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Executive Summary

Managers at X, Y, Z University are expected to be effective performance managers by providing the appropriate coaching, feedback, and opportunities for performance improvement to their direct reports.   Employees have consistently reported vis a vis a multi-rater 360 assessment that managers fail to provide them with coaching, feedback or improvement opportunities and have expressed high levels of job dissatisfaction as a result.  Additionally, managers are expected to submit correct Performance Improvement Plans (PIPs), Corrective Action Forms (CAFs), and Annual Review Forms (ARFs).  Employee Relations Specialists and the Compensation Manager consistently report high levels of incorrectly submitted documents, which results in increased amounts of time spent coaching managers.  Additionally, the results of a multi-rater 360 degree survey reports that managers’ biggest area of opportunity is in performance management competencies.  As a result of these performance challenges, employee morale, dissatisfaction, and achievement of additional performance metrics, such as enrollments are below the desired levels.  

Furthermore, according to a recent audience analysis approximately 93% of managers have less than one year of management experience.   With a lack of management experience, managers lack performance management capabilities.  Additionally, there is minimal training currently provided and no performance support aids to assist them in developing performance management capabilities.  Therefore, it’s recommended that a manager toolkit be developed that includes a series of three training solutions (TS) and three non-training solutions (NTS).  These solutions include the following: (1) FAQs of Performance Management (NTS), (2) A Performance Management Approach Guide (NTS), (3) Webinars (TS/NTS), (4) Coach to the Approach Guide (TS), (5) Providing Feedback Guide (TS), and (6) a Pip/CAF Performance Support Aid (TS).  The next steps should include: (1) establishing the project team, (2) determining the project scope, stakeholders, and success plan, and (3) developing the project plan and timeline.

Statement of the Problem
Introduction
XYZ University is a for-profit university focusing on the working adult population.  It provides both, online and on-campus evening courses to cater to the stated audience.  The university has experienced massive growth over the past few years.  This has resulted in continuous need for campus-based managers (will be referred to as managers throughout the paper).  As managers get selected and start in-role, they are immediately inundated with major campus related tasks.  These tasks provide little down time for managers.  However, historically speaking, there has been very little to no training for managers to help them achieve desired performance expectations regarding performance management.  These desired expectations include the responsibility of coaching, providing feedback, and disciplinary action when employees do not meet desired performance expectations.  
As a result of the lack of training, setting of performance expectations, and coaching there are deficiencies in manager performance.  These skill and knowledge gaps include not accurately and correctly completing personal improvement plans (PIPs), conducting crucial conversations, and not documenting feedback meetings for employees who do not meet desired performance expectations.  Guffey and Helms (2001) argue that “managers must provide fair, factual, and timely disciplinary feedback” and to be defensible, they must document such feedback (p. 111). The gap(s) at hand not only impact employee productivity to achieve organizational goals, but also hinders the legal team’s capabilities if there are employee lawsuits.  Thus, it become even more critical for managers to focus more attention on becoming proficient in performance management because as their own proficiency level increases, their employees’ will become more productive as well.  Thus, collectively, as teams, they will become more capable of achieving desired business goals.
At the time of this project, employee relations (ER) team members did not have a method to track how much or how many managers were coached during a given week among the five-team members.  However, a few approximated the team may coach near 20 managers each ranging approximately 1 hour per session. Then, managers may take up to 1-2 hours to correct their PIPs completely.  ER team members initiate managerial coaching when managers submit a PIP that is incorrectly completed by not including appropriate documentation of performance feedback conversations or detailed examples.  This amount of 1:1 coaching directly impacts the work and performance of the ER team in that they either work longer hours or fail to achieve desired performance themselves.

