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Introduction 
 
Course Description 
 
This course for analysts will prepare you to effectively recommend solutions to 
management problems. The completed staff work process results in an actual product 
that will require only the manager’s signature to implement the recommendation.  
 
Course Objectives 

• Identify a problem and write an effective problem statement 

• Select valid resources and develop a work plan 

• Sort, organize, and display data in support of your recommendation 

• Use techniques of divergent and convergent thinking 

• Analyze and evaluate alternatives 

• Write a strong recommendation and implementation plan 
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Competencies 
The Completed Staff Work process requires strong analytical thinking and organizing 
skills, along with creativity and effective interpersonal skills. Today’s analysts must often 
sort through enormous amounts of data to define a problem, explore options, and 
identify solutions that meet the needs of key stakeholders.  
 

 
“Succeeding as an analyst means you continuously learn new subjects and 

demonstrate your willingness to take on progressively more complicated problems 

and propose effective solutions.” 

- CalHR, ‘What it Takes to be a Successful Analyst’ 

 
 

Core Competencies From the CalHR Website: 
 
Competency Skills 
Adaptability Builds Consensus | Flexible and Receptive | Stress 

Management | Prioritization 

Collaboration Teamwork | Inclusive | Relationship Building | Conflict 

Resolution 

Communication Clarity and Context | Presenting and Facilitating | 

Active Listening | Influence 

Customer Engagement Service Centric | Critical Thinking | Problem Solving | 

Solution Oriented 

Digital Fluency Leverage Technology | Information Security | 

Systems Management | Data Driven Decisions 

Ethics and Integrity Authentic | Reliable | Trustworthy | Credible 

Fostering Diversity Fair and Equitable | Diversity and Inclusion | Open to 

Others and New Ideas | Respectful 

 
(Continued on next page) 

  



  4 | © CPS HR Consulting 
 

Competencies 
 
Innovative Mindset Continual Learning | Curiosity and Creative | 

Leverages Opportunities | Measured Risk Taking 

Interpersonal Skills Emotional Intelligence | Empathy | Social and Self-

Aware | Professional Conduct 

Resilience Identifies issues | Agile | Continuous Improvement | 

Prudence 

 
 

Individual Activity 
 
Review the Core CalHR Competencies above and circle five skills that you believe are 
among the most critical skills for analysts. 
 

Partner Activity 
 
Share the skills you’ve identified with a partner and explain your thinking.  

 
Then, work with your partner to come up with an example of when—and how—you’ve 
seen one of these critical skills contribute to the success of a major project or staff 
assignment. 
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Definition of Completed Staff Work 
Completed Staff Work1 is the study of a problem and the presentation of a solution in 
such form that all a leader must do is indicate his/her approval or disapproval of a 
complete recommendation. 
 
If a staff member has completed his/her work, the final test is this: If 
you were the decision-maker, would you be willing to sign the paper you have prepared 
and stake your professional reputation on its being right? 
 

Completed Staff Work is: 
• a single proposed recommendation 

• that has been thoroughly analyzed and coordinated 

• represents the best recommendation possible 

• simply requires approval or disapproval 

• is prepared in final form for signature 
 

 
Class Question 

 
What benefits do we get from having ‘a process’? 
 
  

 
1 The term “Completed Staff Work,” can be traced back to a US Army Provost Marshal General sometime 
during 1941. The basic idea was published in Army and Navy Journal 79 (January 1942). 
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Seven-Step Analytical Process 
 

 
  

1. Define the Problem

2. Gather Information/Data

3. Organize Information/Data

4. Analyze the Data

5. Generate Alternative Solutions

6. Identify the Recommended        
Solution/Preferred Alternative

7. Write the Recommendation
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Step 1: Define the Problem 
The first step is defining the problem. Correctly defining the problem is crucial to making 
the correct final recommendation. When a problem is defined correctly, you will be able 
to follow all seven steps, resulting in a succinct and accurate recommendation that 
requires only a supervisor’s signature. 
 

By the end of this lesson, you will be able to: 
• Identify the consequences of misidentifying the problem 

• Separate symptoms from root causes 

• Know the components of a good problem statement 

• Write a problem statement that allows you to consider alternative solutions 

 

“If I had an hour to solve a problem I'd spend 55 minutes thinking about the problem and 

5 minutes thinking about solutions.” 

- Unknown 

 
Class Question 

 
Why might it be advisable to spend so much time thinking about the nature of a 
problem? Why is defining and understanding a problem so important? 
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Symptom vs. Root Cause 
 
What is a symptom? 
A symptom of a problem can be seen and identified. It is usually observable and may 
mask the root cause. If you fix the symptom, but not the root cause, the problem usually 
reappears.  

 
Example  
Employees are disengaged at work.  
 

The symptom is that employees fail to take initiative or ask questions. They often meet 
minimal work expectations rather than identifying creative possibilities or going the extra 
mile for customers/clients. 

 
The root cause is that employees do not see how their work matters to the 
organizational mission and they rarely feel acknowledged for their contributions.  
 
If the root cause is not addressed, this employee engagement problem will likely 
reappear. Even if one of these employees takes some extra initiative after receiving 
direction from her/his supervisor, the morale issue will likely surface again in a different 
way. 

 

What is a root cause? 
  

The root cause is “an identified reason for the presence of a defect or problem; the 

most basic reason, which if eliminated, would prevent recurrence; the source or origin 

of an event” 

- iSixSigma, 2017 

 

It is often easier to attack a symptom than a root 
cause, since symptoms are easy to identify. While root 
causes often remain hidden and require significant 
detective work.  
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The 5 Whys 
 
The 5 Whys Example 
Use the “5 Whys” technique to find the root causes. By continuously asking why, you 
can sort through layers of symptoms. 
 
Example: Training is ineffective and unpopular with employees. 
 
Why?  Because employees are not applying new skills or knowledge after the training. 

Why?  The training does not relate to their core job function which is audits. 

Why?  The training focuses on budgets, not audits. 

Why?  Management assumed we needed budget training. 

Why?  Management is not aware of our unit’s main function. 

 
Root Cause: Management ordered the wrong training because they were not familiar 
with the common practices of their staff. 
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The 5 Whys 
 

Class Activity 

 

Use the ‘5 Whys’ to map out a possible root cause for the following symptom: 

 
“Members of the public who call or email with questions often don’t receive an answer 
for several days.” 
 

Why? ___________________________________________________________ 

Why? ___________________________________________________________ 

Why? ___________________________________________________________ 

Why? ___________________________________________________________ 

Why? ___________________________________________________________ 
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Creating a Problem Statement 
 
Clarifying the Problem/Assignment 
Part of the Completed Staff Work process involves clarifying what your manager is 
asking you to do. This is sometimes referred to as “identifying the scope,” “specifying 
the desired deliverables,” or “identifying the outcomes” of the assignment.  
 
Problem statements typically consist of three or four sentences that answer the 
following questions: 
 

1. What’s wrong/what needs to be fixed? 

2. Why does this matter? 

3. What is the desired outcome?  

4. Who stands to benefit? 

 
Public Agency Examples 

Guiding Questions Problem Statement 

1. What’s wrong/what needs to be fixed? Nearly two-dozen potential grant 

applicants declined to submit 

proposals, citing the complex and 

cumbersome nature of our current 

process and requirements, so we… 

2. Why does this matter? only received three qualifying 

proposals for five grants. 

