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JoB AID 1: CHARACTERISTICS OF “PUuLL”-BASED PERFORMANCE SOLUTIONS

“Pull”
Characteristics

Alighnment

Definitions

Solutions, workers,
teams, and
organizations are in
line with the
enterprise’s strategic
business objectives.

What Victoria’s Does

Align the organization
using strategic planning
and leadership to produce
results.

» “Building brands,
talent, and
capabilities.”

»  “Insight” program.

» “PAR” operating
strategy.

» “Access” project.

“Staying in ‘lockstep’ and
close to the customer is
critical.”

-- Company profile,
Advertising Age

What We Typically
Do: The “Push”
Perspective

Solutions misaligned
with business
drivers, often
reflecting the solution
du jour and
headquarters
mentality, rather than
staying in step with
customers.

What HPTers Can Generally
Do

» Work to create an
organizational culture
characterized by a rabid
and compulsive focus on
business priorities and
goals.

> Align efforts with
leadership and strategic
business objectives.

» Create business structures
that don’t reward bickering
among silos.

» Move from taking orders
for training to improving
performance.

» Getrid of headquarters
mentality.

» Stay close to customers and
listen to them.

» Align and continuously re-
align.

» Create alignment tools and
project management
processes.

Lessons Learned
from Victoria’s
Secret

» Recognize that
most
organizations
remain
unaligned.

» Recognize that
alignment
produces results.

» Align and re-
align with
existing business
needs to seize
competitive
opportunities.

©2005 by DLS Group, Inc. All rights reserved. Aside from instances of fair use, all approaches and content
herein may not be used or distributed without the prior written consent of the authors.

14




“pull”
Characteristics

Approach

Definitions

Measurable results
are based on
systemic, systematic,
and appropriate
ways to meet the
strategic business
objectives.

What Victoria’'s Does

» Employs systemic and
systematic planning to
build brands, talents,
capabilities.

» Reports the
approaches it employs
to its stockholders and
the investing public.

» Employs focus
groups, using “lots of
testing to create the
world’s best-fitting
pants.”

What We Typically
Do: The “Push”

Perspective Do

» “Toy” and >
“snake-oil”
solutions,
derived from
non-systematic
and non-systemic
approaches, lead
to accidental or
low impact on
customer
satisfaction and
organizational
performance.

» Allow solution to
drive approaches.

What HPTers Can Generally

Employ the HPT model to
identify and close
significant gaps between
existing and desired
performance.

Integrate other “pull”-
related disciplines and their
approaches within the HPT
model, including:

= Marketing and
Branding.

= Rapid Application
Development/
Rapid Prototyping.

= Change Management.

= Performance Support
Systems.

Communicate up and
down the food chain.

Understand and strengthen
core competencies; be the
best at some things and
outsource others.

Lessons Learned

from Victoria’s
Secret

Adopt a
systematic and
systemic
approach to meet
the needs of our
customers.

Continually focus
on customer
needs and seize
opportunities
shaped by
business drivers.

Realize that HPT
practitioners also
need to create
“buzz.”

©2005 by DLS Group, Inc. All rights reserved. Aside from instances of fair use, all approaches and content
herein may not be used or distributed without the prior written consent of the authors.
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“Pull”

Characteristics

Infrastructure

Definitions

Job designs,
processes, and tools
are set up to ensure
performance occurs
in ways that meet
strategic business
objectives.

What Victoria’'s Does

Implemented
PeopleSoft.

Improved backroom
organization.

Provide reference
guides.

Provide in-store
computer modeling.

Distribute products
through their own
channels.

What We Typically
Do: The “Push”
Perspective

Haphazard internal
processes; siloed,
non-intuitive
software tools; non-
leveraged tribal lore,
LMS page-turners
“released” to users
who must wade
through them.

What HPTers Can Generally
Do

» Ensure people have what
they need to perform their
jobs.

» Employ computers to do
what they do best and
people to do what they do
best.

» Specify processes that cut
across the organization to
add value.

» Ensure that all necessary
human and non-human
resources are available.

Lessons Learned
from Victoria’s
Secret

» Itain’t sexy, but
infrastructure
matters.

» “Clean house” on
an ongoing basis
to capture and
leverage internal
expertise,
intellectual
capital, and best
practices by
attending to the
infrastructure
that supports
your approach.

