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S 
ummer is here!  Tra-
ditionally,  Summer  
is a time to venture 
out and embrace the 
Great     Outdoors...a 
time to play in the 

sun whether that is in the sand, 
the sea or your own backyard.  
With that said, it goes without 
saying that this summer is like no 
other.  As the height of the sea-
son approaches, most of us are 
still homebound, with  cancelled 
summer vacation plans in hand  
instead of fond memories of re-
cent adventures. 

   Although this summer may 
be a different kind of summer 
with the pandemic still abound, 
and each of us is dealing with 
the pandemic in a different way, 
one thing is certain....what is 
happening in our lives right now 
is an adjustment to what many 
are calling “the new normal”.  

     What is the “New Normal”?  
In simple terms, it is that what 
was previously  not normal for 
us is now the norm.   Everything 
we do is nw done differently...
from how we shop, how we 
dine, how our kids go to school, 
and how we work.   Many of us 
work from home now, whether 
you are consulting, teaching, or 
running an organization.  And 
while some of us are still trying 
to figure out how to navigate 
through the  pandemic, many 
others are beginning to make it 
work.  

     In this issue of Performance 
XPress, we are pleased to 
share what  practitioners and 
organizations are doing in this 

The Heat is On...
F R O M  T H E  E D I T O R S

Deborah Hood, PhD

new and uncharted territory.  You will 
hear about how leadership, commu-
nication, the use of technology and 
even how we look at performance is 
all adapting to this new environment 
with themes of change, adaptability 
and renewal.  

We thank our contributors for their 
great submissions that make up this 
issue and   invite you to consider sub-
mitting for our next issue in the Fall.  
Whether you are a seasoned practitio-
ner, a leader in industry or a student 
learning about the field, your shared 
experiences and shared knowledge is 
what this publication is all about.  

What can you submit? Talk about 
reasearch you are doing, or best  prac-
tices that are working for you.  Share 
your ideas on how to make  our work 
more effective.  Help us grow our tool-
box of knowledge by sharing your ex-
periences with the ISPI community.

Thanks for reading and again, send 
us your feedback and submissions to 
px@ispi.org. Have a great Summer 
and stay safe!

Sue Czeropski, PhD, CPT
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Welcome to the Summer issue of Performance Xpress!   We thank all who have 
contributed to making our new format a great success!   As we move into a new 
ISPI year, following our Virtual Conference, we can continue to celebrate a bri-
ght future, despite the challenges of the world around us!   Although we could 
not meet “in person”,  many had a chance to see great presentations and “chat/
network” between sessions.  We thank the ISPI thought leaders and historians 

(Roger Kaufman, Margo Murray, Roger Addison and Guy Wallace) who helped celebrate the life of Bob 
Mager at the beginning of our business meeting. We were honored to have Eileen Mager join us for the 
tribute!    By celebrating Bob’s legacy and recognizing his contribution to ISPI and the field of performance 
improvement, we realize that we stand on the shoulders of a true giant!

  Let us continue to work together to build a new future and look forward to 2022, when we will cele-
brate 60 years of ISPI!   This will be a great milestone for our field of performance improvement in work, 
worker, workplace and the world!   During our 2020 Business meeting, we discussed our ISPI Strategic 
Goals:

• Express Our Value
• Offer Extraordinary Products and Services
• Be available/listen/serve our members
• Sustain the Society for Future Generations 

  This issue of Performance Xpress provides perspective on the changing world around us. We have 
had to adjust as “in person” conferences shifted to a virtual format. As an organization, we are operating 
more virtually with our Board of Directors and volunteers working to revise and improve processes in our 
operations.  Did you know....there is a new “drop down” space where you can find the “Online Store.”   This 
makes it easy to purchase ISPI services via credit card. If you need to process a custom payment, please 
send an email with your information to finance@ispi.org.  You may add your profile to the new website 
under the Engage tab. This provides a way for you to connect with other members.  We have “retired” the 
old ISPI P.O. Box because the post office closed the location, so we encourage you to use email for corres-
pondence. The primary email remains info@ispi.org. 

This is a time of transition and hope.  We appreciate your continued support, encouraging you to vo-
lunteer and add value to others!



PARTNERING 
DURING A

PANDEMIC:

6PERFORMANCE XPRESS

A
s I was contemplating what I might write 
about for this edition of PerformanceXpress, 
one of my graduate students at a local univer-
sity brought up the issue of “silo mentality.” I 
taught a couple of graduate courses there for 
the last six years. The last class I taught was 

“Evaluating and Sustaining (Organizational) Change.” My 
student described departments and managers taking a “si-
loed approach to work structure and problem solving.”

    My reply was “We’ve worked with a lot of organizations 
that were heavily siloed, so I fully understand your 
challenges. A lot of factors encourage silos (reward 
systems, power, politics, etc.). We always told managers/
executives that they need to wear two caps. One is their 
functional cap and the other is the enterprise (whole 
organization) cap.

    Now we have the COVID-19 pandemic. People are 
sick. People are dying. Businesses are hurting or 
closing. Industries across the globe need to evaluate 
their businesses and wear a third cap: the COVID-19 or 
Coronavirus Cap. Which one sounds better to you?

PERFORMANCE INSIGHTS

It Makes Good Sense

GARY W. CRAIG
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S
enior management and 
executives not only need 
to make certain their em-
ployees and customers are 
safe and following recom-
mended guidelines to stay 

safe, but they also need to ensure that 
their business is taking care of busi-
ness. What better time to create a dia-
logue between the various functions 
of a business or an organization? With 
the use of Zoom and Skype and other 
forms of virtual meetings, people 
can get together, raise issues and talk 
through how to work together and 
take on the challenges created by the 
pandemic and find effective ways to 
achieve strategic intent as well. 

I wrote a LinkedIn article in 2015 
titled Partnering: It Makes Good 
Sense so I thought I might reprise 
that here with a bit of tweaking. 
Historically, Vector Group, Inc. 
worked with a variety of companies 
ranging from the very large 1,000+ 
employees (upwards of 50,000), 
medium-sized (300 to 1000) and small 
at 300 employees or less. We saw 
the same phenomenon occurring in 
many of them and that is the creation 
and maintenance of functional 
“silos.” The strength or rigidity of 
these silos depends on the company, 
its history, its culture, its leadership 
and management, its infrastructure 
and a variety of other factors. 

We conducted a strategic initiative 
concerning quality almost 30 years 
ago with a global airline in the 
UK (No secret here; it was British 
Airways). The airline had been on 
their quality journey for about ten 
years, but it stalled and failed to 
yield needed results.  We facilitated 

a management workshop as a 
continuation in refining their quality 
efforts. The company’s top 4,500 
managers attended the program 
over its 16-month run. The program 
achieved understanding of what 
quality really means in a service 
business and engaged managers in 
rethinking and re-prioritizing their 
practices toward service quality as a 
key business strategy. 

As a member of our international 
faculty delivering that program, I 
often presented the topic of “Service 
Partnering” with a stated purpose 
of demonstrating the need to build 
effective partnering relationships 
in order to achieve quality across 
the organization; to encourage 
openness across departments in the 
spirit of continuous improvement. 
The clearly defined outcomes were 
that “delegates” could describe 
key elements of effective service 
partnering; deliver and receive 
feedback from other functional areas 
(or departments) on how effective 
each department was and create an 
action plan as a result of the feedback 
received from the other areas. 
(Vanguard, 1994)

All of this was about reducing or 
eliminating “silo mentality” in order 
to incorporate quality and deliver 
needed organizational results. “Silo 
mentality” as defined by the Business 
Dictionary is a mindset present 
when certain departments or sectors 
do not wish to share information 
with others in the same company. 
This type of mentality will reduce 
efficiency in the overall operation, 
reduce morale, and may contribute to 
the demise of a productive company 

culture(BusinessDictionary.com).
We take it a step further by stating 
emphatically that it will produce a 
non-productive company culture.  

To illustrate my point about this 
silo mentality, I used some hand 
drawn pictures of medieval stone 
towers labeled with the various 
functional titles, hoisting their own 
flags, surrounded by deep moats 
with arrows and cannonballs flying 
toward the other towers (see page 8). 
This illustration played exceedingly 
well in the United Kingdom as I 
compared silos to fiefdoms. I’m no 
artist as anyone can see here but it 
sure worked. 

There are several things I miss about 
my years of working in the UK. 
Within the top ten things is the beer 
(Bob and Butch certainly introduced 
me to that—Old Speckled Hen is my 
favourite!) but also the language. I 
learned about plenary and syndicate 
rooms and the use of a visualiser. (If 
any one of you has used one of these 
things, I’d buy you a pint o’ bitter.) 
George Bernard Shaw, Oscar Wilde 
or Winston Churchill were certainly 
right whichever one said, “Two 
countries separated by a common 
language.” (I always thought it was 
Churchill.) Our British colleagues had 
to add a Glossary of Terms/Phrases 
that we needed to learn. Some of 
these were quite bawdy (I won’t 
mention those here) but it was a lot 
of fun learning things like pillock, 
plonker, prat, stroppy, boffin, grotty, 
etc.

More recently, we worked with a 
smaller organization (2013-14) newly 
acquired by another company. What 



we found was that with the removal of a “command and control” type leadership, the company, and particu-
larly the management/supervision ranks, split into various factions that operate more like cliques or different 
“in groups” with growing friction and recriminations between many of them. Some of these cliques focus more 
upon their members and the rightness of their members’ views than the well-being of the company, while others 
focused solely upon attempting to get their particular functional area operating “correctly” regardless of anything 
happening elsewhere in the company – more like the traditional “silos” often characteristic of larger companies.

The second time I was exposed to the process creating effective cross-functional relationships with the focus of 
clarifying mutual goals was when we (Vanguard Consulting Group at the time) were working with Alliant Techsys-
tems (ATK) in Minneapolis in the middle of winter (It was -20 to -30 degrees below 0 when we got into our rental 
cars in the hotel’s parking garage each mornings Brrrrrr).  

