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We are delighted to inform you that the formal Call for Papers 
is now available for PMA 2014. The PMA 2014 conference is 
co-hosted by the University of Cambridge (UK) and Aarhus 
University (Denmark) and will be held from 25-27 June 2014 
in Aarhus, with opening reception on the evening of 24 June 
2014. The theme for PMA2014 is Performance Management: 
Designing the High-Performing Organization. Exploring the 
latest thinking, trends and research into how to drive enterprise 
performance through organizational design including but 
not limited to enterprise processes and systems, intellectual 
capital, innovation-driven social & environmental relevance, and 
excellence principles and practices. The conference will be a 
mixture of keynote and plenary presentations, as well as parallel 
stream presentations and discussion groups. Delegates and 
presenters are expected from a range of academic disciplines 
and from both the academic and practitioner communities.

Keynote speakers have been confirmed as:

1. Mark Finster, Associate Professor in the Department of 
Operations and Information Management at the Wisconsin 
School of Business

2. Harry Hertz, Director Emeritus of the US Malcolm Baldrige 
National Quality Award Program

3. Jim Hagemann Snabe, Co-CEO of SAP

4. Benjamin Sovacool, Director of the Danish Center for 
Energy Technology at AU-Herning

As in previous years the conference will commence with a 
Welcome Reception, with the 2014 reception hosted by the 
Mayor of Aarhus and held at Aarhus City Hall on the evening 
of 24 June. This will be followed by two and a half days of 
parallel stream paper presentations. Keynote presentations are 
delivered on each day and at the conference dinner, to be held 
at Aros, the most visited art museum in Scandinavia. Plenary 
sessions will be held throughout the event. 
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The principal aim of the conference is to provide a unique interdisciplinary and international forum 
for the exchange of cutting-edge knowledge and research about organizational performance 
measurement within both the public and private sectors.

Submission of abstracts for the conference will be handled electronically via the conference website. 
To submit an abstract for PMA  2014 please follow the submission instructions on the conference 
website at http://bit.ly/19KRpGb. The deadline for submitting abstracts is 10 January 2014. Decisions 
regarding abstract acceptance will be based on the recommendations of a blind review process, 
although the Conference Officers will make the final decision. Notification of abstract acceptance or 
rejection will be provided by email no later than 13 February 2014.

Conference proceedings - All accepted papers will be included in the conference proceedings, 
subject to appropriate formatting and timely provision of completed manuscripts. All abstracts will be 
double blind reviewed and acceptance for presentation will be made subject to recommendations 
of the reviewers. All submissions must be original, not presented at other conferences, published or 
under publication elsewhere.

Academic research submissions - An extended abstract of between 750-1000 words is required, 
which is to be submitted in the specified format by 10 January 2014. This should include an indication 
of the literature covered, the research question being investigated, the methodology used, as well as 
an indication of the findings and conclusions. The abstract should reflect the intended presentation.

Practical application submission - We encourage submissions from practitioners and work reporting 
collaborative research. An extended abstract of between 750-1000 words is required, which is to be 
submitted by 10 January 2014. This should reflect the intended presentation.

Journal special issues - The Performance Management Association is pleased to announce that 
selected high quality papers from the conference will have the opportunity to be published by Emerald 
Group Publishing Limited and by the Organizational Design Community (ODC) as special issues of 
four journals, with appropriate articles recommended to a sixth journal.

Invited panels / workshops - We invite traditional presentations panels, and discussion workshops 
and panels. Please submit workshop or panel proposals by 29 November 2013. This proposal 
should be 1000 words maximum and should explain the aims of the symposium/stream; who will 
be participating; and what role they will play. To discuss ideas for workshops and panels prior to 
the deadlines for submissions please contact the conference co-chair, Professor Rick Edgeman at 
rledge@asb.dk.

Diary dates 
Deadline for Submission of Invited Panels/Workshops  29 Nov 2013 
Deadline for Submission of Extended Abstracts for Review  10 Jan 2014 
Informed of Acceptance/Rejection 13 Feb 2014 
Deadline for Early Registration 10 Mar 2014 
Deadline for Final Paper Submission 1 May 2014 
Conference Welcome Reception 24 Jun 2014 
Conference Dinner 25 Jun 2014 
Conference Sessions 25-27 Jun 2014

For more information and a copy of the Call for Papers please visit the conference website: http://bit.
ly/19KRpGb. We of course hope to see many of you in Aarhus in June 2014.

Andy Neely
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Technology innovation is about lifting constraints and eliminating boundaries. For example, 
smartphones have amazing computing power, yet are small enough to fit in a pocket. 
The Internet renders distance irrelevant. Analytical tools process unimaginable amounts 
of information in no time. The cloud solves issues of storage. And so forth. With so much 
technology innovation in such a short period of time, the questions that business and 
technology professionals wrestle with move from “How do we do things?” (within the 
boundaries of technology) to “What do we do with all that power?”

Once you realize this, it seems there are more questions in modern business than answers. 
Are there any ethical limits in integrating and analyzing all the information we have? Who owns 
the data that our customers share with us? How do we judge if all the business technology we 
have at our disposal does what is right? How do modern technologies affect our lives? Will 
technology make our lives and businesses better? How should we define what “better” really 
means? How do we govern the use of technology in business?

These are confusing times, as the cliché goes. 

In confusing times, there is only one safe place to turn to for answers. To yourself. Take a deep 
look inside yourself to understand what you really stand for, what you believe in and what 
you think is the right way forward. This journey to yourself is an exercise in philosophy. Scary 
or even esoteric as this may sound, it is not. Philosophy certainly not restricted to university 
campuses and PhDs. This book is the living proof. It is a series of practical, provocative, 
playful and easy-to-read essays that meander through different branches of philosophy 
throughout history. These essays share a common theme: What would the old philosophers 
have said about modern themes in business and IT? Or in slightly hipper terms: “Socrates 
Reloaded.”

It’s an ideal theme indeed. It allows me to speculate wildly on a number of topics, and put 
words in the mouths of people who have been dead for hundreds of years (at least most of 
them). What are they going to do? Slap me on the fingers? Unlikely.

