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LETTER FROM THE PRESIDENT

Dear Clients and Friends:

Many of us measure our worth by the size of our budgets or the amount
of revenue we generate. The biggest challenge is to prove our worth to
the organization we serve by getting them measurable results. In other
words, prove to our client that our efforts produced a good ROI.

We have recently had two opportunities to work on non-training proj-
ects targeted to produce measurable results for our clients. The first
anfcleCliscusses a project we complered for a fastener-manufacturer
outside of Chicago. The second article summarizes a project we con-
tinue to work on with one of Canada's largest stockbrokers.

The two projects differ significantly, but there are several important similarities:
• The client was very high up in the organization (either the President or Senior VP, Operations)
• The organization did not have a preconceived solution (e.g., training) in mind

r>. • Principles of performance technology were used to diagnose causes of problems and produce measurable
improvements in performance

• Goals and graphically presented feedback produced immediate and large improvements.

I hope you find the articles interesting. It is very gratifying to us as consultants when we can show our clients a
substantial ROI from our consulting services. ~ _

~----'lHFi\,vlPRe-VtNG-M-ANtw-A~'FUR~-IMPR-6V-IN(; QtJAtff---Y-fN-A-B-RHKERAHE-F-IRM
ING PRODUCTIVITY

Achieving measurable improve-
ments in quality and productivity is
fairly simple in an organization
where performance is currently at
low levels. It is much more difficult
to produce measurable improve-
ments when a company is already
doing well. As in most endeavors,
the better you are, the harder it is to

r>. improve.

(Continued on next page)

A stock brokerage consists of two types of people:
- Those who buy and sell (brokers, traders, etc.)
- Those who process the transactions of the buyers and sellers.
The people that process all the transactions that occur on a daily basis
make up the Operations Department. The work of this department is just
as crucial to the business as are the brokers.

One of Canada's largest stockbrokers recently called us in to investigate
problems they were having in their Operations Department. Too many
costly errors were being made. The company had a reputation for having
the best run operations department, but that reputation was slipping.

(Continued on next page)



IMPROVING MANUFACTUR-
ING PRODUCTIVITY

(Continued from page 1)
This is the challenge we faced
recently when working with a small
company that manufactures fasteners
for the automobile, appliance and
electronics industries.

The president was seeking to im-
prove the productivity of his plant to
meet increasing sales and delivery
schedules. A variety of technology-
based changes had been tried, but
none made an appreciable difference
in productivity levels. New ma-
chines, new transport (conveyor)
systems and process control equip-
ment were among the items pur-
chased that had had little impact on
productivity. Several non-techno-
logical interventions were also
introduced, such as an employee of
the month program, but these pro-
duced few results either. Production
remained an average of 67 million
units a month.

Upon investigating the situation we
found that the company was already
more productive than most of their
competitors and that no one was sure
of the potential for improved produc-
tivity. However, the president and
plant manager believed that improve-
ments were possible.

LONG AND SHORT TERM
RECOMMENDA nONS

After completing a very brief analy-
sis (one week), we formulated a
variety of recommendations for the
company president. As in the project
described in the brokerage article, we
made recommendations for changes
that were inexpensive and could be
implememea immedillrely, ll~Wellll~
long-term changes that would require
6-12 months to implement.

THE IMPORTANCE OF STAN-
DARDS!GOALS

In our investigation, we found that
one of the most important factors
lacking in the plant were standards or

(Continued on next page)

IMPROVING QUALITY IN A BROKERAGE FIRM
(Continued from page 1)

o
MULTIPLE CAUSES

Our analysis revealed the usual situation. There were multiple factors
causing the errors in the Operations Department:

• Improper training
• People did not know what was expected of them
• Lack of proper tools
• Imbalance of consequences.

To repair all of those areas would have taken many months and the
client needed to see some improvements quicker than that.

PERFORMANCE MANAGEMENT TRAINING AND COACHING

The strategy we used to produce short-term results was to train all
supervisors and managers in the Operations Department on performance
management. In weekly 3-4 hour sessions they learned how to pinpoint
and measure performance as well as how to use feedback and positive
reinforcement to improve employee's performance. Each participant
had to complete at least one performance improvement project in his! ~
her area. Each one met with the consultant individually for an hour a
week for twelve weeks. They began by collecting baseline data on the
indices they wanted to improve.

