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Abstract This study was conducted to contribute to the field
of Human Performance Technology (HPT) through the vali-
dation of the performance analysis process of the International
Society for Performance Improvement (ISPI) HPT model, the
most representative and frequently utilized process model in
the HPT field. The study was conducted using content analy-
sis as the research methodology to investigate thirty HPT
business cases. The findings in this research indicate that the
detailed processes and components as depicted in the perfor-
mance analysis process in the ISPI HPT model were not fully
present in the HPT business cases. Actual processes used in
the business cases to identify performance gaps differed in
part from the model. In addition, the procedure of analysis in
the model is depicted as a logical sequence and in the cases is
an actual sequence. In addition, the refined performance anal-
ysis process is proposed based on the research findings.
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Human performance technology (HPT) is defined as Ba systemic
and systematic set of processes for assessing and analyzing

performance gaps and opportunities; planning improvements in
performance; designing and developing efficient, effective, and
ethically justifiable interventions to close performance gaps or
capitalize on opportunities; implementing the interventions; and
evaluating all levels of results^ (Guerra-Lopez 2016, p. 3). The
International Society for Performance Improvement (ISPI) hu-
man performance technology (HPT) model is a dominant model
in the HPT field, which well reflects the definition of HPT.
Although the ISPI HPT model is widely known and it depicts
foundational ideas about HPTand its component parts, yet to be
done are rigorous and legitimate research on validating the mod-
el. Only a few studies about how the model works have been
reported. However, those studies are mostly anecdotal storytell-
ing style case explanations rather than formal research (Gilmore
2004). For example, Andrews et al. (2004) indicated that the
ISPI HPT model was valid by anecdotes when two groups of
people applied themodel in order to define and find solutions for
specific performance issues. The article, however, did not de-
scribe a research methodology for testing the validation of the
model. Whereas HPT is a research-based field (Pershing 2006;
Stolovitch and Keeps 1999), the field sometimes looks Bcraft-
like^ (Sugrue 2004, p. 8) in its accomplishments. Sugrue (2004)
argued that usually HPT practitioners just follow the major skel-
eton of the ISPI HPT model and its components without a re-
search basis, and this superficial base has often led performance
improvement consultations to fail. In other words, rigorous re-
search on the validation of major models and processes in the
HPT field has not been conducted (Gilmore 2008), and this
absence of model and process validation research is a significant
void in the field.

Given these circumstances, it is valuable to validate the ISPI
HPT model and its components, as to its utility in providing
researchers and practitioners with a framework to accomplish
their studies and consultations. This research validates the per-
formance analysis process in the ISPI HPT model.
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ISPI HPT Model

Among the numerous HPT models, it is one of the most fre-
quently used and referenced models in the field (Pershing
et al. 2008). Many HPT practitioners in various fields such
as human resources, organizational development, and training
have adopted and followed the ISPI HPT model as their main
framework (Gerson 2006). This is important given that the
model is endorsed by a leading professional organization
and the model is widely used by novices as an introduction
to the field of HPT (D. Van Tiem, Personal Communication,
April 10, 2010).

The ISPI HPT model is based on the ADDIE process, the
acronym for analysis, design, development, implementation,
and evaluation. ADDIE is a generic process used in the fields
of instructional systems design (ISD) and HPT (Molenda
2004; Bichelmeyer et al. 2006), which has been adapted as a
skeletal framework for many HPT models. One of the key
deviations fromADDIE in the ISPI HPT model is the expand-
ed and elaborated analysis stage. Performance analysis is elab-
orated upon in the ISPI HPT model with the systematic pro-
cess of several elements such as organizational analysis, envi-
ronmental analysis, defining desired and actual performances
based on organizational and environmental analyses respec-
tively, gap analysis, and cause analysis.

Performance Analysis

Performance analysis identifies the organization’s perfor-
mance requirements by comparing current performance to de-
sired performance (Rothwell et al. 2006). Without identifying
performance issues, it is impossible to find appropriate solu-
tions. Starting with implementation of performance consulting
without appropriate analysis ends up with failure (Kaufman
2014; Kaufman and Guerra-Lopez 2013). In several major
HPT models, therefore, performance analysis is noted as the
first step. The notion of performance analysis has been widely
used, and similar notions and processes, such as performance
discrepancy (Mager and Pipe 1997), performance diagnosis
process (Swanson 2007), performance diagnosis (Ruona and
Lyford-Nojima 1997, and performance audit (Rothwell 1989),
have been named by various HPT professionals. Joe Harless
may have been the first to use the term performance analysis.
Harless (1970) proposed a Front-End Analysis including, but
not limited to, goal analysis, needs analysis, environmental
analysis, and learner analysis in order to define performance
problems and opportunities. He claimed that this set of anal-
yses should be performed at the beginning of the performance
technology process. Since Harless’ Front-End Analysis, a se-
ries of analyses to detect performance gaps have been exten-
sively accepted in the field, and a number of HPT practitioners
and researchers have reflected these ideas in their work.

In the ISPI HPT model, performance analysis is the very
first phase of the process (Van Tiem et al. 2012). According to
the ISPI HPT model, the goal of performance analysis is to
identify and gauge the gap between desired workforce perfor-
mance and current work performance. Desired work perfor-
mance and current work performance are derived from anal-
ysis of organizational factors and environmental factors re-
spectively. Therefore, in performance analysis, both organiza-
tional and environmental factors should be thoroughly ana-
lyzed and then based on the analyses, the gap between desired
workforce performance and current work performance can be
identified. Figure 1 shows performance analysis is composed
of four parts: organizational analysis, environmental analysis,
gap analysis containing desired and actual work analyses, and
cause analysis (Langdon 2006; Van Tiem et al. 2012).

