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Identifying performance problems and solutions
Introduction

This tool presents a process to follow to diagnose performance problems and to generate solution alternatives.

This tool will enable you to:

· Analyze performance problems

· Propose solutions for performance problems

This tool consists of two components:

· Performance Problems and Causes 

· Solution Strategies  
Performance problems and causes

This component presents a process to follow to identify performance problems and causes.

This tool will enable you to:

· Compare collected data with identified business needs

· Determine the potential problem cause(s)

Organizational needs
To determine the probable cause of performance problems, the organization must assess three aspects of performance: (1) required needs, (2) actual outcomes, and (3) performance gaps.  Then the various causes can be analyzed to reveal the ones with the most impact on performance.

· Required organizational needs and the on-the-job performance, which is occurring, must be updated.

· Actual organizational outcomes and the on-the-job performance, which is occurring, must be updated.

· Performance gaps are described by comparing organizational needs and actual outcomes and on-the-job performance needs and actual performance.  This description should be neutral and not suggest solutions at this point.

· Causes are identified and analyzed.  This process is sometimes referred to as ‘causal analysis.’  Performance gaps are filtered through a series of questions and the most likely causes are identified.  Remember, most performance problems are multi-causal; therefore multiple solutions may be required.

How to determine the probable cause(s)
1. Determine if there is a gap.

2. Describe the problem factually.

3. Isolate the problem group

4. Develop a short list of possible causes.

5. Eliminate cause(s)

Determine if there is a gap.

Consider what you know about required and actual; ask yourself some fundamental questions.
	
	Yes
	No

	1. Is the performance deficiency real?


	 FORMCHECKBOX 

	 FORMCHECKBOX 


	2. Is the required performance realistic?


	 FORMCHECKBOX 

	 FORMCHECKBOX 


	3. Is the required performance achieved by anyone?


	 FORMCHECKBOX 

	 FORMCHECKBOX 


	4. Is the required performance scaled to time on the job?


	 FORMCHECKBOX 

	 FORMCHECKBOX 


	5. Is the data reflecting the actual performance reliable?


	 FORMCHECKBOX 

	 FORMCHECKBOX 


	6. Does it feel like there is a performance discrepancy?


	 FORMCHECKBOX 

	 FORMCHECKBOX 


	7. When does the problem occur?



	Why does this problem need to be fixed?


Describe the problem factually

Can you describe in one sentence, “What exactly is going wrong?”

“Neutral” Description  
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Isolate the problem group
      Can you identify the problem group?

	Standards
	Are standards understandable?

	Experience
	Does the group have prior experience or are they expected to learn on the job?

	Language
	Are there individuals in the group who use English as a second languish (ESL)?

	Longevity
	How many individuals in the group will retire within 12 months.

	Unit
	Is there a need for more collaboration in the unit?

	Location
	Do you think working from a field office has a negative impact on performance?

	Education
	What is the variance of learning levels?

	Other Training
	Is training routinely reviewed to ensure that the group is current with laws and regulations?

	Supervisor’s Training
	How frequently is the supervisor’s training evaluated? 

	Retention
	What is the turnover rate in your unit?


 

Note: review population data demographics to complete this section and isolate the problem group. 

Develop a short list of possible causes.
1. Plug the performance deficiencies you have identified into each of the possible causes below. Ask yourself; could this symptom have this cause?

2. If “yes” or “maybe”, the cause goes into a short list of causes.

3. If “no”, the cause is thrown out as a possibility.

	Possible Causes
	Yes
	Maybe
	No

	Skills and knowledge
	
	
	

	Capacity
	
	
	

	Attitude
	
	
	

	Standards
	
	
	

	Measurement
	
	
	

	Feedback
	
	
	

	Conditions
	
	
	

	Incentive/Motivation
	
	
	


Eliminate cause(s).

1. For each possible cause, ask clarifying questions to confirm or refute that cause.  Check the appropriate boxes to record your decisions.

2. Proceed through all possible causes you have identified on your short list, either confirming it as a cause, or eliminating it as a cause.

