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Cause Analysis Interview Questionnaire 

WHERE/WHEN 

Often the training or human resources departments are asked to conduct training to “fix” 

employee performance problems. However, if the causes of the problem are not fully understood, 

then the training solution that is devised may be ineffective since training may not be the 

appropriate intervention. Based on Gilbert’s Behavioral Engineering Model as updated by 

Chevalier (2003), the Cause Analysis Interview Questionnaire provides an organized method to 

“systematically and systemically identify barriers to individual and organizational performance” 

(p. 8). Accordingly, interview questions fall into six categories, of which three involve 

environmental factors (information, resources, and incentives) while three involve individual 

behavior factors (motives, capacity, and knowledge/skills). 

In addition, the Questionnaire respects Harless’ Front-End Analysis (FEA) “Smart Questions” 

framework which has an overall goal to determine one or more interventions required to address 

a performance problem (Harless, 1973). After answering the initial five FEA questions relating 

to performance analysis, and when a performance problem worth solving is identified, then 

proceed with FEA questions six through eight relating to cause analysis (Chyung, 2008). 

After the performance analysis is complete, consultants, project managers, performance 

technologists, and others tasked with identifying the possible causes for a performance problem 

can use the Cause Analysis Interview Questionnaire as a template to conduct and record a 

structured and thorough information-gathering interview. The deliverable is a summary of 

probable causes and supporting evidence for the performance problem that can be reviewed with 

management and further used to assist in intervention selection. 

WHAT/HOW 

To conduct a cause analysis utilizing the Cause Analysis Interview Questionnaire, a flowchart 

has been provided to walk step-by-step through the process; please see Figure 1. Follow these 

five steps to conduct a systematic and systemic cause analysis interview to identify possible 

causes for a performance issue. 

 

I. State the performance gap to be analyzed. 

 

According to Harless (1993), a Front End Analysis (FEA) is about saving money for the 

company. The FEA isolates a specific problem and then a determination is made about 

implementing a training or solving the problem through another course of action. Harless (1993) 

states that a performance problem is identified as one of three ways: “(1) Someone is not doing 

something he/she is expected to do; (2) Someone is doing something he/she should not be doing; 

(3) A prediction of should or should-not in the future” (p. 240). If the issue falls outside of these 

categories, then it is considered a non-performance issue. At this point, a performance gap has 

been cited as the problem. The interviewer needs to record the performance gap in the Cause 
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Analysis Interview Questionnaire (See Figure 2). The current and desired performance need to be 

listed under the Performance Gap. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 1: Cause Analysis Interview Questionnaire Flowchart 

 

II. List the individual(s) to be interviewed. 

 

List the person or people being interviewed in Step 2 under “Individual(s) to be interviewed.” 

The interviews for the cause analysis can be completed in one of two ways: (1) on an individual 

basis or (2) in a group session. In either case, individuals need to be identified for the 

questionnaire. The best people to consider are people who are directly affected by the 

performance gap. This could include managers, trainers, Human Resources personnel, project 

managers, office employees, general workers, and other identified roles. The interviews need to 

be conducted with the people who are directly affected because they will have relevant 

information to answer the questionnaire, and the person conducting the cause analysis will be 

able to identify the problem because of the direct information that is provided. Managers may 

also be helpful because they may have prior experience with this problem, and they may 

confidential information that is not available to employees. In addition, managers may see the 

problem through a different lens, and their input will be helpful in finding a solution. When 

conducting the interviews as a group, keep the groups homogenous (i.e. general employees only, 

managers only) to decrease the likelihood (social desirability) of a bias in the results (Donovan & 

Henley, 2010).

I. State the performance 

gap to be analyzed 

II. List the individual(s) 

to be interviewed 

III. Conduct oral 

interview(s) using 

Figure 2 questionnaire 

IV. Identify the overall 

probable cause(s) 

V. For each probable 

cause, state supporting 

evidence 
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CAUSE ANALYSIS INTERVIEW QUESTIONNAIRE 

 

(Step 1) Performance gap: 
Current state:    

Desired state:   
 

(Step 2) Individual(s) to be interviewed:   
  

Type Question 
(Step 3) 

Response: 
Yes/ No/ 
Uncertain 
(Step 3) 

Explanation 
(Step 3) 

Probable 
cause? 
(Step 4) 

If Probable 
Cause, 
Supporting 
Evidence 
(Step 5) 

 I. INFORMATION 

E
N
V
IR

O
N
M
E
N
T
A
L
  a. Are the roles and performance 

expectations clearly defined?  
Yes/ No/ 
Uncertain 

   

b. Are there clear and relevant 
guides used to describe the work 
process? 

 Yes/ No/ 
Uncertain 

   

c. Does the performance 
management system guide 
employees performance and 
development? 

Yes/ No/ 
Uncertain 

   

Facilitator Comments  

 

Step 3:  Steps 4+5: 

II. RESOURCES 
a. Are the materials, tools, and 

time needed to complete the job 
present? 

Yes/ No/ 
Uncertain 

   

b. Are the processes and 
procedures clearly defined? 

Yes/ No/ 

Uncertain 
   

c. Do the processes and 
procedures enhance individual 
performance if followed? 

Yes/ No/ 

Uncertain 
   

d. Do the overall physical and 
psychological work 
environments contribute to 
improved performance? 

Yes/ No/ 

Uncertain 
   

e. Are the work conditions safe, 
clean, organized, and conducive 
to performance? 

Yes/ No/ 
Uncertain 

   

Facilitator Comments  

 

Step 3: Steps 4+5: 

III. INCENTIVES 
a. Are the financial and 

nonfinancial incentives present? 
Yes/ No/ 
Uncertain 

   

b. Are the jobs enriched to allow 
for fulfillment of employee 
needs? 

Yes/ No/ 
Uncertain 

   

c. Is the overall work environment 
positive, where employees 
believe they have an opportunity 
to succeed? 