In HPT, because training is not the only performance solu-
tion, and HPT is Bopen to all means^ (Stolovitch and Keeps
1999, p. 9) and all possible performance issues and causes, it
is a natural consequence to require a more extensive, strength-
ened, and elaborated analysis process. This detailed perfor-
mance analysis in HPT is also reflected in certified perfor-
mance technologist (CPT) standards, which are key guidelines
for HPT practices. Among ten CPT standards, two standards
(needs and opportunity analysis and cause analysis) are dedi-
cated to analysis, while design, development, implementation,
and evaluation have only one related standard. While the two
standards about needs and cause analyses are well adopted
and widely used by field professionals, some HPT profes-
sionals believe that these two standards should be combined
in a single construct because these two analyses simultaneous-
ly occur in many HPT cases (Hoard and Stefaniak 2016)

In summary, it is valuable to examine and validate the
performance analysis process in the ISPI HPT model consid-
ering all the factors discussed such as research needs, impor-
tance of the ISPI model, and performance analysis process in
the ISPI HPT model reflecting the uniqueness and evolution
of the HPT field.

Research Questions

The overall research question in this research is whether or not
the performance analysis in the ISPI HPT model adequately
describes status-quo of what HPT practitioners practice. In
order to answer the question, following questions were specif-
ically examined.

1. Was organizational analysis conducted in each case?
2. Was environmental analysis conducted in each case?
3. Was desired performance identified?
4. Was desired performance derived from organizational

analysis?
5. Was actual performance identified?
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6. Was actual performance derived from environmental
analysis?

7. Was the gap identified by differences between the desired
performance and the actual performance?

8. Was cause analysis reported?
9. Were the identified causes prioritized?

Research Methods

For this research the researcher conducted a content analysis
of HPT descriptive cases which have been reported by re-
searchers and practitioners in the field. The researcher collect-
ed a set of HPT business cases that detail HPT projects that
have been implemented in real organizations by HPT profes-
sionals and examines the efficacy of the model through a
content analysis of the cases. With a variety of cases, this
method allows the researcher to perform rigorous and scien-
tific analyses. In addition, the purposes of many descriptive
case presentations are to share exemplary practices with the
field to help other HPT practitioners understand the field, and
to contribute to the refinement of HPT skills and knowledge.
Therefore, the analysis of published exemplary cases of HPT
is a worthy process to investigate the validity of the perfor-
mance analysis in the ISPI HPT model.

Content Analysis

Blended content analysis was adopted for this study
(Sarantakos 2005). In other words, this research used the
quantitative approach for content analysis and also used

qualitative methods in order to extract richer data from the
cases and to find patterns and insights from among and be-
tween the HPT business cases.

Procedure

The procedures used in content analysis yield clear distinc-
tions between a scientific research methodology and just com-
pilation and review of data; therefore, rigorous procedures of
content analysis are critical. In this study, the researcher
followed the steps of content analysis procedures proposed
by major content analysis methodologists (e.g. Neuendorf
2002; Pershing 2002; Sarantakos 2005; Fraenkel and Wallen
2005): (1) developing a codebook and a coding form serving
as research instruments, (2) conducting a pilot study, (3) sam-
pling, (4) inter-coder training, and (5) coding, analyzing and
reporting.

Codebook and Coding Form

Coding instruments, including a coding form and a codebook
(the manual corresponding to the coding form), were devel-
oped. Concepts and key components of the performance
analysis as defined by Van Tiem et al. (2000, 2012) were
transposed into the coding instruments. Figure 2 shows an
example of the coding form and codebook.

Pilot Study

Prior to this research a pilot study was conducted. The team of
four graduate students reviewed literature in terms of method-
ology and decided to employ a content analysis of HPT

Fig. 1 Performance analysis
according to the ISPI HPT model
(Source: Van Tiem et al. 2012)
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business cases. Subsequently, the team reviewed the ISPI HPT
model and other various sources regarding explanations of the
ISPI HPT model such as Van Tiem, Moseley, and Dessinger’s
book (2000), the ISPI website, and other accessible resources.
On the basis of a series of team member discussions, a coding
form was designed and developed.

Samples and Sampling Criteria

Purposive sampling was employed in this study. The research-
er searched and selected cases suitable for addressing the
study’s research questions (Krippendorff 2004, p. 119). In
order to produce sound research results with purposive sam-
pling, six general criteria for sampling proposed by Miles and
Huberman (1994, p. 34) were employed.

1. The sampling strategy should be relevant to the concep-
tual framework and the research questions addressed by
the research.

2. The sample should be likely to generate rich information
on the type of phenomena to be studied.

3. The sample should enhance the generalizability of the
findings.

4. The sample should produce believable descriptions/
explanations.

5. Sampling process should be ethical.
6. The sampling plan should be feasible.

In addition to the general criteria, six criteria specific to this
research were employed.

1. The cases have been published in a book, journal, or
monograph.

2. The cases must describe a real organization.
3. The cases must be published within the past 20 years.
4. The cases must describe an HPT opportunity within an

organization.
5. Each case must indicate the performance gap(s).
6. The cases must contain information about the interven-

tion(s) associated with the HPT opportunity.

