PURSUING PERFORMANCE
From ~W I Svenson & Wallace, Inc ....
Architects and Engineers of Systems that Build and Support Performance

What Is a "Business Architecture"?
by Ray Svenson

We are familiar with the concept of architecture for buildings, computer systems,
and even curricula. But how does it apply to a business?
In the case of a building, the architecture is the form that follows (or allows)
function and defines the aesthetic qualities of the building. It also defines the form
and structural relationships among the roof, the walls and supporting members,
and the floor plans. It carefully provides for the flow of people and materials; for
the control of the interior climate, lighting, and waste removal; for all the equipment and tasks that must be performed in its interior; and for important interfaces
with the outside.
All buildings, regardless of their purpose, have an architecture that addresses these
issues. The architectural design is driven by what may be considered stakeholders'
requirements, such as the ability to
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•

Provide a pleasant and safe environment for people who work in it.

•

Be as inexpensive to construct and operate as possible while achieving its
functional purposes.

•

Blend into the community to avoid being attacked as an eyesore.

Moreover, architectural design must follow a body of principles based in part on
the laws of science; the empirical experience of thousands of years; and emerging
capabilities conferred by changing technology, new materials, and advances in the
state of the art and practice.
A House of Business. What does this have to do with "Business Architecture"? If
you think about it, a business (or any organization) has many similarities to a
building. Its purpose and performance requirements are defined by a set of stakeholder needs.
Building or business
- form und function

Business Processes are established to achieve these needs. An Environmental Asset
Infrastructure - including the organizational structure and roles, the physical
equipment and facilities, the information systems, etc. - is created to support the
Business Processes. The Human Asset Infrastructure is an inventory of knowledge
and skills, attributes, and values (KSAV)that
•

Enables performance of the tasks that make up the Business Processes

•

Supports the Environmental Asset Infrastructure

The way all of these elements are configured to achieve the purpose and performance requirements of the organization is its Business Architecture. Just like a
building, every organization has an architecture, whether consciously designed or
simply evolved.
The rules and practice for designing an organizational architecture are not as clear
or as well understood as the architectural design rules for a building. After all, we
have been developing organizational architectures in a systematic way for a much
shorter time, and organizations are much more complex than buildings. They are a
subclass of complex, adaptive systems.
What is an organization? It is
•

A performance system

•

An instrument of power

•

A social system

•

A political system

•

A harness to enable more than one person to work together toward a common
end

Organizations are created by people but often outlive their creators. An organization is like a living organism in that it is born, it grows, it learns, it has memory, it
metamorphoses into new forms, and it dies.
Organizations grow by acquiring people either singularly or by absorbing other
whole organizations or organizational parts. Organizations have values, culture,
processes, and infrastructure.
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Our analysis tools allow us to learn some things about organizations, but the
deeper levels remain hidden as they do for individuals. We learn about these
deeper levels by experiencing the life of an organization at the gut level and
through the organization's imagery.
An older organization is like an older person - it has a history, much of which
may not be directly remembered but lies deep in the psyche and the brain and has
an influence though not overt. As organizational architects and engineers, we can
design the forms; but the purpose and soul ofthe organization come from its
stakeholders.
An Emerging Discipline. Having said all this, people have actually been designing
organizations for many years. Our capability is getting better with experience. Our
organizations are capable of achieving higher and higher performance goals.
I believe there is emerging a science and practice of organizational architecture and
engineering that will incorporate, in a systematic way, major elements of
•

Systems engineering

•

Performance technology

•

Organizational development

•

Business science

•

Quality

and other fields, as well. You will not find many departments of organizational
architecture and engineering in major corporations, universities where major
disciplines are taught, or even major consulting companies. Nevertheless, I believe
these groups are there and are converging on a common, integrated, and disciplined approach to organizational architecture and engineering.
Organizational Architecture and SWI. At SWI, our byline has become: "Architects and Engineers of Systems that Build and Support Performance."
So what?
This is all a very nice conceptual metaphor that satisfies my engineering ego, but
what earthly use is it? Just this - we believe, and practice, that you can start with
a purpose and a set of performance requirements derived from stakeholder needs
and
•

Design a new organization to meet these requirements.

•

Re-engineer an old one.

•

Make evolutionary improvements to an old one.

Because organizations are adaptive, they do not have to be designed perfectly; they
can "learn" and improve themselves. The learning or self-improvement capability
of an organization is a feature that can be designed-in to accelerate the adaptive
improvement process. This is especially important in situations where the "Business Drivers" inherent in the competitive environment and the assets and core
competencies of the organization that are reflected in stakeholder needs are changing rapidly. The organization must be successfully adaptive to whatever external
rates of change will exist.
~ ~
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Applying Organizational Architecture.
ture principles apply?

At what levels do organizational architec-

We believe they apply at any level where a "performance system" can be defined.
The following is an example of a hierarchy of levels:
•

The corporation

•

A business unit

•

A major business system (product development, manufacturing)

•

A support system (human resources, finance, information systems)

It will be discovered that at all these hierarchical "levels," a "system" can be
defined with the components shown in the diagram.
In short, it has an organizational architecture.
The higher the level that is under "design control," the better the optimization of
the whole enterprise. If only subunits are under design
control, you will get suboptimization of those units at the
expense of overall performance. This is a fundamental
law of systems engineering. This does not mean,
however, that some centralized bureaucracy
completes a detailed design of the subunits.
Far from it. It simply means that the performance requirements and interactions among
the subparts must be designed at the highest
levels, and so on down the chain.

Human
Performance
Models

As an example of this, we have noticed that we can do
a more effective job of Curriculum Architecture or Skills
Management System Design when the organization has
recently completed a "rs-engineering" effort and has its Business Processes clearly
defined with line-of-sight performance requirements all the way up to the top. If
the Business Processes are well defined and the organizational structure and roles
have been well designed; we can come closer to analyzing the human asset requirements for a high level of process performance. This takes a lot of the guesswork out
of designing integrated systems for recruiting, training and development, qualification, staffing (assignment management), career management, compensation, performance planning and assessment, etc.
Looking Ahead. As the power of this systems engineering approach to organizational architecture becomes better understood, we expect to see a change in the
way organizations are designed and in how they adapt. There will be an architectural and engineering discipline imposed on design and design changes. Adaptations to changing environmental conditions will be faster, better, and cheaper. Why
something is the way it is or why it is being changed will be clearly explainable in
business performance terms. The architectural and engineering specifications and
drawings for the organization will be available for inspection, audit, and modification. Making changes systematically today is hampered by not knowing what we
have in place - for example, Process Maps and knowledge and skills, attributes,
and values inventories.
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We have a long way to go before we achieve this state, but I believe the outlines of
the discipline of organizational architecture are becoming more clear every year.
---------------The emerging information technologies will permit us to create
organizational computer-assisted design (CAD) systems so that we
" ... the outlines of the discipline of
can
keep track more readily of the enormous design complexity,
organizational architecture are
calculate
the impact of design changes on performance, and
becoming more clear every year."
specify the piece parts.
I would not be surprised if sometime within the first half of the next century we
have well-established departments of organizational architecture and engineering
in the universities and major corporations and an industry of organizational
architecture and engineering firms. ••

Book Review: Systems Architecting
Systems Architecting: Creating & Building Complex Systems, by Eberhardt
Rechtin. PTR Prentice Hall, Englewood Cliffs, New Jersey, 1991. 333 pages; price
$52.00. Reviewed by Pete Hybert.
The word "architecting" may raise the hackles of proofers and editors, but it does
convey the idea that architecting can be seen as a process or activity, as well as a
role. Eberhardt Rechtin attempts to define that process and what it takes to do it
effectively, irrespective of whether you're architecting a building, an aircraft, a
telecommunications system, or an organization. He succeeds in clarifying the
thought process behind creating answers to complex problems with multiple
stakeholders - a challenge that faces not only architects but managers, internal
and external consultants, training designers, and engineers.
The author, a professor of engineering at the University of Southern California and
president emeritus of the Aerospace Corporation, sees systems architecting as
planning and building structures or systems, but he distinguishes architecting from
engineering. The architect, as integrator, must make sure all the pieces fit. He or
she must clarify function so that form can be derived from it. Because of the need
to see the context within which the system will exist, the architect must be a
generalist with conceptual abilities rather than a technical specialist. And the
architect is the link between client(s) and builder(s). The ultimate responsibility of
the architect: make sure the system works as a whole.
The book covers a range of topics, from the history of architecting to the architect's
role and primary concerns in each of the steps in a systems development process;
from challenges such as the "ultraquality" requirements of a complex system to
political and social forces that operate on the system and the design process. The
key insights in the book are linked along a string of heuristics, short simple statements that, while not absolute rules, embody general common sense and good
practice. Some of my favorites among the more than 100 heuristics in the book are
the following:
•

On general design principles - "Simplify, simplify, simplify."
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•

On where to spend the most time and effort in system design -

"The greatest

leverage in systems architecting is at the interfaces."
•

On how to be successful using client involvement, education, and politics "Success is defined by the beholder, not the architect" or "Don't assume that the
original statement of the problem is necessarily the best, or even the right, one."

