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Performance Management and Measurement –
Are KPIs all we need?
This is where “the rubber hits the road” in BPM - at least one of the major areas
where this is the case.
We all know the expressions:

•

“If you’re not measuring, you are not managing”; and

•

“You get what you set”.

We also know that the measures or goals (often referred to as KPIs) should:

•

Be SMART (Specific, Measurable, Achievable, Realistic and Time-related)

•

Not be too numerous – with a small number of measures

•

Be split between the measurement of the business processes and the
measurement of the performance of the people – as depicted in figure 1. These
two different measurement areas must be aligned and interrelated – at least if
you want to optimize the management of your business.

Process Measures

vs.

People Measures

 Measure end-to-end

 Measure individual, team,
business unit etc.

Examples:

Examples:

•
•
•
•

End-to-end cycle time
Total cost
Customer satisfaction
Error rate (end-to-end)

• Throughput per day (week/
month)
• Quality score

Integrate and align both process and people
measures for optimal results!

Figure 1 – Process versus People measures
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How well do organizations follow these guidelines? How important are they anyway?
How should they change with different levels of the organization?
These questions should be reviewed and answered within an organization. If they
can’t be answered in a satisfactory manner, then maybe the measures or your
approach could be better.
Other aspects that must be considered and taken into account include:

•

Are you measuring the right thing? Only measure what matters.

•

Is the KPI directly traceable to a customer requirement and outcome? If not, why
are you doing it or measuring it?

•

Is the KPI directly (or indirectly) linked, or contributing , to the organization’s
strategic objectives? If not, why are you doing it or measuring it?

•

Is the measure directly assigned to people who know they have ownership, are
accountable and have responsibility for the results? Measuring will be a waste of
time if understanding the results of the measure lead to no action.

•

Do the measures lead to a desirable change of behavior in the organization?

•

Are the measures stretching people (without breaking them)? People ‘give up’ if
they are not committed or believe the goals are just not achievable.

•

Are there only a small number of KPIs? Typically we speak about there being no
more that 3-5 measures. Recently I was dealing with a medium size bank and
they were about to finalize a new business process and go live. The various
managers across the functional silos that the process spanned wanted 18
different KPIs to measure the process performance. The politics sometimes get in
the way of good business practice!
If the results of a measure are “just interesting”, then don’t measure it. Unless
effective action can be taken as a result of the measurement outcome, then again
it is just ‘interesting’.

•

What KPIs do you have on your KPIs? How and when do you measure the
effectiveness and usefulness of the KPIs set? This is a critical aspect often missed
by an organization. Management must put in place the periodic evaluation of the
established KPIs and change them if necessary.

With the various levels in an organization the measures will be different and may or
may not roll up or down to higher or lower levels.
Figure 2 provides an example of how the various levels of an organization may be
measured and how each level aligns.
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Aligning Performance
Measures
to Organization
Strategy
Exec
Managers

1

L1

Process
Focused
Organization

L2s

 Create a sustainable competitive advantage
organization from a process perspective
 Measured by achievement of :
 Shareholders value

 Fully understand all organizational
processes
 Measured by achievement of :
 Process Targets (Cost, Time,
Quality)
 People Targets

2

Collaborative Work
to Enable BPM

Team Leaders

3

Process Staff

L3s

Successful Implementation of
Process Governance

4

L4s

This
works!!

How?

 Process governance will
facilitate the delivery of
process and people targets
 Measured by achievement
of :
 Process Targets (Cost,
Time, Quality)
 People Targets

Execution of Processes and Achievement of
Targets

 Fully understand
their individual
processes
 Measured by :
 Process
Targets
 People
Targets

BPM Governance and Performance Management

Figure 2 – Aligning performance measures to organization strategy
The establishment of effective and appropriate KPIs is one thing - it is the
achievement or delivery of these KPIs that is sometimes the challenging aspect.
Unless the CEO and his or her direct reports are correctly targeted and incentivized
then it can be a waste of time. This is where the governance of the business
processes can play a critical role.
Always remember what Lou Gerstner said, as shown in figure 3. Unless you
understand human behavior and follow-up, you may not achieve the results you
expect, unless you inspect.

“… people don’t do what you
they do what you
TIP

KPIs are
critical

expect,

inspect”

Lou Gerstner, CEO IBM, 2002

Figure 3 – People behavior
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he has covered Business Process Management (BPM), business process reengineering, project management, systems development, outsourcing, and general
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performance management. He is a regular speaker at conferences and a Master
Project Director, with the Australian Institute of Project Management and is a
Chartered Accountant.
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Business Process Management: Practical Guidelines to Successful
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Management by Process: A Roadmap to Sustainable Business Process
Management (2008)—the only book to provide a roadmap to sustainable BPM
and High Performance Management
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He also writes a regular Column in the international BP Trends Monthly Update. He
can be reached at johnjeston@managementbyprocess.com
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