The Behavioral Systems Analysis Process 
The process of Behavioral Systems Analysis (BSA) is continuous and various levels might be analyzed simultaneously. This comprehensive approach ensures that performer-level changes are sustainable due to the proper structures and processes. The diagram below illustrates the BSA process and highlights (in bolded italics) where the various analysis and planning tools fit in. These tools are all provided in the complete BSA Workbook (visit www.performanceblueprints.com for more information). For the purpose of this TrendSpotters segment, we are providing Performer Level Tools.
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Performer Analysis

Purpose
· To identify, plan and manage performance support needs for a specific individual, group or technology.

Value

· Ensure that jobs are aligned with business processes and goals.

· Align hiring and retention processes with job criteria, in context of process standards. 
· Ensure that each job role has critical performance support in place so they can achieve goals efficiently.
Tools
· Performer Level Question Set

· Performer Total Performance System Diagram

· Performer Level Recommendations Template

· Job Level Accountability Matrix

· Job Model for Hiring & Managing Performance
Instructions
· Once the organizational system and process components are in place, form a group of subject matter experts to complete the Performer Level Question Set for the job roles they perform and/or manage. 
Tips to Remember
· You can use the Performer Level Tools to analyze human performers as well as technology performers, or a combination of both. For technology, this will help ensure someone is managing the technology so that it is supporting the process most effectively.

· Managers should be held accountable for relevant process measures, therefore should be motivated to manage job performance in context of directly contributing to those process measures.

Performer Level Question Set

	Cells shaded in gray = Component Identification
	Cells not shaded = Opportunities for Improvement


Job Role:

Performer Analysis

	1. Mission/Goals & 2. Products/Services

	Question
	Response
	Fixing Performer Support Gaps

If “No” or “Don’t Know” a gap exists. Develop plans to close the gap.

	
	Yes
	No
	Don’t Know
	Who will do what to close the gap?
	By When?
	Who will monitor progress?
	How & When?

	Do performance goals/standards exist?
	
	
	
	
	
	
	

	List job performance standards for each expected accomplishment

Note: Goals and standards may be related to accuracy, quality, quantity, timeliness, cost, safety, etc.
	Final Output
	Goal(s)/Standard(s)
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	Does the performer consider goals/standards attainable?
	
	
	
	
	
	
	

	Do job goals/standards support process and business goals/standards?
	
	
	
	
	
	
	


Performer Analysis

	3. Customers & 4. Customer Measures

	Question
	Response
	Fixing Performer Support Gaps

If “No” or “Don’t Know” a gap exists. Develop plans to close the gap.

	
	Yes
	No
	Don’t Know
	Who will do what to close the gap?
	By When?
	Who will monitor progress?
	How & When?

	Who receives the final output(s) produced by the performer?

Note: “Customers” may be internal or external 
	Final Output
	Who receives it?
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	Does the performer receive information about how well he or she is performing in context of goals/standards for their final outputs?
	
	
	
	
	
	
	

	Specify how performance feedback is delivered to the performer. 
	Who delivers it?
	How is it delivered?
	How often?
	
	
	
	
	
	
	

	Does the performance feedback help the performer do better?

Note: If no, consider if information needs to be more timely, relevant, accurate, constructive, easy to understand and/or specific.
	
	
	
	
	
	
	


	5. Processing System 

	Question
	Response
	Fixing Performer Support Gaps

If “No” or “Don’t Know” a gap exists. Develop plans to close the gap.

	
	Yes
	No
	Don’t Know
	Who will do what to close the gap?
	By When?
	Who will monitor progress?
	How & When?

	List the name of the critical task(s) this performer must do to produce final outputs & achieve job goals/standards.

Then, indicate if the performer has the necessary skills, knowledge and capabilities to perform each critical task.
	Task
	Have the necessary skills & Knowledge?
	Physically, mentally & emotionally able?
	
	
	
	
	
	
	

	
	
	Yes
	No
	Yes
	No
	
	
	
	
	
	
	

	
	
	Yes
	No
	Yes
	No
	
	
	
	
	
	
	

	
	
	Yes
	No
	Yes
	No
	
	
	
	
	
	
	

	
	
	Yes
	No
	Yes
	No
	
	
	
	
	
	
	

	
	
	Yes
	No
	Yes
	No
	
	
	
	
	
	
	

	
	
	Yes
	No
	Yes
	No
	
	
	
	
	
	
	

	
	
	Yes
	No
	Yes
	No
	
	
	
	
	
	
	

	
	
	Yes
	No
	Yes
	No
	
	
	
	
	
	
	

	
	
	Yes
	No
	Yes
	No
	
	
	
	
	
	
	

	
	
	Yes
	No
	Yes
	No
	
	
	
	
	
	
	


Performer Analysis

Performer Analysis

	6. Inputs/Resources 

	Question
	Response
	Fixing Performer Support Gaps

If “No” or “Don’t Know” a gap exists. Develop plans to close the gap.