Organizational Context
The ER team is part of the Human Capital Management (HCM) department for the university.  They are centrally located within the corporate headquarters in the DC Metro Area.  The team is comprised of five full-time members and two part-time members (these two are full-time to the HCM department, but spend 50% or more of their time in other functions).  The team is solely responsible to ensure that the university’s performance management system functions to provide the legal department with defensible documentation in case of an employee related law-suite.  As a result of the ER team’s responsibility, it’s critical for all managers to become proficient at performance management.  Managers should be proficient in performance management skills such as:
· Hiring and selection

· Coaching and feedback

· Developing employees
· Writing defensible personal improvement plans and corrective action forms

· Completing performance reviews correctly
· Having crucial conversations with employees
Although the ER team has ownership, managers should take responsibility to be proficient so that they can function as performance management partners with the ER team to achieve organizational goals.  While this is the desired state, the ER team has repeatedly reported an increase in incomplete PIPs and management one-on-one coaching of basic management behaviors and skills such as those described in the above section.  They further report the time spent in coaching sessions is teaching managers how to provide feedback and what types of words to use and say.  Hence, the situation becomes more problematic as managers lack basic communication skills to provide the necessary feedback to not only improve employee performance, but also to provide required documentation for performance issues.  The learning and development team is now investigating the potential to improve performance as defined by Gilbert (2007) in order to identify the root cause and appropriate interventions to close the gap.
Performance Gap Background


While coaching managers to become proficient in the performance management approach is a key function of the ER team, it should not consist of 75% of their weekly function.  The ER team has responsibility in other key areas such as legal investigations regarding employee performance issues, representing the company in legal hearings such as unemployment and worker’s compensation, and partnering with other departments to drive organization change and performance improvement initiatives.  
Thus, it’s important that the ER team identifies a solution to get managers up to desired performance of accurately completing PIPs, CAFs and Performance Reviews so that they can reduce the amount of time they spend in 1:1 coaching.  


In order to help close this gap, the ER team has reached out to the L&D team. Although this training currently does exist, it is not coherently aligned to appropriate performance expectations or goals.  The curriculum lacks learning activities that focus on improving the skills managers need in order to meet the ER team’s needs.  There are no additional performance support tools or resources in place for managers at the present time.  Additionally, managers are not held accountable to completing the training, which lends to the undesired performance challenges and performance gap.
Performance Gap Summary  

         The Manager Performance Gap Summary provided in Table 1 describes the desired and present level of performance.  The table includes a speculative summary based upon existing and approximated anecdotal information.  This lack of existing information is partly due to lack of time to track vital information and insufficient systems and resources to track and/or capture vital information.  The desired level data depicts a wish list within an ideal environment.  The present level depicts approximated anecdotal information.  The dollar amounts depicted in all cells are general approximations and do not reflect actual employee compensation.  The goal of this is to show an example of what the ER teams current and desired states might look like if information was captured.
Table 1

Manager Performance Gap Summary

	Desired Level of Performance
	Present Level of Performance
	Gap

	1. ER specialists spend .5 hours per week per individual manager coaching session.  This equates to a total amount of $1,712 per week for ER specialists to coach managers.
2. Managers submit 100% of their PIPs accurate and complete.
3. Managers provide and document necessary feedback to direct reports 100% of the time.
	1. The ER time currently spends approximately 2-3 hours per individual coaching session.  This equates to a total amount of $13,750 per week for ER specialists to coach managers.
2. Managers submit 15% of their PIPs accurate and complete.
3. Managers whom ER specialists coach do not provide and document feedback to direct reports.
	1. $12, 038 total amount per week for ER specialists to coach managers.
2. 85% PIPs submitted accurate and complete.
3. 100%


Significance of the Problem
The main impact of this problem results from employees who do not receive the appropriate coaching and development to help them achieve desired performance.  Dearstyne (2010) argues that when employees receive appropriate coaching and development, “it increases morale and self-esteem when the manager shows real interest in employees, is there for them, and really wants to help them improve” (p. 39).   Employees will receive the necessary coaching and development as the desired states are achieved.  This accomplishment will facilitate an increase in morale and satisfaction, which only leads to increased productivity.  When productivity increases, business goals and organizational health are achieved.  As any organization achieves the desired state as stated above, according to Gilbert (2007) the worth of the accomplishments become greater (p. 17).  

