





PERFORMANCE IMPROVEMENT PROGRAMME (PIP)








	This programme can be the first stage of a management improvement plan, providing a guide to the structured activity to be undertaken with the group of senior officials, with a view to:  identifying the objectives of the enterprise and the way performance is to be measured; identifying performance problems and analyzing negative and positive forces; developing action strategies and programmes for the improvement of performance; and lastly, making arrangements for implementation.





	The exercise can be conducted on the basis of the enterprise as a whole, or of a complete significant sector thereof.  It can then serve as a pilot plan to establish the first management improvement plans.





	A guide/forms are presented for all the discussions which should be held by the group of senior officials.  The discussions begin with a definition of objectives and end with a definition of detailed activity plans, which should serve eventually to introduce a change or an improvement in the performance of the enterprise or sector involved.





	As a case study to complete the OD workshop, this PIP session can be taken and subsequently really used to draw up activity plans.





	If a full exercise is considered premature, at least detailed study should be made of the programme and content and of the use to be made of the information requested in the questionnaires.  The study should be made with a view to take a final decision to see whether there is a real wish to initiate the management improvement process, with full awareness of the pros and cons, in the knowledge that a long, considerable effort will be required to modify the enterprise's performance.�









��



PREFACE








	This performance improvement instrument is based on a substantial body of accumulated experience.  Its purpose is to serve as a point of departure and as a guide for the process of developing the main tasks proposed:  to provide a major impulse towards higher levels of performance and the revitalize of the organization.


	


	The aim of the instrument is to suggest the logical processes for problem analysis, problem solving and planning called for in the the performance of the above-mentioned tasks.  It contains relevant information and a series of instructions or action steps.





	The instrument may be adjusted or modified in whole or in part to make it  more relevant and valid to the user.


�






	Step 1


STAGE I





ORGANIZATIONAL OBJECTIVES AND PERFORMANCE MEASUREMENTS





Basic purpose and mission





	Arrive through group consensus at a single concise statement in answer to the question: What business are we in?





�



	Step 2


Major objectives of the organization





	On the basis of the general answer to Step 1, arrive at a consensus and list the organization's major objectives.





1.








2.








3.








4.








5.








6.








7.








8.








9.








10.











NOTE: These major objectives will probably be expressed in more general terms than the short-term objectives and performance indicators to be defined in the next step.








�






	Step 3a





Short-term objectives, performance indicators and priorities





	Again by consensus, and with a view to moving towards the achievement of the major objectives established in Step 2:


1) 	Determine the most important targets for next year and then:


2)	Determine the indicators and information required to judge achievement. Classify the indicators by type: production or services, productivity, �financial, etc.


	Targets and indicators should wherever possible be measurable and be stated as precisely as possible.


3) 	Indicate where the available information on objectives and indicators can be readily obtained, where additional data are required and how they should be compiled.


4) 	Also list the objectives and performance indicators in order of priority to indicate their importance.


	The following table may be used to note objectives and indicators as they are suggested by members of the group. They can then be placed in order of priority in Step 3b.


�






Short-term objectives�
Performance indicator�
Type�
Information


available?�
Information


needed?�
�
1.








2.








3.








4.








5.








6.








7.








8.








9.








10.








�
�
�
�
�
�















�



	Step 3b





Short-term objectives and performance indicators�(listed in order of priority according to their importance)








Short-term objectives�
Performance indicator�
Type�
Information


available?�
Information


needed?�
�
1.








2.








3.








4.








5.








6.








7.








8.








9.








10.








�
�
�
�
�
�



�



	Step 4a





Performance measurements and targets





	On the basis of the short-term objectives and performance indicators listed in Step 3, it should be possible to measure the organization's current performance and establish appropriate targets for the future.


	The current performance level must be compared with the level required over, say, the coming five years, with greater emphasis on the first one or two years.


	In order words, the "performance gap" must be identified, i.e., the difference between the present and desired (target) performance levels.


	The targets set to eliminate the performance gap must pose a challenge while remaining feasible. They should be based on a realistic assessment not only of needs but also of the organization's capability and resources. The targets should ensure a high degree of participation by the executives (at various levels).


	The following tasks should now be performed and the results noted in the form used for Step 4b:


1)	Establish the present performance level for each objective and performance 	indicator listed.


2)	By group consensus, decide in each case on the performance target wanted or attainable next year and for the following five years. In making these projections and setting targets, consider any impediment in the internal or external situation which might affect the attainment of the target.


