshop 


setting so they could consider what they could do 


to raise the scores in each of  their own sections. 


The important factor here is to get supervisors to 


recognize that changing the culture by aligning it  


around the operational practices is a key part of  


their job.


	 A modified form of  the assessment 


instrument was prepared for managers.  Each 


manager designated six people who he felt could 


give honest feedback on the extent to which he 


demonstrated these operational practices. These 


people then filled out an online survey rating that 


manager on his effective use of  these operational 


practices.


	 Then in a workshop the managers 


were given their individual feedback and an 


opportunity to work out a plan of  action for each 


of  the practices that indicated they need further 


work on. Then they were given the feedback 


from the entire organization broken down by 


functional areas. Managers then in functional 


teams looked at the data and determined what 


they take can do to support increases in critical 


practices identified.


Reconciling aspirational and operational values


	 It would be ideal if  we just had one set 


of  values or at least one major set of  operational 


values and a second probably smaller set of  


aspirational values. As we said earlier is usually 


an overlap between the two sets and so if  we can 


reconcile this it would be to our advantage.


	 The best way is to start with the 


operational values. If  we first determine those, 


we can try to extend there meaning into more 


inspirational terms. This can be done sometimes 


by putting in additional wording upfront for 


example in the operational values above we 


added additional wording in the introduction to 


enhance their aspirational aspect as follows.


Our Operational Values


Focus on Customers


“Retaining satisfied customers is Job One.”


We keep in close touch with our customers; we 


continue to learn about their needs and wants; 


we test our decisions and actions for their impact 


on customers; we deliver on our brand promise 


of  value and character.


Create Value


“We work at being first-rate business people to provide 


first-rate business value.”


We look at our work in terms of  how it benefits 


our customers, our company, our people, and 


all who have a stake in our business success; we 


continually look for better ways to maximize 


those benefits and manage our clients.


Demonstrate Respect


“Valuing the contribution of  others and recognizing 


different viewpoints.”


We approach everyone with whom we work 


with the assumption that they have responsible 


intentions and can make a positive contribution; 


when differences arise we look first for ways to 


gain from them.
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	 These three samples indicate what we 


did to increase the inspirational level of  each 


operational value. First we developed a “slogan” 


that could easily remembered and then we 


summarized the value by examining the nature 


and purpose of  the operational value in more 


detail


	 When we completed this company’s 


management felt we had pretty much covered 


what they came up with in their discussions of  


aspirational values during their away day. There 


was only one which did not come out of  the 


operational value assessment which they felt they 


needed and so that was added as an aspirational 


value with no accompanying practices indicated. 


That value was


We take a global view 


Our success requires us to be responsive to a global 


marketplace.  While we cannot be all things to 


all people, we can and must be in a position 


to provide a solid array of  information and 


telecommunications products and services that 


address changing marketplace needs. We must 


monitor trends in the technology and the global 


marketplace to anticipate customer needs and 


requests.  We strive to be at the leading edge in 


new data services and to be the organization 


that is sought out as a source of  innovative and 


practical solutions as business needs change.


A Final Note


	 Our goal is organizational alignment. 


Just as we must be sure that our goals, processes,  


and tasks are well aligned to produce results 


on the strategic side of  management it is just 


as true that the cultural side consisting of  


values, practices, and behaviors should be 


aligned to achieve desired business results. The 


importance of  a clear set of  operational values 


with a defined set of  practices allowing the 


organization to measure its cultural alignment. 


Being focused on results is as important as 


having process measures  by the strategy will 


be calm and ever increasing importance in 


assuring organizational health and maintaining 


high levels of  productivity. Research indicates 


that an appropriate culture that investing in the 


creation of  an appropriate culture can produce 


one of  the most powerful returns on investment 


in organization can make. While Information 


Technology has had a significant impact on 


productivity, Human Performance Technology 


promises and even as much or perhaps even 


greater impact in the future.
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This article focuses on a simple method to justify training 
using the “business metric” with which management is 
familiar: ROI. To get your training projects funded, you need 
to be able to state what it will cost and what it will deliver for 
the investment in terms of  increased or better performance, 
and then compare the two figures. 


Introduction


TRAINER 1: “Well, our program didn’t get 


funded. Management said it didn’t show enough 


of  a return.”


TRAINER 2: “I don’t understand it! We clearly 


defined all of  the learning and competency 


benefits.”


	 If  you and your colleagues have ever 


lamented over your management’s failure to 


fund the training effort adequately, you should 


stop to consider whether or not you have been 


attempting to sell them using the business terms 


that they are familiar with or the training terms 


with which you are familiar.


	 We in training have a tendency to 


expect everyone to learn our jargon, and then 


we complain when no one will listen to us. We 


need to learn how to sell our training products 


and services from a business perspective. We 


need to become business champions first and 


training champions second. We need to learn 


to think and speak in the language of  business, 


using terms like ROIreturn on investment. 


Management does not have unlimited resources, 


but they will spend their resources on a training 


project if  it can be shown that the ROI for the 


training project is greater then the ROI for other 


potential investments. 


	 You and your training project are 


in competition with all other investment 


opportunities, including hiring additional 


personnel, buying machinery, developing 


computer information systems, or discounting 


the prices of  the company’s products and 


services. You need to prepare a business case 


that fully justifies the expenditure of  corporate 


resources on your training project because it is a 


wise decision, not because training is the morally 


correct thing to do.


