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Session 8
Engaging Feedback Mechanisms

Creating a Balanced Scorecard
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Session 8 – Develop Feedback Mechanisms and Designing and Implementing a Balanced Scorecard
· Identify the different feedback mechanisms available in your organization
· Discuss additional feedback mechanisms available
· Evaluate performance appraisal processes used in your organization against best practices
· Use the Resource Matrix to help employees grow and develop
· Evaluate survey data gathered 
· Determine and prioritize actions from survey data
· Define a Balanced Scorecard 
· Determine the key measurements for your organization
· Review the steps for building a scorecard
· Create a plan to implement a balanced scorecard in your organization
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Employee Development PlanName

Title

Salary Grade

Office/Dept

Supervisor

Review Period
From:

To:




Three Circles
Complete the information within the three circles below in preparation for your discussion about employee performance and goals.
What the company needs
What you are good at
What you like to do
In this circle list specific Company needs within employee’ area (s) of responsibility
In this circle, list specific strengths of employee
In this circle list specific areas of interest of the employee.





































Strengths and Opportunity area
Describe the employee’s strengths and opportunity areas. Be as specific as possible, including examples.

	Strength Areas
	
	Opportunity Areas

	
	
	



Employee Development Plan

Looking Back – Goals and Accomplishments against Goals
Summarize performance and progress made on goals/metrics established in the beginning of the review period. 
	
	Review Period Goals
	Accomplishments Against Goals

	1
	
	

	2
	
	

	3
	
	

	4
	
	

	5
	
	

	6
	
	

	7
	
	

	8
	
	

	9
	
	

	10
	
	



Looking Ahead - Goals for Next Review Period
List 5-6 high-impact goals to be achieved in the upcoming review period.  Link each goal to one or more of the company’s strategic priorities  
	
	Goals and Measures
	This links to which of the company’s strategic priorities?
	Completion Date

	1
	
	
	

	2
	
	
	

	3
	
	
	

	4
	
	
	

	5
	
	
	

	6
	
	
	

	7
	
	
	

	8
	
	
	

	9
	
	
	

	10
	
	
	



Succession Planning
Identify with the employee at least one successor for his/her position, evaluate readiness of each person, and list actions that will be taken to 
	Successor
	Readiness (check one)
	Action Plan

	
	· Ready now
· Ready in 6 months
· Ready in 1 year or more
	

	
	· Ready now
· Ready in 6 months
· Ready in 1 year or more
	

	
	· Ready now
· Ready in 6 months
· Ready in 1 year or more
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360 Evaluation – the Upside and Downside
	The Upside
	
	The Downside

	· Creates an open environment
· Builds a culture of high performance
· Allows clear communication from all levels
· Excellent discussion tool between manager and employee
· Manager gets a true sense of employee’s overall performance
· Employee views the process as being more fair 
· Minimizes bias (“you just don’t like me”)

	
	· Time consuming
· Requires more administration than a typical performance review
· Requires Training – Especially when introducing 360s
· Without proper training, you risk:
· A tool that is not developmental in nature ( becomes a “told ya so” crutch)
· Loss of confidentiality
· Hurt feelings
· Inaccurate performance overview – people tend to focus on the negative comment (s) 
· If the process includes narrative, it  requires even more training and oversight, as well as increased administrative time























360 Feedback Form
	
Employee being evaluated:
	[bookmark: empname]
	Review             Period:
	From: 
	
	To:
	

	Return to: (Current supervisor)
	
	Return  by:
	

	Circle or place an X below to indicate  your relationship to employee being evaluated:
	External Client
	Internal Client
	
Peer
	Direct report
	Other:
	

	
	
	
	
	
	
	


You are being asked to provide input on the employee listed below for an upcoming employee performance and development discussion. Your assessment of his/her performance will ensure a more complete assessment, as well as help to identify his/her strengths and improvement areas. Your individual input will be anonymous; only composite feedback will be summarized and shared with the employee.  Return the completed form to current supervisor in a sealed envelope marked “Confidential.”
	Describe the employee’s strengths and improvement areas. Be as specific as possible, including examples.

