; - BALANCED
/ ® —w SCORECARD
INSTITUTE

»

Creating Strategic Alignment # K3

Joe DeCarlo
BSI Vice President
Worldwide Engagement/Delivery and Senior Consultant

.\‘

7 BALANCED
/° 3 SCORECARD
INSTITUTE

* Recording
— We are recording this webinar and will email you the link to view the replay within 48 hours.

* Handout of the Webinar
— We will provide a PDF copy of this webinar when we email the link for the replay.

° Questions during the webinar
— Please use the Q&A box that is located on the bottom menu and type your question in the pop-
up box. Do not use the Chat box for questions.
— We will answer as many questions as time permits at the end of the webinar.
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° 47 years experience in business structuring, strategy formulation and
implementation, change management, and the design and execution of
innovative operational business models and solutions in the private, public,
government and nonprofit sectors through first-line and executive level
management positions

Joe DeCarlo

* Business Experiences:

« Senior Vice President of Administration and instructor at the Milwaukee
School of Engineering — University

* Manager and Systems Engineer in marketing, hardware, software, product
development, management, consulting, education, Al/expert systems and
publishing with the IBM Corporation, Milwaukee, Wl and San Jose, CA

Strategy Management Group & Balanced Scorecard Institute
Vice President — Worldwide Delivery/Engagement and

Senior Consultant . . T :
Cary (HQ), North Carolina Office: + 1919 460-8180 Member of inaugural executive-in-residence team for technology start-ups at

San Jose, California Office: +1 408 826-4417 the Plug and Play Technology Incubator in Sunnyvale, “
Mobile: +1 408 772-3903

Skype: joe.decarlot *  Currently - Officer/consultant/instructor with the Strategy Management

Skype Phone Number: +1 408 600-1452 Group and Balanced Scorecard Institute on 72 client consulting, internal
Linkedin: http://www.linkedin.com/in/joendecarlo training and advisor engagements to date
Email: jdecarlo@strategymanage.com .

* Bachelor- Industrial Management; MBA - Technology Management; Doctoral

candidate
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* An organization-wide strategy exists BUT — That strategy has not been effectively cascaded to the
lines of business, departments, and individuals (... supports “silo” culture)

* Employees don’t understand where they fit into the organization strategy — They overhear
executives talk about the organization strategy, but there is no direct communication about how
individuals should align with it (...further anchors in “silo” culture)

* Too many disparate project initiatives — There is ambiguity about if and where these initiatives fit
on a strategic level for the organization strategy and department operations (...more support for
“silo” culture)

¢ Strategy communications are ineffective or nonexistent — Following the development of the
initial organization-wide strategy, rumors abound that it might be expanding or fading away
entirely. The question becomes: “Is the strategy real? If so, how am I as an individual contributor
or my team supposed to execute on it?” (... “silo” culture dug in)
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* Why alignment is required?
* When to align the strategy?
* How to conduct the alignment?

* How to measure the success of the strategy alignment?

What benefits will be derived from alignment?

~ SCORECARD
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Alignment, sometimes called cascading, is defined as:

— Translating enterprise-level or organization-wide strategy down into department,
business and support unit strategies. From department, business and support unit
strategies, team and individual objectives are developed.

— Alignment translates the high-level strategy objectives, depending on your
organization's overall strategy development process, into lower-level objectives.

— Team and individual objectives link day-to-day work with the department objectives
and into the corporate vision

©1997-2020 Balanced Scorecard Institute.
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. How will we achieve our Vision? |

Organization-wide
Strategy

' PERFORMANCE

N
)

v
STRATEGY

How does my unit
i contribute to our
i Organization-wide Strategy? -

Department/Unit ~~

Strategy PERFORMANCE
. \
STRATEGY

Bt B

How do | contribute S~ Employee

to our Organization- Objectives/Goals
wide Strategy?

Strategic Direction Tactical Execution

alanced Scorecard Institute.

Strategic alignment...

Degree to which the organization's people and resources
are focused on the strategy

Opposite of alignment is “chaos” ... “silos”
Alignment measures:
— People at all levels are motivated by a common vision s
anditrategy ’ é’(ém MARKETING
— People understand that supporting the strategy is their oy 'EC
job
— People are self-motivated, not merely by compliance to
rules

7-2020 Balanced Scorecard Insti
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Mission/Vision/Values/Strategic Themes/Results

Financial

Tier 1:
Organization-wide

Tier 1 Scorecard:
Strategy defined in a top-
o — level strategy map and
Cagacity scorecard

Strategy Map/ Objectives

Financial

Customer

Tier 2: Tier 2: Tier 2:
Departments A Business Units } Support Units

Tier 2 Scorecards:
Aligned strategy defined in
Organizational business and Support unit
Capacity scorecards