3. What is the desired outcome?  Therefore, we need to make our 

process and requirements clearer and 

more user-friendly, so that… 

4. Who stands to benefit? we receive at least 15 qualifying grant 

applications during our next round. 
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Creating a Problem Statement 
 

Group Activity 
 
Which of the following problem questions is better and why? 

 

a) How do we package 98% of our tomatoes so that they get to the market without 
damage? 

 

b) How do we get 98% of our tomatoes to market in good condition? 
 

 

 

 

Other Tips for Writing the Problem Definition 

• Use specific terms to present the facts.  

• Identify where the problem is appearing (e.g., context, environment). 

• Limit the statement to address only ONE problem.  

• Do not assign a specific cause (the cause may be varied and complicated). 

• Do not assign blame. (The goal is to solve the problem.) 

• Identify the problem size in measurable terms (how often/much). 

• Clearly communicate the impact the problem is having on the organization. (So 
what? Why should we care?) 

• Do not include or offer a solution. This may lead decision-makers to a solution 
before they have a chance to assess critical information. 

• Be concise.  
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Creating a Problem Statement 
 

Employee Engagement Example 
This: (1) Our recent employee engagement survey indicates that nearly 20% 

of our employees who say they are disengaged report looking for other 

work, so (2) we may lose several employees over the upcoming months. 

Therefore, we need to (3) find more meaningful ways of engaging 

employees, so we (4) retain an engaged staff to serve our clients. 

Not This: (1) Our recent employee engagement survey indicates that 20% of our 

employees who say they are disengaged report looking for other work, 

so (2) we may lose people who don’t like working here. Therefore, we 

need to (3) develop an employee awards and training program, so we 

(4) make our employees happier about working here. 

 
 

Group Activity 
 
What specific problems do you see in the “Not This” example above? 

  



  14 | © CPS HR Consulting 
 

Creating a Problem Statement 
 

Individual Activity 
 
Write a problem statement that relates to the work you do. Focus on a problem that has 
not been solved yet. Be sure your problem statement allows you to consider many 
alternative solutions. Be prepared to share your statement. 
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Clarifying Assignment Expectations 
 
Once you’ve communicated with your manager to establish or clarify a problem 
statement, you’ll also need to know what other expectations and constraints you should 
be aware of in approaching this assignment: 

• What are timeframes and key due dates? 

• What resources (money, hours) will be allocated to this assignment? 

• Will co-workers have time to work on this assignment? 

 
Ideally, your manager would share important expectations and constraints when s/he 
talks with you about the problem statement and assignment. However, many managers 
are busy, distanced from the work, or unable to imagine the full range of details that 
you’d need to complete staff work successfully for a specific assignment.  

 
Therefore, you should prepare to ask your manager thoughtful questions that help you 
identify key expectations and constraints. 
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Example Questions to Ask When 
Receiving an Assignment 
 
1. Who is the recommendation for? _______________________________ 

2. What is the due date? _______________________________________ 

3. How flexible is the due date? __________________________________ 

4. Who else is working on the assignment (internal and external)? 

_________________________________________________________ 

5. What should the recommendation look like? (e.g., format, focus, length) 

_________________________________________________________ 

6. Does the manager want to be involved in the development of the recommendation? 
If so, what is the level of the involvement? 
_________________________________________________________ 

7. Does this assignment interfere with any other deadlines or commitments? 

_________________________________________________________ 

8. Whom do I contact to discuss the relationship of this assignment to other projects? 

_________________________________________________________ 

9. What resources are needed to produce the recommendation? 

_________________________________________________________ 

10. Whom do I ask for assistance if the manager is unavailable? 

_________________________________________________________ 

Others?  
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Questions to Ask When Receiving an 
Assignment 
 

Individual Activity 
 

The information below is what you are given in the first ten minutes of a conversation 
with your supervisor. Read the information, and underline words or phrases that prompt 
questions for you.  

After reading the information, make notes of additional information you would require 
before starting the assignment.  

There is no limit to the amount or type of questions you can ask. 

 
“We are getting too many complaint calls—at least a dozen a week. I want happy 

customers. I do not want to answer any more calls from customers who say our 

call center is full of rude people. Our unit goal is to decrease customer complaint 

calls by half over the next six months. We need to address this customer service 

issue and I don’t want to spend a lot of money or time doing it. I want you to 

research options that fit within our budget of $15,000.”  
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Step 2: Gather Information/Data 
 
By the end of this lesson, you will be able to: 

• Identify valid resources 

• Define data collection methodologies 

• Know the difference between primary data and secondary data 

• Develop a work plan for gathering data 

 
IMPORTANT 
Information and data can come from a variety of resources. The more data collected, 
the more complete, reliable, and defensible the analysis that results in the 
recommendation to the manager. 
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Resources and Validation 
 
What is a resource? 
In the Completed Staff Work context, a resource is a source of information such as a 
person, book, website, or article.  

Resources can be any source of personal experience or data that can be used to better 
understand a problem or assess potential solutions. 
 
Validating Sources 
It is critical to make sure you identify valid resources as you work to understand a 
problem. Otherwise, you may identify a solution that fails to truly address the root of the 
problem. 
 

 
Class Questions 

 
What tools or strategies can we use to identify and validate resources in today’s 
technologically-advanced world?  

 

 

 

 

 

What aspects of today’s technologically-advanced world make it difficult to validate 
resources? 

  



  20 | © CPS HR Consulting 
 

Resources and Validation 
 
People  
A knowledgeable and experienced person can be an excellent resource for background 
information, history, institutional knowledge, or personal insights. However, people are 
driven by different factors. Some things to consider when citing a person as a resource: 

• Does this person have any personal bias or motive when relaying this 
information? 

• Does this person have emotional ties to the information or the impact of the 
information? 

• Does this person have credibility within the organization? 
 
Books and Articles 
It is important to check that the author has the proper credentials to be considered an 
expert on the subject. Check the author’s education and experience. It may also be 
necessary to check the information in the book with other sources to see if there is a 
difference of opinion or in the interpretation of the facts. 
 
Websites 
Websites are a great source of information. One of the wonderful things about the 
internet is that information is easily available and retrievable. However, like a book, 
anyone can author and publish a website with no regulation of the data they present. 
(See the information about wikis and blogs.) No editors proofread or enforce standards 
on a blog. 

 
Here are some questions to ask when determining if a website is a reliable source: 

• Is it somebody’s personal page? Look for a personal name following a tilde (~), a 
percent sign (%), or the words “users,” “members,” or “people.” 

• What type of domain does it come from? Is the domain extension appropriate for 
the content? 

o Government sites: .gov, .mil 
o Educational sites: .edu 
o Nonprofit organizations: .org 
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Resources and Validation 
 

• Who published the page? Have you heard of this entity? Do you know how their 
work is funded? (Look for and read links that say, “About Us” or “Background” or 
“Philosophy.”) 

• Is the page dated? Is it current? 

• Does the page provide links to other sites? Are sources documented with 
footnotes or links? Do the links indicate a bias? 

• What is the tone of the page? Humorous? Exaggerated? Sarcastic? 