3)	Gauge the difference between the current and target levels in order to quantify the performance gap to be bridged.


4)	Lastly, decide upon and record all other major objectives of a non-recurrent nature (e.g. purchase of plant or property, installation of a computer or accounting system, etc.) and determine what the performance indicator and appropriate targets should be in each case.


�



		Step 4b





Performance measurement and performance targets














Objective�



Performance�indicator�



Present�performance�level�
Level wanted�(performance�targets)�Next year�
Level wanted�(performance targets)�In 5 years' time�
�
1.








2.








3.








4.








5.








6.








7.








8.








9.





10.








�
�
�
�
�
�



�



		Step 5a





STAGE II





IDENTIFICATION AND ANALYSIS OF PERFORMANCE PROBLEMS,�INHIBITING FORCES AND STIMULI








	Certain problems will have to be solved and advantage taken of positive or favourable forces in order to move the level of organizational performance forward from where it is to where it could be in the future.


	List the most important performance problems you have in your organization now and are likely to be facing in the next few years. These may be thought of as inhibiting forces.


	As a start, use the group's resources to make an inventory of the performance problems likely to be encountered in bridging the performance gap. They may be noted tentatively in Step 5b as initially identified by members of the group. Once the group has reached a consensus, the final corrected list of problems may be entered in Step 5c.


�



	Step 5b





	Describe briefly and accurately the organization's performance problems.





Problem No.�
Tentative list�Statement of problem (inhibiting force)�
�
1.





2.





3.





4.





5.





6.





7.





8.





9.





10.





11.





12.





13.





14.





15.�
�
�
�
	Step 5c





�Problem No.





1.











2.











3.











4.











5.











6.











7.











8.











9.











10.











�
Final list


Statement of problem (inhibiting force)�
�
�
		Step 6a


Categorization of problems


	Using the problem categorization table overleaf, analyse the problems and establish a tentative classification, arranging the final list in Step 5c in the following categories:


* 1)	Problems affecting the entire organization and general problems which transcend functions and departments, as distinct from essentially functional or departmental problems or ones affecting sub-systems.


*  2)	Predominantly material, technological or quantitative problems, as distinct from essentially human or labour problems or ones affecting organizational relations.


* 3)	Problems which can readily be defined in terms that enable them to be solved by modern management techniques (e.g., queuing theory, inventory control, resource assignment, linear or non-linear programming, operative research, cost�benefit analysis, the sequential ordering of operations, programming, etc.), as distinct from problems which still defy definition and solution in terms of the available models.


* 4) 	Problems, the cause or source of which must be sought within the organization, as distinct from those having their cause or source in external groups or outside forces.


* 5)	Problems to which the solution depends primarily on measures taken within the organization's structural limits, as distinct from those whose solution depends largely on action taken by external bodies or parties (including the outside authority).





�



		Step 6b


CATEGORIZATION OF PROBLEMS








�
�
�
�
�
�
�
�
�Number and type of problem (in one or two words)��
�
�
�
�
�
�
�
�
�
�
Problem affecting entire organization�
�Cate-�
�
�
�
�
�
�
�
�
�
Departmental (sub-system) problem�
gory 1�
�
�
�
�
�
�
�
�
�
Physical, technological, quantitative problem�
�Cate-�
�
�
�
�
�
�
�
�
�
Human, labour or organizational relations problem�
gory 2�
�
�
�
�
�
�
�
�
�
Problem amenable to�solution by management�techniques�
��Cate-�
�
�
�
�
�
�
�
�
�
Problem not amenable to�solution by such techniques�
gory 3�
�
�
�
�
�
�
�
�
�
Cause of problem within�the organization�
�Cate-�
�
�
�
�
�
�
�
�
�
Cause of problem outside the organization�
gory 4�
�
�
�
�
�
�
�
�
�
Solution within the organization�
�Cate-�
�
�
�
�
�
�
�
�
�
Solution outside the organization�
gory 5�
�



Note - Enter a cross in the appropriate boxes against each problem listed or indicate percentages (e.g.: 50 per cent within the organization and 50 per cent outside).


�



	Step 6c





Importance of problems and amenability to solution


	Evaluate the problems (in Step 5c) in terms of a), their relative importance or impact on the organization's performance and b), their amenability to solution.


