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 5-Phase High Performance Work Systems Guide


Welcome to your high-performance work system (HPWS) toolkit. This guide will help you step through the phases of identifying, designing, and implementing a high-performance work system aligned to your business goals. Use this document to actively work through 
the planning and implementation of your HPWS, applying the concepts to your own 
business context.

In this toolkit, you’ll find resources to help you identify the specific business problem(s) your HPWS should address, clarify the employee behaviors and outcomes required to solve this problem, and map out a practical implementation and change management plan.
This is a working resource. It is meant to be written in, discussed with your team, and revisited as you progress through your HPWS design and implementation journey. The aim is to make it simple for you to move from theory to action, and from isolated HR practices to a cohesive, business-aligned system that delivers measurable value.
Ready to get started? Let’s go!







PHASE 1 
Identify HR’s influence on the business need

In this first phase, your objective is to identify the specific business problem your HPWS will address and determine which employee behaviors and outcomes are essential to solving the business problem.

First, gather information on the business problem. 
· Review your organization's current strategy documents, performance reports, and leadership priorities.
· Meet with key business stakeholders to gather their perspectives on pressing challenges.
· Clearly define the business problem in a single, specific sentence.

 Record your findings to clearly frame the problem.
	Area
	Findings

	What is the critical business problem?
	

	Why is this problem critical right now?
	

	What business outcomes are negatively impacted by this problem?
	

	What are the measurable improvements we need 
to see?
	





Now, synthesize this information into a succinct business problem and 
business goal.

EXAMPLE
Business problem: Customer satisfaction scores have declined by 15% over the past year, leading to customer attrition.

Business goal: Increase customer satisfaction by 20% within 12 months to reduce churn.



	Business problem:


Business goal:





Now it’s time to connect the business problem to your people practices. 
· Identify key roles most directly connected to the business problem.
· Highlight the performance standards and ideal behaviors for these roles.





	Key role
	Behavior
	How it impacts the business goal

	Customer service rep
	Proactively responding to needs and offering creative solutions
	Builds customer trust and satisfaction, reduces churn

	
	
	

	
	
	

	
	
	






Now reflect.


Which behaviors are most influential in driving the business outcome?
	





Are there systemic barriers stopping people from acting in the desired way?
	








PHASE 2
Take stock

In this phase, you’ll assess how existing HR practices support or hinder the development of the desired employee behaviors. It is often useful to use your answers from the “behavior” column in the previous exercise to inform the “future desired state.”

Use the gap analysis tool below to understand where you are now, where you want to be, and what needs to happen to get there.

	Area
	Future desired state
	Current state
	
Gap


	Employee capability
	Employees demonstrate proactive problem-solving and personalized service
	Basic customer service training, minimal focus on proactive skills
	Lack of proactive service training

	
	
	
	

	
	
	
	

	
	
	
	





Now, synthesize your findings into a few sentences to summarize the core issue at hand.

EXAMPLE
Current state: Customer service reps are trained primarily on product knowledge but lack training on active listening and customer empathy.

Desired state: Customer service reps are skilled in proactive service and building positive customer relationships.

Gap: Training programs do not include modules on customer empathy or proactive service techniques.

	Current state:


Desired state:


Gap:








PHASE 3
Connect relevant HR practices

With your business goal stated and the gaps in your processes, it’s time to design a coherent set of HR practices aligned to ability, motivation, and opportunity that collectively support the business goal.

	AMO element
	Chosen gap
	Practices to address gap
	Anticipated outcome

	Ability
	Lack of proactive training
	Implement 6-week onboarding bootcamp with real-life simulations
	Build capability in proactive service delivery

	
	
	
	

	Motivation
	Few recognition opportunities 
	Introduce quarterly rewards for high customer feedback scores, linked to bonuses
	Incentivizes proactive engagement and personalized service

	
	
	
	

	Opportunity
	Highly independent WFH workers disconnected from team
	Implement 15-minute standup daily to share customer success stories, challenges, insights and solutions to problems
	15-minute morning meetings with peer-led sharing

	
	
	
	



Business problem: Create a high-performance culture. 
Practice 1
Practice 1
Practice 1
Practice 1

































PHASE 4
Implementation

With your high-level plan created, it’s time to create a practical action plan to roll out the HPWS components with clear milestones, responsibilities, and success measures.