• Is this site as credible and useful as the resources (books, journal articles, etc.) 
available in print or online? 

 
For more information, read: Evaluating Information Found on the Internet from John 
Hopkins University.2 
 
Other Information Sources 
Don’t forget that your organization’s history, databases, networks, and the State Library 
may contain studies, issue papers, analyzed data, etc. pertinent to your problem 
statement. If you have access to older data, you may still need to verify its relevance, or 
you may find that you can build upon data that has already been analyzed. 
  

 
2 Evaluating Information Found on the Internet, John Hopkins University:  
www.library.jhu.edu/reasearchhelp/general/evaluating  

http://www.library.jhu.edu/reasearchhelp/general/evaluating
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Resources and Validation 
 

Examples of Sources 

Internal External Academic 

• Coworkers 

• Procedure 

manuals 

• Supervisors 

• Retired 

annuitants 

• Other units 

• Subject matter 

experts (SMEs) 

• Archives 

• Websites 

• Wikis 

• Blogs 

• Books, magazines, etc. 

• Other state agencies 

• Newspapers, 

periodicals 

• California State Library 

• Cal HR workforce 

planning tools 

• California Legislative 

Info Bill Search  

• American Educational 

Research Journal 

• American Psychologist 

• Educational Researcher 

• Harvard Educational 

Review 

• Journal of Educational 

Psychology 

• Review of Educational 

Research 

 

 
Reliable websites for government research: 

• library.ca.gov (State Library)  

• usa.gov (Federal Govt Portal) 

• lhc.ca.gov (Little Hoover Commission) 

• calpers.ca.gov (Retirement Information) 

• lao.ca.gov (State Leg Analyst) 

• gao.gov (Fed Govt Accountability Office) 

• leginfo.ca.gov (State Leg Portal) 

• thomas.gov (Federal Leg Portal) 

• dpa.ca.gov (Bargaining Units Agreements) 

• dof.ca.gov (Budget Analyst Guide) 
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Websites, Wikis, and Blogs 
 
Wiki (from Wikipedia, the free encyclopedia) 
A wiki is a collection of web pages designed to enable anyone who accesses it to 
contribute or modify content, using a simplified markup language. The collaborative 
encyclopedia, Wikipedia, is one of the best-known wikis.3 
 
The important things to know about wikis are: 

1. Anyone can ADD content 

2. Anyone can CHANGE or EDIT content 
 
Blogs 
A typical blog combines text, images, and links to other blogs, web pages, and other 
media related to its topic. Some blogs provide news or commentaries but most operate 
mainly as conversation sites or online diaries. While blogs may provide content on a 
subject, all information should be researched and validated.  
 

Class Question 
 
When (or how) might a Wiki or blog serve as an appropriate resource for Completed 
Staff Work?  
  

 
3 http://en.wikipedia.org/wiki/Wiki 

http://en.wikipedia.org/wiki/Web_page
http://en.wikipedia.org/wiki/Markup_language
http://en.wikipedia.org/wiki/Wikipedia
http://en.wikipedia.org/wiki/Web_page
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Websites, Wikis, and Blogs 
 

Individual Activity 
 

Make a list of resources you use for completing work assignments. Be sure to identify 
how you use this resource. 
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Documenting Resources 
 
There are at least four reasons why documenting your resources is important: 

1. Your supervisor can verify you did the research. 

2. You can go back to your resources if you have further questions. 

3. Others can use your research. 

4. You can easily defend your work when making a presentation to a management 

group. 

 
Good source documentation contains: 

• Complete title of work 

• Author’s full name 

• Date of publication 

• Website name if applicable 

• Names and titles of people providing data 

• Locations of information 

• Summary of what was useful in the source 
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Determining Methodology 
 
Determining a methodology means deciding how you are going to gather the data you 
need from the sources you have identified. Ideally, you would use various methods of 
gathering data from at least three different sources. This is sometimes called 
triangulation. 
 

Class Question 
 
What is primary versus secondary data and what are some of the advantages of each?  
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Determine Methodology 
 
There are several methods you can use to gather data: 

 
Methodology Method Overall Purpose Advantages Challenges 
Interview Interviews To fully understand 

someone’s 
impressions or 
experiences or learn 
more about their 
survey answers 

  

Interview Focus Groups To explore a topic in 
depth through group 
discussion/interactions 
(learn about interests, 
user experiences, 
complaints, etc.) 

  

Work 
Observation 

Observation To gather accurate 
information about how 
a program actually 
operates, particularly 
processes  

  

Survey Questionnaires 
and Surveys 

To quickly and/or 
easily get a lot of 
information from 
people in a non-
threatening way 

  

Research Documentation 
Review 

To get an impression 
of how a program 
operates without 
interrupting the 
program (review of 
procedures, finances, 
memos, minutes, etc.) 

  

Research Case Studies To fully understand or 
depict client/end-user 
experiences with a 
service, event, or 
program and conduct 
comparisons across 
cases  
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Determine Methodology 
 

Group Activity 
 
Work together to identify some of the advantages and challenges associated with one of 
the above methodologies or methods assigned by your instructor.  
 

Methodology/Method: ________________ 
 
Advantages  
 

 
 
 
 
 
 
Challenges  
 

 
 
 
 
 
 
Be prepared to share what you’ve identified with the class. 
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Determine Methodology 
 
Data collection steps 
 
 Identify the type of data you will have to collect based on your problem statement 

 Think about where you will get the data 

 Design your data collection process and complete a work plan (see example on 
next page) 

 Make certain the data collection questions and forms are clear and easy to use 
(e.g., interview questions should generally be open-ended, consistent, and 
facilitate the kind of answers you are seeking) 

 Talk with any study participants about how their information will be used, if it will 
be anonymous, and whether they can see your final report or recommendation 

 Backup your data files 

 Never discard the original data 

 Determine which data is significant to the decision and needed to make an 
effective decision 
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Work Plans 
 
A work plan is a method of organizing and tracking data and tasks. 

Sample Format: 

 

Statement of Problem: _______________________________________ 

What 
information is 
needed? 

What information 
do I have? 

What is my 
methodology to 
obtain needed 
information? 

What is my 
timeframe for 
data 
collection? 

 

Example 
 

Statement of Problem: Nearly two-dozen potential grant applicants declined to 
submit proposals, citing the complex and cumbersome nature of our current 
process and requirements, so we only received three qualifying proposals for five 
grants. Therefore, we need to make our process and requirements clearer and 
more user-friendly, so that we receive at least 15 qualifying grant applications 
during our next round.   

What 
information is 
needed? 

What information 
do I have? 

What is my 
methodology to 
obtain needed 
information? 

What is my 
timeframe for 
data collection? 

Potential grant 
applicant 
feedback 

Emails and call 
records from 
potential grant 
applicants 

A brief follow-up 
survey 

Six weeks 

Grant staff input Nothing A focus group  Two weeks 

Best practices by 
similar 
organizations 

Nothing Internet research 
 
Follow-up phone 
interviews 

Two months 
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Work Plans 
 

Group Activity 
 
Your agency director has tasked you and your team of analysts with preparing a 
recommendation about how to address the employee engagement challenge we 
reviewed earlier.  
 