	 A business concept coming out of  the 


quality movement and popularized by quality 


guru Phillip Crosby is the concept of  the “cost 


of  nonconformance” (CONC). To determine the 


CONC, a business must look at what it costs the 


organization


If  its performance does not conform to •	


standard


To be less than perfect•	


To have more than zero defects•	


	 The CONC is the dollar value of  


the difference between 100% proficiency and 


the current level of  performance proficiency. 


To the advocates of  performance technology 


guru Thomas F. Gilbert, this is the same as the 


PIPperformance improvement potential.


PIP = CONC


Because of  the high-value visibility of  the quality 


drive, I suggest that you begin to use quality, 
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productivity, and financial terms rather than 


performance technology terms when talking to 


or selling to your customers or management. 


Performance technology already embraces all 


of  the same concepts—we just use different 


labels, and that’s all we’ll have to give up! But 


we will have to translate our concepts, methods, 


tools, and results to the language of  our 


customersbusiness terminology.


The CONC value, stated in dollars, is used 


within the ROI calculation in place of  the return 


value.


Calculating the Potential Value of  Performance


	 In its most simplistic view, calculating a 


CONC value requires two elements.


The •	 potential value of  performance


The •	 actual value of  performance 


	 Some jobs are easier to quantify and 


as a result, it’s easier to assign a dollar value to 


the difference between the actual and potential 


performance. Salespeople generate sales revenues 


in dollars. Widget assembly workers produce 


a number of  widgets at fairly definable labor, 


material, and overhead costs. A singular focus 


or a highly repetitive set of  tasks lends itself  to 


easier measurement.


	 But for many jobs, there are too many 


variables and difficulties in measuring and 


assigning a dollar value to the performance. 


The elaborate measurement systems you need 


may not be in place, or the data you need 


may be hard to come by. These types of  jobs 


could include secretaries, design engineers, 


managers, architects, computer programmers, 


materials expediters, etc. They are all somewhat 


problematic when it comes to establishing the 


dollar value of  the performance.


	 When potential value of  performance 


is extremely difficult to determine due to the 


number of  variables or the lack of  measurement 


systems data, one could use the cost of  that 


performance as the benchmarkthe labor dollars 


that it would cost to have 100 percent work 


proficiency (or whatever is feasible in the eyes of  


	 To use the quality/productivity concept 


of  CONC, we need to be able to calculate the 


ROI for bringing performance in line with 


standards where the CONC gets as close to zero 


as practical. What is the ROI for eliminating or 


reducing the CONC?


ROI


	 To determine the return on investment 


for a training project intended to minimize 


or eliminate the CONC, we must look at the 


existing performance at which our training is 


targeted.


Where is it at now? •	


How much can it be realistically improved?


What is the difference between the current •	


value of  performance and the potential value 


of  performance? (This is the equivalent of  


the return, the PIP, or the CONC.)


How much will it cost to fix it?•	


These figures will allow you to forecast what the 


return will be on the investment in dollars and 


the ROI percentage (Figure 1).
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your management).


	 If  we have a workforce of  100 widget 


workers, each earning $35,000.00 per year, 


our potential value is $3.5 million. This 


figure represents what it currently costs the 


organization for the potential of  having 100 


percent performance conforming to standards.


	 In most companies there is only a 


slight difference between what top performers 


and average performers earn. So the cost or 


value of  the potential 100% job proficiency is 


approximately the equivalent of  the performer’s 


total wages. In our example, we have 100 


performers earning a total of  $3.5 million (Figure 


3). That’s the value to your top management. 


That’s our benchmark.


	 If  your organization pays for 


performance and the better performers get paid 


more for their superior contributions, your 


calculations would be more complex. But the 


benchmark for comparison will still equal the 


sum total wages for the entire group of  performers.


Calculating the Actual Value of  Performers


	 But what are we getting for our $3.5 


million? Are we getting full value, 100 percent 


job proficiency for it? Or is some performance 


proficiency slipping through the cracks? 


What is the actual value received for the cost 


of  performance? What if  our target audience 


performers were on average only 60 percent 


proficient? What is the CONC then worth to us?


	 To calculate the actual value of  


performance, again multiply the number of  


performers by the average salary, but this time, 


multiply by the average actual proficiency level 


(Figure 4).


In this case, our actual value of  performance is 


$2.1 million.


Calculating the Cost of  Nonconformance (CONC)


	 The CONC is calculated by subtracting 


the actual performance value from the potential 


performance value (Figure 5).


So, in this case, the CONC is $1.4 million 


annually.


	 That’s $1.4 million left on the 


“performance table,” so to speak. If  your training 


could get everyone to perform at the 100 percent 


level, $1.4 million would be the return to be 


compared against the investment required to 


make that happen. If  100 percent seems too 


“blue sky,” then consider the results if  your 


training can get everyone to an average of  75 


percent, or 80 percent, or 90 percent; respectively, 


you would still contribute $1.05 million, $1.12 


million, or $1.26 million to the corporate 


bottom line! That’s the resulting “return” to the 


organization. We’ll calculate the ROI percent 


later.
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	 Although calculating the CONC using 


salary data as the benchmark can identify 


significant contributions, it doesn’t begin to 


capture all the other additional costs that 


might be incurred due to less than standard 


performance, such as


Scrap/waste produced•	


Extended or rework labor•	


Extended or rework machine/equipment •	


operating and maintenance costs


Schedule slippages•	


Lost opportunity for other work•	


Etc.•	


	 If  these additional “costs” were 


included, your CONC value would be even 


higher. The larger your audience, the greater 


potential CONC, making it even more 


worthwhile to address. These are numbers that 


can get your management’s attention!