Using the 12 criteria, 30 HPT cases were selected (see
Appendix). Thirty HPT business cases were sourced from
nine books and two major journals within the array of HPT
literature. The HPT business cases represent diverse types of
organizations such as manufacturing, service, transportation,
and wholesale. The authors of the cases were either internal or
external consultants. An external consultant means an HPT
professional who has a contract for HPTconsultation, whereas
an internal consultant is a regular in-house employee who is
involved in the HPT consultation process. Twelve HPT busi-
ness cases were carried out by internal consultants. In the two
cases written by a professional organization, the tone of the
writing and the contents of the case showed that those two
cases were written by internal consultants. Therefore, there
were 14 cases written by internal consultants. Twelve cases
were reported by external consultants. Four cases were report-
ed and written by internal and external consultants working
together, and those cases were categorized as external consul-
tant cases because one or more external consultants were en-
gaged in the case. There were 16 cases in which external HPT
consultants were involved.

Fig. 2 Example of coding form
and codebook
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Inter-coder Training

In this research, two coders, including the researcher, refined
the research instruments and carried out the data coding. The
second coder was an advanced Ph.D. student in the
Instructional Systems Technology (IST) field with an interest
in HPT. At the first training session, 3 h were used to explain
and discuss the purposes of the research, the content analysis
procedure, the major concepts of HPT used in the codebook,
and how to mark the coding form. The training session includ-
ed time for questions and discussions. The first training ses-
sion provided formative information regarding the instrument;
consequently, the researcher revised the research instrument.
The revised codebook and coding form were reviewed by a
full professor at a major university in the United States with
expertise in HPT.

At the second training session, a revised instrument was
presented to the second coder with explanations and questions
taking an hour. Each coder was asked to read and code two
cases selected randomly. At the third training session, the cod-
ing results from the two cases were compared, contrasted, and
discussed in order to assure the utility of the finalized coding
instrument. Then, five cases were independently coded by
each coder and the findings were compared in order to calcu-
late inter-coder reliability.

Coding, Analyzing, and Reporting

As part of the final step of content analysis, all cases were
coded, analyzed, and reported. The results and implications
are reported later in this article.

Reliability and Validity

In this study, various efforts were made in order to strengthen
the reliability, such as (1) a qualified person who has an appro-
priate knowledge level of HPTwas hired and trained as a coder,
(2) instruments and categories were carefully established and
revised through the pilot study, and (3) data were carefully
selected based on suitable criteria (Holsti 1969).

In addition to the effort to ensure reliability, inter-coder
reliability was calculated using Krippendorf’s alpha. Five ran-
domly selected cases were coded by two coders, and
Krippendorf’s alpha was calculated. The achieved value of
Krippendorf’s alpha was .84, and it is considered reliable
(Krippendorff 2004).

In this research, an external reviewer, HPT professor
in a research university, and the two coders assessed
content validity by carefully reviewing research pur-
poses and instruments. In addition, the instrument was
examined by the dissertation committee at the proposal
review, and the committee approved the research pro-
posal including the research instrument.

Findings

Was organizational analysis conducted in each case?
(Research Question (RQ) 1)

According to the model developers, organizational analysis is
the very first step in the model and involves an examination of
the heart of an organization (Van Tiem et al. 2004, p. 26). In
organizational analysis, HPT consultants analyze vision, mis-
sion, value, goals and strategies of the organization.

In the cases, 12 cases (40.0 %) performed an organizational
analysis, and 18 cases (60.0 %) did not report carrying out an
organizational analysis. Further investigation was conducted
in order to identify what kinds of organizational analysis ele-
ments were carried out in the 12 cases reporting an organiza-
tional analysis. In the cases which identified an organizational
analysis, seven cases included analysis on business goals or
strategies only while only two cases analyzed vision, mission,
and values without analyzing goals and strategies. Three cases
analyzed both super-ordinate (vision, mission, and values) and
the subordinate concepts (goals and strategies).

Was environmental analysis conducted in each case?
(RQ 2)

Environmental analysis in the ISPI HPT model has four ele-
ments: analyses of (1) world (2) work place, (3) work, and (4)
workers. All 30 cases contained analysis of at least one ele-
ment. The HPTconsultants analyzed the world components in
12 cases, the workplace in 24 cases, work in 23 cases, and
workers in 18 cases. According to the data, workplace were
analyzed the most (80.0 %), while analysis on world was
reported less (40.0 %) (see Fig. 3).

In terms of the number of environmental analyses de-
scribed in each case, among the four elements, five cases
described using all four environmental analyses. Twelve cases
conducted three of the four environmental analyses. Eight
cases used two approaches, and five cases only one approach
(see Fig. 4). For example, in Case #6 all four environmental
analyses elements were used.

World: Providing high-quality water supplies in remote
and rural areas is still a big challenge in Brazil as well as
in other countries the world over.
Workplace: The company employs 10,008 workers, of
whom 3593 are located in the metropolitan area….
Work: Serving the needs of rural areas has always been a
problem…. The device for testing water is easily
managed…
Worker: The local contact for the company in this rural
area is a man with perhaps a fourth or fifth-grade educa-
tion. (Case #6, pp. 108–110)
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Was desired performance identified (RQ 3),
and was the desired performance derived
from an organizational analysis? (RQ 4)

According to the model, desired performance should be de-
rived from organizational analysis. In the research, all 30 cases
identified their desired performance either manifestly or la-
tently. For example, Case #18 identified desired performance
outcomes and displayed them.

