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This is the second of several points of view drawn from Stryve’s recently published
Outcome Project report on Business Executive Responsibilities for Information
Technology. This one looks at why senior executives should be very active owners of
the information they use in the performance management of the enterprise.

Most executives rely on “scorecards” or “dashboards” to track key business
indicators and results. But all too often these instruments are highly condensed and
visually enhanced reports, roll-ups of the same old information with the opportunity
to drill down for detail. That’s a big improvement in usability over paper reports,
but the content is not very enlightening. Your scorecard may be “balanced” in that it
includes all the important categories of resources and performance, but does it
really help you “maintain your balance” in guiding the business?

Scorecards can do so much more. Consider these questions:

Is my scorecard connective? Does it reveal how those major categories track
and influence one another? A scorecard should capture your local version of
the service-profit chain: How employee performance and engagement drive
operational performance to drive customer volume and satisfaction to drive
revenue and profit.

Is my scorecard predictive? It should incorporate the leading indicators,
those with a track record of correlating with future activity and results.
Ideally, any predictions incorporate a confidence factor so you know when
variables are moving into uncharted territory and uncertainty is growing.

Is my scorecard timely? Not all information needs to be real-time; however,
a monthly scorecard is just an historical artifact. Information has different
cycle times - sometimes the latest is useful, sometimes weekly is plenty. The
scorecard should reflect the natural timing of its information, not the timing
of its publication schedule. Real-time information turns a scorecard into a
dashboard, used when driving, not reviewing the trip.

Is my scorecard dynamic? Business conditions and drivers change, and
scorecards should keep pace, especially as new connections and predictive
indicators are discovered. Every scorecard should contain an experimental
and provisional metric or two, set off down in the corner. These are factors
you’re watching to see what you learn and determine whether they should be
promoted to the scorecard proper.

Looking at it another way, if your scorecards and other performance management
methods don’t have these attributes, they may give you a false sense of
understanding and control. If you have separate roll-ups of business activities, you
can’t see the connections and optimize across the business. If you lack predictors,
you're “driving by looking in the rearview mirror.” If information isn’t timely, you



lose the window for valuable alerts. And if the scorecard doesn’t change, it's
inevitably out of sync with what you need to know.

How do you get a connective, predictive, timely and dynamic scorecard? You can’t
specify its contents and capabilities in advance; you’ve got to be hands on. Work
regularly with the analysts who maintain the scorecard, and participate in its
evolution. Observe yourself in action: How do I use the scorecard, what do I learn,
and what decisions and actions do I take? The standing questions for discussion are:
What do I need to know to take the pulse of the business? What key decisions do |
make regularly? What new or better information might help?

What does active scorecard ownership have

to do with being a technologically capable “Many business executives should be looking
business leader? It’s a specific and highly at data in new ways. For example, how good is
visible instance of being attentive to how our sales forecasting? The average deviation
your organization uses information. Let of 14% is considered world class. But what

does that deviation cost us? What would be
the benefits of improving on it? Information is
about new insight, not just straightforward
answers. We need lots of ongoing gap analysis
of this type.”
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others see how you use information in the
performance management of your business,
how you manage by fact whenever possible,
how you’re always seeking better
information and analysis. Discuss
information and scorecard use with your

direct reports, and encourage them to be
more fact-based and analytical. All that sets the standard for an organization that
makes the most of the information available - and generates new information as
needed.

You should, of course, pay ongoing attention to how your organization uses its
information generally, not just its scorecards. “Data stewardship,” as IT people term
it, is a business responsibility. How well do your people generate, communicate,
safeguard and capitalize on their information? Through this information lens, you’ll
learn a lot about your business capabilities and constraints, and you’ll develop a
better sense of information-based business opportunities (maybe even a pragmatic
sense of what you might actually do with “big data”). A quarterly review of
information use in the business - capabilities, constraints, opportunities - may be a
good practice. You probably don’t want to get sold on big data management projects,
but you do want to drive a commitment to improving, expanding and using
information well.



