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Performance Analysis and Intervention
The process of observing an organization's projects, workflows, and other relevant day-to-day activities to identify its strengths and weaknesses is, in other words, called performance analysis. The extensive picture analysis helps the management of any given organization have more clarity and focus on how their teams work. Having analyzed the state of the performance in the organization, it is essential to come up with a way of improving the performance of the group if the production level is below what is expected of the organization.
At this point, coming up with a strategy to improve the team's performance is very important. The main aim of this move is to move the organization from a state of poor performance to that of a highly cohesive and operational condition to achieve high performance (Altschuld and Lepicki, 2009). Performance intervention is a strategy found under the umbrella of performance management that helps the employees of a given organization to grow and perform better. Under this is the performance improvement plan, which is a tool that allows the employees to succeed with a deficiency in performance.
In the evaluation process, some models guide the management as to how it should be done. Among them is the Human Performance Improvement (HPI) model. This model is a set of concepts and principles associated with a performance model that illustrates the organizational context of human performance according to Altschuld and Lepicki (2009). This process affirms that human performance is a system that comprises a network of elements that work together to produce repeatable outcomes. Human performance improvement focuses on linking human performance to the goals of the organization. It also provides a way for the management to diagnose problems in performance and the gaps in terms of skills and the needs that the company should address.
The point of focus in this paper is an organization that is involved in tours and travels. It was started 3 years ago, and since then it has never had excellent performance. The situation has been gradually moving from bad to worse. It has been having a lot of challenges in getting clients and even maintaining them. Financially the company has been deteriorating to the point that it is delaying salaries for the staff. From Altschuld and Lepicki (2009), the goal of this company initially was to grow and open several branches across the country buy it cannot be realized until structures have been put in place to improve the current performance. The company's management had to meet and discuss the measures they ought to put in place to revive and grow the company.
One of the main focuses of the management team is to analyze the performance of the company. The Human Performance Improvement model applies here as it will provide them with a structure to follow. Procedurally they will have to identify the performance gaps and come up with possible solutions. The HPI approach will offer the management team the ability to measure and evaluate the success of your efforts, therefore eliminating guesswork (Harris, 2016). This model is systematic and result-based in that instead of focusing on the wants and needs, it focuses on the improvement of performance. These attributes are what makes it different from any other human resource activity.
In this particular business entity, the managers need to work with the HPI model to come up with an evaluation plan for it will enable them to articulate the goals of the business properly, they will also be able to diagnose the current state of its performance; also the management will be able to find the root cause of deficiencies identified in the business, implement solutions as well as evaluate the results produced. Through this, the management will be able to handle all these issues arising effectively, and together as a team, they will be able to realize the company's goals. The management requires the services of an HPI professional to take the process from the initial stage to the final step in a professional manner.
The first step is always the performance analysis step. This is where the practitioner seeks to understand the problem at hand in the most appropriate way. They do it by first analyzing the actual performance, which will be done in this case. Having understood it, the practitioner will express the findings as a gap between the current state, abilities, and ideal performance (Harris, 2016).
The next step is usually the cause analysis step. This is where the professional analyzes what makes the organization suffer from poor performance. In this case, the professional will get to the root cause of why the travel company is constantly having a very low clientele, which has resulted in a financial decrease. The HPI professional will find out why the employees are not performing as they should take the company to the level it ought to be as per the goals.
The third step in the HPI model is intervention. Once the performance has been analyzed, and the gap has been identified, the HPI practitioner moves to the action of an intervention. The most suitable intervention model is selected to handle the performance gaps in this kind of organization. This means that training is going to be offered in the intervention mechanism. According to Harris (2016), the employees will need to be trained in their expertise to realize the company's objectives collectively. Part of the training will involve customer care. This is how employees in an organization usually handle the customers in the most appropriate welcoming manner that makes them want to return the next time they need similar services. The aim of this is to equip the employees to handle the customers the best way possible, which will trickle down to the financial side of the organization, making it more productive. The customers that are treated well often come back, and in addition, they give people referrals to the organizations after being treated in a way that satisfies them.  Other areas of training are looked at. Customer care is just one of them.
The intervention model that is to be used in this company to come up with an effective training program is the ADDIE model. Robert Gagne came up with this model to provide the guidelines that trainers require to develop their training routines carefully. It is based on pedagogical scenarios to help the instructors achieve the goals they have for training. The good thing about this training plan is that it has clear and well-defined goals (Harris, 2016). It also has outcomes that are well measured and are valid. It also involves the tea effort during its design. This model is known to uphold real-life behaviors from learners that can apply to problems in the real world.
