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10 Common Mistakes and How to Avoid Them




Strategy

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

2) How many of you understand your university's strategy? (Definitely, Somewhat, Nope)

Enter your responses in Chat



/oom Poll

What percent of 45%

organizations successfully
0
75%

execute their strategy?
90%



it'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 do better



VISION

MISSION

What are

we going
to do?

VALUES

Vision
Purpose

Strategic
Priorities

Strategic
Results

Customer Focus

- Integrity - Quality -

Helpfulness -

Community - Efficiency

How will
we stay
on track?




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

BaS|CS - Organizations use BSCs to:

What is 3

e Communicate what they are trying to accomplish

e Align the day-to-day work that everyone is doing with
Balanced Align th
? e Stay focused and prioritize projects, products, and
Scorecard:

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
e Customer-identified value
Customer * Satisfaction
* Efficiency
Internal Processes * Quality

» Staff Engagement
Infrastructure & Technology
e Culture

Learning and Growth




When in Balance ...

 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
(i.e., rather than track down critical work (i.e., rather than
policies and fill out confusing getting bounced around from
forms)? desk to desk to get an
issue resolved)?

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)?




“I'm Helping Put a
Man On the Moon”






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 Financia ... -
St rate M ad ? Profit Revenue
gy viap < A
|

A straFegy map is a 5|mplg —

graphic and can show logical Lower Better
cause-and-effect connections Wait Time —> Retention
between strategic objectives

(the circles on the map) and |

alignment to the mission

Internal
Enables you to visualize and Processes (ke —Pp Faster
i : Efficiency Output
communicate how value is

created

Learning

& Growth Improve
Skills

Improve

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 toward
desired outcomes

Strategic Objectives KPIs

Financial * Net profit
Increase * Operating costs
Increase "\ Profitability /¥ ge:::;f * Revenue in target
Revenue pCosts 9 markets
Customer / * % Market share index
* % Customer
Imp.rove Improve Improve l satisfaction index
Clanty of Markgt SCqs;onjer * % Focus group user
Offering Perception atisfaction index
Internal . Nelw products as % of
Processes Improve Soes
Of‘fpering [nlf?r?;z‘t{ieon I";f:;:e Improve Cost * Brand awareness
% i S Control score
Selection Services Reliability

» Cost efficiency index

« Employee
development plans

* Technology training
index

* Supply chain
efficiency index

Organisational
Capacity

Improve
Knowledge
and Skills

Improve
Technology

Improve
Supply Chain

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)




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 a 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 KPIs)

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




The Story of
Christopher Wren

AN m

-----h--—-r--—-— oy

SCNEACH

Wren: “What are you doing?”

“I am cutting a piece of stone.”

“I am earning five shillings
twopence a day.”

“I 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/5takeholder 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

11 - Simplify procedures & reduce workload for academic

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

@ B :‘hepuhll[trustn'fnur;temrdshlpuf(ampusand & clinical departments
o lonor resources 12— Within limited resources, maintain the most critical creativity & provides them with the skills to be
= support services that will sustain the excellence of it )
s OO s s el e s L2 -Disseminate, promota & put inta action UCSD's
2 13- Enhance methods of communicating with our key Principles of Community
m stakeholders
= 14-Reduce cycle time & improve the performance of our
wn essantial sUPPOrt services to student, faculty & staff
2 IS - In the area of technology, provide advanced tools &
@ that will provid iucesfor
students, faculty & staff 16 - 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 communicata with BFS F1-Maximize axisting resources while identifying 11 - Analyze and daliver technology solutions that enhancas employee growth and learning to facilitate
w customers opportunities to sercure additional revenue promate efficiency and mitigate risk successtion planning
g 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 13 - 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 Finandial/Stakeholder Perspective Cashier Internal Perspective Cashier Innovation & Growth Perspective
(C1) Establish relationships and promote partnerships (11} Analyze and deliver technology solutions that |~
= with customers [F2} Establish and periodically review organizational promote efficiencyand improve internal controls p i e
(=) strategies/objectives to ensure deadlines and targets| {12} Simplify payment processes/proceduresto reduce IR
— [3) Enhance how we communicate and reach out to are met workload as well as improve efficiency and intarnal
=5 OUT CUSTOIMers controls = .
E [F2Jcompleta the Continuity Emergency Plan for (12} Review and evaluate currant intarnal controls &g;g;;:‘mm"mu"he AT R
{C2) Explore & collaborate on the opportunity to be Cashiers using the UC Ready tool processes/procedures to highlight opportunities for
part of the BFS-wide CRM tool to better serve campus tr ini ensuring with BUS-49 and (L3) Improve quality of work Iife.
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
=]
=
[=]
=




