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erformance improvement spe-
cialists examine aspects of an
organization that affect perfor-
mance. Most commonly, goal
setting, training, process development,
and motivational factors are analyzed,
and performance improvement initiatives
pertaining to these areas are imple-
mented. In recent performance analysis
work with automotive e-commerce
clients, a more comprehensive approach
allows determination of the origin of the
performance challenges in dealerships.
This approach can be used to analyze and
develop performance solutions for any
organization. It is not specific to the auto-
motive e-commerce industry, or even the
automotive retail industry in general.

This methodology is called the Seven
Performance Drivers and can determine
how field service consultants will work
with each dealership. These seven dri-
vers, when adequately implemented,
lead to exemplary performance. When
absent or underdeveloped, they cause
poor performance.

The seven performance drivers are:
= Conditions

= Standards

= Incentives

= Capacity

< Knowledge and Skill

= Measurement

= Feedback

This article explains each driver in detail.
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Conditions

Conditions refer to the employee’s work
environment and how that environment
positively and negatively affects job per-
formance. That environment includes tools
and equipment, materials and supplies,
length of time per shift, and the assignment
of an appropriate number of people to com-
plete projects and meet performance goals.

In addition to access to appropriate tools
and equipment, employees need
resources that function correctly. If mate-
rials are unavailable or equipment is bro-
ken, employees will be unable to perform
their jobs. Similarly, if employees do not
have adequate time to complete all tasks
even though time is well managed, then
the problem is one of conditions.

This definition of conditions includes
empowerment to make decisions. If
employees repeatedly have to jump
through multiple hoops to get approval
on a critical decision, then workplace
conditions do not support their ability to
perform their jobs effectively.

Of all the performance drivers, problems
with conditions have been the most fre-
quent with our client base. Fortunately,
they are also usually the least expensive to
rectify. When analyzing poor performance,
conditions are the first place to look.

Questions to ask about conditions
include the following:



= Do you have the authority (for example, discount pric-
ing, inventory access) to respond to leads completely?

= Are tools and equipment made available to you in the
Internet department or business development center?

< Do you have enough time to complete your daily tasks?

= Do you feel that the monthly lead volume can be han-
dled effectively by the number of Internet sales people
in your department, including you?

Standards

Standards refer to clear and repeatable methods to
execute key business processes and tasks (standardized
processes), as well as performance expectations associated
with a specific role, duty, or responsibility (performance
standards or goals).

A process is standardized when there is evidence that the
process is performed the same way at all times, regardless of
the persons involved or the time the process is completed.
The minimum qualification for a process to be standardized
is the existence of documentation that describes the
process. More robust evidence that a process is standard-
ized is consensus among those who manage and perform the
process. The strongest demonstration of a standardized
process is observational data collected across time and
across individuals, demonstrating that the process is exe-
cuted the same way at all times.

Performance standards are the expected performance levels
or outcomes associated with completion of a specific
process, duty, or responsibility. These standards should be
used in establishing measurement systems and generating
feedback. As such, they also should be used to reward peo-
ple for exemplary performance, as well as to provide con-
structive, specific feedback about performance deficits.

When implemented correctly, performance standards are
benchmarks against which actual performance is measured.
They should be tracked over time and changed based on
actual performance. This may seem obvious, but often stan-
dards are not diligently monitored and can become out-
dated very quickly. Finally, any changes to a standard
should also lead to a corresponding change to a perfor-
mance incentive associated with that standard.

Questions to ask about standards include the following:

« Do you have a standardized process for responding to
Internet leads?

= |s there a written version of your standardized process?

= Are you aware of the criteria your manager uses to eval-
uate how effective you are as an Internet sales repre-
sentative?

= Does your dealership have reasonable and achievable
Internet-based performance standards?

Incentives

Incentives motivate employees to perform to the best of
their ability. For incentives to be effective, they should be
performance based. When employees exceed performance
standards, they should be rewarded. When employees do
not meet performance standards, they should be made
aware of the performance gap and not be inadvertently
rewarded for poor performance.

While most employees cite increased compensation as a pri-
mary motivator, nonmonetary incentives also are effective in
improving performance. Such nonmonetary incentives may
include public recognition, paid time off, and flexible hours.

Incentives that motivate one person may not motivate oth-
ers. When the flexibility allows, incentives should be tai-
lored to motivate each employee on an individual basis.
Additionally, incentives should be delivered soon after they
are earned. When delayed, the positive impact is dimin-
ished substantially.

Sample questions to ask about incentives include the following:

= Does your dealership offer meaningful nonmonetary
incentives that inspire you to do your job well?

= Does your dealership offer rewards and recognition for
good e-commerce performance?

= Are negative consequences associated with not respond-
ing to Internet leads within a determined period (for
example, within 1 hour)?

= Are you compensated based on your performance?

Capacity

Capacity refers to employees’ natural abilities and attrib-
utes, both physical and cognitive, which enable them to per-
form job-related duties. Capacity is something that is
typically genetic or environmentally ingrained and as such
should be addressed prior to hiring the employee. Capacity
does not refer to those skills and abilities that can be taught.

In many occupations, specific physical or cognitive attrib-
utes are required. For example, in jobs requiring heavy lift-
ing, minimum physical strength requirements are necessary
as part of performing such jobs. If potential employees can-
not meet those minimum strength requirements, they
should not be considered for the position.

If an organization has minimum physical or cognitive require-
ments expected of employees, those should be listed in the job
description and assessed during the interview process.

