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Building Integrated Human Resources Systems

Establishing an HR Platform
by Karen Wallace, Ray Svenson, and Guy Wallace

This is the second in a series of articles on the integration of human resources
within the Business Architecture. The first article covered the Business
Architecture's process/performance
requirements and infrastructure requirements.
The architecture of a business provides data about the structure of the business, its
component parts, and how the parts work together to achieve the mission of the
organization. The Business Architecture provides the basis for building a platform
for a set of integrated human resource processes.
Our HR platform is similar in concept to the platforms used by automobile and
computer manufacturers: time- and money-saving devices that allow those manufacturers to build a variety of different products starting with a common framework
and using shared elements. It allows HR processes to be customized to fit the needs
of any specific organization and to evolve with it.
~ ~
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The HR platform is a "systems
architecture" designed around the
following concepts.
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The mission of the human resources
process is to manage the inventory
of human assets for the company in
order to enable achievement of
present and future business performance goals.

This is accomplished through
organization and job design; staffing;
training and development; assessment; and reward and recognition.
This means having the right knowledge and skills, attributes, and
values in the right place at the right
time, and having the use of the
knowledge and skills, attributes, and
values properly rewarded and
supported by the environment.
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HR management is a Business
Process, not just a function or a
department.
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Business
Metrics
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3.

Most of the decisions in the HR processes are made by executives, managers,
teams, and individuals outside the HR discipline or department.

4.

HR as a discipline or department "owns" the HR processes and provides professional discipline expertise. HR trains others on how to use processes to make
effective HR decisions.

5.

The overall business is a performance
article in the fall 1994 issue).

6.

The HR platform is an architectural
within the business system.

7.

The overall HR process or system within any business can be an engineered
application of that prototype.

8.

Our platform architecture features an integrated set of HR processes that all rely
on a common set of HR Infrastructure Requirements (knowledge and skills,
attributes, and values).
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Here's the way we break out individual HR processes from the overall HR Business
Process.
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The five HR processes in the middle tier of the diagram may look familiar; however
•

Those processes all rely on a common set of data, the HR Infrastructure Requirements. Everything is driven by the Business Architecture. Instead of the data for
the assessment and training and development processes coming from disparate
sources, the data flows from the same source.

•

This is a holistic view of human resources. The three-tiered view not only
focuses on the five HR product/service delivery processes but on the leadership
and support processes, as well.

Requirements for Using the HR Platform. Platform-based HR processes provide a
method of extracting, organizing, and linking the data needed for integrated responses to HR-related issues. While such data can be expensive to develop and
maintain, the platform can greatly reduce overall HR costs.
Contrast the integrated approach to the way organizations typically go about
gathering HR requirements data. Five different HR groups conduct job analyses for
different purposes, and overlaps and gaps between the gathered data are inevitable.
In addition to the redundant effort, these traditional HR silos all have different
names for the same or similar data, leaving employees and business leadership
confused. A single, common assessment cuts the labor and cost involved in gathering the data and eliminates the confusion over what to call the data.
The objection of each HR group to this single assessment may be: "My system isn't
designed to use their data; I need my own data." The solution is to engineer the
data system to meet all HR needs. Also essential is re-engineering HR processes to
require integrated decision-making and to break down the "silos" within HR,
eliminating separate groups pursuing separate agendas with the same internal
clients.
Platform Advantages. The point of having HR processes based on the HR platform
is to enable integrated responses to strategic business issues based on common
analysis data - responses that are faster, cheaper, and yield better results in meeting the needs of other organizational systems. The needs may stem from business
process re-engineering, setting up a new plant, or entering a new market.
~ ~
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Since the five HR product/service delivery processes are all driven by the data from

the Business Process/performance requirements and the infrastructure requirements, we can design and organize HR responses in a strategic and integrated
manner.
The HR process integration enables us to be systematic and organized. If, for
instance, our organization's strategic goal is to become a global company, the HR
process helps us create HR strategy and tactics to staff, train, assess, and reward
with that precise goal in mind.
The most important thing to understand about the HR platform is that it provides a
method of creating a totally integrated human resources system - a system capable
of keeping up with the challenges presented by re-engineering and continuous
change of all of the other Business Processes. Because the platform "wires" together
all HR processes and links them to business needs, we can see HR issues from a
multi-HR process perspective - we know whether selection, training, or some
combination is the best HR approach for a particular change, problem, or challenge.
In the re-engineered world of the 'gas, nothing is more important than determining
both the as-is and "as-re-engineered" human performance process requirements,
and the HR platform will make it possible to customize HR processes for any
business and do so accurately, economically, and quickly.

Define Business
Requirements for
the HR Process

Assess Existing HR
Processes against
Business
Requirements
Continuous
Imp~Lovement
oop

~
..•••.

Engineer a New
HR Process
Based on the HR
Platform

T
'----

As a company's external or internal environment changes, the integrated
HR processes based on the platform will enable the company to cope more
effectively. For instance, the integrated HR processes may tell us that a
person in a wheelchair can now perform a job in a re-engineered manufacturing process. Similarly, the platform-based HR processes will pinpoint
the values necessary for a new role or position in a business process.
Ultimately, the HR platform will enable us to be more exacting in all
human resources decisions.
Re-engineering HR. The process of re-engineering the overall HR process
by using the platform concept is shown at left. Any re-engineering of HR
should involve teams of HR people and their customers. The Business
Architecture concept helps with the first two phases by focusing on HR
requirements. The Business Architecture and the HR platform are tools to
get the re-engineering done in a systematic way that ensures an effective,
integrated result.
Conclusion. There is a direct cost saving from reducing the dissonance of
duplicate, often conflicting efforts of unintegrated HR processes. But a
more significant financial benefit comes from having the right mix of
competencies in the right places at the right time to achieve competitive
business performance at the least cost.

Like any major business initiative, building a new set of integrated HR
processes isn't free. But as in any well-done initiative, the up-front investment is returned many times down the road. The entire HR function will
operate for a fraction of its previous costs, providing more for less and
integrating HR's customers into the decision-making process. As Tom
Peters says, "Organizations must change the way they use their most valuable asset
- human resources. Maximizing human capital must become a primary corporate
mission."

Implement the
Re-engineered HR
Process

Be-engineering

the

overall HR process
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This article is adapted from a forthcoming book written by the partners of SWI with
Bruce Wexler. Future issues of Pursuing Performance will contain additional
excerpts from the book, tentatively titled Engineering an Integrated HR System.
SWI's current service line brochure is organized around our concept of the Business and the HR Processes delineated in this article. For a copy of the brochure,
call Jennifer L. Freeland, client relations coordinator. ••

Continuous Improvement to the Business Architecture
Model

A "New and Improved" SWI Model
by Ray Svenson, Karen Wallace, Joe Sener, and Geert Oostvogel

The old model
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Drivers
Business Processes
and Metrics
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Infrastructu re

Every once in a while, all of us adjust the models with which we conceive and
explain reality. Scientists, for example, periodically tweak the way they visualize
DNA in order to better accommodate the reality they observe.
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We at SWI created our initial model of the Business Architecture as we
drafted our book The Quality Roadmap in 1993. And while the business
realities that underlie the model haven't changed significantly, we have
adjusted the model to better explain those realities. The old model and the
new are shown at left.
The way we conceive of Business Drivers hasn't changed: we still break
them down into assets and competencies, stakeholders' requirements, and
marketplace and competitive factors.

We separated Business Metrics from Business Processet because we wanted to
show more clearly that metrics are a link between the drivers and the
processes. Goals based on the drivers influence the types of processes
that should be in place in a business.
And to acknowledge the vital significance of human performance in supporting Business Prodesses, we break out
Human Performance Models asla fourth component of a
business' process and performance requirements.

Human
Performance
Models

Our current model of Jhe Business Architecture
still highlights the Itwo types of infrastructure requirements, human resources and
environmental r~sources. The updated
Human Resources Infrastructure includes
knowledge and skills, ~ tributes (physical,
psychological, intellectual), and values. The updated Environmental Resourc~s Infrastructure includes
organization structure, informati' n, physical assets, and
consequence systems.
Our current model of the Business Architecture (see the previous
article) better accommodates some of SWI's sJecialized service
offerings in the area of human resources. The arcIh.itecture serves as a
platform for what we call the five major HR processes: organization
architecture, staffing, training and development, assessmlent/qUalificationl
~ ~
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performance management, and rewards and recognition. (The architecture could

Organization

also serve as a platform for sales processes or manufacturing processes.) As such, it

Architecture

provides a focus for our service offerings such as integrated HR strategic planning,
performance assessment design, and Curriculum Architecture Design.
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We use - really use - the architecture in most of our client projects. And the data
we gather in a project for one of the HR processes is useful in projects for the other
processes because the requirements of the basic Business Architecture drive all five
major HR processes. For example, in a recent project we used the model to help us
design and build a qualification system. The client has since asked us to design a
Curriculum Architecture (using the PACTProcess; see a related article on page 26)
to support the qualification system that is being implemented. The same set of core
data that drove the design of the qualification system will drive the design of the
Curriculum Architecture. The client saves time and money by reusing data, of
course, but the most important benefit is that two of the HR systems - training and
development and assessment/qualification/performance
management - become
more integrated with each other and with the business because they are "in tune"
with the Business Architecture.
Call it "new and improved, " if you like, but do call client relations coordinator
Jennifer L. Freeland at SWI if you would like more information about the current
model of the Business Architecture and the way it relates to our service offerings.
She'll send you a copy of our new company brochure .••

