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Balanced Scorecard 
Finance Customer 

Process Learning 

•	 This work book was designed to help set goals 
and identify means of measurement based on a 
balanced scorecard outline. The Balanced 
Scorecard has been used in a multitude of 
business applications and provides a robust 
framework for seeing buildings and businesses
working together. 

•	 Many organizations are unbalanced in their 
approach to goal setting, considering only one or
another category and failing to recognize that all 
are working together and have cause and effect
impacts on one another. Both within their goal
setting and decision making, or they approach 
these crucial tasks in an ad hoc or informal 
manner.  

•	 The benefit of thinking about these issues 
formally, is the opportunity to then commit these 
goals on paper (a contract for objectives). This is 
especially important since design and 
construction is often a substantial investment in 
organizational resources. It must both fit with 
your strategy and show measured successes or
‘return on investment.’ 
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Using this Guide 
This guide is intended to help you plan a balanced 

set of goals for your design project and to develop 
a framework for measuring this design after 
project completion. 

Use this guide to develop and pursue new design 
through a process of 

•	 creating and defining objectives 
•	 developing initiatives that need to be undertaken 

to reach these objectives 
•	 determining measures for these objectives 
•	 setting targets to be reached 
•	 measuring successes and improving future 

performance 
Scorecards may be developed using executive

interviews or through interactive workshops. The
workbook exercises may be pursed with a series
of individuals, interview style, or by filling out the 
pages collectively with discussion in a group
setting or workshop. Alternately, an individual
could choose to do this on their own. 

Scorecard development should be integrated with 

other sources of Briefing Information:
 

•	 Briefing Activities,  Visioning Sessions, Project 

Process, User Activities, Stakeholder Involvement
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Workbook Outline 
Descriptions of Balanced Scorecard Categories 5
 
• Finance + Customer + Process + Learning 

Your Business Objectives & Project Objectives 9
 
• Finance + Customer + Process + Learning 

Linking Objectives: Cause and Effect Hypotheses 13
 
• Finance + Customer + Process + Learning 

Potential Design Directions 14
 
• Finance + Customer + Process + Learning 

Measurement Opportunities 16
 
• Finance + Customer + Process + Learning 

Setting Targets for Evaluation 17
 
• Finance + Customer + Process + Learning 

Mapping Project Objectives, Design Components

and Measurement Opportunities 20
 

• Finance + Customer + Process + Learning 
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______________________________________ 
______________________________________ 
______________________________________ 
______________________________________ 
______________________________________ 
______________________________________ 

Finance Customer 

Finance 
Learning Process 

Financial goals: desired financial outcomes, 
increasing share holder value, pursuing 
growth, profit and productivity. 

•	 Who are your stakeholders? What do they value? 
•	 What are your financial metrics and objectives? 
•	 What are your service delivery costs? Cost 

targets? 
•	 Are you establishing an appropriate balance 

between investments in growth opportunity and 
efficiency and productivity? 

Notes 

Workplace Design 
©Balanced Scorecard 5 



______________________________________ 
______________________________________ 
______________________________________ 
______________________________________ 
______________________________________ 
______________________________________ 

Finance Customer 

Customer
 
Learning Process 

Customer value proposition: including image, 
brand, and product experience 

•	 Who are your customers? 
•	 What do they value about your products or 

services? 
•	 What is the strategy for creating value and 

differentiation from the perspective of the 
customer? 

•	 How do your customers perceive your 
organization? Does this need to shift in the long or 
short term? 

Notes 
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______________________________________ 
______________________________________ 
______________________________________ 
______________________________________ 
______________________________________ 
______________________________________ 

Finance Customer 

Process
 
Learning Process 

Internal business process: supply and 
distribution systems, suppler relations, daily 
and long term processes and procedures 
carried out 

•	 What are your processes? How do they operate? 
•	 What are the strategic priorities for business 

processes, which create customer and 
shareholder satisfaction? 

•	 At what processes must you excel? How is this 
measured? 

•	 Are any processes outdated or ineffective? 

