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Series Foreword

The goal of the Applied Psychology series is to create books that exemplify the use of scien-
tific research, theory, and findings to help solve real problems in organizations and society.
Pritchard, Weaver, and Ashwood’s Evidence-Based Productivity Improvement: A Practical Guide
to the Productivity Measurement and Enhancement System exemplifies this goal. Pritchard and
his colleagues have brought together a decades-long program of research on the Productivity
Measurement and Enhancement System (ProMES) and have integrated their findings and experi-
ences into a scientifically solid and eminently practical guide to developing, implementing, and
evaluating the ProMES system.

This book starts with a well-grounded discussion of what the term productivity really means in
organizations and how a system for measuring productivity and providing feedback to individu-
als and organizational units can have a dramatic impact on the effectiveness and performance of
organizations. A step-by-step description of the design of the ProMES systems and the scientific
theory that underlies these systems follows. Unlike some “how-to” books, Pritchard and col-
leagues provide a detailed overview of why ProMES works and how to assess its effects.

The second section of this book shows a deep appreciation of the constraints and opportuni-
ties that are presented in work organizations. It lays out the conditions necessary to implement
ProMES and the types of decisions that organizations must face in employing this method of
productivity enhancement.

The third and fourth sections of this book lay out commonly asked questions and methods
for overcoming the barriers to effective productivity measurement and feedback. They compare
ProMES to other interventions designed to produce similar effects (e.g., Six Sigma) and fairly
describe the relative advantages of alternative approaches.

Evidence-Based Productivity Improvement: A Practical Guide to the Productivity Measurement
and Enhancement System illustrates the effective marriage of science and practice. It is well-
grounded in research on measurement and motivation but at the same time recognizes the practi-
cal issues faced when applying science to organizations. This book will appeal to scientists and
practitioners alike. It has useful hints for managers, consultants, and students, and it can serve as
a model for putting social and behavioral science to work in organizations. We are very proud to
add Evidence-Based Productivity Improvement: A Practical Guide to the Productivity Measurement
and Enhancement System to the Applied Psychology series.

Kevin R. Murphy
Jeanette N. Cleveland



Preface

Productivity lies at the heart of important issues such as global competitive position, industrial
success, organizational survival, and individual quality of life. Productivity growth has been tied
to the prosperity of national economies, decreased inflation, success of individual organizations,
increases in our quality of life, and better use of natural and human resources.

For the individual organization, productivity improvement is a critical mechanism underly-
ing organizational adaptability and effectiveness—facilitating the sustainment of highly reliable
outcomes in the face of dynamic environmental and industrial forces. To make these improve-
ments, however, tools are needed to help organizational personnel improve the productivity of
their organizations. This book is intended as an information source for implementing a tool that
should help in that process.

The book describes the use of the Productivity Measurement and Enhancement System
(ProMES) developed by my associates and I (Pritchard, Jones, Roth, Stuebing, & Ekeberg, 1988,
1989). ProMES is an intervention designed to produce a quality measurement of performance and
to use this measurement system as feedback in a way that will maximize performance improve-
ments. A design team composed of people doing the work, a supervisor, and a facilitator first
identify the objectives of the unit. They then develop objective measures that will validly and
completely measure how well those objectives are being met. Next, they form what is called
“contingencies,” a type of graphic utility function relating how performance on each measure
contributes to the organization. These contingencies allow for the formulation of an overall perfor-
mance score, capture the differential importance of the different measures, and identify the priori-
ties for making improvements. Data from this measurement system are then fed back to members
of the unit, and they use this information to make improvements in the way the work is done. This
feedback and innovation planning then continue over time in a continuous improvement model.

Since those initial publications, there have been several books on ProMES. A book describing
the intervention and how to do it was published in 1990 (Pritchard, 1990a), followed by a German
version (Pritchard, Kleinbeck, & Schmidt, 1993). Since then there have been four books reporting
ProMES studies (Pritchard, 1995d; Holling, Lammers, & Pritchard, 1998; Pritchard, Watson,
Kelly, & Paquin, 1998; and Pritchard, Holling, Lammers, & Clark, 2002).

The ProMES research program is an example of the concept of evidence-based management
(Pfeffer & Sutton, 2006; Rousseau, 2006a, 2006b, 2007; Walshe & Rundall, 2001). The idea
behind evidence-based management is that managers should use interventions based on evidence
of their success rather than other factors such as what other organizations do. Rousseau and
McCarthy (2007) argue that evidence-based management facilitates better outcomes from man-
agement decisions, continued learning by managers, and closer ties among scholars, educators,

XXI



xxii ® Preface

and practitioners. Because ProMES is based on sound theory and there is clear evidence of its
effectiveness in organizations, ProMES is an example of an intervention that is evidence based.

The book is intended for several audiences. It should be useful to behavioral science profession-
als who wish to learn more about practical methods of measuring and improving organizational
productivity. In addition, managers who want to learn more about ways to improve productivity
in organizations should find it a source of helpful information. It will also be of benefit in teaching.
It can be used as a source book in classes stressing practical methods of productivity improvement
and for workshops on productivity.

The book is divided into four major parts. Section I presents background on productivity and
a description of ProMES, including the criteria for a good productivity measurement system and
how ProMES meets these criteria. For those interested in theory and research, it also includes the
theory behind ProMES and a major chapter on research done on ProMES. Section II describes in
detail how to develop ProMES in an organization in very concrete terms. This is the section for
those wanting to learn enough about it to implement the system. It presents information on what
to do before starting a system and gives very specific guidelines on how to do each step of the
intervention. Section III covers more issues of how to implement a ProMES system and discusses
questions and answers users sometimes have about the system. Section IV covers using the sys-
tem with other productivity improvement systems and describes other applications of ProMES.
ProMES is compared with other techniques of feedback, goal setting, and incentives and specifi-
cally compared to the Balanced Scorecard and Six Sigma. ProMES can be used in many other
situations in addition to productivity improvement, and these applications are discussed in the
final chapter.

A book describing the results of a 30-year research program is a product of many forces and
the influence of many people. The original research to evaluate the productivity measurement sys-
tem (ProMES) was funded by what was then called the Air Force Human Resources Laboratory,
which is now part of the Human Effectiveness Directorate of the Air Force Research Laboratory.
I want to acknowledge all my colleagues over the years who have put their valuable energies
into accumulating knowledge about ProMES. This research program could never have happened
without you. I also want to thank Praeger Publishing for permission to use materials from my
1990 ProMES book that they published, Measuring and Improving Organizational Productivity: A
Practical Guide. Special thanks also goes to Raquel Hodge, who was a great help in finalizing the
manuscript.

Robert D. Pritchard
Orlando, Florida
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