Announcing: Two SWI Works in Progress
In concept, the relation of theory to practice at SWI can be thought of as a slightly
more complex version of the "chicken and egg" conundrum or like the Escher print
of a hand painting itself. In reality, theory and practice feed upon each other at
SWI, and they're both manifested in our projects.
We're pleased to announce two book projects to capture and convey the theory and
practice behind many of our service lines.
Engineering an Integrated HR System is the preliminary title of a work in progress
by the SWI partners (with writer Bruce Wexler) describing our view of the Human
Resources Infrastructure, its relation to the Business Architecture, and how to get
HR applications in sync with business needs. Building on some of the concepts
expressed in The Quality Roadmap, this book will integrate much of our work and
thought from the past decade. (See "Establishing an HR Platform," the first article
in this newsletter.)
The Curriculum Manager's Handbook is the working title of a distillation of SWI
theory and practice over the years in Curriculum Architecture Design and Custom
Course Development - the SWI PACTProcess. Assisting Guy Wallace in this effort
is writer Mark Bade, co-author with Guy of the Product Management Novel mentioned on page 29 ofthis newsletter.
Watch the pages of Pursuing Performance for progress reports as we develop and
publish these books. ••
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The Costs, the Benefits

Building and Using Qualification Systems
by Ray Svenson

Companies that build and operate qualification systems for employees are usually
looking to gain something (increased efficiency, regulatory compliance) or avoid
something (costs of nonconformance). But embarking on such a project requires
that companies make sure that the costs associated with developing and running
the system don't outweigh the benefits. This article conveys some of the insights
we've gained in recent projects developing qualification systems for employees
with technical and operational jobs.
The Players. Developing and running a qualification system requires the involvement of many different players from inside and outside the organization. There are
1.

People to be qualified (e.g., technicians, operators, sales reps, etc.)

2.

Evaluators or assessors to perform the qualification

3.

Team leaders to develop qualification plans for their teams and to schedule the
qualification events

4.

Administrators to keep records and facilitate the process

5.

Members of an oversight (steering) board to control the entire system

6.

Qualification system developers to perform the analysis, develop the qualification instruments, and design and develop the overall system

7.

Teams to manage change in the process, procedural, and technical aspects of
the qualification system in order to keep up with change in the workplace or
the environment

8.

Auditors to audit compliance with qualification policies and procedures

Each of these players has tasks to perform to achieve the goal of successfully
qualifying and maintaining the qualifications of members of the target audience.
The Phases: Overview. Resource consumption in four phases of development and
operation contributes to the cost of the system. Those phases are
1.

Development - analyzing the work of the
target audience; designing and building the
qualification system components

2.

Implementation - getting the developed
system up and ready to operate

3.

(For some systems) "Prove-up" - qualifying
incumbent jobholders on tasks they've been
performing as part of their jobs

Development

4

2

Ongoing
Operation

Implementation

3
Prove-Up

4. Ongoing operation - Requalifying incumbent
jobholders because of changes to the job or the environment; qualifying new
jobholders; developing new qualification instruments

The biggest resource cost can occur in prove-up. If it is necessary to qualify every
jobholder on every task he or she has been doing all along, the expenditure of time
will be significant.
~ ~
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Resource Requirements

during Development.

An overview of the major compo-

nents of the Development Phase illustrates how, in a typical project, resources are
consumed.
PERFORMANCE
ANALYSIS.An Analysis Team examines the nature of each job or role
for which qualification is being proposed. A team may consist of six to ten people,
including subject matter experts from the target job. Typically, the analysis for each
job or role takes two days plus a one-day review meeting. Thus, in a qualification
system for 15 jobs, as many as 450 person-days may be consumed in analysis.
DEVELOPING
QUALIFICATION
INSTRUMENTS.
Developers work with subject matter experts
one-on-one to come up with the 100 or so qualification instruments typically
needed for each job. The amount of time required depends on the complexity of
the qualification instruments. The Analysis Team for each job reviews these
instruments in a one- or two-day meeting.
DEVELOPING
THEADMINISTRATIVE
SYSTEM.To design the system that will administer the
qualification system, we have found it effective to sit down in a joint five-day
meeting with representatives from the target jobs and training administration.
Starting with a straw model, the team maps out processes, roles, data flow, and
integration with related systems (training, staffing, compensation, and career
progression). Based on the design, developers create the participant manuals and
administrative manuals and develop or procure a database to keep track of qualification plans and records.
DEVELOPING
ORIENTATION
TRAINING.Most of those involved with the system - performers, team leaders, evaluators, and so forth - will need some sort of orientation
training. We develop this training for our clients, so their involvement is limited to
the participation of a pilot group to run through the developed training.
Training for
Qualification

Qualification Plans
Qualification Records
Change Management
Data

Reports

Qualification
Information
System
Completed
Qualification
Instruments
o

Qualification records,

Traini(l9
.,Record$

information, and
support systems
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Resource Requirements during Implementation. Another big time commitment for
the client occurs when the qualifying system is implemented. Implementation
involves setting up the databases and systems for administrative record keeping,
training all participants in the qualification system, and developing initial qualification plans at the levels of the business unit, team, and individual. Implementation also involves setting up the Change Management Teams, selecting and qualifying evaluators, and creating the initial assessment schedule.
Resource Requirements during Prove-Up. The scope of prove-up depends on
whether current jobholders must qualify for their current jobs and on the percentage of job tasks that are "core" and, therefore, subject to evaluation. Tasks may be
divided into core and noncore depending on the consequences of incorrect performance. Core tasks are those with serious consequences in the areas of public safety,
employee safety, environmental impact, economic impact, or regulatory compliance. Typically, a performer will need to prove up on only 50 to 75 percent of the
tasks constituting the job, because some tasks may not be considered core and some
tasks may be specific only to certain locations.
However, prove-up requires the time of the team leader or administrator, the
performer, and the evaluator. It's up to the administrator to schedule the assessment and enter the results into the system. The performer must prepare for the
event, perform the qualification, and redo the qualification cycle in case of failure
the first time. For the types of jobs and tasks for which we've been building qualification systems, we estimate that the average qualification involves about 2.5 hours
of time from the jobholder. Qualifying for 50 to 75 tasks can take up three to five
weeks of the jobholder's time - not a trivial amount.
The evaluator must prepare for the event, travel to the evaluation site, observe, and
perform various administrative actions. We estimate that each assessment requires
about two hours of an evaluator's time. For a jobholder group of any size, assuming
50 assessments per jobholder, the time commitment on the part of the group of
evaluators can be substantial.
Team leaders and administrators may have thousands of assessments to schedule
and process. And the oversight board must invest its time to satisfy itself that
prove-up targets are being met and that the administrative system is working as it
should. At this point, it will become evident whether the system developers have
properly downselected those "critical few" tasks requiring qualification from
among the "important many."
Resource Requirements during "Normal" Operation. The investment of time in
the "normal" operation of a qualification system stems mainly from
•

Qualifying incumbent jobholders for new or changed tasks or on tasks that
carry a cyclical requalification requirement

•

Qualifying new jobholders on all important tasks, both core and noncore

•

Managing technical change
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Managing technical change involves the Change Management Team whose role it is

to
•

Keep track of changes to systems, equipment, technology, or regulations that
might affect the qualification system.

•

Respond to change requests from system users.

The Change Management Team is responsible for modifying qualification instruments (or adding new ones) to reflect the changes they find. The team decides
when jobholders must requalify because of changes. And the team is also responsible for the ongoing selection and review of evaluators.
Netting Out the Resource Costs. We have created models to help our clients
calculate and manage the costs involved in creating and operating a qualification
system. These models help management assess and manage the impact of the
qualification activities on the day-to-day workload.
Such an assessment is also crucial in coordinating an initiative like a qualification
system with other initiatives, such as a business process re-engineering effort: Will
there be time left for the "real" work of the business, or will everyone's time be
spent implementing various initiatives?
The real key is designing the qualification system (and the instruments used) so
that the system runs efficiently, accomplishing its goals with as little consumption
or resource as possible.
The Other Side ofthe Coin: Benefits. No one develops systems just to spend
money. The resources expended in developing and operating a qualification system
have their tradeoffs in the benefits derived from the system.
One of the tradeoffs is with training. Knowing that a jobholder is qualified for a
task obviates the need for training in that task and focuses training efforts on tasks
for which the performer needs qualification rather than on areas where training
would provide something "nice to know" or be redundant.
Having fully-qualified job performers also minimizes the chance of an "incident"
with severe consequences to employee or public health, the environment, regulatory compliance - or profit. An incident that shuts down an oil pipeline or an
aluminum rolling mill can in one day incur costs greater than the total expended in
developing and implementing the qualification system that might prevent such an
incident.
A qualification system reduces the general cost of nonconformance to quality
standards and the resultant substandard performance, rework, and repairs.
Job qualification can result in performance efficiencies, freeing up time on the job.
Furthermore, in some situations job qualifications are required for compliance with
state or federal regulations. Federal and state regulations require auditable qualification systems in many operations and maintenance situations where there is a risk
to public safety or to the environment.