•

On the frustration of system testing and problem resolution - "Before the flight,
it's opinion. After the flight, it's obvious."

In spite of a bias toward technical development environments, there are a great
number of thought-provoking ideas that ring true, create insights, or challenge
conventional wisdom with respect to designing systems that build and support
human performance. Near the end of the book, Rechtin begins to examine the
emerging discipline of organizational architecting, pointing out that organizations
are also complex systems requiring designed architectures.
If you are at all interested in understanding stakeholder requirements, designing
systems solutions, and overseeing their testing and implementation, there is
probably much in this book for you. Taken conceptually, the tips and "watch-outfors" in the book can be applied to the architecting of organizations, training
systems, skills management systems, quality management systems, and human
performance support systems .••

Personal Profile: Jan Wickman
The first time Dreama Perry remembers meeting [an Wickman, the two were being
recruited to sign letters of intent to attend the same college on athletic scholarships. They wound up as roommates and teammates during a winning season, and
Dreama recollects that Ian's style was "aggressive yet calculated - not timid at all.
She was a team player."
After a year, however, the two went separate ways. Ian
continued her education in her home state at the University of Wisconsin in Milwaukee, still on an athletic
scholarship as a key player on a team that twice made
it to the national "Sweet 16." During this time, she
started her sales career, working as a part-time sales
representative for a pharmaceutical company.
After graduating from the U of W, [an stayed in Milwaukee for a marketing job handling Coca-Cola"
fountain sales and special events in Wisconsin professional sporting events, golf outings, fairs, and
festivals. A few years later she headed to Atlanta,
winding up at Advo, the nation's largest provider of
direct-mail advertising.
[an Wickman

Ian began with Advo as a sales representative, was promoted to sales executive,
and then moved up to handle key accounts. In that position, she worked with
major clients - national retailers, for example - to ascertain advertising needs,
plan budgets, coordinate direct mail, and create individual ad pieces as well as
entire campaigns. She also handled marketing and sales for Advo itself. (Pursuing
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Performance readers may be interested to know that Jan was the team leader for
Advo's missing child mailers that go out to 58 million households a week and have
been instrumental in recovering about 70 children.)
When Ian decided that she was going to leave Advo, the SWI partners asked her to
interview with them. As it turns out, [an had visited her old friend Dreama in
Naperville and had met the SWI partners on an informal basis.
So she interviewed. With Karen Wallace. With Guy Wallace. With Ray Svenson,
Karen, and Guy. With Jennifer Freeland. With the consultants. In fact, during one
of her visits to SWI she talked to 18 people - grueling but "good," Jan says,
"because that way everyone can see what your personality is."
"We felt that Ian's personality, style, and values would be a good fit with SWI,"
says Ray. "We selected her because of her experience, her track record, and her
success in sales at the executive level with large companies. We wanted someone
with the proper presence in the executive suite - but not a high-pressure salesperson." [an, in turn, was looking for a company that breeds success and teamwork
and wasn't singularly focused on its bottom line.
One week into her new job in early January, she and Jennifer Freeland had already
designed a plan for the new Marketing & Sales Department, and Ian was making
sales calls. ''I'm not really a hard seller," she claims, "but if I believe we have a
good product, I want an opportunity to show our stuff when I feel the client can
benefit." From the working-world sales courses she's been exposed to, she's had to
"pick and choose" to avoid methods that don't fit her style - or SWI's. She is
averse to "used car sales" tactics, she says. "My job is to create awareness - to let
people know why we [at SWI] do a better job."
To succeed at SWI, Ian's objectives are to "learn about SWI's market, services, and
competition; get to know each and every client as well as I can; and provide a
consistent interface between clients and SWI." She's not above challenging an SWI
consultant who feeds her service line explanations that won't help her meet those
objectives. "Help me make that more understandable," she'll request.
.
Her move to the Chicago area has led to some changes in her personal life. She's
looking for a new place to stay in shape by teaching aerobics, new running trails,
and new places to play volleyball and basketball, although the word is that she and
Dreama have been holding their own on local park district courts. Is she competitive?, she is asked, the question intended to be about sports. "Oh, yes," is the reply,
"I think you have to be in sales."
What she didn't leave in Atlanta is her enjoyment of traveling - to Europe, to ski,
to scuba dive - or her dog, Sam, a female of the "not sure" breed. She's nearer to
her family (now living in Madison, Wisconsin) and to her sister who has an Arabian horse farm just north of the Illinois/Wisconsin border. A brother works for
Dun and Bradstreet in Tennessee. A friend she dates is in training for the next
Olympic competition in men's team handball, a sport of the "not sure" breed that
sounds like a cross between football, soccer, and mayhem. "It's not big in the U.S.,"
explains Jan.
And what she has brought with her also to SWI are skills and traits honed during
her years as a competitive athlete at the college and semiprofessional level discipline, the ability to learn from mistakes, a drive to succeed, an aptitude for
communication - and a strong desire to contribute as part of a winning team. ••
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How They Apply at SWI

Measuring Up= Business Metrics
By Karen Wallace
Back in the spring 1992 issue of Pursuing Performance (then called the Management Update), we introduced you to our first view of our roadmap for continuous
improvement.
Since that time, we have kept you advised as we have improved both the visual
model and the underlying content. In fact, the view of our most recent model was
highlighted in our last issue, winter 1994. One change we made at that time was to
separate Business Metrics from Business Processes, because we wanted to show
more clearly that metrics are the link between the Business Drivers and Processes.
Metrics are established by the stakeholders as
they analyze the assets and competencies of the
Financial
business along with marketplace requirements.
The metrics then drive the Business Processes both what is done and how it is measured.
Customer
Satisfaction

Metrics are needed to identify how things are
going, opportunities for improvement, and how
those improvements are working. 'Metrics
provide accountability for performance by
allowing results to be traced down the hierarchy
to the working level. The metrics may also be
used to predict organizational performance.

Business
Development

Overall
Performance
Index

Employee
Satisfaction

Top levels of a

The top levels of measurement hierarchy might
look like the diagram to the left, although the
percentages can vary based on business
direction.

measurement
Regulatory
Compliance

hierarchy

The overall performance index is broken down into components that measure key
organizational drivers. Each driver is weighted. In this example, financial metrics
account for 50 percent of the total weighting.

Financial

Net
Income

ROI -[

Each component is broken down further.
The financial metric, for example,
depends on ROI - which in turn
depends on factors such as net income
and capital investment.

Capital
Investment

r---- Market -[
Share
Business
Development

Further breakdowns

Product ;-[
Innovation
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New Market
Penetration
Existing
Market Share

New Products
Introduced
Technology
Leadership

Business development can be measured
using market share and product innovation, which in turn have their own
metrics.
All components have their measures.
For example, customer satisfaction may
be obtained by direct feedback (complaints, solicited feedback) and internal
measures (returns, backlogs, response
time, order accuracy).

