Procurement Balanced Scorecard:  Internal Processes

The Procurement Balanced Scorecard at the Savannah River Site uses the local and national Department of Energy guidance for the measures of internal processes.  This article briefly discusses some lessons learned about the measures.

Certain monthly measures are called metrics, and include supplier management, alternate approaches, acquisition process, and corporate citizenship.  Metrics also includes the two financial ratios, optimum cost efficiency and percent buys via credit cards.  Metrics include the Annual Operating Goals (AOP); that is, there are levels of financial rewards for meeting or exceeding performance targets, based on cumulative, not monthly results.

Lessons learned:

· Metrics are reported at the department level, which is an accumulation of the buying group results.  Each group manager supports the department goals, but there is not a separate goal for each buying group.  

· The FY99 goal for credit card buys is to exceed a certain target percent of total purchases (a financial metric).  That goal may need to be changed, since the Procurement credit card may be a good leading indicator for strategic sourcing contracts, which may be more efficient and less costly.

· Further measures may be added as the scorecard evolves; such as the ratios from the Center for Applied Purchasing Studies (CAPS).  It is tempting to add more, as the internal processes area is rich in data.  However, the scorecard is not balanced—presently, 60% of all BSC measures are of internal business processes. 

· The culture already exists for the current internal processes measures, as these have been used previously for the AOP goals. 

Who to call:  Jim Schmitt, WSRC, 803-642-3275 or james.schmitt@srs.gov
Balanced Scorecard:  Customer Satisfaction

This article describes some lessons learned with the process for measuring the satisfaction of the internal customers at the Savannah River Site (SRS), the end users and requisitioners.

Previously, site mailed questionnaires elicited disproportionate, extreme response values:  customers were either very happy or very not.  Participation was low, which limited the validity and usefulness of the data; and each manager used a custom questionnaire, which promoted inconsistencies.  Next, to improve the response rate, surveys were conducted by telephone interviews.  Improved response rates were offset by the labor intensive effort and by the loss of anonymity for those interviewed.

A solution was found in the annual survey for the site safety Voluntary Protection Program:  to use electronic mail coupled to the site intranet, the Savannah River Information Network (ShRINE).  Electronic mail is not anonymous, but could be used to distribute the survey.  Respondents could read the e-mail cover letter, then select an electronic link to a survey page in ShRINE.  Responses would be submitted electronically and anonymously in ShRINE; and identity revealed, if desired.  The database administrator collects the data and forwards a spreadsheet to the appropriate manager; data does not identify participants, unless volunteered. 

Three buying groups were chosen to pilot this approach.  Improvements from the pilot include:

· Each buying group conducts their survey.  They use a cover letter for instructions, explanations, and encouragement; and the Balanced Scorecard survey.  The letter encourages contacting the buyer for a particular problem, rather than waiting for a survey.

· The respondent may direct their response to a particular buyer, manager, or to the entire buying group.

· Free form questions elicit many insightful comments.  Such as, to provide more direct contact time with the customer; and positive results from supplier onsite training.

· The participation rate may be enhanced with a second letter, midway through the response window.  (To all, since responses are anonymous.) 

· After reviewing the spreadsheet, the manager issues a follow up letter to all customers, describing the results and action plan.

· Surveys are conducted on a sample basis.  The potential exists to survey all customers, possibly to sample the entire site.  

· Results may be one element in job reviews.

· The Balanced Scorecard survey is a consistent measure. 

· Extreme answers still occur.  Expect venting the first time.  Beware surveying the same customer more than annually.

The pilot was declared a success, and the survey tool has been given to each manager of a buying group.  Who to call: Jim Schmitt, WSRC, 803-642-3275 or james.schmitt@srs.gov