	Strengths:



	Improvement Areas:






	
Assess the employee on all of [COMPANY NAME]’s Core Behaviors, Skills, and Competencies below.  Place an X in the column to provide your rating.  

If the employee is in a leadership or project management role, also provide ratings of his/her performance on the applicable skills/competencies (Page 2)

	  Excellent
	  Strong to  Very Strong
	  Good
	  Some skill, not  a  strength
	  Minimal
	  Not observed/ N/A

	Core Behaviors, Skills & Competencies

	Environmental Health & Safety Performance:  Promotes [COMPANY NAME]’s goals of no injuries, no incidents and no damage to the environment. Follows and/or requires compliance with all [COMPANY NAME]’s EHS policies and procedures. Immediately stops work to correct unsafe conditions in the workplace and unsafe behaviors by coworkers; Managers empower employees to do this.
	
	
	
	
	
	

	Client Service – Performs with (internal or external) client satisfaction in mind as an important goal, while not compromising the integrity of the work. Identifies client needs and manages the relationship to the benefit of the client and [COMPANY NAME].
	
	
	
	
	
	

	Technical Competence and Knowledge – Professionally competent, keeps abreast of new developments in field. Respected and sought out as resource. Enhances professional/technical skill in others.
	
	
	
	
	
	

	Quality – Committed to quality concept. Incorporates quality standards into existing operations. Ensures that work delivered to client meets all requirements and standards.
	
	
	
	
	
	

	Productivity – Completes expected volume of work that meets quality standards in time allotted. Willingly works on multiple and additional assignments, when required. Uses time wisely.
	
	
	
	
	
	

	Initiative – Self-starting, resourceful. Searches for new ideas. Sense of urgency about next step. Takes responsibility for technical and behavioral growth by learning new skills, cross-training, taking coursework, etc. Explores new ways of applying existing resources.
	
	
	
	
	
	

	Communication – Has written and oral skills to effectively perform job responsibilities. Clearly expresses thoughts, ideas, and concepts. Effectively informs subordinates, peers, supervisors, and clients. Listens effectively.
	
	
	
	
	
	

	Planning and Organization – Budgets and uses time effectively. Follows through on work in a timely and cost effective manner. Effectively schedules people and resources to meet goals, making wise use of others’ time.
	
	
	
	
	
	

	Dependability – Work requires minimal follow-up. Follows through on commitments. Assignments are completed by scheduled deadline.
	
	
	
	
	
	

	Teamwork – Works effectively as team member. Applies tact and courtesy in dealing with others. Exhibits persuasive skills for team effectiveness. Promotes cooperation and works effectively with other departments, client service centers, regions. Contributes to strategic initiatives within the framework of own job and ability.
	
	
	
	
	
	



360 Feedback Form
	



Complete this section only If the employee is in a leadership or project management role. 

Provide ratings of his/her performance on the applicable skills/competencies below.

	  Excellent
	  Strong to  Very Strong
	  Good
	  Some skill, not  a  strength
	  Minimal
	  Not observed/ N/A

	Managerial Leadership Behaviors, Skills & Competencies

	Leadership - Respected and trusted by peers and direct reports. Guides others to work toward common objectives. Acts as positive example to others in supporting company values, mission, and strategy. Has positive impact and is an encouraging influence on others. Seeks feedback to enhance leadership skills.
	
	
	
	
	
	

	Goal Setting – Creates and communicates personal and group vision. Establishes and communicates developmental goals. Enlists support of employee network to pursue goals. Responsive to developmental feedback given by employees.
	
	
	
	
	
	

	Communications – Holds regular meetings to convey corporate and local information. Pursues employee concerns through to resolution. Solicits feedback.
	
	
	
	
	
	

	Mentoring/Employee Development - Develops employees through mentoring, coaching, training, and challenging assignments. Sets clear performance standards. Provides effective annual written evaluation and professional development plan in a timely manner. Offers spontaneous evaluation/feedback on a regular basis.
	
