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Frank R.E. Lekanne Deprez

Tom W. Haak

Individual Balanced Score-
cards: Capitalizing on Indi-
vidual and Organizational /
Needs for Mutual Benefit

I noreasing technological advances and business
dormands are pushing ws inta the krowledge
economy. The success of knowledge inlensive
orpanizations will ultimaiely depend on the speed of
orpanizational bearning, the abibty to effectively
moailize ther knowled ge and people basz and twen it
wibe walue

In the Industral Age jobs were moant fore life and the
rnrp;'\.nl:rl Lpran l.|'|l|._|.:l\. i rﬂl'l-'lh.l li.l"'l.lFI'l'll" AT
took care of themselvas, Mowadays, the relationship
between amolovess aad ofganizations is in flux. It is
51r|:r1]::|_h|:_'nl;'|l by Lrends such  as  InCreasing
individualsm {“fres 2genti®), the mie of the Erushy
glosal organization and the rapidy growing
opporfunities caused oy mnsvatnee infoemation and
communicaiEn 1¢'rhr|r.|l|':|E-;|H‘~. A l!-.*:.' success factor for
companies ifn ke Putuee wall e Thesr capabdity of 1o
balance crganizational Business needs with personal
nesds,

This aride ouflines a methodalegy far using the
dalanced Scorecard approdch to assess ndridual
deeds and aspirationn (Peosonal Develogrnent Flan)
and malch them with organizational bufiness. The
Ralaneed  Scorscard, as developed by Kaplan 2nd
Noctor', is the fundamental buiding block for a
business development plan which complemants a
company's traditional financial performance with
three mon-financal focuses: custemers, intemal

Frank B.E. Lekanne Depre;
Mamgger, KEFMD Knowlodge
Management

processes, and innovation. Within the pesons
planning process, the Competency Soorecard & inpst
far a Pesonal Development Plan, Tormulating Ik
Pesanal Development Plan & supported by He
company’s Development Center.

tdatcking the Business Development Flin and i
Personal Development Plan has resulled in
creabion of a Individeal Balanced Scorocard, The
seorecard v essenbially 8 contract between T
employes and the organization, which sets spedi
ﬁm'k and I.trEEH that are beneficial for bathe The
challenge s to akign the goak of indvduals with
companywide argandtation goals and veoe versa, The
Indiwvidual Balansad Secnecand  approach aso
incorporates other estiblished Human Resourms
Praclices (eg. pay for performance). This paper
fomuses on the Fnplemeniation of the Indesdaal
Balanced Scorecard mcthadalogy within “PMG
Wetherlands  And dicusses the sarky results znd
lessons dearned of the current .|;:-|:r-::-.=5-|'.|'|

The Parsait of Knowledge as Abstract Wealth

To reap the advantages of the Knowledge Economy,
managers must be abie [o manage all thew assets and
nat just the visible ones—1he intangisles becoms the
deciding factor in the News Ecoevomy. Baker weobe in
1933: "When a paradigm shifts, everpone goes back

EETHINEING KNOWLEDGE




Irdividual Balanced Scorecard 4

to zeen™ (Barker'). And companies are beng faced
with thig rule time ard lime again, When we move
intn & mew Bra, A e Face hegine Rarker continues
"By zeie, | mean that regardless of what ypouwr
position was with the ol paradigm—number one in
market share, keader ian techinology, best reputatson—
you are back at the starting line with the new
paradigm. Because of this change in leverage, the
praciiorens of the new paradgm have a chance o
ol st compsebe with buld defeat the titans of the obd
paradigm” (Barker)

Why, Ehen, & pasi fuccess ro guaranice for the
future? Why doe companies lack the abality to thnve in
the rew efonomy? I8 change 5o difficult that
campanies chanpe for the fake of it? Ferhaps
paradigm paralysis is locking companies info [Fe way
they have always worked 0 thatl it becomes almosl
impossibde for them to become players in the new
game. As we stand on the divide bBetween the
Industrial Economy and the Knowdedge Econormy, it i
time 1o pause and Lake sl oof e oded |,:|.4r.|rligrr| and
CSHN 0 MW QN

