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Introduction 
In the last few years many companies have 
begun to realize the importance of changing 
Organizational Culture as an enterprise strategy 
that, properly implemented, will improve financial 
performance. Typical results of an effective 
Strategic Plan for a Performance Culture include 
a 20% - 50% reduction in maintenance costs 
accompanied by a 5% - 20% increase in real 
capacity, with no capital investment in production 
equipment. The tangible results include a 
significant increase in profitability accompanied by 
a dramatic reduction in unit cost. 

In her paper “Improving Profitability” Dr. Carol 
Vesier states, “The goal of all public companies 
is to enrich their investors. A requirement to 
increasing shareholder wealth is profitability.  
Profitability is the return on an investment. 
Measurements of return include cash flow and net 
income while measurements of investment include 
operating assets, total assets and equity.  All 
strategies to improve profitability can be classified 
as employing one or more of three fundamental 
mechanisms: 

1. Eliminate waste 

A Strategic Initiative for Performance Culture

This article is a continuation from previous 
newsletters. You can read Part 1 here and Part 2 
here

The Returns
Given the investments outlined above, the 
organization can expect substantial returns over 
the short term.  Implementation experience 
indicates most organizations will ramp up to near 
steady state benefits in a period of three years.  
The primary sources of return are:

• Production Volume

• Operating Expense 

Higher production volumes are achieved by 

decreasing variability and increasing asset 
availability during implementation.  The 
returns cited here are achieved in the absence of 
significant capital investment and are the result 
of functional process improvement supported by 
behavioral modifications.  The improvements can 
only be sustained when the organization reaches 
the next level of stable cultural state.  

Obviously, market conditions must be favorable 
(sold out, price stability, distribution capacity, 
etc.) for the organization to convert the additional 
volume into revenues.  

Volume Increase: 2 – 5 Percent  
Financial Return: $5,000,000 - $50,000,000
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Lower operating expenses are achieved by 
increasing the efficiency of the organization.  
The efficiency benefits can manifest 
themselves in increased staff productivity, 
reduced contracted services, reduced levels 
of material consumption, and reduced 
logistics fees.  The improved understanding 
of; the overall mission, the functional 
interdependencies, and the renewed focus of 
the organization, allow for substantial gains 
across the organization.

Conservatively assuming operating expense 
of the company are twenty percent of 
revenues, the following returns have been 
achieved:

Expense Decrease: 10 – 20 Percent 
Financial Return: $5,000,000 - 

$40,000,000

Existing or New 
Assets
The scenario outlined 
above has been 
achieved in existing (or 
brownfield) assets that 
have reached steady 
states of operation.  
The Performance 
Culture model is just 
as applicable to new 
(or greenfield) assets 
and the organizations 
forming to support 
them.  In fact, it 

may be more urgent in new assets as 
organizations are typically formed by 
recruiting resources from many and varied 
sources.  These resources all arrive with 
some historical reference of their previous 
cultural state and the associated behaviors.  
To reach steady state operations in the 
most efficient and expeditious manner, the 
new organization must define expected 
behaviors to establish the desired cultural 
state.

The economics and timing are different 
for greenfield assets and organizations, 
however, the returns can be just as 
substantial.   The returns will be largely 
based on cost and loss avoidance during 
the ramp from startup to steady state.  

The financial returns for a greenfield 
organization implementing Performance 
Culture will be defined in a future paper.

Summarizing the Financial Return 
On Investment
The Return on Investment (ROI) over 
a four year window for implementing 
the Performance Culture is substantial 
and represents a value proposition much 
greater than alternative improvement 
initiatives.  Analyzing the investments and 
returns, ramped based on implementation 
experiences, we would expect an ROI of 
greater than 14:1 for any size organization.

Implementing the Performance Culture 
represents one of the most compelling 
business cases for any organizational 
initiative! The challenges of implementing 
the Performance Culture are many and 
difficult, but, the financial returns are worth 
the effort.

Mark Broussard
President & COO
pmbroussard@samicorp.com
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Figure 1 - Cumulative Return

Figure 2 - Return vs Investment Small Organization Figure 2 - Return vs Investment Large Organization
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2. Change the rules of the game 

3. Improve asset productivity 

Research has shown that increasing asset 

productivity is a powerful method for 
improving profitability. Manufacturing 
reliability improvements offer a unique 
opportunity to simultaneously increase asset 
productivity and reduce costs.  The study 
results identify asset productivity as the 
most powerful mechanism for increasing 
Shareholder return.
 
