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Introduction
[bookmark: _Toc479526598]The purpose of this paper is to develop a balanced score card (BSC) to measure the critical factors in successful implantation of the previously researched marketing strategy for United HealthGroup Inc. (UNH)’s subsidiary, UnitedHealthCare’s (UHC), entry into China through joint venture with Ping An Health Insurance Co., Ltd.  The BSC has four perspectives.  Those perspectives are financial, customer, internal business processes, and learning and growth (Dziak, 2016, p. 1).  Developed by Drs. Kaplan and Norton in the early 1990s, a successfully established BSC “carefully weigh[s] interactions between financial…and non-financial factors”, and uses that information to “create strategies to meet organizational goals…by setting targets and analyzing performance” (Dziak, 2016, p. 1.).  While other financial systems, like the income statement, show how a company has performed – the balanced score card can show how the organization may perform in the future ("The Balanced Scorecard", 1999-2010).  
UNH is the leading managed health care corporation in the United States with total revenues of over $180 billion for FY2016 (“UnitedHealth Group Inc.”, 2016). Of its two primary subsidiaries, UnitedHealthCare (UHC) and Optum, UHC will be the target for expansion, bringing in the highest potential and accounting for over 80% of total revenues. This business segment focuses on employer and individual health care plans, along with government funded Medicare programs for age qualifying individuals. The industry itself remains competitive, with UNH facing stiff competition from the likes of Aetna, Anthem, Cigna and Humana, its top four contenders. Together, these five companies brought in over $385 billion in revenues for 2015, placing them within the top 80 of the Fortune 500 (“Fortune 500”, n.d.). Subsequently, this makes the field of healthcare very attractive to new entrants and investors alike, as they boasted an average return on investment of 8.94% just last year (“Health Care Providers,” n.d.).
China was selected as the target country for selection due primarily to its large population, anticipated high growth, favorable government legislation and a strong healthcare need. The Chinese target market is aimed at diabetic and pre-diabetic adults aged 25 to 54, which encompass 294 million consumers and have been valued at roughly $476 billion. This market is expected to grow at a steady annual rate of 1.38% for the next five years, and 33% by 2040. The main goals and objectives for the expansion will be on attracting and securing new customers, gaining a new market share in a foreign market, benefiting from the new profits in conjunction with the expansion and continuing to strengthen its international brand.
[bookmark: _Toc479874800][bookmark: _Toc479874875]The Balanced Score Card
[bookmark: _Toc479874801][bookmark: _Toc479874876]Financial
Placeholder text
[bookmark: _Toc445583492]Customer
The Customer Perspective defines the values that UNH will use to satisfy customers and generate more sales to the targeted customers segments. These measures evaluate both the value that is delivered to the customer which involves time, quality, performance and service and cost and the market share that comes as a result of these measures.  Tracking the below metrics will provide information on refinement opportunities.
Objective #1 – Attract and Retain Customers
To attract and retain customers in the Chinese market, UNH needs to understand the customer’s needs.  UNH should fund market research to determine the needs of the customers to create specialized policies for the target market.  UNH can leverage its partnerships within the Chinese marketplace to determine marketing strategies and implementation platforms. A recent Accenture Insurance Consumer survey states “It is imperative for [insurance] carriers to understand the segmentation of their customers and tailor their interaction strategies to address each segment’s needs” (Cheng & Pavlou, 2016).  Insurers need to know and better understand their customers' values and behavior patterns, not only as target groups, but as individuals.
Objective #2 – Increase Customer Education
UNH should create a customer education program to provide customers with the skills and abilities to understand their medical diagnosis and the insurance industry.  The education program should offer multi-focused, multi-platform instruction on a variety of topics from latest medical breakthroughs to how to make a claim.  It is proposed that UNH educate customers through all available outlets: email, client platforms, press releases, web articles and seminars to reach as many customers as possible.  UNH should create a library of short but engaging videos and online seminars for digital platforms. UNH will also send a paper or email newsletter monthly to all of its policyholders highlighting medical trends, new products and local training opportunities.  This allows customers multiple opportunities to ask questions about things they’re not sure how to use, and gives UNH a way to see reactions and get feedback for potential improvements (Bell et al., 2017). 
Objective #3 – Customer Access
As millennials become a significant part of the insurance market, speed and breadth of access has begun to matter much more than in the past. Insurers need to engage their customers as widely as possible, from in-person interactions at one extreme, all the way to digital platforms.  UNH needs to provide customer access to products and services through mobile offerings outside of searching and buying for instant accessibility increase with potential loyalty gains. The biggest effects would be in submitting claims and in simple communication. Many insurers have already invested in mobile apps for claim submission, but again, they seem to be either unknown or too hard to use (Stone et al., 2016). While traditional insurance distribution channels still work, they are not enough to secure trust and lasting relationships. To keep customers, insurers need to involve them emotionally and rationally. They need to capture hearts and minds to keep and expand market share. 

