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The PMA 2012 Conference has now released its conference 
programme, which is available through the PMA conference 

website.  The conference takes place in Cambridge, UK, on 
11-13 July 2012 at the University of Cambridge on the theme of 
Performance Management: From Strategy to Delivery. The 
event will explore the latest thinking and research into how to 
connect strategy to delivery, through technology, systems and 
process.  

The conference will be mixture of keynote and plenary 
presentations, as well as parallel streams and discussion groups.  
With over 100 papers being presented, three world-class keynotes 
will present at the conference; 

Howard Dresner, a widely regarded expert in 
business intelligence,

Professor Gerhard Satzger, IBM’s Director 
Business Performance Services, Europe, and 

Professor Christopher Hood, University of Oxford.

The conference will also feature Panels and Workshops, 
including: 

�� Enterprise AID: A Performance Measurement System for 
Enterprise Assessment, Improvement, and Design 
Patrick T. Hester and Thomas J. Meyers, National Centers for 
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Robert Wise, Ph.D, SystemWise Consulting, Washington DC

This analysis was triggered by an article in The Washington Post on February 19, 2012. It 
raised a technical measurement question and a question of measurement epistemology. 

Under the headline, “The trick (all emphases added) to D. C.’s homicide closure rate,” The 
Washington Post printed an in-depth, half-page article analyzing and criticizing how the District of 
Columbia police reported its closure rate for homicide cases.

The D. C. Police Chief reported that in 2011 the department’s homicide closure rate was 
94%. In the article, the reporter stated, “But an examination of District homicides found that 
the department’s closure rate is a statistical mishmash that makes things seem much better 
than they are.  The District had 108 homicides last year. A 94% closure rate would mean that 
detectives solved 102 of them.  But only 62 were solved as of year’s end, for a true closure rate 
of 57%.”  The reporter claimed that the D.C. Chief misrepresented the “truth.”

The following week, the D. C. Chief wrote a response taking offense at the charge that she 
intentionally tricked the public. She argued that she was following nationwide FBI Uniform Crime 
Reporting guidelines in reporting that in 2011 her department closed 92 homicide cases out of 
the 108 in that year which is a 97% closure rate.  She had included in the closed cases in 2011 
the 43 open cases from prior years that were closed in 2011.

Does a Performance Measure Tell the Truth?

Perspectives on Performance - Volume 9, Issue 3

System of Systems Engineering, Old Dominion University

�� Ethical and Moral Considerations in Performance Measurement 
)UDQN�%X\WHQGLMN��FKLHIPDUNHWLQJ�RI¿FHU��%H�,QIRUPHG��2ZQHU�RI�%HLQJIUDQN��9LVLWLQJ�IHOORZ�
&UDQ¿HOG�8QLYHUVLW\�6FKRRO�RI�0DQDJHPHQW

�� Strategic Performance Management is effective when the right amount and the right 
projects are selected for improvement and goal realization. 
&KDQWDO�*ORXGHPDQV�0%$���%H\RQG�6FRSH�	�6WUDWHJLF�3DUWQHU�ZLWK�5DGERXG�8QLYHUVLW\�
1LMPHJHQ�(06'���0DWKLMV�YDQ�GHQ�%URHN��3URJUDP�0DQDJHU�:DWHUERDUG��UHSRUWLQJ�WR�WKH�
Board).

�� Performance Measurement for Learning, Innovation and Engagement 
Umit Bititci, University of Strathclyde

With over 100 delegates already booked, register now to book your place via the PMA’s website. 
We look forward to welcoming you to Cambridge in July.

Andy Neely, PMA and Conference Chairman 

6PDUW.3,V�FRP�DUH�D�3ODQWLQXP�&RQIHUHQFH�
6SRQVRU�IRU�30$�������,I�\RX�ZRXOG�OLNH�WR�¿QG�
RXW�DERXW�VSRQVRUVKLS�RSSRUWXQLWHV�DW�30$�����
please contact pma@performanceportal.org
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This debate in the media raises a technical question about how to best measure the performance 
RI�D�ZRUN�SURFHVV�WKDW�LV�FRQWLQXDOO\�EHLQJ�¿OOHG�ZLWK�SUREOHPDWLF�QHZ�WDVNV�WKDW�FDQ�WDNH�GD\V��
weeks, months, or years to be successfully completed.  What is the best way to measure this 
W\SH�RI�RUJDQL]DWLRQDO�SHUIRUPDQFH�ZKHQ�LW�KDV�WR�EH�UHSRUWHG�RQ�D�WLPH�SHULRG�VSHFL¿F�EDVLV"

Let us answer this question by considering a hypothetical work process whose inputs are 
problematic “cases” that are assigned to capable employees to analyze and resolve in order 
to “close” the case. Each case requires an employee to use expert judgment to develop an 
understanding of the situation by gathering facts and testing possibilities to solve the problem. 
Solving a crime and helping a customer untangle a software problem are examples.  There is 
great variation in the time it takes to close such cases and an employee has to stay on the case 
until it is closed.

One measure of the performance of this process is the “closure rate” which is the percent of 
cases successfully closed in some period of time.  The technical measurement question is 
³+RZ�VKRXOG�WKH�FORVXUH�UDWH�EH�FDOFXODWHG"´��7R�DQDO\]H�WKH�SRVVLELOLWLHV��OHW�XV�FRQVWUXFW�D�
K\SRWKHWLFDO�ÀRZ�RI�FDVHV�WKURXJK�D�K\SRWKHWLFDO�SURFHVV�

����$VVXPH�WKDW�IURP�WKH�LQFHSWLRQ�RI�WKH�SURFHVV�����FDVHV�KDYH�EHHQ�HQWHUHG�DQG����KDYH�
been closed but the closure rate has not been calculated or reported.  
����$W�WKH�VWDUW�RI�D�QHZ�UHSRUWLQJ�SHULRG�����³SULRU´�FDVHV�DUH�VWLOO�RSHQ� 
����'XULQJ�WKH�UHSRUWLQJ�SHULRG�����RI�WKH����SULRU�RSHQ�FDVHV�DUH�FORVHG� 
����'XULQJ�WKH�UHSRUWLQJ�SHULRG������³QHZ´�FDVHV�DUH�DGGHG�WR�WKH�SURFHVV�� 
����'XULQJ�WKH�UHSRUWLQJ�SHULRG�����RI�WKH�����QHZ�FDVHV�DUH�FORVHG�

,Q�WKH�UHSRUWLQJ�SHULRG�D�WRWDO�RI����FDVHV�ZHUH�FORVHG��:KDW�LV�WKH�FORVXUH�UDWH"�7KHUH�DUH�
several possibilities depending on the denominator used to calculate the percentage:

1.  The overall closure rate since inception is 75+20+60 ÷ 100+100 = 78%  
2.  The closure rate for new cases in the reporting period is 60 ÷ 100 = 60% 
3.  The closure rate for all open cases in the reporting period is 20+60 ÷ 25+100 = 64% 
4.  The closure rate for all cases closed out of all cases in the reporting period is 20+60 ÷ 100 = 
80%

7KH�HSLVWHPRORJLFDO�PHDVXUHPHQW�TXHVWLRQ�LV�³:KLFK�FORVXUH�UDWH�LV�WKH�WUXH�UDWH"´�8QOHVV�
\RX�DUH�D�EHOLHYHU�LQ�WKH�SRVLWLYLVW��SDUDGLJP�IRU�VFLHQWL¿F�LQTXLU\��WKLV�LV�QRW�D�XVHIXO�TXHVWLRQ�
for managing organizational performance, because there is an element of “truth” in each of 
these measures, but each truth is partial.  A better approach to measuring the closure rate is 
to acknowledge that that there are different rates depending on what part of performance is of 
interest: 

����,I�RYHUDOO�SHUIRUPDQFH�VLQFH�LQFHSWLRQ�LV�RI�LQWHUHVW��WKHQ����LV�WKH�WUXH�UDWH� 
����,I�RQO\�QHZ�FDVHV�FORVHG�LQ�WKH�UHSRUWLQJ�SHULRG�DUH�RI�LQWHUHVW��WKHQ����LV�WKH�WUXH�UDWH� 
����,I�DOO�FDVHV�FORVHG�LQ�WKH�UHSRUWLQJ�SHULRG�DUH�RI�LQWHUHVW��WKHQ����LV�WKH�WUXH�UDWH� 
����,I�DOO�FDVHV�FORVHG�RXW�RI�QHZ�FDVHV�LQ�WKH�UHSRUWLQJ�SHULRG�DUH�RI�LQWHUHVW��WKHQ����LV�WKH�WUXH�
rate.

7KH�'��&��3ROLFH�&KLHI�UHSRUWHG�����7KH�:DVKLQJWRQ�3RVW�UHSRUWHU�VDLG�WKH�WUXH�PHDVXUH�LV�����
The article probably did not help the public better understand how to assess the performance of 
the police department. 

Perspectives on Performance - Volume 9, Issue 3
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A circular methodology to implement performance 
measurement systems in SMEs

Patrizia Garengo and Stefano Biazzo, University of Padua, Italy  

The analysis of the studies on performance measurement systems (PMSs) for small- and 
medium-sized enterprises (SMEs) shows an important contradiction: on the one hand, such 

enterprises have a hard time rationalising their operational practices and strategic processes, and 
FRQVLGHU�VWUDWHJ\�DV�PDLQO\�HPHUJLQJ��DV�GH¿QHG�E\�0LQW]EHUJ�DQG�:DWHUV���������RQ�WKH�RWKHU�
hand, scholarly literature offers methodologies for the implementation of a PMS that are based 
upon a top-down approach and that aim at translating strategy into action, with little consideration 
to the tendency of small enterprises not to give much importance to the formalisation of their 
strategic choices (Garengo et al., 2005). To contribute to this research gap, the authors identify a 
circular methodology to implement a strategically aligned PMS in SMEs.

The theoretical and empirical analysis and formalisation of the PMS implementation process 
LQ�60(V��OHG�WR�WKH�LGHQWL¿FDWLRQ�RI�D�PHWKRGRORJ\��ZKLFK�LV�GH¿QHG�DV�µFLUFXODU¶�WR�UHPDUN�
WKH�FRQWUDVW�ZLWK�WKH�µWRS�GRZQ¶�ORJLFV��7KH�SURSRVHG�PHWKRGRORJ\�LV�EDVHG�RQ�WKH�EDODQFHG�
scorecard model (as proposed by Kaplan and Norton, 1996) and features four main phases: (1) 
WKH�DQDO\VLV�RI�FXUUHQW�µLQGLYLGXDO�GDVKERDUGV¶�WR�DFWXDOO\�VKRZ�WKH�SHUIRUPDQFHV�WKDW�DUH�NHSW�
XQGHU�FRQWURO������WKH�FODUL¿FDWLRQ�RI�WKH�FULWLFDO�VXFFHVV�IDFWRUV��&6)V��XQGHUO\LQJ�WKH�PHDVXUHV�
XQGHU�FRQWURO������WKH�GH¿QLWLRQ�RI�WKH�GHVLUHG�VWUDWHJ\�PDS��.DSODQ�DQG�1RUWRQ��������DV�D�
result of the comparison between CSFs that are currently under control and the desired strategy; 
(4) the translation of the desired strategy map into a dashboard of indicators necessary for the 
implementation of the strategy. 

)LJXUH���VKRZV�WKH�IRXU�PDLQ�VWHSV�RI�WKH�LGHQWL¿HG�DSSURDFK��WKH�VWDUWLQJ�SRLQW�LV�QRW�PDGH�
of abstract, and often generic, formulations of strategic visions, but of the operational reality of 
each individual, as actually expressed by the performance measures that people regularly use to 
manage their activities. 

Because in SMEs looking at what is actually measured by the various organizational actors 
DV�D�ZKROH�LV�TXLWH�XQFRPPRQ��WKH�¿UVW�SKDVH��VWHSV���DQG����LV�GHGLFDWHG�WR�XQYHLOLQJ�ZKDW�
is regularly kept under control. In order to reveal what the enterprise measures and controls, 
WKH�¿UVW�VWHS�WR�WDNH�LV�WR�UHFRQVWUXFW�µLQGLYLGXDO�GDVKERDUGV¶�DQG�WKH�LPSOLFLW�RUJDQLVDWLRQDO�
dashboard. Individual dashboards consist of all those performance measures that each person 

uses to assess the 
activities one is 
responsible for; the 
implicit organisational 
dashboard is the 
synthesis of all 
individual dashboards. 

The word implicit is an 
LPSRUWDQW�TXDOL¿FDWLRQ��
WKH�µUHFRQVWUXFWHG¶�
dashboard is 
implicit because it 
often is invisible to 
the management; 
performances 
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are locally monitored and there is no overall vision of the performances being under control. 
Furthermore, it is not the outcome of a rational design process, but an accumulation of monitoring 
needs that have arisen in each business function over the course of time. 

7KH�RUJDQLVDWLRQDO�GDVKERDUG�LV�WKH�EDVLV�IRU�WKH�VXEVHTXHQW�LGHQWL¿FDWLRQ�RI�WKH�LPSOLFLW�VWUDWHJ\�
map: the bottom idea is that, from the performances that are actually under control, it is possible to 
WU\�DQG�¿JXUH�RXW�ZKDW�WKH�&6)V��ZKLFK��LPSOLFLWO\��KROG�XS�WKH�FXUUHQWO\�SXUVXHG�FRPSDQ\�VWUDWHJ\��
are. The amount of information that the implicit strategy map can offer obviously depends upon 
WKH�QXPEHU�RI�LQGLYLGXDO�GDVKERDUGV�EHLQJ�XVHG�IRU�LWV�VHW�XS��LQ�YLHZ�RI�WKLV��GXULQJ�WKH�¿UVW�SKDVH�
(steps 1 and 2) both the top and middle managers should be involved.

In order to construct an implicit strategy map, it is necessary to carefully examine each performance 
measure and to pair each one with the phenomenon that it measures – the underlying CSF. This 
operation, which requires a great effort because it calls for critical thinking about the reasons behind 
WKH�¿JXUHV��HQDEOHV�WKH�¿UP�WR�PDNH�VHQVH�RI�WKH�PDQDJHPHQW�GDVKERDUG�DQG�WR�WXUQ�LW�LQWR�DQ�
implicit strategy map. The various measured phenomena may in fact be placed in the four classic 
perspectives of the BSC (and even connected with assumptions of cause–effect relationships): what 
emerges is a picture of the CSFs that are currently kept under control and, hence, of the strategy 
that the enterprise implicitly supports.

Through the implicit strategy map, it is possible to proceed with the design of the BSC (steps 3 and 
4) using a differential approach; the future or desired strategy map is built from the implicit strategy 
map by eliminating non-strategic CSFs and adding new strategic CSFs. The desired strategy map 
LV�WKHQ�WKH�EDVLV�IRU�WKH�LGHQWL¿FDWLRQ�RI�WKH�SHUIRUPDQFH�PHDVXUHV�WKDW�ZLOO�PDNH�XS�WKH�%6&��
:LWK�VWHS���ZH�JR�EDFN�WR�DFWXDO�PHWULFV��WKH�DSSURDFK�KDV�EHHQ�GH¿QHG�DV�µFLUFXODU¶�EHFDXVH�WKH�
performance measures represent both the starting and arrival points.

