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This appendix contains copies of each of the principal tools
used in conducting a performance analysis project. These
tools consist of the:

1. Project Definition Worksheet
2. Project Plan Worksheet
3. Interview/Observation Checksheet
4. Performance Table
5. Methods Table

The chart below indicates when each form is used:

PROJECT PHASE

TOOL Project Organization Job!Function Cause Analysis! Implementation
Definition Scan Analysis Solution Design

Project
Definition ..,
Worksheet

Project ..", ~
., ." ..,

Plan

Interview!
Observation .,.; .., .., V "
Checklist

'-A.

Performance V'Table

Methods ..,
Table
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PROJECT DEFINITION WORKSHEET

Project Title: Organization:

PROBLEM/OPPORTUNITY STATEMENT: Describe the problem or opportunity in your own words or, ideally, in
the words of the person(s) who have asked you to address it:

SECTION I: CLIENT BACKGROUND/PROJECT CONSTRAINTS

1. Who contacted you about this problem?

Name:

Title:
Role: 0 Sponsor

o Client

2. If this person is not the client, who is the client?

Name: Title:

3. Why is this problem or opportunity being acted upon now?

I
4. Describe the key individuals involved in the project including the client

and individual managers within or outside the client's organization:

POTENTIAL IMPACT PERCEPTION OF EXPECTATIONS, CONCERNS
ROLE OF PROJECT PROBLEMS, ITS CAUSES ABOUT PROJECT, ROLE OF

NAME, TITLE (RELATIONSHIP TO PROJECT) ON THIS PERSON SOLUTIONS CONSULTANT"

!

I
i

I
i
I

I
l

"Expand or summarize below in Question 8.

5. Whose support or commitment is likely to playa central or determining role in the project's ultimate success or failure?
(Individual managers, levels of management)

6. Who has to be sold on this project? (Client, influential managers above, below or at the same level as the client)

7. Who stands to gain if the project succeeds? (Alternatively, who stands to lose if the project fails?)
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I
I
l
I.

8. Briefly describe any qualifications or constraints placed on the project (including the name, title of person(s)
imposing constraint if other than client):

AREA
• Problem/opportunity definition
• Problem identification (e.g., access

to people or data, choice of
data gathering locations, etc.)

• Specification of solutions
(e.g., preferences, barriers to change)

• Schedule for project completion
• Resources (budget, personnel)
• Role of consultant (identifi-

cation with project, visibility)

QUALIFICATION OR CONSTRAINT

9. What criteria will be used to determine whether the solutions specified produce the results intended?

10. What systems (if any) exist for measuring changes in performance brought about by this project?

SECTION II: PROBLEM/OPPORTUNITY DEFINITION

r What indicates that there is a problem or opportunity?

How will the client know when the problem has been solved or the opportunity realized?

Type of data? (e.g., opinion, observation, sample, study performance data)

--

I Where does the problem or opportunity occur? (Location, distribution)

('0.

w
a:
w
:I:
~
L Type of data:
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When does it occur? When should it occur?

How frequently does it occur?

How long has it been a problem or opportunity?

Type of Data:

IHow does the problem 0' opportunity affect the orqanization? (Along what dtrnenslonsv)

C'.
f-
~ How much is the problem costing the organization each year. What is the value of realizing the opportunity?
Q.

::!'

lType 01 Data

,
,
I'
f

1

fr What jobs or Iu notions have the geeatest Impact on the probl em or op port" nity?

How do they impact the problem or opportunity? What should they be doing that they are not doing?
C'.

~
J:

==

L Type 01 Data'

f. f
I



III. CONCLUSIONS OF PRELIMINARY SCREEN

Don'l
Know Low Medium High

1. Rate each of the following factors:
• Client's interest in the problem or 0 0 0 0

opportunity
• Client's perception of the value of 0 0 0 0

the problem or opportunity
• Actual value of problem or opportunity 0 0 0 0
• Commitment to project approach 0 0 0 0
• Access to data, personnel 0 0 0 0
• Flexibility in proposing solutions 0 0 0 0
• Stability of organization or situation 0 0 0 0

2. Based on your ratings of the above, is it worthwhile to undertake this project?
DYes 0 No 0 Maybe

3. What will be your next step?
o Discuss decisions or concerns with client

o Obtain more information about

o Conduct organization scan of

o Conduct job/function analysis of

o Other:
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--,-., --ti"-"''"'7''';~~'''·'''''''·'''''''''''''·''''-l_· i,"''' _