Which research methods could you use to better understand the nature of this problem? 
How might you complete the following data collection work plan? 
 

Statement of Problem: Our recent employee engagement survey indicates that 

nearly 20% of our employees who say they are disengaged report looking for other 

work, so we may lose several employees over the upcoming months. Therefore, we 

need to find more meaningful ways of engaging employees, so we retain an engaged 

staff to serve our clients. 

What information 
is needed? 

What 
information do 
I have? 

What is my 
methodology to 
obtain needed 
information? 

What is my 
timeframe for 
data collection? 
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Step 3: Organize Information/Data 
 
By the end of this lesson, you will be able to: 

• Identify the two types of data and how to display them 

• Sort and organize data in a meaningful way 

• Interpret and summarize data in support of your recommendation 

 

IMPORTANT 
Completed Staff Work is a process, resulting in a single recommendation, based on 
data, to your manager. If the information is not organized and summarized in a way that 
is meaningful to the manager, your recommendation may not be read or may be read, 
but not understood. 
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Sorting and Displaying Narrative Data 
 
Determine how you are going to sort, classify, and display the data you’ve collected. 
This is a key element in completing staff work. 

 
Sorting Narrative Data 
Narrative data is non-numerical data. Types of narrative data include: 

• Stories people share about a program’s impact 

• Transcripts from interviews or focus groups 

• Minutes from meetings  

• Notes from work observations 

• Open-ended survey responses 

• Logs or journals  

 
The goal is not to generalize across a population or set of interactions, but rather to 
provide understanding and explanation from the perspective of those involved. 
 
Steps for Sorting Narrative Data 

Step 1: Get to know your data by reading and re-reading the text. 

Step 2: Focus the analysis by identifying a few key questions you want answered. 

Step 3: Categorize the information by identifying and organizing themes. 

Step 4: Identify patterns and connections within and between categories. 

Step 5:  Interpret—Understand the connections and how can they can be applied to 
other settings, programs, and studies. 
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Sorting and Displaying Narrative Data 
 
Often you are asked to interpret words, such as answers to open-ended questions in a 
survey or interview. You can determine a sorting system of your own by looking for key 
words or themes that are important to your research: 
 

• Which themes help to answer your research questions? 
• How would you label or categorize these themes? 
• Which themes seem to relate to each other? In what way do they relate? 
• What do you do with words or themes that don’t fit with the larger categories 

you’ve identified? 
 
You may begin sorting data with established categories in mind, but you may also 
identify new, unanticipated categories (sometimes called “emerging categories”) as 
you analyze your data.  

 

Example 
You expect to sort employee engagement data from your open-ended survey responses 
into categories that include “everyday recognition,” “work activities,” and “relationships 
with co-workers.” As you review survey answers, you start to see that many 
respondents also talk about the importance of “participating in agency visioning 
sessions” as a form of engagement. You decide to include this under the emerging 
category of “participation in agency planning.” 
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Sorting and Displaying Narrative Data 
 
Displaying Narrative Data 
Once you’ve identified themes and organized them into larger categories, you can 
display narrative data using a variety of organizing systems or schemes: 

• Chronological order/storyline 
• Similar themes or ideas 
• Different themes or conflicting accounts of events or occurrences 
• Relationships between themes or events (correlation, causation, co-occurring) 
• Spatial/geographical (e.g., explanations of work spaces or work flow)   

If you are simply trying to show the frequency of perspectives, events, or responses, 
you can just count the number of similar responses and organize them from most to 
least frequently occurring.  
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Sorting and Displaying Narrative Data 
 

Examples 
 
Themes from an 

open-ended survey 

question about job 

search factors 

1. Approximately 82% of survey respondents identified 

“meaningful work activities” as an important factor they 

consider when job searching. 

2. Approximately 77% of survey respondents identified “financial 

compensation” as an important factor they consider when job 

searching. 

3. Approximately 52% of survey respondents identified 

“reasonable workload” as an important factor they consider 

when job searching. 

Themes from a 

budget analysis 
• 50% spent on salaries 

• 30% spent on facilities 

• 10% spent on supplies 

• 10% spent on equipment 

 

You can display narrative data in a variety of ways. Make sure to select the right display 
for your data and your audience:  

• Tables effectively show commonalities and differences and easily organize 
information for the reader. 

• Infographics can be used to depict key themes and can be used to show 
relationships between narrative and statistical data. 

• Lists (alphabetical, timeline, size, geographical) organize the information for the 
reader which helps them identify ranks or relationships. 

• Visual maps or charts can be used to show relationships related to work 
processes, geographic locations, or facilities features. 
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Sorting and Displaying Narrative Data 
 

Example 
 

 
 
 

 
 
Source: HealthIT.gov: https://www.healthit.gov/patients-families/electronic-health-records-infographic 

 
  

https://www.healthit.gov/patients-families/electronic-health-records-infographic
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Sorting and Displaying Narrative Data 
 

Individual Activity 
 
What is a problem or question in your workplace that narrative data would help you to 
understand?  
 
Why is narrative data important to addressing this problem or question? How do you 
think you would display it and why? 
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Organizing Statistical Data 
 
Sorting Statistical Data 
Statistical data is numerical. The goal is to collect a sample of the population, survey it, 
and draw conclusions from the sample population that mirrors the larger population.  
 
Displaying Statistical Data 

• Tables effectively show all the data and the relationships between numbers. 

• Graphs show relationships and differences. 

• Charts group numbers so their order or rank can be clearly seen. 

 

Example 

Costs 
• 50% spent on salaries 
• 30% spent on facilities 
• 10% spent on supplies 
• 10% spent on equipment 

 

 

  

COSTS

Salaries

Facilities

Supplies

Equipment
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Methods for Organizing Data 
 
After collecting the data, you need to sort the data into relevant categories and decide 
how to display it for the reader. 

“Clutter and confusion are failures of design,  

not attributes of information.” 

- Edward Tufte, statistician, professor, and writer 

 

When choosing a display method, consider these questions: 

• Which method explains the data better? 

• Does the manager or audience have a preference? 

• Is the method more manageable to present and understand? 

• Which method simplifies and summarizes data for the decision-maker? 

 

Goal Chart Types 

Compare Values • Column, Bar, Line, Waterfall 

Show the Composition of Something • Pie, Stacked Bar, Stacked Column, Area, 

Waterfall 

Analyze Trends in Your Data Set • Line, Column, Area 

Understand the Distribution of Data • Scatter Plot, Line, Column, Bar, Heat Map, 

Radar/Spider 

Understand the Relationship 

Between Value Sets 

• Scatter Plot, Bubble, Line 
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Methods for Organizing Data 
 
A table or chart should present data in a simple graphic form, as a better summary than 
words or text. While charts or tables are part of the text, they should also make sense 
on their own. 
 

Group Activity 
 
Work together to find or create an example of the chart type you have been assigned by 
your instructor.  
 
Be prepared to share your example and describe how effective you believe this chart is 
in conveying the relevant data: 

• Is this the right chart for the job?  

• What is clear?  

• What is unclear?  

• What, if anything, do you believe would make this chart more effective? 
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Methods for Organizing Data 
 
When you visually present your organized data in a table, chart, graph, or figure, you 
are building the foundation of your eventual single recommendation to the decision-
maker. Interpret and summarize chunks of data as you build your case. 
 

