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Dear Matthew,
Measuring performance is a key leadership function. It is like
taking a road trip. You have the map and the vehicle. You know
the way, sort of, because the map shows you how to travel. It
doesn't tell you the road conditions and you have to keep track of
where you are. However, if you have a GPS, all you have to do is
punch a button and it will let you know exactly where you are and
you can see how far you have come.
Measuring your performance is
like having a GPS for TQ. Once
you set up your performance
measuring system, you can
determine where you are along
the road to Total Quality. If you
don't have a good TQ GPS,
you will continually be asking,
"Are we there yet?"

For Individuals

For Organizations

Leading the Total
Quality Mission:
Aligning principles,
practices and
management

Key Performance Areas
While studying for my doctorate at Claremont Graduate School, I
had an opportunity to learn from Peter Drucker what true
organizational performance is all about. I have distilled the key
performance areas to an essential four. If you are able to
master these areas, you will be well on your way to industry
leadership:
1. Productivity: You must be able to continue to improve
your output of goods and services in relation to inputs. This
includes the relationship between hours of work, materials,
capital, human resources, and energy.
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2. Innovation: During the last two decades, we witnessed
great upheaval in and restructuring in the American
economy. Now, even more innovation is needed to remain
competitive and grow.
3. Market Position: Your organization's customers define
your business. Without customers there is no business.

companion, Leading
the Total Quality
Mission: Building
capability and
commitment, Volume
2, are a composite set of
implementable concepts,
ideas, and techniques
that the quality leader of
today may put into
practice to improve
organizational and
individual performance.
You may use this book
to build your quality
leadership and internal
practices to create a
sustainable organization.
by: Orlando Blake PhD

Successful businesses satisfy and serve their customers,
which benefits both. Because all business success comes
from customers, market position is a key measure of
operating performance.
4. Profitability: Productivity, innovation and market position
lead to profitability. Your future is purchased with today's
profits.

Developing a Useful Measurement System
Your leadership responsibility is developing a useful
measuring system. As you think about constructing a useful
measurement system, here is a process that other organizations
have used successfully:
Work as team and review the
steps in building a useful
measurement system.
Consider the following questions
as you navigate through the
process:

Testimonials
"The combination of
assessment, reflection,
reasoning, tools, advice
and personal feedback
in service of developing
an action plan was
exactly what I needed
to get myself out of the
box I made for
myself."  Lynne
Gillette, Director of
Operations, U.S.
Institute for
Environmental
Conflict Resolution
"Great 'life' skills
coupled with a
comfortable approach
makes the individual
coaching a worthwhile
experience."  Shane
Gesbeck, Production
Manager,
Unilever/SlimFast
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1. Do you know what is important to your customer? Is
what you are measuring important to customers?
2. Are your measures providing the information necessary
for managing toward strategic goals? Are the
measures clearly tied to your game plan?
3. Is information from the system generating information
that you can take action on or make decisions?
4. Do the measures shift the focus from empires and
"silo's" to horizontal systems and processes that
account for total performance?
5. Are the measures clearly tied to Continuous
Improvement?

Measuring the Cost of Output
Cost, quality and output ratios are an important
consideration when developing a useful performance
measurement system. The following are some examples that you
might use:
If you understand output ratios for measuring performance, you
can write output measures of cost for your own organization.
Measures of Cost
The basic model for this kind of measure is:
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SERVICE OR PRODUCT UNIT
SOURCES OF COST

Examples:
NUMBER OF SOFTWARE CHANGES ISSUED
COST OF PROJECT PLANNING MEETINGS, WRITING
CODE, DEBUGGING
TOTAL SALES
OVERHEAD
Measures of Quality or Attributes
The basic model for this measure is:
INDICATORS OF ERROR, LOSS, OR FAILURE
SERVICE OR PRODUCT UNIT MEASURED
Examples:
WORK PACKAGES ISSUED
MISTAKES IN WORK PACKAGES ISSUED
HOURS OF SERVICE
CUSTOMER COMPLAINTS
To develop useful measures, work as a team and review each of
the steps for developing output and quality measures.
1. Identify a customer or set of customers. Quality is
defined by the customer.
2. Develop a set of outputs for the customers (services and
products).
3. Review all outputs and ensure that they are described
concretely so that there is no question about their exact
meaning.
4. Transfer the first output for which measures will be
developed to the top of a separate page of chart paper

and draw a line under it. This is the numerator of the
measurement for a cost ratio that you will develop.
5. By brainstorming, develop a list of the sources of costs
that the team will use to measure the output, e.g.,
travel, planning, direct labor, hardware, rework, etc.
Record the list developed in this step under the numerator
(i.e., the output) to be measured. By doing this the team
has, at all times, the relationships that it is trying to
establish in the ratios it is building.
6. Select from the data sources listed in the denominator
the ones that will be tracked. To select a set of data
sources, the team should first establish selection criteria,
e.g., availability of data, time spent in acquiring data,
amount of information that the data will provide for potential
improvement, etc.
7. Review the ratio and refine it if necessary.
Embracing a Continuous Improvement philosophy with
coherent measurements, building a system to support it,
and aligning your leadership practices will give you the
results you want.
To learn how measuring performance can increase your
leadership and executive capabilities, access The Blake Group's
free resources section HERE.
Sincerely,

Orlando Blake, PhD, CPT
The Blake Group
Organizational Consulting LLC
520.455.9393 / 877.844.4969
www.blakegroup.com
oeb@blakegroup.com
Find Us on LinkedIn: Join us on LinkedIn today! Daily you
strive to update and transform your career and by joining us on
LinkedIn, we'll help you promote career opportunities and
generate business relationships. We'll also share valuable
information to strengthen your customer relationships and
develop your leadership effectiveness.
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