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ABSTRACT: This study explores the essence and major theoretical innovations of Activity Value 
Management (AVM), which aims to assist organizations in effectively utilizing their resources. In the 
first part, it presents AVM essence and main theoretical innovations. In the second part, it discusses the 
application of AVM to Taiwan Soka Gakkai, Taiwan’s affiliate of Soka Gakkai International. In the third 
part, it shows how AVM may assist managerial decision-making in the case of a non-profit organization. 
Finally, it lists different benefits the use of AVM may offer to non-profit organizations such as Taiwan 
Soka Gakkai. 
 
KEYWORDS: Soka Gakkai, Taiwan Soka Gakkai, SGI, Activity Value Management, AVM. 
 
 
 
Introduction 
 

Through thirty-three years of integrating academic research, teaching, and 
practical application, I have built up the management accounting technique called 
Activity Value Management (AVM), which includes seven theoretical innovations 
to create value for organizations (Wu 2022).  

AVM can be applied in the manufacturing, service, and healthcare industries, 
and even in the non-profit sector. The study examines the design and application 
of the AVM system in seventeen service centers of the Business Management 
Department of Taiwan Soka Association (Wu 2021).  

First, the paper presents AVM essence and seven theoretical innovations. 
Second, it discusses five steps of AVM design for Taiwan Soka Association. 
Third, it provides AVM information for product and customer decision-making. 
Finally, it concludes with seven benefits of AVM for non-profit organizations. 
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AVM design involves the following five steps: 

-Step 1: Design of the key management issues and value objects 

It determines the relationship between management issues and value objects 
and accordingly forms an AVM checkboard chart. 

-Step 2: Design for the resource module 

It consists of products that are value objects, including books, clothing, 
Buddhist altars, Buddhist supplies, and so on, and customer categories, such as 
domestic customers or foreign customers. 

-Step 3: Design for the activity center module 

It identifies the first stage of activity performed by activity executors, who are 
mostly employees, such as employee product development, procurement activity, 
logistics activity, sales activity, and others. 

-Step 4: Design for the activity module 

It identifies the last stage of activity performed by employees, such as 
processing an order under the first stage of activity in sales. AVM collects the 
actual time (actual capacity) spent on each activity and calculates the actual costs. 
The most important feature of the activity module is that it consists of five major 
activity attributes: quality, capacity, value-added, customer service, and 
Environment, Social, and Governance (ESG). Because of activity attributes, cost 
management can integrate with quality management (recognizing the costs of 
internal failure and external failure), capacity management (recognizing 
productive or non-productive capacity), value-added management (recognizing 
value-added or non-value-added costs), customer service management 
(recognizing the costs for customer acquisition and after-sales services), and even 
ESG (recognizing the costs spent on environment, society, and governance). 

-Step 5: Design for the value object module 

Through the design of the activity driver, the costs and profits of products, 
such as Buddhist altars, Buddhist supplies, and so on, and of customers, such as 
domestic customers or foreign customers, can be calculated. 

AVM can generate information on value, cost, and profit from the product 
perspective. The information from the product perspective can help managers’ 
decision-making on product management. 
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AVM can also generate information on value, cost, and profit from the 
customers’ perspective. The information from this perspective can assist 
managers’ decision-making of customer management. 

Taken altogether, AVM is able to provide positive impacts and benefits to non-
profit organizations, including in effectively utilizing resources, reducing internal 
and external failure costs, elevating employees’ capacity utilization, and 
improving the accuracy and relevance of management decision-making on 
products and customers. 

 

Essence and Innovation of AVM 
 

AVM is composed of four major modules. 
1) Resource Module assigns resources to activity centers in order to 

understand the cost consumed by activity centers.  
2) Activity Center Module identifies the first or second stage of activities under 

each activity center and calculates their standard cost.  
3) Activity Module decomposes the first or second stage of activities into the 

last stage of activities and calculates their actual cost.  
4) Value Object Module calculates the cost, profit, and even value of the value 

objects, which can be products, customers, projects, and others. 
AVM integrates “cause” and “outcome” information together and provides 

relevant information for management decision-making. Module 1 of AVM 
includes “outcome” information concerning “how much expenses per month.” 
Module 2 includes “cause” information related to “which department or executor 
spends the expenses.” Module 3 collects “cause” information concerning “which 
activity or what activity the executor actually does.” Module 4 includes 
“outcome” information related to “what activity contributes to value object” and 
“how much profit and value are created.” The essence of AVM appears in Figure 
1. 
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Figure 1. The essence of AVM. 