PROJECT: _

MANAGER: _

PROJECT PLAN

DATE BEGUN: DATE ENOED: CLIENT: _ TITLE: TEL: _

'lI
I
I

!'UrN

Project
~ase ObjectiWl Activities Assumptions Outputs

f-'
.t::>
\.D

SCHEDULE

Time Responsi· Time Due Reo<iew
Frame Bility Required Date Dale

MiVIEW

Date Progress, Concerns, Actions

,



INTERVIEW/OBSERVATION CHECKLIST
Project: Date: Analyst: _

Name, Title of Person Interviewed:

Time in Present Job: Time with Organization:

Other Relevant Positions Held: _

INTERVIEW OBJECTIVES

PROJECT DEFINITION JOB/FUNCTION ANALYSIS

o Problem backgroundo Nature and extent of problem or opportunity
o Desired project outcomeso How project is perceived
o How project outcomes will be evaluated
o Constraints
o Range of acceptable solutions

OMissiono Accomplishments
o Workflowo Information flowo How performance is measured
o Performance appraisal
o Economicso Comparative performance

data including measures:ORGANIZATION SCAN

o Mission of organizationo Key outputso Organization structureo Workflow
o Information flow
o Personnel profileso Key economic variables, measureso High impact areas
o General problem areaso Quality of performance system
o Performance data including measures:

o Discrepancies or problems
(nature, extent)

o Impact orvalueo Other:

o Other:
CAUSE ANALYSIS/
SOLUTION SPECIFICATION

o Nature, extent of feedback
o Consequences for performing as desired
o Resources requiredo Task interference
o Knowledge and skill requirementso Acceptability of solutionso Solutions previously tried
o Obstacles to solution implementation
o Cost of implementation
o Implementation resourceso Other:
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GUIDELINES

1. PRE·INTERVIEW PREPARATION 3. DATA GATHERING

• Establish:
-Purpose of interview
-Time required
-Questions, data required
-Location of interview

(e.g., at or near work area)

• Proceed from general to specific
• Don't interrupt
• Provide examples of what you want
• Ask for examples, copies of records
• Flowchart or diagram information
• Restate information to verify its

completeness, accuracy

Ask for names of others to interview
• Secure permission to review,

obtain copies of records

2. INTRODUCTION 4. CONCLUSION

• Describe:
-Who you are
-Objective of project
-Purpose of interview
-How data will be used (confidentiality)
- Time required
-How you would like to proceed
-Note taking

• Summarize what you've learned
• State how person was helpful
• Restate how data will be used (confidentiality)
• Ask for permission to return (if necessary)

QUESTIONS:

152 I
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DEBRIEFING

1. What was the most useful information you obtained during this interview?

• Factual data: (descriptions of work flow, information flow, etc.)

• Perceptions: (of problem, organization, causes, etc.)

2. Would it be worthwhile to interview this person again?
DYes 0 No

Why?

3. Whom else should you see as a result of this interview? (Name, title, location)

4. How would you rate this person's support of the project?
I I

HighLow 0
(Neutral)

5. What needs of this person can be met by the project?

6. In what respects does this project pose a possible threat to this person?

7. How would you rate this interview in terms of its value to you?
o High 0 Medium 0 Low

Why?

8. How might this interview have been made more productive?

o Better preparation of questions
o More information about the person interviewed (responsibilities,

status within organization, prior job experience, etc.)
o If the interview were conducted at a different time or in a different sequence
o Other:
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V1

'" • Does the performer receive information
about the consequences of his or her
actions?

• Is it clear from the situation itself what
response is called for?

• Do other tasks interfere with the carrying
out of the desired task?

• Do standards exist?
• Are they known to the performer?
• Are they seen as reasonable and

attainable?
• Have they ever been met?
• Are they administered consistently?

• Does-the performer know how to
respond?

• Does the performer know when to
respond?

• Is the performer physically and emotion-
ally capable of making the desired
response?

~

METHODS TABLE

I
I

I

t

FB
- - - - - - - - - - - - - - -I

I

4 6

• Are there negative consequences for
performing as desired?

• Is some other action more rewarding?

+

• Does the performer have the necessary
resources to respond? (Tools, material,
budget, personnel?)

l

!

I
I

I
t I

t
I

I
I



INSTRUCTIONAL ANALYSIS
What is it? Procedures for identifying the components of a whole, to determine their nature, proportion, function,

relationship.
Why do it? To provide information with which to answer questions and make decisions.
What are some examples of analysis used by instructional technologists?