I 1917, the number one company in the Undted
States was LS Steel Co. s product was bypical of lhe
“Industrial Bg=": heavy noweight and light in know-
bowe. In teday's terms, i had assels of § 30 hillion,
theee lires greater than those of the nect largest
company, and ermployed 268,000 warkers, flowing
fo boday's bist of the top 100 US companies you will
search o vain for the proud name of US Steed. Its
assels are new only 3 6.5 billlop—a fifth of what they
were sighly weard ago—and it employs 3 mere
HBO0 people (Forbes™), S0 what kind of companies
are making the Tap 100 st today? Simply companies
that are speciabzed in intangibles. In the Knowledge
Economy, prodects dor't weeigh a ton—they are,
indtead, the produwcts af the {eallectiva) human mind
rather than of the production e, We have moved
fierm (he heavy-weaght o {he weighlless society,

Al Braing, Mo Body

Today, the mot successiul Companics e pecorming
brain nch and assel poor An all brains, no body
argarization which 5 in ciamelrc contrast o the
traditienal smal brain, Lirge body arganizabon of the
inidamErial era

A we move mtg  the Kn::-wIP:IHe E'-:‘vl.'lﬁr'rhﬁy.
infcnmu o and l:ru:l-.\llr-:l]:::' hawve replaced |'.r'|:|r'.|L.-|I
pem‘h.-qh bits hawe r|:1.1|.:||:cd atoime—arkd this is
¥ ] ming e i'|-n:-¢'|:,' fn shrirk, And skhmnk fasy. The redall
is an “all brains na body arganizabon”, The “all brian
processes” add value to the company—Lthey are the
eaes hat need nurturing, All otfer processes and/fiorn
functipns are outsowrced or climinated cnbirely. And
the result is that the “nan-bran bady weipht is kept
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to an absolute minimum " (Harae"), YWhat's mone,
i I;n-d'-' can abo mcan "m;:hj{rr' ¥ How many
peaphe will be smployed o Bhe orgamization af the
future?
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Figine 1: All Brains, Mo Body Organization

“In the Industrial Age, people ahways thought of an
organization as a pyramid.”

“And that’s changed in the Knowledge Boonamy s
“You bl A Knowiedge Company i brain nch bl
mwel poor, It's feather lighi. Information and
knowiedge & replaicing volumes of phayescal assels
It's the al Brain process that add value ta the
company.”

"And what about the rest?”

“They can be cutsourced. or elimmated, keeping

T I,:l:-.:l:,r wr'lly_hl 1o a4 munemum. ™

Creatng such an organizalion i cortainly nol casy. It
ragues & l-lb:,l'llrli.'dlﬂ il"l-_'l'-g-: af behawor fram
everybody  in the company  Within  these
arganzations people will be operating like nomads in
the dessert or Bke people in sea: “They are helping
cath olher and they arc responding o cach others
needs” (Epe’). The duteeds of krowledpe intente
argarnzalions will ultimately depend on the speed of
oiganizational learming: the ability to effeclively
mabilize their knowledge and people base, and tum
it inbo vaue However, the mages o wiork hdve not
changed ac quickly az the mages o organizng
{Barley™y, The bst profiferated many new ideas for
different organizaional structures and architeciures
{e.p,, Virlual Chganization, Shammock Organization,
Shapeless Crganizatonk. In conirast we conlinue o
think about work, even in high lecknolagy and
service settings. with concepts and categaries coined
during or belors the industial revelutiar

--------------- -0
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To Meglect Intellectual Capital is to Meglect
Tormoeraw

Management lterature has recently been flooded
wilh fashionable, fad-like concepls, such as
intangibbe atsels, intangble resources, hdden value,
hidden capabaliees, mwisible assets, Corporate 103,
Krowledge Capital, and  Intelectusl Capstal (1C3,
Many of the leading advecates of intellectual capital
and knowledge management are being blamed for
spending too mudh time on the conference/semimar
cicuit=than developing non-technical, non-
specialisl approaches for managing intellcclual