With the Business Drivers identified, we can "cascade" the metrics throughout the
organization, allocating components of metrics to organizational units. In theory,
we could cascade the hierarchy all the way to the individual level.
Most companies have not explicitly identified a measurement hierarchy. Without a
measurement hierarchy, an organization lacks feedback on current performance; it
lacks a way of determining where improvements should be initiated; and it lacks a
way of determining whether improvements meet business objectives. Failure to use
a hierarchy means that improvements may satisfy only relatively low-priority
measures. Or, improvements may neglect a key measure - for example, focusing
on market share and ignoring product innovation.
A metrics hierarchy also illustrates that while financial performance may be
important, it is never the only important measure of performance. The hierarchy of
metrics allows management to set priorities for measuring the results of continuing
operations and improvement initiatives and to link organizational performance to
organizational drivers and strategies.
,-- __

Customer
Satisfaction

\--__

Employee
Satisfaction

Overall

Contributionto
Technology

Performance
Index

Contributionto
Society
SWI's metrics

Financial
Performance

hierarchy

....---

Qualityof Work

1----

Timeliness

Customer
Satisfaction
1-- __

L..- __

With this in mind, SWI has been applying
these concepts to our own organization, as
well as to our clients'. The diagram to the left
shows you how SWI measures its performance.
The breakdown
shown below.

of the top-level components

This is, of course, a work in progress. As we
continue our development of these metrics, I
will keep you informed. • •

....1--

Matchto
Expectations
Formationof
Partnership

Employee __
Satisfaction

-+1--

Value/Cost
L..-

Educational
Support

1--

Supportfor
Homeless
Supportfor
Elderly
Supportfor
Protected Groups

Contributionto
Society
----11-L..-

Breakdown of top-

-E

....-

is

Growthand
Development
Contributionsto
Work
Balance between
Workand Family
Matchto Own
Values
Workplace
Environment

Internships
Lectures
Scholarships

Contributionto
Technology

--E

Publications
New Product/Service
Development
NSPISupport

level components
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From the SWI Project Archives

A Performance-based Pay Progression
Program
by Karen Wallace and Ray Svenson

One of the questions that plagues business and industry is, "What comparative
system should we use to pay our employees that is efficient, fair to the employees,
and justifiable to the company?" Increasingly, the answer to this question is a
"Pay-for-Skill" System (similar systems are sometimes called "Pay-for-Knowl----------------edge"). Performance technology provides the basis for building
a
skill-based compensation system that works, as we've seen in
"Performance technology provides
systems
we've built for our clients.
the basis for building a skill-based

compensation system that works ... "

We developed one such system for the maintenance group in
the oil fields of a major oil company. What we call a Pay-forSkill System, our client called a Pay Progression Program. A contact who had
heard us present at the National Society for Performance and Instruction (NSPI)
conference called us in because his company was looking for a skill-based pay
system that would take into account the following issues:
•

The maintenance group used a wide variety of jobs - more than 200 technicians performed 16 different types of maintenance jobs ranging from communications technicians to diesel mechanics.

•

The company had a five-level pay scale, and people had to be placed fairly on
this scale in spite of the diversity of their jobs.

•

The system had to allow people to move from job to job without punishing
them by lowering their pay level.

•

Testing methods had to be fair, accurate, and easy to administer.

•

The system had to allow for possible restructuring of the organization in the
future.

The purpose of the project was to develop a system for evaluating maintenance
technicians on their knowledge, skills, and abilities and placing them at the
appropriate level and pay grade. The decision to move an individual from level to
level was to be based on three factors:
•

Time in grade - how long an individual has been at his or her level. The
criteria for this factor were set by the company.

•

Performance appraisal, using the company's standard performance appraisal
process.

•

Qualifications, using the criteria developed in the Pay-for-Skill System that is
the focus of this article.

Therefore, an individual could move up a level if he or she had been at the current
level long enough, had adequate performance appraisal ratings, and demonstrated
the qualifications for the next level. The Pay-for-Skill System was the vehicle for
determining the qualifications for each job and level and for testing to see if those
qualifications existed in an individual.
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The Pay-for-Skill System we developed has three major components:
•

Qualification instruments

•

An Administrative Support System

•

A Training System

Qualification Instruments. The first step in developing performance-based qualification instruments is to conduct a performance analysis. We gathered together
groups of master performers from each of the 16 maintenance functions, along with
supervisors and engineers, and in two- or three-day meetings had them identify the
performance basis for each job title - the job's mission, impact on the organization, areas of responsibility, outputs, performance measures, tasks, and required
knowledge and skills.
In conjunction with master performers, we later developed qualification instruments for each discrete task or skill: performance instruments, simulation instruments, talk-through instruments, or written instruments. (See "Assessing Performance for Job Qualification" on page 13 of this issue for more information about
types of qualification instruments and the elements they contain.) In almost all
cases, we developed performance or simulation instruments because they most
clearly demonstrate that a person actually has the desired knowledge or skill.
Pay-for-Skill System
- for maintenance
technicians

In the end, we defined hundreds of different qualification instruments for the
various tasks and skills for maintenance technicians. Each qualification instrument
was assigned a point value based on its complexity and importance to the organization. Each individual accumulates a certain number of points in order to be
eligible to move to the next step level. In this way, individuals and their supervisors develop progression plans related directly to work planning requirements, the
need for cross-training, etc.
The Administrative Support System. Along with qualification instrument development, it was necessary to develop a support system to provide organizational
oversight and manage the progression process. The Administrative Support System
manages
•

Individual progression planning

•

Individual training planning

•

The qualification assessment process

•

Qualification instrument updates

•

Job model updates

•

An appeals process

Organizational elements of the Administrative Support System are
•

A steering committee to guide the overall project

•

Review boards to review and approve the qualification instruments and make
decisions about points, levels, etc.

•

Evaluators to administer qualification assessments to employees
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An important piece of the Administrative Support System was a computer database developed by the client to organize and maintain the various qualification
instrument documents, along with the individual progression and training tracking
documents.

\...J

The Training System. The third important component was the Training Support
System, which addresses two needs:
•

Pay-for-Skills System training - enables all players in the process to understand their roles and carry out their duties relative to the pay progression
program.

•

Task training - enables the employees to obtain the task skill and abilities
needed to be able to pass the qualification assessments.

Each individual uses an individual training plan that supports the progression
plan developed with his or her supervisor. This training plan is in writing, and
progress is tracked against each learning objective.
Project Outcomes. The project was carried out in 1987. Today, it is still seen as
"win-win" by both the employees and the employer. Employees like it because it is
clear that they are being paid for their accomplishments. They feel they now know
what is expected of them and are being provided with the training to learn how to
do that. The system also allows employees to address their own interests and
career paths.
Supervisors and managers like the system because it gives them the ability to staff
their units with people who have the skills needed to do the work according to
workload forecasts. Supervisors also like it because it gives them more ability to
measure accurately the performance of their people.
In fact, because of the success of this project, we were asked to do a similar project
last year with the Alyeska Pipeline Company .••

Managing Human Assets -

A White Paper

Rapid transformations in the world of business raise questions such as the
following:
•

What skills mix do we need for our re-engineered Business Processes? For our
new systems and technology? For our global business strategy?

•

What is the mix of skills we actually have?

•

How do we systematically manage our human assets to make sure the skills
inventory is aligned with the real requirements of the business?

The SWI partners - Ray Svenson, Karen Wallace, and Guy Wallace - have
written a white paper article addressing these issues for senior management
readers. If finding the answers to these questions is important to you as you guide
your organization through these times, please call Jennifer 1. Freeland, our client
relations coordinator, for a copy of the white paper. ••
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Just Do It!
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Assessing Performance for Job
Qualification
by Ray Svenson

Remember the last time you took a driver's test? How did you do? Did you like the
questions on the theory of internal combustion engines? Were you comfortable
with the quiz on angular momentum and centripetal force?
It was the road test that let you show your knowledge of driving, right? The road
test is similar to what we call a qualification assessment, or a qualification test. It
doesn't matter so much what we call the road test; what matters is that it gives you
a chance to demonstrate your proficiency with certain tasks critical to your "job" as
a driver.

Qualification
assessment

There are numerous types of assessments that can be used to qualify someone on
job-related performance. The most appropriate type depends on a variety of factors
that include the nature of the task, the underlying knowledge and skills, and the
work environment.
Demonstrating Actual Performance. Operating a motor vehicle is a task similar to
many for which we've developed qualification assessments during several recent
projects. And for tasks that are operational or technical in nature, nothing beats
qualifying by demonstrating the actual performance just as it's done on the job.
Imagine that you are a communications technician, and one of the critical tasks in
your job is to install telephones. Would you rather take a paper-and-pencil test on
concepts of telephony, circuits, and the history of communications - or show that
you know your job by actually installing a phone? If you are the technician's
manager, do you care if he or she knows who Alexander G. Bell was, as long as the
technician can follow procedures to install safely, in a reasonable amount of time, a
phone that works and meets workmanship standards?
The qualification assessments we build for such tasks use an evaluator and a
qualification instrument to allow a technician to qualify. The technician installs a
real phone using the tools and documentation normally available. As the technician works, the evaluator checks off criteria such as whether
•

The technician observes safety regulations.

•

The technician follows proper procedure.

•

The phone functions properly ..

•

The quality of work is appropriate.

•

The job was done within an appropriate amount of time.

