STRATEGY MAPS
1. It is only in very recent years that organisations in the public and non-profit sectors have begun to make use of the balanced scorecard, perhaps because at first sight it appears to be a tool designed for profit-making businesses. Whilst in the public sector optimising the use of resources, particularly finance, is key, organisations do not exist primarily to maximise returns. 

2. According to the original architecture of the Balanced Scorecard the strategy map places the four perspectives in a hierarchy, with the financial perspective at the top. Where maximising profits is not the main objective of an organisation, this is obviously not appropriate and may either lead to the dismissal of the technique as irrelevant or, as Kaplan and Norton observe, the development of a Scorecard with its main theme as operational excellence, and organisations taking their current mission as a given and trying simply to work more efficiently (Kaplan and Norton et al). To use the Balanced Scorecard as an effective tool for strategic management, it is important to recognise that it is just that - a tool to be adapted as appropriate to the needs of the organisation rather than one which has to be applied in the same way in every organisation. 

3. Not only is it the case that public sector organisations are not in the business of making profits. It is usually the case that the strategic objectives of public organisations are not measurable simply in financial terms. This can be reflected in a Scorecard with a slightly different structure and emphasis. For example it may mean changing the order of the perspectives in the hierarchy so that the customer perspective appears at the top, or it may involve introducing an overall objective or mission which is supported by all four of the perspectives. Importantly, however the Scorecard is adapted, it is necessary to ensure that cause-effect relationships still exist between the overall objectives and the four perspectives. It is also extremely likely that a public sector organisation will have multiple strategic themes. A separate Scorecard for each theme will make the process of defining objectives, measures, targets and initiatives relating to a particular theme easier. 

4. A problem facing public sector organisations is the definition of the customer. The ultimate consumer is generally not the same as the body providing the funding. Public sector organisations have many different stakeholders, such as government, users, funding bodies and other agencies. It may be appropriate to include objectives for several different groups as part of the customer perspective before looking at, for example, the internal processes required to meet the objectives of each different group. 

5. The following basic example illustrates the points above: 

The Scorecard for a government-funded provider of healthcare might include:
Mission
To provide the best possible care for patients suffering from cancer
Customer (stakeholder) perspective
_ Maximum quality of life
_ Ease of access to specialist advice for GPs
Internal perspective
_ Effective working with other agencies
_ Effective clinical audit and quality improvement processes
Learning and growth perspective
_ Continuing professional education for all staff
_ Good communications across different disciplines
Financial perspective
_ Ensure adequate funding for all services
_ Ensure continuing resources for research and development of new treatments
The basic template of strategy maps
6. A strategy map provides a visual framework for an organization’s strategy – how it intends to create value. Specifically, a good strategy map will link together:

1. The desired productivity and growth outcomes.

2. The customer value proposition which will be needed.

3. Outstanding performance in internal processes.

4. The capabilities required from intangible assets.
7. Practical guidance on the Balanced Scorecard strategy map
The Balanced Scorecard translates vision and strategy into four perspectives:

1. Financial – How do we look to shareholders?

2. Customers – How do customers see us?

3. Internal business perspective -- At what must we excel? 

4. Learning and growth. To achieve our vision, how will we sustain our ability to change and improve? 

   [image: image1.png]The Balanced Scorecard approach suggests that an
organization’s ability to create value in the future will be driven by
four key factors or perspectives:

1. The financial perspective — what financial results will be
required to appear to be successful to its shareholders. This
will be a balance between investing for long-term growth or
Gutting costs for superior short-term results.

2. The customer perspective - what specific and differentiated
value proposition the organization s providing its customers.
In practice, there are four major value propositions:
« Lowest total cost of ownership
« Superior products or services
« Offering complete customer solutions
« System lock-in making switching difficult

3. The internal perspective — the various intemal processes by
which products and services are prepared and delivered to
customers. These can be dlustered into four groups:

« Operations management — producing and delivering
« Customer management ~ relationship building

« Innovation  next generation products o services.