Procedure
1. Performance Analysis

2. Task Analysis
3. Goal Analysis

4. Target Population
Description

5. Relevant Practice
Description

6. Learning Environment
Description

7. Instructional
Troubleshooting

Questions to be Answered Decisions to be Made
What is the nature of the problem
What is the discrepancy costing?
What solutions seem indicated?
What is the probable cost of each

(diSCrepancy)?} Is the problem worth doing something
about?

solution? Which solution should be tried?
What are the components of competent performance?
What performances collectively define an
abstract intent (goal)?
What are the major characteristics, and range
of characteristics, of the intended learners?
What items and conditions are needed to provide
practice in the essence of an objective?
What are the major characteristics of the
environment in which the learning is to occur?
What facilities and equipment will be available
in this environment?
What are the discrepancies between actual
instructional practice and state of the art
practice?

R.F. Maqer
April, 1982

What is worth teaching?
What does each learner need to learn
to be considered competent according
to the objectives?

What combination of available things
and procedures will best accomplish
the desired learning for a given
member of the target population?

]
VJhat actions should be taken to
improve the instructional program?
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ACCOMPLISHNENT SUB-ACCOMPLISHMENTS

1. Incoming Part Inspected a) Part Cleaned

b) Critical Dimensions Measured

c) Part N~~ber ~~d Action Recorded
(e.g., Part OK1d or Rejected)

2. Part Secured in Machine
3. Machine Dials Set

BEHAVIOR

• Dip part in cleaning fluid
• Remove and shake off excess fluid
• Dry wi th -Cioth

• Measure length & record
• Measure width & record
• Check diameter of center hole

AX - 3 & record

• Record all digits of part number on
form 1212-73

• Place check mark in appropriate col~~
indicating disposition of the part



PERFORMANCE
ANALYSIS
WORKSHOP
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Reading Selection 4: Constructing Job Models
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Overview

In this reading selection you will be introduced to techniques
for constructing job models. The construction of job models
is an important part of the process of analyzing performance
probiems at the job or functional level - the level at which
we are concerned with the question: What is expected of the
performer but is not being accomplished?

Reading Goal

Your goal in reading this article is to familiarize yourself
with the types of information you need to construct job models
as well as how and where you might obtain this information.

When you've completed the article, you should be able to con-
struct a partial job model based on a transcript of interview
data..
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To analyze performance problems at the job or functional
level, we have to know something about the jobs people per-
form - what these jobs consist of, what their parts are, and
how these parts are related to each other and to the overall
purpose or mission these jobs are meant to accomplish. We
also have to have some way of measuring accomplishments to
determine how well the jobs are being performed. Once we know
what the job consists of and we have some way of measuring it
we can then determine (a) if there are opportunities for im-
proving the way people perform these jobs and (b) if there is
any value in bringing about these improvements.

In this article you will learn how to make both these deter-
minations.

The process involved consists of two steps:

69

1. constructing a model of the job including measures
useful in determining how well it's being carried out.
The model you construct will represent the ideal the
way the job should be carried out. This may not be the
way the job is actually carried out.

2. Comparing actual job performance with this ideal and,
based on this comparison, deciding whether it makes
sense to address any deficiencies you have uncovered.

During this article, we will be concerned only with the first
step - constructing the job model. During the Workshop, you
will be asked to complete both steps based on your analysis of
specific performance problems.

Steps

To construct a job model, five steps are involved:
1. Identifying the

job - the things
the behaviors or
them.

accomplishments or outputs of the
produced or left behind, as opposed to
actions the performer takes to produce

2. Where necessary, breaking these accomplishments into
sub-accomplishments or "duties" as they are often re-
ferred to in everyday terminology.

3. Identifying the dimensions along which these accomplish-
ments and duties can be measured. These dimensions are
the requirements that must be met if the job is to be
performed properly.



4. Identifying the measures to be used in determining the
level of performance which is desired or expected.
These measures are derived from requirements and are
reflected in the standards.

5. Establishing standards or criteria for successful per-
formance which reflect what is reasonable to expect a
person to achieve in carrying out a specific accom-
plishment or sub-accomplishment.

The Performance Table

As this information is collected, it is displayed in the form
of a table an example of which is shown on the following page:

r:

'\
"
i.

I

!
'I

IIi

!I

1•i•
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PERFORMANCE TABLE

ACCOMPLISHMENTS
• Sub-Accomplishments

"HOW IT HURTS"
(IMPACT)

TYPICAL
PERFORMANCEMEAsuRESREQUIREMENTS STANDARDS

JOB MODEL

DISCREPANCIES

..



The first four columns of the table are used to describe how
the job should be carried out: the remaining columns, to
describe actual performance and the impact of this performance
on the organi zation. Agai n, we will be concerned only wi th
the first four columns - with describing what should occur
ideally. This is the purpose of constructing a job model.