Although the essays are light, I am serious about what I write and what I intend to achieve. 
The essays parallel my journey to determine where I stand. That journey has now led to five 
books with hopefully many more to come. What I hope these essays can do for you, dear 
reader, is make you stop and think. Question the best practices you’ve been using and the 
principles you’ve been following. Look at things from a different perspective, choose a different 
angle. Put yourself in the shoes of someone you don’t agree with, and see things from that 
side. 

All essays in this book try to provide a new angle, a different perspective. Perhaps you agree, 
and you gain an additional perspective. Perhaps you don’t agree and feel even stronger about 
the beliefs you already had. In fact, I hope you disagree. I’d like you to argue with me because 
then we both learn. Approaching interesting questions and topics from different points of view 
has a long tradition. Socrates was most famous for that. He would walk through Athens, in 
search of wisdom, asking questions of people in important positions – “what-if analysis” we 
would call it today.  

http://www.frankbuytendijk.com/

Perspectives on Performance - Volume 10, Issue 3

Socrates Reloaded
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University Research Center PMMS
Revisiting the Design of a University Research Center Performance 
Measurement and Management System

P T Hester and T J Meyers
In 2012, researchers within Old Dominion University’s National Centers for System of Systems 
Engineering (NCSOSE), an engineering college research center, developed an unconstrained 
performance measurement and management system (PMMS) that included 116 distinct measures.  
While this level of detail may have been appropriate for a Fortune 500 company, it was unrealistic 
(and unnecessary) for NCSOSE, a five-person research organization.  The 2012 exercise, and the 
lessons learned that followed, led the authors to undertake a revised PMMS development effort 
described herein.

Recalling Lessons Learned
In 2012, the authors wrote a Perspectives on Performance article (Hester and Meyers, 2012) about 
lessons learned from developing a PMMS for a university research center.  In summary, the lessons 
learned from the initial NCSOSE PMMS development were:

1. Problem statement identification and consensus is crucial;

2. The number of performance measures constituting PMMS design must be monitored carefully for 
manageability;

3. Visual tools provide the SME situational awareness needed to design useful PMMSs;

4. Simply talking about an enterprise can yield results as valuable as any produced with a PMMS 
development effort;

5. PMMSs require significant resources to set up and maintain; and

6. Well-constructed PMMSs will serve as guides for future enterprise measurement and 
management activities.  

Each of these lessons in some way factored into the revisiting of the NCSOSE PMMS discussed 
very briefly here.

Revisiting the PMMS
The initial NCSOSE PMMS problem statement was identified with consensus, thereby minimally 
observing Lesson 1.  However, it was also quite broad in scope and therefore planted the seed 
for an unmanageable PMMS.  The original statement failed to focus on NCSOSE researchers’ 
core concern of sustainability and was therefore supplanted with the simple, NCSOSE must 
be sustainable.  Respecting Lessons 2 and 5 and observing their role as facilitators guiding 
development of the revisited PMMS, the authors encouraged their Center colleagues to pursue 
a manageable number of performance measures that would respect their organization’s limited 
resources for PMMS use and maintenance.  Participants responded by next deriving three of what 
were termed problem essentials that, in their opinion, had to be realized in order for NCSOSE to 
claim sustainability.  These three drew from the notion that NCSOSE would be sustainable if and 
only if it secured sufficient funding, demonstrated scholarship, and maintained external relationships.  
This necessary and sufficient set was fully identified as questions to which NCSOSE stakeholders 
hoped they would be able to answer in the affirmative:
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1. Are we financially healthy?

2. Are we demonstrating scholarship? 

3. Are we managing our relationships?

From each of these problem essentials, it was then necessary to derive problem measures, or 
scales of goodness by which NCSOSE stakeholders could evaluate their problem essentials in strict 
binary terms of “yes” or “no.”  Participants thus assigned to each problem essential what turned out 
to be a single problem measure and, in doing so, set organizational expectations with respect to 
the problem of interest and the problem essentials and measures linked to it.  Figure 1 shows the 
relationships among the problem, problem essentials (PEs), and problem measures (PMs).

PMMS developers next 
selected a total of seven 
solution measures (SMs), 
or scales of performance 
that characterized proposed 
solutions’ contributions 
towards meeting stakeholder 
expectations.  The SMs 
described key outputs of 
a (NCSOSE) system that 
developers hoped would allow 
them to realize the expectations portrayed with Figure 1.  As their title infers, solution measures are 
generated from a solution perspective whereas outcomes, or expectations, are generated from a 
problem-centric stakeholder perspective.  Figure 2 shows the complete performance measurement 
roadmap (PMR) diagram developed in response to the NCSOSE problem.
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University Research Center PMMS Cont...
This set of seven SMs is much more manageable than the 116 previously identified!  But that’s not 
all.  Each SM identified in Figure 2 requires further definition to be evaluated.  For purposes specific 
to NCSOSE, PMMS developers decided to evaluate Scholarly Productivity in terms of a three-year 
running average.  Figure 3, for example, shows a multi attribute evaluation of Scholarly Productivity in 
terms of peer reviewed journal articles, published conference papers, book chapters, books, technical 
reports, and trade articles.

 Figure 3 immediately highlights two details of organizational interest.  One is that NCSOSE is doing 
quite well with respect to conference papers and trade articles published during 2011-2013.  Thus, from 
a resource perspective, the Center gains little by expending substantial resources for the remainder 
of 2013 toward enhancing either of these areas.  Conversely, the numbers of peer reviewed journal 
articles, book chapters, books, and technical reports published are down from previous years.  While 
2013 is far from over and a drop off in publication output can therefore be readily explained, it will 
be nonetheless desirable for NCSOSE to focus on these areas going forward to achieve desired 
performance levels.  So a simple solution measure incorporated with their PMMS will allow NCSOSE 
stakeholders, in accordance with Lesson 6, to evaluate their scholarly productivity and move toward 
future, desirable scholarly efforts.  Other SMs of what is now the PMR’s quite manageable set of seven 
− vice 116! − will allow for the same.

