
BALANCED 
SCORECARD 
HISTORY

Every year for the last 15 years Bain and Company 
have conducted research from 13,000 respondents 
across 70 countries globally to systematically track 
the effectiveness of management tools and changing 
management priorities. Balanced Scorecard has 
consistently ranked at the top of the table. In 2015 it was 
ranked 6th globally.

The Balanced Scorecard methodology has evolved over 
the last 25 years since it was launched in 1992 as a 
performance measurement system1. Kaplan and Norton 
helped several companies implement this approach and 
learned how they used this performance measurement 
tool as the cornerstone of a new management system 
that would drive the implementation of their strategies, 
publishing the updated framework in their second book 
‘The Strategy Focused Organisation’. The framework 
was built around five management principles:

1 R.S.Kaplan and D.P. Norton “The Balanced Scorecard: Measures that  
 Drive Performance” HBR  Jan 1992

1. Mobilise change through executive leadership

2. Translate the strategy into operational terms

3. Align the organisation to the strategy

4. Motivate to make strategy everyone’s job

5. Govern to make strategy a continual process

Their third book, ‘Strategy Maps’ expanded on Principle 
2 by introducing a general framework for translating 
a strategy into objectives that are linked, in cause and 
effect relationships, across the four BSC perspectives: 
financial, customer, internal process, and learning 
and growth. The framework aligned processes, 
people, technology, and culture to the customer value 
proposition and shareholder objectives. The framework 
was later developed to include strategic themes.
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Their fourth book ‘Alignment’, expanded on Principle 3 
and showed how to use strategy maps and scorecards 
to align organisational units, both line business units 
and corporate staff ones, to a comprehensive corporate 
strategy. The organisational alignment enabled the 
enterprise to capture the synergies from operating 
multiple units within the same corporate entity. The 
last chapter in ‘Alignment’ described the application of 
Principle 4, communicating the strategy and aligning 
individuals’ goals and incentives to business unit and 
corporate objectives.

Research conducted by Balanced Scorecard 
Collaborative found that a strong leader using the tools 
of Principles 1, 2 and 3 could mobilise, focus and align 
the organisation to achieve excellent performance. 
However, because the approaches had not been 
embedded in the ongoing management systems of the 
organisation (Principle 5), the performance was often 
not sustained. The output of a research working group 
of Balanced Scorecard Hall of Fame companies brought 
together to address how to sustain a focus on strategy 
implementation identified one of their most important 
innovations was to introduce a small but 

dedicated group of managers to oversee the various 
processes required for strategy execution. Kaplan and 
Norton described this group as an office of strategy 
management (OSM) and published this finding in a 
2005 Harvard Business Review article2. This development 
of the OSM role and the strategy management 
profession continued with an article in the ‘Balanced 
Scorecard Report’3 where best practices were identified.

Kaplan and Norton’s fifth and latest book ‘The Execution 
Premium’4 introduces a closed-loop comprehensive 
management system that links strategy and operations 
integrating the contributions from previous books with 
those from other recent management innovations. In 
it they describe how companies can establish strong 
linkages from strategy to operations so that employees’ 
every day operational activities will support strategic 
objectives. They also introduce in it a new framework for 
management review meetings separating operational 
from strategic and a new approach to managing 
strategy by strategic themes. Far more than an umbrella 
for related strategic objectives, the strategic theme was 
found to be a powerful tool to provide the architecture 
that enables cross-functional, cross-business, integrated 
actions necessary for successful strategy execution 
while giving clarity to strategic trade-offs.5 

2 R.S.Kaplan and D.P. Norton “The Office of Strategy Management”  
 HBR October 2005
3 David P.Norton and Randall H. Russell “The Office of Strategy  
 Management – State of the Art 2011” BSR Jan 2011
4 This excerpt taken from “The Execution Premium” R.S. Kaplan and D.P.  
 Norton 2008
5 Robert.S.Kaplan and Kit Jackson “Managing by Strategic Themes”  
 BSR 2007

The Integrated Strategy Management System

The Strategy Map Balanced 
Scorecard is the consistent 
framework to manage strategy 
in each of the six processes 
of the strategy management 
system. In this reference 
pack we will focus on (2) 
Translating the Strategy. We 
will use a generic commercial 
organisation approach to 
explain the concepts and 
principles.