BSC Summary Table
	
	Objectives
	Measures
	Targets
	Initiatives

	Customer 
	
	
	
	

	
	Attract and Retain Customers
	# of new policies sold and # of renewals
	1% market share
	Fund study to determine the needs of the customers

	
	Increase Customer Education
	Attendance at seminars and use of online training resources
	50% of customers
	Host semi-annual seminars on diabetes, send monthly newsletters and create a multi-media website in Chinese

	
	Improve Customer Access
	Track traffic across the customer platforms
	100%
	Provide mobile, computer and traditional platforms for customer service
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Balanced Scorecard – Learning and Growth
One of the key components of the balanced scorecard is the learning and growth perspective. This perspective in particular includes “employee training and corporate cultural attitudes related to both individual and corporate self-improvement” (“Balanced Scorecard Basics”, n.d.). This area measures a range of internal factors, with the emphasis being on the people, or “knowledge-workers” of the organization (“Balanced Scorecard Basics”, n.d.). Typical measures include job satisfaction, employee turnover, employee skillsets, and training opportunities (“The Balanced Scorecard”, n.d., “Balanced Scorecard”, n.d.). To obtain the best end results, UNH will focus their balanced scorecard in the following areas for the learning and growth aspect.
Objective #1 – Job Satisfaction
The first objective will be to measure job satisfaction. UNH sees this objective as one of the main key performance indicators (KPI), as this determines how fulfilled employees are with carrying out their daily work and responsibilities. This will be executed by using employee surveys as the measurement medium, with a target of 90% job satisfaction. The initiative put in place for this category will be to establish a rewards and recognition program for high performing employees. This should increase motivation to do a successful job in the work place, which will garner them recognition and ultimately increase job satisfaction.
Objective #2 – Employee Turnover
The second objective will focus on keeping employee turnover low, and shares an undeniable connection with job satisfaction as well, as low job satisfaction leads to employees who are more vulnerable to accepting job offers with a competitor. This is a very important objective as well, as UNH will be investing a lot into its human resources, and risk continuous onboarding and training expenses if they must bring in new employees frequently. This will be measured by using % employee turnover, with a target of less than 5%. The initiative put in place for this aspect will include using cultural assessments for prospective employees from the beginning. The Wall Street Journal confirms that the single best way to reduce turnover is to hire the right candidate from the start (“How to”, n.d.). Aside from having the skillset needed to be successful, UNH must ensure candidates fit in with the company culture and office environment. This will help to ensure that the new hire will not start the new position and have a culture shock, resulting in an early exit.
Objective #3 – Continuous Training
The last objective and KPI will focus on the continuous training of employees, to help ensure the workforce for UNH is always up to date with new skills and best practices in the industry. According to Forbes, human resources must consistently invest in training and development in order to maintain a productive workforce (“Four Training”, n.d.). By default, this in turn also helps with reducing turnover and increasing job satisfaction, and the impact it can have on employees is large. This will be measured by the number of days spent in continuous learning or training activities for the year, with a target of 10 days. Obtaining professional level certification in a business area will also count towards the requirements in lieu of training. Forbes suggests using interactive activities to leave the biggest impression (“Four Training”, n.d.). Keeping that in mind, the initiative for this will be to allow 10 days paid time-off for outside training activities, and host one three-day seminar per quarter, which will include expert guest speakers and learning activities to help prepare employees for future skillsets needed or keep existing ones current.
BSC Summary Table
	
	Objectives
	Measures
	Targets
	Initiatives

	Learning & Growth 
	
	
	
	

	
	Job Satisfaction
	Employee Surveys
	90%
	Rewards and recognition program

	
	Employee Turnover
	% Employee Turnover
	<5%
	Pre-hire cultural assessments

	
	Continuous Training
	# of Days Training
	10 Days
	Paid time-off for training, and quarterly seminars
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