Desired Performance Outcomes;
Achieving Cost-Effectiveness

& Establish business acumen in managing projects
& Provide alternatives to achieve cost-effectiveness
& Monitor budget and analyze cost components. (Case #18,

p. 102)

However in only six cases was desired performance de-
rived from organizational analysis. In the other 24 cases al-
though the desired performance was defined, the desired per-
formance did not follow from an organizational analysis but
from other sources. The researchers investigated these sources
of desired performance.

Source of Desired Performance

If desired performance was not from an organizational analy-
sis, what was the source? The researcher noted the sources of

desired performance in the 24 cases. The sources of desired
performance state and frequency are displayed in Fig. 5.

Among the 24 cases, 15 cases reported desired performance
as a performance status without current problems. For instance,
in case #9, a nationwide real estate company was suffering
from a high dropout rate and low productivity of new sales
associates. Their goals for the HPT process were to resolve
performance problems the company had, reducing dropout
rates and increasing the productivity of new sale associates.

Another source of desired performance was the ideal future
performance. Among the 24 cases, three cases described the ideal
future state as a desired performance state. Some cases did not
have performance problems identified. Rather the purpose of
HPT in those cases was to bring about change in their organiza-
tions for proactive reasons. In those cases, the desired outcome
was the future state a company expected. Case #20 is an example.

Although the company’s voluntary turnover rate of less
than six percent was well below the industry average,
HRmanagement still believed that in order tomaintain a
talented workforce and remain competitive in the indus-
try it was important to research and address potential
retention problems. (Case #20, p. 18)

The third source of desired performance was performers’
possible best performance (three cases). The best possible
performances in the cases were decided based on interviews
with workers or reasonable suppositions. Here is an example.
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Furniture Management Coalition (FMC) leaders identi-
fied exemplary field operation managers (FOMs) ….
The consultant and analysts interviewed FMC leader-
ship and all FOMs paying particular attention to given
areas in which each FOM was regarded as exemplary.
(Case #8, pp. 140–141).

The next sources of desired performance were top manage-
ment expectations and industry standards. In two cases, ex-
pectations and goals set by the CEOs or executive directors
were deemed as the desired performance for the HPT consul-
tation. In one case, ISO-9000 standards became their desired
performance.

Was actual performance identified (RQ5),
and was the actual performance derived
from an environmental analysis? (RQ6)

Within the model actual performance should be derived
from environmental analysis. In the research it was ex-
amined as to whether the desired performance was from
the environmental analysis. In the research, all 30 cases
defined their actual performance either manifestly or la-
tently. In 23 cases (76.7 %) actual performance was
defined based on the results of an environmental analy-
sis, as the ISPI HPT model suggests.

Actual performance in seven cases (23.3 %) was not de-
rived from an environmental analysis. In those seven cases
performance problemswere identified by the client companies
and given to HPT consultants when the HPT process started.
For instance, in Case #5, one section in the case was dedicated
to describe Bperceived need for intervention.^ In the section,
B… software development managers became aware of unusu-
ally high turnover. In the first 3 months of 1996 turnover of
software developers increased from 20 to 31%^ (Case #5, pp.
128–129). In the case, the actual performance, unusual high
turnover rate, was identified by software managers neither by
HPT practitioners nor through an HPT process.

Was the gap identified by differences between desired
performance and actual performance? (RQ7)

All of the cases presented a performance gap. A criterion for
case selection was that a performance gap be described in each
case. In all 30 cases performance gaps were identified by
comparing desired and actual workforce performance.

The ISPI HPT model does not specify categories for per-
formance gaps noting that performance gaps should address
performance issues. In explaining types of gaps, the discus-
sions in the model commentary book by Van Tiem et al.
(2000) are esoteric, and the book has no classification or spec-
ification about performance gaps in their examples. The re-
searcher clustered and labeled gaps found in the cases. For the
gap clustering, the second coder also categorized the perfor-
mance gaps. The second coder was the same individual who
coded previously to assist in establishing reliability for overall
case coding. The inter-coder reliability was measured using
Krippendorff alpha. The Krippendorff alpha for inter-coder
reliability of the performance gap categorization was .83.

Performance gaps can address more than one issue; how-
ever, for this research the primary performance gap in each
case was analyzed and coded. The gaps clustered into five
groups: cost effectiveness, inappropriate systems or processes,
lack of skills and knowledge, poor products and services, and
turnover (see Table 1).

As noted in Table 1, categories of performance gaps that
emerged in this research were disparate. Some performance
gaps were more like the symptoms that the organizations were
facing, while other performance gaps were more closely asso-
ciated to the cause of the performance problem. For example,
skills and knowledge issues are typically considered as per-
formance causes. Many HPT models identify skills and
knowledge as causes for HPT deficiencies (e.g., Gilbert
model, 1978; Wile model, 1996; Marker model, 2007). The
ISPI HPT model describes skills and knowledge as one of the
potential causes for performance gaps as well; however, some
business case authors in this study wrote that skills and knowl-
edge were the performance gap which should be taken care of.
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On the other hand, five cases described high turnover rate
as the performance gap. Is turnover itself a cause of perfor-
mance gaps? Probably not. Among numerous HPT models,
the researcher could not find any model that turnover was
considered as a cause of performance, which means that the
academic research and actual practice in the HPT may not
regard turnover as a cause of performance gap. Turnover
was not a rare issue in the HPT field, and in most situations
it was considered as either performance problem or symptom.

