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Key Drivers for Automating the Balanced Scorecard
As organizations continue to seek competitive advantage, there have been many manual
implementations of the Renaissance Balanced Scorecard as a management approach to
implementing strategy in companies around the world.  (For a review of the Balanced
Scorecard Methodology see the Gentia software white paper, Automating the Scorecard.)
In most implementations, the scorecard has been built using manual paper based systems.
A few have been rudimentarily implemented in-house using existing software tools such as
email, spreadsheets and text database systems.  Most of these organizations have failed to
realize the full-scale benefits of automation, primarily due to incomplete or labor-intensive
implementations of the scorecard.

What are the drivers compelling organizations to automate the Balanced Scorecard across
their enterprise? If an organization could eliminate the issues and problems associated with
in-house development, what business benefits would accrue?  Such benefits include the
ability to:

• Implement strategy faster

An automated balanced scorecard allows the immediate deployment and
communication of an organization's vision and strategy.  This fast "time to market" of
direction and vision in turn enables employees throughout the enterprise to quickly
understand and act upon new or modified goals and objectives.

• Save time and money

An off the shelf package would save a great deal of time and money spent developing
and supporting an in house system.  It would also negate the requirement to develop
paper forms and supervision of process that would be a requirement to ensure
adherence to the scorecard activities.

• Enable broader access to scorecard

Most organizations have invested extensively in office automation software.  If this
infrastructure could be used for the dissemination of scorecard information, this would
help considerably in the adoption of this process throughout the organization.

As Robert Kaplan has said, “If the Scorecard stops at senior management and does not
find its way down to lower levels in the organization, its potential as a value creation
tool will never be fully realized.”

• Align strategy across the organization

As well as broad and deep access to scorecard information, the alignment of personal
goals to corporate objectives is crucial to the successful implementation of a scorecard
system.  Automation can help considerably in that task.

• Provide consistent performance measures and link them to strategy

By automating the collection, definition and calculations of performance measures, it
can be assured that everyone involved understands the definition of measures and is
looking at a set of consistent values.
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• Effect management change

While an obvious benefit of the scorecard approach is the understanding of corporate
goals and performance, a more subtle effect is to change the style, approach and
attitude of management.  By better enabling communication across the enterprise, this
can open management to ideas and initiatives from all sources.

• Integrate other analytical data into the strategic management process

Once the scorecard has been implemented as an automated system, it should be
possible to link to it any number of other analytical applications.  This one common
interface could potentially provide the vehicle for an organization's business
intelligence applications.
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The Renaissance Balanced Scorecard powered by Gentia

Introduction and Background

The Renaissance Balanced Scorecard powered by Gentia is a packaged solution which
provides all the functionality required to build and maintain a large number of balanced
scorecards in any organization.  These scorecards can range from a corporate scorecard to a
personal scorecard for each employee.

The Renaissance Balanced Scorecard combines the strength of Gentia's distributed
architecture for analytical applications with the complete implementation of the Kaplan and
Norton balanced scorecard methodology - something no other performance measurement
or management software application can claim.  It is the result of a partnership between
Gentia Software and Renaissance Worldwide, the originators of the balanced scorecard.

By developing the Renaissance Balanced Scorecard in Gentia, a number of key advantages
accrue.  Gentia, at an overview level, is a platform for the development and deployment of
analytical solutions enterprise-wide.  The underlying architecture of Gentia addresses all
the technology requirements for large-scale application deployment: an open network
architecture, a sophisticated visual development environment, a highly scalable On-Line
Analytical Processing (OLAP) database, rich text handling, and intelligent middleware for
data warehouse and ERP integration as well as enterprise-wide deployment.  These core
competencies are essential for deploying an enterprise performance management solution
across the enterprise and extending it with further analytical capabilities.

High-Level Architecture and Functionality

The Renaissance Balanced Scorecard may be implemented in a variety of configurations.
Because it has been built using the Gentia Analytical Applications Platform, the scorecard
system can be implemented as a standalone application, full multi-tier client server or as a
Web based Intranet application.

The advantages of such a flexible architecture are wide ranging.  The “Holy Grail” of
balanced scorecard is enterprise-wide deployment, literally across all levels of the
organization.  Such deployment, often involving hundreds or thousands of users across
heterogeneous client and server computing platforms, requires a software solution based on
an architecture that supports such widespread deployment.