Data display tips: 
• Choose the “best fit” display to achieve your goal 

• Know your bias 

• Tell a story 

• Keep it simple 

• Use no more than three colors 

• Get feedback from colleagues 

 
Example 

Federal Aviation Administration Project Management Study 

This approach assists in analyzing the data throughout the completed staff work 
process, not just during a single step. As you collect and organize your data, 
relationships begin to appear, if they exist at all, making your job easier. 

Ultimately, even quantitative data is only meaningful if it tells a story.  
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Step 4: Analyze the Data 
 
By the end of this lesson, you will be able to: 

• Identify misleading sources of information 

• Define statistical terms 

 
IMPORTANT 
An analyst must collect data and evaluate it against known criteria. Analyzing data 
allows a manager to see relationships within the data. This step is crucial because 
recommendations must be based on analysis that is repeatable and defensible. 
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Identifying Potential Bias 
 
Another factor in analyzing data is the bias or viewpoint of the person interpreting it. 
Your manager, you, or fellow staff member may not be as neutral as you think. What 
are your professional backgrounds? 

• Social Worker 

• Engineer 

• Health Care Provider 

• Peace Officer 

• Administrative Worker 

• Environmental Scientist 

Our brains interpret data from a specific viewpoint. This “confirmation bias” means we 
may seek and interpret data that confirms our own existing beliefs. We tend to ignore 
disconfirming data. We prefer to believe what we want to be true. This 
researcher/psychologist fallacy says we often project our point of view onto another or 
into reports.  
 
Ask yourself 
Which of my strongly-held beliefs might influence the way I approach this problem or 
data? 
 
Data is objective (right?). When data is interpreted, or a meaning is applied, we call it 
information. Indicators of an author’s bias may be in the form of the way s/he presents 
information.  
 

• Text/opinion only – no data  

Example: Millennials are less likely to be committed to the same job than their 

counterparts in other generations. 

 

• Data, but with modifiers (interpretations) 

Example: As __% fewer full time jobs are available and average pay sinks by 

__%, millennials change jobs more frequently. 

 

• Data only 

Example: There has been a ___% reduction in full time jobs.  

The average rate of pay is: $___.  

Millennials stay in jobs for an average of ___ years. 
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Statistics 
 
Review of Terms 
 
Statistic: data describing a sample characteristic 

 

Sample: a part of a population 

 

Population: all or universe 

 

Mean: average; or the sum of the parts divided by the number of parts (responds more 
directly in changes to data values than the median) 

 

Median: midpoint; ½ above and ½ below (is more stable than the mean) 

 

Mode: most frequently occurring (usually only helpful in larger data sets) 

 

Standard Deviation: a measure of spread, variability, and square root of variance 
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Statistics 
 

Example of Standard Deviation 

 
 

In both companies, the average hourly employee wage is $20, but the distribution of 
these wages differs significantly. Standard deviation measures how far away these 
individual measurements (in this case, wages) tend to be from the average. Company 
A's employee standard deviation is 1, while company B's is approximately 5. The larger 
standard deviation in this example indicates a larger gap in wages. 

 
Individual and Group Activity 

 
Identify the mean, median, and mode for this data set and then check for agreement in 
your group. 

 
Measures of Central Tendency 
1, 1, 1, 1, 2, 2, 3, 4, 4, 4, 5, 6, 6, 6 

Mean:  ____ 

Median: ____ 

Mode:  ____ 
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Statistics 
 

Individual Activity 
 
Pick one of the statistical practices we’ve discussed, and consider how you could use it 
to analyze important data in your job:  

 
What could it help you understand and accomplish? 
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Excel for Statistics 
 
Microsoft Excel can do many statistical calculations for you. 
 
Excel 2017: Click on AutoSum, Formulas, and More Functions to access statistical 
tools. 
 

 

 
Additional Resources 

 

You can also access free online statistical tutorials 

through the Khan Academy at: 
https://www.khanacademy.org/ 

 
  

https://www.khanacademy.org/
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Ranking and Prioritizing 
 
Ranking or ordering a list, is possible when the criterion is: 

• Specific 

• Measurable 

• Objective 

 
Example 

2015 DMV Website Rankings 
The Washington DMV has the best state DMV website in the country with a 
total of 95 points. Four main categories were taken into consideration: Design, 
usability, services, and website content (DUSC).  
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Paired Comparisons 
 
Sometimes, however, this approach does not work and a “Paired Comparisons” 
approach must be employed to rank alternatives in terms of priority. There are four 
steps to this approach: 

1. Identify existing alternatives: (A, B, C, D) 

2. List all possible pair combination: 

A B 

A C 

A D 

B C 

B D 

C D 

3. Identify criterion and select the best alternative for each pairing: 

A X  B  

A X  C  

A X  D  

B X  C  

B   D X 

C   D X 

 

4. Add the number of times each problem was selected from all lines to determine 
relative priorities: 

A: 3 (Highest) 

D: 2 (Second highest) 

B: 1 (Third highest) 

C: 0 (Lowest) 
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Paired Comparisons 
 

Example 
State of California 25 Years of Service Collection 

Gift Choices Comparisons 

Watch Watch or Desk Clock 

Desk Clock Watch or Plaque 

Plaque Watch or Vase 

Vase Desk Clock or Plaque 

 Desk Clock or Vase 

 Plaque or Vase 

 
There are four choices with six comparisons.  
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Step 5: Generate Alternative Solutions 
 
By the end of this lesson, you will be able to: 

• Practice two techniques of divergent thinking 

• Experience how random thoughts create innovative solutions 

 
IMPORTANT 
The successful analyst needs techniques and tools to generate alternative solutions. 
The best solution will only come from having multiple choices. It is not always easy to 
find creative alternatives because traditional research yields traditional results. 
 
In Step 2, you gathered information and data using formal methods from traditional 
resources. Now, it is time to try to find many alternative solutions to your problem. 
Informal methods of locating alternatives include brainstorming and mind-mapping.  
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Divergent Thinking 
 
Divergent or Creative Thinking is: 

• Generative/freewheeling 

• Non-judgmental/withholding critiques 

• Combination and/or integration of ideas  

• Quantity of ideas—more is better 

 

Partner Activity 

 

Think of a time when you participated in a highly productive session to identify new 
options or ideas. What do you believe made this experience so productive? 
 
Share this experience with a partner and identify any common themes. Be prepared to 
share these themes with the class. 
  



  54 | © CPS HR Consulting 
 

Divergent Thinking 
 

Class Question 
 

How does structure (e.g., meeting rules or decision criteria) relate to creativity?  

 

 

 

 

 

Brainstorming Myths 

• Myth: Teams are more creative than individuals. 

• Truth: Research indicates that this is frequently NOT the case! 

 

• Myth: Collaboration works best when people brainstorm together first. 

• Truth: The opposite is typically true! Give people time to jot down ideas or 

brainstorm individually first. 

 

• Myth: Brainstorming is most effective with no criteria. 

• Truth: An awareness of basic criteria focuses efforts and reduces frustration.4 

  

 
4 Thompson, L. (2013). Creative conspiracy: The new rules of breakthrough collaboration. Harvard 
Business Review Press. 
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Divergent Thinking 
 
Identify Basic Criteria 
Even though brainstorming techniques encourage creative thinking, groups are often 
more focused and less frustrated when they understand any existing criteria or non-
negotiable expectations. 
 

