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Abstract 

 

The Balanced Scorecard is a management system, not only a measurement system 

that enables organizations to clarify their vision & strategy and translate them into 

action. It provides feedback around both the external outcomes & internal business 

processes  in  order to continuously  improve strategic  performance & results. The 

balanced scorecard transforms strategic planning from an academic exercise into the 

nerve center of an enterprise, when it fully deployed. My purpose of research is to 

provide a whole sole framework regarding balanced scorecard implementation that 

is necessary to evaluate the past performance of an organisation & to provide the 

actual status of an organisation to the top management and consultants. A matrix 

would be prepared for the analysis having all the parameters regarding strategic 

objectives, measurements, targets and programmes attributes. After that a generic 

model  would  be  developed  to rate all the  factors  regarding  financial,  customer, 

learning and growth, internal processes perspective. 
 

Keywords: Balanced  Scorecard,  Strategic  Evaluation,  Past  Performance  Indicator, 

Outcome Measurement 

 
INTRODUCTION 

 

The  balanced  scorecard   methodology   builds  on  some   key  concepts   of 

previous management ideas such as continuous  improvement, Total Quality 

Management, including customer-defined quality, employee  empowerment, 

and--primarily--measurement-based management and feedback. 
 

A Good Balanced Scorecard  tells the Organization: 
 

x    Every measure  is part of a chain of cause and effect linkages. 
 

x    All measures  link to the organizational outcomes  eventually. 
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 A balance exists between outcome measures (customer & financial) 
and performance drivers (internal processes, value proposition, 
learning & growth). 

THE FINANCIAL PERSPECTIVE 

Kaplan makes the case that organizations today are hung up on financial 
metrics created 75 years ago to track industrial corporations. These metrics 
are fine for their purpose but that purpose does not extend to the new 
information needs of organizations.  

THE CUSTOMERS PERSPECTIVE 

 Operational Excellence: describes those companies that deliver a 
combination of quality, price, and ease of purchase no one else can 
match. Examples: McDonalds, Costco, Dell. 

 Product Leadership: companies defined by product innovation. 
Examples: Johnson & Johnson, Sony, Intel.  

 Customer Intimacy: companies that build relationships with 
customers. Examples: IBM, Home Depot.  

PROCESS PERSPECTIVE 

Business processes are strategic in nature, Kaplan said, but we often fail to 
treat them that way. A technology, does not advance a value proposition is a 
technology that your organization might best leave alone.  

 Operational excellence companies need to focus on operations 
processes: customer service, supply chain management & demand 
management. 

 Product leadership companies must commit to innovation processes: 
product development, invention and getting those products to 
market as rapidly as possible. 

 Customer intimacy companies need to attend to the customer 
management process: relationship management, solution 
development, results management and advisory services. 

LEARNING & GROWTH 

The final area that the Balanced Scorecard provides guidance with is learning, 
adapting, and growing, what Kaplan calls "organizational infrastructure."  

This paper is providing a whole sole framework regarding balanced 
scorecard implementation that is necessary to evaluate the past performance 
of an organisation & to provide the actual status of an organisation to the 
top management and consultants. 
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There are following steps regarding the framework of strategic 
implementation of balanced scorecard in an organisation or industry.  

STEP 1: PREPARATION OF PROCESS INPUT CHECKLIST 

Process input checklist consist the basic checklist of strategic information you 
need to collect like company related information as Current Strategic Plan(s), 
Current Financial Plan(s), Current Operating Plan(s), Current Marketing 
Plan(s), Annual Reports, Interviews with Executive Management, Quality 
Improvement Programs, Customer Analysis etc. another checklist consists 
the Industry Related Information as Competitive Analysis, Technology Trend 
Analysis, Industry Trend Analysis, Marketing Trend Analysis etc. 

 

This is the first step regarding the collection of data for balanced 
scorecard implementation within an industry or organisation. It’s a basic 
checklist regarding the collection of strategic information needed for an 
organisation or industry. 