The term ADDIE is an acronym derived from the five steps involved in it. These are the five stages in creating the courses. They include Analysis, Design, Development, Implementation, and Evaluation (Salas-Rueda et al., 2020). These steps are to be used in creating the course that will be more suitable to train the employees of the tours and travels company to improve their level of productivity. The model dictates that every step should be carried out to follow each other in the acronym and no other way. This model follows a circular pattern that repeats itself so that the steps repeat themselves the people being trained to reach their level of perfection.
Another important aspect of this model is that due to its last stage, which is evaluation, the trainers can get the feedback they require to keep on improving on their skills and the learners' experience. The trainers can find out how the learners are grasping the lessons they are getting. Using this model will benefit the tours and travel company as it suits its needs and covers all its training needs. More so, it is the most commonly used conceptual model up to date. The five stages of the ADDIE training model are to be followed in the training that is to take place in this particular company as follows.
According to Salas-Rueda et al. (2020) the analysis, all starts with research. The first thing that will be done in the tours and travels company is analyzing the current training ground. Here there will be the identification of the trainees’ knowledge gaps. This is to see the difference between what they currently are trained on, i.e., what they know versus what they don't know as far as their profession is concerned. There will also be research on the training that they have had in the past. This is for the trainers to be able to establish what worked as well as what did not work.
The designers will be able to speed with the actual state of affairs as far as training is concerned. This is the most crucial phase of the training process because it sets the ground for every step. At this point, the designer of this training considers the purpose of the movement. This means, except for the current situation in the organization, there is the aspect of the designer’s goals on the training. I.e., their expectations from the program as well as the media methodologies they are going to use. In this phase, the training designers can analyze their trainees to see who will receive their training, and they determine the context of the exercise, i.e., what the training will be about (Salas-Rueda et al., 2020).
Also, a time frame is set for this training to determine when it is going to happen. There is also the determination of how the training will occur, i.e., if it is classroom training or online training. Another question that is answered during this phase is why the training is taking place and the methodology of the requirements. That is how the whole idea of the training is going to be achieved. Once all these are figured out, the process is ripe for the next phase.
From Salas-Rueda, et al. (2020), the design phase is the second step of the process. Here the theory is put into action. The designer needs to determine what kind of a course they intend to design. They decide the format they are going to be using during training. For example, in this case, the designer may want to identify whether the tours and travels company will have an interactive training course or a simple quiz with minimal interaction. This is because, in as much as the ADDIE model is good when it comes to creating systems, the designer needs to identify what kind, of course, they intend to have.
This is where the designer figures out the methodology and strategy of their training delivery. In the tours and travels company, there will be an order to feature each section of the training. Will there be a preliminary training whereby the company trainees will be briefed before the training for them to get motivated. The designers will also determine the amount of time that the trainers will need for them to complete that course. All these should be figured out before the designer can create the prototype.
After all, that is accomplished, it is time to unleash the course. The designing team needs to ensure that the system is ready to go. Just before the course design is declared ready, the designer is supposed to test it with the team members so that they can make sure all is well or whether there are any necessary adjustments to be made before it is declared complete. After this, the team will continue the final product overview (Widyastuti, 2019, March).
The third stage of this process is the development stage. This is where all the ideas and the creative designs that have been thoughtfully planned are put into action. In the development phase, the design team will put all the decisions they made during the design stage into action. The team will then use those decisions to guide them during this phase. The details of the course are polished at this stage. Several things are added to the system, including; colors, graphics, multimedia, etc. a lot of testing will be done in this phase as it is the requirement. There are grammar checks, syntax, or spelling errors; if the team is using an online platform, there should be checking of modules and navigation to confirm there are no bugs. According to Widyastuti (2019, March), the team will check if the content in this training material is too long for the trainees in the tours company as they may not have too much time to learn too much content. Also, the content may be too little to cover all the necessary lessons to be learned comprehensively. Also, during development, the team confirms that the flow and the pacing of the entire course. They answer the question; does it grab the attention of the trainees?
Having done all this work then the team moves to the implementation phase. Here, the research is done, the designs are complete, and the testing has been successfully done. This is the time when the content is shared to get the learners to experience the course firsthand. All the training happens here. The tours and travels company employees will get to have the training materials and commence their training to improve their performance at work. At times the use of the learning management system is essential at this point. This is because it is software that helps the trainers share their course with learners, and at the same time, the trainers can monitor how it performs (Widyastuti, 2019, March). For instance, trainers can see how many users have signed up for the course and receive the results of those who have passed as well as the ones that have failed.