The proposed implementation process features key aspects, connecting the actual strategy with 
WKH�LQWHQWLRQDO�VWUDWHJ\�DQG�HQJDJLQJ�60(V�LQ�D�SURFHVV�RI�REVHUYDWLRQ�DQG�FODUL¿FDWLRQ�RI�WKHLU�
future vision. It becomes a tool that can be easily applied and enables a company to solve in 
operational terms the concepts of emerging and desired strategy, and to guide SMEs’ managers 
toward the implementation of a strategically aligned BSC. Further details and practical examples 
of the implementation process are described in a recent book titled “Performance measurement 
with the Balanced Scorecard. A practical approach to implementation within SMEs” (Biazzo and 
Garengo, 2012). The description represents a useful operational reference that facilitates not only 
the understanding, but also the implementation of the proposed methodology.

References

����%LD]]R�6���*DUHQJR�3����������3HUIRUPDQFH�PHDVXUHPHQW�ZLWK�WKH�%DODQFHG�6FRUHFDUG��$�
practical approach to implementation within SMEs, Springer  
����.DSODQ��5���	�1RUWRQ��'����������8VLQJ�WKH�EDODQFHG�VFRUHFDUG�DV�D�VWUDWHJLF�PDQDJHPHQW�
system. Harvard Business Review, 74, 75–85. 
����.DSODQ��5���	�1RUWRQ��'����������6WUDWHJ\�PDSV��&RQYHUWLQJ�LQWDQJLEOH�DVVHWV�LQWR�WDQJLEOH�
outcomes. Boston, MA: Harvard Business School Publishing Corporation.  
����*DUHQJR�3���%LD]]R�6���%LWLWFL�8����������3HUIRUPDQFH�0HDVXUHPHQW�6\VWHPV�LQ�60(V��D�UHYLHZ�
for a research agenda, International Journal of Management Reviews, Vol. 7 , No. 1, pp. 25-47  
����0LQW]EHUJ��+���	�:DWHUV��-�$����������2I�VWUDWHJLHV��GHOLEHUDWH�DQG�HPHUJHQW��6WUDWHJLF�
Management Journal, 6(3), 257–272.
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%\�)UDQN�%X\WHQGLMN��FKLHI�PDUNHWLQJ�RI¿FHU��%H�,QIRUPHG��YLVLWLQJ�IHOORZ��&UDQ¿HOG�8QLYHUVLW\�6FKRRO�
of Management, Center for Business Performance; and author of “Dealing with Dilemmas: Where 
%XVLQHVV�$QDO\WLFV�)DOO�6KRUW´��:LOH\�	�6RQV�������

Western management is overly focused on analysis. Almost every job advert for a knowledge 
worker requires deep analytical skills; there is a multi-billion dollar market for analytical tools. 

And it is almost like MBAs don’t teach anything else.

Particularly in the area of strategic management, analysis turns out to be a limited toolkit. Don’t 
get me wrong, analysis has its uses, in business process optimization, in market understanding, in 
cost control, in general problem solving. But from a stakeholder point of view, an organization is a 
collaboration between various stakeholders, through which all achieve their own goals. Strategy then 
LV�D�FRQWLQXRXV�SURFHVV�RI�LGHQWLI\LQJ�VWDNHKROGHU�REMHFWLYHV��XQGHUVWDQGLQJ�WKHLU�RIWHQ�FRQÀLFWLQJ�
QDWXUH��DQG�¿QGLQJ�ZD\V�WR�UHFRQFLOH�WKHP��6WUDWHJ\�LV�IXOO�RI�GLOHPPDV��DQG�DQDO\WLFDO�WKLQNLQJ�LV�
only partly helpful. Analysis the art of taking things apart until you understand how they work only 
FRQ¿UPV�DQG�VWUHQJWKHQV�GLOHPPDV��

$�GLIIHUHQW�WRRONLW�LV�QHHGHG�IRU�VWUDWHJLF�GHFLVLRQ�PDNLQJ�WKDW�LV�IRFXVHG�RQ�UHFRQFLOLQJ�FRQÀLFWLQJ�
stakeholder positions, in other words, strategic dilemmas. Not analysis, but the opposite, synthesis. 
Synthesis is the process of taking multiple, often contradictory, ideas and fusing them to create a 
single picture. By bringing together opposite positions, you fundamentally solve business problems, 
and you raise your organization to a new level of insight. 

Think about this example: Most organizations have been centralizing and decentralizing for decades, 
without fundamentally moving forward. All they achieved was to exchange one set of problems 
for another, eventually reverting to the original set. The pendulum keeps swinging, and a stable 
synthesis (“standardization”) between centralization and decentralization is never reached.

The Six Fundamental Dilemmas

The idea of synthesis is not new , it was familiar to the ancient Greek philosophers but it seems 
that in our business best practices, we 
have forgotten all about it. Through my 
research, including literature study, executive 
interviews and a worldwide survey, I have 
found that many of the dilemmas that 
organizations face are the same. And they 
are predictable. 

Even better, we can use today’s 
methodologies to reveal them, particularly 
the Balanced Scorecard. Let’s take the 
Balanced Scorecard in a previously 
unexplored direction, that of strategy 
formulation, the area where executive 
decision-making ultimately resides. To do 
that, we need to go back to the origins of the 
Balanced Scorecard in the early 1990s (see 
Exhibit 1). 

Dealing with Dilemmas: Where Business Analytics Fall Short

E
xhibit 1: The original B

alanced S
corecard
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Originally, the Scorecard showed four perspectives that companies should consider, equally 
grouped around the strategic objectives. Later, the four perspectives were linked to create 
cause-and-effect relationships in what were called strategy maps. However, if we don’t link the 
perspectives, but instead contrast them, the six fundamental dilemmas that each company faces 
unfold (see Exhibit 2). 

Solutions to Dilemmas

In the literature, there are solutions for every one of the six dilemmas. To my knowledge, there has 
never been any study that provides a comprehensive overview of all of the solutions. Here are 
VRPH�VROXWLRQV�WKDW�,�KDYH�LGHQWL¿HG�

9DOXH�DQG�SUR¿W��3URYLGLQJ�D�WUDQVSDUHQW�SULFH�VWUXFWXUH�DQG�WUDQVSDUHQW�WHUPV�DQG�FRQGLWLRQV�
makes it easy to create a clear value proposition for customers. Transparency can be a competitive 
GLIIHUHQWLDWRU��OHDGLQJ�WR�KLJKHU�PDUNHW�VKDUHV�DQG�SUR¿W�

Long-term and short-term. Adopt an “options-based” strategy. When assessing your strategy, don’t 
think just in terms of whether it’s right or wrong; consider whether it helps you adapt to changing 
circumstances. Take decisions that address today’s issues, while keeping your options open for 
future change.

7RS�GRZQ�DQG�ERWWRP�XS��2Q�WKH�WDFWLFDO�OHYHO��DOLJQ�¿QDQFLDO�WRS�GRZQ�SODQQLQJ�ZLWK�RSHUDWLRQDO�
IRUHFDVWLQJ��OLQNLQJ�UHVRXUFHV�WR�DFWLYLWLHV�DQG�¿QDQFLDO�UHVXOWV��2Q�WKH�VWUDWHJLF�OHYHO��OHW�JR�RI�WKH�
LGHD�RI�D�¿QDQFLDO�SRUWIROLR�RI�DFWLYLWLHV��DQG�IRFXV�RQO\�RQ�DFWLYLWLHV�WKDW�FRQWULEXWH�WR�WKH�EUDQG��

,QVLGH�RXW�DQG�RXWVLGH�LQ��0DQ\�RUJDQL]DWLRQV�VHHP�DOPRVW�WR�FKHULVK�WKH�FRQÀLFW�EHWZHHQ�EDFN�
RI¿FH�DQG�IURQW�RI¿FH��DQG�WUHDW�WKHLU�QHHGV�DV�WUDGH�RIIV��+RZHYHU��WKHUH¶V�QR�FRQWUDGLFWLRQ�
EHWZHHQ�WKH�QHHG�IRU�DGPLQLVWUDWLYH�HI¿FLHQF\�DQG�WKH�QHHG�IRU�VDOHV�ÀH[LELOLW\��&XVWRPHU�VHOI�
VHUYLFH�PRGHOV�EULQJ�PRUH�HI¿FLHQF\�WR�WKH�EDFN�RI¿FH��ZKLOH�LPSURYLQJ�WKH�FXVWRPHU�YDOXH�
proposition.

Optimize and innovate. Create aspirational goals that cannot be met by optimizing existing 
processes and ways of working. Disturb existing processes on purpose with new and different 
inputs to see how people react to them and to ensure that your teams will be ready if external 
conditions change. 

E
xhibit 2: S

ix fundam
ental dilem

m
as
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/LVWHQ�DQG�OHDG��:K\�QRW�OHDG�\RXU�FXVWRPHUV�ZKLOH�OLVWHQLQJ�WR�WKHP"�,I�\RX¶UH�DEOH�WR�GHWHFW�WKH�
question behind the question or understand customer behavior better than your peers, you can 
develop a great source of competitive differentiation. 

Now what?

Strategists need to rethink their best practices. Many of these methods have proven to work 
perfectly when solving linear and tactical problems, but they’re not useful for strategic decision-
making processes. You need to bring a bigger toolbox to that job, and it must include an 
understanding of the dilemmas that executives have to deal with, the various ways your company 
tends to deal with them, and the practical solutions that have evolved in other companies, times 
and industries. 

It’s time we had fewer people calling themselves analysts, and more people seeing themselves 
as synthesists.
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Gerhard Satzger, Johannes Kunze von Bischhoffshausen, and François Habryn 

A UHFHQW�VXUYH\�FRQGXFWHG�ZLWK������&KLHI�([HFXWLYH�2I¿FHUV�ZRUOGZLGH�HVWDEOLVKHG�WKDW�today “successful CEOs make customer intimacy their number-one priority” (IBM Institute for 
%XVLQHVV�9DOXH���������&XVWRPHU�LQWLPDF\��7UHDF\�	�:LHUVHPD��������KDV�JDLQHG�PRPHQWXP�
over the last years, as the ability to capture customer needs and to tailor provided solutions 
accordingly has become a key success factor in the B2B space. Furthermore, the growing 
importance of customer intimacy is driven by the increasing importance of services in mature 
economies, leading to higher competition among service providers, raising expectations on the 
demand side, and a shift in the role of the customer from a passive service consumer to an active 
³YDOXH�FR�FUHDWRU´��9DUJR�	�/XVFK��������

However, most organizations still lack a holistic view with regard to customer intimacy 
�3HSSHUV	5RJHUV*URXS�	�,%0���������,Q�SDUWLFXODU��FXUUHQW�,7�VROXWLRQV�VXFK�DV�&50�V\VWHPV�
do not provide appropriate means for service providers to assess the impact of pursuing a 
customer intimacy strategy – from the IT perspective, “the role of customer intimacy has been 
under-investigated” (Liang, 2009). Literature on this topic is extensively discussed in Habryn et al. 
(2010).

The performance measurement system Customer Intimacy (CI) Analytics which is introduced 
in this article has been conceived and implemented in order to address this issue: it provides 
a model and a methodology for B2B providers to measure the performance of their customer 
intimacy strategy with different customers. CI Analytics allows an assessment of the established 
degree of customer intimacy - derived from customer knowledge and customer relationships - as 
ZHOO�DV�DQ�HYDOXDWLRQ�RI�WKH�¿QDQFLDO�DQG�QRQ�¿QDQFLDO�EXVLQHVV�LPSDFWV�RI�WKH�FXVWRPHU�LQWLPDF\�
strategy such as cross-selling and customer participation. In order to perform this assessment, 
CI Analytics leverages operational data already available in the provider’s information system. 
,W��WKHUHIRUH��UHODWHV�WR�WKH�GLVFLSOLQH�RI�SDWWHUQ�EDVHG�VWUDWHJLHV�ZKLFK�LV�GH¿QHG�DV�WKH�³VHDUFK�
for patterns that may have a positive or negative impact on business strategy and operations” 
(Burton et al., 2011). 

The methodology followed in the CI Analytics project consists of four main activities. First, we 
performed a thorough literature review on customer intimacy and related concepts in order to 
identify the key characteristics of a successful customer intimacy strategy and the established 
means for measuring these characteristics. Second, we analyzed customer data available in 
providers’ information systems such as groupware and CRM systems in order to determine their 
relevance with regard to the assessment of customer intimacy. We subsequently designed the 
customer intimacy metrics, thereby linking the literature insights to the operational data. Finally, 
we assessed the accuracy of these metrics by means of an empirical validation.

This article is structured around the framework proposed by Neely et al. (2005), which states 
that a performance measurement system can be examined along three different levels: (i) 
the relationship between the performance measurement system and its environment, (ii) the 
performance measurement system as an entity, and (iii) the individual performance measures.

Customer Intimacy Analytics and its Environment

According to Neely et al. (2005), a performance measurement system has to be aligned with the 
environment it is applied to, in particular with the business strategy of the organization. In that 
regard, CI Analytics is tailored to organizations that pursue a strategy of the customer intimacy 
type. Customer intimacy driven organizations are successful through their ability to develop 

Customer Intimacy Analytics 
Measuring the Performance of a Customer Intimacy Strategy
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LQGLYLGXDOL]HG�VROXWLRQV�ZKLFK�DUH�WDLORUHG�WR�WKH�VSHFL¿F�QHHGV�RI�WKHLU�FXVWRPHUV��7UHDF\�	�
Wiersema, 1993). CI Analytics, thus, allows an assessment of the provider’s individual customer 
offerings with regard to their impact on business success.

&,�$QDO\WLFV�\LHOGV�VHYHUDO�EHQH¿WV�IRU�LWV�HQYLURQPHQW��2Q�WKH�RQH�KDQG��LW�SURYLGHV�WKH�DELOLW\�
to assess the interaction investments performed by the provider employees, such as meetings, 
phone calls, and emails, in order to establish relationships with customer employees and acquire 
NQRZOHGJH�RI�WKH�FXVWRPHU��2Q�WKH�RWKHU�KDQG��LW�DOORZV�DQ�DQDO\VLV�RI�WKH�¿QDQFLDO�DQG�QRQ�
¿QDQFLDO�UHVXOWV�RI�WKH�FXVWRPHU�LQWLPDF\�VWUDWHJ\��%\�LQWHJUDWLQJ�WKHVH�WZR�DVSHFWV��&,�$QDO\WLFV�
supports the decisions of the provider to invest in one or the other customer.

Customer Intimacy Analytics as a Performance Measurement System

A performance measurement system consists of two types of performance measures, namely 
the results based measures and measures related to the determinants of the results (Fitzgerald 
et al., 1991). These two types of measures are also addressed in the performance measurement 
V\VWHP�&,�$QDO\WLFV��$V�LOOXVWUDWHG�LQ�¿JXUH����FXVWRPHU�LQWLPDF\�KDV�EHHQ�EURNHQ�GRZQ�LQWR�
the acquired customer intimacy and the leveraged customer intimacy. Acquired customer 
intimacy, as a determinant of the results, corresponds to the acquisition of customer knowledge 
and to the establishment of customer relationships that enable the provider to propose tailored 
solutions to its customers. Secondly, the leveraged customer intimacy indicates the actual 
UHVXOWV�DQG�EHQH¿WV�RI�WKH�FXVWRPHU�LQWLPDF\�VWUDWHJ\�ZKLFK�DUH�WKH�IROORZLQJ�LQ�WKH�SURSRVHG�
model: customization, customer loyalty, proactiveness, cross-selling, customer participation, and 
transaction costs reduction.  

