































































































































































































































































































































































































The leadership of the Performance Support team was required to push forward the
performance support concept to the Information Technology team. It was imperative for
the Performance Support team leader to not only understand the concept of performance
support but to be able to articulate and debate the 1ssue with senior Information Technology
managers. The Performance Support team leader explained her view of performance
support:

Performance support to me is really in large part what admission of

what this team in reengineering is all about and that’s enabling people

to do what they have to do, when they have to do, in the business

environment that they’re doing their work in. That they don’t loose

time, they don’t waste time, they don’t make mistakes, they can get

their HR work done in the context of the normal business day without

distraction. On enabling people to do HR work in a seamless way, in a

productive way, performance support to me is a vehicle and a tool to

enable that to happen. So that they don’t have to call people on the
telephone and ask about how to do something, they don’t have to go

refer to a manual and lose production time, we don’t run the risk of

making mistakes and having to redo it or worse, having some type of

compliance errors being made or fines being incurred. To me
performance support is totally enabling someone to do what they have

to do in the most productive, most efficient, the most effective way

possible. To me it’s all seamless. 1 guess to me the perfect best

example of a performance support system is an ATM. I'm not a

computer person. I have no computer savvy. I have very little

computer savvy. I can
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go into ATM machine and I can do what I have to do in very little time
and get on with my business. And to me that is a perfectly 100%
performance supported system.
The performance support co-leader, who also had a background in information technology,
was able to view the performance support concepts from both sides. He further explained:
In general I think the user support team's [or Performance Support
paradigm is performance support and as a group we tend to view the
world from that point of view and I guess you could say that's true for
each of the different teams and perhaps that's where a lot of the
problem arise is that each team has its own paradigm and because each
one is different and each focus is different that it's very difficult for

everyone to fully agree on everything

The Performance Support team members' educational and work experience background
were varied. Team members did not have previous experience in working on a large scale
system development project that looked to incorporate performance support principles. For
that matter, there were very few people working for The Company who had developed
systems similar to the Trinity project. With the definition of performance support being in
a state of flux, employees from around The Company, as well as Performance Support
team members embraced their own meaning of the performance support concepts.
However many of the definitions of performance support fell somewhere on the continuum
of non-electronic traditional user support solutions such as paper based job aids and
classroom training to electronic solutions that are fully integrated with the software

application.

118



Some Performance Support team members viewed the concept of performance
support aligned more with on-the job training that is designed to help accomplish a task.
The overwhelming sentiment from the Performance Support team members was that the
primary goal of a performance support system was for an employee to perform a task and
learning the task was secondary.

For instance one Performance Support team member states:

Here when you're implementing performance support, learning becomes

secondary and performing is primary. Performance is key. Performance

is number one. So you want to ensure that they can perform whatever

task you want them to do. At least in the business environment. You

don't care if they learn about it. Learning will come secondary. After

you do it [the task] five or six times you'll start to learn how to do it.

Again with performance support, learning's secondary, the task is

primary.

Even though learning is not the primary focus of performance support, many still provided
a definition that included the word training. On team member explained his view of
performance support:

Performance support is more or less on-the-job training... you start

doing a job and you get trained as you do the job [and] you've supposed

to be competent or proficient, not to a high degree, but proficient

enough to do the tasks that you need to do...
A fellow instructional designer echoes this sentiment:

It is simply, it's just in time, just enough, ah, I don't want to use the

word training, but I mean it's exactly that. Support. It's, it's innate ..

something that allows a person to get done what they need to do at the

time they need to do it.
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Another team member, who has a background in graphic design added: "that the focus
is on the accomplishment of some task. If you learn something swell, if you don't
that's OK too. That's how I would characterize the performance support system."
A similar view was provided by a team member with a background in instructional design:
"Performance support means that I would not need any training for it [ to complete a
task on my job] It's going to help me do my job [so] I don't need to look in
documentation for help."

The Performance Support team leader held these views on the concept of
performance support :

The Performance support concept means anything that the user needs to

get their work done, whether it's a checklist, um, take the shape of

paper. Ahhh, tutorial, um, CBT[Computer Based Training], um, just

anything. Maybe even a manual. A small card. An eight and a half by

eleven cheat sheet. You know that's how I .. . [define it].and maybe

I'm wrong, but that's what I define it as you know.
She further explained a performance support system as:

To me a system would be on line, like the project that we're working on

how, um, I see different kinds of performance support tools for the

interim process versus implementation of the system we were

recommending, um, for the business requirements that we worked on.

Um, we were recommending basically paper type things for the interim

process versus ... on line type support. . .

The performance support concept had various meanings for members of the
Performance Support team. It was very important that the Performance Support team

members have a good common definition of what performance support entailed because the
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team was responsible for educating and influencing members of the HR Business
Reengineering project on the importance of performance support.

In addition, the definitions of performance support that were provided by the
Performance Support team were not too different from the several Information Technology
team members. For many of the Information Technology team members the concept of

performance support was new to them.

Information Technology Team Members' Perception of
Performance Support
An experienced Information Technology manager who has been in the field since 1970
provides this explanation on the performance support concept:
Again performance support is new to me. . .. .. and so traditionally 1
have looked at systems in terms of their ability to help people
understand what they're doing within the system and that's been
tutorials. It's been documentation. It's been on-line, help. It's been
meaningful error messages. . ., some navigation in terms of usability
where you design the interaction with the end user so that, ah, you can
direct them through a work flow. Okay. But it, it is primarily a system
that does functionality and there is some aids within that system to
help people understand what they're doing. It is not usually set up or
designed to help people learn as they're working with the system. It's
usually set up to give them information to help with the job. Not
necessarily train them in how to do their work. That typically happens
with special training. You train people. We bring them in and we put

them on, on the system.
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Another HR Information Technology manger, who had work experience with a large
company who had implemented some performance support initiatives, provides a different

account of performance support:

The concept of performance support is definitely not new.... The term

performance support, um, I think you [the Performance Support team]

had a lot of discussion at the beginning of the project because people at

The Company had associated performance support totally, in my mind,

when I start talking to people [about performance support]... it was the

automated side of it. If it was performance support, it was on line

access to something. . . .versus in addition on this project they defined

it as performance support [which] includes that side as well as a paper

document or a checklist or etc. That's the way I understand that you

use. . .it here, which is the traditional training support. ....
The Information Technology manager goes on to provide an example at The Company that
represents the characteristics of a performance support tool. Another manager, who came
onto the project after my arrival to The Company, was not familiar with the term
performance support and shares her views on performance support in this way:

No, I had not heard of that term, performance support. I must tell you

though that 1 have heard of user support and 1 had management

responsibilities at a usability lab for about a year.

I think that performance support [concept] has... like leaped ahead in

that ... I've got to say Microsoft has probably pushed it, pushed it ... that

is performance support really I think like cue cards and just in time

stuff you need, not the formal training up front but just in time where

you're into a process and you're stuck and you don't need to call on the
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phone you need that help now. You know, it's seven o'clock at night
and you're trying to get an Excel spreadsheet out the door for a budget
and you're stuck .. you know, [performance support] its that just in time
stuff... [However the words] performance support system means
nothing to me... it just has, that has no connotation to me. I have... a
problem separating, I think it's probably just better if I tell you what 1
think a system should include because with my background 1 always
look at things in totality. So, when I think of a system, 1 don't only
think of it in technical terms, I always think of it in terms of workflow,
procedures, processes, down stream vocations, impacts outside of the
system.
Another Information Technology team member, who had a background with developing
expert systems, provided the following definitions for a performance support system:

It's real tough for me to describe it. 1'd say it would be a combination
of different things that would help the person using the system, in place,
50 that they wouldn't have to go for classroom training to help out, so
they wouldn't have to reach for a manual to get some assistance as to
how to do something, that the software itself would be relatively easy
to use, and where it wasn't, there would be assistance built in ... It
could be some built-in expert system support that would help them
make some decisions. It could be a combination of different things, not
any one thing, but in totality, that with the system would reduce the
educational support needed to roll out a system and to maintain it as
people turn over and new things occur. It's that kind of an assistant-

type thing that would help a user better use their time, reduce training
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requirements and allow them to do their job. A thorough, one-stop

process where they could sit down at the terminal that they used to

enter things and it would be the terminal that would train them how to

do things.
Because the Performance Support team members were also responsible for influencing and
educating people, especially the Information Technology team, about performance support,
it was imperative that the concept of performance support was presented consistently to the
HR Business Reengineering project members. Many times the window of opportunity for

explaining and influencing members of the Information Technology team was small.

The Culture of the Performance Support Team in Contrast to
the Information Technology Team

As discussed previously, members of the Performance Support team were made up
of several different groups mainly from the Human Factors Engineering group and from
the Corporate Education Center whereas the Information Technology team was made up of
database specialists, people with mainframe experience as well as with experience working
with client/server technology . When describing the difference between the Information
Technology team and the Performance Support team, an Information Technology team
member provided the following comment:

... You know [Information Technology folks generally] tend to be, you know,

pragmatic, logical, you know sometimes pretty creative but, creative in a, ..

sense that requires some closure. . .they need, ... need, ... to have answers.

They want to have, you know, solutions. They want to understand .., in

most cases why they're doing something. But they, definitely need closure.

The HR people tend not to be. They tend to be much more perceptive,

much more open to possibilities [and ] not as interested in closure. If you -
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are you familiar with Myers-Briggs type scale? The IT[Information

Technology] people tend all to be, you know, not all, they tend toward 1STJ

personalities and the HR [Human Resources] people today ENFP.
Another Information Technology team leader provided this view:

They're thinkers and they're analytical and they're sensing and they're

introverts. Most everyone in my organization is an introvert. [their] Focus

is technology centered. . Versus? organization and people centered. ...

They're introverts. You know, they're, these are the letters [The team

leader proceeds to talk about the Myers-Briggs letters

ISTJ] They're introverts, sensing, thinking. . . Judging. ...Okay. and most of

the people [Human Resources people] ... at some of those meetings are

huge Ps [Which stands for Perceiving]. . .

The Myers-Briggs (1987) personality type indicator was a popular instrument being
used at The Company. This test was used to generate understanding of personality and work
differences of team members on the HR Business Reengineering project. I was not able to find
documentation to support the Myers-Briggs test being given to the Information Technology
team. The acronyms given in the previous quote are defined as follows: ISTJ stands for
Introvert, Sensing, Thinking and Judging, whereas ENFP represents Extrovert, Intuitive,
Feeling and Perceptive. In layman's terms the Information Technology team members were
generally ready to "just do it" or to just complete the deliverables right away whereas the
Human Resources folks were seen as generally more interested in the process. People on the
project viewed the Performance Support team as being aligned with HR, because the team was
charged with being an advocate for the users, which who the HR consultants and managers.

It is important to note that the Myers-Briggs tests are primarily used to promote

understanding and provide clues as to how one can understand others, however many
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times, if not used correctly the Myers-Briggs test can be used to quickly label people. For
the purposes of this study I am not advocating the validity of the Myers-Briggs personality
test but solely describing how it was used and applied by managers at The Company.
Joe describes the culture of the Information Technology team vs. the Performance
Support team as follows:
(Long pause) I think I, IT [Information Technology] people are, more
concerned with delivering a product that meets the specifications as, as
they've been developed and, so their, their whole existence, their jobs,
their performance is all based around how well they do that and how well
they. . .deliver a product that meets, ah, everyone's agreed upon conception
of how it will work and, so that's their big challenge. Always to really flush
out the, ... true design of the product and what's really needed as opposed to
what they have heard, which is not always what, is needed... That is their
culture to, flush that out [user requirements] and to, and to balance that,
and deliver a quality product within the time frames.
He goes on to describe the performance support culture:
And I think that performance support folks probably don't have the
same, perimeters around their goals. Their goals are on going. They're,
they're throughout the life cycle of the product. And I think that, unless
performance support issues were addressed during the design process,
there will be an inherent conflict between the (unable to transcribe
24.6) performance support people after [the] design is completed and IT
people because usually it will be a request from performance support
people to the IT group that we need to change this{the requirement]

because. . .
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He described an issue that could promote conflict between the two groups.
. . .You know, [if] we're having users that are stuck on,[or] in certain
areas and the system doesn't properly prompt them to the next step for
some reason. So that becomes a design flaw from a usability
perspective. Although it may have completely met all of the criteria
that the IT people needed to deliver [ a working system]. So, you
know, those, [issues] can cause conflict between the two, communities
[performance support and information technology].

