NCCI| Power60:
The Balanced
Scorecard

Part I: A Framework for
Strategy Management
in Higher Education

March 25, 2021




What we will cover today

components
financial W"sllﬂmcs :”s
reany initiatives CUSIOMETS
anéiéi indicators oo
targets MEASUIES e

— ahility
— Learning
look measure - improve its picture
hased = set
show
e
new
soal well
need term view
weseret Lais b1 rmee e
number
Processes

What is the Balanced Scorecard?

e Perspectives

e Strategic Objectives

e Strategy Map

e Performance Measures
e Strategic Initiatives

e Cascading
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Strategy

1) Does your university have a strategic plan? (Yes/No)

2) Do you understand your university's strategy? (Definitely, Somewhat, Nope)

Enter your responses in Chat



/oom Poll

What t of o
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execute their strategy?
90%



t's pretty simple (or, it should be)

Communicate constantly

Re-allocate resources

Hold employees, but especially, managers accountable

Have effective measures
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Can | see your strategic
olan?



Why, Yes!
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Um, Ok. How about
your metrics?



Thought You'd Never
Ask!
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We can better




V|S|ON Vision

Purpose
Strategic
MISSION Priorities

Strategic
Results

Transforming society through ease of access to ultra-high-speed information services

Delivering mobile services that contribute to society while acting lawfully, ethically and with integrity wherever we operate

Content Partnerships Customer Service Brand Awareness

Strong supply chain for content and Clarity in offering that surpasses anything in Reinvigorated brand based on successes,
information services, exclusive agreements the market today, best user interface attract a wider and younger audience

Strategic Objectives _ Targets Projects

Financial

Customer

What are

we going
to d O ? Internal

Processes

Organisational
Capacity

VALUES

* Net profit * 1 5% per year * Implement new financial
Increase * Operating costs * | 3% per year accounting system

Decrease :
Increase Profitability . * Revenue in target * 7 12% per year R )
Revenue _/’ ‘k Operating . « Simplify billing operations

Costs » Competitive end user

/ requirements market studies for

new UK regions
+ % Market share index =+ 1 3% per year =

* % Customer « “Improve the Offering” two year

Improve Improve Improve satisfaction index 85% this H i
. . year programme oW Wi
Clarity of Market Customer « 96 Focus group user

Offering Perception Satisfaction index « > 90% each focus « Create improved offering

selection process we Stay
= Hook into ‘Improve the on trac k ?

» New products as % of |+ 12% this year Offering’ programme
sales
Improve Cost « Brand awareness * 1 5% per year
Control score
* Cost efficiency index = > 90% every * Product and marketing training
reporting period programme

session

Improve Improve Improve
Offering Information Stock
Selection Services Reliability

* Training programme for new
offerings and user interface

* 2 year content supply

« Employee * 95% in place agreements

development plans
Improve Improve * Technology training = 90% efficient * Technology improvement

- Technolo Supply Chain index programme including data
and Skills ¥ i « Supply chain « 95% centre upgrade

efficiency index

Improve
Knowledge

Customer Focus - Integrity - Quality - Helpfulness - Community - Efficiency



The Balanced Scorecard (BSC) is a holistic
strategic planning and management system+

BasICS - Organizations use BSCs to:
W h at IS d  Communicate what they are trying to accomplish
B a ‘ a N Ce d e Align the day-to-day work that everyone is doing with

strategy

SCO re Ca rd ? e Stay focused and prioritize projects, products, and

services

e Make data-informed decisions by measuring and
monitoring progress towards strategic targets

e Provide line of sight and visible connections between
projects, programs, strategic objectives, mission,
vision, and strategy of the organization



1) What are Balanced Scorecard Perspectives (or "views")

* Financial performance

Financial Stewardship or )
P Effective resource use

Stakeholder
* Customer-identified value [ [
Customer * Satisfaction ()
* Efficiency
Internal Processes e Quality

e Staff Engagement
Infrastructure & Technology
e Culture

Learning and Growth




When in Balance ...

e Strategy is happening with staff, not to them
* Everyone can clearly tell your story
* The organization is aligned

» Staff know where they fit into the bigger picture
* "We know where we are going"
* "We know how we will get there"
* "We know how we are doing"




But walt,
there's more!




J Happy Stakeholders

J Happy Employees




We should be challenging ourselves to ask: “Will what we did or decide today improve the researcher, faculty, student, or
administrator experience and if not, why are we doing it? What are we doing well, what should we do differently?”