Conclusions

While the developed PMMS was built with the NCSOSE enterprise in mind, the authors believe its 
general format holds value for the larger performance measurement and management community.  
Use of a PMR diagram similar to that of Figure 2 can facilitate situational awareness within a university 
research center or like R&D enterprise.  The effort expended, while admittedly not trivial from a time 
and resource perspective, is nevertheless necessary for strategic positioning of an organization. 
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PMA Symposium 2013
The next PMA symposium will be held on 2nd - 4th of October around the general subject of 
performance measurement and management, with two specific themes: 

1. What is Performance? -  The notion of organisational performance enjoys an unrivalled 
position in the world of management. It is the notion that occupies the minds of every executive 
and it is a consistent “variable of choice” in thousands of research papers that are published each 
year. But what is organizational performance? For this symposium, we are interested in discussing 
new thinking about organizational performance and its nature, together with insights into how this 
may evolve.

2. Behavioural Performance - Attendees will be looking at frameworks, processes and 
approaches that help make performance measurement and management more effective in 
organisations along with the leadership, management styles, cultures and organisational settings 
that positively influence the use of performance measurement and management systems. 
Attendees will be discussing new thinking about the softer issues in performance measurement 
and management - especially the influence on how measurement and management works and 
how the organisation performs.

For more inforamtion please contact the symposium organiser, Prof Mike Bourne Cranfield School 
of Management, m.bourne@cranfield.ac.uk,
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Diagnostic mentoring to manage people and organizations for 
superior performance in turbulent times  
Book by Lukas Michel

The companion for leaders to shape their organizations through superior 
decision-making, entrepreneurial behaviors everywhere, and relentless 
client-orientation - with the AgilityINsights Diagnostic™ (AID10 offline).

In essence, The Performance Triangle claims that for leaders to cope with 
today’s dynamic, complex, and uncertain times, they must build a bridge 
between the requirements of knowledge work and the need for agility in 
corporate leadership: Enabling the Inner Game, the technique for people 
to translate knowledge into action, and cope with the challenges of the 
Outer Game. The bridge builds on every individual’s, every golfer’s, and every employee’s ability 
to focus attention. Hence, leaders must build organizations with rules, routines, and tools that raise 
awareness for what counts, provide choice, and enable trust to achieve higher levels of innovation 
and growth.  

The Performance Triangle
On 300 pages, the book provides insights into ten years of research 
with practical implications for corporate leadership. The simple AID10 
diagnostic and self-assessment tool puts the own organization at 
the center of attention for any reader. Many practical examples from 
business and sports support their reflection on leadership, culture, and 
systems as the key elements of the performance triangle. 

Does your leadership pass the people test?

To win in an increasingly dynamic, ambiguous, and volatile 
environment, leadership teams in most industries must be agile – able to flexibly react to early signs 
and act on them quickly. The only thing we truly know about the future is that it will be different. We 
need to build organizations that can cope with these challenges rather than embarking on disruptive 
change processes. To do this, leaders face the dilemma of empowering people without losing 
control.

An agile organization needs good decision-making at all levels – from the centre to the periphery 
– tapping into the full potential of the people, the operating model, the information technology, and 
leadership practices. Decisions are made by people.

It is so obvious: People are the most important assets. But good intensions alone are not good 
enough to win your game in a competitive and knowledge-driven environment. First, this means 
collaborating and relating with people to provide means for finding purpose rather than command 
and control; second, to provide choice, raise awareness about what is important, and help people 
remain focused on the things that matter most – the Inner Game technique that helps people 
to translate knowledge into action and performance. The result is relentless innovation as the 
prerequisite for growth in a competitive environment.

How do you get there? Stop and engage your team in a conversation about how to remove the 
organizational interferences that keep people from using their full potential, recommends the author. 

The Performance Triangle



9

Perspectives on Performance - Volume 10, Issue 3

Build the bridge between the requirements for knowledge and the need for agility in corporate 
leadership. By asking the critical questions, you provoke your team to remove the barriers that keep 
people from addressing the challenges of the new era. They learn why it is important to overcome the 
fissure, identify the critical gaps in their leadership, focus on the issues that need to be addressed, 
and build the bridging capabilities as they go. The bridge is what the author calls a people-centric 
culture.

With his concise guide, the author recommends seven questions you and your team must explore to 
match the organization’s operating system with a people-centric culture, enabling agility, relentless 
innovation and allowing you to lead with a higher chance of success.

Think about people-centric, agility, and innovation …

*  Why does it matter to you? What is your destination? What will success look like? What does it 
take? 
*  How do you know it’s there? Can everyone interact, collaborate, and contribute? 
*  What does it mean to your team? Is everyone in the organization energized to achieve high 
scores? 
*  How do you ensure it’s everywhere? Do your controls, routines and rules enable good decision-
making? 
*  How do you make it stick? Does your Leadership Toolbox engage everyone to contribute? 
*  Who is accountable in making sure it happens? Have you organized your infrastructure to 
empower everyone? 
*  How do you lead with it? Does your leadership rhythm teach everyone to learn and grow?

These questions will force you to reexamine the many assumptions underlying your leadership and 
analyze how your organization enables agility through a people-centric approach. The author’s many 
insights will help you understand your options and make the necessary choices to successfully coach 
your team. You can start creating agility as a competitive advantage today, with the ten-question test 
and observation points to get you started.

Building on the experience of delivering many executive leadership programmes in every part of 
the world, and with the rich expertise from teaching and advising many business leaders about 
the research-based diagnostic tool, The Performance Triangle is a concise and practical guide for 
leaders of all kinds of businesses and organizations. It offers practical guidance on the design of 30 
essential practices that leaders must get right in order to remain flexible and fast in adapting to an 
ever-changing environment.

What does the book do for you as a manager or a mentor to leadership? 

If you are responsible for a business or organization, then the author recommends that you take 
once a year time for half a day with your leadership team to ask yourselves, how do we manage 
our organization? Use the diagnostic questions to establish the starting point for your conversation, 
then use the many ideas in the book to find your response to the question. As a result, your team will 
create the context for people to use their creativity for more innovation and growth. 

