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WORK SAMPLES DEMONSTRATED: 
● OptimaFlow (pseudonym) Needs Assessment 

Addressed workflow and project-management gaps for the Learning & Development department of a 
global manufacturing company.  

TABLE 1. OPWL LEARNING GOALS  
 

Five OPWL 
Learning Goal 

Demonstrated 
in which work 

sample? 

Explanation 

1. Apply 
systematic 
and/or systemic 
methods to 
performance 
improvement 
work. 

 

OptimaFlow: 
Needs 
Assessment  

Apply Systematic Methods:  

Systematic: To complete a process in a structured, step-by-step order.   

My team followed Van Tiem et al.’s HPT model to organize each phase of the needs 
assessment as a sequence. We began by defining the performance problem, 
collecting data (surveys, interviews, document review, and peer organization 
benchmarking), conducted a cause analysis, and ended by recommending 
interventions. Each step produced outputs that became inputs to the next step. For 
example, the survey data informed the root cause analysis, which ultimately 
determined our recommended interventions.    

 

Apply Systemic Methods:  

Systemic: To approach a problem by considering how it is connected to the entire 
surrounding system.   

We assessed the L&D (Learning and Development) workflow as part of the larger 
manufacturing and sales system in the organization. We used Gilbert’s Behavior 
Engineering Model (BEM) to separate environmental and individual factors. For 
example, we assessed individual factors such as employee ability and motivation, and 
environmental factors like clarity of expectations and incentives. 

We used an Ishikawa fishbone diagram to further analyze the root causes of the 
performance. Our diagram organized contributing factors by mapping them onto 
Gilbert’s behavioral factors. For example, the lack of a standardized process for 
initiating projects fit into the “instruments” category. This visual helped us determine 
that the problems were largely environmental, not individual.  

Due to limited time and resources we were unable to interview downstream 
stakeholders such as customers or members of the sales team. On future projects, 
given sufficient time, I would broaden our scope and collect additional data from 
outside the L&D team.  
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2. Apply 
established 
professional 
ethics and 
standards to 
performance 
improvement 
work. 

 
 

OptimaFlow: 
Needs 
Assessment  

Professional Ethics:  

I adhered to ISPI’s Code of Ethics during our data collection process and deliverable 
development. To uphold confidentiality, all survey responses were anonymous and 
data was reported only in aggregate from. We created an informed consent 
statement in plain language and provided it to all survey participants. Participants 
were able to opt out at any time for any reason.  

We upheld the integrity principle by being honest and transparent while reporting 
our findings. We also strived at all steps to ensure our assessment and 
recommendations would add value for the L&D team and OptimaFlow. 

 

Professional Standards:  

We followed several of the ISPI Performance Standards, including remaining focused 
on results and working in partnership. We kept our work focused on the specific 
outcome that the client was aiming for: improved project management and better 
task and progress visibility within the team. Our decisions were all made with this 
goal in mind, and we gathered data using only questions that would inform us about 
this specific performance gap.  

I collaborated intentionally with my team and our client. My team met regularly to 
discuss our findings and next steps, and with the client to check our understanding, 
review progress and request feedback, and align on priorities.  

Everyone on my team completed the CITI Social and Behavioral Research training 
before we began interviews and surveys. This ensured we were able to follow 
professional consent and privacy standards.  

3. Align 
performance 
improvement 
solutions with 
strategic 
organizational 
goals and make 
recommendatio
ns to produce 
results valued 
by 
organizations. 

 
 

OptimaFlow: 
Needs 
Assessment  

Alignment with Strategic Organizational Goals:  

OptimaFlow requires efficient training resources for internal departments, such as 
the sales team, so they can be successful in a competitive market. Customers also 
require high-quality and current training so they can learn about and use products 
correctly. When training requests are difficult to track, or when the process is 
inefficient, the L&D team spends valuable time piecing together information instead 
of focusing on project development. We recommended solutions that would help the 
L&D team support downstream stakeholders, and would be practical for the team to 
implement.  

 

Making Recommendations that Produce Valued Results: 

Our recommendations were based on data collected from employee and supervisor 
surveys and interviews, along with a review of existing workflows. To support buy-in 
for our solutions, we asked staff about their perspectives and preferences.  

We used Hale’s Intervention Selection Matrix to connect root causes to “design” 
interventions, such as organizing and standardizing tools and processes. Then, to 
identify the most feasible solution, we performed as SWOT analysis to weigh the 
strengths and weaknesses of each option. This helped us eliminate less practical 
solutions, such as hiring a project manager (too expensive and not warranted by the 
workload), or project management training for employees (would not be effective 
without standardized processes and tools). Our final recommendations, broadly, 
were to: 

1. Standardize project management processes 
2. Implement a shared project management digital tool  
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4. Collaborate 
effectively with 
others, in 
person and 
virtually, and 
communicate 
effectively in 
written, oral, 
and visual 
forms. 

