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Purpose of this guide 

Increasing numbers of public sector 
organization s across the world are 
implementing Performance Management 

(PM) software to better manage all 
aspects of strategic and operational 
performance. Many organization s are 
undertaking these initiatives for the fir st 
time, with limited experience of how best 
to go about introducing the software to 
their organization . 

Ultimately, the driver for deploying PM 
software is to transform the way 

performance is managed across the 
organization . Key to success in achieving 
th is transformation  is to  embed a 
performance -oriented culture where 

decision making is based on a better 
understanding of how different parts of 
the operation are working.  

Therefore, o ne of the more critical 
decisions you will need to make when 
implementing  PM software is the 
approach  you take to introducing users 

across the various  departments and 
service areas . The goal must be to have 
a large pool of users who a re both 
comfortable using the software and 

enthusiastic about the benefits it will 
bring them.  

It is therefore a c ombination of 

training/ education and selling  the 
concept; getting buy - in to using the  

 

 

 

 

software is a pre - requisite for a 
successful implementation.  

Also critical is top management support 
for the performance initiative, ideally 
with the administrator  leading by 
example and fully embracing the 

functionality in the new Performance 
Management software.  

Another end goal should be to have the  
software  admin istration  load distributed 
widely so that there are many different 

users updating the in formation across 

the organization . 

Covalent Software has been 
implementing its PM software in public 
sector organization s since 2003 and now 
has experience of a wide range of 
different approaches to making a success 
of such projects.  

This guide consolidate s all this 
experience and lessons learned  to 
provide a potential route - map for 
others who are addressing this issue 
for the first time.  It suggests that you 
first select one of the six generic 
implementation models we have 

identified. In a profile of each model, we 
provide guidance based on Covalent staff 
experience but most importantly based 
on what our customers have told us 
worked and didnôt work. There are 
numerous practical tips and suggested 

techniques for getting user buy - in and 
making the roll -out process to end users 
as smooth and successful as possible.  
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Six generic PM software implementation models 

 

Every cust omer will be dealing with 
particular circumstances and  existing 
organizational  culture. In that sense, 

clearly every implementation is different 
and needs to be tailored to meet very 
specific internal requirements.  

 

Having said that, i n reviewing the many 
different approaches that we have been 
involved during Covalent  

implementations , we have identified six  
generic models that represent broad 
approaches that customers have taken 
and have been proven to work  
successful ly.  

 

The six models  

1.  óBig B ang ô corporate -wide  roll -out in  most or all departments in one phase . 

2.  Site Admin istrator s and Super Users (SASU)  only focus . 

3.  Department al , starting with a pilot in one department then progressively roll -out 

to others . 

4.  Corporate - centered , with the organizationôs performance team undertaking all 
the work on the system and just providing view only access to users, with 
no/limited data updating . 

5.  Incremental , based on ñpullò from users who want more features as they become 
more familiar with it . 

6.  Module - by - module , with users introduced to just one part of Covalent first 

(maybe PIs or a ctions) and then other modules as they become more familiar with 

the system . 

 

Selecting t he most appropriate model for you will depend on a combination of factors:  

¶ Whether users are already familiar with the concepts and the typical  func tionality 

offering by a PM system because they have been using another system for some 
time, either internally developed or from a nother vendo r. 

¶ Related to this will be the organization al culture, and whether there is already well 

established performance management processes or if they are just now being 
introduced.  

¶ The need for speed. If there is a major driver to get peo ple up and running with  

the software  as soon as possible, some of the approaches which take a more 
incremental approach will be less suitable . 

¶ Whether there is a fair degree of clarity how the system will be used and how 

people will interact with it . 

¶ Any limitations associated with the budget to purchase user licens es. 
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Model 1 ï óBig Bangô Organization-Wide  

The óBig Bang ô model is the term used for  widespread roll -out in most  or all departments in 
one major initiative , with  training of all users on the system immediately from Senior 
Management Team through to data inputters . 

 

PROS  CONS  

Á Minimize s timescales for full use and  
uptake of system . 

Á Maximize s data available for view ing  at 
a strategic and operational level.   

Á Ensures  a clear message to users that 
this is how we all now work.   

Á No need to main tain two or  more 
different systems and methods of 
information collection.  

Á Will require the greatest Sit e Admin 
resource as many users new to the 
system will need supporting at the 
same time.  

Á Any problems with system 
configuration and data coding may be 
more difficult to resolve because of the 
numbers involved.  

 

Tips for success  

¶ Requires a clear project plan and communic ation of rules for system use . 

¶ Focus a lot of effort up front getting the site configured properly so that it is complete 

(and impressive!) when you launch it to users . 

¶ Also make sure to show users youôre training information that they can recognize , 

and that ideally is specific to their areas of interest . 