Three other categories were similar to either skills and
knowledge or turnover. Inappropriate systems and processes
were sometimes considered as a cause of HPT issues. In

Wile’s model (1996) or the Strategic impact model (Molenda
and Pershing 2004), it was categorized as a cause. In contrast,
cost effectiveness and poor services and products were used
more likely as symptom or problem of performance.

Summarily, based on the cases and its analysis regard-
ing performance gaps, in actual HPT business cases, per-
formance gaps may not be clearly described in distin-
guishable manners. In the 30 cases, descriptions of per-
formance gaps were confused with notions and terms of
cause analysis (e.g., skills and knowledge) or performance
symptoms (e.g., turnover rate).

Was cause analysis reported? (RQ8)

Adopting Gilbert’s framework, the ISPI HPTmodel consists of
six elements in the cause analysis: (1) data, information, and
feedback, (2) environment support, resources, and tools, (3)
consequences, incentives, or rewards, (4) skills and knowledge,
(5) individual capacity, and (6) motivation and expectations. In
29 cases (96.7 %), cause analysis was found while only in one
case (3.3 %) cause analysis was not identified. In detail, 15
cases (50.0 %) reported one cause analysis element from
among the six cause analysis elements. In nine cases (30.0 %)
two cause elements were found, and in five cases (16.7 %)
described three cause analysis elements. No cases reported
four, five, and six elements of cause analysis (see Fig. 6).

For example, in Case #16, the performance gap of the case
was Bengineering teams did not achieve lasting solutions to
issues identified by customer returns resulting in higher costs
and increased customer returns^ (p. 194), and two causes were
identified by the author. The causes of the performance gap
were heavy Bvolume of work^ and Bno incentive^ or
Bconsequences^ for their work (Case #16, pp. 196, 197).

Another consideration regarding cause analysis in this re-
search was frequency of each cause element reported. As seen
Fig. 7 data information and feedback reported most often (20
cases). Skills and knowledge were reported in 13 cases, and
consequences, incentives, or rewards reported in eight cases.
Environment support, resources, and tools, were found in five
cases, motivation and expectations were in two cases.
Individual capacity was not commented on in any of the cases.

The top three cause analysis elements identified in this
research were (1) data, information, and feedback (20 cases),
(2) skills and knowledge (13 cases), and (3) consequences,
incentives, and rewards (8 cases). All 29 cases which
contained a cause analysis had at least one of the top three
causes identified in this research. Environment support, re-
sources, and tools, motivation and expectations, and individ-
ual capacity were not presented in any of the cases. Those
causes were always presented in conjunction with one or more
of the top three causes. Based on these results, it can be in-
ferred that these top three were dominant causes HPT practi-
tioners detected and drew the most attention.

Table 1 Categorization of performance gaps

Categories of gaps Gaps

Low cost
effectiveness (5)

#12: Lack of effectiveness and efficiency
#17: Cost of the project is too high
#18: Need to maximize business results with

fewer resources
#23: Lowering cost and increasing quality

and service
#28: Need to increase market share and

reduce cost

Inappropriate systems
or processes (10)

# 2: Inappropriate performance appraisal
system

# 3: Work process bottleneck
# 7: Poor coordination between hospital

and insurance staff
# 8: Unclear job descriptions for managers
#11: Need to redefine basic assumptions

in delivering professional business
services

#14: Long work process time
#15: Inappropriate bonus system
#19: Need to initiate corporate culture

change
#26: Need to transform corporate culture
#29: Old performance management

system is not functioning well

Lack of skills and
knowledge (5)

# 6: Poor performance of local employees
#10: Lack of operator’s capabilities
#22: Low math skills of employees
#24: Needs of skills and knowledge

for newly redesigned roles
#30: Lack of knowledge and skills for new

system

Poor products or
services (5)

# 1: Dispatchers’ poor services
# 4: High customer complaints and low

response time
#13: Refineries were not achieving the first

quartile of Solomon measure
#16: High number of customer returns
#25: Ineffective classes for customers

Turnover (5) # 5: High turnover rate
# 9: High turnover rate
#20: Potential retention challenge
#21: High turnover rate
#27: High turnover rate
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In summary, cause analysis was found in 96.7 % of all
cases (29 cases), and based on the findings, it is a reasonable
inference that cause analysis is widely adopted and applied in
HPT consultation. In addition, regarding cause analysis ele-
ments that are reported the element of data, information and
feedback and the element of skills and knowledge seem to be
dominant causes of performance gaps.

Were the identified causes prioritized? (RQ9)

Van Tiem, Moseley, and Dessinger claimed that HPT consul-
tants should Bprioritize the causes according to high or low
impact on the performance environment^ (p. 49) after identi-
fying them. In this research, the researcher examined whether
causes were prioritized. Causes were coded as primary and
secondary causes. The researcher adapted definitions of pri-
mary and secondary causes from Van Tiem, Moseley, and
Dessinger and operationalized them. The primary causes in
this research are the causes which were (1) treated with inter-
ventions directly or (2) identified by authors as ones having
high impact on the performance environment. In contrast, the
secondary causes in the research are operationally defined as
the causes which were (1) not treated with interventions di-
rectly or (2) identified by authors as ones having low impact
on the performance environment.

As reported earlier, 29 cases identified cause analysis.
Among the 29 cases, in all 29 cases there was no prioritization.

