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It’s a fair bet that one of the thoughts that’s constantly at the back 
of your mind is how can I work smarter – not harder? 
If there’s a simpler way to do something – you’ll do it. 

Working Smarter 
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Working Smarter 
 

Introduction 
 
Modern communications technologies, including Superfast Broadband, are enabling companies to 
rethink how they are structured, how they collaborate with suppliers, how they deliver products and 
services, how they deploy staff and how they develop the workforce. Indeed, today’s internet generation 
are increasingly expecting to work more flexibly and to bring their own toolsets (whether mobile 
technologies or social media accounts) into the workplace. This guide looks specifically at the issues of 
helping the workforce to be more productive. 
 
 
 
 

So what is ‘Working Smarter’? 
 
It’s a fair bet that one of the thoughts that’s constantly at the back of your mind is how can I work 
smarter – not harder? 
 
If there’s a simpler way to do something – you’ll do it. And it’s a relatively straightforward extension of 
this principle to suggest that you can do it across the organisation as a whole. 
 
Of course, we’re talking about developing your staff; and if your reaction to that is to think of training 
courses, think again. 
 
A realistic framework for the skills that are gained across the organisation is known as the 70-20-10 
framework–it’s shown in the diagram below: 
 

Training and Learning – 70:20:10 Rule 
 
 

 
 

Understand 

3rd party source: Alan Bellinger 
Superfast Business 

70% Learning on the job 
• On-the-job experience 
• Solving problems 
• Special assignments 
• Following instructions 
• Reading guides and manuals 
• Performance support approaches 

10% Formal learning 
• Training and development programmes 
• Workshops and classroom e-learning 

20% Learning 
through coaching, 
feedback and networks 
• Coaching and mentoring 
• Feedback and support 

from managers, work 
colleagues and network 
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So here’s a challenging thought – if that 70% is happening anyway, can’t you just sit back and do 
nothing? The answer’s simple; it is happening, but it’s serendipitous. And you can provide a catalyst to 
make it happen even more effectively. 
 

 
 

Getting Started 
 
This is all about creating a learning culture within your organisation. Remember that Confucius quote 
about creating a culture in which people learn. 
 
Develop the culture 
There’s no simple way to create a culture apart from setting the example yourself and being consistent 
in the way in which you apply it. The very essence of this culture is a no blame approach; the trick is to 
encourage people to do their best and learn from others in the organisation. 
 
Focus on role models 
Managers will always know who their best performers are; but others in the organisation probably don’t. 
But why don’t they? The key point is to create a culture in which role models are acknowledged and 
they recognise that they have a responsibility to support others. 
 
Make a regular point of saying “if you’re having trouble with that, go talk to so-and-so”; by doing that 
you’re both encouraging collaboration and identifying the role model. 
 
Open communications 
This type of culture demands an atmosphere of open communications; keep hidden agendas to an 
absolute minimum and follow an approach that the only issue you won’t discuss openly are salaries! 
You’re looking to build trust and mutual support, and that will repay you handsomely. 
 
Evaluating the outcomes 
The text books would argue that evaluating the outcome of any learning intervention is critical. 
However, in reality, you’ll have far more important issues to get on with. So it’s probably best to follow a 
policy of only looking back at outcomes if, intuitively, there’s an unexpected outcome – whether that’s 
good or bad. 
 
 
 
 

What Business Benefits Can I Expect? 
 
The key is to keep it simple, and understand the broad benefit framework. This simple methodology will 
give you a realistic framework within which to assess the benefits and guide you on where to focus. 
 
Risk versus productivity Improved capability among your staff can have one of two benefits – and they 
are total opposites. Of course there’s the obvious benefit of increased productivity, but you’ll typically 

Exploit 

Adopt 
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find that somewhere between a third and a half of the situations you look at will actually be driven by 
the minimisation of risk rather than performance per se.  
 
Take for example the whole area of compliance – your main reason for doing such learning initiatives is 
to reduce the risk of non-compliance rather than to work smarter. So the first question in the case of any 
learning initiative is to ask “why should I do this; is it for a performance benefit or in order to reduce risk?” 
 
Evaluating the risk benefit 
There are four simple questions that you need to ask if risk is the driver; they are: 
 

• What is the risk here? – for example, what is the cost to the business if we fail to get this 
compliance certificate? Let’s say, it’s £500K  

• If we do nothing, what is our exposure to this risk – let’s say, for example, it’s evens (i.e.50%) 
• If we take this action, what is our exposure to the risk then? – let’s say, for example, it reduces it 

to 10%. 
• What is the cost of taking the action? – for example, it’s £50K So, in effect, you’ve created a 

benefit of £200K at a cost of £50K. 
 
Employee value-add 
Let’s start with the obvious; an employee will generate a value-add over any given period that is 
equivalent to the cost of employing them over that period. If that wasn’t the case, then why are you 
employing them?  
 
So now it’s obvious how we can calculate a value – if we were to increase the performance by 5% we 
can now show the value of that intervention. But you’ll still need to capture that benefit. If the increased 
productivity means that your sales people spend more time in front of prospects and increase their 
close rate, then that’s great. But if they simply go outside and smoke an extra cigarette a day, the 
benefit is of course lost. 
 
