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ABSTRACT

Today’s business environment is highly competitive and continually evolving. New 
technologies, product innovations and development in general make change a constant state in 
many companies. They either adapt or are out of the race. If this is true, then how can a company 
begin measuring the success of its change projects and monitor their progress?

The main research problem of this thesis is to study how can a measurement and control system 
be build in a fast-paced change project. The objective is to answer this by presenting a model 
and applying it to an actual case example. The other objectives of the study are: 1) To study what 
type of characteristics can be found from the literature for a good process metric and 
measurement system and to consider which ones are most relevant in the context of a change 
project. 2) To find out what kind of measurement systems, which can be used as the basis for the 
model, can be found from the current literature. 3) To clarify the role of a process owner in a 
change project. 4) To define what a war room is and to find out how it can aid in controlling and 
monitoring a project’s progress.

The model presented in this thesis represents that on one-hand the needed measures are 
influenced by customers, corporate strategy, mission, vision and the objectives of the change 
project. On the other hand the current measures and the existing processes as well as the new 
process influence them. The selected measures can then be assessed and prioritised from the 
project’s perspective. Next, the metrics system can be developed (rewards tied to the metrics, 
milestones set etc.). Finally, measurement can begin and a war room used as a tool to compile 
this information, analyse and distribute it and help in deciding the right corrective actions.

The case study looks at a project where a sell & deliver process was reengineered in a Latvian 
telecommunications company. A war room was defined to be a project management tool for 
monitoring and evaluating the progress of a change project and process performance. Based on 
the case study it was concluded that a war room can be a quite useful tool in project 
management. One of its main benefits is that it helps to react quickly when deviations from the 
plan are detected. A process owner was defined to be someone who has end-to-end responsibility 
for achieving the objectives of a process. A process owner was found to be a key person in a 
change project. He/she has detailed knowledge of the process, which is beneficial in the process 
improvement effort. He/she can take part in the development work in several ways for example 
by educating others about the process, explaining the effects of the planned change or even by 
being the leader of the project team.

As the findings of this thesis are based on a literary survey and one case example, more research 
is needed before these results can be generalized. However, it can be speculated that under 
similar conditions the findings of this study should be applicable.
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Mittaus- ja ohjausjärjestelmän implementointi muutosprojektiin

TIIVISTELMÄ

Yritysmaailma on nykyään jatkuvassa muutoksessa ja kilpailu markkina-asemista on kovaa. 
Uudet teknologiat, tuoteinnovaatiot ja yleinen kehitys pakottavat tekemään jatkuvia muutoksia. 
Yritykset joko muuttuvat markkinoiden mukana tai menettävät kilpailukykynsä. Mikäli tämä 
vallalla oleva käsitys todella pitää paikkansa, niin miten yritykset voivat sitten ryhtyä 
mittaamaan ja seuraamaan kehityshankkeidensa menestystä?

Tutkimuksen päätavoitteena on selvittää, miten voidaan rakentaa mittaus- ja ohjausjärjestelmä 
nopeatempoiseen muutosprojektiin. Vastausta haetaan luomalla malli kyseisen järjestelmän 
rakentamisella ja vertaamalla tätä todelliseen yritysesimerkkiin. Tutkimuksen muut tavoitteet 
ovat: 1) Tutkia minkälaisia hyvän mittarin ja mittausjärjestelmän ominaispiirteitä on 
löydettävissä kirjallisuudesta ja tarkastella niiden sopivuutta muutosprojektiin. 2) Selvittää 
minkälaisia rakennettavaan malliin sopivia mittausjärjestelmiä on olemassa alan kirjallisuudessa. 
3) Selvittää, mikä on prosessinomistajan rooli muutosprojektissa. 4) Määritellä mikä on war 
room ja tutkia miten sitä voidaan hyödyntää projektin etenemisen seurannassa ja 
kontrolloinnnissa?

Tutkimuksessa esitelty malli ehdottaa, että tarvittavat mittarit määräytyvät ensinnäkin yrityksen 
asiakkaiden, strategian, mission, vision ja muutosprojektin tavoitteiden pohjalta. Toisaalta 
soveltuviin mittareihin vaikuttavat myös nykyiset mittarit, prosessit sekä uuden prosessin tarpeet. 
Valittujen mittareiden sopivuutta kyetään sitten arvioimaan ja asettamaan ne tärkeysjärjestykseen 
kyseisen projektin näkökulmasta. Seuraavaksi voidaan luoda mittausjärjestelmän muut osat 
(palkitsemisen sitominen suoritustasoon, välitavoitteet jne.). Lopuksi mittaaminen pystytään 
aloittamaan. War room voidaan käyttää tässä työkaluna, jonka avulla tieto kootaan, analysoidaan 
ja välitetään eteenpäin. Se toimii myös apuna, kun päätetään tarvittavista korjaustoimenpiteistä.

Yritysesimerkki on on projektista, jossa latvialaisen telekommunikaatioyrityksen tilaus- 
toimitusprosessia uudistettiin. War room määriteltiin projektihallinan työkaluksi, joka auttaa 
muutosprojektin etenemisen seuraamisessa, prosessin suorituskyvyn mittaamisessa ja 
poikkeamien havaitsemisessa. Tutkimuksessa kävi ilmi, että war room voi olla varsin 
hyödyllinen projektinhallinnassa. Yksi sen päähyödyistä on auttaa reagoimaan nopeasti, mikäli 
projekti ei etene halutulla tavalla. Prosessinomistaja määriteltiin henkilöksi, jolla on 
kokonaisvastuu prosessitavoitteiden saavuttamisesta. Hänet todettiin olevan keskeisessä roolissa 
muutosprojektissa. Hänellä on yksityiskohtaista tietoa ja tuntemusta kehitettävästä prosessista, 
mistä on hyötä projektin toteutukselle. Prosessinomistaja voi osallistua kehitystyöhön usealla eri 
tavalla kuten esimerkiksi antamalla prosessikoulutusta muulle organisaatiolle, selittämällä 
muutosprojektin vaikutuksia tai jopa johtamalla koko hanketta.

Saadut tulokset perustuvat kirjallisuuteen ja yhteen yritysesimerkkiin. Ennen kuin niitä voidaan 
yleistää olisi suoritettava lisätutkimuksia. Voidaan kuitenkin arvioida, että tulokset on 
sovellettavissa tilanteisiin, joissa vallitsevat samankaltaiset olosuhteet.

Avainsanat: mittaaminen, mittarit, prosessi, prosessinomistaja, war room

Sivujen lukumäärä (liitteineen): 86
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1 Introduction

1.1 Motivation for the Study
Nearly twenty-five hundred years ago, the Greek philosopher Heraclitus wrote that you cannot 

dip your toes into the same river twice. In other words, change is inevitable and the perception of 

change is nothing new. This is true particularly in the business world, which has always had to 

cope with several different kinds of forces. Change has been a necessity.

Since the early 1950s we have seen the development of several varying kinds of management 

concepts, which have been the result of different kinds of key events (Table 1-1). These concepts 

spread among businesses and became what you could call change movements. They all have 

something in common: a goal to develop a method to manage change, processes - in short - 

business, so that the objectives of efficiency, quality and customer satisfaction can be met in a 

profitable way. These ideas were developed as a result of research and growing experience 

within companies. They were needed also, because the dynamics of change evolved over the 

years. This trend has not vanished. One could quite easily argue that there is something different 

about the characteristics of change that more and more companies are facing today.

Table 1-1: The development of different management paradigms (Adapted from Yeo 1996, 
322)

Year Key events Emergence of paradigms

Pre -50S&1950
Ed Deming introduced statistical 
control to Japan Statistical Process Control

1960s Increased consumer awareness QCC/TOC

1970s Oil crisis Quality Assurance (QA)

1980s

Competition from newly 
industrialized economies with 
perceived cost advantage & 
intensified global competition

Total Quality Movement (in the 
Western Countries), Quality 
Function Deployment (QFD),
ISO 9000 Series & its 
certification

1990s Increased environmental concerns

Business Process Re
engineering (BPR), Learning 
Organization (LO), Management 
by Projects (MBP) & ISO 14000
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Daryl Conner (1992, 39) writes in his book about the shifting nature of change in the 90s. He 

states that the volume, momentum and complexity of change are accelerating at an increasing 

rate. Volume refers to the number of changes we have to face. Momentum is measured by 

analyzing how long people have to implement a change and by the length of time before another 

change becomes necessary. He argues that both of these time frames have decreased 

considerably. This would indicate an increasing momentum of change. Thirdly, the complexity of 

changes that people have to cope with today is greater than before. He list seven factors that are 

contributing to the increase in the magnitude of changes we are now facing:

1. Faster communication and knowledge acquisition,

2. A growing worldwide population,

3. Increasing interdependence and competition,

4. Limited resources,

5. Diversifying political and religious ideologies,

6. Constant transitions of power, and

7. Ecological distress.

Professor John P. Kotter from the Harvard Business School has also written about the drivers of 

change in today’s organizations (see Figure 1-1). He argues (1996, 18) that a globalized 

economy is creating both more hazards and more opportunities for companies. This forces 

companies to constantly make improvements “... not only to compete and prosper but also to 

merely survive”.
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More Hazards
• More competition 
• Increase speed

More Opportunities
• Bigger markets
• Fewer barriers

The Globalization of Markets and Competition

International
Economic
Integration

• Fewer tariffs (GATT)
• Currencies linked 

via floating 
exchange rates 
• More global 

^ capital flows J

• Faster and better 
communication

• Faster and better 
transportation

• More information 
networks connecting

people globally

Fall of Communist 
and Socialist Regimes

• More countries linked to 
the capitalist system 
• More privatization

Maturation of Markets 
in Developed Countries
• Slower domestic growth
• More aggressive exports

• More deregulation

More Large-Scale Change in Organizations
To avoid hazards and/or capitalize on opportunities, firms must become stronger competitors. 

Typical transformation methods include:

• Reengineering • Mergers and acquisitions
• Restructuring • Strategic change

• Quality programs • Cultural change

Figure 1-1: Economic and social forces driving the need for major change in organizations 
(Kotter 1996, 19)

Kallio et al. (1996, 15) are among the ones that have studied the reasons for initiating change 

projects and their conclusions are pretty much inline with that of Kotter’s statements. Kallio et 

al. studied 32 Finnish Business Process Reengineering (BPR) projects. They found out that 

changes in business or competitive environment was the main reason for undertaking a BPR 

project (78% of respondents). Pursuit of strategic benefits came second (59%) and problems 

recognized in business processes came only third (47%). In addition, based on their study (Kallio 

et al. 1996, 24) they classified the drivers of BPR projects in to three different types: internal 

inefficiency, changed customer/supplier requirements and uncontrollable and unpredictable 

external changes.

If changes in organizations, processes and technologies are so inevitable and needed as it seems, 

then one should be able to control and measure them as well. Without control you have chaos 

and confusion. Without measurement you have uncertainty about organizations performance 

level and/or what is its trend. These deficiencies could present themselves for example through 

incompatibility of the company’s many objectives, delayed projects and wasting of resources. 

This leads us to ask, how are we able to build a good control and measurement system? How can 

such a system assist in change projects?
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Performance measurement literature includes a great deal of studies, which explore the 

characteristics of a good metric. One can also find ample research on measurement systems. 

These studies usually concentrate on how to measure the overall performance of a company. 

What is more difficult to find, is research on how these two separate categories of studies can be 

incorporated into measurement in a project environment. This study is meant to explore this 

issue from one perspective.

1.2 Research Problem and Objectives
The main research problem of this thesis is to study how can a measurement and control system 

be build in a fast-paced change project. The objective is to answer this by presenting a model for 

implementing such a system and to compare the model to an actual case example. Conclusions 

are based on this comparison, and if necessary, changes are made to the model. The model has 

two main objectives. First, it is intended to serve as a framework for project managers who are 

responsible for making an implementation plan for a change project. They also need to be able to 

monitor the project’s progress and manage the change project based on facts. Second, the 

model’s purpose is to illustrate the different aspects he/she should take into consideration when 

planning such a system.

This thesis has also a few lower level objectives, which have to be discussed first prior to 

constructing the model and/or are answered on the basis of the findings. These objectives are:

• To study what type of characteristics for a good process metric and measurement system 
can be found from the current literature and to consider which of those most relevant in 
the context of a change project.

• To explore what measurement systems as well as models designed for implementing 
those are proposed in the literature, and based on the survey assess what model(s) can be 
used as a basis for the measurement and control system designed for change projects.

• To clarify the role of a process owner in a change project.

• To define what a war room is and to find out how it can support/aid in controlling and 
monitoring a project’s progress.

Change management is an important part of every project, which alters the status quo of an 

organization. Change management has four integral parts: guiding the change, management 

participation, development & training and personnel participation (Nyman & Silén 1995, 47). 

This thesis concentrates mainly on guiding the change and particularly into measurement. Other
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factors such as technological, organizational and human issues are beyond the scope of this 

thesis, even though they might be referred to in the text.

This thesis does not try to give a list of explicit measures that could be used in every occasion. 

Such a list would be quite difficult to draft, because metrics need to take into consideration the 

specifics of a situation and the organization that uses them. There are many kinds of change 

projects, but this study focuses on projects, which aim to improve processes. Even though some 

of the ideas that will be presented here can be generalized to measuring different kinds of 

processes, the main focus point here is in logistics processes, especially in the case example.

1.3 Structure of the Study and Research Method
This study is composed of four parts: introduction, theoretical part, empirical study and a 

summary (Figure 1-2).

Chapter 1.
Introduction

Chapter 2.
Literary Survey on Performance Measurement

• Strategy and measurement 
• Characteristics of good a good metric 

and measurement system 
• Benefits and difficulties in measurement 

• Measurement system design and implementation

Chapter 3.
Implementing a Measurement 

and Control System
• Fast-paced vs. gradual change 

• War room 
• Process owner

Model for implementing a measurement and 
control system ,

EMPIRICAL
STUDY

Chapter 4.
Case Study :Accenture & Lattelekom

* Company presentations 
• Project Sell & Deliver Services 

• Comparison of the key elements in 
theory and empiric study

Chapter 5.
Summary

Figure 1-2: Structure of the study

Introduction’s purpose is to state the reason for this study, what is studied and how. It also 

describes the objectives. The theoretical part begins from Chapter 2 with a short look at the 

relationship between strategy, key processes and performance. Next, it introduces one 

presentation of the different stages in a change project. This is followed by a look at the 

characteristics for a good metric and measurement system in general and in project 

measurement. The issue of financial and non-fmancial measures is also covered. After this the 

chapter discusses what different writers have seen as the benefits and difficulties of
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measurement. Next to last items in Chapter 2 go over different types of measurement systems 

that can be found in literature and that are applicable to this thesis. Finally, the chapter ends with 

a look at the contribution and purpose of the literary survey.

Chapter 3 could also be described as theoretical. The main contribution of this chapter is a model 

for implementing a measurement and control system. This is constructed based on interviews 

and the literary review of the previous chapter. However, the first parts discuss the differences 

between a fast-paced and gradual change, the concept of a war room and the different roles of a 

process owner.

Chapter 4 contains the empirical part of this thesis in the form of a case study. It starts off with 

presentations of the two companies, Accenture and Lattelekom, which have contributed to this 

thesis. After this begins the actual case example. It is structured similarly to chapter three so that 

the theory and empiric information could be more easily compared. Nonetheless, the contents are 

not identical for practical reasons.

Summary is the last chapter of this thesis. It shortly revisits the original objectives and states the 

findings of the thesis. Some topics for further studies are also discussed.

The theoretical part of this thesis is a literature review. Based on this information and on 

interviews a model is then drafted. The literature on performance measurement is quite abundant, 

so it was not difficult to find enough references and views of different authors. References were 

also found on the topic of process ownership. However, the concept of a war room (defined later 

on) has not been widely studied. This is why the parts that discuss it are based only on interviews 

and the case example.