Computing the CONC in More Complex Situations


	 The example we used above to calculate 


the CONC was quite simple: one type of  


performer earning the same salary, performing at 


approximately the same level. So, what do you 


do when the situation is more complex—where 


there are several types of  performers earning 


varied amounts of  money and performing at 


different levels of  proficiency?


	 All that’s really needed is one or more 


charts like the one in Figure 6.


	 This chart segregates the employees in 


the target population into ten different levels of  


proficiency. This may be too much. Four or five 


levels may suffice. Questions to consider include


How many levels or classifications do •	


you have or need for the proficiency of  


performance?


Is ten levels, 10 percent through 100 percent, •	


too many or too few?


Could you use smaller increments of  25 •	


percent? Four levels of  100, 75, 50, and 25 


percent?


	 I suggest you try four or five, but in any 


event, it’s your management that has to finally 


agree with the segmentation scheme. The goal is 


to make it understandable to your management.


NOTE: Determining how much your 


organization is really getting for its salary dollars 


is a potential powder keg. Reputations and 


careers are potentially at stake. Move cautiously. 


It will be easier to move through this minefield if  


your organization has had or is expecting a major 


change in the business that has/will create this 


CONC situation. Fewer people might then be 


fearful of  being blamed. Of  course, if  you have 


a politically “wired” project champion involved 


in your project from outside your training 


organization (i.e., a client desiring the project), 
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you can follow their lead.


Calculating ROI


	 To determine the potential ROI for your 


training project you need two estimates.


CONC1.	


Estimate of  the training investment cost2.	


This will allow you to forecast what the return 


will be on the investment. The formula is as 


follows:


This ROI percentage can then be compared to 


other opportunity ROIs by top management or 


even by the training function to determine where 


to spend their limited resources. Should it be on 


training for a particular group, or should it be for 


new capital equipment or buildings? Where is the 


biggest bang for the buck? Other data you should 


have is


What is an acceptable percentage return?•	


What kind of  returns are management •	


achieving lately?


	 Of  course, other factors need to be 


considered in the decision to allocate resources. 


The overall level of  assurance that you can 


achieve your claimed potential return is 


something your management will take into 


consideration.


Management Buy-in


	 Now that you’ve got your ROI, how 


do you get the organization to agree with your 


answers? What’s the best approach? The one 


most believable, even if  not perfect? Well, who 


has to believe it? The people you’re trying to 


sell—your management. How can you make it 


believable? Have them help generate the figures 


that go into the calculation. If  they don’t like the 


end result, let them change the figures again and 


again until it becomes something that they can 


believe, explain, support, and defend. Even if  we 


in training had the absolutely correct equation, 


variables, and values identified, if  management 


won’t buy it, what good is it? And if  their answer 


doesn’t create a go-ahead for your project, maybe 


your project shouldn’t be done. Maybe there 


really is a better or more strategic use of  the 


limited corporate resources.


	 Your next step is to package and present 


the data for making that decision.


Developing the Business Case


	 The business case is your formal case for 


training. Call it anything you’d like, but if  you 


can’t prove it here, you’ve no business asking the 


organization for the resources. A business case 


for training should include sections detailing


Project purpose and goals•	


Project background and need•	


Problem/opportunity statement•	


CONC calculation•	


Solution strategy alternatives and •	


recommendations


Solution recommendation implementation •	


project plan and budget


ROI calculation(s)•	


	 Try to obtain a copy or outline of  a 


business case that has been used within your 


organization. Product and service management 


groups found in marketing may be a good source 


for this.


Summary


	 Training should never be done for 


simply the sake of  doing training, even where 


you can clearly identify the need for it. It may 


cost more to provide the training than it could 


ever return to the business. There may be better 
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investment opportunities for the organization to 


promote productivity improvement or product/


service quality (both internally and externally) 


and thus contribute to the financial viability and 


stability of  the organization.


	 Don’t be a training champion, be a 


business champion!
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It’s rare that a singular metric like turnover or 


a customer survey score is by itself  a good 


measure of  an organization’s performance.  Most 


of  the more meaningful measures that are on the 


dashboards of  executives today are indices, made 


up of  3-5 sub-measures.  In this article I’ll review 


the 10 most useful and creative performance 


measures I have seen in government and business 


organizations over the last few years of  my 


consulting experience.


1. Communication Effectiveness 


	 Communication is probably the number 


one problem employees identify when asked 


what is wrong with their employer.  Many 


organizations really do try to openly and 


honestly communicate with employees, yet 


they often don’t seem to get the message.  An 


important metric for most organizations is one 


that measures how well they communicate to 


employees, suppliers, shareholders, and others.  


Some of  the better communication metrics I’ve 


seen weigh the frequency and media used to 


communicate important messages as worth 30-


40%, and the effectiveness of  the communication 


as being worth 60-70% of  the index.  One 


client measures communication effectiveness 


by handing out brief  anonymous short answer 


quizzes after a meeting or presentation to 


see if  the audience heard and understood the 


main points of  the message.  They often find 


many members of  the audience did not hear or 


understand the main points of  a presentation.   


The same client sends our email quizzes 


regarding print communication (e.g., newsletters, 


annual reports, etc.) to see if  the readers got the 


main points of  the communication.  Performance 


on the Communication Effectiveness Index helps 


these organizations improve the clarity of  thier 


communications.


