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Monitoring and Measuring Performance

Introduction

Everyone wants to know the score.  We all want to know whether or not our actions are achieving the desired results.  It doesn’t matter if we are at work, home or at play, we continually check some sort of indicator to see if we are having the desired effect.  At work we look at the results our group, department or team is able to produce, at home we evaluate the quality of our relationships with our spouse, family and friends and at play we look at our batting average, our bowling score or the number of fish we may have caught.

Monitoring and measuring our performance is a normal and natural part of everything we do.  Measures or indicators provide the basis for our decisions and actions.  Measures give us thoughtful ways to plan our next steps, be it our work plans, family activities or our strategy for facing the next pitcher in tonight’s softball game.

Measures are an integral part of our personal lives and are also an essential part of our organizations and teams life’s.  Your job, as either a leader or a team member is to think through the purpose of your team and then identify the measures or indicators that will be useful in helping you judge the effectiveness of your actions.  Performance indicators will provide your team with the information necessary to make thoughtful decisions about what to do and what not to do.

Defining indicators or measures is not difficult.  Don’t worry about getting them right the first time.  They will become more valuable and meaningful when they are refined and changed to better support the team.   The important thing is to start measuring and understanding what you do. 

Why Measure?

Everyday, each of us makes hundreds of decisions.  Sometimes those decisions are based on hard data and at other times we base those decisions on interpretations and observations.  In all cases, we are influenced by some sort of measurement.  Here are a few examples of decisions we make everyday and the measures they are based on.

Decision






Measure

Should I get out of bed?




Time of day

Should I get gas?





Gallons remaining

What should I do today?




Demands

Is my department’s effectiveness improving?
Results

Is our product meeting customer expectations?
# Complaints

Should we work overtime?



Work remaining

Should I change oil?




Miles or hours operated

In each of these simple examples some sort of “measure or indicator” (time, list, expectations, etc.) exists to help or guide our choice.  Measures provide the ‘windows” through which we are able to observe the performance of a person, product, service or system.  Our assessment and understanding of that level of performance determines the actions we take.

Measures (in whatever form) provide us an opportunity to make choices and take actions from an informed and knowledgeable position.  Without some sort of measure or data our choices and actions are a result of guesses or hunches and sometimes result in wasted time, effort and dollars.  Measures are not the enemy.  When defined, understood and utilized they become the means through which we can intelligently and collaboratively understand and improve our systems.

How to Measure

Every team needs to think about what it does for the organization.  Each team has a role or purpose and series of work processes it completes in order to fulfill that purpose.  How well those processes work translates into how well the organization does as a whole.  Therefore, it is essential that we are aware of the effect of what we do on a timely basis so that they can adjust our actions if different results are required.

A good way to begin the measurement process is by defining the key work processes of your team.  These processes can be defined using a simple tool called a flowchart. Flowcharts help us map out the key areas or responsibilities of our work.  Once those areas are defined we can identify a number of “indicators” that will tell us how well our work process is proceeding.  These indicators give us the information necessary to answer the question “How are we doing?”

This next section will explain flowcharts and help us plan how to use them to monitor and measure our performance.    

Getting to Know Flowcharts

What is a flowchart?

A flowchart is a graphic description of a series of activities that describes a work process.

Why describe a work process?

· Shows us how work gets done now and provides the template for improvement activities.

· Shifts our focus form the result to the process that produces the results.

· Helps us see our organization as a whole system by linking the processes together

Why should a team use a flowchart?

A flowchart is used to define a work process and to assist the team in understanding that process.  Flowcharts also:

· Provide a visual display of the team work processes

· Facilitate the redesign of work processes.

· Help teach and explain work processes to others.  Assist in identifying potential problem areas, unnecessary loops, unclear responsibilities, places where the process might be simplified.

· Points out areas where data may be needed to better understand the process.

· Provides documentation of the process.
Identifying Indicators

Now that we are familiar with flowcharts and the process of mapping out work processes it is time to think about the specific measures or indicators we might use to help us make our efforts as effective as possible.

Indicators are the measures we would glance at periodically to insure that our process is working as expected.  For example, if we were driving to Chicago (our process) we would occasionally check the gas gauge to be sure that our trip would not be interrupted unexpectedly, we would look at the temperature gauge to be sure we were not overheating and we would probably look at a road sign now and then to be sure that we were on the right road.  

Each of the things we check gives us an indication of how well our processes are working.  The value (empty, 240 degrees, I90) of those indicators tells us how well our process is working.  They point our problems that are or may occur, they point out opportunities to do something differently, (change roads) or they tell us everything is running smoothly.  Whatever they say, they are providing us with the real time information we need to identify and solve problems, make decisions and to plan ahead for the future

Both individuals and teams can use flowcharts to map their work processes and then look into those processes and identify the indicators that will tell how the process is working.  Indicators typically measure perfformance in these four areas

· Quality (How Good)

· Quantity (How many)

· Timeliness (How Long)

· Cost (How Much)

Developing a Reporting System

Once the indicators have been identified determine if the information you are after might already exist somewhere within the organization.  If it does, make sure you are now made aware of it.  If it does not, create a method to gather the necessary data.  Your methods do not need to be elaborate or sophisticated.  They only need to be accurate.  Do not create a system to gather data that costs more than the value of the information it produces.  

We are now ready to move our team towards a data based approach to managing their performance.  Let the process develop at it’s own pace.  Some teams will naturally enjoy gathering and evaluating the data.  Others will need more coaching and support.  What you and the teams learn form the flowcharting process will be valuable enough on its own.  

Monitoring and Measuring Performance

Basic Steps:

· Define major work processes

· Map work process 

· Identify indicators which monitor Quality, Quantity, Timeliness and Cost

· Build a “real time” reporting system that provides clear and understandable information

· Monitor, evaluate and act on information 

· Refine and change processes and system as necessary
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