La responsabilita degli
organi sociali e 13
realizzazione di un assetto
organizzativo,
amministrativo e contabile
adeguato



ART. 2086, 2° COMMA, COD. CIV.

'imprenditore, che operiin forma societaria o
collettiva, ha il dovere di istituire un assetto
organizzativo, amministrativo e contabile adeguato
alla natura e alle dimensioni dell'impresa, anche
in funzione della rilevazione tempestiva della crisi
dell'impresa e della perdita della continuita
aziendale, nonche di attivarsi senza indugio per
'adozione e |'attuazione di uno degli strumenti
orevisti dall'ordinamento per il superamento della
crisi e il recupero della continuita aziendale.
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Qual e la soluzione?
Come si fa ad istituire un
assetto che sia davvero
adeguato, ovverosia
idoneo a far emergere
tempestivamente la crisi?
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Robert S. Kaplan is the Marvin Bower Pro-
fessor of Leadership Development at Harvard
Business School and Chairman of the Bal-
anced Scorecard Collaborative. David P.
Norton is Cofounder and President of the
Balanced Scorecard Collaborative.
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MEASUREMENT AND MANAGEMENT IN THE INFORMATION AGE 7

by q\.Jarterly and annual financial reports. The financial-reporting process
remains anchored to an accounting model developed centuries ago for an
environment of arm’s-length transactions between independent entities. This
venerable financial accounting model is still being used by information age
companies as they attempt to build internal assets and capabilities, and to
forge linkages and strategic alliances with external parties.®

Ideally, this financial accounting model should have been expanded to
incorporate the valuation of a company’s intangible and intellectual assets,
such as high-quality products and services, motivated and skilled employ-
ees, responsive and predictable internal processes, and satisfied and loyal
customers. Such a valuation of intangible assets and company capabilities
would be especially helpful since, for information age companies, these
assets are more critical to success than traditional physical and tangible
assets. If intangible assets and company capabilities could be valued within
the financial accounting model, organizations that enhanced these assets
and capabilities could communicate this improvement to employees, share-
holders, creditors, and communities. Conversely, when companies depleted
their stock of intangible assets and capabilities, the negative effects could
be reflected immediately in the income statement. Realistically, however,
difficulties in placing a reliable financial value on such assets as the new
product pipeline; process capabilities; employee skills, motivation, and
flexibility; customer loyalty; data bases; and systems will likely preclude
them from ever being recognized in organizational balance sheets. Yet these
are the very assets and capabilities that are critical for success in today’s
and tomorrow’s competitive environment.
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Figure 7-3 Metro Bank’'s Balanced Scorecard

Strategic Objectives

Strategic Measurements

(Lag Indicators)

(Lead Indicators)

Financial

F1 - Improve Returns
F2 - Broaden Revenue Mix
F3 - Reduce Cost Structure

Return-on-Investment

Revenue Growth

Deposit Service Cost
Change

Revenue Mix

Customer

C1- Increase Customer
Satisfaction with Our Products
_and People
C2- Increase Satisfaction “After the Sale”

Share of Segment

"Customer Retention

Depth of Relationship

Satisfaction Survey

Internal

I1 - Understand Our Customers

I2 - Create Innovative Products

I3 - Cross-Sell Products

14 - Shift Customers to Cost-Effective
Channels

15 - Minimize Operational Problems

16 - Responsive Service

New Product Revenue
Cross-Sell Ratio
Channel Mix Change

- Service Error Rate

Request Fulfillment Time

Product Development Cycle
Hours with Customers

Learning

L1 - Develop Strategic Skills
L2 - Provide Strategic Information

L3 - Align Personal Goals

Employee Satisfaction
Revenue per Employee

Strategic Job Coverage Ratio

Strategic Information
Availability Ratio

Personal Goals Alignment (%)




Figure 7-4 The Balanced Scorecard at National Insurance

Strategic Objectives

Strategic Measurements

Core Outcomes (Lag)

Performance Drivers (Lead)

Financial

F1 - Meet Shareholder Expectations
F2 - Improve Operating Performance
F3 - Achieve Profitable Growth
F4 - Reduce Shareholder Risk

Return-on-Equity
Combined Ratio
Business Mix
Catastrophic Losses

Customer

C1 - Improve Agency Performance Acquisition/Retention Agency Performance (vs. plan)
(vs. plan)

C2 - Satisfy Target Policyholders Acquisition/Retention Policyholder Satisfaction Survey
(by segment)

Internal

1 - Develop Target Markets Business Mix Business Development (vs. plan)
(by segment)

12 - Underwrite Profitably Loss Ratio Underwriting Quality Audit

13 - Align Claims with Business

14 - Improve Productivity

Claims Frequency
Claims Severity
Expense Ratio

Claims Quality Audit

Headcount Movement
Managed Spending Movement

Learning

L1 - Upgrade Staff Competencies
L2 - Access to Strategic Information

Staff Productivity

Staff Development (vs. plan)
Strategic I/T Availability (vs. plan)




La creazione di un assetto organizzativo,
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