I Strategy Map Examples

We help people who change the world
through collaboration, consultation
and financial stewardship

Deliver creative procurement
solutions through
collaboration & consultation

Co pursue

efficient, seamless &
integrated processes

Provide key input for informed
procurement decisions

UW Procurement Services Strategy Map, 2010-2015

[ Wearea dynamic organization

that anticipates emerging needs
and delivers exceptional service
anywhere, anytime

Develop informed, confident and

engaged customers who make
sound purchasing decisions

M nage cost, competition
and risk to achieve
maximum value for

Excellence Biversity
innovation Sustainability
Integrity Respect
Teamwork Stevardship
Collsboration Transparency

Deliver an exceptional customer
experience through convenient,
responsive & transparent services

Develog
individuals
totheirfull

potential

Recognize
performance
excellence

Enhance
leadership
effactiveness

reate best-value contracts
through strategic
pplier relations

CSanDiego

University of Washington

UC San Diego

BFS STRATEGY MAP

BFS
Mission
aximize existing
We are resources while Safeguard business Reduce costs, optimize

resources, data and return on investment
processes while providing \ and report results to
visibility and access stakeholders

accountable identifying oppartunities
to secure additional
revenue

Establish relationships

Develop a comprehensive

We create Enhance the way we syste: romote
exemplary communicate with BFS inlorma':‘ht::.azzr:\‘:::num pa:;:;d.lps with
customer customers to BES customers customers
experiences

L]

We achieve
operational
excellence

Simplify Develop business
processes/procedures and process metrics that
reduce workload for illustrate how we are
internal and campus doing and drive
improvements

Analyze and deliver
technology solutions
that promote efficiency
and mitigate risk

' Capture and share stain enhance
employee knowledge ‘employee training to
that enhances employee encourage and facilitate Raise awareness of the
:{;vll;l!la growth and learning, in Individual growth and bemedtts of working
peop addition to facllitate Usn/eEs

benefit operational

s}lwuﬂ]un planning




I Scorecard Example

CPDC Balanced Scorecard 2020-21

CSU System

1/18/2021

DRAFT

Mission

Goals

Key Objectives

Key Metrics

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.

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

Staff

Espousing values of fairness,
cooperation, professionalism
..
Being recognized across
systemwide PDC & O for

development of people
L]

Empowering and recognizing
employees for implementing
continuous improvement

* 3 E's— Education, Exposure,
Experience in career
development and succession
planning

* Staff empowerment,
recognition, and engagement in
process improvement

* Leadership development

* Chancellors Office rejuvenation

Customer

5

Being trusted strategic
partners to campuses
L L]

Expertly navigating financial
and legislative challenges on
behalf of campuses
(L]

Making campuses’
jobs easier

]

* Capital planning database (PM
Web)

* CPDC web site

* Energy Information System

* High touch communication
(huddles, affinity group
meetings, conference)

* Key frameworks

e ===

Pro?s
Championing process

improvement and
facilitating implementation

Maintaining process
integrity and adherence

*  Fire Safety program
implementation

*  Simplify project review
process

* Community Choice Energy

*  Simplify permitting process

* Contract management &
procurement simplification
(MEA's, 1OC's)

Financial
&

Effectively obtaining
capital funding to support
campuses
L1

Being transparent and
trusted financial stewards

* Advocate for budget and
legislation

* Support Public Private
Partnerships

* Energy & utility cost stewardship

* Insurance program (OCIP, BRIP)
refinement

* Tracking completed project cost

Staff at Work Mean Score

(52 quastions)
a2 r 405
4 3.88
= 1
36
2017 2018 2019

Customer Service Survey
Average of all CPDC Units

44 a3
42 4.06 4.07
a1
3.8
2017 2018 2019

Capital Program Funding

52,000 ol

51,000
& e || il
#5787 0 5% 0 P

W Academic Project @ Self-Support




I Cascading Example CSU System

mmcams-uum

OFFICE OF THE CHANCELLOR

§1 - (FS) Deveiop specific goals €1 - [SFSR) Tax coordinators quarterly call and Uistsery P L F2 - [SFSR) Implemant LoaseAcoalarater

$1- [FSA) Craste FS specific on-boarding material [~ % 1~ FS) Unik ology effectively 1 fred up tmo for analysss F2 - [FS) Ensure eftecthe utilization of CARES Act funds