All causes were treated equally as primary causes in all 29
cases. In addition, there were no cases identifying high or
low impacts of causes in the cases. For instance, in Case #5,
the performance gap was Bunusually high turnover^ (p. 128),
and two causes were identified by the author. The causes of
the performance gap were Bjob descriptions with technical
requirements were far above the level actually needed to per-
form the task,^ and Bhigh-level software developers were
greatly disappointed in the type of work that they actually
ended up performing^ (pp. 131–132). In the case both causes
were treated by interventions. There were no indications of
prioritization of the causes.

Discussion

Model Epitomizing

As reported above, organizational analysis was conducted in
only 12 cases. Among those 12 cases, only in six cases were
desired outcomes derived from organizational analysis, al-
though in all 30 cases desired performance was reported.
Regarding environment analysis, in all 30 cases environmen-
tal analysis was reported. In 23 cases environmental analysis
results became sources for actual performances. Performance
gaps were identified by comparison to desired performance
and actual performance.
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Organizational analysis was not reported in many cases,
and furthermore desired performance was not based on an
organizational analysis. In the cases, organizational analysis
was entwined with environmental analysis. No evidence was
found for a differentiation between organizational analysis
and environmental analysis. The case authors may not have
perceived organizational analysis and environmental analysis
as two different analyses. The case authors as consultants may
have considered that they had to analyze all possible factors
which were related to performance issues. Because consul-
tants may not differentiate between organizational analysis
and environmental analysis, the desired and actual perfor-
mances were derived from both organizational and environ-
mental analysis. Based on the research findings, the notion
that organizational analysis and environmental analysis are
sources of desired performance and actual performance sepa-
rately and respective is a misleading dichotomy.

If the ISPI HPT model needs to be refined based on these
findings, organizational analysis and environmental analysis
may be combined. The combination of environmental analy-
sis and organizational analysis is quite common in other HPT
models. In short, other major HPT models and processes do
not differentiate between organizational analysis and environ-
mental analysis. In addition, they do not specify a connection
between organizational analysis and desired performance and
between environmental analysis and actual performance (e.g.
Swanson (2007)’s process of diagnosing performance).

Need for a Framework for Performance Gaps

Many researchers and models, including the ISPI HPT model,
indicate that defining a gap is the goal of performance analy-
sis. Despite emphasis on the importance of gap analysis,
frameworks for performance gaps in the HPT field were not
found. There is a common consensus that performance gaps
are derived from a comparison of desired performances and
actual performances (e.g., Stolovitch and Keeps 1999;
Chevalier 2008; Nickols 2011). Except for this consensus, it
is difficult to find theoretical or practical research on perfor-
mance gaps such as classifications, characteristics, or guide-
lines for ascertaining performance gaps.

In the current research, clustered performance gaps in the
cases were quite different and inconsistent. Some performance
gaps defined were more like performance symptoms such as
high turnover rates, whereas other performance gaps were
close to causes of performance problems such as skills and
knowledge deficits. Due to the absence of a framework for
performance gaps, the identification of performance gaps
were diverged and erratic. Currently identifying performance
gaps is based on an HPT consultant’s personal education and
experiences rather than based on validated frameworks. This
may prevent HPT consultants from seeing appropriate inter-
vent ions (Wit tkuhn 2004) . Therefore , d i f fe ren t

understandings of performance gaps due to the absence of a
performance gap framework may hinder success of HPT pro-
cesses and development of the HPT field. The research results
regarding diverged performance gaps indicate the need for
academic and practical efforts to identify performance gap
guidelines and a framework.

Cause Analysis

Some form of cause analysis was found in all 30 cases. The
research findings support the notion that cause analysis as
presented in the ISPI HPT model is epitomized in the HPT
business cases. However, regarding the systematic relation-
ship between performance analysis and cause analysis an im-
portant point has to be noted. The point is the systematic
relationship between the two analyses is a logical sequence
rather than a practical procedure.

Performance Analysis and Cause Analysis: Mental
Sequence Rather Than Practical Procedure

The ISPI HPT model implies a systematic relationship among
its stages, which means that output from a previous stage
becomes input for the next stage. The output of performance
analysis, a performance gap, should be an input for the next
stage, cause analysis. The research findings support a system-
atic relationship between the stage of performance analysis
and the stage of cause analysis. Logically, consultants exam-
ined causes of performance gaps in the stage of cause analysis.

Definitely, this is a logical procedure. However, is it a prac-
tical procedure as well? In other words, when consultants carry
out the HPT process, do they interview top management, man-
agers and employees, review documents, and observe people’s
work in order to identify only performance gaps? After finding
a performance gap do they conduct interviews, document re-
views, and observation again for cause analysis? It seems not.
When experienced HPT consultants conduct analysis, they
search for performance gaps and their causes simultaneously.

The sequence of performance analysis and cause analysis
as presented in the ISPI HPT model is not a practical and
linear procedure but a rather a logical and mental iterative
process. Throughout all of the cases this idea is supported.
In the cases, cause analysis was often blended with perfor-
mance analysis, and descriptions of performance gaps and
causes were not always presented or identified sequentially.
This supports Hoard and Stefaniak’s argument (2016) that
performance and cause analyses should be merged because
of their simultaneous occurrence.

When the model developers generated the model, they
intended that the model was able to serve as a job aid for actual
HPT processes (D. Van Tiem, Personal Communication, April
10, 2010). If the ISPI HPT model is accepted as a job aid, this
causes huge confusion in what is depicted as the beginning of
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the HPT process. This is not only an issue of the ISPI HPT
model; other process models and analysis framework do not
clearly articulate possible differentiation between actual pro-
cesses versus mental processes.

