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Introduction; 
 The balanced scorecard is a management system which was evolved to use  as a simple performance 

measurement framework with a full strategic planning. The “new” balanced scorecard transforms an 

organizational strategic document plan into the "marching orders" on a daily basis. and it helps planners  to 

identify what should be done and measured. It enables executives to truly execute their strategies. 

 This new strategic management approach was first in a series of articles and books detailed by 

Dr. Kaplan and Norton and it recognizes some of the weaknesses and vagueness of previous management 

approaches. The balanced scorecard approach provides a clear prescription   to what companies should measure 

in order to 'balance' the financial perspective. and enables organizations to clarify their vision and strategy and 

translate them into action and it transforms strategic planning into the nervous center of an enterprise when  was 

fully deployed,. It provides feedback around both the internal business processes and external outcomes in order 

to continuously improve strategic performance and results.  

 

Kaplan and Norton described the innovative balanced scorecard as follows: 

 "The balanced scorecard retains its traditional financial measures and this traditional financial measures 

indicate the past events  and investment  capabilities, customer relationships in long-term and which were not 

critical for success in the industrial age .All  these financial measures are inadequate, however, for guiding and 

evaluating the  information  the companies must make to create future value through investment on customers, 

suppliers, employees, processes, technology, and innovation. 

 

Perspectives of Balanced Score Card;  
The balanced scorecard suggests four perspectives to  view  the  developmental  metrics of the organization. 

Those  are: 

 

ABSTRACT: The balanced scorecard is a strategic planning and management system which is 

used extensively in business, industry, government and non government  organizations  to align business 

activities to the organizational vision and strategy. It tries to improve internal and external communication, 

and monitors organizational   performance against its strategic goals. It was originated by Dr. Robert 

Kaplan and David Norton as a performance measurement framework and that is added strategic non-

financial performance measures to traditional financial metrics to give management a more 'balanced' view 

on organizational performance in the early 1990s,and it includes the pioneering works of General Electric 

company on performance measurement  reported in the 1950‟s and the French engineers processed this 

work (who created the Tableau de Bord – literally, a "dashboard" of performance measures) in the 

beginning of the 20th century. 
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1.The Learning & Growth Perspective  

 This perspective indicates the employee training and corporate cultural attitude which relates to both 

individual and corporate self-improvement. In a knowledge-worker organization, people are the only main 

repository resource of knowledge. In the current rapid technological change of climate, it is necessary for 

knowledge workers to be in a continuous learning mode. Government agencies often find themselves unable to 

hire new technical workers, and at the same time there is a decline in training of existing employees. This is a 

leading indicator of 'brain drain' that must be reversed. Metrics can be put in a place to guide managers in 

focusing training funds where it can help the most. In any case, learning and growth constitute the essential 

foundation for success of any knowledge-worker organization. 

 Kaplan and Norton  have emphasized 'learning' which is more than 'training and  it also includes 

mentors and tutors to  make ease of communication among workers and allows them to readily get help to a 

problem when it is needed within the organization. It also includes technological tools of "high performance 

work systems( Baldrige criteria).  

 

2.The Business Process Perspective 

 This perspective refers the internal business processes and it is  based on  metrics which allow the 

managers to know how well their business is running, and whether its products and services conform to 

customer requirements . These metrics have to be carefully designed by those who knows these processes most 

intimately but not developed by the outside consultants with our unique mission. In addition to the strategic 

management process there are two kinds of business processes may be identified. a) mission-oriented processes, 

and b) support processes. Mission-oriented processes are the special functions of government offices, and many 

unique problems are encountered in these processes. The support processes are more repetitive in nature, and 

easier to measure and benchmark by using generic metrics. 