	
	
	
	
	

	Motivation – Provides positive feedback when deserved. Gives public recognition when appropriate. Shows appreciation to dedicated employees and for tasks well done. Bases incentive pay fairly. Moves quickly in confronting issues and resolving problem employees. Seeks employee input.
	
	
	
	
	
	

	Quality and Risk Management: Ensures compliance with quality system and procedures. Evaluates, monitors, and mitigates project risks. Assigns qualified talent to projects. Conducts regular and effective project reviews.
	
	
	
	
	
	

	Project Management Behaviors, Skills & Competencies

	Project Performance - Meets project requirements through problem resolution, budgeting, resource planning, scheduling, and tracking timely delivery of quality work product within budget. Looks outside of the local business unit to find and use the right talent for the job. 
	
	
	
	
	
	

	Business Development - Is active in development and/or implementation of business development plans. Effectively interfaces with clients. Is effective in identifying and developing new and repeat business. 
	
	
	
	
	
	

	Financial Management - Demonstrates success in budgeting, resource allocation, cost control, and profit contribution. Manages backlog, bookings, write-offs. Works with line management to schedule work and staff to optimize company utilization.
	
	
	
	
	
	

	Client Relations – Behaves in a professional, positive manner. Manages client relationship as a partnership geared to future business. Keeps client informed and enhances [COMPANY NAME]'s credibility and potential for future business. Ensures that project team is responsive to client. Maintains positive client relationship without jeopardizing Company's financial position relative to the project.
	
	
	
	
	
	

	Administration – Completes all project documents on time and files with regulatory agencies, the client, and company management as required. Follows Company records management standards and procedures. Manages time spent on administrative tasks efficiently.
	
	
	
	
	
	

	Participation in Alliances or Major Programs – Gives program assignments proper priority. Understands and adheres to programmatic requirements and procedures.  Actively participates in program events.
	
	
	
	
	
	



Please return completed form to current supervisor in sealed envelope and mark "Confidential". 
Supervisors will keep this form in a separate file, not with the employee's Employee Development Plan documentation.



Reviewer's Signature (Optional)  __________________________________________


360 Evaluation Instructions

Employee and Supervisor
· Employee and Supervisor create Evaluator List of all people from whom you'd like performance feedback. Typically 360 evaluation recipients might include:
· Peers (2 – 4)
· Clients, internal or external (2-4)
· Matrix managers
· Direct reports
· Others

The list should be no fewer than 5 and no more than 10 people


· Complete top info on 360 form for each person on list:
· Your name
· Your supervisor’s name
· Boldly mark a 10-day return date in the Return by: area on the form 
· Complete an explanatory client letter for each external client with the ‘return by’ date
· Send out 360 forms to Evaluators 
· If sent to an external clients, ensure explanatory client letter is enclosed along with a self-addressed, stamped envelope

Supervisor
· Set up folder for each direct report's 360 forms 
· Begin writing employee assessment when 360 forms are due, not when they are all in. (Do not attempt to "track down" missing forms - this will break confidentiality)
· Include 360 feedback in a general way. 360 Time Management Tips
· Review 360 forms for each direct report collectively, not as they come in. 
· Schedule time to review form; lock yourself away for undisturbed time to focus
· It's not necessary to tally score
· Look for trends, general impressions, and inconsistencies between respondent groups

· Do NOT include direct quotes from forms in your written appraisal. 
· Do NOT share 360 forms with direct reports - this will breach confidentiality
· Exclude "errant" data points in your evaluation; determine what’s relevant to the employee and his/her job performance
· Your main goal is to uncover areas that are particularly praiseworthy or need developmental action -it is NOT to "catch faults" that might have otherwise gone unnoticed by you
· Once you have compiled data on 360 forms, return to direct report's folder or documentation folder you keep on them. You may be asked to bring 360 forms with you to Manager's or HR's review of your written employee assessment so they may evaluate how 360 data was incorporated into employee assessment
· File folders in a relatively secure place. Legally, they must be kept for 3 years. Do NOT send these forms to storage


