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Welcome

¢ Introduction and background

¢+ Performance Based Learning

¢ Practical Case Order Management

¢  What would you do?

¢ Questions
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If you had to choose: what would you .
measure as L&D?

Learning Business
Analytics Analytics
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Why is this important for L&D?

Personal Story: December 2007
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Bronkhorst High-Tech®

Founded in 1981

Development, manufacturing and sales of
mass flow meters and controllers

Privately owned

Approx. 600 employees world wide

Market leader in Europe

24/7 world wide support
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Learning & Development

Bronkhorst®
The Team
Techn. Training Officers Global L&D Manager Learning & Performance Officers
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Dig. Appl. Specialist Training Coordinators

Internal Trainers
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At the beginning...

Department |
. j Department

/\

Department
Distributors
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Partners

Challenge
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L&D Business Models
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Strategic

Learning Value
Enabler Creator

L&D /HR
Critical

Business
Critical

Performance
Enabler

Operational

© Arets, J. (in press). Unbox L&D - Towards Volue-Based L&D Business Models.
London/Maastricht: Tulser.
Not to be used or copied without prior written permission.
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What is your dominant L&D Business model? "

7

Order taker Learning Performance Value
Enabler Enabler Creator
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1. Identify 2. Imagine

> Design the best blend of solutions
> Develop solutions/engage a vendor
> Action plan for testing in practice

> Determine the need: change/improvement
> Determine the performance

> Map the stakeholders

> Determine the causes/infuencing factors
> Describe the critcal tasks

' Copyright Tulser Global 2021

4. Impress | 3. Implement

> Make a measurement plan ' :_I > lest the solutions In pfactice
> Collect data | | > Make a communication plan

> Analyse data/suggest improvement > Monitor progress
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5. Resources 4. Important tasks / activities: 1. Output: 2. Consequences:

Are there enough resources « To what extent are the work « What is the desired output / + What positive and negative

;:ﬁ';?ﬁﬁ;:ﬁ;f:; tge t processes / tasks / activities result? consequences are there for

. , achieving or not achieving
results? that thje team must carry out Which requirements must the the required output?
What resources are these? to achieve the results clear? output meet (standards)?

© O

Output Consequences

6. Capacity / competences: F A

+  To what extent are the Feadback 3. :ee:lqbﬂf-‘k about the
output?
To what extent does the
team / professional
receive feedback on the

team members prepared
to perform the tasks?

To what extent are they
supported in performing
the tasks?

Bron: HPS model, Rummler & Brache (2016) Feedback of the data?

progress of the output /
results?




How do employees know that they are meeting  Mentimeter

performance requirements/expectations?

Reviews and feedback structure

manager collegues

Open conversations and tracking
via a project management tool

meeting deadlines

Regular Reviews and feedback

Feedback and bonus

Feedback from the manager

Providing regular feedback on KPIs
defined.

Informal conversation with the
leader




How do employees know that they are meeting 4 Mentieter
performance requirements/expectations?

Counseling discussion withh
manager in the context of
assesment
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Practical Case Order Management

Reason

Our market demands more flexibility and a fast response of their suplliers.
The current order processing time is being experienced as too long.

Organizational Need:

Reduce the Order Processing Time
- from 5 to 2 work days for standard orders
- from 21 to 4 work days for non-standard orders

Benefits

- shorter response time

- Improved speed, flexibility, quality

- A better chance to succeed in fast reponse markets
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TARGETS /STRATEGY:
1. PROC. TIME
2. RESPONSE
" P TIME
SALES PROCESSING LOCAL QUOTATION PROCESSINGLOCAL  ORDERPROCESSING LOCAL ¢ 3. QUALITY
' ' 4. COST
Customer Pre Sales Internal 5. .3
_1 D | ‘ Area Sales | [ Office leer e 2
% _

‘_J*I

QUOTATION PROCESSING BHT

p
_— | Request Entry \ ‘ Quotation Prep I Create quotation ] Register Quote ]
e

ORDER MANAGEMENT BHT R [ 1
PRODUCT
STANDARD ORDERS (PCF ORDERS) REALISATION
il
ENTRY TECHNICAL COMMERCIAL MATERIALS PLANNING
30/31 CHECK 32 CHECK 33 MNGMNT 41-45
b L
NON STANDARD ORDERS (NON-PCF ORDERS)
. v
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Critical tasks:
Tasks are clear (what to do)
Standardisatieon of task content not
clear enough
Documented processes and
procedures not available

Resources:
Complex IT systems
Bugs in systems
Mismatch in workload and available

Results and standards: Consequences:

- Clear for standard orders: process

orders and prepare them for production Positive Improved customer

-- KPI's for coordination of output satisfaction, leading to potential for
(processing time, order confirmation, higher profits

and customer satisfaction) not used yet

resources

Resources not flexible
Negative: losing customers, lower
profits

00 &

Middelen

—

—_—, e ®

Team Opleiden: Hesultaten en Gevolgen
standaarden

Capacity (support): 0‘ Feedback and monitoring:

- A lot of undocumented knowledge in the Feadbick an shuring - Output coordinated at team level
heads of experienced sales engineers -Operationel status reported on
department level