ATK was the world’s largest manufacturer of munitions and we helped them refocus a leadership style and a 
corporate culture that would support its strategic goals. Honeywell spun off defense divisions post-cold war. They 
realized they did not have a whole company and it was reorganized around a central theme. 

Much of the work centered around creating one company out of four independent divisions. A major intervention 
was the creation of 360° feedback-based program for their top 500 managers and executives, The Leading Edge: 
Developing Excellence in Leadership. The program’s focus was to help management develop values and practic-
es to support its overall strategy. The leadership and management development program highlighted working 
together through partnering, respecting each other, providing value to customers and working cross-functionally 
in matrix management. The management group pulled together and opened communications.

We usually had a team of four facilitators for each 3-day session and we all facilitated the cross-functional feed-
back sessions. We divided them into functional groups and had them:

1. Describe the way they see each of the other functions
2. Identify who would be gathers and deliverers of feedback with the simple rules of when giving feedback, 
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they should be objective and give examples to clarify and when receiving feedback, to simply listen and not argue, 
defend, discuss or even promise to do better
3. In their functional groups they shared the feedback and prepared a presentation for the whole group

Finally, we had them work together in cross-functional groups to identify mutual goals. Initially, in some ways this 
was like herding cats, but they soon caught on to the process. With some gentle coaching and occasional reminders 
of how to receive feedback, they came together, they listened, they took notes, they asked for clarity and they came to 
consensus on mutual goals and how they would commit to working together across functions (openness, respect and 
shared risk and responsibility). 

Silo mentality exists in many companies in varying degrees. How best to deal with this? Look at Partnering. (Craig, 
2015)
                                       Partnering or Teamwork Between Teams 
We bring the concept and the process of Partnering or Teamwork BETWEEN Teams to our client organizations. We 
define “partnering” as supporting the sharing of ideas and efforts in a way that contributes to the effectiveness of the 
whole organization by groups (teams, departments, divisions, etc.) working in collaboration with other groups for 
mutual benefit.

Organizations need people to work effectively both within groups and between groups. For example, successful 
product development requires the efforts of a cross-functional team, not just creative individuals working in isolation; 
and bringing the product to the marketplace requires close coordination between engineering and design, marketing 
and other groups. In the latter situation, very strong teamwork within teams can get in the way. It can lead to an “us 
against them” mentality in which teams resist each other’s’ demands, and even compete with each other for resources, 
rewards, or credit. 

Often a key issue for organizations is getting major departments to work together. Partnering becomes even more 
critical when groups or teams with different interests must work together toward mutual goals. Partnering is a way 
of working interdependently with other groups or organizations that gains maximum benefits for both. Work teams 
typically have a single overriding mission but in these collaborative relationships between various functions, their 
specific group goals may be conflicting or competing with the other function’s goals. 

There are four key components of partnering. We describe it in terms of the “what” of partnering is having mutual 
goals; partnering cannot work unless groups recognize that they have mutual goals. Three behavioral approaches 
comprise “how” partnering gets done. These interpersonal requirements include openness, respect, and shared re-
sponsibility.

Mutual Goals 

Avoiding the destructive us vs. them mentality requires that both parties in a potential partnering relationship have 
mutual goals or interests and have a clear agreement on what those mutual interests are. For example, vendor-pur-
chaser relationships can become adversarial when vendors see the goal as selling the most products for the highest 
price or least effort. Purchasers are then encouraged to look at getting as much as they can from the vendor at the 
best possible terms. 

Both parties have a mutual interest in having the product or service function effectively and in seeing that the other 
gets a good deal financially. Purchasers who help a vendor get a good deal also ensure themselves a healthy, coopera-
tive supplier who can perform well for them, and will be likely to put out extra effort. Vendors who help a purchaser 
get a good deal; also ensure themselves a loyal, supportive customer. 

9PERFORMANCE XPRESS
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 Openness 

Openness means that both parties 
in a genuine partnering relationship 
must feel free to raise any issue or 
concern and confidently expect 
that the other party will receive it 
in a spirit of cooperation. That is, 
there should be no “sore points” that 
cannot be raised on either side. Nor 
should the parties be protective of 
information that is relevant to their 
mutual goals. Transparency becomes 
even more critical in these efforts. 

A free and open exchange of 
relevant information is required for 
partnering to work. Withholding 
information usually becomes evident 
very soon. When it occurs, it creates 
the impression that the other party is 
trying to gain an edge—and usually 
lends an adversarial note to the 
relationship.

Respect

True respect means behaving 
towards others in a way that assumes 
they have value: that differences 
stem from legitimate motives, and 
that people will typically behave 
in a responsible way. Respecting 
differences can be an energizing 
force, and a source of innovation 
and flexibility. Lack of respect 
for differences can destroy a 
partnership through mistrust and 
misunderstanding.

Differences among people provide 
great opportunities for synergy or 
dysfunction.

Most people want and intend to 
behave responsibly and competently. 
When we respect that, and behave 
accordingly, we are likely to get 
responsible, competent behavior from 
others. Yet all too often, management 

behavior sends signals that indicate 
lack of respect for people’s intentions. 
For example, when an organization’s 
policies and procedure are restrictive 
and overly detailed, this gives a 
message that people will not behave 
responsibly without them. Applied 
to a team or department, the same 
holds true for the group. Policies and 
procedures regarding some sort of 
reporting may actually run counter to 
working together with another team 
or department. This again signals 
that a group cannot make a sound 
business decision to bring desired 
results. 
 
Shared Risk and 
Responsibility 

An effective partnering relationship 
requires mutual commitment to 
goals, decisions, actions, and the 
consequences of those actions. That 
means sharing the effort -- but more 
importantly, sharing responsibility 
for making things work, and taking 
a fair share of the risks when they 
do not. Partnering relationships will 
not work if people focus on trying 
to avoid responsibility or risk. They 
will seldom work well if shared 
responsibility is taken to mean that 
groups carve out independent roles 
for themselves like, “We’ll do our 
piece, and you do yours.” 

Successful partnering requires the 
commitment of all parties to all 
aspects of the joint effort, even if 
one may take primary responsibility 
for implementing a given area. 
All too often, groups try to control 
responsibility and risk, by finding a 
limited role that they are comfortable 
with -- and by avoiding involvement 
in the other party’s role. In so 
doing, they limit apparent risk to 
themselves, but often increase the 
overall risk of failure of the joint 
effort. 

We can and should limit risk, of 
course - but we must take risks. 
Partnering will not work where one 
party is free of all risk or where either 
party focuses on trying to shift risk to 
the other. Going back to the Business 
Dictionary, we find a definition 
of “zero sum game” as a situation 
where one or more participants’ gain 
(loss) equals the loss (gain) of other 
participants. Thus, a gain (loss) for 
one must result in a loss (gain) for 
one or more others. In other words, 
if anyone loses, everyone loses or 
they (in this situation) all rise and fall 
together. 

WORKING TOGETHER: 
POSITIVE BEHAVIORAL 
PRACTICES 

•Supports the sharing of ideas and 
efforts in a way that contributes to 
the effectiveness of the whole group; 
works in collaboration with others for 
mutual benefit. 

•Supports with action the decisions 
the group has made, even if he or she 
does not personally believe that they 
represent the best choice. 

•Demonstrates that he or she values 
all the members of the team. 

•Knows when to involve others in 
decision-making and when to make 
decisions independently. 

•Encourages people to build on 
others’ ideas; promotes collaboration 
over competition. 

•Advocates and supports clear 
expectations and requirements for 
working together. 

•Holds people accountable for 
meeting their commitments and 
challenging excuses in a positive way. 
(Vanguard Consulting Group, ca. 



1986; Vector Group, Inc., 1996 & 2019)

SUMMARY 

The principles of partnering provide a basis for building solid working relationships between groups, individu-
als, or organizations that have different interests, agendas, or objectives - but must nevertheless, work together to 
achieve mutual goals. Using these principles at the beginning and all through the relationship forestalls misun-
derstandings and resolves or prevents problems. 

Moreover, partnering can produce substantial savings and efficiency gains by reducing duplication of effort, er-
rors and rework, misunderstandings, and “turf” wars. Partnering can also uncover and undermine the “collective 
incompetence” found in so many organizations. (Craig, 2019)

This is not only a worthwhile process to work more effectively together; it is also FUN. In this time of quarantines, 
masks, social distance, politics and bars closed all over the world, we NEED a little fun. Go for it.
© Vector Group, Inc. 2015, 2020
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dle East (Yemen). He has worked in 16 countries on four continents. He holds a Master 
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 T
he German philosopher Friedrich Nietzsche famously said, “That 
which does not kill us, makes us stronger” – a fitting quote for 
the current times as the world is trying to limp back to normal in 
the face of the COVID-19 pandemic. The past few months have 
been decidedly challenging for the corporate world with sudden 
global lockdowns and work from home policies. And yet, many 

leaders    across the industry have proved their mettle in this crisis. Strong and 
efficient corporate leadership has not only helped keep many organizations 
afloat but also showed how proper planning and work ethics can help steer an 
organization toward success. 

 According to Barron’s (Hough, 2020), this year’s top corporate leadership of 25 CEOs from various sectors 
include Tim Cook (Apple), Satya Nadella (Microsoft), Elon Musk (Tesla), Doug Baker (Ecolab), and many 
more. Each of these leaders has taken on extraordinary challenges and helped their companies respond 
appropriately to the unforeseen circumstances brought on by the pandemic. But the work is not yet done! 
While true leaders are born during times of crises, their perseverance is tested in the aftermath.

Now that the world is once again getting ready to cautiously open its doors and let life resume, where 
do we go from here? Can the world go back to the way it was – to the old status quo? Or is it time for a new 
world order? 