Yes/ No/ 
Uncertain 

   

d. Are career development 
opportunities present? 

Yes/ No/ 
Uncertain 

   

 Facilitator Comments  Step 3: 
 

Steps 4+5: 
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Type Question 
(Step 3) 

Response: 
Yes/ No/ 
Uncertain 
(Step 3) 

Explanation 
(Step 3) 

Probable 
cause? 
(Step 4) 

If Probable 
Cause, 
Supporting 
Evidence 
(Step 5) 

 

 IV. MOTIVES 

IN
D
IV

ID
U
A
L
  
 

a. Are the motives of the 
employees aligned with work 
and the work environment? 

Yes/ No/ 
Uncertain 

   

b. Do employees desire to perform 
the required jobs? 

Yes/ No/ 

Uncertain 
   

c. Are employees recruited and 
selected to match the realities of 
the work situation? 

Yes/ No/ 

Uncertain 
   

Facilitator Comments  Step 3: 
 

Steps 4+5: 

V. CAPACITY 
a. Do the employees have the 

capacity to learn and do what is 
needed to perform successfully? 

Yes/ No/ 

Uncertain 
   

b. Are employees recruited and 
selected to match the realities of 
the work situation? 

Yes/ No/ 

Uncertain 
   

c. Are employees free of emotional 
limitations that would interfere 
with their performance? 

Yes/ No/ 

Uncertain 
   

Facilitator Comments  Step 3: 
 

Steps 4+5: 

VI. KNOWLEDGE/SKILLS 
a. Do employees have the 

necessary knowledge, skills, and 
experience to do the desired 
behavior? 

Yes/ No/ 

Uncertain 
   

b. Are employees with the 
necessary knowledge, skills, and 
experience properly placed to 
use and share what they know? 

Yes/ No/ 

Uncertain 
   

c. Are employees cross-trained to 
understand each other’s roles? 

Yes/ No/ 

Uncertain 
   

Facilitator Comments  Step 3: 
 
 

Steps 4+5: 

 

SUMMARY 

Probable Cause Supporting Evidence 

  

  

  

 

 

Figure 2: Cause Analysis Interview Questionnaire (based on Chevalier, 2003, pp. 8-14)  
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An interview is utilized because, as Chyung (2008) aptly states, interviews are an analysis 

technique that HPT practitioners use to identify human incompetence and determine the best 

recommendations and solutions for a performance problem. Interviews are a great tool because 

they allow direct access to a pool of information – the people who are directly affected by the 

performance gap. The biases that exist with interviews include the fact that people may not be 

truthful when directly confronted with a performance problem because of a fear of repercussions.  

 

III. Conduct oral interview(s) using Figure 2 Questionnaire.  

 

In this step, the person conducting the cause analysis needs to conduct the interviews orally. On 

an individual basis, the facilitator asks each question and takes notes as the interviewee responds. 

The facilitator will fill out Step 3 throughout this process on the Cause Analysis Interview 

Questionnaire.  For the “Response” section of the table, the facilitator will circle the answer 

given by the interviewee. No explanation is required if the interviewee answers “No” to the 

question asked. However, the interviewer may want to probe with clarifying questions to verify 

that the response is indeed a “No.” 

 

If the respondent answers with “Yes” or “Uncertain,” the facilitator needs to write down the 

explanation that the interviewee gives in regards to the question. At the end of each subsection 

(Information, Resources, Incentives, etc.), the facilitator needs to write down any comments that 

they may have about Step 3; potential solutions should not be recorded at this time in the 

“Facilitator comments” section. The “Probable Cause” and “If Probable Cause, Supporting 

Evidence” can be overlooked at this time. These questions will be analyzed after the interview. 

 

This step incorporates Chevalier’s updated Behavioral Engineering Model questions about 

environmental and individual factors. This interview is important because it follows the steps in 

sequential order, and it is important to maintain this order. The order follows the environmental 

factors first because these are factors that “pose the greatest barriers to exemplary performance” 

(Chevalier, 2003, p. 9). The issue may not be performance; rather, the issue may be about 

external factors that are influencing the effectiveness of the performer. Previously known as the 

third theorem (Management Theorem) in Gilbert’s Behavior Engineering Model, this step is 

crucial because according to Gilbert (as stated in Chyung, 2003), “for any given 

accomplishment, a deficiency in performance always has as its immediate cause a deficiency in a 

behavior repertory, or in the environment that supports the repertory, or in both (p. 111).  

 

IV. Identify the overall probable cause(s). 

 

Using the Cause Analysis Interview Questionnaire, the facilitator should peruse the answers to 

each question. If the interviewee answered “No” to the “Response” questions, then this could be 

a probable cause to the performance problem. The facilitator needs to write “Yes” or some other 

notation under Step 4 (Probable Causes) in the questionnaire. A “Summary” table has been 

added so that the facilitator can track the Probable Causes in a form that is more readily 

accessible for presentations or to review the causes. The Probable Causes in the Summary table 

should be listed according to the capital Roman numeral (I-VI) of the six components and the 

correlating lower case letters of the questions to be asked under each Roman numeral. For 
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instance, if one of the probable causes is under “Knowledge/Skills,” and it is “Are employees 

cross-trained to understand each other’s roles?” then this would be written as IV.c. 

 

V. For each probable cause, state supporting evidence. 

 

This step is important because it allows the facilitator to compare notes on all of the interviews 

that were conducted and write down all supporting evidence in each category. The supporting 

evidence needs to be recorded for each interview so that the facilitator can review the interview 

and write down all of the supporting evidence for all of the interviews combined in Figure 3, 

Supporting Evidence. The Summary table will reduce the number of errors that may occur from 

the Cause Analysis Interview Questionnaire because the important information will be 

consolidated onto one sheet for ease of review. The supporting evidence will build a case for the 

probable cause and allow the facilitator to support a decision regarding training after a complete 

Front End Analysis. 