	Establish a scale of 5 points for evaluating the impact and amenability to solution of each problem and enter the appropriate rating against each problem (5 very high, 4 high, 3 medium, 2 fair, 1 low).








Number and statement�of problem�
Impact on the organization's performance�
Amenability to solution�
�



1.





2.





3.





4.





5.





6.





7.





8.





9.





10.





�
�
�
�



�



	Step 7a


Identification of positive forces


	Identify and list below all conceivable forces which impel or encourage the organization towards higher levels of effectiveness. These may be regarded as stimuli or opportunities to be exploited.


	If other positive forces (not yet present) can be harnessed and introduced  into the system, state them at the end of the list and mark them as "potential" forces.





Positive forces





1.








2.








3.








4.








5.








6.








7.








8.








9.








10.








	Step 7b


Classification of positive forces


	Ascertain how the positive forces already present in the situation can be strengthened and how new ones might be introduced into the system to speed up the organization's movement towards the highest performance levels projected.


	Use the following form to indicate the percentage by which each positive force might be strengthened (or introduced) through action independent of management, as against the percentage by which each force might be strengthened (or introduced) solely through action by the outside authorities or external bodies.








Positive forces�(listing from Step 7a)�
Proportion of the force capable of being strengthened (or introduced) through action independent of management (%)�
Proportion of the force capable of being strengthened (or introduced) solely in consultation with the outside authority (%)�
Proportion of the force capable of being strengthened (or introduced) solely through action by other bodies (%)�
�
1.





2.





3.





4.





5.





6.





7.





8.





9.





10.�
�
�
�
�
�
	Step 8a


Evaluation of the strength of negative and positive forces


	Consider the current performance level as a function of two sets of forces. The first set would be those problems (see Steps 5c and 6c) which inhibit or obstruct performance. The other set (see Step 7) impels or encourages the organization towards a higher performance level.


	Evaluate the strength of both negative and positive forces according to a scale ranging from 5 points (very high) to 1 point (low). Ratings may be entered against each force in the form below.





No.�
List of negative forces�
Strength rating (1-5)�
No.�
List of positive forces�
Strength rating (1-5)�
�
1.








2.








3.








4.








5.








6.








7.








8.








9.





10.





�
�
�
1.








2.








3.








4.








5.








6.








7.








8.








9.





10.�
�
�
�
�
	Step 8b


Performance analysis chart (force field model)


	The following chart clearly shows the strength of the opposing sets of forces. The 0 line representing the present level of performance shows the equilibrium created by the inhibiting and stimulating effects of the set of forces.


	For each negative and positive force, draw an arrow from the appropriate strength to the 0 line as indicated in Step 8a (e.g., from 5 to 0, from 2 to 0, etc.).


	For reference purposes, indicate each force with its No. in Step 8a and a description in one or two words.


	On the basis of this analysis, it will be seen that the organization's performance can be enhanced by reducing the strength of the negative forces, strengthening or adding positive forces, or a combination of both measures.


�



STRENGTH





�
Negative forces�
�
�
High			5.





�
�
			5.�
�
			4.





�
�
			4.�
�
Medium		3.





�
�
			3.�
�
			2.





�
�
			2.�
�
Low			1.





�
�
			1.�
�
			0.�
_____________________�
_________________	0.


Current performance �level


�
�
Low			1.





�
�
			1.�
�
			2.





�
�
			2.�
�
Medium		3.





�
�
			3.�
�
			4.





�
�
			4.�
�
High			5.





�
�
			5.�
�
STRENGTH





�
Positive forces�
�
�



�
	Step 9a





STAGE III





EVOLVING STRATEGIES AND ACTION PROGRAMMES �FOR ENHANCED PERFORMANCE





	At this point, the organization has diagnosed major performance problems and "road�blocks" and this knowledge must be used for manipulating and changing the negative and positive forces actually at work within the organization. In order to move towards the performance objectives and targets set, the strength of negative forces must be eliminated or reduced and that of the positive forces increased.


	The work done with the performance improvement instrument thus far has shown that it is better to deal with each force one by one, giving greater attention to those which are stronger and therefore more crucial. A useful start is to apply the "brainstorming" technique in which a team attempts to identify innovative action for dealing with each force.


	After analysis, some of the ideas put forward will be recognized as strategies, while many others will constitute action programmes which logically fall within those strategies.


