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t seems that the role of the trainer 
who wants to become a perfor- I mance technologist is shifting-as is 

the role of the existing performance 
technologist-as business demands 
more and more from our profession. 
We asked Joe Harless, one of the 
pathfinders of our profession, some 
questions about the performance tech- 
nologist’s changing role and the future 
of performance technology. We were 
interested in changes in the analysis for 
and use of interventions. 

PI: What skills will be particularly cru- 
cial to have as a performance technolo- 
gist of the future? 

JH: It depends on how the world of 
performance technology is defined. In 
terms of future behavior, they will need 
five skills: 

the skill to elicit and analyze business 
goals and the needs of the organiza- 
tion in terms of the human beings 
and the skill to perform new perfor- 
mance planning when business goals 
have changed; 
diagnostic front-end analysis skills 
when there is a short-fall in business 
goals, which means following a prob- 
lem analysis procedure to determine 
interventions needed for humans; 
the ability to  analyze business 
processes at the micro and macro lev- 
els-most don’t have that skill today 
and they need to be able to plan new 
business processes as well as make 
present ones better; 
the ability to specify and plan for the 
universe of intervention programs; and 

the ability to evaluate at a very high 
level, such as business impact. 

One thing is for sure: Whoever does the 
front-end analysis should do the back- 
end analysis. 

PI: What kind of person is best suited 
for such a role? 

JH: We say we can train anybody, but 
those with “engineering-like’’ skills are 
more likely to be trained quickly. They 
take systematic approaches; they have 
an engineering-like, but not necessarily 
scientific-like, mentality. Others with 
similar paradigms, such as trainers 
with a bias towards analysis and evalu- 
ation, can be quite good. Indeed, we 
have had some experience with people 
from the legal profession and experi- 
mental-but not clinical-psychology. 
Math majors do well. This list is not 
intended to denigrate the artistic back- 
ground that is needed because [those 
who have it] can add to the process. 
Rather, the core skill required to  
become a performance technologist is 
analysis. 

PI: How can a performance technolo- 
gist possibly know all the interventions 
there are to know? 

J H  This is a Zen question. How do I 
know what I don’t know? I have 
thought about this question for a long 
time. If know means to know and 
design all possible interventions, that 
would be a difficult requirement to 
meet. If know means to know what 
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each intervention can do, the task is 
easier. In fact, at the macro level, there 
are only five general classes: 

employee selection and assignment, 
work process re-engineering, 
work environment re-engineering, 
motivation, incentive, and attitudinal, 

skills, knowledge, and information. 
and 

We take these and break them down to 
subclasses. A taxonomy of interven- 
tions exists. For example, there are two 
subcategories for skills, knowledge, 
and information: training and job aids. 
Then, we break these down even fur- 
ther. This gives the technologist a han- 
dle on interventions. Then with this 
taxonomy, the technologist does not 
necessarily need to know how to devel- 
op each, but rather find those who can 
develop the appropriate intervention 
within or outside the organization. 

I used to confine the work of a perfor- 
mance technologist to  the front end 
and back end of the technology. I now 
fill in the all the gaps in between. 

PI: How do you see performance tech- 
nologists working with multiple inter- 
ventions? 

JH: We must always work with multi- 
ple interventions. Even in training there 
are multiple interventions. Diagnostic 
front-end analysis does not lead to  one 
intervention-ever! The most com- 
monly overlooked intervention is feed- 
back. The second most common is 
work process re-engineering. There are 
really two choices. 

The first is the renaissance model. A 
given technologist does everything for 
the client, from front-end analysis to 
organizational alignment, to  design 
and develop any intervention. This is 
pretty rare, but possible. 

The second is the consultandteam leader 
model. The consultant leads in organiza- 
tion alignment, front-end analysis, and 
designing specs, then finds the specialists 
needed to develop and implement the 
interventions. We add these specialists to 
performance improvement teams. 

A position that is missing too often is 
that of the work process re-engineering 
specialist. The skill that most common- 
ly exists is training or OD. We can 
search outside the organization or we 
can have the team fake it using job aids, 
I see the future as a one-stop shop if we 
are to succeed-”Solutions to Human 
Performance Problems Sold Here!” 

Some organizations don’t have these 
characteristics, but succeed anyway. I 
consider Coca Cola an example. The 
success there rests with the product and 
marketing. Other organizations, like 
Hewlett-Packard, ingrain systematic, 
customer-focused approaches, so per- 
formance improvement is imbedded 
into the working culture. 

We must always work with multiple 
interventions. Even in training there 
are multiple interventions. Diagnostic 
front-end analysis does not lead to 
one intervention-ever! 

This is when performance technology 
will really work. 

PL What will the organization look like 
that maximizes the use of a multi-inter- 
vention approach? 

J H  I see three scenarios for organiza- 
tions to use performance technology: 

when performance technology capa- 
bility resides in the central body, 
when many bodies (decentralized) 
are capable of using the technology- 
here performance technology is a part 
of a line organization, and 
a combination of the first two. 

If I had to make a choice, it would be a 
combination. In this case, the capabili- 
ty is centralized, but each performance 
technologist would specialize in one 
organization. They would not report to 
line managers, but serve as an internal 
consultants to that organization. 

Organizations that are best for the 
multi-intervention approach already do 
other things to make our kind of work 
possible. These organizations embrace 
customer service and take quality to 
heart. They have been rewarded for 
taking systematic approaches. They are 
comfortable with models and use 
multi-model approaches. They use 
goals and measurements and take the 
human element of work very seriously. 

M: Will the role of a performance tech- 
nologist be different in a multi-inter- 
vention environment? 

JH: The environment of the future will 
be dramatically different from what it 
is now. Currently, the performance 
technologist is predominately still a 
training specialist. Skills, knowledge, 
and information are their primary 
interventions. Occasionally, someone 
in the organization will say “I need 
some other interventions.” What must 
change is that the technologist needs to 
move to  a work improvement orienta- 
tion, and not focus only on skills, 
knowledge, or information. But, we 
can’t add it to the existing training 
organization-it doesn’t work because 
there’s too much current baggage. Our 
internal clientele view us as training 
and can’t seem to get over it. 

Therefore, we must start from scratch 
to  be a true performance technology 
organization. We might choose cross- 
trainers to be groomed as performance 
technologists, but it means starting 
from a new perspective. 
PI: What role should ISPI play in help- 
ing performance technologists under- 
stand and apply interventions? 

JH: ISPI should keep doing what it 
does well-conferences, publications, 
workshops, etc. For ISPI to be really 
useful to  us, however, it must first com- 
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plete its own paradigm shift to what 
performance technology truly is. 
There’s evidence of it not having done 
so. The conference still has many more 
sessions devoted to skills, knowledge, 
and information than to other classes 
of interventions. The handbook still 
divides performance technology into 
two major parts: instructional and non- 
instructional interventions, and so on. 
PI: How else should performance tech- 
nologists learn about interventions and 
develop the skills to implement them in 
organizations? 

JH: We look to our universities to teach 
performance technology, but none of 
them offer a complete curriculum in it. 
The best of them teach the analytic 
aspects. What they are lacking is teach- 
ing the other interventions in their cur- 
riculum, and they don’t address the 
means for post-evaluation of interven- 

tion implementation. Someday they 
will, but for now, my best advice is to 
put together your own curriculum 
through other sources. Someone has to 
develop such a curriculum. Of course, I 
believe I have such a curriculum, but 
that is another story. 
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