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CEOs, board members and executives are searching for more effective ways to get information
under control. Faced with a mass of information, they must look beyond the details to see
the big picture. Executives need a solution that, in today’s dynamic environment, enables
them to focus on the principal factors impacting profitability. They also need to communicate
effectively and efficiently within the organisation.

For a number of years, the Brussel-based company N.E.T. Research has been working on
the development of an effective method for improving the intellectual productivity of
executives and top managers. Now, executives not only have to craft the right corporate
strategy but also must turn it into results without delay.

“We have taken a hard look at ways of boosting the personal productivity of top managers,”
says Professor Dr. Patrick M. Georges, a practicing brain surgeon, and also the Founder and
Scientific Director of N.E.T. Research. “The answer we have come up with is the Management
Cockpit®”.



Interview with

Professor Dr. Patrick M. Georges

What is a Management Cockpit?
The Management Cockpit is a business
decision room or a strategic management
room — a place where executives can better
pilot their business. It's a war room for
commercial use. It's a formalisation of the
communication of the enterprise. It's a
proven method for improving the
performance of a project team, department
or an enterprise.

Because today's business is chaotic and
fast-moving, executives must make quick
decisions amid uncertainty. The
Management Cockpit provides the best
work environment for better business
decisions. The right performance indicators
are identified, then better presented and
analysed than in any other management
information system available. The
Management Cockpit presents and
organises information in a way that
amplifies human intelligence. The impact
on companies is that sales activity increases,
costs decrease and projects come in on-
time and on-budget. [See "Management
Cockpit - physical elements" for a detailed
description of the physical aspects of the
Management Cockpit.]

How did you come up with the
concept?

After five years of giving management courses
on human intelligence to executive students,
| detected a market need. Of course, my
background as a brain surgeon and pilot
influenced the development of the concept.

How can the Management Cockpit
improve intelligence?

There are three types of intelligence:
rational intelligence, emotional
intelligence and organisational
intelligence. Rational intelligence, refers
to the reasoning ability that 1Q tests
attempt to measure. It is partly determined
by our genes and is difficult to modify by
training or education. Emotional
intelligence is strongly influenced by our
parents and peers during our early years
and again most efforts to improve
emotional 1Q are usually disappointing.
That leaves our organisational intelligence.
Organisational intelligence or our
individual productivity can be significantly
improved. Using ergonomics — the science
of people at work — the Management
Cockpit can actually improve the
intelligence of the people who work in it.

Why does ergonomics make such a
difference?

In a normal board room, information is
usually presented by department or by
product or by geography. In a Management
Cockpit the information is presented in a
question and answer format which
facilitates brain work. When trying to make
sense of the world around it, the brain asks
a question, then waits for an answer. Data
are vital for any organisation, but are
difficult to interpret for the human brain,
which prefers to ask simple questions such
as: "are we in difficulty?" or "are we taking
enough or too much risks?" My research
company has published a study in which
20 executives were given 30 pages of data.
Among the many tables and figures a serious
problem was hidden. We measured the time
it took for executives to discover the problem.
When executives used the Management
Cockpit, their response time was twice as
fast.

The second important ergonomic difference
is that each management question has an
answer with six visuals. Not ten, and not
four. This is because the thalamus region of
the brain has only six information channels.
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If you give an executive a table of figures
with 10 lines, his/her brain will admit six
first, stop data acquisition and come to a
conclusion, after which he will admit the
last four items. The design of good decision-
support visuals is also important. They allow
the hard-pressed manager to understand a
situation at a glance. The Management
Cockpit has 20 special visuals in addition to
the ones you might normally find in SAP,
EXCEL or LOTUS. One of these is the
patented Instrument Landing System (ILS),
a visual aid which lets managers know if a
goal will be met in future (eg. end of the
next quarter) allowing them time to take
appropriate action.

There is a rule in human intelligence: if data
appear in the same visual field it's linked; if
it appears in separate visual fields, it's separate.
The human mind has difficulty in comparing
and integrating information that does not
appear at the same time in the same visual
field. The reason is that when looking at
visuals one at a time memorisation must be
added to the mental process. Consequently,
the Management Cockpit's displays have a
visual field of 2m?, a layout which enables
the executive to take in all the relevant
material at the same time.

What are the benefits for executives?
The Management Cockpit improves quality
and speed of decision making. It provides
the vital early warning signals. It builds
teamwork. The exercise of selecting indicators
will create team spirit, with everyone using
the same language and sharing the same
vision.

