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AAAA    Note onNote onNote onNote on    ControlControlControlControl    

IntroductionIntroductionIntroductionIntroduction    
control  (kən-trōl') 

n. 

1. Authority or ability to manage or direct: lost control of the skidding car; the leaders in control 
of the country.1 

Authority can accrue de jure by means of the policies and practices established by an organization.   

Authority can also accrue ad hoc by means of superior knowledge, skill, and experience; by means of 
tradition as in the respect paid in some societies to elders or certain professions; by means of force or 
reward. 

Without authority there can be no control. 

There must be some means whereby this control can be exercised.  This involves sensing performance 
that deviates from that which is desired and making such modifications to the business configuration that 
will change the performance.  

In short, there needs to be a lever and someone’s hand needs to be on the lever. 

Metrics and MeasurementMetrics and MeasurementMetrics and MeasurementMetrics and Measurement    
“Not everything that counts can be counted and not everything that can be counted counts.”   

Albert Einstein 

We know when control needs to be exercised by understanding how actual performance compares to 
desired performance.  Performance assessment requires metrics and some means of measurement. 

There may well be numerous sources of metrics, but three present themselves within this course of 
study.2 

1. Business dynamics3 helps us to understand the significant variables that impact the performance 
of the firm.  Our list of metrics should include those variables that emerge from this analysis. 

2. Bolstorff and Rosenbaum4 provide us with examples of metrics important to understanding the 
performance of supply chains.  We can add these to our list of metrics. 

3. The augmented balanced scorecard5 is another source of metrics.  While Bolstorff and 
Rosenbaum call our attention to The Balanced Scorecard,6 the augmented balanced scorecard 

                                                      

1  Answers.com, http://www.answers.com/main/ntquery?sm1=Q29udHJvbCA=&fw=0&fc=3&ss=-1&es=-
1&gwp=11&ver=2.1.0.502&method=1 [July 4, 2008] 

2  Maritime College, TMGT 8510 System Design and Control 

3  John Sterman, Business Dynamics : Systems Thinking and Modeling for a Complex World (Boston: Irwin/McGraw-Hill, 2000) 0-
072-31135-5 

4  Peter Bolstorff and Robert Rosenbaum, Supply Chain Excellence : A Handbook for Dramatic Improvement Using the Scor Model, 
2nd ed. (New York: AMACOM-American Management Association, 2007) 0814409261 

5  James Drogan, Managing the Business, 2007, Paper, SUNY Maritime College, 
http://jmsdrgn.squarespace.com/storage/Managing%20the%20Business.pdf, [February 19, 2008  

6  Robert S. Kaplan and David P. Norton, "The Balanced Scorecard - Measures That Drive Performance," Harvard Business Review. 
January-February 1992  (1992) 
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brings to bear stewardship of the world’s resources used by the firm in the conduct of its 
business. 

Of course our own investigation of the logistics channel and supply chain may suggest other metrics. 

 

Figure Figure Figure Figure 1111 Building the Potential Metrics Building the Potential Metrics Building the Potential Metrics Building the Potential Metrics    

I term this set of metrics as potential for, given the nature of the trade-offs required as we go forward in 
this discussion of control, it may not be the “final” set of metrics. 

SIDALSIDALSIDALSIDAL    
SIDAL is shorthand for sense, interpret, decide, act, and learn and has its origins in Haeckel and 
Slywotzky7 and was introduced in “An Introduction to System Design and Control.”8 

People in Roles
Accountable for Outcomes

Sense

DecideAct

Learn Interpret

 

Figure Figure Figure Figure 2222 SIDAL SIDAL SIDAL SIDAL    

There needs to be a system that responds to the changes in the metrics.  SIDAL is a good, not-to-abstract 
model representing what is required. 

                                                      

7  Stephan H. Haeckel and Adrian J. Slywotzky, Adaptive Enterprise: Creating and Leading Sense-and-Respond Organizations 
(Harvard Business School Press, 1999) 0-875-84874-5 

8  James Drogan, An Introduction to System Design and Control, 2008, Lecture Note, SUNY Maritime College, 
http://jmsdrgn.squarespace.com/storage/An%20Introduction%20to%20System%20Design%20and%20Control.pdf, [July 8, 2008  
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The six components of SIDAL are fairly straightforward and I will provide no further explanation here 
except to provide emphasis on Learning. 

