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Abstract 
This paper attempts to establish a connection between work culture and performance of employees. The trend 
started during the industrial revolution. In Manchester, United Kingdom, was involved majorly in making 
fabrics for garments. Manchester came to be known as biggest industrial hub. The workers were driven to 
perform and were using their skills with hands to finish the tasks. Thought the quality of work was very good, 
the time required was a bit lengthy. Then, came the phase where United States adopted time and motion study 
and defined each step in the process minutely. This phase came to be known as use of hands and head both. 
Later, Japanese companies wanted to become the market leaders in the field of world class manufacturing. They 
thought about improvement of processes and realized the fact that the employees need to be devoted to their 
work and apply their heart. Japanese companies became the leaders in world class manufacturing with the motto 
of use of hand, head and heart.    
Application of head leads to satisfaction of heart. The target of all companies today should not be mere 
attendance of employees at work for 8 hours. Times have changed and so we need to change perspectives. Every 
data needs to be in quantifiable nature wherein KRA’s are created and measured.  
The paper will discuss areas of concern which will help organizations to improve in terms of quality and 
employees in term of belongingness and performance.  
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Introduction 
During the industrial revolution, there were a lot of changes in the field of manufacturing processes. However, 
many companies in various countries were in the transit period due to which some industries were trying to 
change in terms of technology. During this period, Manchester was majorly involved in making fabrics for 
garments. Manchester came to be known as biggest industrial hub in the textile sector. The workers were driven 
to perform and were using their skills with hands to finish the tasks which became their unique selling point in 
the business. They became leading exporters of the end products. However, these products were hand crafted 
due to which time and energy required from the workers was very high. Thought the quality of work was very 
good, the time required was a bit lengthy. This period saw use of ‘hand’ which means that skills were used 
abundantly but probably not with precision and in the right direction.  
United States tried to use the same process used in United Kingdom but with a different application. They 
adopted time and motion study and started defining each step in each process minutely. They tried to calculate 
the exact time required and the kind of skills and worker required. A lot of machines were used. The workers 
were given plans and instructions which resulted in involvement of leaders who have instructions and guidelines 
to the workers. This phase can be aptly called as a phase wherein the involvement of a supervisor playing the 
role of leader and the worker in there together. In other words, United States started using ‘head’ with the 
‘hand’. In continuance with Manchester, United States entered in the business of textiles, but with the use of 
machines and more supervision. The tree of US grew with hand and head.  
Japanese companies are known in the field of world class manufacturing. What was going on in the global 
business scenario caught eyes of Japanese companies and they thought about the factor which was missing. 
Japanese companies are known as world class manufacturers. They strive for improvement of processes and 
realize the fact that employees need to be devoted to their work and apply their ‘heart’. The tree of Japan grew 
taller than US and UK. For instance, Toyota company came up with the concept of 7 wastes:  

• Overproduction,  
• Transportation,  
• Waiting,  
• Excessive inventory,  
• Inappropriate processing,  
• Defects and  
• Unnecessary motion.  
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The eighth waste that was identified with respect to human resources was ‘underutilization of employee skills’. 
Whatever products or services came from Japanese companies was world class. The secret identified was 
inclusion of ‘heart’ with hand and head. Japan started making cars and shipped them to US for sale. To the 
utmost surprise, cars manufactured in Japan performed and sold better than the cars manufactured in US. It was 
a turnaround for Japan. They applied the theory of ‘apply head and heart will be satisfied’. Feeling of 
satisfaction will come to workers and employees when they get an opportunity to improve the processed under 
the complete guidance of leader. Even, if the workers are tired and they are given targets which are directly 
associated with the vision of the company, they will contribute. This contribution when acknowledged would 
never let the employee feel job burnout or low commitment towards the organization. Thus, a complete fusion 
of hand, head and heart is the secret of a successful and sustainable business. 
At work, people come with aspirations and doubts. If you are able to help other clear their doubts and 
difficulties, you would feel good and satisfied. One feels that he / she can help someone. Even when tired, the 
employees would help each other. For instance, if the leader delegates work to one of the subordinates with an 
expectation to complete it an hour; the immediate response can be: “This work would take at least a day!” But, 
if the employee is using his heart to the work, he would understand the urgency for the work and would not drag 
the same. In fact, after an hour the employee would realize that the work was easy and could have been done.  
It is important that each employee gets Key Responsibility Area (KRA) identified for oneself. Even if the 
organization does not have such a method, the employees can have it for themselves. Instead of a 9 to 5 job, if 
the employees think about the involvement and improvement in processes; it would result in improvement in 
work and systems both.  
 
Material and Methods 
The research paper is based on conceptual study which is coupled with experience, observation and trends of the 
authors. The study aims at identifying the connection between 3 H which is application of hands, head & heart 
theory with improvement of business processes, jobs & systems. The paper discusses the phases of industrial 
revolution with focus on three countries including United Kingdom, United States and Japan.  
The objectives of the study are: 

• To explore the possibilities of application of heart to workplace. 
• To understand the relation between KRA’s and quality improvement processes. 
• To identify the ways in which companies can become market leaders in terms of manufacturing and 

other sectors with the help of human resources 
• To identify the need of a greater number of quantifiable jobs which help in putting data in numbers.  