Delimitation and Limitation of the Study

This research does not aim to examine the effectiveness of the
performance analysis process in the ISPI HPT model directly.
For direct scrutiny of effectiveness of performance analysis, it
would be assumed that HPT consultations in the sample cases
were conducted using only the ISPI HPT model. It is not,
however, assured that the cases in the research sample were
carried out using the ISPI HPT model. Consequently, the pri-
mary purpose of the research could not be a direct examina-
tion of the model’s effectiveness. Rather, the purpose of this
research was to examine what the consultants have done and
to ascertain if this is epitomized by the ISPI HPT model re-
gardless of model or framework they used.

A major limitation is that the results from the analysis are
from self-reported cases. The researcher analyzed self-
reported cases written by HPT consultants and published in
books, journals, or monographs. Case authors, intentionally or
not, may have exaggerated or omitted HPT processes in order
to highlight what was done well or to conceal shortcomings in
their cases. This may produce biases, and the biases may be
reflected in the written cases. There is the possibility that as
editors reviewed case content including HPT processes, for
editorial reasons, edits were made that resulted in adaptations
to the cases as well.

In the research, it was difficult to triangulate findings. The
research reports findings only from the content analysis. The

researcher made efforts to select 30 diverse cases from different
sources; however, by reporting results only through content
analysis excluding other methods such as interviews or direct
observation, methodological triangulation was unattainable.

Conclusion: Refined Performance Analysis Process

The research findings suggest that the performance analysis
process in the ISPI HPT model be revised in order to
explain the actual HPT process better. As discussed above,
the performance analysis process as presented in the ISPI
HPT model is not epitomized well in the HPT business
cases. In detail, organizational analysis is not reported in
all the cases. Connections between organizational analysis
and desired performance and between environmental anal-
ysis and actual performance are not specified. As the orig-
inal model states, performance gaps are identified by com-
parison of actual and desired performances. In addition, the
performance analysis and cause analysis are not an actual
sequence of work but a mental and logical sequence.

The researcher refines the performance analysis process
based on findings and discussions (See Fig. 8). In order to
distinguish the actual and logical processes, the researcher
uses the solid line to indicate the actual process, and the dotted
line is used in order to show a logical flow. Therefore, HPT
professionals can see both actual and mental flows through the
refined performance analysis process.

In this research, a need for further research was identi-
fied. First, as mentioned above, in the HPT field, frame-
works and guidelines for performance gaps are not well
developed. In light of the importance of a performance
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gap, developing a framework would be a valuable research
topic. In addition, the framework for performance gap anal-
ysis would clarify the distinctions between performance
gaps and causes, and it would elaborate on the analysis
processes. Another interesting future research topic would

be to examine how HPT experts and novices conduct the
performance analysis process, and who the model would
serve more as a job aid to. This research will help model
elaboration and provide better guides for HPT professionals
at various levels in their work.

Appendix

Case list

Case # Organization Citation
(Author, Date, Case Name, & Publication)

1 International Oil Company Payne, R. (1994). Improving customer service skills: International oil company. In J. J. Phillips (Ed.),
Measuring return on investment (Vol. 1, pp. 169–185). Alexandria, VA: American Society for Training
and Development.

2 Yellow Freight System Zigon, J. (1994). Performance management training: Yellow freight system. In J. J. Phillips (Ed.),
Measuring return on investment (Vol. 1, pp. 253–269). Alexandria, VA: American Society for Training
and Development.

3 Peabody Processing, Inc. King, S. B. (1998). Improving roll changeover performance in a manufacturing organization. In W. J.
Rothwell & D. D. Dubois (Eds.), Improving performance in organizations (pp. 111–126). Alexandria,
VA: American Society for Training & Development.

4 Electric Service Company Whalen, J. P. (2000). Enhancing job performance through performance analysis and consulting. In J. J.
Phillips (Ed.), Performance analysis and consulting (pp. 93–107). Alexandria, VA: American Society
for Training & Development.

5 ABC Corporation Conture, J. (1999). Turnover turnaround: Recruiting and retaining senior software programmers: ABC
Corporation. In B. M. Sugrue, & J. Fuller (Eds.). Performance interventions: Selecting, implementing,
and evaluating the results (pp.127–140). Alexandria, VA: American Society for Training &
Development.

6 COPASA MG Davis, J. R., & Cerqueira, D. A. (1999). Assessing the results of training: The case of water sanitation in
Brazil. In T. K. Hodges (Ed.), Measuring learning and performance (pp. 107–114). Alexandria, VA:
American Society for Training & Development.

7 General Hospital of Chicago Yaney, J. P. (1998). Solving health-care performance problems in a turbulent environment. In W. J.
Rothwell & D. D. Dubois (Eds.), Improving performance in organizations (pp. 145–157). Alexandria,
VA: American Society for Training & Development.

8 Steelcase, Inc. Wykes, M., March/Swets, J., & Rynbrandt, L. (2000). Performance analysis: Field operations
management: Steelcase, Inc. In J. J. Phillips (Ed.), Performance analysis and consulting (pp. 135–153).
Alexandria, VA: American Society for Training & Development.

9 Century 21 Strayer, J., & Rossett, A. (1994). Coaching sales performance: A case study. Performance Improvement
Quarterly, 7(4), 39–53.

10 PAT Model Kunneman, D. E., & Sleezer, C. M. (2000). Using performance analysis for training in an organization
implementing IS0-9000 manufacturing practices: A case study. Performance Improvement Quarterly,
13(4), 47–55.