Taking cues from the ideas and insights of this year’s top corporate leadership, here are a few measures 
that can help prepare your organization for the next normal.

Measures to Establish Effective Corporate Leadership Post COVID-19

1. The Time for Digital Transformation is NOW!

Memes like this, as funny as they are true, were 
making rounds within the first week of the global 
COVID-19 lockdown. For the longest time, the busi-
ness world has been debating the idea of digital 
transformation of the workplace, and yet, it was 
mostly just ‘toying’ with the theory, not putting into 
practice. There is no one who does not know the 
benefits of a digitized workplace or denies its impor-
tance in the present world. We were too used to the 
world of paper and did not want to change the status 
quo. But this lockdown certainly shook us from our 
comfort zones and showed us the necessity of 
digitization.

Get Ready for the Next Normal: Corporate 
Leadership Post COVID-19

RK Prassad, PhD

W O R K
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      Within the first few weeks of the lockdown, most work functions were being conducted virtually with the help 
of digital tools and apps. But due to lack of adequate time for preparation, most companies could only make a semi-
permanent shift to the digital world. Now that you’ll be getting back to your office desks, it is important that we make 
this shift permanent.

So, your first order of business for successful corporate leadership is the digital transformation of your workplace. 
That way, you’ll be better prepared to handle the next crisis that tries to disrupt your workflow.

2. Open Communication Channels are KEY!

If there is one thing that these months of lockdown and social and physical distancing have proved, it’s that we 
humans are really social animals and crave human interaction more than anything. To overcome the obvious 
challenges of remote working, organizations had implemented different channels of communication such as chat 
boxes, community pages, social media, and daily or weekly team meetings. And such open systems of communication 
and collaboration opened employees’ minds to newer ideas, opinions, and perspectives.

Going forward, such channels of communication must remain open even though employees are back to their corner 
offices and cubicles. For successful corporate leadership, it is important that there be easy communication, not just 
between peers, but also between employees, managers, and top leadership.

3. Corporate L&D NEEDS to Go Virtual!

Corporate L&D was perhaps one of the most affected areas during the entire lockdown period. That’s because many 
organizations still rely heavily on classroom-based instructor-led training for employee training. While classroom 
training is indeed an effective method with its own merits, the past few months have shown us that it can’t be the only 
way to train your workforce. 

It is high time for organizations to migrate from ILT to virtual training to enable employees access information 
remotely at their time of need. Also, virtual training will not only prove to be an effective and engaging strategy but 
also a cost-effective and timesaving one.

Here are a few virtual training measures that will help ensure your training plans are uninterrupted and successful.

•  Shift all your classroom and offline training materials to digital formats. You can do that by going for a rapid 
eLearning development strategy.

•  Adopt virtual classrooms or virtual instructor-led training to conduct face-to-face virtual training sessions. This 
will give you the best of classroom training in a digital format. 

•  Create a repository or online library of microlearning assets in various formats – videos, audio podcasts, quizzes, 
interactive PDFs, blogs – that learners can access with ease. 

•  Use new-age learning practices like mobile learning and social learning to facilitate remote learning.

4. A Support System for Employee Welfare is a MUST!

Every passing week, more and more employees are getting out of their homes and returning to their workplaces. But 
this doesn’t mean that they are free from fears, apprehensions, and anxieties, be it health-related, financial troubles, 
or any other issues. This pandemic is perhaps one of the deadliest health crises in recent history that has left an entire 
generation scarred. 

Moreover, being in this voluntary house-arrest did not do us any favors either. All the physical, psychological, and 
financial turmoil would have affected your employees and it is now more important than ever to have a support 
system in place that they can rely on.  
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      Within the first few

Here are a few measures you can take to ensure your employees are well taken care of:

•  Issue guidelines about precautionary and preventive measures against COVID-19. Include a list of general 
symptoms and first-response tactics in case they show signs of infection. Conduct mandatory temperature and 
hygiene checks daily in your office premises. Provide tissues, sanitizers, face masks and shields, and spaced 
cubicles.

•  Establish regular communication, both formal and informal, to promote mental health awareness and provide 
employees with professional help and intervention, if needed. 

•  Provide support in the form of paid leaves and healthcare incentives to those employees who are sick (either 
because of the virus or something else).

•  Take measures to prevent stigmatization of employees who are/were sick because of the coronavirus or are in a 
vulnerable state because of mental health issues.  

•  Prevent the spread of fake information and hateful messages and information that can add to the already 
mounting tensions.

Summing it Up!

Stepping into the shoes of a leader at times like this is not easy and those who attempt to do it should be commended. 
I hope this blog gave you some helpful insights on what is needed to establish an effective and successful corporate 
leadership. 

Though we usually deal with a particular brand of leaders related to corporate L&D, considering the unusual times we 
are living in, it is important that we share our insights to make tomorrow a better and brighter day for the corporate 
world.
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I 
often write about performance matters and this time is no excep-
tion. In all organisations, large and small, irrespective of industry, 
performance issues seem to be a hot topic. As we are all struggling 
to get upstream with how we need to change our work habits and 
routines, I was thinking about expectations – and particularly how 
they relate to performance.

So much has been written about expectations – in personal, customer 
and work relationships. Our attention and thoughts are heightened 
during this time of turmoil, uncertainty and change. We hear, listen to, 
read and engage in so many articles, webinars, online meetings, online 
learning and much more. And I often ask – what is expected? What is 
the outcome? How can I apply this? Will it improve my performance? 
So little seems to go the way we planned or how we anticipated the 
expected outcomes or results, albeit personally or work-wise.

Do performance expectations 

matter in the new normal?

Belia Nel, CPT

(PHOTO)
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U
nrealistic expectations 
can be exacerbated by 
trauma during the world 
-wide lockdown and so-
cial distancing of many 
countries. This seems to 

bring out a set of behaviours whether 
covert or overt – good or bad. For exam-
ple, anger is a behaviour manifesting in 
avoiding responsibilities, sarcasm and 
stubbornness to name but a few. And 
this could result in bitterness, a very 
negative construct particularly in our 
personal lives and possibly spilling over 
into our “new” work environment and 
online interactions as well as the long 
list of things we (and/or our managers) 
are expecting from us during this time.

I want to turn the focus of expectations 
to workplace relationships. Expectations 
are closely linked to barriers which 
affect performance and these are 
key to positive outcomes and results. 
However, I have found during normal 
circumstances people are usually 
blamed when performance drops. 
These barriers show up in many ways 
- in operations and processes, such as 
technology issues or challenges, the 
individual or team’s competence and 
capability as well as organisational 
barriers, for example poor strategy 
interpretation and vague or unrealistic 
expectations. Unclear expectations 
bring their own dilemmas which could 
result in poor performance.

Pictured above is a matrix indicating various barriers interfering with clarity of 
expectations and affecting performance. The clusters of potential barriers are 
grouped for operations, people and organisational impact across an input – 
process – output context.

Expectations, like barriers can be viewed from people, operations, processes 
and organisational levels.   

Some examples at these levels are:

People level expectations: staff and management could 
have different non-articulated expectations promoted 
unknowingly by corporate culture, eg leadership assuming 
most employees are engaged and motivated.

Operations and process level expectations: certain 
operational and business processes driven by assumed 
knowledge of tools and how-to’s and perpetuated by 
a misaligned value chain causing undue performance 
expectations.

Organisational level expectations: unrealistic and assumed 
perceptions from a strategic point of view, eg that 
communication channels are working well in all functions 
of the organisations.

In my work I have noticed that performance barriers exist mostly due to 
expectations poorly clarified and presented in a simplistic message format. It 
typically starts with ill-written job descriptions that are mostly culprits especially 
when inadequately linked to strategy and performance goals of the team, 
division or organisation. Given that these job descriptions mostly dictate the 
performance standards, results, quality, and quantity of work to be delivered, 
they are usually also managed in over-complicated performance management 
systems.

Many years ago when I started out in the higher education field, I realised adults 
learn and perform best when they know what is expected, why they should 
learn and how it could be applied in the workplace – the old adage – “what’s 
in it for me?” Fast forward many decades and it seems to be the plight of many 
organisations of how to achieve the best performance from employees.
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I share 10 ideas to contemplate when you want to consider a performance change and to 
understand better the barriers affecting expectations:

1. Whether employees’ expectations align with organisational 
            expectations.

2. Have an in-depth rethink of how strategy and objectives are            
            shared with employees.

3. How these objectives may best be shared – the most simplistic 
            messaging format.

4. The extent to which you know whether employees are engaged 
            and involved with your passion to achieve and deliver.
 
5. Assess whether you are achieving the required results from your 
            performance management system.

6. Whether there may be an alternative/better way to write job 
            descriptions. Or whether performance descriptions would be 
            preferable.

7. Ascertaining whether your employees are engaged and living 
            and feeling your values.

8. Identifying processes which should change due to the “new world 
              of work” (NWOF) and how these changes may affect/not affect the
            performance of employees.

9. Discovering whether employees know and understand their role
            and contribution in each phase of their employee life cycle value 
            chain.

10. Determining whether employees are clear on how best to serve 
            customers and whether this is in line with organisational
            purpose and values. Identifying if employees recognise “what is
            in it for them”.

In my view, performance matters can easily be complicated through unrealistic 
expectations and complex or inappropriate messaging systems. This reminds me 
of an advertisement of a decade or so ago a financial institution ran across multiple 
media platforms, portraying a small demographic of the population in green-leafed 
suburbs enjoying the outdoors.  This is an example of an unrealistic expectations 
to achieve performance – obtaining more customers or building the brand. Either 
way my perception is it failed and I am not sure what the effect and outcome of 
the campaign had on employee engagement and performance. This is a potential 
lesson learnt of how performance results are linked to expectations.

