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P R E S E N T A T I O N  S L I D E S  
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I N T E R A C T I V E  E X E R C I S E  1:  CR I T I C A L  S U C C E S S  FA C T O R S 

Instructions 
1. Break into groups of 2-4 people. 
2. Review the SBOs in the following table. 
¸ Place a checkmark indicating whether each SBO is relevant to your team’s performance 

improvement efforts. 
¹ Specify one or more strategies your team can use to meet the SBO. 

t Strategies provide a high-level specification of a potential solution or intervention to 
meet the SBO. 

º Specify potential CSFs for the strategies and SBO your team has selected. 
t CSFs specify what a success story will look like. 

»  Specify a potential measure for each CSF your team has specified. 
¼ Specify a source for each measure. 
8. After 15 minutes, we’ll regroup and debrief. 

 

SBO 
 

Relevant? 
ÂÂ  

Strategies 
ÃÃ 

Critical Success Factors  
ÄÄ 

Measures 
ÅÅ 

Sources 
ÅÅ 

Baseline 

1. Maintain annual 
revenue growth of 7 
percent. 

þ Yes 
¨ No 

 Ø Maintained revenue 
growth 

Ø Monthly, 
quarterly, and 
annual  revenue 

Ø Management reports Ø  

  1a. Solutions will provide on-
demand, localized access to 
training and information on 
products, leading to increased 
sales revenue. 

Ø Decreased training time Ø Training contact 
hours 

Ø LMS reports 
Ø Manager and rep 

surveys 

Ø  

   Ø Decreased time to job 
proficiency 

Ø Hours to job 
competency rating 

Ø Training completion 
date 

Ø On-the-job 
competency 
certification date 

Ø  
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SBO 
 

Relevant? 
ÂÂ  

Strategies 
ÃÃ 

Critical Success Factors  
ÄÄ 

Measures 
ÅÅ 

Sources 
ÅÅ 

Baseline 

   Ø Decreased time to access 
and use information 

Ø Minutes to find 
and review 
information on 
new products 

Ø Observation of job 
incumbents at 
usability test, pilot, 
and post-
implementation 

Ø  

   Ø Increased sales Ø Number of closed 
sales 

Ø Monetary value of 
sales 

Ø Management reports Ø  

   Ø Decreased opportunity 
costs 

Ø Time to complete 
sales forms 

Ø Time to complete 
rework of sales 
forms 

Ø Observation of job 
incumbents at 
usability test, pilot, 
and post-
implementation 

Ø  

  1b. The compensation/incentive 
system shall be aligned with 
the sale of new and existing 
product offerings, leading to 
increased sales revenue. 

Ø  Ø  Ø  Ø  

2. Increase the sale of 
new product offerings 
by 20 percent. 

¨ Yes 
¨ No 
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SBO 
 

Relevant? 
ÂÂ  

Strategies 
ÃÃ 

Critical Success Factors  
ÄÄ 

Measures 
ÅÅ 

Sources 
ÅÅ 

Baseline 

 

 
      

3. Maintain a strong 
position in the U.S. 
market, while 
expanding in Europe, 
Asia, and Latin 
America by 3 percent 
with existing 
products. 

¨ Yes 
¨ No 
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I N T E R A C T I V E  E X E R C I S E  2: R I S K S  A N D  M I T I G A N T S   

Instructions 
1. Break into your groups again. 
· Copy a CSF from Exercise 1. 
¸ Write a risk that could jeopardize the CSF you specified. 
¹ Check the box indicating the type of risk. 
º Check the box indicating the probability of each risk. 

» Check the box containing the impact the risk would have on the 
organization and the project. 

¼ Specify one or more strategies to mitigate each risk. 
½ Specify an owner for each category. 
9. After five minutes, we’ll regroup and debrief. 

 
CSF 
­ 

Risk 
® 

Type 
¯ 

Probability 
° 

Impact 
± 

Mitigation Strategies 
² 

Owner 
³ 

Provide on-
demand support 
to localized 
training, 
information, and 
tools. 