 
AVM includes seven theoretical innovations as follows. 

1. Innovation 1: The strategy guiding the design of AVM. 

2. Innovation 2: The analyses of controllable and uncontrollable costs—
Module 1. 

3. Innovation 3: The analyses of overused or unused capacity of an activity—
Modules 2 and 3. 

4. Innovation 4: Five major activity attributes: quality, capacity, value-added, 
customer service, and ESG. 

5. Innovation 5: The analyses of overall value chain costs of the enterprise—
Module 4. 

6. Innovation 6: The analyses of hidden costs, capital costs, and risk costs of 
value objects—Module 4. 

7. Innovation 7: Integrated management decision-making information—
Module 4. 
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Because of those seven innovations, AVM offers seven management values (see 
Figure 2). 

 
 

 

 

 

 

 

 

 

 

 
 

Figure 2. Seven management values of AVM. 
 

Design of AVM: The Case of Taiwan Soka Association 
 

We applied the five steps for designing AVM presented in the Introduction 
above to the case of Taiwan Soka Association. 

-Step 1: Design the relationship between management issues and value objects 

To understand the relationship between management issues and value objects, 
we use a checkboard chart (Figure 3). 
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Figure 3. Management issues and value objects. 
 

In Figure 3, there are six management issues such as cost management, 
capacity management, and so on, and ten value objects covering service center, 
foreign customers, and others. Based on Figure 3, we understand that sales 
management, cost management, and profit management are important for the 
service center. 

-Step 2: Design the resource module 

There are two significant sub-steps for designing the resource module. Step 2-
1 is the design for value objects, which are products and customers as in Figure 4. 
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Figure 4. The design for value objects. 
 

Based on Figure 4, we know that each product can be classified as “book,” 
“Buddhist altar,” and so on, and customers include domestic and foreign 
customers. Step 2-2 is the design for the activity center to understand the 
organizational structure, as in Figure 5. 

 
 

 

 

 

 

 

 
 

Figure 5. The design for the activity center. 
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Based on Figure 5, there are five levels of the organization. We designed AVM 
for seventeen service centers, which are the fifth level in the organization. In 
module 1, AVM can calculate controllable or uncontrollable resources used by 
seventeen service centers as in Table 1. 
 

 
Table 1. Controllable and uncontrollable resources of service centers: three examples. 

 
In Table 1, we notice that uncontrollable resources are very small (less than 

7%) in the three service centers selected as examples. AVM can also calculate the 
profit for each service center. Table 2 shows the profit and profit ratio for these 
three service centers. 
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Table 2. Profit and profit ratio of each service center: three examples. 

 
Based on Table 2, we understand that the three service centers have positive 

profits and profit ratios ranging from 14% to 26.14%. 

-Step 3: Design the activity center module 

These are three key sub-steps in the activity center module. Step 3-1 is the 
design of the first stage of activity. Table 3 shows the first stage of employees’ 
activities for service centers. 

 
Table 3. The first stage of employees’ activities. 
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Step 3-2 is the design of the activity center driver. This step sets up the normal 
capacity (expected working hours) of the activity. Table 4 shows the standard 
time (minutes) for the first stage of employees’ activities in one month. 

 
 
 
 
 
 
 
 
 
 
 
 

 
Table 4. Standard time for the first stage of employees’ activities. 

 
Step 3-3 calculates the standard cost for the first stage of activity. Table 5 

presents the standard cost situation of the first stage of activity. 

 
Table 5. Standard cost for the first stage of activity. 