STEP 2: PREPARATION OF DEVELOPMENT TIMELINE AND TEAM FORMATION 

CHECKLIST 

Second step consist the preparation of development timeline having timeline 
for Six Step Development Process and preparation of team formation 
checklist having basic checklist to follow in forming three team approaches. 
The six step development process would take at least 12 weeks. Once 
completed, the next step is to cascade out the Balanced Scorecard to the 
other parts of the organization based on the Implementation Plan. There are 
three different types of teams that are used within the process: 
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Leadership Team 

Used to understands & articulates strategy and strongly supports the 
Scorecard. 

Core Team 

It is the most important team since here is where most of the hard work takes 
place like Collect and applies data, build maps, document the process, etc. 

Measurement Team 

These are the Lower level personnel who have detail understandings about 
measurement. 

 

 

STEP 3: ESTABLISHMENT OF STRATEGIC GOALS AND PREPARATION OF 

STRATEGIC THEMES CHECKLIST 

Third step would consist the establishment of strategic goals for listing the 
strategic goals and preparation of Strategic Themes Checklist to test that you 
have a good set of strategic themes. 
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The establishment of Strategic Goals would consist the criteria menu like 
marketplace, Industry Trends, Technology, Competition, Past Performance 
etc. based upon this criteria menu for defining the goals for example Past 
Performance we would define the goal like we would increase the revenue 
by 30% over the next two years.  

After that we would decide upon preparation of Strategic Themes based 
upon the following Strategic Themes Checklist  

 

STEP 4: DEVELOPMENT OF STRATEGIC MAP FOR STRATEGIC THEMES 

Fourth step would consist the Development of Strategic Map for Strategic 
themes having four layer maps for plotting and connecting strategic 
objectives.  

 

For strategic maps place each strategic objective & draw lines to connect 
the objectives within this map. We should have a strategic map for each of 
our strategic themes. Make sure that we have upper level management "buy-
in" on each strategic map before moving forward. It's a good idea to confer 
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with each executive one on one with the strategic maps before we have our 
formal Leadership Team meeting. This will go a long way in making the 
Team Meeting run smoothly. 

 

For strategic maps place each strategic objective & draw lines to connect 
the objectives within this map. We should have a strategic map for each of 
our strategic themes. Make sure that we have upper level management "buy-
in" on each strategic map before moving forward. It's a good idea to confer 
with each executive one on one with the strategic maps before we have our 
formal Leadership Team meeting. This will go a long way in making the 
Team Meeting run smoothly. Approval of Strategic Maps is one of the most 
difficult turning points in the entire process of building a Balanced Scorecard. 
Don't forget to limit objectives to no more than 25 since we want to limit our 
scorecard measurements to no more than 25. 

STEP 5: MEASUREMENT 

Fifth step would be measurement for defining and testing each measurement 
having following steps: 

Step 1: Define a measurement for each strategic objective having 
Strategic Objective and Measurement to be used, Description of 
Measurement, Units of Measurement ($,%,etc), Update 
Frequency etc. 

Step 2: Define the sources for the measurement having internal 
documents/ reports, External documents/ reports, Special 
studies, Programs, Databases etc. 

Step 3: Define how the measurement is derived and reported having 
Calculation Required, Assumptions in Calculation, and 
Availability of Data etc. 
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STEP 6: PREPARATION OF A MEASUREMENT INDEX 

This step consist the Compile attributes for each measurement in the 
Scorecard having following Summarization of the attributes associated with 
each measurement in the Balanced Scorecard. 

 

Update Frequency: M for Monthly, Q for Quarterly, A for Annual, etc. 

Degree of Reliability: V for Very Reliable, M for Medium Reliability, L for 
Low Reliability 

Sets Objective: Degree of usefulness in establishing objective-High, 
Medium or Low 
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Ability to Benchmark: H for High, M for Medium, L for Low 

Responsibility Location: Team, Project, Department, Manager, etc. 

