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Overview 

This document will share our thoughts on the characteristics needed to create 
and sustain a culture that uses metrics and data to drive decisions. 

What is a Measurement Culture? 

“Culture eats strategy for breakfast”, was a phrase originated by management 
guru Peter Drucker. It is not just a phrase, but it is a reality for many 
organizations, especially those looking to drive measurement into their 
business decision-making. This is not to say that a measurement strategy is not 
important, but a measurement culture will embrace and empower the strategy 
and a lack of a culture will doom it to failure or an administrative exercise. 
 
A measurement culture includes the values, beliefs and behaviors from the top 
down in an organization that is rooted in using measurement and data to drive 
decisions. A measurement culture that is embraced by the organization 
becomes a part of the way things get done. This culture is the shared beliefs 
that drive behavior on a daily basis. 

What is Needed to Create a Measurement Culture? 

A measurement culture needs to have the following elements in order to be 
embraced by the organization. 

1. Believe and value measurement. 

2. Take your stance on measurement. 

3. Lose the fear of measurement. 

4. Remove barriers to change. 

5. Build recognition and rewards. 
 

Believe and Value Measurement 

This starts with a vision for the benefits of using measurement. Focus on two 
primary benefits: 1) showcasing value and 2) continuous improvement. 
Measurement does both of these if you do it right. Data will be available to 
ascertain where value was created and where opportunities to get better exist. 
In addition, leadership must champion the measurement culture. If the team 
leader does not truly buy into it, it will be very difficult to drive into the daily 
behaviors of people on the team. So, believing and valuing measurement starts 
with simple benefits and top-down support. 
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Take Your Stance on Measurement 

This is a defining point for your measurement culture. There are three paths to go down here. The first being the 
ad-hoc path. This path says measurement really doesn’t matter and that we will make decisions and show our 
value by looking at who yells the loudest or bangs their fist the hardest. You really don’t have a measurement 
culture if this is your path.  

Next is the precision path. This is the path that says we have to be perfect and precise with our measurement 
models and techniques, otherwise we cannot use them at all. This means that your measurement culture will 
become a project of one-off research initiatives that will have statistically strong findings but will not easily 
replicate.  

And finally, there is the evidence path. This is the path where roughly reasonable data is acceptable. Your team can 
gather evidence of value, impact and improvement opportunities, but it need not be perfect or causal when 
reasonable and correlative is okay. This approach can be a repeatable process if you use standard survey 
instruments that are predictive and prescriptive in nature and pair them up with trends of business results that are 
operational or capability-based.  

Truth be told, your stance on measurement should be one that uses a precision-based approach when 
stakeholders question a program’s value or performance, or if several years have passed without an in-depth 
analytic review. But, outside of those situations, using a reasonable, evidence-based approach is setting the table 
for a sustainable measurement culture your team and stakeholders will surely embrace. 
 

Lose the Fear of Measurement 

Many teams measure what is easy or what makes them look good, or they don’t measure at all, out of fear they 
will look bad or have some improvements to make. Measurement is a means, not an end. You measure to show 
value and to find improvements. Measurement is also a way to increase collaboration with stakeholders and 
business partners around a common set of goals and desired outcomes. A measurement culture loses the fear of 
measurement by being transparent with themselves and their stakeholders. This means clearly setting 
expectations as to what measurement will and won’t do.  

For example, a reasonable measurement exercise will show evidence of impact, but it won’t be perfect or causal. It 
is looking to identify improvement opportunities quickly so adjustments can be made, as opposed to waiting on 
precise data and missing a chance to adjust in an agile way. Being clear about your stance on measurement with its 
benefits and flaws is a transparent way to tear down fears. Further, don’t tie material elements of performance to 
a single measure. Often, performance is more complicated, and managers should look at many factors to judge 
performance vs. one. Finally, be clear that metrics that are below goal are not ‘failures’, rather, they are 
‘improvement opportunities’ that deserve attention. Too many times the perception of poorly performing metrics 
as failures is harsh and not in the spirit of continuous improvement or performance measurement. 
 

Remove Barriers to Change 

Change management is often overlooked when creating a measurement culture. Unfortunately, it only takes a few 
team members to resist the change and prevent it from becoming part of a positive culture. To remove barriers to 
change, the organization should:  

• Have a team leader communicate a compelling and articulate case for a measurement culture.  

• Allow all impacted team members the opportunity to share their feedback, ideas and concerns. 

• Allow all impacted team members resources to adjust to the change, such as helping them to become 
more data literate by attending a measurement workshop, for example. 

