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next step “is to spend some time
getting acquainted with the opera-
tion,” the consultant says.

One quick and effective method
involves making three-minute
counts of work that is performed by
an individual employee. This can be
done several times a shift for each
associate. For example, the receiv-
ing supervisor would observe a per-
son unloading a trailer for three
minutes, counting the number of
packages or pallets that are
unloaded during that time period. 

“If the benchmark is to unload
1,000 packages an hour, and the
person unloads 30 packages in
three minutes, you can multiply by
20 and quickly determine that the
person is likely to unload 600 pack-
ages an hour,” Rabeneck points out,
which is well below the standard. 

Assuming that the conditions
needed for success have been pro-
vided — the associate has all the
necessary training and tools needed
to do the job properly — the super-
visor can then: 

• observe the method the
employee is using and instruct the

This model gives supervisors effective tool for providing feedback 

person on the proper method if it is
not being used;

• tell the employee that s/he is
not working up to the normal defini-
tion of productivity, then probing to
find out why. “Based on the person’s
response, the supervisor would pro-
vide feedback and take the appropri-
ate action,” Rabeneck says. The
feedback should be very specific and
concrete, giving the employee the
details they need to improve their
performance.

Feedback shouldn’t be restrict-
ed only to those performing below
standard, according to Rabeneck. In
addition to providing encourage-
ment to high performers, look at the
methods they’re using to ensure
that those methods are best for the
operation as a whole. 

While star performers may have
discovered a better way to do the
work, there’s also the possibility
that they are using a method that
boosts their individual performance
while negatively affecting produc-
tivity of the operation as a whole.

drabeneck@hbmaynard.com ■ ■ ■ ■

“To be effective in the ware-
house or distribution center, front-
line supervisors need to have stan-
dards, an objective measure of
what people need to do,” observes
Douglas Rabeneck, senior con-
sultant for H. B. Maynard and
Company, Pittsburgh. 

Maynard has developed a
Performance Management model
that uses standards and an approach
that supervisors can use to provide
effective feedback to employees.
The model involves knowing the
work to be done; providing the con-
ditions needed for success; measur-
ing performance and providing
feedback; and taking action to
improve performance.

Standards define the level of
work that is expected to be per-
formed. Supervisors can compare
actual performance to standards to
identify underperforming areas.
“Once supervisors identify where
the issues or problems are, they can
concentrate their efforts there,” says
Rabeneck. For example, if the
receiving operation has been identi-
fied as the highest priority area, the

Reprinted from Distribution Center Management
Strategies & Tactics for Distribution Center & Warehouse Excellence

215 Park Avenue South — Suite 1301, New York, NY 10003-1603
Telephone: (212) 228-0246 • Fax: (212) 228-0376 • Email: info@DistributionGroup.com • Website: www.DistributionGroup.com

Distribution Center Management is published monthly by Alexander Communications Group, Inc., which provides news, data and information on key distribution and warehousing
topics though newsletters, books and looseleaf services. Please call for additional information on the Group’s publications or visit our website at www.DistributionGroup.com.

© 2001 Alexander Communications Group, Inc. No quotation without written permission of Alexander Communications Group. No part of this publication may be reproduced, redistrib-
uted or put into an electronic or other information retrieval system without prior written permission of Alexander Communications Group.

DO NOT EDIT OR ALTER REPRINTS • REPRODUCTION NOT PERMITTED

www.DistributionGroup.com