The accomplishments of the ER team are decreasing in worthiness because they are spending their time in 1:1 coaching efforts that are perceived as fruitless in improving manager proficiency in performance management.  Each of the ER specialists have reported no real change in behavior as a result of their coaching as they get repeat coachee’s for the same problem, different employee; they also spend a lot of their time coaching new managers (this should be a part of on-the-job training with supervisors, not ER specialists).
Root Causes
        The application of Gilbert's (2007) Behavioral Engineering Model (BEM) to the performance deficiency indicates that the root cause of the gap is data and tools.  Gilbert’s BEM for Manager Performance Gap summary of the results are shown in Table 2 with more detailed information following.

Table 2

Gilbert's BEM for Manager Performance Gap
	Environment
	Data/Information
	Tools
	Incentives

	
	Do managers clearly understand the business expectation that they must document all feedback conversations? No.  
Do managers receive consistent feedback?  No, they receive feedback only when they submit PIPs.

Do managers have role-based performance guides to achieve performance expectations? No.
 
	Do managers have the tools necessary to help them perform their jobs well?  Yes, however most managers are not aware of it.
Do managers have resources available to help them know how to do their jobs or know of the expectations. Yes, however most managers are not aware of it.

	Does upper management have the motivation/incentives to help managers know of and meet performance expectations?  Yes.



	Behavior
	Knowledge
	Capacity
	Motives

	
	Is there a sound instructionally designed training program to help managers know of these expectations?  No.  There is a management foundations course, but it needs revised to align with performance expectations.   The course is not required and most managers do not know about it.

	Do managers have the skillset to meet these performance expectations?  Not currently, there are resources available to help them, but the audience is to far and broad for a team of five to manage this coaching effort.

Does the L&D team have the authority to provide tools to help managers achieve desired performance?  Yes.


	Are managers willing to invest the time to take charge of their own performance development?  It’s unknown, we need to research this.

Is management willing to support the implementation of tools and resources to help manager meet desired performance expectations?  Yes, but only if it does not require much time commitment from them or managers.

Is management willing to invest time in supporting and communicating the launch and implementation of tools and resources that will help managers meet desired performance expectations?  Yes, if it demonstrates to add value.





(Gilbert, 2007)

Environmental (Information and Tools). Managers need to receive information on the expected performance.  This information can come from upper management coaching, job aids, training, or ER could continue handling it daily.  Managers of managers need to set clear guidance and expectations once a manager begins his or her new role.  Also, managers need a manager playbook that provides them will all the points of access, expectations, and best practices to help them locate and navigate various tools and resources once available.  The selected intervention needs to have a dual purpose; it needs to help:

1. Reduce the time ER specialists spend per week per manager in coaching basic manager skills to reduce time and cost. 

2. Ensure that managers will submit 100% of their PIPs accurate and complete.

3. Ensure that managers will provide and document necessary feedback to employees to ER with each PIP submission.

These tools need to be easily accessible, functional and relevant, and provide managers with an at-a-glance tool that facilitates the desired performance.
Behavioral (Knowledge and Skills). Managers need a comprehensive, yet concise, management-training program that teaches them the fundamentals of their jobs.  This training must include components such as, recruiting, performance management, and coaching.  In addition to training, a supportive manager toolkit must be provided for additional support and transfer of key concepts and expectations.  The current training program should be revised to address this specific root cause.
Key Stakeholders
The Manager Performance Gap – Key Stakeholders summary in Table 3 provides a detailed list of stakeholders.
Table 3

Manager Performance Gap – Key Stakeholders

	Stakeholders
	Impact

	ER
	If this gap is not closed, the ER team will continue to suffer pain symptoms from the performance problem.

	L&D
	L&D will need to collaborate with other stakeholders to develop and implement selected solution(s).  This type of collaboration will help establish and enhance relationships to foster more cross-functional work groups.  These cross-functional work groups are critical to help eliminate broad pain points and increase performance.

	Managers
	If managers do not utilize any available tools, resources, and training, then they will continue to not meet desired expectations.  

	Senior Leadership
	Senior leadership are the ones who can hold managers accountable to completing necessary training for their roles.  Once senior leaders buy-in to any selected solutions, the organization performance improvement initiatives will get better.

	Employees
	Employees who are not appropriately coached fail to achieve success to no fault of their own.  Managers owe it to employees to effectively coach and develop their team members to help them achieve success in their roles.