capital,

These Thought Leaders focus on the wltimate
resources in the Knowdedge Economy being not
physical but intellectual. Creeling every new
buzzwaord with skepticiam, however, docs nof answer
the basic question of whether any of the new
aparoaches cresbe a new butiness mandtream; a new
paradigm that brings sweryone back to zero. Fads
often malivate poople to take cn a leb's-try-a-new-
way-of  doirg-things-argund-here.  Currently,
FRANERIng inbellecimal capital eeme to be calching
the mext wave in manapgermeni p-'limu-ph'.l_ The
prablem is that intellectual capital is a very new and
unkrpam ared; “Research about it stamed jus fve
years ags (even though there has boen some
presvicus research in adjacent ares)”™. Contsgquently,
“a boak an inbellectual capital is like a jpourney info
uncharted territory, where oely reasor and some
good npdgation boos can ws help find the way”
(Roos ot al, 19977

Intellectual capetal is rapdly becoming a measure of
the company®s future performance. It reveais the
fulure earming capabidites of an  organization
(Knowhedge  Ing®,  Edvinsson®™, Goldman &
Hoogenboem'). To win owver shareholders and
stakeholders, companmies must showe that their
infellectual assets hold value-adding potential. The
infangibde recowwess of a company are cleardy not
homogeneous and ourrent definitkons of K2 clearly
reflect this diversiy. The Intelleciusl Capital of a
company s the sum of its member's knowledge and
the practical franslation of this knowledge, (Lo
brands, trademarks, emplowves krow-how, personal
netwarks and processes). On the other hand,
intellectual capital might be defined as amything thal
can create value i clher wonds, infanghle value i
the difference bBatween the botal value of the
company and igs financial value (Roos ef. Al8). The
key factor of capital is that it generates value. The
problem wath Intellectual Capital s that it generabes
infangible valus sl wealth often ealled “Asw
wiealth™ {Stewart, 19979 Svelwy, 19977, Buf IC is
nod ke first attempt bo measane baman indellect and
potental Human Capial dates badk into classcal
antiquily ard rocogmzes thatl peaple possess skills,

Frank A C. Lekanne Deprez = Tom W, Haak

experience, and knowledge thal have economic
value 1o crganizaticns. The theory asserts that
nrviduals' abikties and skills are thedr productive
rapabiity — their "human capdal™. But thene are no
generally accepted accounting propedures for valuing
human capital.

Habd Elias, a Unmversity of Mamloba accounling
profasser, <ays thal organizsions interssted =
accounting for antellectual capital should focus en
how they can wse the measurements o beiter
manage ther human resources: “human resouce
accounting never caught on because #l was abowl
numbers i search of a wie. What we nesded wa
wses in seanch of mumbers (Edwands™1" . The dynami
mature of I rmakes it hard b0 measure it with
precision, Claude Balthazard, senior consultamt with
the Canadian Imperizl Bank of Commerce, whith
brgan measuring infellectua] capatal m 1934 says:
“We are finding that the most meaninglul
measurermnents involve a degres of subjectivity either
in their desnation or i ther inberpralabion. Hut i &
beiter o have an approximele measure of the Aght
thing than & peccine measure of the wrong bhing
[Eelararded 4)"

Reframing Emplaoyes Relationships

Expecially the shagan “human resources are sar most
importand asset’, whsch can be heard in many
prganizations, reflects a wew on employee relation
which has becoma mone commcn in the past deoade
The slogan still contans an element of owneship
Ohnex could say: “We cavn humian respurnces, wha n
the past were treated too much Bie machines, and
were easdly replaced when the time came, but these
same resgurces have become o important that we
hawve (0 treat them well, offer them opportunities Tw
development”, Wil  an  employes  consider
her'himself as an “controfable asset™ The new
employee cannpt simpgly be teated as a piece of
equipment that management moves  around
acocing to their reeds. Employment contracls ae
defimed as the understandings people have regardieg
the commitments made between themsebves and
ther organization. The elationship was based o
“Wou give loyalty-you pot security.” For peopla, sense
of restlessness, the pressure to bulld  new
competencies  with endwing  wvalue and the
disappearande of the tradBonal career path wall segult
n a shift from “contract-based” fo “convenant-
hased” commitment 1o organizations. But haw can
organizations meet the career expactations of this
new employes? What's laken the place af this career
patad Are we all on the road o nosadsers?

