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A business measured by a single metric is a business flying blind.

Leaders who look only at
profit and loss steer
their organizations like a
pilot flying with a single
instrument. i

Altitude
(Customer Satisfaction)

The aircraft may appear

stable, but altitude,
direction, and fuel
Financial Outcomes - % A -
(Quartery Eamings & PSL) remain un knownﬂ until it
| Is too late.

Heading
(Process Efficiency)

Fuel Reserves
(Employee Capability)
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The paradigm shift from traditional reporting
to balanced management

- The Status Quo The Balanced Scorecard
Focus: Short-term, financial-only. = ﬁ‘-l & Focus: Long-term, multi-dimensional.
: e _ O~ Nature: Predictive
Nature: Reactive (Lagging indicators). |< ™ k! I Enj]% (Leading & Lagaing mix).
Structure: Siloed departments e #w Structure: Aligned teams with a
debating metrics. . shared strategic language.
: | Outcome: Provides a structured way
%ﬁf: m:s‘tTEﬂ? é?;lwzit Ig?rf SP i’;ed < F ME ﬂ to monitor performance while guiding
A TERP f i future capability investments.
14
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Financials are the destination, not the driver.

Leading Indicators n Lagging Indicators
Human Capital, Culture, and Financial Outcomes
Internal Processes. The inputs (Revenue, ROI, Margin). The

past results we cannot
alter, only predict.

-

we can directly control today.

(3

Key Insight: A company cannot simply wish for higher revenue. Revenue is the lagging outcome of
’ customer loyalty, operational efficiency, and skilled employees working on the leading edge of the business.
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The anatomy of a balanced strategic architecture.

Perspective Strategic Question Focus Area Example Measures
Revenue growth,
: : How do we look to T ROI, cash flow, net
Financial e e profitability, cost o
' management. | gin.
Clstomer How do customers Satisfaction, retention, i NPS, CSAT,
see us? market share, brand. acquisition rate.
Quality, efficiency Cycle time, defect
2 i ] !
UG eI G What must we excel at” innovation, compliance. rate, throughput.

: : Engagement score
Can we continue to Human, Information, and 949 :

: s : ~training hours, skill
'? I
Improve? Organizational capital. coverage.

Learning & Growth
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Strategy is a chain of cause and effect, built from the bottom up.

Financial: Revenue
Growth & Profitability

Customer: Increased
Net Promoter Score (NPS)

Internal Processes:
Faster problem resolution

Learning & Growth:
Close employee skill gaps

A well-constructed strategy map reads like a logical argument. If you cannot draw a clear

cause-and-effect line connecting an objective upward, it does not belong on the scorecard.
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A single-dial failure vs. a four-dial turnarounad

Before: The Blind Spot After: The Dashboard

Monthly training ->
Quality checklists ->
Weekly feedback calls
-> 40% Revenue
Growth

Head potter quits -> Defect rates

e At | Learning
CHHMmp -2 customers compiain
CHIMD -2 customers Didlln Processes & Growth

Success felt random; failures felt sudden.

By tracking all four dials, patterns emerge. Success becomes repeatable rather than accidental,
turning a quiet pottery studio into a thriving business with loyal ambassadors.
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True alignment cascades from the
boardroom to the front line

Corporate Scorecard:
High-level strategic objectives

Department Scorecards:
Adapted KPlIs reflecting
departmental influence

Cascading requires
adaptation, not duplication.

i F |
llllll

el S RN ) AR Alignment unlocks execution:
e Tl " : (R S Every employee must clearly
see how their daily work

contributes to the broader
strategy.

'fe#t Oit ¢$¢ o0 ott QQ. oqo

| r

___..l.ll.l."ll. I ..II.‘..' [s] i.l'i.l' I I.ll.lli.lﬂ.l t

/|\

Team/Individual KPls:
Daily actions directly mapped to the strategy

o
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MeridianHealth: Transforming a struggling 24-clinic network.

The Problem The Intervention The ROI (18 Months Later)

| @} —18% = 9%
f j E > | (Physician turnover dropped)

| ] - 061% - 93%

« Compressing margins A 12-week design sprint | (Same-day slot fill rate jumped)
» 18% physician turnover yielding just 22 Key KPlIs i g
« Low patient satisfaction (discarding 80+ noisy metrics). | :' 28 =2 52
+ Functional leaders debating Alignment around Exceptional (Patient NPS improved to Top Quartile)
metrics rather than strate Patient Experience and =~ O/ _\ 1 40/
& Operational Reliability. 6[ o — | n” /0

(Operating margin expanded)

e ———— TR II—— k| L 1 | I I T T e - N - T 'I | 1 I L] L I — - — . B s

Improvements in physician engagement directly enabled better scheduling,
which raised patient experience, which lifted margin.
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KAMARAJ The deployment blueprint:
A 10-step strategic S-curve.  Phases Rwy

/ Refine and

Phase 3: Deployment 7 L) Evolve Annually

— Implement
Review Rhythms

Phase 2: Design
Cascade the

Scorecard
Define & Fund

Phase 1: Preparation — Set Stretch  Strategic Initiatives
,-—--.. N\~ e Targets
N\ . Construct Leading/Lagging KPIs

Strategy Map

[ Define Objectives
N~ per Perspective

Identify 3-5

(‘D Strategic Themes

N

Building a Balanced Scorecard is a structured journey.
Clarify Vision Disagreement at the strategy stage is far cheaper to
& Strategy resolve than disagreement at the execution stage.
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The connective tissue of an integrated execution system.