He goes on to sum up the cultural aspect of the Performance Support team and the

Information Technology team and goes on to predict that:
From a cultural perspective, if [the] performance support [team] is,
completely separate from information technology, then, you definitely
will get, cultures and paradigms that are unique to each organization

which probably will cause them not to work as well together.

Performance Support Team Meetings

While I was assigned to the project, the Performance Support team met every
Thursday morning at 8:30 for one hour. The purpose of the weekly meetings was to
determine and implement a strategy for how the Performance Support team would provide
performance support solutions for customizing the Trinity software. These meetings
sometimes "got off track" because the team did not have extensive experience with
incorporating performance support solutions into a traditional system development process.
Therefore the team meetings were used to plan our deliverables as well as debate the need
for various tasks proposed by the team. These debates surrounded the need for conducting
contextual interviews and the strategies for collecting data during the processing mapping

sessions. It was extremely hard for me to participate in these meetings because my roles as
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researcher ( participant observer) and Performance Support team member was so
intertwined. During the meetings, my two roles were in conflict. I found it difficult to
observe the group, take notes, and generate creative ideas simultaneously.

As with any team, communication was an issue: communication between the project
leader and the team members along with communication with the Performance Support
team and the Information Technology Team.

As I listened to some of the Performance Support team members describe their
relationship with various members of the Information Technology team, I was getting a
sense that the Information Technology team was not familiar with or did not fully
understand the mission of the Performance Support team. For example Anthony was
constantly trying to gain an equal partnership with the Information Technology group and
he was not admitted to the group until he proved his technical knowledge to members of the
Information Technology group. Anthony believe that because information was now being
shared equally, he was gaining acceptance within the Information Technology team. Since
Anthony had an undergraduate degree in Computer Science and a MS degree in
Instructional design he could easily float between both the Performance Support and
Information Technology teams. His skills moved him into a new role where he was the
liaison between the performance support group and the Information Technology group.
The fact that Anthony was moved into a liaison role was a critical event for my study and
will be discussed in detailed in Chapter 5.

Anthony primarily worked with the Information Technology team members who
were responsible for the logistics and system development aspects of customizing the
Trinity Software. Having Anthony in this role also helped me to identify and gain entry to
the Information Technology team members in order to conduct several interviews. The
Performance Support team was always looking for ways to influence and educate the

Information Technology team on the importance of incorporating performance support
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solutions into the project. Anthony was able to inform the Performance Support team
when Information Technology project leaders views on performance support could have
been a hindrance for the team. The following sentiment was expressed by the Performance
Support team leader in an April 3, 1995, e-mail message:

Anthony shared the concerns he heard from an Information Technology

project leader's views/concerns re: perf support [regarding performance

support] and I'll [The Performance Support team leader] with the

Information Technology team leader, this week, begin to resolve [this

issue] Important Note: While we need to acknowledge the Information

Technology team leader's (and other team member's) views/concerns re:

perf support [regarding performance support] and how it contributes to the

overall project, and try to foster/build understanding, BOTTOMLINE; If
we have the business case to support our recommendations, the decision
will be made on that- not on any individual's personal opinions or beliefs.

That's how we got approval for the funding and approach... that's how we'll

get approval in the future. Please try to keep this in mind, and don't let

other views/opinions get you down. If the sponsors did not believe our role
was critical to the project's success, we would not be here. Thanks to

Anthony for passing on this info. I'll keep you all posted.

Lack of communication occurred between the project leader and the team members
mainly when it came to identifying what the team was supposed to deliver. Because time
was always an issue and the team members were new to this type of project, it was difficult
to always know what you were responsible for completing. In addition, the team was
always reminded of the importance of completing our performance support analysis and

performance support suggestions that would reflect "the right 20% that will net 80% of the
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value" (Monday, April 3, 1995, E-mail message). That saying was common at The

Company.

Performance Support Deliverables

The Performance Support team's role and deliverables were never stable. A
deliverable was the tangible results the team was responsible for completing. In April a
critical event occurred when the Performance Support team leader informed the team that
our role was broader than she had originally expressed to us. An April 7, 1995 e-mail
message to the Performance Support team members from the Performance Support team
leader included the following FYT in her message:

We are still figuring out the details of this next stage [moving from the

analysis stage to the functional specification stage] .. Performance Support

will be included in both deliverables, since some of our solutions will be
intrinsic to Trinity, and others will extrinsic or external QOur team's role
will also be much broader than performance support and usability, to
include detailed design of all non-Trinity solutions; including: organization
structure changes, job changes, procedures, paper-based forms, routing and
distribution, etc. We'll talk more about this on Tuesday.

As the week progressed, an April 10, 1995 e-mail message acknowledge that the

Performance Support team had experienced another name change. The performance

support project leader provides the following explanation:

Please note that (for now) our team will be called: User Support, not User

Ed or Performance Support. While PS [Performance Support] and Usability

are 2 of our key deliverables, our team will be accountable for much more

than that. We'll discuss at our planning session tomorrow. After that, if we

can come up with a better name, let's do it.
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After this announcement of the Performance Support team's new responsibilities,
several of the team members were feeling overwhelmed about how to meet the team's
broader obligations. As a result, the following mail message was sent to the project leader
by a Performance Support team member:

Based on our meeting the other day, a number of us were feeling
really overwhelmed by the scope of our task, the resources required
to meet the needs, and the skills required by those resources.
Personally, I don't have a good mental picture of these items and 1
am finding it hard to put everything in perspective. Others may feel
similarly. To help give us better perspective, do you have this
information in a landscape [Document], or some other
representation. I know something like this would really help us.

The Performance Support team leader responded to the above e-mail message but it
was not until Anthony, another Performance Support team member, sent an e-mail message
reiterating the sentiments in the first message that the Performance Support team leader
agreed to met to clarify the team's role and responsibilities by calling a meeting. During
this meeting on April, 28 1995, the Performance Support team leader outlined, in detail,
what the team was responsible for and set the priority for each deliverable. To complete
some of the deliverables expressed in Table 13 the Performance Support team leader would
hire new employees from within The Company as well as outside contractors. After the
meeting, Performance Support team members felt more comfortable having the written

document that outlined their responsibilities.
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Table 13: Performance Support Team Deliverables

User Awareness | Chdnge Readiness Activities

Supporting the end-user

Communication | Goal: 1) To develop and maintain awareness, buy- | External 5/95
/ Marketing in and demand within our end-user populations so | Consultant
that they are ready and willing to use the HR others TBD
information systems and process when they get it
2) to develop and maintain understanding, buy-in
and ownership within our IT support staffs, HR
professionals, and other key stakeholders so that
they endorse and advocate use of the reengineered
systems and processes and share accountability for
the project's success (Internal Document, 2/1/95)
Environmental Ella, Karen
Scan Gathering information in order to understand the (Performance TBD
end-user's working environment. Support team
members)
others TBD
Change * Identify major differences between today's process
Readiness and procedures and 7/96 TBD TBD
¢ Develop & implement strategy & approach to
prepare people for change
Business Process Reengineering Activities
Process ¢ Performance Support / Usability Goals Entire Currently
Mapping * Detailed design specs for meeting those goals Performance | involvedin
* Develop & produce performance support Support team | this task
solutions 4/28
*_Support testing & roll-out
Reengineered Currently
Business ¢ Define Requirements involved in
processes ¢ Develop detailed specifications Entire this task
surrounding the | , pyeyelop / produce these components Performance | 4/28
Trinity Software | , Tegt and roll out the final product Support Team
Audit Control * Detailed design Specification Currently
+ Develop & Produce AuditTeam | involvedin
* Test and Roll-out this task
4/28
New / * Define requirements Currently
restructured * Develop detailed specifications TBD involved in
organizations | ¢ Develop / produce these components this task
and or jobs 4/28
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cont. Table 13: Performance Support Team Deliverables

Implementing the use of the Trinity Software

User Interface Customize or redesign the Trinity User Interface. 4 Performance | Currently
Design » High level design Support team | involved in

» Usability Goals members this task

* Detailed design specifications for meeting those 4/28

goals

* Usability testing and feedback
Roll out 4/95 -
Planning & ¢ Roll out strategy for Release 1, 2, etc. Entire 11/96
Implementation Performance

e User Identification & HW/SW costing Support Team
Desktop
Problem  Needs analysis and strategy Anthony &
resolution Information | 7/95 - 6/96

.S It ed & ref Technology

upport procedures & reference team members

¢ Test, Train, Roll-out
Delivery For people who do not have computers
Alternatives * Define needs / Identify / Assess/ Recommend

Support the Information Technology Staff

Adjunct audience | This is support for Data Center, HR help line Currently
Support * Define requirements / goals Entire Team involved in

* Detailed design specification this task

* Develop / produce support components 4/28

* Testing and roll-out

With the role of the Performance Support team being broadened, many of the team
members felt that it was only a matter of time before the recommended performance support
solutions reflected traditional training and user support solutions: such as training manuals,
instructor-led classes or computer-based training that is not integrated with the Trinity HR
information system. In essence, the solutions would reflect the approach that the

performance support consultants, who were no longer on the project, presented as an initial

performance support strategy. In addition, it is easier, or people are more comfortable,
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when the uncertainty of a new technology is removed and they are working more within
their comfort zone and experience level, which for the Performance Support team leader,
was traditional training.

The Performance Support team leader, during my time on the project, discouraged
the team from spending time with the Trinity software. The Performance Support team
leader felt that if the team had exposure to the Trinity software that it would influence our
suggestions during the process mapping sessions. However, as the team was wrapping up
the analysis phase of the project, the Performance Support team leader acknowledge that
the team should have had access to the Trinity software early on into the project in order to
assess its limitations as they related to implementing performance support solutions.

The HR Business Reengineering project was a very complicated project to describe.
There were almost as many definitions for performance support as there were team
members on this project. However what was consistent with all of the performance
support definitions was recognition that the knowledge worker of the future will require a
different way of accessing and using information on-the-job.

The critical events that occurred on the HR Business Reengineering project that
impacted the Performance Support team are described in Table 14. In addition, Chapter 5

will provide a detailed analysis and interpretations of each critical event topic.
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Table 14. Critical Events that Impacted the Performance Support Team

The multiple realities of the
performance support
concepts and the
Performance Support team's
role

* There were varied descriptions or multiple
realities of performance support concepts and the
Performance Support team's role.

* The organizational cultures of the Performance
Support team and the Information Technology team
evolving separately.

¢ The expanded role to the Performance Support
team included primarily solutions that did not
include performance support solutions for the initial
release of the Trinity information system.

Managing change and The
diffusion of innovation: of
the performance support
ideas

* The Performance Support team leader did not
express the need for a change management strategy
to influence the Information Technology team on
the importance of incorporating performance
support solutions into the customization of the
Trinity information system.

* Placing Anthony in a liaison position working
with the Information Technology team helped to
provide consistency for describing performance
support concepts and the Performance Support
team's role.

