Tool 12-1
Identifying Objectives and Activities for the Alignment Process
Ingrid Guerra-López
Chapter 12, “Using Evidence to Assess Performance Gaps,” ATD’s Handbook for Training and Talent Development, 3rd ed.
This tools offers guidance as you create objectives and corresponding activities to assess performance gaps.
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Needs Assessment Project Guide
	Overarching Objectives
	Relevant Activities

	Align Expectations

	Gain an understanding of the expectations, wants, and perceived performance needs from various stakeholder vantage points. 
Gain an understanding of what is or will be driving stakeholder decision making, assumptions, and satisfaction from various stakeholder vantage points. 
	Conduct discovery meetings with your initial requestor and other stakeholders. 
Synthesize input from various perspectives.

	Gain information that deepens your understanding of the issues and factors that may affect improvement efforts. 
Gain an understanding of the performance context. 
	Map the described performance problems throughout the organizational levels. 
Identify alignment level of the work request. 

	Set the stage for building and developing collaborative working relationships with your stakeholders. 
	Establish partnerships, gain commitment, and establish roles and responsibilities for your discovery team. 

	Align Results

	Translate stakeholder wants and expectations into relevant and desired results in performance at the individual, team, organizational, and long-term 
impact levels
	Identify relevant results, metrics, and performance targets 
Estimate the gaps in results 
Compare current performance with desired performance
Assess performance context 

	Align the focus of this assessment (and subsequent efforts) to strategic priorities
Build strategic relationships with stakeholders
	Identify current level of results 
Depict relationships between organizational goals, strategic priorities, and stakeholder expectations 
Collaboratively design a data collection strategy 

	Align Solutions

	Analyze and align gaps in performance 
Determine alignment level of performance gaps
	Align performance gaps to level of results 
Collaboratively identify gaps to address

	Identify root causes of gaps in performance results 
	Conduct root causes analysis 
Identify barriers and supports to successful solution implementation

	Analyze and select solutions aligned to gaps in performance 
	Identify shared solution selection criteria 
Facilitate aligned solution selection decision making 
Define critical factors that will facilitate successful and sustainable implementation of the solutions 
Select aligned solutions 

	Align Implementation

	Design change management strategies 
Identify and design transfer strategies 
Design implementation strategies 
	Derive thoughtful change management strategies to facilitate integration of your performance improvement work 

	Identify performance measures that will supply ongoing performance feedback 
Design communication strategies 
	Design a monitoring plan to ensure regular performance feedback 
Collaboratively negotiate communication strategy of performance feedback 
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