The empirical study was conducted using the consulting company Accenture’s internal project 

material and by interviewing the people who participated in the development program under 

study. Comments on the case example were also received from Accenture’s client, the company 

Lattelekom, in which the development program took place. This approach has both strengths and 

weaknesses. On one hand, it gives the opportunity to get a lot of information and as detailed 

picture as needed. A case study is also about something concrete that actually took place. On the 

other hand, the material and the interviewees’ opinions are subjective and might not always be 

neutral. Nevertheless, an attempt has been made to give as accurate description as possible. One 

might also criticize that Lattelekom’s people were not interviewed more comprehensively. This 

was not done due to the limited time available as well as due to the fact that the company is 

located abroad.
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1.4 Terminology
This thesis contains some terms that will be defined next. Definitions are necessary in order to 

avoid misunderstandings and to clarify the basis of this study. It should also be pointed out that, 

even though some authors have made a distinction between them, the words a measure and a 

metric will be used interchangeable throughout this thesis.

A Process “A process is the transformation of a set of inputs, which can include actions, 

methods and operations, into outputs that satisfy customer needs and expectations, in the form of 

products, information, services or - generally - results. (Oakland 1993, 14)”

A few key issues from this definition are worth pointing out. A process always has a customer 

(either internal or external to the organization). It can be for example another process, a person 

or a department - pretty much anything. This is also the meaning that the word customer has in 

the context of this thesis. Secondly, a process has a set of inputs, which are turned into outputs 

through actions. The objective of these outputs is to achieve a desired outcome e.g. fulfill a 

certain demand(s) of a process customer(s).

Durtsche et al. (1999, 108) identified three logistics processes:

“Sourcing is the series of activities that results in decisions regarding from whom/where goods, 

materials, and services should be obtained. Purchasing/Procurement is the series of activities 

that begins with the recognition of demand for supply or replenishment of supply and is 

completed when the goods, materials, and/or services are received.”

“ The fulfillment process consists of those activities involved from the point of recognizing 

demand from a customer through delivering the goods or services to the customer, complete with 

an invoice or similar instrument to facilitate the collection of payment.”

“The Planning, forecasting, and scheduling process consists of those activities involved in the 

managing and controlling of material requirements, capacity requirements, and the production 

and distribution of value-added goods and services.”

A Process Owner A process cuts across multiple functions and is not restricted by the form 

of a functional organization. This causes a lack of accountability - no one is responsible for the 

whole process. Functional heads manage their parts (silos) of the organization without the 

authority and responsibility for the underlying processes. The concept of a process owner has 

been introduced to tackle this problem.
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“A process owner has end-to-end responsibility for achieving the outcomes of the process, and 

his or hers influence cuts across functions and traditional divisions of power (Andersen 

Consulting 1997, 93)”

Keen (1999) also points out that a process owner needs to be accorded the authority he/she needs 

to fulfill that responsibility. Hammer (1996, 76) sees the role as permanent (instead of 

temporary) and vital. He also argues that, even if a process owner is appointed, the people 

performing the process should have some ownership of it.

Performance measurement system “...A performance measurement system enables

informed decisions to be made and actions to be taken because it quantifies the efficiency and 

effectiveness of past actions through the acquisition, collation, sorting, analysis, interpretation 

and dissemination of appropriate date (Neely 1998, 5-6).”

This is a general definition, but is suitable for the purposes of this study. The issue of the 

different kinds of metrics will be discussed later on in this thesis.

Business Process Reengineering (BPR) Business Process Reengineering, business process 

change, Business Process Redesign and maybe some other similar terms refer to the same 

management concept. In this thesis they are all referred to simply by using the first one of these 

names - Business Process Reengineering.

“ BPR is fundamental rethinking and radical redesign of business processes to achieve dramatic 

improvements in critical, contemporary measures of performance, such as cost, quality, service, 
and speed (Champy & Hammer 1994, 32).”

They emphasize four key words: fundamental, radical, dramatic and processes. Fundamental 
refers to the attitude that is needed for BPR. The idea is to begin with no preliminary 

assumptions. Radical means that all existing structures and procedures are ignored in an effort to 

invent totally new ways of doing things. Dramatic, characterizes that the planned improvements 

are designed to be “quantum leaps” - not incremental. The final key word, processes, refers to 

the idea how work is or at least ought to be organized.
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2 Literature Survey on Performance Measurement
The purpose of this chapter is to review what literature says about the different aspects of 

measurement. In general outline, the chapter first looks at the relationship between strategy, 

processes and performance. This gives the background for the study. Second, the different stages 

in a change project are identified. This is followed by a discussion of the characteristics of a 

good metric and measurement system and what this means in a project environment. Third, the 

benefits and difficulties of performance measurement are listed. The final part introduces one 
example of a measurement system and two approaches to the implementation of such a system.

2.1 Strategy in Relation to Key Processes and Performance
A company has to have a good strategy and an integrated business architecture build based on 

that. A change project, even a fast-paced one, cannot be allowed to break this connection. When 

planning to implement a change and a performance measurement system for it, you have to take 

into consideration the whole structure. It gives guidelines and set constraints on what is rational 

to implement.

Figure 2-1 depicts a one way of looking at an integrated business structure. It can be a useful 

basis and a frame of thought that helps in the planning phase of a project. Strategy dictates the 

company’s key processes that are needed for the achievement of the main objectives. In other 

words, business processes serve as the way to realize business strategies and are the means to 

render strategies explicit and precise, facilitating their operationalisation (Edwards & Peppard 

1994, 408). On the other hand, the customers of these processes and their demands define how 

their needs have to be serviced. A company needs skills - competencies - in order to fulfill these 

demands profitably. After that the required infrastructure, organization, technology and 

equipment can be defined. A company’s culture is also an important element, but it is hard to 

consciously design or influence it. This said, you still have to make sure that your plans are not 

in conflict with it. Finally, performance is the sum of all these different elements and how well 

they are designed to pull together towards a common goal.
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Figure 2-1: Business integration blueprint (Accenture)

Durtsche et al. (1999, 100) also highlight the importance of the link between a company’s 

strategy, performance and its measurement. In their view, logistics professionals have to first 

concentrate on understanding the company’s business strategy. Based on that they should 

construct a supply chain strategy followed by a logistics strategy and, ultimately, the needed 

logistics measures.

2.2 Measurement In a Change Project Environment
A change project is begun when the current situation is no longer satisfactory or improvements 

are needed for some other reason. The motives for the these kinds of undertakings can be any 

number of things, but the common denominator for all of them is that there is a desire to alter the 

as-is state. In these circumstances measurement becomes even more imperative. There has to be 

a clear and accurate picture of the current situation before actions can be taken. Measurement is 

also needed for example so that a project’s progress can be monitored, its success evaluated and 

corrective actions initiated. However, if not carried out properly, measurement can also be a 

source of misinformation. Measuring the right things but with wrong metrics or in a wrong way 

is not only useless, but can be counter-productive as well (not to mention if the wrong things are 

measured).

When companies are planning to undertake a major change endeavor they usually have “the 

bigger picture” in mind - the main objectives. These are then divided into smaller pieces, which 

become the subprojects of the whole change effort. This way the plan comes easier to execute 

and manage. The main project and all of its subprojects go trough different stages. Measurement
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and change management are a part of each of them. Before we can get into the details of 

performance measurement and controlling change, we should have an understanding of each of 

these different stages. After that, measurement and metrics are studied in general and in relation 

to change projects.

2.2.1 Stages of a Change Project

Kotter (1996, 20) has presented an eight-stage process of creating major change. This process is 

illustrated in Appendix 1. The stages are: establishing a sense of urgency, creating the guiding 

coalition, developing a vision and strategy, communicating the change vision, empowering 

broad-based action, generating short-term wins, consolidating gains and producing more change 

and anchoring new approaches in the culture.

It is difficult to set these different stages into an order of importance. Nevertheless, a few of the 

stages will be pointed out. The first stage, establishing a sense of urgency, is central to gaining 

the required cooperation of the whole organization. This may be challenging if everything seems 

to be in order; the company believes to have found the recipe for success. That is why it should 

receive a lot of thought from the management and the project team. Kotter (1996, 44) even 

suggests some drastic measures like intentionally causing a crisis. Järvenpää & Stoddard (1995, 
19) support this view by stating that a failure, or a crisis is required to set the stage for a 

revolutionary change. They do not directly say that one should cause it. A more subtle way to 

create a sense of urgency could be to set tighter performance targets and eliminating any extra 

resources.

The fourth stage, communicating the change vision, could be titled as the most important step. 

At least the word communicating is the key word in successful change implementation whether 

it is communicating the vision, performance targets etc. Clarke (1999, 140) raises the lack of 

communication as the biggest reason for the failure of many change projects. The main objective 

of this stage is to create a common understanding of goals and to gain a wide commitment to 

change. Kotter (1996, 90) points out that the key elements in effective communication are: 

simplicity, using metaphors, multiple channels, repetition, management’s example and two-way 

communication.

Kotter (1996, 23) argues that, even though there seems to be many stages in his process of 

creating major change, they all are necessary and ignoring one will cause problems. These stages 

are presented in sequence, but in practice some of them may occur concurrently in a change 

project.
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2.2.2 Characteristics of a Good Metric

The most important part of a measurement system is the individual metrics that it is built on. So, 

in order to construct it to be balanced and accurate, you have to have some way to evaluate all 

the available metrics. Even if you would be able to build a system that would be ideal for your 

needs on account of its other elements, it could still guide your decisions to the wrong direction 

due to poorly chosen measures.

It is very hard, if not impossible, to give a list of good metrics that could be used in every 

occasion. Metrics should be selected to measure for example the key success factors of a 

particular process or organizational unit. They ought to enable the management to answer the 

question “Have we achieved our goals?” Naturally these goals vary from situation to situation 

making a set of generic measures impractical. Nonetheless, there are some basic principles that 

can be used to judge the quality of a metric. These principles aid in selecting the right metrics. 

Caplice & Sheffi (1994, 14) have presented a quite comprehensive list of evaluation criteria in 

one of their articles. This is summarized in Table 2-1. They base their list on their findings after 

they had gone through the previous research of logistics metrics.

Table 2-1: Eight metric evaluation criteria and their definitions (Caplice & Sheffi 1994, 14)

Validity
The metric accurately captures the events and activities being measured 
and controls for any exogenous factors.

Robustness
The metric is interpreted similarly by the users, is comparable across 
time, location & organizations, and is repeatable.

Usefulness
The metric is readily understandable by the decision makers and 
provides a guide for action to be taken.

Integration
The metric includes all relevant aspects of the process and promotes 
coordination across functions and divisions.

Economy
The benefits of using the metric outweigh! the costs of data collection, 
analysis, and reporting.

Compatibility
The metric is compatible with the existing information, material, cash 
flows and systems in the organization.

Level of Detail
The metric provides a sufficient degree of granularity or aggregation for 
the users.

Behavioral Soundness
The metric minimizes incentives for counter-productive acts or game
playing and is presented in a useful form.

Durtsche et al. (1999, 8) have also listed a variety of characteristics for a good measure. Their 

findings are similar to that of Caplice & Sheffi. Some differences do exist. In their view a 

measure should in addition be quantitative (can be expressed as an objective value), facilitate 

trust (validates the participation among the various parties) and be multidimensional (properly 

balanced between utilization, productivity, and performance and shows trade-offs).
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Even though in an ideal situation all the metrics used would fulfill these criteria, in practice, it is 

rarely possible. This is due to the fact that the different attributes are interrelated and one is 

forced to make trade-offs. Caplice & Sheffi (1994, 17) give the pair validity and robustness as an 

example. A metric could be designed to be very valid, in other words measure a specific 

situation perfectly. However, including all the situation specific aspects to a metric undermines 

its usability in other environments making it less comparable.

Measurement in a change project should be a tool for the project management not an obstacle for 

making improvements. It would not be practical for example to reject a project or postpone it just 

because it is not possible to find a perfect set of metrics. Nevertheless, it can be argued that the 

selected metrics should at least be valid, robust, useful and allow a required level of detail. 

Without these characteristics it is difficult to imagine that measurement could fulfill its function.

2.2.3 Financial vs. Non-financial Metrics

Measurement has traditionally been based almost solely on financial (lagging) metrics such as 

return on investment and Economic Value Added (EVA). During the end of the 80s and the 

beginning of the 90s senior executives started to pay more attention also to other kinds of 

measures (non-fmancial/leading metrics). In 1991 Eccles wrote his frequently quoted article 

“The Performance Measurement Manifesto”. He begins it by stating that financial measures 

should not be given a special position, instead they should be treated as one among a broader set 

of measures. Brown & Laverick (1994, 93) share this view:

“Financial superiority is only one element of corporate performance, whose 

benefits are focused solely on the welfare of the investor. They ignore other 

stakeholders such as employees, customers and the environment whose 

objectives must also be assessed

Financial measures do have their advantages. One of them is that they usually are quite precise 

and objective (if used accordingly). However, as stated earlier, there are some significant 

arguments against them. For example Fisher (1992, 32-34) and Parker (2000, 1) list the 

following ones:

• They tend to be very insular or inward-looking,

• They fail to include the less tangible factors such as product or service quality and 
customer satisfaction,

• They are lagging indicators (they show what happened in the past and are poor 
predictors of tomorrow’s perfonnance),



• They tend to be too summarized and on a too aggregate level,

• They lack actionability (it is hard to tell who is responsible for improving the measure),

• They fail to provide timely signals.

Even though the shift towards adding more non-financial measures has picked up momentum, 

you have to take into account that they also have their weaknesses along with their strengths. 

According to Fisher (1992, 36) one of their strengths is that they do not need to be turned into 

financial figures. This obviously saves time. They are also more easily traceable to the strategies 

of the firm. In addition, he noted in his study that non-financial measures can be calculated and 

returned to interested parties faster than financial measures. The weaknesses of non-financial 

measures, according to Fisher’s findings, include that the tie between improvements in the 

measures and profits is unclear. This inability detracts from the impact of a non-financial metric, 

because it makes their application more difficult. The two different types of measures (financial 

and non-financial) may also conflict in a short time horizon. For example an investment may 

adversely influence financial ratios through increased expenses, but improve a non-financial 

measure like cycle time.

Measurement in change projects, like in almost any other environment, also needs to have both 

financial and non-financial measures. The need for financial measures is obvious, but what about 

the non-financial ones. Why are they needed? For one thing, the type of change that is studied 

here happens in organizations and involves people. Their attitudes towards change and 

willingness to be part of it can have a definite influence on the success of a change project This 

makes it necessary to monitor these factors, so that their effects can be estimated. This is not the 

only reason, but maybe the most obvious one.

2.2.4 Characteristics of a Good Measurement System

People usually have a tendency to concentrate on doing well the things, which their evaluation is 
based on. There is a wide agreement that a measurement system and the metrics that it consists 

influence the actions and decisions of the object of evaluation. Hauser & Katz (1998, 517) go as 

far as titling their article “You Are What You Measure!” This has both advantages and 

weaknesses. One of the positive aspects is that you are able to guide the efforts of an 

organization through measurement. On the other hand, organizations can become fixed on a 

certain measurement system. They have learned the principles that guide their evaluation and 

possibly rewards. There will naturally be a resistance to change when a new and unfamiliar 

measurement system is suggested.

22
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For a measurement system to be useful it should take into account at least the effectiveness, 

productivity, and profitability of operations and include a customer perspective. These aspects 

should be included, whether the system is designed for logistics processes or something else. 

Firman & Mentzer (1994, 219) translate these evaluation components into two dimensions of 

performance: effectiveness and efficiency. Konrad & Mentzer (1991, 34) define efficiency as 

how well the expended resources have been utilized and effectiveness as the extent to which 

goals have been met. It is not sufficient to measure only one or the other, but both of them have 

to be considered. You have to be able to tell both the extent to which targets have been met and 

the way that they have been achieved.

Typically the different aspects mentioned above are measured with four different categories of 

metrics: input, action, outcome, and diagnostic metrics. These are quite self-explanatory. Input 

metrics measure for example the labor consumed by an activity. However, Parker (2000, 4) 

writes that their main benefit comes when compared to the achieved outputs (inputs/outputs -> 

efficiency). Diagnostic metrics enable the analysis of performance and make it easier to 

determine why performance is at a certain level.

