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Greetings!

This quarterly column’s 4th issue continues to address the use of the Performance
Model and the Enabler Matrices in driving the requirements for the products and
processes of the Human Asset Management Systems (HAMS):

This column addresses the 5th, 6th, and 7th HAMS of the EPPI model – one of
many models/method-sets in the collection I have labeled: Enterprise Process
Performance Improvement. The prior three columns have overviewed EPPI, HAMS,
and the first 4 of the HAMS. This column also examines the establishment of
process and output measures to assure alignment with the process’ key
stakeholders.

In quick overview…

The Performance Appraisal and Management Systems provide the
strategies, plans, and mechanisms for appraising the job task
performance and for managing all issues (problems/opportunities) as
appropriate, and consistent with all laws, regulations, codes, any labor
contracts, as applicable, and all enterprise policies and procedures.

The Compensation and Benefits Systems provide the strategies, plans,
and mechanisms to ensure that the total pay and benefits attract and
retain competent staff, appropriate for the various labor markets for the
various locations of enterprise operations, and are consistent with laws,
regulations, codes, any labor contracts, as applicable, and all enterprise
policies and procedures.

The Reward and Recognition Systems provide the strategies, plans,
and mechanisms for providing non-monetary and small-monetary rewards
and recognition to appeal to the ego needs of staff, and are consistent
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Figure 1. The Human Asset Management System (HAMS)
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with laws, regulations, codes, any labor contracts, as applicable, and
all enterprise policies and procedures.

Again, the questions that I am trying to help you with in this series of columns –
regardless of any “your models versus mine” issues that arise from me publishing
mine here for illustrative purposes – are

Do the models/methods you are using in your improvement efforts help
you see more clearly the specific change requirements for these HAM-
types of systems in your enterprise?

Do your models/methods wire all of the HAMS and EAMS of your
enterprise and feed your ERP system in a consistent, manageable
manner?

How might your HAM-type systems be adapted to really address specific
process performance and the required enablers rather than rely on
generic competencies as their focus?

Your enterprise may configure and name the HAMS in Figure 1 differently, or
they may not formally exist at all in your enterprise.

Note: This column series and a prior article that overviews “Performance
Modeling and Human Asset Enabler Analysis” are all available on the
BPTrends site at www.bptrends.com under the Publications header and
then the Columns header under Guy Wallace

The Performance Model and the Enabler Matrices

We are addressing two key data sets in this column: the Performance Model
and the Enabling Matrices.

The first gives us a realistic view, a specific/non-generic view, of performance
competencies. The second gives a performance-based view of the enabling
competencies, attributes, and values necessary for peak performance.

The Performance Model captures the human performance competency
requirements for a targeted job and/or the processes of an enterprise as agreed
to by an empowered group of facilitated Master Performers. See Figure 2 for an
example page. The Performance Model charts capture both the ideal performance
in the current state and the current state gaps in terms of the following data
sets:

Area of Performance
Key Outputs produced and their key Measures
Key Tasks per Output
Roles/Responsibilities
Gap Analysis of the non-ideal performers/performance environment of
the current state
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Then the Enabler Matrices capture the derived enabling human and environmental
requirements. See Figure 3 for an example page. Those enabling human asset
requirements and all of the environmental asset requirements are needed to
support ideal, peak performance – peak performance that has already been
achieved/demonstrated by a subset of the performer population…the Master
Performers. The use of Master Performers in the analysis process of defining
the critical enablers cannot be minimized.

Thus, mastery performance as captured by the Performance Modeling process
is not theoretical; it could be used to paint a picture of the a future state – but
most often it is used to capture the best-in-class current-state of mastery
performance.

There is often widespread diversity in the performance levels achieved across a
target audience. If the goal is to bring everyone up to the best-in-class performance
levels already demonstrated by a few, then this is a great approach.

The really cool thing is that the PM often captures what is possible for the many
because it has been done by the few. And the real cool thing about the process
of Performance Modeling is that the Master Performers are provided a space
and process for their collaboration on a consensus model of best-practices in
their output/task performance AND their lists of human asset enablers and their
beliefs regarding each item’s criticality in relationship to performance mastery.

Figure 2.  Performance Model Chart page example for one Area of Performance (AoP)
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What really enabled mastery in each of their situations? What “balance” of human
and non-human enablers or “varied balances” of enablers made it possible – in
their collective view?