Hall & Arvii'™ aulline the rse af what 1h=:|l el the
‘Provtean Caraer, Tha tarm _Fh'ﬂ\.!'&'ﬂfl‘ i% Lakaa from [he
name of the Greek God Probews, who could -uh.ung:




Individual Balanced Scorecurde

shapl: at wnll frarm wild Baar 1o hine 1o tres and 20 on
Their defimilion, “The pluE.,lu CAFEEr & A pROCEss
which the persen, not the onganization, ic managing.
it corsists of all the person’s vared exaerenies in
education, training, work in several organizations,
thanges in occupatonal feld, etc, The pralesn career
E nol what happems b e person in any one
prganzabon, In short, the profean caneer n shaped
mare by the individusl than by the arganization and
may be redrected from time o time 1o mect the
reads of the person®. Torn Peters™ in his article * The
Erand Called You™ describes futurg careers &5 1ollows;
“A career is mow o checkerboard, ©r cven a maze, It's
ful af masves that go sideways, forward, slide on the
dugonal, evan po backward when that makes serse
(it edften does), A career & a portlolio of srojects that
iach you nmew skills, Zain you new experende,
devclop new capabiBlies, grow your colleague sob,
and eongdantly reiivent wou a8 A brand™ With this
nize mental focus where ompanizations will have too
stuggle for Lalent, it becomes even mose important
fa be able te match ideadual and organizaticnal
meeds. Both organications and indeciceals wall benefit
trom an inoreased abdity to faciibate and MAanage this
*thting™ process. The arganization will be able to
Fassign  and  commit  motivated, qualified
incwiedgeable people 1o their propects and the
| imdividual will ke abls oo develop the mast
| prmking amd -I:|'I.FI||EI'IEFI'|E Irl.'trr.ml:: oppertumibes,
| The ample truth & that if wou're not learming new
| thngs, you —and your careert— ars becoming
| atsolete.

The Mew Employee Paradigm

In the light of the 2154 century, it is imperative for
bath ermalapen and employess to become engaged
pin an evelutonary process of shifting paradigms 1o
help esbablish & new relalionship for this mew miade
o production. 1T will somewhat echo like follow:

My cnens dladling w1 i My awen cantiol®

*1 gwn mysell a living, 4 secunty, not an individual®
“Ilam ar gnliby in my organization, not an
Individal®

= am an eaplorer or oppoiunty docker for
nowledge and shalle”

= am nat emplayes Bul & Busness and Knowledge
entity which is an essential furction of the entire
bartines pru:es'i"

Covroe; Ardrew "|'G.l'-:-r5"

The Business Planning Prooedd

Pospessing a gpood Business (Development] Plan is no
parintes of success nor of avoidng falure. The
pocess  of  formulating  and  wnbng  and
commuricating & budine p|:|.ﬂ. PartB BT, CAMN STTSLENE

HIMNETINY NCAWLEDGE

that weak poonts and opporurites are dertified at
an early stage, Describe your business, what it does
and why It i different. Bul the |:|r|:l|.'||t'n‘| wthi many
husmess plans (see Figure 20 i that they weaste (oo
much ink on numbers and devote oo ik to the
organization’s oppertunabes and crtical nesds. The
cureent balance sheet no longer bells the whels oy,
n the Enowledge Economy, tinancial-reparting
wysterrs. are insufficient at helping to develop a
susingss plan. Financial data tells & lat aboul what
fas happened in the past, but it cannol show what
evers managers and professionaly need o pall Lo
creale and caplure future value: "But managing by
fimancials won'l necessary get you betfer finangial
results, becawse the financials only fell you where you
were- they're history They don't el you where
you're going. And they cerlamly don't tefl you
anything about potential” (Kurtzman'}

i

Ieikvilaal %eaw's Iermirslsm Sond-

r; o ol Fanmies
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Figure 2 The Art of Balancing Individual and
Cripanizational Meeds

A shoawn in Figure 2, the Balanced Scorecard (Kaplan
& MNoton ™, i the fundameata building block in the
Business Planming Process amd complements a
company’s  traditional  financial  performance
perpective with three non-financial=intellectual
capital—focuies: customers, internal precesses, and
innowvation, The aim m o enwre thalt sufficient
attention & beng paid to areas the compamy has
identified as cnfical for attamning its strategsc goals