 

CASE STUDY 

ThinkBeyond Media (TBM) is a fictitious, small agency located in Connecticut specializing in 

providing marketing consulting services to clients in the medical spa and health and wellness 

industries. The agency recently implemented a new proprietary software system to streamline 

project management processes, manage their creative approval processes, track billable and non-

billable time, and provide comprehensive reporting. 

 

Four weeks after the onsite software training TBM reported to the software vendor that things 

were not going well; specifically, complaints included that the employees did not find the system 

intuitive and that it will take several months before they can envision going live with the system. 

TBM asked for assistance in speeding up the go live process as they invested a large amount of 

money and staffing resources to purchase the software system, prepare for training via web-

based working sessions and internal meetings, and ultimately participate in the vendor training. 

 

To determine the root cause of TBM’s delayed go live, the software vendor’s staff consultant 

conducted a series of interviews with key employees at TBM using the Cause Analysis Interview 

Questionnaire. The following illustrates the usage of the questionnaire in a one-on-one interview 

setting. Questionnaire responses are in italicized-style font. 

 

I. State the performance gap to be analyzed. 

During initial discussions with TBM senior management, the consultant solidified the 

performance gap to analyze.  

 

(Step 1) Performance gap: 

Current state:  Employees are using the system nearly 0% during the trial stage. 

Desired state:  Given job functions for their role, employees use the system with 90% accuracy during the trial stage and beyond.  
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II. List the individual(s) to be interviewed. 

Also during discussions with senior management, the consultant identified the four key 

employees to be identified, with the goal of providing a variety of perspectives concerning 

experience with the software system. The consultant conducted four separate interviews; for each 

interview, then name of the interviewee was circled. Note: for the sake of this illustration, the 

responses for two separate interviews are presented together.  

 

(Step 2) Individual(s) to be interviewed: 

 
Valerie Vlakkis, VP Operations  Gary Greer, Graphic Designer 

  

Cecilia Crump, Copywriter  Paul Pratyoosh, Production Manager 

 

III. C

onduct oral interview using the questionnaire. 

The consultant conducted a private phone interview with each of the four individuals identified. 

Again, for the sake of illustration, the responses for two individuals are displayed together. The 

consultant asked the questions in the Question column, recorded the basic response of Yes, No, or 

Uncertain in the Response column, documented clarifying details in the Explanation column, 

and noted personal comments in the Facilitator Comments section. Valerie’s and Gary’s 

responses are prefaced with a “V” and bold text and “G” and non-bold text respectively. Note 

that for the sake of brevity, only I. INFORMATION section responses are included here. Refer to 

Appendix A for all responses for steps one through three. 

  

Type Question 
(Step 3) 

Response: 
Yes/ No/ 
Uncertain 
(Step 3) 

Explanation 
(Step 3) 

Probable 
cause? 
(Step 4) 

If Probable 
Cause, 
Supporting 
Evidence 
(Step 5) 

 I. INFORMATION 

 

E
N
V
IR

O
N
M
E
N
T
A
L
 a. Are the roles and performance 

expectations clearly defined?  
V: Yes 

G: No 

 

V: Employees know to complete all 

tasks assigned to them and track 

their time 

G: It made sense at the training, and 

I think I know what I’m supposed to 

do, but I’m not 100% sure.   

  

b. Are there clear and relevant 
guides used to describe the work 
process? 

V: No 

G: No 

V: There is the generic help from 

the vendor, but not step-by-step 

guides for our processes. 

G: I only have my notes from the 

training. 

  

c. Does the performance 
management system guide 
employees performance and 
development? 

V: Yes 

G: Yes 

V: Employees have annual 

objectives that are reviewed semi-

annually. 

G: I know what I need to do to meet 
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my performance objectives. 

Facilitator Comments  

 

Step 3:   

V: Need to make sure employees really know what 

to do, especially since there seems to be no 

documentation. 

G: Lack of information and guides. 

Steps 4+5: 

 

IV. I

dentify the overall probable cause(s). 

Next, the consultant reviewed with the interviewee each question to which response given was 

No or Uncertain. The consultant asked if this was likely a “probable cause” of employees not 

using the new system. For positive responses, a mark was placed in the Probable Cause column. 

Note that only I. INFORMATION section responses are included here. Refer to Appendix B for 

all responses for steps one through four. 

 

Type Question 
(Step 3) 

Response: 
Yes/ No/ 
Uncertain 
(Step 3) 

Explanation 
(Step 3) 

Probable 
cause? 
(Step 4) 

If Probable 
Cause, 
Supporting 
Evidence 
(Step 5) 

 II. INFORMATION 

E
N
V
IR

O
N
M
E
N
T
A
L
 

 

d. Are the roles and performance 
expectations clearly defined?  

V: Yes 

G: No 

 

V: Employees know to complete all 

tasks assigned to them and track 

their time 

G: It made sense at the training, and 

I think I know what I’m supposed to 

do, but I’m not 100% sure.   

G: X  

e. Are there clear and relevant 
guides used to describe the work 
process? 

V: No 

G: No 

V: There is the generic help from 

the vendor, but not step-by-step 

guides for our processes. 

G: I only have my notes from the 

training. 

V: X 

G: X 

 

f. Does the performance 
management system guide 
employees performance and 
development? 

V: Yes 

G: Yes 

V: Employees have annual 

objectives that are reviewed semi-

annually. 

G: I know what I need to do to meet 

my performance objectives. 

  

Facilitator Comments  

 

Step 3:   

V: Need to make sure employees really know what 

to do, especially since there seems to be no 

documentation. 

G: Lack of information and guides. 

Steps 4+5: 

 

V. F

or each probable cause, state the supporting evidence. 
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For each probable cause, the consultant asked clarifying questions as appropriate and 

documented details in the Supporting Evidence column, placing personal comments noted in the 

Facilitator Comments section. Note that only I. INFORMATION section responses are included 

here. Refer to Appendix C for all responses for steps one through five. 