Brown (1996, 4-10) has named eight characteristics for a good measurement system. The 

following are the ones that are, in the context of this thesis, most relevant. The first two and the 

sixth one emphasize that there should not be too many individual measures and they should be 

linked to your key success factors. Combining some of the metrics into overall indices can 

reduce their number. He gives a limit of 20 measures. The need to limit the number of measures 

used has been widely reported e.g. by Kaplan & Norton (1992, 72), Caplice & Sheffi (1995, 61) 

and Lapide (2000, 293).

Next, Brown mentions that the metrics should focus on the past, present and the future. Caplice 

& Sheffi (1995, 63) also require this capability from a measurement system. It is one of their 

evaluation criteria for measurement systems and they call it the ability to be causally oriented. 

By looking in the “rear-view mirror” you can see the most recent development and past trends. 

Future measures or indicators help you to predict the development for the next months and 

possibly years.

Brown also states that the selected metrics need to be balanced. They should take into account all 

the relevant stakeholders (employees, customer, shareholders etc.) in a harmonious way. Next, 

he recognizes that metrics should be changed as your strategy and situation changes. The last 

attribute, but not the least, is that metrics should have targets/goals. Brown’s opinion is that these
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should be based on research about competitors and the prevailing best practices, possibly even 

from another industry.

Caplice & Sheffi (1995, 63) have also named a few additional evaluation criteria for a good 

measurement system. They add that a measurement system should be vertically and horizontally 

integrated. Vertical integration means that a measurement system translates the overall firm 

strategy to all the decision makers within an organization and that it is connected to the proper 

reward system. On the other hand, horizontal integration means that measurement includes all 

the relevant parts of an organization along the processes, which are measured. Finally, they state 

that a measurement system should be useful in a way that a decision maker can understand it 

easily and that it provides guidance on necessary actions.

Lapide (2000, 292) makes a valuable statement and extends the concept of horizontal integration 

to include inter-enterprise processes. In his view, also inter-enterprise processes should be 

measured to help ensure that they are effective. This means measuring parts of a company’s 

processes and supply chain that are outside their own enterprise. This might cause situations 

where something is measured, but cannot be directly controlled. Even though if this is the case, it 

is beneficial to be aware of all the factors that influence a process’s performance.

The above list is quite long and has been recited at many occasions. However, I would like to 

add three more things. First is the issue of accountability. There should be a clear understanding 

who is/are responsible for achieving the targets of a particular measure as well as who does the 

actual measuring. Secondly, it could be wise to link compensation, rewards and recognition to 

the key measures. This sends a clear signal to all employees and makes it easier to concentrate 

on the matters that are the most important for the performance of the company. The third is 

related to the importance of targets, which was mentioned earlier. In the planning phase targets 

are set for the whole project. These should be achieved after the work has done. Depending on 

the duration of the venture it could be a while before this happens. Usually in situations like 

these the main targets are divided into intermediate goals - milestones. A milestone could be the 

completion of a task, the achievement of a specific performance level or any number of things. 

Milestones make the task seem somewhat easier to achieve. They also keep up the momentum of 

the implementation work, because the progress is made more concrete and it is evaluated on a 

regular basis.

All of the characteristics just now mentioned are applicable also to a project environment, but 

might not be easy to achieve. The ones that are most important depend on the circumstances of a
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particular project. In general, it is possible to say that especially for projects a measurement 

system needs to be practical, not overly complicated but still be holistic enough to monitor the 

relevant stakeholders. It is the means to an end, but not the main focus of a project.

2.2.5 Benefits of Measurement

Change projects and efforts to improve performance are sensible only if progress is measured. 

You have to be able to see how far you are from the predetermined goals and are you 

progressing towards the right direction. This enables a project team to take actions to keep the 

development on track. Below is listed some reasons why measurement is needed and why 

organizations maintain their performance measurement systems (Oakland 1993, 165; Parker 

2000, 1):

1) To identify success,

2) To ensure that customer requirements have been met,

3) To highlight quality problems and to determine which areas require priority 
attention,

4) To provide standards for establishing comparisons,

5) To be able to set sensible objectives and comply with them,

6) To provide feedback for driving the improvement effort.

As stated earlier in the definition of a process, all processes have a customer. The purpose of a 

process is to serve this customer in a way that the needs of the customer are fulfilled. 

Measurement, quantitative and qualitative, is the only way to determine if this has been done. 

Measurement results can also be used in benchmarking the performance of a process against the 

best practices of that industry or against processes of a specific competitor. This gives a picture 

of the competitiveness of that particular process which enables conclusions to be derived of 

desired improvement actions.

Durtsche et al. (1999, 78-92) have identified benefits of measuring logistics processes. Their list 

contains pretty much the same elements as mentioned above. They stress that measurement is the 

only way to control logistics processes. The justification for this argument, in their view, comes 

from the fact that logistics is an open system, with numerous cause-and-effect correlations. This 

leaves measurement as the only option for managers to gain the information they need to 

understand and manage their key activities and processes effectively. The same authors have also 

conducted an extensive study (n>500) among senior logistics executives. Their research revealed
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a strong association between how well a company’s logistics operations performed and the 

extent to which it measured that performance (Durtsche et al. 1999, 52).

Table 2-2: Benefits / reasons for measurement (Neely 1998, 89)

Check position Communicate position

* Measures help to establish position
* Benchmarking
* Monitoring progress

* Measures help to communicate performance
* Measures help to fulfill regulatory obligations

Compel progress Confirm priorities

* Are a means of motivation
* They help the communication of priorities
* Help to build a rewards system

* Help to manage the company
* Help to control costs and are a means of management
* Measures help to focus investments

Neely (1998, 89) took a little bit different approach to the benefits of measuring. He listed 

reasons for measuring. However, these reasons are easily rephrased into benefits (Table 2-2). 

After all, why invest resources into measurement, if it does not bring benefits?

All of the benefits mentioned by Neely might not present themselves in a project environment. 

The most probable ones are for example that measurement helps to manage a project, establish 

position, monitor progress and communicate performance. The list presented in the previous 

page (Oakland 1993, Parker 2000) is more generic and is easier to apply describing benefits of 

project measurement.

2.2.6 Difficulties of Measurement

Measuring logistics processes seems to make sense. Just implement a measurement system, 

gather the information, analyze the data and reap all the benefits that were described in the 

previous section. This would seem even more important when implementing a change project. 

Why is it then that companies are having difficulties with measurement? Konrad & Mentzer 
(1991, 36-38) have identified problems in establishing performance measures. In their view one 

major problem is that the chosen metrics do not entirely measure all the aspects of the actual 

inputs and outputs. This can lead to decisions based on inadequate information. On the other 

hand, if one chooses to collect all the relevant data, it could lead to the marginal costs of 

information exceeding the marginal benefits. Konrad & Mentzer point out that measurement 

error and human behaviour are also a source of problems. Data may be collected incorrectly and 

it is sometimes difficult to estimate what factors contribute to the increase/decrease of a certain 

measure. People’s opportunistic behaviour can cause problems as well.
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Durtsche et al. (1999, 72) have taken a little bit wider perspective and listed five barriers to 

logistics measurement based on their survey:

1 ) Measurement is difficult, because it is hard work and it requires commitment, resources 
and a consensus on what should be measured.

2) The links between measurement and strategy are often unclear.

3) Functions and processes are complex and often misaligned. This can cause a situation 
where all the different functions are using different metrics that seem important from 
their point of view.

4) People being measured may be resistant to sharing information.

5) There is a significant lack of consensus on definitions of terms. For example, how do you 
define a lead-time or on-time delivery? These might seem like straightforward terms, but 
there still exists differentiating opinions.

Difficulties of measurement apply also to change projects. The above reasons are valid, but 

measuring change projects has also some additional difficulties. First, when changes are made 

their whole effects may not become evident immediately. This causes a time lag before the 

efficiency of actions can be evaluated. Second, introduction of something new may cause the old 

measures to become ineffective. New measures have to be developed, tested and gotten used to. 

Third, if a project’s duration is short the measurement interval needs to be also short. This causes 

a lot of work and can be quite a challenge, especially if the data needs to be aggregated from 

several sources.

2.2.7 Reasons for Project Failure

Why do change projects fail? It is highly unlikely that a change is initiated with the attempt to 

fail. Manager Tapiovaara (2000) from Accenture presented seven main reasons for project 

failure. This list has been combined from the work of Accenture and some other companies. 

First, change can be blocked right from the start or be severely hindered if there is not sufficient 

sponsorship & leadership. Adequate planning is also a necessity before action. Without planning 

the project lacks a clear direction. The planning phase needs to be realistic or the project may 

face the third and fourth reasons for failure - attempting to change too much at a time or making 

plans that are impractical and/or impossible to implement.

Risk of failure is present also during the execution phase. Problems might occur if the 

implemented changes and the effects on the environment are not continuously monitored. In 

addition, manager Tapiovaara listed that a project team’s main focus should be on the business
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deliverables not the project itself. In other words, it is of little consolation if the project is on 

schedule, but the goals have not been met. The final item on Mr. Tapiovaara’s list was the failure 

to adequately address all the components of change.

Naturally all the above reasons are not directly linked to measurement. Nonetheless, a failure to 

effectively monitor a project’s progress greatly increases the risk of failure, especially in the 

implementation phase. Now that measurement has been studied in general and in project 

environment, the focus is turned more to measurement systems and their implementation.

2.3 Performance Measurement System Design and Implementation
Historically businesses have been organized around different functions. An organizational 

hierarchy has had for example the marketing, production, sales and accounting employees 

grouped separately with little inter-functional communication. This has caused a diverse set of 

problems. Functions are in a situation were they are competing against each other for scarce 

resources that have to be divided among them. The main objectives of functional managers 

might not be adequately inline with the good of the whole company. Issues like these have 

caused frictions in organizations, drained energy from employees and taken a toll on 

performance. Processes began to receive more attention when these problems became more 

widely known through studies and practical experience. Accumulation of knowledge began a 

wave of organizational restructuring with emphasis on processes.

The previous concentration on functions has naturally caused that many of the measurement 

systems have been designed in that manner; if the focus has not been on functions it has been on 

business units. Measurement systems have also been mainly composed of financial metrics like 

return on investments (ROI). The measurement system should be focused on processes, not the 

whole organization or its units. It should also evaluate performance holistically by measuring 

quantitative aspects as well as qualitative aspects (Kueng 2000, 69).

This study has so far explored the reasons for measuring and the desired characteristics for the 

individual metrics as well as the whole system. The next logical step is to consider the design 

and implementation of a practical measurement and control system. What does the literature say 

about it? The designs and methods that are presented will be the basis of the measurement and 

control system model that will be introduced later on in Chapter 3.
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2.3.1 Balanced Scorecard (BSC)

Robert Kaplan and David Norton first introduced the Balanced Scorecard in the beginning of the 

90s (1992, 71-79). Since then it has become the most widely referred measurement concept. It is 

commonly used in today’s business world. At least 40% of Fortune 1000 companies had 

implemented a new management philosophy using the BSC by the year 2000 (Gartner Group 

study according to Denett et al. 2000, 9). Part of the BSC’s fame is due to intelligent marketing 

and the efforts of management consultants, who have taken it to heart. Nonetheless, this does not 

undermine its value as a useful framework for building a comprehensive measurement system.

The Balanced Scorecard (Figure 2-2) includes four perspectives: financial, customer, internal 

business and innovation & learning. The financial perspective measures the performance of a 

company from the shareholders point of view. The customer perspective studies how their 

customers see the company. Internal business perspective concentrates on finding out the issues 

that the company must excel at. The innovation & learning perspective’s goal is to measure 

whether or not the company is able improve itself, learn from its experiences and to create long

term growth.

Financial
Perspective

Innovation 
& Learning 
Perspective

Figure 2-2: The Balanced Scorecard (Kaplan & Norton 1992, 72)

The balanced scorecard is most successful when it is used to drive the process of change (Kaplan 

& Norton 1993,142). Kaplan and Norton developed the BSC based on their study of 12 

companies and their senior executives. Originally it was designed to be a measurement system 

that is used to direct the whole company and its functions. However, the ideas behind it are 

applicable also to a project environment. These are the two main reasons why it has been chosen 

as one of the frameworks for this thesis. The lessons of the BSC can be used as the basic
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principles of project measurement. Project metrics should be derived from the strategy and 

objectives. They have to be holistic and integrated so that measurement gives a balanced picture 

of the project’s development. The number of measures should be limited so that the task of 

gathering information is reasonable and that their number does not overwhelm the project team. 

The BSC framework is also useful, because it has indicators both of the past and future success. 

It should be pointed out that overall the BSC is a simple framework and cannot be adopted to 

measure processes as is. In this thesis the role of the BSC is, as stated earlier, only to provide a 

holistic frame of thought.

The balanced scorecard’s simplicity brings some faults that should be addressed. Neely (1998, 

150) points out for example that the BSC is concentrated too much on the customer perspective 

and forgets to look at the broader market situation. It is necessary to evaluate also the company’s 

position in comparison to its competitors. Secondly, the suppliers are not included in the BSC 

framework. However, even though these deficiencies do exist, Neely believes they can be 

overcome by modifying the BSC to the situation in hand.

2.3.2 Performance Measurement System Design

Bourne et al. (2000) a have introduced their structured methodology for designing a performance 

measurement system (see Appendix 2). According to them (2000, 1121) their study is the only 

comprehensive study on this subject and that the research methodology is unique. They first 

constructed a framework based on a literature review of performance measurement. This design 

was then applied in three UK-based companies over a period of three years from 1992 to 1994; 

some modifications were made between the implementations. Next, followed refinement of the 

design and another round of testing. This time the approach was a non-participatory action 

research in six manufacturing companies. This took until the middle of 1996, after which the 

design was finalized and published.

Bourne et al.’s process of designing a measurement system is divided into ten parts. Parts 1 and 2 

can be categorized as refinement and clarification of a company’s strategy. These phases force 

managers to state their views and beliefs on the ideal product categories and on a set realistic 

business objectives. During parts 3-5 the top-level performance measures are agreed upon and 

implemented. After this it is possible to identify the key drivers of performance that contribute to 

the achievement of the business objectives (parts 6-7). The last stages are meant for the 

implementation of performance measures for the key drivers. The process is designed to be
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close-looped. This means that the objectives and measures are continuously reevaluated. The 

strategy is updated, redundant measures are deleted and new ones added.

Apart from the design that was presented above, Bourne et al. (2000, 1142) also presented some 

interesting arguments. They state that the real challenges come from the implementation of 

measurement system, not the designing phase. Organizational politics, people undermining the 

measurement effort, gaming or just pure reluctance to co-operate may hinder the effort for a 

successful implementation. The writers also claim that usually measurement system become less 

and less valuable as time passes, because they become complex - new features are added, but 

obsolete ones are left intact.

2.3.3 Logistics Measurement Implementation Approach

Durtsche et al. (1999, 126) have presented a process to implement a logistics measurement 

system. In their book they report their findings of an extensive survey (n>500) and a case study 

(n=22) that was conducted mainly in the United States. The measurement process is illustrated 

below in Figure 2-3. Durtsche et al.’s process derives itself from the corporate strategy similarly 

to the frameworks already presented. The whole process includes seven steps, which will be 

presented next.

Corporate Strategy
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Figure 2-3: Logistics measurement implementation approach (Durtsche et al. 1999, 127)

Current Measures. The existing measurement system has to be understood before any changes 

can be made and new processes introduced. The focus should be on assessing only the measures 

themselves and not the actual performance of the measured processes (Durtsche et al. 1999, 

130).

Future Measures. After you understand the current measures and the system that is in use, you 

should begin to plan the measures for the new measurement system. These measures should be
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collected in a way that performance will be represented from the point of view of all the relevant 

stakeholders. Literature is full of possible measures and only human imagination sets the limits 

to their number. However, according to Durtsche et al. (1999, 131) "... research has shown that 

less than two dozen process measures are critical to evaluating and improving the performance 

of logistics processes.” (See Appendix 3.)

Evaluate & Prioritize. This step is meant for studying the list of drafted measures. The list may 

need some additional measures or some measures might need e.g. more defining (formulas, level 

of detail etc.). After it is believed that all relevant measures have been found, the next step is to 

assign priorities to them. “In logistics measurement, every measure cannot be a top priority”, 

Durtsche et al. (1999, 133). Priorities are needed in case a situation arises where a trade-off is 

inevitable. Which is more important to the company’s long-term profitability - as high as 

possible fulfillment rate or lower inventory carrying costs?