Again, the EPPI method for deriving the enablers with a group of Master Performers
and other Subject Matter Experts cannot be minimized. This Analysis Team is
facilitated through the EPPI analysis processes in 2-5 day meetings, and uses
the following enabler categories:

Knowledge/Skill Competencies
Physical Attributes
Psychological Attributes
Intellectual Attributes
Personal Values

Note: there are many subcategories for each. My sub-set of categories under
Knowledge/Skills lists 17 distinct types of K/S. Their use in this data
configuration reduces downstream Design efforts in my instructional design
methods (PACT – overviewed in the first in this series of columns). The goals
of those design methods include improved performance impact, increased
re-use of content, and increased ROI for the effort.

Figure 3. Example page of an Enabler Matrices for one Enabler Category
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The Enabler Matrices capture the enabling human competencies that the
empowered group of Master Performers and SMEs agree are required by
performers to enable overall process performance at a mastery level.

Other data is also captured for each enabler item that is captured in the structured
brainstorming process employed, as placed on one of the Enabler Matrices. For
example, unique to the K/S enabler items, the Analysis Team’s desired “depth
of coverage” of any training and development “item” (awareness/knowledge/skill
levels) is captured. That data set, for example, is not used for the Physical
Attributes category of enablers.

It’s All About the “O” in Enterprise Process Performance Improvement

You could say it’s all about the “O,” as in process Output…and downstream
Outcomes – the achievement of stakeholder requirements. Or you could say it’s
all about the metrics – the measures and standards of process performance,
both the process and the output of that process. Or it could be all about the
stakeholders and their requirements.

EPPI looks to designated stakeholder representatives for providing the measures
and standards of “mastery process performance” for either in-process measures
and/or output measures.  Pulling together a group of the right Master Performers
and other Subject-Matter-Experts (SMEs) into the analysis process requires
determining who is required to represent most accurately both the performance
itself AND the requirements of the various stakeholders.

Once the right group of Master Performers and other SMEs are formed they can
be facilitated to chunk the process into Areas of Performance (AoPs) and
subsequently identify the outputs and their key measures. AoPs are similar, or
the same, as the “chunks” of a process – those AoP house process “outputs”
and linked data regarding the real-world key measures of both process and
output that truly reflect the critical requirements of the key stakeholders. The
Master Performers and other SMEs bring real-world views into the approach.

The EPPI model of stakeholders in their typical hierarchy for articulating
requirements and “balancing any conflicts” is portrayed in Figure 4.

The general definition of each “stakeholder” group follows. Note: You may need
to adapt this model versus adopt it. Most likely, you will need to organize a list
of the specific stakeholders for each of the following groups for the processes
you are attempting to improve.

Government
The government represents the most formal and powerful stakeholder.
This stakeholder embodies the laws and regulations that guard the
interests of the public and business. The laws provide the guidelines for
conducting business. In addition, there are a wide variety of regulatory
agencies at the federal, state, and local levels aimed at controlling the
business practices in particular industries.
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As a stakeholder, their requirements and interests supersede all others.
It does not matter that the customer or others in the supply chain may
require a bribe to do business, or that that they want an unfair price, or
that they require you to act unethically and illegally and dump toxic
wastes.

A government’s requirements will take precedence, under the penalty of
law for noncompliance. The customer is not the king. The law is.

Shareholders
Shareholders are the owners of the business. Their shares represent
capital invested in the organization with an expectation for an equitable
return. Their goals are typically financial, long-term growth in equity or
short-term income through dividends, but can be related to other things
such as greater societal enhancement, environmental protection, etc.

Executive Management
The executive management stakeholders are those responsible for the
operations and results of the entity. They may be the “partners” who
contributed and own all the capital of the entity and run the business.
They could also consist of an elected board of directors, responsible to
all the owners, and the executive management team in charge of
overseeing daily business operations.

Figure 4: The EPPI Stakeholder Hierarchy Model

Stakeholder Hierarchy

Government

Shareholders/Owners

Board of Directors

Executives

Management

Customers

Employees

Suppliers

Community

Note: in the EPPI model the
customer isn’t the king. The
customer must be served, but not
at the cost of ignoring “higher-level”
stakeholders. And the government
wins all ties. In fact, it usually wins
in any conflict. The trouble occurs
when the government’s sub-units’
requirements conflict.
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As a matter of law, executive managers of a publicly held corporation
have a fiduciary responsibility to the shareholders for all operating
decisions made. Their decisions could be determined to be unlawful/
fraudulent, and they may be liable for their actions within the context of
the law. They must always balance the (conflicting) interests of various
stakeholder groups when determining the course of action for the
organization.

Customers
Customers are typically a non-homogenous group. Segmentation
schemes allow us to analyze them as distinct groups for the purposes
of gaining insights into their situations, problems, and needs.