For the many organizations having deployed a paper- or spreadsheet-based scorecard
solution due to the lack of an automated solution, the Renaissance Balanced Scorecard
delivers effective deployment of the application beyond a few dozen scorecards.  Such a
solution also provides full integration with other enterprise application investments such as
ERP and DW systems to further tie measures from these key systems back into the context
of an organization's strategy and key operating objectives.

Automated synchronization of the complete system across a distributed environment is an
essential requirement for an enterprise-wide scorecard.  Such an application needs to link
and manage corporate, organizational (business unit, departmental, etc.) and even personal
(individual) scorecards through support for linked scorecards with cascading sets of linked
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objectives.  Critical to this is the capability for the scorecard to deliver automated
assessment and feedback loops that seamlessly deliver updated information to users
without requiring manual intervention.

Client Server and Web Ease of Use

From an end-user standpoint, the Renaissance Balanced Scorecard provides a wealth of
easy-to-use features that allow end-users to set up their complete scorecard environment.
The core balanced scorecard measurement system reports on actual versus targets across
multiple dimensions.  Explanations and assessments communicate strategy and focus on
qualitative information.  Initiative tracking translates objectives into actions and tracks
strategic impact of actions.  Targets, forecasts and analysis crystallize commitment to

Mobile PC

Networked PC
Connected to RBSC
Server

One or more RBSC Servers (NT & UNIX)

Java Enabled Web
Browser
Navigator 4
Internet Explorer
HotJava

ERP

W indows95 or W indowsNT 4

Custom
D W

The RBSC architecture allows full deployment flexibility from networked PC clients through
mobile workers and Web access.  Data can be sourced from Enterprise Resource Planning

(ERP) application suites, Data Warehouses or customized applications built in-house.
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strategy and provide ad hoc analytic capability.  Dialogs allow shared problem solving with
dynamic communication.

Support for both client/server and Web-enabled user environments also becomes critical
when deploying the scorecard to hundreds and thousands of users, or when deploying
between different organizations (e.g., supply chain scorecards).  Users via the Internet
should have full application functionality, including the ability to dynamically drill down
into charts and graphs as well as provide assessments and feedback through a standard Web
browser.  The scorecard application should also adhere to standard Internet technologies,
such as HTML and Java enabled environments, rather than being restricted to non-standard
environments (e.g., ActiveX only based solutions) that limit deployment across standard
Web browser environments.

Full scorecard functionality is provided by the standalone or client server implementation.
Web access provides full interaction between the user and their scorecards, including
updating assessments, initiatives and comments.  Scorecard administration, such as user
access rights definition and scorecard creation, is restricted to the client server version.
There is obviously a slight difference in the presentation between the Windows client and
the Web access, but full functionality and interoperability is maintained between them.
Figure 2 shows a comparison of screens between the client server and web versions.  Both
screens offer the same functionality.

Finally, as the strategic enterprise performance management solution within an
organization, the balanced scorecard application must not work in isolation from other IT
investments.  In fact, a truly effective scorecard system is integrated with these systems to
provide a cohesive framework for monitoring and managing business performance at all
levels of the organization.

      

Comparison in look and feel between client server and Web based view of RBSC.  The
pages are functionally equivalent.
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Deploying the Renaissance Balanced Scorecard

While deployments will vary based on the specific requirements of an organization, the
following provides a high-level overview on the key steps involved in a typical project plan
to deploy the Renaissance Balanced Scorecard application out across the enterprise.

Step 1:  Installation

Assess the target computing environment and install client/server and/or web versions of
the Renaissance Balanced Scorecard application.

Step 2:  Scorecard Implementation

Initialize the application, import the balanced scorecard design into system, define
application users and begin creating scorecards.

Step 3:  Data
Integration

Identify sources of
data for measures
mapping into the
scorecard system
and build and test
data extraction
programs.

Step 4:  Training

Train application
administrators on
managing the system
and the users on
wizards and general usage of the application.

Step 5:  Review/Feedback

Users review the scorecards and provide feedback and the entire application is tested.