This concept, incorporating performance support
solutions into the system development process was
not looked upon as an innovation that needed to be
managed.

Sponsorship for the
Performance Support Team

» The importance of cultivating the informal
relationships were just as important as the
relationships with the sponsors and required some
type of change management strategy.

Performance Support team
leader's management style

* The Performance Support team leader's
management style was very controlling when it
came to making decisions related to performance
support issues..
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Chapter 5
Analysis and Interpretations
Introduction

Having the Information Technology team adopt the idea of incorporating principles
of performance support into the system development life-cycle (SDLC) required the
Information Technology team leaders to make a major paradigm shift. Fundamentally, on
the HR Business Reengineering project many of the Information Technology team
members were centered on the technology first and the users of the Trinity system second.
Some members exhibited a technocratic mindset which is a belief that if you can get the
technology to work the "rest" will fall in place. The rest refers to the helpful mechanisms
designed to support the users with the software as well as the techniques used to ensure
that a system is usable. Many of the Information Technology members believed that
usability and performance support should be included with the SDL.C model on a
philosophical level, but the challenge for them was adopting the performance support
principles into practice.

In contrast, the Performance Support team members' philosophy generally centered
on the users first and the technology second. Many members held a belief that if you know
the type of work users perform, the work environment, and attributes about the users, first
then the technology and techniques can be applied to create not only a useful but easy to use
system.

Regardless which paradigm some members of the HR Business Reengineering
project subscribed to, the fact remained that the Information Technology team and the
Performance Support team were all a part of one larger team, the HR Business
Reengineering team. For a description of the HR Business Reengineering project teams,

see Table 6. Several times the Information Technology team members and the
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Performance Support team members lost sight of the fact that both teams were working
towards the same goal. Both teams were responsible for creating a useful and easy to use
HR information by July 1996.

According to Rogers (1983), social change occurs when ideas are invented,
diffused throughout a social setting, and either adopted or rejected. My research approach,
as discussed in Chapter 3, provided an analysis and interpretation on how The Company
incorporated performance support principles into a traditional system development life-
cycle model. The research questions identified in Chapter 3 were expanded in the interview
guide, which is found in Appendix C, and the following issues emerged from the analysis
of the twenty-six transcripts and internal documents:

» There were multiple realities of the performance support concept and the Performance
Support team's role.

« The process of incorporating performance support principles into the system
development life-cycle was not viewed and managed as an innovation.

e Informal commitment and "buy-in" to the performance support principles from the
technical leaders of the Information Technology team was not recongized by many of

the Performance Support team members.

Multiple Realities of the Performance Support Concept and the
Performance Support Team's Role

As described in Chapter 4 the concept of performance support and the role of the

Performance Support team meant different things to different people. This was best

explained by a member of the Performance Support team and a member of the Information

Technology team who described their opinion of the role of the Performance Support team

at a social event sponsored by the HR Business Reengineering project leader as a

celebration for completing the process mapping (or the analysis) phase of the project.
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Members on the HR Business Reengineering project, see Table 6 for a list of the team
members, were invited; however several of the Performance Support team members did not
receive an invitation. The day that the HR Business Reengineering team was to go
bowling, the project leader asked me if | was going bowling with the group. I replied "No.
I was not aware that everyone was going bowling." The HR Business Reengineering
project leader apologized to me for not sending people on the Performance Support team an
invitation.

However, one Performance Support team member did go bowling with the HR
Business Reengineering group and he described his conversation with a member of the
Information Technology team in this way..:

Because of my training, in my [ Instructional Design] Masters program ,

I feel that, although I'm not nearly as advanced as the IT [Information

Technology] people are in terms of developing [software], I feel at

least I have, [or] I know a little bit about what they do, you know, I

know a little bit about their job, .. just enough to get me in trouble

probably. But I, 1 feel that, they[the Information Technology Team]

know very little about what we do.

He goes on to say:

... that proved true when they had a ... bowling get together about, three

weeks ago,[or] four weeks ago and it was for a lot of people that were

on the project, and there was a lot of IT [Information Technology]

people there and they asked me who I was and what group I was

working on and I told them user ed [one of the name changes that the

Performance Support team experienced]. And I said, [I was working

on] ... performance support issues and right away they thought, ah,

performance support, they thought well ... these are the people that are
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going to come and make sure, or to check [to see] how fast the Trinity
software runs. They were thinking support of the performance ... .of the
system. ... You know, I, of course I want it to run fast, but, hey, that,
that has nothing to do with me. ... I don't know the interworkings of
[the] Trinity [software]. I don't even know if it runs on a, .. database or
what type of .., but ..., it doesn't matter. ... I don't really need to know
that. ... But that's, that's what they thought we did and I'm like, "Oh,
no. This is not good."

When | asked him how the communication could be improved between the two

groups, he replied:
So first of all I'd say they [Information Technology team members]
need to know what we [Performance Support team members], what we
did and it really kind of scared me because I'm thinking, "Gees." I
would have thought that they would have been clued in ahead of this...
you know, even before they were really brought in very far in the
project, they would have been really clued in on what we do so they
don't see us as necessarily an enemy. I mean because the [person] I
was talking to was kind of like, "Oh, yeah." She had her preconceived
ideas as to what we were going to do and like, that we were going to be
enemies because [she thought] we were going to try to push them to
make the system faster. . .

During the interview with the Performance Support team member, he did not mention any

names during our session so it was just by chance that I selected a person from the

Information Technology team who was at the same bowling event and who also had
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participated in the conversation with the Performance Support team member. He describes
the discourse from that event as follows:

I first thought the Performance Support team were the people that

monitored the CPU 1o see what was going on. What was boggin down

thingsfon the computer] and that kind of stuff. But when I asked a

member of the Performance Support team he explained that the

Performance Support team was charged with helping to find solutions,

not [to] develop anything and educate people on tools they could use. It

sounded like a real ambiguous kind of thing and his position was just a

BS kind of position...

When I proceeded to clarify the definition of the performance support concepts for him in
further detail, he added the following comment:

But that's the thing, I mean it's a totally new concept. I mean they use

to leave that kind of stuff up to the, the application people and of

course, it never happened.

The discourse described above, combined with the perceptions of performance
support concepts described in Chapter 4 acknowledges that the performance support
concept is new and in order to promote this new idea throughout The Company a very
tight, clear, and common definition of the performance support concept should have been
provided and used consistently by each Performance Support team member.

When [ asked another Information Technology team member, Joe, "if a client came
to you and asked you to define the concept behind performance support solutions, how
would you describe the concept to your client.”, he responded:

Wow. That's that's a good question. I'm not going to, ... try and paint

the picture that, I have a good solid understanding [of] what that [the

performance support concept] might be... because if you look at most, ..

140



if not all, design methodologies, they rarely include performance support

discussions at all.

I intentionally included Joe's pseudonym because his perspective on integrating
performance support principles will be expressed further in the diffusion of innovation
discussion.

Several people on the HR Business Reengineering project (Business
Representatives and Information Technology team members) did not know exactly what the
Performance Support team was called to do on the HR Business Reengineering project,
primarily because, as Joe pointed out in his above statement, performance support
solutions are rarely included in system development methodologies. To include principles
of performance support into a system development life-cycle model was a new idea at The
Company and as a result a great deal of influencing and education on the performance
support concepts, by the Performance Support team, was required.

Even though the performance support strategy was an evolving strategy, the team
needed a definition of the team's role that could transcend project changes. In short, some
consistency was necessary with the team's role. The team progressed from being called the
Delivery team, the Performance Support / usability team, User Ed / Performance support,
the Performance Support team and the User Support team, which was the final name
change. As discussed in Chapter 3, the responsibilities of the team were never stable and
often uncertain. According to Rogers, such uncertainty is common when someone is

trying to promote change throughout an organization.
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Diffusion and the Adoption or Rejection of the Innovation

Diffusion Defined

The operational definition of an innovation, according to Rogers, is “an idea,
practice, or object that is perceived as new by an individual” (p. 5). When we talk about a
new idea it does not matter if the idea is really new or not because the idea may have been
around for a while but just was never accepted (Rogers, 1983). What is important is that
the idea is perceived as new by the individuals you are trying to convince. The innovation
for my study was the idea that performance support principles could be integrated into a
system development life-cycle model.

Rogers, a leading researcher on the diffusion of innovations, argues that the
diffusion of an innovation is "the process by which a new idea is communicated through
certain channels over time among the members of a social system" (p. 5). Rogers goes on
to say that because of the newness of the idea or innovation there is some degree of
uncertainty involved with the process. Uncertainty, as defined by Rogers, implies a lack of
predictability, of structure, and of information.

When the Performance Support team expressed the need for performance support
solutions to the Information Technology team, there were concerns by both groups about
how to program the performance support recommendations. Many of the performance
support solutions were relying on a specific developmental software feature promised by
representatives of the Trinity corporation. Also, several of the Information Technology
project leaders and team members wanted to see working prototypes of performance
support solutions manifested in a HR Information System before they committed to the
performance support recommendations. Even though there were smaller examples of

performance support available, several members of the Information Technology team
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wanted to see actual screen designs, and functionality of the performance support principles
embedded within the HR information system. In essence, the Information Technology
team wanted more certainty that performance support for a Company-wide project of this
magnitude was "do-able" and not just theory.

Diffusion is a kind of social change, where an idea is spread throughout a social
environment. According to Rogers, "a social system is defined as a set of interrelated units
that are engaged in joint problem solving to accomplish a common goal. The members or
units of a social system may be individuals, informal groups, organizations, and/or
subsystems" (p. 24). On the HR Business Reengineering project, the project leaders were
attempting social change on four levels. First, organizational change was initiated because
the HR reengineering team was trying to reengineer the work processes and information
systems. This change would require a different working relationship between the HR
consultants, managers and non-managing employees working at the company. In essence
the employees would be required to perform HR tasks that were formally done by the HR
consultant.

Second, Information Technology team members were called to move from a
primarily mainframe working environment to a client/server mainframe hybrid
environment, which required the Information Technology team members to learn about
new security issues and data exchange requirements for the client/server hardware
environment. The years of experience many of the team members held in the mainframe
environment would have to be applied differently on this project.

Third, the software designers were inventing a system development life-cycle
model for the customization of software versus using a conventional system development
life-cycle model for building a new system from "scratch." The Information Technology
team did not have full control over the functionality of the Trinity software. This called for

the Information Technology and Performance Support teams to influence and educate, as
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well as to make a sound business case for software changes to the Trinity software.
Therefore, changes made to the Trinity software fit into a specific boundary. This type of
software development required a good working relationship with the Trinity consultants
and the Information Technology employees.

Fourth, the Information Technology and Performance Support team members, and
Trinity consultants were called upon to understand the relevance and business case for
incorporating performance support solutions into the software changes made to the Trinity

software. These four areas namely:

. organization change within the Company and the HR department

. hardware changes moving from a mainframe to a client/server environment

. customizing the software of a purchased product and

. system development life-cycle model changes i.e., incorporating performance
support principles

were all major social change efforts in and of themselves. In essence, there were four
major process innovation projects being attempted simultaneously.

When new ideas are invented, diffused, and subsequently adopted or rejected,
social change occurs (Rogers, 1983). Because the HR Business Reengineering project
leaders were attempting to diffuse four new ideas throughout the social environment to be
adopted by July 1996, it would be difficult for each to succeed by the specified date. Each
of the four social changes influenced my study. The sharing of the common objective to
create a HR information system that was easy to use by all employees was marginally
subscribed to by the HR Business Reengineering team members. The HR Business
Reengineering team members became very polarized to achieve their specific innovation.

