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Yields /V [@ Experienced-based

knowledge |

e Leads to
- Experience of the
~ world of affairs

bubhc& bgrsonal

Purposeful action in
~ relationtoour
perceived situation

Creates new

The experience-action cycle: Checkland & Scholes (1990)
Fig. 2.1. The experience-action cycle: Checkland & Scholes (1990)

Checkland & Scholes (1990) have identified a basic loop that can be used to describe
the process of action research, what they call the experience-action cycle (fig. 2.1.). The
action research methodology promotés two areas of learning. What Foster (1972) calls
learning that addresses immediate and practical concerns of people, and learning that
also helps achieve the objectives of social science. This can be described as the
acquisition of social scientific knowledge, and the acquisition of organisational
knowledge. This distinction is more along the lines of use of knowledge, as opposed to
content, however it does stress the importance that action research places on providing
knowledge that it directly relevant to real world activity systems. Practitioners of action

research are interested in the acquisition of what Hoover (1988) calls social knowledge:

“Knowledge is socially powerful only if it is knowledge that can be put to use.
Social knowledge, if it is to be useful, must be communicable, valid and
compelling”.

Hoover (1988) p.6
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2.2. Development Cycles of the Project

In the section above the experience action cycle of Checkland & Scholes (1990) was
discussed. This model of the practice of action research is a useful way of presenting the
history of the development of this project. However, this project cannot be considered
purely in terms of action research since the process of reviewing and extending concepts
that exist in current literature has been just as important. This process can itself be
described as a cyclical in nature. Consequently, it is possible to add a second cycle to
Checkland & Scholes’ (1990) model, which represents the contribution from developing

existing concepts in the literature (fig2.2). This revised model more accurately describes

the methodology of this project.
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Fig. 2.2. Dual Cycles of Research
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Q: Are you satisfied with your
company’s performance measures?

Yes: 11% No: 88%
Q: Why not?
Too financially orientated 63 %

Not related to individual performance 42%
Too short term 36 %
Too vague 34%

Q: Are you actively redefining your
performance measures?

Yes: 89% No: 11%

Business Intelligence Survey (1992)

Fig. 4.1. Business Performance Measurement Survey - Business Intelligence Survey

(1992)

Geanuracos & Meiklejohn (1993) were convinced that the dissatisfaction evident from
the survey was the result of problems with the traditional array of business performance

measures. Through their research they identified eleven problems that managers

indicated were responsible for their dissatisfaction:

e

. Measures are based on an outmoded paradigm
. Measures are too financially orientated

. Measures are too inward looking

. Measures are too historical

. Measures lack predictive power

. Measures reflect functions not processes

. Measures are structured to fit the organisation

. Measures reinforce the wrong behaviour

O 00 N O »n & W N

. Measures are focused on inputs, not outputs
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some academics investigated the shape of the future business organisation (Nolan

Norton (1991)).

The Company of the Future
Nolan Norton: Royal Society of the Arts:
*Cross-functional integration *Clearly defines & communlcates

Customer/Supplier linkage purpose & values

«Global scale *Has a model of success which gmdes

performance measurement

~eContinuous improvement *Builds partnerships with all stakeholders

*The importance & rising level of indirect
labour (knowledge worker)

Nolan Norton (1991)

*Maintains a strong license to operate
RSA( 1995)

Fig. 4.2. Two visions of the company of the future.

The Nolan Norton (1991) report 1dentified a number of new organisational Trends that
would influence the future organisation (fig.4.2.). These include cross-functional
integration, customer/supplier linkage, global scale, continuous improvement, the
importance and rising level of indirect labour (knowledge worker) in the organisation.
The study recognised that these influences represent radical differences from the present
and so the performance measurement system must reflect these changes. New measures
should be based around long term shareholder value and its drivers, quality, service and

time. Also the study called for the measurement system of the future to be tied to a new
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