Actions, owners, and measures overview
Instructions:
· For each selected practice, outline key steps, responsible owners, and timeline.
· Identify risks and how you will mitigate them.
· Define both HR and business KPIs to track progress.

	Practice
	Key Actions
	Owner
	Timeline
	HR KPI
	Business KPI

	Example: New onboarding
	Design program, pilot, full rollout
	L&D Manager
	6 months
	Completion rates
	CSAT increase

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	







Create your communication plan
Before you actually begin your implementation, it will be key to have a clear communication plan to make sure no one is surprised and the implementation goes smoothly. A well-communicated HPWS helps people understand the reasons behind change, reduces resistance, and builds momentum.

Step 1: Identify your audience and key messages
	Audience group
	Role in HPWS implementation
	What do they need to know?
	Key message

	Line managers
	Directly implementing changes
	What are the new people practices; how to lead teams through change; what is expected of them/their teams; what support is available
	“You will have clearer tools and guidance to build high-performing teams that achieve key business outcomes.”

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	



Step 2: Assign ownership
	Audience group
	Communication owner
	Notes

	Line managers
	HR business partners
	Provide toolkits and talking points

	
	
	

	
	
	

	
	
	

	
	
	







Step 3: Choose communication channels and timing
	Audience group
	Preferred channels
	Example tactics
	Timing

	Line managers
	Workshops, team briefings, prelaunch training, postlaunch check ins
	Manager training sessions, team cascade kits
	Biweekly at first, then monthly

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	




PHASE 5
Articulate the value

Finally, it’s time to tell the story of your HPWS. Use this section to craft a clear, compelling message that shows how the HPWS solves the business problem and drives results. Having this key information about your HPWS will help you bring key stakeholders on board and allow them to connect the dots of all the hard work you and your HR team are working on.

EXAMPLE
“For us to solve the business problem of declining client satisfaction, we will focus on selective hiring that will contribute the right talent to our workforce and training that will contribute the right skills to focus on customer engagement. Together, they will deliver a workforce with the capability and mindset to be customer centric, which helps us address the problem of declining client satisfaction. By solving for declining customer satisfaction, we will retain more clients, leading to consistent revenue growth over the longer term.”


	For us to solve ______________________, we will focus on _____________________. Together they will deliver __________________________, which helps us ___________________. By ___________________, we will _________________, leading to _______________________.


Now craft your own story:

Moving forward with confidence
Congratulations on working through this high-performance work system (HPWS) toolkit. You have taken meaningful steps to align your people practices with real business priorities, something that not every HR professional takes the time to do with such intention and clarity.
As you take this toolkit back into your organization, remember that meaningful change does not happen overnight. Building and implementing a successful HPWS is a process of continuous alignment, communication, and course correction. You have already done the important work of identifying what needs to change, how to change it, and how to communicate it. Now, you get to lead that change with confidence.
Keep these key reminders in mind:
· Always stay anchored to the business goals. When things get complex, refocus on the business problem you are helping to solve.
· Use your communication plan to bring people along on the journey. Change succeeds when people understand the why and feel involved in the process.
· Be flexible. No system is perfect from day one. Continue to listen, adapt, and refine your HPWS as your business evolves.
· Celebrate early wins. Momentum builds when you highlight progress and show results.
This toolkit is yours to revisit and use whenever you need to drive alignment between HR and business outcomes. Trust in the process, believe in your impact, and take pride in being a true strategic partner.
Good luck!
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