Belia Nel can be contacted at belia@improvid.co.za
View https://improvid.co.za and https://improvidblog.com
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“Performance matters can easily be complicated 
through unrealistic expectatations and complex 
or inappropriate messaging systems.”
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        Highlighting our 2020 
            Open Assist Client
ISPI EMEA Virtual Conference
      October 1 - 3 & 5 - 6, 2020
              Carol M. Panza

ISPI EMEA – The Performance Systems Network, Inc. is pleased to invite you to join us for our 
very first virtual conference, where we are working to create a highly participative, engaging 
atmosphere that actively fosters an open exchange of knowledge, experience and innovative 
ideas in the field of human and organization performance. 

Achieving Measurable Results in the Digital Era
Goals Aligned Outside-In and Relevant Across All Sectors

With a long track record of valuable events, we encourage you to 
visit our website www.ispi-emea.org to see the latest details on 

our 1st virtual conference.

ISPI EMEA Conferences consistently attract participants who are 
highly-skilled, experienced, and eager to learn and share. 
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se, in-person conferences, containing 
participant reactions, and reasons 
they come back every year.  We do rea-
lize that there are challenges, as we 
try to offer a virtual experience that is 
as high value, and highly engaging/in-
volving as our in-person conferences.  
However, we believe that the excep-
tional participants we have been for-
tunate to attract year after year, have 
always made the difference.  We hope 
that you will join us this year and help 
us to prove that even a virtual event 
can offer an engaging, involving, hi-
gh-value, learning and sharing  expe-
rience.

W
e hope that our virtual 
conference, by mini-
mizing some barriers 
such as cost for travel 
and in-person confe-
rence fees, as well as 

extended time-away-from-home, will 
allow some people to join us, who 
have been unable to participate in an 
ISPI EMEA Conference yet.  Further, 
we have good news for everyone, in-
cluding frequent participants, who 
plan to join us!  Our 2020 virtual confe-
rence will offer the opportunity for all 
participants to get great value, becau-
se they will be able to participate in 
all sessions live, with only one session 
live-streamed in each time slot.  That 
means that you won’t have to choose 
only one (1) of three (3) concurrent 
sessions that each run only once.  
Plus, all sessions will be recorded and 
available 24 hours a day, after they are 
live streamed, and throughout the ba-
lance of the conference, together with 
all related “handout” downloads.  

T
o optimize the ability of 
all participants, from a 
broad spectrum of time 
zones, to join live-strea-
med sessions, our 2020 
conference agenda will 

be built around Central European 
Time, with each day’s sessions be-
ginning at 16:00 (4 PM) CET and en-
ding by 20:00 (8 PM) CET. -- That trans-
lates into 10:00 (10 AM) US Eastern 
Time until 14:00 (2 PM) Eastern Time. 
-- Note that Open Assist Teams will 
develop their own meeting schedules 
over the entire October 1 – 6 time, from 
the beginning to the end of the confe-
rence, including the ability to set-up 
asynchronous contribution processes 
24 hours per day, at their option. 

F
or anyone who has not yet 
heard about ISPI EMEA 
conferences, we most cor-
dially invite you to read 
below about our unique 
conference format and 

also encourage you to visit our website 
at www.ispi-emea.org.  When visiting 
our website, you will be able to access 
videos and Feedback Reports from se-
veral of our most recent and, of cour-

DON’T MISS OUR 
2020 OPEN ASSIST 

EXPERIENCE!!!  

A PERENNIAL HIGHLIGHT 
OF ISPI EMEA CONFERENCES 

IS OUR OPEN ASSIST 
EXPERIENCE, WHICH, 

LIKE FOR OUR IN-PERSON 
EVENTS, WILL RUN 

THROUGHOUT OUR 2020 
CONFERENCE AS ITS 

CENTERPIECE. 
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We encourage you to check the Open Assist page on our website, where our 2020 Open Assist Client will be introdu-
ced soon.  Also on the Open Assist page, you will be able to learn about our 2020 Open Assist Team Leaders from their 
brief bios and their videos, as they are posted.  If you are planning to join us for the conference, do consider joining an 
Open Assist Team.  That experience will greatly enhance the value of the conference.  Following are a few examples of 
emailed comments we received about the Open Assist Experience, from conference participants as well as from our 
Open Assist Clients, just from the last two conferences. 

PAST OPEN ASSIST CLIENTS CLIENTS
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 One of the perennial highlights of ISPI EMEA conferences, is the Senior Executive Panel session, where 
participants hear directly from experienced senior executives about the challenges and opportunities facing or-
ganizations today, their thoughts on achieving organization results, and how we as performance improvement 
professionals can potentially contribute to organization results in a meaningful way. We urge you to visit the Se-
nior Executive Panel page on our website to learn about this session, see some of the senior executives who have 
participated in past years, and to meet the senior executives who will contribute in 2020, as they are announced.

 ISPI EMEA – The Performance Systems Network’s 2020 Virtual Conference is our first attempt, prompted by 
Covid19, to convert our unique and highly interactive/engaging in-person conferences online, while maintaining 
the value and the engaging nature and atmosphere of our annual event.  As with our in-person conferences, we 
will keep our virtual conference smaller in size than many events, in order to also offer a much higher level and 
quality of participation and interactivity, than typical conferences.  Below is a list of the featured components 
that make ISPI EMEA conferences unique and highly engaging.

 Though our virtual conference will be a new undertaking for us, our aim is to maintain the session types 
that participants have consistently valued at our in-person events, which you can learn more about on our 
website.  By the way, don’t just take our word for the value of ISPI EMEA unique format that we will continue 
from our in-person conferences.  As we mentioned above, visit the Previous Conferences section of the website 
to view conference videos featuring conference participants from past conferences and to read conference 
Feedback Reports. 

Just to give you some background on the people and organizations represented in the role Senior Executive 
Panelists at ISPI EMEA Conferences over just the last several years, you can follow the link to the Senior Execu-
tive Panel page on our website highlighting our most recent Senior Executive Panelists.   As you will see, there 
is a broad cross-section of sectors represented by very experienced, high-level executives.

Yes.  ISPI EMEA Conferences feature unique, highly participative sessions.  However, it’s not just that there 
are innovative session types within ISPI conferences.  It’s the combination and flow of elements, the way con-
ference components are organized and managed as a whole, that makes ISPI EMEA conferences seem greater 
than the sum of their parts.  Most importantly, the ISPI EMEA conference format and the professionals it con-
tinues to attract, combine to foster a unique culture, which makes these events so valuable and compelling.
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R
emember that we intentionally limit the size of our conferences, even this 
year’s virtual conference.  We do this in order to ensure that all participants 
get full value from these unique events, where our participants are every bit 
as knowledgeable and experienced as our wonderful presenters and as impor-
tant to the success of these world-class learning and sharing opportunities.

 
We invite YOU to become part of a select group that will join us for a unique online 
event.  Plan to learn, share and grow with ISPI EMEA, October 1 – 3, & 5 – 6, 2020.

https://www.mentors-mmha.com/
https://www.flyingmanta.co.za/
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JUDITH HALE, PHD, CPT
 I am a member of the Chicago Association Forum and get invited to attend exclusive sessions.  I just 

ended the semi-annual Healthcare Collaborative meeting with 100+ healthcare assns.  The content was 
powerful.

    The session opened with a presentation by the AMA on structural racism - inequity in healthcare.  
ISPI knows this as - Take a Systemic View.  The AMA has taken on the charge of eliminating institutional 
racism and inequity in healthcare.  The 2nd presenter was from Boston’s Children’s Hospital who talked 
about the crises in healthcare workers due to burnout.  Again she took on the topic from a systemic 
view.   Institutional causes of burnout.  The 3rd speakers were from the Society for Critical Care Med 
and the American Assn of Nurse Anesthetists and they talked about the 2nd wave which will be exacer-
bated by the predicted winter flu epidemic.  There are 4M infected in the USA today.  The critical care 
group knew there is a shortage of critical care workers and immediately offered free online training on 
how to work in ICU.  They have trained 500K+  since Fed and the training is still available.   

Overall it was a humbling and powerful session.   It modeled the need for difficult conversations.  The 
call was to get educated, do the hard work, and talk.  They concluded they are pathologically optimistic.    

So stay smart and stay safe.

Judy
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      THE DRIVE TO ADAPT

Anyone familiar with The Fast & Furious film knows that it 
revolves around a cop who goes undercover to catch a 
criminal. The cop must take on the role of a street racecar 
driver and infiltrate a street-racing gang to catch the mas-
termind criminal he is pursuing. His experiences turn into 
a thrill ride with what and who he encounters in the pro-

cess of adapting to his role and the adversity he faces. Does this sou-
nd familiar without the infiltration part? It should because we take 
on roles that propel us into new situations or unanticipated changes 
on a constant basis. Now more than ever, we are functioning in roles 
at every organizational level that demand a fast and furious drive for 
us to adapt.

       We should start with understanding what adaptability is. One 
definition of adaptability from the Cambridge Dictionary explains 
it as an ability or willingness to change in order to suit different 
conditions. Adaptability is how we respond to unanticipated 
change and still continue to function effectively. Consider these 
personal examples of situations that would require you to adapt: 
having a baby, getting married, dealing with a house fire, finding 
out you have a health condition, or losing a loved one. In the 
workplace, we can also face adverse or new situations that require 
us to adapt. Examples are: getting a promotion, being transferred 
to a new location, gaining a new team member, changing a 
process, or discontinuing a product in your business. In the midst of 
uncertainty, adaptability is apparent when you are able to respond 
to the demands of the moment or rise above the storm.