Governance: Board
reporting and Enterprise Q
Risk Management \ =

frameworks. \ /

Culture: Performance Analysis: Sliot, ESR,

managementand /) .- The Balanced | 8 e iInseovasd prioraties and

compensation tie to < Scorecard > Eﬁﬁ ERPs, leasurement, &
scorecard KPIs. | (Strategic Central optimiization.

B—— Processor) R —

Analysis: SWOT, PESTLE,
@ Porter's Five Forces feed
in external context.

L — T ——

Operations/Customers: -~ |
CRM and ERP platforms | Grd )& N /
supply real-time tracking data. .

' G ———

Execution: OKRs translate
scorecard priorities into
= quarterly goals.

———— -

On its own, the scorecard is a framework.
Integrated, it is the central nervous system of strategy execution.
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The execution rhythm: Turning insights into action.

ey,

The Fast Loop (Monthly
Operational Reviews):
Focuses on the Orange and
Teal metrics. Leaders
examine scorecard results,
discuss variances, and
adjust daily operations.

The Slow Loop
(Quarterly Strategic
Reviews): Focuses on

the Gold and Blue

metrics alongside the

Strategy Map. Validates
if the strategic themes
are still relevant and if
initiatives are working.

| A |
N |

Scorecards that sit in a binder deliver no value. The tool must shape the agenda of
senior leadership meetings. Reviews must focus on root-cause learning, not blame.
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Diagnostic: Best practices vs. common pitfalls.

DO v DON'T X
Pick 15-25 KPIs that genuinely Measure what is easy or pick KPIs simply
reflect strategy. because data is available.
Invest heavily in the Learning and Underfund the foundation simply because
Growth perspective. Its returns take longer to materialize.
Cascade with adaptation to fit Copy the corporate scorecard verbatim to
departmental reality. every team.
Treat refinement as a strategic Allow the scorecard to go stale or delegate
executive activity. the annual refresh to administration.
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Mastering Strategy: A 10-Step Guide to the Balanced Scorecard
THE FOUNDATION: FOUR PERSPECTIVES

A strategic framework translating vision into a coherent ﬂ - @
{Pﬂgthgmcﬂhli p ﬁiﬂﬂﬂuﬂ:ﬂmﬁnlﬂﬁ"ﬂ set of objectives across four interrelated business lenses.

/= INTERNAL PROCESSES CUSTOMER

LEADING ' LAGGING KEY FINDING: Success starts with skilled employees (Learning) improving operations (Internal), leading to better
LEARNING & INTERNAL INDICATORS
GROWTH PROCESSES | (predictive measures,
(Skills, Culture) (Efficiency, Quality) (e.g., training hours)

INDICATORS experiences (Customer) and higher profits (Financial).

past performance, =+ LEADING INDICATORS LAGGING INDICATORS
[E-EI-- revenue) Epredictive measures, i’iil past performance,

e.g., training hours) €.q., revenue)

BALANCE: Expands view beyond just financial metrics. PROCESS STEP: Leaders must monitor both.
1. CLARIFY VISION & STRATEGY 2. IDENTIFY STRATEGIC THEMES 3. DEFINE PERSPECTIVE OBJECTIVES @ 4. CONSTRUCT THE STRATEGY MAP 5. SELECT KEY PERFORMANCE
. , INDICATORS (KPIs)
ﬂpuatlnnal FINAMCIAL | Achieve Sustainable Growth
EI‘.CE“EHI:E @ll Increase Revenue 1 || & Improve Satisfaction /JI" K\ 1 >
duce Gools abaic Elieole -
E :::I:l:e Value :: %Lqul:ﬂﬂ Markets g e [Mlﬂr E“;m“ WIH] [ D :ﬂm Objective: Em'}tm
d clon
@ LEARNING & GROWTH mgg‘;sli:s Optimize Operations | | Innovate Selutions i
R i e, Straamline Processes @ | | (22 Build Skills =2 i 3 K KPI: gﬂe: ;r?ﬁngfr
Leadership Intimacy "é ::';::?ﬁ:::; g % ::::;::'T: fmdm g &GROWTH  |_Develop Talent ] [ Foster inovation Coiture
Define what "winning” looks like in 3-5 years with a Choose 3-5 broad priorities to bridge high-level ] : : : Create a one-page visual showing cause and effect arrows between Identify 1-2 specific measures per objective, avoid
unified leadership understanding. vision with specific actions. Articulate 3-5 action-oriented goals for each perspective. L objectives, with Financial at the top and Learning at the bottom. j | generic templates and focus on your unique g'tmtegy‘_‘
6. SET TARGETS 7. DEFINE STRATEGIC INITIATIVES 8. CASCADE THE SCORECARD 9. IMPLEMENT REVIEW RHYTHMS 10. REFINE AND EVOLVE
TARGET Project A: Program B: Inv&stment C: 5 CORPORATE
(Stretch Goal) New CRM Leadership SCORECARD
g By Implementation Training E:panmn -
Y e Ll ‘H’”‘“‘“‘ MONTHLY UARTERLY
e M \;‘““Lﬂ‘ E REVIEW p
iz Bé ,
|nn:un|.uli :mll.ul: |Il:'l'l:lﬂ'.ilrll| ||m|nr.lm1:] |mlu.l.ln|