 
Based on Table 5, we know that journal, news, and textbook publications have 

the highest standard cost per minute of NT$16.74. 
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-Step 4: Design the activity module 

There are four key sub-steps in the activity module. Step 4-1 is the design of 
the last stage of activity. Table 6 is an example of the last stage of sale activity. 
 

Table 6. Last stage of sales activity. 
 

Step 4-2 is the design of the activity center driver. We use the AVM Timer to 
collect each employee’s actual work time in every last stage of activity. Step 4-3 
determines overused capacity or unused capacity and the related cost. Step 4-4 is 
the design of activity attributes. Table 7 lists the four activity attributes for the 
sales function. 
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Table 7. Activity attributes for the sales function. 

 
-Step 5: Design the value object module 

There are two key sub-steps in the value object module. Step 5-1 is the design 
of activity driver. Table 8 shows the activity driver for sales activity. 
 

Table 8. Activity driver of sales activity. 
Step 5-2 calculates the cost and profit for value objects, which include product 

and customer service. 
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Product and Customer Management Decision-Making: The Case of Taiwan Soka 
Association 
 

AVM can integrate “cause” and “outcome” information together and provide 
such information for managers’ decision-making. In general, the most significant 
management decisions are product and customer management decision-making. 

-Product management decision-making 

Based on the information of the product value chain cost and profit, we can 
understand the situation of product total cost and profit as in Table 9. 

 

 
Table 9. Product value chain cost and profit analysis. 

From Table 9, we know that P05, food, has the highest losses at minus 
NT$28,773.3. Based on the AVM decision-making system, we can understand 
why P05, food, has losses. 

Figure 6 shows the situation of value chain cost ratio for product P05, food. 
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Figure 6. Value-chain cost ratio of product analysis: P05, food. 

 
From Figure 6, P05 (food) has the highest management cost ratio of 73.67%. 

Based on Figure 7, P05 has the highest cost ratio in “purchase activity” at 
39.66%. In addition, P05 has the highest cost ratio for the “purchase order sub-
activity” at 62.16%. 

 

 
Figure 7. Value-chain cost of product activity analysis: P05, food. 

-Customer management decision-making 

Based on the information on profits for customer analysis, we can now 
understand the situation better. Table 10 shows the situation of the “E-Store 
Channel.” 
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Table 10. Profits for customer analysis: E-Store Channel. 
 

Based on Table 10, we know that the E-Store Channel has losses at a total of 
minus NT$34,462.791. Figure 8 shows that the E-Store Channel has the 
highest general service cost ratio of 92.75%. 

 
 

 
 

 
 

 
 

 
 
 

 
 

 
 
 
 

 
 

 
 

Figure 8. Cost ratio situation of customer analysis—E-Store Channel. 
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Figure 9 shows that the E-Store Channel has the highest “sales activity” cost 
ratio at 83.77%. The main cost ratio of sales activity is the “order processing 
activity” at 99.44%. 

 
 

 

 

 
 

Figure 9. Activity cost of customer analysis—E-Store Channel. 
 

Conclusion 
 

AVM provides “cause” and “outcome” information for managers to make 
relevant decision-making. Therefore, AVM can create benefits for non-profit 
organizations. We conclude that those benefits are as follows: 

1. Effective use of resources to spend on value-added activity. 

2. Effective use of employees’ capacity to create value for a non-profit 
organization. 

3. Increase employees’ productivity to decrease internal and external failure 
costs. 

4. Integrate cost, quality, capacity, added-value, customer service, and ESG 
management together to upgrade management values. 

5. Understand intangible values that contribute benefits for society and 
stakeholders. 

6. Help different levels of managers make relevant decision-making and 
understand the reasons for the non-productive activity of employees. 
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7. Achieve the goal of sustainability for non-profit organizations. AVM and 
ESG integrate together based on activity attributes, and so non-profit 
organizations can understand which activity is good for ESG and sustainable 
development. 

All in all, based on AVM design and application to Taiwan Soka Association, 
we validate AVM as being suitable for managers’ decision-making and for future 
AI development in non-profit organizations. 
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