 

OptimaFlow: 
Needs 
Assessment  

 

Effective Collaboration:  

I worked with my team members virtually and across multiple time zones.  We met 
regularly to discuss project goals and deadlines, monitor our progress, and make 
sure all questions and concerns were addressed quickly. I supported our team by 
creating a digital central hub where we kept a shared calendar, meeting notes, links 
to all project documents, and contact information. This ensured that we stayed on 
track and aligned.  

 

Effective Communication:  

We worked with clients via email and live virtual meetings to discuss their project 
needs, conduct interviews, and present our findings. During these meetings I spoke 
in plain language to help the client understand the implications of the data, and the 
purpose and outcomes of our models.  

5. Apply theory 
and evidence to 
performance 
improvement 
work. 

 

OptimaFlow: 
Needs 
Assessment  

Apply Theory to Practice: 

I used vetted models to guide our choices throughout each step of the needs 
assessment process.  

• Van Tiem et al’s HPT model helped us conduct the assessment phases in the 
correct sequence (gap analysis  root cause analysis  intervention 
selection).  

• We used Gilbert’s BEM to separate environmental factors from individual ones, 
and the Ishikawa fishbone diagram to group contributing factors and identify 
the most important ones to address.  

• Hale’s Intervention Selection Matrix helped us select interventions that were 
most closely connected to the root causes we identified, and finally we 
completed a SWOT analysis to choose the most feasible recommendation.  

 

Use of Evidence: 

I triangulated data from multiple sources including existing documents, employee 
surveys, and interviews with team leaders. This strengthened our confidence in our 
findings and helped to reduce possible blind spots. We coded interview and survey 
responses to BEM categories, to connect individual perception to specific causes. In 
our report, our recommendations are explicitly connected to the root cause it 
addresses, as well as the data that helped us identify that cause. 
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TABLE 2. OPWL TOOLS/PHASES  
                                                            Section 2 – HPT Phase 

 
Section 1 – OPWL Tool 

Performance 
Analysis of 

Need or 
Opportunity 

Intervention 
Selection, 
Des.& Dev. 

Intervention 
Implemen-

tation & 
Maintenance 

Evaluation Change 
Manage-

ment 

 1. Gilbert's first, second and third leisurely theorems X     

 2. Rummler's and Brache's performance matrix      

 3. Langdon's language of work (LOW)      

 4. Mager's and Pipe's performance analysis flowchart      

 5. Kaufman's organizational elements model (OEM)      

 6. Marker's synchronized analysis model (SAM)      

 7. Kellogg’s program logic model      

 8. Brinkerhoff’s success case method (or only training impact 
model)      

 9. Chyung’s 10-step evaluation procedure      

 10. Kirkpatrick’s 4-level model of evaluation      

 11. American Evaluation Association (AEA)’s guiding principles for 
evaluators      

 12. ISPI’s code of ethics X X    

 13. ISPI’s standards for performance improvement X X    

 14. Thorndike's Law of Identical Elements           

 15. Principles of Reinforcement from radical behaviorism           

 16. Cognitive Information Processing Model (computer analogy)           

 17. Knowles' Core Adult Learning Principles           

 18. Bloom’s taxonomy of educational objectives           

 19. Mager’s 3-part method for writing instructional objectives           

 20. Keller’s ARCS model for motivational design of instruction           

 21. Harless’ 13 “smart” questions           

 22. Procedural analysis, learning hierarchy analysis or other 
established task analysis method           

 23. Bronco ID model or another established ID model           

 24. Merrill’s first principles           

 25. Gagne’s 9 events of instruction           

 26. Authentic learning assessment           
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 27. Broad & Newstrom’s strategies to promote transfer of 
learning           

 28. Business Logic Model of Silber and Kearny           

 29. Marker’s Six-P Framework for Evaluation           

 30. Five Stage Change/Implementation model (Based on Rogers 
and Kotter)           

 31. SWOT Analysis   X        

 32. Force-Field Analysis           

 33. Double-Loop Feedback           

 34. Cognitive load theory (CLT)      

 35. Cognitive theory of multimedia learning principles      

 

36. Other – Describe an established tool that is not listed in this 
matrix: 
• Hale’s Intervention Selection Matrix 
• Ishikawa Fishbone Diagram  

 X    
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Figure 1 

Performance Improvement/HPT Model. 

 
Source: Dessinger, J. C., Moseley, J. L., & Van Tiem, D. M. (2012). Performance improvement / HPT model: Guiding 
the progress. Performance Improvement, 51(3), 10-17. https://doi.org/10.1002/pfi.20251 
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