3. You may have to gather more data at this time.
	Cause
	Questions to Clarify
	Yes
	No

	Skills and Knowledge

	
	1. Is training provided for this job?
	
	

	
	2. Could incumbents perform immediately after training?
	
	

	
	3. Have they ever been able to do the job task?
	
	

	
	4. Can incumbents state how the job should be done?
	
	

	
	5. If their life depended on it, could they do the job task?
	
	

	
	6. Has the job task been performed in the last six weeks?
	
	

	
	7. Is the job task always performed in its entirety?
	
	

	Capacity

	
	1. Can they physically perform the job tasks?
	
	

	
	2. Are they capable of learning the job tasks?
	
	

	
	3. Do incumbents have the necessary prerequisites?
	
	

	
	4. Could they do the job task if their lives depended on it?
	
	

	Attitude

	
	1. If they knew how, would incumbents be willing to do  

     the job?
	
	

	
	2. Do the employees like the company policies or past 

     actions?
	
	

	
	3.  Are the normal rules (i.e. tardiness, absenteeism,  

     etc.) followed?
	
	

	
	4.  Are incumbents generally happy with their jobs and   

     conditions of work?
	
	

	Standards

	
	1. Do job incumbents know what is expected of them?
	
	

	
	2. Are the performance standards documented?
	
	

	
	3. Do their supervisors agree on the documented    

    performance standards?
	
	

	
	4. Do incumbents know precisely how their work will be                 

    evaluated?
	
	

	Measurement

	
	1. Is job performance measured?
	
	

	
	2. Are measurements based on the work plan?
	
	

	
	3. Are measurements based on achievement of results rather than activities?
	
	

	
	4. Is job performance data collected through observation or other forms of monitoring?
	
	

	
	5. Are the right things being measured?
	
	


	Feedback

	
	1. Are incumbents provided with feedback on their performance?
	
	

	
	2. Is the feedback based on the work plan?
	
	

	
	3. Is the feedback specific?
	
	

	
	4. Is the feedback given soon enough?
	
	

	
	5. Is the feedback given often enough?
	
	

	
	6. Does the feedback specify what is being done correctly?
	
	

	
	7. Does the feedback specify ways to improve performance?
	
	

	
	8. Is the feedback valued?
	
	

	Conditions

	
	1. Is there enough time to perform the job tasks?
	
	

	
	2. Are there sufficient personnel to perform the job tasks?
	
	

	
	3.  Are all required tools, equipment and materials available?
	
	

	
	4. Do policies and procedures give incumbents sufficient authority to perform the job tasks?
	
	

	
	5. Does the current process encourage proper performance?
	
	

	
	6. Is the level of supervision appropriate?
	
	

	
	7. Are the concurrent tasks compatible?
	
	

	
	8. Are tasks seen as safe to perform?
	
	

	
	9. Are stress levels acceptable?
	
	

	Incentive/Motivation

	
	1. Are there positive rewards for good performance?
	
	

	
	2. Are the rewards valued?
	
	

	
	3. Are there negative consequences for poor performance?
	
	

	
	4. Are rewards for poor performance prevented?
	
	

	
	5. Are punishments for good performance prevented?
	
	

	
	6.  Are the rewards contingent upon good performance?
	
	

	
	7. Do peers exert pressure for good performance?
	
	


6. What are the most probable causes?

Solution strategies
This component presents a process to follow to generate solutions for performance problems.

This tool will enable you to:

· Propose solutions for performance problems

· Use a checklist to test the solution(s)


Recommending solution(s)

Now is the time to recommend one or more solutions.

	Causes
	Solutions

	1. Skills and knowledge
	- Provide training based on a work plan.

- Change the job.

- Change the performer.



	2. Capacity
	- Change the job.

- Change the performer.

- Provide training based on a work plan.



	3. Attitude
	- Change the performer.

- Remove inappropriate consequences.

- Provide positive consequences for good 

   performance (pay, rewards, recognition).



	4. Standards
	- Develop a work plan.

- Set goals and standards.



	5. Measurement
	- Measure performance.

 

	6. Feedback
	- Give feedback based on the work plan.



	7. Conditions
	- Map and improve processes and procedures.

- Remove obstacles.



	8. Incentives/Motivation
	- Provide positive consequences for good  

  performance (pay, rewards, recognition).

- Remove inappropriate consequences.




 Source:  Friesen, Kaye and Associates

www.performanceSolutions.nc.gov/motivationInitiatives/WorkEnvironment/High-PerformingWorkEnvironmentTools/ToolforIdPerfProbandSolutions.doc
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