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TrendSpotters: Information Missing from Most Scorecards 

By Carol Haig, CPT, and Roger Addison, CPT, EdD 

Mark Graham Brown works with organizations on improving performance. He 
consults to businesses and government in the U.S. and internationally, helping 
them to develop metrics that link to behaviors and strategies. Mark, 
mgb1@mindspring.com, is a recognized expert on performance measurement, 
the balanced scorecard, and the Baldrige model. He shares his proficiency 
through his workshops and books. We are delighted to talk with Mark after a 
long absence from ISPI. Mark contributes a tool to the TrendSpotters Open 
Toolkit (TOT) that can make a significant difference in the results realized by 
organizations, a set of questions entitled Information Missing from Most 
Scorecards. 

Genesis of the Tool 
Does your organization use the Balanced Scorecard? Many do, and of those, 
most are measuring variables that do not provide a complete picture of how their 
business is doing. They are relying on data that cannot help them reach their 
goals. Mark tells us that as organizations become more sophisticated, so should 
their ways of measuring. Unfortunately, this is not always the case. 

In Mark’s most recent book, Beyond the Balanced Scorecard, he traces the 
evolution of the Balanced Scorecard and provides a list of the Top 10 Problems 
With Most Scorecards Today. Mark developed the Information Missing from 
Most Scorecards tool to help organizations identify where their Scorecards fall 
short so they can measure what is meaningful. 

Description of the Tool 
The Information Missing from Most Scorecards tool consists of 23 questions 
in four areas: 
• Customer Information
• Employee Information
• External Information
• Financial Information
It can be used by a performance improvement specialist, manager, executive, or
a meeting leader to generate discussion, insight, and a re-evaluation of what the
organization is measuring and why.

https://hpttreasures.files.wordpress.com/2018/06/trends-mark-brown.pdf

https://hpttreasures.files.wordpress.com/2018/06/trends-mark-brown.pdf
https://www.amazon.com/Beyond-Balanced-Scorecard-Improving-Intelligence/dp/1563273462
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Information Missing from Most Scorecards 

Questions to Ask About Your Organization’s Scorecard  
 

Customer Information 
1. How hard is it for customers to do business with our firm, and how much do we 

irritate or frustrate them? 
2. Who are our most profitable and important customers, and where do we stand in 

our relationship with them? 
3. Are any of our important customers looking around for another supplier or using 

one already?  
4. Do we have any customers that we would be better off without?  

Employee Information 
5. How much do we irritate our employees and make them frustrated or unhappy? 
6. Is our corporate culture still positive, and do people really live by the values we 

have on the wall? 
7. How well are we communicating important information to our employees and 

other partners? 
8. Do we have the right people in the right jobs, and do they have the knowledge 

and skill we need for today and tomorrow’s work? 
9. How much time do our employees spend each day doing what we hired them to 

do?  
10. Are our employees and leaders ethical and honest? 
11. How are we really doing on diversity? 
12. How safe is it to work in this organization? 
13. How healthy are the executives and employees who work in this company? 

External Information 
14.  How healthy are the relationships we have with our important partners and 

suppliers? 
15. How strong is our brand image in the market place? 
16. At what level of risk is our organization for some type of threat or disaster? 
17. How are we doing at meeting regulatory and legal requirements? 
18. What sort of competitive threats and other risks are we facing and how well have 

we prepared for these risks? 

Financial Information 
19.  How are we doing on our major capital projects? 
20. Are we going after the right type of new business? 
21. What are financial results going to look like in a few months from now? 
22. How are we doing at coming up with new products and services that the market 

embraces? 
23. Are the investments we’ve made in performance improvement initiatives or 

products really paying off?  

©2007. Used with permission. 
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How to Use the Tool 
The most straightforward use of the Information Missing from Most 
Scorecards tool is to ask if the questions it presents are important to the 
organization. Since the answer will likely be yes, the next task is to try to link the 
questions to what the organization actually does. For example, suppose a 
company wants to know if it has the right people in the right jobs, and the metric 
currently used for that is the number of employees in particular job categories. 
The tool will help the organization see that it needs a different metric, perhaps 
the amount of time employees spend each day doing what they were hired to do, 
or a measure for the results they were hired to produce.  
 
Using the Information Missing from Most Scorecards tool to audit or evaluate 
an existing scorecard is a valuable first step in helping an organization align what 
it wants to know with the metrics best used to find out. 

Success Story 
Have you ever had a customer you wanted to fire—an individual, department, or 
company that was a trial to work with? Well, a large chemical company was 
simultaneously experiencing high customer satisfaction ratings and decreasing 
margins. Using the Information Missing from Most Scorecards tool, the 
company came up with their definition of an “attractive” customer—that is, the 
characteristics of a customer that would be desirable to work with. These 
included such elements as: 
• Sales value 
• Stability 
• Easy to work with 
• Potential for financial results  
 
From this, the company built a profile of an attractive customer. It was an easy 
next step to develop an attractiveness metric and evaluate all existing customers 
against what came to be called the Ugly Stick. Ultimately, the company “fired” the 
bottom tier that included their three largest customers from which they were not 
realizing a profit. By also changing their sales incentive system to link to 
attractive prospects, the company could focus on both new and existing 
relationships with agreeable, revenue-producing customers. 
 
Similarly, FEDEX developed a Customer Aggravation Index to help them identify 
attractive customers and prospects for their business. 

Advice to Users of the Information Missing from Most Scorecards Tool 
To get acquainted with the power of the Information Missing from Most 
Scorecards tool, create a matrix of the measures currently in your Balanced 
Scorecard and then link the matrix to the question you want answered. So, if the 
question is, “How financially successful is this organization?” last month’s 
numbers won’t tell the whole story. 
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Most companies measure information from the past—from events that have 
already happened—such as turnover, accident rates, and other lagging 
measures. What is more meaningful are leading measures that may not be of 
interest by themselves, but that correlate to information that is important. Mark 
explains this with the example of cholesterol level. By itself, this metric has little 
importance, but high cholesterol correlates to heart disease, and that is 
important. Some leading measures might be the number of building permits 
issued, applications for unemployment insurance, or back to school purchases. 

Links to the Information Missing from Most Scorecards Tool 
The Information Missing from Most Scorecards tool supports these principles 
of Performance Technology: 
 
R Focus on Results – By definition, the questions ask what the organization 

wants to achieve and points to suitable metrics 
S Take a System view – The questions ask about inputs, processes, and 

outcomes 
V Add Value – The questions are about identifying what to develop metrics for 

and then the metrics themselves add value 
P Establish Partnerships – The questions provide a way to coach clients to 

find the flaws in their Balanced Scorecard 

Application Exercise 

Take a finance person from your organization to lunch and discuss the questions 
in the Information Missing from Most Scorecards tool.  

Further, Mark suggests that you go to www.realage.com and find out, by 
answering a series of questions, how your lifestyle affects your chronological 
age. This is a great warm-up exercise to help you think analytically; your age is 
one number with many variables. 
       
 
Find all the models and tools featured in TrendSpotters at 
http://www.ispi.org/publications/perfXpress.htm#trendToolkit 
 
Contact Carol Haig at carolhaig@earthlink.net or at 
http://home.mindspring.com/~carolhaig 
Contact Roger Addison at rogeraddison@earthlink.net  
 