11 Arthur Andersen Luebke, J. F., & Bumpass, S. E. (2000). Managing the information of an executive development
program. In J. J. Phillips (Ed.). Performance analysis and consulting (pp.167–179). Alexandria,
VA: American Society for Training & Development.

12 Mississauga Transit Plant, T. E., & Douglas, J. S. (2003). Strategic performance measurement: The case of Mississauga
Transit. Performance Improvement, 42(5), 20–27.

13 Texaco St. Clair, S., & Sharp, J. (1998). Taking measures beyond monitoring to driving performance. In T. J. Esque
& P. A. Patterson (Eds.), Getting results: Case studies in performance improvement (Vol. 1, pp. 119–128).
Amherst, MA: HRD Press.

14 Fortune 100 Company Johann, B., & Patterson, P. A. (1998). Organization effectiveness and training partnering to improve
business results. In T. J. Esque & P. A. Patterson (Eds.), Getting results: Case studies in performance
improvement (Vol. 1, pp. 129–137). Amherst, MA: HRD Press.
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(continued)

Case # Organization Citation
(Author, Date, Case Name, & Publication)

15 EMPACT-SPC Ceperich, C. (1998). Incentive pay replaces wage increase: A case study of the EMPACT-SPC incentive
plan. In T. J. Esque & P. A. Patterson (Eds.), Getting results: Case studies in performance improvement
(Vol. 1, pp. 163–172). Amherst, MA: HRD Press.

16 Semiconductor Manufacturer Patterson, P. A., & Horowitz, D. (1998). When western performance improvement looks east. In T. J. Esque
& P. A. Patterson (Eds.), Getting results: Case studies in performance improvement (Vol. 1, pp. 193–200).
Amherst, MA: HRD Press.

17 Boeing Jobes, B. K. (1998). Turning the organization sideways for improved results. In T. J. Esque & P. A. Patterson
(Eds.), Getting results: Case studies in performance improvement (Vol. 1, pp. 201–214). Amherst, MA:
HRD Press.

18 MTR Corp. ASTD. (1998b). MTR corporation: Performance consulting for better supplier management. In S. Cheney
(Ed.), Excellence in practice (Vol. 2, pp. 99–106). Alexandria, VA: American Society for Training &
Development.

19 MARKEM Corp. ASTD. (1998a). Markem corporation: High performance teamwork. In S. Cheney (Ed.), Excellence in
practice (Vol. 2, pp. 83–92). Alexandria, VA: American Society for Training & Development.

20 Wireless, Inc. Jimenez, R. (2002). Managing employee retention through recognition. In J. J. Phillips & P. P. Phillips
(Eds.), Retaining your best employees (pp. 17–28). Alexandria, VA: American Society for Training &
Development.

21 Jeans, Inc. Hatcher, T., & Brooks, K. (2000). Using a performance analysis to influence employee turnover: Jeans, Inc.,
In J. J. Phillips (Ed.), Performance analysis and consulting (pp. 109–134). Alexandria, VA: American
Society for Training & Development.

22 Danby Tool Brandenburg, D. C. (1998). Implementation of workplace education in a small manufacturing company. In
W. J. Rothwell & D. D. Dubois (Eds.), Improving performance in organizations (pp. 15–30). Alexandria,
VA: American Society for Training & Development.

23 National Paper Albert, M. (1994). Evaluating an organization development program. In J. J. Phillips (Ed.), Measuring
return on investment (Vol. 1), (pp. 33–42). Alexandria, VA: American Society for Training and
Development.

24 AmeriGas Partners Rosania, R. (1998). Linking performance improvement to cultural change: One organization’s story. In W. J.
Rothwell & D. D. Dubois (Eds.), Improving performance in organizations (pp. 159–170). Alexandria,
VA: American Society for Training & Development.

25 Astron Corporation Kirby, J. (1999). Standardizing course design and development to improve training quality. In B. M. Sugrue,
& J. Fuller (Eds.). Performance interventions: Selecting, implementing, and evaluating the results
(pp.187–206). Alexandria, VA: American Society for Training & Development.

26 Service MASTER Wells, S. (2001). ServiceMASTER. In L. Carter, D. Giber, & M. Goldsmith, (Eds). Best practices in
organizational development and change (pp. 64–89). San Francisco, CA: Jossey-Bass/Pfeiffer.

27 Alston Tanks King, M. (1998). Improving performance through competency-based performance techniques. In
W. J. Rothwell & D. D. Dubois (Eds.), Improving performance in organizations (pp. 51–61).
Alexandria, VA: American Society for Training & Development.

28 The LIFE Company Langdon, D., & Whiteside, K. (1998). LIFE restructuring. In W. J. Rothwell & D. D. Dubois (Eds.),
Improving performance in organizations (pp. 63–77). Alexandria, VA: American Society for
Training & Development.

29 Sonoco Maloney, R. & Smith, D.A. (2001). Sonoco. In L. Carter, D. Giber, & M. Goldsmith, (Eds). Best
practices in organizational development and change (pp. 419–437). San Francisco, CA:
Jossey-Bass/Pfeiffer.

30 Budget Parkman, A., Haines, N., & Gemazian, V. (1998). A Successful conversion to a new computerized
reservation system. In Esque, T. J., & Patterson, P. A. (1998). Getting results: Case studies in
performance improvement (pp.153–161). Amherst, MA: HRD Press.
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