It’s imperative in the current and emerging world that we continually become better at what we do.  We 
need to learn and use that learning to improve performance in order to establish and retain sustainable 
competitive positions in the market.  Learning in an ad hoc fashion will not sustain us.  In “An 
Introduction to System Design and Control” I argued that the control must be designed in to the system.  
It can’t be tacked on. 

The same is true for learning. 

SIDAL is what allows us to exercise control in systems.  Several factors are critical if this is to happen. 

The metrics must be measureable.  This seems obvious, but we need to be cautious of the creation of a 
metric that is impossible or impractical to measure, or that does not support the essential decisions of 
the organization. 

 

Figure Figure Figure Figure 3333 Issues Regarding Metrics Issues Regarding Metrics Issues Regarding Metrics Issues Regarding Metrics9999    

Just because we can doesn’t mean we should.  Remember Einstein’s comments regarding counting. 
Information needs should not be decided on an ad hoc basis.  Three critical questions are involved. 

 a. What business decisions must be made and why? 

 b. How should these decisions be made and why? 

 c. What is the source of the data to support the decisions? 

There is then a trade-off that balances the metrics against the needs, capability, and capacity of the SIDAL 
loop. 

The above set of questions brings us to the notion of interpret.  For example, handing me an EKG10 would 
be a useless exercise. 
                                                      

9  James Drogan, Barriers and Catalysts in Global Transportation, 2003, 
http://jmsdrgn.squarespace.com/storage/Barriers%20and%20Catalysts%20in%20Global%20Transportation.pdf, [December 29, 
2006  
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Figure Figure Figure Figure 4444 EKG EKG EKG EKG11111111    

I lack the knowledge, skills, and experience to make a proper interpretation. 

Hence, the need to have a balance between sense and interpret may further constrain the useful set of 
metrics. 

Said another way, can interpret effectively use the output of sense?  That being the case one can continue 
clockwise around the SIDAL loop asking these questions and using the answers to make the trade-offs 
necessary to achieve an effective control mechanism. 

Except for learn.  It’s not clear that there is necessity for trade-offs between learn and act, or sense and 
learn.  Furthermore the learning process is intended to affect all other SIDAL components.  What should 
we sense new or differently?  What can we do to improve our ability to decide? 

Another conclusion that one can draw here is that SIDAL needs to be adaptive.  Since SIDAL is a system, 
its design and implementation must be such that this adaptiveness is not impaired.12 

                                                                                                                                                              

10  Electrocardiogram 
 
This means of studying the activity of the heart from electrical signals detectable from the body surface stemmed directly, early in 
the twentieth century, from the invention of the string galvanometer by the Dutch physiologist, Einthoven. Electrocardiography 
was demonstrated to the Royal Society in London in 1909. 
 
Answers.com, http://www.answers.com/topic/electrocardiogram?cat=health [July 12, 2008] 

11  http://www.heartsite.com/assets/images/ekg2.gif [July 9, 2008] 

12  For more on this notion of adaptiveness see Drogan, Managing the Business, 



Page 5 of 14 Saved 7/12/2008 Printed 7/19/2008 
A Note On Control 

 

Well, just how quickly must SIDAL adapt?  This is a function of something I call the decision window. 

 

Figure Figure Figure Figure 5555 The Decision Window The Decision Window The Decision Window The Decision Window    

The decision window13 opens when an event occurs and closes when the outcome of that event can no 
longer be altered.  Decision windows have become increasingly smaller over time, a trend that is 
expected to continue.14  Examples of increasingly smaller decision windows are found in the technology 
and fashion industries. 

SIDAL, or least the SIDA, needs to complete within the decision window. 

This leaves the People in Roles Accountable for Outcomes requiring comment.  I have for some time 
argued that the cadre of required knowledge, skills, and experience to ride the waves of the future needs 
to fundamentally change.15 

This cadre will be distinguished by its systems thinking and analytical skills, and willingness to work in a 
collaborative fashion. 

                                                      

13  James Drogan, The Relevance of Data, Information, and Knowledge, 2007, 
http://jmsdrgn.squarespace.com/storage/Data%20Information%20and%20Knowledge%20-
%20Relevance%20and%20Understanding.pdf, [September 28, 2007  

14  See “Homer, Great Books and Modern Life,” http://jmsdrgn.squarespace.com/droganbloggin/2006/12/28/homer-great-books-and-
modern-life.html [July 9, 2008] for further musings on this increasingly smaller decision window. 