 

Type Question 
(Step 3) 

Response: 
Yes/ No/ 
Uncertain 
(Step 3) 

Explanation 
(Step 3) 

Probable 
cause? 
(Step 4) 

If Probable 
Cause, 
Supporting 
Evidence 
(Step 5) 

 I. INFORMATION 

 
E
N
V
IR

O
N
M
E
N
T
A
L
 

 

a. Are the roles and performance 
expectations clearly defined?  

V: Yes 

G: No 

 

V: Employees know to complete all 

tasks assigned to them and track 

their time 

G: It made sense at the training, and 

I think I know what I’m supposed to 

do, but I’m not 100% sure.   

G: X G: I’m not sure 

what I’m supposed 

to do 

b. Are there clear and relevant 
guides used to describe the work 
process? 

V: No 

G: No 

V: There is the generic help from 

the vendor, but not step-by-step 

guides for our processes. 

G: I only have my notes from the 

training. 

V: X 

G: X 

V: We need step-

by-step guides. 

G: I don’t have a 

guide. 

c. Does the performance 
management system guide 
employees performance and 
development? 

V: Yes 

G: Yes 

V: Employees have annual 

objectives that are reviewed semi-

annually. 

G: I know what I need to do to meet 

my performance objectives. 

  

Facilitator Comments  

 

Step 3:   

V: Need to make sure employees really know what 

to do, especially since there seems to be no 

documentation. 

G: Lack of information and guides. 

Steps 4+5: 

V: Need guides 

G: Need guides. Need to clarify 

roles and expectations 

 

Analysis 

 

After conducting interviews with each identified employee, the consultant reviewed the overall 

probable causes and the supporting evidence and subsequently summarized findings in the 

questionnaire’s Summary table as follows: 

 

Probable Cause Supporting Evidence 

I.a - Unclear definition of performance expectations Some employees stated that they are not sure what 

they are supposed to do in terms of the new 

systems. 

I.b - Work processes are not described with clear and 

relevant guides 

Step-by-step process guides do not exist. Many 

employees stated that this would be helpful. 

II.a - Sufficient time has not been allocated to Learning curve has not been considered when 
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complete work in the new system transitioning to the new system. Employees stated 

the new system takes longer now, and additional 

time has not been granted to complete the tasks. 

II.b - Unclear definition of processes and procedures Employees do no t know the new processes. They 

are not documented. 

IV.b - Using the new system is undesirable to 

employees 

Using the new system is perceived as “extra work.” 

VI.a - Employees do not have the knowledge, skills, 

and experience to use the system with proficiency 

Many employees do not remember what was 

learned in the training. Minimal practice was done 

after the training. 

VI.b - Employees with the necessary knowledge, skills, 

and experience are not available to serve as a 

resource 

The key resource who understands the processes 

and system has been unavailable to assist other 

employees on a regular basis. 

 

Scanning the resulting list of probable causes, it was found that the causes are a mix of 

environmental and individual behavior factors; environmental factors are preceded with I and II, 

and individual behavior factors are preceded with IV and VI. Taking a closer look at the 

environmental causes, employees are unclear on much of what they are expected to do, 

documentation of processes and procedures is non-existent along with documentation of the 

means to accomplish those processes and procedures, and time has not been provided time to 

meet performance expectations.  

 

During initial conversations, executive management at ThinkBeyond Media strongly advocated 

hiring the vendor conduct a complete onsite retraining. However, the cause analysis shows that 

there are other factors to be addressed.  In reviewing the cause analysis interview Summary 

results with TBM, the consultant quickly illustrated that if the only intervention implemented 

involved a second round of training, there is a strong likelihood that TBM might not realize the 

performance improvement benefits expected. Management agreed with this assessment. 

 

Management realized that training is a high cost investment in three ways: (1) The monetary cost 

of the training, (2) the salary costs of employees to participate in the training while decreasing 

productivity, and (3) cost of a short-term decrease in client satisfaction while employees are 

unavailable to meet their needs (because they are attending training). As such, TBM is keen to 

explore other less costly interventions to meet organizational objectives.  

 

The next step in achieving these objectives involves referencing the cause analysis results during 

intervention selection, design, and development.  
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Appendices 

 

Appendix A: CAUSE ANALYSIS INTERVIEW QUESTIONNAIRE documenting case 

study steps 1-3  

 

(Step 1) Performance gap: 
Current state:  Employees are using the system nearly 0% during the trial stage.  

Desired state:  Given job functions for their role, employees use the system with 90% accuracy during the trial stage and beyond. 
 

(Step 2) Individual(s) to be interviewed:   
  

 Valerie Vlakkis, VP Operations Gary Greer, Graphic Designer 

 Cecilia Crump, Copywriter Paul Pratyoosh, Production Manager 

Type Question 
(Step 3) 

Response: 
Yes/ No/ 
Uncertain 
(Step 3) 

Explanation 
(Step 3) 

Probable 
cause? 
(Step 4) 

If Probable 
Cause, 
Supporting 
Evidence 
(Step 5) 

 VII. INFORMATION 

E
N
V
IR

O
N
M
E
N
T
A
L
  d. Are the roles and performance 

expectations clearly defined?  
V: Yes 

G: No 

 

V: Employees know to complete all 

tasks assigned to them and track 

their time 

G: It made sense at the training, and 

I think I know what I’m supposed to 

do, but I’m not 100% sure.   

  

e. Are there clear and relevant 
guides used to describe the work 
process? 

V: No 

G: No 

V: There is the generic help from 

the vendor, but not step-by-step 

guides for our processes. 

G: I only have my notes from the 

training. 

  

f. Does the performance 
management system guide 
employees performance and 
development? 

V: Yes 

G: Yes 

V: Employees have annual 

objectives that are reviewed semi-

annually. 

G: I know what I need to do to meet 

my performance objectives. 

