
 
 

SWAN Amsterdam UnConference – Recap: ​
“How Do We Realise Integral, Strategic Decision-making to Help Steer 

Innovation?” 
 

Boardmembers are using reporting KPI's, instead of steering KPI's.​
 

The solution is not Data, Technology or Digitalisation. The solution is organisational design.​
 

If the board does not recognise a problem or the need for change, there can be no solution. 
 

Facilitators: Akshay Ramkisoensing, General Manager & Strategic Data 
Partner (Waterbedrijf Groningen) 

 
I. Summary 
 
The roundtable explored how water-sector organisations can realise integral, strategic 
decision-making that actively steers innovation rather than merely reports on past 
performance. The discussion was framed primarily from an organisational and 
governance perspective, rather than as a technical, data, or digitalisation problem. ​
​
Participants quickly converged on the view that decision-making in the sector is not 
simply inefficient, but structurally flawed: boards often rely on reporting KPIs that 
describe what has already happened rather than steering KPIs that indicate what 
actions are needed to move the organisation toward shared strategic goals. ​
​
The conversation therefore shifted from the availability of data or technology to the 
accountability structures around decision-making. An important direction that emerged 
was that better dashboards or digital tools will not solve the problem unless board 
members take ownership of the right indicators and connect them to concrete steering 
mechanisms within the organisation. 
 
II. Top Challenges 
 

1.​ Board members are using reporting KPIs instead of steering KPIs​
These indicators may show historical performance, but they do not provide 
actionable insight into how the organisation should respond to strategic 
challenges or innovation priorities. 
  

2.​ Absence of clear ownership​
Because reporting KPIs are often too abstract or disconnected from concrete 
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processes, no individual board member feels direct responsibility for improving 
them. This leads to general discussions at board level, but not to targeted 
intervention.  

3.​ Gap between strategic ambition and operational knowledge​
Boards define organisational goals, but subject matter experts hold the detailed 
process knowledge needed to translate those goals into measurable, actionable 
indicators. The challenge statement that received most attention was therefore: 
water-sector boards lack steering KPIs with clear ownership and operational 
definitions, which prevents integral decision-making and turns strategic 
discussions into abstract reflection rather than concrete action. 

 
III. Practical Solutions, Tools, Approaches, & Best Practices 
 
The group discussed a structured approach for moving from passive reporting to active 
steering. ​
 

1.​ Identify the organisation’s core goals and strategic challenges, so that indicators 
are explicitly linked to what the organisation is trying to achieve. 

2.​ Board members should define conceptual steering KPIs for the core processes 
they are responsible for. These KPIs must have clear steering mechanisms, 
meaning that they should point to actions the organisation can take when 
performance moves in the wrong direction.  

3.​ Involve subject matter experts in operationalising those KPIs. Their role is to 
define the exact meaning of each KPI, determine how it can be measured, and 
clarify which operational measures can realistically influence the result.  

4.​ The group proposed a monthly reporting and accountability cycle: each board 
member reports to the board on the KPIs under their responsibility and prepares 
this discussion together with the relevant subject matter expert.  

​
The guiding question becomes: how do we get or keep this KPI in the green? This 
creates a direct link between strategic goals, operational expertise, board-level 
accountability, and integral decision-making. A key point of agreement was that the 
solution is not primarily data, technology, or digitalisation; it is organisational design. 
 
IV. Main Industry Takeaways 
 
The first takeaway is that the water sector must distinguish much more sharply between 
reporting KPIs and steering KPIs. Reporting what happened is not enough; strategic 
decision-making requires indicators that clarify what action is needed next. The second 
takeaway is that KPI ownership must sit at the right level. If board members are 
expected to steer the organisation, they must also be responsible for the indicators that 
reflect the core processes under their mandate. Without this ownership, dashboards 
become discussion material rather than management instruments. The third takeaway 
is that digital transformation will not produce strategic control unless the organisation 
first designs the right decision-making structure. Data, technology, and dashboards can 
support steering, but they cannot replace clear goals, accountable leadership, 
operational definitions, and a recurring governance rhythm. For the broader water 
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sector, the practical implication is clear: fund and design organisational readiness 
alongside digital investment, otherwise innovation remains disconnected from real 
strategic decision-making. 
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