Class Question 
 

Where do we often look to find this criteria in organizations? (e.g., to legal statutes or 
policies) 
 
 
 
 
 
 
 
Brainstorming 
Originally called “Thinking Up,” 
brainstorming may be done alone or 
with a group. Brainstorming results in 
ideas being generated and listed.  

 
 

Need to Improve Heath 
More Fruits Exercise Nutrition 

More Vegetables Bicycle Stretching 

Yoga Vitamins Treadmill 

Set Goals No Alcohol Breathing 

Regular Sleep More Fiber Whole Grains 

No Caffeine No Smoking Toning 
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Divergent Thinking 
 

 

IDEO Brainstorming Rules 
1. Defer judgment 

2. Encourage wild ideas 

3. Build on the ideas of others 

4. Stay focused on the topic 

5. One conversation at a time 

6. Be visual 

7. Go for quantity5 

 

 

Brainstorming Steps 
 
Preparation: 

• Clearly define the issue or topic  

• List relevant criteria or barriers 

Brainstorm: 
• Quickly write ideas that come to mind 

• Refrain from judging or organizing ideas 

• Write until you can’t think of anything else 

Follow-Up: 
• Review ideas and circle the most viable options based on barriers or parameters 

• Confirm that ideas are demonstrably different than current practices 

• Prioritize ideas that will be compelling to those you impact 

• Assess whether ideas offer value that you can clearly explain and ideally 
measure 

• Decide whether ideas need follow-up research 

  

 
5 IDEO (2017). Retrieved from: https://www.ideo.com/about 
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Divergent Thinking 
 
Mind-Mapping 
In mind-mapping, a central or key word (problem) triggers words or phrases, which may 
in turn trigger others. Mind-mapping results in a more graphic map of connected ideas. 
Often, this method works best for right-brain dominant people because of the lack of 
structure. 
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Divergent Thinking 
 

Class Questions 
 
Why do you think people are quick to criticize someone else’s ideas? 
 

 

 

 

 

 

How can you reinforce the “no criticism” rule and encourage some wild ideas? 
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Divergent Thinking 
 

Class Activity 
 
Select a class moderator to partner with your instructor and facilitate a brainstorming 
session on one of the following questions: 
 

• How can we help new employees get oriented to our organization and culture 
more quickly and effectively? 
 

• What can we do to increase morale when employees report feeling like they’re 
being taken for granted by supervisors—or by the public? 

 
• What can we do to better inform citizens about the services our agency provides 

(pick an agency represented by someone in the class)? 
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Step 6: Identify Recommended Solution 
or Preferred Alternative 
 
Once you have generated multiple alternatives based on divergent thinking, you are 
ready to apply convergent thinking techniques. 

By the end of this lesson, you will be able to: 
• Evaluate the value of options based on context 

• Narrow down many ideas to one preferred alternative 

• Prepare to defend claims 

• Articulate a quality outcome 

 
IMPORTANT 
The purpose of Completed Staff Work or the 7-Step Process is to recommend a single 
alternative/solution to the manager’s question or problem. Research and data analysis 
provide the foundation for choosing and delivering one preferred, defensible alternative.  
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Funnel/Filter 
 
The funnel, or filter, is a simple visual tool. When your manager gives you an 
assignment; listen closely to criteria:  

• Take careful notes 

• Ask questions 

• Email back and forth to clarify or confirm criteria 

• Identify check-in points to assess progress 

At the start of the assignment, you need a sense of your manager’s perspective and 
interests. This helps you understand the criteria for the assignment. You also need to 
determine the criteria to successfully recommend a preferred solution.  
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Using a Funnel/Filter 
 

Example 
Find more floor space for division or program (relocate). 
 

1. Researching, brainstorming, or mind-mapping yields 20 possible locations. 

Manager’s criteria: 

a. 200,000 square feet 

b. Public transit access (1-2 blocks) 

c. Government-owned building 

d. Not to exceed $2.50 /square foot per month 

e. Available in 90 days or less 

2. Label each filter with a criteria. 

3. Apply filters to the 20 locations: 

a. Eliminate the six locations that are less than 200,000 square feet (14 

locations remain)  

b. Filter out four locations without public transit access (10 locations remain) 

c. Filter out five non-government buildings (5 locations remain) 

d. Filter out 2 locations that cost more than $2.50 per square foot (3 locations 

remain) 

e. Remaining filter may eliminate 1 or 2 options or may not. In the case of 

multiple locations meeting ALL criteria, management must be consulted.  
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Using a Funnel/Filter 
 
20 locations 
 
Step 1: Draw a Funnel 

  
 
Step 2: Label Criteria 

 
 
Step 3: Apply Filter 

 
 
Filters: 

1. 200,000 square feet 
2. Public Transit 
3. Government Owned 
4. Less than $2.50 square foot 
5. Available less than 90 days  
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Decision Matrix 
 
The decision matrix is a more complicated tool. Again, you use criteria from your 
manager or from your experience to assess and narrow alternatives.  
 
Step 1. Write in the name of the problem/assignment. 
 
Step 2. Enter major criteria from your manager or from your experience into the 

columns. 
 
Step 3. Assign a weight or percent (total=100%) based on importance of each 

criterion, as reflected by the Priority Matrix. Try not to exceed 35%-40% 
for the most important. If you say that cost is 60%, for example, you are 
basically just ranking by cost. 

 
Step 4. Decide on a rating scale. Common scales are 5-1, 3-1, 10-1 where the 

high number is good and the low number is poor. This is a rating scale, i.e. 
more than one “4” or “5” may be assigned. 

 
Step 5. List your alternatives/ideas/solutions from the previous brainstorming/mind 

mapping exercise, generating alternatives, as well as your research. 
 
Step 6. Complete the matrix by evaluating your first alternative (1st row) according 

to the first major criteria (1st column) based on: 
• Previous documented research 
• Your best judgment 
• Comparison to other alternative solutions 
• Assign 5-4-3-2-1 ratings to remaining alternatives 

 
Step 7. Multiply each rating by the weight (rating x weight) and total the large 

numbers across each column. The largest total is the recommendation to 
the manager. 
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Decision Matrix 
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Decision Matrix Example 
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Decision Matrix Example 
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Scenario 
 
 

Group Activity 

 
Employee Recognition Alternatives 
In many departments, employees are expected to get more done with fewer resources. 
Staff become fatigued, irritated, or more likely to desire a transfer. It is often difficult, to 
impossible, as part of a public agency, to provide any monetary compensation for 
employee efforts. However, showing appreciation for hardworking staff is more 
important than ever before. How can your agency recognize employees under so many 
constraints? 
 
One agency in particular has an annual recognition day for all support/clerical staff. It is 
accomplished through extensive planning, donations, and only recognizes one 
employee group. They do not feel this is fair, but are unsure as to an alternative. Below 
are some ideas that emerged during a brainstorming session: 

• Include other employees in the annual recognition day 

• Stop the annual recognition day altogether 

• Hold multiple, less formal recognition events for different groups 

• Replace formal recognition programs with informal/spontaneous recognition in 
the form of verbal praise, small gifts and emails, etc. 