DEVELOPING A 
STRATEGY MAP 
AND BALANCED 
SCORECARD – 
FUNDAMENTAL 
METHODOLOGY

STRATEGY  
DEVELOPMENT 
The purpose of the Strategy Map and Balanced 
Scorecard is to provide the framework, system and 
discipline (governance) to successfully execute strategy. 
You need a strategy to map in the first instance. There 
must be an understanding of the ambition/destination 
(vision) with the key strategic choices to get there. 
Having a vision of where you want to get to within 
a certain time provides clarity on direction and the 
ultimate outcome of your ambition. But a vision without 
action is merely a dream. Your strategy is the integrated 
set of choices which will take the organisation to our 
desired destination.

The strategic context that the organisation is within 
is also important. This comes from a comprehensive 
assessment of internal and external issues and 
opportunities, or having clear direction on the parent 
strategy. The strategic assessment can be generated 
using such techniques as PESTEL, or Porter’s Five Forces. 
If the organisation is purpose/mission-driven then there 
needs to be clarity on the purpose/mission.

"STRATEGY 
IS AN 

INTEGRATED 
SET OF 

CHOICES 
THAT 

POSITIONS 
US TO GAIN 

COMPETITIVE 
ADVANTAGE"
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CHANGE  
AGENDA 
Managing strategy is managing change. The strategy 
must describe the transition from where you are today 
to where it is your ambition is to be tomorrow. If there 
is no transformational change in the strategy, you are 
describing status quo or business as usual (running 
the business). One of the biggest barriers to executing 
strategy is complacency. The attitude of ‘If it ain’t broke 
don’t fix it’ undermines change. Indeed John Kotter1 feels 
that “Complacency is dangerous for any organisation 
at any time, but in a world that is changing faster and 
faster every day, it is cancer.”

The strategy needs to clearly articulate the case for 
change. The change agenda candidly describes the 
current state ‘as is’ where we find ourselves today, 
the ‘to be’ future state where we wish to be across the 
key elements of the strategy and the value that will be 
derived from the change – the value gap. 

1 Dr. John Paul Kotter is the Konosuke Matsushita Professor of  
 Leadership, Emeritus, at the Harvard Business School and expert on  
 change



“WHEN YOU START 
WITH AN HONEST AND 

DILIGENT EFFORT TO 
DETERMINE THE TRUTH 

OF THE SITUATION, 
THE RIGHT DECISIONS 

OFTEN BECOME 
SELF-EVIDENT. IT IS 

IMPOSSIBLE TO MAKE 
GOOD DECISIONS 

ABOUT THE FUTURE OF 
THE ORGANISATION 

WITHOUT A FIRM 
GRASP AND HONEST 
CONFRONTATION OF 
THE CURRENT FACTS 

OF THE BUSINESS.”
JIM COLLINS ‘GOOD TO GREAT’.
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STRATEGY MAP
The strategy map describes the story of your strategy and 
the value creation process in a cause and effect model of 
priority objectives across four perspectives in three to five 
themes. The process of establishing the right objectives 
in the strategy map builds understanding of the overall 
story and clarifies what is really important. The framework 
is designed to align processes, people, technology, and 
culture to the customer value proposition and shareholder/
mission objectives and create a roadmap for execution. 

The strategic themes are a vertical slice within the 
strategy map, a subset of the overall strategy consisting 
of a distinct set of related strategic objectives that 
spans the perspectives in the cause and effect model. 
The strategic themes are an important part of the 
framework for clarifying the story of the strategy and 
identifying trade-offs between different sub-strategies. In 
a commercial organisation the strategic themes typically 
reflect the emphasis of the business model aligned to the 
differentiating customer value proposition. 

The basis of the strategy mapping methodology is 
described in the article ‘Having Trouble with Your Strategy? 
Then Map it’ HBR September 2000 R.S. Kaplan and D.P. 
Norton.

The Balanced Scorecard translates the strategic objectives 
in each theme into targets, measures and initiatives. This 
provides the basis on which to manage performance in 
executing the strategy. 

Developing a strategy map and balanced scorecard is an 
iterative process. The process is as important as the 
eventual output in order to generate understanding, 
ownership, alignment and commitment from the key 
stakeholders and ultimately the whole organisation.