If you are an advisor or thinker interested in management and leadership, then the book will 
provide a practical solution for the ongoing conversation on “beyond”, “2.0”, “next practice”, or next 
“paradigm shift”. The bridge between people and organization offers four things leaders can do to 
create an organization that unlocks the potential of people as a means to cope with an ever turbulent 
environment. 
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Organisational Long Term Performance
A Proposed Methodology for Increasing Organisational Long Term 
Performance through Effective Modelling Resource Allocation of R&D Project 
Portfolios 
Professor Maged S. Morcos, British University in Egypt (BUE)

Within a very aggressive and competitive market and in a globalisation environment with its 
demanding requirements new projects are vital to the long term progress and future success 
of organisations. Furthermore performance of organisations can be under jeopardy if not well 
thought of from long term context rather than from short term success. R&D projects are the 
vehicle by which organisations achieve their objectives and sustain in aggressive markets and 
ensure continuous good performance levels. However, the problem of selecting the best projects 
accumulates when long term strategies have to be decided upon and sizes of R&D projects 
have to be selected in a current period of time for excelling in and dominating the market in the 
near or far future. The vital question here is: ‘How should organisations most effectively invest in 
their R&D projects, and how can managers select the efficient projects or set of projects within 
defined portfolios that meet the corporation’s long term objectives under limited resources?’ 
Project portfolio management offers the answer as it helps in modelling resource allocation for 
new R&D projects to achieve corporate objectives and its business drivers. Project portfolio 
management (PPM) groups projects so they can be managed as a portfolio. PPM provides the 
organisation with customised structures and guidelines for identifying, selecting, prioritising 
and re-sourcing projects that are best aligned with the organisation’s strategic goals. Different 
authors and researchers described the concept of PPM to improve management of portfolios of 
either new products or new projects. For example refer to Baxter (1999), and Cagan and Vogel 
(2002) and Pennypacker et al., (2002) who defined PPM as the art and science of applying a set 
of knowledge, skills, tools, and techniques to a collection of projects, in order to meet or exceed 
needs and expectations of an organisation’s investment strategy. 

Significance of This Work 
The idea proposed and presented in this work is an attempt to develop a methodology that can 
aid R&D managers to select the most appropriate project or set of projects (portfolios) to invest 
in instead of investing in short term appealing projects that can cause a lot of problems in the 
long term performance of the organisation. The work presented here suggests that there is a 
direct relationship between good investments in long term R&D project portfolios and long term 
performance of the organisation represented in its long term strategy especially in times where 
limited or scarce resources exist. This has been explored earlier in works done by Cooper, Edgett 
and Kleinschmidt (2001) who mentioned that the portfolio management support and aligns with 
the strategy of the enterprise. Cooper et al. (2001) also emphasised that it is equally important 
that the final portfolio of projects truly aligns with the business’ strategy and that all projects 
are “on strategy”. However, the question here is: ‘what is the appropriate tool to be adopted for 
selecting the efficient project portfolio from among other attainable portfolios?’ The success and 
failure of the organisation in achieving long term success in performance levels heavily depends 
on the methods that R&D managers use and employ in the selection process. It is believed that 
good choice of this tool would lead to better long term performance of the organisation. 

Methodology

This work proposes the development of a structured Multi-Criteria Decision-Making (MCDM) 
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methodology to help R&D managers to efficiently allocate limited resources to different R&D 
projects within attainable project portfolio strategy packages and select the efficient portfolios that 
align R&D investments to the corporate long-term objectives. If done in professional and practical 
manner it would efficiently lead to better long term performance leading to reduction in overall 
costs, avoid unnecessary expenses and reduce chances of failures in long term investments. A 
case study, conducted by the Author, to identify and select the efficient R&D project portfolios of 
an Egyptian manufacturing company is used to present the proposed multi-criteria methodology 
approach for project resource allocation. The method provides the decision maker with an 
ability to easily assess the impact of trading off R&D project portfolios tangible benefits (short-
term profits) and intangible benefits (reliability and risk) against constrained budget resources 
(investment costs), without the requirement for sophisticated and time-consuming mathematical 
formulations. The ultimate benefit of this work can be seen in its dual effect of specifying efficient 
R&D projects within different attainable portfolio packages and in defining appropriate R&D long 
term investment strategies based on trading off benefits against organisationally constrained 
budget resources.

Modelling Resource Allocation for Project Portfolio Selection - The Proposed Method 

The proposed project portfolio selection model uses a MCDM methodology that encompasses 
weighted preference scoring, simple mathematical calculations and visualisation or mapping 
approaches in its process. It employs two main methods: 

1. Scoring technique using SMART - Simple Multi-Attribute Rating Technique: is a multi-criteria 
decision making tool that was initially developed for the planning of a governmental research 
programme (Edwards 1971, Edwards 1977, and Edwards and Barron, 1994). SMART 
helps in identifying the efficient R&D project portfolios from within a set of attainable project 
portfolio strategies through: a) scoring preference values of certain criteria (e.g. costs and 
benefits in this work) of concern set by the corporate decision makers, b) simple mathematical 
calculations of the total weighted scores for each option (project portfolio) against the specified 
criteria. 

2. Visualising (mapping) technique using the Efficient Frontier: these are used to visualise project 
portfolios. In this work the ‘Efficient Frontier’ (EF), as explained next and as detailed in Figure 
1, is used as a mapping technique for defining and selecting efficient R&D project portfolios 
based on trading off the investment costs of each project portfolio against its total benefits.

The Efficient Frontier Curve

Markowitz (1952) laid down the cornerstones of modern portfolio theory (MPT) by measuring risk 
as standard deviation and displaying the options on a graph called ‘Efficient Frontier’ as detailed 
later in Figure 7. Each portfolio generated from the available options is attainable though not 
necessarily efficient. 

Case Study: Application of the proposed portfolio selection model 

The management team at an Egyptian manufacturing company based in Cairo and specialised in 
high technology products, were planning the company strategy for the next five years. The main 
problem they faced was deciding how to allocate the available resources between R&D projects 
and where to invest for future growth. To resolve this dilemma, a group of researchers, including 
the Author, in one of the big Egyptian universities were asked to investigate the possibility of 
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Organisational Long Term Performance Cont..
producing a technology road-mapping approach using a MCDM for allocating constrained 
resources among different sizes of R&D projects. The researchers decided to use the developed 
DSS with the SMART approach as a tool for selecting the best R&D investments strategies. 

