execute strategy = but only if it makes sense
to front-line staff, writes Alison Maitland
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more complex. It's the peo-
ple at the front line, the cus-
tomer service people, who
have to improve the guality
of service. If vou don't give
them data in a form that
allows them to understand
what to do dilferently, it's
not very helpful.®

Prof MNeely compared 1566
Waolseley branches using
R2G with a control group of
156 plumbing branches that
did not vuse the system. Ho
picked the nearest plumbing
sites in each case, on aver-
age 4.5km away, controlling
for the month, the weather
and market demand.

Following the launch of
R2E. the huild branches
showed a statistically signifi-
cant increase in sales and
grass profits compared to
the plumbing branches.
Within the build division,
however, some branches pro-
duced better  financial
resulis than others. They
were the ones that also per.
formed better on non-finan-
cial measures such as cus-
tomer retention.

In other words., some
branches were more enthusi-

When misuse leads

There are iwo main reasons

why companies go wrong
with the widely used

scorecard,
Management Tools survey
by Bain & Co. It is most
common in North America,
followed by Europe and
Latin America, and leasi
common in Asia
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astic than others about woo-
ing customers, suppliers and
gtafl under the scheme, and
this produced better finan-
cial results. To find out why
attitudes to these less tangi-
ble aspects of performance
varied, Prol Neely inter-
viewed 40 managers,

His initial findings show
that most reacted well to the
scheme, Some came up with
creative ways to boost non-
financial performance. for
example by allocating stafl
to contact bullders who had
not vizited the branch for a
while and persuade them o
come back. These managers
were asked to share thelr
ideas with other branches.

A few branch mAanagoers
remained sceptical about the
scheme and one admitied he
had “never taken a blind bit
of notice of It". This was
despite bonuses initially
being linked to the scheme’s
success. Some managers had
reservations about measures
being too complex or outside
their control.

Wolseley s experience
demonstrates how a bal-
anced scorecard system can

executive levels of the
organisation,” says Mr
Norton. “They don't

improve financial perform-
ance. Mr Barden savs the
company has similar
schemes in other divisions,
such as the US timber busi-
ness, but only uses it where
aAppropriate.

The cmphasis now is on
giving branch managers a
deoper understanding of how
the non-financial slements
affect performance.

Certain conditions seam to
be necessary to maintain
improvements in perform.
ance: the programme muost
have commitment from the
top: it most be tnilored to
the needs of the business: it
should be adaptable to
changing conditions: and jt
should incorporate incens
tives, preferably for all staff.

During the evaluation,
Wolseley stopped linking
bonuses directly (o Success
in achieving green scores,
The link is diue (o be re-
established in August. Mr
EKeeley, the Romford branch
manager, says it proved an
important reward, particu-
larly to employvees. “It cre-
ated a lot more interest
within the branch,” he says.

to failure

iﬂﬂﬁiﬂhﬂ:hhﬂzluﬂ

Isis House, 74 New Oxford Streel, Lomndon WC1A 1EU
Tel: +44 (0) 20 7462 8900 - Fax; +44 {0) 20 7462 8509
Registerod Addreas’ IT Badford Sgquane, Losdan, WCT8 3 Company Numdbor 25358531, VAT Regisiration Muembar GE TR 7048 37