  

Facilitator Comments  

 

Step 3:   

V: Need to make sure employees really know what 

to do, especially since there seems to be no 

documentation. 

G: Lack of information and guides. 

Steps 4+5: 

VIII. RESOURCES 
f. Are the materials, tools, and 

time needed to complete the job 
present? 

V: No 

G: No 

V: Everyone has the software. We 

tested that it works on each 

computer. This is a very busy time 

for us, so I’m counting everyone to 

step up and do what needs to be 

done. 

G: I have the new system saved as a 
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favorite, but once I log in, I get 

confused. I have so much to do. I 

don’t have time to try to figure out a 

new system when our old system 

works perfectly fine. 

g. Are the processes and 
procedures clearly defined? 

V:  Yes 

G: No 

V: I know how I want everything to 

work. I don’t have time to write 

step-by-step guides. 

G: I only have my notes from the 

training which might not be right. 

  

h. Do the processes and 
procedures enhance individual 
performance if followed? 

V: Yes 

G:  Uncertain 

V: Efficiencies will be realized, 

which will increase client 

satisfaction. 

G: We’re told that this system will be 

a faster way of what we do now, but 

I haven’t seen that happen yet. 

  

i. Do the overall physical and 
psychological work 
environments contribute to 
improved performance? 

V: Yes 

G: Yes 

V: Employee morale is high.  

G: This is a great place to work. 

There’s a lot to do, but I can go to 

my boss with any issue I have. This 

new system just doesn’t make sense 

to me. 

  

j. Are the work conditions safe, 
clean, organized, and conducive 
to performance? 

V: Yes 

G:  Yes 

V: We have a “clean desk” policy. 

G: I guess my desk could be a little 

neater, but I can usually find what I 

need quickly.  

  

Facilitator Comments  

 

Step 3: 

V: Time issues, indicated a need for guide but no 

time 

G: Time issues, no documentation, unsure if system 

meet promised efficiencies 

Steps 4+5: 

IX. INCENTIVES 
e. Are the financial and 

nonfinancial incentives present? 
V: Yes 

G: Yes  

V: TBM strives to be an employer of 

choice in our market. 

G: I make pretty good money, and I 

get to take time off when I need it to 

spend with my family. 

  

f. Are the jobs enriched to allow 
for fulfillment of employee 
needs? 

V: Yes 

G: Yes 

V: We encourage employee ideas 

concerning their job scope. 

G: I’ve created some great 

campaigns! Some tasks I don’t like 

but that comes with the territory. 

  

g. Is the overall work environment 
positive, where employees 
believe they have an opportunity 
to succeed? 

V: Yes 

G: Yes 

V: Low turnover, happy employees 

G: Great place to work 

  

h. Are career development 
opportunities present? 

V: Yes 

G: Yes 

V: There is an internal coaching 

program, and we’re generally open 

to our employees’ ideas for career 
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paths. 

G: I take a class each year and I’ve 

learned a lot from the senior 

designer 

 Facilitator Comments  

 

Step 3: 

V: No apparent issues 

G: No apparent issues 

Steps 4+5: 

 X. MOTIVES 

IN
D
IV

ID
U
A
L
 d. Are the motives of the 

employees aligned with work 
and the work environment? 

V: Yes 

G: Yes 

V: As far as I know! 

G: I love being a graphic artist and 

have found my niche in this industry. 

I’m working to become a senior 

graphic designer within the next 

year or two. 

  

e. Do employees desire to perform 
the required jobs? 

V: Uncertain 

G:  No 

V: There are more types of things to 

do in the new system but overall, 

everything should be faster. So, it 

shouldn’t matter. 

G: I don’t really want to record my 

time, but I guess they do it in most 

other companies. I don’t know why 

we have to do extra steps in our new 

system. Seems like more work. 

  

f. Are employees recruited and 
selected to match the realities of 
the work situation? 

V: Yes 

G:  Yes 

V: We use realistic job preview 

interviews, and tend to hire those 

with experience in small, fast-paced 

agencies. 

G: I like to be busy, and I get that 

here! 

  

Facilitator Comments  Step 3: 

V: Not sure if employees want to use the new 

system. 

G: Not happy about tracking time worked. New 

system has extra work. 

Steps 4+5: 

XI. CAPACITY 
d. Do the employees have the 

capacity to learn and do what is 
needed to perform successfully? 

V: Yes 

G:  Yes 

V: They can do all the tasks 

required. 

G: I learn software quickly.  

  

e. Are employees recruited and 
selected to match the realities of 
the work situation? 

V: Yes 

G: Yes 

V: We have an intense interview 

process; employees are hired on a 

90 day probationary period. 

G: I know what it’s like to work in a 

fast paced environment. Fast 

turnaround to meet client needs 

which change at the last minute. It’s 

marketing! 

  

f. Are employees free of emotional 
limitations that would interfere 
with their performance? 

V: Yes V: Happy environment 

G: I generally like everyone who 
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G: Yes works here, and I enjoy my job. 

Facilitator Comments  Step 3: 

V: No apparent issues. 

G: No apparent issues. 

Steps 4+5: 

XII. KNOWLEDGE/SKILLS 
d. Do employees have the 

necessary knowledge, skills, and 
experience to do the desired 
behavior? 

V: Yes 

G:  No 

V: They attended the training. They 

performed similar activities in the 

old system. I don’t see why there 

would be an issue now. 

G: I attended the training, but I 

forgot most of what I learned. It 

made sense during the training. 

  

e. Are employees with the 
necessary knowledge, skills, and 
experience properly placed to 
use and share what they know? 

V: No 

G: No 

V: I have the most knowledge, but 

I’m busy myself. 

G: No one really knows what to do. 

  

f. Are employees cross-trained to 
understand each other’s roles? 

V: Yes 

G: Yes 

V: People pitch in where needed. 

We start each day with a team 

huddle. 

G: We all work as a team.  