©2005 by DLS Group, Inc. All rights reserved. Aside from instances of fair use, all approaches and content
herein may not be used or distributed without the prior written consent of the authors.
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What We Typically

Lessons Learned

“Pull” N Definitions What Victoria’s Does Do’ The “Push” What HPTers Can Generally from Victoria’s
Characteristics Perspective Secret
Targeting A focus on using » Chain mail gift Solutions are aimed » Target solutions for » Expand market
merchandising certificates for at the masses in a appropriate market vertically and
expertise to satisfy a forwarding Victoria’s | “one-size-fits-all” segments (workers, groups, horizontally.
particular sub - emailed messages to approach and organizations) and the )
market that friends. synonymous with jobs they perform. > Work with
comprises a segment “sheep dipping.” . . .custo.mers to
of the total » Aromatherapy. Provide §olut|9ns at Fhe identify the
population to > Dual-gender appropriate price points target _
. . ’ (development costs), populations and
accomplish profit branding. meetin ) i
objectives. g various needs and their needs.
> Hair-care products. cost tolerances. > Build
» Perfumes and Provide multiple characteristics
colognes. approaches to solutions, into solutions
based on customers. that make
» Mickey Mouse PlJs. customers want
> College co-ed clothing to adopt them.
line for 18-22 year-old > Win hearts and
women, including minds by
“Team Pink.” meeting
> Target catalog customersj needs
mailings to customers’ for educa}tlorl and
interests, based on commur_ncatlorTS,
order history. addressing their
levels of concern
and stages of use.
» Market and
brand what you
create.
©2005 by DLS Group, Inc. All rights reserved. Aside from instances of fair use, all approaches and content 17
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“pull”
Characteristics

Quality

Definitions

Solutions meet or
exceed specified
standards at a given
price point.

The American
Marketing
Association
dictionary adds:

“Product quality
may also be related
to price, in which
any particular lower
price item might be
said to have good
quality for the
money; this use
equates product
quality with product
value.”

What Victoria’'s Does

» Livesordies by the
customer’s experience.

The right quality at
the right price for the
right customer—time
and time again.

What We Typically
Do: The “Push”

Perspective Do

» “Fast, cheap,and | »
out-of-control”
solutions.

» Over-quality.

» Under-quality.

What HPTers Can Generally

Provide the right level of
quality in our performance
solutions for the
development and
maintenance costs the client
is willing to pay.

Filter quality through
strategic business
objectives.

Monitor the quality and
consistency of the solutions
we provide.

Lessons Learned

from Victoria’s
Secret

Focus on the
customer.

» Align their needs
with business
drivers.

> Establish
standards.

» Formulate
acceptable
designs to meet
the needs and
standards.

» Seize
opportunities at
the right price
point.

> Decrease time to
market.

» Meet or exceed
expectations.

©2005 by DLS Group, Inc. All rights reserved. Aside from instances of fair use, all approaches and content
herein may not be used or distributed without the prior written consent of the authors.
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“pull”
Characteristics

Access

Definitions

The extent to which
a targeted market
segment can be
reached and served
adequately by the
firm's promotion
and distribution
system.

What Victoria’'s Does

Over the last few years,
Limited has worked on
improving its ability to
“...satisfy customers in
ways in which they
deserve to be satisfied. It’s
being able to guarantee a
customer when he or she
comes into any of our
stores, calls any of our call
centers, or interacts with
any of our websites, that
they can get access to
whatever product they
want, whenever they want
it, in the size they want it.
Pure and simple, it’s about
making life easier for
customers by making life
easier for all of us who
serve customers.”

--Len Schlesinger, COO

What We Typically
Do: The “Push”

Perspective Do

» Login/password >
hell.

» Minimal
integration of job
resources.

» "Hey, you" access
to expertise.

» Event-based
performance
support.

> "It's good for
you!"

> "More is better!"

What HPTers Can Generally

Focus on providing systems
comprised of multiple
components employing a
variety of media and
accessed using several
convenient ways.

Support on-demand
performance by providing
what people need, when
they need it, in the form
they need it to perform in
ways that meet strategic
business objectives.

Make these systems easy to
develop, maintain, and use
for employees and end
users/customers.

Lessons Learned

from Victoria’s
Secret

» Provide access to
learning and job
support using a
variety of
integrated
mechanisms.

» Make these
systems easy to
develop and
maintain.

©2005 by DLS Group, Inc. All rights reserved. Aside from instances of fair use, all approaches and content
herein may not be used or distributed without the prior written consent of the authors.
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INTERACTIVE EXERCISE 1:
DiAcNOSTIC PUSH/ZPULL SELF-TEST

Time: 5 minutes

Instructions
1. Read the definition for the “pull” characteristics below.

2. For each characteristic, circle the value that corresponds to how closely your organization’s

practices resemble those described under “What Victoria’s Does” in Job Aid 1.
3. Total the numbers you circled and write the total in the Total field on page 2.

herein may not be used or distributed without the prior written consent of the authors.