Customer
Process

Personal Objectives M Targets

Tier 3 Scorecard:
Aligned personal objectives
defined by job descriptions

Tier 3:

Teams and Individuals

and work assignments

©1997-2020 Balanced Scorecard Institute.
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* Cultural attitudes

* Insufficient or poorly managed resources
* Insufficient agility

* External developments

* Strategy not understood/poorly communicated
* Poor co-ordination across organization

* Poor flow of information

* Lack of accountability

* Lack of necessary delivery capabilities

* Lack of developer-implementer linkage

* Failure to win over hearts and minds

* Weaknesses in the strategy itself

* Lack of monitoring

* Lack of CEO/Senior leadership support

Adapted from: Ricardo Viana Vargas, (2017). Closing the Gap: Designing and Delivering a Strategy that Works. Brightline Initiative. ©1997-2020 Balanced Scorecard Institute. |
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Translating Enterprise-level or Organization-wide Strategy Down into
Business and Support Units

Document Business/Support Unit Processes

Validate Business/Support Unit Mission or Purpose Statement
Document Business/Support Unit Stakeholders and Customers Needs
Document Business/Support Unit Customer Value Proposition
Document Business/Support Unit Enablers and Challenges

Determine which Enterprise-level or Organization-wide Objectives the Business/Support
Unit STRONGLY Support

Develop the Specific Strategic Objectives for the Business/Support Unit
Develop Business/Support Unit Key Performance Indicators for each Strategic Objective
Develop the Business/Support Unit Department Strategic Initiatives (Projects)

11

Translating Business/Support Unit Strategy Down into Individual Scorecards

Develop Individual Scorecards includes the following:
1. Determine Critical Job Functions

. Individual Accomplishment Objectives

. Individual Development Objectives

. Individual Behavior Objectives

. Team Performance (if member of team)
. Individual Scoring

~d o U1 WN

. Performance Appraisal (Quantitative and Qualitative)

©1997-2020 Balanced Scorecard Institute.
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Vision: Earn our customers trust every day by delivering seamless service,
seeking innovative solutions, and exceeding expectations.

Enterprise-level or B e Strategic Measure: % of customers satisfied
0 P ti id Objective: with information received over the Internet
rganization-wide Improve Customer —

Strategy: Seiisiadien Strategic Initiative: New Web Portal for

Customers to get improved information faster
Strategic Measure: Service
Business/Support Unit Objective: availability awareness survey score
Strategy: Improve Information Strategic Initiative: Communications program

On Available Services announcing new information hotline

Measure (Accomplishment): Web content and print
. media delivered on-time with minimal re-work required
Personal Objective:

Individual Scorecards : Improve Web & Print
Content Delivery

Measure (Behavior):
Web design skills

Initiative (From Personnel Development Plan): Web
design training at local community college

Balanced Scorecard Institu

13

* Better developer - implementer co-operation
* Betteralignment between HR policy and strategy
* Better communication among stakeholders

* Better co-ordination of efforts across
organization at all levels (“silos” gone?)

* More attention to hearts and minds/culture
* Improved strategy development

* More detailed planning

* Monitoring and reporting on risks and value
* More active senior-level involvement

* Moreresources

* Enhanced understanding of competitors

* Enhanced understanding of customers

Adapted from: Ricardo Viana Vargas, (2017). Closing the Gap: Designing and Delivering a Strategy that Works. Brightline nitiative. -2020 Balanced Scorecard Institute. |
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Designing for Delivery
* Thoseinvolved in strategy development are also actively involved in oversight of
implementation

* Those responsible for strategy development and those responsible for strategy
implementation collaborate effectively

+ Strategy development involves careful consideration of our organization’s ability to
implement the final strategy

* Those responsible for strategy development are aware of the challenges of
implementation

Adapted from: Ricardo Viana Vargas, (2017). Closing the Gap: Designing and Delivering a Strategy that Works. Brightline Initiative. 20 Balanced Scorecard Institute.
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Interaction and Information
* Across senior levels of the organization

* From more senior levels to less senior ones
* From less senior levels to more senior

Leaders Act Fast with Discipline

* Prompt and effective reallocation of funding among strategy implementation initiatives, when needed
* Prompt and efficient reallocation of personnel among strategy implementation initiatives, when needed
+ Rapid adjustment to strategy when implementation reveals new risks/opportunities

Adapted from: Ricardo Viana Vargas, (2017). Closing the Gap: Designing and Delivering a Strategy that Works. Brightline nitiative. ©1997-2020 Balanced Scorecard Institute. |
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Maturity Levels

https://balancedscorecard.org/strategic-

management-maturity-model-assessment/

Strategic Management Maturity

Dimensions:
* Leadership

*  Culture & Values

= Strategic Thinking & Planning
> Alignment

* Performance Measurement

* Performance Management

* Process Improvement
+ Sustainability

alanced Scorecard Institute.
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Strategic Management Maturity