Standards Bodies/Professional Associations
A standards body stakeholder may generate requirements for the output
of your business such as packaging/labeling, purity, “recycle-ability,”
percent of parts manufactured domestically, etc. In addition, they may
address the processes within your company, such as the implementation
of your quality management system, hiring and recruitment processes,
and so on.

They may have influence in changing laws and regulations, or they may
be more of an informal education-oriented body. As always, it depends.

Employees
This stakeholder group includes all ranks of employees below the
executive management level – upper middle management, middle
management, supervisors, and the individual contributors. At the heart
of all employee requirements are a safe workplace and financial security,
but other needs exist among the groups.

But beware – their needs are difficult to generalize!

Suppliers
Suppliers, whether internal or external, are also a key stakeholder group.
As a business entity, they need to achieve a profit margin that will allow
them to remain in business. If we want to promote a long-term
arrangement with particular suppliers, we need to be aware of the impacts
of our decisions on their business.

Our objective, typically, should not be to drive their prices for their
materials/components so far down that they then become unprofitable.
It should be to help them drive their costs down first and then insist on
lower prices.

Community
The community stakeholders, although a less formal group, remain
important through the influence they can have on our businesses. The
community can choose to support your business, or, if they do not agree
with the ways in which your operations are run, bring it to the attention of
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the greater public. Their interests primarily lie in community and
environmental safety, jobs for the members of the local community, and
cooperation with community interests. Community members can create
a nuisance, or they can be a base of support, depending upon the effort
put into establishing that relationship.

If these groupings, with some adaptation, can help you determine who can
represent YOUR stakeholders, they can then be used to systematically define
ALL of the requirements for your products AND processes so that you might
better resolve any compliance requirement issues that these conflicts might
have created.

How do those Master Performers do it?

Balancing Stakeholder Requirements

Given the typical complexity of the possible stakeholders and their requirements
for both your product and process, there are three major challenges:

1. Identifying specifically who the primary stakeholders are for any given
product/process situation.

2. Understanding their specific requirements and the priorities that ought
to be placed on those requirements.

3. The most difficult – balancing any requirements that are in conflict.

Besides there being a large potential number of requirements in any complex
business, many of those requirements may be in conflict with each other.
Balancing the requirements means making the tough tradeoffs on whose needs
will be met, and whose will not be met – at least in today’s view of the ever-
changing world. As always it depends…and, as always, it is subject to change.

To resolve any stakeholder requirement conflict, you may need to decide first if
there is an alternative that will somehow meet both requirements. More likely, a
decision will be made on which requirement takes precedence. Figure 4 portrayed
a typical “king-of-the-hill” power hierarchy of stakeholders. Most, but not all,
balancing of conflicting requirements will be determined by using something
akin to this model of “who wins over whom if there are conflicts?”

This is where the use of an Analysis Team of Master Performers and Subject
Matter Experts is critical. By their very definition, Master Performers must be
meeting all (or most) of the requirements. How do they do that? Do they know
exactly what they are achieving and avoiding…and, most importantly why? This
may be another reason for Subject Matter Expert participation.

Where the assembled Master Performers and other SMEs on your Analysis
Team cannot come to consensus agreement about the measures/standards of
the products AND for the process tasks, the EPPI method would escalate the
issue to the Project Steering Team at their next meeting in the project, or a
Process governing body of some sort.
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Impacting the HAMS with the Performance Model and Enabler Matrices

If both our resulting Performance Model and Enabler Matrices are well informed
by the right group of Master Performers and other SMEs, the information and
insights provided by of those two data sets will successfully drive the assessment,
alignment, and improvement of all of the HAMS, including those of focus in this
column:

Performance Appraisal system
Performance Management system
Compensation system
Benefit system
Reward system
Recognition system

The following addresses how.

Performance Appraisal System

The Performance Appraisal System provides the strategies, plans, and
mechanisms for appraising the job task performance and managing all issues –
problems/opportunities – as appropriate and consistent with all laws, regulations,
codes, all union agreements and contracts, and all enterprise policies and
procedures.

This system takes the process requirements captured on the Performance Model
to “perform tasks to produce outputs.”  It assesses demonstrated capability and
provides measurement data and feedback to the individual performer, teams,
and to their management.

Where performance is falling short of the requirements, the enablers of the HAMS
and EAMS are assessed to determine root causes and potential solution-sets.

Our Performance Improvement Consultant job at the Western States
Forest Services is appraised in their ability to analyze enterprise jobs
and processes in the Firefighting and Watchtower Services Division as
articulated by the Performance Model. This is facilitated by a computer
tool and involves feedback from multiple sources; the number and
relationship to the appraised individual are unique to each job and/or
assignment.