  

Facilitator Comments  Step 3: 

V: Key resource is not available. 

G: Needs training. Needs help. 

Steps 4+5: 

 

SUMMARY 

Probable Cause Supporting Evidence 
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Appendix B: CAUSE ANALYSIS INTERVIEW QUESTIONNAIRE documenting case 

study steps 1-4  

 

(Step 1) Performance gap: 
Current state:  Employees are using the system nearly 0% during the trial stage.  

Desired state:  Given job functions for their role, employees use the system with 90% accuracy during the trial stage and beyond. 
 

(Step 2) Individual(s) to be interviewed:   
  

 Valerie Vlakkis, VP Operations Gary Greer, Graphic Designer 

 Cecilia Crump, Copywriter Paul Pratyoosh, Production Manager 

Type Question 
(Step 3) 

Response: 
Yes/ No/ 
Uncertain 
(Step 3) 

Explanation 
(Step 3) 

Probable 
cause? 
(Step 4) 

If Probable 
Cause, 
Supporting 
Evidence 
(Step 5) 

 I. INFORMATION 

E
N
V
IR

O
N
M
E
N
T
A
L
 

 

a. Are the roles and performance 
expectations clearly defined?  

V: Yes 

G: No 

 

V: Employees know to complete all 

tasks assigned to them and track 

their time 

G: It made sense at the training, and 

I think I know what I’m supposed to 

do, but I’m not 100% sure.   

G: X  

b. Are there clear and relevant 
guides used to describe the work 
process? 

V: No 

G: No 

V: There is the generic help from 

the vendor, but not step-by-step 

guides for our processes. 

G: I only have my notes from the 

training. 

V: X 

G: X 

 

c. Does the performance 
management system guide 
employees performance and 
development? 

V: Yes 

G: Yes 

V: Employees have annual 

objectives that are reviewed semi-

annually. 

G: I know what I need to do to meet 

my performance objectives. 

  

Facilitator Comments  

 

Step 3:   

V: Need to make sure employees really know what 

to do, especially since there seems to be no 

documentation. 

G: Lack of information and guides. 

Steps 4+5: 

II. RESOURCES 
a. Are the materials, tools, and 

time needed to complete the 
job present? 

V: No 

G: No 

V: Everyone has the software. We 

tested that it works on each 

computer. This is a very busy time 

for us, so I’m counting everyone to 

step up and do what needs to be 

done. 

G: I have the new system saved as a 

favorite, but once I log in, I get 

confused. I have so much to do. I 

don’t have time to try to figure out a 

V: X 

G: X 
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new system when our old system 

works perfectly fine. 

b. Are the processes and 
procedures clearly defined? 

V:  Yes 

G: No 

V: I know how I want everything to 

work. I don’t have time to write 

step-by-step guides. 

G: I only have my notes from the 

training which might not be right. 

G: X  

c. Do the processes and 
procedures enhance individual 
performance if followed? 

V: Yes 

G:  Uncertain 

V: Efficiencies will be realized, 

which will increase client 

satisfaction. 

G: We’re told that this system will be 

a faster way of what we do now, but 

I haven’t seen that happen yet. 

  

d. Do the overall physical and 
psychological work 
environments contribute to 
improved performance? 

V: Yes 

G: Yes 

V: Employee morale is high.  

G: This is a great place to work. 

There’s a lot to do, but I can go to 

my boss with any issue I have. This 

new system just doesn’t make sense 

to me. 

  

e. Are the work conditions safe, 
clean, organized, and conducive 
to performance? 

V: Yes 

G:  Yes 

V: We have a “clean desk” policy. 

G: I guess my desk could be a little 

neater, but I can usually find what I 

need quickly.  

  

Facilitator Comments  

 

Step 3: 

V: Time issues, indicated a need for guide but no 

time 

G: Time issues, no documentation, unsure if system 

meet promised efficiencies 

Steps 4+5: 

III. INCENTIVES 
a. Are the financial and 

nonfinancial incentives 
present? 

V: Yes 

G: Yes  

V: TBM strives to be an employer of 

choice in our market. 

G: I make pretty good money, and I 

get to take time off when I need it to 

spend with my family. 

  

b. Are the jobs enriched to allow 
for fulfillment of employee 
needs? 

V: Yes 

G: Yes 

V: We encourage employee ideas 

concerning their job scope. 

G: I’ve created some great 

campaigns! Some tasks I don’t like 

but that comes with the territory. 

  

c. Is the overall work environment 
positive, where employees 
believe they have an opportunity 
to succeed? 

V: Yes 

G: Yes 

V: Low turnover, happy employees 

G: Great place to work 

  

d. Are career development 
opportunities present? 

V: Yes 

G: Yes 

V: There is an internal coaching 

program, and we’re generally open 

to our employees’ ideas for career 

paths. 

G: I take a class each year and I’ve 

learned a lot from the senior 
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designer 

 Facilitator Comments  

 

Step 3: 

V: No apparent issues 

G: No apparent issues 

Steps 4+5: 

 IV. MOTIVES 

IN
D
IV

ID
U
A
L
 a. Are the motives of the 

employees aligned with work 
and the work environment? 

V: Yes 

G: Yes 

V: As far as I know! 

G: I love being a graphic artist and 

have found my niche in this industry. 

I’m working to become a senior 

graphic designer within the next 

year or two. 

  

b. Do employees desire to perform 
the required jobs? 

V: Uncertain 

G:  No 

V: There are more types of things to 

do in the new system but overall, 

everything should be faster. So, it 

shouldn’t matter. 

G: I don’t really want to record my 

time, but I guess they do it in most 

other companies. I don’t know why 

we have to do extra steps in our new 

system. Seems like more work. 

G: X  

c. Are employees recruited and 
selected to match the realities of 
the work situation? 

V: Yes 

G:  Yes 

V: We use realistic job preview 

interviews, and tend to hire those 

with experience in small, fast-paced 

agencies. 