Notes 

Workplace Design 
©Balanced Scorecard 7 



______________________________________ 
______________________________________ 
______________________________________ 
______________________________________ 
______________________________________ 
______________________________________ 

Finance Customer 

Learning 
Learning Process 

Learning and growth: organizational
infrastructure, staff competencies,
technology, supportive systems, knowledge of 
group goals and product awareness 

•	 Who are your staff? What do they value? 
•	 How do you sustain their ability to be innovative 

and to change? 
•	 What are the priorities for creating a climate that 

supports organization change, innovation, and 
growth? 

•	 What is your current motivation and engagement 
profile (e.g. Q12)? 

Notes 

Workplace Design 
©Balanced Scorecard 8 



Business Drivers 

•	 Business drivers are your key organizational 
objectives. They are the desired changes which 
are established as goals for your organization. 

•	 Use this sheet to record the goals of your 
organization. Then go back to the list and 
highlight the top three or four most important 
goals. 

Business Drivers 
1.	 ___________________ 
2. ___________________ 
3. ___________________ 
4. ___________________ 
5. ___________________ 
6. ___________________ 
7. ___________________ 
8. ___________________ 
9. ___________________ 
10. ___________________ 
11. ___________________ 
12. ___________________ 

If you do not already have a 
set of organizational goals, it 
may be a challenge to 
develop these 
independently.  You may 
choose to consider using the 
‘Business Change 
Worksheet’ as a way of 
discussing these future 
shifts.  Or see other project 
examples following: 

Getting at strategies: 
• Interviews 
• Visioning Sessions 
•	 Process ideas from 

other 20/20 projects. 
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Organizing goals in Scorecard
 

•	 Now that you have established a set of goals from 
which to work, we can organize these goals 
around both the components of the organization 
which they impact and the initiatives that will need 
to be in place in order to support these goals. 

•	 You may find in this process that many of your 
goals fall into a single category.  This provides an 
opportunity to go back and consider additional 
goals which you can add to make your goals more 
balanced. 

Financial	 Customer 
1.	 ______________ 1. ______________ 
2.	 ______________ 2. ______________ 
3.	 ______________ 3. ______________ 
4.	 ______________ 4. ______________ 

Learning	 Processes 
1.	 ______________ 1. ______________ 
2.	 ______________ 2. ______________ 
3.	 ______________ 3. ______________ 
4.	 ______________ 4. ______________ 
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Worksheet: Business Change 

•	 Consider your organization’s current 
characteristics in relation to the categories below, 
mark your current position on the scales provided. 

•	 In order to achieve your objectives which direction 
does each characteristic need to shift in the 
future? Which shifts are the most important to 
achieving your organization's goals? 

Structure 
Hierarchical 

future	 now 

Flat 

Centralized Decentralized 

Environment 
Volatile Stable 

Long TermShort Term 

Work Process 
Linear Non-linear 

Directive	 Participative 

Organizational Style 
Informal Formal 

FlexibleRigid 

ExperimentalTraditional 
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Worksheet: Objective Alignment 

•	 In each of the selected fields write your top three 
actions and objectives 

•	 Next consider which of these are supportive of 
one another 

•	 Draw arrows between the supportive components 
•	 You may want to add more actions if you have 

areas which are unsupported, or consider ways of 
balancing conflicts when objectives are not 
aligned 
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1. ______________ 
2. ______________ 
3. ______________ 
4. ______________ 

1. ______________ 
2. ______________ 
3. ______________ 
4. ______________ 

1. ______________ 
2. ______________ 
3. ______________ 
4. ______________ 

1. ______________ 
2. ______________ 
3. ______________ 
4. ______________ 

Financial 

Learning Processes 

Customer 
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•	 What are the business drivers which you would 
like to see supported by the workplace 
implementation? 

Business Drivers	 Project Objectives 

1. ______________	 1. ______________ 
2. ______________	 2. ______________ 
3. ______________	 3. ______________ 
4. ______________	 4. ______________ 

1. ______________	 1. ______________ 
2. ______________	 2. ______________ 
3. ______________	 3. ______________ 
4. ______________	 4. ______________ 

1. ______________	 1. ______________ 
2. ______________	 2. ______________ 
3. ______________	 3. ______________ 
4. ______________	 4. ______________ 

1. ______________	 1. ______________ 
2. ______________	 2. ______________ 
3. ______________	 3. ______________ 
4.	 ______________ 4. ______________ 
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Design Opportunities
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•	 Write your project objectives in the left hand 
column and some of the project team’s design 
ideas on the right.  Then draw lines between the 
design components and the objectives which you 
expect will reinforce one another.  These are not
often exclusive relationships. 