The performance support team's informal mission was to convince the Information
Technology team that our performance support solutions were indeed "do-able" as well as

point out where the performance support functional specifications fit into the overall system
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development plan. If the team was successful with diffusing our new idea, incorporating
performance support principles into the SDLC throughout the organization, the
Performance Support team would be well on its way to initiating social change at The
Company.

In short when we look at how a new idea is accepted by the receivers the process

contains four elements:
1. Proposal of the innovation
2. Communication of the idea throughout the organization
3. Time
4. Adoption or rejection of the innovation

In addition, Rogers suggested that it should not be assumed that all innovations should be
diffused and adopted. The rest of this section will explain in detail how the four elements

of diffusion were related to this study.

Element 1: The Innovation:

When Rogers describes how an innovation was not necessarily a new idea he
states, "It matters little, so far as human behavior is concerned, whether or not an idea is
'objectively' new as measured by the lapse of time since its first use or discovery. The
perceived newness of the idea for the individual determines his or her reaction to it. If the
idea seems new to the individual, it is an innovation" (p.11). Therefore, even though one
Information Technology manager believed performance support was not new in and of
itself, the idea of incorporating performance support principles into the system development
life-cycle was perceived as new.

Rogers also adds that the implication for a technological innovation is that for
people who adopt the change, there will be some benefit or advantage. The problem

according to Rogers is that the benefits or relative advantages are not always clear-cut to the
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adopters of the innovations. Rogers further states, "They [the adopters] can seldom be
very certain that an innovation represents a superior alternative to the previous practice that
it might replace” (p.13).

It was very difficult for Information Technology managers to see the relative
advantage of the proposed performance support solutions because many of the Information
Technology project leaders viewed the solutions as too new and the software development
techniques unproved. It was one thing for the Information Technology managers to see
wizards and cue cards in a spreadsheet to help the user easily create a pie chart, but it was
hard for them to visualize how to implement that technique to help an HR manager inform
his or her employees about health benefits. In addition, each team was always under a time

pressure to complete the project.

Characteristics of Innovations

The characteristics of an innovation as applied to incorporating performance support
principles into a system development life-cycle model were defined in five areas: relative
advantage, compatibility, complexity, trialability and observability. Each of the
characteristics will be explained as follows:

Relative Advantage: is the degree to which an innovation is perceived as better
than the old way. Even though the sponsor of the HR Business Reengineering project
approved the budget for the Performance Support team, the data does not support the
Information Technology team members as accepting or acknowledging the advantages of
adopting and implementing the principles of performance support on this project in
relationship to meeting the completion date. Performance support was always looked upon
as something "nice to do" if we had more time.

Compatibility: is the degree to which an innovation is perceived as being

consistent with the existing values, past experiences, and needs of potential adopters
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(Rogers, 1983). The principles of performance support that the Performance Support team
were trying to implement were in direct conflict with the existing values and past
experiences of many HR Business Reengineering team members. An original goal of the
project was to customize the Trinity product so that it would be as easy as an ATM to use.
In order to accomplish this task, a tremendous amount of customization would be
necessary in order to embed performance support and usability solutions. The magnitude
of the project was not realized prior to the Performance Support project leader's submitting
the performance support business case to the sponsors. In addition, very few HR
Business Reengineering team members had experience with implementing performance
support solutions. An Information Technology member talked about how the experience

level on the project affected decision making:

Really, I think that's fundamental here. I really think that's
Jundamental. You've got too many variables as it is to have the
variable of inexperience driving the project. You need somebody in
here that has done this multiple times, that can stand up and say
this is exactly that. This is how we're going to do it, these are the
templates, these are the teams, now we're going to start, do you
have any questions, I will be at your meeting, we'll help you out, I'll
walk you through it, ... I mean what you're in is reactionary and
nobody understood process mapping, nobody knew .. going [in]
what you wanted to get out of it what kinds of tools you'd need
going down the line, how you were going to utilize this afterwards,
so it wasn't like [the] known entity. This kinds of gets back to the

no experience level on this project.
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Complexity: is the degree to which an innovation is perceived as difficult to
understand and use. Ideally and theoretically people on the HR Business Reengineering
project "bought into" the principles of performance support. Fundamentally, members of
the HR Business Reengineering project thought that support with a software application at
the time you need assistance in order to complete a task was as a good idea. However
given the constraints of the purchased software and the unchangeable completion date, the
performance support ideas were perceived as "too" complex given the tight deadline for
completing the project by some Information Technology team members. An Information
Technology member, Sam, with years of experience in system development provided this
view during on the topic:

My druthers is, I think it's important that we have something like in the

area of performance support , that we make it easier for people to use.

This is the type of system that we want to get on every manager's desk,

so it better be well, be easy to use and ... So I think we need to get

there. But my view of the initial implementation is that it's going to

be in a centralized human resource support area. It's going to be for the

specialist. It's not for the generalist. Much like the current system.

The initial implementation of our software. Will not be on every

manager's desk.

He goes on to say:
It will be in a centralized operation much like payroll supports most of
our human resource systems right now, they do all the data entry for
us. And I see that happening with the initial implementation of our
new [Human Resources] system, even though that's not the target.

That is just the first step in the implementation. They are the
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specialists, they should probably not need a lot of training other than

things that we could provide them on a group basis.
According to Rogers, "some innovations are readily understood by most members of a
social system; others are more complicated and will be adopted more slowly" (p.13). This
was true with incorporating performance support principles into the system development
life-cycle model. In addition, Sam saw that the adoption of incorporating principles of
performance support solutions into the project would not be implemented in the first phase
of the project but rather in a later release. Sam goes on and provided further opinion on the
topic:

So I don't see EPSS as being an initial implementation issue. 1 think

we need to implement the software and get some experience with it.

As "plain vanilla" as possible. To get some understanding of where

there might be some performance[system performance] issues, where

there might be some network issues, where there might be some

usability issues that we didn't expect. And I'm sure all those things are

going to pop up.

Fortunately, doing a limited number of people in a centralized area, so I
don't see performance support as being something we need to provide
for initially, but once we start moving it out , once we hit those later
phases, which is after the middle of next year, and we start moving it
out to HR specialists, then we're going to have to provide some
additional support, and that's where I see EPSS [Electronic
Performance Support] coming in to support that initial roll out. But |
don't even view that as being the key part thing. I view the real need

for performance support is moving it out to the manager's desk.
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Trialability: is the degree to which an innovation may be experimented with on a
limited basis. The performance support concept was implemented on a smaller scale with a
in-house product that was designed to assist any manager in completing a management
plan. In addition this application provided the framework to ensure that all of the
management plans for each organization were consistent. This example of a performance
support application was looked upon as a small scale project and because it was developed
solely by the Corporate Education Center, the project could not be an example of how to
incorporate performance support principles into a system development life-cycle model.

Observability: is the degree to which the results of an innovation are visible to
others. The easier it is for individuals to see the results of an innovation, the more likely
they are to adopt. The Performance Support team was not able to produce the type of
resuits that the Information Technology team leaders wanted in order to show them the
capability of performance support solutions. Paper prototypes and applications from other
projects that used performance support concepts were provided as examples. However,
the Information Technology team leader many times wanted more concrete examples related

to the HR Business Reengineering project.

Element 2: Communication Channels

Rogers suggested that "communication is a process in which participants create and
share information with one another in order to reach a mutual understanding. This
definition implied that communication is a process of convergence (or divergence) as two
or more individuals exchange information in order to move toward each other (or apart) in

the meanings that they ascribe to certain events" (p. 5).
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Communication Between the Performance Support & Information Technology

Team Members

The communications between the Information Technology and Performance
Support team members emerged as a huge issue. No one really understood the other
team's viewpoint and because there was a tight deadline to complete the project there was
not much time available to cultivate the relationships. Sam, a member of the Information
Technology team, provided his opinion on the communications between the Information
Technology and the Performance Support team members:

1 think part of the problem is one of communications. We in systems

[Information Technology Team] have really not dealt with performance

support people before. We've dealt with the data base design people.

We've dealt with the data center technical support people. We've dealt

with the network people, so it's something new for us and I'm not sure

we know how to do that or what we have to do. Some of the things that

I've said previously were based upon my guesses, and I don't know

because I've not actually talked 1o people who developed performance

support systems. People like Thomas or some of the other people in

that area. I think what we need to do is review what our real plans are

Jor the [Human Resources] system, and the first step is going to be a

centralized area and what do we need around that to support it. The

next step is to roll it out this way.

The next step is to roll it out that way, and reach some agreement about
where we can help each other out, or where we think there's some
interconnection there, because again, initially, I don't want to do

anything with performance support because I'm going to roll it out to
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some experts in a very limited area, and I'll keep tight control over that
because I want to know how the software we purchased works, and I
want to make sure that I understand what the technical concerns are,
what the performance limitations are, and that kind of stuff, and then
we'll worry about some of the other things.
He further stated:

Thomas might have a very different perspective on that. so I think part
of the problem is we haven't worked together in the past and we don't
know how to work together, or how we want to communicate or where
we need to touch each other and say, "Hey, did you consider this?" I
almost see there is no communication right now. I think we in systems
have some idea of what we need to do to get that system up -- to get the
iron out the door, and we want to do that. I end up pushing that a lot,
but I think at some point we're going to have to say, " Okay, we need 1o
work together on this." How do we do that? What areas do we need to
talk about? When is it important for us to start having those
discussions? There are some areas as we're going through this process
slow that you probably noticed that could use some support in that area
to help out. ... but we need to sit down and say, "How do we work
together? When are we going to do things together? What parts of it
need this kind of support? What parts of it don't need this kind of
support? And get a better understanding of how our two areas can work

together. I'm not comfortable that we have that understanding at all.
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When I asked Sam if he had any ideas of what we could do in order to increase
communication between the two groups, he replied:
No, I don't. 1really don't.
But Sam did discuss how the two teams could work together:
One of the things that's come through to me is I've sat in on some of the
sessions where the business people were brought in to review the work
we've done to date, and one of the things that keeps coming up is we
want the system as soon as possible, and the other is, it betler be easy

to use.

They're [business representatives who will be expected to use the

software] telling us right up front that if I have to know what the code is to

do some of this stuff, I'm not going to use it. I'll find a way to get around it.

So we need to stop paying attention to [them] ...
The following statement by Sam described his attempt to understand the perspective of the
Performance Support team:

My initial direction is, "Let's get it out the door. We'll push it through.

We'll move it out there, they'll learn to love it. It's not going to happen

that way, I understand that much more clearly now, but I think we need

the formula for where we think performance support can help out and

when it needs to be part of the delivery package[final customization of

the HR Information System].
Sam continued the discussion and described how he perceived incorporating performance
support solutions into the customization of the Trinity product added additional complexity

to the project.
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We talked about change management before. We know we have in
existence a very difficult change management issue.. right now the
different versions of the software, the different operating environments
we need to deal with. Now you throw performance support on top of
that, it becomes even more complicated, we think. So we need to start
opening these conversations. We need to have better understanding of
the types of things we need to talk about. We need to have a better
understanding of how we fit together, what's going to be impacted by
this and when. If we have those types of things and we start opening

dialogue, I think we'll be in much better shape for the future.

It almost seems like what's happening is that the systems [Information

Technology] people are listening and talking to the business people in

Human Resources, and the performance support people are listening and

talking to the business people and we're not talking to each other. So I

get information from the Performance Support project leader that some

of the performance support people say this, that and the other thing, and

I should have just said, "Hey, come on, let's talk about this a little bit."

So I think we're getting a better realization that we need to work

together more closely. The concern that I have is that we simply don't

know when we have[time] to do it, .... If you do develop some kind of

model like that, that would be very helpful to us, too.

