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Summary
As a quality manager in a large Hi-Tech company I have to provide a wider
overlook at the data and status of the Quality of our business.
- Can you do that without some measurements?
- Can you do that on your own?
- Can you do it by gathering the various department measures?
I realized NOT. I realize that I need to create one view that provides the
parameters that will evaluate the quality of our product and business. In order to
create this “View”, I had to start the journey of KPI deployment.
Process Barriers:
When I started to work on the process of KPI, I defined the barriers:
- Small company that grew to be a large company but still acts like a start up.
- No infrastructures.
- People measure their performance, but not comparing it with a target or
taking any action resulting from it.
- Behavior symptoms: people connect directly between measures result to
someone to blame.
I realized I had to “sell” this to the teams in order to incorporate them into the
process. I needed to provide them with the benefit that they will gain in such a
process.
The environment:
Having to deal with the KPI issue, I defined 3 levels of work:
1. Managers: the people who are responsible to define and achieve the
objectives (targets).
2. The people who collect the data.
3. The employees.
With each level I had to work separately and in a different way.
How to engage the people into the process?
First of all remember: you are the facilitator. It is much easier if you could just do it
yourself, but:
- Link between the business unit measures to the company strategic goals,
and emphasize it all the time.
- Perseverance. Don’t give up, day after day like a mantra, say your way again
and again.

-

One-on-one session about the methodology including lots of examples.
Create a WOW. First report should be technically impressive. Use the best
tool to present the graphs in a visual way.
Give the people the credit, the responsibility to present their measures;
create accountability. Be a facilitator, that way they will be proud.
Act as a professional, prepare well in advance.

KPI Deployment Life Cycle
- Phase 1: Definition
- Phase 2: Data collection
- Phase 3: Quarterly analysis and review
- Phase 4: Lesson learning and Improvement
Phase 1: Definition
In this stage, we performed 3 meetings:
- Kick off meeting, including Methodology, Process and Plan.
- Definition meeting: Review all collected measurements and categorized it
into 5 categories.
- Select the KPI’s.
In parallel to the meeting, I defined with the owners of each measure: the target
value, the responsible person to collect, and the tool to gather the data.
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Phase 2: Data Collection
In this phase, I worked with the people who are responsible to gather the data. I
defined the expectations, checked their ability to gather the relevant data and
made sure they are fully assigned to it when we need it. I met with each one to

collect the data, including review and analysis of the results data. In that phase, I
had to make sure we had the ability to gather and validate the data.
Phase 3: Quarterly Analysis and Review
After gathering all data, I worked on presenting it in a way that will provide us with
the ability to analyze it. In a management meeting, I presented the results in
relation to the target values, and we had a discussion looking forward.
Phase 4: Lesson Learning and Improvement
As in every quality activity, we want to learn and improve. In order to close this
circle we perform lesson learning. In this case it is better to do it after 4 quarters of
gathered information.
Stages in this phase would be:
 Define successes and failures.
 Define action for improvement in the strategic and tactical level.
 Publish the result of the learning process.
 Implement changes.
Conclusion:
It all started as something that “the Quality manager wants us to achieve”, but now
ended with me being Captain KPI, and some people asking to enter some more
measures into the list.
My personal learnings from this experience are:
- It requires a lot of “behind the scenes” work, including a lot of preparations.
- It’s a lot about selling the process to all levels of participants.
- Consistency. Don’t give up. Act as the one solid person who facilitates the
team.