The author believes that the most effective 
way to increase Fixed Asset Productivity is 
to maximize asset utilization by changing 
the Organizational Culture.  Changing 
Organizational Culture requires significant 
effort and knowledge. Most companies 
have difficulty finding a sufficient supply of 
these valuable commodities to implement 
SAM internally.  Many companies also 
struggle with figuring out how to get 
started and what direction to proceed.  A 
Roadmap is needed!

Why Consider Performance 
Culture? 
Performance Culture is the Organizational 
Culture model of an organization that 
always hits its targets:

• The Organizational Culture exists outside  
   our awareness

• Culture is pervasive and influences 

   everything an organization does

• Culture is the sum of behaviors of the 
   organization members & leaders

• An organization’s culture determines its 
   results

• The organization leadership determines 
   its culture

• Sustainable improvement requires 
   changing Organizational Culture

No organization can consistently 
outperform its Organizational Culture!  
Many performance improvement initiatives 
fail to deliver sustainable results due 
to management changes, lack of senior 
management support, and failure to 
establish an effective Organizational 
Culture. The ability to duplicate results 
across multiple sites is restricted due to 
cultural differences, lack of consistent 
business processes, and plain old territorial 
jealousies.  Performance Culture programs 
are designed to overcome these deficiencies 
and achieve significant, sustainable 
improvement in corporate business 
processes and financial performance.

SAMI has developed an Organizational 
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Figure 1 - Performance Culture Spider Chart

• Accurate analysis of equipment   
  maintenance, repair, and   
  replacement records. 

• Increased availability of 
  production systems and 
  equipment. 

• Fewer failures of production 
  systems and equipment, 
  resulting in fewer unplanned 
  outages. 

• Improved product quality 
  associated with a reduction 
  in costs related to losing or 
  reprocessing product. 

• Lower costs for system and 
  equipment maintenance, spare 
  parts inventory, and capital 
  replacement. 

• Enhanced morale among 
  management and the workforce 
  as they learn to enjoy a 
  proactive environment instead 
  of surviving in chaos.

• Additional real capacity as 
  operating units are able to 
  operate at higher levels for 
  sustained periods by eliminating 
  variability.

• Higher profits from the 
  compounded effect of reduced 
  conversion costs and increased 
  production levels.

Performance Culture
Characteristics
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Culture model, the Performance Culture 
that defines the behaviors associated with 
a world class Organizational Culture.  In 
order to measure Organizational Culture, 
SAMI created a web-enabled software 
tool called APEX that enables us to 
measure behaviors against a standard 
set to determine the existing culture and 
track improvements.  The four P’s of the 
Performance Culture are:

• Performance

   o Meets Targets

   o Satisfies Customers

   o Continuously Improves

• People

   o Develops Employees

   o Focuses Energy

   o Creates Trust

• Purpose

   o Lives Its Values

   o Embeds Vision & Goals

   o Wins With Teamwork

• Predictability

   o Assures Safety & Integrity

   o Decides By Data

   o Eliminates Variability

Each element of the four domains combine 
to establish a set of behaviors.  The 
behaviors can be evaluated to determine 
the cultural state of an organization.  We 
recognize four stable cultural states that 
correlate to the sustainability of financial 
performance:

1. Reactive

2. Compliance (Planned)

3. Objective (Proactive)

4. Inspired

Every organization operates in one of these 
states.  To change these states, significant 

energy (i.e. financial investment) must be 
injected into an organization over a period 
of time.  The charts below depict the before 
and after PC analysis of a client who is a 
major global oil producer.  The financial 
effect of this transition is in the range of 
several hundreds of millions of US dollars 
annually.

Solomon Associates have published studies 
that indicate that first quartile refineries and 
petrochemical sites have significantly higher 
production reliability and lower production 
costs than fourth quartile facilities:

What is your Organizational Culture 
like?  If you want the answer, give me a 
call and let’s arrange an opportunity to 
learn the answer.  In my next article, I will 
address methods of measuring the current 
Organizational Culture with both leading 
and lagging performance measures.

Jim Davis, PE, CMRP
VP Middle East
jdavis@samicorp.com
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Figure 2 - APEX Evaluation Pre-Implementation Figure 3 - APEX Evaluation Post-Implementation
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News & EventsNews & Events

In addition to being a gold sponsor, SAMI has been 
selected to present “The Financial Return of the 
Performance Culture” and “Operational Readiness 
Performance Culture” at Maintcon to be held in the 
Kingdom of Bahrain, December 7th - 10th 2014.

SAMI has been selected to present “The Financial 
Return of the Performance Culture” at Offshore 
Middle East held from January 26th - 28th 2015 at 
the Qatar National Convention Centre in Doha.

http://www.maintcon.org/