¥ w
§2- (G sholls training. ning €2~ [MAPO) lab sessu ] togeces and P1 - [Gen Acct] CPO process improvemants. F3 - (AP} Achiove 3 5% incroasa in AP electronic paymonts
s2-(75) for stalf improvoments. P2- (Ben Acct) - (Gen A
$2 il ;e I [~ = systomwida
sz P2 - (FS) Continue to deploy Promagp

P CSU' Got ot other soft skl courses) ﬂ_x"""mm P2 (SFSA) Comert CSURMA accounting softwars 10 PacpleSoft
$2 - (FS) Recognize employee accomplishments Collaborate

€2 - Responsa tim 3t @ 24 hour goal

€2~ [FSA] Host CO Businass Forum



In Summary: the Balanced Scorecard is a framework, a measurement
system, and a communication tool (ie via a “scorecard”)

.. Purpose: “What we do”
Mission P

Picture of the Future

Views of organizational performance

- Key components that translate mission into actions

\ Metrics to monitor & track progress

\ Projects & action plans we need to do

“What | need to do”




10 Common
Mistakes, and
How to Avoid

Them




10 Common Mistakes, and How to Avoid Them

#1 Lack of Leadership
commitment

#2 Too many metrics

+Best Practice: Ensure Sr Leaders are
committed to the BSC framework and
convinced of its benefits before starting.

*Best Practice: Keep it simple with

indicators (16 to 32 at the most). Focus on
what's most important.

#3 Keeping the strategy at
Executive level only

*Best Practice: Cascade the strategy to all
levels of the organization and ensure
employees are involved in the BSC
creation process.

#4 Not establishing clear links
between the metrics and
strategic objectives

*Best Practice: Be transparent and
communicate clearly the link between

strategic objectives, measures, and
initiatives.

#5 Not communicating or sharing
Balanced Scorecard results

#6 Thinking you need to roll it out

+Best Practice: Instill the strategy through

the BSC, make the BSC a central theme of
daily activities instead of being seen as an
added operational thing to do.

all at once.

*Best Practice: Don’t wait for perfection to
begin. You can start with one or two
perspectives to start.

#7 Thinking that it is a static
process

*Best Practice: Leaders should view

strategy management as continuous
process to constantly test, purge and
innovate the indicators. Meet as a team at
least once a year to review and revise.

#8 Investing in fancy technology
rather than the process.

*Best Practice: Don’t get caught up on

what tool to use to manage the BSC. The
BSC is tool-agnostic.

#9 Using the Balanced Scorecard
results to "punish" failures

*Best Practice: Build a culture that focuses
on sharing, discussing, and resolving poor
performance issues in an open and

constructive way. And, celebrates
successes.

#10 Not assigning resources for
the Balanced Scorecard’s
continuity

*Best Practice: To ensure the BSC's

continuity, assign roles and resources
from the beginning.




10 Common Mistakes, and How to Avoid Them



Lack of Leadership
commitment

Best Practice: Ensure Sr
Leaders are committed to
the BSC framework and
convinced of its benefits
before starting.

Not communicating or sharing
Balanced Scorecard results

Best Practice: Instill the strategy
through the BSC, make the BSC a

central theme of daily activities
instead of being seen as an
added operational thing to do.

Thinking you need to roll
it out all at once.

Best Practice: Don’t wait
for perfection to begin.
You can start with one or
two perspectives to start.

Too many metrics

Best Practice: Keep it
simple with indicators (16
to 32 at the most). Focus
on what's most
important.

Keeping the strategy at
Executive level only

Best Practice: Cascade the
strategy to all levels of the
organization and ensure
employees are involved in
the BSC creation process.

Thinking that it is a static process
Best Practice: Leaders should view

strategy management as

continuous process to constantly
test, purge and innovate the
indicators. Meet as a team at least
once a year to review and revise.

Investing in fancy technology
rather than the process.

Best Practice: Don’t get caught
up on what tool to use to
manage the BSC. The BSC is tool-

agnostic.

Not establishing clear links
between the metrics and
strategic objectives

Best Practice: Be transparent
and communicate clearly the
link between strategic
objectives, measures, and
initiatives.

Using the Balanced Scorecard
results to "punish" failures

Best Practice: Build a culture that
focuses on sharing, discussing,
and resolving poor performance
issues in an open and constructive
way. And, celebrates successes.

Not assigning resources for the
Balanced Scorecard’s continuity
Best Practice: To ensure the
BSC’s continuity, assign roles and
resources from the beginning.




Thank you!

Questions?

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

UCSan Diego