15 Drogan, Managing the Business,.  Also go to http://jmsdrgn.squarespace.com/ and search on “mind changes” for other comments. 
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Metrics

People SIDAL

 

Figure Figure Figure Figure 6666 Trade Trade Trade Trade----offsoffsoffsoffs    

There will be continuous trade-off between these three major elements of control as businesses look for 
the optimum point of operation in a constantly changing world. 



Page 7 of 14 Saved 7/12/2008 Printed 7/19/2008 
A Note On Control 

 

The Business ConfigurationThe Business ConfigurationThe Business ConfigurationThe Business Configuration    
The structure shown in Figure 6 exists within a context I refer to as the Business Configuration.16 

 

Figure Figure Figure Figure 7777 Business Configuration Business Configuration Business Configuration Business Configuration    

This approach to describing an organization results from some 43 years of experience in helping 
organizations improve their performance.  I don’t claim it is better than any other approach, but it is one 
that has worked for me. 

Metrics are most closely aligned with Key Performance Indicators, but it should be recognized that 
metrics of various importance may lie at various places in the configuration.  For example, a metric of 
importance in the railroad industry is coupling speed.  This is the maximum speed at which cars can be 
safely coupled together without damage to either the equipment or the lading.  My recollection in that 
this is four (4) miles per hour.  This is a critical metric for railway transportation, but would not be a Key 
Performance Indicator. 

SIDAL is clearly part of the Business System.17 

This suggests, therefore, that there is set of trade-offs regarding control of the system that need to take 
into consideration the entire Business Configuration. 

There is one more context to consider. 

                                                      

16  James Drogan, A Note on Business Drivers, Business Configuration, and Information Technology Strategy, 2005, 
http://jmsdrgn.squarespace.com/storage/A%20Note%20on%20Business%20Drivers%20Business%20Configuration%20and%20Infor
mation%20Technology%20Strategy.pdf, [June 6, 2007 , James Drogan, Thinking About the Business Configuration, 2007, 
http://jmsdrgn.squarespace.com/storage/Thinking%20About%20the%20Business%20Configuration.pdf, [February 28, 2007  

17  The Business System comprises processes, people, and information. 
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The Context of InterestThe Context of InterestThe Context of InterestThe Context of Interest    
In “An Introduction to System Design and Control” I inferred a strong equivalence between a business 
and the value chain.  Let me repeat that diagram here. 

 

Figure Figure Figure Figure 8888 Value Chain Value Chain Value Chain Value Chain    

SIDAL concerns itself with the lower half of this diagram. 

However, the value chain is shaped by and responds to the context in which it exists. 
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FigFigFigFigure ure ure ure 9999 The Context of Interest The Context of Interest The Context of Interest The Context of Interest    

The context in which the Business Configuration (i.e., value chain) exists is influential on SIDAL, the 
mechanism whereby we impose control.  We need to be considerate of how this. 

Well, the obvious question arises.  Must I go through all the levels of context before I know what to do? 

The answer is no (recall the railway coupling speed example), but you do need to go far enough to 
understand the boundaries of influence.  What I mean by that is that at some point of inclusiveness the 
forces of control become endogenous to the control system and one need not precede any further.  One 
might liken this to a statistics sensitivity analysis. 
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Exercising ControlExercising ControlExercising ControlExercising Control    
In “An Introduction to System Design and Control” I suggested that one can change the following four 
things. 

1. The rules for making decisions. 

2. The data that is used when applying these rules. 

3. The manner in which the rules are linked together. 

4. The people who make and apply the rules. 

One might, of course, add other things to this list (e.g., assets, pricing) and should.  The levers for change 
vary by organization and need to be relevant to what the firm is trying to do.  These levers change over 
time. 

This most directly affects the act in SIDAL. 

The situation needs to look like this. 

 

Figure Figure Figure Figure 10101010 Connecting SIDAL and the Business Configuration Connecting SIDAL and the Business Configuration Connecting SIDAL and the Business Configuration Connecting SIDAL and the Business Configuration    

Sense depends upon measuring the performance of the organization.  Act must change the way the 
organization operates in order to achieve the desired results. 

Sight and InsightSight and InsightSight and InsightSight and Insight    
There is a great deal of conversation regarding transparency and visibility in the supply chain.  The point of 
view of this has generally been at an operational level and from where the customer sits. 