This study will be beneficial for the manufacturing and service-oriented organizations to understand the 
importance of inputs which help in the best and timely achievement of the mission and vision of the 
organization. Concepts like key process input variables, key process output variables would be discussed in the 
paper.  
The paper also identifies a strong association in identification of goals in the SMART framework with the 7 
mantras of success which contributes to the success of the organization. Problem solving, and task achievement 
are the two key parameters which focus on maintenance and improvement respectively. The entire paper is 
written with the objective of identification of problem areas and identification of focus solutions at the grassroot 
levels which can be managed by the lower level management. The top management needs to work for the task 
achievement which will penetrate down the hierarchy in the organization.  

 
Results and Discussion 
As we have discussed about the theory of ‘hand, head and heart’; it is important that the employees get an 
opportunity to apply their head in the organizations. If directive style of leadership will be widely spread in the 
organization, it would be difficult for the employees to think of improvement in the processes and otherwise. 
Thus, a free hand and autonomy needs to be given to the employees to set their own targets and goals which 
should be in the SMART framework.  
S – Specific 
M – Measurable  
A – Attainable  
R – Realistic 
T – Time bound  
Not only that the goals should be as per the SMART framework, they should also be documented and reviewed 
on regular basis. The KRA’s identified should be updated and reviews must be done.  
In majority of the manufacturing firms, 7 mantras of success (PQCDSME) are identified, namely;  

• Productivity,  
• Quality,  
• Cost optimization,  
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• Delivery on time in full,  
• Safety,  
• Morale and  
• Environment 

In the field of data analytics, we generally divide the processes into two parameters which are: 
 

• Key Process Input Variable (KPIV): 
KPIV covers the last three mantras of success which are Safety, Morale and Environment. Majority of 
the organization fail to understand and accept that the input factors are the most important. It is the care 
for the employee in the form of safety, employee morale and creation of a conducive work environment 
which would help the employees give their best performance.  
 

• Key Process Output Variable (KPOV): 
KPOV generally covers the first four Productivity, Quality, Cost optimization and Delivery on time in 
full. The best performance discussed under KPIV will results in achievement of the output which helps 
the organisations to achieve their goals and financial strength.  
 

In case of a typical manufacturing company, if you ask a production head what his job is, the answer would be 
that he would plan the production and ensure timely output. The same question if asked to a production 
manager, shift in-charge, supervisor or a worker; the answer would be near about the same. However, if a 
worker is asked that if he is producing what is the machine doing? His reply may change, and he may say that 
the worker is only operating the machine. In this case, if we go by the theory of hand, head and heart; the worker 
is probably only using his hands. Across the hierarchy, every designation is working as per the standards and 
methods prescribed. But, the job of employees is not only to work, but to improve the work. What bought the 
employee till this designation will not take him further if he dies the same kind of work. The question that the 
organizations need to ask today is “How to transfer processes to improve?” 
For routine jobs, employees do not apply their head. If an employee is drafting a letter, he would directly start 
with salutation and greetings. The head is trained depending upon the kind of work one has been doing since a 
long time. If the organizations want to move to world class manufacturing, the solution is to increase the ability 
to improve the work. There are various ways in which improvement can be done such as Quality Circles, Total 
Productive Maintenance, Lean Management, Six Sigma and so many more. The problem itself is a solution. One 
must start with improvement of processes done at individual level resulting into departmental and system level 
improvements.  
The problem is that majority of the organizations do not talk in numbers. The biggest difference between a 
playground and office is that there is a scoreboard at the playground. In organizations, we do not have a 
scoreboard for all designations. What if all employees start creating their own scoreboard? It is high time that 
the employees set their own benchmarks. Many employees who have spent a considerable duration at in the 
same organization, crib over an average increment or that they do not get promotion. But the question is how 
many employees really deserve a good increment or promotion? The need is to make a PDCA (plan, do, check, 
and act) for all. There are ways in which communication can be done by the leader and message can be passed 
instead of highlighting the mistakes.  
For every job, managers need to talk in terms of numbers. They are not supposed to pass judgements. More 
numbers are involved, higher is the possibility that rating errors, or any other error will be eliminated. Numbers 
are an international language today.  
 
Conclusion 
If one must play in business to win, following the number theory is very important. Sincere attempts to links 
SMART goals with numbers would surely help in process improvement across the hierarchy. The meetings and 
reviews need to take place based on numbers. The complete fusions need to be there. Numbers will help to bring 
in management by facts resulting in enhanced and sustained performance. The difference that the employee 
needs to understand today is between ‘Available’ and ‘Desired’. We should focus on improvement rather than 
just finishing the task at a single point of time. Improvement has two parts: 
 

• Problem Solving 
The focus should be on identification of problem and finding the solution. There can be issues with 
respect to noncompliance, not proper use of systems and processes, errors or negligence. Thus, getting 
back to the perfect benchmark and identifying solutions to reach the benchmark should be the task of 
the employee. The employees may create problems due to non-maintenance and they are the one who 
will be instrumental in creating solutions to the problems. The lower level management should focus 
on problem solving approach. This approach will be more for maintenance.  
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• Task Achievement  

The task achievement is generally addressed as that of improvement process. The task achievement 
needs to be addressed by the middle and top-level management. The process of task achievement 
directly aims at creating a new benchmark for various functions across the organization hierarchy.  
 

The organization needs to get involved in constructive destruction which involves use of a process for bringing 
something new in terms of technology or otherwise resulting in the extinction of a process or technology which 
was used earlier.  In organizations, this can be used for product development, technology or otherwise.  
Thus, the need for maintenance, automation, improvement, use of constructive destruction and focus on KPIV 
aligned with 3 H: hands, head and heart will surely increase the efficiency of employees across the hierarchy 
resulting in continuous and sustained growth of the organization making the organization competitive.   
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