	A strategy may be recognized as a broader and more general statement or as a policy trend encompassing a group of action programmes. Conversely, action programmes must be regarded as tactical manoeuvres of a more specific and detailed nature.


�



	Step 9b





Suggestions for action


	The following is a procedure and useful sequence for conducting the "brainstorming" session:


1)	Decide which positive or negative force should be tackled first (perhaps one of the more powerful).


2)	A member of the team should act as recorder or secretary. He may begin by writing the number and description of the force at the top of a large sheet of paper, newspaper size, mounted on an easel.


3)	The Chairman should then invite ideas for dealing with the force. Team members should be asked to make valid suggestions concerning strategies and action programmes. At this stage, there should be no attempt to distinguish between them.


4)	The secretary should briefly record every idea suggested by members of the team, without worrying too much about the form but ensuring that the entries are visible to all. In other words, every member should have an opportunity to contribute his thoughts without the assessments or criticisms of any member interrupting or restricting the flow of ideas. This is a crucial point.


5)	Only after this hopefully creative flow of ideas has been exhausted should the next phase of analysis and evaluation be initiated (see Step 10).


	This same "brainstorming" technique should be applied to each of the other negative and positive forces which it is decided to tackle. The following form might be used for recording suggestions for action.


�









Negative/positive force


�
�Suggested action for dealing�
�
No.		Description�
with the force�
�
�



1.

















2.

















3.

















�
�






�
	Step 10





Evaluation of suggested action; selection of strategies/action programmes


	A useful procedure during the collective "brainstorming" phase of analysis and evaluation is suggested below:


1)	By combining, consolidating, modifying, screening and revising the actions suggested in Step 9b, the team should be able to:


-	single out the best strategy or strategies for dealing with each force, once all the feasible alternatives and their benefits have been thoroughly explored;


-	pinpoint the most innovative, effective and direct group of action programmes consistent with the strategy or strategies.


2)	These strategies and action programmes for dealing with each force should then be noted on a large sheet of paper visible to all. A form such as the following might be used.


�









Negative/positive force�
Action programme for dealing with�the force�
�
No.�
Description�
Strategy�
Action programme�
�
�
�
�












































































































�
�



�
	Step 11a





Coordination of action programmes and reporting on progress


	Once the strategies and action programmes have been identified, the next step is to clarify and assign responsibility for each action programme.


	Although several persons might be made responsible for initiating the measures needed and ensuring that they are implemented, it is essential that only one person should be appointed as "action programme coordinator" with the particular task of coordinating action and reporting on progress. The frequency of his reports and the person to whom they should be addressed must also be decided.


	The conclusions reached in this and the preceding stages should be visibly noted on the large sheet of paper under the following headings:


-	number and description of negative or positive forces;


-	strategy or strategies;


-	action programmes;


-	responsibility for action and coordinator;


-	progress reports, person to whom they should be addressed and their frequency.


	To provide a more permanent record, the tables in Step 11b should be used for the set of negative forces and those in Step 11c for the set of positive forces.


	The final product thus recorded is a full combination of strategies and action programmes for dealing with the existing negative and positive forces.


	Together with the series of objectives, performance indicators and targets, this combination will constitute a comprehensive systematic plan for improving the organization's performance.








�
	Step 11b





LIST OF STRATEGIES AND ACTION PROGRAMMES�FOR DEALING WITH NEGATIVE FORCES











Negative force





�
�



Strategy�



Action programme�
�
Responsibility for action: the coordinator�
Progress reports: addresses and frequency�
�
No.�
Description�
�
No.�
Description�
�
�
�
�
�
�
�
�
�


























































































�
�



�
	Step 11c





LIST OF STRATEGIES AND ACTION PROGRAMMES�FOR DEALING WITH POSITIVE FORCES











Positive force





�
�



Strategy�



Action programme�
�
Responsibility for action: the coordinator�
Progress reports: addresses and frequency�
�
No.�
Description�
�
No.�
Description�
�
�
�
�
�
�
�
�
�


























































































�
�
�
	Step 12


STAGE IV


ARRANGEMENTS FOR IMPLEMENTATION


Estimating difficulties of implementation and framing of strategies for change


	Which major difficulties are expected during preparations for implementing the proposed performance improvement programme? List the difficulties below in decreasing order of importance.


	For better results in overcoming expected difficulties and possible resistance to change, identify and enter below those strategies which seem particularly relevant to the organization and its external environment for initiating  the charge. Remember that the successful application of a key strategy may overcome such difficulties.