1. Alignment: Solutions, Not at All Very Much
workers, teams, and Like Us Like Us
organizationsareinline (D ® ©) @ ®
with the enterprise’s Comment:
strategic business
objectives.

2. Approach: Measurable Not at All Very Much
results are based on Like Us Like Us
systemic, systematic,and (D @ ©) @ ®
appropriate ways to meet  comment:
the strategic business
objectives.

3. Infrastructure: Job Not at All Very Much
designs, processes, and Like Us Like Us
toolsaresetuptoensure (D @ ©) @) ®
performance occurs in Comment:
ways that meet strategic
business objectives.

4. Targeting: A focus on Not at All Very Much
using merchandising Like Us Like Us
expertise to satisfy a @D ®@ ©) ) ®
particular sub -market Comment:
that comprises a segment
of the total population to
accomplish profit
objectives.

©2005 by DLS Group, Inc. All rights reserved. Aside from instances of fair use, all approaches and content 20




Quiality: Solutions meet or Not at All Very Much

exceed specified Like Us Like Us
standards at a given price (D @ ©) @) ®
point. Comment:

The American Marketing
Association dictionary
adds:

“Product quality may
also be related to price, in
which any particular
lower price item might be
said to have good quality
for the money; this use
equates product quality
with product value.”

Access: The extent to Not at All Very Much
which a targeted market  Like Us Like Us
segment can be reached @D @ ® O) ®

and served adequately by comment:
the firm's promotion and
distribution system.

Total:
1-11 12 -23 24 - 35
”Push” “Transition” ”Pull”
©2005 by DLS Group, Inc. All rights reserved. Aside from instances of fair use, all approaches and content 21
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INTERACTIVE EXERCISE 2: MOVING FROM “PUSH” TO “PuULL”

WHAT CAN YOU Do TO IMPROVE THE CHARACTERISTICS OF YOUR
INSTRUCTIONAL SYSTEMS?

Time: 20 minutes

Instructions

1. For each characteristic, think of three things you can do to make your organization’s practices
more closely resemble the “pull” strategies listed on Job Aid 1.

2. List the strategies in the spaces provided below.

3. Be prepared to discuss your ideas.

7. Alignment: Solutions, workers, Three Things You Can Do
teams, and organizations are in
line with the enterprise’s strategic 1.
business objectives.

3.

8. Approach: Measurable resultsare  Three Things You Can Do
based on systemic, systematic,
and appropriate ways to meet the 1.
strategic business objectives.

2.
3.
9. Infrastructure: Job designs, Three Things You Can Do
processes, and tools are set up to
ensure performance occurs in 1.
ways that meet strategic business
objectives. 2.
3.
10. Targeting: A focus on using Three Things You Can Do
merchandising expertise to satisfy
a particular sub -market that 1.

comprises a segment of the total
population to accomplish profit 2.
objectives.

©2005 by DLS Group, Inc. All rights reserved. Aside from instances of fair use, all approaches and content 22
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11.

12.

©2005 by DLS Group, Inc. All rights reserved. Aside from instances of fair use, all approaches and content

Quiality: Solutions meet or exceed
specified standards at a given
price point.

The American Marketing
Association dictionary adds:

“Product quality may also be
related to price, in which any
particular lower price item might
be said to have good quality for
the money; this use equates
product quality with product
value.”

Access: The extent to which a
targeted market segment can be
reached and served adequately
by the firm's promotion and
distribution system.

Three Things You Can Do

Three Things You Can Do

1.

herein may not be used or distributed without the prior written consent of the authors.
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1 !

Wouldn't It Be Nice?

n If customers and end users:

t Came to us because they wanted to,
not because they had to?

-

Involved us in early project
decisions, rather than calling us after
all the decisions had already been

made?
Awaited the roll-out of our latest

-

initiatives with the same anticipatory
“buzz” that accompanies the newest

Victoria's Secret catalog?
2 !

Think!

Lingerie is nothing new!

“There may be other
businesses that sell

underwear, but ....[the
Victoria’s Secret brand]....

resonates as strongly and
clearly as any brand you

can name.”
-- Razek, 2005

3 !

PA002AdIdpresentatiokonferencésl35 ISPI Fall ISD Conference/Victoria.ppt

©roo05 by DLS Group, Inc. All rights reserved. Aside from instance s of fair use, all approaches and
content herein may not be used or distributed without the prior written consent of the authors.



Victoria's Secret Factoids

B Limited Brands (founded 1963).

4 Victoria's Secret (purchased 1982).

#Express.
4 Bath & Body Works.

4 The White Barn Candle Company.
4 Henri Bendel.

4 The Limited.
B Fortune 2003 most-admired specialty retailer.

W Victoria’s: $28M sales in a single day. !