The 

Esther Jackson

Drive to Adaptability
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ADAPTABILITY IN ACTION

Is adaptability really that important? The answer is yes. Just ask companies like Blackberry, 
Blockbuster, MySpace, Sears, and Xerox. These companies did not survive because they were not 
able to successfully adapt to change. Rapid change with the market, the environment, trends, and 
technology has made adaptability a must and not an option if your goal is survival. Adaptability 
should not be confused with change management. Change management is a process or method 
applied as a result of an intentional effort with a change that is initiated (Kotter, 1995). Adaptability 
is our ability to positively respond to changes that take place outside of our control. However, the 
response can be intentional change one might initiate as a means of adapting. Companies such as 
Amazon, Apple, LEGO, Netflix, and Walmart have shown us that it is possible to adapt and it can pay 
off. It requires a willingness to think differently about who your customers are, what the needs are, 
what your brand is, what has changed in the world, what the company’s vision and mission are, what 
technology is being used (and what’s not), and what is the company’s potential. The choices you 
make today create the future you choose to make happen or the one you let happen when change 
comes your way. Companies are able to reinvent themselves, rebrand, enhance service/product 
offerings, reimagine their future, revamp their strategic plan, develop a new competitive edge, and so 
much more when they tap into the power of adaptability.

A ‘Q’ ABOVE THE REST

In recent years, emotional intelligence or EQ skills (introduced in 1995) have been a primary focus 
ahead of IQ (introduced in 1912) skills for enhancing work relationships and performance but AQ is 
taking us by storm with its rise to the top. AQ is the adaptability quotient and it also references the 
adversity quotient which Paul Stoltz introduced in 1997. As we learn more following the COVID-19 
situation and gain insights from research, there may be a ‘Q’ that is identified as a benchmark for us 
with identification of our lessons learned from these unprecedented times. This visual represents an 
illustration of the Qs discussed but our focus is on AQ.

Drive to Adaptability
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Some examples of AQ skills are creativity, flexibility, innovation, resilience, versatility, 
and entrepreneurship. Gallup’s CliftonStrengths recognize adaptability as one of the 
34 themes identified in the patterns reflected in excellent performance as a result 
of two million interviews (Buckingham & Clifton, 2001). This can also demonstrate 
how an individual’s ability to adapt has been seen as a predictor of performance and 
leadership success. 

Focus on adaptability in the workplace is on the rise and it did not start with 
COVID-19 but it has accelerated. The future of the workplace is expected to 
experience a significant change with nearly 40% of jobs being eliminated or changed 
by 2030 and numerous jobs being created (McKinsey Global Institute, 2019). A PwC 
(2016) report has findings that 77% of CEOs struggle to find job candidates with 
the creativity and innovation skills they need. Creativity and innovation are primary 
skills in adaptable people. According to a Fortune report, 94% of Fortune 1000 
companies are facing supply chain disruptions (Sherman, 2020). The U.S. Bureau of 
Labor Statistics (2020) reported a consumer price drop of 0.4% which is the biggest 
in five years and that 29% of the working population were working from home at 
the start of COVID-19. How do these statistics relate to adaptability? These statistics 
reflect changes we have experienced, those that are happening, and the need for 
us to prepare for unknown changes that have yet to occur. Nearly everyone has 
encountered an example of a situation related to COVID-19 that required you to 
adapt such as staying home, working remote, conducting mostly virtual meetings, 
or limited to no visiting with family and friends. Before COVID-19, there have been 
changes thrust upon us that have presented opportunities to bring out our best and 
unleash our potential similar to the companies mentioned earlier.

MODELS OF ADAPTABILITY

There are models to assist in the drive to adapt. Although Aristotle and others 
presented the ideas of survival of the fittest in relation to biology, we have seen 
its applicability to business and the workplace. The I-ADAPT theory postulates a 
multidimensional set of KSAOs which make up the individual characteristics that 
influence a person’s adaptability that (Ployhart & Bliese, 2006). These KSAOs are 
knowledge, skills, abilities, and other characteristics which are also impacted by 
environmental factors as they all function together as predictors of individual 
performance when used with the I-ADAPT Model they created as well. Another model 
that can assist in our goal of adapting is the ACE Model by Adaptai. This model uses 
three core dimensions to measure adaptability—ability (your adaptability skills), 
your   Character (individual aspects of your typical approach to adapting), and the 
environment (how supports or stifles your adaption) (Thornley, 2019).  

One final model is the A.D.A.P.T. Model which presents a more simplistic application 
to adapting.  The steps in the model are:

1) Assess the situation based on the unanticipated changes or new 
conditions
2) Determine what type of need in order to adapt
3) Analyze options and resources that might fit the situation
4) Plan for action with a selected plausible solution and necessary 
resources
5) Try (or Test) the plan and evaluate effectiveness
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Let’s see what this model might look like when implemented. An example of the opportunity we 
have with adaptability can be seen with the invention of the four-way, three-color traffic light 
invented by Detroit Police Officer William Potts (“Who Invented,” 2018). In response to increased 
traffic and high rates of car accidents, he invented the first four-way, three-color traffic light in 
1920 to control the flow of traffic followed by a patent three years later by Garrett Morgan. Potts 
was looking for a way to adapt to changes in traffic volume, accident occurrence, and the need 
for enhanced traffic control. Here is how the A.D.A.P.T. Model could be applied to the invention 
by Officer Potts. We might say that in his assessment, he saw the new conditions or changes with 
increased traffic and increased accidents. He determined that something was needed to control 
the flow of traffic and work to reduce and possibly eliminate car accidents. Ideally, he came up 
with potential options to analyze along with the resources available. Let’s assume that there was 
a plan established for how the selected solution would be implemented. Finally, there was the 
tried attempt or test to evaluate the solution and determine if it would work which we can see 
that it did. However, we do not know how many times he and a team may have gone through the 
process before reaching the solution that would work. This is something we should consider as 
well. When you find that something doesn’t work, you may need to repeat the process steps but 
not necessarily from the beginning. Depending on the situation, you may cycle through the steps 
in the model at different steps.

This A.D.A.P.T. Model is a simple and responsive approach I developed in responding to situations 
of uncertainty in an effort to achieve positive results. This was the result of reviewing similar steps 
companies completed in their successful efforts to adapt. Not only can this A.D.A.P.T. approach 
work to the success of an individual as it did with Officer Potts but also for  companies in general 
when they embrace the ideas and possibilities of their high AQ leaders and workers.

WHERE WE GO FROM HERE

What needs to happen in order to achieve success with adaptability? There is an increased 
demand for individuals who are able to embrace change and grow. Companies are taking steps 
in their practices for recruitment, hiring, leadership development, employee development, 
and branding/rebranding to ensure that they are adapting to changing conditions, needs, and 
times. Adaptability must become a part of the company strategy, the workplace learning and 
development strategy, the approach to problem solving, and a part of company culture. This can 
be achieved when you have the combination of the company, its leaders, and employees who 
can implement the A.D.A.P.T. Model or another model as the approach to facing adversity, new 
circumstances, or unanticipated change. Leaders and employees who exemplify high AQ skills 
are those who may already apply this type of approach or be likely to implement this type of 
approach.  Some steps that can lead to developing high AQ skills include the following:

• Apply an AQ Model such as A.D.A.P.T.
• Take an AQ pulse using a formal or simplified adaptability assessment
• Do some reflection on your behavior in the midst of unanticipated change or a crisis
• Evaluate your mindset and thought process (and self-talk) when facing adversity
• Think about your learning agility—focus on areas where you need to learn 
   or unlearn to improve your adaptability
• Ask questions and work to become more curious
• Practice being opportunistic and be willing to try new things
• Seek the assistance and advice of others; also ask for feedback
• Observe the behavior of those who successfully adapt to change
• Step out of your comfort zone more often
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Regardless of the bumps you encounter in the road to adaptability, you can establish your 
approach as a continuous improvement process to set you up for success. The pace of 
change we see today requires a fast and furious drive to adaptability. Just remember that 
you have potential to be unleashed which can demonstrate that you were built for this. It’s 
time to show your unstoppable adaptability.
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nal technology from Wayne State University and a doctoral 
degree in education from Walden University. At this time, 
Esther is working on her first book for ATD on the topic of 
adaptability and it is due to be published in 2021.
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T
he world feels like a 
very different even 
completely strange 
place than it did a few 
months ago. Our life 
and work are changing 

dramatically as a result. There is 
no doubt that the pandemic in-
creased the demand for us cons-
tantly to find inner peace and 
creative solutions for our life 
and work. 

It’s clear that we as invidual, 
a member of an organization, 
and a society have much work 
to do. No matter how long the 
world might take to moves 
towards a new “normal”, we can 
prepare for as many scenarios 
as possible in our planning. 
Here are my two cents about 
leading through a pandemic for 
professional associations.

Reclaim peace

Reclaim peace of mind plays the 
most importance role during 
these unprecedented times, 
even just some time of serenity 
and tranquility. You can take 
your own ways to reclaim your 
peace of mind, for example, 
focus on what you can control, 
express gratitude, practice daily 
self-care, or all of the above. 

Maybe you would experience a 
great deal of contentment and 
fulfillment after completing the 
challenging task, for instance, 
leading your team though a 
pandemic. 

Plan for financial 
sustainability 

A great amount of in-person 
professional meetings planned 
for this year, small or large, 
have been cancelled, many 
of which were canceled for 
the first time ever in the 
history of an organization. It is 
impossible to predict when we 
can safely bring back in-person 
professional meetings.

Professional meetings serve as 
focal points for professional 
societies, not only as sources of 
revenue and recruitment of new 
members, but also for realizing 
one essential member benefit – 
networking. The cancellations 
and economic downturn - these 
set of changes have created 
an influential ripple effect on 
our financial sustainability. 
Internal financial audit, or even 
reviewing yearly annual budget, 
would allow us to identify what 
expenses and resources we 
have right now, and estimate 

MY THOUGHTS ABOUT LEADING THROUGH A PANDEMIC:
CHARTING THE PATH TO THE NEXT NEW NORMAL FOR 

PROFESSIONAL ASSOCIATIONS

JIE CHIEN

how much we need to achieve 
financial sustainability for 
the near future. Meanwhile, 
strategies and goals should 
change and adapt to the market. 
If resources and time allowed, 
it might be a good time for a 
comprehensive review of your 
strategies and goals.