Main difficulties anticipated�(in order of importance)�
Relevant strategies for implementation�(in order of importance)�
�
1.





2.





3.





4.





5.





6.





7.





8.





9.





10.





�
1.





2.





3.





4.





5.





6.





7.





8.





9.





10.





�
�



�
	Step 13





Negotiation of main points with the outside authority


	As a logical continuation of Step 12, briefly identify the main difficulties or points which affect the implementation of the proposed action programme and have to be submitted to and negotiated with the outside authority.


	Specify which decisions, policies or other assistance should be obtained from that authority before the task of improving the organization's performance can proceed.





Main points to be negotiated with the outside authority�
Brief description of assistance required (decisions, policies, etc.)�
�
1.














2.














3














4.














5.














6.

















�
1.














2.














3.














4.














5.














6.














�
�



�
	Step 14


Highest-priority action programmes and time-table


	It may not be practicable to undertake all the action programmes simultaneously and with equal emphasis. Bearing this in mind, select those of higher priority whose implementation warrants more time, effort and resources, i.e., identify the most urgent action programmes.


	The criterion for implementing an action programme should be not only its priority but also its order and time-table. For strategic reasons, there may be some action programmes which should be started first or implemented before others. List below the more urgent action programmes and their order or sequence of implementation, together with the proposed starting and completion dates (estimated wherever possible).





Urgent action programmes (listed roughly in order of priority)�
�First, second order of implementation�
�Approx. time-table (month/year)�
�
�
�
Start�
Completion�
�
1.





2.





3.





4.





5.





6.





7.





8.





9.





10.





�
�
�
�
�
�
	Step 15a


Action team for implementation and review


	The routine work pressures, together with periodic crises, make it hard to find time for planning. However, experience has shown that it is even more difficult to ensure that plans are implemented in a sustained and effective manner.


	A crucial prerequisite for effectively implementing the performance improvement plan is to establish a small action team of senior managers to activate, direct, coordinate and review progress and priorities in:


-	the implementation of strategies and action programmes;


-	the attainment of performance targets.


	In organizing the team, it is necessary to determine its size and membership, powers and authority, relations with the action programme coordinators and the best time�table of meetings for ensuring optimum efficiency. Use the following form to list the members of the action team and their powers and duties.


	As a second strategic measure for ensuring that the plans are translated into action and do not gather dust on a shelf, set a date for a review and revision meeting, preferably three months but never more than six months ahead. Each review meeting should:


-	examine the progress made in attaining the performance objectives and targets and in implementing the action programmes;


-	revise and overhaul the entire performance improvement programme wherever necessary: establish new objectives, targets and performance indicators; re-examine the negative and positive forces; agree on new strategies and action programmes for the next period.





�
Date of first review and revision meeting: ______________________________________





Action team�(list the members)�
�Powers and duties�
�



1. (Chairman)























2.























3.























4.























5.























�



1.























2.























3.























4.























5.























�
�
�
	Step 15b





	The Organizational Development and Performance Improvement Programming (OD/PIP) effort may be viewed as a closed cycle comprising the following main phases:








Main phases of the OD/PIP cycle











�





	The first two phases of initiation-orientation and diagnosis/action planning have now been completed and final arrangements are being made to enhance the prospects for successful implementation. Advance planning for progress review will ensure that the total organizational performance improvement plan can be overhauled and adjusted as required to meet the force of circumstances and the changing environment.


�
	Experience with the instrument reveals that this review and revision phase becomes part of a second round of diagnosis and action planning. This means that the performance improvement cycle, in reality, turns out to be a recycling process that could go on indefinitively: first organizational diagnosis and action planning, then implementation, followed by progress review and revision which, in turn, results in a fresh diagnosis and set of action plans for implementation.





	Put another way, the OD/PIP effort under way is seen as a process of continuous organizational development and renewal, characterized by a series of breakthroughs to higher levels of performance. If it is decided to accelerate the process, special attention should be focused on building up teamwork and genuine commitment to action, as well as making the OD/PIP effort an integral part of the organization's management system.


	This is where the implementation effort that this performance improvement instrument has been leading up to begins.