Step 6:  System Integration

Set-up cascading scorecards and, if desired, establish drill through capabilities with other
analytical applications

Step 7:  Production

End-users begin utilizing the system by viewing portfolios and scorecards, providing
assessments, charting & forecasting, creating and managing initiatives, etc.

Corporate

Business Unit

Department

Group/Individual

Creating and Linking Scorecards across the Enterprise
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Key Features

As a packaged solution, the Renaissance Balanced Scorecard delivers a full set of
application functionality that enables users to easily create and maintain scorecards at all
levels in the organization.  The selection of features below give a good indication of the
breadth and depth of functionality offered and is summarized into five key areas.

Ease of Use

• Point-and-click user (client or web browser) interface with pre-defined templates

• User access to Measures, Objectives, Initiatives, Milestones, and Themes

• Ready-at-a-glance access to mission statement

• Financial and non-financial assessments and instant assessment review

• Convenient reporting available on-line or by print on demand

• Wizard-driven process for building Scorecards, Portfolios and new Initiatives

Rich Quantitative and Qualitative Analysis Capabilities

• Conduct Scorecard and Portfolio analysis

• Charting, trend analysis, slicing & dicing and drill down analysis capabilities

• Add and review text commentary and explanation

• Identify cause and effect relationships between objectives

• Drill-through to underlying operational applications and transaction detail

Centralized Administration

• Control user enrollment and security

• Create unlimited numbers of groups and users with pre-defined user defaults

• Easily maintain users, groups, scorecards and applications

• Deploy unlimited number of perspectives and customize naming conventions

Enterprise Deployment

• Rapid deployment of linked Scorecards to hundreds and thousands of users

• Access via both client/server and Internet/Web

• Integration with existing ERP, OLTP systems and Data Warehouses/Data Marts

• Extensibility and integration with additional analytics via Application Framework

Platform Support

• User Interfaces - Windows 95 and Windows NT clients, Web Browsers

• Operating Systems - Windows 95 and NT, Sun Solaris, IBM AIX, HP-UX
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Working Example of the Renaissance Balanced Scorecard
When considering the features of an application such as the Balanced Scorecard powered
by Gentia, it is important to understand the process by which the system is used.  Simply
providing a list of features and functionality does not really represent the way an
application is used, or the impact it can have on a business.  For this reason, we will look at
how the application is used by examining a working example of a Renaissance Balanced
Scorecard session from a typical end-user standpoint.

Introduction

Cosmopolitan Clothing is a fashion retailer with four business units: Adirondack providing
outdoor apparel; Shoe Tree retailing foot wear; Teen Fit operating in teenage fashion and
NY Fashion a high-street fashion chain for 18-30 year olds.

In this example we will focus on how Cosmopolitan Clothing uses the Scorecard
application to:  review its performance against its strategy; set up projects to help
implement its strategy and provide feedback to the whole company.

We will be looking through the
perspective of Paul Wilkens, who
is in charge of Cosmo’s
Adirondack business unit.

The Home Page - Portfolio
Analysis

This is Paul’s “home page”.  It
provides him with an overall view
of performance (common
objectives, grouped by
perspective) for Cosmo Corporate
and each individual business unit.
The company is doing better in
some areas than others.  He
notices that Cosmo Corporate’s
major objective, Grow Revenues
and Profits, only had an average
assessment this month and that
Adirondack’s performance has not
been entirely satisfactory.  Paul
quickly checks his reminders to
see if there is anything urgent for
him to deal with.

On the same screen is Paul’s list
of reminders.  It contains details
of any overdue assessments that
he should complete, comments or
assessments that have been
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forwarded by other users and his own personal reminders.  His Revenue assessment for
Adirondack is overdue and Hugo Black has forwarded the Cosmo Corporate assessment for
Grow Revenues and Profits.  Paul ought to see how he could help improve this by
improving the performance of his own business unit.

The Mission Statement -- Communication of Strategy

Each business unit has recorded its mission statement within the scorecard application,
including details of how these strategic visions will be achieved.  Paul and his team have
done this for Adirondack.

A mouse click away,
Adirondack’s mission statement
describes its strategic vision
and the way in which it plans to
achieve this

vision, by implementing two
specific themes.