Think creatively to adapt 
and evolve the service 
provided for now and the 
future

The worldwide economy will 
not recover immediately, 
resulting in employers’ tighter 
budgets for employees to travel 
to attend professional meetings. 
Major decisions to address 
include determining if and 
how the next year’s in-person 
meetings should continue 
as scheduled, and more 
importantly, how to adapt and 
evolve the service provided for 
now and the future.

At the same time, we have 
witnessed an increased 
opportunity for online 
education. Online education 
costs are usually considered 
significantly less than face-to-
face trainings and lecturers in 
terms of time commitment and 
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travel expenses. One great example is that the Southern California Chapter of ISPI changed their 
format of in-person presentations and roundtable meetings.  
Since April 2020, they have held an amazing webinar series named “COVID-19 Challenges for 
Learning and Performance Professionals” to code with the strict gathering restrictions resulting 
from the pandemic. In the near future, depending on the changing gathering restrictions 
(e.g. restrictions of gatherings of certain number of people), smaller meetings can be another 
opportunities to support professionals to keep working on specific skill sets or certain projects for 
growth and development.

Conferences and events have been canceled, and many of us have had working from home. 
However, networking is still regarded as a highly valued part of joining professional associations. 
People might be interested in attending virtual networking events and increase their online 
visibility, which the professional associations can work creatively to fulfill.

If there is a silver lining to this pandemic, it’s that it has shifted our focus and accelerated our work 
to review where we are, where we are going, and how we can achieve that together.

journaling can be a very effective way to plan, problem solve and make critical decisions using a 
visual medium to gain perspective.

 Currently, I am working part-time as the lab manager for 
Dr. Soo Jeoung “Crystal” Han’s Team Mindset Lab and also 
assisting Dr. Han with relevant research projects. Our lab 
focuses on how subjective team mindsets (e.g., thoughts, 
beliefs, and expectations) can improve the team and 
organizational performance using cognitive, behavioral, 
and psychological, mechanisms. I also consider myself as a 
Human Performance Technology(HPT) practitioner who can 
help the clients with needs assessment, learning programs, 
and evaluation.

I graduated in Fall 2017 with a Master of Science degree 
in Organizational Performance and Workplace Learning 
from Boise State University. I have been volunteering for 
ISPI Bay Area/Boise State(BABS) Chapter as the Marketing 
and Communication Chair since 2016. I can be reached at 
jiechen@u.boisestate.edu. Feel free to connect with me via 
LinkedIn.
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S
usan Fisher, my colleague and a former Innovative Learning Group 
employee, is what you would call an expert in turning e-learning into 
e-performance. Her approach has made me stop and think… where 
have I heard this before? Is it possible to help workers in the moment 
they’re performing a task? Could that reduce — or even eliminate — the 
time we traditionally pull people away from work to engage in training?

Emphatically, yes!

Suddenly, I heard the echoes of great teachers and mentors who preceded me and shaped so 
much of my thinking about how to improve performance. You see, if you start with performance 
first, you always arrive at the best solution later. Let me whisper some of the wisdom of the ages 
from giants of the past… Thomas Gilbert, Joe Harless, and Geary Rummler.

Starting with Rummler, who said maybe one of the all-time best quotes in the history of things: 
“Pit a good employee against a bad system, and the system will win most every time.”

Drop the mic, Rummler. Truer words have never been uttered. 

As simple as it sounds, most managers think quite the opposite. A typical manager heads strai-
ght for the people issue and thinks, “why can’t HR find me better people,” which is followed by the 
commonly heard “and then the Training folks should be able to prepare them to be flawless on day 
one.” 

But wait…that’s the opposite side of Rummler’s point. Perhaps we can convince our managers 
that the solution is in the system!  

Ah, the system. What specifically does that mean? Well, I happen to know from a few good sour-
ces that Geary knew a fellow by the name of Thomas Gilbert quite well. Gilbert talked about the 
system as the environment in which people work.

In the work environment, Gilbert zeros in on exactly what’s most desperately needed by saying, 
“…in my experience, one stratagem tends to pay off more often — and pay off dramatically: to im-
prove the data designed to support performance.” 1

So, hang with me here.  Rummler said it’s the system, not the person. 

Giants of the Past Offer Words of Wisdom

Jim Naughton
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       Gilbert said improve the data people use on the job. Okay, so what’s the 
answer then? 

      Let’s give people things they can use in the moment of need when they’re at 
work. But we can’t do that if our paradigm is only to train people and take them 
away from their work.

Maybe we need some encouragement to change our paradigm. That brings me to 
my last point, which is made so eloquently by the late great Joe Harless. He said, 
“Inside every fat course, there’s a thin job aid crying to get out.” 2 

Fast forward his plea to the year 2020… job aids that we use as we work can be 
produced in any media format. It’s not merely a document now. We can provide 
exceptionally short and targeted web, video, and document resources to support 
performance. 
If designed properly, these resources can be used to fulfill the vision of 
Rummler, Gilbert, and Harless. Better yet, these can reduce learner time in 
training and increase performance! 

So, if we truly ask ourselves how to create better outcomes and performance, 
we lead ourselves directly to the answer. We can give people help that 
supports them in key moments in addition to a moderate amount of traditional 
preparation in formal training. In doing so, we’d be champions in the eyes of 
our stakeholders… the valued resources that Rummler, Gilbert, and Harless 
taught us to be.

Jim Naughton (jim.naughton@innovativeLG.
com) is a senior consultant at Innovative 
Learning Group, a performance-first leaning 
company located in Troy, Michigan. With 
nearly 40 years’ experience in the learning 
industry, Jim has helped global companies 

accelerate their performance. He has worked 
across all aspects of the learning and development 
spectrum and is an expert in curriculum architec-
ture, learning strategy, technologies for learning 
delivery, content curation, and impact evaluation. 
eronika Shestakova, MS in Finance specializes in 
Risk Manlike Eurex Exchange and HSBC Bank.  
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P 
eople across the world continue to face the new normal of 
working remotely, but that does not have to equal a com-
plete pause in the development of staff. Now more than 
ever, employees are looking for ways to stay engaged and 
improve their skills while employers and leaders try to find 
the most effective and optimal way to develop and impro-

ve their teams. With so many professional development events and se-
minars being cancelled for safety concerns, virtual coaching products, 
like our enterprise-wide solution, CDR-U Coach, is a key way to deliver 
talent development in the virtual world.

CDR-U Coach is a Virtual Solution 
for the Modern Enterprise:

How Virtual Development Tools Make a Difference 
During the New Normal

NANCY PARSONS
M.ED., CPTM
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Even though we are in an economically turbulent time, it is still important and beneficial 
to develop stronger leadership, invest in the career development of employees and ensure 
cohesion and high performance levels across entire enterprises. Virtual development tools 
are a great solution and addition for the current workforce as we all learn to pivot and adapt 
in the face of COVID-19. As many individuals struggle to find a productive solution to the 
new
work-from-home norms, these virtual development tools can provide critical insight on 
how to better manage oneself and improve performance metrics. Investing in employees 
via virtual coaching programs during a worldwide pandemic may come with a price-tag, 
but will also help employee retention rates and productivity levels, with the added factor 
of identifying hidden talents and leaders within the organization that may have otherwise 
remained concealed.

CDR-U Coach is one option that employers have to add to their development toolbox. 
Utilizing its scientifically-validated model, the CDR 3-Dimensional Assessment Suite®, 
CDR-U Coach will empower entry-level employees through middle and upper management 
(the core, eighty-five percent of organizations) through the same assessment and in-depth 
feedback
C-suite executives have benefited from for years. This break-through, personalized AI-style
 coaching experience and platform is available twenty-four hours a day, seven days a week 
on an individual and enterprise-wide basis.

unmatched CDR 3-D Suite, a three-pronged, scientifically-validated assessment instrument 
to reach below the surface to
uncover each individual’s personality and motivation fingerprint, decoding their life-
long career path. The assessment reveals a deep understanding of character (C), drivers 
(D) and risks (R) for each user, which are broken down into scales and subscales in each 
module. Unlike other popular assessments, which showcase a more surface-level view of 
personality styles, CDR-U Coach offers a more comprehensive assessment that is completely 
personalized and connects results across the three modules. CDR-U Coach gives users clear 
and candid language, providing examples and developmental suggestions along the way.

Once armed with CDR-U Coach, the development journey is broken down into four steps. 
Step one is to complete the three assessments. During step two, users are prompted to log 
into the CDR-U Coach platform to select their avatar coach that will guide them through 
the assessment results. Step three, the coach guides users through the assessment results 
at their own pace in a virtual debrief that can be re-visited at any time. The technology in 
step four features two optional Development Action Planning modules guided by the avatar 
coach to help users build tangible plans for improvement in their current role or for career 
advancement.

There are significant organizational benefits, as well. The data from CDR-U Coach provides 
the opportunity to access enterprise-wide talent development data and analytics. This data 
can be used for succession planning (and high potential identification), leader and talent 
capability analysis, cultural analysis, training needs analysis, team formation, custom 
training designs and more. In the current climate, many employers and upper management 
are finding that theirneeds for specific team formations or job roles are shifting. With the 
implementation of CDR-U Coach, they are able to more accurately and efficiently align job 
roles with the proper fit, find the strongest and most suitable leaders within their teams and 
find missing links in job training. Aggregate demographic trends can also be explored for 
talent capability analysis. One key difference between CDR-U Coach and other development 
tools is the use of straight- forward, direct language that allows for more clear and concise 
delivery of results. Through these big-picture views and results, employers and senior 
management can uncover the best leaders while also determining which staff may 
be more successfully developed as individual contributors and team members.
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On an individual level, CDR-U Coach results are delivered directly to the employee and are 
available for a lifetime of use as their position changes and grows. Given the in-depth nature 
of the CDR 3-D Suite assessments, the results for an adult are consistent from the original 
findings through their entire lifetime. Unlike with other assessments, users are able to log on 
and revisit their avatar coaches for a refresher session at any time. Particularly when looking for 
a development tool in a predominantly work-from-home environment, CDR-U Coach is key, as 
it allows individuals to move through their result modules at their own pace and on their own 
schedules.