Tips for Evaluating 360◦ Feedback

While preparing the annual employee assessment or 6-month review
These are tips that will help you evaluate and manage the 360◦ feedback forms you receive:
· Look for patterns in the responses.  Not everyone will rate the same but you will probably see certain categories rated either higher or lower than the others. 
· Compare the comments to the ratings – are they consistent?  Does the evaluator rate low but provide a related complimentary comment? 
· Are the comments and ratings consistent with your own impression of the employee?  Compare the ratings to the ratings you gave the employee and evaluate significant differences.
· Questions for the employee may arise as a result of the comments?  It’s good to write the questions down.
	If the comment is:
	
	You might ask:

	“There were several comments that said you are slow to return phone calls”
	
	“Is there a better way to manage your response time?”

	“Three comments indicated that you might work on your follow-through on safety issues.”  
	
	“Can you think of what these comments might refer to?”




When conducting the annual employee assessment or 6-month review
Here are some tips when you provide this 360◦ feedback to your employee:
· Keep it neutral (instead of “someone who did a 360 said. . .”, say, “The feedback forms say. . .”)
· Ask the employee for comments; emphasize that this is an open discussion meant to promote employee strengths and growth opportunities
· Ask questions; if a comment or rating prompts a question, ask the employee what he/she thinks then listen to the answer
· Develop goals from information provided on the EDP and make a note so you can compare it in the next review period.





More of / Less of / Same as Exercise Instructions
PREPERATION
1. Agree on date/time/location - try for intimate setting (vs. large conference room) unless size of group dictates a large space.
2. Make sure flipcharts (or 5 large pieces of paper)/markers/tape are available.
3. Be aware of context of exercise - middle of staff meeting, etc.  You also may have several people connected by phone...so you'll have to keep remembering they are there and stay conscientious of their ability to participate.

AT MEETING
1. Have manager set stage - explain purpose in his/her words.
2. Agree on method of contacting manager at conclusion of exercise
3. After manager leaves, elaborate on purpose if necessary, and explain your role simply as "neutral facilitator".  You will neither contribute nor comment on the content of their product.  You are there to guide the process.
4. Set tone - this is a supportive session.  It's a great learning opportunity for participants as well (learning to give constructive feedback, learning how to reach consensus, understanding others' perspectives, etc.)
5. Ask about individual time constraints that may need to be considered or accommodated. (Typically I've found that even if people say they can only stay an hour, if the discussion is fruitful, they will stay for the length of the exercise - so don't worry about individual schedules setting the pace)
6. Start with "warm up exercise" by splitting group in half (or in quarters if it's a particularly large group - as Don's group may be).  One group creates list of "positive leadership traits", the other "negative leadership traits".  Give 5 minutes for them to create lists - even if they're not finished after 5 - cut it off so you can focus main energy on main exercise.  Bounce back and forth between groups to stimulate free flow of ideas, encourage the scribe to record everything - even if it seems to be redundant.  Don't let them get hung up on word use or spelling - neither counts - just quantity and "free flow".
7. At conclusion of 5 minutes, have scribe hand marker to a person they select to be presenter.  Have each presenter "flesh out bullets" on flipchart.
8. Explain how this is a generic exercise to prime the pump for the real exercise - encourage same level of free thinking and discussion.