Page Ten - Winter 1994

'---.--I

Finally, some of the outputs of the process of developing a qualification system are
fundamental inputs to other HR systems. The front-end job analysis can be used in
the HR training system as the basis for Curriculum Architecture Design. And the
inventory of individual qualifications captured by the operational qualification
system can provide input to HR systems for staffing and compensation.
Conclusion. There are tradeoffs involved in developing and operating an HR
system in which employees qualify to perform the tasks that make up certain target
jobs; While the benefits are clear - reduced costs of nonconformance, avoidance
of negative "incidents," reduced training costs - it takes good system design skills
to avoid building an "administrative nightmare" and to ensure that the time and
money spent qualifying target employees allows the organization to keep its focus
on the main strategic goals.
The qualification system expenditures and tradeoffs we've covered in this article
are a vital part of any cost/benefit analysis for such a system. See the article in this
issue on strategic investment plans for training to see how some of the same factors
apply to another HR system .••

Personal Profile: Dreama Perry
Going up the mountain outside of Valdez, Alaska that summer evening was typical
SWI consultant, goal-oriented behavior: there's a mountain, we've got some time
after dinner, it's light 22 hours a day, let's climb it,
and let's not stop until we reach the top. Less determined climbers probably would have quit after
several false summits, but senior associate Dreama
Perry and an SWI colleague kept going and reached
their goal at 10:45 on a dusky summer evening.
"Coming down," recalls Dreama, "it got dark like
that. [She snaps her fingers.] We couldn't see the
trail, just feel it with our feet. Then we lost the path."
At times, client projects can be similar to Dreama's
experience - you can't see what's ahead, there's no
trail, and you don't know when the unexpected is
going to pop out of the woods.
~ ~
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Since her start with the firm, Dreama's SWI projects have included training devel-

opment, strategic planning for training organizations, and the development of
qualification systems - and according to her colleagues, she has never been "lost"
on a project. Guy Wallace calls her a leader. "When we hired her," he says, "I could
tell she was intent on doing a good job - one of those perfectionists 1like so
much." Two years later, she is lead project manager for two separate efforts, and he
counts on her experience to help develop other staff members.
Dreama's first job after college jelled with her minor in environmental studies she was responsible for keeping the facilities in one region of her employer's
company in compliance with health and safety regulations and for making sure
that employees had a safe workplace. "It was something I believed in," she asserts,
"and I still do."
She then "threw the dice," going back to school full-time for an MBA with a
specialty in production and operations. Deciding that a project-oriented environment would suit her best, she signed on with one of the Big Six consulting firms
and spent time doing analysis and data-gathering on activity-based costing (ABC)
projects.
Realizing that consulting was the right occupation for her but craving more diversity, she found SWI and liked the entrepreneurial spirit she sensed. "I could tell
from the interview that the company's values and ethics were in sync with my own
- how they viewed human capital, how they defined success with a client. That's
the stuff that inspired me."
Like Dreama, her name has its roots in Kentucky. According to Dreama, her mother
once heard the name, liked it, and decided to save it for her daughter. "She had to
wait awhile," Dreama says, "I have two older brothers" (and one younger). She
spent much of her childhood in central Illinois and now lives in Naperville.
Dreama enjoys exercising and playing sports. "I've been doing it for as long as I can
remember. It was the primary form of entertainment for my brothers and me," she
claims. She especially likes running, and her penchant for "whizzing by me on the
running path and waving," as Karen Wallace relates it, has been the subject of some
ribbing between partner and senior associate. Karen asserts (not in jest) that
Dreama is "intelligent and intuitive, has a calming personality, and is probably as
detailed and organized a person as Guy."
Dreama's other favorite sport is basketball, which she plays in her driveway or on
park district courts. Is she a good winner? A good loser? "I haven't seen her lose,"
rues a male colleague who played her once in a two-on-two game and characterizes
her style of playas competitive and aggressive.
Those were probably some of the same traits that got Dreama up the mountain in
Alaska that evening. And - along with the intelligence, persistence, and uncommon sense that make her so effective on projects for SWI's clients - they were the
traits that got Dreama down that dark, 5,500-foot slope, back to her lodgings at 2:30
in the morning, and in to work a few hours later. ••
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Keeping HR Systems "Evergreen"
by Mark Purcell

One of SWI associate Mark Purcell's specialties is developing and utilizing computer applications to improve human performance. He is a member of NSPI.
At the core of SWI's integrated HR systems architecture lies a web of interrelated
analysis data. Many of the strands of this web come from the Performance Models
and Knowledge/Skill Matrices.
Ideally, this analysis data represents a "snapshot" of the infrastructure of the
company. However, because all companies are in a constant state of flux, the
analysis data needs to be updated frequently to reflect the changing infrastructure
requirements of the company. (See the description on page 34 of a company that
was really in flux.) As new job performance requirements arise, for example, the
previous version of a Performance Model needs to be updated, and any Knowledge/Skill Matrices relating to the previous Performance Model need to be updated, as well.
SWI recommends that companies review the analysis data often to keep the data
accurate, up-to-date, and "evergreen." This review involves examining links among
the data, addressing data relationships, etc. Because of the number and complexity
of the links and relationships, it is usually a time-consuming task to keep the data
evergreen. For instance, if just one Performance Model is added within a discipline, the set of Knowledge/Skill Matrices for the entire discipline will need to be
updated to reflect the links to that new Performance Model.

Computer-based
support for HR
systems management

Supporting Performance - Electronically. It is SWI's goal to offer products that
allow our clients to manage complex HR systems as logically and efficiently as
possible. As part of the solution to managing this complex data, we are developing
a form of electronic performance support for those involved in the process of
keeping the HR data: evergreen. This support consists of a database to allow easy
storage, manipulation, and retrieval of SWI deliverables, including the complex
relationships of the Performance Models and Knowledge/Skill Matrices. The
database will
•

Manage all of the relationships among data sets. For example, Performance
Models and Knowledge/Skill Matrices will have all of their relationships
mapped out automatically. Users will be able to spend more time using the
data and less time trying to figure out what relationships are relevant.

•

Allow for easier data manipulation. When one data item changes, it is often a
complex task to update on paper all related data items; the database can handle
this type of manipulation automatically.

•

Allow for easier delivery of materials. A few disks (or a modem transfer) will
deliver performance data directly to the computer at the client site, ready for
immediate use.

The easier it is to store, manipulate, and retrieve the data in SWI deliverables, the
more precise and useful the information can be. A database system like the one
SWI now has in development can provide the means to easily update this HR data,
thus providing a more usable "snapshot" of data to aid in the management of HR
infrastructure platforms .••
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Baldrige Criteria Dramatically
Simplified for 1995
by Joe Sener

Senior associate Joe Sener was a member of the Baldrige Board of Examiners in
1993 and 1994. He is also a Lead Assessor for ISO 9000.
Each year the office of the Malcolm Baldrige National Quality Award reviews the
examination criteria with the goal of continuously improving the criteria and the
Baldrige processes. This review is an attempt to "raise the bar" of the national
quality standard in the United States.
The 1995 Baldrige Award Criteria have been published, and there are some significant changes from 1994. The criteria continue to evolve in four major ways.
1.

Toward comprehensive coverage of overall performance, including customerdriven quality performance

2. Toward better integration of overall performance (including employee performance) with business strategy
3.

Toward further strengthening of the financial and business rationale for
improved priorities

4.

Toward increased emphasis on results

The criteria for 1995 are more future-oriented and directed more toward business
strategy and competitive requirements. At the same time, the criteria requirements
are more focused and aligned, permitting a 40 percent reduction in the number of
areas to address.
There is added emphasis in the 1995 criteria on the applicant's key business
drivers and on the use of financial data in setting priorities for performance
improvement. There will be a stricter review of how the company invests in
developing workforce capabilities as a key part of strengthening the company's
competitive edge. In the area of human resource development, there will be added
emphasis on continuous learning as well as continuous improvement. The learning
theme is particularly strong in four areas: strategy development, customer and
market knowledge, employee development, and information and analysis systems.
In addition, 1995 will bring a renewed effort to simplify the criteria and the application process. The number of examination items has been reduced from 28 to 24.
The number of areas to address has been reduced from 91 to 54. As a result of this
reduction, the application page limit has been reduced from 85 to 70.
Some (but by no means all) of the specific changes by category are described below.
Category 1: Senior Executive Leadership. Revisions bring sharper focus on the
efforts by senior executives in building the leadership system, setting strategic
directions, and creating performance excellence goals. The title ofItem 1.2 has
been changed to "Leadership System and Organization." The major thrust of this
item is toward flexible and responsive organizations and leadership systems major themes of the 1995 criteria.
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Category 2: Information and Analysis. Changes in this category emphasize the
critical importance of company-level analysis in support of decision-making and
priorities. This year's criteria offer more examples of the use of cost and financial
data. The item is intended to serve as the key link between operational and customer-related performance and overall financial performance.
Category 3: Strategic Planning. The title of this category has been broadened (from
"Strategic Quality Planning") to put major emphasis on business strategy (a "view
of the future") as the most appropriate context for managing performance. This
change is intended to place more attention on the operational performance requirements derived from strategic initiatives. The category stresses that customer-driven
and operational performance excellence are key strategic business issues.
Category 4: Human Resource Development and Management. A new item, "High
Performance Work Systems," has been created to examine work and job design and
how promotion, compensation, and recognition support such design. The item
stresses that full participation, high performance, and flexibility depend upon
effective work and job designs - that participation and active contributions are
design issues as well as motivational ones. The item is thus concerned with the
important alignment between incentives and work design. The new item (4.2)
replaces Items 4.2 and 4.4 from the 1994 criteria.
Category 5: Process Management. The title of Category 5 is changed from "Management of Process Quality." In addition, the title of Item 5.3 has been changed to
"Process Management: Support Services." This change emphasizes that the processes to be described are those that support the key production and delivery
processes but are usually not designed with them. For this reason, the item addresses how the support processes are designed, as well as how they are maintained and improved.
Category 6: Business Results. The title of Category 6 has been changed to reflect
greater emphasis on business-oriented results and to encourage companies to
report data that demonstrate impact on customers, markets, and business and
financial performance. Items 6.2 and 6.3 have been combined into one, "Company
Operational and Financial Results," which examines overall company operational
and financial improvements from all processes. The intent of the change is to
better focus on company-level improvements and to eliminate reporting of results
that might not actually reflect better overall company performance. The point
value of Item 6.2 has been greatly increased to emphasize the importance of operational and financial performance results and the use of these results in guiding
performance improvement.
Category 7: Customer Focus and Satisfaction. The title ofItem 7.1 has been
changed to "Customer and Market Knowledge." This item now has a broader
scope, a more analytical approach, and an ongoing learning requirement. Particularly important in this item are the company's key listening and learning strategies
- those that provide key information about customers and markets on an ongoing
basis.
Conclusion. From the changes to the various categories, we can see that the
Malcolm Baldrige National Quality Award criteria for 1995 represent a successful
"raising of the bar" and a refocusing on the specific areas of overall performance
measures and continuous learning. ••
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ASQC Q9000 and the Sales Organization
by George Smith and Joe Sener