Training the employees in the tours and travels company will significantly help the betterment of their performance as they discharge their duties at work. They will feel valued after the training, increasing their self-confidence as they handle all the work they are entrusted to. This is because there has been proper analysis of the gaps in their skills and expertise, and the training has been designed to fill those gaps effectively; therefore, it suits their need, and this guarantees better performance.
In the case of using a learning monitoring system, the trainers are supposed to ensure that they choose an LMS whose reporting tools are really on point. This is to enable the trainer to monitor the progress and the performance of the learners. Monitoring is essential in the ADDIE model as it is the final stage (Widyastuti, 2019, March).
Evaluation marks the completion of the process of planning the training. This is where the learners and the trainers are all evaluated. ADDIE is such a powerful tool that it provides a way to assess the trainer too, and it gives them a chance to improve their training methods and make necessary improvements on the course itself. Also, the learners get to be assessed to find out if they are learning as intended. The process is repeated over and over again to ensure that the desired results are realized.
From Widyastuti (2019, March), choosing the ADDIE model will significantly benefit the company as it is appropriately structured to ensure that the team using it can never get confused. As they are working on it, they know what action to take before moving on to the next. It is also great for online, offline, and blended learning, so the mode of learning cannot bother. The trainers using this model can assess the objectives and the results to be able to tell how they are doing and what they need to improve on. In an industry full of technicalities, ADDIE can put the design where it belongs to reach out to more and more learners. Choosing ADDIE is more beneficial as it also incorporates all the other models together; therefore, it is the most comprehensive, making it the most appropriate compared to the rest. In addition to this, using ADDIE is a sure way of achieving better performance because it engages learners a lot and provides room for authentic assessment to ensure that the best results are eventually gotten.
This has been the implementation bit of the Human Performance Implementation. More precisely, it is the implementation phase of the HPI model. The next phase is the change management phase. Change management is the process through which organizational change is guided. This goes all the way from the earliest stage of conception and preparation to implementation and resolution (Al-Ali et al., 2017). The performance improvement process cannot happen without a change in the specific organization or business. Therefore, it is the responsibility of the management to ensure that this kind of change does not interrupt the company in a way the employees are not able to work. The employees should be part of the change process as they are the ones carrying it out at the level of their workstations.
The change management process has five steps that should be adhered to smooth the transition from the previous state of affairs to the intended shape. First, the entire organization should be prepared for the coming change. For the organization to effectively implement this change, it must be designed in terms of logistics and its culture. In this case, the management of the tours and travels company must first ensure that the company is prepared culturally before delving into logistics. The managers will help the employees recognize and understand the need for change (Al-Ali et al., 2017). They need to create awareness to the staff that problems and challenges face the organization and that there is a need for change to deal with the issues once and for all. This will benefit the company because making the employees understand that there will be change will help the employees to buy-in in the initial stages. Consequently, there will be no form of resistance during the implementation of change (Al-Ali et al., 2017).
Also, the management should be able to craft a vision for change. This should be done only when the organization at large is ready for change. At this stage, the managers are supposed to develop a plan that is thorough and realistic. It should detail strategic goals that explain the goals that the change helps the organization work towards achieving. It should also describe key performance indicators to show how success and the current baseline of things will be measured. It should also have in detail the stakeholders and the team that will be there to oversee the tasks given to implement the desired change and the steps and actions that the project will include.
The third phase is the implementation of the change. The next step is always to follow the steps outlined within the plan to implement the required change. From Al-Ali et al. (2017), during this process, the managers in charge are supposed to empower their employees to take the necessary steps to achieve the initiative's goals. At this stage, the managers of change are supposed to ensure that they have anticipated roadblocks, prevent them, remove them, and mitigate them to provide the employees with the best environment to do their part in effecting this change. The next step will be for the change managers to ensure that they prevent reversion of the status quo or the previous state in the tours and travels company. They should lead the organization's change related to processes, workflows, culture, and strategies. It is important to note that all the efforts made to lift the tours and travels Company could be made useless if there are no structures put in place by the management in terms of the processes, workflows, and culture of the company to ensure that the employees do not backslide and go back to their old ways of doing things. After this, there should be plans to review the progress and analyze the process results to ensure that the goal is achieved. Project postmortem can determine whether the initiative was a success, failure, or mixed development.
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