Initial appraisal is straightforward and simple: Do they do THAT job
well?  Do they produce those process outputs (alone or in a team) to
meet those measures/standards by performing their assigned roles/
responsibilities? It’s all on the Performance Model.

If they are not performing to standard, the enablers are looked at in a
secondary appraisal – both the human asset enablers of the individual
AND at the environmental enablers at their disposal – for possible root
causes to the symptoms seen in the poor performance.
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This is all input to the immediate supervisor of each employee at WSFS.

Once the roots of the issue are determined then various strategies can
be employed using the other HAMS and EAMS as needed. For example,
the EAMS of information and the HAMS dealing with training,
compensation, and rewards might all be brought to bear to address an
issue/opportunity. Or there may be a totally different set of HAMS and
EAMS that need to be involved in addressing the situation.

The appraisal data captured on the computer tool also feeds other routine
enterprise processes such as the HAMS’ Succession Planning,
Performance Management, Compensation, Rewards, and Recognition
systems.

Performance Management System

The Performance Management System provides the mechanisms for planning
efforts to address all issues (problems/opportunities) related to the failure of an
individual to meet expected job task performance, consistent with all relevant
laws, regulations and codes, and all enterprise policies and procedures – and to
address the development needs related to the growth needs forecasted by the
Staffing and Succession Planning systems.

This system addresses performers falling short of the requirements, and develops
“action plans” for systematically resolving the issue. Typical plans for performance
management might include “development planning” (back to the T&D System),
rewards/recognition, or even, as a last resort, “progressive discipline” and possible
“termination.”

The Western States Forest Services Performance Management system
is fed by data from the appraisal system for everyone,  and data from
the succession planning system for the higher-level employees in both
management and the workforce.

This on-line system is used to document “performance contracts”
between every individual and the enterprise to resolve any performance
issues that might exist AND to systematically monitor and manage the
pipeline of talent development at the individual level for critical needs.

At the Western States Forest Services enterprise, Performance
Management is used first to protect and then to improve the enterprise
for the sake of the business and its stakeholders.

Compensation System

The Compensation System provides the strategies, plans, and mechanisms to
ensure that the total compensation package, including both pay and benefits,
attracts and retains competent staff, appropriate for the various labor markets for
the various locations of enterprise operations, and is consistent with laws,
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regulations and codes, any labor contracts (if applicable), and all enterprise
policies or  procedures.

This system takes the process performance requirements to “perform tasks to
produce outputs” and “performance appraisal results data,” and adjusts
compensation, in tune with local, or regional market conditions and other
compliance drivers.

Our Performance Improvement Consultants at the Western States Forest
Services are paid based on the local market labor rates for jobs that
require the same or equivalent enabling knowledge, skills, attributes,
and values…AND their actual performance as appraised.

The pay rates of the critically rated jobs at WSFS were determined by
comparing the critically rated human enablers across all of the critically
rated jobs at WSFS and for similar jobs at several key local competitors
hiring from those same labor pools.

Not all jobs at WSFS are addressed with this level of effort. Most of the
other jobs at WSFS were “pay rated” after the more critical jobs were
done to ensure that their compensation was in proper alignment with
those jobs that were deemed more critical. Of course, availability in
those labor markets of people with those enabling knowledge, skills,
attributes, and values is always a key factor in adjusting the pay scales
within the system.

Pay for performance, or knowledge, or skills, is fairly easy to structure, build,
and maintain, when you understand clearly the process performance requirements
and the human enablers. And it is ultimately more equitable.

Benefits System

The Benefits System provides the strategies, plans, and mechanisms to ensure
that the benefits package attracts and retains competent staff, appropriate for
the various labor markets for the various locations of enterprise operations, and
is also consistent with laws, regulations and codes, any labor contracts (if
applicable), and all enterprise policies and procedures.

This system takes the process requirements to “perform tasks to produce
outputs,” as well as the “performance measurements results data,” and structures
the packaging of benefits, in tune with local or regional market conditions and
other drivers.

The benefits package offered to the Performance Improvement
Consultants at the Western States Forest Services is tuned to the local
marketplace. While the Performance Improvement Consultant job is a
more sophisticated job than, say, a Word Processing Specialist or a
junior Firefighter,  it is of a sophistication equivalent to that of the
Information Technology group’s Business Analyst jobs or to that of a
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Master Firefighter in the line organization in terms of the required enabling
knowledge, skills, attributes, and values.