It improves the quality of communication.
I have detected a lot of misunderstanding
and miscommunication within our
customers' companies. When flying an
aircraft or a company you should not use a
"natural” language, which tends to be vague
and imprecise. Instead, you should use a
multinational language called Ergocom, a
specialised business language that enables
Japanese executives to speak to Germans and
vice versa. It's a special vocabulary that's used
in the cockpit. It's important that when you
use the term mission, objective or goal
everyone understands exactly what is meant.
By creating this kind of discipline a lot of



money and time can be saved. Mistakes can
be avoided.

A major benefit is improved productivity.
Take sales for example. If the key objective
is to aggressively increase sales, you may build
ared wall to measure sales activities, including
indicators such as time facing customers,
cost to sell, time to sell, win rate and bid
volume. What gets measured, gets done.
Management Cockpit measures what matters.
Also the Management Cockpit is valuable
as a management-by-objective tool to set
executive goals and rewards.

Can the Management Cockpit save
the company money?

Besides the productivity gains, the
Management Cockpit can directly reduce
costs in two ways. Most companies have
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regular lengthy board meetings, which the
Management Cockpit can replace with 90-
minute meetings. If you calculate the cost
of the time of the board members, this single
benefit would alone justify the
implementation of a Management Cockpit.

The Management Cockpit comes with
consultancy and content template with 108
indicators. This will shorten the
implementation time even though the user
still needs to customise the template.

What about implementation?

The Management Cockpit creates a high
level expectation and implementation is the
key success factor. The data is vital and
getting this data is not easy; usually 50%
of the "critical indicators" will not be
immediately available. Another key issue is

for the Management Cockpit to go live as
quickly as possible. It should take about 3
to 6 months to select the key indicators,
organise the cockpit lines [a structured
method of identifying and collecting
performance indicators], and to bring in
the information. However, most customers
do not have the resources or the time to
activate the Management Cockpit
themselves. Hence, we recommend they use
implementation partners who have a
structured approach. In addition, the
partners will bring objectivity, experience
and skills to facilitate the implementation.

We advise that implementation should be
"physical" from the start, i.e. implementing
the physical cockpit first. The visible cockpit
will drive change and quicken the
implementation pace.
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Management Cockpit is a strategic enterprise management and feedback tool. It needs a “pilot” to fly and make decisions. And it needs a
flight plan — that takes you to “where you need to be” from “where you are” — safe and sound.

Our proven approach starts with an end in mind: Value-driven Results. Focusing on delivering value to the Customers, People, and
Shareholders. Understanding the needs and wants of these stakeholder groups is key in crafting Mission, Vision, Strategy and Goals. Next
we align enterprise actions with the strategic goals. This will ensure limited resources will be focused on what matters. Setting performance
measures linking with strategic goals through the Balanced Scorecard will drive the right behavior. What gets measured gets done. To achieve
the desired results, organisational transformation may be required. This entails managing change holistically — process, technology, people,
management and measurements systems.



Implementing the

Management Cockpit®
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E

Clarity

mc.Implement

No aircraft takes off without a thorough
checklist. Similarly, when implementing
a Management Cockpit for your enterprise,
you need a clear, structured plan and
method to create the nerve centre of your
company. That is why Atos Origin has
created mc.Methodology.

mc.Methodology is a five-step approach
that guides you from readiness assessment,
strategy validation, implementation to
continuous improvement and optimisation.

mc.Ready focuses on readiness assessment.
Atos Origin’s management consultants
work with your executive team to
understand your company’s unique
business and culture, establish your
compelling case for change, and determine
your readiness for implementing the
Management Cockpit — taking the strategic
enterprise management approach.

mc.Strategy focuses on strategy
development, validation and alignment.
We will help the team to focus on the
value-driven results when crafting and
solidifying the Mission, Vision, Strategy
and Goals. We will focus on aligning
enterprise actions with the strategic goals.

mc.Transform

Actions \

Alignment

mc.Leverage
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Optimisation

mc.Implement focuses on implementing
the Management Cockpit. We will facilitate
the development of the Balanced Scorecard,
and drive the implementation of the
Management Cockpit.

mc.Transform focuses on organisational
transformation to achieve breakthrough
results. Transformation may be required
in business processes; enabling technologies
and infrastructures; job roles and sKkills;
measurements and management systems.
Change programs must be managed
holistically.

mc.Leverage focuses on optimisation of
the Management Cockpit. The business
environment is not static. Change is the
only constant. An operational Management
Cockpit needs to reflect the change in the
industry or the company’s objectives. We
will ensure that you keep your cockpit in
sync with the changes taking place around
you, but Atos Origin will also work with
you to define opportunities to optimise
the contribution of the cockpit.

In short, mc.Methodology ensures that
your cockpit becomes the control center
of a *fighter jet’ company in your industry.



Applying the Balanced Scorecard in the

Management Cockpit®

Balanced Scorecard (BSC) is a management
tool developed by Professor Robert Kaplan
and Dr. David Norton following their one-
year multi-company research in 1990. Their
research was motivated by the fact that
current performance measurement systems,
which depended on financial accounting,
were inadequate to manage organisations.

