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The conference, another in the series sponsored by Renaissance, again reviewed principles of the Balanced Scorecard approach to management and operations, explored in theory how it can be applied to government agencies, and showcased success stories. 

DAY ONE:

The Balanced Scorecard:  A Management System for Strategic Implementation.  Balanced Scorecard guru David P. Norton described the evolution of the business model he created.  He acknowledged that the classic private industry Scorecard doesn’t really fit the public sector situation.  Stakeholders are different, and there is different “governance” and compensation.  But, both public and private sectors manage to a mission and strategy.  There are many analogies.  It’s still all about managing change.  The fundamental problem is that organizations still use management tools developed for the industrial age.  Indeed, these tools used to work well under the old command and control system.  But today we try to manage change with tools designed for tactics.  The Balanced Scorecard puts Strategy at the center, and communicating the strategy makes it everyone’s job (counter to command and control). 

The Organization for the Balanced Scorecard.  Debrah Whitaker and Mario Bognanno of Renaissance actually did a better job than Norton of  describing how the Balanced Scorecard can be applied to the public sector.  Strategy is always a hypothesis, a dynamic process.  Agencies develop wonderful plans – the problem is in the implementation.  Often great strategic plans gather dust.  The Balanced Scorecard can be adapted to the government sector, but with some differences.  In government in the past, budget has been the driver for strategy.  The Scorecard must be adapted to reflect the unique role and mission of an agency.  Latest innovation in the Scorecard introduces the “stakeholder perspective,” reflecting integration of the customer and budgetary perspectives.  Even when stakeholder and customer needs are in conflict (often the case in regulatory agencies), agencies can rationalize their strategies.  What is most important is that the agency communicate its mission in a way the organization can understand.         

High-Hanging Fruit. . .a balanced scorecard for Reinvention.  Commander Chris Boegel of the U.S. Coast Guard reported on the importance of credible data.  I found this presentation hard to follow; the speaker skipped around among his many overheads (as presented in the conference notebook) and the audience had to shuffle through papers to try to find the graphic he was talking about at any given time.  His point, I believe, was that meaningful results only come with honest assessment of desired outcomes, even if this means stretching to try to reach the “high-hanging fruit” – i.e., the more important but harder to reach outcomes.  He also showed the limits of data gathered for one purpose when it is used for another purpose – gross data, for example, used for performance measurement.  GPRA has limited usefulness since it ignores mission and vision.  But by implementing the Balanced Scorecard, you can get to GPRA goals.  

Moving from Theory to Concrete Development with the Balanced Scorecard.  GSA’s Pat Plunkett talked about what’s going well and what’s not in GSA’s effort to implement a Balanced Scorecard in its Office of Governmentwide Policy.  This office was established in 1996 to separate policy from operations and facilitate good management for government.  The office had commitment from management to go a step beyond GPRA requirements in fostering change.  Big changes require leading indicators.  Culture is often a barrier to change; agencies may not readily see the applicability of the Balanced Scorecard.  It’s also hard for senior management to develop a corporate (as opposed to operational) viewpoint.  Changing culture is labor intensive and must be made a priority.  Managers must invest time.  It also helps to bring in someone who’s already done it.

Obtaining Multiple Stakeholder Consensus, the First Step in the Balanced Scorecard.  Alice Hoffman was project manager for construction of the stadium that houses NFL Baltimore Ravens’ games.  She met the goal – to break ground in mid 1996 and complete construction in time for 1998 preseason games – through assuring that interim goals were clear and well-defined, measurable, non-competing or prioritized, and carefully tracked for compliance and incentives.  Her presentation was well done (it’s clear that one of her keys to success is good communication skills), and it’s unfortunate that noise of serving lunch made it occasionally hard to follow.

Balancing Measures:  Best Practices in Performance Management.  Kathy Monohan, formerly with the National Partnership for Reinventing Government, now returned to her permanent job with HUD; Margo Kiely with the Fairfax County Virginia government; and Curt Marshall of the Veterans Administration discussed NPR’s project to adapt their own system, dubbed “Balanced Measures,” to government operations.  They announced that their report, a blueprint on how to use the Measures, will be out any day.  It will contain many stories on best practices throughout government at all levels. 

