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County Executive Chooses Balanced Scorecard
Approach for Next Phase of Strategic Planning

In 2002, County Ex-
ecutive Tony Griffin directed all
agencies to prepare strategic
plans by the fall of 2003. At
that time, he stressed that the
emphasis was on the process.
By that, he meant he wanted
widespread participation in each
agency’s plan, rather than hav-
ing an agency plan written by
just a few people. This was to
ensure comprehensive input and
buy-in. Since the emphasis was
on the process and not as much
the product, no standardized
template, methodology or for-
mat was specified.

Agencies reported that
the process was a very good
learning experience. Fast for-
ward to 2006 and many agencies
were beginning to think of up-
dating their plans or have al-
ready done so. In the past few
years, a humber of County staff
have taken balanced scorecard
training and found the approach
especially useful for strategic
planning. Among these agen-
cies was the Department of
Management and Budget
(DMB), which suggested to the
County Executive and Deputy
County Executives that the bal-

anced scorecard be used as the
approach for the next phase of
strategic planning. The County
Executive then directed DMB
to convene a multi-agency team
to study the approach and make
recommendations. The sidebar
shows the composition of this
team.

The BSC Team re-
viewed literature on the bal-
anced scorecard, learned about
the experience of those County
agencies that had already devel-
oped strategy maps and score-
cards, researched ‘best practice’
jurisdictions, and interviewed
two leading process improve-
ment consultants for their
views on how the BSC could
effectively be used in Fairfax
County.

The team noted that
most County agencies already
have strategic plans and many
are looking at ways to update
their plans and make them
more useful. Considering that
information and the team’s
research findings, they con-
cluded that as strategic plan-
ning matures in high perform-
ance organizations, develop-

ment of strategy maps and then
balanced scorecards is a logical
progression.

So what exactly is the
balanced scorecard approach?
It is a framework that helps
organizations translate strategy
into operational objectives that
drive both behavior and per-
formance.

(continued on page two)

Balanced Scorecard Team

e  Kristen Cigler, Department
of Community and Recrea-
tion Services

e  Marie Custode, Depart-
ment of Systems Manage-
ment for Human Services

e  Barbara Emerson, Organ-
izational Development and
Training Division

e John Kapinos, Police
Department

e  Carol Lamborn, Depart-
ment of Public Works and
Environmental Services

e Allison Lowry, Department
of Family Services

e Elisa Lueck, Fairfax County
Park Authority

e  Judy Lynch, Organizational
Development and Training
Division

e Bill Yake, Department of
Management and Budget
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(continued from page 1)

It is also a management tool to fully align strategy
and performance throughout the organization. The bal-
anced scorecard is based on developing a strategy map
around the following four perspectives:

Customer

Financial

Internal Process
Learning and Growth

The rationale is that strategies will be ‘balanced’
around those various perspectives instead of being overly
oriented to one or another at the expense of the others. In
the private sector where the balanced scorecard was first
developed in 1992, the objective was to get business away
from an over-emphasis on cost. A company could have
great success selling its product if it’s the cheapest on the
market; however, if the customer service is terrible and the
quality of the product is such that it doesn’t last or offer
good value, the business will lose those customers it ini-
tially attracted on the basis of price. In a highly competitive
marketplace, businesses must strive to keep customers.

So you’re wondering why government should be
concerned with this. After all, customers don’t have much
choice in their local government, or do they? In a highly
mobile society, residents can vote with their feet and move
away as a number of jurisdictions saw when their crime
rates soared or other conditions compelled citizens to
choose to locate elsewhere.

Since the County Executive unveiled the Fairfax
Framework for Excellence and the high performance or-
ganization concept, County staff have been continually
seeking ways to continue to offer high quality services. The
linkage of strategy and performance is one such logical next
step.

It's call a Balanced Scorecard because it bal-
ances financial indicators with other types of
measures (customer, internal process, and
learning and growth). It balances the exter-
nal focus with the internal. And it balances
leading indicators with lagging indicators in
order to present a fuller picture of perform-
ance to help managers manage better.
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After the County Executive determined that the balanced
scorecard would be used for the next phase of strategic planning,
he directed the BSC Team to make a presentation to the Senior
Management Team (agency directors) at their May 30, 2007
meeting. As part of the team’s presentation, several agency di-
rectors who had used the balanced scorecard — Jimmy Jenkins
(Department of Public Works and Environmental Services), Pat
Franckewitz (Department of Community and Recreation Ser-
vices) and Tim White (Fairfax County Park Authority) shared
their experience. It was very useful to have their practical experi-
ence supplement the theory presented by the BSC Team.

At that meeting, agency directors learned of the re-
sources available to help them as they develop strategy maps by
June 2008 and scorecards by December 2008. The County has a
very capable consultant who provides training as well as facilita-
tion support. Ralph Smith of Orion Development Group had
already trained a number of County staff who found his approach
very helpful. The Organizational Development and Training
(OD&T) Division has scheduled a number of training sessions for
September and November 2007. Agencies have already been
contacted to identify and schedule key staff who will be involved
in their strategic planning process.

OD&T subsequently provided a copy of Ralph Smith’s
book, Business Process Management and the Balanced Score-
card, to all agency directors. The BSC Team has been busy
meeting with a number of agencies that requested individual
briefings for their staff. By early September, an easy-to-use man-
ual tailored to Fairfax County will be provided to agencies as
they undertake this initiative. Around that time, a BSC resource
page will be available on the County’s Infoweb site to serve as
another resource for agencies.

For those with questions about how to schedule training
or facilitation sessions with Ralph Smith, please contact:
Judy Lynch, Organizational Development and Training Division,
judith.lynch@fairfaxcounty.gov or 703-324-3645.