Information coming out of financial
accounting systems did not link with vision
& strategy, often came late and did not pin-
point to root causes. It was like driving a car
looking at the rear view mirror!

BSC provides managers with the
instrumentation to navigate their complex
businesses in fast changing global
environment. It helps translate organisational
vision, mission and strategy into actions
through performance measures. It measures
organisational performance across four
balanced perspectives: Financial, Customer,
Internal Processes and Learning & Growth.

BSC allows companies to track financial
results and the drivers of future performance
like customer satisfaction, intellectual capital
and innovation. It gives the managers a better
handle on business with clearer visibility of
future performance by measuring the
activities that drive success.

BSC framework has a number of
differences from traditional performance
measurement systems. It has financial
and non-financial measures. It has lag
and lead indicators. It has internal and
external indicators.

How should we appear to our Shareholders?

Financial Perspective

Goals

Measures

Targets

How should we appear to our Customers?

Customer Perspective

Goals Measures Targets

Vision &

Strategy

What must we Excel?

Operational Perspective

Goals Measures Targets

How will we sustain change,

learning, improving & growing?

Learning & Growth Perspective

Goals

Measures

Targets

Source: R.S. Kaplan & D. P. Norton; Harvard Business Review, Jan-Feb 1992; Jan-Feb 1996

Conceptually, the Management Cockpit is
similar to BSC. It has 4 walls corresponding
to the four BSC perspectives. It has a Black
Wall (financial perspective), Blue Wall
(internal perspective), Red wall (customer
and external perspective) and a White Wall
(strategic projects).

Balanced Scorecard can be effectively applied
using the Management Cockpit.

Management and employees have found this
tool to be useful as the same information is
shared and is visible. Managers and employees

can relate how their day-to-day action impacts
the visuals and hence results. What gets
measured gets done!

In the Management Cockpit, Key
Performance Indicator visuals are
ergonomically displayed to boost human
productivity and better collective decision
making. Balanced Scorecard is a concept
whilst Management Cockpit is the physical
tool that managers and executives can see
and work with.

Balanced Scorecard
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BSC is being used in a number of
applications at various levels of
organisational hierarchy. At the board
room level it is used to implement Vision
& Strategy. At middle management level,
it is used to review and drive successful
implementation of Change
Management, Re-engineering, ERP,
process improvement and others.
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Management Cockpit®

Physical elements

The fully installed Management Cockpit is composed
of several key elements:

1. Management Cockpit Room 3. Logical Views

Being ergonomically designed, the
Management Cockpit room requirements
are strictly defined. The room’s
dimensions are minimally 6 by 8 metres.
Preferably, it has only one entrance and
no windows. Any windows should be
blinded to avoid any outside disturbance
during meetings. To avoid distraction,
no artwork should be hung on the walls;
the only furniture is a conference table
and chairs.

Four Walls

There are four Cockpit walls, which do
not completely cover the physical walls
of the meeting room. A group of six
back-lit panels, or Logical Views, create
a cockpit wall.

The BLACK wall focuses on financial
information and financial indicators. The
BLUE wall provides information on
internal processes and performance
including employee information. The
RED wall depicts market performance,
which typically uses external information.
The WHITE wall depicts the status of
strategic projects.
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A logical view, consists of six visuals. The
combination of these visuals represents
the most important questions a company,
division or team is faced with. Depending
on the strategy and focus of the company,
the questions demanding an answer will
differ.

4. Visuals
The cockpit visuals are Key Performance
Indicators. The visuals displayed both
guide and motivate senior executives;
“what gets measured gets done”.

5. Flight Deck
The flight deck is the Management
Cockpit’s real time controller. It consists
of six screens, upon which the different
performance indicators can be viewed in
more detail. Not only does the flight
deck allow executives to view the up-to-
date information depending on the visual
type, it also allows them to drill down
to more detailed information as required.

In conclusion, Management Cockpit is a
corporate decision room that provides
strategic management feedback. When
used correctly, it will help you to "Turn
Strategy into Results".

@out Atos Origin

Atos Origin is an international consulting
and information technology (1T)services
company. Its business is turning client
vision into results through the application
of consulting, systems integration and
managed operations. The company's
annual revenues are more than EUR 5.5
billion and it employs 47,000 people in
40 countries. Atos Origin is the Worldwide
Information Technology Partner for the
Olympic Games.

In Asia Pacific, Atos Origin has its regional
headquarters in Singapore and has over
2,500 employees in 9 countries servicing
clients in Financial Services; Discrete
Manufacturing; Telecom & Utilities;
Process Industries; CPG/Retail and Public
Sector.
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