Degree of Fit: (within the organization) High, Medium or Low 

Degree of Support: Available support (IT, Finance, etc.) in place-Yes or No 

STEP 7: LAG-LEAD COMPARISON OF MEASUREMENT 

This step would consist the Comparison of outcome measures vs. driver 
measures. A good balanced scorecard should consist of both outcome and 
driver type measurements. The two upper perspectives (Financial and 
Customer) will have mostly outcome type measurements. The lower two 
perspectives (Internal Processes and Learning & Growth) will include some 
driver type measurements. 

 

STEP 8: TARGET CHECKLIST  

This step would consist Target Checklist having Quick checklist for 
determining targets. There would be Sources for Determining Targets like 
Strategic goals, Industry benchmarks/ best practices; Incremental 
improvement to existing performance levels i.e. Identify performance gaps, 
areas where the organization must reach a higher level, New baseline must 
be established. 

Target Checklist would consist Targets match up with measurements, 
one to one; Targets have been established for improving current levels of 
performance; Targets are quantifiable so that the target communicates if the 
expected performance was met; Targets are achievable, but they may 
require changes to existing processes; Long-term Targets (3 to 5 years) 
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stretch the organization towards its strategic goals; Long-term Targets are 
established first before short term targets; Financial related targets are 
established first before non financial targets. 

STEP 9: PROGRAM ATTRIBUTES 

It is used to compile selected attributes for programs. The selection of 
programs should be based on a well established process so as to ensure 
objectivity and fairness. This requires a combination of gap analysis, scaling 
analysis, and prioritization (weighting, ranking, scoring, etc.). 

 

STEP 10: PROGRAMS SELECTION GRID 

In this step plot the impact of each program against each strategic objective. 
It consists; 
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The Grid for evaluating programs against strategic objectives. If the 
Program helps meet an objective, shade in the box. Some programs may 
help meet several objectives while other programs may not be beneficial to 
any strategic objective. Those programs with the most marks should have 
priority over those programs with the fewest marks. Most programs are 
usually not related to supporting financial results Therefore; we may not 
have any marks at the top financial perspective level. 

STEP 11: SUMMARIZATION OF OBJECTIVES, MEASUREMENTS,  
TARGETS & PROGRAMS 

This summarizes all of the critical components of balanced scorecard. It can 
be modified to report a comparison of actual results against targets. 

 

STEP 12: GENERIC MODEL 

The generic model for balanced scorecard would consist the four perspective 
having  

1. Financial Perspective-Select measurements based up on these 
stages: 

 Early Stage Company (High Growth) 
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 Sustainable Stage Company (Modest Growth) 

 Mature Stage Company (Slow Growth) 

2. Customer Perspective-Select objectives based on values provided to 
customers: 

 Value Attributes 

 Image 

 Relationships 

3. Internal Processes Perspective-Select objectives from these 
categories: 

 Innovation Process 

 Operating Process 

 Service Process 

4. Learning & Growth Perspective-Select objectives from these 
categories: 

 Employee Competencies 

 Knowledge & Technology 

 Company Culture 
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STEP 13: RATING FOR GENERIC MODEL 

This step would consist the factor rating for the factors of generic model to 
measure the actual status or outcome measurement, past performance 
evaluation and gap analysis based upon the weighted rating of these factors.  
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CONCLUSION 

This is a thirteen steps process for the framework of implementing the 
balanced scorecard in an organisation or industry. The balanced scorecard 
retains traditional financial measures. But financial measure tells the story of 
past events, an adequate story for which investments in long-term 
capabilities and customer relationships were not critical for success for 
industrial age companies. These financial measures are inadequate for 
guiding & evaluating the journey that information age companies must make 
to create future value through investment in employees, customers, 
suppliers, technology, processes, and innovation. 

Hence this research paper provides a whole sole framework regarding 
balanced scorecard implementation that is necessary to evaluate the past 
performance of an organisation & to provide the actual status for outcome 
measurement of an organisation to the top management and consultants. 
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