Completing the Table

In the actual job environment, you will find that the process
of constructing job models isn't as straightfoward as this
table might suggest. Often you will talk to people who don't
know the answers to the questions you ask. You should expect
this since one reason people have trouble performing their
jobs is that they don't have the information you're seeking.
For example, standards may exist but nobody is aware of them
or the standards may be non-existent and you will have to
develop them.

Also, the order in which you collect information won't be the
same as that required to complete the table since it will come
from a number of sources - performers themselves, supervisors,
experts, and the performer's co-workers. Using common sense
and ingenuity, you will have to piece all of this information
together to complete the Performance Table.

In addition, you will have to have a practical working under-
standing of the process involved in constructing the job model
as well as an understanding of such basic concepts as accom-
plishments, measures, requirements and standards. These are
discussed in detail below.

\
':,

I~

, .
,Ii

Accomplishments

Before you can perform any of the other steps involved in
constructing job models, you must have determined the job's
accomplishments and sub-accomplishments. To do this, there
are several points you want to keep in mind:

/'

• Accomplishments and sub-accomplishments are end re-
sults. For example, "writes a proposal" is not an out-
put. It says something about the process involved but
LittLe about the outcome. "Proposal wr itten," on the
other hand, is an output - it's what the person leaves
behind when he or she has finished writing the proposal."

• Accomplishments and sub-accomplishments are logically
related but differ in the scope or degree to which they
describe the job. Often you will not know whether an
item is an accomplishment or sub-accomplishment until
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you examine them in relation to each other. For ex-
ample, you may have identified the following accomplish-
ments: "expense reports processed," "invoices pro-
cessed," "budgets processed," and "timesheets pro-
cessed." A list of such items may suggest a more
general heading such as "reports processed" under which
you might list specific reports as sub-accomplishments.
Whether you do this or not will depend on whether a
broader category is more revealing and descriptive of
the job. For example, listed below are accomplishments
and sub-accomplishments for an elementary school
teacher:

Performance Table: Elementary School Teacher ,.,

73

Lessons prepared

MeasuresAccomplishments
-Sub-Accomplishments

Requirements

• Outlines developed

• Periods scheduled
Lessons taught

• Points covered

• Test conducted

• Coaching provided

• The five sub-accomplishments could have been listed as
accomplishments and these accomplishments further
broken down into sub-accomplishments. However, the
decision ,was made to list them under the more encompass-
ing headings of "Lessons prepared" and "Lessons taught,"
since it was felt that these two accomplishments
reflected most clearly what is -impo rtan t in carrying out
this job.

• It's possible for a job to be characterized by a single
accomplishment; most jobs have six or fewer, and at most
ten. Where the job is described in terms of more than
ten accomplishments, it is highly likely that some
accomplishments can be subsumed under a broader heading
which is more revealing of what is essential to the.job.



• A sub-accomplishment is one job may be an accomplishment
in another. For example, "telephones installed" may be
a sub-accomplishment for an office manager but it may be
an accomplishment for a telephone installer.

Identifying Accomplishments

There are two possible approaches to identifying accomplish-
ments: The first is to examine the existing job - to deter-
mine how it is performed now. The second is to look at the
broader organizational setting in which the job occurs includ-
ing the organization's goals, structure, and work and informa-
tion flow and from this determine how the job should be
carried out ideally, as opposed to how it is being carried out
now.

The diagram below illustrates the basic difference between
these two approaches:

In taking the "job-as-it-should-be" approach, you begin at the
top and work down whereas in the ~ob-as-it-is" approach, you
begin with the job itself and then work you way up the organ-
ization - expanding your study to include an examination of
the job's relation to other jobs in the department or larger
work unit. In reality, you will find yourself using both
approaches to identify accomplishments working back and
forth to create the job model .

JOB AS IT
SHOULD BE

I'
"(
:1

, "

">,
",!'
'I

...,,

ORGANIZATION

JOB AS
IT IS

Whether you are working up or down, there are two important
sources of information about a job you will want to
consider - the job's mission'and the economic characteristics
of the organization. Both will tell you a great deal about the
job and its accomplishments.

I
1
l

I
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Mission

Webster's Third New International Dictionary defines "mission"
as: (a) a specific task wi th which a person or group is
charged: especially, an assignment given to a person or group
in an official capacity; (b) the chief function or responsi-
bility of an organization or institution.

These definitions are helpful in understanding what a mission
is - a specific and officially assigned task which is also the
reason for the job's being. However, they don't reflect
another important characteristic of missions - which is to
give sense and direction to people's efforts. Depending on
the mission, people will perceive and carry out the same job
differently. For example, most purchasing departments have a
policy to the effect that any purchase in excess of a certain
amount requires three competitive bids. If the mission of the
purchasing department is "to enforce purchasing procedures,"
this policy will be treated as an inviolate rule. However, if
the mission of the purchasing department is "to assist the
organi zation in the achievement of its goals through the
efficient and economic supply of materials and services," the
competitive bidding requirement might be waived in the
interest of the organization.
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In sum, knowing what the mission is can tell you which accom-
plishments are important. In addition, it can help you to
distinguish accomplishments from sub-accomplishments so as to
reflect their relative importance.