 

3.The Customer Perspective 

 Recent management philosophy has shown an increasing in the realization of the importance of 

customer focus and their satisfaction in any business.  If the customers are not satisfied with these leading 

indicators then they will eventually find out other suppliers who will meet their needs. From this perspective 

poor performance is thus a leading indicator of future decline, even though the current financial picture may 

look good and the developed metrics should be analyzed for the satisfaction of customers in terms of the kinds 

of customers , processes for which organization providing a product or service to those customer groups. 
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4.The Financial Perspective 

 Kaplan and Norton  have emphasised the need for traditional financial data.and given priority to  

accurate funding data, then the managers will provide  necessary action to do it. In fact there is more than 

enough handling and processing in implementation of corporate financial data it is hoped that the processing can 

be centralized and automated. But the current emphasis on finance leads to the "unbalanced" situation with 

regard to other perspectives then it  is needed to include additional financial related data,of risk assessment and 

cost-benefit data, in this category. 

 

The Balanced Scorecard and Measurement Based Management 
 The balanced scorecard methodology was build on the concept of Total Quality Management (TQM),it 

includes customer defined quality, continuous improvement, employee empowerment, measurement-based 

management and feedback. 

 In traditional industrial activity, "quality control" and "zero defects" were the watchwords. In order to 

shield the customer from receiving poor quality products, aggressive efforts were focused on inspection and 

testing at the end of the production line. The problem with this approach was pointed out by Deming and the 

true causes of defects could not be identified, due to the rejection of defects and that would be in inefficiency. 

Deming has seen that the variation is created at every step in a production process, and the causes of variation 

need to be identified and fixed. If this can be done, this provides a way to reduce the defects and tries to improve 

product quality indefinitely. To establish such a process, Deming emphasized that all business processes should 

be a part of system with feedback loops. The feedback data should be examined by managers to determine the 

causes of variation, and the processes then  focus on to move attention on fixing that subset of processes and this 

card corporates feedback around internal business process outputs in TQM and it adds a feedback loop around 

the outcomes of business strategies and then this creates a "double-loop feedback" process in the balanced 

scorecard. 

 

Outcome Metrics 
 You can't improve what you can't measure. So metrics must be developed based on the priorities of the 

strategic plan, which provides the key business drivers and criteria for metrics that managers most desire to 

watch. Processes are then designed to collect information relevant to these metrics and reduce it to numerical 

form for storage, display, and analysis. Decision makers examine the outcomes of various measured processes 

and strategies and track the results to guide the company and provide feedback. So the value of metrics is in 

their ability to provide a factual basis for defining:  

 

Strategic feedback is to show the present status of the organization from many perspectives of decision makers 

Diagnostic feedback into various processes to guide on a continuous basis trends in performance over time as 

the metrics are tracked feedback around the measurement methods of themselves, and which metrics should be 

tracked quantitative inputs to forecasting methods and models for decision support systems.  

 

Management by Fact 
 The goal of making measurements is to permit managers to see their company more clearly  from many 

perspectives and to make wiser long-term decisions. The Baldrige Criteria (1997) booklet reiterates this concept 

of fact-based management: 

 

 "Modern business depends upon the measurement and analysis of performance. Measurements must be 

derived from the company's strategy and provide critical information about key processes, outputs and results 

.The needed information data for performance measurement are of many types ,and which includes: customer, 

product and service performance, operations, market, competitive comparisons, supplier, employee-related, cost 

and financial. The entailed data analysis is used to determine trends, projections, and cause and effect without 

evidence that might not be analyzed and it supports a company on variety of  purposes like planning, reviewing 

company performance, improving operations, and comparing company performance with competitors with the 

best practices of benchmarks. 

 

 This performance improvement is a  consideration involves the creative use of performance measures 

and these Performance measures or indicators are measurable characteristics of products, services, processes, 

and operations of the company and use to track and improve performance. These selected measures  represent 
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the factors that leads to improve performance of customer, operational, and financial. A comprehensive set of 

measures are tied to customer and company performance which represents a clear basis for aligning all activities 

with the company's goals. Through the analysis of data from the tracking processes, the measures   may be 

evaluated and changed to support such goals." 

