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1.1 wwana menumsdianiuss Best Practice
Best — practice organizations commonly use the latest time saving technologies,
always focus on the 80/20, are members of quality management and continuous

improvement professional bodies, and utilize benchmarking.

Key performance
. +—
indicators
Benchmarking
+——]
stomer/ li
Customer/supplier
relationship
. Best Practice
Quality systems —f——p
New ways, balanced
Scorecard,beyond budgeting
Occupational ¢
Health&Safety, EEO,env.
Competency based
training ¢
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1.2 BuInn People Practice
At the center of all organizations are people practices-these are integral to all the
elements of best practice. It is important that the KPI team understand them, as many KPIs and
PIs will influence them.
The placement of people practices at the center of all organizations is deliberate.
The ability of any organization to pursue the best-practice path to performance improvement is

determined by the effectiveness of its people practices

Organizational Technology

strategy /

People

Customer < >
focus

<+——» Quality

Practices

\

Measurement, Leadership

reporting, and

improving perfomance

= o o o a 4
AWM 2.2 naaennuduiusniolueenns el People Practice tugudnas

Examples of people practices that leading firms adopt include:

® Effective, integrated top-down and bottom-up communications

® Self-managing teams

® Focus on, and measurement of, employee satisfaction

@ Training and development processes that promote career paths (including
mentorship programs, empowerment programs, leadership training, running in-house
development centers, etc.)

® Excellent occupational health and safety practices

® Focus on internal (and external) customers

® Innovative staff recognition systems (including CEO success express, CEO bouquets)

@ Practical remuneration systems
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® Migration away from the classical staff performance review cycle, which is
cumbersome, expensive, and too late to be of any use
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Figure 1: EFOM Excellence Model frame work:
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Figure 2: The EFOM-Cycle
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The groundbreaking work of Kaplan and Norton brought to management’s attention
that performance needed to be measured in a more holistic way. They came up with four perspectives
that have been increased to six. Kaplan and Norton’s new work on strategic mapping alludes to the
importance of employee satisfaction and the environment/community perspectives. The latter is

important because it means the BSC now incorporates all triple bottom-line issues.

: CUSTOMER

ENVIRONMENT/

FINANCIAL.

Utilization of assets, B Increase customer | COMMUNITY
optimization of working a8 satisfaction, targeting Supporting local

businesses, linking with
N future employees,
community leadership

customers who

capital -
§ generate the most profit

INTERNAL | EMPLOYEE LEANING

Delivery in full on time, | SATISFACTION § AND GROWTH
optimizing technology, Positive compan E
i : _ y mpowerment,
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1.6 BuIAA Key Performance Indicators
Many companies are working with the wrong measures, many of which are
incorrectly termed key performance indicators (KPIs). Very few organizations really monitor

their true KPIs. The reason is that very few organizations, business leaders, writers, accountants,
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and consultants have explored what a KPI actually is. There are three types of performance

measures

1. Key result indicators (KRIs) tell you how you have done in a perspective.

2. Performance indicators (PIs) tell you what to do

3. KPIs tell you what to do to increase performance dramatically.

KRls

Peel the skin to find the Pls

Pls

Peel to the core to find the KPIs

KPls

Y

] ¥
MWD 2.9 AR IaMs YA

[

What are KRIs? KRIs are measures that have often been mistaken for KPIs, including :
® Customer satisfaction

® Net profit before tax

® Profitability of customers

® Employee satisfaction

® Return on capital employed
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KRIs typically cover a longer period of time than KPls; they are reviewed on
monthly/ quarterly cycles, not on a daily/ weekly basis as KPIs are. Separating KRIs from other
measures has a profound impact on reporting, resulting in a separation of performance measures
into those impacting governance and those impacting management. That is, an organization
should have a governance report (ideally in a dashboard format), consisting of up to ten measures
providing high-level KRIs for the board and a balanced scorecard (BSC) comprising up to 20
measures (a mix of KPIs and Pls) for management.