	Legal
	If the ER team fails to receive documented performance-based feedback when terminating and employee, the legal team lacks defensible material in case of a law suite.


Proposed Solution
When conducting gap analysis by using Thomas Gilbert’s BEM (2007) the analysis showed there were gaps in both, Information and Knowledge/Skill factors.  As a result, there will be a number of components to the intervention that need implemented to facilitate gap closure in order to provide managers with the appropriate tools and resources that focus on information, knowledge, and skills.   These interventions will not include training, although knowledge is one of the gaps.  In lieu of a training intervention, there will be a reference guide that provides critical information for managers to know their expectations regarding performance management and how they need to manage direct reports’ performance.  The end goal is for managers to be able to manage performance in such a way that they can successfully complete PIPs, CAFs, and Performance Reviews with the appropriate documentation with minimal coaching effort by the ER team.  The ultimate success of these interventions will result in reduced time that ER Specialists spend on the phone coaching managers and a reduction in incorrect PIPs, CAFs, and Performance Reviews submitted.
Proposed Intervention(s)
The solution components listed in Table 4 provide the name and type of the respective solutions that will be designed and developed to include into a managers toolkit for performance management.

Table 4

Managers Toolkit
	1. FAQs of Performance Management
	Information

	2. A Performance Management Approach Guide
	Information/Knowledge

	3. Webinars
	Information/Knowledge

	4. Coach to the Approach Guide
	Knowledge

	5. Providing Feedback Guide
	Knowledge

	6. PIP/CAF Performance Support Aid
	Knowledge/Skill


Rationale for Intervention Selection
The Rationale for Intervention Selection depicted in Table 5 provides critical data required to determine whether to support the implementation of the intervention or not.  The ledger below provides information to determine how to interpret Table 5.
Legend:
Time:
1 (long time to implement) to 5 (short time to implement)

Cost:
1 (high cost) to 5 (low cost)

Technology:
1 (not available) to 5 (readily available)

Management Support:  1 (weak support) to 5 (strong support)

Fit with Organizational Culture and People:  1 (not a good fit) to 5 (good fit)

Likelihood of Success:  1 (low likelihood) to 5 (high likelihood) 

Table 5

Rationale for Intervention Selection

	I

Intervention


	Time
	Cost
	Technology
	Management Support
	Organizational Fit
	Likely Success
	Total score

	1. FAQs of Performance Management
	4
	3
	5
	3
	4
	4
	23

	2. A Performance Management Approach Guide
	4
	3
	5
	3
	4
	3
	22

	3. Webinars
	3
	3
	5
	3
	4
	5
	23

	4. Coach to the Approach Guide
	3
	3
	5
	3
	4
	3
	21

	5. Providing Feedback Guide
	4
	3
	5
	3
	4
	3
	22

	6. PIP/CAF Performance Support Aid
	3
	3
	4
	4
	5
	4
	23


Analysis. The Rationale for Intervention Selection table has a maximum score of 25 possible for each intervention selected to implement.  These scores are based upon logistical, managerial, and cultural factors and considerations ranging from the time to implement to the cultural appetite for the type of intervention.  Each intervention can receive a maximum score of 5 for each of the six stated factors and considerations.  Where each intervention received above a score of 20, the likelihood that they will result in a positive experience for the organization is sufficient rationale to select these specifically listed solution components.

Solution Description

The Solution Description detailed in Table 6 provides an in depth review of the Manager Toolkit Intervention and its respective component parts.

Table 6

Solution Description 
	Intervention title.  Manager Toolkit.

	Purpose. To provide managers with a coaching framework that will help them to provide guidance to direct reports who demonstrate a given performance deficiency.  Also, to provide managers with a set of instructional tools and resources that will provide them with the required knowledge and information to know how to navigate the Performance Management Approach successfully.

	Target audience.  Front-line managers (corporate and field).

	Theory.  Thomas Gilberts theoretical framework for improving knowledge and skills by focusing interventions on improving performance rather than behavior helps us to understand why it’s critical to ensure performers know their performance expectations.  Additionally, they need to understand the positive and negative consequences of non-performance as well as the reasons for the desired performance (Gilbert, 2007, pp. 267-269).  

