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Productivity methodologies, tools, and techniques

Two decades ago, to remedy the inadequacies of traditional financial 
measures, Robert S. Kaplan and David P. Norton devised what they called 
a balanced scorecard (BSC) of financial and other indicators. By directly 
linking performance measures to key elements of corporate strategy, the 
BSC reflected a shift in emphasis from control to improvement.

Based on Kaplan and Norton’s research, the BSC adopted four distinct 
performance perspectives: financial; customer; internal business process-
es; and learning and growth (Figure 1). Individual measures or key perfor-
mance indicators (KPIs) within the four perspectives were not specified. 
The idea was to align the KPIs with organizational vision and strategy 
and, since every vision and strategy is different, every organization’s KPIs 
would be different.

Each perspective asks a strategic question. The financial one asks: “To 
succeed financially, how should we appear to our shareholders?” The 
customer one asks: “To achieve our vision, how should we appear to our 
customers?” The internal business process perspective asks: “To satisfy 
our shareholders and our customers, what business processes must we 
excel at?” Finally, learning and growth asks: “To achieve our vision, how 
will we sustain our ability to change and improve?” In its original format, 
the BSC translates the organizational vision and strategy into business 
objectives for each perspective, derives KPIs that indicate progress toward 
those objectives, sets targets for each KPI, and describes the actions to be 
taken in order to achieve the objectives. 

The BSC is probably best implemented in two stages over approximately 
three months. Stage 1 is about designing and implementing the system. 
Stage 2 is more about how to use the BSC to improve organizational per-
formance. The steps below are based on a very successful implementation 
exercise within a leading Mongolian bank.

Stage 1: Design and implementation
• Situational appraisal to ascertain what measures and systems already 

exist and ensure that the vision and strategy have been properly formu-
lated.

• Selection and training of a multidisciplinary measurement team that 
will be responsible for designing, building, and implementing the BSC 
across the organization.

The balanced scorecard—John Parsons
• Design of the BSC itself by accommodating the needs of decision mak-

ers and defining organization-specific KPIs within the four perspectives.
• Rigorous specification of the chosen KPIs to determine how exactly 

quality will be measured, where the data will be sourced, what the 
performance targets are, and which benchmarks and historical data are 
available.

Stage 2: Using the BSC
• Mapping strategy and cause-and-effect relationships to understand what 

measurement results mean and how the various KPIs relate to each other 
(Figure 2).

• Building chartbooks that record KPI owners, comprehensive definitions, 
data sources, performance drivers, and current and past performance.

• Appreciating statistical variation so as to avoid “knee-jerk” reactions.

Implementation is only successful when the leadership relies on the re-
sults, better decisions are made, and organizational performance improves 
as a consequence. Also, the BSC must evolve as the vision and strategy 
evolve. 

Despite overwhelming worldwide popularity, not everyone accepts the 
BSC as the best system, and alternatives exist. However, the basic prin-
ciple of linking measures, strategy, and learning usually remain.

For easy reference to productivity-
related terms including methodolo-
gies, tools, and techniques, the APO 
developed the p-Glossary, available on 

its Web site (www.apo-tokyo.org). Definitions and explanations of the 
balanced scorecard are given in the p-Glossary.

Contributed by Principle of Resource Alternatives 
Australia John Parsons, resource speaker for the APO 
training course on the Development of Productivity 
Practitioners: Advanced Program. Parsons is a fellow 
of the World Academy of Productivity Science and 
of the Institute of Management Consultants and has 
over 25 years of experience as an executive with 
National Productivity Organizations in three countries. 
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Figure 1. Generic balanced scorecard (after Kaplan and Norton). Figure 2. High-tech manufacturing: Linking cause and effect. 
Source: Resources Alternatives Australia.
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Comment board

Additional Secretary K. Sriniasan, ELCINA Elec-
tronic Industries Association of India. 
Participant, multicountry observational study mis-
sion on the Management of Technology (MOT), 
Japan, 22−26 June 2009.
“My participation in this project was immensely 
beneficial to me. The study mission had a very 
balanced mix of lecture presentations by experts 

and site visits to highly successful companies. This enabled me to gain a clear 
insight and enhanced my knowledge of the subject. Upon my return, I shared 
my knowledge with my colleagues and also prepared a report that was pub-
lished in the July 2009 issue of ELCINA Electronics Outlook, our association’s 
journal. The article captures the key learning points obtained from the mission 
such as the concept of MOT, R&D, value creation, and how to harness the out-
come of research results to an enterprise. MOT plays a crucial role in bridging 
the gap between the domain of research and invention on one side and the 
financial and business world on the other. There is very little understanding of 
what occurs in between the two domains, and this is where MOT provides a 
vital link. Therefore I will continue sharing my knowledge with my colleagues 
and within the industry.” 