We know that these are remarkably stressful times for managers, HR team members and 
executives. Even during a global pandemic and economic uncertainty, it is still crucial to invest 
in entry-level, middle and upper management and their career development. Utilizing cost-
efficient, virtual, turnkey solutions like CDR-U Coach will certainly pay off for your individual 
employees and larger team in the long run.

Nancy Parsons is a dynamic speaker who delivers bold new insights about leadership development for global audiences, leaders and 
executive coaches. As an internationally recognized expert and speaker, audiences welcome Nancy’s refreshing, candid and helpful 
style. Nancy is President of CDR Assessment Group, Inc., developers of the break-through CDR 3-D Suite. The Suite reveals need-to-
know distinctions about a leader’s: character, risk factors for derailment, and drivers and reward needs.

Audiences can count on having today’s foremost leadership development approaches tested by her thought and action provoking 
presentations. Nancy’s “How to Shatter the Glass Ceiling” presentation, shares 
CDR’s breakthrough research that cracks the code to why the Glass Ceiling exists. 
They found that the root cause is based on the differences in Leadership Risk 
Factors between aspiring men and women leaders. Then, combining the erroneous 
“perceptions” that are widely held, the Glass Ceiling is a steadfast obstacle holding 
many women leaders back. Audiences will learn how to shatter this unnecessary 
blockade to success.

Nancy’s presentations shed light on how to understand and leverage a leader’s 
best strengths while neutralizing their inherent risks. She uses simple language, 
humor and stories to communicate high impact solutions. Her  recommendations 
lead to win-win outcomes that: reduce wasteful spending, identify and grow 
talent productively, and show improved performance results along with increased 
personal fulfillment.
Nancy has more than 30 years expertise in: leadership development and 
coaching, personality and motivational assessments, organizational development, 
performance management systems, talent development and human resources 
management.  Nancy provides executive coaching for the C-Suite and leaders 
across all sectors, facilitates 
strategic executive team development, and instructs “Authentic Leadership” 
and CDR Executive Coaches’ Certification workshops.   In 1998, she co-authored, 
along with CDR co-founder Kimberly R. Leveridge, Ph.D., the break-through CDR 
3-Dimensional Assessment Suite® which has been translated to five languages for 
global clients. She recently contributed a chapter “Assessing Your Entrepreneurial 
Profile” to Rod Robertson’s book “Winning at Entrepreneurship” and has written many articles and blog posts.

Previous to forming CDR, Nancy served as HR Director for Sun Pipe Line Company. She served in HR roles at Cordero Mining Company 
in Wyoming and Sun Ship, Inc. in Chester, PA. At Williams Energy in Tulsa she served as a Sr. OD Consultant and at Hogan Assessments 
was VP of Marketing prior to forming CDR in 1998. In 2013, Nancy became a member of The Alexcel Group, which is an elite 
international alliance of executive coaches and leadership development experts.  Nancy is married to William C. Parsons, MD, who 
serves as the Chief Medical Officer for Phillips 66 and they have four grown children who all have launched successful careers.
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TAKING A SOLOCATION FOR 
PROFESSIONAL DEVELOPMENT

LAURA LANHAM

Why not take advantage of this time of Social Dis-
tancing? Instead of looking at what you can’t do, 
look at what’s possible. As the country starts to 
reopen with limitations, take this opportunity to 
get away, renew yourself and come back ready 
to start the next chapter, whatever that may look 

like. This article focuses on the benefits of taking a Solocation, so 
you can decide if it’s right for you.  

      Think about vacations. We take vacations to get a break from the hustle and bustle of everyday 
life. We want to unwind, relax and do the things that make us happy with the people we enjoy 
spending time with. In many instances though, vacations with families or friends do not give us 
the break that we need. We are often saying afterward “I am going to need a vacation after my 
vacation!” So, some people are turning to the Solocation.  Urbandictionary.com defines it as “going 
on a vacation by yourself.” To a large majority of people, they think “Why would I want to do that? 
How is that fun?” Maybe for a few introverted individuals, the idea of getting away from it all 
sounds exhilarating. I believe that all individuals, introverts and extroverts, can benefit personally 
from this type of trip.
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     The Myers-Briggs Type Indicator 
(MBTI) identifies an Introvert (I) 
as being energized from their own 
internal world of thoughts and 
ideas. Extroverts (E), on the other 
hand, are energized by the act of 
doing something or interacting 
with others. I have taken the 
assessment many times, and my 
preference always comes out 
slightly on the introverted side. No 
doubt I do my best work alone when 
I can think, process and write down 
my ideas or conclusions. However, 
the act of doing something, and 
often with others, also motivates 
me. I enjoy spending time with, 
sharing interests and helping out 
friends and family. To most clients 
I have worked with, they too share 
a combination of both introverted 
and extraverted behaviors.

   A solocation, like a vacation, 
exists for the purpose of being 
able to disconnect and recharge. 
Going on this type of trip gives 
opportunities for both I and E 
types to engage in their preferred 
behaviors. Introverts will enjoy the 
time to think and not be bothered 
with a lot of disruptions. They 
might find themselves successfully 
delving deep into an activity or 
thought because they have ample 
uninterrupted time to do so. On 
the other hand, extroverts can 
engage in many different activities, 
because they do not have to worry 
about meeting other people’s 
needs. They are also able to choose 
other preferred activities, such 
as being with other people and 
staying continuously active. 

   My trip to the woods near 
Shenandoah National Park in 
Virginia was perfect for my 
combination type. The cabin I 
stayed in was the size of a trailer but 
one end was completely covered 
by a window, so you felt as if you 
were camping alone in the woods. 
However, you were not completely 
alone, there were other cabins on 

     the property which made me feel 
safer. As an introvert, I enjoyed 
disconnecting from people and 
electronics because it gave me 
a sense of relief. I had time to 
think and really process what I 
was feeling and what I wanted for 
myself moving forward. I read and 
wrote as ways to reflect, activities I 
had not had much time for lately. 
The quiet and isolation allowed 
me to significantly dig deep into 
evaluating my thoughts and ideas. 
My extraverted side enjoyed the 
liberty I had to get up and do things 
with no accountability to others. I 
spent ample time hiking trails and 
driving along skyline drive. I met 
other people on my hikes whom 
were also enjoying the solitude, 
but we chatted about our lives 
and why we were there, which 
helped us from feeling completely 
isolated. I should mention that 
I also brought my dog Vito and 
chatted with my family at night.

My trip lasted only three days and 
nights but the results have lasted 
much longer. I achieved what I 
had gone there to do, which was: 

A)  Disconnect from other people 
and unimportant “things” taking 
up my time

B)   Relieve my stress by realizing 
what those were and letting go 

C)  Determine what is really 
important to me and shift my 
focus to those 

This quote I posted on Instagram 
best describes my intention and 
outcome, “And into the forest I 
will go to lose my mind and find 
my soul.” By John Muir. 

So how do you determine if a 
Solocation is right for you? I 
encourage you to first identify 
if why, where and what you do 
will help you accomplish your 
trip’s purpose. Then, make sure 

the trip fulfills all these needs. If 
you are like me, it may become a 
continuous part of your personal 
development. I look forward to 
taking one annually.  

Laura Lanham, MS, is a 
Career and Leadership Coach 
helping individuals, teams and 
organizations optimize job 
performance and reach their 
professional goals. You can 
contact her at: lauralanham26@
gm a i l . co m / 7 0 3 - 9 6 3 - 8 7 4 9 , 
and visit her website: www.
actcareerservices.com
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The Six C’s of Successful Team Performance

W
hen it comes to hu-
man performance, 
there are two basic 
kinds: individual 
and team.  To my 
way of thinking, 

there are six key factors involved in 
successful team performance .  Each 
begins with the letter “C” - hence the 
title of this month’s column.  The six 
C’s are:

1. Communication
2. Cooperation
3. Coordination
4. Collaboration
5. Contribution
6. Control

Communication refers to the sha-
ring of information.  Team members 
need to be fully informed about fac-
tors relevant to their jobs and, typi-
cally, about the contributions those 
jobs make to the team’s larger goals 
and purposes.  Information needs to 
flow freely.  Withholding, hiding, and 
failing to disclose or share information 
with team members who need it to do 
their jobs harms team performance.  

Cooperation refers to one or more 
people acting in ways that assist or 
help other people get their jobs done.  
Joe has more work than he can hand-
le and is falling behind on a couple of 
key projects.  Joe’s boss asks Josephine 
to give Joe a hand.  Josephine agrees 
and meets with Joe to see how best she 
can help.  She is cooperating.  Think of 
cooperation as lending a hand when 
asked or directed to do so.  Is commu-
nication also involved?  Obviously.

Coordination refers to timing 
or synchronization of activities.  Joe 
again needs some help, this time in 

the kitchen at home.  He has cooked 
a large pan of pasta and is going to 
drain it through a strainer.  He asks his 
wife to hold the strainer in the sink.  
Joe can’t pour the pasta into the strai-
ner until it is in place.  He and his wife 
must coordinate their actions.  Are 
communication and cooperation also 
involved?  Yes, but the key factor here 
is the sequence or timing of their ac-
tions; in a word: synchronization.