Customer Intimacy Analytics Cont..
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In order to assess these intrinsic components of customer intimacy, a series of metrics based 
on interactions, activities, and results achieved with customers are calculated. In addition, some 
metrics called centrality metrics leverage the topology of the network formed by the provider 
and customer employees. These metrics are grounded in existing literature and are calculated 
upon the operational data of the provider consisting of customer interaction channels such 
as groupware and customer interaction sources such as project databases and customer 
relationship management systems. Further details on these metrics and their calculation are 
described in Habryn (2012).

Calculating the Individual Performance Measures

The conceptual CI Analytics model has been operationalized in the application CI Analytics 
ZKRVH�GDVKERDUG�LV�SUHVHQWHG�LQ�¿JXUH����,PSOHPHQWHG�DV�D�ZHE�DSSOLFDWLRQ��WKLV�GDVKERDUG�
allows a visualization of the acquired and leveraged customer intimacy metrics for a 
VSHFL¿F�FXVWRPHU�ZLWKLQ�D�GLVWLQFW�WLPH�IUDPH��7KH�GLDJUDP�RQ�WKH�OHIW�KDQG�VLGH�SURYLGHV�D�
representation of the social network formed by the provider and customer employees based on 
VSHFL¿F�LQWHUDFWLRQ�EDVHG�PHWULFV�VXFK�DV�LQWHUDFWLRQ�TXDQWLW\�RU�LQWHUDFWLRQ�UHJXODULW\��2Q�WKH�
right hand side, several chart diagrams indicate the values of the proposed metrics for assessing 
customization, cross-selling, transaction costs, and customer participation. In the case proposed 
LQ�¿JXUH����LW�FDQ�EH�REVHUYHG�WKDW�WKH�GHJUHH�RI�FXVWRPL]DWLRQ�RI�WKH�RIIHULQJ�WR�WKLV�FXVWRPHU�
is increasing and the degree of cross-selling is fairly high for the time period 2010-2011, thereby 
indicating that the customer is responsive to the customer intimacy strategy followed by the 
provider. 

 

Implications and Outlook

CI Analytics has been introduced above as a novel holistic performance measurement system 
\LHOGLQJ�VHYHUDO�EHQH¿WV�IRU�RUJDQL]DWLRQV�SXUVXLQJ�D�FXVWRPHU�LQWLPDF\�VWUDWHJ\��)LUVW��&,�
Analytics provides a means to analyze the performance of a customer intimacy strategy with 
each customer and, therefore, supports the decision making processes of the provider with 
regard to its customer investment. Second, CI Analytics allows the provider organization to 
monitor the development of the acquired and leveraged customer intimacy with each customer 
over time, thereby allowing a proactive management of customer relationships. Finally, CI 
Analytics provides managers and employees with the ability to visualize the current relationship 

Figure 2. C
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network formed by customer and provider employees. This feature facilitates the dissemination of 
customer knowledge within the provider organization.

Future research will focus on applying advanced analytics such as predictive models and 
complex event processing in order to uncover patterns for the successful implementation of a 
customer intimacy strategy. This will subsequently lead to the design of a task recommender 
system based on the values of the customer intimacy metrics.
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Take Care of the Edges and the Middle will Take Care of itself...

G
row

th requires change

David Bovis

Setting Context - The Big problem

The complex world of business as we understand it in 
WKH�:HVW�WRGD\�KDV�EHHQ�VLJQL¿FDQWO\�LQÀXHQFHG��LI�QRW�

wholly formed by a few key developments of the past;

���7KH�VWHS�FKDQJH�IURP�+RPR�(UHFWXV�WR�+RPR�6DSLHQV 
���5HOLJLRQ 
���7KH�UHSODFHPHQW�RI�EDUWHULQJ�ZLWK�PRQH\���FRLQDJH 
���7KH�LQGXVWULDO�UHYROXWLRQ�� 
���'HPRFUDF\�DV�WKH�SULPDU\�SROLWLFDO�PRGHO�DQG� 
���.H\QHVLDQ�(FRQRPLFV���FDSLWDOLVP��

Within the cultural framework formed by these major historical developments, the last 40years of 
business best practice has consisted at any one time of a few major toolsets that have reached the 
WLSSLQJ�SRLQW�WR�EHFRPH�WKH�µODWHVW�IDG¶�

���/HDQ��ZLWK�DOO�LW¶V�KLVWRULFDO�LWHUDWLRQV��4&�_�740�_�-,7�_�:&0�_�$*,/(�_�2S([�HWF�� 
���6L[�6LJPD�±�DV�DQ�HYROXWLRQ�RI�63&��RULJLQDOO\�D�WRRO�ZLWKLQ�WKH�740�:&0�WRROER[��	 
���$�IHZ�VWUDWHJLF��30�	�TXDOLW\�PRGHOV��OLNH�%6&��()40��,62�46�76���6��3ULQFH,,�HWF�

5HJDUGOHVV�RI�WKH�WHFKQLFDO�DQG�ORJLF��ORJRV��WKHVH�µWRROV¶�SURPRWH�DQG�SURYLGH��D�ODFN�RI�HWKLFV�DQG�
empathy (Ethos / Pathos), especially in respect to Honesty, Respect and Trust (HRT for business) 
substantially undermines organisational performance. This cultural position has had a global and 
profound effect on the quality of life experienced by millions of people, with the global economic 
crisis over the last few years bringing these deeper issues into sharp focus. 

7KH�LURQ\�LV�WKDW�ZLWKLQ�WKLV�µORJLF�IRFXVHG¶�FXOWXUH��KHOO�EHQW�RQ�GH¿QLQJ�µJRRG¶�RQO\�WKURXJK�WKDW�
which can be measured, we systematically fail to consider or understand these most important 
aspects of organisational performance, particularly, culture, sustainability, innovation and 
engagement with any degree of precision.

Adding a little detail to the ‘History Jigsaw’

It is said that October 1910 saw Louis Brandeis, a 53 year old attorney request a meeting with 
F.W.Taylor, Frank and Lillian Gilbreth and other prominent industrial leaders (H. L. Gantt / M. L. 
Cooke) in a small New York apartment. He arranged the meeting to suggest he present Taylor's 
DOOHJHGO\�RYHU�LQÀDWHG�FODLPV�DERXW�KLV�VXFFHVVHV�XVLQJ�
µ7LPH�6WXG\¶��DV�µ6FLHQWL¿F�PDQDJHPHQW¶��

+LV�PRWLYH"�7R�RIIHU�DQ�DOWHUQDWLYH�WR�UDLOURDG�SULFH�
increases, in a rate case he was preparing for the Interstate 
Commerce Commission, to be heard in 19111. 

6R�FDOOHG�³EHVW�SUDFWLFH´�KDV�EHHQ�µPRXOGHG¶�LQWR�PDUNHWLQJ�
packages to satisfy such ulterior motives in various ways 
ever since.

Just like Brandeis presenting Taylors alleged false accounts 
RI�VXFFHVV�DV�µ6FLHQWL¿F�0DQDJHPHQW¶��LW�LV�DOVR�VXJJHVWHG�
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that Six Sigma was a marketing exercise designed to satisfy the disclosure criteria relative to the 
Baldridge award. Motorola were required to divulge their methods to win the award. Taking only 
DQ�DVSHFW�RI�WKH�µ6KDLQLQ�PHWKRGV¶��WKH\�KDG�DFWXDOO\�XVHG�WR�UHDOL]H�WKHLU�H[WUDRUGLQDU\�VXFFHVVHV�
WKURXJK�WKH�PLG���¶V��D�IHZ�SHRSOH��LQFOXGLQJ�0LNHO�+DUU\�DQG�.HNL�%KRWH��SXEOLFO\�SURPRWHG�µ6L[�
Sigma’, to protect what Motorola felt was their proprietary information2. The last 25yrs has seen 
FRUSRUDWH�JURXS�DIWHU�FRUSRUDWH�JURXS�SXUVXH�µ6L[�6LJPD¶��DV�D�VROXWLRQ�WKDW�ZDV�QHYHU�WKH�UHDVRQ�
for Morolola’s 10:1 improvement success story realized in 1986.

/LWHUDOO\�PLOOLRQV�RI�SHRSOH�DQG�WKRXVDQGV�RI�FRPSDQLHV�KDYH�EHHQ�LPSDFWHG�E\�VXFK�µHWKLFDO¶�
VWDQGDUGV��+RZHYHU��DFURVV�WKH�DJHV��PDQ\�QDPHV�FDQ�EH�IRXQG�WKDW�GHWDLO�WKH�QHHG�IRU�µKXPDQ�
factors’ to be considered in relation to organisational performance, and the profound impact such 
factors have.

In more recent times, extensive studies into 100’s of corporations over decades of performance 
have been carried out by people like John Kotter, who has detailed the enormous impact culture 
can have on organisational performance4. Similar studies conducted by Jim Collins5 have detailed 
WKH�VXVWDLQDEOH�EHQH¿WV�RQ�SHUIRUPDQFH�IURP�ZKDW�KDV�EHHQ�GH¿QHG�DV�/HYHO���OHDGHUVKLS��7KHVH�
LPPHQVH�VWXGLHV�RQO\�DGG�WR�WKH�ZHLJKW�RI�KLVWRULF�DQG�FXUUHQW�RSLQLRQ�DQG�¿QGLQJV��

Not so long ago, Lou Gerstner Chairman of the Board and CEO of IBM from 1993-2002 said…

“I came to see, in my time at IBM, that culture isn’t just one aspect of the game, it is the game. In the 
end, an organisation is nothing more than the collective capacity of its people to create value.”

7KH�UHDOL]DWLRQ�LV�WKLV�«�RUJDQLVDWLRQV�ZKR�SXW�SHRSOH��KXPDQ�IDFWRUV��¿UVW��RXWSHUIRUP�WKRVH�WKDW�
don’t… by 100’s if not 1000’s of percent... sustainably! There is plenty of evidence to prove it, even 
ZKHUH�WKH�SUHYDLOLQJ�FXOWXUDO�FRQFHSWLRQV�RI�µ*RRG¶�GRQ¶W�DOORZ�PXFK�HQWKXVLDVP�IRU�WKH�IDFWV��2XU�
DSSOLFDWLRQ���XVH��DQG�RYHU�UHOLDQFH�RQ�PHDVXUHV�RIWHQ�KDV�D�QHJDWLYH�LPSDFW�RQ�WKH�µFXOWXUH¶�RI�DQ�
RUJDQLVDWLRQ��ZKLFK�LV�DW�WKH�UHDO�URRW�RI�LWV�SHUIRUPDQFH��,Q�RIWHQ�FDVH��SHRSOH�¿QG�LQQRYDWLYH�ZD\V�
to perform in spite of the measures used to judge them, not because of them.

This is of course a catastrophic summary. It only points loosely at few headline issues, from a few 
marvellous people. Ignoring the philosophers across the ages for now, we must acknowledge that 
PDQ\�RWKHUV�KDYH�SURYLGHG�LQVLJKWV��LQFOXGLQJ��EXW�QRW�OLPLWHG�WR��7UDLW�7KHRU\��/HZLQ�/LSSLWW�	�:KLWH��
0DVORZ¶V�+LHUDUFK\�RI�1HHGV��0F*UHJRU¶V�;�<�WKHRU\��%ODNH�	�0RXWRQ¶V�PDQDJHULDO�JULG��+HUVH\�	�
Blanchard’s situational leadership, Fiedlers contingency theory, Adair’s Action Centred Leadership, 
Herzberg’s motivators and Hygiene factors, Toynbee’s Challenge-Response theory, Adam Smith 
“The wealth of nations”, Likert, Agyris, Hofstede, Dr. Russ Ackoff, Stafford Beer, Nadler and 
Tushmans congruence model and of course the Toyota Way (as a philosophy) and the resultant TPS 
(Toyota production system) delivered to us by Taiichi Ohno and Shigeo Shingo … which goes a little 
way to name a further few. 

All of these great minds have contributed to the thinking behind the evolutions and progress of the 
past. Unfortunately, most have also been reduced and misrepresented to suit the ulterior motives of 
others and undermined by the psychologically ignorant application and over-reliance on measures. 
0HDVXUHV�SUH�GHWHUPLQHG�DV�µ*RRG¶�IURP�ZLWKLQ�D�.H\QHVLDQ�(FRQRPLFV�PRGHO��LJQRUDQW�RI�WKH�
QHJDWLYH�LPSDFW�µFRQWURO¶�H[HUFLVHG�RYHU�SHRSOH�WKURXJK�WKH�WHFKQRORJLFDO�PDVV�GLVWULEXWLRQ�RI�
measures and targets can have on people and thus organisational performance. This has remained 
DQ�XQIRUWXQDWH�EXW�FRQVLVWHQW�SDUW�RI�µEXVLQHVV¶�IURP�JRYHUQPHQW�WR�JXWWHU�IRU�WRR�ORQJ��(YHQ�RXU�
primary school teachers now demonstrate a fear of authority and targets when reacting to Ofsted 
visits, deeply imprinting subsequent generations through emotional reactions to stress. It’s at this 

Take Care of the Edges and the Middle will Take Care of itself... Cont



13

Perspectives on Performance - Volume 9, Issue 3

depth we need to consider change.

KAIZEN 

8QGHU�VRFLDO�SUHVVXUH�WR�FRQIRUP�WR�µWDQJLEOH¶���µORJLFDO¶�QRUPV��ZH�IDLO�WR�FRQVFLRXVO\�DFNQRZOHGJH�
this repeated return to deeper issues from so many great Eastern and Western minds across 
the ages. We do this at the expense of long term effectiveness and in favour of the logic, tools, 
PHDVXUHV��VKRUW�WHUP��TXLFN�¿[�DQG�TXLFN�UHWXUQV�EDVHG�DSSURDFK�WR�EXVLQHVV�SRSXODUL]HG�RYHU�WKH�
ODVW�IHZ�GHFDGHV�IURP�ZLWKLQ�WKLV�.H\QHVLDQ�HFRQRPLF�¿VFDO�SKLORVRSK\«�

6LPLODU�WR�WKH�ZD\�%UDQGHLV�SUHVHQWHG�XV�ZLWK�µ6FLHQWL¿F�0DQDJHPHQW¶�DQG�0LNHO�+DUU\�SUHVHQWHG�
XV�ZLWK�6L[�6LJPD��ZKLOH�ZH�EOLVVIXOO\�LJQRUHG�HIIHFWLYHQHVV�LQ�IDYRXU�RI�SURSRVHG�HI¿FLHQF\�ZLWKRXW�
hard evidence, we’ve also ignored the mistranslation of the word Kaizen (Japanese) .. Gai shan 
(Chinese) .. Ge Sun (Korean) .. and the deeper, cultural and psychological aspects of change it 
UHSUHVHQWV��LQ�IDYRXU�RI�WKH�SRSXODU�DQG�VLPSOH��µHDV\�DQG�FRQYHQLHQW�WR�EHOLHYH¶�DFFRXQW�ZH¶YH�
been presented withX.

