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Strategy consists of what leadership
chooses to do and what it decides not
to do. Developing a strategy and manag-
ing through a strategic plan is effective only
if the organization establishes an appropri-
ate means to translate that plan into action,
measures its effectiveness and encourage
change as needed. A Balanced Score-
card ("B5C") is a strategic model by
which an organization focuses and aligns
its efforts to strategically achieve its mis-
sion. By using a "Balanced Score Card"
("B5C") model, leadership can develop a
strategic management system that utilizes
and encompasses both its key non-financial
factors and its financial factors.

This model is set out fully in the The
Balanced Scorecard and The Strategy
Focused Organization by Robert Kaplan
and David Norton (Harvard Business Press,
1996 and 2001 respectively). The City of
Charlotte and the Duke Children's Hospital
are two local organizations whose writings
discuss successfully using this model. This
article's goal is to introduce the model's
concepts and to stimulate your thinking in
how senior leadership can use this model
to both strategically change and lead their

organization.

WHAT A BALANCED SCORECARD
DOES-liTHE GAME"
A golfer's game comes together when his
or her game's physical, mental, and emo-
tional components are focused and support
one another. For an organization, a BSC sim-
ilarly seeks to unify and focus its efforts by:

. Clarifying and translating its vision and

strategy;
. Communicating and linking all of the

strategic objectives and measures;
. Planning, setting targets, and aligning

strategic initiatives; and, finally
. Enhancing strategic feedback and learning

throughout the organziation.

Establishing a sse requires the lead-
ership's full commitment to succeed.
Like the dedicated golfer whose commitment

exists before, during and after the game,

implementing and honing a BSC requires

continuous and rigorous thought and appli-

cation throughout the organization.

HOW A BALANCED SCORECARD
WORKS-"ANALYZING YOUR GAME"

Golf Score mntinues'on page 30
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Golf Score conti1ued from page 19

To improve, a golfer first breaks his or her
game into its component parts and then
seeks to harmonize the components while
playing. To have a successful organization
requires a similar rigorous analysis to
determine the key factors which make
it successful. The BSC works first by
requiring a thorough analysis of
an organization through four sep-
arate organizational perspectives.
These perspectives are a lens through
which management views what their orga-
nization needs to be successful. These four
perspectives are:

. Customers;

. Internal business processes;

. learning and growth; and

. Financial.

Th~s~ perspectives are the significant and
critical components for determining suc-
cessful implementation of their strategy and
must work together. like a sweet golf
swing that comes together when the stance,
hands, swing, body motion, and eye on the
ball are in harmony, a BSC analysis links
and aligns the relationships between and
among these four perspectives to achieve
a similar harmony. linking these perspec-
tives creates a coherent, consistent, and
focused strategy that operates dynamically
in a cause and effect manner to translate
strategy into tangible, measurable, and
focused action.

For each perspective, leadership establishes

separate specific strategic objective(s). For

each strategic objective(s), the BSC typically

requires a single key overall measure. From

this key measure, specific performance target
measure(s) can established to drive the orga-

nization's performance in fulfillment of its

strategy. By balancing both relevant objective
and subjective measures and targets, a BSC

provides a range of performance by which

the organization may be managed. Feed-

back is accomplished through variances from

these measures with the organization adopt-

ing an acceptable range of operating vari-

ance. Measures should consist of a balance

of relevant historical (e.g. actual sales reV-

enue or number of clients actually served)

and performance driving measures (e.g. tar-

geted sales revenue per business unit or indi-

vidual or number of potential clients con-

tacted in given period).

For each objective, the BSC process will

Like the golfer with a consistent and effec-

tive swing, the BSC process identifies those

critical internal business processes neces-

sary to meet or exceed customer and orga-

nizational expectations. What are the criti-

cal tasks required to generate revenues or

to satisfy its customers or which if imple-

mented will lead to the generation of new/

increased revenue or client satisfaction? In
short, what work must the organiza-
tion do to achieve its mission.

~

define specific initiatives and then assign

responsibility for accomplishing each initia-

tive. Appropriate individual measures for

each initiative may be developed that

complement the performance targets and

the strategic objective's overall measure.

The analysis also determines the necessary

resources and means by which to achieve

each strategic objective through accumulat-

ing the separate initiative's requirements.

~

Kaplan and Norton suggest that an orga-
nization may have between 15 and 25 key
measures spread among the four different
perspectives. These measures become
the "scorecard" by which to evaluate
the organization's strategy and per-
formance. The resulting scorecard encom-
passes the strategic objective, its measure,
its target, and its implementing initiatives
and can be used to manage and measure
an organization's or an individual's efforts
directly to the overall strategy.

To create value for our customers and

achieve the organization's objectives, three

areas of efforts to consider are:

. Innovative services-What new services
can/should organization provide that our
customers will value?

. Current services-How can the organi-

zation improve upon what it currently
does?

. "Post sale" services-How can the organi-

zation improve upon what it does after
delivering its primary service/product?CUSTOMER PERSPECTIVE -

"WHY PLAY"
leadership should address whether the
organization has sufficient current
resources available to meet these services
or must establish new resources and deter-
mine the specific measures and target
performance measure for each strategic
objective(s}. The BSC requires a focus
on effective implementation. When
these business processes are executed
appropriately, the result approximates the
feel and sound of the "sweet swing" for
both the golfer and spectator when the
right club meets the ball perfectly.

A golfer's efforts focus fundamentally on
the precise manner his or her club strikes
the ball and its result. Organizations exist to
serve their customers at a comparable point
of impact. The model requires manage-
ment to answer a fundamental question:
Who are our "customers?". The term
"customer" initially may be used in a
generic sense to include all who either
effect or are affected by an organization
and their relative impact upon the overall
success.

After establishing the relevant customers,
the BSC suggests management consider: LEARNING AND GROWTH

PERSPECTIVE-"EAGLE, PAR,
OR BOGEY"
Hitting a golf ball provides a golfer with
immediate and relevant internal and exter-
nal feedback. The BSC creates similar feed-
back. A BSC analysis looks at how an orga-
nization communicates, works and learns
together to achieve its mission. To be
effective requires the organization to
learn about and then to communicate
its effectiveness throughout the orga-
nization.

. What do customer's value about the

organization and how will the organiza-
tion satisfy them?

. How does the organization acquire cus-

tomers?
. How does the organization keep custom-

ers?
. How will the organization generate rev-

enue from and/or through customers?

Answering these questions requires lead-
ership to develop key measures to deter-
mine when and how customer needs are or
will be met and then defining the specific
means to address them.

The BSC model suggests three areas by
which to learn though there may be others.

The BSC suggests looking at:

. People [e.g. management, employees,

and/or board] How does management
INTERNAL BUSINESS PROCESS PER-
SPECTIVEn"THE SWEET SWING"
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