I would argue that a similar, and perhaps prerequisite, transparency and visibility needs to exist into the 
business configuration and the relevant contexts.  I say prerequisite because it’s difficult to see how one 
can provide the required level of transparency and visibility externally without being to provide a similar 
capacity and capability internally. 
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I have previously called your attention to Haeckel and Slywotzky.  I also want to call your attention to an 
earlier article by Haeckel and Nolan, “Managing by Wire.”18  Strongly related to these two works is the 
concept of the business dashboard. 

 

Figure Figure Figure Figure 11111111 The Bloomberg  The Bloomberg  The Bloomberg  The Bloomberg TerminalTerminalTerminalTerminal19191919    

Figure 11 is an example of an interpretation of one of the most famous and ubiquitous of business 
dashboards, the Bloomberg Terminal.  The dashboard is intended to present to you, much like an 
automobile dashboard does, relevant information that helps you run the business or drive the car.  Note 
that there is a fair amount of graphical, as opposed to textual, information on the screens. 

If exercising control is about having sight and insight then the manner in which relevant data is presented 
– the sight – is critical to interpretation and decision – the insight. 

                                                      

18  Stephan H. Haeckel and Richard L. Nolan, "Managing by Wire," Harvard Business Review.  September 01, 1993 

19  http://blogs.pcworld.co.nz/pcworld/ck-live/bloomberg.jpg [July 11, 2008] 
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The pace of the world is such that we can no longer afford the time to pour over computer printouts, 
trying to find the required information. 

 

Figure Figure Figure Figure 12121212 Computer Printouts Computer Printouts Computer Printouts Computer Printouts20202020    

We need the computer to pick from this pile what we need and arrange it in the way we need.   

                                                      

20  http://people.brynmawr.edu/jlacovar/images/paper3.JPG [July 11, 2008] 
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Nor can we afford the time to look at data in the following fashion. 

 

Figure Figure Figure Figure 13131313 Computer Printout Computer Printout Computer Printout Computer Printout21212121    

The notion of visualization as a means to increase our capacity for accepting and interpreting information 
plays a critical role in the notion of control.22 

Yesterday, Today, and TomorrowYesterday, Today, and TomorrowYesterday, Today, and TomorrowYesterday, Today, and Tomorrow    
Control presents us with three issues; learning from the past, understanding the present, and appreciating 
the alternative scenarios for the future. 

The metrics we have established are, in general, strongly biased towards the present.  That is to say that 
we might not be able to compare the past with the present using these metrics because the required 
historical data was simply not collected.  For example, if I wanted to compare student grades for a course 
taught in the classroom and online from 2005 in order to try to gauge the impact of the mode of learning 
on student grades, I would be unable to do so.  The reason is that our registration system does not 
unambiguously distinguish an online section from a classroom section.   

And we should correspondingly realize that forward projections are based on metrics that may not be 
relevant in the future.  For example, few talked about carbon footprints ten years ago. 

There is a risk associated with the metrics that we must keep in mind.  This risk can, to some extent, be 
hedged.23 

                                                      

21  http://ops.uconn.edu/sched/img/app5.gif [July 11, 2008] 

22  James Drogan, The Role of Visualization in Communication, 2007, 
http://jmsdrgn.squarespace.com/storage/The%20Role%20of%20Visualization%20in%20Communication.pdf, [February 10, 2007  

23  Drogan, The Relevance of Data, Information, and Knowledge, 
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Closing CommentsClosing CommentsClosing CommentsClosing Comments    
Within the system there need to be a SIDAL thread that allows the measurement of all critical metrics 
and the subsequent necessary changed to the system. 

 

Figure Figure Figure Figure 14141414 A System and  A System and  A System and  A System and the the the the SIDAL ThreadSIDAL ThreadSIDAL ThreadSIDAL Thread    

Figure 14 is a system comprising four subsystems interconnected by the arrows. The broad line is to 
depict the SIDAL thread allowing the measuring and control of the subsystems and their interconnections.  
The system and its associated mechanisms for measurement and control must be designed and 
implemented together. 

What’s the point of a system that cannot be controlled? 

Metrics and measurement, SIDAL, people, the business configuration, contexts, means of control, sight 
and insight, the past, present, and the future; all come together and must be considered together to arrive 
at the system that works.  While one must start somewhere (i.e., metrics), and the end of the day all 
these matters are like so many simultaneous equations to be solved. 

System design and control is not one pass and done. It’s perhaps many passes and never done. 

James Drogan 
July 12, 2008 
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