Paper-and-pencil tests are, at best, weak simulations. Qualifying by using the actual
task is much better because it avoids having to test underlying knowledge and
skills and gets right to the point of qualification: Can the performer do that particular part of his or her job under the real or simulated conditions of the job?
~ ~
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When It Can't Be the Real Thing. Sometimes, of course, it's impractical, awkward,
or downright dangerous to evaluate performance in the real job situation. In some
of these cases, simulation is the next best alternative. A qualification assessment
involving simulation might have a technician working on spare equipment "offline," for example. This off-line equipment might be something like a programmable logic controller - or it might consist of an entire nuclear power plant
control room simulator built and used for training purposes. Sophisticated simulations such as these are very close to the "real" job. Their advantage is that specified
situations can be provided for the candidate to deal with that would not be possible or desirable to assess in the real job.
Desktop computers may provide simulations that are a level or two removed from
the realistic experience of a full simulation.
If You Can't Walk through It, Talk through It. Yet another type of qualification
assessment involves talking through on-the-job situations. These are appropriate
for at least the following three types oftasks:
1.

Troubleshooting equipment or systems where problems cannot be replicated or
simulated on-line or off-line

2.

Operational tasks such as emergency shutdowns where an on-line evaluation is
neither able to be scheduled nor desirable

Simulate It!

3. Responding to alarms
For these tasks, we develop qualification instruments that allow an evaluator to let
the qualifying jobholder describe and show (without doing) what to do in given
situations.

Talk
It
Through!

Three ways to assess
performance for job
qualification

For a troubleshooting task, for example, the evaluator provides a set of symptoms
to which the technician must respond. "Here are the symptoms, what could be the
causes, and what would you do first?" asks the evaluator. Based on the response,
the evaluator provides more information - "Here's what the instruments indicate;
what should you do now?" Depending on the complexity of the task, the evaluator
and candidate proceed in this way until the candidate arrives at a conclusion and
provides a suggestion for corrective action.
Talk-through instruments also work for tasks that are operational procedures.
"Here's the condition you're faced with," says the evaluator. "What do you do
now?" Since these qualification assessments are best done at the actual job location, the qualifying technician can describe what should be done while pointing to
relevant instruments, using relevant blueprints or drawings, and so forth.
Qualifying for a task that involves responding to an alarm can be done in a similar
manner.
Developing Qualification Instruments. The origins of any qualification instrument
are in the performance analysis, which identifies tasks in relationship to organizational processes, systems, and equipment. Based on analysis work products like
Performance Models, Analysis Teams determine which tasks require assessment by
examining the impact of task performance.
•

Core tasks have important consequences and usually require assessment.

•

Noncore tasks are noncritical; they may be assessed if they are important parts
of a particular job, but audit standards will not be as rigorous as with core
tasks.
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The team creates an overall assessment specification to identify the tasks to be
assessed and the method of assessment (on-the-job, simulation, talk-through). As
the qualification instruments are developed, this specification is updated so that
links between the qualification instrument and the job remain up-to-date.
The physical qualification instrument is developed based on a template, the
specification, and the input of technician subject matter experts. The experts
provide the answers to questions such as
•

What should the conditions be? (What tools, documentation, etc.?)

•

What must the candidate do? (Follow a procedure? From where?)

•

What should the evaluator check for in following the procedure? (Workmanship? Omitted steps? Safety?)

•

What are the final, task-end criteria? (Functionality; does the thing work? Time
to perform? Safety? Process conformance? Quality?)

The draft qualification instruments are reviewed by other practitioners/experts.
They will be further validated as they are administered by evaluators during actual
qualification. The final qualification instrument is a sheet of paper containing the
following major pieces of information:
•

The task name

•

The assessment conditions - for example, "with all standard blueprints and
drawings available"
.

•

The required procedure and checkpoints for which the evaluator must look

•

A final set of pass/fail criteria for the evaluator to mark

•

Space for comments and signatures from the evaluator and candidate

The next page shows a sample qualification instrument.
The finished qualification instrument becomes part of the qualification system
database, along with the overall specification document. The content of the specification drives planning for individual and team qualification efforts by highlighting
the tasks on which individual jobholders must qualify. As jobholders qualify for
the various tasks, the database is updated appropriately.
Conclusion. As "Architects and Engineers of Systems that Build and Support
Performance," our approach is to develop qualification instruments that are performance-based and test actual performance wherever possible. Task performance
assessments can be simpler, more comfortable for the jobholder, easier to develop
- and they more directly answer the critical question, "Can the jobholder perform
the task?"
Broader issues involved in building and using qualification systems - including
costs and benefits - were addressed in the winter 1994 issue of Pursuing Performance. Call Jennifer L. Freeland, client relations coordinator, for a copy of that
article .••
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SWI's Internal Qualification System
by Mark Purcell
"Are you qualified?" This phrase is often uttered (now somewhat jokingly) around
the computers of SWI E-mail users as they send and receive communications and
files over the SWI network. Every employee in the office is expected to be qualified. The E-mail qualification instrument shown below has served as the first in a
series of qualification instruments that SWI employees will be required to pass.
They will all be part of SWI's new internal qualification system.
SWI E-Mail Qualification Instrument
Final Evaluation
Test Date:
Qualified:
If No:

~I

Evaluator Comments

=====~

~::::::========~
0

Repeat entire test
test steps

o Repeat

Rescneduted for

L.I

Tasks to be Performed
• Compose

a message

---l

~II~
Evaluator:

1

Signature:

.

Things to Check for
• Message sent to the right person

• Send a message
• Retrieve a message
• Reply to a message
• CC: using e-mail
• Use the "Mail Log"
• Print and delete a message
• Check to see if the message was
read or not by the recipient
• Use an enclosure

• Correct file enclosed

• File a message

• Correct message filed in logical
place

If you work at SWI,
you've seen this
form!

SWI Employee Comments

1

Employee:

1

Signature:

Comments

_

_

This particular
qualification
system will have
dual purposes.
First, the qualification system has
been developed to
mirror the utility
of qualification
systems developed for our
clients. That is,
SWI's internal
qualification
system will serve
as a manageable
audit trail for task
assignments and,
in the future, it
will serve as
input for the
compensation
system.

Second, SWI's qualification system is being designed to make SWI employees fully
aware of the impact a qualification system can hold for our clients. Having been
integrally involved in a qualification system on an everyday basis, SWI employees
will have a better understanding of the pressures to pass, the difficulty of maintaining, and the tangible benefits of such a system. All SWI employees will be a part of
the new system, and all are expected to pass the E-mail qualification assessment:
partners, consultants, production specialists, administrative assistants, managers,
marketing and sales personnel, etc.
The purpose behind administering a qualification assessment is to demonstrate
that a candidate is qualified. The point is to qualify, not to fail a candidate. And
what is the best way to prove that someone can perform the task in question?
Whenever possible, a qualified assessment administrator assesses ability by observing and rating candidates' actual performance of the task.
For more information about SWI's qualification systems, feel free to inquire by Email to SWI at 74674.453@compuserve.com. We are, after all, very qualified to
respond .••
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ASQC Q9000 and Purchasing
by Joe Sener and Geert Oostvogel

This article is part of a series on ISO 9000 and its relationship to various departments in an organization. ANSIIASQC Q9000 (or ASQC Q9000, or simply Q9000j
is the American equivalent of ISO 9000. The article is based on the quality standards embodied in the latest version of those standards, ASQC Q9000-1994.
As shown in the graphic below, the sales and purchasing organizations are major
players on the input side of a transformation process. While sales is accountable
for the quality of the "contracts" (contract review), purchasing is accountable for
the quality of materials and services to be delivered by other businesses.
Purchasing's role is
critical. Requirements that are
insufficiently deContract
Contract
fined, specified, or
"Quality"
Review
communicated can
The
have
a cumulative
Production
effect downstream.
Material
Process
Purchasing
& Service
The further downQuality
stream in the production or delivery
process a product or
service is, the more
value has been added. The further downstream a product becomes defective (or a
Upstream influences
service has to be adjusted) because of nonconformity, the more money is involved.
on quality
Next to sales, purchasing plays the major role in the avoidance of nonconforming
products or services.
Purchasing departments tend to be cost driven. Rightfully so. But the bigger picture
must be kept in mind. Saving a small amount on each unit purchased can cause
costly rework downstream. Cost of quality studies show time after time the impact
purchasing can have on bringing down cost of failure.
What Role Does Purchasing Play? The ISO 9001 standard requires that "the
supplier shall establish and maintain documented procedures to ensure that
purchased product conforms to specified requirements" [italics ours] (from
Subclause 4.6.1, "Purchasing - General"). "Product" in this sense may mean
services, hardware, processed materials, and software. It may be tangible or intangible (knowledge or concepts). The use of these products or services may occur at
any stage of the "production" process. Suppliers include businesses such as
distributors, dealers, contractors (including training), repair services, etc. Whatever
the product is, the key is: how does a company ensure the quality of materials and
services provided by other businesses?
Purchasing and the Quality System. The ISO 9001 standard requires that the
purchasing department prepare documented procedures to support the documented quality system and "effectively implement the quality system and its ~ ~
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documented procedures" (Subclause 4.2.2(b), "Quality System Procedures"). This
subclause places the actual responsibility for compliance and active support with
each member of the management team. If the evidence available illustrates a trend
of routine failures within a particular department and ineffective corrective action,
this constitutes a violation of clause 4.2. Some assessors have referred to this as the
"nuclear bomb" of audits. Normally, assessors are not likely to find sufficient
evidence of nonconformity; but if they do, a violation of this magnitude is significant. The assessors are likely to conclude the audit at this time and suggest the
supplier call them back when they are more organized.