2. Customer Relationships   


	 Customer surveys are rarely effective 


in measuring the level of  relationship an 


organization has with its clients or customers.  


Further, customers often vary in their relative 


importance or attractiveness to an organization.  


Airlines, for example, make about 80% of  


their profit from frequent business travelers, 


so loyalty from these customers is much more 


important than from infrequent leisure travelers 


who shop around for the cheapest flights.  A 


number of  clients have developed a Customer 


Relationship Index that includes two major 


components:  Customer Attractiveness on  1-10 


scale and Customer Relationship on a 1-10 scale.  


Attractiveness scores are determined based on 


factors such as profit margin, volume of  business, 


fast payment of  invoices, history or partnering 


with suppliers, and ease of  working with.  


The relationship level is determined based on 


number of  years working together, # of  products 


purchased, personal relationships between 


representatives of  the two firms, exit barriers, 


and knowledge of  the customer’s business and 


needs.  The purpose of  this index is to encourage 
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on employee morale.  Morale can change 


dramatically in a few months, and an annual 


measure is unlikely to be very useful.


4. Brand Image 


	 An important leading indicator of  


business success is brand image and recognition.  


Companies like Mercedes, or Coca Cola have 


a brand that is recognized all over the world.  


Even government organizations need to be 


concerned with brand image.  The FBI in the 


U.S. is currently experiencing a very negative 


brand image, and the new Director is working 


hard to try to improve the image.  Many clients 


have developed a brand index, that includes the 


number of  people that recognize their company 


name, and what they associate with the brand.  


Everyone knows the name Enron today, so their 


brand recognition is very high, but the image is 


mostly negative, so what people think of  your 


company is usually weighted more heavily than 


how many can recognize the name.   


	 Brand recognition or image do not put 


money in your bank account, but are leading 


indicators of  the likelihood that people will 


purchase your service or product.  Forbes 


Magazine is so confident in their advertising 


power, that they now offer a money back 


guarantee on their ads.  If  a customers spends 


at least $100,000 on print advertising over a 60 


day period, Forbes guarantees a statistically 


significant improvement in one of  four measures 


of  brand recognition or they will refund your 


$100,000!.  That’s a pretty impressive guarantee.  


Linking brand recognition to new business is also 


important, but there are plenty of  studies done 


by the advertising industry that demonstrate that.


5. Distraction Index 


	 This one is everyone’s favorite.  A large 


financial services firm I worked with years ago 


development of  loyal relationships with the most 


important and attractive customers.  Clients 


who have used the customer relationship index 


have found that it directly links to gross margin 


and other bottom line measures.   When an 


important customer takes her business elsewhere, 


the gauge moves to the left, and when the level 


of  relationship with a customer improves, or you 


gain an attractive new account, it moves to the 


right.


3. Employee Satisfaction 


	 As with financial or customer results, 


it is unlikely that a single measure will provide 


meaningful data on overall employee satisfaction.  


Most clients in government and business have 


developed an Employee Satisfaction Index that 


is made up of  a variety of  sub-measures such 


as:  casual absenteeism, complaints/grievances, 


voluntary turnover along with the level of  


employees leaving, employee focus groups, 


overtime, and employee survey data.  One 


client, The Los Angeles Bureau of  Sanitation, 


measures the stress level of  employees each 


day by counting the number of  green, yellow, 


or red marbles in a jar at the end of  each day.  


Employees are given a number of  three colors 


of  marbles, and drop one in the jar at the end 


of  the day to indicate how stressful the day 


was.   Periodic focus groups are used when there 


are many yellow or red marbles to see what is 


causing the stress.   An annual morale survey by 


itself, is unlikely to provide meaningful data on 


overall employee morale.  One client paid a large 


research firm $250,000 to conduct an annual 


employee survey and got a 17% return rate, 


even though the survey was only 12 questions 


and very simple for employees to answer.  Even 


if  they had gotten back most of  the surveys, 


it still only provides one data point per year 
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came up with this index, and many business 


and government clients have adopted it for their 


scorecards.  The index measures how much 


time employees at all levels spend doing what 


they were hired to do.  Employees record hours 


worked each week and sort their time into three 


categories:


Job•	  – tasks that are directly part of  doing 


ones job or mission


Administration•	  – activities that all 


employees need to spend time on.  Examples 


include preparing budgets, attending staff  


meetings, learning about the new health 


insurance program, attending sexual 


harassment training, learning about a new 


software program, reading administrative 


emails, etc.


Programs – Various management programs •	


that tend to come and go and eat up 


employees’ time.  Examples might include 


activity-based costing, six sigma, lean, 


balanced scorecard, strategic planning, 


enterprise resource planning, etc.


Employees in several firms I’ve worked with 


found that they spent less than a third of  


their time doing their jobs, which was felt to 


be completely inappropriate.  Data on the 


distraction index helped to provide senior 


management with hard data on why employees 


were stressed out and seemed to be having a 


hard time getting work done.  Data on this 


measure is used to help eliminate administrative 


requirements, and minimize time spent on 


management programs.


6. Trust Index 


	 Hardly anyone seems to trust executives 


these days.  It seems like each week we hear 


about another major corporation where 


they executives are being arrested or at least 


investigated for fraud and various other crimes.  