MORE OF/SAME AS/LESS OF EXERCISE
1. Refocus group with explanation of 3 lists and how traits can often appear on 2 or 3 lists simultaneously (because of different circumstances)
2. 2 RULES:  1) group can only document traits that are consensus decisions (takes threat out of offering ideas) and 2) what gets discussed in the room stays in the room
3. Assign scribes for each of the 3 lists (or one person can do all 3) - I've done it both ways - and both ways worked.  Mention to the group that 3 other people will be coaches that deliver the feedback.
4. Start with "same as" traits to get discussion flowing...then let ideas spill into other flipcharts as they occur.  You may need to facilitate this process at first - helping them recognize which chart their idea should be recorded on.
5. Try to take a back seat to discussion.  Intervene when group gets hung up on semantics, can't reach consensus, or is in need of ideas for words to express thoughts.  Throw out some paraphrases or suggestions that they can consider/select.
6. ***RECORD*** lists on a separate piece of paper as they are created.  Your copy of the lists will be given to the manager after the session.
7. Make sure lists represent some balance and that double-edged comments show up on both "more of" and "less of" lists
8. Encourage group to find ways to express ideas with humor or metaphors, especially on the "less of" list (e.g. "coffee" - to convey hyperactivity or irritability; the "f" word - to convey appropriate level of verbal emotion, etc.)
9. As ideas wind down, refer back to "positive" and "negative" traits lists to make sure all areas are covered.  Check to make sure everyone has purged themselves completely and aren't withholding comments (typically visible in body language).
10. Ask for volunteers to be "coaches" for each list...remind them you will be there to help...and that it's a great learning experience.
11. After selection of coaches - give guidance to coaches:
a. They are speaking for the group - so use phrases like "we felt.. we thought...the group agreed..."
b. solicit help from group for specific examples to clarify points
c. provide as much detail as possible so manager can fully grasp meaning
12. Remind "non-coaches" they are to pipe in often and lend support
13. Check anxiety level - reassure if necessary.
14. Contact manager
15. While manager is in transit - take down all lists except "same as" list
16. When manager arrives - restate ground rules:
a. Consensus opinions only
b. The manager will be listening to accept, even though s/he may not necessarily agree
c. The manager will not be defending, but certainly will want complete understanding, so s/he is encouraged to stop and ask questions to make sure s/he understands.
17. Tell manager you have already recorded the 3 lists on a separate piece of paper that you will provide to them at the end so they don't need to take notes.
18. Have coaches present all 3 lists.  Try to keep silent and let group do the work - as it is their process.  
19. At conclusion, thank participants for their candor, and remind them that it is their job going forward to support the manager in his/her pursuit of enhanced leadership style.  They should be the constant reminders and cheerleaders as time goes on - they are all now in this together.
20. Remember to give manager your handwritten copy of the lists.




Assessing Your Employees

Understanding your talent is the key to developing that talent effectively.  

Star employees: 
· Define the standard for exceptional performance
· Generate growth, innovative and creative, impact growth of company, 
· Inspire others
· Are in active pursuit of achievement of goals and values
· Function above and beyond the norm
· Give more than you ask
· Fix problems.  
· Are your star performers; their potential has nearly been reached.  
· Are your  “go-to people/person”, the people you have the most trust in, have the highest degree of competencies, 

You tend to spend the least amount of time with these employees because they are on autopilot.  They are your highest risk employees if not rewarded, challenged, recognized.  Invest in this group of employees.

Performer employees:
· Are your solid, steady employees; you would sink if they were not there.  
· Fix things that are broken
· Cause no problems with business or clients
· Do what is expected of them

These employees may not have reached their full potential capabilities, but could with additional encouragement and development.  Evaluate why they are not star employees now – what they are not demonstrating to illustrate they are highly motivated to achieve even more.  

Investment employees:
· Good technical skills and still developing
· Not yet producing at a high level, but projects great confidence
· In spite of production limitations, still inspires others
· Looking to take on more, open to a challenge
· Shows willingness to be mentored, to learn

Supervisors should look to grow this group of employees by cross training, providing growth opportunities.  They should monitor the employee to determine what’s keeping this potential star from achieving goals – is it workload or a skills that can be learned quickly?

Transition employees: 
· Are not delivering the type of results or performance you expect, or have a major deficiency 
· May not have adequate goals and objectives from his/her supervisor
· May be technically sound but forced into a market that is not a match (such as a chemical engineer doing Phase Is) – you must ask yourself, Can they be re-tooled?    
· Could be an employee who is newly hired/promoted and coming up to speed 
· May not have had performance addressed yet 
· Need constant follow up (short-term is okay, long-term is not.)  
· May be in this category by choice; some are self-limiting in that they are satisfied with doing the minimum, choosing not to move away from their limited comfort zone. . . this is not acceptable 

Your goal is to move this group of employees to functioning roles, or counsel them out.  This is not an area where employees should reside long term.