Organization 
may not be 
ready to 
support 
changes to jobs 
and roles 
arising from 
on-demand 
support. 

¨ Execution: 
inputs, 
processes,  
outputs 

n White spaces  

¨ Integration 

n   High 

¨ Medium 

¨ Low 

n   High 

¨ Medium 

¨ Low 

a.  Design and implement a robust  change 
management program that  begins on Day 1 of  
t he effort that includes branding, education, 
and marketing. 

b.  Employ appropriate development strategies 
(such as RAD) to ensure buy- in among 
instructors,  managers,  supervisors,  and end 
users. 

c. Ensure that client-side project team members 
have adequate release time. 

Development  team project 
manager  

Development team project  

manager  

Client team project  manager 

  ¨ Execution: 
inputs, 
processes,  

outputs 

¨ White spaces  

¨ Integration 

¨ High 

¨ Medium 

¨ Low 

¨ High 

¨ Medium 

¨ Low 
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CSF 
­ 

Risk 
® 

Type 
¯ 

Probability 
° 

Impact 
± 

Mitigation Strategies 
² 

Owner 
³ 

  ¨ Execution: 

inputs, 
processes,  
outputs 

¨ White spaces  

¨ Integration 

¨ High 

¨ Medium 

¨ Low 

¨ High 

¨ Medium 

¨ Low 

  

  ¨ Execution: 
inputs, 
processes,  

outputs 

¨ White spaces  

¨ Integration 

¨ High 

¨ Medium 

¨ Low 

¨ High 

¨ Medium 

¨ Low 
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R O L E S  A N D  R E S P O N S I B I L I T I E S 

Name Responsibilities Address Phone Email 
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C H A N G E  M A N A G E M E N T  P R O C E S S  

Development Team Client 
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C H A N G E  R E Q U E S T  F O R M  

7/8/04  Sample  7/10/04 
Date Prepared  Prepared By  Response Required By Date  

     

Instructor Guide 
Mods 4-5 

 Product Development Process 
Training 

 555 

Component  Project  Project # 

 
Change Description: 

Estimated 
time 

 
Cost 

Add a section on annual compliance review 2 days $750 

   

   

   

þ Supplemental Material Attached 

 

Impact Assessment: 

 

   
Estimated Cost   Schedule Impact 

 

o Supplemental Material Attached 

 

Comments: 

 

     
Client Project Manager Approval:  Signature  Date 

     

Development Team Project Manager 
Approval: 

 Signature  Date 
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S I G N O F F  S H E E T  

 

Delivery Date: xx/xx/xxxx 

Subject: Storyboard for Module 3, Lesson 4 

Requested Return Date: xx/xx/xxxx 

Instructions: Ø 1. Please review the enclosed materials. 

Ø 2. Please call or email the project manager with any questions 
or content concerns you may have during your review. 

Ø 3. Please fax this sign-off sheet by _date_, to: 

Ø (Contact info here) 

Ø  

Approval Signature: 

I have reviewed the storyboard, and believe that, with my changes (if any), it 
accurately reflects the information that I have provided and is technically 
accurate and complete. I understand that additional major changes to the content 
of this material after today may adversely impact the project’s cost and schedule. 

 

Signature  Date 

 

(Adapted from Greer, 1992) 
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A L I G N M E N T  A R T I C L E  F R O M  P E R F O R M A N C E  & 
I N S T R U C T I O N 





rial reports. Furthermore, establishing CSF measures before
implementation will allow subsequent comparison once the
project has been completed. Subsequent communication of
these pre- and post-measures can demonstrate impact and
help shape the organization’s return on expectations.

Consensus and Buy-In for Roles and Responsibilities

An important part of any alignment meeting involves iden-
tifying the key players who will move the project to com-
pletion. One goal of the alignment meeting is to ensure that
all these players understand their roles, responsibilities,
and time commitments, and to answer foundational ques-
tions such as: What will the approval process be for each
deliverable? Who will have sign-off authority on project
deliverables? To whom does the development team escalate
any project-threatening delays? 