In between KRIs and the true KPIs are numerous performance indicators. These
complement the KPIs and are shown with them on the scorecard for the organization and the
scorecard for each division, department, and team.Performance indicators that lie beneath KRIs
could include:

® Profitability of the top 10% of customers

® Net profit on key product lines

® Percentage increase in sales with top 10% of customers

® Number of employees participating in the suggestion scheme

KPIs represent a set of measures focusing on those aspects of organizational
performance that are the most critical for the current and future success of the organization.

The remaining performance measures should be reported monthly and include a team
and business unit BSC.

i3 sannudndalua 3 earddsznoudaodu Ao Key result indicators (KRIs),
Performance indicators (PIs) iz KPIs 193 ossilsznouiisziiudavenunesnns 1uqi
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1.7 umﬁﬂms(%ﬂui (Principle of Learning)

The five most important principles are described below.

1.7.1 Motivation : Perhaps the best starting point is to state that the trainees
should want to learn. This is not to say that participation in a training program without
motivation would result in no learning. Up to a certain point, however, wanting and trying to

learn (paying attention, and so on) will increase the amount learned. Certain types of programs
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may be interesting and motivating by themselves, or external rewards can be provided. One
principle used to make training intrinsically interesting is to assure the active participation of the
trainee. Rather than read a case study, a trainer could have the trainees play the roles of the
characters mentioned in the case. Some authors even suggest that the trainee participate in the
planning and formulation of the training program itself.

For external motivation, a variety of financial or social rewards could be used.
Some researchers argue that the competitive nature of training can serve as a good motivator
for managers. In any case, the desire to do well is an important determinant of how much one
recetves out of a training program.

17.2  Reinforcement and Feedback : One of the most powerful principles of
learning says that when one receives positive rewards or feelings for doing something, then it
becomes more likely that one will do the same thing in the same or similar situations. On the
other side there is the fact that punishment for a particular response will decrease the probability
of its occurrence in similar settings. The trainer should attempt to increase the frequency of
desirable behavior through the correct use of various rewards (praise, money, status, and so on).
The major problem, however, is to determine what will serve as reinforcers. Different people
want different things, and the use of rewards which an individual does not desire will not affect
learning in the manner anticipated.

Coupled with the idea of reinforcement is the very similar idea of giving individuals
feedback or knowledge of when they are correct or incorrect. Providing this information in an explicit
manner lets the trainees correct their mistakes and often makes the task more rewarding or stimulating,
Research studies have frequently cited situations where individuals show greater performance on a
variety of tasks when they have feedback than when it is absent.

1.7.3 Practice and Repetition : The greater the opportunity to repeat or practice
something we learn, the better it is learned. With practice, individuals may become more familiar
and at ease with what they are supposed to do. Also, By the judicious use of various ways to teach
similar things, the trainer may illustrate the generality of the information to be learned. For certain
managerial training courses, there could be multiple chances to play roles or practice behavioral

skills. For other types of supervisory training involving motor skills, the trainee should be
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allowed to repeat the correct responses over and over. These behaviors become overlearned,
which results in a minimum of forgetting at a later date.

1.7.4 Meaningfulness of Material : There are at least three ways that the
organization and presentation of the material is important. The material should be meaningful in
the sense that it is understandable and interpretable by those participating in the training. There
are certain techniques available to trainers, such as putting together meaningful units, creating
association with familiar terms, and providing a logical reason for the material.

A related topic is the amount of information presented at one time to the trainee.
The question here is whether to split the information into smaller parts or present it as a whole.
Surveys of literature suggest that the trainer should use as large a unit of information as can be
handled and meaningfully presented. Too much information or too broad a scope may confuse the
trainee. The major problem with this principle involves the determination of the “correct” unit.

Finally, it has been argued that training should space out the learning periods
rather than present them all together. When all the information is presented together, it seems to
couple the problems of not breaking the information down into smaller units and probably
presents limitations on practice time. By spacing out the sessions, the material is easier to
assimilate and practice. One study of managerial training procedures indicated that managers who
received their training over a 2-week period made fewer mistakes than those who received their
training in 3 successive days.