Shareholders and the public as well as an 


organization’s own employees don’t seem to 


trust leaders.  Some forward-thinking companies 


have put together a trust index.  Included in this 


metric are factors such as implementation of  


approaches to ensure honesty and integrity such 


as an outside board that reviews major decisions 


and performance, audits by objective outside 


organizations, communication of  clear rules to 


employees, and related practices.  Other parts 


of  the index look at the effectiveness of  these 


approaches.  Effectiveness measures might be a 


survey of  public trust, or surveys of  employee 


trust.  Another client measures disciplinary 


actions related to trust issues.  Measuring trust is 


similar to brand image, but it is more focused on 


whether people believe your organization and its 


leaders.  It is also similar to the communication 


index, but there are organizations that have low 


levels of  trust, but do a good job communicating.


7. Aggravation Index 


	 A number of  leading organizations such 


as FedEx have daily measures that track how 


much they aggravate their customers or how hard 


it is to do business with their firm.  An airline 


I worked with has such an index that includes 


things like:


How long you wait on hold when calling the •	


airline


How long it takes to find the needed •	


information on the web site


How many screens one has to get through to •	


get the needed information


Number of  calls that are accidently •	


disconnected


Number of  blocked calls/busy signal•	
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Number of  errors on itineraries•	


Time spent waiting in line at airport to get •	


boarding pass


Lost luggage•	


Delayed flights•	


Unable to get requested seat assignment•	


Having to check carry-ons because bins are •	


full


A daily operational metric like this measures how 


much aggravation customers must endure to do 


business with your firm.  When the aggravation 


level gets too high, customers leave and often 


never return.  Such an index is even appropriate 


in a government organization that may have a 


captive audience of  customers.  The Department 


of  Motor Vehicles used to be a major cause of  


aggravation for many of  us.  California and a 


number of  other states have instituted massive 


changes to make interacting with the DMV an 


almost painless experience.  Hospitals, clinics, 


and doctors offices would benefit from an 


aggravation index as well, and could learn some 


lessons from their local DMV office.


8. Supplier/Partner Index 


	 Many business and government 


organizations do much of  their work using 


outside suppliers or contractors.  Most 


Department of  Energy facilities, for example, 


are run by contractors and supervised by DOE 


employees.  A number of  organizations I’ve 


worked with in recent years have developed 


an index that tells them how their suppliers or 


partners are performing.  Factors included in this 


index are criticality of  supplier to the mission, 


ease of  working with, supplier knowledge of  


your organization and its products/services, 


responsiveness, timeliness, and quality of  goods/


services.  This index is often similar to the 


customer relationship index I discussed earlier in 


that it includes a rating of  the importance of  the 


supplier and their level of  performance.


9. Project Management Index 


	 Measuring recurring work like 


processing transactions or manufacturing parts 


is different than measuring projects where each 


one is somewhat unique.  Sometimes, everything 


an organization does would be classified as a 


project.  R&D firms, engineering companies, 


consultants, accountants, and many other types 


of  organizations do project work.  Because 


each project is slightly different, some of  


these organizations have developed a Project 


Management Index that includes the following 


sub-measures:


Budget/Cost performance•	


Schedule/Milestones met•	


Quality/Performance•	


Innovation.•	


At the start of  each project the four factors are 


given a percentage weight, depending on the 


relative importance of  each.  On one project, 


schedule might be the driver, and be weighted 


as 40% of  the index.  On another project, 


aesthetics and creativity are most important, and 


innovation might be weighted as 40%.  On yet 


another project, there is no need for innovation 


or creativity, and each of  the other three factors 


are equally weighted at 33 1/3 %.  At the end 


of  the project, or as each phase is completed,  


performance on the four factors  is rated on a 


0-100 scale, and multiplied by the percentage 


weight, to get an overall grade for project 


performance.  Individual projects are also given a 


weight depending on the dollar size, labor hours, 


or criticality.  For example, The Norfolk Naval 


Shipyard, a Pbviews customer, weighs projects 
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based on total days of  labor, and criticality.  


This way the shipyard commander can look at 


one chart that summarizes performance on all 


shipyard projects.  If  the performance shows 


yellow or red, he can drill down into the data to 


see which project is in trouble, and whether it is a 


quality, budget, schedule, or innovation problem.  


A project management index like this is very 


useful for leaders who oversee organizations 


working on many large and complex projects.  


By combining all of  them into one index, it 


prevents the bosses from having to look at 


individual project performance each month.


10. Intellectual Capital – All large organizations 


need a metric that tells them if  they have the 


right people with the right mix of  knowledge and 


skills for today and tomorrow’s work.  Everyone 


agrees that intellectual capital or competencies 


are important to measure, but I have rarely seen 


good metrics in this area.  Some organizations 


track hours of  training and whether an individual 


development plan (IDP) has been completed 


for each employee.  Attending training is not a 


measure of  skill or competence, and everyone 


can have an IDP and still not have the skills 


needed for the organization to be successful.  


One client has a better approach.  Each job 


description includes a list of  the technical and 


non-technical knowledge skill requirements, as 


well as the level of  competency required.  In 


this company competency levels range from a 1, 


meaning you have a good basic understanding 


of  a topic to 7, meaning that you are a leading 


expert and master performer in the subject area 


(e.g., welding, electrical engineering, negotiating, 


etc.).


Each employee is then given a score on the 


degree to which he or she possesses the right level 


of  knowledge and skills in each area required of  


the job.  In this particular company, employees 


rate their own skill levels, supervisors rate them, 


and ratings are averaged.  Intellectual capital 


can improve with training, development, and by 


hiring people who already have needed skills.  