 

What type of criteria would help you narrow down alternatives? What type of decision-
making tool would you apply and why? 
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Ethics 
 
When there is a question of ethics, consider these four guidelines from Norman R. 
Augustine (former CEO of Lockheed Martin): 

1. Is it legal? 

2. If someone else did this to you, would you think it was fair? 

3. Would you be content if this were to appear on the front page of a newspaper? 

4. Would you like your mother (or father or spouse) to see you do this? 

 

Here is a simple “test” you can use to determine whether you are making an ethical 
decision that upholds the public trust. When in doubt, use this method to think it through. 
 

Bell – Book – Candle 

 

Bell  

Listen to the bells warning you of an ethical issue. 

 

Book  
Check to see if there are any laws, regulations, or rules which 
restrict your choices.  
 

   

Candle  
How will your decision look in the light? Could a reasonable, fair-
minded person conclude you acted properly? How would you feel if 
the issue showed up on social media? 

 

  

http://www.thecharmbook.com/tag/bells/
https://sobern90.wordpress.com/2011/04/11/is-the-new-testament-primarily-a-law-book-2/
https://www.haikudeck.com/candle-project--science-and-technology-presentation-I3qQoCxdTH
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Step 7: Write the Recommendation 
 
By the end of this lesson, you will be able to: 

• Identify your manager’s communication preference  

• Become familiar with any relevant style manuals 

• Calculate the writing grade level 

• Prepare the written recommendation and implementation chart 

 

IMPORTANT 
All of the Completed Staff Work steps have built up to this written recommendation. 
Before the assignment can be adopted and implemented, the recommendation must be 
accepted by the manager. If your case is not convincing, then your efforts have been in 
vain. Your write-up and oral presentation must persuade the decision-maker. 
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Communication and Learning 
Preferences 
 
Neuroscience research indicates that people do NOT have distinctly different learning 
styles. We may develop preferences, but it’s most important that communication style is 
appropriate for: 

• Specific learning objectives 

• The content at hand 

• Audience preference 

• Audience reading level 

• Time, place, and available resources 

 
 

We typically learn and process new information best when we: 

• Perceive positive social relationships around us 

• Engage in both cognitive and emotional processing 

• Feel well rested and in good physical shape 

• Experience repetition and multiple learning pathways 

• Have a sense of the “bigger picture” 

• Are relatively free from stress and anxiety6 

   

 
6 Cozolino, L. (2013). The Social Neuroscience of Education: Optimizing Attachment and Learning in the 
Classroom (The Norton Series on the Social Neuroscience of Education). WW Norton & Company. 
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Communication Exercise 
 

Group Questions 
 
Imagine you are going to present your recommendation on “employee recognition 
strategies” to your busy management team. How would you use some of the findings 
and recommendations on Communication and Learning Preferences to design your 
communication strategy? 
 

How would you introduce and frame your objectives?  
 
 
 
 
 
 
 
When and where would you try to present your recommendation?  
 
 
 
 
 
 
 
How would you engage managers both emotionally and cognitively with the 
recommendation. How would you help keep the bigger picture in focus?  
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Readability 
 
In Microsoft Word, you have a free and easy-to-use resource for testing the readability 
of any document.  
 
For PCs 

• Open a Word document (in Word 2010 or a more recent version) 
• Click the File tab, and then click Options 
• Click Proofing 
• Under When correcting spelling and grammar in Word, make sure the Check 

grammar with spelling check box is selected 
• Select Show readability statistics 

 
For Macs 

• Open a Word document (in Word 2010 or a more recent version) 
• Click Preferences under the Word menu 
• Click Proofing 
• Click Spelling and Grammar 
• Select Check grammar with spelling and Show readability statistics 

Run spell check on your document. When Word finishes checking the spelling and 
grammar, it will also provide you with information about the reading level of the 
document.  
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Readability 
 
The Flesch-Kincaid Grade Level number correlates directly with traditional grade levels, 
through grade 12. It is suggested that, for most state agency writing, papers should be 
written at a 7th or 8th grade level. Caveat: Your audience will dictate more specifically the 
level of your writing. For instance, a document informing inmates of their healthcare 
rights would be written at a different level than a policy memo submitted to your 
agency’s Director.  
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Writing Tips 
 
Your goal is to express, not impress. An IBM study7 confirmed the importance of: 

• Short words—fewer syllables are better 

• Short sentences—no more than 25 words 

• Narrow paragraphs—use standard setting or wider 

 

This holds true for print media and computer screens. Even without finishing these 
narrow paragraphs, subjects who spent less time reading had better retention. This 
better retention, faster reading of narrow paragraphs (which the reader does not even 
finish) may be explained by the concept of BLOT or BLUF (both used by numerous 
organizations). 

 

B: Bottom 

L: Line 

O: On 

T: Top 

 

B: Bottom 

L: Line 

U: Up 

F: Front 

 

 
Today’s writers “front load” their reports. The “good news” is put right up front. The old 
journalism expression, “Don’t bury the lead” applies here. The Completed Staff Work 
format begins with a one-sentence recommendation to the manager. This is the first 
sentence at the top of the first paragraph. In this format, we no longer build up to a 
conclusion at the end of a report. 
  

 
7 The Long and Short of Learning, February 2007 – Training and Development by Peter Orton, David 
Beymer, and Daniel Russel. 
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Format for Completed Staff Work 
 
Recommendation 
One sentence: a strong statement in the active voice, stating action  
to be taken. 
 
Background 
Reason for the assignment in just 2-4 sentences: 
 

• Describe what is wrong with current situation 
• Be specific 
• Cite dollars and numbers, if possible 

 
Analysis 
Describe how the recommendation was selected in just 3-4 sentences: 
 

• Describe major criteria from the top of your Decision Matrix or other decision 
funneling tool 

• In just a few sentences, justify the highest alternative by using high-weighted 
major criteria with 4’s and 5’s in sentence format 

• Take just one sentence to describe other alternatives: “Other alternatives 
considered were….” 

 
Implementation 
A simple overview and/or action plan that describes what it will take to implement this 
recommendation: 
 

• A written narrative of Gantt Chart or other Action Plan 
• Communicate who does what and when in a single sentence for each major 

action 

  



© CPS HR Consulting |  77 
 

Example Memo 
  
To:  Jesse Hernandez, Nutrition Compliance Director 

From:  Gina Miller, AGPA 

 

Subject:  Project Management System Recommendation 

 

Issue:  What project management system will provide the best coordination support for 
our regional field teams? 

Recommendation 

Adopt system Y as a web-based project management and collaboration tool to 
support field teams in sharing and monitoring work progress. 

Background 

Field staff have been asked to use system X to share and monitor compliance 
visits and key communications for the past six years. Staff do not use this system 
consistently for a variety of reasons outlined below. Staffs’ inconsistent usage of 
the current system has resulted in dozens of missed compliance checks and 
duplicated contacts over the past 18 months. 

Discussion 

Field staff focus groups and interviews indicate that staff do not use system X 
consistently because it is: (a) slow to load and frequently inaccessible via smart 
phone, (b) cumbersome to update because of its hierarchical structure, and (c) 
unnecessarily complex (requiring irrelevant data entry).  