Project Objectives 

Other Designs: 
• See GSA Chicago 
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______________ 
______________ 
______________ 

______________ 
______________ 
______________ 

______________ 
______________ 
______________ 

______________ 
______________ 
______________ 

Design Opportunities
 

•	 Using the document which you have now created 
with both business and design objectives, now 
organize the project team’s design ideas around 
the goals which they support. 

•	 This may not be an exhaustive list of design 
options, but is intended to provide ideas about
possibilities and to suggest the impact of design 
decisions on your business objectives 

•	 These may also be useful to consider when 
making decisions and prioritizing design
components in the future 

Design goals 
for financial growth 

Design goals for 
learning and development 

Design goals 
to support customer 

Design goals for 
business process 
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Moving Towards Measures 

•	 Imagine that your reorganization and workplace 
design project are complete.  You are looking 
back on the experience and you are observing the 
space you are in. 

•	 How will you know that the project has been a 
successful one? 

•	 What are the components of the design which 
have lead to this? 

Measures of Success	 Notes 
1.	 ___________________ ___________________ 
2.	 ___________________ ___________________ 
3.	 ___________________ ___________________ 
4.	 ___________________ ___________________ 
5.	 ___________________ ___________________ 
6.	 ___________________ ___________________ 
7.	 ___________________ ___________________ 
8.	 ___________________ ___________________ 
9.	 ___________________ ___________________ 
10. ___________________ ___________________ 
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_____________ 

______________ 
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______________ 
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______________ 
______________ 

______________ 
______________ 
______________ 
______________ 

Worksheet: Setting Targets 

•	 On a scale from 1-5 evaluate your organizations 
current performance in terms of each of these 
objectives where 1 is either extreme low 
performance or possibly an initiative that has not 
yet been undertaken, and 5 is exceptional high 
performance 

•	 Map evaluation onto the radial graph on the next 
page. 

Financial	 Processes 
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Customer Learning
1.
 
2.
 
3.
 
4.
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Other Targets: 
• See Capital One voting in focus groups 
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Worksheet: Setting Targets 

•	 Map evaluation onto the radial graph on the next 
page. 

•	 Make note of the particular categories in which 
there is a wide variation between the current and 
future expectations. 

customer 01 

f inance 02 customer 04 

f ianance 01 process 01 

learning 04 process 02 

customer 02 

customer 03 

process 03 

process 04 

learning 01 

learning 02 

learning 03 

f inance 03 

f inance 04 
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______________ 
______________ 
______________ 
______________ 

______________ 
______________ 
______________ 
______________ 

______________ 
______________ 
______________ 
______________ 

______________ 
______________ 
______________ 
______________ 

Capture Existing Measures
 

•	 The evaluation which you have just made is an 
informal or judgmental measure 

•	 Use the area below to record information about 
other ways in which your organization measures 
performance in each of these categories? 

•	 Is this consistent with your values as established 
in the definition of your goals (section two)?  If not 
it may be a challenge to capture these measures. 

Financial	 Customer 

Learning	 Processes 

Other Measures: Social Network Connections, Plan 
Analysis, Performance surveys 
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Summary map 

Financial	 Customer 

Other Maps: GSA Coastguard 
and GSA Albuquerque 

Business Drivers 
from page 10 

Project objectives 
from page 13 

Design opportunities 
from page 15 

Learning	 New and Existing Processes 
Measures 
from pages 16 & 19 
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Conclusion 

•	 Once you have begun thinking strategically 
through the use of the Balanced Scorecard 
process, you might choose to continue this model 
in your decision making process as you continue 
the design development, construction and 
occupation process. 

•	 This process of seeing the cause and effect 
simultaneously with their impacts will help to 
prioritize the challenges within the process. 

•	 Please take the opportunity to continue adjusting 
your final map during the building design project. 
You may find that priorities shift and directions 
change, but returning to this model frequently may 
help maintain a balance. 
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