,
I
"

For example, if we were constructing a model of the job of
dental assistant, we might state the mission and accom-
plishments as follows:

Mission: To provide services to the dentist

Accomplishments

• Instruments maintained

l'. • Inventory maintained

• Telephone answered

• Records maintained

• Fees deposited



Economic Characteristics

Here the mission tells us to examine the services provided and
to use the concept of service as a guideline in listing job
accomplishments. The mission of a job can be derived from the
mission of the department in which the job is performed: the
mission of the department, in turn, from the organizational
unit in which the department is found: and so on. Ideally, you
should be able to construct a mission "tree" for an entire
organi zation.

In addition to missions, the economic characteristics of the
firm will help you to identify accomplishments and sub-
accomplishments. For example, if your analysis of the
economic characteristics of a supermarket chain told you that
unaccounted-for losses of merchandise represented a
significant cost, you might want to look carefully at how the
cashier's job (among other jobs) contribute to this situation.
This would also tell you in analyzing the cashier's job to
include among its accomplishments "undercarriage of basket
inspected" and "basket emptied."* These accomplishments could
be overlooked in describing the cashier's job if they were not
being carried out now or were not reflected in the job or
position description.
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Measurement

Having defined a job in terms of its accomplishments and sub-
accomplishments, you are ready to establish how thes_e
accomplishments can best be measured. This entails:

1. Establishing requirements - the dimensions to be used in
determining whether the job is being performed well or
poorly.

* An analyst in Great Britain would state these accom-
plishments as "trolley inspected" and "trolley
emptied." The principle, however, is the same:
Knowing the economic characteristics of a firm can help
you identify accomplishments and sub-accomplishments.



i.•
2. Establishing a uni t or measure wi th which to express

these requirements. This uni t may be quanti tative
("costs per unit," "units per hour," "percent of job
covered,") or they may be qualitative (timely, original)
depending on the nature of the accomplishment or sub-
accomplishment measured.

3. Establishing standards for job performance. Standards
are the level at which we would expect the job to be
performed. In companies which manage by objectives they
are the job or performance objectives. These standards
may be expressed numerically (eighty words per minute,
three new accounts per month, twenty-three percent) or
they may be expressed in narrative terms ("by the close
of business," "in a form similar to the following .•• ,"
etc. )
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(Or productivity) when quantity
is time-sensitive.

Requirements

Most jobs can be measured along one or more of the following
dimensions: quali ty, quanti ty, and cost. These dimensions
are described in more detalI ill the Lable""below:

c§~
1. Accuracy: Freedom from error of omission

or commission when compared to
an ideal.

2. Class: For a degree of quality beyond
mere freedom from error.

3. Novelty:

E!iV
1. Rate:

Originality in some way.

2. Timeliness: Having a critical time period
or deadline.

3. Volume: Quantity of output, when time
is not a major factor.

~---------------------------------------------------
1. Labor: Direct labor costs not reflected

in rate.

2. Material: Any material cost, such as supplies,
equipment, plant, energy, scrap,
etc.

3. Manageme nt: Indirect labor cost - e.g. burden
overhead, supervisory time, legal
fees, etc.

78



Not all of these dimensions or requirements will be relevant
in measuring job performance. Whether the requirement is
relevant or not will depend on whether significant variations
in it are possible. For example, cost of materials is not
relevant to a typist's job because even if the typists were to
waste materials,the waste is not likely to be significant.
Also, it should be kept in mind that these requirements are
stated in general terms. In the actual job situation you will
want to use terms which reflect more clea·rly the nature of the
job. For example, rather than "quantity" you will want to use
the term "quota" in analyzing a sales job or "answering time"
rather than "rate" in analyzing a telephone operator's job.

Measures

Measures like-standards can be derived from an examination of
the job once we -know (and have agreement on) what the
requirements are.
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Standards

Standards can be set in a number of ways. One way is to
identify the person who is the exemplary performer - the
person who does the job best. Invariably, there is one person
who fits this description and we can use this person's
achievements as the standard against which to measure how well
others perform. This requires judgement since it is possible
that the level at which this person performs is so high that
others are not likely to reach it. This happens and for this
reason we would not want to make this level of performance the
standard. Instead we might establish the next-best sustained
effort as the standard.

