
Perancangan balanced ..., Dida Andita, FEB UI, 2008



Perancangan balanced ..., Dida Andita, FEB UI, 2008



Perancangan balanced ..., Dida Andita, FEB UI, 2008



Perancangan balanced ..., Dida Andita, FEB UI, 2008



Perancangan balanced ..., Dida Andita, FEB UI, 2008



Perancangan balanced ..., Dida Andita, FEB UI, 2008

RlNGKASAN EKSEKUTIF 

Saat ini, terjadi perubahan dimana perusahaan menciptakan nilai untuk pelanggan 

semula dari aktiva berwujud (tangible assets) beralih menjadi aktiva tak berwujud 

(;nrangible assets). Kebanyakan organisasi saat ini terdiri dari kumpulan beberapa unit 

bisnis. Organisasi seperti ini menyadari bahwa keunggulan berkompetisi (competitive 

advantage) diperoleh dari aktiva tak berwujud oerupa pengetahuan, kapabilitas dan 

hubungan yang diciptaka'n oleh para pegawainya. Dengan demikian, implementasi slrategi 

membutuhkan keselarasan diantara unit-unit bisnis, unit-unit pendukung dan semua 

pegawai. Secara tradisional, pengukuran strategi menggunakan ukuran keuangan yang 

akan membawa organisasi ke arah yang salah. Konsep Balanced Scorecard diperke~alkan 

sebagai perbaikan atas sistem pengukuran yanr selama ini menggunakan ukuran keuangan 

(lag indicator) dengan menambah ukuran non-keuangan (lead indica/or). 

Kebanyakan organisasi saat ini memiliki leoih da!ii satu unit bisnis dan beberapa unit 

pendukung. Organisasi seperti ini harus melakukan alignment di.antara unit-unit bisnis dan 

unit-unit pedukungnya supaya tercipta sebuah sinergi. Sinergi membuat organisasi 

menciptakan nilai yang lebih besar dibanding nilai yang dipemleh apabila setiap unit 

berdiri sendiri. Proses alignment dimulai dengan penentuan enterprise value proposition 

yang akan menciptakan sinergi diantara unit-unit bisnis, unit-unit pendukung, dan partner 

luar. Enterprise Strategy Map dan entetprise scorecard menjeJaskan prioritas perusahaan 

dan mengkomunikasikannya ke semua unit bisnis dan pendukung. Setelah itu setiap unit 

bisnis membuat Balanced Scorecard masing-masing yang harus konsisten dengan 

enterprise scorecard. Unit~unit pendukung juga membuat Balanced Scorecard yang harus 

mendukung strategi unit-unit bisnis dan prioritas perusahaan. Selain kedua proses lersebut, 

II 

II ,. 
1: 
I 

I 
I 



Perancangan balanced ..., Dida Andita, FEB UI, 2008

alignment juga dilakukan dengan partner luar. Untuk mengukur keberhasilan proses 

alignment ditetapkan delapan titik ukur. Tingkat keberhasilan proses alignment akan 

menggambarkan sejauh mana sinergi tercipta dalarn perusahaan. 

PT. Exspan Petrogas Intranusa atau EPI adalah sebuah perusahaan yang bergerak 

dalam bidang penyediaan jasa-jasa di industri pengeboran minyak dan gas bumi. Saat ini 

EPI memiliki empat unit bisnis yaitu Well Logging Service, WOWS Rig Service, Heavy 

Equipment Rental, dan Penyediaan Tenaga Kerja. Hingga akhir tahun 2006, kinerja 

keuangan perusahaan tidak (erlalu menggembirakan. Meskipun pendapatan perusahaan 

meningkat dibanding tfbun-tahun sebelumnya, namun keuntungan otor maupun 

keuntungan operasi perusahaan justru menurun. Induk perusahaan sebagai pemegang 

saharn mengisyaratkan sebuah perubahan dalam sistem manajemen EPI. EPI dituntut untuk 

memperbaiki kine~a keuangan yang harus dicapai melalui strategi perturnbuhan dan 

produktivitas. 

Saat ini, EPI menggunakan Key Pe1formance Indicator (K.PI) untuk me~ukur 

keberhasilan implementasi strategi meskipun dalam peJaksanaannya tidak terlalu optimum. 