Optionally, Paul could also look at
the Cosmo Corporate mission
statement to show how
Adirondack’s strategy is aligned

with the corporate vision.  Mission statements, at differing levels of the organization, are an
important mechanism used to communicate the strategy and vision across the organization.

Paul will now go to the
Scorecard Analysis page to
investigate Adirondack’s
performance.

Scorecard Analysis by
Perspective or Theme

The objectives on the screen
are currently grouped by
perspective.  Paul is more
interested in analyzing his
business unit’s performance in
terms of the two themes that
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are supposed to be the key to achieving the strategy

Paul can now see quite clearly that all of Adirondack’s themes are progressing well, except
for one of the most important themes, Broaden Merchandise Lines.  He can use a Linkage
Diagram to view the objectives in this theme in terms of their cause and effect.  The
diagram shows how the objectives are intended to interact in order to achieve the strategy.

The Linkage Diagram - Cause
and Effect Relationships

Manage Sourcing is a lead indicator
to financial performance: unless
stock and supply are handled well,
the merchandise infrastructure will
not enable Adirondack to offer a
broader selection to customers
(athletic attire as well as outdoor
clothing) and this will restrict growth
in the chosen categories, ultimately
having an adverse effect on revenue
and profit.

Paul is very concerned that Manage
Sourcing has a poor assessment and
will analyze this objective in more

detail to see if this is likely to be an on-going problem area.  Linkage diagrams play a
crucial role in understanding the connections between objectives and demonstrate
graphically the 'cause and effect' relationships that exist.

Analyzing Trends for
Objectives

When Paul returns to the
Scorecard Analysis page,
Manage Sourcing has been
automatically expanded to
display the quantitative
measures for this objective.  He
decides that it would be useful
to examine the trends for this
objective and its measures.
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The trend analysis shows that the
supply problems started in April
and that they do not relate at all to
outdoor clothing, only to shoes and
athletic clothing.  Paul can obtain
even more information by viewing
the textual annotation that
accompanies an assessment.

Assessments, Initiatives and
Milestones

The written assessment confirms
what Paul had suspected from the
trend analysis.  The heart of the
problem lies with athletic shoe
supplies.  Quality issues have
limited the amount of stock
delivered.  Paul also sees that
initiatives are in place to deal with
the situation.  He needs to review
the progress of these initiatives so
he will switch the view from
measures to initiatives.

Paul drills down on Manage
Sourcing to view the two initiatives

that are in place to support this
objective.  He is particularly
interested in the quality initiative
because this seems to be the key to
solving Adirondack’s current
problems.  He wants to examine this
initiative’s milestones.
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Paul clicks on each milestone in turn,
reading the description for each one.
When he reaches the last one he is
relieved to see that everything seems
to be under control.  He now feels
that he is in a position to complete his
outstanding assessment for
Adirondack’s Revenue measure.  The
ability to examine the detail that lies
behind assessments provides
additional insights into the true state
of that objective and allows a
thorough understanding of the
business issues that are faced.

Charting and Analyzing Measures

Before completing the Revenue assessment, Paul decides to use a chart to examine the
trend for the values associated with this measure.

Paul can switch between Actual / Plan and Actual / Forecast.  The chart shows that over the
last five months, Revenue has consistently exceeded forecast.  However, this month,
Revenue is slightly below plan.  Paul is satisfied that he understands the reason for this and
that it won’t continue.
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Completing the Assessment

Paul is now viewing the assessment
details for Revenue.  The narrative
area is empty but the three values for
this measure are displayed.

Paul completes the Revenue
assessment.  He hopes that the
situation is under control so he will set
the indicator to acceptable.  His last
action will be to provide feedback to
some of the other executives.

Communicating with Others

Balanced Scorecards are all about
communication.  Simply measuring
and assessing in isolation would not
suffice to improve business performance generally.  Peer review and comment can play an
important part in the management of change in an organization.

Paul forwards his completed Revenue
assessment to three of his colleagues
so that they will be fully up-to-date.
The forwarded assessment will be
included in their reminder list when
they next log in to the application.
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Gentia's family of EPM solutions enables deployment of a
suite of integrated analytical applications.