Sam became a very important informant because he was a part of the Information
Technology team. Furthermore, in our discussions Sam was able to articulate a clear
understanding of issues relating to the concepts of performance as well as issues relating to

the roles of the Performance Support and Information Technology teams.
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Of the four innovations discussed earlier in this chapter, a communication plan was
attempted for only the first innovation, which was to reengineer HR work processes and
support the HR user community with a new HR information system. The mission for the
HR Business Reengineering communication and marketing strategy was to:

1. Develop and maintain awareness, buy-in within our end-user populations,

so that they are ready and willing to use the reengineered HR Information

Systems and processes.

2. Develop and maintain understanding, buy-in and ownership within our

Information Technology support staffs, HR professionals, and other key

stakeholders, so that they endorse and advocate use of the reengineered systems

and processes, and share accountability for the project's success (Internal

Document, February, 1995).

In order for the Performance Support team to successfully incorporate performance
support principles into the system development life-cycle model, formal and informal
communication and marketing strategies were necessary for this innovation as well.

In a liaison role working with various members of the Information Technology
team, Anthony, a member of the Performance Support team, was strategically placed to
cultivate relationships with the Information Technology team members. Rogers suggests
that pursuing interpersonal communication channels are more effective in persuading an
individual to adopt a new idea, especially if the individuals are peers. On the bases of
Anthony's technical knowledge, he was a peer with many of the Information Technology
team members.

Also, Rogers pointed out that one of the most distinctive problems in the
communication of innovations is that the participants are usually trying to communicate

from two distinctively different perspectives. This was exhibited in the earlier discussion

155



between the Performance Support and Information Technology team member who attended
the bowling event.

According to Rogers, a change agent has to be more technically competent or more
knowledgeable about the innovation than his clients are. This difference frequently will
lead to ineffective communication; the data reflected this point time and time again.
Fundamental terms like performance support, information mapping, needs analysis, and
contextual interviews caused miscommunication on several occasions. The teams simply
did not talk the same language. Many times members of the Performance Support team did
not talk the same language because their background and previous experiences were so

varied.

Time: Element3

In terms of the diffusion literature, time will be defined as the time between the first
knowledge of the innovation to the adoption or rejection of the innovation. It took from fall
of 1994 until the summer of 1995 for the idea of incorporating the principles of
performance support into the customization of the Trinity software to be formally initiated
and rejected for implementation during this phase of the project. I do not have data to
support why the innovation- incorporating performance support principles into the
customization of the Trinity software- was rejected. However, Chapter 6 discusses the
barriers to incorporating principles of performance support into an information systems

development model and draws major conclusions.

Element 4: The Social System

There are some information system developers who subscribe to a data-centered
system development paradigm versus some system developers who subscribe to a user-

centered or performance-centered system development paradigm. No longer can these
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system development paradigms be separate. To create useful and usable software the data
from this study supports that the two paradigms should merge. If kept separate, the two

cultures will continuously develop into distinctively different cultures.

Integrating Performance Support Principles into the SDLC model

When asked about incorporating performance support principles into the system
development life-cycle an Information Technology team member responded:

...because if you look at most, ah, (pause) most, if not all, design
methodologies, um, they rarely include performance support, discussions

at all. . from, the planning stage all the way through the construction

stage no matter what, .. methodology you're using. The methodology is
designed to drive the production of a product with, little concern, as to

how, users will actually use the system. I don't think there is a lot of
thought given to, usability in general. There's no place for usability to

be designed into most design methodologies. You know, .. planning ..
analysis, programming and, testing is, .. pretty much the way most,
design processes go. So for me to define what I [the person paused to

think about the rest of his response], my concept of an electronic
performance support [system] ... it would have to be a system that
would be completely integrated into ... the functionality of the software.

.. [ would use a]. . .cascade approach. Every phase would need to pay
attention to pe;rformance support [concepts] as, as a design issue that's

just as important as data base and data issues. So it would become an
integral, so to speak, part of... of the methodology. . .

He goes on to describe how the system development model would be affected by

incorporating performance support principles:
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It [incorporating performance support strategies] would become,
pervasive throughout the design process or throughout the entire
development methodology .. and it would also, probably increase the
person hours. Every phase of the project would be increased by the,
existence of new development and design issues that have never really
been incorporated ... in that [system development] process. . .So, the
methodology life-cycle would probably get faiter and increase a little bit
more.

When asked about the key player needed for integrating performance support principles and

quality assurance throughout the systems development process, an HR Business

Reengineering manager provided the following comment:
Oh, it’s gotta be the project leaders. In this company it’s got to be the
project leaders that establish those rules ... that we’re going to do it this
way, we’'re going to follow a methodology and we’re going to
incorporate these kinds of things [performance support and usability]
within the system and we’re going to incorporate the users of the
project. That’s the one piece of it and then the project leader really has
to be rewarded for that.

Another interviewee with deep experience in Information Technology described his

position:
I think if ... the performance support tools are going to be useful ... what
the performance support groups need to do is, is make sure that it
becomes part of the, the basic methodologies. ... [ At The Company] ..
the biggest obstacle, to the success of [implementing] performance

support tools would be that they're[the performance support team] still
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a very isolated group. You know.. [Instructional] technologies people

are. . .are not part of the normal [system] development teams. They're,

you know, sort of pop in here and there and they do it coming through

the user community typically not through the [Information Technology]

IT community.

This point was so critical as to why Anthony was the key to being placed in that
liaison position because even though he worked with the Performance Support team, his
background was also in Computer Science. Because of his skills in computer
programming and knowledge of the client/server architecture, he could have easily work
for the Information Technology Team. This was the first step in bringing the teams

together in ideology as well as in physical location.

Physical Location of the Information Technology and Performance Support

Teams

Not only was the Performance Support team separate from the Information
Technology team in terms of their ideology for system development, the teams were
physically separated in their work environment. The Performance Support team members
were the only group located in the Corporate Education Center. The Information
Technology team along with the rest of the HR Business Reengineering team including the
Performance Support team leaders were located in the Corporate Headquarters building. It
was extremely difficult for the Performance Support team members to develop relationships
with the Information Technology team members because the only time we had any contact
with them was in meetings. It was also suggested by several Information Technology team
members that the Performance Support team members involved with the customization of

the Trinity software should have been on the Information Technology team and reporting to

159



the same manager. This team member went on to say how the Performance Support team

and the Information Technology teams should be integrated.
Integrated, I think means not only existing in the same physical
location, but also reporting up through the same management.
Different management just, I think, ah, causes cultural differences.

The Performance Support co-team leader expressed his opinion on the two teams:
If we had user support experts, you know performance support
experts on the staffs in the [Information Technology] IT areas then
you would have the expertise within the area. They would be a
normal part of the environment and help the systems to normalize
with user support and usability [we do not need two teams] That's
right. Separateness does not work ... that's been true time and
again throughout history whether it is race or whether it be user
support it doesn't matter. It doesn't work.

An Information Technology manager describes the importance of building a good working

relationship:
... If you [Performance Support] are going to be in the methodology,
location is everything. But where you physically sit. . .makes a
difference. Okay. I get along great. . . .with Tristian and Andre and 1
truly believe ... these guys because they sit like, you know, twenty
feet from me. We laugh. We talk. [They are able to develop a

working relationship |

Performance Support Must Not be a Separate Discipline

Change is a slow process and occurs at many levels. Some Information

Technology members believed that the technology would continually become easier to use
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and information system developers would become exposed to user-centered system
development strategies through changes in fields such as Computer Science at the
university level. One Information Technology member provided the following insight:
Well, 1, think that, performance support, right now it kind of exists as a
separate discipline. .. until it is, as long as it is a separate discipline,
there will always have to be, a performance support representative. . .
.throughout the process. Until, until our methodology thinking and, and
our, all of our philosophies change.
Joe proposed that the change occur at the university level and performance support
principles be taught as part of the Computer Science and Management Information System
curriculum. He went on to say:
until it's [performance support principles] integrated into our teachings
about, about systems development. ... it will be a separate discipline
looked at as something we're adding into the process all the time. until,
ah, computer scientists and management information professionals can
go 1o, their colleges and universities and technical schools and receive
training where performance support issues are, integrated into the
curriculum. . .integrated into the, the very courses around system design,
until that happens. . the key players [to convince for including
performance support] will be the traditional, development personnel. .
..in, in addition to performance support people who, who need to
understand the business, ah, as well if not better than, ah, the business
analysis themselves.
Another interviewee familiar with Information Technology and expert systems provides

this account:
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Yes. I think that the electronic performance support systems directly
parallel expert systems and if we really want to succeed with them and
make them part of normal systems development and normal systems
implementation [processes] at companies like [ours] than we have to
make it [performance support] nearly invisible. We have to make it
normal. We have to make the tools and processes the procedures to
analyze where they [performance support solutions] are needed how
they're built and , and the way that they're implemented into normal IT
[Information Technology] shops.
He went on to reiterate that performance support principles must be integrated and looked
upon as part of the normal process of developing systems: the Information Technology
team must be able to see the relative advantage of incorporating performance support
principles into the development process: He adds:
Make it part of the environment.. Make it part of the normal way of
doing business or it's [incorporating performance support principles into
the systems development process] going to fail because when people
see it as different they're going to see it as something that, that people
believe is (pause) perhaps beyond them, perhaps something that, we've
always gotten by without it. Why should we need that now?
Another Information Technology member compares performance support systems to expert
systems. He went on to say:
The only real barrier [to the success of performance support systems]...
would be that it doesn't, you know it proves not to work. . . .then it's
more development time, more cost, more resources and it doesn't

accomplish anything. It will disappeaedr like the popular Al [Artificial
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Intelligent /| Expert systems] products disappear because the cost of

doing something were, just wasn't worth the, the value.

These were every powerful statements coming from team members with an
Information Technology background. There are hundreds of system development models
and strategies available and generally information system developers select a basic system
development model and adjust the model according to their needs. Therefore to persuade
information system developers to adopt a specific performance support model will not be
easy. On the other hand, if information system developers are shown the relative
advantage for incorporating performance support principles as a normal and effective way

to create useful and usable software, the principles may be more readily adopted.

Organizational Diagnostics

The organization's formal and informal working environment is a factor for
determining whether an idea will be adopted or rejected by a group. Weisbord (1978), a
management consultant and researcher, proiaosed there are six areas where an organization
most likely will encounter problems. Table 15 describes the six areas for organizational

analysis and how they are represented in the formal and informal organization.
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Table 15. Six Areas for Organizational Analysis
Adapted from Weisbord's Six Box Matrix (Burke, 1982, p.172)

Six Areas Formal System Informal system
(work to be done) (process of working)
1. Organization Purpose Goal clarity on the mission Goal agreement
and vision statement
Organizational chart or How work is actually
2. Organizational Structure  functional work matrix done or not done
The assigned working The way work should get
3. Relationships relationships done.
Who should deal with How well do they work
whom on what? together?

The President of The

5. Leadership Company wanted tomove  Mixed leadership styles
from "old" hierarchical
leadership to more

~ participatory

6. Helpful mechanisms Systems that are in place to  How do they function in
help the team membersdo  practice?
their job.

Of the six areas to investigate for organizational discontent as described by Burke
(1982), the reward system was most frequently mentioned by members of the Performance
Support and Information Technology teams as a problem area in the organization.
According to several Information and Performance Support team members, the reward
system was not designed to reward a person for quality but for meeting the expected project
completion date.

An Information Technology team member viewed the issue of the organizational
culture and its impact on the reward system for the HR Business Reengineering project in

this way:
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The culture here is definitely the overriding issue. ... to me the

underlying pinning here of this culture I think is two things. You have,

you have the top management, senior management not committed 1o,

really committed to, the kinds of things that are quality. And I don’t

mean that .. the group doesn’t talk about quality and all that kind of

thing but the reward system is totally the opposite.