Develop Prototype. Next the goal is to break down the process measures into a more specific list 

of balanced metrics and build a prototype of the measurement system. Feedback is collected and 

the system refined. Durtsche et al. (1999, 141) suggests among other things the following 

benefits from this step: it minimizes initial costs and efforts, begins data collection as soon as 

possible and generates momentum by demonstrating wins and improvements.

Implement & Test. New logistics measurement prototypes are implemented and tested to 

evaluate the data, which they generate. The requirements for the system are revisited to check 

whether the prototypes meet them. If this is not the case than the prototypes have to be refined 

until their performance is satisfactory.

Refine & Reiterate. According to Durtsche et al. (1999, 147) the goal of this phase is to revisit 

and evaluate the previous stages in light of the new information that has been gathered. The final 

measurement system can be designed simultaneously demonstrating a series of small successes 

(e.g. improvement made based on the acquired information). Feedback of the occurred problems 

from various stakeholders will be used to improve the measurement system. This is meant to 

build trust for the measurement system and momentum for the final phase.

Train & Roll Out. A measurement system is able to function only if the people know how to use 

it. The benefits and the importance of the new measurement system have to be communicated 

throughout the organization. This is especially true in regard to those who are daily in contact 

with it. Durtsche et al. (1999, 150) emphasize that in order to successfully implement a
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measurement system the existing performance based incentives need to be understood. After 

which, they can be modified to fit the new situation.

2.3.4 General Issues About Measurement Systems and Implementation

Moisio (1999, 42-44) has divided the ways to build process metrics into three categories:

1) They can be derived from the organization’s vision and strategy,

2) Metrics can be built based on the expectations of the stakeholders, or

3) They can be based on the key success factors of the processes.

This looks like a reasonable categorization at first. After a few moments of thought it starts to 

seem a little bit unnecessary, because all of these categories are tightly intertwined together. For 

example if you start from the strategy, in the end you will have measures for the key success 

factors. After all, they are the elements that determine if you are going to be successful in 

implementing your strategy.

A very natural and intuitive reaction would be to implement a design that would take into 
considerations all the different aspects of a certain situation. This could mean breaking down the 

measurement system into several sets of lower-level metrics. One could argue that the 

measurement system would this way be very accurate and therefore useful. However, this 

accuracy would bare a price as Kueng writes (2000, 81):

“As soon as a business process is slightly modified, these indicators are out of 

context and can no longer serve as a guide for performance improvement.'''

Kueng (2000, 81) has also highlighted the importance of the process owner in implementation. 

His or hers active participation is needed if any changes to the measurement system are going to 

be made. The process owner also needs to have sufficient authorization to make the needed 

decisions. He/she also needs the support of the senior management. Otherwise, the project is 

more likely to experience resistance and will lack a certain justification it the eyes of the other 

employees.

The goal should always be to make the measurement system as good as possible without being 

too specific. Regardless of this objective, anecdotal evidence implies that what gets measured 

gets done and maybe even at the expense of some other factor. This is to say that measurement 

dysfunctions exist and cannot be fully excluded (Kueng 2000, 82).
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2.4 Literary Survey’s Contribution and Purpose for the Study
This past chapter has examined the link between strategy and performance, the different aspects 

of measurement and presented, at least in the context of this study, a relevant example of a 

measurement system and their implementation. The literary survey’s primary contribution and 

purpose is to give the building blocks for the model that will be developed in the following 

chapter. Even though all of the issues are not referred to or repeated they are the background 

necessary for this study. They give the motivation for measurement and present some issues that 

should be taken into consideration when for example selecting measures.



35

3 Implementing a Measurement and Control System
The objective of this chapter is to introduce a model for implementing a measurement and 

control system. However, before that the chapter covers three different issues. First, the 

differences between a fast and gradual change are discussed. This hopefully gives some insight 

to the relevant issues that ought to be considered when designing the model. Second, the concept 

of a war room will be introduced to aid the measurement and control task of a project team. 

Thirdly, the different roles of a process owner will be studied. After these three parts begins the 

introduction of the model itself.

3.1 Differentiating a Fast-paced and Gradual Change
The terms fast-paced and gradual refer to the pace of change and the tactics used to encourage an 

organization’s members to accept and enact a proposed change. These two different approaches 

are also called revolutionary and evolutionary respectively. Järvenpää & Stoddard (1995, 85) 

define a fast-paced change as a process that unfolds rapidly, comes as a result of a “big bang” 

and is associated with radical change efforts (e.g. BPR). According to them, gradual change on 

the other hand is a staged approach with incremental changes. The planned outcomes of change 

can be described also in terms of scope and depth (Järvenpää & Stoddard 1995, 83). Scope 

includes the breadth of change while depth involves the nature of change.

In an interview with Mr. Muuronen, manager at Accenture, this definition was made more 

specific. According to him, a fast-paced change project usually has a more tactical perspective 

(low on depth) or can be a part of a more radical & strategic change effort. The implemented 

changes are something that is seen as necessity, must-do projects, which may require the use of 

authority, a top-down approach. They are designed to improve the current situation. When asked 

about the duration of such an effort, Mr. Muuronen gave an interval from 1 to 3 months. Gradual 

change, in his view, normally has a strategic objective and is a creation of something totally new 

(high depth and breadth). The organization has to be widely engaged in the implementation and 

they have to be motivated to do so. The goal is to achieve a more permanent shift e.g. in a 

company’s channel structure. An effort of this kind could be described as a transformation with 

duration anywhere from a few moths to 3-4 years.

These two definitions would seem to be in conflict with each other. Some clarification is needed 

so that this is resolved. A fast-paced change, as the word already states, takes only a short period 

of time. In practice, this means that the implemented change cannot be very revolutionary. This
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does not, however, exclude the possibility that a fast-paced change project is a part of a more 

radical long-term change effort (Figure 3-1). The more rapid, shorter projects are also sometimes 

called “quick hits”. A quick hit is a project, which is separated from a larger project. It is 

designed to show results fast and last a short time. Projects like these are needed so that the more 

important, longer lasting project does not lose momentum. The employees/team members need 

to see that the planned (and announced) improvements will actually be implemented and that the 

work is bringing results.
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Figure 3-1: Longer lasting change effort divided into smaller fast-paced projects

Kotter (1996, 121) describes a good short-term win to have at least three characteristics:

1. It is visible; large number of people can see for themselves whether the result 
is real or just hype.

2. It is unambiguous; in other words it is an obvious success.

3. It is clearly related to the change effort.

A fast-paced change differs from gradual change also in regard to the resource needs and the 

type of planning that is required. A fast-paced change naturally has an implementation plan, but 

the actual progress could be sometimes characterised as intuitive (Muuronen 2000). Due to the 

short time span they usually require a larger investment of human resources and management 

attention in order to be successful. The implementation is project-like with a possible task force 

in charge of it. Gradual change was depicted above as a more strategic in nature. This means that 

a detailed progression plan is needed, because the actions will have an effect on the viability of 

the company. This kind of change involves a smaller group of people fulltime, but needs a wide 

acceptance in the organization. The investments are larger than in fast-paced change, but are 

distributed over a longer period of time.
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3.2 Introducing the Concept of a War Room
The concept of a war room for change projects is not widely studied. Even after a thorough 

search into the current literature, no references could be found. The term war room did appear 

though in some other contexts like for example in companies’ strategic planning or managing a 

political campaign. However, this material did not include useful information for the purpose of 

this study. For this reason, the following presentation and other discussion about a war room’s 

different aspects are based on interviews and on Accenture’s project material.

Manager Muuronen (2000) defines a war room as a monitoring tool for evaluating the progress 

of a change project and process performance. Its purpose is also to supply information for 

communication between the members of the project team and between the project and the rest of 

the organization. The main functions of a war room could be described as follows:

• Communication among the project team and help in the overall communication,

• Monitoring project’s progress and organization’s operational performance,

• A reporting tool,

• Turning data into information,

• Integrating all the gathered data and information to single place,

• Being a symbol of the commitment to change.

A war room helps in steering a project and is one part of the overall project management, which 
is illustrated in Figure 3-2. The other parts are human resources, communication and 

administration & IT support. These different areas of project management interact and the whole 

would be incomplete without all of these parts. The scope of this thesis is limited only to the war 

room component.

Project 
Management 
Office (PMO)

Project steering Human Resources Communication
Administration/

IT support

x» Project scope and goal£** ч. L • Staffing policy • Internal & external • Office support:
• War room definition & staffing communication plan meeting rooms,

• process metrics \ • Defining incentives creation & executive assistance
• business metrics » to be used implementation etc.

• Risk mgmt z • HR administration: • Sponsorship plan • Travel arrangements
j Expectations of mgmt ^ 4 - legal issues creation • Time reporting
• Progigniyvide issues - expatriate & travel • Building Intranet tool • Organizing PC's, e-
• Steering group meetings policy • Change mail access,

-etc. measurement physical facilities

Figure 3 - 2: War room in relation to overall project management (Accenture 2000c)
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A war room collects all the data and information that is produced concerning a change project 

and general company performance into a single easily accessible place. This could include e.g. 

relevant project documentation (purpose, milestones, progress etc.), data archives, 

implementation methods, and a lot more. This material is analysed further, summarized and 

distributed to a set of predefined persons. The different methods naturally depend on the needs of 

the persons who will receive the reports. Data gathering and analysing can happen either 

automatically or someone can be named responsible for it. Regardless of which option is chosen, 

it has to be clear who is in charge of what functions of the war room.

Even though the name, war room, implies to a physical space, in practise it does not to be so. It 

can be a virtual place like an Intranet site - an eWar room. However, one of the functions of a 

war room is to make the change initiative more concrete and to illustrate the organizations 

commitment to change. It would seem that an actual room dedicated to this, would be better at 

fulfilling this purpose.

Benefits of a war room. Maybe the most obvious benefit of a war room is that data gathering and 

analysis is made systematic and continuous. This allows for a constant up-to-date knowledge of 

the project’s progress making a fact-based management a possibility (Muuronen 2000). A project 

manager can plan corrective actions based on the information if everything is not proceeding as 

planned. Objectives could be revisited and revised, process metrics might need some additional 

refinement or it might become evident that the allocated resources are not adequate. A war room 

also makes communication easier, because all the relevant information is in one location. This 

saves time, because it is not wasted on trying to locate information from different sources and 

everyone can be reached through the same media.

Drawbacks of a war room. As previously stated a war room is a tool that is used to guide a 

change project. Decisions and actions are based on the information gathered by it. There is 

always a possibility that the selected metrics have been design badly or do not describe the 

situation correctly. This would lead to inefficient actions by the project management 

jeopardizing the achievement of goals (Muuronen 2000). Using a war room also includes 

accepting a certain amount of data security risk. A vast amount of sensitive data/information is 

gathered to a single location. This eases the work of the project team, but on the other hand 

opens a possibility for unauthorized use.



39

3.3 The Roles of a Process Owner
The job of a process owner is challenging. He/she is held accountable for the performance of a 

process and its outcomes, even though he/she usually does not have a direct authority over all of 

employees involved in the process. For this and other reasons, a person holding the position of a 

process owner needs to be able to handle a variety of different roles. Table 3-1 gives a list of 

roles that have been suggested by Hammer & Co. One can see that he/she needs to be a 

multiskilled person. A process owner should have a broad knowledge of the process, an intuition 

for the need of the customers, and capability to think broadly about the process rather than about 

its individual constituents. He/she needs for example engineering, interpersonal, and political 

skills (Hammer 1996, 90-91).

Table 3-1: The roles of the process owner (Hammer & Co. according to Andersen Consulting 
1997, 94)

Innovator: designing the process and measuring performance
• determine process performance requirements
■ architect, design and improve the process
1 architect measurement and training systems
■ review and interpret performance measures
■ manage process-improvement efforts

Coach: enabling the performers by acting as a resource, rather than a supervisor
• serve as the process expert
• instruct in process technique
• handle exceptions and solve operational problems
• assist in conflict resolution
• redeploys resources on ad hoc basis

Advocate: representing the process in the organization
• negotiate performance requirements
• determine interfaces with other processes
• sit on the process council
’ drive major change when needed 
- negotiate with constituencies and stakeholders

Many of tasks in the Table 3-1 are associated with measurement and improving the process. If 

so, then it becomes evident that a process owner is a key person in a change project. Further, it 

would be unfair to evaluate a process owner who has not been given the opportunity and 

authority to contribute to the structure of the process. This can be solved by appointing the 

process owner as the head of a change project - a project manager (Muuronen 2000, Häkkinen 

2000). Whether or not this is done, it does not remove the fact that a process owner ought to have 

an active role in a change project.
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Next, a model is presented for implementing a measurement and control system to a change 

project. Process owner’s role in this context is also made more explicit.

3.4 Model for Implementing a Measurement and Control System
A model (Figure 3-3) for implementing a measurement and control system to a change project is 

presented based on the literary review and interviews (Muuronen 2000, Nieminen 2000).
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Figure 3-3: Model for implementing a measurement and control system to a change project

The model has two main objectives. First, it is intended to serve as a framework for project 

managers who are responsible for making an implementation plan for a change project. Second, 

its purpose is to illustrate the different aspects he/she should take into consideration when 

planning a similar system. The different stages and aspects of the model are explained next in 

more detail.

3.4.1 Beginning with the Customer

The customer began to receive more attention as the key to a profitable business during the last 

decades of the 1900’s. Competition increased among companies and they had to come up with 

new ways to grow and prosper. “The customer is always right!” was an often-heard phrase. In 

their book, “Distribution 2020”, Haapanen & Vepsäläinen (1999, 50-81) have described this
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development from the perspective of distribution and logistics. They identified four different 

phases (Figure 3-4).

Distribution
efficiency

Customer
centered
phase

Service centered 
phase

Marketing centered phase

Production centered phase

Figure 3 - 4: The development of distribution towards better customer service (Haapanen & 
Vepsäläinen 1999, 51)

In the production centred phase distribution was seen as an extension of production. Customers 

were not demanding and competition was small. The supply of products was the limiting factor 

of growth. Companies were able to sell their whole production output. The markets consisted 

mostly of basic commodities and one felt privileged if he/she was able to buy an innovative 

product. In the 70s began the marketing centred phase. Competition became more intense and 

companies could no longer concentrate only on getting the products to market. Marketing 

stepped into the forefront. Products were “pushed” towards the customers through multitiered 

distribution channels with finished products stored in each level. In the mid-80s began what 

Haapanen & Vepsäläinen (1999, 64) call a service centred development phase. Marketing was 

not increasing sales as it used to and companies began to seek growth through adding more 

services. Customers had become more affluent and demanding. Companies shifted from a push 

towards a pull strategy. Customers’ needs began to dictate more and more of the product 

offerings of companies, which now started to use postponement, modular products, mass 

customisation and differentiated service modes. Today we are in the beginning of a new century. 

Haapanen & Vepsäläinen (1999, 70) see that the technological development enables companies 

to take the next step and enter a genuinely customer centred phase. This would mean the rise of 

self-service and a multichannel structure with channels for different purposes (marketing, 

finance, ordering and production & distribution). These channels and their services would be



42

open to any and all customers and producers (for a more detailed description see the original 

book).

If we take the development just described and move our attention to planning and implementing 

a change to logistics processes, it becomes even more evident why customers should be one of 

the main concerns of corporate executives and project teams. After all, these processes are 

responsible for fulfilling the customers demand by supplying the right product, at the right time 

and place with the agreed terms and quantity. One could argue that customer perspective ought 

to be the basis of a corporate mission, vision and strategy, which then give guidelines for change 

projects.

3.4.2 Aligning Objectives of a Change Project with Corporate Strategy

A company needs to have a clear strategy, which is based on its mission and vision. Why does 

our firm exist? What do we strive to achieve? What is our value proposition to our customers? 

What is the source of our competitive advantage? These questions should be answered explicitly. 

If this is not done, it becomes difficult to give a direction to a change project and specify its 

objectives. After all, these objectives should help a company achieve its goals and execute its 
strategy.