Cascading the Balanced Scorecard to Align Business Goals with Agency Strategy.  Navy Captain W.F. Boudra and Dr. Robert Wise, an organizational consultant, discussed a trial scorecard that Boudra implemented in the Naval Facilities Engineering Command Pacific Division.  The success of the trial program was attributed to reaching 100 percent consensus among leadership, cascading the goals and measures, and flexibility with the metrics involved.  Top leadership is committed to the Balanced Scorecard for the long term.  It’s important to keep the number of goals reasonable.  And it’s vital to cascade the Scorecards to broaden the understanding of each level’s role in supporting higher level goals.

Creating a Knowledge-Based System to Improve an Organization Using the Balanced Scorecard.  The day’s highlight (for me) was the last presentation, by Dr. Linda Doherty and Denise Wells of the Office of the Undersecretary of the Navy, on inserting humanism – i.e., values – into the Balanced Scorecard.  For an agency’s scorecard to be used and be useful, it needs to reflect the organizational values.  Values drive the choices we make in our personal lives, and that our organizations make as well.  Strategic planning can make these values explicit.  A deficiency of GPRA is that values are not made explicit.  Values should lead to decisions on the nature of measures to use (e.g., airplanes vs. people).  For example, training for employees in a rigid organization would only be approved if directly related to the current job.  In a more flexible organization, a broader array of training would be seen as beneficial in the long run.  Organizational knowledge is about beliefs and commitment.  Honesty is important.  Recognize the current culture.  Decide what values you want in the organization.  And don’t say people are number one in your organization if they really are number two!
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DAY TWO:

Managing for Results: Strengthening Management Practices.  Sharon L. Caudle, Ph.D, senior analyst with the U.S. General Accounting Office (GAO) and author of the topic discussion paper spoke about her Study findings. In the course of the Study that responded to a request by the House Committee on Banking and Financial Services, Sharon interviewed several government agencies to determine their management practices and whether there was any use of the balanced scorecard (BSC) approach to management.  She found that the BSC often fails when there is no underlining management structure to frame the main parts of the organization. Management structures must be integrated and aligned with a strategic framework, processing themes and activities with structured goals that tie to the mission statement. After you focus on the needs of your organization, a good starting place in shaping a solid management structure is to respond to the mission and vision statements.  While the mission is static,  the vision statement is changeable, depending on the customers and stakeholders. The mission and vision develop into strategic and performance plans for the organization.  As the plans are implemented and managers see a difference between a planned goal and the actual or partial achievement level of the goal, the managers need to act on the variance – a critical element in trying to balance measures throughout the management structure. 

City of Charlotte:  Case Study of the Balanced Scorecard.  Kimberly W. Laney, Administrative and Budget Officer, City of Charlotte, North Carolina had a heightened sense of awareness for performance.  The balanced scorecard is a tool for performance management.  Customer perspectives aid in problem solving, but you must put services and requirements at the same level.  Also customer perspectives are the main priority, if they drop you have to look at why, and move things around to make them work better.  For Charlotte, the BSC provides for a focus with many objectives that may change often. A process is built in to obtain approval from Charlotte’s Council.  Incentives for performance, paybacks to employees and business units are important.  Gain sharing payout are substantial in Charlotte, although they are quite risky.  In order to have success with the BSC, you must have commitment from the top and have middle managers involved from the beginning.  Success can made when you start at middle management, but is it is harder to use the BSC as a tool when you start at the middle.  The BSC should be a customized tool to fit the needs.  When people do not understand the BSC, they should back up and review it until there is a good understanding.  A consistent message is the key, customize the message to the audience. Also do not forget the administrative units, they have to be measured as well.  The outcomes should be established first, then the accountability.  The accountability responsibility should be as non-punitive as possible, rather the process should be used as a learning tool. 

Utilizing the Balanced Score Card to Define and Measure Success for a Government R&T Laboratory.  Dr. Belinda H. Adams, Assistant Director for Planning at NASA’s Langley Research Center in Hampton, Virginia emphasized that you need to look to the future to see what “poor competencies” you may have in order to make the balanced scorecard (BSC) approach work.  In describing the Center’s approach to using the BSC, Dr. Adams focused on their Strategic Quality Framework which incorporates means of measurement across the Langley Research Center.  The framework provides a plan where the Center establishes their strategic goals and tracking mechanism.  The framework has been found to endure throughout the changes in direction and priority setting.  To make the BSC aspects actually work, an organization  (business) needs an action plan with strategic goals, annual goals, and projects. These must meet 3 critical success factors:  customer value, stakeholder value, and organizational value.  Each organization can have it’s own objectives and its own metric but must monitor them through some dependable  performance measurement tool, similar to a BSC.   