• Keep things simple by ensuring the team that the resources and processes to implement and sustain a 
measurement culture will not be their ‘2nd job’, but rather, will become part of their daily job, as 
appropriate money, time and people will be there to support the change. 
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Build Recognition and Rewards 

The measurement culture is further reinforced by building recognition and rewards. For example, when team 
members make efforts to gather business metrics before, during or after a strategic program, and they sit down 
with stakeholders to review it, that should be recognized. To be clear, recognition and rewards need not (and likely 
should not) be tied to salary or compensation, but it could be the team leader recognizing this team member at 
the next team meeting for their use of measurement in their daily work. There might be a ‘best use of 
measurement’ example on a monthly basis, which is rewarded by a lunch with the team lead or a nice recognition 
email. These forms of gratitude for embracing the measurement culture are very meaningful to individuals and go 
a long way in ensuring daily behaviors reflect the culture that has been created. 
 

What is Needed to Sustain a Measurement Culture? 

Once a measurement culture is created, you need to work on sustaining it over time. This means keeping a 
measurement culture despite people coming and going, external factors reshaping strategy, processes being re-
engineered, and technologies being sunset, built or purchased. 

Sustaining a culture happens when you focus on the following attributes: 

1. People 

2. Process 

3. Tools 
 

People 

Everyone on the team should embrace the measurement culture, even if 1) they will not be physically managing 
the measurement process, or 2) they are not experts in measurement and analytics. Program managers, 
facilitators, designers, operations managers, stakeholders and others must believe that measurement is important; 
and that when they are provided reports, they use them, or if they are asked to collect data, they collect it. 
Everyone must agree that this is the way things get done for the right reasons. Additionally, for those involved in 
the actual measurement process, or using the measurement tools, they must sustain the measurement culture. 
They do this by making it part of their role, continuing to immerse themselves in the inputs and outputs, and being 
collaborative with team members and stakeholders, in order to act on the data in a timely manner. 
 

Process 

The key to a measurement process is to keep it simple. Leverage standard surveys and standard methods of 
gathering operation or competency-based metrics. Don’t create a highly customized process that requires 
significant adjustments every time you do measurement. Earlier, we mentioned an evidence-based approach to 
measurement that was roughly reasonable. This is how your process can sustain measurement culture, because it 
is repeatable and scalable. It leverages standard surveys and standard KPI templates. Remember, process is about 
being efficient and effective with limited resources. Processes that are easy to implement and simple to sustain 
will allow the measurement culture to survive and thrive.  
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Tools 

Tools are enablers to the process and the people managing the process. If there are no tools or inadequate tools or 
the wrong tools, the process will break down, the people will become disengaged, and the measurement culture 
will collapse. If there are no tools at all (i.e. technology to collect, report, analyze and act on the data) it sends a 
message that the culture is more of a theory than reality, and it will never sustain itself. If there are inadequate 
tools (ex. using a generic survey tool for a specific need or using a data visualization tool that requires expert skill 
sets or significant time to use) this too will create more work for the people and put more pressure on the process. 
This too will lead to the measurement culture eventually flaming out. However, if the organization invests in the 
right tools that fit the measurement needs, those tools can automate data collection, reporting and even analysis. 
The tools can allow the people to focus on collaboration with partners, storytelling about success, benchmarking 
for insights and action planning improvements. The right tools can immensely support, sustain and help in the 
growth and maturity of the measurement culture. Choose your tools wisely. 
 

Conclusion 

Culture may really eat strategy for breakfast. If it seems that way in your organization, you’re not alone. You must 
define, create and sustain the measurement culture. Defining the culture will help set the tone for your day-to-day 
behaviors. Creating strategy is about documenting your beliefs and values, taking a stand on your measurement 
approach, losing measurement fear, being sensitive to change, and recognizing and rewarding people when they 
exemplify the measurement culture. Finally, you sustain the culture over time by focusing on building a workforce 
comprised of people who embrace using measurement in their decision-making, having simple and repeatable 
processes so measurement is not a 2nd job, and by wisely choosing the right tools that not only sustain, but grow 
measurement culture.  
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About Performitiv 

Performitiv is analytics software that optimizes learning impact by demonstrating value and identifying improvement 
opportunities. This modern measurement system collects evidence of impact from methodology-sound surveys and 

automated, secure operational data uploads. We go beyond traditional measurement tools to paint a complete picture of 

impact by automating the aggregation, integration and analyses of critical predictive and prescriptive data. Performitiv has 
transformed the practice of impact optimization from a tactical, reactive exercise, to a credible, cost-effective, repeatable 

measurement process. 	

	