George Smith is president of the Sales Process Consulting Company, author of two
books on sales quality and productivity, and a Certified Quality Auditor. SWI
senior associate Joe Sener is a Certified Quality Engineer, Certified Quality Auditor,
Lead Assessor for ISO 9000, and a member of the Board of Examiners for the
Malcolm Baldrige National Quality Award. ANSI/ASQC Q9000 (or ASQC Q9000, or
simply Q9000j is the American equivalent of ISO 9000. This article is based on the
quality standards embodied in the latest version of those standards, ASQC Q90001994.

Each year, senior managers invest large amounts of money in their sales
organization. Recent studies have revealed that American average selling costs are
10 percent of annual revenues; and if 10 percent doesn't seem like a significant
amount, compare it with the typical American company's 3.5 percent investment
in research and development. In the never-ending quest for improved profitability,
the return (or lack of return) on the "big money" invested in the sales force and its
activities cannot be ignored.
Companies destined to gain the most from the application of ISO 9000 or ANSI!
ASQC Q9000 pursue it as an improvement strategy, not just a marketing "badge of
honor." In this article, we describe how the investment in the sales organization
can be leveraged to help implement successfully a Q9000 Quality Management
System. Sales management is involved in all major aspects of the quality process,
and the role of sales becomes more critical with products that are more complex.
Sales and Quality Policy. Like other members of senior management, sales executives share responsibility for defining a company's quality policy and ensuring that
it is effectively implemented.
Sales and Quality Planning. The sales organization in most companies is the point
of contact with the customer, and it acts as the customer advocate. In this role,
sales has very specific tasks under Q9000. The first of these is subclause 4.2.3,
"Quality Planning." This subclause requires: "The supplier shall define and document how the requirements for quality will be met. The supplier shall give consideration to ... the clarification of standards of acceptability for all features and
requirements, including those which contain a subjective element." Who better to
help define the standards of acceptability than the advocates of your customer?
While others should be involved in this decision, sales should playa key role.
Sales - helping
define standards of
acceptability

The product development cycle should include a definition of standards of
acceptability for every new product or service or for changes to existing services.
The standards answer the question: "What is it that makes this product acceptable
in our minds and in the minds of the rest of our stakeholders, including our
customers?"
Contract Review and Design Control. As with quality planning, sales should play
an integral role in determining whether the purchase order or contract specification
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meets the supplier's ability to perform. Subclause 4.3.2, "Review," says that the
"contract or order shall be reviewed by the supplier to ensure that: the requirements are adequately defined; ...any differences between the contract or accepted
order requirements and those of the tender are-resolved: the supplier has the capability to meet the contract or accepted order requirements." In most cases, those
requirements have been agreed to by the sales force in advance of the receipt of the
order. The possibility always exists, however, that agreements made by sales may
conflict with the ability of the organization to actually meet those requirements.

It?

4 ~

Sales input during
design helps meet
requirements

Subclause 4.4.4, "Design Input," requires the company to identify, document, and
review the product specifications for adequacy and to resolve any incomplete,
conflicting, or ambiguous requirements prior to proceeding with design. Oftentimes these conflicting or ambiguous requirements are the result of incomplete
specifications by the company. Quite often the company cannot possibly foresee all
the end uses of their product or service. The last clear chance to resolve these
issues exists during the contract review and design input stage.
At appropriate stages during the design and development process, the design
outputs should be reviewed to ensure they meet the original requirements. Subsequent design validation should also take place to review the final design and
product, ensuring compliance with initial requirements. These provisions are
called for in subclause 4.4.7, "Design Verification," and 4.4.8, "Design Validation."
(Design validation is a new requirement for Q9001 1994.)
Control of Customer-Supplied Product. In a manufacturing environment, it is
possible for a vendor to use material supplied by the customer. For example, a
special customer may wish to purchase a custom pump but has a proprietary seal
for the housing. That customer might supply the seal to the vendor for assembly
into the customer's product. This is considered customer-supplied product.
Quite often, the salesperson becomes the conduit for that product. Q9000 requires
that vendors "establish and maintain documented procedures for the control of
verification, storage, and maintenance of customer-supplied product provided for
the incorporation into the supplies ... (subclause 4.7, "Control of CustomerSupplied Product"). The salesperson can't just pick up the component and drop it
off in assembly. As the supplier of the end product, the vendor must ensure that
the customer-supplied product meets the original specifications.
Corrective and Preventive Action in Sales. When deficiencies are discovered in
the processes described above, either through internal inspection or customer
identification, the supplier must respond by identifying the root cause of the
failure, determining corrective action needed to eliminate the cause, and putting in
place appropriate controls to ensure that the corrective action is effective.
But responding to failures is no longer enough. An organization must "establish
and maintain documented procedures for implementing corrective and preventive
action" (subclause 4.14, "Corrective and Preventive Action - General"). Q9000 now
requires companies to provide effective preventive action by analyzing all forms of
data and nonconformities to determine if a trend is developing, then taking action
before a major deficiency occurs.
~ ~
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For example, let's say a vendor consulting company has a particular category of
client who must supply a significant amount of intermediate data for analysis
before the consulting company can complete and deliver a final report. The vendor
is continually rushed in the completion of that final report. An analysis might
show that the intermediate data is usually late arriving from the client. While there
is no deficiency yet (the end report is still going out on time), the vendor has a
potential for failure that should be addressed by preventive action.
Sales Quality Records. Each of the sales quality dimensions described above
should be documented from two points of view
1.

ProceduralSales must have written procedures, for example, on how to
conduct contract administration.

2.

Reporting ~ The results of quality reviews of (for example) contract administration must be documented and kept.

These documents are considered quality records and must be controlled, safeguarded, and retrievable in accordance with subclause 4.16, "Control of Quality
Records." Any document (electronic or paper) used by the sales force to document
contract agreements or commitments is considered a quality record and must be
controlled accordingly.
Sales Training. Sales management is required to ensure that personnel in all
activities affecting quality are properly and effectively trained. This means that
sales management must establish and maintain "documented procedures for
identifying training needs and provide for the training of all personnel performing
activities affecting quality. Personnel performing specific assigned tasks shall be
qualified on the basis of appropriate education, training, and/or experience, as
required. Appropriate records of training shall be maintained" (subclause 4.18,
"Training").
Internal Quality Audits for Sales. As is true of all other parts of the organization,
sales is required to ensure that internal audits of its function occur regularly, are
performed by personnel from outside the sales organization, and are properly
documented and recorded. Nonconformities identified must be responded to in
accordance with the appropriate areas of the quality system and ASQC Q90001994.

Sold, ordered, and
designed - with
quality

Conclusion. A company's sales organization plays a substantial role in interpreting
and fulfilling the needs of customers. Completely integratir:g the sales organization
into the company quality system leverages the existing investment in the sales
organization and helps any company meet its overall quality goals.
For a copy of a 12-point checklist to help assess your company's integration of
quality into sales, contact Jennifer L. Freeland, client relations coordinator .••
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ISO 9000 Recently Revised
by Geert Oostvogel

Senior associate Geert Oostvogel is one of SWI's specialists in quality management
systems. A native of The Netherlands, he is a member of ASQC and AQP
It is the policy of the International Organization for Standardization (ISO) to review
the ISO 9000 standards every five years and revise them as necessary. The most
recent review process started in 1992; the revisions were published in July 1994.
The basic five-part structure of the standards remains the same: ISO 9000 and 9004
are advisory documents; ISO 9001, 9002, and 9003 are quality assurance models
applicable to different kinds of companies.
Most of the changes to the quality assurance models address the issues of
•

Planning - quality planning (defining how requirements will be met) is now a
specific requirement

•

Assuring quality through process control (the very purpose of a quality
management system)

•

Emphasizing ongoing improvement

•

Showing evidence (of control, improvements, etc.)

Another important change is the clear assignment to executive management of the
responsibility for the quality system. (The management representative must be a
member of the company's management with executive responsibility.) Specific
responsibilities of top management are
•

Quality policy - is it relevant to company goals and customer focused?