RESEARCHER ADMINISTRATOR
Did we help a researcher spend Did we help an administrator
more time in their lab? focus on their most mission

critical work (i.e., rather than
getting bounced around from
desk to desk to get an

issue resolved)?

(i.e., rather than track down
policies and fill out confusing
forms)?

In Higher Education,
these are our
Customers and our

FACULTY MEMBER Stakeholders STUDENT

Did we enhance a student’s
overall experience

(i.e., rather than stressing them
with red tape, hoops,
and waiting in lines)?

Did we help a faculty member
concentrate their efforts toward
their student’s learning

(i.e., rather than spend hours on
processing administrative
paperwork)?










The Balanced Scorecard Basics

2) Strategic Objectives



I 2) What are Strategic Objectives?

 Strategic Objectives are the actions you must implement in order to
see improvement in your strategies

* They break down the abstract concepts like mission and vision into
actionable steps




3) What is a
Strategy Map?

e A strategy map is a simple
graphic and can show logical
cause-and-effect connections
between strategic objectives
(the circles on the map) and
alignment to the mission

* Enables you to visualize and
communicate how value is
created

Financial

Increase Increase

Revenue
Customer
Better

Internal
Processes Process
Learning
& Growth Improve Improve

Skills

Tools




4) What are Performance
Measures (KPIs)?

* For each objective on the
strategy map, at least one
measure or Key Performance
Indicator (KPI) is identified and
tracked over time

* KPIs ensure accountability by
indicating progress

Strategic Objectives KPls

Financial . ge‘t profit
Increase * Operating costs
Decrease :
ili - Revenue in target
Increase __//' Profitability ‘L Operating 9
Revenue markets
Costs
Customer /‘ * % Market share index
* % Customer
Icrinp_rovef Irnr;lpr:ve clm?rove satisfaction index
anty © ar e.t S L!sfom‘er * % Focus group user
Offering Perception atisfaction index
Internal » New products as % of
Processes Improve Improve Improve Imorove Cost . ;a'esd
Offering Information Stock %gnzolos scrz:e B
Selection Services Reliability

« Cost efficiency index

* Employee

Organisational
development plans

Capaci o
P Krlwnc:\?vré;;e Improve Improve . Technology training
and Skills Technology Supply Chain index

+ Supply chain
efficiency index

Targets

* 1 5% per year
+ | 3% per year
* 1 12% per year

* 1 3% per year
* 85% this year

* > 90% each focus
session

* 12% this year
* 1 5% per year

* > 90% every
reporting period

* 95%in place
* 90% efficient

* 95%



5) What are Strategic
Initiatives?

* Strategic Initiatives are projects
(new or existing) that help the
organization achieve Strategic
Objectives

* They can be short term or long
term, are measurable, and
managed like any other project (ie
have an owner, defined scope and
schedule, and measurable
outcomes)




I 6) What is Cascading?

One of the most powerful concepts of
the Balanced Scorecard framework

This is what makes the strategy real for
every individual

Cascading strategies focuses the entire
organization and creates line-of-

sight between work people do and the
high-level mission and goals

As you cascade down through the
organization, objectives become more
operational and tactical (as do KPls)

This is critical step for an organization to
be truly strategy-focused

UC San
Diego
Strategic
Plan

UC San
Diego Plan
for Inclusive
Excellence

EVC Call to
Action

Teaching +
Learning
Commons
Strategic Plan

Teaching +
Learning

Commons

Hubs Goals

Individual




ne Sto ry of Wren: “What are you doing?”
nristopher Wren

“I am cutting a piece of stone.”

“I am earning five shillings
twopence a day.”

“ am helping Sir
Christopher Wren build a
beautiful cathedral.”




University Objectives

Vice Chancellor

Objectives

Department

Objectives

Division

Objectives

Individual
Objectives
Entered Here

Line of Sight

Making the Strategy Real

CUSTOMER

FINANCIAL/STAKEHOLDER

INTERNAL PROCESS

INNOVATION & GROWTH

BA Customer Perspective

BA Financial/Stakeholder Perspective

BA Internal Perspective

BA Innovation & Growth Perspective

C1 - Provide our customers with intuitive & flexible

F1-Enhance UCSD's system of control so we maintain
the public trust of cur stewardship of campus and

