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A New Approach to Management
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Background

A prominent construction and engineering organisation based in the Kingdom of Saudi Arabia, specialising
in a wide range of services including commercial, residential and infrastructure projects. Known for its
commitment to excellence, safety and sustainability, the organisation is rapidly gaining global recognition
and is making significant contributions to the country's Vision 2030. Established with a clear vision, the
organisation aims to deliver innovative, high-quality construction solutions.

www.ttmassociates.com

The organisation’s leadership team identified the need to re-vamp its Performance Management System
and develop a comprehensive Competency Framework. The existing Performance Management process
lacked alignment with organisational goals and did not adequately support employee development.

TTM was engaged to address these issues and implement a more effective system.
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The organisation faced significant challenges with its existing Performance Management process, which
was not updated and most importantly, misaligned with the organisation’s strategic goals. Employees
reported feeling disengaged and unclear about their performance expectations, leading to inconsistent
evaluation outcomes.

The lack of structured feedback mechanisms resulted in missed opportunities for development, leaving
many employees unaware of their strengths and areas for improvement. Furthermore, the absence of a
comprehensive Competency Framework hindered managers’ ability to guide their teams effectively,
contributing to a culture of stagnation and dissatisfaction.
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In an effort to address these critical challenges, a hew and transformative approach was required to
re-vamp the Performance Management process and also encourage a culture of continuous feedback,
development and performance enhancement. The organisation required a new system that clearly
defined performance metrics that aligned with its strategic objectives, enabling employees to understand
their roles and contributions.

Additionally, the organisation sought the development of a Competency Framework to identify essential
behaviours across various levels, empowering managers to support their teams with targeted coaching
and development opportunities. This comprehensive overhaul was essential to boost employee engagement,
_ enhance performance and ultimately drive organisation success. )




Objective

Revise Performance Management Process: Desigh a new process that aligns performance metrics
with organisational goals and enhances employee development.

Develop a Competency Framework: Create a Competency Framework to define the behaviours required
within the organisation.

Improve Employee Engagement: Enable a culture of continuous feedback and development to boost
employee engagement and performance.

TTM Approach
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> Field-Work & Data Gathering

To establish a solid foundation for the new Performance Management system, TTM embarked on an
extensive data collection phase aimed at understanding the organisations existing processes, key
capabilities and future needs. This initial step involved a thorough review of the organisations current
Performance Management process. This review included an in-depth analysis of existing appraisals,
feedback mechanisms and evaluation criteria to assess their effectiveness and alignment with
organisational goals.

In an effort to gain comprehensive insights, the TTM team engaged key stakeholders through a
combination of interviews, surveys and focus groups. This process included conversations with senior
executives, department heads and employees to gather detailed feedback on the strengths and
weaknesses of the current system. By documenting stakeholder experiences and expectations, TTM
identified critical areas for improvement and specific needs that the new system should address.

Additionally, TTM experts conducted benchmarking against industry best practices. This research
involved comparing the organisations existing process with those of leading organisations to uncover
opportunities for enhancement and innovation. By integrating industry standards and best practices,
TTM ensured that the new Performance Management system would not only meet but exceed
current market expectations.

> Competency Framework Development

Following the data gathering phase, TTM focused on developing a Competency Framework that would
support the organisations strategic goals and drive organisational success. The first step in this
phase was identifying the critical competencies required across various organisational levels. This
was achieved through a series of workshops with subject matter experts, as well as focus groups and



stakeholder interviews. These collaborative sessions helped
pinpoint the essential behaviours necessary for effective
performance at different levels within the organisation.

After identifying the competencies, TTM experts proceeded to
define these competencies in detail.

Strategic & Disruptive
competencies

Competency definitions were developed to include various
proficiency levels, such as Executives, Directors, Managers,
Supervisors and Professionals, providing clear guidance for
performance assessment and career progression.

Moreover, TTM experts established performance indicators for
each competency. These indicators included “+” markers for
exceptional performance and “-“ markers for areas requiring
improvement. By defining these indicators, TTM ensured that the
Competency Framework provided a clear and objective basis for

performance evaluation and development planning.

> Performance Management Process Design

Armed with insights from the previous phases, the TTM team members designed a new Performance
Management Process that seamlessly integrated with the developed Competency Framework. The design
phase began with the alignment of how to create new performance metrics and Key Performance
Indicators (KPIs) aligned with the organisations objectives and the newly defined competencies. The
metrics created needed to be specific, measurable, achievable, relevant and time-bound (SMART),
ensuring they provided a clear and actionable basis for assessing employee performance.
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The next step involved designing a structured performance appraisal process. This process was designed
to include goal setting, continuous feedback and development planning. By incorporating regular feedback
mechanisms, TTM experts aimed to provide employees with timely insights into their performance,
adopting a culture of continuous improvement and growth. Additionally, the development planning
component was designed to address competency gaps and support employees professional development.

Finally, TTM experts created new performance appraisal forms and tools to streamline the evaluation
process. These tools were designed to be user-friendly and integrated with the new Competency
Framework and performance metrics. Digital tools and systems were also implemented to enhance the
efficiency of the appraisal process, track performance data and generate comprehensive reports.



Outcome

« Enhanced Alignment: The new Performance Management process and Competency Framework
ensured alignment with organisational goals, resulting in clearer performance expectations.

« Improved Employee Development: The Competency Framework provided a structured approach to
employee development, helping identify skill gaps and training needs.

« Increased Engagement: Employees with higher engagement levels due to more meaningful feedback
and development opportunities.

« Streamlined Appraisals: The new process and tools streamlined performance appraisals, making them
more efficient and effective.

Conclusion & Next Steps

The project underscored the importance of early and continuous stakeholder engagement. Involving
stakeholders from the outset and throughout the process proved crucial for the project’s success. The
ongoing input from the organisations leadership team helped tailor the new Performance Management
system to better meet the needs of the organisation.

Flexibility was another key lesson. By piloting the new process, we will be able to gather real-world
feedback and make necessary adjustments, which will significantly improve the implementation and
effectiveness of the system. This iterative approach will ensure that the final roll-out is both practical and
well received.

Effective communication and training for the organisations HR team played a pivotol role in the successful
adoption of the new system and framework. Clear, consistent communication and comprehensive
knowledge transfer sessions, ensured that users were well prepared and comfortable with the changes,
facilitating a smoother transition and enabling the HR team to carry the project forward to implementation.

Moving forward, ongoing monitoring will be essential. To maintain the effectiveness and relevance of the
Performance Management process and Competency Framework, regular assessments and adjustments
will be necessary. This will help address any emerging issues and ensure the system continues to meet
organisational needs.

Additionally, it will be important to periodically review and update the competencies and performance
metrics. As organisational goals and market conditions evolve, these updates will ensure that the system
remains aligned with the organisations strategic direction and supports continuous improvement.
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