Establish ombitious but realistic stretch goals with Translate corporate guals into specific department Treat the scorecard as a living toal; conduct annual

specific dates, benchmorking against industry peers Scope out specific projects, programs, or investments 7 ' Establish a disciplined cadence to discuss data reviews to rathe curtisted measures and adapt 1o
L P and historical pE.g[fﬂgrmancE iy required to close the performance gap. h and team-level Sﬁ:] E,":Lﬁtig gﬂ;ﬂ fElff‘“EW employee's variances and take corrective action. J shifting market conditions. P
CASE STUDY: MERIDIANHEALTH RESULTS & QUALITY CHECK PERSPECTIVE OBJECTIVE | KEY KPI 24-MONTH RESULT QUALITY CHECK: BEFORE YOU LAUNCH
E.iﬁ OPERATING MARGIN: Improved from 6.2% to 10.4% in 24 months. Financial Restore operating margin Operating Margin % 6.2% — 10.4% m THE STORY CHECK: Does the strategy map tell a coherent story?
y PATIENT EXPERIENCE: Achieved top-quartile ranking, Patient NPS from Customer Become top-rated network | Patient NPS 2852 A
78 10 52 thrﬂugh process rEllEhlllt}L k nternal Processes EEIT'IE“I:IE'I'{ EI'H'HI|E|JI|I[:1|' Slot fill rate 61% — 93% @ HETHIG DISEIPL'HE; Less 15 more; aim for 15-25 RPIs total.
H?rnngtnufaﬁﬁ: iﬂﬁh‘;?v Reduced physician turnover from 10% to 9% | Learning & Growth | Stable workforce Physician turnover % 18%— 9% , @ QUOTE: "Strateqgy is a story." The Balanced Scorecard tuns that story into action.
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The five-gate quality check before organizational launch.

i 5 : Does the strategy map tell a coherent, = .~
@ Gate 1: COhESIOI‘I logical story of value creation? Q N

Can every employee clearly see where their HP AN
. Gate 2: Visibility i work fits into the matrix? (RS
AN Do the KPIs measure what truly matters,or .~
N7 @ Gate 3. REIevance merely what is mathematically convenient? X

. sy Are the targets realistic yet demanding enough
Gate 4: Ambition to drive focused effort and change?

| | ‘ - Has the executive leadership team personally A
@ Gate 5: Commitment committed to the regular review cadence? [ V4
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The final architecture: Listening to all four corners.

Core Takeaways:

« Balance: Balance short-term performance with long-term capability.
« Causality: Map the cause-and-effect chain of value creation.
» Alignment: Turn an abstract document into a daily operating reality.

| The organizations that thrive over the long term do not chase the loudest metric of the
| moment. They listen carefully to the quiet signals coming from all corners of their business.
‘ The Balanced Scorecard is how leaders build the discipline to act on what they hear.
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Mastering the Balanced Scorecard: A 360° View of Strategy

FINANCIAL

Strategic Question: |

How do we look to shareholders?
Example Measures:

ROI, Revenue Growth |

Lagging vs Leading Indicators |

Combines past financial outcomes |
with operational measures that |
predict future success. |

The “Less is More” Rule

Optimal scorecards focus on
only 15-25 high-impact KPIs to
maintain strategic clarity.

INTERNAL PROCESSES

Strategic Question:
What must we excel at?

Example Measures:
Cycle Time,
Defect Rate

The Cause-and-Effect Logic

Growth in people fuels better
processes, which delight
customers and drive profit.

The Strategy Map

A one-page visual representing
how objectives across all four
perspectives reinforce one
another.

CUSTOMER

Strategic Question:
How do customers see us?

Example Measures:
NPS, Retention Rate

“\\ | The Multi-Dimensional Dashboard

tttttttt

| Replaces single-instrument
W\ | financial reporting with a
\\\'\\ | balanced view of
|1 |11 organisational health.

Strategic Question:
Can we continue to improve?

Example Measures:
Employee Engagement,
Skill Coverage

Review Discipline

Transformation occurs only when
the scorecard shapes the agenda
of regular leadership meetings.

A
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instagram.com/sundareshka @ facebook.com/ksundaresh

@ linkedin.com/in/sundaresh-kamaraj
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