	Case Study. Van Tiem, Mosely, and Dessinger (2001) discuss an organizational case study wherein the business developed a Documentation and Standards information map.  It was discovered that because of the intuitive format it was a useful tool for employees at all levels of the organization.  It was such a well-designed and formatted tool that it could be used as an individual training tool supported by coaching (p. 77).

	Timing. This intervention should take approximately 1-2 weeks to implement once it is designed and developed.  Total design and development time is anticipated to take between 3-4 weeks.

	Requirements. This intervention requires input from the Employee Relations team, as well as the compensation manager.  It further requires a thematic analysis of a recent managerial 360-degree feedback survey to determine areas of opportunity.  This analysis will inform the types of management strategies managers need to be ‘taught’ (Gilbert, 2007, pp. 273-276).  Finally, it requires communication with the target audience and key stakeholders to help communicate and provide support for this intervention.  This type of support will be critical to its implementation success as viable tool and resource for managers.  Additionally, senior and regional managers will need to coach their direct reports who are managers with direct reports appropriately.  A final requirement will include a demonstration webinar so that stakeholders and audience members will be able to determine the plausibility of this intervention.

	Design description. Design elements:
· This tool needs to include the following components:

· An FAQ – the FAQ will provide key component questions relating to the following categories: Performance Management, Goals, Performance Review, Managing Performance, Help, Competencies, Reviewing Performance, and Training.  There will need to be hyperlinks that to critical resource documents and intranet sites.

· A Performance Management Approach Guide – this guide will need to include a graphical representation of the Performance Management Approach and cycle.  It will need to depict key dates within the cycle.  It will also need to include a Performance Review Checklist that managers can use to quickly determine how they should prepare, conduct and conclude a performance review.  Finally, there should be an appendix that provides brief instructional guidance to each component part of the checklist.

· Webinars – there needs to be a webinar schedule that provides ongoing support for managers throughout the year.  There needs to be a series of webinars that provides guidance for the following: the Annual Review process, Setting annual performance goals and a professional development plan, In-the-moment coaching and feedback, setting expectations, Mid-year review process and purpose, and the importance of documentation, PIPs, and CAFs.  Each of these webinars need to entail guidance, best practices, and a Q&A section.

· Coach to the Approach Guide – this guide needs to provide guidance to senior and regional managers about how to support their direct reports who manage others regarding the performance management approach.  It needs to include a graphical representation of the guidance methodology.   It should include the following sections: Objective of the guide, resource requirements, procedures, manager as a coach philosophy, guidelines, and best practices.

· Providing Feedback Guide – this guide needs to provide brief instruction about the purpose of feedback and the manager’s role, a quick overview of the guide, giving feedback guidelines/standards, case scenario, and a template to prepare their approach and the type of feedback and how they will deliver the feedback to their direct reports.
· PIP/CAF Performance Support Aid – this component should repurpose and existing video about how to successfully complete PIPs and CAFs and provide a CBT that allows the audience to walk through a successfully complete PIP/CAF to determine what makes it correctly completed (this will be an Articulate Storyline component).

· List of additional tools and resources to help them improve their performance management capabilities


Implementation Plan
Change Management Plan
The change management plan includes two components; Assessment Factors and Development Stages.  These components are based on Diane Dormant’s Change Management model.  Dormant (1999) discusses the five assessment factors to consider prior to implementing an intervention. These assessment factors are: (1) the relative advantage of the proposed change, (2) the simplicity of the proposed change, (3) the compatibility of the proposed change with past practice, (4) the adaptability of the proposed change to a specific situation, and (5) the social impact of the proposed change” (Dormant, 1999, p. 238).  

Dormant also provides five stages of user acceptance to a proposed intervention.  These steps are: “(1) awareness, (2) curiosity, (3) visualization, (4) tryout, and (5) use” (p. 245).  If change acceptance and implementation is to be effective, the steps to assess change and the implementation steps of acceptance must be applied to a change management plan.  This implementation plan depicts how Dormant’s model will be applied and to what extent and in what context.