G: I like to be busy, and I get that 

here! 

  

Facilitator Comments  Step 3: 

V: Not sure if employees want to use the new 

system. 

G: Not happy about tracking time worked. New 

system has extra work. 

Steps 4+5: 

V. CAPACITY 
a. Do the employees have the 

capacity to learn and do what 
is needed to perform 
successfully? 

V: Yes 

G:  Yes 

V: They can do all the tasks 

required. 

G: I learn software quickly.  

  

b. Are employees recruited and 
selected to match the realities of 
the work situation? 

V: Yes 

G: Yes 

V: We have an intense interview 

process; employees are hired on a 

90 day probationary period. 

G: I know what it’s like to work in a 

fast paced environment. Fast 

turnaround to meet client needs 

which change at the last minute. It’s 

marketing! 

  

c. Are employees free of emotional 
limitations that would interfere 
with their performance? 

V: Yes 

G: Yes 

V: Happy environment 

G: I generally like everyone who 

works here, and I enjoy my job. 

  

Facilitator Comments  Step 3: Steps 4+5: 
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V: No apparent issues. 

G: No apparent issues. 

VI. KNOWLEDGE/SKILLS 
a. Do employees have the 

necessary knowledge, skills, 
and experience to do the 
desired behavior? 

V: Yes 

G:  No 

V: They attended the training. They 

performed similar activities in the 

old system. I don’t see why there 

would be an issue now. 

G: I attended the training, but I 

forgot most of what I learned. It 

made sense during the training. 

G: X  

b. Are employees with the 
necessary knowledge, skills, and 
experience properly placed to 
use and share what they know? 

V: No 

G: No 

V: I have the most knowledge, but 

I’m busy myself. 

G: No one really knows what to do. 

V: X 

G: X 

 

c. Are employees cross-trained to 
understand each other’s roles? 

V: Yes 

G: Yes 

V: People pitch in where needed. 

We start each day with a team 

huddle. 

G: We all work as a team.  

  

Facilitator Comments  Step 3: 

V: Key resource is not available. 

G: Needs training. Needs help. 

Steps 4+5: 

 

SUMMARY 

Probable Cause Supporting Evidence 
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Appendix B: CAUSE ANALYSIS INTERVIEW QUESTIONNAIRE documenting case 

study steps 1-5 with completed Summary table  

 

(Step 1) Performance gap: 
Current state:  Employees are using the system nearly 0% during the trial stage.  

Desired state:  Given job functions for their role, employees use the system with 90% accuracy during the trial stage and beyond. 
 

(Step 2) Individual(s) to be interviewed:   
  

 Valerie Vlakkis, VP Operations Gary Greer, Graphic Designer 

 Cecilia Crump, Copywriter Paul Pratyoosh, Production Manager 

Type Question 
(Step 3) 

Response: 
Yes/ No/ 
Uncertain 
(Step 3) 

Explanation 
(Step 3) 

Probable 
cause? 
(Step 4) 

If Probable 
Cause, 
Supporting 
Evidence 
(Step 5) 

 I. INFORMATION 

E
N
V
IR

O
N
M
E
N
T
A
L
 

 

a. Are the roles and performance 
expectations clearly defined?  

V: Yes 

G: No 

 

V: Employees know to complete all 

tasks assigned to them and track 

their time 

G: It made sense at the training, and 

I think I know what I’m supposed to 

do, but I’m not 100% sure.   

G: X G: I’m not sure 

what I’m supposed 

to do 

b. Are there clear and relevant 
guides used to describe the work 
process? 

V: No 

G: No 

V: There is the generic help from 

the vendor, but not step-by-step 

guides for our processes. 

G: I only have my notes from the 

training. 

V: X 

G: X 

V: We need step-

by-step guides. 

G: I don’t have a 

guide. 

c. Does the performance 
management system guide 
employees performance and 
development? 

V: Yes 

G: Yes 

V: Employees have annual 

objectives that are reviewed semi-

annually. 

G: I know what I need to do to meet 

my performance objectives. 

  

Facilitator Comments  

 

Step 3:   

V: Need to make sure employees really know what 

to do, especially since there seems to be no 

documentation. 

G: Lack of information and guides. 

Steps 4+5: 

V: Need guides 

G: Need guides. Need to clarify 

roles and expectations 

II. RESOURCES 
a. Are the materials, tools, and 

time needed to complete the job 
present? 

V: No 

G: No 

V: Everyone has the software. We 

tested that it works on each 

computer. This is a very busy time 

for us, so I’m counting everyone to 

step up and do what needs to be 

done. 

G: I have the new system saved as a 

favorite, but once I log in, I get 

confused. I have so much to do. I 

don’t have time to try to figure out a 

V: X 

G: X 

V: We haven’t set 

aside time 

G: I don’t have time 
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new system when our old system 

works perfectly fine. 

b. Are the processes and 
procedures clearly defined? 

V:  Yes 

G: No 

V: I know how I want everything to 

work. I don’t have time to write 

step-by-step guides. 

G: I only have my notes from the 

training which might not be right. 

G: X G: I don’t know the 

new process 

c. Do the processes and 
procedures enhance individual 
performance if followed? 

V: Yes 

G:  Uncertain 

V: Efficiencies will be realized, 

which will increase client 

satisfaction. 

G: We’re told that this system will be 

a faster way of what we do now, but 

I haven’t seen that happen yet. 

  

d. Do the overall physical and 
psychological work 
environments contribute to 
improved performance? 

V: Yes 

G: Yes 

V: Employee morale is high.  

G: This is a great place to work. 

There’s a lot to do, but I can go to 

my boss with any issue I have. This 

new system just doesn’t make sense 

to me. 

  

e. Are the work conditions safe, 
clean, organized, and conducive 
to performance? 

V: Yes 

G:  Yes 

V: We have a “clean desk” policy. 

G: I guess my desk could be a little 

neater, but I can usually find what I 

need quickly.  