~

Purchasing and Quality Planning. In addition to the requirements for documentation and effective implementation, ISO 9001 requires that the supplier "define and
document how the requirements for quality will be met" (Subclause 4.2.3, "Quality
Planning"). This means that each operational department should plan its actions
within the system in light of available evidence, then act effectively on that plan. In
the context of the purchasing department, this should include the development of a
vendor qualification plan and what steps should be taken near term and long term
to manage the quality of the subcontractor or vendor base. This plan should be
documented and is considered a quality record.
Key in a quality system is how a company evaluates and selects suppliers and how
purchased product is verified. The ISO 9000 standards are very specific about these
issues.
Evaluation of Subcontractors. As a customer, you have the same responsibility to
review contracts that you have as a supplier. The standard requires that "subcontractors shall be evaluated and selected, based on their ability to meet subcontract
requirements including the quality system and any specific quality-assurance
requirements" (Subclause 4.6.2(a)' "Evaluation of Subcontractors"). This means
that subcontractors first must be evaluated and then selected. Auditors will expect
to find evidence of this decision-making process by means of criteria used and
conclusions drawn. This becomes a quality record. When a subcontractor is expected to operate a certain quality system and/or meet specific quality assurance
requirements, that becomes part of the evaluation and selection process.
Part of the selection process is the" definition of the type and extent of control the
company will exercise over the subcontractor" (Subclause 4.6.2.(b), "Evaluation of
Subcontractors"). The type and extent of control has to be dependent upon the type
of product and its impact on the quality of the final product. Again, auditors will
expect evidence of the criteria used and the methods of control assigned to
different products. These become quality records. Quality reports and quality
records of previously demonstrated capability and performance may be used when
appropriate to determine methods of control. This means not only that proven
suppliers may be exempt from requalifying, but also that the method of control is
subject to corrective action depending on the subcontractor's performance.
An operational issue is that the customer may need to be told when the basis for
acceptance is compromised. This is just a matter of being responsible for situations
that might affect the quality of the end product.
Finally, the company has to "establish and maintain quality records of acceptable
subcontractors" (Subclause 4.6.2(c), "Evaluation of Subcontractors"). This means
the documentation of all the above, from an approved subcontractor list to records
of performance.
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Purchasing Data. The standard requires that "purchasing documents have to
contain data clearly describing the product ordered" (Subclause 4.6.3, "Purchasing
Data"). Although the standard is very specific and self-explanatory in this matter,
this item is often subject to confusion. The major concern is the clarity and
completeness of purchasing data to avoid miscommunication and wrong
deliveries.
Ongoing orders of the same goods may be handled based on a master contract that
is clear and specific, as long as the actual ordering process used refers to that
specific master. Where qualifications or audits are part of the purchasing process,
that must be so stated in the purchasing documents.
Purchasing documents must be reviewed and approved for adequacy prior to
release.
This, of course, does not apply to ongoing orders based on a master contract.
Control of Customer-supplied Product. As mentioned in previous articles regarding ISO 9001, the supplier is required to "...establish and maintain documented
procedures for the control, verification, storage, and maintenance of customersupplied product provided for incorporation in the supplies or for related
activities" (Subclause 4.7, "Control of Customer-Supplied Product").
We have seen many different ways of tackling this problem of using product
manufactured or procured by your customer in your product and accepting the
responsibility for its quality. The best way to handle this is to accept the product
by issuing a purchase order to your customer. Make it a zero dollar purchase order
if that is possible, but assign a purchase order number to the incoming product.
When it gets to the receiving dock, treat it as any other purchased product, and
have it accepted into your system and tracked as any other component. One
manufacturing company we worked with did this and actually created an item
master record for their MRP-II system unique for the component, in order to keep
separate records on identical components purchased from other vendors.
With this or any other area, do not create new or special systems just to handle ISO
9000 requirements. Inevitably, you will get caught up in the differences. Your
associates will not immediately recognize the difference for this unique set of
circumstances, and when they come up, they will either try and guess what they
are supposed to do or, at best, have to stop the processing long enough to look up
the special requirements. Keep it simple.
Purchasing and Inspection and Testing. "The supplier shall ensure that incoming
product is not used or processed until it has been inspected or otherwise verified
as conforming to specified requirements" (Subclause 4.10.2.1, "Receiving Inspection and Testing"). So what does this have to do with purchasing? Many traditional
purchasing departments are responsible for contracting with the vendors or subcontractors to deliver goods or services. Oftentimes they abdicate any responsibility for receiving quality products, having them undergo incoming receiving inspection, or getting them out onto the line.
One approach we have seen work quite well is to have incoming receiving inspection functions report to purchasing as opposed to quality assurance or material
handling. This ensures that purchasing is measured not just on selection of
~ ~
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vendors but also on the closing of the purchasing loop-delivering quality products
to the line. If purchasing has these responsibilities, then they must be competent to
determine the "amount and nature of receiving inspection" (Subclause 4.10.2.2,
"Receiving Inspection and Testing"). Just handing over the reins without providing
the competency will guarantee failure of this part of the system. The management
representative is responsible, through internal audits, for ensuring that the verification techniques used are necessary, sufficient, and in accordance with the quality
plan and/or documented procedures.
The receiving inspection process should, in any case, be based on risk. Vendors can
be classified by how much product they ship to you, what their performance
history has been, evidence collected during an on-site audit of their quality systems
during a visit to their location, risk to your operations if their product reaches your
loading dock and is unusable, etc. There is no need to check every attribute on
every component in every shipment received. If you never have a problem with a
specific vendor, set up your systems so you look at far fewer attributes. The standard requires that every incoming lot be "inspected or otherwise verified as conforming" (Subclause 4.10.2.1, "Receiving Inspection and Testing"). This can also
include checking to see if the bill of lading and packing list agree with the purchase order. If your experience (with supporting evidence) tells you that is all you
need for this vendor, then document that and move on.

"Cost of quality studies show time after
time the impact purchasing can have
on bringing down cost of failure."

Companies will spend a great deal of time and money on
vendor qualification and incoming receiving inspection and
ignore evidence of substantial conformance from their
vendors. Do not use just-in-case inspection. You have a
customer waiting for that product.

Purchasing and Corrective and Preventive Action. When deficiencies are discovered in the processes described above-either through the inspection and testing
process, internal audits, external audits, or trends in performance data-the company must respond by identifying the root cause, determining corrective action
needed to eliminate the cause, and putting in place appropriate controls to ensure
effectiveness of the corrective action. In the case of purchasing, that might end up
as a new or tightened type of control exercised over a subcontractor. As stated
earlier, these methods are subject to corrective action.
Conclusion. The purchasing organization plays a substantial role in a company's
quality system and, therefore, in the quality of the products and services delivered
to the customer. Since purchasing operates at the very beginning of the process,
careful design and implementation of the aspects of the quality system affecting the
purchasing organization may impact the company's product quality dramatically
and help any company meet its overall quality goals.
Senior associate Joe Sener is a Certified Quality Engineer, Certified Quality Auditor,
Lead Assessor for ISO 9000, and a former member of the Board of Examiners for
the Malcolm Baldrige National Quality Award.
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 ••
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The Training Function: A Business
Architecture Model
by Karen Wallace, Ray Svenson, and Diane Wagner