In the Figure 3-3 the high-level objectives (mission, vision and corporate strategy) have been 

drawn on top of the model. This is meant to depict their importance and that the objectives of a 

change project have to be inline with them. The high-level objectives have a long perspective of 

usually many years. When considering a change project, and especially one with a short 

duration, these objectives are a given. In other words, it is not practical to alter e.g. the mission 

of the company for the benefit of one project. This places constraints on one hand for the 

objectives of a project on the other hand for the set of feasible actions that a project manager can 

take. However, as always, there are some exceptions. Occasionally changes have to be 

implemented that might seem to be against the long-term benefit of the company. An example 

could be a necessary investment to a product line, which is in the end of its life cycle, but still is 

sold in large volumes (Muuronen 2000). Without the investment the last part of the demand 

could not be fulfilled, which would affect the company’s turnover. After the product is taken out 

of the company’s assortment, the investment could become useless.

3.4.3 Analysis of Current Processes

Processes cut across functional departments and are in contact with different parts of the 

organization (Figure 3-5). They also are not in isolation from each other. Typically the product
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of one process is the input of another. It is important to understand these interrelationships before 

proceeding with implementation of a change and a measurement system. Otherwise the benefit 

of improving one process could be undermined by the adverse affect on another process. In cases 

of high interdependencies it is not enough to concentrate on changing only one process. In 

Kotter’s (1996, 136-142) opinion change in a situation like this is extremely difficult, because 

ultimately you have to change nearly everything. In his view all organizations have some 

unnecessary interdependencies, which should be eliminated if possible.
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Figure 3-5: Processes cut across different functional departments

A detail mapping of processes usually takes on a long time and is hard work. It is not always 

easy to determine what tasks belong to a specific process. Is something that seems to be a 

process on its own in effect the part of some other process? Often this task is begun from the end 

of the process by identifying the outcomes and then tracing backwards to the inputs. In a fast- 

paced change project there might not be sufficient time to do a complete process analysis if this 

has not already been made (Nieminen 2000). However, this does not change the fact that there 

has to be a certain understanding of the way things have been done. This task is made 

considerably easier if the company has already experience in organizing around processes and 

has appointed process owners. In that case they are a good source of information about the 

present processes. It is possible to get a picture of the extent of the planned change by comparing 

the current state and the desired future state. This comparison can give several useful insights. If 

the planned change is large, it could be wise to anticipate that the organizations resistance to 

change will also be higher. In addition a revolutionary change is going to need more resources 

and planning as already previously stated. These and other similar aspects influence the task of 

project measurement and control.
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How does the type of change influence the measurement and control? In a revolutionary change 

it becomes important to communicate the justification of the project and its progress regularly 

and frequently. This is one way to dampen the employees’ natural resistance to change. With 

open communication the project is hopefully not perceived as something dictated from top down 

or as just another management’s whim. During the whole project these opinions of the 

employees should be monitored through measurement. Moreover, the larger the planned change 

the closer the moods of the organization should be monitored. Finally, it could be argued that if 

the project is fast-paced the milestones should be observed more closely than in a project with a 

long duration. This is simply because there is less time to achieve the set goals and to correct any 

possible mistakes later. Failing to achieve milestones on time (or at all) equals almost the failure 

of the project, at best that it is going to cost more and take longer.

3.4.4 Evaluating the Current Measures

When implementing a change to processes it is usually necessary to re-evaluate the metrics that 

are already in use by the organization and process owners. This does not mean that one should 

“reinvent the wheel” from scratch. Existing measures can be studied and their fit to the new 

situation estimated. As a result it may be possible to save time, because systems are already in 

place for the current measures. It is not essential to analyse every measure the company is using. 

It is more important to know which measures exist, and to understand where the data for the new 

measures may be located (Durtsche et al. 1999, 130). Some of the key questions that could be 

asked are: Has the corporate strategy changed after a specific metric was taken to use? Does the 

metric help in evaluating the achievement of the project goals? Does anyone use the metric, and 

if not, why? Does the organization have overlapping metrics?

Most likely all of the old measures cannot/should not be used. The project measures need to be 

designed for the new situation and its specific needs. Organizations also have the attendance to 

add new measures as time goes by without removing any of the existing one. (Who knows, they 

might be useful some day). Measures are built up gradually and at the same time the amount of 

useless and unused metrics increases. A change project is a good opportunity to eliminate this 

needless weight from the measurement system. Furthermore this aids the controlling task of the 

project, because the number of metrics should be limited as previously already discussed.

3.4.5 Developing Project and Business Measures

The measurement of a change project has two dimensions. First is the actual business 

performance and the other is the project itself. The former concentrates on the specific points

Å
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that the project is trying to improve (e.g. cycle time), but it measures things like ROI and 

operating profit as well. The latter follows among other things the project’s budget and 

implementation schedule. Both of these dimensions are needed. The actual business metrics are 

the ones that count in the end. Nevertheless, these dimensions are interdependent and the 

likelihood of project failure increases if the progression of both of them is not monitored.

When beginning to draft these measures the starting point is the objectives of the project. What is 

it meant to achieve? Naturally one should be able to determine whether or not these objectives 

have been achieved by analysing the measures. In order to form a full picture of the effects of the 

project, one needs a set of balanced and holistic measures that takes into account several 

different perspectives. In the model (Figure 3-3) six aspects have been suggested: customers, 

financial, innovation & learning, employees, stakeholders (e.g. suppliers and the government) 

and project plans. Employees and customers are also stakeholders, but they have been mentioned 

separately to highlight their importance. The first three are same as in the Balanced Scorecard by 

Kaplan & Norton (Figure 2-2). The other three have been added, because they are important and 

essential when evaluating a change project. Why? Employees’ attitudes, possible resistance to 

change and their opinion’s influence the probability for a successful project. On the other hand, 

e.g. the project could be perceived as a threat on part of the suppliers, which could have an 

adverse effect on their performance. Finally, the project might achieve its business goals, but 

from the viewpoint of the project evaluation, it is necessary to know e.g. if the project was on 

schedule. The BSC’s fourth aspect, internal business perspective, was excluded. This was done, 

because it concentrated on a company’s processes, which in effect are already the main focus 

point of the whole model presented in this thesis. Table 3-2 summarizes how the different 

perspectives relate to the two dimensions of change project measurement. Next they are 

discussed a little bit more extensively.

Table 3-2: Perspective’s of the two different measurement dimensions

Business Dimension Project Dimension

Customers (Customers)

Financial Financial
Innovation & Learning Innovation & Learning
Employees Employees
Stakeholders Project Plans (implementation schedule etc.)

Á
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Customers. A process always has a customer and performance should be evaluated from the 

customer’s perspective. This is not a new idea, but not systematically followed either (Kueng 

2000, 74). This perspective can be included in both of the dimensions - project and business. On 

the business side this is self-explanatory, but for the project dimension this might not concern all 

firms. However, for example a consulting firm should be concerned both on its client (the one 

undergoing the change) and the client’s customer. Depending on what the project has been set to 

achieve, measures in this category could include e.g. on-time delivery, overall customer 

satisfaction and perfect order fulfilment.

Financial. This and the previous customer aspect are highly interdependent. In the long run for a 

company to be viable it has to be able at least cover its expenses. In order to do this, it needs to 

create value for its customers, who on their part are willing to pay for it. The importance of this 

aspect could be said to be obvious and its part of both the business as well as project measures. 

There are many possibilities for the business dimension’s financial measures, and which ones are 

the best depend on what the project is set out to achieve. One example of a generic metrics three 

for financial measures is illustrated in the Appendix 4. The metrics tree in the example has quite 

many measures, which all are important, but some more so than others. However, in a change 

project not all them are necessarily part of the active project control system. The financial 

metrics of the project dimension concentrate mostly on compliance to budget.

Innovation & learning are an integral part of a new way of doing business, reengineering 

processes and organizing work. Employees need to learn new skills, change their working 

practices and get accustomed to different ways of doing things. These issues can and ought to be 

monitored, so that corrective actions can be taken if and when necessary. Measuring innovation 

could for example include metrics like: How many improvement suggestions the employees 

(including the project team) have made? Are the employees willing to contribute to the 

improvement process? Learning could be measured through metrics such as: Have the 

employees actually switched to the new practices? How large a percentage of the organization 

has been trained e.g. to use the new system and do they actually use it (correctly)?

Employees are most likely always affected when change is implemented in an organization. 

Their acceptance, and hopefully support and participation, of the project have a crucial role in its 

success or failure. Grover et al. (1995, 120) have studied the reasons for re-engineering 

implementation failure. Two of the five most common reasons involved the employees’ 

resistance to change (both that it occurred and that the management had not planned ways to 

prevent it). Examples of metrics that could be used in this aspect are: employee workload, job
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satisfaction, acceptance of the project and work motivation. Although the importance of 

individual metrics may vary, these metrics can be used in both measurement dimensions - 

business and project.

Stakeholders include all the other parties that are somehow in contact with the process or are 

influenced by it. This could mean for example the suppliers, government and the environment. 

These stakeholders or some of them will probably be influenced when a company has decided to 

carry out a change project. The number of deliveries to and from the company might change, 

quality standards could be set higher and the like. Due to the focus of this thesis in logistics 

processes, the suppliers could be raised above the other groups in importance. Examples of 

possible metrics for this aspect are supplier’s service level, amount of pollution and/or process 

waste and compliance to laws.

Project Plans. This aspect is meant for the following of the projects schedule and other plans. It 

includes measures like adherence to implementation schedule and budgeted workloads. 

Measures like these make it possible to evaluate how well the project is being executed.

Forming the actual metrics

Now when the different aspects of the metrics system have been established, the next step is to 

figure out how to derive the actual metrics. Assuming that there is a process owner, his/hers 

importance stands out from the rest of a project team in this task. The process owner is the one 

that will be mainly using these measures during and after the project. The literature review 

already covered the different characteristics that a metric should fulfil, so this section does not 
repeat them.

Deriving the metrics from strategy and project objectives. The strategy of a company sets limits 

and direction for the objectives of a change project (Figure 3-3). The intent is that after a 

successful implementation the company should be in a better position to carry out its strategy. 

This raises two questions that need to be answered: What are the key success factors of the 

company’s strategy and how are they represented in the change project? What about the success 

factors of the project itself? After these have been determined one should have a set of high-level 

goals or key success factors, which are the things that the metric system measures. A similar 

manner of determining the metrics is used in Bourne et al.’s performance measurement system 

design, which was presented earlier in Chapter 2. Brown (1996, 164) defines key success factors
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as things that you need to do or the capabilities you need to have to achieve your goals and 

vision. Kueng (2000, 76) gives customer satisfaction as an example of this kind of primary goal. 

This is quite a comprehensive concept, which is composed of several different factors. A 

breakdown of the high-level goal is needed. Figure 3-6 depicts one example how it can be done 

by linking strategy to sub-goals through key success factors.

Building measures for high-level goals’ factors and deriving the sub-goals. After the high-level 
goals have been determined and measures set for them, the project team can start to break them 

down to goals that are more concrete and maybe more directly measurable. Customer 

satisfaction for example can include factors like product quality, on-time delivery and customer 

service. Even after this step, it most likely is necessary to continue the process and determine 

more detailed goals - sub-goals. Appendix 4 illustrates how this decomposition has been done to 

financial measures. In it the starting point has been shareholder value creation, which can be 

described as a key success factor. This has then been divided into factors that contribute to it.

Sub-goal

Goal
Sub-goal

Corporate
Strategy

Project’s
Objectives Success

Factors
Sub-goal

Goal

Sub-goal

Figure 3 - 6: Linking corporate strategy and goals

As a result of the above steps, the project should have a draft of a measurement tree. Even 

though the Balance Scorecard has been depicted in the Figure 3-3, the intention is not to suggest 

that one should necessarily draft the measures in that form. The BSC is used in the model more 

as a reminder that the metrics need to be balanced. At this stage, the measurement tree probably 

contains some deficiencies like a large set of metrics. If all them would be kept, it might cause 

problems for the monitoring and controlling task of the project team. These deficiencies are the 

reason why it is advisable to continue developing the metrics tree.



3.4.6 Assessing and Prioritising the Selected Measures

Durtsche et al. (1999, 133) suggest the following question for this stage:

• Which measures are missing or incomplete?

• Which of those measures are most critical to managing the business and thus should 
receive priority for development?

49

The first one of these can be applied to a project environment as is. The focus on the second 

questions ought to be directed more to the managing of the project. Apart from these, the project 

owner/team should consider: the quality of the chosen measures, if the selected measures are a 

balanced set and is the quantity of the measures appropriate.

The second question presented above involves considering the trade-offs between different 

measures. This issue was already briefly mentioned in Chapter 2. If the relative importance of 

different metrics is expressed explicitly at an early stage it saves time and makes the directing of 

the project easier. Moreover, this harmonizes the views of the project team. Actions can be taken 

based on the same assumptions. The trade-off decisions can be made based on the company’s 

strategy and from the perspective of the customer. Which metrics are more important for 

customer satisfaction and achievement of goals? In addition, the assessment of the metrics ought 

to include an evaluation of their quality. Table 2-1 in Chapter 2 contains one list of assessment 

criteria, which is then discussed in more detail with some additions.

The selected measures ought to be selected in a way that they represent, as well as possible, all 

the different perspectives discussed in Section 3.4.5. This might not always be possible. 

Sometimes it would simply cost too much to gather the information or it is not feasible for some 

other reason. This leads again to a situation where trade-offs are inevitable. Which metrics can 
be given less attention then others?

The quantity of measures is an important factor that has an effect on the measurement systems 

value as a project management tool. If there are too many metrics, the system gives a variety of 

signals on the necessary actions to be taken. It would also take a lot of the project team’s time to 

maintain such a system (gathering and analysing of the information etc.). The abundance of work 

and the metrics to be followed increases the risk that something important goes unnoticed or is 

not given enough attention. See also Subheading 2.2.4 (characteristics of a good measurement 

system).
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3.4.7 Developing the Measurement System

Now that the specific metrics have been chosen, it is beneficial to record them and some factors 

related to them. In effect, this helps to make the measurement system more concrete. Issues that 

have to be decided on include for example target levels, frequency of measurement and data 

sources. The purpose of explicitly recording these issues is to give all the project team members 

and the rest of the organization a common understanding of the metrics and their factors. This 

decreases the possibility of errors in communication as well as saves time. The team members do 

not have to consider them on their own and all of the issues are handled at one time. Table 3-3 

illustrates Neely’s (1998, 36) view of the factors that should be considered.

Table 3-3: Performance measurement record sheet (Neely 1998, 36)

Measure
Purpose
Target

Formula
Frequency

Who measures?

Source of data
Who acts on the data?
What do they do?
Notes

A few comments are in order about the above record sheet. First, targets of the metrics need to 

be decided on already at this early stage. This is directly linked to setting the objectives of the 

change project. In what areas and how large performance improvements are expected? 

Benchmarking can be used to set stretch goals (Brown 1996, 188). Benchmarking means 

comparing the company’s performance against its competitors and/or against the industry best 

practice. The first task is to find out a company’s current performance level, after which a search 

for possible extemal/intemal benchmarks can begin. However, this should be done with care. 

The underlying assumptions need to be compatible in the situations that are compared (Konrad 

& Mentzer 1991, 38). When a suitable benchmark(s) is found, it can be used to aid the setting of 

stretch goals. A stretch goal is a target level of performance that is challenging. Its achievement 

requires employees to rethink their working practices. Stretch goals need to be set carefully. 

Unrealistic performance target levels do not motivate employees, because they are seen 

impossible to reach, whereas too low targets leave some potential unused.
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Below are a few of the possibilities, which can be used as the basis for goals (Brown 1996, 184):

• Past performance,

• Competitor performance,

• Performance of benchmark-level companies in similar businesses,

• Analysis of technical capabilities and resource constraints,

• Feedback from employees and suppliers involved with the goal.

Some careful consideration should also be given to a metric’s formula and the behaviour that it 

could induce (Neely 1998, 35). Measuring can be and is used to guide the actions of employees. 