An organization can watch their intellectual 


capital decline as talented people quit, or existing 


employees are not given the resources to improve 


their knowledge and skills.  Some organizations 


I’ve worked with have even more sophisticated 


measures of  intellectual capital.  Whatever you 


do, don’t count training hours as a measure 


of  intellectual capital.  It seems as if  those 


employees who attend the most training are often 


the least competent.  They have lots of  time on 


their hands because managers give the important 


work to the competent employees who are too 


busy to attend training.


	 Many of  you have heard me speak or 


read about some of  the dumb measures I’ve 


seen organizations put on their scorecards.  I 


thought that it might be time to present some 


positive examples.  There are some best practices 


out there, and the ten performance indices 


I’ve outlined here are some of  the best ‘magic’ 


metrics I’ve seen.
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The best part of  the evolution of  my job at 


Handshaw is that I get to spend a lot more 


time talking to people who are actually out there, 


who are keeping up with requests daily, and 


keeping the people in their organizations trained. 


For the most part they don’t complain a lot, but 


if  you ask them what bothers them most about 


their jobs, they will tell you they don’t like being 


order takers. So you might ask, if  not order taker, 


what do they want to be? The answer would 


most often be a strategic business partner.


	 When I ask people why they are in this 


predicament, they reply with one of  two things. 


Many of  them may say they lack the skills to be 


a performance consultant along with all the other 


things they have to do in their jobs. Most of  them 


would say they just don’t feel like it’s appropriate 


for them to be talking directly to the head of  a 


line of  business, or even if  they do, they don’t 


feel it’s their place to tell them what to do. The 


first problem might not be that hard to resolve. 


We could probably give them some training with 


plenty of  practice and feedback to build their 


consulting skills. The second problem is a little 


more difficult.  


	 I’d like to take this opportunity to speak 


directly to those of  you who find yourself  in this 


situation.  Even if  you build the skills, it will be 


difficult for trainers to act as strategic business 


partners if  the culture, meaning your manager, 


won’t support an environment where consulting 


is accepted, encouraged, and rewarded. Don’t be 


too hard on your manager though if  he or she 


doesn’t want to jump right in and support you. 


The transition will be time-consuming and there 


is definitely some risk involved.  You can save 


your manager a little angst by starting out slowly 


and working with one key client who is likely to 


support you and work with you.  Once you have 


a success or two to which you can point, you can 


begin to roll the process out further.


	 Let me warn you of  two pitfalls. 


Performance consulting is not offering your 


opinions to your clients and hoping they will take 


up your ideas. Performance consulting is asking 


the right questions, so your client will discover 


the correct solutions with you. And finally, 


avoid putting the title “Performance Consultant” 


on your business card, at least right away. 


Advertising the fact that you are a consultant 


doesn’t get the job done nearly as effectively as 


acting like one.


Proactive Performance Consulting—Why 


Bother?


	 The Robinsons begin their chapter on 


“Proactively Identifying Performance Consulting 


Opportunities” in the Second Edition of  their 


book Performance Consulting with a quote from 


Wayne Gretzky.  It reads, “I skate to where the 


puck is going to be, not to where it has been.”  


That’s the best answer I can think of  for the 


question posed by my title.


	 Now let’s think about what that means 


to people who have to provide learning solutions 


every day, on a budget, on a schedule. It means 
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we have to pay more attention to developing 


relationships. We want to be brought to the table 


earlier and we want to participate on a strategic 


level. That means we will do far better if  we seek 


to understand our client’s business, including his 


or her pains and opportunities, before a specific 


initiative or project arises. Building trust among 


individuals takes time, especially when there are 


risks at stake.  That’s why relationship building is 


so important. It’s not something you can put on a 


project schedule or assign a convenient due date. 


interview. If  you are interested in a workshop 


on this skill, go to the Workshops tab and 


learn more by reading the description for the 


Performance Partnering Workshop.


The Reframing Meeting


	 Once you establish a proactive 


interviewing routine and develop a true 


consulting relationship with your client, you 


may no longer need the skills of  conducting a 


reframing meeting. However, most of  us are 


going to come across the need for this type of  


meeting more often than we would like. 


	 The purpose of  the reframing meeting 


is simple. You need to change your client’s focus 


from solutions to defining business results and 


defining required performance outcomes. While 


the purpose is pretty straightforward, the actual 


skills required to achieve the desired outcome 


require practice and can be challenging. One 


difficulty of  this meeting is that your client brings 


a pre-conceived solution to the meeting and is 


expecting to tell you what he or she thinks is 


needed.  Your client may expect you to dutifully 


“take the order.”  Perhaps the biggest difficulty 


in conducting this interview is that you also may 


enter the meeting with your own pre-conceived 


solution. In either case, we call this “solution 


jumping,” and it is to be strictly avoided in this 


meeting. The next step from this meeting should 


be to agree to gather some data or conduct some 


analysis to have better information with which 


to make a decision about problem definition and 


solutions. 


	 The workshop that I just conducted 


for the ASTD International Conference 


and Expo focused on eight principles for 


conducting a reframing meeting. You can find 


those Reframing Principles by clicking on the 


Resources tab on my website www.dhandshaw.


It’s an investment you make over time and it does 


pay off.  In their book, Jim and Dana Robinson 


go on to state that the purpose of  the proactive 


discussion is “to deepen your knowledge of  


your client’s business and to strengthen your 


relationship with your client.   But you also have 


your antennae up to identify opportunities where 


you might add value when you have not been 


asked to be part of  the project.”