« Regulatory and social - complying with the law

4. The learning and growth perspective ~ howintangible assets.
(people, technology, culture) are being improved so as to
enable more added value to be created in the future.
Intangible assets can be divided into three categories:

« Human capital - your people
« Information capital - what you know
« Organizational capital — how you operate
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INDIRECT INFRASTRUCTURE ASSET

8. To define, measure, and manage the readiness of each type of intangible asset, different approachwill be required for each:

[image: image4.png]Human Capital

1. Identify your orgarizations “strategic job families” ~ the key
competencies which will be required in order for the
organization's internal processes to function effectively.

2. Build your “competency profiles’~ the knowledge, skills and
values that a successful person will need to fillthat position
successfully. Many HR departments already build
‘competency profiles to use when hiring people for positions
or planning development training programs.

3. Assess your organization's current state of readiness — by
comparing the current capabiliies and competencies of
employees to the requisite strategic job families. This
assessment should provide an overal evaluation of where
the organization is strong and where competencies are
lacking

4. Develop more human capital — by putting in place
appropriate recruiting, training and career development
programs. Note this will be focused on the relatively few
employees in strategic jobs rather than the needs of
rank-and-file employees

In the human capital area, there will typically be gaps between
the skils and competencies required and your current workforce
capablities. These gaps effectively set the agenda for your
human capital enhancement and development programs. By
closing the gaps, you increase your organization's human
capital.
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Accurately describe your current information capital portfolio

~which will basically have two key components:

« Technology infrastructure — your hardware, software,
communications networks and management expertise in
delivering and applying this infrastructure.

« Applications which use information technology like
transaction processing, management analytic tools,
manufacturing planning and supply-chain management
packages.

Align your information capital with your business strategy —

because information capital has value only in the context of

the strategy being pursued. For example, a company
executinga productleadership strategy will benefitfrom tools
that enhance the design and development processes

Another company pursuing a customer solutions strategy

would benefit most from information systems that provide

knowledge about customer preferences and behavior. To
capture the full benefit of investments in information
technology, the context s very important.

Measure your information capital readiness — as the degree
of preparedness your organization's information capital has
to support your enterprise's preferred strategy. In this case,
readiness may be measured qualitatively (where managers
evaluate the readiness on a predetemnined scale) or
quantitatively (using formal surveys or technical audits).
Either approach can work well, and it will be a matter of
determining which type of measure makes the most sense
for your organization.




[image: image6.png]Historically, mostinformation capital investments have tended to
be evaluated by cost and reliabilty metrics. Strategy maps
makes itfeasible to measure on the basis of strategic alignment
— how the information capital contributes to the achievement of
the enterprise’s objectives. This is a more viable and interesting
approach.
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1. Buid organizational leadership ~ especially the type of
leadership skills which come to the fore during times of great
transition and change. The more effective leaders you have,
the better. To build leadership depth, some organizations
undertake a formal development process where leaders are
given progressively more demanding assignments in a well
structured succession program. Ancther approach is to
establish a leadership competency model which describes
the raits leaders should exhibit, and then encourage people
to seek assignments that wil lead to the development of
those specifc traits

2. Strengthen your corporate culture ~ the predominant
behaviors and attitudes which people in the organization
consider to be appropriate. Different strategies and different
value propositions will require different cultures o be in place
before they can be effective. Most organizations watch their
culture closely to ensure it becomes an enabler of growth
rather than an impediment.

3. Find better ways to align your organization with your
preferred strategy — because alignment will encourage risk
taking, innovation and empowerment at the individual
employee level. To increase alignment, leaders can create
awareness (by individualizing the overall objectives) and
establishincentives which link objectives and compensation.

4. Encouragegreaterteamwork and sharing of knowledge— by
putting into effect a knowledge sharing framework. This will
allowwhatis already known in one partofthe organizationto
be applied elsewhere with flow-on benefits and synergies.




9. Picture belows is a strategy maps of Ministry of Finance for 2005-2009
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