A simple spreadsheet 
Here’s a simple spreadsheet that demonstrates the performance gain from a learning intervention: 
 

 Number Average Salary Gross Salary Period Benefit Value 

Senior Management 20 £90,000 £180,000 £120,000 8% £192,000 

K.W. Specialists 55 £75,000 £150,000 £100,000 15% £825,000 

K.W. Generalists 80 £35,000 £70,000 £46,667 10% £373,333 

Administrative Staff 90 £25,000 £50,000 £33,333 10% £300,000 

Manual Staff 120 £20,000 £40,000 £26,667 5% £160,000 

TOTAL 365 £36,644 £73,288 £48,858 6.92% £1,850,333 
       

Overhead Loading 100%  Period 8 months   

       

Programme Cost £750,000  Period 0.67 year   

       

Value Ratio 2.47      
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How Can I Develop the Skills of My Staff?  
 
Think Confucius.... he famously said: 

“I don’t teach my pupils; I create an environment in which they learn.”  
 
And it really is as simple as that. But always in situations like this...... the devil’s in the detail. 
 
Which jobs are critical? 
So here’s how to start; ask yourself which jobs are absolutely critical to your operation. Ideally you’ll 
have one type of job in mind initially, but in any case try to limit it to three as an absolute maximum. 
And preferably you’ll have a number of people doing those critical jobs. 
 
What are the critical skills for the critical jobs? 
Let’s take sales as an example. It’s a mix of selling skills, product knowledge, market knowledge, and 
getting orders through the system. But there’s a much simpler way to answer this question about critical 
skills, and it’s this. Who is it in your organisation (or possibly even outside it) that you regard as the best 
performer within that job role? Once you have them in mind you can move on to a second question 
which is what is it that distances them from the others in that role? 
 
Are any deficiencies acute? 
That process of comparing people against your top performers gives amazing insight, and enables you 
to really help your staff to work smarter – not harder. By looking at a top performer and someone who is 
not so good you can readily see what makes the difference. And once you know that you can assess 
how critical those skills are. 
 
Can you source them internally? 
The deficiencies that came from the last point will be one of three types; they can be:  
 

• Knowledge–having an understanding of a particular subject  

• Skills – not just knowing, but doing 

• Behaviours – the way people behave in different situations 

 
And here’s the point; knowledge and skills you can change by telling people to watch the top performer 
and do what they do. Behaviours are far more difficult to change and you might need some external 
support to change them.  
 
The concept of collective intelligence 
If you find yourself thinking that you need to know the answer to everything that comes up, think again.  
The term ‘collective intelligence’ refers to the sum of the knowledge and skills that exist across the 
whole organisation – and that’s likely to be far greater than any single person! The trick is to harness 
that collective intelligence and focus it on any issues/opportunities that arise.  
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Using communities 
Communities of practice allow people to collaborate on a cross function, common interest basis. 
But getting people to collaborate can be a real challenge. In the 20th Century, people ensured their 
employability on the basis of ‘knowledge is king’, but in the 21st Century that’s all changed – 
contribution to the community is key now. People operate really effectively when they know that they 
are being encouraged to share; what you’re looking for is a culture in which, if you asked someone why 
they share, they’ll answer “because the others would do the same for me”. That’s an environment in 
which trust is the modus operandi.  
 
Don’t try and ‘boil the ocean’ 
So the key point here is that developing your staff is really an issue of culture and respect rather than a 
classroom-based activity delivered by others. But don’t try to do it all at once – focus on one job group 
initially and then move on to the next. 
 
 
 
 
 

Distinguish between learning and training  
Training is done to people whilst learning is something employees do for themselves. 
 
Create a culture in which people learn 
70% of the skills gained across the organisation is informal learning – but don’t leave it to serendipity. 
 
Focus on areas where the impact is greatest 
There will be a number of job roles in which improved capability will have a significant impact on the 
bottom line – and those are the ones to focus on first. 
 
Differentiate between performance and risk 
Be clear on the drivers for improved capability, and make sure that you are able to capture the benefits 
that you can derive. 
 
Run the numbers – but keep it simple 
It’s not difficult to get a ‘rule of thumb’ value for the benefits that you expect; but don’t try and play 
around with decimal points. 
 
Work smarter – not harder 
Create a ‘work smarter’ atmosphere, and show that you actively encourage people to find better ways. 
 
One size doesn’t fit all  
Facilitating a learning culture is the very antithesis of ‘command-&-control’ – and there are some 
situations in which command-&-control is vital. 
  

Top Tips 
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NEXT STEPS 

 
1. Register to attend a fully-funded Business Development Workshop. 

www.business.wales.gov.uk/superfastbusinesswales/events 
 

2. Make an appointment to see a Business Advisor who will help you 
create a personal action plan to grow your business. 
www.business.wales.gov.uk/contact-us 

For further information on Working Smarter take a look at: 
 

See how other businesses in Wales have exploited Superfast Broadband  
www.business.wales.gov.uk/superfastbusinesswales/superfast-success-stories  

 

Find out how much your business could save with our 
www.business.wales.gov.uk/superfastbusinesswales/savings-calculator 

 

Other business guides that may interest you include: 
www.business.wales.gov.uk/superfastbusinesswales/superfast-business-guides 

 

For monthly updates on business development, technology news and events 
subscribe to the Business Wales Newsletter below. 

https://public.govdelivery.com/accounts/UKWALES/subscriber/new 
 

For more information call 03000 6 03000 or visit: 
www.business.wales.gov.uk/superfastbusinesswales 

 