Any alternative system must be easily accessible via smart phone, simple to 
learn and use, and flexible in terms of entry requirements. It must also fall within 
our current budget parameters.  

(Continued on next page) 
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Example Memo 
  
Alternatives Considered 

Our team ranked 7 project management systems—including the status quo—
using a weighted decision matrix. We included the following factors in our 
analysis: 

• Laptop interface 
• Cellphone interface 
• Available tech support 
• Consumer reviews 

• Cost/fiscal impact 
• Integration with current email and 

calendar system 

 

We reviewed product specifications and contacted company representatives to 
ask additional questions. We ranked two systems far more highly than their 
competitors, and we recommend system Y because it meets all our criteria and 
has the highest consumer reviews at the lowest price point.  

Implementation 

Implementation will require the following steps:   

• Communication about change to field staff in weekly meetings (Executive Team 
and Field Leads) 

• System procurement (Randy, Fiscal Director) 
• System conversion (Joselyn, IT Director) 
• Development of training materials (Shelly, IT Training Manager in collaboration 

with Field Leads) 
• Orientation for staff (Shelly, IT Training Manager) 
• Ongoing trouble-shooting assistance (IT staff) 
• Accountability checks (Field Leads) 
• Feedback solicitation after 6 months (Executive Team and Field Leads) 

 

Approval Lines 

This memo has been reviewed and approved by: ________________________ 
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Gantt Chart 
 
This Gantt implementation chart has the same format as the work plan for gathering 
information/data. Its content will help your manager better understand your 
recommendation before making a final decision.  

A manager may read a report and be satisfied with your recommendation, but ask: 
“How are we going to accomplish this?” or “What are our next steps?” 

The Gantt chart shows the steps along with the staff needed to fully implement the 
recommendation.  

 

Components of a basic Gantt chart include:  
• Vertical list of tasks 

• Horizontal timeline 

• When and who is responsible for tasks (who does what when) 

 
Example 

Simple Gantt Chart 
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Gantt Chart 
 
Microsoft Project is software that has a Gantt chart format capability, which is useful for 
complex charts. 

 

 
  

http://images.search.yahoo.com/r/_ylt=A2KJkIcwnWdPSQ8Az8.jzbkF;_ylu=X3oDMTBpcGszamw0BHNlYwNmcC1pbWcEc2xrA2ltZw--/SIG=129v89odf/EXP=1332219312/**http:/www.shareturn.com/adepttracker/Gantt_Chart.asp
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Oral Presentations 
 

Individual Question 
 
Think of the most compelling presentation you’ve seen from a political or public-sector 
leader. What made it so compelling? What would you want to emulate in your own 
presentations? 
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Oral Presentations 
 
Mark Burns, an instructor at Auburn University, gives these tips: 
 
1. Consider Your Audience: What is their current level of knowledge of the subject? 

If possible, convey new information or ideas. 

2. Practice: Review your notes multiple times. Consider practicing before a 
knowledgeable friend or colleague or recording your practice. 

3. Be Positive: Appear confident in your own ability; if you appear to enjoy your 
presentation, it’s more likely others will enjoy it as well. 

4. Avoid Reading: When possible, give your presentation without notes or with just a 
simple outline of key concepts. 

5. Get Abstractions Down to Earth: When you must present theoretical or abstract 
material, use specific examples or anecdotes. 

6. Use Visual Aids: Relevant visual aids can be a helpful addition to your 
presentation. Examples could include handouts, charts, short video clips, etc.  
However, remember—your remarks, not the audio-visual aids, should be the prime 
source of attention.  

7. Maintain Eye Contact: Keep as much eye contact with members of your audience 
as possible. Gauge their reaction to your presentation and make appropriate 
adjustments.  

8. Involve Your Audience: For smaller audiences, you may want to involve 
participants on a more personal level. Consider asking them questions or giving 
them quick activities or topics for reflection.  

9. Allow for Questions: Ensure sufficient time for questions and pose a question or 
two of your own if it helps to apply key ideas.  

10. Don't "Preach": Convince your audience rather than haranguing them. Avoid 
jargon, flowery phrases, or name-dropping. Be as relaxed and conversational as 
possible, be succinct, and—above all—be yourself! 
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PowerPoint Tips 
 
Jeff Wuorio’s article, Presenting with PowerPoint, provides these tips:  
 
1. Hold up your end with compelling material. Build a strong PowerPoint, but 

make your spoken remarks the center of the talk. 

2. Keep it simple. The most effective PowerPoints include only a few words and 
lines per slide, and ensure graphics and charts are easy to understand and aligned 
with what the speaker is saying. 

3. Minimize numbers in slides. Most effective displays don't overwhelm viewers 
with too many figures and numbers. Instead, leave those for handouts distributed 
at the presentation's end.  

4. Don't parrot PowerPoint. Works best with spoken remarks that augment and 
discuss, rather than mimic screen text. 

5. Time your remarks. A well-orchestrated PowerPoint brings up a new slide, gives 
the audience a chance to read and digest it, then follows up with remarks that 
broaden and amplify what's on the screen. 

6. Give it a rest. Experienced PowerPoint users aren't bashful about letting the 
screen go blank on occasion. Take time to focus on group discussion or question 
and answer sessions.  

7. Use vibrant colors. A striking contrast between words, graphics, and background 
can effectively convey a message and emotion. 

8. Import other images and graphics.  Don't limit your presentation.  

9. Distribute handouts at the end — not during the presentation. Wait until you're 
done to distribute handouts unless it is imperative that people follow a handout 
while you’re presenting. 

10. Edit ruthlessly before presenting. Never lose the perspective of the audience. 
Try to reread with fresh eyes. If something is unappealing, distracting or confusing, 
edit ruthlessly.  
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Project Milestones and Resources 
 

 

 

 

  

Title of Project:  
 
Date Assigned 
 

Date Due: 
 

Work Activity Time Needed 
Resources 
Required Responsibility Date Due 

Actual 
Time 
Spent 

Actual 
Completion 

Date 
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Decision Matrix 
 

 

 



  86 | © CPS HR Consulting 
 

Resources 
 
Applied Imagination: Principles of Creative Problem Solving by Alex F. Osborn. (Note: 
Osborn used “thinking up” or brainstorming as early as 1941 in advertising.) 
 
Breakthrough Thinking: Brainstorming for Inspiration and Ideas by Nick Souter 
 
Control That Email! by Justin Bruno. American Society for Training and Development 
(ASTD), Issues 0708. Retrievable at www.infoline.astd.org 
 
How to Lie with Statistics by Darrell Huff 
 
Survey Research Handbook by Pamela L. Alreck. Mc Graw-Hill/Irwin Series in 
Marketing. ISBN: 0072945486 
 
The Good, the Bad, and Your Business: Choosing Right When Ethical Dilemmas Pull 
You Apart by Jeffrey L. Seglin 
 
The Memo by John Wesley Yoest, Jr. Post Hill Press. ISBN:978-1-68261-396-2 
 
Think Better: An Innovative Guide to Productive Thinking by Tim Hurson 
 
Visual Display of Quantitative Information by Edward R. Tufte. ISBN: 0961392142 
 

http://www.infoline.astd.org/
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