As Einstein so aptly said, “I wouldn’t give a penny for simplicity on this side of complexity, 

but I’d give my life for simplicity on the other side.”

.DL]HQ�GRHVQ¶W�LQ�IDFW��PHDQ��µ&RQWLQXRXV�,PSURYHPHQW¶�DQG�QHYHU�GLG��7KLV�LV�MXVW�D�FRQYHQLHQW�
µUHGXFWLRQLVW¶�ZHVWHUQ�WUDQVODWLRQ�RI�D�PXFK�GHHSHU�VHW�RI�SULQFLSOHV�WKDW�H[LVWV�ZLWKLQ�WKH�FXOWXUDO�
DNA of the East. When considering Kaizen, we might consider the Shinto religion, incorporating 
Buddhism, Confucianism, Taoism and great works like the iChing, Sun Tzu’s Art of War and 
Miyamoto Musashi’s Book of Five Rings (Go Rin No Sho), The Theory of BA (Nonaka / Taguchi) 
and the Oyabun-Kobun relationship (Master-Apprentice / Parent-Child) which understands 
experiential learning over time.

Considering this rich history, Kaizen is better considered as;³2Q�JRLQJ�*RRGQHVV���EHQH¿W�IRU�
all, no one-person gaining at another’s expense.” 

:KLFK�LV�PXFK�PRUH�DOLJQHG�WR�µ+XPDQ�)DFWRUV¶�DV�5REHUW�2ZHQ��/LOOLDQ�*LOEUHWK��*HRUJH�(OWRQ�
0D\R�HW�DO�ZRXOG�KDYH�GH¿QHG�WKHP��7KLV�SKLORVRSK\�LQFRUSRUDWHV�D�KRVW�RI�KLVWRULFDO�ZLVGRP�QRZ�
EHLQJ�SURYHQ�VFLHQWL¿FDOO\�WR�RIIHU�SV\FKRORJLFDO�DQG�QHXURORJLFDO�EHQH¿W�

Conclusion

3URYLGLQJ�OHDGHUV�DOUHDG\�KDYH�WKH�ULJKW�PLQGVHW��WKH�FRPPRQ�PLQGVHW���ZRUOGYLHZ�DERXW�µ:KDW�
works’ in practice, which often undermines organisational performance, sustainability, engagement 
and other such popularised buzzwords, can be addressed. 

7KH�PHDVXUHV�ZH�FXUUHQWO\�PDNH�WKURXJK�RXU�WHFKQRORJ\�DUH�ODUJHO\�LQDFFXUDWH�	�RXW�RI�VWHS�ZLWK�
reality as experienced by the vast majority subjected to their use. About the only place they are 
considered to make sense is in the board-room and even here people are often lost, confused 
and expend a lot of effort convincing themselves that what they use gets the best results when it 
doesn’t. 

7DUJHWV�DUH�SUHGRPLQDQWO\�EDVHG�RQ�DQ�RSLQLRQ�RU�µEHVW�JXHVV¶��)RUHFDVWLQJ��IURP�D�VDOHV�GLUHFWRU��
hoping he/she can read the markets and predict the future based on the past and the promises 
made by customer representatives, full of their own hopes and aspirations and wanting to please. 
2XU�WHFKQRORJLFDO�V\VWHPV��(53���0,6��FDQQRW�FRQVLGHU�µKXPDQ�ELDV¶�DQG�WKH�QHHG�WR�EH�VRFLDOO\�
accepted and thus remain ignorant of intangible costs, mopped up by variance and accruals and 
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other such mathematical models, used to justify inaccuracies in practice.

$OO�RI�WKLV�XQGHUPLQHV�FRQ¿GHQFH�LQ�WKH�ZRUNIRUFH�DQG�ZH�GULYH�SHRSOH�WR�DFW�LQ�GHIHQFH�
of themselves, working to rule, seeing high attrition rates, people opposing change etc.… 
yet this level of performance is a product of the systems we have come to socially consider 
µDFFHSWDEOH¶��

Until such a time as leaders and leadership teams make the mental shift and become open to 
the possibility of a completely new approach, to see things from a different context and dip a 
toe into the water of a deeper approach, regardless of the technological capacity to measure 
DQG���RU�SUHGLFW��ZH�ZLOO�FRQWLQXH�WR�UHDOLVH�(LQVWHLQ¶V�GH¿QLWLRQ�RI�PDGQHVV�

“To do the same thing and expect a different result”. 
_________

Post recession, it’s very likely the world will be plagued with those who want to jump on the 
QH[W�µPDNH�D�TXLFN�EXFN�EDQGZDJRQ¶�MXVW�DV�WKH\�GLG�ZLWK�.QRZOHGJH�0DQDJHPHQW��/HDQ��6L[�
Sigma, Time and Motion Study etc.  It’s very likely this next fad, if allowed to evolve, will be a 
VXSHU¿FLDO�DQG�µXOWHULRU�PRWLYHV�GULYHQ¶�VHW�RI�WRROV�WKDW�FKDQJH�OLWWOH�LI�DQ\WKLQJ��SURPRWHG�XQGHU�
WKH�EDQQHU�RI�µ&XOWXUH�FKDQJH¶��

Many HRD’s in corporate groups are already being given budgets to buy in consulting support 
IRU�µ&XOWXUH�&KDQJH�3URMHFWV�¶��7KHVH�ZLOO�LQHYLWDEO\�EH�GHOLYHUHG�E\�WKH�VDPH�FRQVXOWDQWV�WKDW�
have been providing the support that has detracted from organisational cultural performance 
over the last 30-40 years. The irony is 1st class.

7KH�GDQJHU�LV�WKLV�QH[W�JHQHUDWLRQ�RI�µ%HVW�3UDFWLFH¶�ZLOO�EH�SXVKHG�DQG�SXUFKDVHG�E\�WKRVH�
HGXFDWHG�LQ�D�µPHDVXUHPHQW�RQO\¶�FXOWXUH�E\�WKRVH�ZKR�EHOLHYH�D�PHDVXUHPHQW�RQO\�FXOWXUH�LV�
µ*RRG¶�IRU�RXWFRPHV��7KLV�VRFLDO�WUHDGPLOO�ZLOO�HQVXUH�WKH�PDUNHW�UHPDLQV�IRFXVHG�RQ�¿QDQFLDO�
returns as a driver, rather than as an outcome. With this mindset / worldview and philosophy, 
WKH\�ZLOO�FRQWLQXH�WR�WU\�WR�¿[�D�SUREOHP�IURP�WKH�LQVLGH��ZKLFK�UHTXLUHV�DQ�RXWVLGH�YLHZ�DQG�
outside action. 

It’s like trying to stop a house that’s built on sand from subsiding by polishing and replacing 
the ornaments on the mantelpiece – they keep shifting and getting covered in dust, you fully 
understand the problem from your internal perspective and you develop perfectly logical 
PHWKRGV�WR�FRSH��PHWKRGV�\RX�FDQ�PHDVXUH�IRU�HI¿FLHQF\��LQ�WLPH�FRVW�DQG�TXDOLW\��<RX�FDQ�
even track annual trends in your performance, to identify if Mantelpiece polishing and ornament 
replacement rates are going up or down, so you know if you need to recruit more ornament 
SROLVKHUV�RU�UHSODFHUV�«���EXW�WKH�SUREOHP�QHHGV�¿[LQJ�IURP�WKH�RXWVLGH�«��EHIRUH�\RXU�ZKROH�
house collapses around you.

The problem isn’t that we measure. Of course we need logical measures, but we also need to 
be aware of the impact of emotion (and the relationship between them) if we are to generate 
conditions in which we strike a balance and get the best from our organisations. The problem 
LV�WKDW�ZH¶UH�¿[DWHG�RQ�PHDVXUHV�DQG�ORJLF�DQG�ZH�FXUUHQWO\�LJQRUH�WKH�HPRWLRQDO�DVSHFWV�RI�
organisational performance and the relationship / balance between the two sides of the same 
coin. 

$IWHU�ZH�¿[�WKH�VXEVLGHQFH�DQG�EXLOG�RXU�KRXVH�RQ�VXFK�QHZ��VROLG��EDODQFHG��IRXQGDWLRQV��
those measures will show improvement we couldn’t previously perceive (as reported by Kotter 
DQG�+HVNHWW�HW�DO����EXW�WKH�PHDVXUHV�ZH�FXUUHQWO\�¿[DWH�RQ�ZRQ¶W�LGHQWLI\�WKH�UHDO�SUREOHP�RU�

Take Care of the Edges and the Middle will Take Care of itself... Cont
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change the foundations on their own.

To re-frame the context around this problem, the Ornament Polishing Person and the Ornament 
Replacement Person will have to let go of their current comfort zones, around their current beliefs 
and worldview, step outside the house and see the bigger picture.

If the analogy is lost, and needs spelling out, it means business leaders need to re-frame their 
beliefs about what works and what doesn’t if anything is to fundamentally change. Our house, built 
RQ�VDQG�DV�LW�LV��KDV�UHFHQWO\�FROODSVHG�DQG�LI�ZH¶UH�QRW�WRR�FDUHIXO�DQG�IDLO�WR�µVWHS�RXWVLGH¶�WR�WDNH�
in a broader view, we’ll start to build it back up, from the inside on the same sand.

3HUIRUPDQFH�LPSURYHPHQW�LQ�RUJDQLVDWLRQV��WKURXJK�µ&XOWXUH�FKDQJH¶�UHTXLUHV�WKLV�EURDGHU�YLHZ¶��
It’s really a social issue (parenting / education) and thus a political and organisational issue 
(leading).  We have to understand the common denominators that underpin them all if we are to 
FRQWH[WXDOLVH�µZKDW�ZRUNV¶��+RQHVW\��5HVSHFW��7UXVW��HPRWLRQDOO\�PDWXUH�SV\FKRORJLFDO�SRVLWLRQLQJ�
RI�VHOI�LQ�OLIH��WR�EHQH¿W�RWKHUV�HWF���DUH�DOO�SDUW�RI�WKLV�VRFLDO�WULORJ\�±�3URFHVV�3HRSOH�DQG�WKH�
Neuro-psycho-cultural relationship between them.

Notes: 
��� KWWS���ZZZ�DQVZHUV�FRP�WRSLF�VFLHQWL¿F�PDQDJHPHQW� 
��� KWWS���ZZZ�JHPV�HXURSH�FRP�JHWB¿OH�GLVSOD\BJHPVBGRFXPHQW���� 
��� KWWS���GHPLQJFROODERUDWLRQ�FRP�"SDJHBLG ����� 
4. http://www.pcchange.co.uk/Why.html  
��� KWWS���ZZZ�MLPFROOLQV�FRP�VHDUFK�UHVXOWV�KWPO"F[ �����������������������$IR��MS]G]IX	
FRI )25,'��$����%1%��$�	LH 87)��	T OHYHO���OHDGHUVKLS	VD 6HDUFK� 
6. http://en.wikipedia.org/wiki/Learned_helplessness  
7. Watch the MD from the case study company speak about the changes on video here http://
www.pcchange.co.uk/Testimonials.html  
X.   The Darker Side of Lean: http://astro.temple.edu/~rmudambi/Teaching/BA951/Week_04/
Toyota-Darker-Side-Mehri.pdf  
A. http://en.wikipedia.org/wiki/Drive_theory   /   http://hbswk.hbs.edu/item/2543.html  
B. http://en.wikipedia.org/wiki/John_Fiske_(media_scholar) 

People tend to have the same struggles with performance measurement. They struggle to 
¿QG�PHDQLQJIXO�PHDVXUHV�IRU�JRDOV�WKDW�VHHP�WRR�LQWDQJLEOH�WR�PHDVXUH��7KH\�VWUXJJOH�JHW�

performance measures properly aligned to their strategy. They struggle to get their colleagues to 
buy in to performance measures and get engaged in the process of measuring performance. They 
even struggle to get their performance measures to drive true performance improvement.

At the root of these struggles are very consistent reasons. People are either not treating 
performance measurement as a deliberate process (and relying just on brainstorming sessions to 
identify their measures). Or they have some bad habits to do with measurement that are getting in 
the way of success.

The PuMP Performance Measure Blueprint is a methodology that grew from and evolved through 
almost two decades of facing these struggles, and working out practical ways to overcome them. 
2QH�RI�WKH�3X03�WHFKQLTXHV�GHDOV�ZLWK�WKH�VWUXJJOH�RI�¿QGLQJ�PHDQLQJIXO�PHDVXUHV�IRU�JRDOV�WKDW�
VHHP�WRR�LQWDQJLEOH�WR�PHDVXUH��:H�FDOO�LW�WKH�µ0HDVXUH�'HVLJQ¶�WHFKQLTXH��DQG�LW�LV�¿YH�ORJLFDO�
and simple steps that are far superior to brainstorming KPIs. Jerry Stigall of Douglas County in the 

PuMP Performance Measure Blueprint
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USA, whose organisation recently won the Balanced Scorecard Institute’s Award for Excellence, 
says “I cannot tell you how many times I bring people back to your measure design model and see 
LW�ZRUN�WLPH�DQG�WLPH�DJDLQ�´�-HUU\�LV�WKH�'LUHFWRU��2UJDQL]DWLRQ�'HYHORSPHQW��6WUDWHJ\��	�3ROLF\�
at Douglas County, and his leadership in bringing together the Balanced Scorecard and PuMP, to 
strengthen their performance measurement, has been inspirational.

-XVWLQH�)LVKHU��IURP�4XHHQVWRZQ�/DNHV�'LVWULFW�&RXQFLO�LQ�1HZ�=HDODQG��DOVR�PDQDJHG�WR�JHW�
people more engaged with performance measurement by giving them a fresh approach. She 
H[SODLQV�³:H¶YH�MXVW�VWDUWHG�GRLQJ�ZRUNVKRSV�ZLWK�HDFK�GHSDUWPHQW�XVLQJ�WKH�µ+RZ�WR�GHVLJQ�
meaningful performance measures’ templates and so far they are working great. Thinking about the 
HQG�LQ�PLQG�¿UVW�DQG�DOORZLQJ�WLPH�WR�UHDOO\�WKLQN�DERXW�ZKDW�WKH�.3,�ZRXOG�ORRN�DQG�IHHO�OLNH�UHDOO\�
seems to be getting people thinking. We have come up with some great objectives and measures.”

-XVWLQH�WRXFKHV�RQ�VRPHWKLQJ�LPSRUWDQW��ZKHQ�VKH�QRWHV�WKDW�WKLQNLQJ�DERXW�WKH�HQG�LQ�PLQG�¿UVW�
really gets people thinking. Unlearning some bad habits is just as important as learning a few new 
techniques. One of the bad performance measurement habits people have, without realising it, is 
how they use language to write their goals and objectives. Weasely, vague motherhood statements 
DUH�WKH�QRUP��ZRUGV�OLNH�HI¿FLHQW��HIIHFWLYH��VXVWDLQDEOH��TXDOLW\��UHOLDEOH�DQG�EHVW�SUDFWLFH�DERXQG�
in goal and objective statements. And this kind of language is immeasurable. We can only measure 
ZKDW�ZH�FDQ�REVHUYH�LQ�VRPH�ZD\��+RZ�GR�\RX�REVHUYH�TXDOLW\"�:KDW�HYLGHQFH�FRQYLQFHV�\RX�
VRPHWKLQJ�LV�HI¿FLHQW"

This is what she meant when Bec Bach, of the Department of Education and Children’s Services in 
South Australia, said “I’m trialling all the Results Mapping and the whole Blueprint process work with 
RQH�RI�RXU�VFKRROV��7KH\�DUH�VHHLQJ�D�ORW�RI�EHQH¿W�LQ�LW��E\�WKH�ZD\��2QH�RI�WKHLU�$VVLVWDQW�3ULQFLSDOV�
VXPPHG�LW�XS�ZHOO�ZKHQ�,�LQWURGXFHG�WKH�SURFHVV�E\�VD\LQJ�µ:H¶YH�WDNHQ�D�VWHS�VLGHZD\V�DQG�QRZ�
KDYH�D�EHWWHU�YLHZ�¶´�7KH\�UHDOLVHG�WKDW�\RX�FDQ�RQO\�¿QG�PHDQLQJIXO�PHDVXUHV�ZKHQ�\RX�KDYH�D�
clearly articulated strategy.