Other ways in which we can set standards are to use existing
standards - for example, engineering standards based on
machine efficiencies, the opinion of "experts" - and previous
studies.*

* Literally speaking, the performance analyst doesn't set
standards; organi zations do. However, establishing
standards is one of the more important contributions the
analyst can make to the organization, particularly where
standards don't exist or these standards are unreasonable.



The table on the next page illustrates how accomplishments,
requirements, measures, and standards are combined to provide
a description of the job of salesperson. The table also shows
how this information can be used to compare existing perform-
ance with the ideal so as to determine deficiencies in
performance.

1
I.

t
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TABLE 2
PERFORMANCE TABLE

DISTRICT LEVEL DISTRIBUTION FUNCTION

REGION III

ACCOMPLISHMENTS TYP
• Sub·Accomplishments REQUIREMENTS MEASURES STANDARDS PERFO

ACCOUNTS OPENED
• Prospects identified Quality Volume per account $7800 $6300
• Prcspectsquatifieo
• Applications made Quantity (rate at Newaccounts 15 per district No signific

which opened) per month per month difference

-

co
~

,

ICAl
RMANCE DISCREPANCIES

"HOW IT HURTS"
(IMPACn

ant
s

Lost sales
($1,350,000 an-
nually)

$1500



Variations in Job Models

There will be times when you will want to establish models for
the manager's job, or for an entire function comprising
several different types of jobs. These variations are
described below.

Function Models

constructing function models involves the same process as
constructing a model of a single job or group of related jobs,
except that several different types of jobs have to be
described as opposed to a single job or group of related jobs.
The table on the following page shows how such a model might be
developed for a retail store. In the table, store
accomplishments are broken down by performer. Performer
accomplishments might also be broken down further in sub-
accomplishments. This is not shown in the table nor are the
requirements and standards for the individual performer.
Normally, these would be included in any function model.

~

~

~

I.,.
\
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1
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Retail Store Model

co
w

Gi •.. •..
GiCl Q)

III
Q) Cl - c:c Cl III iV c:

III III c: 0:::E e III Ui UI•.. IIIPerformance CD·
CD :::E :::E CD - GiStore Accomplishment Requirements Performer Accomplishment Cl - UI 0..Measure III UI UI 'E CD U III e:c u c:e c: •..

CD •.. Ui Gi III CD~ III 01\1 c: .E E 0 c: c: 'u:::E III "0 u, >.s: iii 1: Q)
III c 'c Ui•.. UI 0 'E 0CD U •... 'E III Q. s: C:0 •.. Q) c. Q) 0 a: 'ai

UI oQ) c. 0 CD ai IJJ GiS UI Gi 0Ui :::E :::E s Q)0 0 0 IJJ ;:) IJJ 0.. I- z

INVENTORY Inventory Controlled Accuracy Merchandise stored X
POSITION Timeliness Inventory monitored X

Merchandise counted X
Orders prepared X
Orders monitored X
Inventory books maintained X
Inventory records adjusted X

MERCHANDISE Merchandise Received Accuracy Receiving monitored X
CONTROL Timeliness Merchandise received X

Merchandise checked X
REVENUE Cash Controlled Accuracy Loss prevention procedures ·X
REDUCTIONS Timeliness Inventory accuracy determined X

Security monitored X
Cash controlled X

Sales Monitored Accuracy Sales monitored X
Sales recorded X
Credit supervised X

Marking Controlled Accuracy Merchandise marked XTimeliness

Problems Expedited Accuracy Product and service problems handled X
Timeliness Customer complaints expedited X

NON·
Expenses Controlled Accuracy X

Timeliness
MERCHANDISE
CONTROL

"'------"""- ....• ---'--"",-~



4. Based on the mission and the job, determine how the man-
ager's performance affects the unit's performance. This
can be done by comparing the performance of managers of
high-producing units with the performance of managers of
low-producing units. What you will find is that the
difference between good and poor managers can be ex-
plained in terms of how well these managers perform in
one or two accomplishment areas.

The Manager's Job Model

To construct a model of the manager's job, two requirements
must be met: You must first determine what the outputs of the
unit managed are, and then look at what aspects of the man-
ager's job affect these outputs.

The steps involved and the sequence in which you will want to
carry them out are as follows:

1. Identify the mission and accomplishments of the unit or
function being managed.

2. Determine the accomplishments of the performers which
make up the unit and how these individual accomplish-
ments relate to the unit's accomplishments as a whole.

