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Becoming a Strategy-

Focused

The Balanced Scorecard defines the critical objectives,
measures, and initiatives that describe an organiza-
tion’s strategy. The power of the Balanced Scorecard,
however, comes in its use, not its development. The
Strategy-Focused Organization is a framework for
using the Balanced Scorecard to drive breakthrough

results.

For their second book on the Balanced Scorecard, Kaplan and
Norton researched successful Balanced Scorecard early imple-
menters. Five principles of successful organizations emerged
from their research. These five principles describe the key
elements of building an organization able to focus on strategy

and deliver breakthrough results (see Figure 1).
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Figure 1: Strategy-Focused Organization
1. Leadership

Communicating the need for change within an organization is
the critical first step. Individuals at all levels must understand
why their current approach to management will no longer
suffice. Creating the vision and a sense of direction is equally
important. The organization must have confidence that lea-
dership knows where it is taking the organization and that it
knows how to get there. They must also communicate the
need for accountability at all stages of change and all levels of

the organization. If your organization has struggled with

rganization

change in the past it is particularly important that leadership
commit to creating a culture of accountability to ensure every-

one contributes to moving the organization in a new direction.

2. Balanced Scorecard

Creating a strategy map as described above is only the first step
to making a Balanced Scorecard. Each objective or set of ob-
jectives in the strategy map must have a measure and target
associated with it such that progress against the strategic objec-
tive can be monitored. Each internal theme and some of the
learning and growth objectives will also have strategic initia-
tives aligned with them. Organizations with limited resources
will find the strategy map an invaluable tool to prioritize exist-

ing and proposed initiatives.
3. Alignment

Whether an organization is large or small it is imperative that
all parts of the organization are working toward the same mis-
sion and supporting objectives. Disparate areas may have dis-
tinct and strategic goals but they must all be contributing to a
shared direction. All too often organizations are fractured by
functional experts pursuing the path thac looks best to them
from their perspective rather than from the organization’s
point of view. Good intentions can do damage if not leve-

raged within a shared context.

4, Individual Contribution

Individuals at the front line also need to understand how they
contribute to the strategy. Too often people join mission-
driven organizations because they are drawn to the mission
itself. They then find themselves embroiled in tasks that to
them seem completely disconnected from the mission. Ulti-
mately, they end up working for a less competitive salary than
their peers and are not experiencing the reward of association

with the mission. What a tremendous waste of enthusiastic
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talent. Constant communication with individuals as to what
the strategy is, how they contribute, and what impact your
organization is having are all part of what they value in their

jobs. The return will be significant.

5. Reporting and Management

In the final analysis this must all settle into an on-going gover-
nance process by which the strategy is managed. Performance
against strategic objectives and strategic initiatives must be
monitored, discussed by leadership and modified as appropri-
ate. In essence, this process of reporting and management is
the tangible side of leadership: evaluating results and taking
action to drive the cause and effect relationships to achieve the

mission.

Conclusion

The secret of the Balanced Scorecard and the reason it has
gained such wide acceptance is quite simple: It lets organiza-
tions reach their full potential. The breakthrough results of the
organizations in the Balanced Scorecard Hall of Fame were
created not by new strategies, new people or new processes.
Instead, the results were created by focusing the entire organi-
zation on the strategy and rewarding people for executing on

the strategy.

The challenge of strategy execution is more relevant today
than ever before. Organizations are facing uncertain equity
markets, an accelerating pace of change and increased expecta-
tions for productivity and results. For many organizations,
these increased demands only lead to greater chaos. However,
for a select few organizations, today's environment leads to
great opportunity, as strategy-focused organizations can focus
on the key drivers of success and execute their strategies for

results.

To Learn More

The Balanced Scorecard has been the subject of four articles in
the Harvard Business Review (HBR); two best-selling business
books that have been translated into 19 languages; and nu-
merous case studies and public conferences worldwide. The
editors of HBR identified the Balanced Scorecard as one of the

most significant management ideas of the past 75 years.

Learn more about the Balanced Scorecard and join the global
Balanced Scorecard community at www.bscwiki.com and

www.bsccommunity.com.

Ascendant Strategy Management Group

Ascendant Strategy Management Group is a professional ser-
vices firm dedicated to helping associations, foundations, gov-
ernment agencies, and charities drive breakthrough results
with the Balanced Scorecard. Founded by professionals with
more than 30 years of combined work experience with Drs.
Kaplan and Norton, originators of the Balanced Scorecard,
Ascendant is uniquely qualified to help organizations manage

Str. ategy B

Ascendant offers training, consulting, facilitation, and tech-
nology services to clients directly or via a Collaborative Net-
work that encourages group knowledge sharing, learning, and
networking. With a singular focus on strategy management,
Ascendant’s goal is to transfer knowledge and capabilities to

improve the management capacity of the not-for-profit sector.

Please visit our website and read Ascendant Strategy Manage-

menc Group's blog o« NN
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