Detail of the SMART methodology 

SMART is performed in the following nine stages that are grouped under five main headings as 
follows:

1. Identifying the main areas of investments in R&D projects

Stage 1: Determining the variables, resources and benefits

In our case the Variables were: small, medium, large and very large R&D projects in terms of 
investment costs and short term returns. Resources: in this context the company manager’s 
main concern was the money resources (investment costs) allocated to each project size. 
Benefits: three main criteria (objectives) classified as follows: 1- Tangible Benefits, these are 
Profits to sustain the profitability of the company in the short term. 2 - Intangible Benefits: 
Reliability: to increase the reliability of the projects undertaken and Risk: to minimise the risk 
associated with any R&D project portfolio pursued. Additional criteria are beyond the scope of 
this work but can be similarly dealt with as the three criteria under concern.

2. Taking a collective view of the portfolio (Strategy Packaging)

Stage 2: Identify the possible strategies for each R&D category

The group of managers then considered the strategies which were available in each project 
type as shown in Figure 2a. In this case the number of packages that were available for the 
company managers was 2x3x3x2 = 36. The strategies for each type were organised in the order 
of resources which would be required, with level 1 representing the lowest level of expenditure 
(cost = £12m for small projects). Figure 2b shows the Small and Medium sizes projects. Similarly 
Large and Very large projects are done in the same manner. 

3. Generating information about the elements of the portfolio (Stages 3, 4 and 5)

Stage 3: Accessing the costs and benefits of each strategy

The group then elicited the costs in millions of pounds which represent the estimated amount 
of money which would be spent over the next 5 to 7 years in order to carry out each strategy. 
Apart from the monetary inputs in the profits column as shown in Figure 2b, the outcomes of the 
other benefits were expressed in terms of a score along a value scale with intervals from 0 (least 
desirable) to 100 (most desirable). This assessment was carried out separately by the group for 
each individual project size. Figures 3a and 3b show values and scores input for the large types 
of R&D projects where scores are converted to scales from 0 to 100.
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 Small projects    Medium projects

  a)                                                      b)

Stage 4: Measuring each benefit on a common scale (within-criterion weights)

Because the previous score values were assessed separately for each project size, a movement (swing) 
from 0 to 100 for a particular objective in one project category might be more or less preferable than the 
same movement (swing) in another project category. To take this into account measuring these changes 
on a common scale was necessary. The different lengths of the scales were measured by a method called 
the within-criterion weights. Figure 4 shows the within criterion weights for all projects sizes for the benefits 
(Profits, Reliability and Risk) for this manufacturing company.

Stage 5: Comparing the relative importance of the benefits (Across-criteria weights) 

The next step was to directly assess the weight of relative importance of each benefit criterion. This is called 
the across-criteria weights. The group of managers considered the ‘Reliability’ criterion to be of very high 
importance to the organisation, hence was given a weight of 100. The group's second choice was ‘Risk’ 
criterion with a weight of 50. Finally, they considered short-term ‘Profits’ as the least preferred assigning it a 
weight of 30. Figure 4 shows this across-criteria weighting of the benefits. 

4. Using multi-attribute modelling (SMART) (Stages 6, 7 and 8)

Stage 6: Identifying the costs and benefits of the strategy packages 

Using an additive model, the DSS software program calculated the weighted score values of the 36 
combinations (portfolio strategy packages) using a normalised weighting procedure. It is based on 
multiplying the across-criteria weights by all within-criterion weights then by the preference score values for 
the entire model to produce the weighted score values of the model. As an example, Figure 5 shows the 
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results of the calculation of the large projects weighted preference values of each benefit for each 
strategy in this type of projects. The ratio of the incremental change in benefit to the incremental 
change in cost is also shown.

Stage 7: Propose a package which appears to achieve the desired objectives within the 
constraints of the resources available.

At this point the group were asked to propose a package which they felt would lead to the best use 
of the company’s funds. They thought of a 70-80 million pounds budget to support the company's 
strategies in the four types. Figure 6 shows the DSS output screen of the proposed package 
where total cost of all strategies included is 80m with total benefit value of about 81.

Stage 8: Mapping the packages on the Efficient Frontier curve 

The next step was to use the computer to perform similar calculations for all the other 36 
packages (portfolios) and the results were displayed on the rescaled efficient frontier graph 
of Figure 7. It can be seen that the package proposed by the managers (P or #27 - 80m, 81), 
does not lie on the efficient frontier and does not represent the best use of resources. However, 
Package B, which is portfolio package #32 (91m, 93), offered the 'best' level of benefits for a small 
extra cost than the proposed package, while package C, which is portfolio package #19 (36m, 
76), offered roughly lower benefits level than the proposed package, but at the 'cheapest' level of 
costs. 

Organisational Long Term Performance Cont..
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5. Applying a sensitivity analysis 

Stage 9: Perform a sensitivity analysis process

Referring to Figure 7, the highest package on the curve would give maximum benefit value of 
100, but would involve cost of 129 million. The group agreed that this level of expenditure would 
not have justified the increased costs (49m = 129-80), for the relatively small improvement in 
benefit (9 = 100-91) over the B package even if such funds were available. Investigating also 
the lowest package C, would cost only 36 million, but would only generate a benefit value of 76. 
There was little enthusiasm for this package which would have involved the same strategies as 
package B in all regions except stopping all the medium sized projects.

Summary of the Findings

The DSS finally produced a layout screen showing the proposed, best B, and cheapest C and 
intermediate frontier F packages as shown in Figure 8. According to the best package B or #32, 
the strategies would be (S2-M3-L1-V2) i.e. to maintain status quo to 9 small projects, expand 
to 6 projects in the middle size projects, maintain status quo of 2 projects in the large size ones 
and invest in 3 more very large projects. A summary of all the efficient project portfolios for this 
company is given in Table 1.

The portfolio packages selected by the programme showed superiority over the one proposed by 
the managers’ own judgment unaided by the efficient frontier analysis. This emphasises the view 
that making decisions in initial R&D investments should not be made from intuition or from one 
objective (cost or benefit) point of view only or through focusing on short term monetary benefits.