A HR Business Reengineering project leader explains his view of how the reward
system is tied to implementing system methodologies.

And I mean, I can't tell you, I can't begin to tell you how many

methodologies, I've been here 17 years and I can't tell you how many

methodologies I've seen come in here get put on the shelf and go out

and it's because we're not rewarded for any of that. .... And until you

change that you're never going to break the mold. You never are going

to break the mold. I'm convinced of that. In fact, I'm so convinced of it

that I've really begun to examine my own, my own reasons for being

here. Because you try and you try and you try and you're constantly

Jfighting the reward system and you know, [Senior managers and project

leaders, we] are all going to be evaluated on the success of this system

by making July '96 [date]. Oh and by the way with quality.
Note that in the description of time in Chapter 3, several other members of the HR
Business Reengineering team discussed how time or completing the project on time was the

driving factor on the project and the quality of the product was second.
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No Overall System Development Methodology

During the first month at the field-site I was very discouraged with the progress of
my research because I could not see evidence of an overall system development
methodology being followed by the HR Business Reengineering team. It was not until
April 21, 1995, when I had an interview with HR Business Reengineering team member
who had previous experience with system development, that my intuition was confirmed.
There was not an overall system development methodology in place for the project. He
provided me with his view of the system development methodology used for the project:

There's a fundamental fault in this project and that is it doesn't have a

methodology. To me that is extremely troublesome.. because the whole

project team is trying to invent what, how they're doing things as they

go along. That's why the Performance Support team didn't get started

until so late in the game.

When I asked another project leader about the system development methodology
used on the project she replied:

... it’s really the plan because there is no methodology that I can go to

that says that we’ve now gone to a functional specs and so that I know

where the checkpoint is.

She further stated:

We adopt programs and methodologies for six months and then if we

don't see immediate results we're out of them. We're out of them.

Because there was not an overall system development plan, it made it extremely
difficult to know why certain developmental decisions were made and where the
Performance Support team fit into the overall system development plan. During a

debriefing of my study with a colleague, she provided the following analogy for this study:
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developing a system without a detailed plan is like driving in a fog: it takes you longer to

get there and you never know when you will encounter a red light until it's almost too late.

Sponsorship of the Project

The Delivery Team, also known as the Performance Support team, could not have
been formed without the sponsorship from senior management. According to Gery (1991):

Whenever there are new undertakings proposed in an organization, the first

critical step is to obtain an adequate level of sponsorship for the activity or

project. Sponsorship is defined as the political, logistical and economic

funding of an activity. Because of its newness, the investment it represents,

and its political and business implications, electronic performance support

requires such sponsorship (Gery, 1991, p. 196).

Sponsorship for the performance support project occurred at three levels: the Vice President
of the Human Resources organization; the project leader for the overall Human Resources
Business Reengineering project; and the team leader for the Information Technology
portion of the project. Figure 3 depicts the types of sponsorship sought from the
Performance Support team leader on the HR Business Reengineering project.

The Vice President of the HR organization recognized that the new HR
information system would have to be easy to learn and use. The analogy the Vice
President used to describe the new system was that he was in charge of developing
an HR information system that was similar to, as he called it, an airplane cockpit
that would allow a manager to fly the plane even when the pilot didn't have formal
training. The term "performance support" was never used but the performance
support concepts were always described and supported by senior management.
Politically, having the Vice President recognize the need for an easy to use and

useful system was important. The challenge was transforming the fundamental

167



concepts that were articulated by senior management into user requirements and
functional specification for the customization of the Trinity software.

Figure 3. Sponsorship for Incorporating Performance Support into
the HR Business Reengineering Project

Performance Support
Team Leader

Critical that the PS Project manager

Champion the project internally and

win commitment from outside of the
project team.

Finally it was an important factor for the Performance Support team leader
to make a successful business case to the HR Business Reengineering project leader
and the system development team leader for the importance of funding performance
support solutions for the project. In addition, it was important that the organization
"buys into" incorporating performance support principles into the HR Business
Reengineering project. Without real organizational support, the accomplishment of

the Performance Support team would be minimal.
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Roles Necessary for Change

To assist with having people adopt a new idea certain roles need to be filled in order
to promote the new idea throughout the social system. On our project, the opinion leader
was Thomas and the Performance Support team members were change agents. The
Performance Support team leader was not involved in the daily activities of generating
performance support solutions and viewed her role in a broader light.

When I asked the Performance Support team leader to describe her background and
how she became involved with performance support, she replied,

Well, let me start by saying I'm not involved with performance support.

I’'m the project manager for HR reengineering and making sure that the

reengineering processes systems that we’re allowed can in fact be used by

the people who do HR work. So my focus is making sure that the
reengineering processes and systems allow work to get done once it moves
out to managers, supervisors, HR professionals, and employees. So for me
performance support is a tool, and a set of solutions to enable that to
happen. So that’s my focus. And in terms of background I've been in
human resources as a general consultant for the last four years. Prior to

that I was in education training and development area for about 10 to 12

years and then prior to that inconsequentially I was a supervisor in printing

services and a typesetter. So that’s my background.
[ immediately reacted to that response and was very taken a back during the interview
because I did not understand why the leader of a team that was still, at that time, being
called the Performance Support team would say that she was not involved with
performance support. During the time of the initial interview I was shaken and did not

know where to go next with the interview question.
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I was really afraid to ask her why she felt that way. My role as a researcher and a
member of the Performance Support team really became intertwined at this point. It was
very difficult for me to separate the two. On one hand, I felt as if my supervisor (she was
the person who signed my checks) did not really understand what I did and I felt the old
hierarchical employee/supervisor climate in the room. The Performance Support team
leader never said or did anything specifically for me to point to that caused these feelings; it
was really an issue I had to deal with on a personal reflection level. I had to find some
understanding for that response. It was not until approximately four weeks after the initial
interview that I scheduled a meeting with the Performance Support team leader and
explained my feelings with her about our initial interview. She was glad that I had returned
in order to gain clarity and she proceeded to reiterate basically the same response as she
shared with me earlier. As a researcher this was one of my most frustrating moments.
Somehow, either [ was not able to communicate the right follow-up questions or there were
some messages | just could not pick up on at that time. There was a dichotomy between
the Performance Support team leader's view of performance support as an innovation and
the Performance Support team members' view. The Performance Support team leader
always saw her role in a broader sense of being responsible for delivering the new HR
information system to the employees of The Company and viewed performance support as
a tool or means of accomplishing that task. However, when the Performance Support team
leader embraced the idea of using performance support as a strategy, the Performance
Support team members saw the Performance Support team leader as the champion or
change agent necessary to promote the innovation at all levels of the HR Business
Reengineering project.

The Performance Support team leader needed to be involved with performance
support on a broad level as well as a detailed level in order to promote and assist in the

diffusion of the idea throughout the organization. If the Performance Support team leader
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was not able to effectively communicate some of the detailed performance support
developmental issues to the Information Technology team leaders, it would be very difficult
for the new idea to survive. According to Raybould (1995b) eight major roles exist on a
Performance Support team. Table 16 was adapted from Raybould and describes the
primary roles of the Performance Support team.

The Performance Support team leader was the intermediary between the
Performance Support team and the Information Technology team members. However, in
order to promote the innovation- incorporating performance support principles into the
customization of the Trinity software- the Performance Support team leader was called

upon to be the lead change agent or the champion for the project.

Change agents

According to Rogers, a change agent "is an individual who influences clients
innovation decisions in a direction deemed desirable by a change agency. He or she
usually seeks to obtain the adoption of new ideas but may also attempt to slow down
diffusion and prevent the adoption of what he or she believes are undesirable innovations"
(p- 28). In meetings many of the Performance Support team members would speak out on
issues relating to performance support trying to influence and educate various members of
the HR Business Reengineering project on the benefits of adopting performance support
principles. The Performance Support team leader should have been the most important

change agent because she interacted with the decision makers sometimes on a daily basis.
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Table 16. Analysis of The Primary Roles on the Performance Support Team
Adapted from Raybould (1995b)

Determine project goals,
objectives and scope

Plan time frames and cost
Coordinate team members

Performance Resolve time/cost/technical
Support issues and conflicts The Performance Support team
Champion the project leader did not have the expertise
internally and win to perform the last three roles
Profect commitment form outside of | suggested by Raybould (1993).
ojec the project team . .
Manager D evg I 0; Performance Support This role was informally led by
< ; Thomas and Anthony.
ystem architecture
Educate design team in
Performance Support Systems
conceplts
Instructional Of the nine people
Designer Conduct task analysis (including myself) on the
Develop scope and content of Performance Support team six
the performance support system | people had a background with
Evaluate effectiveness of the instructional design.
performance support solutions
Develop module outlines and However for many of us it was
storyboards and information the first major performance
maps support project.
User Determine look and feel of the | There were two team members
Interface performance support system responsible for usability and user
Designer Develop navigation methods interface issues.
Determine interface elements
Determine usability goals
There was a team member with a
Graphic Create content graphics background in graphic art. In
Create interface graphics addition he understood the
Artist organizational politics as well.

Users

Provide input to the design
Test the prototypes

Provide input to current work
environment

It was prbjected that users from
the business community would
test the system.
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A critical event occurred on the project when Anthony, the Performance Support
team member with an undergraduate degree in Computer Science, was placed in a very
strategic new role. At the Thursday, March 23, 1995, performance support weekly team
meeting the Performance Support team leader announced that Anthony's new role would
place him in a liaison position with key Information Technology team leaders and team
members. This position would give Anthony the opportunity to influence and educate the
Information Technology group about performance support solutions. No longer would the
team have the Performance Support team leader as an intermediary but a Performance
Support team member with the expertise to discuss the details associated with performance
support issues. This was an excellent move on the part of the Performance Support team
leader's part to move the most technical team members into more strategic positions.
Thomas was also moved into a new role where he and the Performance Support co-team
leader were part of a new team that investigated issues that involved the overall project.
However, Thomas still experienced some difficulties in promoting performance support
1Ssues.

Information technology organizations are being presented with the idea of
collaborative systems' development. Brusca and Campbell (1995) who describe a case
study on a performance support system being implemented on a business reengineering
project, state:

It is critical for performance support designers to partner with and establish a

working relationship with any development organizations, usually

information systems (IS) departments. In this case, the Performance

Support team embarked on something rarely done with a development

group- the Team was breaking down the fire wall that surrounded the IS

world insisting on a cooperative design and development effort. In short,

the Performance Support team wanted to have an active role in designing the
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system's appearance and its interactions with the user. This was critical if

the system was to include intrinsic performance support components p. 181.
The above description is one type of goal for a Performance Support team; however, this
study shows that breaking down the fire wall is not an easy task for some organizations.
Therefore it is imperative that the Performance Support team leader, change agents, and
opinion leaders who are advocates of performance support work closely together to

influence change within an information systems group.

Opinion Leader

Thomas accepted the role of opinion leader. This was never formally expressed by
anyone but Thomas's actions on the project corresponded almost perfectly to Rogers'
definition of an opinion leader. Rogers describes an opinion leader as "an individual [who]
is able to influence other individuals' attitude or overt behavior informally in a desired way
with relative frequency" (p. 27). This person is the most innovative member of the
organization.

Generally everyone on the team looked toward Thomas for the innovative ideas and
guidance for performance support solutions. Some members on the team acknowledged
that Thomas's style was sometimes perceived as aggressive, negative and non-conforming
to The Company's culture. But Thomas was an excellent performer. Rogers explains that
an innovator is often perceived as "a deviant from the social system and he or she is
accorded a somewhat dubious status of low credibility by the average member of the
system" (p.27). On the Performance Support team, for the most part, Thomas's technical
credibility was fine. It seemed that sometimes Thomas's work style conflicted with those
of his Performance Support team members. Thomas believed in acting first and explaining

later when there were situations where he believe that there could be a lost opportunity.
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This caused some conflict with Performance Support team members who might not have
been as flexible with their work style.