"IN SIMPLE 
TERMS A 

BALANCED 
SCORECARD IS 
A FRAMEWORK 

TO TRANSLATE 
STRATEGY INTO 

OPERATIONAL 
OBJECTIVES 

TO DRIVE BOTH 
BEHAVIOUR AND 

PERFORMANCE."

FINANCIAL
To satisfy our shareholders what financial objectives must we 
accomplish?

CUSTOMER
To achieve our financial objectives what customer needs must we 
serve?

INTERNAL PROCESSES
To satisfy our customers and shareholders, in which internal 
business processes must we excel?

LEARNING & GROWTH
To enable our goal achievement how must our organisation 
develop?

Drivers 
(cause)

Outcomes 
(effect)



TYPICAL  
STRUCTURE OF THE 
STRATEGY MAP 
MODEL

Themes typically follow some interpretation of the three in the example. 
Learning & Growth is often managed as an underpinning theme.

VALUE CREATION 
PROCESS

And achieves our vision

That meets our 
shareholder 
expectations

That provide a uniquely 
satisfying customer 

experience

To deliver the strategic 
processes

We will enable our 
people
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STRATEGY MAP 
ARCHITECTURE
The strategy map framework is adapted to the type 
of organisation. For example a for-profit organisation 
typically has shareholders to satisfy so the financial 
perspective will be positioned at the top of the map.  
A not-for-profit organisation is mission driven and 
funding is an enabler so the mission perspective will be 
positioned at the top and the financial perspective is 
positioned at the foundation of the map.

PRIVATE  
SECTOR  
ORGANISATIONS

PUBLIC  
SECTOR  
ORGANISATIONS

It is advised to start the development of any strategy 
map with a generic architecture of perspectives and 
themes and then adjust it to meet the context where 
necessary and this architecture fits most situations with 
some translation.



GENERIC  
STRATEGY MAP 
DEVELOPMENT

The generic strategy map questions follow the fundamental 
principles of developing a strategy map and should provide 
the key elements of the strategy to map. By asking these 
questions of the leadership team, and even a wider group, the 
level of alignment to the strategic priorities can be assessed.
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BALANCED 
SCORECARD
"We don’t get better without structure” states Marshall 
Goldsmith. Fortune magazine reported that nine out 
of ten organisations failed to execute their strategy. 
Harvard Business Review confirmed that “Organisations 
realise less than 50% of the performance promised 
by their strategy.” However, research conducted by 
Palladium identified that 70% of those organisations 
that successfully execute their strategy use a formal 
system to do so. Research by A.D. Crabtree & G.K. 
Debusk shows “Over a three year period, organisations 
that have effectively adopted a Balanced Scorecard 
approach as a formal management approach 
outperform their peers by 27-30%.”  

The strategy map and balanced scorecard together 
provide the framework for execution which ensures 
that we stay the course and significantly increases our 
chances of making our strategy happen. The strategy 
map defines the strategic objectives – what we want to 
achieve; the change agenda identifies the value gap 
for each objective on where we are today and where we 
want to be tomorrow; the BSC measures identify how to 
monitor and measure performance against the target 
and the set of aligned initiatives identify how the value 
gap will be closed through programmes of action to 
reach the desired level of performance. 

"WHEN THE 
WHOLE 

BALANCED 
SCORECARD 

IS POPULATED 
IT REPRESENTS 

A COMPLETE 
PLAN FOR 

ACTION TO 
EXECUTE THE 

STRATEGY"



STRATEGY  
MANAGEMENT
Having a balanced scorecard and report is not enough. 
In order to deliver sustainable strategy execution a 
formal governance approach is essential. Research 
from Balanced Scorecard Collaborative identified that 
one of the major reasons why organisations failed to 
realise the performance that their strategy promised 
was because the management teams spent less than 
an hour per month discussing strategy. But more 
than just the amount of time allocated to reviewing 
strategic performance, the quality of the strategic 
conversations is fundamental. 

“IN PREPARING 
FOR BATTLE, I’VE 
ALWAYS FOUND 

THAT PLANS ARE 
USELESS BUT 

PLANNING IS 
ESSENTIAL.”

DWIGHT EISENHOWER
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