¶ Train a small group of users as ósystem championsô or super usersô to support the 

broader base of users . 

¶ Build up to a ólaunchô date, ideally with some hype around it, to create interest and 

momentum for the project . 

¶ Run a series of follow -on events to ensu re the launch momentum is not lost . In 

particular running multiple training sessions on a regular, ongoing basis is critical.  

¶ Establish a phased training program  upfront to introduce users to different aspects of 

the system in a structured way.  

¶ Showcase su ccessful usage of the software  (óquick winsô) early and often . 

¶ Beware overloading users initially with the full functionality of the system. Focus on 

how data can be viewed from multiple perspectives; consider delaying the 
introduction to reports until users are familiar with other aspects of the system.  

¶ Similarly, phase the data types you load onto the system , e.g. PIs first, then action 

plans.  
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Customer experiences with the óBig Bangô model 

 

    Doncaster Metropolitan Borough Council  

 

Jim Drake  ( Performance & Improvement Officer )  at Doncaster Metropolitan 

Borough Council , explains their approach  

óWe have a Corporate Performance Team of around 15 staff, all with specific 
responsibilities for a directorate. There are no performance staff in directorates.  As well as 
general Covalent support and training, we do a great deal of importing and reporting on 
corporate performance data using Covalent.  Some departments create their  own local 

reports and we also provide specialised trainin g for departmental ñchampionsò. 

óBefore Covalent we already 
had a n internally developed  
system for monitoring our 
PIs so we had a pretty clear 
idea what we wanted to 
achieve . 

We therefore started b y 

importing all of our PIs onto 
Covalent ready for the start 
of the new financial year.  
We then ran an intensive 
training program , training 
around 200 members of staff 

in two weeks.  

óWe wanted to ensure that staff received practical training appropriate to their role , to 
allow them to start using Covalent straight away.  We therefore ran two types of training 
sessions ï one for PI owners who were given basic training on entering and updating PIs, 
and one for senior managers who were given overview trainin g on the software.  

Although going óBig Bangô, Doncaster phased the loading of data and trained very specific 
user groups based on how  they would be using Covalent.  

óOnce our PIs were up and running, we imported all of our service plans onto Covalent 
Action  Central . We ran further practical training sessions in the same way, this time for 
action owners and the senior managers who would oversee those actions.  This process 
worked well for Doncaster, although initially we noticed a few repeated PIs and actions  
saved on the system which called for some one - to -one guidance.  
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óWe then began offering quarterly training sessions for staff and ran tailored departmental 

training on request (such as for the Education Standards Team, Housing Team, and the 
NHS Trust).  We noticed that certain users were coming back every quarter for refresher 
training and so we now run regular ódrop-inô sessions where a member of the Performance 

Team will provide supervision while users practice everyday tasks on Covalent.  We 
continue t o carry out training in this way and it works very well for the council. ô 

óWe are now redefining the description and location of our service plans on Covalent.  We 
found that we needed to do this because each level of our service plan had the same name 
and  so it was difficult to distinguish between information at directorate, assistant 
directorate and team level.  We have now labeled them differently and save detailed 
information in lower - level plans.  
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  Glasgow Housing Association  

 

Iain McBride (Performan ce & Improvement Officer), Peter Smith 

(Performance Framework Manager) & Al Smith (Project Manager) 

explain the big bang approach that Glasgow Housing Association  took  

óGlasgow Housing Association ( GHA)  already 
operate d a number of management systems 
whic h collect and report upon the Local Housing 
Organisation  (LHO) properties, including details 
down to a local patch level (generally about 400 

properties).   

óThe biggest challenge we  faced was how to 
present over 30,000 PIs in readable format, 
combining data from over 300 patches, 63 local 
offices and seven Local Shared Service levels.  
After four months of development, in which we 
worked closely with Covalent using a detailed  

project  plan, we launched the system internally.  
Staff quickly learn ed how to operate the system 
and only needed two hours of training initially to 
get started in using the system and accessing 
their performance information.ô 

óWhen users were trained, our Covalent site had 
already largely been set up  and users could 

see information very specific to their areas 

of interest .  We had created a Snapshot  for each office and business area, all containing a 
number of indicators and contextual information. Within Scoreca rds , we had the data set 
up down to our lowest patch level (a number of patches makes up an office).  We had also 
set up Snapshots and Scorecards for our Shared Service (Area) level and city level.  

óWe didnôt set up reports on Covalent initially  because we wanted to keep the initial 

launch of the system as simple as possible, training users in accessing the system, 
navigating around it and viewing trends.  We wanted people to get used to the 
functionality and feel of the system ï drilling into in dicators and accessing data or graphs, 
for example ï and we used the sessions as a way to obtain feedback from managers and 
users on the type of reports they would want in the future.  The two hour training session 
included the background to introducing Co valent within GHA, followed by hands -on 
training.  This approach worked well and helped users feel comfortable with the software 

straight away, and enabled them to get users back to their offices and start accessing the 
information.  