By deciding these issues early, a project team can avoid
unpleasant surprises later in the project and avoid time and
cost “bugaboos” associated with failure to plan the efficient
handoff of deliverables.

Identified and Managed Risks

Most projects have “known obstacles” that can jeopardize
their success. Think of these as roadblocks on the critical
path to a successful project that meets business objectives
and their specific CSFs. For example, unavailability of sub-
ject matter experts, lack of organizational buy-in, end user
resistance to change, or budget limitations can all prevent
performance interventions from being successful.
Identifying these risks up front is the first step in avoiding or
minimizing them. For each risk identified the team should
formulate a set of mitigants or actions it can take to neutral-
ize the risk, as well as the probability and potential impact,
and the team should identify those responsible for applying
the mitigants and updating the team. Figure 5 depicts a tool
we use to identify and manage project risks.

Formal Project Control

“Scope creep” can play havoc with a performance improve-
ment project, where a series of small, gradual increases in a
project’s scope push the project beyond the available sched-

ule or budget or reduce its quality to unacceptable levels. To
avoid this situation and ensure the team knows how to work
together to move the project forward, the alignment packet
also specifies four tools for formal project control. The first
tool is to formally specify, using a flowchart and timeline,
the review process the team will follow. 

The second tool is a formally specified process for manag-
ing changes in project scope, schedule, or budget. Figure 6
depicts the process that we use.

Changes can begin with either the development team or the
client. Once the potential change is reported using the
Change Request Form depicted in Figure 7, the client and
developers determine if it is worth pursuing and dissemi-
nate results as appropriate. 

We use this tool proactively to identify and resolve poten-
tial scope issues. When the project team identifies a
requirement that was not specified in the initial scope of
work and that could affect the overall quality, budget, and
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Figure 5. Sample Risks and Mitigation Strategies.

Figure 6. Project Change Management Process.
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schedule, the scope change request form clearly shows how
the project will be affected. Based on this information, the
team can make an informed decision on whether to proceed
with the change. The goal of the process and form is to iden-
tify and resolve potential scope issues early in the project,
when these project management factors are still flexible.

The third tool provides formal sign-off sheets listing all pro-
ject deliverables. Figure 8 depicts a sample sign-off sheet
that lists the deliverable, when it was sent to the client,

when the developers would like
it returned, and contact informa-
tion for the reviewer. This tool
provides a mechanism for review-
ers to indicate their approval of
draft deliverables and their
understanding of the potential
impact of later changes to the pro-
ject’s schedule and budget.
Signoff sheets impart a sense of
ownership on the part of review-
ers and help identify potential
scope issues early in the project.
They also provide a valuable
means of tracking the approval
status of projects that have many
moving parts.

The fourth tool is a blank table for
managing action items. New
action items inevitably are discov-
ered during an alignment meeting,
and these should be recorded
before they are forgotten. The
team should assign each item an
owner and establish a deadline for
its completion. The team can then
update the status of these items at
the next meeting. Also useful is a
“parking lot” to record unresolved

issues and useful ideas that lie beyond the scope of the cur-
rent project but could be useful at a later time.

Conclusion

In summary, no performance improvement project should
begin without its own alignment phase, meeting, and packet.
Furthermore, alignment should continue throughout the
remainder of the effort: as project requirements, design
approaches, and consensus change, new people rotate in

and out, the organization changes in
response to competitive pressures and
other competing initiatives, and the pro-
ject team collaboration results in deeper
understanding of the actual deliverables.

By collaborating with sponsors and
stakeholders throughout the project to
establish a shared vision of what a suc-
cessful project would look like, verify-
ing that this project supports the
organization’s business objectives, and
using effective tools, your project team
can ensure measurable impact on the
organization’s bottom line and meet
expectations for investments in perfor-
mance improvement projects.

Figure 7. Sample Change Request Form.

Figure 8. Sample Client Sign-Off Sheet (Source: Adapted from Greer, 1992).



Note: The authors wish to thank Lori Gillespie for the
information, comments, and insights she provided in
reviewing this draft prior to its submission.
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