3. Determine the manager's mission. This will vary from
level to level. At the lowest level, the mission is
usually to direct the work effort - "to get the line
running and to keep it running." At higher levels, it
may be "to keep the lines running profitably" and at
even higher levels "to see that problems don't
recur - that they get and stay fixed." Rarely will the
posi tion description tell you this. The only way you
will be able to determine the mission is to ask your-
self: What's the real purpose of this job? If the job
didn't exist, how would this affect the unit's perform-
ance?

r:
~
,)

n The table below illustrates what the job model for a first-
line supervisor in a manufacturing plant might look like. To
make the table easy to interpret, measures and standards have
not been included.
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PORTION OF JOB MODEL FOR FIRST LINE PRODUCTION MANAGER

ACCOMPLISHMENT SUB-ACCOMPLISHMENTS REQUIREMENTS

Three dayt~
backlog ~

~~~============r=========================~~m~a~i~n~t~a~~~ned~
~E RUNNING Performance assessed Line checked

every 30
minutes

;::::;:::::::::~============~p~r~o~d~u~c~t;;io~n==d=a=t=a==========~o=n===t=i=m=e=;~=a=.=~c~~cu~~r~a~~recorded ~
~

PROCEDURES
MAINTAINED

LINE READY People assigned

People instructed

Parts available

Support materials
available

All machines
covered
Qualified per-
son on machine

Person can
operate ma-
chine at
standard

One shift backlog
maintained
Parts meet
entry quality
control
standards

Problems diagnosed

Action taken

Fast
Accurate

Fast
Accurate;
actions con-
form to pro-
cedures
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Attendance recorded

Time sheets processed

Accurate;
timely (with-
in 30 minutes
of shift start)

Timely (with-
In 30 minutes
of shift start)



Sources of Information

There are two basic sources from which you can obtain the
information you need to construct a job model - people and
documents.

Documents

Much information can and should be obtained about a job simply
by examining existing information - position descriptions,
budgets, organi zation tables, reports, studies, production
schedules, and so on. This will be true whether you are devel-
oping a model of the job based on how the job is carried out
now or whether you are approaching it from the standpoint of
how it should be carried out ideally.

Listed below are some of the more important documents you will
want to consult:

Organization Charts

Organization charts can help you answer the following ques-
tions:

••••••••u
t •) •
~

Approximately how many people perform this job?
At how many different locations?
What is the level of this job?
To whom does the person holding the position report?
Does anyone else report to this person?
If so, how many people on the average?
In what division or department is the position located?
What kinds of functions are parallel to this one on the
organization chart?
Where can people in this position go from here?
Whom might I want to interview to obtain additional in-
formation about the job or position?

Daily, Weekly, and Monthly Reports

There is certain information which flows in and out of a de-
partment or function on a regular basis - production sched-
ules, activity and exception reports, and so on. This infor-
mation, which is used to manage the department or function, is
important to look at since it says something about how the
unit is measured and evaluated. In addition, it can tell you
something about the mission of the unit and about the organ-
ization's feedback systems and the extent to which feedback is
useful or missing.
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Budgets

Budgets are useful in that they tell you about the economic
characteristics of the organization - information you will
need at a later point to determine if it is worth addressing
performance discrepancies identified at the job or function
level. -

People

Once you have examined existing information, you will want to
interview people within the department or function. The ques-
tions you ask will vary with the individual and the extent to
which you need to clarify or confirm what you have already
discovered.
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It will not be necessary to interview everyone in an organ-
izational uni t to develop an understanding of a job wi thin
that unit, but there are certain people you will want to
interview. These people are listed in the table on the
following page in the order in which you will want to inter-
view them.

Techniques

Techniques useful in conducting interviews are described in
the Project Control Manual. You will be provided with a copy
of this manual during the Workshop.

Summary

Constructing job models is an important step in analyzing per-
formance problems at the job or function level. When you have
constructed a job model, it is possible to identify deficien-
cies in job performance by comparing actual performance with
the job model. Once these deficiencies have been identified,
you can then assess their impact on the organization. To make
this assessment you need to know something about "PIP's" and
"Stakes" - concepts which are discussed in the next reading
selection.



III

SOURCES OF INFORMATION

Sequence Whom to Interview Objective

First Manager of the
function or opera-
tion

Get a broad idea
of what the manager
sees as the mission
of the operation
and how the perform-
er relates to that
miss ion. (Also,
it is good protocol
to consult with
the top manager
first.)

1
I,

Second Supervisor(s) of
the target pop-
ulation

Learn how supervisors
view the job, their
expectations.
Introduce them
to your methodology.
Get a "tour" of
the operation and
an overview of
the workflow.
Begin to identify
accomplishments.

I

i

Third The performer(s) Learn the details
of the job, identify