Employee Assessment Worksheet
Use this worksheet to assess your employees and determine their needs for coaching and goal-setting; on the next page, place each employee into one of the four categories
	Performers – 30% - 35%
· Solid performers who meet and exceed production
· Cause no problems with business or clients
· Do what is expected of them
· May not have reached full potential but might with encouragement and support

Objective is to provide opportunities for growth while maintaining high performance.
· Encourage to take on other duties and responsibilitiesPerformance

· Push to stretch and grow
· Provide opportunities to get involved with other areas inside the company or externally

	Your Stars – 10% - 20%
· Define the standard for exceptional performance by consistently delivering results and motivating and inspiring others
· Generate growth and impact growth of the company
· Fix problems

Objective is to continue to offer challenges, maintain interest and develop employee further.
· Continue to challenge and reward
· Coach toward potential promotions
· Don’t ignore this group – they may not need your attention, but they want it!


	Transition Employees – 10% - 20%
· Not delivering results for position
· Self-limiting
· Have major deficiency that is difficult to overcome
· May be new hire or recently promoted into “stretch” position

Objective is to help move them to a core contributor role or move them out of that position.
· Evaluate against the performance management model
· Conduct candid, straight-forward feedback
· Set incremental goals – don’t expect instant movement from transition to core
· Identify and discuss other potential positions in the company (lateral moves)
	Investment Employees – 30% - 35%
· Good technical skills and still developing
· Not yet producing at a high level, but projects great confidence
· In spite of production limitations, still inspires others
· Looking to take on more, open to a challenge
· Shows willingness to be mentored, to learn

Objective is to improve performance while maximizing potential.
· Set and monitor specific production goals
· Evaluate workload; are they taking on too much?
· Check if more training is needed/wanted



Potential


Employee Assessment Worksheet
Using the criteria on the first page, place each employee into a category then identify ways that you can help each employee move to the next step (or remain a Star Employee)
	Performers










Performance




	Your Stars


	Transition Employees















	Investment Employees



Potential



Stay Interview Questions

Gauging employee interest in the company and the job is important to helping to ensure retention.  “Stay interview” questions provide insight to how employees are feeling and what a supervisor can do to help the employee feel valuable and continue to grow.

	1. 
	What about your job makes you jump out of bed in the morning?

	2. 
	What makes you hit the snooze button?

	3. 
	What aspects of your job do you like the most and the least?

	4. 
	What would make you leave (our company) for another job? 

	5. 
	Do you get enough recognition?

	6. 
	What kind of recognition would be meaningful for you?



Stay Interview Questions

	7. 
	 Are we allowing you to reach your maximum potential? 

	8. 
	How can the company help you be more successful in your job? 

	9. 
	If there are three things we can change around here that would help you and others realize your potential, what would they be? 

	10. 
	If you were to win the lottery and resign, what would you miss the most?

	11. 
	What would be the one thing that, if it changed in your current role, would make you consider moving on?

	12. 
	What is something new you would like to learn this year?



Guidelines for Successful Town Hall Meetings
	Understand objectives
	A town hall is usually a call to action around something that isn’t going right. Make sure that the leaders that are involved come to do more listening than speaking. Employees want to hear less of the pre-packaged speeches and more of their concerns and how leaders will address them. 

Management has to be prepared and dedicated to see employee concerns through to a successful resolution. Be poised to deliver results after the meeting to show your dedication to the town hall process and the people that make your business a success every day.


	Set expectations
	Be sure to have employees and managers sitting together preferably at a round table to foster open discussion. Managers should not be at a dais table, a podium or anything else elevated that gives the impression of hierarchy. When managers and employees are seated together it gives the impression that the playing field is leveled. You want to mitigate intimidation both perceived and actual.


