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Introduction

This book is a guide to how your organization can create a competitive advan-
tage by successfully executing strategy and accelerating performance. You must
begin with a vision held by and communicated through leadership to every
employee. That vision is achieved when employees work in concert, knowing
how they contribute to strategic success and operational performance. A Strategy
Map and Balanced Scorecard are the tools you need to gather the information
that shows you how you can achieve strategic success. Operational maps and
operational dashboards are the tools and measures that show you how to accel-
erate operational success.

Since I wrote the first edition of this book, the world has undergone signifi-
cant change. With continued globalization and the global recession, it’s even
more apparent that winning organizations possess two attributes. They must
be flexible enough to pivot in new directions, and they must focus on their core
strategic strengths:

m Winning organizations continually monitor their performance and are
willing to pivot with a better strategy. To monitor their performance, they
need operational dashboards that measure the Critical Few operational
metrics specific to their organization.

m Winning organizations must focus their people, processes, and technology.
To do that, they need a Balanced Scorecard that helps the organization
stay aligned with its core strategic strengths.

As I move between organizations of all types, I am continuously amazed at
the cultural differences between winners and those that just get by. The culture
I see in winning organizations is one of high energy, proactive execution, and
continuous learning. In general, everyone is aligned with the key strategic and
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operational objectives. When an effort works, it’s leveraged. When an effort
doesn’t work, time isn’t spent on blaming. Instead, everyone works to improve
performance. This attitude comes from the leadership and the people, but the tools
that identify performance are operational dashboards and Balanced Scorecards.

I enjoy, and am continually heartened by, the 10 to 20 e-mails per week from
readers. Among these is the occasional request for a list of generic metrics. This
piques my curiosity, because one of my main reasons for writing this book was
to emphasize the importance of the Critical Few objectives and metrics. The
Critical Few are specific to your organization. The best way I've found to identify
them is to use the group brainstorming and mapping processes described in
this book. Don't pick metrics from a generic list! Use the processes described
here to identify the Critical Few objectives, identify their drivers and success
measures, and then look for metrics to measure their performance.

After 30 years as a road warrior consultant,  have amassed a huge performance-
improvement toolkit. I want to share with as many people and organizations
as possible this collection of tips, tools, and techniques. If you'd like to benefit
from this collection, I welcome you to. Go to http://www.criticaltosuccess.com.

To your best performance!

Ron

Success through Strategic Execution and
Accelerating Operational Performance

Business horror stories repeat themselves. We've all seen the numbers that
define the stories:

m 90 percent of corporate strategies fail to achieve their expected results.
m 80 percent of projects are late or over budget.

m 70 percent of mergers fail to exceed the value of the original companies.

Those are pretty uncomfortable statistics. On the other hand, some organiza-
tions succeed well beyond expectations. One famous bank merger achieved a
19-fold profit increase in three years. One hotel chain increased its profit mar-
gin 3 percent over the industry average in three years. What is the difference
between the terrible failures and the huge successes?

Whether at the macro level of executing your strategy and aligning your
company or at the micro level of creating a project team that meets deadlines,
a few core principles remain the same:

m Create a “burning platform” that moves people away from business as usual.

m Identify the objectives most critical to success.
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m Define the initiatives that will make those objectives succeed.
m Select the Critical Few metrics that track performance and alignment.
m Create a culture of measurable high performance while breaking down silos.

m Maintain and sustain the high-performance culture.

Some of my clients who have been through the processes described in this
book have said the following;:

m “Qur leadership team had the best strategic discussions they have ever had.”
m “The budget process was significantly easier than in any previous year.”

m “This process is changing our entire culture to keep up with our high
growth.”

Who This Book Will Help

This book is built to be a practical guide; it doesn’t contain much theory. Many
other books describe theory and case studies for Balanced Scorecards, Six Sigma,
Lean, and other performance-improvement methods. This book is intended to
be a guide for the people who take action. It will help you map your future,
identify the Critical Few metrics, implement the Balanced Scorecard, and create
operational dashboards.

This book has three different audiences: the executive sponsor or operations
manager, facilitators and consultants, and software developers.

Executive Sponsor

Balanced Scorecards and performance-improvement programs don’t succeed
without an executive sponsor. Members of the executive leadership team and
the senior managers who are team leaders should scan Parts I and II of this book
to understand the time frames and commitments involved in creating success.

Members of the executive leadership team who have heard the term Balanced
Scorecard may not know what it takes to drive strategic success with a Balanced
Scorecard. They can scan Part I to see what is involved. It takes time and com-
mitment from the executive leadership team.