Table 7 lists out the five assessment factors with respective advantages and disadvantages for consideration.  Table 8 provides details of the stages of acceptance with respective strategies for implementation considerations.
Table 7
Assessment Factors

	Assessment Factors
	WII-FM
Advantages
	WII-FM

Disadvantages

	Relative Advantage
	Easy access to Performance Management tools and resources
Decrease in incorrect Annual Reviews

Increase in employee performance

Increase in managerial effectiveness with performance management

Access to a printable job aid to help managers remember the performance management approach

Managers have not had any viable tools or resources to help them become effective and efficient managers

Additional tools and resources are provided for managers to access for continuing education in performance management
	Perception it’s just another thing to do

Potential lack of understanding of why managers need these tools and resources

	Simplicity
	Each tool is approximately three pages (FAQs is six pages)

Each tools contains brief detailed instructive guidance for performance a certain skill with an accompanying tool, such as a checklist or a scenario and strategy table

Each of these tools and resources is supported by the Management Foundations training in the eLU on the Leaders Tab
	Managers may perceive they don’t have time to review these tools and resources

Managers may feel like they don’t have time to participate in the webinars or that they take up too much of their time

	Compatibility
	Managers have been accustomed to attend webinars and meetings; the webinars will enhance these existing customs by providing meaningful review and best practices for performance management

The webinars can be condensed to 30 minutes if necessary to include a 5-10 minute review and 20 minutes of best practice sharing and Q&A
	No potential problem areas exist with compatibility with old processes, procedures, and aspects of performance management

	Adaptability
	The tools and resources are customizable to each manager’s needs, meaning, they might review one small section of the FAQs for example and not others depending on their needs

Managers can pick and choose which tools and resources to access at their own leisure
	Managers might perceive high-demand tasks to take priority over them improving their performance by using these tools and resources; currently managers don’t have anything, and to implement something will decrease the time they spend on these high-demand tasks

	Social Impact
	Manager-employee relationships -  as managers use these tools and resources and apply the skills on the job, their employees will become more satisfied and productive, their team will become more cohesive and knowledgeable

Manager-manager relationships – managers talk with other managers about people issues and challenges in achieving their goals; these relationships will be strengthened as they begin to share their own best practices with each other in webinars and other venues
	N/A


The Stages of Development, as depicted in Table 3, provides respective strategies for implementing the intervention based upon potential user reactions.
Table 8
Stages of Development

	Development Stages
	Strategy

	Awareness
	Advertise by sending a corporate communication to all manager level positions and above.  Provide the relative advantage of the solutions and include the dates and times for webinars in the communication.  Send a flyer depicting the relative advantages of these great new tools and resources that will help managers see the advantages of simplicity, compatibility, and social impact.

	Curiosity
	Provide information to managers and above regarding the positive impacts of performance management on employee satisfaction and turnover.  Include how much more efficient and effective managers will be by successfully managing performance.

	Visualization
	Offer demonstration webinars to groups that review the usefulness of the tools and resources.

	Tryout
	This stage will be accomplished in the Visualization phase.  However, we will point them to the Management Foundations curricula for more in-depth training on performance management.

	Use
	Send message to Directors and above about the importance of praising and rewarding their direct reports for using the performance management tools and resources.  Include message of encouragement and support.


Project Management

The project management plan contains includes the HPT project management philosophy as explained by Andreadis (2006) and uses the following phases: “(1) initiating, (2) planning, (3) organizing, (4) executing, and (5) closing” (p. 946).  These phases provide the framework for which the ADDIE model will be applied and executed to design and develop the proposed solutions.  The project plan consists of the following details within each phases:

1. Initiating. The project request was initially defined by Nate Chambers and the Compensation Manager based upon requests from senior leaders to implement training on performance management.  This request was analyzed to determine the goals and deliverables which are included within the proposed solutions section.  

2. Planning. The project plan was created to provide a timeline of each phase of the project and show the respective personnel resources needed to complete each project phase.  The risks and constraints were listed out in detail and then provided to the key stakeholder(s), which was the SVP of Human Capital Management.