Pelaksanaan sistem KPI di EPI terkendala oleh beberapa kelemahan yaitu penggunaan 

ukuran keuangan, tidak ada target bagi pegawai daJam aktivitas sehari-hari, tidak ada 

kaitan dengan sistem kompensasi dan benefit, serta kurangnya perhatian dari manajemen 

puncak. EPI merupakan sebuah organisasi multi bisnis, dengan demikian EPI harus 

menghasiikan sinergi dari keempat unit bisnis, unit-unit pendukung, dan partner luar. 

Sinergi di EPI diciptakan melalui proses alignment yang didukung dengan sistem 

pengukuran kinerja berbasis Balanced Scorecard. Proses alignment di EPI dimulai dengan 

penentuan beberapa value proposition yaitu perturnbuhan dengan pendanaan internal, 

penjualan produk-produk unit-unit bisnis yang berbeda dalam satu paket terpadu, skala 

ekonomis dalam pembelian barang, penggunaan bersama fasilitas dan sarana operasi, rotasi 
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EXECUTIVE SUMMARY 

Recently creating values for customers has shifted from tangible assets to intangible 

assets. Most of organizations now operate through decentralized business units. This kind 

of organization recognizes that competitive advantage comes from intangible assets, such 

as knowledge, capabilities, and relationship created by its employees. Therefore, strategy 

implementation requires that all business units, supports units and employees were aligned 

and linked with the trategy. Traditionally strategic measurement used financial 

perpectives that may bring the organization to wrong direction. Balanced Scorecard 

approach was introduced to complete measurement system by adding non.financial 

measurement (lead..indicator) to financial measurement (lag indicator). 

Most organzations currently consist qf more than one business unit and several 

supports units. This type of organization has to form alignment among these businesses 

and supports units to creat a synergy. Synergy allows orgFization to create greater value 

compared to when i tS'" in<:lividua units were operating au onomo11sly. Alignment process 

starts when the corporate determines an enterprise value proposition that will create 

synergy among business units, support units, and external partners. :rhe enterprise Strategy 

Map and enterprise scorecard articulate and clarify corporate priorities and communicate 

them to all business and support units. After the corporate develops its strategy and value 

proposition, each business units develops its Balanced Scorecard that should be consistent 

with the enterprise scorecard. Then support units also develop their Balanced Scorecard to 

support strategies of the business units and enterprise priorities. Beyond the alignment of 

business and support units, alignment opportunitiess can be exploited by formulating 

scorecards that define relationship with external partners. To measure and manage the 
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degree of alignment, and hence the synergy being achieved across the organizations, there 

are eight checkpoints as references. 

PT. Exspan Petrogas Intranusa (EPI) is a services company in oil and gas industry. 

Currently EPI has four business units: Well Logging Service, WOWS Rig Service, Heavy 

Equipment Rental, and Manpower Supply. Until 2006, the company did not show a good 

performance, its operating profit was decreased by 73% compared to previous period. By 

the end of 2006, shareholders requested the company to improve its financial perdormance 

by implementing growth and productivity strategies. 

At the moment EPI used Key Performance Indicator (KPI) to measure success of 

implementing strategy, although the implementation has not been optimum. Apparently, 

KPI has several limitations such as uses- of measures of financial, no target sets for 

employees' day-to-day activities, no relation between KPI and compensation & benefit 

system, and less attention from top management. EPI is a multiline Business organiz~tion, 

lherefore the corporate has to create synergy by aligning business and support units . 

Alignment process starts with define enterprise value propositions: internally-funded 

growth, cross-selling, economics of scale, shareCi-facilities, employee rotation, and 

knowledge sharing. Then the corporate develop enterprise Strategy Map ~nd enterprise 

scorecard. After the corporate developes an enterprise Balanced Scorecard, all business 

units then develop their own Balanced Scorecards. To measure degree of alignment within 

EPI, five checkpoints have been detennined: enterprise value proposition, board and 

shareholder aligment, corporate office to business units, business units to customers, and 

business units to external partners. 

Balance Scorecard can help EPI to form alignment among its business units to create 

synergies within EPJ. Enterprise balance scorecard prepared for the corporate showed 
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