Two telephone calls from senior managers remind me that many do not know
what is involved in creating a Balanced Scorecard or how it affects an organiza-
tion when implemented correctly. In one call, the manager said, “We're having
a two-day corporate retreat for the executive leadership team. Could you do a
Balanced Scorecard for us in two hours?”
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Another call illustrated the business buzzword effect. It was from a manager
whose division executive had heard about a Balanced Scorecard being used at
a pharmaceutical competitor. He had been assigned to put together a Balanced
Scorecard for the division within the next week.

Neither of these cases had executive commitment or the time frames neces-
sary to create a Balanced Scorecard that drives success and creates a culture of
high performance.

Facilitators and Consultants

Facilitators and consultants are vital to creating a Balanced Scorecard or opera-
tional dashboard. They are the guides who help the executive leadership team
and managers through sticky spots. When discussions get too easy because
no one is asking the hard questions, the facilitator must be able to step in and
ask probing questions that put a tough issue in the spotlight so that it will be
addressed. It is imperative, especially in the case of strategic Balanced Scorecards,
to have a consultant who has no agenda and who is politically impartial.

Software Developers

The majority of Balanced Scorecards and operational dashboards are created
in Microsoft Excel. You don’t need to be an Excel Visual Basic guru to build
them when you know the correct combination of worksheet functions. Part III
describes most of the building blocks for creating and maintaining powerful
scorecards and dashboards.

BUILD A SCORECARD OR DASHBOARD YOU CAN MAINTAIN

Part Ill covers the methods and tools necessary for building powerful decision-
making aids in three different versions of Excel. But there is more to building
them than just a few techniques. Make sure your Excel developer knows how
to build systems that can be easily maintained and updated. Whether you use
an internal or external developer, make sure he or she documents the system
and shows others how to maintain it.

Additional skills the software developer needs are the ability to interview
users to discover their needs, understand what is critical in a business process,
design user interfaces, build maintainable architectures, and integrate live data.
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How This Book Is Organized

This book has three parts. Part I covers the steps and processes required for
building a Balanced Scorecard to execute strategy. Part II introduces the basics
of mapping operational processes and identifying critical metrics. Part IIT shows
intermediate-to-advanced Excel users techniques specific to creating dashboards.

Part |

Part I describes the journey of building and rolling out the Strategy Map and
Balanced Scorecard. It is used by over 50 percent of Fortune 1000 companies and
more than 70 percent of international corporations. It begins with an overview
of the tools commonly used to develop organizational strategy. A chapter is
devoted to building the Strategy Map, the diagram that visually defines the
strategic themes on which the organization will focus and the objectives that
will drive success. The next chapter describes how the Strategy Map must be
converted into an action plan that details the initiatives to reach success and
the metrics required to keep those initiatives on track and on time. Once the
metrics are defined, the Balanced Scorecard can be developed and used—not
just as a dashboard for strategic progress, but as a core mechanism to guide
ongoing strategy meetings. The last chapter of Part I describes some of the
communication and rollout processes necessary to communicate the change.

Part Il

The three chapters in Part II describe a few methods of mapping operations.
These include process maps and economic value maps, as well as how to use
them to identify the Critical Few metrics that drive an operation and measure
its success.

Part 11l

Part III gives many specific examples of how to use Excel 2003, 2007, and 2010
to build Balanced Scorecards and operational dashboards. Excel is the most
widely used business analysis and graphics tool in the world; the majority of
Balanced Scorecards and operational dashboards in the world are built using
Excel. Scorecards and dashboards in Excel do not need to use Visual Basic for
Applications, but they do need a good architecture, and they require a few
little-known worksheet functions.
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Free Resources That Extend This Book

There is much more to executing strategy and creating high performance than
will fit in this book. You can find newsletters, articles, tools, video demonstra-
tions, and software at http://www.criticaltosuccess.com.

Download Free Excel Sample Files

The Excel training examples featured in Part III are available for free download.
Go to my website or the publisher’s website:

http://www.criticaltosuccess.com

http://www.wiley.com/go/scorecardsanddashboardswithexcel2E

Free Balanced Scorecard and Operational Dashboard
Tips, Tools, and Tutorials

Staying ahead of the competition and keeping your organization performing at
its highest level is an ongoing process. To get a jump start on improving your
execution and performance advantage, go to http://www.criticaltosuccess
.com for additional tips, tools, tutorials, and videos.

While you are at the Critical To Success website, be sure to sign up for the
newsletter. It will keep you up to date with the best tips to help you grow as a
business owner, manager, or professional.

Videos and Online Tutorials

No book can convey all the lessons learned through years of experience. Some
processes and techniques are just too difficult to convey completely in text. And
many tips, templates, and toolkits just can't fit in this book.

To learn more about the video and online tutorials to help you and your
organization improve, go to http://www.criticaltosuccess.com.
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