But if WSFS determines that the availability of Business Analysts or
Master Firefighters in the local labor markets greatly exceeds those for
Performance Improvement Consultants, the benefits (and/or
compensation) may be raised to better attract and retain those limited
resources.

Reward System

The Reward System provides the strategies, plans, and mechanisms for providing
non-monetary and small-monetary rewards to appeal to the ego needs of
management and staff.

Of course, they must always be consistent with all laws/regulations/codes, and
avoid any entanglements with restrictions from any and all labor contracts, and
meet all enterprise policies and procedures. But the rewards are targeted at
encouraging continued or improved human performance in key business
processes, as captured in the Performance Model for those processes.

The Western States Forest Services ties most of its awarding of
non-monetary and small-monetary rewards to achievement of its
annual, quarterly, and monthly goals, as deployed via its MBO/Policy
Deployment system and tracked via its Management Scorecard
systems. Some of the goals relate to general business operations,
and a few are related to key, strategic initiatives. Some are team-
based, while others are individual-based.

Some rewards are paid out monthly, some quarterly and some
annually – all aligned to the important business metrics.

While most rewards are determined “by the numbers,” a fair
percentage of the total rewards pie is always left to the discretional
use of first line supervisors and their teams for WSFS reward
programs (such as the “instant-on-the-spot rewards”) for any
employee outside their own management sphere/department.

This is intended to encourage cross-department recognition and
partnership/relationship strengthening. Other programs are put into
place to address other specific needs for defined time durations.

Rewarding an individual or a team for a job well done requires knowing exactly
what that performance looks like. The Performance Model is where that is
captured.

Recognition System

The Recognition System provides the strategies, plans, and mechanisms for
providing individuals and teams with local and/or widespread company recognition.
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The recognition must be consistent with laws/regulations/codes, any labor
contracts, and all enterprise policies and procedures.

This system takes the process requirements to “perform tasks to produce
outputs,” as well as the “performance appraisal results data,” and provides
appropriate public recognition where deserved.

Some of our Performance Improvement Consultants at the Western
States Forest Services Company, and in their project teams, have been
the focus of many internal WSFS newspaper and web site articles and
profiles.

They and their teams have been recognized for schedule adherence,
budget adherence, and project ROI for both large and small-scale
improvement initiatives.

Company bulletin boards are filled with many one-pager recognition
notices at public places in WSFS, such as all building foyers, elevator
banks, and cafeterias. Each department also maintains a brag board
where they post the recognition notices of their own department and
those of their key internal suppliers and customers.

Another prized recognition vehicle is the newsy, glossy, quarterly WSFS
Family Bulletin sent to each employee’s home. Over 50% of its content
is reserved for employee and team recognition.

Column Summary and Close

This fourth column and its preceding columns have taken us through my EPPI
models for Performance Models and Enabler Matrices and their use in assessing,
aligning, and improving the seven Human Asset Management Systems…the
HAMS.

Whether you buy into the specifics of the EPPI models and methods, the key
questions that I am trying to help you explore are

Do the improvement models and methods you are using in your enterprise
improvement efforts help you see more clearly the change requirements
for these HAMS-types of systems? Are they systems-oriented and
holistic? Are they process-performance driven?

Do they wire all of the HAMS and EAMS of your enterprise and feed
your ERP data system in a consistent, manageable manner? Are they
generating data that is actually used in process design, improvement,
and management? Are the data worthy of keeping evergreen?

How might your current human asset/human capital improvement
practices be adapted to really address specific enterprise process
performance requirements of the key stakeholders, and the required
human and environmental enablers?
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Hopefully, you have found value in this view of a performance-oriented approach
to human performance and to human enabler competence, and find it a better
method to rely on than using a generic competency model as the for your version
of HAMS.

The goal of your HAMS includes providing the systems and processes that help
better organize jobs, consistent with the needs of the processes AND the likely
capabilities of humans in the labor pools, thus providing the enterprise’s
processes with the right number of humans with the right stuff at the right time at
the lowest cost.

In the next 4 quarterly columns of 2006, we will cover the use of the Performance
Model and Enabler Matrices in aligning the EAMS – the Environmental Asset
Management Systems.

Until the next quarter next spring…cheers!

-----
Guy W. Wallace, CPT, is the president of EPPIC Inc. He has been an
external performance improvement consultant since 1982 and has served over
40 of the Fortune 500 since then. His professional bio was listed in Who’s
Who in America in 2001. He was the president of the International Society for
Performance Improvement in 2003-2004. Guy may be reached via his web site
at www.eppic.biz.

Figure 5: The EPPI Environmental Assets Management Systems Model
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