•

Implementation by means of resource identification and quality planning

•

Review of the effectiveness of the system

These changes tie quality management to other leadership processes, such as
policy making, planning, budgeting, and progress review.
In general, the revisions include internal reorganization of the standards to rationalize requirements and clarify concepts. In addition, the revised versions of the
quality assurance models now more clearly ask for procedures to be documented.
In the previous standards, documentation of procedures was not a stated requirement, although most assessors required it as an obvious way to show evidence of
having system procedures in place.
While none of the changes to the quality assurance models is earth-shaking, the
changes do cover many parts of the standards, from policy to organization all the
way through to statistical techniques.
SWI performs quality system design, including quality system assessment, documentation of deficiencies, detailed system design, and implementation planning.
Contact Geert Oostvogel at SWI for more information about this service line. To
receive a document presenting a detailed overview of the changes to each part of
the ISO 9000 standards, contact Jennifer L. Freeland. ••
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The European Connection

TQM in The Netherlands
by Geert Oostvogel

The total quality management drive started in The Netherlands at about the same
time as it did in the United States. In fact, events there were inspired by what was
happening in the U.S. We in The Netherlands had our experiences with quality
circles and the like. Those methods were promising at first, but did not deliver the
hoped-for results.
In the early '80s, a group of industry leaders traveled through the United States to
visit companies like Xerox Corporation, International Business Machines Corporation, and Harley Davidson to find out what they were doing about quality management. Upon returning to The Netherlands, this group of top executives decided on
two courses of action to promote quality management in The Netherlands:
1.

Quality initiatives would be created in their own companies.

2. A national platform would be created, supported by the government and
organized employers' organizations.
The rationale for the second action was that the quality initiatives in the United
States and Japan would have an impact on the Dutch national economy. Therefore,
a critical element of the response must be an initiative at a national level rather
than at the individual company level. As a result ofthe national-level initiative,
the Management and Labor New Style (MANS) foundation was established to
promote and consult on quality management issues.
During the mid '80s, I was working with Van Leer Consult, a subsidiary of the
Royal Packaging Industries Van Leer. The parent company was one of those involved in the initial trip to the United States and in the first initiatives back home.
In terms of exploring, developing, and implementing quality management, the
company was on the leading edge.
Van Leer started its initiatives under the acronym QUARTET (Quality and Reliability through Expertise and Teamwork). Internal marketing was done by inviting
contributions from people like Bill Conway (ex-CEO of Nashua Corporation). Every
Van Leer business unit was held accountable for the deployment of quality management. To do this, the units typically used
•

A steering committee responsible for the overall plan

•

Project teams to realize the intended improvements

•

Quality coordinators reporting to the steering committee; these coordinators
were to lead and facilitate project teams by bringing in specific quality management expertise

Van Leer Consult helped the business units in their efforts to deploy quality
management. We at Van Leer learned quickly that this approach was not going to
be successful either. Quality management was an add-on activity rather than being
integrated into day-to-day business practices and business systems. We needed a
quality management system that could be integrated into the business systems so
we could move toward systems management.
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In the course of building a pilot quality management system in one of our plants,
the ISO 9000 standards were published. Our system appeared to be very much in
line with the ISO 9000 requirements; as a result, Van Leer became one of the very
first companies in The Netherlands to become certified for ISO 9000.
The pilot quality management system was successful and was used as a model for
our companies worldwide. As a result of that, one of our plants in the U.S. became
one of the first companies in the United States to be certified for ISO 9000.
The European
Foundation for
Quality Management
(EFQM) is committed
to promoting
quality ...

Quality management continued to catch on all over Europe. In 1988, 14 leading
industries initiated the European Foundation for Quality Management (EFQM),
which is committed to promoting quality as the fundamental process for
continuous improvement within business. The foundation now has more than 230
members from most western European countries and most business sectors.
The year 1992 marked the initial presentations of
•

The European Quality Prizes to companies demonstrating excellence in the
management of quality as their fundamental process for continuous
improvement

•

The European Quality Award for the most successful application of TQM in
Western Europe (the Malcolm Baldrige National Quality Award stood as a
model for this award)

Rank Xerox Ltd. was the first company to win the European Quality Award, and
other U.S.-based companies won Quality Prizes. Is it a coincidence that these
companies were the first ones recognized? Probably not - as mentioned previously, Europe learned from the U.S.
In The Netherlands, we now have our own Quality Prizes and Quality Award
derived from the Baldrige Award and the European Quality Award. By now, ISO is
well established and accepted in The Netherlands. Major service industries are
joining the movement, setting up quality management systems and getting registered and ISO 9000 certified. These firms, like their U.S. counterparts, have
learned that a well-built and well-managed quality system pays off.••

A Professional Opinion from Geert Oostvogel
When executives spend the time and money to build a quality management system
(and system is what it is really all about), they should view the system they build
as one of their tools of management - a tool they can use to gain control over key
business processes, to reduce waste and complaints, and to enhance the processes'
contribution to the company's bottom line. A quality management system should
be and can be built to be effective, lean, flexible, and integrated with other business systems. Done in this manner, a quality management system is a real opportunity. Done just for the sake of a certificate, the system may very well become a
bureaucratic nightmare, a peripheral activity, and a burden on the company; it may
even become counterproductive.
I see too many companies building quality management systems for the wrong
reasons. These companies miss the true benefits of TQM, benefits that come from
real, top-down commitment to the tenets of quality. ••
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For the Development

of Human Capital

Formulating a T&D Investment Plan
by Ray Svenson and Karen Wallace

This article is part of a series on strategic planning for training and development.
Most executives would acknowledge that the development of a company's major
asset must be carefully managed. Managers tend to see this as an imperative, a
strategic issue. Investment in such an asset would be part of the company's integrated asset planning.
Our experience tells us, however, that when it comes to developing human
resources - human capital - the investment story is very different.
Most companies cannot tell how much they're spending on T&D, much less how
much value is being added. Many companies still view training and development
costs as an expense, not an investment. And of the companies that view training
and development as a strategic investment, we see little evidence that T&D investment is integrated into the businesswide asset planning process.
Training and development investment is needed to accommodate "normal" change
within an organization - promotions, job changes, new hires, expansion, etc. and also to accommodate the effects of major change initiatives, for example from
re-engineering. Providing appropriate T&D allows a company to minimize the costs
of performance deficiencies.
A T&D investment

plan is a vehicle for

•

Linking T&D needs to the strategic requirements

of the business

•

Forecasting T&D requirements

•

Identifying the costs involved in fulfilling specific T&D needs

•

Identifying T&D benefits

•

Presenting proposed T&D investments in such a way that they may be compared to other proposed company strategic investments and evaluated with
regard to their relative worth to the company

Linking T&D to the Business Needs. The knowledge and skills required by the
individual participants in the organization can be linked directly to the purpose
and goals of the business. Our model of the Business Architecture and the HR
systems platform is one tool for making that linkage. (See the first two articles in
this newsletter.)

A must: Planning for
the T&D requirements that support
business goals

Forecasting T&D Requirements.
Based on the needs of the business, a T&D investment plan will be based on estimates of training needs for all segments of training
. customers - employees, customers, suppliers, etc. These estimates include the
kinds of training needed and the volumes of training needed for different training
customer segments. The planning horizon is three to five years in the future.
(Chapter 10 in The Training and Development Strategic Plan Workbook provides
more detail on this aspect of the planning process.) The resource requirements are
summarized in this part of the plan, and management decision choices are
highlighted.
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Identifying T&DCosts. Once the training requirements are identified, there will
be, of course, a price tag on meeting the requirements. T&Dcosts include current
expenditures (actuals) and future expenditures (estimates). A cost breakdown
structure that will include all relevant costs will include categories such as
•

Governance - time, material, and services involved in preparing for and
attending meetings dealing with the governance of the T&Dsystem.

•

Planning - time, material, and services involved in preparing strategic plans,
annual training plans and budgets, organizational unit plans, project plans, etc.

•

Operations - costs associated with needs analysis, Curriculum Architecture
Design, instructional design and development, delivery, and maintenance.
(This category carries the lion's share of cost and deserves the most careful
assessment.)

•

Results - the cost of developing, administering, and processing measurement
tools, mastery tests, surveys, audits, etc.

•

Support - costs including information systems, communications, T&D
specialists, manuals, financial administration, and facilities administration.

When estimating total cost, it is important to include trainee travel and living
expenses and the cost of time away from the job.
The mix of delivery strategies has a major influence on cost. Interactive multimedia training delivered at the work site is very expensive to develop but may
achieve major savings in training delivery. Unbundling long courses into smaller
modules with bypass options can save a great deal of unnecessary training.
Estimated and actual costs from the various categories should be rolled up into a
single document summarizing overall T&Dactivity. (Chapter 7 in The Training and
Development Strategic Plan Workbook provides examples of the cost breakdown
structure and sample spreadsheet layouts.)
You can't do a good cost forecast without standard cost-estimating factors. Many
training departments don't track costs in sufficient detail to build a good costestimation system. In this case, you can get started by using industry norms, but
we strongly advise building your own experience database.
Identifying T&DBenefits. Costs may be hard to pin down, but they are much
easier to identify than benefits. However, without identifying benefits and putting
quantitative and qualitative values on them, you don't have an investment plan only an expense plan.
Benefits categories include
1. Compliance with laws and regulations, a "no choice" category. Benefits don't

need to be quantified, but costs should be minimized.
2.

The cost of not training - reduced benefits from re-engineering or other
change initiatives; reduced benefits or outright failure in implementing new
technologies; low productivity during informal learning in a new job or role;
the cost of errors, scrap, or rework by people who lack important skills or
knowledge; and the cost of lost business because of customer dissatisfaction.

3.

Performance improvement potentialreduced errors, improved sales, etc.

the value of increased productivity,
~ ~
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4.

Cost reductions through investment in new training systems (e.g., in work site

CBT).
Warning: It is hard (if not impossible) to establish benefits for training that doesn't
meet a defined business need. We believe that a large amount of training is done
just because someone thought it was a "good idea." This training often doesn't
stand up to the scrutiny of an investment analysis.
Developing the Investment Plan. The costs and values involved in developing
human capital must be expressed in the same terms as other investments so that
executive leadership can evaluate them compared to other investment opportunities. Dollars will be deployed to implement the T&Dinvestment plan when it's
apparent that those dollars will return an appropriate value when measured by the
corporate yardsticks applied to all investments, whether the yardstick is long-term
growth, short-term P&L, or some other measure.