Specifying these arcas, and the relationships betwoen
Ehem_ is much made®r sdid IRan dons

'""‘""'""’"@
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It 15 best to start with 2 smal number of areas and

sehecl lhose andices agreed upon by relevant
stakeholders,

O the other hand, critics believe that this approach
confuses the issue, that a company showld have 3
sopiisticated way 10 measune fsedl bot that those
mediurernents should be purcly financial: *If you
dorn't meature it | dom't undestass i
Kurtzman’™). Boos et A° believe that a balanced
approach & preferable ower a fimancial scorecard.”
Comg back fa the airplane metaphor, using a
fancial seorccard is likg having a lot of information
o fuel (level, consumplion, pressure, status of the
fuel systern, and so on} while ignoring 2l the data on
altitude. posibon and all the other systems mn the
plane (p.22)"

The Persoral Planning Process

A people Ted more and monre responsible far ther
own development, the nocd Tor a thorough personal-
planning process increases. In the padt, if wat often a
loury for “redundant” personnel o spent time in
this process. Coaching was done by oulplacement
agencies, whe often dod & good jeb i developing
instruments Lo help people 0 clarifying  their
glrengths. weaknessed, withes and opportundties
Clewer cutplacement agencies have now transformed
in career advise centers specialzing in caceer
courseling.

The firel step in a sound personal-planning process i
aisessment. A multilayer assecsment halpr the
irdnadual to investigate wishes and capablities from
different angles, A differentiaBon can be made
between walue assessment’, “personalify
assessrmentl’, skl and I-cnnw.rd'_gr- assessment’ and
‘bebuviaral awesiment”. Inoa gond  assessment A
variely of instrumenls are wsed, such as Meyers-
Brigps [3ee Hersey™ or Big-Five for personalify,
Scheim's Career Anchors for values, Assesrment
Centers {Ballantyne & Povah®™) and 3600 Feed Back
tlanes & Beardy™ ) for behavios

The astesernent results in an ndividual Compelency
Scorecard. Competencies can be wiewed ai oa
cantainer encompasung  valucs,  peraonalily,
reativation, krowledge and tkilk, redulling in
behavior, In Fgure 3, the relalion between these
elements i sketched. A short and attractive definition
of a competercy: ‘things someone can do goed and
likes to do'. For a moe claboials discussion on
competencies, see Molagan®™. Lising the individual
competency framewark as the starting poind. ane has
to built the Personal Develppment Plan, which cowvers
thg Bollewing questians:

s What is vy donge berm mission?

Frank B. E. Lekanne Doprez = Tam W, Heak

" In which direchions, do | need to develon
My com pelenceds in ander to reach my
kong-term chieclives?

. Hew can | develop the requined
cempetencios, using my currenl
Compelency Scorecard as & starting pomt?

Behavionr

Figure 3 Competencies, Behavior and Performance

The Individual Balanced Scorecard

The organization Ras formulated its business
develapmient |'|L‘|r" The individual has formadated a
Fersonal Development Fan, The Ind vidual Balanced
ogrecard Boa teol to facilitate the conversabon
between emploves and crganization and to caplee
the resuls of this conversation in a comprebenive
format. The Individeal Balanced Scorecard can be
conselered 2% an agreement between employee and
organizaton. A gualily soorecard sets specilic goak
and targets which ame benefipal for both emplayes
and garganization. The challenge s 1o align the goak
of individuals with company-wide organization goaks
and fo align the goals of the organ:zalsn wath the
goals of dividua membeers of the organization, As
Kim and Mauborgne™ stabe: 'Creating and sharing
knowledge are aclivities that can neither be
supervised nor forced out of people, They happen
arly when people co-operate willimgly", An Indwvid.al
Scorecard can appear In different shapes, adapted to
spocific needs of organizations. In the KPMG
examie. the mdvidual Balanced Scorecand hac g
perspectives that align with the competency aneas
which are used with KEPMG in The Metherlands. They
include; Client Cwrientation, Market Crrentlalion,
Pmp-lc Dnpatation, Result Orientation, Personal
Ettectiveness amd Profsuionalitm (tee Table &)
Other crganizalions might ceoose to bring the
perspectives of the Individual Balanced Scorecard in
lime with the Balanced Scorecard, a5 Kaplan &
Mertan'™ suggest Disadvaniage is the possibly
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perceived dominance of the business input i the
Individual Balanced Scorecard, where the aim is to
shive to a2 balance between coganizational and
individual needs