POSITIVE RESULTS IN SEVEN WEEKS

Within six to seven weeks, most of the participants began to see mea-
surable improvements over baseline levels. Initially, all that they did
was set a goal for employees and give them feedback via graphs. On
one of the projects, performance stayed for over tliree m-onths consis=----
tently at 98-100% simply by using goals, daily feedback and social rein-
forcement.

On most of the other projects, performance began to slip after the goals
nndfMdM~k W~M in ~ffMtf~rnm~nthOf QO. TO comMt th1g, W~r~1gM
the goal and offered individual incentives to employees who met their
goals. For example, in one department if an employee resolved three or
more unclaimed dividends in a week, he got to leave an hour early on
Friday.

To maintain continued improvements supervisors were allowed to
purchase periodic reinforcers for their people. Hockey tickets, theatre

(Continued on next page)



IMPROVING QUALITY IN A BROKERAGE FIRM
1\ (Continued from page 2)

tickets, dinners, books, etc. were used on a random basis to reward
individuals for exemplary performance. Upper management was also

. taught performance management concepts to ensure that they supported
their subordinates in the use of these techniques.

LONG- TERM STRATEGIES

While the Performance Management training and coaching was going
on, we began working on some of the longer-term interventions needed
to sustain performance. Some of these included:

• Performance measure_ment and feedback sys_t_em _
• Goal setting and performance appraisal system
• Structured on-the-job training for Operation Clerks
• Documentation of procedures and workflow for use as job aids.

These systems will work to maintain the initial improvements that
resulted from the goal setting, feedback and informal positive reinforce-
ment.

r>. The graph below shows the results that were achieved in one area of
operations where the goal was to reduce the number of outstanding
transactions (deliveries) that were over 30 days old.

For more information on this project contact Mark Brown.

IMPROVING MANUFACTUR-
ING PRODUCTIVITY

(Continuedfrompare 2)
goals for performance. In particu ar,
standards were lacking for:
• Production units
• Machine set-up time.

No one knew the capacity of the
plant, so production goals were not
set. Similarly, no one knew how
much time it should take to set up a
machine for a job. This was further
complicated by the fact that every-
one had his/her own way of doing
machine set-ups.

Supervisors and individual employ-
--ees receivea:-feedtra-C"kolniret-....r---

performance, but since there were no
goals or standards to which perfor-
mance could be compared, the feed-
back was of little use.

Feedback must be presented in
relation to a standard or goal before
it can impact performance.

IMPRESSIVE RESULTS IN
THREE MONTHS

The company president began setting
standards for each shift, and contin-
ued with the feedback, but presented

proving performance. In fact, a 27%
increase in productivity occurred
within the first three months after
goals and graphic feedback were
implemented. The grap.ns-also - ---
created some friendly competition
between the shifts which contributed
to the increases in productivity. The
27% increase in productivity pre-
vented the president from having to
purchase a new manufacturing
machine which cost almost half a
million dollars.

The most interesting lesson to learn
from this project is that exceptional
results may be obtained for very little
money by using performance goals
and graphic feedback. The cost of
this type of intervention is a fraction
of the cost of technology-based
improvement strategies.



SERIES

Our associate, Mark Brown, was
recently given an award for "Out-
standing Series of How-to Articles"
from the National Society of Per-
formance & Instruction. This series
of articles was on extending per-
formance technology to areas beyond
training, and was published in the
Performance & Instruction Journal.
Reprints of this series are available
through Svenson & Wallace, so
please drop us a note if you would
like one.

Mark has been with us since 1984.
We are extremely proud of Mark and
his contribution to our organization,
our clients (see the Brokerage Firm
article) and to the technology.
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SVENSON &WALLACE, INC.
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This Management Update is prepared
quarterly by the staff of Svenson & Wallace,
Inc. Its purpose is to share specific applica-
tions of Performance Technology to
improve quality and productivity in organi-
zations.
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