In order to achieve the desired effects the formula needs to be designed carefully. Possibilities 

for gaming and manipulating the metrics ought to be minimized. A balanced set of metrics may 

in itself prevent such actions, because the manipulating of one measure usually causes an adverse 

effect on another measure. The specific formula also determines the level of accuracy that can be 

achieved with the metric. The fifth item on the record sheet, frequency, refers both to how often 

the measurement is done and to how often results are reported (Neely 1998,35). Answers to both 

of these depend on the characteristics of the metric. The rate of reporting varies depending on 

who will receive it. Naturally, the persons that are involved daily in the implementation receive 

reports more frequently than for example the CEO of the company.

One task of a measurement sheet is to distribute responsibilities among team member. Who is 

responsible for measuring, and taking the necessary corrective actions? This relates to the 

general goal of trying to save time and make the project team as efficient as possible. When there 

exists a clear division of tasks, all the necessary things get done and everyone knows what they 

are supposed to do. Naturally the record sheet divides only a small portion of all the tasks, but 

there is a need to divide the other tasks as well.

In addition to the specific metrics a measurement system is composed of milestones and rewards. 

Milestones are the intermediate targets. These targets could be for example the completion of a 

certain task or phase and the achievement of a predetermined performance level. Milestones are 

utilized for several reasons. Firstly, they divide the achievement of the main objectives to smaller 

steps. This makes the required leap in performance level seem more reachable. Secondly, the 

intermediate targets create a sense of urgency. Evaluation of the project’s progress is made at 

short intervals - not only after the work is over. It becomes more clear to everyone that time is



52

finite. Thirdly, monitoring of the project’s development becomes easier and a deviation from the 

plan becomes evident if a milestone is not achieved.

Rewards are often used as incentives for the achievement of the organizations goals. This 

requires aligning the performance measurement with the compensation systems. Even though it 

is common, incentives need not be only monetary. Other possibilities are e.g. recognition and 

career advancement. Purpose of this alignment is to reach a situation where the good of the 

company is congruent with the good of its employees. This way the company can for example 

further appropriate quality and customer-oriented behavior (Henderson 2000). One way of doing 

this is to select a small set of key measures and determine a target level of performance for them. 

Milestones and project goals are natural alternatives for a basis for the change project’s rewards 

system. Bonuses, rewards, additional salary etc. can then be linked to the achievement of this 

target. The key is that a compensations system reinforces desired behavior by rewarding based 

on the results that employees produce (Hammer 1996, 57). However, it is important that on one 

hand the persons concerned can influence the performance levels of the selected metrics and on 

the other hand that the target levels are challenging, but realistic. Metrics in this sense should be 

motivating and further performance improvements and development of processes, and not be 
used as a means of retribution.

3.4.8 Beginning Measuring

Now that the measurement system is completed in theory, it does not mean that it one should be 

totally content with it. Shortcomings and flaws most likely still exist. For this and other reasons 

it would be advantageous to start the measuring as soon as it is feasible, so that corrections can 

be made based on the feedback. Next this is rationalized a bit further.

Employees may be sceptical about a change initiative even if the top executives of an 

organization are behind it. This kind of circumstance could endanger a project’s possibility for 

success. In this situation, measurement and its results can be used to display the necessity for 

improvement. Justifying a project’s existence could become easier (Muuronen 2000). Secondly, 

an early adoption of the measurement system can also be seen as a piloting stage. Information is 

received about how the system works, what are the reactions of the employees, can some metrics 

be manipulated despite the efforts otherwise, is it too toilsome and so on. Thirdly, it is necessary 

to determine the as-is situation as early as possible. This information is then used as the starting 

point for tracking performance development. Possibly the target levels may need some further 

assessment, if it is discovered that the current performance is much worse the previously
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estimated. However, lowering the target levels should be done only after thorough consideration. 

Otherwise, a measurement system could become a self-fulfilling arrangement. Finally, simply by 

starting measuring one can improve the performance of a process to some extent. This is called 

the Hawthorne effect. It is based on a research, which revealed that a perception of being studied 

causes a positive change in the performance (Random House 1996, 879).

3.4.9 A War Room as a Tool for Monitoring and Guiding the Project

A war room is a tool for the project team as described under Subheading 3.2. Data that flows to a 

war room is analysed and then used in numerous ways. First of all the measurement system itself 

benefits from the information as described under the previous subheading. Second, a war room 

generates information for the whole project management office. Human resource function needs 

information for example in order to evaluate employees’ performance, calculate rewards and 

arrange training. Communication function requires information e.g. on the progress of a project, 

so that it can convey it to the rest of the organization. Administration & IT support should 

receive information for example on the sufficiency of resources and on equipment needs. All of 

this is to help guide the project to the desired direction, so that the objectives could be met.
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4 Case Study
The purpose of this chapter is to present an actual case example of a change project. The 

objective is then to compare the empirical evidence to the model presented in the previous 

chapter. The following presentation is based on interviews (Muuronen 2001b, Rantala 2001, 

Uussaari 2001), comments (Millers 2001) and on Accenture’s internal project material. The 

internal material is not listed in the references section.

4.1 Company presentation
This case study includes two companies - a consulting firm (Accenture) and its client 

(Lattelekom). Lattelekom carried out the development program and its subprojects, which will 

be described in the following pages. Accenture’s role was to be an assisting partner and bring 

new ideas, expertise and experience of implementing changes.

4.1.1 Accenture & Lattelekom SIA

Accenture, former Andersen Consulting, is an €11.37 billion global management and 

technology consulting organization. Globally it has 71300 people in 46 countries. Accenture’s 

Finnish office was established in 1988 and it is currently one of the company’s strongest growing 

units with over 400 employees (Accenture 2001). The turnover in Finland was €48.8 million in 

1999 (Accenture 2000a). Accenture’s vision is to become one of the world’s leading companies, 

bringing innovations to improve the way the world works and lives. Under its strategy, the firm 

is building a network of businesses to meet the full range of client needs - consulting, 

technology, outsourcing, alliances and venture capital (Accenture 2000b).

Accenture offers a wide range of services from areas like strategy, process excellence, supply 

chain, financial & performance management. The company works with 91 of the Fortune Global 

100 clients and in Finland its clients include firms like Nokia, Sonera, Sanoma-WSOY and 

Finland Post. The fast development of technology and information networks can be seen also in 

Accenture’s business. The firm has alliances and investments in 238 dot.com firms and in 1999 

an estimated €1.67 billion of its turnover came from electronic commerce. Accenture has also 

established 24 Business Launch Centres and a €1,1 billion venture fund for investments over the 

next five years. Business Launch Centres work with new companies related to electronic 

business and provide management, marketing and technology expertise for them (Accenture 

2000b).
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Lattelekom SIA is a fixed telecommunications network operator that was established as a joint 

venture between the Latvian Government (51%), the company Lattelekom and the international 

telecommunications consortium Tilts Communications (49%) in 1994. Tilts Communications is 

owned by the Finnish company Sonera Holdings B.V. (90%) and other international investors 

(10%). According to Latvia’s laws Lattelekom SIA has exclusive rights in providing basic 

telecommunications services until 2013 (Lattelekom 2000, 2). However, the Latvian government 

has declared its intention to liberalise the market by 2003 (Lattelekom 2000, 42).

Lattelekom is the largest telecommunications company in Latvia. It offers basic 

telecommunications services, telex services, data transmission, Internet etc. to both residential 

and business customers. Since the birth of the company it has invested heavily in the 

modernisation of telecommunications networks in Latvia. This has accrued capital investments 

totalling €179 million (LVL 307 million) during the period 1994-1999. The modernisation has 

included for example a transfer from analogue to digital systems (Lattelekom 2000, 9). Latvia is 

among the leading countries in Europe in terms of the number of telephones per 100 residents 

(30,2) and Lattelekom itself has 740000 clients (Lattelekom 2001a).

Lattelekom’s financial performance has been improving year after year. Even though Latvia’s 

national economy was declining during 1999, Lattelekom managed to increase it revenues by 

11% compared to the previous year. Revenues in 1999 were €75,3 million (LVL 129,3 million). 

At the same time the company’s net profits grew by 2,1 % totalling €12,4 million (LVL 21,3 

million). Lattelekom’s operating margin was 17% and return on capital employed was 13,3% for 

the year 1999. The company employs about 4200 people in Latvia (Lattelekom 2000, 60-61).

4.2 Project Sell & Deliver Services
The general objective of the project was to improve operations and generate substantial cost 

savings by improving Lattelekom’s customer facing processes to live up to customers’ quality 

expectations. The exact scope was limited to the delivery part of the Sell & Deliver Services 

process in other words activities that take place after a customer has made a purchasing decision. 

The Sell & Deliver Services process is equivalent to Durtsche et al.’s fulfilment process 

presented under subheading Terminology. The intent of the project was to achieve the objectives 

by:

• Making process improvements identifiable in money,

• Redesigning the service delivery process to resemble so called industry-best-practise 
process and ensuring a lasting change,
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• Enabling segment-based differentiation of the process without jeopardizing productivity 
and efficiency,

• Implementing process performance management and development.

This project was part of a larger development program, which was called First Choice. The entire 

program comprised of five separate, but interrelated projects (Figure 4-1). These projects were 

managed as a whole so that one project’s results could be utilized in another.

Customer Driven Strategy
Identifies what customers want Telco to be

Bring Offers to Market
Creates processes that bring suitable offers 
to markets based on customer expectations

Process Ownership
Tells to process projects how they should 
develop the management of the process

Sell & Deliver Services
Creates customer facing processes that 
fulfill the customer s quality expectations

Project Portfolio Management
Tells the other projects how they should be 
managed to achieve the company's vision

Figure 4-1: Projects within program First Choice (Accenture 2000c)

The objective of the First Choice program was to enhance Lattelekom’s management system and 

improve customer-facing processes. The project Sell & Deliver Services was mainly responsible 

for fulfilling the latter objective. Customer Driven Strategy revised the company’s segment 

based customer driven strategy. For example it analysed Lattelekom’s customers’ needs with a 

qualitative survey and defined value propositions for identified customer segments. In Project 

Portfolio Management project the company’s project portfolio was streamlined and aligned with 

the overall strategy. Project portfolio management procedures were also designed and 

implemented in order to create a common framework for Lattelekom to manage its development 

projects. Process Ownership project’s objective was to enable the delivery of improved business 

results by implementing process ownership principles within Lattelekom’s organization. The 

fifth project, Bring Offers to Market, aimed at improving customer orientation in the
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development of new services. Its purpose was also to shorten the time-to-market of new services 
and to assure better usage of financial resources.

Below Figure 4-2 presents the schedule of the First Choice development program. The work 

began with an analysis of the company’s processes and with refinement of the customer strategy. 

The most potential processes for development were selected based on the information gathered 

in phase one. A development program plan was then drafted and wheels set in motion.

Phase I Phase II i Phase IIIi ii i
¡1.10/99 1.12/99 I 1.2/00 1.4/00 1.6/00

Program Management
T-

Phase IV

1.8/00 1.12

Process analysis

Customer segment 
strategy __

Portfolio Management Quick Hits + impi.

Process Ownership Implement

^^check ^kc

——НмМНЙЙНяВНН
check check

...........................................'.

Sell services/deliver services Quick Hits + Design implement
' i ii lii

Bring offers to market
Quick Hits + Design Implement

Continuous

improvement

Figure 4 - 2: General schedule of program First Choice (Accenture 2000c)

Lattelekom’s management saw that this kind of a development program was a necessity. It could 

be predicted that the liberalization of Latvia’s telecommunications markets in 2003 will intensify 

competition in the future. This naturally makes maintaining the company’s current market 

position more difficult. In order to do that and increase profits at the same time, Lattelekom 

needed to improve operational efficiency, customer satisfaction and the process of launching 

new services. The company’s management and experts from different areas participated actively 

in the development program. This was critical for the success of the undertaking.

The project that is most relevant for this thesis, Sell & Deliver Services, could be described as a 

revolutionary change. It made large modifications to the way the process works and how its 

performance is measured. These changes influenced directly about 1500 of Lattelekom’s 

employees (out of 4200) and indirectly the whole organization. The actual development work 

began in the end of October -99 and ended in the end of June 2000.
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4.2.1 The Role of the Process Owner in the Change Project

The Process Ownership project was specifically responsible for introducing process ownership to 

Lattelekom’s organization. Up to that point the company had been organized functionally. Now 

it was believed that operational efficiency and end-to-end process visibility could be improved 

by changing to a process organization. Actually Lattelekom had named process owners prior to 

the project, but had not made any clear changes to how work had been organized. Process 

ownership was only someone’s sideline, but they had no real authority to act accordingly. They 

were e.g. busy function heads that did not really have time to be active as process owners.

It was decided that process ownership would be piloted on two processes - sell & deliver 

services and bring offers to market. It was believed that this would be too large a change to be 

implemented immediately across all functions, so a phased approach was chosen. In the first 

phase, which was employed during program First Choice, the full-time process owners would 

have unlimited power over a process within their own function. Additionally they would have 

limited power to those parts of the process, which were in other functions. Incentives and 

appraisal systems were also changed. The process owners and line managers would from now on 

share process based objectives and targets, which were also the basis of their bonuses.

The owner of the sell & deliver services process had an important role in the change project. One 

of his tasks was to lead the day-to-day operational activities. He was part of the project team and 

tightly involved in the development work. In a way he was the project’s link to the rest of the 

organization. He distributed information, made people aware of the project’s effects on working 

methods, justified the need to change etc. It could be argued that this made him more committed 

to the process and its development and also damped the organizations resistance to change. He 

was not only an implementer, but he participated actively in the designing of the new process as 

well as in the setting of the objectives and metrics. This was important from a motivational 

standpoint. After all, it could feel unfair to be evaluated based on standards that someone else 

has set. These phases are described more accurately under the following subheadings.

4.2.2 Current State Analysis and Designing the To-Be Process

Before any changes could be made and the process redesigned there naturally had to be an 

understanding of the current way of work and the existing processes. This analysis was done in 

phase one (see Figure 4-2) as part of a wider study of Lattelekom’s processes and organization. 

The company’s current processes were compared to a communication industry process map 

developed by Accenture. The main focus was on finding similarities and differenced between
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them. The comparison was done first on a higher level and then in more detail taking different 

customer segments into consideration. Figure 4-3 below illustrates another analysis that was 

done. In the figure processes are mapped according to their maturity on to two axels - 

management and implementation. After this the processes in need of development were chosen 

based on their strategic importance and maturity level. With the help of these findings 

suggestions were made for updates to the processes. Lattelekom, with Accenture’s support, was 

responsible for the implementation of these changes.

Lattelekom’s existing process map had already been designed well, but some issues were 

clarified and others changed. For example the sell and deliver processes, which previously had 

been separate, were combined into one end-to-end process from customer viewpoint. Another 

alternation was the integration of network planning and development closer to selling.

Processes integrated 
to management 

system

г
Process owner

is an active force

L V

Development is 
guided by 

process metrics

Process metrics 
are reported

Processes IMPLEMENTATION

l -........... V
Г ...!':r" ■ Л

Process
management
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Г Л
Individual 
processes 
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f л
Processes have 
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V______________ У
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Processes 
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Structure has 
been renewed 
into a process
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тттштщ.
Excellent
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Figure 4 - 3: A way to map processes maturity levels (Adapted from Accenture 2000c)

The analysis gave also some very helpful insights into the division of company’s organizational 

responsibilities. From a strategic perspective it revealed that all customer segments were treated 

equally. Secondly, it became evident that organization’s product specific structure complicated 

the process. This resulted to more than 40 different product specific roles in the process. Thirdly, 

information systems were not integrated and this lead to fragmented customer and product 

information. In addition, performance reporting overlapped and it was done manually without 

cross-divisional viewpoint. A decision was made to try to correct all of these deficiencies.
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4.2.3 Setting Objectives & Targets and Choosing Measures

The project team listed the stakeholders’ (e.g. customers, management, shareholders and 

employees) expectations on the process before the actual objectives were defined. The current 

process was then analysed against these expectations. As a result from this work the Sell & 

Deliver Services project’s general objective - to improve operations and generate substantial 

cost savings - was created.