-No individual feedback on performance

-Indication of great differences in
knowledge levels

- No customer satisfaction data

-50 = 75% of all orders contain errors
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New objective
Context
» Detailed recording of errors is the basis to improve the quality of the sales process
Objective
* |nside Sales Engineer detects errors in orders and is able to record these in a standardized way
= Errors in orders are detected in an early phase
Solution
= Develop performance support to assist with detecting and registering errors

= Set up an internal continuous improvement cycle
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Lesson Learned 2 /5 6% |
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Measure the right
data
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Focus op Order Entry

TARGETS /STRATEGY:

x PROC. TIME
2. RESPONSE TIM

E
p
| SALES PROCESSING LOCAL QUOTATION PROCESSINGLOCAL  ORDERPROCESSING LOCAL ¢ 3. QUALITY
' ' 4, COST
Customer Pre Sales Internal 5. .3
_1 D | ‘ Area Sales | [ Office leer e 2
& : ) %

QUOTATION PROCESSING BHT

p
_— | Request Entry \ ‘ Quotation Prep I Create quotation ] Register Quote ]
e

PRODUCT
REALISATION

ECHNICAL COMMERCIAL MATERIALS PLANNING
HECK 32 CHECK 33 MNGMNT 41-45

P

NON STANDARD OF JERS (NON-PCF ORDERS)
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Proposed Solution T - -

2417 Support 2 0 7 0 Results: @

Improved order quality
@ Reducted order processing time

Learning in the flow of work

Faster order confirmation / shorter
response time

Social Learning h ﬁ

«  Continuous improvement of individual and

« Sharing knowledge by collaborating on team
continuous improvement assignments + Enable easy access to available information
+ Coaching and feedback at the workplace resources Critical tasks:

» Document critical tasks and task definitions
« 24/7 performance support for tasks
- Dashboard with actual team performance data

e Order processing (status 30/31)
« Technical order configuration
» Commercial order configuration

D 10 * Order registration / administration

Formal Learning

Influences:

Errors in orders (>50%)

No insight in error reporting internally
Tasks only partially standardised

No continuous improvement cycle




Lesson Learned 3/ 5 - m?%om!

Create a prototype
of your solution as
sSoon as possible
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Configuratie mini CORI-FLOW

Performance Support ) e

Welkom

Wellkkom op da mni- DORI-FLOW configuradepaging. J& vindt hier de
InStrUChEl, TO0H. datd #n Khti grondinformatie om & technische
configuratie te kunnen Jitvosren

Technische configuratie Opportunity For
Improvements
Instructies -

Tools =

}t_‘l i Al Fad Dol (T i Iy

Commeants
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Dashboard
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Dettlar Name

Ovder date

4 free
Sales growp

De scription

coNFIDENTIAL £}
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Order control - Order Management (status 31)

OFI's per week % OF! per week

Total Orders

.
: - 11 ______..—-/
. w Orls
- o
16.00%
0 10 20 W &l 0 Yedr dinek
iop 10 OF1's OF ! guscovered by
C-BTEQI:II} 1 vi
Category 2
Category 3
Category 4
Calegory 5
Category 6
Category 7
Category B
Calegory 9
Category 10
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Lesson Learned 4 /5 Bmﬁ%‘"w

Use
multidisciplinary
feams
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Continuous Improvement

Establish a continuous improvement team

Measure
(Dashboard)

Prioritise
biggest
problems

Implement
solution

Design
solution

6$antimeter
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Lesson Learned 5/ 5 PO -

Be persistent and
patient
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What's your desired focus as L&D
department?

Learning Business
Analytics Analytics




Are you going to take my job? What's your  “*

response?

Yes, because otherwise we can't help

Ne, we do need your inEutc:lnd experience

No, in this way we can measure the result in the end

Yes, maybe you'll learn something!

 niet effectief
effectief

Let's collaborate, we have the same goal




| basically need help with the 10, can't
you just buy a training somewhere?

Your reaction?

No

What do you want to be
better or different

Nino, let the skilled staff
members cocreate :)

It is not about the 10. It
follows a broader aim to
improve processes within
the company and makes us
future readly.

You will not have any
change in performance
after it.

A Mentimeter
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Lessons Learned .
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Summary

Build a good relationship with \ V
your stakeholders o N E .Y

Measure the right data SR\

Create a prototype of your
solution as soon as possible

Use multidisciplinary teams \

Be persistent and patient
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Interested in resources and a book'? B :
B ronkhorst

Are you ready to strengthen your L&D role and find solutions beyond formal learning activities?
Send READY to info@tulser.com, today before 18:00, to receive some great resources!

By sending READY, we'll also put you in the draw to win our “70:20:10 towards 100% performance”
book. The winner will receive a message from us next week.
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Bronkhorst®
Performance for Life

Innovation - Experience - Responsibility

Bronkhorst High-Tech B.V., Nijverheidsstraat 1a, NL-7261 AK Ruurlo, The Netherlands
T +31 573 458800 | www.bronkhorst.com E info@bronkhorst.com