Discussion
The proposed method presented in this work attempts to address some important questions 
that can open a thread of discussions among researchers in areas of portfolio management and 
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organisational performance. These questions are: 1) what can be the effect of investing wrongly in 
organisation project portfolios on the long term performance of the organisation? 2) how much agonies 
or problems would the organisation face if bad investment were allocated and 3) how to overcome the 
associated costs in money and effort for rectifying those problems? If these issues were not properly 
addressed it would definitely lead to increasing the cost of reallocating badly invested budgets to 
other productive projects to compensate for the losses incurred. However, if alternatively, from the 
beginning of the selection process the R&D managers properly allocate limited resources within a 
project portfolio framework, as suggested in this study, then they can reduce costs of remedies of bad 
allocations and can eliminate, to a large extent, the possibility of failure in long term performance of 
the organisation. 

It is also worth mentioning here that although a debate can be argued that the idea of this work is only 
based on a single case study, which was actually applied in a real manufacturing company in Egypt, 
it is still believed that this methodology can act as a catalyst for further research investigations in the 
area of project portfolio management (PPM) and organisational performance to be able to generalise 
its steps in other companies or in similar cases. The real potential of employing this methodology is to 
encourage similar case studies with the view to finding the effects of the proposed approach in other 
settings to make generalisations much more plausible for implementation by R&D managers.

Conclusions 
This work introduces an integrated R&D project portfolio selection model based on the SMART multi-
criteria evaluation approach. The methodology significantly facilitates decision-making by integrating 
both the risk and the value of R&D projects in terms of their reliability and financial returns into a 
total benefits dimension that was traded-off against the costs of investment of these R&D projects. 
It is believed that the significance of this research can be seen in its contribution to solving R&D 
problems that involve multi-criteria objectives under scarce or constrained resources. It provides an 
understanding of the value of a project portfolio management solution where the focus is on balancing 
the companies’ strategies, with R&D project investment costs, short-term profits, reliability of the 
selected strategies for long-term success and the reduction in risk associated with each strategy within 
the project portfolio. The ultimate potential outcome of this work would be the possibility of achieving 
long term performance with high level of success while avoiding the consequences of making wrong 
initial investments.
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Dr. Veronica Martinez and Dr. Dina Gray, Centre for Business Performance
Over 40% of organisations worldwide use performance measurement systems, but not all of 
these systems work successfully.  A vast body of research argues that performance measurement 
systems are beneficial to the goal attainment and effective management of organisations. 
Although human nature means people focus on the benefits there is never gain without pain.  
This is why other researchers have argued that performance measurement systems also have 
negative effects on organisations (Smith, 2002; Argyris, 1990; Ittner, Larcker and Meyer, 2003; 
Kerssens-van Drogelen and Fisscher, 2003).  Unfortunately, however, little research has focused 
on how to overcome with these negative effects of performance measurement systems.

A study by the Centre for Business Performance at Cranfield University has found that there 
are four major pitfalls in implementing a performance measurement system. These are: 
time consumption, bureaucracy, overcomplicated measures and misleading prioritization. 
Unfortunately, many organisations are unaware of these, but they really need to be  before 
setting out to make use of performance measurement.

How to Overcome to the TOP four Negative Effects of Performance Measurement Systems

1. Efficient use of  time - Avoid measuring everything you think you can measure.   Instead, 
focus on measuring what is strategically important for your organisation. The selection of 
measures will require input from your team.

2. Reduce bureaucracy - Too many measures will make your performance measurement 
system bureaucratic. Our research shows that 12 to 15 simple measures are the optimal number 
to keep employees interested and focused on performance.  Ideally, four to six of these measures 
should be linked to the key strategic objectives of the organisation.

3. Do not over-complicate your measures - Overcomplicated measures become difficult to 
understand and manage. They make employees lose focus and interest in them. Avoid composite 
measures and instead co-develop simple and clear measures with your employees. The 
negotiation of measures and targets are an important part of this discussion.

4. Prioritization - When a ‘red’ measure flashes, in a traffic-light reporting visualisation 
system, it gets peoples’ attention – even though this measure might not be as important as 
other measures in ‘green’. In this way, resources and attention can easily be diverted away from 
potentially more vital measures. Instead of immediately reacting to a red measure, reflect on the 
priority and importance of the measure before you act.

To learn more about “How to Overcome to the Top Four Pitfalls of Performance Measurement 
Systems” in 60 seconds, see the following link: http://tinyurl.com/qdb62wm or follow this 
discussion on twitter at  https://twitter.com/CranfieldCBP  or read our new book “Measurement 
Madness: Avoiding Performance Management Pitfalls”  http://www.amazon.co.uk/Measurement-
Madness-Avoiding-Performance-Management/dp/1119970709/ref=sr_1_1?ie=UTF8&qid=137296
0779&sr=8-1&keywords=measurement+madness   Our reports, papers and tools are available at 
the Centre for Business Performance website http://www.som.cranfield.ac.uk/som/cbp/   

For more information contact Dr. Veronica Martinez  at v.martinez@cranfield.ac.uk 

Overcoming the Pitfalls of Performance Measurement Systems
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Accountability Role in the Egyptian Revolution
Alia Islam, Lecturer in Productivity and Quality Institute (AAST-MT)  
aliaemad@aast.edu

Public sector and governments exist to improve the welfare of the citizens in ways that cannot often 
(or easily) be measured in terms of money (Schacter, 1999). A good government is the one that 
manages its measures and indicators in the right way in order to reach outcomes desired by the 
community (Schacter, 2002a). 

When discussing government performance management, accountability should be the main topic of 
discussion as it is the core issue in public performance management in many of the developed and 
developing countries in the world (Islam, 2010; The Performance-Based Management Handbook, 
2001). This paper intends to investigate the implications of the governmental accountability via 
finding out the relation between it and the Egyptian Revolution that started on the 25th of January 
2011.