Extending Beyond the Scorecard with Gentia's EPM Suite

Introduction and Background

While the Renaissance Balanced Scorecard powered by Gentia provides a complete
implementation of the Kaplan and Norton balanced scorecard methodology, the analytical
requirements of users often go beyond simple comparisons and assessments.  There is often
the requirement to perform specific analysis on specific data sets in support of an
assessment.  This may be in a particular perspective and with that a particular application.
Examples here could be customer churn and market segmentation analysis in the customer
perspective or product profitability analysis in the financial perspective

These analytical applications tend to be focused more at the operational level than the
scorecard system with emphasis on numerical data analysis rather than textual comment
and feedback.  Gentia provides a suite of Enterprise Performance Management (EPM) for
integrating the balanced scorecard application with "outer wheel" applications for more
detailed analytical capabilities.

Integration between these
analytical applications and
the balanced scorecard can
be achieved at a variety of
levels.  At the data level,
analytical applications can
be established as "feeder"
systems, providing the
scorecard application with
updated data on a
scheduled basis.  At the
application level, these
applications can be setup
for users to dynamically
drill through the scorecard
system into the detailed
analytical application.

From a technology
standpoint, the ability to
deliver the benefits of an
integrated suite of
applications is
accomplished through
Gentia's Application
Framework.  The Gentia
Application Framework enables the rapid development, deployment and integration of
analytical applications, ensuring a common user interface along with consistent coding
standards.
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Working Example of ScorecardSuite

The following example continues Paul Wilkens' session from above.

Paul decides to use the Cosmo sales analysis application to analyze the sales figures by
region, merchandise line, brand and store type.  He can do this very smoothly by using the
link from Adirondack’s Revenue measure.

The variable pie charts show very clearly that, in June, the majority of Sales Revenue came
from the West and most of this
revenue came through Mall Stores.
Also, the Midwest contributed the
least revenue and Mall Stores are
not used as a retail channel in this
region.

Paul is interested in profit as well
as region and decides to view the
bubble chart, which uses three
measures: revenue, volume and
gross margin.

The bubble chart confirms to Paul
that Mall Stores are the best
performing retail channel in terms
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of Revenue, Volume and Gross Margin.  Paul makes a note that the company should really
start selling through Mall Stores in the Midwest.

Next, he wants to analyze shoe sales only.

Paul uses the third chart on this page to do a detailed analysis of shoe sales by region.  This
chart clearly shows that the Northwest has the best performance.

While this example is very straightforward in its functionality, there is potentially an
unlimited amount of analysis capability that can be built into these types of solutions.
Gentia's overall EPM architecture, underpinned by the Gentia Millennium Application
Platform, provides a complete and integrated solution for all analytical requirements --
from packaged performance management applications right down to fully customizable
analytical application development.
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Summary
The Renaissance Balanced Scorecard powered by Gentia provides a full implementation of
the Kaplan and Norton definition.  In addition, because of the underlying architecture, this
application can be deployed enterprise-wide as well as extended to provide a fully
integrated suite of analytical applications.

The core Gentia architecture provides the entire infrastructure necessary to support a large,
globally-deployed scorecard at one level, while being flexible enough to provide the same
features and functionality on single, standalone machines.  The ability to deliver the
scorecard and other analytical applications through a Web front-end provides further
deployment options, especially suitable for large user populations.

For those organizations seeking to extend their strategic enterprise performance
management solutions with operational analytical capabilities, Gentia's family of EPM
applications provides a solution for the deployment of integrated analytical applications.
These can span from the simplest of information browsing to advanced analytical
capability including the use of statistical data analysis.  This is accomplished through
Gentia's Application Framework, which enables the rapid deployment of integrated
analytical applications while ensuring a common look and feel as well as coding standards.

The combination of the only balanced scorecard solution for enterprise-wide deployment
with a platform for rapid application deployment and integration is unique on the market.
The Renaissance Balanced Scorecard delivers:

1. Unparalleled functionality adhering to the precepts of Balanced Scorecard originators
Robert Kaplan and David Norton;

2. Global scalability permitting use by hundreds and thousands of employees regardless of
geographic location;

3. Easy integration with existing ERP, OLTP and other mission critical systems.

In conclusion, Gentia offers solutions that address organizational requirements for an
enterprise-wide performance management solution that can be easily expanded to
encompass additional analytical capabilities.