+DYLQJ�D�FOHDU�VWUDWHJ\�LV�WKH�¿UVW�VWUXJJOH�WR�RYHUFRPH�ZLWK�SHUIRUPDQFH�PHDVXUHPHQW��%XW�
performance measurement is more than just selecting a few good measures. It’s also about bringing 
those measures to life, in a way that people feel ownership for them, in a way that people can 
quickly and validly interpret their signals, in a way that people can take the right kind of action to 
LPSURYH�SHUIRUPDQFH��7KDW¶V�ZK\�ZH�KDYH�VWUDWHJ\�LQ�WKH�¿UVW�SODFH��WR�SHUIRUP�EHWWHU�LQ�WKRVH�WKLQJV�
that matter most. And performance measurement, when it’s done well, is an incredibly powerful 
catalyst for this. The PuMP Performance Measure Blueprint is the step-by-step method to make 
performance measurement practical, engaging and transformational.

The Performance Measure Blueprint Workshop teaches the PuMP methodology, developed by 
Stacey Barr and in use in hundreds of companies and organisations around the world. The 

workshop is 2 days of interactive, engaging and practical techniques for how to overcome the most 
common struggles people face in trying to meaningfully measure what matters:

         ����PHDVXULQJ�D�VWUDWHJ\�WKDW�VHHPV�LPPHDVXUDEOH�DQG�LV�¿OOHG�ZLWK�YDJXH�ZRUGV�OLNH�HI¿FLHQW��effective, sustainable, quality, reliability and productive 
����¿QGLQJ�JRRG�SHUIRUPDQFH�PHDVXUHV�WKDW�PHDQLQJIXOO\�WUDFN�UHVXOWV��QRW�DFWLYLW\ 
���HQJDJLQJ�SHRSOH�LQ�PHDVXUHPHQW��VR�WKH\�KDYH�EX\�LQ�DQG�RZQHUVKLS�RI�WKHLU�PHDVXUHV�WR�
improve performance

This 2-day workshop will be held in various locations around the world: Read more at www.
performancemeasureblueprint.com

PuMP Performance Measure Blueprint Cont...
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,PSURYLQJ�2UJDQLVDWLRQDO�3HUIRUPDQFH�E\�5HVROYLQJ�&RQÀLFWV�EHWZHHQ�WKH�
Management and Labour Union (A Case Study from Egypt)

Dr Maged S. Morcos, The British University in Egypt (BUE)

NHJRWLDWLRQ�DQG�FRQÀLFW�UHVROXWLRQ�ZLWK�ZLQ�ZLQ�DWWLWXGH�ZRXOG�GH¿QLWHO\�LQFUHDVH�WKH�
RUJDQLVDWLRQDO�SHUIRUPDQFH��3HUIRUPDQFH�RI�WKH�RUJDQLVDWLRQ�FDQ�EH�LPSURYHG�VLJQL¿FDQWO\�

if parties are working in harmony and all know their roles and responsibilities. Tension will be 
UHOHDVHG�DQG�DOO�SDUWLHV�ZLOO�DGKHUH�WR�WKHLU�DFWLYLWLHV��7KH�ÀRZ�RI�ZRUN�ZLOO�EH�VPRRWK�WKXV�
creating an atmosphere of professionalism and coordination between departments, hence a more 
effective organisation and a more successful business. One of the major issues that can face 
WKH�RUJDQLVDWLRQ�ZLWKLQ�LWV�MRXUQH\�LQ�WKH�LQGXVWU\�LV�WKH�FRQÀLFW�EHWZHHQ�LWV�GLIIHUHQW�SDUWLHV��7ZR�
parties in this article). Negotiation is a process by which the negotiating parties try to reach a 
settlement about issues under dispute, i.e., make an agreement (Pruitt, 1981 and Kersten et al., 
1991). Always parties have opposing interests/objectives, which makes the negotiation process 
a very hard experience (Raiffa, 1982). That is why negotiations and their processes are often 
FRPSOH[��,W�LV�DQ�DZNZDUG�WDVN�DQG�UHVHDUFKHUV�IURP�GLIIHUHQW�¿HOGV�KDYH�VWXGLHG�WKH�SUREOHP�
(Raiffa, 1982; Sebenius, 1992; Teich et al., 1994). In order to achieve their planned goals and 
also to control the costs and risks associated with all organisational processes and activities 
organisational management have to care for two main issues; a) the organisation main interest 
LQ�LQFUHDVLQJ�LWV�SUR¿W��UHSXWDWLRQ�DQG�HQVXULQJ�FRQWLQXRXV�IXWXUH�ZRUNORDG�WKURXJK�VDWLVI\LQJ�
its customers and b) the employees main interests and satisfactions through ensuring a good 
ZRUNLQJ�FRQGLWLRQV�DWPRVSKHUH�ZKLOH�DFKLHYLQJ�DOO�DJUHHG�EHQH¿WV��D�PDMRU�FRQFHUQ�E\�DOO�ODERXU�
XQLRQV�LQ�OLHX�RI�WKH�HPSOR\HHV���7KXV�UHVROYLQJ�DQ\�FRQÀLFW�EHWZHHQ�WKH�PDQDJHPHQW�DQG�
employees (or Union in this context) should be a major issue of concern that management have 
to care for and can be resolved using proper negotiation. Hence, negotiation must take place in a 
cooperative and constructive way and exploit the different levels of importance which the parties 
attach to each issue in order to achieve joint gains (win-win situation) and so reach deals which 
DUH�EHQH¿FLDO�WR�DOO�SDUWLHV�LQYROYHG��

6LJQL¿FDQFH�DQG�2EMHFWLYH�RI�WKLV�ZRUN

7KH�VLJQL¿FDQFH�RI�WKLV�ZRUN�DSSHDUV�LQ�LWV�FRQWULEXWLRQ�ZLWK�D�TXDQWLWDWLYH�PRGHO�WR�KHOS�
QHJRWLDWRUV��WZR�SDUWLHV�LQ�WKLV�FRQWH[W��UHVROYH�GLI¿FXOW�PXOWLSOH�LVVXHV�WKDW�FDQQRW�EH�UHVROYHG�
directly in a qualitative manner which depend on subjective judgement and personal capabilities. 
The application of this quantitative approach can give objective solutions when a dispute involves 
two negotiating parties who would like to reach agreement on several (multiple) issues. The 
method suggested here is the multi-criteria decision model (MCDM) coupled with the Pareto 
optimality method. The proposed model is able to estimate participants’ preferences and suggest 
a suitable solution to the issues discussed. The work demonstrates a case study that employs 
the MCDM suggested to show its use in resolving a labour dispute between two parties: the 
management team of a private textile company and the ministry of working affairs in Egypt 
(represented by the labourers union) where both would like to reach agreement on several 
PXOWLSOH�FRQÀLFWLQJ�LVVXHV��8OWLPDWHO\��ZLWK�RWKHU�PDLQ�SURFHGXUHV��WKLV�FDQ�FRQWULEXWH�SRVLWLYHO\�
on improving the whole performance of the organisation and create the appropriate working 
conditions required for the success of the organisation. 

Case study: Negotiation Deal between a Private Textile Company and the Ministry of 
Working Affairs (Labour Union) in Egypt

�� 3UREOHP�LGHQWL¿FDWLRQ

In year 2010 a big dispute happened between one of the big private textile companies and the 
ministry of working affairs. Labours of this company disagreed of the bad management and 
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unfair decisions regarding some issues including adverse working conditions without raising their 
VDODULHV�RU�JLYLQJ�WKHP�WKHLU�PHGLFDO�FRYHUDJH�DQG�RWKHU�GLVSXWHV�UHJDUGLQJ�¿ULQJ�VRPH�RI�WKHLU�
colleagues without compensating them. Accordingly, labours prepared a big strike and stopped to 
resume their work in the factory for over a month asking the labour union (representing the ministry 
of working affairs) to support them and resolve those issues with the management of the company. 
7KLV�FRQÀLFW�KDV�DIIHFWHG�WR�D�ODUJH�H[WHQW�WKH�SHUIRUPDQFH�RI�WKH�RUJDQLVDWLRQ�ZKLFK�VWRSSHG�
LWV�SURGXFWLRQ�IRU�RYHU�D�PRQWK�DIIHFWLQJ�LWV�REOLJDWLRQV�DQG�LWV�SUR¿W��$FFRUGLQJO\��GXH�WR�WKH�
LQWHUGHSHQGHQW�LQWHUHVWV�RI�ERWK�SDUWLHV�LW�LV�RI�JUHDW�LPSRUWDQFH�WR�¿QG�D�VROXWLRQ�WKDW�PD[LPLVHV�
the interests of both parties. The main objective of this study is to help both parties to achieve 
D�ZLQ�ZLQ�VLWXDWLRQ�XVLQJ�D�SURSRVHG�0&'0�WR�DFKLHYH�PXWXDO�EHQH¿WV�GXULQJ�WKH�QHJRWLDWLRQ�
process for the two parties. 

2 Model development

,W�ZDV�IRXQG�WKDW�WKH�EHVW�PRGHO�WR�EH�XVHG�LV�WKH�3DUHWR�RSWLPDOLW\�PHWKRG�ZLWK�WKH�HI¿FLHQW�
frontier as a graphical presentation to help selecting the best package deal from among a set of 
DWWDLQDEOH�SDFNDJHV�LGHQWL¿HG�WKURXJK�LQWHUYLHZ�VHVVLRQV�ZLWK�PDQDJHPHQW�RI�ERWK�VLGHV��7KH�
negotiation started between the two parties where three main multiple issues, as shown in Table 
���ZHUH�LGHQWL¿HG�ZKLFK�PDNH�WKH�FRQÀLFW�LQ�WKLV�QHJRWLDWLRQ�SURFHVV�DQG�UHTXLUH�UHVROXWLRQ�E\�WKH�
MCDM model suggested. These are as follows: 

3 Data preparation

Both sides agreed to specify the following ranges of each issue or criterion:

1. 3D\�ULVH�SHUFHQWDJH��7KHVH�DUH�LGHQWL¿HG�WR�EH�������������DQG�����7KHVH�ZHUH�FKRVHQ�WR�
UHÀHFW�WKH�UDQJH�IURP�WKH�ORZHVW�WR�WKH�KLJKHVW�SHUFHQWDJH�YDOXHV�WKDW�WKH�PLQLVWU\�RI�ZRUNLQJ�
DIIDLUV�DVVLJQ�LQ�WKHLU�ZRUNLQJ�WHUPV�DQG�VSHFL¿FDWLRQV�LQ�WKH�WH[WLOH�LQGXVWU\�

2. 0HGLFDO�FRYHUDJH�SHUFHQWDJH�LQFUHDVH��7KHVH�DUH�LGHQWL¿HG�WR�EH�������������DQG����

3. 5HLQVWDWHPHQW�RI�¿UHG�VWDII��7KHVH�DUH�HLWKHU�WR�UHLQVWDWH�WKH�VWDII��\HV��RU�GR�QRW�UHLQVWDWH�WKHP�
(no).

From initial discussions during the interview, the union team has expressed their interest of a 
maximum pay rise of 9% and asked for a maximum of 3% increase in medical coverage and to 
reinstate the staff. On the other hand, the company management wants to only offer a minimum of 
���SD\�ULVH��DQG�JLYH�ODERXUV����LQFUHDVH�LQ�PHGLFDO�FRYHUDJH�DQG�QRW�WR�UHLQVWDWH�WKH�¿UHG�VWDII�
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3.1 Assigning score values

Both sides of the negotiation process were asked to state their value functions (intra-criterion 
information) for each of the three issues on a scoring scale from 100 to 0 (100 = highest, 0 = 
lowest). After several discussions and elicitations with the help of an experienced facilitator, both 
sides assigned the score values as given in Figures 1 to 3. 

Figure 1 
Union and 
management 
score values of 
LVVXH�����SD\�
rise % 

 
Figure 2 
Union and 
management 
score values 
of issue 
����PHGLFDO�
coverage 
percentage 
increase % 

Figure 3 
Union and 
management 
score values 
RI�LVVXH�����
reinstatement of 
staff 

 

���� (OLFLWLQJ�SUHIHUHQFH�ZHLJKWV

The negotiators preference weights (inter-criterion information) were then elicited from the union 
DV�ZHOO�DV�WKH�PDQDJHPHQW�WHDP�WR�UHÀHFW�WKHLU�YLHZ�RI�WKH�UHODWLYH�LPSRUWDQFH�RI�VZLQJV�IURP�
worst to the best position on each issue. The swing weights are elicited using the simple multi-
attribute rating technique (SMART) swing weights method [see Edwards (1971) for a detailed 
explanation of this technique] and are displayed in Table 2. These swing weights are then 
normalised to add up to 1.00 as given in Table 2.
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,PSURYLQJ�2UJDQLVDWLRQDO�3HUIRUPDQFH�E\�5HVROYLQJ�&RQÀLFWV�&RQW���

���� 6XEMHFWLYH�WHQWDWLYH�GHDO�SDFNDJH

Before exercising the MCDM application, both parties agreed to accept a tentative package deal (T) 
that they thought would be reasonable for both of them. The agreed deal was:

�� 3% pay rise,

�� 3% medical coverage percentage increase

�� Reinstatement of staff.

4 Model solution

For solving the model, the suggested MCDM methodology employing the MAVT with the Pareto and 
HI¿FLHQW�IURQWLHU�PHWKRGV�DUH�XVHG��7KHUH�DUH����SDFNDJH�GHDOV�UHVXOWLQJ�IURP�IRXU�RSWLRQV�RI�LVVXH�
����IRXU�RSWLRQV�RI�LVVXH����DQG�WZR�RSWLRQV�RI�LVVXH����

(4 × 4 × 2). By using a simple Excel sheet from the Excel Microsoft software the MAVT model was 
prepared and produced the 32 packages. The values were plotted on a two dimensional diagram 
between the management aggregate score values and the union aggregate score values for the 
WKUHH�LVVXHV�SURGXFLQJ�DOO�HI¿FLHQW�DQG�

QRQ�HI¿FLHQW�SDFNDJHV��7KH�HI¿FLHQW�IURQWLHU�FXUYH�ZDV�GUDZQ�LQFOXGLQJ�RQO\�HLJKW�HI¿FLHQW�SDFNDJHV�
DV�LOOXVWUDWHG�LQ�)LJXUH����)LJXUH���VKRZV�DOVR�WKH�WHQWDWLYH�GHDO��7��DV�FRPSDUHG�WR�WKH�HI¿FLHQW�
GHDO��;��DPRQJ�RWKHU�HI¿FLHQW�GHDOV�WKDW�RQO\�OLH�RQ�WKH�HI¿FLHQW�IURQWLHU�DV�VXJJHVWHG�E\�WKH�3DUHWR�
optimality procedure.