 

 . A complete scorecard system aligns the organization‟s future intent (shared vision), with business 

strategy.employee behavior, and its day-to-day operations. Strategic performance measures are used to inform 

better decision-making to show  the progress of desired results. then The organization should focus on the  

things which are needed to achieve its Vision must satisfy customers, stakeholders, and employees.and it 

benefits in the matter to identify more efficient processes on customer needs, improving initiatives,improving 

internal and external communications, alignment of strategy and day-to-day operations, and linking budgeting 

and cost control processes to strategy. 

 

The components of the management system; 

 
 

 The components of the management system are shown in the figure above. Starting at “high altitude”, 

Mission, Vision, and Core Values are translated into desired Strategic Results. The organization‟s “Pillars of 

Excellence”, or Strategic Themes, are selected to focus effort on the strategies that are important to success. 

Strategic Objectives are used to decompose strategy into actionable components that can be monitored by using 

Performance Measures. Measures allow the organization to track results against targets, and to and identify 

potential problems early to fix them. Finally, Strategic Initiatives translate strategy into a set of high-priority 

projects that need to be implemented to ensure the success of strategy. Engaged leadership and interactive, two-

way communication are the cornerstones of a successful management system. Once the strategic thinking and 

necessary actions are determined then, annual program plans, projects and service level agreements can be 

developed and translated these into budget requests. 

 

  Facilitated workshops, led by the senior consultants should keep the employees at all levels of the 

organization engaged, on track and schedule.  

 

   This company’s balanced scorecard framework is a practical approach to develop the management system 

which consists nine Steps to Success and this  framework has used  to train over 5000 people and have consulted 

with over 100 companies in 15 countries. 

http://www.balancedscorecard.org/Portals/0/images/pyramid.jpg
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 Step one  is building process which starts with an assessment of the organization‟s Mission and Vision, 

challenges, values and also includes  a change management plan for conducting and focus communication 

workshop in this organization  to identify key messages, media outlets, timing, and messengers. 

  Step Two ,includes elements of the organization‟s strategy,  Strategic Results, Strategic Themes, and 

Perspectives, are developed by workshop participants to focus attention on customer needs and the 

organization‟s value proposition. , the strategic elements developed in 

  Step Three, the  developed strategic elements  in Step One and Two are decomposed into Strategic 

Objectives, which are the basic building blocks of strategy and which defines the organization's strategic intent. 

Objectives are first initiated and categorized on the Strategic theme level, categorized by Perspective linked in 

cause-effect linkages (Strategy Maps) for each Strategic Theme, and then later merged together to produce one 

set of Strategic Objectives for the entire organization. 

  Step Four,In this step the cause and effect linkages are formalized between the enterprise-wide 

Strategic Objectives and an enterprise-wide Strategy Map. The previous constructed theme of Strategy Maps are 

merged into an overall enterprise-wide Strategy map that shows how the organization creates value for its 

customers and stakeholders. 

  Step Five, Performance Measures are developed at every enterprise Strategic Objectives level. 

Leading and lagging measures are identified,and expected targets and thresholds are established, and baseline 

and benchmarking data is developed. 

  Step Six, Strategic Initiatives are developed to support the Strategic Objectives. And to build 

accountability throughout the organization, ownership Performance Measures and Strategic Initiatives are 

assigned to the appropriate staff and documented in data definition tables. 

  Step Seven, the implementation process begins by applying performance measurement software to get 

the right performance information to the right people at the right time. Automation adds structure and discipline 

to implementing the Balanced Scorecard system,which helps in transform disparate corporate data into 

information and knowledge, and communicates performance information. In short, automation helps people 

make better decisions because it offers quick access to actual performance data. 