3. Organizing. The roles and responsibilities were detailed as well as team members.  The work was completed by Nate Chambers respectively with project member functioning as reviewers to provide feedback.
4. Executing. The proposed solutions will be implemented by the Compensation Manager who will partner with the Director of Employee Relations to communicate with Senior Leaders regarding the rollout of the solutions with specific dates and times.

5. Closing. The project will be officially terminated upon launch with an evaluation meeting to discuss lessons learned regarding the phases of the project and the respective details of each phase.

Figure 1 provides the respective milestones within each of the five phases of the project plan.  

Figure 1 

Project Management Timeline
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Evaluation Plan
The evaluation plan for this project is based on Jack Phillips ROI model.  Phillips (2006) provides a detailed ROI approach listing his five levels of evaluation which are included in Table 9 along with the evaluation objective, data collection instruments, data sources (from whom and where the data will be extracted/gathered), timing (at what points in time the data will be gathered) and the respective responsibilities of project team members.
Table 9

Evaluation Plan

	Level
	Broad Solution Objective
	Data Collection Method/Instruments
	Data Sources
	Timing
	Responsibilities

	1 - Satisfaction
	To determine manager satisfaction with available tools and resources offered within the eLU
	Survey
	Managers
	1 week before and 30 days after
	Nate with L&D team support

	2 - Learning
	1. To determine managers level of knowledge on the Performance Management Approach

2. To determine number of unique user access of each tool and resource
	Knowledge Assessment Survey
	Managers
	1. 1 week before and 30, 90 days after

2. 30, 60, 90, 180 days
	Nate with L&D team support

	3 - Application
	To determine how frequently managers are coaching and providing feedback to their employees
	Survey
	Employees
	1 week before and 60, 90, 180 days after
	Nate with L&D team support

	4 – Business Impact
	1. To determine if employees performance has increased as a result of manager coaching and feedback

2. To determine if Annual Reviews are completed correctly and submitted
	Survey
	Managers, employee metrics/scorecards
	60, 90, 180 days after
	Nate with L&D team support

	ROI
	To determine the cost benefit to Strayer University of the Performance Management Toolkit
	1. Decrease in incorrectly submitted PIPs/CAFs
2. Increase in submitted annual evaluations
3. Increase in employee satisfaction
4. Increase in multi-rater 360 scores for managers
	1. Multi-rater 360 results
2. Manager supervisor perceptions
3. Employee Relations reporting on number of incomplete PIPs/CAFs
4. Employee satisfaction scores
	180 days after
	Nate with L&D team support

	Project Costs 

	Needs assessment
	Intervention design and development
	Participants

	$5,000
	$17,000
	$6,650


Summary of Proposed Solution
When the Manager Toolkit gets implemented, managers will receive a new and innovative solution to help them function at the desired performance levels.  Because of the nature of this intervention, they will receive ongoing support on a quarterly basis to provide them with best practice approaches to performance management.  This will further enhance their capabilities to implement exemplary performance strategies.  When managers begin to function with minimal coaching, they will receive increased confidence and satisfaction.  As managers increase in confidence and satisfaction, they will continue to enjoy their jobs and be passionate about their role, which will lead to greater innovation and development of high-potential employees.  This creates a win-win situation for managers and employees alike, because employees will receive the required coaching they need to develop their own capabilities as well.  
Additionally, the desired results of correctly completed PIPs, CAFs, and Performance Reviews will provide the required documentation the ER team needs to achieve their goal.  Finally, the ER team will spend less time coaching managers, which in turn will ensure managers are not repeating their work efforts to correct mistakes in documentation.
Conclusion
Gilbert’s (2007) behavioral engineering model was influential in informing the overall root cause identification.  As a result of applying Gilbert’s model (2007), the data depicted the environment indeed played a bigger role in individual performance.  This analysis was no exception to Gilbert’s (2007) model that suggests environmental factors are primarily the source of root cause for performance deficiencies within the management system.  The university needs to determine viable solutions to correct the environmental issues so that the ER team can achieve their goals without fail; this will help managers to improve their capabilities as well.  Indeed, worthy accomplishment can be measured by more than simple dollars and cents.  It can be measured by the negative impact to an organization as well.  The solutions for the environmental problems will definitely lend to a more efficient management system – worthy performance.
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