Objectives

v Compare “push” and “pull’characteristics.

W Describe six characteristics of “pull”

performance solutions:
4 What we typically do.

#What Victoria's does to create “pull.”

4 What we should do.
W Describe lessons learned.

“Push” versus “Pull” in HPT/ISD

~

@“ Meeting customer needs by
~\M7  providing what we know how to do.

M Meeting customer needs in ways
that close gaps or seize

opportunities that are consistent
with business drivers by meeting
demands that drive the creation and

implementation of e-learning and
other performance improvement

efforts. !

P:\001\dIs\presentations\conferences\1135 ISPI Fall ISD Conference/Victoria.ppt
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What Pull Is Really About

B Shaping expectations
B Gaining consensus

M B Obtaining buy-in
B Generating excitement and

anticipation
W Defusing anxiety and resistance

B Communicate, market, educate,

establish brand name

Victoria's Secret Goal

MORNNGSTER | <. build brands that require a

In June, thorough understanding of our
Morningstar customers’ needs. A great brand
raised their is like a great movie. It has a
valuation of 9 . o

LTD from $20 ‘wow!" It elicits an emotional

t0 $23. In response from each person that
gﬁgf&g‘”g the sees ... [it].... The image and
analysts cited quality of the brand, that ‘wow’
the growth factor, is sustainable over time.”
prospects of

Victoria's -- Wexner, 2000
Secret. !

8

Objectives

v Compare “push” and “pull’characteristics.
v Describe six characteristics of “pull”

performance solutions:
4What we typically do.

#What Victoria's does to create “pull.”

4 What we should do.
W Describe lessons learned.

9 !
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% Quality
What We Typically Do

B “Fast, cheap, and out-of-
control” solutions.

B Over-quality.
B Under-quality.

* Quality
What Victoria’s Does

M Lives or dies by the customer’s
experience.

B The right quality at the right price
for the right customer—time and

time again.

* Quality
What HPTers Can Generally Do

B Provide the right level of quality

in our performance solutions for
the development and

maintenance costs the client is
willing to pay.

Filter quality through strategic
business objectives.

Monitor the quality and

consistency of the solutions we

provide.
-

P:\001\dIs\presentations\conferences\1135 ISPI Fall ISD Conference/Victoria.ppt
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:Access
What We Typically Do

B Login/password hell.

B Minimal integration of job

resources.

B “Hey, you” access to expertise.

B Event-based performance
support.

H “It's good for you!”
m “More is better!”

:Access
What Victoria’s Does

Over the last few years, Limited has

worked on improving its ability to
“...satisfy customers in ways in which they

deserve to be satisfied. It's being able to
guarantee a customer when he or she
comes into any of our stores, calls any of
our call centers, or interacts with any of

our websites, that they can get access to
whatever product they want, whenever
they want it, in the size they want it. Pure

and simple, it's about making life easier
for customers by making life easier for all
of us who serve customers.”

--Len Schlesinger, COO !
29

:Access
What HPTers Can Generally Do

B Focus on providing systems comprised

of multiple components employing a
variety of media and accessed using
several convenient ways.

B Support on-demand performance by
providing what people need, when they

need it, in the form they need it to
perform in ways that meet strategic
business objectives.

B Make these systems easy to develop,
maintain, and use for employees and

end users/customers.
30 !
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Objectives

‘/Compare “push” and “pull’characteristics.

v/ Describe six characteristics of “pull”

performance solutions:
4 What we typically do.

#What Victoria’s does to create “pull.”

4What we should do.
‘/Describe lessons learned.

Alignment
Lessons Learned

W Recognize that most

organizations remained
unaligned.

B Recognize that alignment
produces results.

H Align and re-align with existing
business needs to seize

competitive opportunities.

32 !

Approach

Lessons Learned

W Adopt systematic and systemic

approaches to meet the needs of

; our customers.

m Continually focus on customer
Al needs and seize opportunities

shaped by business drivers.

33 !
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Infrastructure
Lessons Learned

& ‘“Clean house” on an ongoing basis
to capture and leverage internal
expertise, intellectual capital, and

. best practices.

Targeting

Lessons Learned

B Expand the market vertically and

horizontally.
B Work with customers to identify the

target populations and their needs.
B Build characteristics into solutions that
make customers want to adopt them.

B Win hearts and minds by meeting
customer’s needs for education and

communications.
B Market and brand what you create.

35 !

Quality

Lessons Learned

m Collaboratively define quality with

the customer.
W Aspire to “just right” quality.

B Continuously monitor quality and
its acceptability .

36 !
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Access
Lessons Learned

Provide integrated access to
X learning and job support using a
variety of mechanisms.

e

Questions and Comments

H Thank you!
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