  Step Eight, the enterprise-level scorecard is „cascaded‟ down into business and support unit which  

means the organizational level scorecard (the first Tier),and it is translated into business unit or support units 

(the second Tier), and  later to team and individual scorecards and theseTeam and individual scorecards  link 

to day-to-day work with department goals and corporate vision (the third Tier).This Cascading translates high-

level strategy into lower-level objectives, measures, and operational details. Performance measures are 

developed for all objectives at all levels of the organization . when the scorecard management system is 

cascaded down throughout the organizational   objectives then which   become more operational and tactical. 

When the ownership is defined at each and every level then the Accountability will follow the objectives and 

measures. An emphasis is needed on results on the strategies  to produce results and which are  communicated 

throughout the organization. 

http://www.balancedscorecard.org/Portals/0/images/wheel.jpg
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  Step Nine, an Evaluation of the completed scorecard is done. During this evaluation, the organization 

tries to answer questions such as, „Are our strategies working?‟, „Are we measuring the right things?‟, „Has our 

environment changed?‟ and „Are we budgeting our money strategically?‟ 

 

REFERENCES 
[1]. Academy of Human Resource Development (1999), Standards on Ethics and integrity, AHRD, San Jose.  

[2]. Dale. S. Beach, (1975), Personnel: The Management of People at work; Mac Millan Publishing co; New 

York. 

[3]. Douglus Mc Gvegor, (1971), The Human side of enterprise, Tata Mc. Graw Hill Publishing Co., Ltd., 

Bombay, pp.3-4. 

[4]. Flippo. Edwin B., (1981), Principles of Personnel Management, Mc Graw-Hill Tokyo.  

[5]. Henri Fayol, (1949), General and industrial Management, Sir issac Pitmen and sons Ltd., London, pp 19-

20. 

[6]. Kaplan, R.S. and Norton, D.P. (1996). The Balanced Scorecard: Translating Strategy into Action. 

Harvard Business School Press, Boston, MA.  

[7]. Kaplan, R.S. and Norton, D.P. (2001). The Strategy-Focused Organization: How Balanced Scorecard 

Companies Thrive in the New Business Environment. Harvard Business School Press, Boston, MA 

[8]. Kaplan, R.S. and Norton, D.P. (2006). Alignment: Using the Balanced Scorecard to Create Corporate 

Synergies. Harvard Business School Press, Boston, MA. 

[9]. Leon, C. Megginson, (1997), Personnel and Human Resource development, Rechard., D, Irwin Inc., 

Home wood, Illinois, p.4. 

[10]. . Leonard Nadler, Ed, D. (1980), Corporate Human Resource Development, New York, Van Nostrand 

Renhold company series.  

[11]. Miller, G.J., Hildreth, W.B., Rabin, J. (2001). Performance Based Budgeting: An ASPA Classic. 

Westview Press.  

[12]. Monahan, K.E. (2001). Balanced  Measures for Strategic Planning: A Public Sector Handbook. 

Management   Concepts, Vienna, VA.  

[13]. Nadler, Leonard. (1970), Developing Human Resources. Gulf Publishing. 

[14]. Olve, N., Roy, J. and Wetter, M. (English ed.  2003).  Making  Scorecards Actionable: Balancing 

Strategy and Control.  

[15]. P. Subba Rao, (2004),  Essentials of Human resource Management and industrial Relations  Sulthan 

Chand and  sons, New Delhi. 

[16]. P.C. Tripati, (1999), „‟Human Resource development, Sultan chand of sons educational publications, 

New Delhi. 

[17]. Pareek, U. and Rao, T.V. (1992). Designing and Managing Human Resource Systems, Oxford and IBH 

Publishing, New Delhi. 

[18]. Rao, T.V. (1982), „‟HRD Practices in Indian industry.‟‟ Lok Udyog, March. 

[19]. Rao, T.V. (2003), Future of Human Resource Development, New Delhi, Macmilan India Ltd. 

[20]. T.V Rao (1995), HRD Missionary, Oxford & IBM, New Delhi.  

 

 