Factory Manager Eric M. Huber, Boncafe International Pte. Ltd, Singapore. 
Participant, training course on Monozukuri (Art of Manufacturing), Japan, 20 
October−11 November 2008.
“I would like to share my experience of the immense benefit this training 
course has brought to my establishment. We have adopted and practiced the 
various concepts, productivity tools, and techniques that I learned from the 
course, especially 5S practices. When the factory floor is cluttered with a ‘mess’ 
of stores, it is no longer a facility but rather becomes a heap of trash. This is 
especially so when the facility is both a manufacturing plant as well as a stor-
age area for finished products, supporting goods, and raw materials. A sug-

gestion to conduct 5S on the factory floor was discussed at our regular quality 
meeting between me as the factory manager and my supervisors/line leaders. 
Seiri, which means ‘sorting and arrangement of goods in an organized, neat 
manner’ is the first of the 5S concepts adopted from monozukuri. This practice 
not only enabled us to arrange our tools and products in a systematized man-
ner, but also enabled us to eliminate unwanted, unused, ‘old’ material. In this 
way we were able to optimize the space. This practice of seiri has made the 
floor a much cleaner, more uncluttered, and neater environment to work in.”

Manager Chantalux Mongkol, Productivity Promotion Department, Thailand 
Productivity Institute. 
Resource person, training course on the Development of Productivity Practi-
tioners: Basic Program (DPP: Basic), Philippines, 6−31 July 2009 . 
“It was meaningful that, as a training course graduate, I shared my career 
development experiences based on the knowledge that I received from the 
basic and advanced courses. It was my hope that my story would inspire other 
course participants to draw up an action plan to become productivity experts 
themselves. However, the courses I attended were just the beginning of a long 
journey. I had to open myself up to new learning experiences whenever new 
assignments were given to me. After the basic course in 2000, I joined a gov-
ernment project as a 5S auditor and later became a member of the Ministry 
of Industry’s 5S Audit Committee. I created and managed many projects on 
the One Tambon, One Product movement to promote productivity for com-
munities and government after attending an APO project on community de-
velopment. Since 2004, I have been assigned as a project manager to promote 
productivity in education, teaching productivity to students in primary and 
secondary schools. It was a challenging new area for me but I learned how 
to integrate productivity concepts and tools and how to create solutions and 
strategies. In 2006, I was also involved in productivity promotion for SMEs. 
Onsite experience and networking with people in the field really enhanced my 
management skills, technical skill, and confidence.”

growth, but so far this decade manufacturing growth has for the first time signifi-
cantly lagged behind overall economic growth. Have the years of outsourcing, 
technology transfer, and growth of new markets overseas handcuffed the USA to 
the extent that it is unable to benefit from its genius in innovation? It is impera-
tive for US policymakers to grasp the message that what was often referred to as 
“hollowing out” needs to be reversed to create jobs and reduce unemployment. It 
would be instructive to revisit the policy recommendations made to developing 
countries over recent decades to improve their economic fortunes. If memory or 
experience fails policymakers, the following list can serve as a reminder:

1. Cut bureaucratic red tape for entrepreneurs. 
2. Provide incentives and tax preferences in areas of comparative advantage. 
3. Foster high-tech, innovation-based manufacturing centers and networks.
4. Increase financial support for education and retraining.
5. Send the best and brightest students overseas to learn from the competition.
6. Profits and wealth need avenues of equitable distribution to invigorate the 

workforce.

Finally, the USA must answer the question: “Should the country have a viable 
high-tech manufacturing sector to provide a secure future for its people?” If the 
answer is “yes,” the USA must move forward with a sense of national purpose. 
Given the portrait that emerges from the depressed economic numbers, the USA 
may find value in positioning innovation-based manufacturing at the center of a 
national industrial policy.

Michael Manson had a long and close association with the APO when he was the 
Assistant Director of the East-West Center’s Institute of Economic Development 
and Politics in Honolulu. He helped to initiate a number of collaboration pro-
grams between the APO and the East-West Center. Manson also served in the 
Asian Development Bank, and was Director of Communications with the State 
of Hawaii’s Department of Business, Economic Development and Tourism. He is 
presently an educator.

by Michael Manson

3

APO News ● October 2009

Comment board

Additional Secretary K. Sriniasan, ELCINA Elec-
tronic Industries Association of India. 
Participant, multicountry observational study mis-
sion on the Management of Technology (MOT), 
Japan, 22−26 June 2009.
“My participation in this project was immensely 
beneficial to me. The study mission had a very 
balanced mix of lecture presentations by experts 

and site visits to highly successful companies. This enabled me to gain a clear 
insight and enhanced my knowledge of the subject. Upon my return, I shared 
my knowledge with my colleagues and also prepared a report that was pub-
lished in the July 2009 issue of ELCINA Electronics Outlook, our association’s 
journal. The article captures the key learning points obtained from the mission 
such as the concept of MOT, R&D, value creation, and how to harness the out-
come of research results to an enterprise. MOT plays a crucial role in bridging 
the gap between the domain of research and invention on one side and the 
financial and business world on the other. There is very little understanding of 
what occurs in between the two domains, and this is where MOT provides a 
vital link. Therefore I will continue sharing my knowledge with my colleagues 
and within the industry.” 

Factory Manager Eric M. Huber, Boncafe International Pte. Ltd, Singapore. 
Participant, training course on Monozukuri (Art of Manufacturing), Japan, 20 
October−11 November 2008.
“I would like to share my experience of the immense benefit this training 
course has brought to my establishment. We have adopted and practiced the 
various concepts, productivity tools, and techniques that I learned from the 
course, especially 5S practices. When the factory floor is cluttered with a ‘mess’ 
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