Strategic Management Maturity Model Results (SMMM) - 2013 to 2017
—2013 ——2014 ——2015 ——2016 ——2017 —Perfect World
SMMM Average Score by 2.31) (2.29) (2.83) (3.19) (3.57)

2013 2014 2015 2016 2017 Perfect World

Leadership 2.40 210 280 230 310 5.00 .
Culture & Values 2 2m 3 as0 4 500 Leadership
Strategic Thinking & Planning 250 310 330 150 a7 5.00 5.0Q
Alignment 200 210 230 350 400 5.00
Performance Measurement 2.00 210 250 220 380 5.00
Performance Management ELNE S N CONE L 580 Sustainability Culture & Values
Process Improvement 240 180 180 300 320 5.00
Sustainability 28 210 310 300 37 5.00

Average Score 231 9 283 119 357 5.00

Process Improvement Strategic Thinking & Planning
Performance Management Alignment
Performa nce Measurement 2020 Balanced Scorecard Institute.
18
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Recording and Handout of the Webinar
— We are recording this webinar and will email you the link to view the replay as well as PDF copy
of this webinar within 48 hours.

Strategic Management Maturity Model™ Assessment
— https://balancedscorecard.org/strategic-management-maturity-model-assessment/

Questions during the webinar

— Please use the Q&A box that is located on the bottom menu and type your question in the pop-
up box. Do not use the Chat box for questions.

— We will answer as many questions as time permits at the end of the webinar.

Audio Settings ™

©1997-2020 Balanced Scorecard Institute.
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Thank You! P ¢

Questions or further information contact:

Joe DeCarlo:

jdecarlo@strategymanage.com

©2020 Balanced Scorecard Institute, a Strategy Management Group, Inc. company
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Equipment

Facilities Capital

Capital apita

Plan Technology Dollars
Inventory

Other Capital

Strategic Strategic
Initiatives Dollars

Strategic
Plan

Operating Projects Operating
Dollars Plan

Services
Operations

©1997-2020 Balanced Scorecard Institute.
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UPSTATE it
A OUR UPSTATE (TIER 1) STRATEGIC PLAN OVERVIEW OUR ¥ UpsTATE 052019
VISION United in expertise, compassion and hope in the creation of a healthier world for all
MISSION To improve the health of communities we serve through education, biomedical research, and patient care
VALUES We drive innovation and discovery + We respect people + We serve our community + Wevalue integrity ~ » We embrace diversity and inclusion
INTEGRATION INNOVATIVE LEARNING AND DISCOVERY COMMUNITY IMPACT EXECUTION AND GROWTH
Upstate will be one university, Upstate will be the destination of choice | Upstate will be a collaborative Upstate will be an excellent university
BTN connected by mission and aligned for patients and innovative employees, and trusted partner in service to | growing through aligned decision making,
PXNLSVRER I cdership, integrated through a educators, leamers and researchers. our communities. efficient, effective operations, quality
culture of inclusion, transparency and services, and a dedicated and diverse
trust. workforce.
STRATEGIC OBJECTIVES AND STRATEGY MAP PERFORMANCE MEASURES OUR UPSTATE INITIATIVES
LEARNERS, PATIENTS, PRESIDENTIAL ONGOING.
CCOMMUNITY & OTHER * Foster Extemal Relationships &
LEARNERS, STAKEHOLDERS Collaborations.
PATIENTS, Increase Improve . m— Network
COMMUNITY & Reputation for Health Re"‘;w H‘:’S'm "}‘\Ccf;:f . Recommend' Hospral |  Devlopment
omHER Excellence Outcomes i Aumable Seats R Core Suregy
STAKEHOLDERS *+ Resaareh: Tora Sponsored + Parmae Devilopment of » HeartIntite
Research Expencitures + Buid on Neuroscinces Expertise
Health Outcomes
INmATIVES
e e s | 7 Imeerte the Upstate Heaith Care System
Improve Fiscal Improve sttt Developan st for lobal Heatn
FINANCIAL Responsibility & Financial FINANGIAL STEWARDSHIP . ::;ezg an |.m‘ h".m;
STEWARDSHIP Transparency Performance ota Revenve Grouth b
Overai Proft Mrgin - Radesign the Paient Entry Process
INTERNAL Outine Centar and nstune Guidsines,
Document Control Compisnce | Frincpis, and
Vieience Education Preveni Pursus Leadership Traming: Trust &
2ch Program VEPCP) izboration
. Improve Grow Programs o P — PRRSSRBRN | - covtace Founsaion Donstons | + Contuctformatin Technaogy,
Efficiency & & Community T Visent .
PROCESSES s Quality Innovation integration and Outpatient 2 Plarming
Accountability L - Upsiae Pubications, Authors | * Institut Tracking of Accomplishments to
and Ceations metrics chieve Excalrce
+ Ore Universy Survey Univesiy Programs & Parmership:
S | e o o e Homity
(PEOPLE, FACILITIES, lorean i
ORGANIZATIONAL onimi . o and Social Determinations of Health
CAPABILITIES plimize i
et Increase Improve Increase e i
FACILITIES, Diversity, Equity, Culture of Workforce Facilities & IMT Help Desk Tickets, Project
TECHNOLOGY) Access, & Inclusion Trust Satisfaction support Senvices | IR iy =
©1997-2020 Balanced Scorecard Institute.
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Mission/Vision/Values/Strategic Themes/Results
o ]