Collaboration refers to situations 
in which two or more people act to-
gether to achieve a common goal.  Joe 
and Josephine’s boss emails them a 
draft of an upcoming speech he will 
be making and asks them to review it 
and provide him with comments the 
two of them agree on.   Joe and Jose-
phine sit down at Josephine’s compu-
ter workstation and start reviewing 
the boss’ speech.  They compile a list 
of agreed upon comments and email 
them to their boss.  Are communica-
tion, cooperation and coordination 
also involved?  Yes, they are, but Joe 
and Josephine are working together, 
on the same thing, at the same time.  
They are collaborating.

Contributions refer to the produc-
ts or results that each individual or 
team member produces.  Team perfor-
mance is comprised of the integrated 
contributions of the team’s members.  
In examining team performance, we 
must also look at individual contribu-
tions.  They are the building blocks of 
team performance.  Does individual 
performance depend on communi-
cation, cooperation, coordination or 
collaboration?  Sometimes yes and so-
metimes no.

Control refers to the ability to align 
actual conditions with intended con-
ditions and keep them aligned.  Plain-

ly put, control means getting and kee-
ping things the way we want them.  
Control hinges on being very clear 
about the goal or result being sought, 
having timely information about the 
current state of that goal and about 
the effects of one’s actions.  In short, 
individual performance depends on 
individual control and that in turn 
hinges on goal clarity and timely, ac-
curate feedback.  Do communication, 
cooperation, coordination, collabora-
tion and contribution rely on control?  
Always.

Fred Nickols
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There you have it; the six C’s of successful team performance.  Ponder them and think of 
them as a checklist of items to examine the next time you find yourself in a situation where 
you’re trying to figure out how to understand, correct or improve team performance.  Here 
they are again:

1. Communication. The full, free flow of information.
2. Cooperation. Lending a hand when asked or directed.
3. Coordination. Timing, sequence, or synchronization of actions.
4. Collaboration. Working together.
5. Contributions. Individual results.
6. Control. Clear goals and accurate, timely feedback.

                                                                A Seventh C
It has been suggested to me that there is a seventh C – Culture.  So, I will provide some 

comments on that score, but I won’t add it to the list 

Culture refers to the norms, values and behavior patterns of the organization, what some 
refer to as “the way things work around here.”  Culture can foster or impede team perfor-
mance.  If the culture is one in which “it’s every man for himself,” or “information is power” 
(and everyone sits on information as a way of exercising power), or if the culture is marked 
by severe punishment for minor mistakes, then individual and team performance will suffer.  
However, keep in mind that “the way things work around here” is kept that way by folks who-
se interests are served by the existing culture.  Moreover, they are powerful enough to keep 
them in place.  To change an organization’s culture often requires replacing or at least side-
lining some key players, which many leaders are loath to do.  So, generally speaking, there’s 
not much you can do about it if culture is the culprit, but at least you can identify it as such.

                                                                An Eighth C
It was also suggested that I add an eighth C – Conflict.  

Conflict does indeed occur in teams and between teams, and it also occurs between indi-
viduals and between units, often having to do with differences regarding results, resources 
and relationships.  It is not my view that conflict contributes to team performance; indeed, 
more often than not, conflict diminishes team performance.  About all I’ll say here is that 
conflict has to be well-managed or it will indeed disrupt team performance.

Fred Nickols has had a long and interesting career spanning more than 50 years.  
He spent 20 years in the U.S. Navy, retiring in 1974 as a decorated Chief Petty Officer.  
In the private sector, he worked first as a consultant, then held executive positions 
with two former clients, and then returning to consulting.  He is a master problem 
solver, a toolmaker, a knowledge worker, a solution engineer, a writer, a trainer, a 
technician, a consultant, and a former senior executive. Currently, Fred is the Mana-
ging Partner at Distance Consulting LLC, a firm he founded in 2000.  His web site is 
home to the award-winning Knowledge Workers’ Tool Room and more than 200 free 
articles, book chapters and papers.  Fred writes this column on a monthly basis. All 
Knowledge Worker columns are available on his web site at www.nickols.us.



COVID-19 has already required organizations to make myriad accom-
modations to balance business priorities with employee needs and 
concerns. While painful on so many levels, the current situation        
gives performance improvement professionals a unique opportunity 
to reframe analysis efforts and underscore their value. We need to 
make sure we are doing the right things, right now, so that we can 

help our organizations do the same. This crisis is an opportunity to realign our 
analyses to new, as well as emerging needs, in order to help our organizations 
meet business goals and achieve outcomes of value.

     
Analysis Issues Before COVID-19

When you revisit your analysis efforts, you will want to look at the entirety of your effort. However, we have 
noticed three areas that were issues in the performance analysis landscape before COVID-19 that may be a 
useful starting point. First, leadership directives, tight project timelines, and the success of past efforts have 
made the additional time, effort, and cost of conducting a thorough performance analysis seem superfluous to 
some decision-makers. We have noted a lack of organizational support for analysis. Second, the proliferation 
of survey tools has made a survey the default method of gathering data for many organizations. In addition 
to unskilled use of the tool, this may not be the best match for informing an organization’s needs. And finally, 
we noted a tendency towards biased or convenient samples. Because most methods rely on generalizing data 
from samples, avoiding these pitfalls is fundamental to sound practice. 

We encourage you to consider these three elements (and more) as you refresh your strategy:

1. Leverage Data to Ruthlessly Set Priorities
The landscape will continue to change for some time. Some organizations are responding to the disruption 
and need for productivity by pushing even more training, more content, and more tools to their workforce. 
The intention, of course, is to be helpful or supportive. We would argue that now is the perfect time to leverage 
performance analysis as a tool for separating wheat from chaff and for discovering which performance 
influences make the most meaningful contributions to outcomes. Discerning organizations recognize that 
the amount of noise, confusion, and churn that people are experiencing in their environments requires us 
be very selective about what we ask of employees and to be strategic in what we provide them. Here are some 
suggestions:

• Consider the entire change and performance landscape, rather than just a single
    project or initiative in a silo. 
• Join forces with other teams or functions to make all analysis efforts more comprehensive 
     and inform the organizational big picture. 
• Craft your analysis to differentiate high-impact solutions from less promising efforts. 
• Balance the need for achieving quick results with consideration of longer-term gains. 
• Investigate how to organize solution sets into manageable chunks so that the workforce 
     can consume and/or apply them. Remember that training will only help solve performance 
     problems rooted in a lack of knowledge or skills; any other types of problem will require 
     different strategies.
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• Consider the magnitude of the change of 
      your solutions from your target audience’s 
      point of view. Remember that these people    
      are being pulled in multiple directions as
      they balance the “new normal.” Leverage
      your analysis opportunities to learn how 
      to best manage the change for each distinct 
      group affected by your solutions.
•    Adopt a more agile approach to your ana-   
     lysis and solution relationship: Gather
     smaller amounts of data quickly to inform
     the next agile phase of the project, then check 
      the success and relevance of previous strategies
     before moving on to that next phase. This 
     approach has the added benefit of helping you   
     adjust your solutions as the landscape changes.

2.       Match Data Gathering Methods to 
           Information Needs

When conducting research, make sure that you match 
the data gathering method to the information needs. 
This recommendation is fueled by the observation that 
many analysts now default to online surveys. Do not 
be fooled by the apparent ease of conducting a survey! 
Survey tools may provide a lot of options for creating 
items and scales, but the results do not necessarily 
illuminate the decisions to be made or actions to be 
taken. They do not answer our favorite question: Why? 
A survey designed in isolation from other methods 
may only reflect the biases and assumptions of the 
survey developers. The key to choosing an appropriate 
method or method(s) is to purposefully consider what 
you want to know and then select the best way to get 
that information. (Hale, 2007; Van Tiem, 2012). This is 
the time to revisit your methods:

• Broaden your analysis to check all previous
      assumptions. The landscape has changed!
• Consider a mixed-method approach (e.g., 
      interviews followed by a survey). 
• Before choosing a methodology, determine 
      what information you need to both make 
      decisions and take action.
• Only collect information you will use. For
      example, only pose a question to respondents
      if you know how you will use the data. How  
      will you analyze and interpret the data from
      that question? What specific actions will you
      take?
• Use scales correctly and analyze data 

             responsibly. We have seen novice analysts 
             reverse the high and low ends of Likert-type 
              scales when reporting results. Readers who 
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did not consult the original survey instrument would naturally be unaware 
of the mistake and spend time working from this flawed analysis. You can 
imagine the confusion, as well as the threat to a team’s credibility, when an 
error of this type is exposed.

•    If you have a complex analysis, consider adding a research specialist to your    
     team or borrowing one from another function. Leverage their expertise to 
     make the most of your analysis efforts. 

3. Sample Intentionally and Inclusively

Refining your sampling practices is a great way to get away from one-size-fits-
all solutions, include voices that may not have been represented in the past, and 
introduce fresh ideas. Many organizations fall into the habit of using convenient 
samples or introduce bias into samples. Choosing the right samples for analysis 
studies leverages the aspects of diversity that are important to your organization 
and to the performance situation you are investigating. In addition, the first step in 
crafting inclusive solutions is gathering appropriately representative samples that  
allow all members of your target audience the best opportunity to participate fully. 
(Hale, 2007) All of the challenges with choosing good samples are exacerbated when 
timelines are short or when the organization fails to support access to the people 
you need. Revisit your sampling strategies:

•    Consider how diversity in any of its forms  impacts your study; ensure you    
     are inclusive with who, how, and why.  
•       Check that each group is appropriately represented as you collect information.
•    Consider whether you sufficiently understand subgroups within your target 
     audience, including their needs and their specific barriers to performance. 
•    Seek out new and diverse opinions and ideas  for existing programs and 
     solutions so that you can refine your current practices.
•    Check your original assumptions with fresh informants who are likely, or at 
     least willing, to challenge your points of view.

If you believe, as we do, that analysis is the key to the foundation of 
your performance improvement efforts, now is the time to make the 
most of your analysis efforts.
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