If the initial response from County staff is any indica-
tion, it appears that the balanced scorecard approach to strategic
planning is an idea whose time has come. It provides yet another
tool in the high performance organization toolbox that agencies
can use to develop or update their strategy and ensure that they
have meaningful and balanced measures to determine if they are
in fact achieving that strategic vision.

Plans are useless. Planning is everything.

Dwight D. Eisenhower
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Fairfax County Hosts Tenth Annual
Regional Performance Measurement
Consortium

They came from Albemarle County in the west to Vir-
ginia Beach in the east. From across the river in Montgomery
County south to Williamsburg, Newport News and Chesapeake
in the tidewater area, they traveled to Fairfax County for the
Tenth Annual Regional Performance Measurement Consortium
on May 15, 2007. Fairfax County’s Performance Measurement
(PM) Team started this group as a forum to share ideas and best - o ;
practices around performance measurement and managing for < [ ,
results. A decade later, it has continued to be a popular meeting F 3 LAY
where staff from a number of jurisdictions share ideas and net- |Jim Webster, Internal Auditor from Prince William
work. County shares information about that jurisdiction’s
performance measurement program.

Welcomed to the Consortium by Fairfax County Ex-
ecutive Tony Griffin, the attendees heard several presentations Jim Webster from Prince William County
by staff from the City of Alexandria, Prince William County and spoke about how performance measurement is used to
Fairfax County. Morgan Routt from Alexandria followed up on improve management in Prince William County. He
the informative talk he gave last year about that jurisdiction’s described the Prince William system of results-
efforts to contract for performance audits or best practice studies oriented government and described the various ways
as they are known there. Last year, the City of Alexandria was they use performance data, e.g., for strategic planning,
in the early stages of the process, having just awarded the con- budget development, service delivery improvement

tracts to two firms that were going to study operations in the  anq reporting results to citizens to ensure accountabil-
Transportation and Environmental Services agency as well as ity.

the Fire and Rescue Department. He described the scope of Barbara Emerson provided the last formal
those contracts. A year later, Morgan was able to update the presentation. Similar to Prince William County, she
group on the findings of those studies. It was useful to those in spoke about how Fairfax County uses performance

attendance to learn how a_nother jurisdiction was using perform- data. In particular, she focused on Fairfax County’s
ance data to improve services. efforts to highlight benchmarking comparisons that
County Executive Tony Griffin welcomes attendees to the demonstrate how the County’s performance compares
Tenth Annual Regional Performance Measurement Consor- to other large jurisdictions nationally, as well as some
tium hosted by Fairfax County. of the larger cities and counties in the Commonwealth

of Virginia. Noting that these benchmarking compari-

sons are included in the annual budget, she told the
group that by showing how Fairfax County’s perform-
ance on measures of both efficiency and effectiveness
compares to others, the public, elected officials and
County management have better information with
which to make decisions. She emphasized that dem-
onstrating accountability actually helps win support
for programs and services in Fairfax County.

Following a networking lunch, the afternoon
session offered an opportunity for a roundtable discus-
sion where each jurisdiction present provided a brief
summary of its performance measurement program.
As in the previous consortium meetings, it is always
amazing and encouraging to hear about the exciting
and innovative steps our peers are taking to manage
for results.

The future belongs to those who believe in the beauty of
their dreams.
- Eleanor Roosevelt
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Next PM Brownbag Lunch

The PM Team holds periodic brownbag lunches throughout the
year to offer yet another opportunity for staff to learn about per-
formance measurement, as well as share their own experiences.
The August Brownbag is typically a refresher on the County’s

performance measurement methodology and database. It will

Department of Management

and Budget

Suite 561

12000 Government Center Parkway
Fairfax, VA 22035

Phone: 703-324-2391

Fax: 703-324-3940

Motivation is what gets
you started. Habit is what
keeps you going.

-Jim Ryun

be held August 9, 2007 from noon-1 p.m. in Room 120C of the
Government Center. If you are interested in attending, please contact Bill Yake at
703-324-2030, TTY 711 or William.Yake@fairfaxcounty.gov to ensure that suffi-
cient materials are available. Any questions or requests for special accommodations

should be directed to him as well.

Performance Measurement Matters is published quarterly by the PM Team. Editor:
Bill Yake, Department of Management and Budget, with articles by PM Team
members. To request this information in an alternate format, call the Department of
Management and Budget at 703-324-2391, TTY 711.

PERFORMANCE MEASUREMENT TEAM

Feel free to contact any member listed below if you have any questions/comments about the County’s
Performance Measurement Program.

NAME AGENCY PHONE E-MAIL
Lisa Blecker Fairfax-Falls Church Community Services Board 324-4426 LBLECK
Norman Chmielewski Department of Administration for Human Services 324-5978 NCHMIE
Kristen Cigler Department of Community & Recreation Services 324-5306 KCIGLE
Marie Custode Department of Systems Management for Human Services 324-4540 KCUSTO
Josh Edwards Department of Management and Budget 324-3574 JEDWAS
Lorraine Jackson Department of Public Works & Environmental Services 324-1835 LJACK1
Mila Jao Department of Finance 324-3150 MJAOOO
John Kapinos Police Department 246-4278 JKAPIN
Laura Lazo Department of Management & Budget 324-2049 LLAZOO
Allison Lowry Department of Family Services 324-3528 ALOWRY
Doug Miller Fairfax County Public Library 324-8322 DMILL4
Eric Mills Department of Public Safety Communications 280-0644 EMILLS
Julie Minor Health Department 246-8783 JMINER
Laurie Stone Fire and Rescue Department 246-3889 LSTONE
Bill Yake Department of Management & Budget 324-2030 WYAKEO
Jennifer Zindler Department of Information Technology 324-4543 JZINDL