1.7.5 Transfer of Training : Clearly, the purpose of training employees is to
prepare them for some position in the organization. One important aspect of any training program,
therefore, is the degree to which the material to be learned can be transferred to the job. The goal
is to make the training experience maximally similar to the job experience. There are at least two
possible strategies for obtaining transferability. The first is to make the training situation similar
to the actual job in terms of the physical characteristics of the situation. Simulations that attempt
to physically represent the situation in which one will work would display this similarity as well
as most on-the-job programs. However, most management and leadership training takes place off
the job and requires a somewhat different approach.

Understanding Training Needs To produce the desired changes, one must be

familiar with the needs of the organization, the kinds of changes possible, and the ways in which
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one brings about these changes. Before an organization chooses a training program for any of its
employees, there are some preliminary questions which should be asked. A thorough analysis of
the organization, the jobs involved, and the employees affected should be conducted in order to
discover what is needed and what can be afforded.

Organizational Goals: A general consideration of both the long- and short-term goals
of the organization is important for developing a broad perspective of one’s training philosophy. How
does the organization feel it will grow? How will both the social and physical environment be related to
this growth? In general, what sort of “climate” and “image” is being sought?

If the organization wishes to hire minority-group members living in the
neighborhood, this may affect the selection of a training program. Or perhaps management wants
to emphasize the relationship between the organization and the physical environment. What sorts
of waste products are there? How does the firm handle these issues? Since organizations are
constantly being forced to plan their production or services years in advance, the same emphasis
should be placed on their goals and training philosophy. Otherwise, they will fail to correspond to
one another, and the training will be of limited value.

Job Analysis: In the consideration of training procedures, management must
also keep in mind the jobs for which people are being trained. An analysis of these jobs requires
knowledge of the kinds of skills, attitudes, behaviors, and personality characteristics that are
most effective for those positions. These data would spell out rather clearly the tasks that
constitute the job.

It should be pointed out that in some cases this may be a very difficult task
because of the flexible mature of some managerial positions. But it is just this difficulty that
makes it crucial. We know that different kinds of situations require different types of people with
different attitudes, behaviors, and skills. There are three possible consequences of training”
greater effectiveness, no change, and less effectiveness. Since two of these are costly, it pays for
the organization to know what is needed.

Work-Force Analysis: The final assessment of the functioning of the
organization involves the employees currently filling the positions of interest. Some attempt
should be made to find out if performance is substandard to begin with. Second, it may be true

that the problems with performance are due to nontrainable factors. More specifically,
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technological or mechanical changes may be needed—not changes in the employees. It would
also be important to determine if the employees currently in the positions are capable of
improvement through training or whether new personnel are needed. In short, a thorough look at
the goals, jobs, and job occupants is needed before one decides what and how to train.

A relatively new concept that is helpful for the workforce analysis is called
trainability testing. The purpose of such testing is to determine who needs training and how much
training will be necessary. The tests involve a standardized period of instruction in which the
potential trainee (employee) is shown the task. Following the demonstration, the trainee performs
the task unaided. During this second period the trainer records any errors on a standardized
checklist and makes an overall rating of the trainee’s performance. Such tests are available and
have been used in England for jobs such as carpentry, welding, sewing machine operating,
dentistry, electrical work, and many others.

Costs of Training: One final consideration is the cost of the training. Whatever
training takes place will cost money, and many of these costs are partly hidden.The following are
the major areas of expense:

1. Time: Are employees trained on the job? For how long?

2. Preparation: If the training is done by an insider, how much time dose he or she need
to prepare? If outsiders do the training, they are paid in one way or another for preparation.

3. Transportation: Do people need to be transported to a central location? How is
this done and at what cost?

4. Facilities: Room rentals, food, and lodging may be part of the training cost.

What needs to be done is a thorough analysis of who needs training, how that fits
into the overall human resources plan, and what the cost of such training will be. In some cases
selection will be all that is needed (e.g., large labor market, frequent turnover), and in other cases
the training may be directed only to specific company-related skills so that other companies don’t
hire them away. Money should also be set aside for evaluation of the training. In short, training is
an investment in human resources, and it should be treated to some extent like all investments:
What are the benefits? What are the costs? How will we know whether to do it again? This type
of analysis should increase the effectiveness of the money spént on employee training and

development.
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