Thomas's role in the change effort had to be primarily behind the scene. Because
Thomas was also trying to play the role of the change agent by being very vocal and
passionate in meetings about performance support issues, he quickly developed a negative
reputation. Rogers also states that the opinion leader's role in persuading others about the
innovation is likely to be limited.

The type of leadership Thomas provided was informal and according to Rogers,
"opinion leadership is earned and maintained by the individual's technical competence,
social accessibility and conformity to the system's norms" (p. 27). Thomas was extremely
technically competent and people were aware of those skills, but because Thomas was not
willing to conform to the social system norms or adjust his approach in order to maneuver
politically throughout the organization and The Company, he was not able to continue in

the role of opinion leader.

Risk Taking and Trust

When I attended a team building session with the Human Factors Engineering
Group on the Friday of my first week at The Company, the facilitator had previously
administered the Myers-Briggs (1987) personality type indicator and was debriefing the
results at the team building session. I did not realize that my participation with the Human
Factors team building session would provide me with important information that I could
use throughout my entire stay at The Company. After being at The Company for only one
week [ was able to walk into a very personal event. 1 was able to watch the facilitator of
the team building session pull out the commonalties and differences found among the nine
people from the Human Factors Engineering group participating in the all day session. The

two major issues that emerged from the session were that many of the team members did
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not trust one another and were very cautious with how they approached risk taking. Of the
nine people who attended the Myers-Briggs team building session, four of the participants,
including myself, were participating on the Performance Support team.

On the Performance Support team, trust and risk taking emerged primarily between
the Performance Support team leader and Thomas. Thomas was the most experienced
Performance Support team member. Because Thomas had extensive experience in
business systems development, performance support concepts, and business modeling
simulations he was the most experienced person on the team. He also held a senior (non-
managing) position at The Company. Some companies are creating positions of this nature
that are considered a non management track. However Thomas incurred many problems
because he did not have deep experience with the organizational culture of The Company.
Thomas literally took the President of The Company seriously when he urged employees to
act like a business owner. Since Thomas had previously owned his own business, to him
that meant doing whatever it took ethically to create a quality product. Risk taking was
simply a part of Thomas's personality, primarily because Thomas knew the risk of not
moving forward with new ideas. Thomas also believed in pursuing well thought out
opportunities like incorporating performance support into the customization of the Trinity
product and business process modeling and simulation. Someone once said that
"Opportunity always involves some risk. You can't steal second base and keep your foot
on first." To put it simply, Thomas was viewed as always wanting to chase after
opportunities that many on the Performance Support team were just not familiar with,
especially the Performance Support team leader. Thomas liked being an expert and worked
well in conditions where he could share his expertise openly as part of a team. In contrast,
the Performance Support team leader had spent her entire career working for The Company
and was part of the "old" organizational culture. The Performance Support team leader did

try to progress toward the new organization culture and adopt risk taking behaviors, but [
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think the problem was two-fold. First, the level of risk taking and trust required to
promote the performance support innovations were in direct conflict with the Performance
Support team leader's management style and technical expertise. Her style was primarily to
be a team facilitator in meetings but to controll when it came to decision making. Second,
the Performance Support team leader needed to understand, in detail, the reasoning behind
various techniques proposed. It was difficult for her to relinquish some of her control to
the Performance Support team members, especially Thomas. Their relationship was a
symbiotic one where Thomas needed the Performance Support team leader and she needed
Thomas.

Thomas needed to listen to the Performance Support team leader's expertise for
maneuvering within The Company and the Performance Support team leader needed to
trust Thomas's expert advice on performance support issues. By the Performance Support
team leader's not having the technical knowledge required to promote the performance
support concepts on her own, she had to rely on others. This placed the Performance
Support team leader in a very precarious situation.

There was a Performance Support co-team leader. However, I always found his
role very blurred. The Performance Support co-team leader did have significant work
experience as a software developer; however, he was not experienced with developing
performance support applications. The Performance Support co-team leader was an
advocate of performance support; however, I am not sure how comfortable he was with
fielding detailed questions on performance support issues during the HR Business
Reengineering team leader meetings. Technical details about performance support and
usability concepts were fielded primarily by Thomas.

[t was understood by the Performance Support team members that the role of the
Performance Support team was more that just incorporating performance support

principles into the customization of the Trinity HR information system. However, all of
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the internal documentation, interviews and participant observations collected from February
27, 1995 until May 8, 1995, primarily support the role of the team related to performance
support issues. The fact remains, however, that the role of the team was always being
redefined by someone with more status and influence than the Performance Support team
leader.

In this chapter, I have tried to illuminated the emerging issues that were related to
the Performance Support team incorporating principles of performance support into the
system development life-cycle model. The organizational culture was an overwhelming
issue, however anytime a researcher steps into a work environment that is experiencing the
after shocks of a major layoff, the organizational culture will be a major issue. The fact that
the team was customizing a purchased product made it extremely difficult for the team to
follow a system development model because many of the system development models are
designed for developments projects that are initiated from "scratch."

It became quite obvious that the concepts of performance support were very new
for many of the Information Technology members early on in my study. Many times the
interviewees were uncertain about what I was going to ask during the interview, even
though each participant received background information about my study. However after
the interview began people had a great deal to say on the topic and once the interview was

over, some interviewees commented that they actually had fun discussing the topic.
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Chapter 6

Conclusions
I began this research looking more at the technical side of developing performance
support systems. [ wanted to know the exact steps required to create a performance
support system. While working at the field-site, it did not take me long to realize that to
investigate an entire system development model for the creation of a performance support
system would take more than eleven weeks of investigation. In addition, a more rich
research focus emerged, in that the Performance Support team was always called upon to
influence and educate people about the importance of performance support solutions. In
fact, the primary question emerged: How do we get them (the Information Technology
team members and Human Resources business representatives) to understand what we (the
Performance Support team) need to do on the project? As aresultof this issue emerging, I
began to focus my research around the following question:
What were the major issues associated with successfully
incorporating performance support principles into a system

development life-cycle model?

Major Issues

Three major issues emerged:
1. The definition of performance support and the role of the Performance Support
team were inconsistent. Some members of the Information Technology team suggested
that the only way performance support concepts would be included in the system
development life-cycle was for the Performance Support team members to be a part of the
Information Technology team and located in the same physical location working side by

side on a project. By the team members working in the same area, there would be more
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opportunities for informal communication to take place between the two groups. In
addition, to increase the communication and discourse between the Performance Support
and the Information Technology teams, at each kickoff meeting the roles and
responsibilities, as well as the system development model or framework, should have been
acknowledged. This would have provided an opportunity to educate members and adopt
one or a combination of system design and developmental strategies for the system
development project. Last, the role of the Performance Support team should have been
consistent. The Performance Support team leader should have provided as much
consistency as possible with the primary roles and responsibilities of a Performance
Support team.

2. The Performance Support team was required 1o convince the Information
Technology team to adopt the principles of performance support. It was difficult for a
change initiative to occur without a strong champion or lead change agent representing the
innovation. The champion should have been extremely knowledgeable of the innovation,
yet able to discuss the detail issues of the innovation in layman terms to the receiving
group. It is extremely critical to the longevity of the project for the project champion to
cultivate and develop a workable working relationship with the person most knowledgeable
about the innovation. This requires a leader to acknowledge diversity in personality and
work styles because people who are innovators are not likely to be well-liked or conform to
the norms or the organizational culture.

In addition, the Performance Support and Information Technology team had
established separate organizational cultures. However, members from both teams
acknowledged that the corporate culture was established to reward team leaders and
members for completing projects on time and not necessarily for releasing and

implementing a quality product. Yet, it was difficult to incorporate the principles of
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performance support into the system development methodology because the team had a
difficult time establishing a system development methodology for the HR Business
Reengineering the Performance Support and Information Technology teams to follow.

3. Sponsorship of the Performance Support team was required at all
organizational levels. The HR Business Reengineering project obtained political
sponsorship from the Vice President of the Human Resources organization and financial
sponsorship from the HR Business Reengineering Project leader. A team leader from the
Information Technology group also committed to financial support for the performance
support strategy. These steps were accomplished, but alone it was not enough. In
addition, informal “buy-in” was required from the technical leaders of the Information

Technology team.

HR Business Reengineering Project Update
The HR Business Reengineering project was extremely complex. Because the team
was trying to promote four innovative ideas all at once, there were constant uncertainty and

ambiguity on the project. These four innovative ideas were:

. organization change within The Company and the Human Resources department;

. hardware changes moving from a mainframe to a client/server environment;

. customizing the software of a purchased product and;

. system development life-cycle model changes, i.e., incorporating performance

support principles.
During the first week of November 1995, I contacted a former Performance Support team
member to see how the project was progressing. It was interesting to hear that the project
was scaled back and the customization of the Trinity information system would not include

the following:
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. Human Resource business redesigned processes;

. Performance support solutions that would require customization of the Trinity
information system;
. A release strategy that included employees other than those employees specifically

working in the field of Human Resources.
It was interesting that the changes made to the project were almost exactly what Sam
recommended during our interview. He suggested that the members of the HR Business
Reengineering project not implement any performance support solutions during the initial
release and instead released the Trinity information system only to specialists working in
the field of Human Resources.

By the members of the HR Business Reengineering team scaling back the project,
the team members were now only trying to initiate one innovation: moving from a
mainframe to a client server environment. By eliminating three of the four innovation
initiatives, the HR Business Reengineering team leaders reduced some of the uncertainly
associated with the project. However, the question remains: Will the principles of
performance support ever be incorporated into the customization of the Trinity information
system? I can say that the Information Technology team members were made aware of
performance support concepts and at least one Information Technology team member
experienced a paradigm shift from a data-centered system development paradigm towards a
user-centered system development paradigm. In Chapter 4 when Sam made the following
statement I could see he was experiencing a change in mindset towards a user-centered
system development approach.

My initial direction is, "Let's get it [the new HR information system]

out the door. We'll push it through. We'll move it out there, they'll learn

to love it. It's not going to happen that way, I understand that much
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more clearly now, but I think we need the formula for where we think

performance support can help out and when it needs to be part of the

delivery package[the final customization of the HR Information

System].

I was able to experience first hand how important it was for the new HR
Information system to be developed in context with the work environment. In essence, in
order to create an information system that is designed for the user's maximum work
performance, the development process cannot be divorced form the user's work

environment or developed in a vacuum.

Discussion

This research supports for this social environment the idea that a new performance
support system development model would have had a difficult time being adopted by the
Information Technology team. Information Technology team members, on more than one
occasion, mentioned how expert systems were made to be different form the normal system
development life-cycle and as a whole failed to be adopted by The Company. What would
be more likely to be adopted is a framework that could be incorporated into the system
development life-cycle and viewed as a normal part of the process. This dissussion
addresses the working relationships between the Performance Support and the Information
Technology team members. On the HR Business Reengineering project each group was
working on the steps and procedures for their respective team in order to produce their
respective deliverables.

The Performance Support team used human computer interface, instructional
systems development and socio-technical system design approaches. Each of these design

approaches focused on the user and his or her interaction with the Trinity HR information
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system. In contrast, the data-centered approach of system development methodologies

focuses on the representation of the data elements and the functionality of the system first

and how the usability and the usefulness of the system second.

Figure 4 represents how the Performance Support team had the greatest chance of

incorporating principles of performance support into the system development life-cycle
model. This framework was created with the assistance of a colleague, R. Mark Moore,

who completed his Masters degree in instructional systems design at Bloomsburg

University.