The objective sounds straightforward, but in fact it is quite hard to measure and concretise in real 

life. This is why it was necessary to divide it into components and list the factors that influence 

its achievement. A list of benefit drivers and the related benefits was produced. The named 

drivers were delivery accuracy and cycle time, process productivity, customer specific network 

investments and new products and services. Improvement in these would accrue several benefits 

like earlier start of billing, fewer customers lost and less staff expenses. These can be divided 

into three categories: strategic, monetary and non-monetary. The most important ones are listed 

below in Table 4-1.

Next step was to select those parameters that would be most influential for the improvement of 

the sell and deliver process. It was decided that they should also be parameters that are easily 

measured and ones that could be trusted. The choosing was done by decomposing delivery time, 

cost, quality and satisfaction to the elements that influence them (see Appendix 5). Cycle time, 

working time per orders, delivery accuracy and order to delivery conversion rate were chosen 

from these.

Table 4-1: Benefits from the Sell & Deliver Services project (Accenture 2000c)

Strategic Monetary Non-Monetary
* Improved customer loyalty, 
satisfaction and market image 

through faster response times 

and better reliability. * Earlier start of billing.

* Improved internal co-operation 

between sales, delivery and 

network planning through co

ordinated process.

* Easier introduction of new 
offers due to a clearer process 

and roles in it.

* Revenues grow or remain as 
fewer clients switch operator 

due to Telco's faster response 

time.

* Steamlined process with clear 

goals, measures, reporting and 
follow-up.

* Less resources tied into 

delivery process.

* Clear roles and responsibilities 

and respective success 
measures for personnel.

The targets for the metrics were set using two different approaches - benchmark data and 

aggressive improvement seeking. Benchmarks were obtained from an industry study that 

Accenture had previously conducted. It gave an indication of what the desired performance
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levels for the metrics could be. The project team also decided that performance targets should be 

challenging and even radical. The desire was to set targets high enough so that mere quick fixes 

would not be enough.

Table 4 - 2: Performance indicators and targets for project Sell & Deliver Services (Accenture 
2000c)

Performance
indicators Unit Segment Baseline Target Stretch

target

Delivery time Working days from order 
entry to delivery

Major
Medium
Residential
All

(Numbers are indexed)
100 46 23
100 53 31
100 73 49
100 29 19

Workload / order Manual work activities / 
order All 100 77 62

Percentage agreed with Major 100 145 153
Delivery accuracy customer and delivered on Medium 100 142 150

that time Residential 100 116 123

Fulfillment rate Percentage delivered of 
entered

Major 100 160 169
Medium 100 113 127
Residential 100 118 134

Table 4-2 above lists the higher-level metrics and targets for them. The numbers have been 

converted to an indexed form. Two types of targets were set. A general target was used to 

describe the level that should at least be reached. Stretch targets were given to depict a 

performance level that was seen possible if everything goes perfectly with the project’s 
implementation.

In addition to these concrete business measures the project team used other types of metrics. For 

example the organizations readiness to change was measured on two occasions when a large 

crowd could be reached. This was done with a questionnaire (see Appendix 6 for an edited 

version). The objective was to monitor peoples opinions and attitudes in the areas of:

• Leadership (top management’s support),

• Ownership (key persons’ commitment to implementation),

• Enablement (do people know what to change and are they enabled to do so?),

• Journey (does everyone know how to proceed?).

Feedback from the project team and the rest of the organization was sought after workshops and 

larger meetings. This was seen necessary so that common pitfalls of change implementation 

could be avoided. People’s answers helped to determine ways to improve communication, areas 

that needed clarification and issues to be further discussed.
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The metrics for the project had to be specifically built. Lattelekom had previously done some 

type of quantitative measurement. They had not however measured the processes quality and 

their existing measures were not as exact and detailed as the project required. Table 4-2 

illustrates only the project’s main metrics. They were meant primarily for Lattelekom’s 

executive management team. It used them to make corrective actions and ascertain that progress 

was as planned. People responsible for the project’s implementation did even more detailed 

measuring on operational level. All of these measures were not built merely for the sake of the 

project, but also to serve after the project’s completion.

The intent was to try to improve all of the metrics without having to resort to compromises. They 

were all given the same importance. Nevertheless, it was recognized that some interdependencies 

did indeed exist. For example, if you were to concentrate too much on improving delivery time, 

it could adversely affect delivery accuracy.

4.2.4 Building the Measurement System

A complete measurement system includes also other elements besides the actual metrics. 

Responsibilities need to be assigned, incentives considered, milestones set and data sources 

located. These issues are covered next

A metric’s functionality decreases if its characteristics are not explicitly stated. This could also 

lead to incoherent information, if people apply the selected measures differently. The project 

team created so-called measurement record sheets for all the major measures so that this risk 

could be minimized. This is quite similar to Neely’s concept that was described earlier under 

Subheading 3.4.7. Table 4-3 below portrays as an example one of the sheets that were used. 

Among other things it explains what the measure is, how it is calculated, why it is used and who 
should know about its development.
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Table 4 - 3: A measurement record sheet - project Sell & Deliver Services (Accenture 2000c)

Name Delivery time
Dimension Time
Rationale No time for inefficient practices

Description

Number of working days between order entry into IT-system and activate 
billing activity. Delivery time indicates how long it takes to successfully fulfil an 
order, therefore, only orders delivered are considered.

Data source / computation IT-system query
Frequency of reporting 1 week
Reporting representation Segments, Products, Order status, Access solution

Measurement linkage

Delivery time improves but fulfilment rate worsens-> too many cancelled; 
Delivery accuracy improves but delivery time worsens if customers order well 
in advance

Behaviour encouraged Shorten elapsed time of the whole process, not only that of sub-processes
Distribution All involved in sell and deliver services process
Responsibilities N.N.

Milestones were set for the project. They controlled key tasks that were identified from the 

project’s schedule. The following milestones were used:

1. Confirmation of goals and business case (11/99),

2. Verification of as-is analysis and a draft for the to-be design (12/99),

3. Design readiness verification (01/00),

4. Pilot implementation verification (02/00),

5. Implementation result verification (04/00),

6. Final measurement of the project’s results (12/00).

After the first milestone the project’s goals should have been confirmed and a business case 

prepared. The latter simply means that the benefits and end results of the project have been 

identified and justified against the needed investments. The second milestone covers the issues 

that were described under Subheading 4.2.2. When the third milestone has been reached, there 

should be a complete and inspected design for the process & information system that will be 

implemented. The fourth milestone monitored the piloting stage of the process. The pilot was 

conducted by selecting a group of products and a certain customer segment. Then it was 

examined how the new process worked in practise. The fifth milestone then checks the results of 

that implementation. Finally, the last milestone is for the evaluation of the project’s results.

The milestones just described were for specific tasks. Similarly performance targets could be 

divided into intermediate goals. This was not done during this project for a reason. The estimated 

performance improvements for the project Sell & Deliver Services were tightly linked to an 

introduction of a new version of a software application. This was not implemented until quite
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some time after the project’s kick-off. This meant that only marginal improvements occurred in 

the beginning. On the other hand, when the new version of the used application went live, the 

improvements were fast and significant.

One way to improve the effectiveness of measurement and also to increase the probability of 

performance improvements is to tie an organization’s, and in this case also the consulting firm’s, 

compensation to the used measures. Accenture and Lattelekom agreed on an approach called 

value-based billing. The two companies had signed a letter of intent, which stated that they 

would try to find a set of measures and goals that both can commit to. This was done and 

documented to the contract between these to parties. Figure 4-4 illustrates how this influenced 

the determination of Accenture’s fee. Value based billing requires trust, openness and honesty 

from all parties to the agreement. This type of contract negotiations can take long and contain a 

certain amount of risks to both parties.

Meet stretch 
target

Meet target-------

Not meet 
target

----- ¡Г?™*

Maximum billing € x

+86%

____________

J^+43%
Base case billing € x

Minimum billing € x

Figure 4-4: Consultancy fee tied to the project’s level of success (Accenture 2000c)

A certain minimum billing was guaranteed to Accenture irrespective of the project’s success. 

This minimum was set at a significantly lower level than would be Accenture’s normal fee for 

this type of assignment. Anything above that would be a bonus for a successful project. The 

bonus was tied to twelve metrics, key performance indicators (KPIs), which measured the 

project’s achievements. If the targets would be met the bonus would be 43% from the minimum. 

A maximum bonus was set to 86%. All the stretch targets would have to be met for it. The bonus 

arrangement applied to the company not the individual consultants.

Lattelekom also rewarded key people involved in the development program. The rewards were 

set to depend on process performance and on the same metrics (key performance indicators) that 

were used in Accenture’s value based billing calculation. This arrangement applied to the
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manager of the program First Choice, the different project managers, process owners and 

division heads. The bonus was an additional compensation on top of their usual salaries, so it 

was not a threat to their current income levels.

4.2.5 Measurement and Results

The project team monitored and measured the project’s development on several different 

dimensions. The most important ones were:

• Key performance indicators (volume, fulfilment rate, delivery accuracy & time),

• Risks,

• Communication and training schedules,

• Progress of the process pilot,

• Key people’s ownership status,

• Process design and build status,

• Open issues that needed actions.

The key performance indicators had to be especially accurately measured, because they had an 

effect on the reward system and on Accenture’s billing. Much of the required data was received 

automatically from the information systems. This then needed only to be analysed and 

communicated onward. However, some manual work was also required especially for measuring 

project like deliveries. The high-level measures, which were reported to the top management 

team, were measured on a monthly basis. On the other hand, operational key metrics were 

monitored weekly and sometimes even daily.

A detailed risk analysis had been done in the early stages of the project. The project team had 

identified risks like lack of communication, changes in the project team, key persons’ 

commitment, insufficient co-ordination and lack of time. It was seen necessary that these were to 

be monitored so that their likelihood could be mitigated. Secondly, the communication and 

training schedules were monitored for any possible deviations. They had been created 

beforehand and were included in the project’s implementation schedule. Project Sell & Deliver 

Services also contained a piloting stage, which needed to be monitored so that it stayed on 

schedule and that its success could be estimated. The next one, ownership status, refers to the 

key people’s commitment to the project. It was estimated on a four-step hierarchy: awareness, 

understanding, acceptance and commitment. Naturally, this cannot be measured explicitly, but
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some indication can be elicited for example from their comments and actions. Process design and 

build refers to the planning and other work done in the early stages of the implementation phase. 

Among other things the project team followed in this category how much of the communication 

material had been finished, how was the process design progressing and were the necessary 

people recruited.

The metrics mainly were documented and followed using spreadsheets and their visualization 

capabilities (pie charts, line graphs etc.). The project’s progress was followed with a Gantt chart 

of the different implementation tasks. It displayed all major activities on a timeline 

(communication, training, recruiting etc.). The chart made it possible to easily see when certain 

activities should start, how long they have been planned to last and were they on time.

The performance improvements were naturally monitored and measured again in December 

2000 after the actual implementation was over. Table 4-4 shows the results that were achieved in 

the key performance indicators (KPIs). One of them has been omitted, because it was not 

included in the available material. However, it does not affect the overall picture. The numbers 

have been indexed in order to protect confidential information, but still to show the proportional 

improvements. The absolute number would also be quite hard to evaluate, because their level 

depends on how the metrics are defined. For instance what constitutes as a delivery time?

Table 4-4: Improvements in the key performance indicators (Adapted from Accenture 2000c)

Performance ,, End of T , Stretch
Unit Segment Base me „ . . Target

indcators a Project a target

Delivery time
Working days from order 

entry to delivery

Major

Medium
Residential

All

100

(Numbers are indexed)

53 46 23
100
100

40 53 31
73 4942

100 65 29 19

Workload / order
Manual work activities / 

order
All 100

70
77 62

Delivery accuracy
Percentage agreed with 

customer and delivered on 
that time

Major
Medium

Residential

100
100
100

159 145 153
142 150
116 123

159
140

Fulfillment rate
Percentage delivered of 

entered

Major
Medium

Residential

100 147 160 169
100 104 113 127
100 I 726 I 118 134

I I meet target

I "¡meet stretch target

The improvements as a whole were quite considerable. Especially the delivery accuracy 

exceeded the stretch targets for all three segments. It is also worth mentioning that during the 

project’s duration the volume that went through this process almost doubled. This was both a 

result of an increase in demand and an improvement in the process efficiency.
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Change readiness measurement was also part of the project’s measurement tasks as already 

discussed under Subheading 4.2.3. Below in Figure 4-5 is an example of how it was illustrated 

and monitored.

Is there enough 
support from Top? 
(Leadership)

Are the goals clear? 
(Navigation)

Navigation Leadership

Enablement Ownership / Do you know 
22. what it is all about? 

(Ownership)
How do we enable? 12/ 
(Enablement)

Figure 4-5: Measuring change readiness (Accenture 2000c)

The circle on the left shows the areas that were measured with the questionnaire (see Appendix 6 

for an edited version). The results have been drawn to the circle one on the right hand side. 35 

persons out of 75 returned their answers (46,7% response rate). People were asked questions like 

do they understand why the changes are needed, do they think that the time schedule is 

reasonable and does Lattelekom’s management support the implementation of the new process. 

The answers were given on a five-point scale from -2 (totally disagree) to +2 (totally agree). In 

the above picture this means that the larger the gray are the better the result.

The specific answers in themselves are not relevant for the purposes of this thesis. The figure’s 

purpose is merely to illustrate how one type of qualitative measurement can be done and 

monitored. Without going into the individual questions, the result showed that Lattelekom’s top 

management supports the project, people understand why the changes are needed and that they 

are committed to make them. On the other hand, some targets were seen quite demanding and a 

few parts of the new process needed to be defined more clearly.

4.2.6 Using the War Room

The interviews indicated that the primary purpose for using a war room is to be able to react 

quickly and based on facts not intuition. It was used as a tool in the implementation phase of 

project Sell & Deliver Services. Physically it was one room, which had been dedicated for this 

purpose. The room itself was in no way different except that the walls were covered with
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spreadsheets, diagrams and other papers that contained the monitored information. Mainly the 

room was used by the project manager (from Lattelekom) and a varying amount of assisting 

persons from Accenture. A virtual war room was not used. The facility functioned as an office 

for the project team and a place for holding meetings. Officially it was not open for everyone in 

the organization - mainly those who were invited or bothered to visit it.

Benefits and drawbacks of using a war room were already earlier covered to some extent. Now 

these are elaborated based on the experiences of the interviewees from this project. The findings 

are listed below in Table 4-5. It is interesting to note that it is believed that the simple existence 

of a war room already has an effect. For example it was stated that it helps to embed 

measurement in to the culture of an organization and to create a feeling of urgency in a project. 

Especially the latter is important in a change project. After all there is a poor change for success 

if people feel that change is not relevant at that moment.

Table 4-5: Benefits and drawbacks of using a war room

Benefits Drawbacks

* Helps to react fast * Needs responsibles to maintain it
* Progress can be easily monitored against the plan * Needs a space (if a virtual war room is not used)

* All information gathered to a single location
* May cause excess pressure to succeed for 
someone

* The focus stays on the relevant metrics
* May cause over emphasis in metrics and leave 
more tacit signs unnoticed

* Has a motivational effect, because performance and 
its progress is made visual

* A lot of sensitive information collected to one 
location, which increases data security risk

* Scarce resources can be allocated efficiently

* Creates a feeling of urgency

* Facilitates development project meetings

* Helps to create a measurement culture to a company
* Team members in one place

A coin always has two sides and this is the case also when using a war room. Negative effects do 

exist. Obviously keeping all the information updated and coherent requires a lot of work. In an 

ideal situation this would happen automatically. In real world that rarely is the case. For example 

companies have old legacy IT systems and different software applications may not be compatible 

with each other. Manual work is slow, error prone and needs resources, but is usually still 

needed. Someone may also feel uneasy when his or her performance is monitored so openly and 

visually. This could lead to discomfort and anxiety.

What other effects did the war room have? The specific metrics and targets that were used were 

not influenced. They had been already defined in the contract between Lattelekom and
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Accenture. Time schedule did undergo some modifications, which could be expected. Prior to 

implementation it is hard to estimate how long a task might actually take and what possible 

obstacles could come along the way. However, the entire project was completed on time. 