	
	Yes
	No
	Don’t Know
	Who will do what to close the gap?
	By When?
	Who will monitor progress?
	How & When?

	List the critical resources that are required to do the job successfully? (e.g., time, funding,  capacity, tools, equipment, information)

Indicate if each resource is sufficient or insufficient.
	Critical resource
	Resource IS sufficient
	Resource IS NOT sufficient
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	How are performance expectations/goals communicated to the performer?
	
	
	
	
	
	
	
	

	Can the performer easily recognize the input/trigger (e.g., information/request) requiring action for each of his or her tasks?
	
	
	
	
	
	
	

	Does performer perceive job procedures and workflow as logical?
	
	
	
	
	
	
	

	Are there performance-contingent incentives set up for exceeding standards/goals? 
	
	
	
	
	
	
	

	If yes, how often are these incentives delivered? 
	
	
	
	
	
	
	
	

	Are these incentives valued by the performer?
	
	
	
	
	
	
	


	7. Processing System Measures 

	Question
	Response
	Fixing Performer Support Gaps

If “No” or “Don’t Know” a gap exists. Develop plans to close the gap.

	
	Yes
	No
	Don’t Know
	Who will do what to close the gap?
	By When?
	Who will monitor progress?
	How & When?

	Does the performer experience positive (+) or negative (-) consequences for accomplishing task(s) successfully? 

Identify task, and note + or – and if the consequence helps or interferes with successfully performing the task.
	Task name
	+
	-
	Helps
	Interferes
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	Are + consequences that “help” perceived as meaningful by the performer?
	
	
	
	
	
	
	

	Who manages the consequences this performer receives and how?
	 
	
	
	
	
	
	
	

	Does the performer receive adequate compensation and/or benefits?
	
	
	
	
	
	
	


Performer Analysis

	Processing System Measures (Continued)

	Question
	Response
	Fixing Performer Support Gaps

If “No” or “Don’t Know” a gap exists. Develop plans to close the gap.

	
	Yes
	No
	Don’t Know
	Who will do what to close the gap?
	By When?
	Who will monitor progress?
	How & When?

	Does the performer regularly engage in tasks that do not contribute directly to job or process goals?

List any undesired performance that occurs and indicate if that performance has positive (+) or negative (-) consequences associated with it for the Performer and for the Organization.
	
	
	
	
	
	
	

	Undesired Performance
	Circle if the undesired performance has positive or negative consequences for the PERFORMER
	Circle if the undesired performance has positive or negative consequences for the ORGANIZATION
	
	
	
	
	
	
	

	
	+
	-
	+
	-
	
	
	
	
	
	
	

	
	+
	-
	+
	-
	
	
	
	
	
	
	

	
	+
	-
	+
	-
	
	
	
	
	
	
	

	
	+
	-
	+
	-
	
	
	
	
	
	
	

	
	+
	-
	+
	-
	
	
	
	
	
	
	

	
	+
	-
	+
	-
	
	
	
	
	
	
	


Performer Analysis

	8. Environment 

	Question
	Response
	Fixing Performer Support Gaps

If “No” or “Don’t Know” a gap exists. Develop plans to close the gap.

	
	Yes
	No
	Don’t Know
	Who will do what to close the gap?
	By When?
	Who will monitor progress?
	How & When?

	Are there any organizational issues which might be impacting the performer’s success? (e.g., staffing problems, training certification path not aligned with process, etc)
	List organizational issues here and their impact on the performer’s success.
	
	
	
	
	
	
	

	How are these issues being managed?
	
	
	
	
	
	
	
	

	Do any HR strategies or policies conflict with efficient job performance?
	
	
	
	
	
	
	

	If yes, what needs to be changed?
	
	
	
	
	
	
	
	

	Is the work environment safe?
	
	
	
	
	
	
	

	Is the work environment ergonomically appropriate?
	
	
	
	
	
	
	

	Is the work environment socially supportive?
	
	
	
	
	
	
	


Performer Analysis
Performer Analysis

	9. Competition 

	Question
	Response
	Fixing Performer Support Gaps

If “No” or “Don’t Know” a gap exists. Develop plans to close the gap.

	
	Yes
	No
	Don’t Know
	Who will do what to close the gap?
	By When?
	Who will monitor progress?
	How & When?

	Can the expected job task(s) be done without interference from other tasks or extraneous demands?
	
	
	
	
	
	
	

	How are (will) these issues being managed?

If needed, specify “how” by specific task.
	
	
	
	
	
	
	
	


Performer Total Performance System Diagram 
Purpose
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To ensure that performer activities and support are planned and managed in context of the entire organization.

Value
To see and communicate at a glance the critical performance support needed to help performers achieve their goals.
Tip for creating a Performer TPS Diagram

· Use the information you collected in the Performer Level Question Set and highlight which parts of the performance system need to be addressed to fix performer support gaps. 
· Use the sample provided here as a guide for creating your own TPS.

Performer Level Recommendations Template

Purpose: To summarize performer system observations and related recommendations for fixing performance support  gaps that includes timing of when gaps will be closed.

