Business Scorecards / Dashboards

THE
BUSINESS
CHALLENGE

In a recent study where 187 CEO’s were asked whether they have the right
data and information to effectively monitor and manage their businesses and
business risks, only 25% of them agreed.
This being said, the measurement of business performance appears to be a
perennial topic. The issue nowadays however does not seem to be one of
whether business measurement is necessary (as Peter Drucker contended with
saying “if you can’t measure it, you can’t manage it”), but more one of what
should be measured and how.

THE
SOLUTION
What We Do
and What We
Promise

To ensure that organisations, departments or teams measure the right things, in
the right way, at the right time, InavitiQ consulting provides a solution consisting
of three phases that are supported by a simple and practical design logic. This
solution is indicated below:
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2 Design the Logical Scorecard / Dashboard Model
1. The “proof”, thus, the actual measures and metrics,
measure relationships, formulae, unit of measurement,
source data etc.
2. The “who” and “when”, meaning the method, tool and
people that will be responsible for measurement
3 Design the Physical Data Scorecard / Dashboard Model
1. The tools to gather and collate data from the data
source to the final scorecard / dashboard (processes
and data relationships and paths)

We believe that our solution is a simple yet effective way to, in full
collaboration with our clients, develop a mechanism for monitoring
performance, understanding the relationship between inputs, practices,
outcomes and business value add, and being more deliberate about what
they do and how they do it.

THE
APPROACH

The process to be followed in developing business scorecards / dashboards
can be described as follows:

How We
Work

Design the Conceptual Scorecard / Dashboard Model
A systematic approach must be applied to decide on “what” needs to be measured to ensure
that the scorecard / dashboard measures what it is supposed to measure. Through
collaborating with various internal, and external business stakeholders, the following process
applies to design the conceptual model:
1. Determine or review the critical business / stakeholder requirements, i.e. what is your team
accountable for, what are the common requests put to your team, what must you report
on, and what need to be measured etc.
2. Apply the logic below to group or theme the critical requirements into specific conceptual
scorecard / dashboard dimensions and elements:
Our contention clearly is, as indicated in
the figure and table on the right, that:
• Whatever it is that organisations do
and
deliver,
must
lead
to
demonstrable business value add.
• In order for something to add value,
organisations have to ensure that the
right outputs / outcomes are
delivered.
• This
means
that
organisational
throughputs / practices must be
relevant to the intended outputs /
outcomes.
• This ultimately requires that the inputs
or the way that organisations think
about things must be credible.

Throughput
/ Practices

Inputs

Output s/
Outcomes

Business
Value Add

Dimension

Business

People

Inputs

§ Business Strategy
§ Business /
Operating model
§ Operating Plans
§ Process Efficiency
and Effectiveness
§ Production
equipment
§ Product Quality
§ Customer
Satisfaction
§ Market Share
§ Revenue Growth

§ Leadership Strategy
§ Leadership
Competence Model

Throughputs
/ Practices

Outcomes

Business
Value

§ Leadership
Assessment and
Development
Practices
§ Leadership Capacity
§ Leadership
Excellence
§ Employee Retention

Business
Value Add

None of the above particularly sounds new, novel or earth shattering. Surprisingly, not too
many businesses we engage with though seem to do this in a deliberate or thoughtful manner.
Those that do, more often than not fall into the trap of assuming that measures of business or
people outcomes or value add are a single set of metrics. We call this a trap, because not only
should measures be grouped as indicated above, but they could also be levelled as the
example below illustrates:
On a Strategic Level:
§
§
§

Market Share
Investor Confidence
Revenue Growth

On a Tactical Level:
§
§
§

Operating Profit
Resource Utilisation
Employee Engagement

At an Operational Level:
§
§

Non-People Cost Efficiencies:
Turnaround
Number of Defects
Production/ Turnover Cost
Work units per F/PTE

Design the Logical Scorecard / Dashboard Model
The design of the Logical Model refers to the process through which to:
1. Determine the “proof”, thus, the actual measures and metrics (or performance
indicators), measure relationships, units of measurement, source data etc. to use in
measuring the conceptual scorecard / dashboard dimensions and elements identified.

This is done through a collaborative process with various organisational stakeholders
(typically operations, finance, human capital and IT) to ensure that it is “SMART”
(specific, measurable, achievable, realistic and time-targeted).
2. Confirm the “who” and “when”, meaning the methods and tools, and the people that
will be responsible for the measurement. The measuring methods may be quantitative,
qualitative or combined, and the tools may be manual or automated. Overall, it is
important that the methods, tools and people are directly aligned to what is being
measured, as well as the indicators or “proof” for each measure.
When we work with clients to develop methods and tools, we constantly align the
logical model back to the conceptual model as we work with the end in mind. This is
because we have learnt that updating, maintaining and interpreting scorecards /
dashboards could become an administrative burden if the measuring methods and
tools are too complex, and after a while, have seen it become redundant. Selecting the
right methods, tools and people is therefore a critically important step in the process of
scorecard / dashboard design.

Design the Physical Scorecard / Dashboard Model
The design of the Physical Model refers to the process through which to develop the actual
tools to gather and collate data. This will include the processes that should be followed to
convert data from the source to the final scorecard / dashboard, as well as ensuring that the
data relationships and paths are incorporated.
In doing so, specific criteria should be considered, i.e. does the tool lie within the resource
boundaries of the organisation (time, cost, expertise), is it representative and generisable, is it
simple enough for internal resources to conduct the measurement on a regular basis, is there
other existent measures or measurement tools one can leverage off, and will it provide
relevant and quality outputs. As a rule of thumb, it should be aligned with the “FABRIC”
principle (Focused on measuring what it is supposed to measure, Appropriate and useful,
Balanced, giving the full picture inclusive of the relationships between measures, Robust to
withstand organisational changes or individuals leaving etc., Integrated into the organisation,
being part of the business as usual planning and management processes, and Cost effective).

WHAT OUR
CLIENTS SAY

In delivering business solutions, our clients tell us that they enjoy working with us
because:
§
§
§
§

Our solutions are science based;
We keep it simple;
We are quick without being superficial; and
Our solutions represent good value for money.
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