Figure 4. Current State

Scales & R. Moore Framework for Performance Support Development

( User-Centered System Development )
- 2
%) -
< S &

C Communication )

Usability
Testing

Analysis

C Data-Centered System Development

Because change is a slow process, each team- Performance Support and
Information Technology- will have a methodology or steps they are familiar with for
producing an information system. No matter which methodology is adopted by the
Performance Support team or the Information technology team, someone has to manage the
communications between the two groups- preferably someone who has the skills,

knowledge and ability to maneuver between both groups seamlessly.
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In terms of the system development process, the two less complicated places to
begin incorporating principles of performance support are at the analysis phase and the user
testing phase. It is at these two stages in the system development process that the
influencing and education and significant discourse about principles of performance
support can occur. This study suggests that the two models of system development- data-
centered model and the user-centered model- need to become one. The future state or
framework for incorporating performance support principles into the system development
life-cycle model will call for information system developers to view performance support as
a normal part of the process- as normal as a data map. The analogy of a braided rope
would fit my description for the working relationship for the Performance Support and the
Information Technology team. Each methodology has evolved separately; however, to
create a holistic system, advocates for each approach will need to come together and work
together as a team.

The braided rope analogy is applied because even though each section may have a
methodology currently associated with it, in order to develop a useful and usable system,
the three separate areas should be intertwined. When the individual sections are
intertwined, they are more dependent upon each other and are stronger together than they
would be separately. The more communication and understanding that occurs between the
Performance Support and Information Technology teams, the less noticeable the individual

paradigms will be to the group.

Conducting Research

This study was fascinating to me because I was able to see a company stepping out
and having the courage to try to initiate several innovative ideas. As a researcher, I learned
that conducting field-work is a fast paced and unpredictable environment. On several

occasions [ felt lost and alone. There were times when I would be working on my research
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until 3 am. It was important for me to discuss my findings, but there was no one for me to
call at that time of morning and my work responsibilities during the day prevented me from
discussing my research. So on several occasions, when [ needed clarity about The
Company, [ discussed my research with Halies, the security guard. He was able to
provide me with additional insight about the organizational culture of The Company.
Because Halies had worked for The Company for several years he provided me with very
good insight on how to maneuver within The Company. [n addition, Halies had hosted
several international graduate students and realized the importance of good research.

Also, on several occasions, Thomas, Anthony, and I discussed my research after
work hours. They both provided me with in-depth insight on performance support

strategies and system development concepts.

Suggestions for Future Research

Because the project was so complex and contained so many different facets, [ had
to be very selective in how I described the study, in order to keep the study manageable.
Based upon the results of this study, articles read, and discussions with colleagues in the
area of performance support, six issues emerged as possible areas for future research.

1. To study the group dynamics of the various teams as these dynamics related to their
working relationships and their impact on incorporating performance support

principles into the system development life-cycle.

2. To investigate the nature of work and the changing workplace as it relates to
developing performance support solutions for the redesigned work processes.

3. Toinvestigating how the organizational culture and structure relates to the adoption
or rejection of innovations related to performance support.

4. To evaluate of the framework for incorporating performance support principles into

the system development life-cycle model.
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5. To study the impact of intelligent agents on the development of performance
support solutions.
6. To investigate the balance between incidental and intentional learning designed into
a performance support system.
Overall this study provided a rich description of how a team attempted to incorporate
performance support solutions into the system development life-cycle. The challenge to
innovators promoting technical change is to not lose sight of the social and organizational
aspects of change. Many times it is not the technical issues that dismantles a change effort
but the non-technical issues. I would like to sum this study up by using the following
quote from the Office of Technology Assessment:
The main stumbling blocks in the near future for the implementation of
programmable automation technology are not technical, but rather are
barriers of cost, organization of the factory [or workplace], availability
of appropriate skills and social effects of these technologies. (Office of

Technology Assessment, Washington DC, 1984)
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APPENDIX A

Acronyms for Performance Support Systems

The initial description for the concept.

Used by Ziff Technologies and Comware Inc.

EPSS
System

Electronic Performance Support

This description replaced KSS.

Used in Electronic Performance Support
System (Gery, 1991)

3|
I
W

w

Human Performance Support System

This description is used by Y eh((1993)

)
o
w
7

On-line Performance Support System

=
v
w

Performance Support System

This description assumes that
computers are associated with the
acronym.

"I don't believe we gain much by
stressing "electronic"- especially when
optical media are becoming more and
more important” Carr (1992)

Used in several articles and dissertations

APSS
System

Automated Performance Support

The same description as EPSS.

Used in article by Clark (1992)

Integrated Performance Support System

This description is the same as EPSS.

Performance Learning Support Systems

This description is the same as EPSS.

Performance Support Tool

This describes a smaller system or
subset of an larger performance support
system.

Used in article by Carr (1992)
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APPENDIX B

Informed Consent Form

This is a request for your participation in a study of the development and evaluation of a
business system development model that incorporates a performance-centered design.
The study will be conducted by Glenda Rose Scales a doctoral candidate at Virginia
Polytechnic Institute and State University who is currently working on the HR
Business Reengineering project as a Human Factors intern. Ms. Scales will be
investigating how a performance support strategy is incorporated into an overall
business system development process. In addition, she will be investigating the
conceptual and theoretical underpinnings that emerge during the analysis phase of the
roject.

P Although the study is related to Ms. Scales work at The Company, the study
itself is not an HR Business Reengineering project and you are NOT required to
participate in the study as part of your job at The Company. The Company does
however, support Ms. Scales work and would like to facilitate the study through the
participation of employees such as yourself.

Study results will be used in two ways. First, Ms. Scales will provide The
Company and the performance support team members with documentation of a design
process that is in its infancy. In addition, Ms. Scales will use the results of the study as
the topic for her doctoral dissertation at Virginia Polytechnic Institute and State
University.

If you chose to participate in this project:

¢ Ms. Scales will collect documents solely related to the development of performance
support systems;
Ms. Scales will attend and observe meetings related to performance support issues;
And list, all responses and records obtained by Ms. Scales will be held in
confidence unless you request or agree otherwise. To preserve anonymity, she will
use pseudonyms and remove identifying markers from any notes she takes or
interviews she conducts. If audio taping is used, only Ms. Scales will have access
to those tapes. She will transcribe them using pseudonyms and will remove any
identifying markers. The tapes will be erased when transcribed.

If you wish to participate in the study being conducted at The Company by Ms.
Scales, please read and complete the employee consent portion of this form below.
Completed forms should be returned to Glenda Rose Scales no later than May 10,
1995.

I have read completely the description of the project and understand the
procedures that will involve me and the purposes for which the results of this study will
be used. [ agree to participate in this project and fully understand that no compensation
will be provided for my participation in the study. In addition, I realize that I am free to
withdraw my consent and to discontinue participation at any time.

If you have any questions, or wish to withdraw, contact Glenda Scales or Dr.
Mike Moore, 220 War Memorial Gym, Blacksburg, VA, (703) 231-5587.

Signature Date
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APPENDIX C
Interview Guide

These open-ended questions served as a starting point for discussing performance
support issues with project managers, programmers and performance support team
members.

I. General Background

1. Briefly describe your background and how you became involved with performance
support.

2. How would you define the following: the performance support concepts,
performance support tools, and performance support systems.

3. What are the characteristics of a performance support systems?

II. Business Information Systems Development Process

1. Are you familiar with the techniques used by information systems to develop
systems?

2. Will you describe (a high level overview) of the procedures information systems
developers used on previous projects?

3. How would you incorporate a performance support strategy into the information
system development process?

Who would be the key players involved in this process and what would be their
roles on the project?

Who initiated the process to bring performance support into the HR Business
Reengineering project? How was 1t done?

4. Please describe the relationship between the Business HR Reengineering project's
performance support strategy and the Information Technology system development
model?

Describe the measures for implementing a successful performance support
strategy.

What are the critical success factors for the information technology group
adopting a performance support strategy?

What barriers would prevent the successful implementation of such a strategy?

5. What role does instructional design play in having the Information Technology
group adopt a performance support strategy?
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III. The Nature of work and the worker
1. Please react to the following quotes

A. I think the country has a problem. The managers want everything to be run by
computers. But if no one has a job, no one will know how to do anything
anymore. who will pay the taxes? What kind of society will it be when people
have lost their knowledge and depend on computers for everything? (Zoboff,
1993)

B. The technocratic idea of progress is a belief in the sufficiency of scientific and
technological innovation as the basis for general progress. It says that if we can
ensure the advance of science-based technologies, the rest will take care of
itself. The 'rest' refers to nothing less than a corresponding degree of
improvement in the social, political and cultural conditions of life. (Leo, Marx )
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Performance Support Event Flow

APPENDIX D

10/26/94 - 2/17/94

Vice President of HR Hires
HR Business Rengineerng (HRBR) Project Expressed a need for the new
Leader HR Informaiton System(HRIS) to
be as easy to use as an ATM
HR Reengineering Team
Formed by HRBR Project Leader
HRBR Project Leader
staffs the project
Information Performance Support
Technology Team
System Developers Project Leader
Project Leader
Represents
Represents the product the users of the system and

10/26/94 date of contract proposal

the business processes

need to staff the team +

Internal Contract with
Corporate Education
Human Factors Engineering

12/8 Preliminary Project Plan for PS
is in the developement stage

12/19 Consultant presents Kickoff
meeting for User Performance

Support

12/22 /94 - 1/25/95

2/17 Draft review of the PS strategy

This decument encourages the
response to be open and candiade and
discourages the cultural norm "Acting
Nice", which means that everyone is
agreeable during the meeting but the y
are not expressing their true feelings.
In short, teams member avoide
expressing opinions that may cause a
conflict with the most popular opinion

**False Start**

the B

Performance Support Team participate in
N Functional Requirement.

This task focused more
on the technology vs. the

e

Detailed perfor

stai’ﬁng function

upp
were completed for the

business process., The
team was not really
reengineering the
processes but just
automatiing them

Salvaged the nine major buisess
requirements which were the major
functions of the HR organization

End of events that occured
prior to my first day
on the job 2/27/95
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APPENDIX D cont.

Performance Support Event Flow B
2/27/95 - 3/23/95

2/27/95: My first day on -the-
job

Kick off meeting for the
Workflow Analysis: and Process Mapping

This phase was lead by the PS Team Leader

o !

2/28 - 4/10 Process Mapping
The Process Mapping Sessions were
Faciliated by representives from the
Change mangement group of a large
Accounting Consulting Firm

v

Alarge Software Consulting Firm was
hired to help the HRBR project team with
a lose structure of framework for
developing and impl ing the new
HRIS .

3/9/95 HRBR project-wide meeting

Big Status meeting with all of the project
team leaders.  This meeting provided an
update on the HRBR project. The new

SDLC framework was also presented
3/16/95 e-mail message stating the the
PS Business Case to the IT leader and
the HRBR project leader was P
Process Mapping Complete

v

Anthony moved into a new role. He was
now a liason between the PS group and
the logistics / development team

3/23/95
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Because the project team was customizing
software, many of the traditional SDLC
models were not appropriate. A lose
structure for the phases of project
development were applied to the project.
as a result some members of the team
belived that consults should be called in to
help the team leaders provide more
directions and a framework for how to
complete the various task on the project.

This type of joint meeting with all of the HRBR
members only occured once
while I was working on the project

An Information Technology team leader
and the Peformance Support team leader
were pot together on Performance Support
issues.. When the Information Technology
leader made the statement "that every
thing clse [other than the system
development issues] was a distraction™
This was interperted by PS team members
to mean that the software developers
viewed the PS Team as a "distraction”, just
one more thing to keep the Information
Technology team bers from ing
their delivery date.
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