Questions to ask about capacity include the following:

= Do you have written job descriptions for each position
in the department, specifying the competencies you
expect the person holding the position to have?
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= Do you provide job descriptions to potential candidates
during the screening and hiring process?

= Do you use measurement tools that assess whether can-
didates possess the competencies prior to hiring them
for positions?

= Does every person you hire in this department possess
the competencies listed in his or her respective job
description?

Knowledge and Skill

In contrast to capacity, knowledge and skill refer to those
things that can be taught that enable employees to perform
their jobs effectively. This knowledge and skill can be acquired
through a combination of formal and on-the-job training.

When assessing knowledge and skill, specific skill sets
should be identified and then analyzed into duties, tasks,
and responsibilities. Four skill sets might need to be in place
with Internet sales representatives: automotive sales skills,
technology skills, communication skills, and self-manage-
ment skills. A skills-gap analysis determines what specific
topics should be addressed in a training intervention.

Each of the skill sets described above can be addressed by
training. However, training should only be considered if the
performance deficit is due to lack of knowledge and skill, not
to other factors that may be negatively impacting perfor-
mance. Knowledge and skill deficits account for roughly
20% of all performance challenges. The remaining 80% can
be attributed to deficits in the other six performance drivers.

Sample questions to ask about knowledge and skill include

the following:

= Does your dealership provide access to ongoing
training?

= Do you have the right job aids (for example, references,
worksheets, visual aids)?

< Do you have the automotive e-commerce knowledge
(for example, Internet customer shopping habits) you
need to do your job well?

< Do you know how to use the tools (for example, PC,
software) you need to use to perform your job correctly?

Measurement

Measurement refers to the collection and analysis of data to
accurately gauge the effectiveness of the employee, the
department, or the dealership. Effective measurement sys-
tems expose both positive and negative trends and allow
management to make changes as necessary. However, in
many cases, even when measurement systems are in place,
management is still challenged to use the data to either rein-
force good performance or take action to correct poor per-
formance. As a result, measurement is an area that is
frequently a challenge for management.

A sound measurement system should enable management to

see a summary of performance, as well as the ability to drill

down to the performance challenge. For example, a dealer

group with several stores, and each store operating with two

teams of Internet sales representatives, may consider a mea-

surement system that provides the following information:

= Dealership-to-dealership comparisons

« In-dealership performance: team-to-team or depart-
ment-to-department comparisons

« Individual performance: performance relative to each
step of the sale (lead-to-appointment ratio, appoint-
ment-to-demo ratio, demo-to-close ratio, average close
rate, average gross profit, etc.)

In addition, each performance metric should be compared
to an established goal or standard. Figure 1 shows an exam-
ple of a report summarizing an individual representative’s
performance as described above.

Where performance is equal to or better than the standard,
the numbers are presented in bold, making it easy to spot
areas of performance deficiency. In the example below, the
sales rep appears to be good at setting appointments but may
struggle once the customers arrive on the lot. Management
could use this information to provide assistance and coach-
ing in the areas of demo drives and write-ups.

In addition, a sound measurement system provides data on
performance in the current period, as well as month-to-
month comparisons (see Figure 1) and year-to-date compar-
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Figure 1. Individual Sales Representative Performance: Monthly Report.

28 www.ispi.org = APRIL 2003



isons with the previous year. Graphic or visual representa-
tions of performance can be particularly effective. Also, any
notes that explain unique market conditions for month-to-
month or year-to-year comparisons can be helpful. For
example, information about extreme weather conditions or
significant changes in advertising or manufacturer programs
is valuable when making such comparisons.

Examples of questions to ask about measurement include

the following:

= Does your dealership have objective, not open to inter-
pretation, performance measurements for your depart-
ment (for example, average response time)?

< Do your job performance measurements accurately
reflect whether you are doing your job well?

= Does your dealership take performance measurements
that are based exclusively on your duties as a sales rep-
resentative?

= Are performance measurements taken in regularly
scheduled intervals?

Feedback

Feedback is the process of systematically providing employ-
ees with information about their performance. For feedback
to be effective, employees must first understand the criteria
that will be used to evaluate their performance. Once these
performance standards are established and understood, the
feedback provided to the employee should compare perfor-
mance against these standards. Useful feedback is timely,
specific, objective, and constructive.

Although feedback is critical to employee performance, fre-
quently managers and supervisors do not perform it well. It
can be very difficult to provide and receive objective feed-
back without interjecting personal feelings. Extra care must
be taken to keep such communications calm, positive, and
professional.

Examples of questions to ask about feedback may include

the following:

= Does your manager provide constructive feedback
related to your performance as a sales rep?

= Do you receive feedback that is specific to your sales
performance?

= |s the feedback you receive correlated with the perfor-
mance standards established for your job?

= Do you receive feedback from your manager in enough
time to change how you’re doing things?

Analysis data about the seven drivers can be collected through
surveys, onsite interviews and observation, and through blind
shopping. Blind shopping involves assessing performance by
posing as a customer. The person or organization being “blind
shopped” is unaware that this “customer” is assessing perfor-
mance and not soliciting actual service. Following analysis of

the data, specific interventions can be recommended, based
on the performance drivers of greatest deficit, as well as
design performance improvement measurement systems to
determine that positive change in performance has occurred.
Typical measurement systems include tracking both business
metrics and return on investment and include both incremen-
tal and summative evaluation.

All the data collected to date suggest that this methodology
is highly effective in introducing and implementing perfor-
mance improvement in the automotive e-commerce indus-
try. We see no reason why others shouldn’t experience
similar success in their respective industries.
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