Deploying Measures Across the Entire Organization:  Our Internal Transformation and Behavior Change Process.  Dale F. Weeks, Management Analyst,  Minnesota Department of Revenue gave many insights about how the balanced scorecard (BSC) approach to management can be used as an effective tool within the revenue and taxation world.  Customers and stakeholders play an important part in how the BSC is used.   By establishing goals, core processes, an executive suite of measures, as well as an integrated learning framework incorporating these elements, the Department of Revenue can continually monitor their progress toward obtaining outcomes.  The internal management practices and the business side of managing revenue for the State of  Minnesota both use the balanced approach – the balanced scorecard, a tool for measurement, learning and change.

Creating A Customer-Driven Performance Measurement System.  Beth Miller & Gia Harrigan, staff from the Naval Undersea Warfare Center Division, Newport, Rhode Island say that without measures you cannot tell how you are doing in meeting your mission.  The Government Performance and Results Act of 1993 is used to institutionalize performance measurement at an organizational level. The stakeholder of the organization actually wears two hats:  customer and stakeholder.  Themes of management operations can be derived from the linkages of customer and stakeholder and the balanced scorecard approach can be used as a tool in measuring how we are doing in responding to both the customer and the stakeholder. There is a lot of emphasis on “I think” when determining the needs of  both.  “I think” puts you into the equation of how to identify and respond to the needs of both the customer and the stakeholder.  The  BSC model provides the tools to capture and stay current of the needs.  

Pursuit of Excellence in Human Resource Management with the Balances Scorecard.  Kristin Siegfried, Federal Railroad Administration and Bonnie Garin, U.S. Coast Guard acclaimed there is no tangible results to see when using the balanced scorecard and an organization must adapt to some form of an abstract model.  A business must use the BSC to look at things they are doing right.  Since the human resources field is downsizing, it is critical that they adapt to some sort of model, the BSC as one possibility, to be able to obtain several perspectives, i.e., financial, and to know how well they are using their resources.  Management should then develop a customer survey to be taken by all of the employees in order to obtain data on how things are going – the BSC could be the model, serving as a tool in this direction.

Customizing Your Strategic Management Techniques Based Upon the Balanced Scorecard.  Antonio R. Rodriguez, U.S. Navy Systems says that businesses (organizations) must focus on the “inventory” parts or the whole.  You must identify the bottom line of what you want and the balanced scorecard (BSC) is one tool that can be used.  Strategic stakeholders can have different BSCs for their stakeholders.  A company must be aligned to look at objectives, strategies, etc., with a cause and effect relationship approach and with some relationship to each other.  An organization is a system, depending on its analysis to make decisions.  One way for a company to get what its wants is to start at what you want and work your way backwards.  There is some risk elements with the BSC.  You must analyze the data the correct way, or you will make bad decisions.  You must plan carefully, and using the BSC is just one tool to use in recognizing what needs to be measured as part of the “inventory” of parts or the whole of the business (organization).

Selecting Critical BSC Measures and Overcoming Challenges for the 21st Century.  Patricia Taylor, National Security Agency acknowledged that updating a Strategic Plan with such words that use “ize” at the end creates a problem. There are many organizational myths and that management has to weed them out.   The balanced scorecard (BSC) approach to management serves as an excellent tool.  There should be an “owner” for each measure of the BSC and there should be BSC training with a common framework and language.  The challenges of the BSC are training, translating objectives into measures, and data collections.  Each business (organization) should look at each customer and do a scorecard for him or her.  Congress needs to know what it would cost to meet the goals they are interested in.  Measures should be linked to strategy but also to each other.  You should use the top down approach with a service line commitment and to be careful not to use too many measures.  You should not use more than five perspectives, more than three to five each, more than twenty measures on the entire scorecard, and more than fifteen to twenty strategic initiatives.  Also you should test your measures and be sure that they are strategic. You should establish baseline data and do self-assessments.  Finally, you want to get where the plan is driving the budget.  The BSC is a tool to help you get there.  
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