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Balanced Strategy – What You Measure Is What You Get

Based on The Balanced Scorecard by Kaplan and Norton

What you measure is what you get.

Measuring is one of the critical tools all of us utilize to deal with happens to us every day and decide on activities to mold subsequent outcomes to our advantage.  Without measurement, improvement or failure is just a feeling.  Without measurement, we do not know we are gaining or losing weight, winning or losing a game, or solving a problem.

We all want to be successful.  We all like to win.  We want to stack the odds in favor of getting what we want.  So, let’s be thoughtful and intentional approaching this critical tool of measurement.  

If what we measure is what we get, let’s insure that we measure the right things to get the right things.

In organizations, we measure when people show up and when they leave.  Is showing up and leaving “on time” what we want?  The obvious answer is of course not.  What we want is growth, productivity, creativity, passion, constant improvement, raving customers, profitability, et al.  But how many organizations do you know that measure the right things, much less share the information with the people doing the work?

If organizations measure when employees clock in and clock out, what’s the message to employees?  Isn’t it that the organization wants your bodies on site, what you do while you’re there is only of secondary importance?  Not the message, I want to send if I have a choice.

You have a choice.

Measure those things that directly reflect what you are investing a lot of energy, time and money to get (think, strategy).  Two very accomplished thinkers, Robert Kaplan and David Norton have spent a lifetime researching and working measuring things in organizations to insure that organizations don’t just measure the right things to insure that strategy gets implemented, but also communicate those measures to the people who matter most to getting goals accomplished – the people doing the work.  They propose that leaders should track both financial and operational metrics in four sets of parameters:
1. How do Customers see your company? Measure how your customer sees and experiences your organization related to what it is your organization wants to accomplish.

2. At what must your company Excel? Measure the quality of the Systems that are important to your organization to insure that what you do that is important gets done well over and over again.
3. How does your company continue to improve and Create Value? Measure the quality and contribution of the people you have on your team whose capabilities and capacities most affect what it is your organization wants to accomplish.

4. What do stakeholders think of their return on their Financial investment?  Measure an important Financial number.  It's reality that every business has to make money.  Know your financial engine and then measure how well it performs. 
So, your job as leader is to determine: 1) what should be measured and 2) how it should be communicated in each of the four critical strategic arenas in which you should be focusing resources to get what you want.  

Accomplish this task by first deciding what performance would look like if you and your organization were having great success.  Thoughtfully consider and then write down Future Facts that describe in detail how your organization is performing on some future date in each of the four areas of strategic focus assuming perfection in strategic thinking and execution.

Then, from the Future Facts look at where you are and the gap between current reality and what you want.  Set a goal or two in each area that will get your organization just a little closer in the short term (12 months or less, 6 months is preferable).

From their article, The Balanced Scorecard, I have given you some possible thought starters in Goals/Measures (examples).

Do not worry about perfection.  Just get close.  This will be an ongoing process for you and your organization, not an event.

I. Financial Perspective – How do we look to stakeholders (those who have a financial stake in performance, i.e. owners, shareholders, performance bonus candidates)?

a. Future Facts

i.  ___________

ii.  ___________

Goals/Measures (examples)
· Survive/Cash flow

· Succeed/Quarterly sales growth

· Operating income by division

· Prosper/Return on equity

· Prosper/Increased market share

II. Customer Perspective - How do customers see us?

a. Future Facts

i.  ___________

ii.  ___________

Goals/Measures (examples) 

· NPS (Net Promoter Score)

· Improve “just in time”/Lead times

· Improve value/Quality

· Improve reputation and perception/Performance and Service

III.  Add Value/People and Team Perspective – How do we continue to improve and create value?

a. Future Facts

i.  ___________

ii.  ___________

Goals/Measures (examples)

· Technology and knowledge leadership/Launch new products, 

· Technology and knowledge leadership/Create new products, 

· Product Improvement/Create more value for customers and 

· Skill development, Training/Improve operating efficiencies.

IV. Internal Business/Systems Perspective – What must we excel at?

a. Future Facts

i.  ___________

ii.  ___________

Goals/Measures (examples)
· Manufacturing and/or process excellence/Determine processes and competencies that are most critical to success.  Specify measures such as cycle time, quality, employee skills and productivity to track them.
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