11 - Simplify procedures & reduce workload for academic

L1 - Create a work environment for our staff that
promaotes their development, encourages their

w L
o e donor resources ;fhwnil::ilnd:iai;::::ur: es, maintain the most critical T S e A
E support services that will sustain the excellence of SUEEE_Hh"I X X X
L UCSD's academic and clinical programs LZ_- D.ISSEITIII'IatE, prr.-n'.lnte & putinto action UCSD's
z I3 - Enhance methods of communicating with our key EERChias OREOmENR Ry
m stakeholders
= 14- Reduce cycle time & improve the performance of our
I essential support services to student, faculty & staff
=2 I5 - Inthe area of technology, provide advanced tools &
@ applications that will provide outstanding serivces for
students, faculty & staff |6 - Provide our customers with
intuitive & flexible tools so they can be successful
BFS Customer Perspective BFS Financial/Stakeholder Perspective BFS Internal Perspective BFS Innovation & Growth Perspective
L1 - Capture and share employee knowledge that
C1 - Enhance the way we communicate with BFS F1 - Maximize existing resources while identifying 11 - Analyze and deliver technology solutions that enhances employee growth and learning to facilitate
W customers opportunities to sercure additional revenue promaote efficiency and mitigate risk successtion planning
E C2 - Develop a comprehensive system that provides F2 - Safeguard business resources, data and processes 12 - Simplify processes/procedures and reduce workload L2 - Sustain and enhance employee training to
information and guidance to BFS customer while providing visibility and access for internal and campus departments encourage and faciliatate individual growth and
C3 - Establish relationships and promote partnerships F3 - Reduce costs, optimize return on investment and I3 - Develop business process metrics that illustrate how benefit operational efficinecy
with customers report results to stakeholders we are doing and drive improvements. L3 - Raise awareness of the benefits of working at
UCSD/BFS
Cashier Customer Perspective Cashier Financial/5takeholder Perspective Cashier Internal Perspective Cashier Innovation & Growth Perspective
({C1) Establizh relationships and promote partnerships ({11} Analyze and deliver technology solutions that 17) Sustain and anhance amployes training to
= with customers {F2) Establish and periodically review organizational promaote efficiency and improve internal controls e e e e e
o strategies/objectives to ensure deadlines and targets (12} Simplify payment processes/procedures to reduce T
Y (€3} Enhance how we communicate and reach out to are met waorkload as well as improve efficiency and internal
= our customers controls . =
E {F2})complete the Continuity Emergency Plan for (12) Review and evaluate current internal controls E.z;;;;iamrenessufthebEnEﬂr_s-D‘fumrklngat
{C2) Explore & collaborate on the opportunity to be Cashiers using the UC Ready tool processes/procedures to highlight opportunities for
part of the BF5-wide CRM tool to better serve campus streamlining while ensuring compliance with BU5S-45 and L3} Improve quality of wark ife.
units as well as students properly safeguarding University assets
Enter CUSTOMER goal here Enter FINANCIAL/STAKEHOLDER goal here Enter INTERNAL PROCESS goal here Enter INNOVATION & GROWTH goal here
-
<
2
=
2
[a]
=




| Strategy Map Examples

UW Procurement Services Strategy Map, 2010-2015

University of Washington

UC San Diego

BFS STRATEGY MAP

MISSION VISION VALUES

We are a dynamic organization Excellence Diversity

We help people who change the world b i orau : Sustainability
: : 7 that anticipates emerging needs
through collaboration, consultation ddeli el : Respect
g 4 : and delivers exceptional service wardshi

and financial stewardship e Stewardship
anywhere, anytime Transparency

CUSTOMER VALUE

Deliver creative procurement
solutions through
collaboration & consultation

Develop informed, confident and
engaged customers who make
sound purchasing decisions

Deliver an exceptional customer
experience through convenient,

responsive & transparent services

* Cammunications / Outreach

* #Procurement Enhancements

pe
*MyFD Enhancements

//\

//\

IMPROVE OPERATIONAL EXCELLENCE

ATTRACT, DEVELOP & RECOGNIZE A DIVERSE STAFF

Continuously pursue Benchmark

efficient, seamless &

Leverage dataand
performance against

Create aculture

integrated processes bestin class
*Contract Managsment System * EAR
*Communications / Outreach * Hackett

*Bank of America Electronic Payments
*eProcurement Enhancements

* EAB
* Strategic Sourcing

Develop

: 5 Enhance 2 Recognize
relstionships for & environment individuals a
thatd leadership their full performance
egic opportun atdrives - to their full
strategic opportunities effectivanass
change potential

_’—,/\

ENHANCE FINANCIAL RESOURCES
. . 3 Manage cost, competition Create best-value contracts
Provide key input for informed > ! =
i and risk to achieve through strategic
procurement decisions : 3 - 2
maximum value for UW supplier relationships