. . Finan
Potential Risks related to ctomer . B Tier 1Scorecard: Potential Risks related to
g Growth)| Strategy definedina i
our strategy (e g GrOWth) Process top-level strategy map our Initiatives

and scorecard e.g. Web Redesign
)é;??c'it?t\onat ‘& ( g g )
Potential Risks related to —
i Fnencial Tier 2 Scorecards: ol Ri
_our T1 Strategic Customer Aligned strategy Potential Risks related to
Objectives (e.g. Improve — deﬁged in business our T2 IT department’s
oY | N and support unit PR}
Customer Experience) Organizational o e Initiatives (e.g. Automate
Capacity the Billing System)

Key Risk Indicators (KRI) can be identified anywhere you need them to assess factors which may affect performance.

oo B Strategic

e Webinar: Techniques for Strategic Thinking and Planning

Analysis

January 20-21, 2021 - 3 sessions available so it can fit your schedule

©1997-2020 Balanced Scorecard Institute.
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Translating Enterprise-level or Organization-wide Strategy Down into
Business and Support Units

1. Document Business/Support Unit Processes

. Validate Business/Support Unit Mission or Purpose Statement
Document Business/Support Unit Stakeholders and Customers Needs
Document Business/Support Unit Customer Value Proposition

Document Business/Support Unit Enablers and Challenges

oV AW N

Determine which Enterprise-level or Organization-wide Objectives/Goals the
Business/Support Unit STRONGLY Support

Develop the Specific Strategic Objectives for the Business/Support Unit

~

Develop Business/Support Unit Key Performance Indicators for each
Strategic Objective

9. Develop the Business/Support Unit Department Strategic Initiatives
(Projects)

Can you talk about cascading the
mission, vision and values down
through an organization?
Specifically thinking of government
is there sometimes an advantage of
individual branches developing
their own mission and vision that is
still strategically aligned with the
department. For example, the
Justice Department can develop a
broad mission and vision, but the
court, sheriffs, and corrections
branches all deliver on that mission
differently. In these cases, is it
good practice for those branches
to develop their own statements?
Thanks

Departments follow the higher
organization’s:

*  Vision

¢ Values

«  Strategic Themes
*  Perspectives

2020 Balanced Scorecard Institute.
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Be a world-revolutionizing provider of energy products

Efficiently deliver the highest standard of service providing energy products and expertise to our customers

International Growth Operational Excellence Energy Leadership
Increasein size and shareholdervalue through Process and services are executedin a timely, accurate, value- Worldwide recognition for thought leadership and energy
acquisitions, organic growth and asset optimization. added and cost-effective manner that exceeds stakeholder services expertise.
expectations.
Financial * Profit * AM5% per year
+ Operating costs V7% per year «Implemented new financial system and
benchmarkresults
*Revenuein targeted markets *AN\5% per year
Customer * Customer experience score *A\5% next period N e T e ET
% of customers with CK charter +87%next period g paig &
markets
* Awareness and leadership score +98% next period *Develop customer knowledge (CK)
*References in media +15 new references charter
Internal « Efficiency index *AM5% per year « Establish acquisition integration team
I . . P
Process Improve recem (‘g;;sﬂﬁ‘,sa Product] « EBIT from acquisitions +$15M this year . Eistab)llsh Business Process Reengineering
Internal o loatehe Service i . " BPR) team
Efficlency Acquisitions Sharmgg Offerings Time to post 5 business days +Formalize new product development
+% of transactionsin CRM *65% next period cycle
*New products/SVCs as % of sales *14% this year * Formalize CRM qualification process
Orgaqizational -zlzrcneployeedevelopmentplansm +70%this year
Capacity S - Optimize Improve 2 - = *CRM system training o
Employee Optimize Human Capital Thgugt};t_ *% systems *72% this year *Redesign employee certification process
Expertise etz ety + Operating cost/FTE +$3,350/FTE « Establish thought leadership committee
* Formalize research expertise strategy
* Articles published =125 this year
+ Integrity » Commitment to Excellence * Customer Focused * Diversity of Knowledge * Honesty * Teamwork/Collaboration * Entrepreneurial  Thirst for Knowledge

©1997-2020 Balanced Scorecard Institute.
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