 

Figure 4: 
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Results and Findings

Filtering the resulted different possible packages (32 packages calculated using Excel sheet) and 
¿QGLQJ�WKRVH�WKDW�IDOO�RQ�WKH�3DUHWR�HI¿FLHQW�IURQWLHU��WKH�IROORZLQJ�HI¿FLHQW�HLJKW�GHDOV��3���3���3���
3����3����3����3���DQG�3����DV�VKRZQ�LQ�)LJXUH����ZHUH�IRXQG�WR�EH�RSWLPDO�DQG�HI¿FLHQW��7KH�
HLJKW�HI¿FLHQW�GHDOV�DUH�GHWDLOHG�DV�IROORZV�

1. P1: 3% pay rise, 0% medical coverage percentage increase and restatement of staff

2. P3: 3% pay rise, 1% medical coverage percentage increase and restatement of staff

3. P9: 5% pay rise, 0% medical coverage percentage increase and restatement of staff

4. P11: 5% pay rise, 1% medical coverage percentage increase and restatement of staff – The 
PRVW�HI¿FLHQW�GHDO��;�

5. P13: 5% pay rise, 2% medical coverage percentage increase and restatement of staff

6. P15: 5% pay rise, 3% medical coverage percentage increase and restatement of staff

7. P21: 7% pay rise, 2% medical coverage percentage increase and restatement of staff

8. P23: 7% pay rise, 3% medical coverage percentage increase and restatement of staff.

For the sake of comparison the tentative deal (T) is package P7 (62.50, 56.52): 

P7: 3% pay rise, 3% medicinal coverage percentage and reinstatement of staff.

$Q�LPSRUWDQW�¿QGLQJ�DOVR�QRWLFHG�KHUH��LV�WKDW�WKH�SUHYLRXV�WHQWDWLYH�DJUHHG�XSRQ�SDFNDJH��7��E\�
WKH�ERWK�SDUWLHV��SDFNDJH�GHDO�3����LV�DOVR�DOORFDWHG�RQ�WKH�JUDSK�EXW�LW�GRHV�QRW�OLH�RQ�WKH�HI¿FLHQW�
frontier and is not included in the recommended list of deals. This tells that this quantitative MCDM 
LV�XVHIXO�LQ�¿QGLQJ�EHWWHU�GHDOV�WKDQ�TXDOLWDWLYH�MXGJHPHQWDO�RQHV�W\SLFDOO\�XVHG�LQ�PRVW�QHJRWLDWLRQ�
deals.

7KH�PDLQ�DQG�LPSRUWDQW�¿QGLQJ�KHUH�LV�WKDW�E\�DSSO\LQJ�WKLV�TXDQWLWDWLYH�QHJRWLDWLRQ�PHWKRG�WR�WKH�
textile company problem, the performance of the organisation is improved as their is a concept 
RI�FRQÀLFW�UHVROXWLRQ�ZLWK�SRVLWLYH�DWWLWXGH�EHWZHHQ�WKH�WZR�GLVSXWLQJ�SDUWLHV��WKXV�UHGXFLQJ�WKH�
tension that was raised between the management and their employees. Figure 5 also shows 
the direct relationship between the increment value of performance and the different win-loose 
situations between the organisational management and the union. This can also be applied to 
GLIIHUHQW�GLVSXWLQJ�SDUWLHV��H�J��)URQW�DQG�%DFN�RI¿FHV���7KH�GLDJRQDO�OLQH�RI�SHUIRUPDQFH�LQFUHDVHV�
from origin to the upper north-eastern corner showing a direct relationship between the success 
in negotiation with the increment in organisational performance. Disputing parties should strive to 
DFKLHYH�WKH�XSSHU�ULJKW�FRUQHU�RI�WKH�¿JXUH�LQ�WKHLU�FRQÀLFW�UHVROXWLRQ�

Figure 5: 
Relationship 
between 
Performance 
Increment and 
Win-Loose 
Situations of   
Management 
and Union
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Improving Organisational Performance Cont...
Conclusion

1HJRWLDWLRQ��DV�GH¿QHG�E\�3UXLWW���������³LV�D�SURFHVV�E\�ZKLFK�D�MRLQW�GHFLVLRQ�LV�PDGH�E\�WZR�
or more parties.” It usually involves each party presenting an initial position that they prefer most. 
7KHQ�WKH�WZR�SDUWLHV�HQJDJH�LQ�ZKDW�5DLIID��������GH¿QH�DV�D�QHJRWLDWLRQ�GDQFH��FRQFHGLQJ�IURP�
the initial point, until they reach a decision or not. The proposed MCDM method proved that, in 
negotiating unresolved multiple issues between two parties, a win-win situation can be achieved 
thus satisfying both parties’ interests. The method also shows that if the number of issues increased 
WKHQ�WKH�VLPSOH�FRPSXWHU�DSSOLFDWLRQ�ZRXOG�EH�HI¿FLHQW�IRU�JLYLQJ�TXLFN�DQG�SUHFLVH�UHVXOWV�WKDQ�DQ\�
other qualitative tool with more objective results that can satisfy both parties and ease any tension 
RU�SRVVLEOH�FRQÀLFW�LQ�GLVSXWH�UHVROXWLRQV��7KH�SURSRVHG�PHWKRG�FDQ�EH�DOVR�DSSOLHG�LQ�UHVROYLQJ�
disputes between parties in different industries and domains, e.g., construction disputes, court 
disputes between individuals or between companies, economical and political disputes and others. 
7KH�XOWLPDWH�EHQH¿W�RI�WKLV�ZRUN��LI�DSSOLHG��ZRXOG�EH�LQ�DFKLHYLQJ�D�ZLQ�ZLQ�VLWXDWLRQ�EHWZHHQ�DQ\�
WZR�SDUWLHV�FRQÀLFWLQJ�LQ�WKH�RUJDQLVDWLRQ�DQG�KHQFH�LPSURYH�WKHLU�SURGXFWLYLW\�ZKLFK�ZLOO�UHÀHFW�RQ�
WKHLU�LQGLYLGXDO�SHUIRUPDQFH�DQG�WKHQ�RQ�JURXS�SHUIRUPDQFH�ZKLFK�ZLOO�GH¿QLWHO\�OHDG�WR�WKH�RYHUDOO�
improvement in the overall organisational performance. Further work can be done to modify this 
method to resolve issues of more than two disputing parties.
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Patrick T. Hester and Thomas J. Meyers

This article describes results from a recent workshop facilitated by the authors to prototype 
their test and evaluation- and multi-criteria decision analysis-derived approach to enterprise 

SHUIRUPDQFH�PHDVXUHPHQW���7KH�ZRUNVKRS�WRRN�SODFH�RYHU�¿YH�QRQ�FRQVHFXWLYH�GD\V�DQG�KDG�
three subject matter experts (SMEs) tasked develop a performance measurement system (PMS) 
VSHFL¿F�WR�WKHLU�QHZO\�IRUPHG��2OG�'RPLQLRQ�8QLYHUVLW\�HQJLQHHULQJ�FROOHJH�UHVHDUFK�FHQWHU���7KH�
SMEs observed mechanics stipulated with the Enterprise AID PMS featured with this Newsletter’s 
September 2011 issue, and with that they:

�� First established in top-down fashion an enterprise evaluation structure comprising a single, 
GH¿QHG�SUREOHP��VL[�FULWLFDO�RSHUDWLRQDO�LVVXHV��&2,V��WKH�60(V�VDZ�DV�QHFHVVDU\�DQG�
VXI¿FLHQW�WR�FKDUDFWHUL]H�WKH�SUREOHP��DQG����XQLTXH�PHDVXUHV�RI�HIIHFWLYHQHVV��02(V��
derived from the COIs and then re associated with them in 27 ways made distinct with a 
normalized weighting scheme assigned to each COI;

�� Established COI threshold values of resolution along identically normalized scales that they 
would later use to determine whether or not their enterprise had or could resolve the COIs 
they had determined for the problem at hand;

�� ,GHQWL¿HG�DQG�FKDUDFWHUL]HG�LQ�WHUPV�RI�UHOHYDQFH�WR�02(V�D�VHW�RI�����GLVWLQFW�HQWHUSULVH�
attributes, or measures of performance (MOPs), with which they felt they could appropriately 
judge whether or not their research center was operating or, with adjustments, could yet 
operate to void the problem of interest; and

�� After concluding that their early stage enterprise understandably demanded a broad range of 
adjustments, began an enlightening process of identifying improvement measures of greatest 
and most immediate value.

:KLOH�PDQ\�¿QGLQJV�ZHUH�VSHFL¿F�WR�WKH�HQWHUSULVH�LQ�TXHVWLRQ��VHYHUDO�OHVVRQV�OHDUQHG�IURP�
AID’s deployment are captured here for what the authors hope will be their utility for the greater 
performance measurement community.

Six key and general lessons learned were:

Lesson learned 1:�3UREOHP�VWDWHPHQW�LGHQWL¿FDWLRQ�DQG�FRQVHQVXV�DPRQJ�60(V�FDQ�EH�D�
VLJQL¿FDQW�GHWHUUHQW�WR�SURJUHVV�LQ�306�GHVLJQ�DQG�H[HFXWLRQ���,I�SDUWLFLSDWLQJ�60(V�GR�QRW�
possess a mutual agreement and understanding of the enterprise problem they are charged to 
DGGUHVV��WKHQ�WKHLU�HIIRUW�LV�DOPRVW�FHUWDLQ�WR�GHUDLO�DQG�DW�EHVW��SURGXFH��D�W\SH�,,,�HUURU�GH¿QHG�
DV�VROYLQJ�WKH�ZURQJ�SUREOHP��KRZHYHU�HI¿FLHQWO\���306�GHVLJQ�HIIRUWV�VKRXOG�WKHUHIRUH�DOORZ�IRU�
adequate time to achieve consensus and universal understanding of problems to be addressed, 
and problem statements, per se, should be aimed toward single sentence constructs whenever 
possible.

Lesson learned 2: In order to select performance measures pertinent to the enterprise and 
enterprise problem of interest, SMEs can be forced to rapidly brainstorm over a short period of 
time about what can turn out to be a substantial number MOPs; and Miller’s notion of 7 plus or 
minus 2 unidimensional elements as a limit for human cognition and understanding should be 
considered when encountering such a circumstance.  Seductive tendencies to build what can 
quickly become large measurement structures should be observed with caution for practical 
concerns associated with actually tracking these measures once the enterprise  and problem 

Lessons Learned from Designing a Performance Measurement 
System for a University Research Center
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VSHFL¿F�306�LV�UHDG\�IRU�GHSOR\PHQW���(YHQ�LI�LW�LV�SRVVLEOH�WR�WUDFN�D�ODUJH�QXPEHU�RI�PHDVXUHV��
PDQ\�FDQ�VXIIHU�DQ�LQDSSURSULDWH�GHJUDGDWLRQ�RI�VLJQL¿FDQFH�DV�WKHLU�QXPEHUV�LQFUHDVH�

Lesson learned 3: Visual aids and the software needed to produce them are essential to PMS 
development.  Such aids transfer what would otherwise be SMEs’ substantial cognitive burden 
associated with extensive deliberations to be largely transferred to supporting software, enabling 
experts to concentrate on the thought exercises necessary for proper PMS development.  That 
being said, it also helped for the facilitators to engage SMEs through exercises that require 
them to get up out of their seats and interact with one another.  The SMEs who supported this 
application of Enterprise AID felt strongly that a reliance on only one learning style missed 
opportunities to enhance the participation of individuals who may learn or engage by way of 
differing learning.

Lesson learned 4: Substantial value will almost surely be gained merely with the collectively 
enlightening conversations that take place among SMEs as they attempt to measure performance 
of their own enterprise .  Over time, they simply come to understand their shared enterprise better 
than they do at the outset.  In short, the act of planning alone is a worthwhile endeavor.

Lesson learned 5: Once developed, PMSs must be maintained, and those responsible for their 
development will want to maintain them in order to garner maximum utility and to avoid wasting 
what will generally have been a substantial development effort.  Even the best designed PMS 
must be maintained to promote its later use in real settings important to the organizations that 
develop them.  The importance and complexity of deciding on the mechanics behind how to do 
that (e.g., who will maintain the PMS, what software will be utilized, or how often it should be 
updated) should not be underestimated.

Lesson learned 6: SMEs should be expected to assign to enterprise peculiar PMSs they 
GHYHORS�D�VLJQL¿FDQW�YDOXH�LQ�SRLQWLQJ�WKHLU�HQWHUSULVHV�WR�ZD\V�DKHDG���3DUWLFLSDWLQJ�60(V�DQG�
those to whom they answer will wish to conclude any AID application with a clear understanding 
of how their newly developed measurement scheme will be used to make their organizations 
better.  They will not be content with assessment, but will want to pursue improvements or re 
GHVLJQV��7KLV�¿QGLQJ�UHLQIRUFHV�WKH�DSSURDFK�WDNHQ�E\�WKH�DXWKRUV�ZKR�DFFRXQWHG�IRU�LW�ZLWK�DQ�
Enterprise AID construct robustly focused on improvement and design as well as assessment.

As facilitators of the workshop from which the stipulated lessons learned derived, the authors of 
this article see those lessons as valuable not only to the continuing development of Enterprise 
AID but also to the greater community concerned with performance measurement.  The authors 
hope that lessons documented here will offer performance measurement practitioners a degree 
of insight of value regardless of the PMS application scope, approach, or problem domain they 
may pursue.
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Ehtisham Syed, smehtisham@hotmail.com

In December 2011, Financial Services Authority (FSA) published its Board’s Report into “The failure 
of the Royal Bank of Scotland’ (RBS).” The report investigates “the causes of the failure of RBS; and 
GH¿FLHQFLHV�LQ��DQG�OHVVRQV�IRU��WKH�UHJXODWRU\�IUDPHZRUN��VXSHUYLVLRQ�DQG�WKH�PDQDJHPHQW�RI�¿UPV�´

Based on this report, Norman Marks, CRMA, CPA, the vice president for SAP and has been a chief 
DXGLW�H[HFXWLYH�DQG�FKLHI�ULVN�RI¿FHU�DW�PDMRU�JOREDO�FRUSRUDWLRQV�IRU�PRUH�WKDQ����\HDUV��ZURWH�D�EORJ�
titled “Governance and Risk Management Failures Contributed to Failure of Major UK Bank” where 
he cited a number of clauses which he considered relevant and important to governance, risk and 
audit professionals.

Here, I want to draw your attention to the relevant parts of the FSA Report which Marks highlighted 
and which I consider important to the topic of this article.