In the plan: Costs,
benefits, budgets,

'1

The investment plan outlines the company's financial strategy for developing its
human resources. The strategy will include
•

A comprehensive forecast of costs, benefits, and (perhaps) a discounted cash
flow evaluation of all elements of the T&Dsystem with alternative scenarios
identified and analyzed

•

Recommended budget limits (a three- to five-year forecast) for

decision criteria

Needs analysis and Curriculum Architecture Design
Acquisition or development of courseware
Conversion of existing courseware to new delivery technologies
Courseware maintenance
Delivery of instruction
Capital facilities, equipment, technology
•

A method for making decisions on individual projects based on cost/benefit
analysis, so that only the projects yielding the highest payoffs receive funding
when resources are constrained (as they always are)

Remember, investing in a specific project may not be appropriate just because
benefits exceed costs. Every company has many opportunities to invest money in
new technology, new products, more employees, and so forth. A training project
must return more value for the dollar than other competing opportunities for it to
be the "right" investment.
Requirements for Implementing a T&DInvestment Plan. In order to formulate and
implement an investment plan successfully, a company must meet certain requirements. One is the existence of an accounting system that will recognize training
and development as a major area of expenditure and investment. Such a system not
only allows the company to track T&Doutlays, it acknowledges T&Das an organizational subsystem with strategic importance. The accounting system must capture
all significant T&Dcosts, including time, company resources, and out-of-pocket
expenditures. The system must align with the various T&Dactivities - development, delivery, administration - so that those activities can be broken out
individually.
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Another requirement is a T&Dgovernance structure where the managers and
executives who normally make investment decisions can get together and make
T&Dinvestment decisions (see "Implementing the Governance Structure" in the
summer 1994 issue of Pursuing Performance). T&Dinvestment decisions should be
made by the executives and managers who reap the consequences of these decisions, not by HR and training executives.
A third requirement is that T&Dprocesses are defined and more or less "in control." Otherwise, costs and benefits are unpredictable.
The Benefits of Good T&D Investment Planning. Executives who realize the value
of incorporating T&Dinto strategic plans can maximize the positive effects of
change in their organizations and minimize the costs. One of our clients installed a
new materials management system in which transactions would total millions of
dollars each day. Training and development was integrated into the overall system
investment plan. We developed training that was taken by all system participants
in the window before the cut-over from the old system to the new.
Based on their experience with a new accounting system installation a year previous, the client had a room full of help-line operators waiting for panic calls at cutover time. (The users of the accounting system were still having problems using the
system effectively.)
There was a difference between the two installations, however. No training had
been provided for the new accounting system. When the materials management
cut-over took place, the help-line operators received very few calls, and system
users were able to operate effectively within a short period of time.
Conclusion. Most organizations have training budgets that are out of control or
(more likely) controlled by artificial limits, because no investment analysis has
been done and-such an analysis isn't part ofthe planning process. Good investment
analysis will
•

Eliminate training that has a low payoff.

•

Build support for training with a higher payoff.

•

Build support for efficient training processes and technologies.

It is our experience that training budgets, when supported by effective investment
analysis, usually go in one direction - up!
For more information on strategic planning for training and development, see The
Training and Development Strategic Plan Workbook, written by Ray Svenson and
Monica Rinderer and published by Prentice-Hall. The book won the 1994 NSPI
Award for Outstanding Instructional Communication .••
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Including a Personal Retrospective

Wrapping Up the PACTsMProcesses
by Guy Wallace

Performance-based.
Accelerated
Customer-driven

This is the last in a series of articles on the PACT Processes for training development - Curriculum Architecture Design (CAD) and Custom Course Development
(CCD). We include under "training" all methods of deploying awareness, knowledge, and skills to target audiences. Training methods may include orientation,
education, training, on-the-job development, cross-training, and so forth.

Training
Preamble. First things first. Before we wrap up our coverage of the PACT Processes CAD and CCD, I have acknowledgments to make. The first is to my partner
Ray Svenson, a one-time Bell Labs engineer and former dean of planning, methods,
and results at AT&T's Bell System Center for Technical Education (BSCTE, now
Bellcore TEC). In October 1978, he published an article in ASTD's Training and
Development Journal describing the concept of a "Curriculum Architecture."
The second acknowledgment is to my other partner, Karen Wallace. In 1982 she
added a performance orientation to Ray's concept of the Curriculum Architecture.
From that point on, it was the Performance Models that drove the Curriculum
Architecture Design process. (Figuring out how to instill the principles of Tom
Gilbert and Geary Rummler into our analysis and design methods led to some
lively discussions between Karen and me in the early 1980s.) Our first CAD project
using the performance-based approach was completed in 1982 for an audience of
geologists and geophysicists at a major oil company. (One of the modules was
"Upside-Down Map Reading"; ask one of us for the story behind that one.)
I became interested in developing the PACT Processes in 1988 to minimize problems I had experienced in developing training. It was my intent to engineer a
proactive, systems-oriented process for designing and developing a training product line that added value for the sponsoring organization. In addition to its systems
orientation, the PACT Process has three other major characteristics - the ones
from which its name is derived: performance-based,
accelerated, and customerdriven. In this article, we'll explore how each characteristic influences the PACT
Process.

CAD Phase 1

Curriculum Architecture Design: Recap. The first PACT Process, that of Curriculum Architecture Design, has four phases. These phases produce ten major outputs, most notably a job-oriented
Phase 2
CAD Phase 3
CAD Phase 4
Curriculum Path built using modular
Training Events.

~B~B~
CAD

Project
~:::.p...:...la::.:n::.:nc..::in:..::g,---,
Analysis
_ & Kick-off

Design

~i~~I~~~~~~~

The overall curriculum is
constructed from building-block
Training Modules in five tiers, where each tier is geared to a different level of
learning - for example, orientations, overviews of performance, supporting
knowledge and skills, or on-the-job "how-to" performance applications.
A Curriculum Path for a particular job consists of a generic sequence of Training
Events. With their boss, their team, or on their own, jobholders use generic
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Training Modules make
Training Events (above),
which make Curriculum
Paths (right)
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Curriculum Paths to develop customized paths. New
hires, for example, may have a different path than
jobholders transferring in from other departments.
A Training Event is composed of one or more of the
Training Modules. Training Modules may be used in
more than one Training Event.
Custom Course Development: Recap. In 1988, I
started to apply many of the same concepts of
analysis, design, and project management to the
development of the Training Modules and Training
Events specified in the CAD. We call this second
PACT Process "Custom Course Development," or
CCD. It is during CCD that the Training Modules and
Training Events specified during the CAD process are
developed.

eeo Phase

4

eeo Phase

5
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CAD and CCD share the key PACT Process characteristics; they are both performance-based, accelerated, customer-driven (and systems-oriented) processes.
The PACT Process Is: Performance-based. The CAD process organizes all training
content into a logical structure of Training Modules, Training Events, and Curriculum Paths required to support the performance of target audiences. At the heart of
the CAD process are the Performance Models, which force the content of the
Training Modules to be based on the knowledge and skills needed to perform.
We described the performance-based CAD process to the training community at
large for the first time in the September 1984 issue of Training Magazine.
The CCD process, like the CAD process, has a Performance Model driving its
design activities.

--

The PACT Process Is: Accelerated. Over the past 12 years, the CAD process has
been refined and formalized through more than 75 projects addressing more than
125 jobs. The process uses a highly structured (but flexible) series of platforms
(models) as a basis for each project, helping to accelerate the results. The platforms
provide a starting point upon which each project's curriculum is custom-designed
(adapted, not adopted) to meet client situational needs. The CCD process shares a
similar platform approach to design.
Through the use of the Training Modules, the potentially shareable curriculum
building blocks, the CAD process also saves time and money by producing design
blueprints that can reduce total training product life cycle costs. The modular
approach allows implementation to proceed in a flexible manner, and makes it
easier to manage curriculum content.
The PACT Process Is: Customer- (and Business-) Driven. Training, in my mind, is
no different from any other product or service offering. Training's customers are
typically heterogeneous. They usually all want something different, and yet they
are reluctant to pay for different versions.
~ ~
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Training's customers may know what they want but not what they need. The

training product either fits within their business strategy and supports it, or it does
not. Like other purchased products or services, training either adds value for
shareholders by contributing to the bottom line (hopefully, better than other
potential resource expenditures), or it does not.
The focus on the business is intentional: I firmly believe that training folks should
be business champions first and last, and then training product champions. And
training folks must relate to clients on a business basis, not just on a training basis.
No client cares enough about our world to learn our training jargon; we must be
able to communicate on their terms.
The customer-driven orientation goes further. Training products should be specified, designed, and engineered using a process similar to quality fu~ction deployment (QFD). As reflected in the PACT Processes, I believe that training products
should be
•

Developed with a lot of input and insights from the users (the team approach
inherent in the PACT Process utilizes customer participation and ownership,
leading to increased support and resources)

•

Bench-tested and field-trialed prior to widespread deployment (reviews and
pilot testing are part of the PACT Process)

•

Marketed like any other product (for example, with catalogs and brochures)

•

Designed to accommodate continuous change and thus minimize future costs
over the entire product life cycle (e.g., via the modular approach)