	 Mastering this simple skill alone 


will resolve most of  the complaints I hear 


about being seen strictly as an order taker 


and having to use valuable corporate money 


and time developing learning solutions that 


we know will add little value. Beginning a 


methodical process of  Proactive Performance 


Consulting will position you to be invited into 


opportunities earlier in the process.  It will also 


give you access to information you probably 


haven’t had in the past.  Lastly, you will have a 


greater and more informed voice in identifying 


solutions to problems, whether they are learning 


interventions or other types of  interventions.


	 Now about that simple skill; it really 


is easy, enjoyable, and interesting. Visit the 


Resources tab on my website www.dhandshaw.


com for Proactive Consulting Interview – Good 


Example. You will see a 13 minute video role 


play showing one possible way to conduct this 
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com. Once there you can also view a short role 


play video called Reframing Meeting – Good 


Example.
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Background


	 One useful technique for clarifying 


and highlighting organization level issues and 


opportunities involves the creation of  graphics 


or pictures that show the high-level interaction 


of  the functions and the operation of  the 


processes in an organization.  We refer to these 


pictures as Organization Relationship Maps.  


This article describes how the development of  


an Organization Relationship Map can help a 


performance improvement team gain insight 


into the scope and true nature of  the issues and 


opportunities they face.


	 All airports in the USA, are certainly 


focused on optimizing the safety and security 


of  air travel.  In addition, they all operate 


within a highly regulated environment.  Since 


the stunning and tragic events of  9-11, there 


has been and continues to be high visibility for 


airport operations with a focus on security, and 


the Federal Government has moved aggressively 


to address one important component of  airport 


operations, i.e., passenger (and baggage) 


screening.


	 However, any airport’s executive 


management will point out that an airport is an 


extremely complex environment.  There are a 


variety of  airport functions, vendors/contractors, 


government agencies, and tenants (such as 


airlines) that all interact in order to support air 


travel.  Many people representing a variety of  


airport functions as well as vendors, contractors 


and tenants “touch” every departing flight, 


whether that flight is turning around from an 


incoming flight, or the aircraft comes from the 


airline’s hangar.  Improving or even optimizing 


the passenger screening process, though it 


will have a large and important impact on the 


safety of  departing flights, is not the ONLY 


opportunity for security to be breached and 


safety to be jeopardized.  Ensuring that the entire 


complex airport operating environment has been 


“engineered” to support safety and security, is 


the ultimate concern of  airport executives on 


behalf  of  their ultimate customer, the flying 


public.   


The Strategic View


	 The Air Travel Security Planning Map 


was actually drafted back in early January 2002 


when the US government, via the Department 


of  Transportation (DOT), had begun to focus on 


airport security and, specifically passenger and 


baggage screening.  DOT’s initial step was to 


issue Requests For Proposals (RFP’s) to potential 


contractors for the development of  training 


and other equipment and job aids to support 


passenger screeners and the passenger and 


baggage screening process.  However, passenger 


and baggage screening alone, could not account 


for all security risks for departing flights.  That 


is, screening is only one part of  a complex set 


of  interfaces that result in the departure of  safe, 


uneventful flights.   We drafted the map, that 


appears at the end of  this article, as an example 


of  the complexity of  airport operations, and as a 
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tool to convince airports, and the US government 


to consider what a comprehensive analysis of  


an airport environment might look like.   The 


strategic organization view that we advocate 


here, seeks to document the dependency 


How, for example, are deliveries of  goods for resale 


at retail concessions inside of  security, screened to 


ensure that no dangerous items are “stocked” or 


stored?  What about maintenance workers that are 


able to come in contact with aircraft from outside 


of  the terminal? 


Have issues or potential issues and questions •	


been identified in a comprehensive way 


that has been, or could be, communicated 


to all “players?”  We anticipated that many 


issues and questions, that would be identified and 


documented through the strategic analysis process, 


might have been raised before and/or would 


already be known to staff  and management who 


work at airports, whether that be for the airport 


facility, for an airline or for the FAA or NTSB.  


Has a comprehensive set of  security related issues 


and questions ever before been compiled in one 


place, gathered from the many vantage points that 


represent the operation of  the whole airport as a 


complex, multifunctional operating system?


	 With our map we took an “educated 


guess” at the responsibilities of  each part of  


the overall airport system and the way that 


they depend on each other as they interact to 


support air travel safety, passenger and tenant 


satisfaction, regulatory compliance and cost 


effective airport operations.  We did this as 


a device to expedite and support the process 


of  developing and confirming the actual 


information for any airport that consented 


to participate. Our intent was to support 


airports in taking this important look at their 


own performance beginning with customers, 


suppliers, regulators and the local community 


as well as including the interaction of  all 


components, both those within the direct control 


of  airport management, and those managed by 


other companies, like the airlines. This strategic 


relationships and the issues and opportunities 


that exist in the interface between Sky/Red Caps 


and curbside check-in, airline ticketing, passenger 


screening, baggage handling, food and other 


retail concessions, airport facility maintenance, 


gate agents, etc.  Given the complexity of  the 


operation of  any airport and the fact that airport 


executives function within a highly regulated 


environment, it is important to ensure that all 


parts of  any airport including tenants, vendors 


and regulators are able to come to agreement on 


how it all fits together.  They need a common 


picture.  This information is important for 


supporting the performance effectiveness of  each 


contributing process, function, company and/


or agency and, certainly, for the airport overall.  


