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Abstract: The article considers the problems of companies
engaged in the development and implementation of personnel
motivation system. The examples of implementing occasional tools
of raising the loyalty of staff are given. The term “key performance
indicator” (KPI) is defined. The interrelation between the KPI
system and company’s strategic goals is described. The algorithm
of implementing the system of key performance indicators into the
company’s business-processes is considered. Main advantages and
disadvantages of implementing the KPI system are described. Basic
stages and principles of implementing the KPI system are given.
Main problems which companies face in the process
of implementing the KPI system are considered. The peculiarities
of forming the personnel motivation system based on using key
performance  indicators are described. The experience
of implementing the KPI system in the pharmacy chain “Viktoriya
Region” is considered. Basic stages of implementing the KPI system
are given: the identification of the strategic goals; the development
of the key performance indicators system for the pharmacy chain
as a whole, for the certain pharmacy, for the certain employee; the
allocation of professional duties due to KPI; the adjustment
of business-processes; the development of a new personnel
motivation system; the launch; control and the adjustment of results.
The strategic goals of a pharmacy chain “Viktoriya Region” are
defined. KPIs of a pharmaceutical business are given. The
mechanism of calculating the amount of employee payment
is described. The evaluation of the effectiveness of the KPI system
is given.
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There is no doubt that raising profitability and efficiency is the most
important aim of each business entity. Assuredly company efficiency is directly
dependent on the personal result of the whole staff. That is why for achieving
the above-stated goal company management has to focus efforts on solving the
problem of raising the quality of personal employees’ results. In turn, these
results depend on the existing personnel motivation system. Thus, constructing
the appropriate motivation system should become the primary internal company
goal.

Nowadays modern companies use a wide variety of both monetary and
nonmonetary tools and methods of motivation. For instance, offices of most
Tambov IT-companies are provided with leisure-rooms with books, coffee-
machines, game consoles and so on. Short breaks during the working day help
employees to avoid stress. The same companies form their motivation systems
with corporate gym programs, corporate education, business trips to interesting
places, joint rest, etc. All the above-stated examples are aimed to raise the
loyalty and productivity of employees.

However, providing employees with such incentives requires significant
financial investments. Thus, evaluating the effectiveness of these investments is
of importance. Measuring qualitative and quantitative indicators of each
employee’s effectiveness is rather difficult. Nevertheless, nowadays there is a
variety of methods which are used for solving this problem. One of them is the
system of “key performance indicators”.

The Cambridge Dictionary defines key performance indicator (KPI) as one
of the most important indicators that show how well an economy, company,
project, etc. is doing, or how well an employee is working [1]. KPI can also be
defined as a quantitative indicator of achieving some desirable goal.

One of the founders of KPI is the famous American scientist Peter
Drucker, whose idea of “management by objectives” implied considering the
system of effectiveness’ evaluation through the key performance indicators.
American companies implemented principles of KPI into business processes
decimals ago. As for Russian companies, KPI became widely used about ten
years ago.

Implementing the KPI system means identifying indicators which influence
company’s profit mostly. For example, for an online sales company such
indicator is the cost per click and website conversion; for the call-center the
most valuable indicator is the duration of operator’s calls; for the digital
marketing company the most valuable indicator is the quantity of consumers
and the average cost of a purchase. Large companies usually have a complex set
of indicators, while small businesses may deal with the only one which can
be identified as the most significant.

The main idea of this system in terms of motivation is establishing
dependence between employee’s payment and the set of main indicators
of his/her effectiveness. And personal KPI of each employee should be included
into the company’s KPI. Employee’s payment dependent from his/her KPI
is divided into two parts: a salary and a variable part. Variable part depends
on personal employee’s result.

The major positive aspect of KPI is the clear for each employee mechanism
of labor assessment and company’s operation. When an employee understands
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what amount of money he/she can get by the end of a month, such employee
tries to make effort for implementing the plan. The next advantage of KPI
is that the management has a tool for adjusting employees’ results if they
significantly differ from the plan [2, 3]. And one more positive impact of KPI
is a feedback from an employee to a manager and vice versa.

Assuredly along with advantages there are disadvantages of this system.
The main minus is possible wrong interpretation of results and, in turn, wrong
actions taken for the improvement. For reducing negative influence of this
factor it’s necessary to define performance indicators and the assessment criteria
at the planning stage carefully. It’s necessary to mention that implementing KPI
system is resource-intensive. First, defining key performance indicators for the
whole company and for each employee may take a lot of time. Second,
for implementing the KPI system into company business processes it’s
necessary to instruct and train employees.

The implementation of the KPI system includes the following stages:

1. The identification of strategic company goals. As the KPI system
is closely related to the management-by-objectives, identifying both strategic
and tactic goals should precede the development of KPIs.

2. The development of KPIs. At this stage the key performance indicators
of the whole company, certain departments and certain employees are
determined and formed in a system. The obligatory condition is avoiding
duplication and gaps. Developing KPIs is a complex process which requires the
participation of representatives of all company departments.

3. The allocation of professional duties. Professional duties of an employee
should coincide with their KPI. As a result, each KPI should be assigned to
a certain person within the organization. Each employee should be responsible
for the accomplishment of 3-5 KPIs.