Value: A comprehensive executive summary and tracking tool. For those who want more detail the Performer Level Question Set can be cross referenced by system component.
	System Observations
	Recommendations

	1. Mission/Goals
	Phase 1 (Q1-Q2)
	Phase 2 (Q3)

	· Insert observations here that need to be monitored by highest level of management
	Insert realistic accomplishments in a defined phase (usually it is unrealistic to fix everything at once)
	Insert as many phases as  necessary, be sure to define the timeframe of these phases, e.g., Q1, Q2, etc. 

	2. Products & Services
	Phase 1
	Phase 2

	· Repeat above instructions for each system component as needed
	
	

	3. Customers 
	Phase 1
	Phase 2

	
	
	

	4. Customer Measures
	Phase 1
	Phase 2

	
	
	

	5. Processing System
	Phase 1
	Phase 2

	
	
	

	6. Inputs 
	Phase 1
	Phase 2

	
	
	

	7. Processing System Measures
	Phase 1
	Phase 2

	
	
	

	8. Environment
	Phase 1
	Phase 2

	
	
	

	9.  Competition
	Phase 1
	Phase 2


Job Level Accountability Matrix

At the process level you completed a Cross-Functional Accountability Matrix. At the Performer Level, you will drill down into a particular function and look at specific tasks done by specific jobs (within the function). 

Purpose 
To define the outputs of each job within a function throughout the entire process and integrate measurement and management specifications.
Value

 This matrix is useful for a functional/department manager who manages several individuals with different jobs. It helps to have this matrix so if changes are made to one job in the function/department, it is seen in context of other jobs which might be impacted.  This tool also will help to manage function/department performance at a high level and pinpoint a specific job to analyze in more detail, when needed (using the next template: Job Model for Hiring & Managing Performance).
Tips for creating a Job Level Accountability Matrix

· Put the information from the Cross-Functional Accountability Matrix into a table format, listing the PROCESS STEPS required in the left column and the names of the job(s) that perform this step/sub phase across the top. 
· Depending on the complexity and scope of your process, you can be as granular (e.g., a single process step) or broad (e.g., an entire sub phase of a process) as you want, the goal is to break the components of the process up in a way that makes it easy to manage.

· For each PROCESS STEP or SUB PHASE, list the required output required by the relevant job(s), the goal or standard and current performance (to be reviewed on a regular basis). Specify who reviews the data and when.  
	Process Step or Sub Phase
	Who in function/department does it?
	Output(s)
	Measurement & Management

	
	
	
	Goal or Standard
	Current Performance
	Who Reviews? (Note: this person should be held accountable for success of this process step or sub phase)
	When?

	
	Job Name A
	Job Name B
	Job Name C
	Job Name D
	Etc…
	
	
	
	
	Daily
	Weekly
	Monthly
	Quarterly
	Yearly

	1. Name of PROCESS STEP or SUB PHASE
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	2. Name of PROCESS STEP or SUB PHASE
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	3. Etc…
	
	
	
	
	
	
	
	
	
	
	
	
	
	


Job Model for Hiring & Managing Performance 

In the previous tool, you completed a Job Level Accountability Matrix. This next tool provides a further drill down into a specific job role.
Purpose
To specify job responsibilities for a specific individual or group of individuals who do the same job. 
Value

This job model provides a format for communicating performance expectations to individuals and monitoring performance in context of standards/goals. It should be used by the manager/supervisor to interview and select qualified people, as well as provide feedback and troubleshoot performance support needs in context of specific job responsibilities.

Tips for creating a Job Model for Hiring and Managing Performance
· List the job name, performer name, objectives and goals at the top of the template. 

· Put the information from the Job Level Accountability Matrix for that specific job, listing the OUTPUTS required in the left column. List the goals/standards for each output. 
· Use this tool to communicate performance expectations to individuals who perform the job.

· On a regular basis (determined by the manager), review current performance compared to standards and discuss with each employee.

· If it is determined that a specific task (or area of responsibility) needs improvement, use the Performer Level Question Set to troubleshoot what performance support to work on. 

· Keep this template active for each job role, and revisit regularly to follow up on performance improvement efforts.  
	Job Name: Job C

	Performer Name(s): Insert name(s) of person(s) who do this job, could be an individual or a group.

	Objective: To produce what for whom and how relates to process and organizational goals.

	Annual Goals: This can be an output of the appraisal.

	Job Responsibilities
	Standard(s)
	Performance Review (should be conducted regularly by manager with each employee)

	
	
	Current Performance
	Need Improvement?*
	Actions to Take
	Status

	
	
	
	Yes
	No
	
	

	OUTPUT (from Job Level Accountability Matrix)
	
	
	
	
	
	

	OUTPUT (from Job Level Accountability Matrix)
	
	
	
	
	
	

	OUTPUT (from Job Level Accountability Matrix)
	
	
	
	
	
	

	Etc…
	
	
	
	
	
	


*If “yes” to “needs improvement” use the Performer Level Question Set to determine performance support requirements.
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