Some important questions that get answered at 


this strategic relationship level of  organization 


analysis include the following.     


What are all of  the interactions required •	


to support the safe and secure departure 


of  flights from an airport, in compliance 


with regulatory guidelines, maintaining 


desired relationships with airline tenants and 


operating within cost and revenue goals?  So, 


what are the specific services provided by airport 


security staff, passenger screeners, and airline 


personnel including ticketing, baggage checking, 


gat agents and flight attendants?  What about 


airport maintenance including runways, etc. and 


buildings/facilities?


Are there issues or questions that arise when •	


you view all parts of  the complex system that 


is an airport and narrow your focus to things 


that can have an impact on air travel safety?  
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organization level analysis is important to any 


airport’s ability to get maximum benefit from the 


installation of  any new training, equipment or 


job aids or to identify additional and supporting 


processes, policies, procedures, goals, incentives, 


equipment, learning resources, job aids and so 


forth that may be mandated by the government 


or that may already be under development by the 


airport.  


	 It was and continues to be our belief  


that this organization analysis step is necessary 


input into the specification of  a practical, 


comprehensive and effective, performance 


requirements document.  Such a document 


is key to providing a road map for airports to 


support the development and prioritization 


of  improvement requirements for strategic 


planning and budgeting.  We have presented this 


concept with our map as the key visual to airline 


officials, airport executives and representatives 


of  government regulatory agencies.  There has 


been a uniform reaction that we are talking 


about reality and raising critical issues in an 


understandable manner.  To date, however, 


we have not gotten commitment from the US 


Government, nor from an individual airport 


or consortium of  airports, to proceed with this 


analysis which we believe would give an airport 


the opportunity to optimize its own performance 


results as well as to serve as a model for other 


airports nationwide, and potentially even 


worldwide.


Approach


	 The approach to organization analysis 


and performance improvement that this sample 


map represents, begins at the most strategic level 


for any enterprise and proceeds in a systematic 


manner.  The first underlying premise is as 


follows.


Start with the overall context and relationship 


view of  the organization vs. process specification.  


You need to start at the overall or macro level 


to view the organization and its key functional 


parts in the context of  the marketplace in which 


it operates, i.e., the organization’s customers, 


suppliers, partners and regulatory authorities. 


Defining performance context is the essential 


first step and it must precede analysis and 


improvement actions focused on processes, even 


key cross-functional processes.  Are there, for 


example, vulnerabilities (security risks) that are 


based on contact with an aircraft while it’s in 


the airline’s hanger, from mechanics or refuelers 


at the gate, etc., that will not be addressed by 


exclusively treating passengers and bags through 


a thorough and technology assisted screening 


process?


	 Not only do we suggest that airports 


begin at the most strategic level to look at the 


entire interdependent system of  functions, 


process, companies and agencies that must 


interact in support of  air travel, but we also 


contend that the ensuing analysis should be 


conducted in a systematic manner.  That is, 


analysis should proceed from the strategic or 


organization level, to the process level, and, then, 


to the position or job level.  A systematic macro-


to-micro analysis process, allows the enterprise 


to ensure that actions taken or changes that are 


made in one area, do not inadvertently cause 


performance issues or problems in another.  It 


also supports the development of  goals and 


objectives along with key measures, that are 


critical to guiding performance that will be truly 


supportive of  overall enterprise level goals, rather 


than those that are merely typical of  measures for 


some function or, even, just easy to count.  The 


next logical step is to develop the specific and 


interlocking process and position expectations 
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that link from the organization level, through 


key processes to the job level.  In this way, the 


alignment is created for goals and objectives 


throughout the organization and based on critical 


organization success measures.  It also provides 


the important “line of  sight” information that 


enables performers to clearly see that each of  


them has an impact on the performance results 


of  the organization as a whole.


Conclusion


	 A focus on business process analysis, 


improvement and ongoing management, 


is valuable to the long-term success of  any 


enterprise, whether it is an airport, a large 


corporation, a small business or a nonprofit 


organization.  The strategic organization 


relationship analysis represented by the Air 


Travel Security Planning map, is one way 


to support achievement of  real return on 


investments made in improvement actions at 


the process level, and properly set (or update) 


investment priorities.  This strategic analysis step 


helps to avoid investments of  time, effort and 


money at an individual process or job level, that 


may actually have a negative impact in another 


part of  the enterprise, thereby deteriorating any 


positive, and possibly resulting in a net negative 


for the enterprise as a whole.


	 Notice the letters in yellow circles on 


the Air Travel Security Planning map.  They 


correspond to issues or questions for further 


study that are listed in the large red bordered box 


accompanying the map.  By constructing the 


map and showing the airport in the context of  


its operating environment as well as the various 


functions that must interact within an airport, 


we can begin to identify current or potential 


interface breakdowns or vulnerabilities.  We can 


certainly see the dependencies of  the functions, 


vendors, tenants and regulatory groups on each 


other, and the interdependency of  the entire 


system.  Once these insights are documented 


(and, in this case, pictured on the map) and 


relationship issues identified and confirmed, 


we are able to proceed with confidence to 


prioritize both action steps and areas for further, 


more detailed, process analysis.  Furthermore, 


the strategic analysis and “mapping” process 


itself, provides the opportunity and the tools 


for bringing representatives of  all of  the various 


constituencies within an entire enterprise/system 


together to “own” and address enterprise level 


issues in addition to, and as a “context” for, their 


individual process issues and opportunities.
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