Introduction
Inspired by the recent protests that led to the fall of the Tunisian government and the ousting of 
longtime Tunisian dictator Zine El Abidine Ben Ali (Draggan and Nathalie, 2011), Egyptians have 
joined other protesters across the Arab world in protesting their autocratic governments, high levels 
of corruption, and grinding poverty(Nick and Siddhartha, 2011). In Egypt, tens of thousands of 
protesters have taken to the streets on 25th of January 2011 and after 18 days of angry protests, the 
military decided to take the side of the protestors and insisted on the stepping down of the Egyptian 
President Mr. Mubarak who resigned on February 11th, ending 30 years of autocratic rule (Sarhan 
et. al., 2011; Solaiman et. al., 2011; The New York Times, 2011).

This act of action motivated the researcher to study the reasons of this revolution from Governmental 
Performance point of view through an inductive qualitative pure research.

Performance measurement in government is not a new activity. Many departments already collect 
a wealth of information on their programs, but this information often focuses on inputs and outputs. 
While this is important and useful information, the goal of instituting performance measurement in 
government is to shift the focus from the amount of resources allocated, to the results achieved with 
those resources (Measuring Performance, 1996).

Accountability is a core issue in governmental (public sector) management in many of developed 
and developing countries in the world (Islam, 2010). This fact in relation to the research problem 
raises the question “What is the relation between accountability and revolution initiation?”. 
Accordingly, the next section is a brief literature about accountability.

Accountability
Bovens (2005a), states that public sector accountability is “the hallmark of modern democratic 
governance.” It is the obligation of one party (the government) to explain and publicly justify its acts 
to another significant party (the citizens) (Islam, 2010).

Several authors (Shah and Schacter, 2004; Beckett and Jonker, 2002; Speers, 2004), suggest 
that increased demand for accountability will deliver a number of benefits. Furthermore it was 
investigated by several authors such as (Islam and El-Araby, 2007a; Schacter, 2001a; Graham, 
1999; Diamond, 2002) that in order to face any corruption in governments; accountability can be 
divided into three institutions: a) Vertical Accountability, b) Horizontal Accountability, c) External 
Accountability
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Sarhan et. Al. (2011) and Islam (2010) agreed that what so called “failed accountability between 
government and citizens” defined by Schacter (2001b) as a kind of accountability is present in 
developing countries’ governments who have little interest in reforming their governmental (public 
sector) existed in Egypt before the revolution. Based on accountability literature Islam, (2010) 
illustrated 16 activities which, if practiced in any government or public sector, will be theoretically 
accountable to its citizens. These activities are listed in Table 1.

An important concept of accountability is how to deal with bad governmental performance and 
government corruption. The relation between citizens, government and accountability is shown 
in Figure 1 and reveals that according to Graham, (1999) citizens believe in extensive powers of 
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their political leaders, consequently 
they trust them in having a high 
responsibility of taking critical 
decisions about design and 
implementation of public policy 
and use of public funds. As a 
result to this power owned by 
public authorities citizens want 
to be guarded against misuse of 
these powers. Simply, they want to 
ensure that their political leaders 
use theirs power wisely, effectively 
and efficiently, and that they will 
respond to demands by citizens to 
change the ways in which it carries 
out its functions. In other words, they 
expect that their political leaders will 
be held accountable for their actions. 

On the other hand, Schacter, 
(2001b) presented the presence of 
what is called "failed accountability 
between government and citizens" 
which is present in developing 

countries' governments who have little interest in reforming their public sectors. 

Due to this lack of interest there is dysfunctioning in the channels through which governments 
hold themselves accountable to citizens, and citizens communicate their demands, this 
dysfunctioning is shown in the following aspects:

 • The public sector delivers services poorly; 
• Citizens -used to to indifferent public 
sector performance- feel little enthusiasm to 
make demands for better service; 
• The public sector, feeling little 
accountability pressure from citizens, 
continues delivering poor public services. 
(Schacter, 2001b)

This can be illustrated in Figure 2.

The next section shows the application of the 
previous literature on the Egyptian Revolution. 

Accountability and Egyptian Revolution Initiation

This section is divided into two parts: reasons for revolution initiation in general through a brief 
literature of revolutions while the second part answers the research question: “What is the relation 
between accountability and revolution initiation?”
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Revolutions Literature 

A revolution can be defined as “a major, sudden, and hence typically violent alteration in 
government and in related associations and structures…. it refers to a radical and profound 
change in economic relationships and technological conditions” (Encyclopedia Britannica, 2012). 
Moreover, a revolution can be considered as a confrontation to the profound political order; 
throughout history revolutions changed mostly everything in the country and may be the region 
such as the system of government, the economic system, the social structure, and the cultural 
values (Encyclopedia Britannica, 2012; Close and Bridge, 1985). 

In an investigation of reasons for revolution spark; the most popular revolutions that affected the 
world according to several references (Encyclopedia Britannica, 2012; 7raul7, 2010; Close and 
Bridge, 1985) were the English, French and Russian Revolutions. According to the references 
these revolutions started because of several reasons that can be categorized as: Economic 
Reasons (French Revolution), Social Reasons (English Revolution) and Political Reasons 
(Russian Revolution). 

The researcher did not find any revolutions literature that mentions, implicitly or explicitly, 
accountability as a reason for starting a revolution. Consequently, Section 3.2 shows the relation 
between revolution initiation and accountability in order to answer the research question. 

Revolutions and Accountability

According to Table (1), Islam (2010) investigated the existence of these activities with both the 
Egyptian Officials and Egyptian Citizens which concluded in an existing gap between the two 
parties due to two main reasons which are:

 • Lack of transparency  
• Lack of public engagement in decision making

Those reasons had several impacts on the society as discussed by Islam (2010) and enhanced 
by other authors such as (Al Masry Al Youm, 2009; Central Auditing Organisation, 2009; Bradley, 
2008; Fisk, 2009). These impacts are:

 • Cultural Shock 
• Centralised Management System  
• Lack of Management by Example  
• Lack of enriching youth by the feeling of their unimportance in society.  
• Increasing Police authority 

An important concept of accountability is how to deal with bad governmental performance and 
government corruption. The relationship between Egyptian citizens, Egyptian government and 
accountability before the Revolution is illustrated in the shaded part of Figure 3.