Importance of leadership, governance arrangement, accountability and culture:

³,QGLYLGXDO�SRRU�GHFLVLRQV�FDQ�UHVXOW�IURP�ÀDZHG�DQDO\VLV�DQG�MXGJPHQW�LQ�SDUWLFXODU�FLUFXPVWDQFHV��
PDQ\�RI�WKH�GHFLVLRQV�WKDW�5%6�PDGH�DSSHDU�SRRU�RQO\�ZLWK�WKH�EHQH¿W�RI�KLQGVLJKW��%XW�D�SDWWHUQ�
of decisions that may reasonably be considered poor, at the time or with hindsight, suggests the 
SUREDELOLW\�RI�XQGHUO\LQJ�GH¿FLHQFLHV�LQ��D�EDQN¶V�PDQDJHPHQW�FDSDELOLWLHV�DQG�VW\OH��JRYHUQDQFH�
arrangements; checks and balances; mechanisms for oversight and challenge; and in its culture, 
particularly its attitude to the balance between risk and growth.”

Case against CRO reporting to the CEO or anyone below the CEO such as CFO  

[in reference to ABN Amro bid]

“Whether the CEO’s management style discouraged robust and effective challenge.”

“Whether RBS’s Board received adequate information to consider the risks associated with strategy 
SURSRVDOV��DQG�ZKHWKHU�LW�ZDV�VXI¿FLHQWO\�GLVFLSOLQHG�LQ�TXHVWLRQLQJ�DQG�FKDOOHQJLQJ�ZKDW�ZDV�
presented to it.”

³$W�WKH�VWDUW�RI�WKH�5HYLHZ�3HULRG��WKH�5%6�*URXS�&KLHI�5LVN�2I¿FHU�GLG�QRW�VLW�RQ�WKH�*(0&�RU�
routinely attend the CEO’s morning meetings. It is the Review Team’s understanding that there 
was some reluctance on the part of the CEO to agree to his participation in these meetings, on the 
grounds that he reported to the Group Finance Director, who did attend. This situation changed 
IROORZLQJ�WKH�DSSRLQWPHQW�LQ�-DQXDU\������RI�D�QHZ�*URXS�&KLHI�5LVN�2I¿FHU��ZKR�GLG�DWWHQG�WKH�
GEMC and the morning meetings, and had a direct reporting line to the Chairman of the Group Audit 
&RPPLWWHH��+RZHYHU��LW�ZDV�QRW�XQWLO���$SULO������WKDW�WKH�*URXS�&KLHI�5LVN�2I¿FHU�ZDV�DSSRLQWHG�DV�
a full member of the GEMC.”

³,Q�UHODWLRQ�WR�5%6��WKH�>+HDG�RI�*URXS¶V�,QWHUQDO�$XGLW¶V@�PHPRUDQGXP�WR�WKH�&KDLUPDQ�VWDWHV��µ,W�LV�
clear your colleagues feel this happens too often [degree of control over the information provided to 
ERDUGV@�ZLWK�µJRRG�QHZV¶�UHSRUWLQJ�DQG�GHFLVLRQV�SUHVHQWHG�DV�D�IDLW�DFFRPSOL��7KH\�FRQWUDVWHG�WKLV�
with positive experiences at other companies’ Boards on which they serve.”

Case in support of CRO reporting either to the Board Risk or Audit Committee

“Whether the status accorded to the Group Risk function within RBS hindered the development of 
high-quality predictive risk management and risk management information;”

“The Supervision Team considered the reporting arrangements for RBSGroup Internal Audit, which 

:KR�6KRXOG�&KLHI�5LVN�2I¿FHU��&52��5HSRUW�WR"
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reported directly to the Board’s Group Audit Committee, to be in line with good practice. Group 
,QWHUQDO�$XGLW�DOVR�UHSRUWHG�WR�WKH�*URXS�)LQDQFH�'LUHFWRU�IRU�µSD\�DQG�UDWLRQV¶�SXUSRVHV��EXW�
this arrangement is by no means uncommon, although it might under some circumstances 
undermine the real or perceived independence of internal audit. In the case of RBS, the issue 
was recognized by the Supervision Team, which kept it under review. The effectiveness of Group 
Internal Audit was part of the regular agenda for meetings with the external auditors and the 
Chairman of the Group Audit Committee.” 
————————————————— 
In light of above observations, I would recommend that in addition to the CEO (but not to CFO 
RU�DQ\RQH�EHORZ�WKH�&(2���WKH�&52�RI�D�¿QDQFLDO�LQVWLWXWLRQ�LQ�SDUWLFXODU�VKRXOG�DOVR�KDYH�D�
reporting line to the Board Risk Committee or the Board Audit Committee for independence and 
authority.

Norman Marks also supported this view in his comment in response to my article. He wrote:

³0\�RSLQLRQ�LV�WKDW�WKH�UHSRUWLQJ�UHODWLRQVKLS�VKRXOG�GHSHQG�RQ�WKH�RUJDQL]DWLRQ��,Q�¿QDQFLDO�
institutions, where the risk manager takes an active role in assessing risk and evaluating against 
risk criteria, I think the CRO should have the ability to report directly to the top of management 
and the board. Where risk is embedded in decision-making across the organization, and every 
manager is a risk manager, the CRO is more of a facilitator and the need for a direct reporting 
line to the top is less critical.”

The present reporting structure of RBS Group also acknowledges the importance of CRO’s role 
and its Group CRO Nathan Bostock, not only reports to the Group CEO, Stephen Hester, but also 
has a dotted reporting line to the Board Risk Committee with a right of access to the Chairman.

:KDW¶V�\RXU�RSLQLRQ"�,¶OO�ZHOFRPH�\RXU�FRPPHQWV�
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�� FSA Board’s Report “The failure of the Royal Bank of Scotland’ (RBS)” available at http://www.
fsa.gov.uk/pages/Library/Other_publications/Miscellaneous/2011/rbs.shtml

�� Governance and Risk Management Failures Contributed to Failure of Major UK Bank 
available at: http://www.theiia.org/blogs/marks/index.cfm/post/Governance%20and%20
Risk%20Management%20Failures%20Contributed%20to%20Failure%20of%20Major%20
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�� RBS’ Board Risk Committee’s Terms for Reference available at: http://www.investors.rbs.com/
download/report/Terms_of_Reference_for_Board_Risk_Committee.pdf

:KR�6KRXOG�&KLHI�5LVN�2I¿FHU��&52��5HSRUW�WR"�&RQW���
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3HUIRUPDQFH�0HDVXUHPHQW��'H¿QLQJ�WKH�µ8QLW¶�
of Measuring Human Potentials

Julian Goh

In this series of PMA Newsletter, the author  wants to share a concept which he thinks it is 
interesting to spread it around. First of all, when someone speaks about the research in 
KXPDQ�FDSLWDO��KH�WKLQNV�LW�PXVW�GH¿QH�ZKDW�WKH�µXQLW¶�LV��RI�PHDVXULQJ�WKH�KXPDQ�SRWHQWLDOV��+H�
EHOLHYHV�WKDW�ZLWKRXW�GH¿QLQJ�VXFK�WKH�µXQLW¶��LW�LV�QRW�DQ\�ZD\�SRVVLEOH�WR�SXUVXH�DQ\�FRQYLQFLQJ�
performance measurement tools, just like the scale on a ruler, centimeter or millimeter, this 
is something seriously missing. Otherwise the results must be something very depending on 
PHDVXULQJ�IURP�WKH�¿QDQFLDO�SHUVSHFWLYH�RQO\��ZKLFK�LV�WKH�URRW�RI�PDQ\�¿QDQFLDO�FULVLV��GR�\RX�
VWLOO�EHOLHYH�LQ�D�JHQXLQH�¿QDQFLDO�UHSRUW"�

As early as 1980s, the concept of capabilities approach brought up by Amartya Sen and Martha 
Nussbaum, as an approach to welfare economies, later it was adopted by the United Nations 
as a basis to create the human development index, Julian thinks this approach cannot inform 
the full perspective of human development participating in economy activities. There are many 
weaknesses, such as, the concept is strongly founded on religious foundation, and he believes 
WKH�EDFNJURXQG�DQG�EHOLHIV�RI�WKH�DXWKRUV�LQÀXHQFHG�ZKDW�WKH\�WKLQN�LW�ZDV�ULJKW�WR�FDOO�WKDW�D�
XQLYHUVDO�DSSURDFK�IRU�WKH�8QLWHG�1DWLRQV��6LPLODU��WKLV�DSSURDFK�FDQQRW�GH¿QH�ZKDW�LW�PHDQW�E\�
happiness and life for instance.

There are already very rich literatures from different perspectives to talk about ways on 
GHYHORSLQJ�KXPDQ�SRWHQWLDOV�DQG�LWV�VSHFL¿F�IXQFWLRQV��)RU�H[DPSOH��KXPDQ�SRWHQWLDOV�LQ�VRPH�
SHRSOH�DUH�GH¿QHG�DV�VRPHERG\�ZKR�KDV�VSHFL¿F�IXQFWLRQV��FDSDELOLW\��WR�EHQG�D�IRUN�ZLWK�WKHLU�
ZLOO�SRZHUV��2U�\RX�FDQ�VHH�WKH�'DYLG�&RSSHU¿HOG�LV�GHPRQVWUDWLQJ�KLV�PDJLFDO�VNLOO�WR�VHW�KLP�
IUHH�IURP�KDQGFUDIW�MXVW����VHFRQGV�EHIRUH�D�ER[�KDQJLQJ�LQ�WKH�DLU�FUDVK�WR�WKH�ÀRRU��:KDW�
DERXW�WKH�0DWKHPDWLFV�JHQLXV"�.LGV�DWWHQG�JUDG�VFKRROV�DW�WHQ�\HDU�ROG"��$�7DL�FKL�PDVWHU�
GHPRQVWUDWHV�PDUWLDO�DUWV�WKDW�FDQ�MXPS�DQG�UXQ�LQ�WKH�DLU�RU�ZDWHU"�'R�\RX�NQRZ��SHRSOH�ZLWK�
H[WUD�RUGLQDU\�FDSDELOLWLHV�WR�PHPRUL]H�DQG�UHFRJQL]H�KXQGUHG�RI�QDPHV�MXVW�LQ�RQH�PLQXWH"�$QG�
WKH�IRUWXQH�WHOOHU�ZKR�OLNH�WR�SUHGLFW�WKH�IXWXUH�RI�WKH�RUJDQL]DWLRQV�RU�HYHQ�D�FRXQWU\"�

Setting a Clinical experiment to examine human potentials in a controlled environment

Today, our workplaces hired trainers who are thinking too far away to design and develop a 
VHULHV�RI�VNLOOV�IRU�µH[WUDRUGLQDU\�HPSOR\HHV¶�ZLWK�µH[WUDRUGLQDU\�FDSDELOLWLHV�EXLOGLQJ¶�RQO\��-XOLDQ�
thinks that this concept is unrealistic. For example, the company wish to hire a motivator to turn 
an underperformed sales people to become a super salesman as expected after he attended the 
super motivational program. The problem is, all of these so called trainings and evaluation are not 
SUDJPDWLF�HQRXJK�WR�DQVZHU�WKH�QHHGV�RI�VRPH�YHU\�VSHFL¿F�SUREOHPV�ZKLFK�WKH�HPSOR\HHV�DUH�
must face at their workplace. 

If you take sometimes to review the curriculums designed and developed by trainers, most of 
WKHP�DUH�QRW�¿W�LQWR�WKH�GH¿QLWLRQ�RI�µFRPSHWHQFLHV�EXLOGLQJ¶��:H�DUH�QRW�KHUH�WR�FUHDWH�VXSHU�
humans please remember that. Indeed, we are here to discover and develop human potentials, 
let the employees to do their best level, so, the question is, how do you know he had tried the 
EHVW�OHYHO�WKDW�KH�FRXOG"�7KH�WUDLQHUV�UHVSRQVLELOLW\�LV�WR�EULQJ�RXW�LQGLYLGXDO�WDOHQWV�DQG�PDNH�
WKHP�WR�SHUIRUP�DFFRUGLQJ�WR�ZKDW�WKH\�DUH�GHVLJQHG�DW�WKH�PD[LPXP�PDJQLWXGH�RI�HI¿FLHQF\��
%HIRUH�\RX�FDQ�DFKLHYH�WKLV�ZRQGHU��\RX�PXVW�¿UVW�WR�GH¿QH�WKH�µXQLW¶�WR�PHDVXUH�DQ�HPSOR\HH¶V�
potentials, without this, it is not making any sense to measure someone’s achievement at work. 
$JDLQ��GR�ZH�DOUHDG\�KDYH�D�µXQLW¶�RI�DVVHVVLQJ�KXPDQ�SRWHQWLDOV�DW�WKLV�PRPHQW�LQ�RXU�OLWHUDWXUH"�
7KH�DQVZHU�LV�\HV�EXW�QR��,I�QR��RQ�ZKDW�EDVLV�GR�\RX�XVH�WR�PHDVXUH�VRPHRQH¶V�SHUIRUPDQFH"�
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Julian uses the literature search engine such as the Emerald database, pump in some key words 
LQ�WKH�VHDUFK�IXQFWLRQ��VXFK�DV�¶�XQLW�RI�KXPDQ�SRWHQWLDOV¶��WKH�JRRG�QHZV�LV��KH�FRXOG�QRW�¿QG�DQ\�
match word. This makes this research becomes one step closer to reality, and more exciting.

Think about this, there are a lot of literatures written in a very attractive ways to describe how to 
do training needs analysis, how to design and develop effective training programs, methods to 
FRQGXFW�WUDLQLQJV��DV�ZHOO�DV�KRZ�WR�FUHDWH�SHUIRUPDQFH�DSSUDLVDO�V\VWHP��$OO�DUH�¿QH��+RZHYHU��
let’s ask a basic question again, how do you know if your trainings which you designed, delivered 
GLG�WKH\�KHOSHG�WR�VDOHV�LPSURYHPHQW"�

Puzzle number two; let’s think it over again from another perspective, if the staff in your trainings 
is only acting as a supportive function, such as administrative or human resource, then, how do 
\RX�NQRZ�LI�\RXU�WUDLQLQJV�DUH�PDNLQJ�KHU�EHFRPH�PRUH�HIIHFWLYH"�,V�VKH�QRZ�PRUH�HI¿FLHQW"�
Another question is, can the administrative clerk now process more works with the same pay 
UDWHV"�-XVW�DYRLG�DOO�ELDVQHVV��6RPHWKLQJ�LV�PLVVLQJ�KHUH�REYLRXVO\��

&RPPRQO\�SHRSOH�DUH�XVLQJ�TXHVWLRQQDLUH�IHHGEDFNV�WR�PHDVXUH�SHRSOH�µIHHOLQJV¶�ZKLFK�WKH\�
designed in Likert’s scale, the majority are. Julian thinks this way is not about to tell the whole 
picture of the performance measurement. Statistics is only use in modeling and correcting wrong 
answers (data) for the good. But it may not necessary tell the truth. It’s not perfect, but what 
DERXW�LI�\RX�FROOHFW�HPRWLRQDO�GDWD"�

“TEC LAB” – Case Study

7KH�IROORZLQJ�VOLGHV�ZLOO�GHPRQVWUDWH�WKH�¿UVW�/$%�H[SHULPHQW�XQGHU�7(&�/$%�FRQWUROOHG�
FRQGLWLRQV��7KH�SULPDU\�SXUSRVH�RI�WKLV�H[SHULPHQW�LV�WR�GHVLJQ�D�PHFKDQLVP�RI�µFRQYHUVLRQ�
units under TEC-LAB’. The code for this experiment is TECCBD1.To address this doubt, Julian 
SURSRVHG�VRPHWKLQJ�FDOOHG�WKH�µEUDLQV�IDFWRULHV¶�FRQFHSW�WR�PHDVXUH�WKH�XQLW�RI�KXPDQ�SRWHQWLDOV��
,W�LV�RQO\�D�UDZ�LGHD�DQG�VRPH�ZD\V�WR�JR�DERXW��7KH�FRQFHSW�LV�WKLV��µEUDLQV¶�DUH�SHRSOH¶V�LGHDV�
processed through a series of intensify exchanges of discussions and readings, and creates 
SURFHVVHV�WR�DSSURDFK�D�SUREOHP��$QG�WKHQ�WKH�µIDFWRULHV¶�PHDQ�D�WUDQVIRUPDWLRQ�SURFHVV�IURP�
intangible assets 
(such as ideas) into 
tangible assets (such 
as action plans).  