  

Facilitator Comments  

 

Step 3: 

V: Time issues, indicated a need for guide but no 

time 

G: Time issues, no documentation, unsure if system 

meet promised efficiencies 

Steps 4+5: 

V: Need to make time to create a 

guide. 

G: Need time to learn to use the 

system and practice. Need 

documented processes. 

III. INCENTIVES 
a. Are the financial and 

nonfinancial incentives present? 
V: Yes 

G: Yes  

V: TBM strives to be an employer of 

choice in our market. 

G: I make pretty good money, and I 

get to take time off when I need it to 

spend with my family. 

  

b. Are the jobs enriched to allow 
for fulfillment of employee 
needs? 

V: Yes 

G: Yes 

V: We encourage employee ideas 

concerning their job scope. 

G: I’ve created some great 

campaigns! Some tasks I don’t like 

but that comes with the territory. 

  

c. Is the overall work environment 
positive, where employees 
believe they have an opportunity 
to succeed? 

V: Yes 

G: Yes 

V: Low turnover, happy employees 

G: Great place to work 

  

d. Are career development 
opportunities present? 

V: Yes 

G: Yes 

V: There is an internal coaching 

program, and we’re generally open 

to our employees’ ideas for career 

paths. 

G: I take a class each year and I’ve 
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learned a lot from the senior 

designer 

 Facilitator Comments  

 

Step 3: 

V: No apparent issues 

G: No apparent issues 

Steps 4+5: 

 IV. MOTIVES 

IN
D
IV

ID
U
A
L
 a. Are the motives of the 

employees aligned with work 
and the work environment? 

V: Yes 

G: Yes 

V: As far as I know! 

G: I love being a graphic artist and 

have found my niche in this industry. 

I’m working to become a senior 

graphic designer within the next 

year or two. 

  

b. Do employees desire to perform 
the required jobs? 

V: Uncertain 

G:  No 

V: There are more types of things to 

do in the new system but overall, 

everything should be faster. So, it 

shouldn’t matter. 

G: I don’t really want to record my 

time, but I guess they do it in most 

other companies. I don’t know why 

we have to do extra steps in our new 

system. Seems like more work. 

G: X G: I don’t want to 

do something that 

is just extra work 

c. Are employees recruited and 
selected to match the realities of 
the work situation? 

V: Yes 

G:  Yes 

V: We use realistic job preview 

interviews, and tend to hire those 

with experience in small, fast-paced 

agencies. 

G: I like to be busy, and I get that 

here! 

  

Facilitator Comments  Step 3: 

V: Not sure if employees want to use the new 

system. 

G: Not happy about tracking time worked. New 

system has extra work. 

Steps 4+5: 

G: Doesn’t want to use system. 

More work. 

V. CAPACITY 
a. Do the employees have the 

capacity to learn and do what is 
needed to perform successfully? 

V: Yes 

G:  Yes 

V: They can do all the tasks 

required. 

G: I learn software quickly.  

  

b. Are employees recruited and 
selected to match the realities of 
the work situation? 

V: Yes 

G: Yes 

V: We have an intense interview 

process; employees are hired on a 

90 day probationary period. 

G: I know what it’s like to work in a 

fast paced environment. Fast 

turnaround to meet client needs 

which change at the last minute. It’s 

marketing! 

  

c. Are employees free of emotional 
limitations that would interfere 
with their performance? 

V: Yes 

G: Yes 

V: Happy environment 

G: I generally like everyone who 

works here, and I enjoy my job. 
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Facilitator Comments  Step 3: 

V: No apparent issues. 

G: No apparent issues. 

Steps 4+5: 
 

VI. KNOWLEDGE/SKILLS 
a. Do employees have the 

necessary knowledge, skills, and 
experience to do the desired 
behavior? 

V: Yes 

G:  No 

V: They attended the training. They 

performed similar activities in the 

old system. I don’t see why there 

would be an issue now. 

G: I attended the training, but I 

forgot most of what I learned. It 

made sense during the training. 

G: X G: I need a 

refresher of the 

training 

b. Are employees with the 
necessary knowledge, skills, and 
experience properly placed to 
use and share what they know? 

V: No 

G: No 

V: I have the most knowledge, but 

I’m busy myself. 

G: No one really knows what to do. 

V: X 

G: X 

V: I need to make 

myself available 

G: I need help 

c. Are employees cross-trained to 
understand each other’s roles? 

V: Yes 

G: Yes 

V: People pitch in where needed. 

We start each day with a team 

huddle. 

G: We all work as a team.  

  

Facilitator Comments  Step 3: 

V: Key resource is not available. 

G: Needs training. Needs help. 

Steps 4+5: 

V: Key resource needs plan for 

availability to support employees 

G: Employee feels retraining is 

needed. Needs help from key 

resource. 

 

SUMMARY 

Probable Cause Supporting Evidence 

I.a - Unclear definition of performance expectations Some employees stated that they are not sure what 

they are supposed to do in terms of the new 

systems. 

I.b - Work processes are not described with clear and 

relevant guides 

Step-by-step process guides do not exist. Many 

employees stated that this would be helpful. 

II.a - Sufficient time has not been allocated to 

complete work in the new system 

Learning curve has not been considered when 

transitioning to the new system. Employees stated 

the new system takes longer now, and additional 

time has not been granted to complete the tasks. 

II.b - Unclear definition of processes and procedures Employees do no t know the new processes. They 

are not documented. 

IV.b - Using the new system is undesirable to 

employees 

Using the new system is perceived as “extra work.” 

VI.a - Employees do not have the knowledge, skills, 

and experience to use the system with proficiency 

Many employees do not remember what was 

learned in the training. Minimal practice was done 

after the training. 

VI.b - Employees with the necessary knowledge, skills, 

and experience are not available to serve as a 

resource 

The key resource who understands the processes 

and system has been unavailable to assist other 

employees on a regular basis. 

 