�



APPENDIX B


TEAM EFFICIENCY MEASUREMENT FORM


COMPOSITION OF MANAGEMENT TEAM: ANALYSIS OF TEAM EFFICIENCY





Instructions:	Analyse the team by measuring its efficiency according to a scale from 1 to 7 (7 = ideal) in relation to each of the following variables. Mark the appropriate number with a cross.





1.	Degree of mutual  	�      confidence: �      High degree of mistrust�
�1�
�2�
�3�
�4�
�5�
�6�
�7�
�
�High degree of confidence�
�
�
�
�
�
�
�
�
�
�
�
�
2.	Degree of mutual support:�	Each man for himself�
�1�
�2�
�3�
�4�
�5�
�6�
�7�
��
�Genuine concern for others�
�
�
�
�
�
�
�
�
�
�
�
�
3.	Communication:�	Distrustful, cautious�
�1�
�2�
�3�
�4�
�5�
�6�
�7�
�
�Open, frank�
�
�
�
�
�
�
�
�
�
�
�
�
	No reciprocal�      communication�	among all�
�1�
�2�
�3�
�4�
�5�
�6�
�7�
�
�Understanding among all�
�
�
�
�
�
�
�
�
�
�
�
�
4.	Group objectives:�	Not understood by team�
�1�
�2�
�3�
�4�
�5�
�6�
�7�
�
�Clearly understood by team�
�
�
�
�
�
�
�
�
�
�
�
�
	Negative team attitude to objectives�
�1�
�2�
�3�
�4�
�5�
�6�
�7�
�
Team fully committed to achieving objectives�
�
�
�
�
�
�
�
�
�
�
�
�
5.	Solution of conflicts within 	team:�	Conflict unrecognized, 	avoided or contained�
���1�
���2�
���3�
���4�
���5�
���6�
���7�
�
��Conflict accepted and resolved�
�
�



�
�
�
�
�
�
�
�
�
�
�
6.	Use of team resources:�	Skills, knowledge and 	experience not exploited  	by team�
���1�
���2�
���3�
���4�
���5�
���6�
���7�
�
��Skills, knowledge and experience fully applied�
�
�
�
�
�
�
�
�
�
�
�
�
7.	Control methods:�	Control imposed from above�
�1�
�2�
�3�
�4�
�5�
�6�
�7�
�
Team itself exercises control�
�
�
�
�
�
�
�
�
�
�
�
�
8.	Organizational environment:�	Restrictive, dominated by a�	tendency to uniformity�
��1�
��2�
��3�
��4�
��5�
��6�
��7�
�
�Free, motivating, respect for individual differences�
�
�
�
�
�
�
�
�
�
�
�
�
9.	Ability to solve problems   	as a team:�	Low�
��1�
��2�
��3�
��4�
��5�
��6�
��7�
�
��High�
�
�
�
�
�
�
�
�
�
�
�
�



Source: Douglas McGregor: The Professional Manager, pages 172-173 (Except item 9)


�
APPENDIX C


TEAM WORK EFFICIENCY MEASUREMENT FORM


�Organization: __________________________________________________________





Number of members in team: _____________________________________________





PIP stage:____________________		Step: _____________________________





Place: _______________________	Date: _____________________________











No.�



Factor�



Good�



Satisfactory�



Poor�
Total marks�of team (percentage)�
�



1.


�



Mutual confidence�



�



�



�



�
�



2.�



Mutual support�
�
�
�






�
�



3.�



Levels of communication and attention


�
�
�
�
�
�



4. �



Understanding of and commitment to objectives��
�
�
�






�
�



5.�



Settlement of conflicts�
�
�
�






�
�



6.�



Use of team members' resources�
�
�
�






�
�



7.�



Control of team performance�
�
�
�






�
�



8.�



Organizational environment�
�
�
�






�
�



9. �



Ability to solve problems as a team�
�
�
�






�
�






Comments: ______________________________________________________________________


________________________________________________________________________________








Note - At the end of each session, the consultant may suggest that this form be completed by all members of the team. Each member enters his own opinion on the team's performance (good, satisfactory or poor) for each of the nine factors. The consultant collects the forms and calculates the proportion of "good" marks assigned to each factor. The result may be entered in the team's marks column. Later, perhaps during a short discussion at the beginning of the next session, the team should compare its team work with that at earlier meetings and try to find ways of solving any problems.





*	In Step 6b, indicate, as appropriate, the percentage share of a problem within each sub�category (e.g., against Category 5, 80 percent of the solution within the organization and 20 percent outside).
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