more accomplish-
ments. Begin to
identify require-
ments and standards.

Fourth Supervisor(s) Confirm and refine
accomplishments.
Fill in more requirements
and duties. Ask
for assistance
in analyzing or
interpreting data;

Fifth Whomever was most
helpful

Fill in gaps.
Analyze data.
Confirm, refine,
etc.
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REVIEW QUESTIONS

1. Below are sub-accomplishments for the job of office
secretary. For each set of sub-accomplishments, list
the corresponding accomplishment or broader heading
under which you might subsume these sub-accomplishments:

Set A:

Accomplishment: Sub-Accomplishments:

o Dictation transcribed
o Transcripts edited
o Transcripts typed
o Transcripts proofed
o Revisions made
o Copies made
o Original and copies

mailed
o Copies retained

:
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Set B:

Accomplishment: Sub-accomplishments:

o Correspondence filed
o In-coming mail stamped
o In-coming mail filed
o Correspondence and

mail retrieved

2. Below are two possible mission statements for the
quality control department of a manufacturing plant:

Statement A: To ensure that items shipped meet
standards.

Statement B: To reject items for shipment which do
not meet standards.

Given these two statements, in which of the following situa-
tions is communication of quality control data to the produc-
tion department likely to be an important accomplishment of
the quality control function?

o Where the mission is stated in a form similar to State-
ment A

o Where the mission is stated in a form similar to State-
ment B



3. Below is a transcript of an interview with a first-line
sales manager in which the purpose was to obtain infor-
mation needed to construct a model of the salesperson's
job - particularly the standards used by the manager in
evaluating how well sales reps perform the job.

The transcript covers only the first few minutes of the
interview. Based on the transcript, construct a partial
model of the salesperson's job, using the attached form.

Transcript of Interview with Sales Manager

Q: What are some of the activities which are critical
to this job ... critical in the sense that if the
salesperson didn't do them, the person is likely to
fail at the job?

Q:

A:
\
I
.,

Q:

A:
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A: That's a good question. Where would you like to
begin?

Q: From the beginning if possible.

A: Okay. Well, the first thing the salesperson has to
do is plan what he or she is going to do.

Q: Such as

A: Finding out how much business is assured and then
comparing this with the total they are responsible
for.

How do they know the business is 'assured?'

Well, if they've got it in
already been signed - or if
ability of its coming in
percent - it's assured .

hand - the contract's
there is a high prob-
better, say, than 70

I'm not sure I understand. How do people know what
the 'probab ility' is?

Well, we have a scale. Seventy percent says you
have a 'go' but there are still a few more details
to be covered before the contract is signed. I can
show you what the probabilities look like. They're
written up so everyone knows what ~hey are.

Q: What else do people do when they plan?

A: They have to look at the difference between assured
business and the additional business they need to
make the quota for the year. Whatever the dif-
ference is we call the 'gap' and it's this gap that
the sales rep has to close.
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.Q: I see. And once they've determined the gap?

A: They have to figure out where the business is going
to come from and how they are going to get it.

Q: How they are going to close the gap?
A: Right. This means identifying the prospects they

will be calling on - making a list - and then
deciding how many calls they have to make to close
this number of prospects. F rom here on out it's
all numbers - how many calls you need to make times
how many prospects divided by the number of calls
you can expect to make in a week, and so on.

Q: I see. Is this something sales reps do on their
own or do you help them?

A: It depends. If the sales rep has been in the
territory a few years I expect him to do it on his
own. If he's new, I will help him with his plan. I
should say 'her,' too, because we're now hiring
women for the job.

Q: How do you know people do a good job of planning?

A: I see the plans. I can tell from the plan whether
the numbers add up - whether the person has a plan
or is making it up out of whole cloth.

Q: So you judge the quality of the plan based on its
internal consistency - the extent to which the plan
makes sense in terms of the numbers involved?

A: Right. I can tell from experience what is reason-
able to expect. Like I know that to bring in an
order, say, ranging from $3,000 to $10,000 will
take anywhere from 3 to 5 calls or that a person
can expect to close no more than 30 percent of
prospects called on. I know this because I know
the business. Before I became a manager I sold. I
also know all of the territories because I've
analyzed their potential and set them up so that
everybody in a territory has a good chance of
making whatever quota is assigned.

Q: I see. It would seem that if quotas are assigned
on a yearly basis, when people plan is also im-
portant. ----

A: It is. I ask people to do their planning the first
of the year - which is when quo tas are assigned.
'l'here's no point in planning after that because
it's usually too late. If it's the middle of the
year and you find out you're behind quota, it's too
late to start making the calls you should have been
making to keep on plan. 91



Sales Representative Job Model

\
1

ACCOMPLISHMENTS REQUIREMENTS

• Sub-accomplishments

-

"

92

-------~~~.~.~-~~~~~~=----------------------------------------------------
------