	Create ground rules
	The beauty of a town hall is the serendipity of the conversation and sharing. However, there is usually one person that will spoil it for the bunch by making it a personal therapy session or being inappropriate in their address to senior management. 

Ground rules ensures that all involved parties understand that they have an opportunity to be heard, but it must be done in a respectful, responsible and reasonable manner.


	Safe environment
	It is extremely important that your employees, managers and supervisors understand that retaliation against an employee for speaking up during a town hall no matter how damaging the statement will not be tolerated. 

It is important that employees feel safe and empowered to speak up during the town hall. If they feel like their job will be on the line or some other adverse action will be taken - it will prevent them from being candid.



Adapted from: Recruitment News, Janine Truitt


How to Create a Successful Balanced Scorecard

What is a Balanced Scorecard
The balanced scorecard is a concept and tool first conceived by by Robert Kaplan and David Norton.  The balanced scorecard idea debuted in the Harvard Business Review in 1992.  

"The balanced scorecard retains traditional financial measures. But financial measures tell the story of past events, an adequate story for industrial age companies for which investments in long-term capabilities and customer relationships were not critical for success. These financial measures are inadequate, however, for guiding and evaluating the journey that information age companies must make to create future value through investment in customers, suppliers, employees, processes, technology, and innovation."

 It allows managers a tool on which view critical operational factors and their inter-relationships with current and future performance in mind.  

When developing your Balanced Scorecard, the focus should be on organizational vision and long-term success, not on control and compliance (see ‘Recommendations for Success’ in this document.

The Process for Developing a Balanced Scorecard
· Get enthusiastic support and commitment from top management
· [image: ]Carefully design the design team
· Cross-representation
· Get your IT support on board early
· Determine what the true drivers of performance are
· Enlightening process
· Defines the “heart” of the organization
· Focus in on ‘cause and effect’ relationships
· Determining how to measure (would you like that in pounds, inches, pieces or adjectives?)
· Identify the design and functionality criteria?
· Create consistent definitions

Rolling Out Your Balanced Scorecard
· Create a Communication Plan – let people know why it’s there and how to use it
· Avoid an “identity crisis” 
· Conduct a training session or at least an overview and tour for all employees


Maintaining Your Balanced Scorecard
· On-going investment will be different in every organization
· In case study company’s case:
· Manual HR and H&S input each month (sometimes a bottleneck) 
· Delays from chasing and “normalizing” international data
· Data still requires QA by knowledgeable person to ground-truth
· Constant communication and integration with internal processes
· IT resources to update and maintain

Keeping the Balanced Scorecard Vibrant
· Reference the Balanced Scorecard in monthly CEO communication 
· See information on Communication Protocol for more information about CEO communications
· Use the information and, if possible, the live tool in the quarterly operations review
· Create a prominent place for the tool on your intranet
· Link from home page – make it easy to access
· Make the scorecard page your default intranet home page (at least for a while)
· Point employees to the Balanced Scorecard page instead of answering their questions  
· If they want to know something that is on the Balanced Scorecard, refer them (even if you know the answer)
· Empower them to find their own answers
· Communicate positive trends visible on scorecard, as well as negative trends as an “early warning system”

Recommendations for Success
· Before anything else, seek management buy-in!
· Make sure someone owns it – it is best  to have one person own and be responsible for the project
· Keep the Balanced Scorecard simple and focused
· Think one screen and one page 
· Metrics (drivers) have to be aligned with goals, especially at company level.  
· Answer the question: What will fulfill the mission of the organization?
· Include the Balanced Scorecard link in as many communications and activities as possible or conceivable.  Get it in front of the employees at every opportunity, especially as it is rolled out
· Numbers are the drivers of the Balanced Scorecard but pictures are essential for effective communication and ongoing use
· Establish meaningful benchmarks/ comparisons to historical data
· Make it relevant and understandable to all employees
· When trends go south – engage employees in correcting the course (it’s about vision and long-term success)
· Treat it as a learning tool – not a control tool!
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