The Iaclividual Balanesd Scamecard enables the ieer to

balarce in three ways

*  Halancing individual and organizational needs;

= Halancing between the different perspectives;

= Balancing between shart term (one yeark and
lang tern objectives,

Perspectives in Core question, (o translafe in
Inifinadiial Ballanced fabjsctived, perfaimanes
Soodecaeds indicatars with fargets and

acthions

Clheid Chisealaior ]'r'l.l'lml: da | wanl o achewe wilh
my Switing chenis?

tarket Qncontalion [Yhal am | going 1o do o
II;I'-EF:-:I inerente exrsling cliend
turneneer and find new ienis?
What am | going to do to
srengthen my position in the
Ibusries weorkd ?

Feople Orentation |What am [ going bo do enable
the tearn that | am managing
o function better and to belp

Irml.l ermplayees Turfber devolop

Reswlt Orienfation 1II-::-1.'.-' can | allain better resulis
with decreased effot? How
can |irersass the added value
af myself and my teams?

Persana’ Effective
Ness

Whit am | going b0 do n the
CONTAr yEar ey Further :h:\.rh:a-lj
mysall [improve weak poinis
amd sirengihen sirong poinlsye

[Professienalicm How do | keep abreast of the
newest |'I|I"-.|r"||_'||'||'l1f‘-|'ll‘l. i my
discipline and the otihr
disciplines walhin KFMGY How
di | strenpthen my network

within KPRG?

Table APerspectives in the KPMG Nethedand's
Individual Balanped Soorecand

The KPME example

ance 1995, KFMG in The Natharands with more
than 4000 employess has ussd & parormance
managenienl aysiem wilh lhe Individeal Balanoed
Scarecard. The tolowing section summarnzes the way

WLEDGE

|

-
= o
=
-

iy

KPMG has wsed this system. Figure 4 shows an
overview of the annual planming oyele {fram an
employee perspective).

.

Al the stant of cach year the prefessional formulates
concrele objectves with comespanding pedomanca
indicators that slenbfy targets an the s areas of the
RPMG Incividual Balanced Scorecard (see Table Ad
mput: the personal development plan of the
prafessonal  and the bBusiness plan af the
profesconal's urmt (s, 4 butineds vl or regional
argenization), During the year the professional w
coached by one of the senior managens o dveclon
ard progress & reviewed regulady. Al the end of (e
yea, atcomyplishments are appraised. The appraisal
basically covers beng areass the Indwvidual Balanoed
Sevecard (what i accomplished) and campelency
devetopment (how Bl accomplished)

KPMG: Annual Cyele

L R T ET e |

by Frax
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Figure <, The KPMGS Hetlerlands Aanual Cypcle

The Development Center: Supporting the Personal
Planning Process

In 1990 KPMG staled with 8 Development Center,
with the abjective: *Ta tuppad managers and $eniod
convultarits to define their career aad developament
Mars, in ander o increase their contnbubon to KEMG
and to §it their career to their own weches and
pmssibabties and (he opponlumdies within KPMG"

In the Develppment Center a particpan] rveews on
hisffer currenl level aof cormpetency developrment,
and the gap between the pariiipants currend
{ompetencies and the competendies requived at the
meEl senmr kewel in the organizetion {directors)
KPRG har defined competeaces dor the differen
vt o lhe organization. In Figume 5 thee KPRAG
competency framewerk & pictured, For each of the
Evals 3 oondise motle gives the estenge o the
compelencies i sach of the siz KPMG compelency
aréat. For example: direclors have “partagr in

u.,..@.
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business’ as the moito o the dient oneation anea
Far each of the compeiency ancis behaviaral
indicalaig aré formulated that charactenze the
succeshul employee

Farticipanis of {he
appainted bo positiony in the
marager leved

Development  Center  are
manAgers seninn

The sheps before, durng and atter the Development
Center e

I, A coadh b appointed 1o cach partiopant;