Changes were also made to communication methods and training. In the beginning 

communication was not having the effect that was hoped for, so some amendments were needed. 

Training was refined based on the feedback that was received. Finally, the personal involved in 

the project changed based on what was needed at a particular moment.

War room was a critical part of implementing process improvements at Lattelekom. The project 

had ambitious targets, a tight schedule and the project’s outcomes had a large effect on the 

company and its organization. Assuring a successful project would have been very difficult 

without a systematic way to monitor its progress and to react fast when changes were needed. 

Nevertheless, one of the interviewees stated that the war room could have been even more 

effective. This would have been possible by making it more open to the rest of the organization. 

More visibility could have been gained for example by using also a virtual war room or by 

actively inviting people to visit the physical counterpart. Although this would have been 

possible, it would have required more resources and made the already tight schedule even more 
challenging.

4.3 Comparison of the Key Elements in Theory and Empiric Study
The main objective of this study was to present a model for implementing a measurement and 

control system in a change project. Conclusions can now be made by comparing the model 

presented earlier to the case example in this chapter. Based on this comparison the model can 

then be revised. Some findings can also be achieved by revisiting the other issues discussed in 

the theoretical section.

A company’s strategy and its customers’ needs define the required key processes, which then 

influence performance and how measurement is conducted. This link between strategy, 

performance and measurement was highlighted by Edwards & Peppard (1994, 408) and Durtsche 

et al. (1999,100). This can also be observed from the case example’s development program, 

which included these three elements. Lattelekom’s segment based customer driven strategy was 

revised and refined in one project. Another project concentrated on improving the performance 

of the sell & deliver services process. In addition, new management procedures were introduced 

and regular, detailed measurement of the process begun.
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Several characteristics of a good measurement system were identified in the theoretical part. 

These can now be compared to the measurement done in project Sell & Deliver Services. Four 

characteristics are chosen for this evaluation: effectiveness, accountability & compensation, a 

balanced (holistic) view and causal orientation.

A measurement system should take into account the effectiveness of operations. Effectiveness 

was defined earlier on as the extent to which goals have been met. This was an integral part of 

the project’s measurement. Specific targets & objectives were set in advance, which then served 

as the basis for monitoring, measurement and evaluation of project’s progress. This was done on 

a regular basis. A war room was at the center of this function and enabled the project team to 

react fast.

Accountability and compensation are two different characteristics, which are interrelated. People 

are made accountable for something and rewards tied to their performance at fulfilling these 

responsibilities. In the case example this occurred for both Lattelekom and Accenture. 

Lattelekom appointed a process owner and other key people to the change project. These persons 

and the company’s top management had an essential role in the project’s implementation. Their 

bonuses were linked to the success of the undertaking. Accenture assisted in planning and 

implementing the changes and their fee was also made dependent on how well the targets were 

achieved.

A measurement system should be balanced - all of the relevant stakeholders ought to be taken 

into account. An analysis of stakeholder expectations was conducted in the beginning of project 

Sell & Deliver Services. These findings were then taken into consideration when the new process 
was designed and implemented. Also the measurement system was made to take a wider view. In 

addition to pure process measures (e.g. delivery time and accuracy) other measures were used as 

well. People’s attitudes and commitment towards the project were measured, even though it 

could have been more planned and systematic. Now it was conducted only few times along the 

project. Risks and time schedule were monitored. Communication and training had been planned 

in advance and their progress was followed.

Causal orientation means that a measurement system focuses on the past, present and the future. 

This is a characteristic for a good measurement system that was supported by both Caplice & 

Sheffi (1995, 63) and Brown (1996, 4-10). One could argue that all these three elements were 

more or less present in the case example’s measurement system. Historical data was used so that 

trends in performance could be noticed. In addition, benchmark information was utilized when
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objectives and targets were set. The current status was measured regularly on a monthly, weekly 

and even daily basis. Being able to predict the future is a much more demanding task for a 

measurement system. However, the change readiness measurements that were done during the 

project, gave an indication of things to come. It brought to light issues that had to be considered 

and areas that needed improvement so that setbacks could be avoided.

A process owner was defined to be someone who has end-to-end responsibility for achieving the 

outcomes of a process (Andersen Consulting 1997, 93). Usually his/hers rewards are also tied to 

the process’ performance. Three roles were defined for a process owner (Hammer & Co. 

according to Andersen Consulting 1997, 94):

• Innovator (designing the process and measuring performance),

• Coach (enabling the performers by acting as a resource, rather than supervisor),

• Advocate (representing the process in the organization).

Process ownership was introduced into two processes during the program First Choice. The sell 

& deliver services process was one of them. Changing from a functional organization into a 

process organization is a big change. This is why Lattelekom selected a staged approach in 

which full process ownership is first introduced inside a function. The intent is to move 

gradually to a “real” process organization in areas where it is the most efficient way to operate.

The process owner was a key person in the Sell & Deliver Services project. Among other things 

he participated in the development work and led the day-to-day operational activities. Several 

similarities can be found if his role is compared to Hammer & Co’s list presented under 

Subheading 3.3. He could be characterized as an innovator who determined performance 
requirements, designed the process and managed process-improvement efforts. Some of the 

elements of being a coach can be found as well (serving as a process expert, solving operational 

problems and handling exceptions). The process owner also represented the process in the 

organization - acted as an advocate. He was one of the drivers of change whose job was to argue 

in favor of the change project and promote, communicate and explain its effects for the rest of 
the organization.

Some of the elements from the theory on process ownership were not implemented. As 

previously stated, the process owner did not have authority over the whole process due to the 

staged implementation approach. However, it can be argued that the change would have been too
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large to be undergone outright. One could also argue that the compensation system was only 

moderately changed. The process owner could gain an extra bonus for good performance, but 

even a poor one would not compromise the status quo. This is not a problem if the assumption of 

money’s motivational effect is always correct. This might not be the case for an already highly 

paid person.

A war room was defined to be a tool for monitoring and evaluating the progress of a change 

project and process performance (Muuronen 2000). Its primary purpose is to help react quickly 

when performance level and/or deviations from the plan require corrective actions. The war 

room in the project Sell & Deliver Services was a tool for the implementation phase. It 

functioned as project office, where meetings were held and information analyzed. The project 

itself was designed to make large changes into Lattelekom’s operations in a short time period. It 

can be argued that in this situation a war room was an important factor aiding in achievement of 

these objectives.

Now the model presented earlier can be revisited and changes made to it based on the empirical 

findings (Figure 4-6). The whole model is not explained again in detail, instead the changes are 
pointed out and explained.

Figure 4-6: Revised model for implementing measurement and control system
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An additional step, new processes, was added to the left-hand side of the figure. This was done 

based on the case example. After all, the new processes are the ones that will be measured and 

that is why their attributes should be taken into account when the measures are designed. The 

objectives of the change process determine the structure of the new processes.

The connection from the war room to the objectives was removed based on the interviews. There 

was some difference of an opinion on this issue. In the end it was not seen desirable or advisable 

to change the objectives after they have been initially decided on. This is especially the case with 

performance targets. The assumption is that they have been set to a challenging level, but at least 

at that time they have been believed to be achievable by some means. Even if it becomes clear 

that they cannot be reached during a particular project, they can be see as the long-term target. If 

it were to become a custom that targets are altered, it could lead to a situation where no real 

improvements occur. Even though this change to the model was made, it must be acknowledged 

that in real life there may come situations where the objectives have to be modified. This could 

be the case e.g. in circumstances where the original assumptions have been wrong or if the 

business environment undergoes a significant change. However, this was seen as more of an 

exception than the normal situation. The information and actions gathered and distributed by the 

war room were also elaborated on based on the empirical findings.
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5 Summary
The purpose of this thesis was to study how can a measurement and control system be 

implemented for a change project. The objective was to answer this question by developing a 

model that illustrates how such a task can be approached and what issues need to be considered. 

The model was then compared to an actual case example. This thesis had also a few lower level 
objectives:

• To study what type of characteristics for a good process metric and measurement system 
can be found from the current literature and to consider which of those are most relevant 
in the context of a change project.

• To find out what kind of measurement systems and models for their implementation, 
which can be used as the basis for the measurement and control system model, can be 
found from the current literature.

• To clarify the role of a process owner in a change project.

• To define what a war room is and to find out how it can aid in controlling and monitoring 
a project’s progress.

This thesis did not try to give a list of explicit measures that could be used in every occasion. 

Such a list would have been quite difficult - if not impossible - to draft, because metrics need to 

take into consideration the specifics of a situation and the organization that uses them.

The theoretical part of this study was a literature review. Based on this information and 

interviews a model was then drafted. Literature on performance measurement was easily 

obtainable and references on the topic of process ownership were also found. However, the 

concept of a war room is quite new and not widely studied. For this reason the information on 

the war room concept was based only on interviews and the case example.

The empirical study was conducted using Accenture’s internal project material and by 

interviewing the people who participated in the development program under study. Comments on 

the case example were also received from Accenture’s client, the telecommunications company 

Lattelekom, in which the development program took place.

5.1 Main Conclusions
A company’s strategy and its customers’ needs define the required key processes, which then 

influence performance and how it is measured. The model presented in this thesis represents that
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on one hand the needed measures are influenced by customers, corporate strategy, mission, 

vision and the objectives of the change project. On the other hand, they are influenced by the 

current measures and the existing processes as well as the new process design. The selected 

measures can then be assessed and prioritised from the project’s perspective. Next, the metrics 

system can be developed (rewards tied to the metrics, milestones set etc.). Finally, measurement 

can be begun and a war room used as a tool to compile this information, analyse and distribute it 

and help in deciding the right corrective actions.

A change project must add value to stakeholders. Measurements function is to determine if this 

objective is being fulfilled. This means that the metrics, which are used, need to be set to monitor 

the key success factors that influence the project’s progress. Theory on performance 

measurement sets several characteristics for a good metric. In reality, it is very difficult if not 

impossible to fulfil them all. Priorisation is needed. However, a metric should at least be valid 

(measures the right things), robust (interpreted similarly by all users and repeatable), useful 

(easily understandable) and allow a required level of detail. Literature sets requirements for a 

measurement system as well. It should be holistic, have a predictive capability, be accurate and 

the list could go on. Even though they are all desirable attributes, trying to embrace them all 

would make project measurement an excessively complex task. This is especially the case if the 

project is very short.

Process thinking has spread in the business world. This development is exerting influence on the 

ways companies are organized. Process ownership is one key element in this “doctrine”. Its 

purpose is to enable an organization to have an end-to-end view of a process from a customer’s 

perspective and manage the process accordingly. A process owner is the person mainly 

responsible for a process’ performance. He/she should have detailed knowledge of the process 

and be the one most familiar with it. This makes him/her a vital person when changes are made 

to the process. It would also not be very motivating for a person to be responsible for something, 

but not have the possibility to participate when improvements are designed and made. A process 

owner can take part in the development work in several ways for example by educating others 

about the process, explaining the effects of the planned change or even by being the leader of the 

project team. Usually a process owner’s compensation depends to some extent on the 

performance of the process. This gives him/her an additional motivation to participate in the 

development work.

A war room was defined to be a tool for monitoring and evaluating the progress of a change 

project and process performance (Muuronen 2000). Its primary purpose is to help react quickly
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when performance level and/or deviations from the plan require corrective actions. The case 

example and the interviewees’ comments would indicate that a war room can be an effective and 

useful project management tool. It shortens the time interval between an occurrence, its analysis 

and corrective actions. However, this benefit does not come free of charge. A war room needs 

resources that may not always be available. It would be reasonable to assume that a war room is 

more suitable for projects that are large, contain many risks and can have a high impact on the 

organization. The cost of a war room could be more easily justified in cases like these. In 

addition, it might be more suitable for a larger organization. A small company may not have the 

need, financial and/or human resources needed for a war room.

5.2 Future Research
This study concentrated on issues related to measuring quite traditional logistics processes. 

However, the advent of electronic commerce has created new ways of doing business, which are 

most likely going to have an effect on companies’ processes and value chains. It still remains to 

be seen how large the change will be, but as processes change so does the requirements for 

measurement. New metrics are needed, and measurement systems might have to modified and so 

on. This interesting and useful topic could be researched by studying if/how businesses measure 

their electronic commerce activities and if there are differences between new and traditional 

companies.

As already stated earlier, the concept of a war room has not been widely studied. Some 

interesting and even fruitful results may be achieved by making a more extensive study on the 

subject. Further research could for example concentrate on finding out the real benefits and the 

actual costs that a war room can bring and also if the use of an eWar room could be justified. 

Especially the last -mentioned issue is becoming even more interesting since companies today 

are widely using intranets for communication and other purposes. In this thesis a war room was 

seen as a temporary arrangement for a particular project, but it could also be studied if there 

would be any benefits from a more permanent use.

The model presented in this thesis is based on measurement literature, interviews and the case 

study. More research needs to be conducted before its usefulness or shortcomings can be 

accurately assessed. The presented model should be compared to measurement in other change 

projects. This would make it possible to evaluate the model against more extensive empirical 

evidence and as a result may give indication of some necessary modifications. It would be also
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beneficial to find out how common is it that measurement is actually explicitly organized in a 

project and what types of change management tools do organizations use?
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Appendix 1: The Eight-Stage Process of Creating Major 
Change

(Kotter, J. P. 1996,21)
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Appendix 2: Performance Measurement System Design

--------- \
Parti

Grouping products

Part 2
Agreeing business objectives

\
Part 3

Agreeing performance measures
for the business objectives 

—

Part 4
Signing-off the top-level 
performance measures
—

Part 6
Identifying the drivers 

of performance

Part 7
Deciding which of the 

drivers are key 
V___ Z~

Part 5
Embedding the top-level 
performance measures

(Bourne et al. 2000, 1139)
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Appendix 3: Process Measure Categories

Time

On-time Delivery/Receipt 
Order cycle time 
Order cycle time variability 
Response time
Forecasting/Planning cycle time 
Planning cycle time variability

Quality

Overall customer satisfaction 
Processing accuracy 
Perfect order fulfillment
* On-time delivery
* Complete order
* Accurate product selection
* Damage-free
* Accurate invoice 

Forecast accuracy 
Planning accuracy

* Budgets and operating plans 
Schedule adherence

Cost
Finished goods inventory turns 
Days sales outstanding 
Cost to serve 
Cash-to-cash cycle time 
Total delivered cost

* Cost of goods
* Transportation costs
* Inventory carrying costs
* Material handling costs
* All other costs

* Information systems
* Administrative 

Cost of excess capacity 
Cost of capacity shortfall

Other / Supporting

Approval exceptions to standard
* Minimum order quantity
* Change order timing 

Availability of information

(Durtsche, D. A. et al. 1999, 131)
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Appendix 4: An Example of Business Objectives & Measures
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Appendix 6: Change Readiness Questionnaire

Please, indicate, how much do you agree with each statement.

-2 = / totally disagree 
-1=1 mostly disagree 
0 = Neutral 
1 = / mostly agree 
+2 = / totally agree

2. Lattelekom top management supports new sell and deliver process (S&D)
implementation. -2-10 1 2

3. Lattelekom management demostrates the need for S&D process improvements. -2-10 1 2

4.1 understand why S&D process improvements are needed. -2-10 1 2

5. Implementing new S&D process adds value to Lattelekom customers. -2-10 1 2

7. Implementing new S&D process within next two months is reasonable. -2-10 1 2

8. I believe that the new S/D process implementation will clarify the roles of different
divisions/departments. -2-10 1 2

10. Key performance indicator (KPI) target for data delivery time is reasonable. -2-10 1 2

15. Produced process description is useful. -2-10 1 2

17. Approach to communication of process changes is reasonable. -2-10 1 2

18. In my opinion we need a common service handbook. -2-10 1 2

20. The changes in the process and organisational responsibilities can be accepted
by the Network Service (NS) middle management. -2-10 1 2

23. The changes in the process and organisational responsibilities can be accepted
by the NS employees. -2-10 1 2

25. I clearly understand my role in the new process and organisation structure. -2-10 1 2

26. I am committed to support changes in the process and organisational
responsibilities. -2-10 1 2

27. I am ready to communicate process changes to the organisation.______________ -2-10 1 2

(Adapted from Accenture 2000c)