GHA ran a number of dif ferent training sessions to bring users on gradually, but in a 
structured manner.  

óThe second phase of training was delivered for users who missed the first set, but also 
inviting previous trainees in to support them further if they had any issues or queri es.  
Again, this worked well.  We then arranged a third round to take users through the new 

reports, training our Shared Service (Area) staff so that they could cascade this to the 
office level and provide further support.  We introduced a new performance management 
framework that they would be charged with implementing and issued a guidance manual 
to all users.  
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óThe process of rolling out Covalent across the organization  was  extremely smooth. During 

internal training sessions, we were very careful abo ut how we presented Covalent to staff 
and started by introducing them to Snapshots, Scorecards and Report Central, all of which 
provide invaluable overviews of performance in a very user - friendly, digestible format.  We 
found that by using this approach tr ainees became comfortable with the system quickly.   

They found the software simple to use and were keen to explore Covalent further.  

óWe also set up appropriate ownership for each PI to ensure that each user only sees those 
items that they are responsible  for, making updates even easier t o manage for everyone 

involved.  

óOverall, this approach to implementation has been very successful for GHA.  I would 
suggest to other organization s considering this method of implementation to allow the 
system to grow ï donôt swamp managers initially with the full functionality of the system.  
Focus on using the software for just viewing data  during initial training. Snapshots  is the 
key tool for ac hieving this.  Build user confidence quickly. We found that by doing so, users 
were actually looking for more out of the system, so we rapidly moved into training on 

reports and inserting comments. Covalent has assisted us in establishing our new 
performan ce framework as it enables us to quickly and easily obtain invaluable comments 
on why performance is the way it is.ô 
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Model 2 ï Site Admins and Super Users (SASU) Only 

This model is similar to the Big Bang model, with the major difference being the depth t o 
which each department or service area embraces Covalent. With the Big Ban g approach , 
there are multiple users in each department using Covalent to update data and configure 
the system to suit their own personal and team needs. The SASU model instead adop ts a 
core group of users or product champions (just one or two from each department ), giving 

them responsibility for their own area of data and reporting.  They take on the role of both 
mentors and system evangelists.  

 

PROS  CONS  

Á Gets a good level of key up - to -date 

strategic and operational data into the 
system and provides a proof of benefit 
to other users.  

Á Gives later users an experienced and 
hopefully enthusiastic point of contact 
for help, advice and encouragement.  

Á May hinder a greater adoption of 

system use as a management tool if 
users defer responsibility to the 
óexpertsô. 

 

Tips for success  

¶ Choose these Site Administrators and Super U sers well if they are to be your key 

system and process advocates.  

¶ Try to get coverage of every department or service area with a super user.  

¶ Look to get you r SASU group working as a team that meets regularly, so they can 

learn from each other by sharing experiences.  

¶ Ensure that outputs are consistently used by senior management from the earliest 

opportunity to affect decision making.  

¶ Get super users to examine the different ways performance is being managed 

currently and help other users see how that could be translated to the new PM 
system.  

¶ Consider the reporting output you want to achieve for specific audiences  to help you 

plan out both how you implement the software and how you use it longer term for 
performance monitoring and improvement planning.  

¶ Train end users to enter data using the live software system which helps build user 
engagement and confidence.  
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Customer experiences with the SASU model 

 

     Lichfield District Council  

 

Steve McQuade (Performance, Policy and Procurement Manager) 

explains how Lichfield District Council  used the SASU model  

óWe set up super users in each team who were tasked with cultivating interest in Covalent, 

so that users realize d the full 
performance management potential 
of the software for the council.  This 

has worked extremely well, and we 
are now at the stage where users 
are challen ging us in finding 
innovative ways to achieve their 

goals using Covalent.  Our super  
users have also examined areas 
where staff were using Excel to 
record performance data and have 
carried out a re -education program  
to encourage the use of Covalent 

for tho se tasks instead, which has 
proved far more efficient.  

óWe also created a Snapshot  for each of our 25 service managers, showing relevant 
performance data.  We talked to Lichfieldôs directors and cabinet members about the data 
that is important for them to  monitor and then used filters so that each high - level user 

only views relevant information from service managers through their own bespoke 
snapshot . 

óMy advice to new customers would be to consider the reporting output you want to 
achieve for specific audiences.   Thinking about the software  this way should help you 
to plan out both how you implement the software and how you use it longer term for 

performance monitoring and 
improvement planning.  This was a 
great starting point for Lichfield DC 
and the w ork has recently been 

praised in reports from our 
auditors.ô 

  


















