The PACT Process's orientation to customers and to the business make it appropriate for use in today's business climate, where re-engineering efforts depend on
critical training products to help earn the anticipated return on investment. The
PACT Process's modular approach to design, development, and implementation
allows businesses to prioritize their training resources to address the most critical
knowledge and skill needs. And the PACT Process's contribution toward reducing
the total life cycle costs for the training product line helps address the twin realities of continuous change/improvement and resource constraints.
The PACT Process Is Also: Systems-Oriented. The original concept of a "Curriculum Architecture" came from the Bell System Center for Technical Education,
which was staffed by engineers who (of course) not only looked at training as a
"system" but labeled it an "architecture."
Using the systems approach for the design of an entire training product line is like
designing a network of products that all work together to provide and enhance a
system's functionality. Of course, the PACT Process's customer and business
orientation dictates that some potential training products that could be built and
installed into the network should not be built - they may not provide sufficient
return on the investment. Developing any such product would be bad business.
More Credit Where Credit Is Due. The influences upon the development of the
PACT Processes have been numerous. As is often said, there is nothing new under
the sun. Karen Wallace taught me the training business (her influences were
Rummler and Gilbert) and exposed me to the writings of Bob Mager and Joe
Harless.
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Ray Svenson has influenced the PACT Process over the years, starting with the very
concept of "Curriculum Architecture." He also showed me the importance of
linking training development to business strategies and of the systems approach to
training.
I have had many clients on whose training projects I was exposed to the concepts,
tools, and techniques of the quality movement, of Integrated Product Development,
of MRP II, and so forth - experience that found its way into the PACT Processes.
(There are many lessons to learn from the best of all management practices. We can
adapt tools and techniques from marketing, engineering, sales, finance, etc.)
However, the single most significant influence has been my experience as an
analyst, designer, developer, and facilitator of training targeted at product managers
for one particular SWI client, AT&TNetwork Systems. For Network Systems, I was
involved in the development of more than 200 hours of group-paced and 4,000
pages of self-paced training in support of the performance requirements for product
planners. I had to learn a lot about product planning and management. I had to
learn about business, and I found out about product-based market analysis and
management, financial analysis and management, new product development
planning and management, manufacturing planning and management, sales planning and support, and service planning and support.
I had a very supportive client at Network Systems, Gerry Kaufhold, who let us
experiment. For example, in 1987 Gerry let us get creative when he bought into the
concept of the Product Management Novel, an overview-level Training Module
describing a year in the life of two fictitious Network Systems product planners.
(The original idea for this was stolen/benchmarked/based on Tracy Kidder's Soul of
a New Machine, which was very popular at Motorola when I was there in the early
1980s.)
From our projects at Network Systems, I gained insights on how to manage an
industrial product from concept to grave; how to financially analyze its worth from
the standpoints of economic value-added (EVA),cash flow, and P&L;and how to
think about-design platforms and build component Training Modules that could be
integrated into the platforms. We used to insist in the classroom (and still do today
in the pilot tests for updates) that the product planners needed to be business
champions first and last, and product champions second (sound familiar?).
Finally, it was my work at Network Systems that made me realize that training
managers are, indeed, product managers (or curriculum managers), managing a
training product line along with various training support services.
Conclusion. We hope that you have found value as we have shared the SWI PACT
Processes with you. We are still learning - the processes continue to evolve with
each project and with each bit of feedback from our clients. But our goal with the
PACT Processes remains the same: to involve the customer as we efficiently design
and build training systems to support individual and organizational performance.
The book we are currently developing about the PACT Processes will reflect recent
developments in our practice with the PACT Processes. Your comments, questions,
and concerns (along with your experiences in adapting the PACT Process) would be
most insightful as we write the book. Please write and share them with us, care of
Jennifer L. Freeland, SWI client relations coordinator. Guy Wallace will attempt to
answer questions and concerns via Pursuing Performance or by letter. ••
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Belabored Relations

Simulating Management/Union Interactions
by Pete Hybert

This is part of a series on simulations for skills training. Senior associate Pete
Hybert has been involved in the design, construction, and delivery of the major
simulations SWI has implemented over the past half decade.
As a new supervisor who's becoming familiar with your new
workforce and territory, you've noticed that some of the field
practices seem lax, especially in the area of keeping company assets (like tools and vehicles) secure. In fact, you
recently found an unlocked company van parked in an alley,
keys in the ignition. You found the employee at work inside
a building nearby. You have asked for a meeting to discuss
the issue. You want to send a message that security is an
important issue to the company. You don't want to alienate
anyone, but this is a violation of local work rules on vehicle
use.

The worker, the
steward, and you:
Dealing with a work
rule violation

What does the employee think about all this? He's a good
worker who is usually not careless, and although he knows he violated a work rule,
he believes this is really a minor infraction that doesn't warrant discipline. He'll
probably admit to making a mistake - but nothing more.
Of course, then there's the union steward. You don't know it yet, but she thinks
you're making a mountain out of a molehill. Her stand is going to be that the
employee is a good worker who may need a friendly reminder at most. She doesn't
want you to issue a formal warning that would go on the employee's record; in fact,
she's prepared to file a grievance if you do so. If she can convince you to give in or
can get the meeting off track so that you fail to provide the proper procedural
warning, she'll figure she has done her part to protect her people.
What will you do? Play the hard line? Stir things up? Follow proper procedure?
Incur a grievance? Be conciliatory? You know how the company is trying to get
more employee involvement, how the company figures that labor and management
should be able to work together. Will what you do support that goal?
Whatever you do, you'll get a chance to discuss the impact of your approach and
discuss alternatives you might have tried. That's because you're in the middle of a
simulation for managers and supervisors as part of a four-day course on labor
relations at a regional telecommunications company. The information you acted on
came from the lectures you have had in the course so far, from your own job
experience, and from "data packs" that prepared you and the other participants for
this first "round" of the simulation.
Okay - Break! As it happens, the situation our new supervisor was about to
address had already been addressed somewhere in the telecommunications company by some other manager - but with real consequences. We at SWI know,
because the situation was one of those we solicited during design and development
of this course using our normal PACT Process.
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The project turned out to be one of our favorites, and one of the good things about
it was the way client personnel involved on the project team took an exceptional
amount of ownership in the project. Perhaps the reason they were so involved was
that they realized labor relations was an important issue at the company. Labor
relations there had always been adversarial. The climate was one of caution and
distrust, and clear hierarchical boundaries characterized interactions with employees and union stewards.
The company wanted to create a more participative environment where management and labor worked together. Labor was to take more ownership in areas
previously the domain of management (such as establishing local work rules,
setting procedures, making improvements, and so forth). However, all of this had
to happen within the context of existing union contracts.
During analysis, we found that our target audience of managers and supervisors
was unsure how to implement the company's new direction without exposing
themselves to grievances or even lawsuits.
•

They needed knowledge that would allow them to interpret and apply the
labor agreements applying to them.

•

They needed skills necessary to conduct (and document) the one-on-one or
small-group interactions involving employee, steward, and manager.

•

They needed guidance in walking the fine line between working with their
employees while still serving the best interests of the company.

•

New managers and supervisors needed to develop confidence in their abilities
to handle such situations.

2. Arbitration Vignette

3.

l

Introductory

~Lessons

Overview of Labor
Relations Processes
4.

Labor Relations
Organization

Background
Knowledge

Labor Relations
Processes

I

T
12.

The course we designed to
meet these needs combined
lectures (for key concepts
and information) with
simulations (for skill building). Our heavy use of
simulations in the course
stemmed from the following
three key principles:
1.

Learning requires doing.

2.

Skill building requires
repetition with coaching
and feedback.

3.

In order to be successful
over the long term on
the job, participants
would need to be able to
evaluate and coach
themselves.
~ ~

Summary and
Evaluation

Lesson flow; shaded
lessons include exercises
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Developing the Simulation. Input for the simulations came from 12 managers who

worked in a variety of operating environments in the company. We selected 16
scenarios that seemed to apply across the company and to which most managers
and supervisors could relate.
One scenario deals with a good employee whose attendance record deteriorates
because of personal problems. Another deals with an employee whose performance
slips from superior to simply acceptable after being passed over for a promotion.
And a third centers on Donny, the employee who commits a minor work rule
violation by leaving the keys in the company truck.
Our goals for the simulations were to allow participants to
•

Work through different approaches for handling each of the 16 simulation
incidents.

•

Improve skills in documenting meeting proceedings.

•

Have a chance to apply course concepts in a "real-time" situation.

•

Build skills in evaluating and critiquing the performance of others so that
participants could coach subordinates and colleagues.

The simulations we use differ from traditional role-play activities in that our
simulations force participants to consider not only the interaction (the process) but
the context and the results. Although "testing understanding" may be one of the
key points on a checklist for the simulated manager/employee meeting, the more
critical criteria will be the results of the meeting: Should the supervisor have
reprimanded the employee? Did the supervisor document the conversation well
enough to support management's position in the face of a later grievance action?
What else could have been said or done?