6WHS����'H¿QLQJ�D�
Problem

Based on the theory 
of production, all 
labor are hired with 
VSHFL¿F�SXUSRVH��
land provide inputs 
and enterprise is a 
production process, 
such as factory and 
management, while 
capital is a factor of 
exchange between 
inputs, process and 
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RXWSXWV��7KH�SUREOHP�LV��DUH�ZH�RSHUDWLQJ�DW�WKH�RSWLPXP�OHYHO"�7KH�DQVZHU�LV�DOZD\V�YHU\�
certain, no! All of these factors are being used in highly structured processes. 

Descriptions: 

Flow 1: Like blended food stuff, change agent should provide four brain factory’s ingredients 
(see the diagram 1,2,3,4) to all individual staff from his team in Strategic Business Unit 1. He will 
organize information into a form of report which consists of four primary ingredients’ sources. 

)ORZ����/LNH�QHFHVVDU\�WR�FRQVXPH�VXI¿FLHQW�DPRXQW�RI�QXWULWLRQ�HYHU\GD\�WR�VXVWDLQ�WKHLU�KHDOWK�
standard, individual members should be liked consume one of the most important structured 
LQIRUPDWLRQ�±�WKH�µEUDLQ�IDFWRU\�FDORULHV¶��

Flow 3: Brain factory calories’ are basis of unit for measuring structured activities. The outputs of 
these activities are either competitive capital (similar to human muscles) or brain factory fat (see 
step 4). 

)ORZ����([FHVVLYH�µEUDLQ�IDFWRU\�FDORULHV¶�ZLOO�JHQHUDWH�µEUDLQ�IDFWRU\�IDW¶�DQG�¿QDOO\�GHYHORS�LQWR�
deadly diseases (Flow 5) example like Deming’s 7 deadly diseases). 

Seven deadly diseases by Deming (1993):

�� Lack of constancy of purpose

�� (PSKDVLV�RQ�VKRUW�WHUP�SUR¿WV

�� Evaluation by performance, merit rating, or annual review of performance

�� Mobility of management

�� 5XQQLQJ�D�FRPSDQ\�RQ�YLVLEOH�¿JXUHV�DORQH

�� Excessive medical costs

�� Excessive costs of warranty, fueled by lawyers who work for contingency fees

Julian believes by using 
TEC-LAB, you can 
diagnose more corporate 
diseases, not only the 
seven most common 
GLVHDVHV�DV�LGHQWL¿HG�E\�
Deming (1993). 

Once such diseases are 
LGHQWL¿HG��D�WUDQVIRUPDWLRQ�
specialist will provide 
relevant advice (see 
Goh Transformation 
Specialist Centre http://
www.juliangoh.com/Goh-
Transformation-Specialist-
Centre.php) to the 
organization chief to carry 
out relevant operations and 
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steps taken to ensure the company remains resilient and competitive. 

Step 2: The Structure Organization Process: 

First of all, Julian is utilizing the metaphor medical terminologies, medical specialists centre and 
consultants in this conceptual paper to illustrate different roles to explain the concept of human 
potentials. 

-XOLDQ�GH¿QHV�WKH�µEUDLQ�IDFWRU\�FDORULHV¶�DV�D�PHDVXULQJ�XQLW�RI�µEUDLQ�IDFWRU\�HQHUJ\¶��LW�LV�WKH�
DPRXQW�RI�HQHUJ\�LQ�µEUDLQ�IDFWRU\�LQJUHGLHQW¶��IRRG��WKDW�LV�DYDLODEOH�WKURXJK�µVWUXFWXUHG�DFWLYLWLHV¶�
�GLJHVWLRQ�H[HUFLVHV���+H�GH¿QHV�WKH�µEUDLQ�IDFWRU\�IDW¶�DV�H[FHVVLYH�µFDORULHV¶�ZKLFK�FDQQRW�EH�
FRQYHUWHG�LQWR�µFRPSHWLWLYH�FDSLWDO¶�DQG�VWRUH�LQ�WKH�IRUP�RI�µDGLSRVH�WLVVXH¶��)RU�H[DPSOH��WKH�
µDGLSRVH�WLVVXH¶�LQ�DQ�RUJDQL]DWLRQ�LV�OLNHG� µFDQFHU�¶�LQ�DQ�RUJDQL]DWLRQ��LW�FDQ�EH�REVHUYHG�
through individual emotions, such as demotivate attitude, dishonest behavior and many more. You 
can observe those staff are distracting from their work or creating a large amount of unwanted 
E\WHV�ZLWK�RWKHU�VWDII�LQ�WKH�VDPH�6%8�RU�RXWVLGH��7KH\�XVH�WKHLU�µFDORULHV¶�ZKLFK�LV�QRW�UHODWLQJ�WR�
works on creativity. 

7KH�EUDLQ�IDFWRU\�LQJUHGLHQWV�ZLOO�EH�JHQHUDWH�µEUDLQ�IDFWRU\�FDORULHV¶��KHDW���DERXW�KRZ�WR�PHDVXUH�
WKLV�µFDORULHV¶��DW�WKH�SUHOLPLQDU\�VWDJH��µ7(&�/$%¶�ZLOO�EH�XVHG�WR�WHVW�WKH�DPRXQW�RI�µFDORULHV¶�
JHQHUDWHG��,�KDYH�WKUHH�IDFWRUV��¿UVW��LV�µE\WHV¶��LQIRUPDWLRQ�WKHRU\��XVDJH�DPRQJ�WKH�PHPEHUV��
to trace the volume of communication and with whom they communicate. Second is, using the 
µQXPEHUV�RI�VWUDWHJLF�SODQV¶��LGHDV��E\�HDFK�LQGLYLGXDO��DQG�ZKHWKHU�WKH\�DUH�H[HFXWDEOH�RU�QRW��

To calculate energy 
conversion, I will use 
µLQIRUPDWLRQ�HQWURS\¶�
and the theory of 

µWKHUPRG\QDPLFV���
ZKLFK�LV�µWKH�VWXG\�RI�
the connection between 
heat and work and the 
conversion of one into 
the other. This study 
is important because 
many machines and 
modern devices change 
heat into work’. 

Note: OM is 
Organization Memories, 
LV�GH¿QHG�DV�DOO�
experience, knowledge 
and skills generated by labor in any forms, be it intangible or tangible. 

Step 3: Links of Theories 

µ&RQQHFWLRQV�EHWZHHQ�LQIRUPDWLRQ�WKHRUHWLF�HQWURS\�DQG�WKHUPRG\QDPLF�HQWURS\��LQFOXGLQJ�WKH�
LPSRUWDQW�FRQWULEXWLRQV�E\�5ROI�/DQGDXHU�LQ�WKH�����V��DUH�H[SORUHG�LQ�µ(QWURS\�LQ�WKHUPRG\QDPLFV�
and information theory’ (Source 2). 
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$FFRUGLQJ�6KDQQRQ���������KH�GH¿QHG�µLQ�LQIRUPDWLRQ�WKHRU\��HQWURS\����������� is a measure of the 
uncertainty associated with a random variable. The term by itself in this context usually refers 
WR�WKH�6KDQQRQ�HQWURS\��ZKLFK�TXDQWL¿HV��LQ�WKH�VHQVH�RI�DQ�H[SHFWHG�YDOXH��WKH�LQIRUPDWLRQ�
contained in a message, usually in units such as bytes’.  

µ7KHUH�DUH�FORVH�SDUDOOHOV�EHWZHHQ�WKH�PDWKHPDWLFDO�H[SUHVVLRQV�IRU�WKH�WKHUPRG\QDPLF�
entropy, usually denoted by S, of a physical system in the statistical thermodynamics 
established by Ludwig Boltzmann and J.Willard Gibbs in the 1870s; and the information-
theoretic entropy, usually expressed as H, of Claude Shannon and Ralph Harlety developed 
in the 1940s’ (Wikipedia). And I am now bridging these theories into change by designs in 
organizational transformation exercise (TECCBD1). 

Brown dot 1: Assumption of basic conversion rates from information to work based on existing 
theories: 

1 Byte = 7.7 × 10-23 J/K = 1.8x 10-23 Cal/K (1.8x 10-23 Cal)

Note: 1 cal = 4.184 J / 1 cal/K = 4.184 J/K

Brown dot 2: According to the theory of information entropy (Shannon, 1948), Julian proposed 
a formula like below to calculate the total amount of heat produced in joules (convertible to 
WKHUPRG\QDPLF�FDORULHV����>��E\WHV��LQIRUPDWLRQ�� �LGHD��FRQWHQW�@�[�K��WLPH�� �MRXOHV�SHU�.HOYLQ�
(= calories per Kelvin)    

This can be interpreted as how many bytes/ hour need to create an idea in joules before 
H[HFXWLRQ��7KH�SXUSRVH�WR�KDYH�WKLV��FKDQJH�E\��GHVLJQ�EHFDXVH�KH�WKLQNV��µZKHQ�D�JURXS�RI�
individuals and change agent come together, how fast they can generate ideas to get their work 
done’. 

���,��A�� ���LGHDV� �µ<¶�&DO

Note, every member 
PXVW�FUHDWH�µ;¶�*�
intellectual materials 
�DQG�HTXDO�WR�µ<¶�
Cal, whereby X is 
corresponding to Y, 
in order to obtain X 
and Y, I need to set 
XS�7(&&%'��=���
On the other hand, 
to calculate the total 
resources given to 
one member, it is 
(7+X) G. 

Brown dot 3: Of 
course, once 
the calories are 
generated, you 

will need to convert them into competitive capital through structured activities. Some of your 
calories will not be useful therefore temporary keep in organizational memories (storage), but 
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this will consider as wastage due to time spend on Unnecessary structured information. 

Step 4: The Calculations: 

1 J = 1 watt x 1 second / 1 watt hour = 3600 J

1 cal = 4.184 J / 1 cal/K = 4.184 J/K

Assumptions:

According to Chapter eleven, I have two basis points to calculate 1CAP, (1) length of service and 
(2) $ 1k = 1 CAP. Considering some future variance, I will not consider to use  $ 1 k = 1 CAP. 1 
member average work hour is 8 h per day x 20 days = 160 WH or 160 WH x 3600 J = 576,000 J 
per month

Thus, 1 (CAP) = 576,000 J / month = 137,667 Cal  = 7.6 × 1027 Bytes = 7.6 x 1018 Gigabytes 
(round up to 7.0 x 1018 Gigabytes for calculation  reason).                                 

Comparisons: 

The above calculation is at ideal state, and suitable in mechanical process. Since a human is not 
a machine, but comparing to machine process, we will know the ideal path to achieve objective in 
change by designs. 

Based on early assumption, one member who receives 7 G of ingredients must be able to produce 
1 idea (plan) with 7 G in 160 hours. Based on  the watt-hour given = 1 CAP in a month or 7 x 1018 
Gigabytes (round up), you have to give 18 ideas (1 CAP is a basic requirement ).    

Assuming that every 100 ideas, only one successfully commercialize (or one project needs 100 
ideas to generate one success, it depends on how the strategy is being set, such as the early 
example given the managerial strategy MR1.2-SC1.1.1.1.2.1), then, According to the sum of four 
members inputs, theoretically you can explain that every one and a half months (1.5 months), you 
will be able to successfully complete one task/project. Nevertheless, this can only happen under a 
strict control in project management. 

Step 5: IDEAS generating: First step of liberalizing human potentials 

Step 6: A Conceptual Scheme Measuring the Performance 

How the Scheme Work leading to Performance Measurement 
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Assuming: 

1. Any proposed plan will lead to obtain one additional CAP 
2. Any plan worked and yielded results will lead to obtain two additional CAPS 
3. Length of service will lead to obtain one additional CAP per month, and thereafter.  
4. Every $1K receives from sales or cost reduction will lead to obtain one additional CAP. 

Assuming that, every individual in a strategic business unit is required to meet a minimum 
UHTXLUHPHQW�RI�����&$36�RQ�D�\HDUO\�EDVLV��$Q\�PHDVXULQJ�XQLW�RI�µEUDLQ�IDFWRU\�FDORULHV¶�
unsuccessfully transform into CAPS (a measuring unit of competitive capital) are to be turned into 
µEUDLQ�IDFWRU\�IDW¶��DQG�JUDGXDOO\�DFFXPXODWHG�ODWHU��DQG�PD\�EH�FUHDWHG�VRPH�GLVHDVHV�WKUHDWHQLQJ�
the organizational health, or even result in the death of the business. 

/LNH�H[SODLQHG�DERYH��WKRVH�µE\WHV¶��µWLPH¶�WR�SURGXFH�LGHDV��SODQV���WKDW�FDQQRW�EH�H[HFXWHG��
DUH�DOO�FRQVLGHUHG�µIDW¶��+RZHYHU��VRPH�RI�WKH�SODQV�VWLOO�FDQ�EH�XVHG�IRU�UHF\FOH�LQ�IXWXUH��WKLV�ZLOO�
KHOS�WR�UHGXFH�µIDW¶��,GHDOO\��,�WKLQN�WKH�RUJDQL]DWLRQ�VKRXOG�FUHDWH�µJRRG�IDW¶��UHF\FODEOH�LQWHOOHFWXDO�
PDWHULDOV��DQG�µPXVFOHV¶��FRPSHWLWLYH�FDSLWDO��WR�NHHS�WKH�RUJDQL]DWLRQDO�KHDOWK�DW�LWV�RSWLPXP�OHYHO��

Concluding Remarks 

7KH�LPSOLFDWLRQV�RI�WKLV�SUHOLPLQDU\�VWXG\�KRSHIXOO\�ZLOO�H[SDQG�WKH�¿IWK�HOHPHQW�RI�WKH�WKHRU\�RI�
production, what we already know before: capital, enterprise, labor and land. So, this human 
SRWHQWLDO�VKRXOG�EHFRPH�WKH�¿IWK�HOHPHQW�RI�SURGXFWLRQ�WKHRU\��

7KHQ��WKLV�HQTXLU\�RI�µGH¿QLQJ�D�XQLW�RI�DQDO\VLV�RI�PHDVXULQJ�KXPDQ�SRWHQWLDOV¶�ZLOO�EH�PDGH�IXUWKHU�
a possible bid for a PhD candidacy, any feedback or further discussion please contact directly with 
Julian at J@juliangoh.com. 

About JULIAN 
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