The training department within any organization is frequently a hidden treasure.
Many other functions such as sales, marketing, operations, purchasing, or management have more public personas. That is, their charter and mission are well publicized and easily available within the company.
As a "hidden treasure," training can be underestimated and undervalued by its
own customer. Ten years ago, competitive advantage was gained by being the first
to implement the newest technology or the most effective process management
system. But at this stage in the development of the economy, the advantage captured by innovative techniques like process management and technology is only
part of the answer.
What the economists and others tell us today is that human resources capable of
understanding, using, and modifying equipment and processes have become the
asset most likely to capture competitive advantage.
David Kearns, chairman and chief executive officer of the Xerox Corporation, says,
"Human capital will replace technology and machine resources as the basic building block of production and service delivery." And Tom Peters, a longtime observer
and forecaster of business trends, tells us that "Organizations must change the way
they use their most valuable asset-human resources. Maximizing human capital
must become a primary corporate mission."
How many of you work in organizations where maximizing human capital and
intellectual resources is near the top of the company's "To Do" list?
If you raised your hand in answer to that question, we congratulate you! And for
those of you who did not raise your hand, we hope to outline a method for creating
an architecture for a training organization that will maximize the potential for
moving from the "hidden treasure" state to becoming one of the "crown jewels" of
your business.
Historically, training has been viewed as a service within an organization-one that
uses the organization's financial resources without generating revenue. It is this
understanding and valuing of training that must change. Training must be a full
partner in the business, not a feeble add-on or cost of doing business.
The strategic plan developed by an organization identifies its short-, medium-, and
long-term goals and defines an action plan for achieving those goals. The role of
machinery, equipment, and technology is usually clearly understood in relationship to the strategic plan. If the goal is to increase widget production by 13 percent
in two years and 27 percent in five years, a plant manager can plan the production
output month by month and can probably schedule personnel to run equipment to
produce that output.
But what happens if the strategic plan calls for the computerization of substantial
manual operations after the first 18 months? Who determines whether or not the
personnel of the organization are sufficiently skilled to handle the transition from
the manual to the computerized operation?
~ ~
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Many of you will recognize this scenario: the new equipment is purchased; it is
installed; the rollover date is established. Some of the more verbal personnel are
asking, "How do we run this stuff?" Finally, a frantic call is put in to the training
department. Sound familiar?
And now what we have here, rather than a smooth transition, is crisis management.
Enter the Training Business Architecture Model.
SWI's recommendation to its training clients is to develop their own Business
Architecture Model. The training department will then have a structure and
processes that parallel the larger organization, promoting continuity and clarity
across the business.
The Training Business Architecture Model used by SWI looks like this:

A model of the

Training Business
Architecture

We'll look at the elements of this model one at a time.
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Training Business Drivers. Training management often knows intuitively what
their Business Drivers are, but rarely are these drivers written down or shared with
others inside or outside the organization. Look at the components:
•

Assets and competencies of training - these represent the training
organization's capability to perform.

•

Business environment
field.

•

Training stakeholders - this section defines those groups that have a stake in
the training function. The training function, like others, has many different
stakeholders, each with its own unique requirements. These requirements
generally drive the metrics by which the training organization is measured.

- these factors define the training organization's playing

The table below provides some examples.
Assets and Competencies
of Training
Assets
• Available courseware
• Production capability
• Delivery infrastructure
- Facilities
- Networks (CBT and
other)
• Analysis data
• Training staff
Competencies
• Front-end analysis of
performance
• Curriculum Architecture
Design (CAD)
• Instructional design/
development
• Just-in-time delivery
• Developing customer
solutions

Examples

Training Stakeholders

Business Environment

• Business leadership
- General management
- Process owners
- Professional/tech nical
discipline leaders
- Initiative leaders
• Employees (end consumers
of training)
• Customers of the company
- Users of products and
service who need training
• Suppliers of the company
- May need training on
interfacing, TOM, etc.
• Training department
employees and suppliers

• Rate of change impacting
training customers
• Rate of hiring and job
movement
• Competitive or alternative
sources of training
• Networks for sharing
courseware, best practices,
etc.
• Customer/user perceptions
about training

of Training

Business Drivers
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Training Metrics. Often, training management believes that their measurement
system is well defined, but we find that is generally not the case. Training functions traditionally measure conformance to budget, the number of people trained,
and trainee satisfaction and performance; however, return on investment and many
quality measures are not routinely addressed. The chart below shows a sample set
of training performance metrics.

Investment

Performance
Index

Stakeholder
Satisfaction

Quality

Sample Training
Performance Metrics
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Training Processes. Just as the training stakeholders drive the Training Metrics,
the Training Metrics drive the Training Processes. There are three types of processes.
•

Leadership Processes - guide the training organization by providing the vision,
strategies, and planning while monitoring the overall results achieved.

•

Service Provision Processes - work together to produce the products and
services of the training organization.

•

Support Processes - support the work of the training organization.

The chart below provides an example of a Process Map developed for a combined
training and organizational effectiveness function.

A sample Process Map
for the combined
functions of training and
organizational
effectiveness
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Training Infrastructure.
Processes drive infrastructure. If we understand what
processes are or will be in place, we can begin to define the Human and Environmental Assets required. What types of people do we need? What skills should they
have? How should the training function be organized? What facilities do we need?
These questions can only be answered once the processes and roles are defined.
An example identifying potential components is shown below.

Sample Training
Infrastructure

Use and Complexity. It might seem that creating the Business Architecture for
training would take a considerable amount of time; but, surprisingly, we have
found that a draft of a high-level architecture can be produced in a couple of days.
This architecture can then be used to

•

Target improvement efforts.

•

Determine gaps and surpluses.

•

Drive a Strategic Training & Development Plan.

With the Training Business Architecture in place, the training organization is in
position to support the mission of maximizing human capital. ••
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Strategic Planning for Training &
Development - Phase 1
by Ray Svenson, Karen Wallace, and Dreama Perry

The third in a series about the process of Strategic Planning for Training
Development.

&'

Today the world of business is undergoing fundamental, permanent change that
renders the existing approaches to human resources management dysfunctional.
Peter Drucker in Post Capitalist Society and authors in other works assert that a
new world of work is being created out of the old in which the fundamental assumptions, metaphors, paradigms, and methods of management are different.
In the new world, human competence is the primary asset of production that
confers competitive advantage. Information technology is the primary technology.
Organizations are flat and fluid, structured around a set of clearly defined business
processes. The competitive environment is global and rapidly changing in ways
that are often difficult to forecast far in advance.
Business strategy defines and shapes the response to this shifting environment.
Products and services, business processes, and structure all change in response
to strategy.
Human competence is required to comprehend this changing environment,
formulate strategy, plan and execute changes in process and structure, and
simultaneously produce a steady stream of high-quality products and
services that are carefully matched to customer requirements. But how do
we ensure that our employees have the competencies they need?

We "wrote the book"
on strategic planning
forT&'D

One way is to create a strategic plan for training and development that is
directly linked to the business strategy. The strategic plan for training and development supports the business in its quest for quality, defines the training requirements needed to achieve the goals ofthe business, establishes a roadmap for
building the infrastructure and completing the necessary training, and provides a
framework for measuring training effectiveness. The plan accomplishes this by
answering questions such as the following:
1. What are the challenges facing our organization and our strategies and goals for

dealing with these challenges?
2.

What knowledge, skills, and competencies do we need in the organization to
achieve our goals?

3.

How can we make sure that our employees, suppliers, and customers know
what to do and how to do it; what is training'S role?

4.

How adequate is our present training system to address these needs successfully?

5.

What kind of a training system do we need? What should it look like three to
five years from now?
~ ~
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Creating the strategic plan for training and development is often an intimidating
task; fortunately, a systematic process exists for getting you there in our book, The
Training and Development Strategic Plan Workbook. The book guides executives
step-by-step through the process of building a comprehensive training system,
enabling a company to
•

Analyze the training implications of the most pressing business threats and
opportunities.

•

Benchmark the best training practices.

•

Build a world-class training operation.

Phase 1 of the Strategic Planning for Training & Development Process. The
Strategic Planning for Training & Development Process (SPT&D)includes four
phases. This article focuses on Phase 1, Strategic Vision and Goals.
Phase 3
Training
Business
Arch itectu re
Design

Investment
Plan

The four phases of

Phase 4

Executive
Review

Implementation
Plan

•••••
"..

Executive
Review

the SPT&D Process
Phase 1 provides the strategic framework for the remaining three phases. Its purpose is to create a vision, a mission, and strategic goals for training and development that are clearly driven by the goals and plans of the business.
Key outputs of Phase 1 include the following:
•

Training implications of business challenges and plans

•

Assessment of the existing training and development system

•

Mission, philosophy, and roles for training and development

•

Strategic vision and goals for training and development

These outputs should be reviewed by a panel of top organizational executives.
TRAINING
IMPLICATIONS
OFBUSINESS
CHALLENGES
ANDPLANS.Identifying training implications of business goals and challenges is one of the most important aspects of the
strategic plan for training and development. This is where training activities are
linked to business results.
Most businesses and other organizations today are deeply involved in making
fundamental and pervasive changes on a continuing basis to their products, processes, operations, methods, and technologies. All of these changes have significant training implications. If the training implications are not identified and
addressed, businesses or business units can fail or fall short of expected results.
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ASSESSMENT
OF THEEXISTING
TRAINING
ANDDEVELOPMENT
SYSTEM.The assessment of the
existing training and development system should be done against four sets of
criteria:
1.