Steward

@

Two meetings from
a simulation round

Each simulation meeting uses four
roles (manager/supervisor, employee, steward, and observer).
Each participant is allowed to play
manager
four times, and each
Observer
simulation round deals with a new
@
issue. The scenarios build on
previous rounds to make each
meeting more challenging. For
instance, when you play the
supervisor a second time, you find
that after the first meeting you had posted a notice in the garage listing the work
rules pertaining to vehicle use and security. This morning, however, what did you
see outside a coffee shop? The same employee's truck, unlocked, engine running.
Your data pack suggests to you that this is beyond ridiculous. You covered this
issue with him yesterday and you have to address it again today?! Is this a simple
oversight? Is the employee constitutionally challenged by keeping track of small
objects like keys? Is he challenging you? Sitting at the table with you is the same
cast of characters as in Meeting 1 of Round 1. How will you handle this situation?
(And how will others in the class handle it ... )
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Some Unexpected Simulation Outcomes. As we went into the pilot test of the
course, we had intended to gradually allow the simulation groups to become selfregulating - to operate without our guidance during the rounds. However, after the
first meeting, participants felt comfortable enough to control things themselves.
One of the reasons for their comfort was a simple
job aid that helped the participant in the observer
role evaluate others' behavior. Using the job aid,
participants seemed to be able to conduct and
critique the meetings fairly effectively.
It also became apparent during the pilot that
even experienced managers and supervisors
learned during the course by trying different
approaches and watching others. Since the
pilot, the client has continued to offer the
course to mixed groups of new and experienced target audience members.
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Some Expected Outcomes. The course
successfully imparts the labor relations
knowledge and skills we designed into it.
Participants feel that the course time is well
spent, and they enjoy helping each other learn.

There was a tendency for participants to perform less than optimally because of the
pressure of the meeting situation. The repeated practice during simulation situations ("skill building requires repetition") enabled participants to improve their
performance under pressure over the duration of the course.
Like simulations we have built for other clients, this one provides participants with
"condensed experience" in a safe learning environment, enabling them to handle
the complex situations they face on their jobs.

For a previous SWI newsletter article describing more of the instructional background to this project, contact Jennifer L. Freeland at SWI. Also available: a reprint
of an article from the fall 1994 Pursuing Performance describing the use of simulations in product management skills training. Watch future issues of Pursuing
Performance for the next in a series of articles on simulations we've built. ••

Blowing the Whistle on Crimes against Quality
"Deliberately or inadvertently
mismanaging stakeholder expectations is a quality
crime," asserts Guy Wallace in an article ("Managing and Mismanaging Stakeholder
Expectations") he wrote based on a consumer's unhappy experience with a major
corporation. The editor of The Journal for Quality and Participation calls the
article Guy's "best one yet." Watch for it in the June '95 issue. ••
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Training Design for Future Business Architectures

CAD Meets BPR
by Pete Hybert, Dottie Soelke, and Kelly Rennels

A Curriculum Architecture Design (CAD) we did recently for one of our clients in
the food distribution industry was notable in that the design encompassed all of
the jobs and processes within-the client company, plus certain interrelated jobs and
processes outside the company, at vendors and customer stores. What was most
interesting to us was that the design wouldn't be implemented for the current
architecture of the company - it was for some future and still evolving architecture. The client was at the time undergoing a total, top-to-bottom re-engineering;
everything was up for grabs.
Why develop a CAD when the Business Architecture is, as T.S. Eliot says, "Between the idea and the reality"? Why design Training Specs for processes that
aren't fully defined, for software that hasn't been developed? Was this a project
from the comic strip "Dilbert"? The mad scheme of a manager about to be RIF'd?
The PACT Process Curriculum Architecture Design we went through with our
client yielded the following outputs:
•

Analysis data for our target audiences in more than 90 different jobs and 50
processes

•

Performance Models covering all of those jobs

•

Matrices identifying all the critical and important knowledge and skills

•

Assessments of all the client's existing training courses as to their "future" fit

•

Specifications for the Training Modules required to fill in existing training
"gaps"

•

A multitiered inventory structure of the subassembly training component
modules for orientation, performance overviews, supporting knowledge/skills,
and on-the-job "how-to"

•

Specifications for what we call "Training Events" (and others usually call
"courses")

•

Twenty different Curriculum Paths encompassing the 90 jobs; these paths are to
be used as developmental planning tools for teams and team leaders

To make life easier for ourselves as we developed the CAD in the dynamic client
environment, we built a FileMaker® database to store, change, and retrieve Training Event and Module Specifications. The database allows us (or the client) to
quickly determine the ramifications of changes to a Training Event, for example by
showing which Training Modules are used in multiple Training Events.

Capturing a moving
target

Our challenge was to capture a snapshot of a moving target, a company undergoing
a major transition. The client's goal was to determine all of the training needed to
support their post-re-engineered state and to then move toward that state following
a strategic plan.
Our CAD efforts provided the client with a picture of what one portion of their new
Business Architecture might look like - the training application within the human
resource infrastructure (see the first article in this issue of Pursuing Performance
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for more information about the Business Architecture). One key piece of our CAD
consisted of an implementation plan presenting estimates of the costs to develop or
acquire the high-priority training we had specified. Those estimates allowed our
client to budget for the training portion of the overall re-engineering costs.
The client's rationale for this "concurrent training re-engineering" was that even
though the Business Architecture would be changing, the outputs of our CAD
process were likely to be accurate enough to apply to the new organization. We
concurred; in any given Training Module level, the content specifications, delivery
method, length, and cost estimates will probably apply to whatever processes and
organization the client winds up with. Content within a Training Module (and who
might need the knowledge/skills) might change, but the need for the Training
Module should remain, and the costs to develop the Training Module should stay
within acceptable tolerances.

From the CAD, the
costs of training

Based on our design, the client knows many of the training cost implications for
the re-engineered organization. The client can now calculate how much it will cost
to develop and implement the highest-priority Training Modules of those we
specified or to develop all of the Training Modules (which we would never
recommend). Those training costs are now a component of the client's strategic
plan and budget for achieving a new Business Architecture.
FileMaker is a registered trademark of Claris Corporation .••

About

~WI: Who, What,

When, and Where

OHSAYCANYou SEE:Ritu Lal, the newest member of our production staffwelcome! Ritu has a bachelor's degree in business administration with a minor in
computer graphics from Friends University in Kansas. Her work at a television and
weather station drawing weather maps and creating weather-related art sharpened
the computer graphics skills we look forward to utilizing. In her spare time, Ritu
enjoys reading, sketching, and shopping. Ritu became a U.S. citizen on November
15 - congratulations!
GETTHEMNow: We recently released a new company brochure complete with the
SWI service line descriptions, the SWI client list, and short biographies of the
members of the consulting staff. We have also released a new consulting brochure
on the SWI Business Architecture Analysis. If you would like a copy of either
brochure, please contact Jennifer 1. Freeland.
UPCOMING
PRESENTATIONS:
At the end of January, SWI senior associates Peter Hybert
and Dreama Perry will present "Partnering with Your Clients to Build a Better
Case" at the CNSPI Winter Workshop. (CNSPI is the Chicago chapter of the National Society for Performance and Instruction.) SWI senior associate Diane
Wagner will also speak at the CNSPI Winter Workshop. Diane will present a minisession titled "A Business Model for Training and Development." For more information, please call Jennifer 1. Freeland.

r>.

NSPI 1995: SWI consultants will present three sessions at the 1995 conference of
the National Society for Performance and Instruction. Ray Svenson and Guy
Wallace will offer "Strategic Planning for Training and Development." Pete Hybert
and Dreama Perry will present "Using Activity-Based Costing to Manage the ~ ~
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Training Function." And Joe Sener and Geert Oostvogel are slated to present "The

Human Resource Department's Role in ISO 9000 Registration." The conference will
be held March 28-30 in Atlanta.
STUMPING
FORQUALITY:
During the month of November, SWI senior associate Joe
Sener spoke at eight quality information seminars across the country. The seminars
were sponsored by a Chicago-based financial services and software firm. If you
would like a copy of Joe's presentation "Total Quality Management: The Role of
Information Quality," or if you would like Joe to speak to your organization about
the Malcolm Baldrige National Quality Award and ISO 9000, please call Jennifer L.
Freeland at SWI. In December, Joe attended the Malcolm Baldrige National Quality
Award presentations in Washington, D.C. The event included the Recognition
Ceremony for Joe (and for the other examiners, too, of coursel), the opportunity to
see President Clinton present the annual Malcolm Baldrige Quality Awards, and
the chance to discuss the competition with the winners.
FREE!A copy of our book The Quality Roadmap will be sent to each of three
randomly selected readers of Pursuing Performance who fill out and return the
feedback form enclosed in this issue. Forms must reach us by February 1, 1995.

HO\v to Get Your Company

on the Quality Traek-:
And Keep It There

GOING
FORTHEGOLD:Pursuing Performance was nominated for a technical
publications award in the 22nd Annual Technical Publications, Art, and On-line
Communication Competition sponsored by the Chicago Chapter of the Society for
Technical Communication. Also nominated for technical communication awards
were the SWI internal weekly newsletter, the Flash; our book The Quality
Roadmap - How to Get Your Company on the Quality Track - And Keep It There;
and the SWI service brochures.
THEMEDIUM
ANDTHEMESSAGE:
Some of our clients and friends wonder why they hear
the same hold music (Robert Palmer's "Every Kind of People") on our phone
system. "Frankly," says Karen Wallace, "the piece of music was carefully chosen to
reflect the values and philosophy of SWI." If and when we change it, you can be
sure the new music will also reflect our basic values.
AN SWI "THANK
YOU":To the clients and friends who responded to our database
inquiry, be assured that you will continue to receive Pursuing Performance.
FINALLY
(BUTVERYIMPORTANTLY):
We wish all of our clients and friends a happy
holiday season and much success in the New Year.••

Next in Pursuing
Performance:
• Integrating HR and
Business Architecture
- Next in the Series

Pursuing Performance is published quarterly for the clients and friends of SWI.
Our goal is to share specific applications of Human Performance Technology
and Total Quality Management technologies in order that organizations may
improve quality and productivity. Contributing topics for articles is.encouraged.
Direct submissions and comments to Jennifer 1. Freeland, SWI, 1733 Park
Street, Suite 201, Naperville, lL 60563; v9ice (,08) 416-3323; fax (nm) 416-9770.
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