* Contract Managemant Systam

* Bank of Amaerica Electronic Payments

* Strategic Sourcing

[ “Customer service is our focus. Quality results are our product.” )
BFS
g e accomplis s through the innovative use of skills, knowledge, technology, a dynamic team approach, an
Mission “Wi lish this thi h the i ti f skills, knowled hnol d i ch, and
e ve communication. At all times, we strive to create a high quality of worl r our customers an ow
1551 ffecti ication. At all ti trive to create a high quality of work life fo st d fell
e employees built on a cornerstone of ethics, integrity, caring, and respect.” Y
( FINANCIAL/STAKEHOLDER B
li:::;r::::::::;ti::g Safeguard business Reduce costs, optimize
We are bl identifying o rtunities resources, data and return on investment
accountable F ser.ufe :::Ilional processes while providing and report results to
to our visibility and access stakeholders
stakeholdersk revenue 4
CUSTOMER )
Develop a comprehensive Establish relationships
g;:: :::;ev Enha ncei “:' w;‘;‘::s system that provides and promote
communicate wi rtnerships with
customer cibtoar information and guidance partnerships wi

experiences

to BFS customers

customers

Analyze and deliver
technology solutions
that promote efficiency
and mitigate risk

We achieve
operational
excellence

INTERNAL BUSINESS PROCESS
Simplify
processes/procedures and
reduce workload for
internal and campus
departments

Develop business
process metrics that
illustrate how we are
doing and drive
improvements

@

P INNOVATION & LEARNING E—
> Capture and share . __—Sustain and enhance g
4 employee knowledge b /' employee training to - 3
f that enhances employee \ Y encourage and facilitate Raise awareness of the
We value | [ ] benefits of working at ]
our people growth and learning, In \ individual growth and
peop \\\.. addition to facilitate /// ‘-\_\ benefit operational _/'/ UCsD/BFs 8
\ ~_succession planning “—_ efficiency i == i J

 UCSanDiego|



California State
University System

| Scorecard Example

% 1/18/2021
CPDC Balanced Scorecard 2020-21 D ET

To provide stewardship and carry out the authority of the Board of Trustees in the physical development, sustainable construction, and
operation of CSU campuses and any buildings, facilities, and improvements connected with the CSU.

ission

M

CPDC provides campuses the tools, programs and platforms that enable them to achieve continuous improvement in campus development.

Staff Customer Process Financial

e PR & 5

Espousing values of fairness,

: : 2 Being trusted strategic Championing process Effectively obtaining
o cooperation, [:r:)fessmnahsm partners to campuses improvement and capital funding to support
a Being recognized across o facilitating implementation campuses
o systemwide PDC & O for Expertly navigating financial e s
development of people and legislative challenges on R )
e behalf of campuses : Ma“,“a'“'zg Z';“f“ Being transparent and
Empowering and recognizing id integrity and adherence trusted financial stewards
employees for implementing Making campuses’
continuous improvement jobs easier
_______________________________________ ] |
w|® 3Es ~ Educ_ahon, Exposure, « Capital planning database (PM * _Flre Safety program + Advocate for budget and
g Experience in career Web) implementation legislation
E :ﬁ;‘le{l‘?:f;nent and succession « CPDC web site . 2:: :;usf: project review « Support Public Private
==]|. * Energy Information System il i . Partnerships
S | Temoeition, andengreemeicin| |7 07 much communication || SERLE TR ER | |- Enersy & ully ostshewardhlp
> il oy (huddles, affinity group i B * Insurance program (OCIP, BRIP)
g process improvemen meet‘mgs, conference] ontract managemen reﬁnement

* Leadership development
* Chancellors Office rejuvenation

procurement simplification
(MEA’s, JOC’s)

Customar Service Survey Job Grder Usage Capital Program Funding
Average of all CPDC Units 52 000 (millions)

*  Key frameworks * Tracking completed project cost

Staff at Work Mean Score
{52 questions)

432

4.4 0
o 405 I . 42 - 51,000 I I
3.88 3 ;i . :
. - 1| v il L LE S
. 3.8 l . 2
2017 2018 2017 201 e =

36 P R L
8 2019

Key Metrics

2019

m Academic Project m Self-Support




Cascading Example

The California State University

OFFICE OF THE CHANCELLOR

FINANCIAL SERVICES BALANCED SCORECARD (BSC)