4. The readjustment of business-processes.

5. The development of a new motivation system based on the KPI.

6. The launch.

7. Control and adjustment.

There are three main principles of the KPI system development:

1. Each performance indicator should be measurable.

2. Each performance indicator should be related to the company’s
operating results.

3. Measurement of a result shouldn’t be costly.

The implementation of the KPI system is rather stressful for employees,
because they may decide that this system is created for reducing their payments.
Thus, the top-management of a company has to explain the mechanism and
reasons of implementing the new system as well as the opportunities which
employees can get.

Let us consider the example of implementing the KPI system in the
pharmacy chain “Viktoriya Region™:

1. The following goals were determined as the strategic ones: increasing
profit by 10 %, business expansion by ten new pharmacies in three years.
According to these strategic goals the tactic ones were determined.

2. Certain KPIs were developed for the head office, for each pharmacy and
for each employee respectively. For example, the pharmaceutics’ KPIs are the
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amount of sales, the average purchase amount, the interaction with the
consumer, the quantity of delayed goods, and the accomplishment of a standard.
There are planned values of indicators which are set individually for a certain
pharmacy. Actual values are compared with the planned ones by the end of each
week, half a month, month, quarter and year. Each KPI is assigned an index.

3. Each KPI is matched with professional duties. For example, KPI “the
interaction with a consumer” is matched with the duties “the accomplishment
of a service standard”.

4. The readjustment affected practically all business-processes.

5. According to the new motivation system, each employee gets a fixed
salary and a variable part which depends on the personal KPI. Some employees
are satisfied by the new system, because their revenues significantly increased
due to the over fulfillment of the KPI. Some employees find it difficult
to accomplish the planned values. In such cases the analysis is carried out
for defining whether the planned values are relevant or not.

In three years the goals have been fully achieved. Thus, the KPI system
was implemented effectively.

In conclusion, the KPI system is a complex system which has lots
of pitfalls, nevertheless it’s an effective tool for improving the motivation
system and raising the effectiveness of a business.
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KiroueBble ciaoBa: KiroueBble mokasatenu s¢dextuBHocTH; KPI;
cucTeMa MOTHBALIMH TTEPCOHANIA; CTPATETHIECKHE [T KOMIIaHHH.

AnHoTanusi: /laHo onucaHue npoOiieM KOMIAHWUM, CBA3aHHBIX C pa3-
paboTKOi M BHEAPEHHWEM CUCTEMbl MOTHBALMM IepcoHana. [IpuBeneHs
MPUMEPLl BHEJIPEHHUS JIONOJHUTENbHBIX HHCTPYMEHTOB MOBBILIEHUS JIO-
SUTBHOCTH TiepcoHana. OmpeneneHo MOHATHE KIFOYEBBIX TOKaszarened 3¢-
(hexTUBHOCTH, omrcaHa B3amMOCBs3b cucTteMbl KPI 1 cTparermueckux Ie-
Jeil komnaHuu. PaccMOTpeH anroputM BHEAPEHUS CUCTEMbI KIFOUEBBIX 110-
kazareneir 3¢pdexruBHOoCcTH (KPI) B Om3Hec-mporiecchl opranu3anuu. Pac-
CMOTpPEHbl OCHOBHBIE [OCTOMHCTBA WU HENOCTAaTKU BHEAPEHUS CHCTEMBI
KPI. ITpuBeaeHbl OCHOBHBIE ATalbl U MPUHLUIBI BHeAPeHUs cuctembl KPI.
PaccMOTpeHBI OCHOBHBIE MPOOIEMBI, ¢ KOTOPBIMU CTaJIKUBAIOTCSI OPTaHU-
3anuu B mporecce BHenpenus cuctembl KPI. Omucanbl 0cOOEHHOCTH TIO-
CTPOEHUS] CUCTEMbl MOTHMBAIIMU IE€PCOHAJA, OCHOBAHHOW Ha MCIOJIb30Ba-
HHUHM KJIFOYEBBIX NOKazaTenel a(dekTuBHOCTH. PaccMOTpeH ombIT BHEIpe-
Hus cuctembl KPI B cetps antek «Buxrtopusi Peruon». I[IpuBenensl ocHOB-
Hble 3Tanbl BHeapeHus: cucrembl KPI: omnpenenenue crparernyeckux Le-
nelt; pa3paboTKa CHCTEMBI KIIFOUCBBIX TOKaszaresned 3((EKTUBHOCTH IS
CETH alTeK B LIEJIOM, OTAEIbHON allTEKU U OTAEIBHOTO COTPYAHUKA KOMIIa-
HUU; pacmpeesieHne JOJDKHOCTHBIX 00s3aHHOCTeH B 3aBUcUMOCTH OT KPI;
KOPPEKTHPOBKa OM3HEC-TIPOIIECCOB; pa3padOTKa HOBOM CHCTEMBI MOTHBA-
LIMM TIepCcOHalIa; BHeApeHue cucteMmbl KPI; KOHTposib M KOppeKTUpOBKa pe-
3ynbTaToB. OnpeeneHsl cTpaTerniaeckue 1enu ceTn antek «Bukropus Pe-
THOH», HA OCHOBE KOTOPHIX ObLIa pa3paboTaHa cHcTeMa KIIOYEBBIX ITOKa3a-
tenedt ¢ dextuBHOCTH. [IpUBeIeHBI KITFOUEBBIC MOKa3aTeau 3(hGEKTHBHO-
ctu dapmarieBra cetd. OnrcaH MeXaHH3M ONpeseicHus 3apaboTHO IUa-
ThI. J[aHa orleHKa 3P PEKTUBHOCTH BHeApeHUs crcTeMbl KPI.
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