Your internal assessment
organization

of what is versus what ought to be in your training

•

The capability of your overall training system and its subsystems and
processes to do what is needed, efficiently and effectively

•

The adequacy of basic curricula to train people who are entering new jobs

•

The adequacy of training resources to carry the basic training load and
address all the specific business challenges that have been identified

2.

Your assessment of what is in your training organization versus what your
competition is doing

3.

Your benchmark assessment of your position versus what the best-in-class
organizations are doing (optional)

4.

Your estimate of the total cost of training today and its return on investment

How Readers Use the Strategic Plan Workbook
"[We] used the structure of the book to develop a
strategic plan for training development and delivery
supporting AT&T Network Systems."
-

Document Development

Director, AT& T Network Systems

MISSION,PHILOSOPHY,
ANDROLES.The mission
statement of the training organization is a clear
enunciation of the expected contribution of
training to the business. This statement should
include mission, scope, and roles for the
overall training organization. Mission, scope,
and roles for individual training departments
and roles for managers, supervisors, and others
in the training system can then be built from
this overall mission.

The strategic plan for training and development should also include a
well-developed philosophy statement for the training organization. This training
philosophy statement provides a list of principles and values that the organization
should use to make planning and tactical decisions for the training function.
Your mission and philosophy

statements should provide the following:

1. A clear sense of the mission of all training within your organizational
2.

A set of guiding values and philosophies

3.

Purpose and roles for each individual

4.

A set of training roles for line and staff management

scope

about training

training department

The strategic plan for training and development must identify the roles of line and
staff management in carrying out training responsibilities. Without this clear definition of roles and responsibilities, important training needs can go unaddressed.
Conversely, more than one organization can attempt to address the same needs,
resulting in internal competition and conflict or simply unnecessary redundancy.
~~
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STRATEGIC
VISION
ANDGOALS.Your strategic vision and goals for training should

provide the following;
1. A clear vision ofthe training system needed to support business goals
2. A short list of strategic goals to achieve the vision
3. A one-page description of each of these goals
EXECUTIVE
REVIEW,
PHASE1. At the end of Phase 1, we recommend reviewing the
outputs of this phase with a panel of top executives in a two- to four-hour session.
The executives should consider the following questions:
1. Did we include all significant business challenges, strategies, and goals?
2. Is our assessment of the training implications believable?
3. Is our assessment of the present training system believable?
4.

Are our statements of mission, roles, and philosophy acceptable? What can we
do to make them stronger?

5. What do you like about the vision and goals? What don't you like? Where can
these be improved?

How Readers Use the Strategic Plan Workbook
"[We] redesigned the vision of training and
development for our organization, used the models
and approaches to successfully sell this vision to
executive management, and used the book as a
great staff development tool."
-

Manager of Training, Food and Beverage Company

You should overview what will be done in
Phases 2 through 4 of the SPT&D Process and
obtain executive commitment for support.
These executive reviews are important not
only for getting your questions answered but
also for obtaining the buy-in and support of
the power players in your company. This
support is a key ingredient for the future
success of your training organization. If
possible, you want to come away from this
meeting with some real champions for your
effort.

Why Develop a Strategic Plan for Training and Development? Without a strategic
plan for training and development, many of the important training requirements of
the business may go unrecognized, may not be addressed at all, or may be poorly
addressed at the last minute. The strategic plan for training and development can
help identify the consequences of not addressing important training needs and
help mobilize resources to avoid these negative consequences. Figuring out the
important training requirements of the business in a proactive, forward-looking
way provides enough advance planning so that training can be ready when needed
for critical requirements and not treated as an afterthought, providing too little too
late.
For more information on SPT&D, see The Training and Development Strategic Plan
Workbook, written by Ray Svenson and Monica Rinderer and published by
Prentice-Hall. Phone 1-800-288-4745. ISBN 0-13-853862-X. The book won the 1994
NSPI Award for Outstanding Instructional Communication .••
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Lights, Camera, Action, Learning!

SWI Simulations versus Action Learning
by Pete Hybert

To participants, our SWI simulation approach is simple - once they have gone
through it. But explaining simulations beforehand to Steering Teams, clients,
participants, and even facilitators is anything but simple. One misconception is
thinking that our simulations are the same as "action learning."
It is easy to see why people can get these approaches mixed up.
SWI simulations share a number of characteristics with the
"" .the real focus of action learning
action learning methodology. They clearly rely on participants
is on the work output."
doing things and learning from that experience. But there are
also some key distinctions that need to be clarified early in a
project to ensure that stakeholders' expectations are met and that the project does
what it is supposed to do.
What is Action Learning? Action learning originated as a specific approach
advocated in the late '70s and early '80s by such authors as Reg Revans, David
Casey, Alan Lawlor, and others. It was based on Chris Argyris' double-loop feedback model (described in Argyris' article in the July-August '94 issue of the
Harvard Business Review). Simplified, the basic concept was as follows:
•

Assemble a group of executives from various parts of the organization with a
facilitator (often called a "set advisor").

•

This group would select a significant, complex problem to work on over an
extended period of time (e.g., one to two years).

•

The group would meet at regular intervals to review and reflect on the
approach for solving the problem and to discuss progress.

•

The facilitator would debrief the group after each meeting to draw out the
learning and help develop action plans.

•

The cycle of work, meet, debrief, and action planning would continue for the
duration of the action learning process.

The action learning process, then, depends on a common experience of working on
a problem with others in the same context. Over time, relationships and new ideas
develop and evolve so that the progress on the problem is dependent on the learning that takes place.
Differences between Action Learning and Simulations. A major difference
between action learning and simulations is that the real focus of action learning is
on the work output. In other words, an Action Learning Team may be working on
developing a vision for an organization. In the process, the team might go through
significant learning about the customers, the market, the technology, employee
opinions, and even their own mental paradigms. However, the goal is not a general
competence in "vision development" but a specific vision for that organization for
that situation. Participants attend to content more than process, concepts, or skills.
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Simulation? Or action
learning?

Simulations, on the other hand, focus on process so that participants can apply
that process to new and unique situations they will encounter later. The simulation
forms the basis for a shared experience, and the learning
comes from trying something, getting feedback, and then
trying something again (usually something slightly different
or more difficult). A participant in a labor relations simulation will learn about content, such as contract terms, legal
precedent, organizational roles, and, yes, even their own
mental paradigms. But, a simulated labor negotiation does
not result in real changes to work rules.
Another key difference between an SWI simulation and
action learning is that the simulation deals with more than
one example problem. (And, because it is a designed learning experience, the group does not select their own problem.) Any individual work task or problem only presents a
subset of the total difficulties that a learner will encounter
on the job. Training a pilot to land a plane in clear skies, fog,
rain, snow, wind, etc. is better than training him or her to
take off, fly, and land one time. One of the strengths of the simulation design is the
ability to "zoom in" on the most critical and/or important parts ofthe job. Simulations can expose participants to a wide range of performance conditions.
Principles to Adopt and Adapt. David Casey cited several key principles or
assumptions behind action learning; some of them are paraphrased below:
1.

People like to learn from watching experienced practitioners work.

2.

We learn more when we are motivated to achieve something.

3. Learning about oneself is threatening and may be resisted unless there is a
supportive environment.
4.

People only learn when they do something.

5. Learning is deepest when it involves the whole person.
6.

Only the learner knows what he or she has learned.

SWI's simulations heavily leverage these principles. We don't believe there is such
a thing as passive learning. Regardless of who is learning (executives, managers,
technical professionals, clerical staff, production personnel, etc.), new knowledge
and skills need to be processed, tested, and used to be learned. Every simulation
participant plays an active role - there are no observer-only roles. We create
multiple rounds so that participants have several attempts to reduce the threat of
doing the performance (e.g., conducting a team meeting) and receiving feedback.
Participants learn from watching each other and from "war stories" that come out
during the debrief.
SWI simulations tend to have
•

A "real-time" portion (such as a team meeting or an employee-supervisor
meeting) where the participants have to act and respond with time pressures
and "noise" (such as distractions, unclear next steps, messy or contradictory
information, even nervousness)
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•

An "off-line" portion (such as writing up the product plan or documenting the
agreements reached in the meeting) where participants can think about where
they are and where they should go next

The fact that there is no "right" answer in our simulations forces participants to
weigh the pros and cons and have a ready defense for their conclusions. This is
motivating and definitely involves the "whole person."
There is one significant difference concerning Casey's sixth principle: Simulations
are designed learning experiences. Certainly there will be incidental outcomes;
however, the developer and facilitator should have a defined learning goal in mind
and ways of checking that every participant meets the goal. It is true that each
individual may focus (or need work) on different areas; however, by the end of the
course, participants should have demonstrated the characteristics of competent
performance to an appropriate level.
Choosing the Right Approach. Deciding whether you need action learning, simulation, or even some other training strategy is actually fairly simple.