California State
University System

BUSINESS & FINANCE STRATEGY ALIGNMENT MAP

BUSINESS &
FINANCE

SLT UNIT

DEPARTMENT

§1 = Cultivate a climata of faimess, cooparation and professionalism in
Business & Finance

52 - Promote staff development, encourage creativity and provida them with

the skls to ba successful
$3 - Increase stall recognition and solicit kdazs from sialf to make
Busingss & Finance 3 bettor werkplace

81 - Develop annual goals for Financial Senvices

82 - Aecognition = active public recognition

$2 - Training - Internal/axiemal training opportunities
[skills and Inadership)

$3 - Financial Sarvices 5 -all

$1 - [F5) Develop specific goals

51— (FSA] Croate FS spacific on-boanding material
u-[mmn&uumaulummwmm
82 - [F5) Profassional skills ities for staff

51 - [F5] Leadership skills development opportunities for managers (aq.,
mmmwm-sﬂsmm}

82-[F5] ize employ

€1 - Baa strategic resouwrce and tnzsted paniner for campusss to
enhancy studont achievoment

C2 - [mgrove communication, increaza transparency and offer
guidance Io campuses

€3 — Provido campuses with intuitive and feibla tools, 5o that they can
peovide outstanding senvices for studants, Faculty and stafl

1A = Incraase the availability 2nd use of data for campuses

€1 - Batinr campus communication — FSAL information-sharing
SharePyint

2 - Engaga the Financial Officars Association to provide alfective guidsnce
regarding CSU fscal matiers

2 = Impenve response times = Commit o 24-hour responses or
acknowdedgements

€3 - Intuitive enling resources — CalState and CSYou websites

€1 - |5F5R) Tax confdinators quartery call and Listsery

2 - {MAR0] Responsive to campus requests for updated policies/guidatines

€2 - [MAPO] Monthiy open lab sessions tracking feedback for topacs and
mprovemants

£2 - [MAPQ] Refresh enling training Roeary and include some
campus braining modulas as agdipriate

2 - [3R8) Collaborate with CFOC

€2 - Respanse limes to campus questions,equests a 24 hour goal

2 - (F5A] Host CO Busingss Forum

€3 ~ (SFSR) Riirvent SFSR SharePoint site for SW collaberation and
kngwiedga sharing

€3 - (MAPO] Intenunit CFS implementation

P1 = Simplify policies and procadures to reduce warkload for
campuses

P2 - Aeduce cycle time and improve the perfiormance of our essential suppon
SENICES

PP1 - Dimactors 1o choosa a key procedure for improvement process
mapping
P2 - Bogin data colloction for key motics kased on mapping

P1 - (5P| Proposal clearance rocess impeovement/aulomation
P1 - [F5] Utilize technology effectively to free up time for analyss
P1 - [Gen Acct] CPO piocess improvamants

P2 — [Gen Acct] Assot managomant process imprevement
P2 = {F5] Continue 1o deploy Promapp

P2 - [SFSA) Comvert CSURMA accounting softwar to PeopleSalt

[F1 - Research, advocate and secure support for investment by
ihe Statn

F2 - Ensure affective ipof
public trust

3 — Foduco costs, Bmit risk and optiming rotum on imestmont; fepor rosulls
1n stakaholders

o maintain and

F3— Fower Paper Dishursoments — ACH/EFT/Wirns/Chacks

[F3 - Engage staif and management to identify financial measures and targat
levels. Colloct data fof those matrics

[F2 - [SFSA) Implement LoaseAcceloralor
[F2 ~ [FS] Ensure effective utilization of CARES Act funds
IF3~ (AP) Achieve a 5% incinasa in AP electronic payments

IF3 — [Gon Acct] Financial roconciliations of Cal State Apply
SYSDMIGE



In Summary: the Balanced Scorecard is a strategy management
framework, a measurement system, and a communication tool

A(Zore Values
. " Purpose: “What we do”
/ Mission u > W

Picture of the Future

Vision

F\ Views of organizational performance
Strategic Objectives & Strategy Key components that translate mission into actions
“Scoreca rdé’ﬁ A\

Performance Measures & Targets Metrics to monitor & track progress

Projects & action plans we need to do

Strategic Initiatives

“What | need to do”
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Thank you!

Part Il: April 22, 2021
Deeper Dive into the BSC:
Metrics, Management, and More

Angela Y. Song, Ph.D.

Sr Director, Organizational Assessments and Strategy

Office of Operational Strategic Initiatives

aysong@ucsd.edu | http://osi.ucsd.edu | https://tritonlytics.ucsd.edu

UC San Diego
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