In general, the relation between citizens, government and accountability helps to understand the 
citizens’ expectations of its government, this helps the government to correct its performance 
and manage it differently. It helps also in predicting the future of a government According to 
Figure 1 the Egyptian Government was mal functioning before the revolution and that the 
Egyptian government was not held accountable by Egyptian citizens.  This result revealed a 
need for more investigation about the performance management system that led to a failed 
accountability in the Egyptian Government before the Revolution as shown in Figure 3.
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Islam and El-Araby 
(2007a) defined a 
framework through which 
the level of governance in 
a country can be specified 
as shown in Figure 4. 
This framework helps in 
controlling corruption in 
governments.

According to investigation 
made by Islam (2010) and 
in comparison to activities 
in Table 1, a large gap 
was found between the 
official governmental 
opinion in Egypt about its 
performance management 
on one hand and the 
Egyptian Citizens’ opinion 
about the same issue on 
the other hand. This gap 
was founded because of 
lack of transparency and 
lack of public engagement 
in decision making. 

Consequently, there was a 
lack in the first component 
in Figure 2 “Charismatic 

Leadership”. Islam (2010) point of view is supported by several authors (Fadel, 2011; Paciello, 
2011; Bradley, 2008; Farouk, 2008; Fisk, 2009; Washington Post, 2005) who agreed about the lack 
of charismatic leadership due to unethical behavior made by the former Egyptian Government. 
This resulted in a lack of the second element illustrated in Figure (4); “Cultural Ethic”.

The non existence of the first two elements in Figure (4) in the former Egyptian Government 
showed a logical consequent that appeared as a lack in the third element “Structure of Institutions”. 
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This lack is a result as unethical behavior shows an imbalance in the whole governmental 
performance management system. The absence of the third element and the corruption of 
government can be clearly shown in the elements that caused the gap between Egyptian Officials 
and Egyptian Citizens as mentioned previously.

From the previous discussion the author concludes that the non existence of the three elements: 
“Charismatic Leadership”, “Cultural Ethic”, “Structure of Institutions” means that there was no 
control in the government and that there was a corruption that should have been dealt with in 
order to recover public sector accountability and maintain stability in the Egyptian society.

This section can therefore conclude that the former governmental sector in Egypt had problems 
in the public sector accountability as it did not take these problems into consideration. 

Conclusions and Recommendations
According to the literature application in the Egyptian case it can be concluded that the increase 
in the repetition of the previously mentioned aspects of accountability failure in Figure 2 may lead 
to “high Public Stress” which consequently may lead to “Revolution Initiation” as shown in the 

Figure 5: 

According to the previous discussion, the author concludes that the lack of accountability was a 
major reason in the initiation of the Egyptian revolution on the 25th of January 2011. This answers 
the research question “What is the relation between accountability and revolution initiation?”.

Consequently, reasons for revolutions as shown in this paper are:

 • Economic Reasons 
• Social Reasons  
• Political Reasons 
• Lack of Governmental Accountability

The Egyptian Governmental situation from the accountability perspective before the Revolution 
can also be taken into consideration by other Arab countries having problems with their citizens 
as Arab Countries share similar cultural aspects that formed what is called the “Arab Identity” 
(Hofstede, 2003; Macleod and Baxter, 2001; Anjard, 1998; Heggy, 1998a; Heggy, 1998b; Stables, 
2006; Islam and Labib, 2007; Islam and El-Araby, 2007b). Barakat (2003) summarized these 
aspects as: (a) the overall manner of living (social traditions, perceptions of different issues 
in social and political events, values, beliefs, customs, norms, traditions and skills) (b) shared 
history of science, knowledge or thought.

Further Research

The conclusion of this research cannot be generalized as it is using a single case study 

Figure 5: C
onsequences of 
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ccountability Failure
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(Yin, 2003); this leads to the need for further investigation using another revolution to criticize the 
conclusion in Figure 5.
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Remit of the PMA newsletter
The PMA aims to be the world’s leading academic –practitioner collaboration in the area of performance 

measurement/management. Our membership spreads across people from all sectors of the economy 
and at different stages of their professional and/or academic careers.  
 
The PMA newsletter reflects this goal and is thus composed of work from different author backgrounds- 
academic, practice and the postgraduate student community. The items in the newsletter reflect various 
types of work from discursive, informative and work-in-progress to full blown and rigorous articles, with the 

aim to promoting tailored knowledge sharing across the diverse membership base. 

PMAA Conference - 30 Oct - 1 Nov 2013
Performance Measurement Association Australasia (PMAA) is making preparations for what is shaping 

up to be an exciting and highly stimulating conference this coming October.  The conference will be 
held in Queenstown, New Zealand from 30 October to 1 November.  The conference will appeal to all 
practitioners and scholars who have an interest in the theory and application of performance management. 
With its theme of “Global Mandates vs. Local Differences,” participants can expect conference papers to 
explore the universal versus bounded nature of performance management practice.

Conference keynote speakers include Dr. Richard Schonberger, the Director of the Global Leanness 
Studies and the “World Class by Principles” international benchmarking project; Professor Margaret 
Abernethy, holder of the Sir Douglas Copland Chair of Commerce and Dean of the Faculty of Business 
and Economics at Melbourne University; and Jan Bouwens, Professor of Accounting at Tilburg University, 
The Netherlands and an associate editor for the Journal of Management Accounting Research.  
Meanwhile, the dinner banquet guest speaker will be Hamish Bond, a New Zealand Olympic rowing 
gold medalist at the 2012 London Olympic Games.  Hamish and his rowing partner Eric Murray not only 
the reigning coxless pairs Olympic champions, but they have also won the past three World Rowing 
Championships for this same event.

The conference’s Queenstown location has been specifically chosen for its stimulating and inspiring 
setting.  Nestled on the shores of Lake Wakatipu’s pristine waters and with the surrounding Southern 
Alps in the background, Queenstown is renowned for its natural beauty and many tourist attractions.  
Queenstown is often referred to as the crown jewel of New Zealand’s tourist destinations, and conference 
attendees are likely to want to spend a few days on either side of the conference exploring Queenstown 
and its local environs.

We look forward to greeting and hosting you in New Zealand this October and November.  For more 
information about the conference, please visit http://performanceportal.org/pmaa-2013.

PMAA Organizing Committee