2. Coach and participant zot informateson abowt (ke
Dewelopment Center and what s expected f them
3. Pasticipants gather feedback from people in lhe
organizalion whe know himfher well (3600
leedback, with the help of a specifically designed
questonnain);
4. Participant
questonnaine;
5. During two days, the professional participates in
the actual Cevelopment Center

completa; & e’ agcedsment

The KPMG Competency Framework

manErn
L L

L L | RN

ATy Oy r
CONRLTINT crima-on

Figure 5: The KPMG Competency Framework

Day 1:

The mspsamend i completed  Then two acistdmant
exgrises are held inowhich hefshe 5 enabled o show
the competeéncies which are required at the direcloes
level, The assesment exeroses involve nole-payig o
which after preparatson the participant has a
discussinn with a clent and wilh an emplagee bath
paved by actorsk. The assessors are both assessment
prafessionals as well as trained direclon from KPS
Dwnang the fest day, participants ako complele some
tests {e.g Scheins Career Arnchors and Kolb's
Learming Styles). At the and of the firt day, al the
output from the vanous ases=tgmenty i wmmanzed
by the participant with the help of a counselor
Resulls: an overview of strength and weaknesses per
LOmpelency ared.

Frank R E. Lekanne Deprez « Tam W Haak

Day 2:

Ihes lh:.- is spend on lormulating the Personal

Levelopment Plan. This plan has a time hodizon of

approximately thiee years, In the plan the folowing

questions are sysbermalbica II:,' dnswerred:

= WWhat &y personal fcdon?

= What are iy long term abjectives?

= in whach way do | think | can reach these '}bi':':
T

*  Which cormpetencies do | have to strengthen in
order to be able to reach my objectives?

= How am | going o srengthen these competen-
==

The plan cantaind concrete actions (short and leing

terer), These sctions can be training

achiwties, but alio specibc projects in which the

erfiployae  wants o partiopate, coaching ard

supervinion from more serior skaff witl el in

cerlgin areas, sel-study or the intention o requed

mawe reguent feedback from colleagues,

= Communicate the purpose and of the Dovelop
ment:
Guzrantes confidentiality;
Establizh |_'|-f‘:l|'.|,|'M'||1.1E:r|r|rn| '_.'_Il:lry;}ﬁhll:l vinlh
DNRDINE invohrameant - |.1|.|r|r|\|_; the design, dove-
|:-|.1rr|:'rl. impementation af the Center;

o Create a diesng relatiorship bebaran the outco-
mes al the argarization:

& l:-ﬂ-.'l-l:hl‘l;.: muml Lakoe |:||.:rr- A hl,:l:,- pun.gh-
ment-ired enwinonment and the relatiorshio
mugt b based on a serme of mubual comslart;

*  Develoo both vertical and haonzantal career
opportunilies, The Development Center disglays
4 general tendency to dominately foous on senl-
or (manager/direcborl positions & role models
lor the arganization. it must provide an Q0
lundly for constructive discussions about eurent
and fubwre personal performance and career
pl.:.ran::

= The Development Center should be developes
with the user (memgloyes) in mind, Mowadays,
the Developarent Centers aften mirmes the
requirements and competency profifes the orgas
nizatson has defined as "key corrpelencies”;

*  Create measurable results aver the full spee-
trum, not caly in financial performance terms

6. After the Development Center the drafl Persanal
Cevelopment Plan is completed and discusied
with the coach, a senior professional (n the anga-
(g FH R

7. The Personal Dovelopment Plan i used by the
employee as impartant mpal o effalsliching an
individual annual plan, as revealed i the
Indiwidual Balanced Scorecand

RETHINEING ENOWLEDGE



Indivedual Ralanced Scarscands

Lessons Leasmved

The lessons leamned atter three years experience with
Development Cenfers and performance management
with Indwidieal Balanced Scorecard are summarnized
befowy. The most important result was to oeale more
balance batwesn the requirements of  the
orgarzation  and the reguirements of the
partic pants.

Lubemitbed to:
The 7 Wowld Business Dhalague on 34 and 2=
March 1995
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