•
•
•
•
•

As mentioned earlier, the first decision that needs to be made is whether the goal of
the effort is an answer to a specific problem (as in "we need a new strategy") or a
general competence (as in "we need to bebetter at developing market-driven
strategies"). Action learning is work intended to deliver an answer, using learning
as a key part of getting to that answer. But simulaUses facilitator
tions do not accomplish work; they develop the
Addresses a specific problem
capability to do work.
Good for small audience
Good for infrequently performed work
Delivered to specific work team

Action learning is used with executives for a
number of reasons, including the nature of their
work and the fact that there are typically a small
• Uses facilitator
number of them. But that is not to say that action
• Develops capability to work
learning is only appropriate for executives. It is
• Focuses on process, not problem
appropriate when there is a small audience and
• Good for larger audiences
the performance of the particular work activity is
• Can be designed for specific
audience or general audience
infrequent. For example, not everyone needs to
create organizational value statements, and even
those who do should not be doing it very often. Action learning is an effective way
Two approaches
to approach this need.
compared
If the audience is large, then there probably is sufficient reason to invest in researching the needed competencies and building a consistent, effective way of
delivering them. An action learning approach limits delivery to the intact work
team. A simulation can be effective with open enrollment.
The Bottom Line. Simulations allow training to be engineered to fit the needs of
the audience, the business, and the performance. Specific job-related problems and
difficulties can be built in to ensure that trainees are exposed to what they will
likely encounter in the workplace. Trained facilitators debrief the group to bring
out the most important points. The audience can consist of members from various
functions or intact work groups. In addition, simulations allow the instructional
designer to "zoom in" on the parts of the job that require skill practice without
requiring them to do every step in the process.
~ ~
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For the right application, simulations can provide some of the benefits of the
action learning approach. This is true in situations where the goal is a competency
to be performed in varying situations, where there is a large target audience, and
when the performance being addressed is complex but can be modeled and/or
structured into a process.
Simulations and action learning may be used together to effect new process development, re-engineering,
and even corporate transformation.

Senior associate Pete Hybert has developed and facilitated simulation-based
training for technical and management audiences in a number of industries. In the
next issue, see how simulations and action learning may be used together to effect
new process development, re-eiigineering, and even corporate transformation. ••

Hobnobbing in Washington

Quest for Excellence VII
by Joe Sener
The 1995 version of the Quest for Excellence was held recently in our nation's
capital. The four-day event celebrated the winners of the 1994 Malcolm Baldrige
National Quality Award.
The symposium was attended by more than 1,600 people including CEOs, military
brass, and quality professionals from around the world. Jan Wickman and I represented SWI. We had an opportunity to hear how the winning companies succeeded
in the Quest for Excellence and the drive toward the Baldrige Award.
This year's winners were AT&T Consumer Communications
Services (AT&T-CCS),
GTE Directories, and Wainwright Industries. We heard how AT&T satisfies its 80
million customers more than 140 million times per day. (Imagine having a business
that has 140 million customer moments of truth each day.) We learned how GTE
Directories empowered a large workforce in an increasingly competitive marketplace to go beyond traditional yellow pages advertising and provide targeted media
advertising. Wainwright Industries shared how their employees were the ones to
really stay the course when senior management was ready to throw in the towel.
It was an extremely interesting trip. We met many old friends and made wonderful
new contacts. We hope to see you and your company represented at next year's
Quest for Excellence VIII. ••
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~WI:Who, What, When, and Where

A BIGWELCOME:
To [an Wickman, who recently joined SWI as our new marketing
sales director. For a profile of [an, please turn to page 6.

How to Get Your Company
on the Quality TrackAnd Keel' It There

&

PRESENTATION
REPRISE:
Ray Svenson and Karen Wallace represented the Chicago
chapter of the National Society for Performance & Instruction (NSPI) at the Midwest Training Conference in February. They delivered a four-hour presentation
titled" Strategic Planning for Training & Development."
WE LOVETHATFEEDBACK:
Another copy of our book, The Quality Roadmap, will go
to a randomly selected reader of Pursuing Performance who fills out and returns
the feedback form enclosed in this issue. Feedback forms must reach us by May 1,
1995.
WHERETOSEESWI ATNSPI: Members of our consulting staff will offer four presentations at the NSPI Conference March 28-31 in Atlanta. Partners Ray Svenson and
Guy Wallace will present "Strategic Planning for Training & Development." SWI
senior associates Pete Hybert and Dreama Perry will present "Using ActivityBased Costing to Manage the Training Function." Senior associates Joe Sener and
Geert Oostvogel will speak about ISO 9000. And Guy and Pete will host an encore
presentation of "Curriculum Architecture Design." Please contact Jennifer
Freeland, SWI client relations coordinator, for a copy of any of these
presentations.
POWDER
BUFFS:Susan Bretz, SWI's receptionist/travel
coordinator, recently returned from a group ski trip
with other SWI employees and friends to breathtaking Breckenridge, Colorado, where she participated
in an adaptive ski program for the first time. Chad
Gorby, her adaptive ski instructor, teaches what he
calls "Learning by Discovery Skiing" through the
Breckenridge Outdoor Education Center (BOEC), the
only not-for-profit adaptive ski organization in the
United States. "The BOEC constructed the adaptive
program with minimal differences between those
with a disability and those without. I was skiing
right along with my friends, and I had a great time,"
Susan said. "It has encouraged me to try things I
never thought I could do before. It really has meant
a lot to me." The BOEC is able to offer the same experience annually to more than
2,000 people with disabilities. Chad, shown here with Susan, is one of only eight
full-time staff members the BOEC employs. The majority of the support for the
program comes from the more than 100 volunteers who offer their services.
INTOPRINT:Pete Hybert and Dreama Perry authored an article titled "Beyond the
Buzzwords - TQM, HPT and Shareholder Value" for ptri, the NSPI journal. Guy's
article "The Customer Is King ...Not" was published in the March issue of the
Journal for Quality and Participation.
~ ~
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PRESENTATION
PREVIEW
- MAY:SWI will participate in the 49th Annual Quality
Congress held in Cincinnati. Joe Sener will present the paper "It's Not About
Quality, It's About Culture," and SWI will have the opportunity to meet new
contacts as a conference exhibitor. Please stop by our booth to say hello.
PRESENTATION
PREVIEW
- JUNE:Karen Wallace will present "Maximizing the Value of
Human Assets through Systematic Skills Management" at the Assessment, Measurement and Evaluation of Human Performance Conference in Boston. We will
also showcase our services and products in the exhibit hall.
DOESN'TTHISGUYEVERWORK?As noted in the previous Pursuing Performance, Joe Sener attended the Malcolm Baldrige
National Quality Award presentation in Washington last
December. He finally got his pictures, and this one shows
(from left) consultant Joe Dormady, Dr. Joseph M. Juran, Joe,
and ASQC Fellow Ron Cassell.
MODESTLY
NOTED:Pursuing Performance earned a Merit Award
in the 22nd annual Chicago Technical Publication, Art, and
Online Communication Competition sponsored by the Chicago chapter of the Society for Technical Communication.
Pursuing Performance is one of several publications that SWI produces. Other
publications include SWI's internal newsletter, The Flash, and the redesigned
Chicago Chapter of the National Society for Performance and Instruction (CNSPI)
newsletter, Performance. Those wishing to contribute articles to CNSPI's Performance can contact editor Mark Purcell at SWI for more information.
BESTOFTHESEASON!
As the year turns to spring, may your plans and projects share
in the energy and growth of the season. ••

N ext in Pursuing
Performance:
• Partnering with
Your Client to Build a
Better Business Case
• Strategic Planning
for T&D - Phase 2
• And more ...

Pursuing Performance is published quarterly for the clients and friends ofSWI.
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 L. Freeland, SWI, 1733 Park
Stre~t, Suite 201, Naperville, IL 60563; voice (708) 416-3323; fax (708) 416-9770.
MaryBeth O'Hara, editor. Printed on recycled paper.
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