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Abstract

Purpose: In this paper we aim to identify and analyse a set of  advantages and contributions derived
from the Balanced Scorecard (BSC) implementation.

Design/methodology: In order to answer the research question, we have carried out a qualitative
research based on the exclusively bibliographical review of  theoretical / conceptual and empirical works
previously done on the subject (systematic review of  the literature).

Findings: The results allow us to conclude that the BSC is more than a simple performance evaluation
system, to become a true strategic management tool able to clarify and translate the mission and
organizational strategy, making possible the communication process, the strategic alignment and the
organizational learning.

Originality/value: The study presents a contribution to the current state of  knowledge, since the
identification of  the advantages and contributions in the BSC introduction and implementation can
facilitate its adoption and development in the organizations that intend to implement this tool. In
addition, a theoretical basis is provided for subsequent research, evidencing the breadth of  research on
the topic studied.

Keywords: Balanced scorecard, Management accounting and control, Advantages

Jel Codes: M40, M49

1. Introduction

Many leading companies unquestionably began to adopt the Balanced Scorecard (BSC) when they verified that it
enabled them to improve their performance by linking their subunits and members in a concerted effort to
increase the organization´s goals and global objectives. In fact, during this literature review, we found numerous
work that refers to a set of  advantages, strengths and contributions of  the BSC for organizations.

The BSC is an adequate tool to select a balanced set of  indicators and objectives that reflect the strategic vision
of  the organization, helping organizations to meet their stakeholders’ expectations, to articulate and
communicate strategic objectives and to evaluate their implementation, i.e., it transforms the mission and
strategic objectives into actions, allows members to communicate with each other and perceive their contribution
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in the scope of  the organizational mission,  enables improvements in the quality of  the services provided and
continuous feedback and learning. Thus, it represents a balance between external measures related to
shareholders and customers and internal measures related to critical processes, such as innovation, learning and
growth (Kaplan & Norton, 2000). However, some studies have highlighted the fact that despite the large amount
of  advantages associated with the implementation of  the BSC, its use has not been generalized in many
organizations, mainly motivated by a set of  barriers that can prevent or limit its chances of  success.

In this sense, it seems worth asking: What are the main advantages and contributions in the BSC
implementation? (research question). Thus, the main objective of  this paper is to identify and analyse a set of
advantages and contributions associated with introducing and implementing the BSC in organizations, in the
sense of  facilitating its adoption and development in organizations that aim to implement this tool, providing a
theoretical basis for subsequent research and showing the scope of  research regarding this topic.

The literature review was the methodology used to analyse previous published papers regarding this topic.
Different authors have highlighted the need to develop studies regarding the introduction and implementation
of  the BSC since it is an area that has not yet been explored much (Tayler, 2010; Modell, 2012; Lueg & Silva,
2013; Hoque, 2014; Madsen & Stenheim, 2015; Lueg & Julner, 2014; Lueg, 2015). In addition, as Short (2009)
points out, bibliographic review studies are important when dealing with management models introduced many
years ago. It is precisely the case of  the BSC, which was developed at the beginning of  the 90´s by Kaplan and
Norton (1992, 1993, 1996), as a management tool capable of  overcoming the limitations of  traditional
information and management control systems, in particular, the absence of  a strategic approach.

We understand that the identification of  the advantages or factors that facilitate the introduction and
implementation of  the BSC can improve its users´ satisfaction and interest and consequently, reduce the failure
rate, disinvestment or its gradual withdrawal by organizations.

In accordance with the goal set, we have structured the work in the following way: initially, some theoretical
aspects related to the benefits/advantages derived from the implementation of  the BSC are extensively reflected.
Next, the main contributions resulting from the adoption of  the BSC for organizations are presented. Based on
this, a review of  some empirical studies carried out in organizations of  different nature (private and public), size
[large companies and small and medium-sized enterprises (SMEs)] and sector of  activity (banking, health and
hotel) and its main conclusions.

2. Methodological procedures
In order to respond to the research question, we carried out qualitative research based on an exclusively
bibliographic review of  theoretical/conceptual and empirical papers, previously carried out on the subject
(systematic review). According to Lueg (2015), the methodology of  the systematic review of  the literature allows
a review of  the evidence on a clearly formulated question, using systematic and explicit methods to identify,
select and evaluate critically relevant primary research and extract and analyse data from the studies included in
the review. According to Sampaio and Marcini (2007), a systematic review allows the integration of  information
from a set of  studies carried out separately and identifies topics that require future research. It is an investigation
of  bibliography developed by taking into account studies already carried out, classified as descriptive, since it
aims to describe the characteristics of  a particular population or phenomenon (Gil, 2010). Agarwal (2012) and
Short (2009) point out that literature review articles provide relevant information and different perspectives for a
set of  different users, as they collect, organise, evaluate and integrate scientific evidence.

Bibliographic research was carried out from 2002 until the end of  2016, especially in the Online Knowledge
Library (b-on), which allows unlimited and permanent access to research and higher education institutions, to full
texts from several scientific newspapers and ebooks online of  some of  the most important content providers.
We have also consulted papers presented in national and international congresses/conferences, where we have
participated, as well as books and theses published on the subject, to ensure broad coverage of  literature beyond
a limited selection of  journals. We also checked the references of  the articles that we considered the most
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relevant to identify other potentially relevant studies on the implementation of  the BSC that had been published
in other sources.

We look for the expressions “Balanced Scorecard and Advantages” and “Balanced Scorecard and Critical Success
Factors”, selecting the articles considered most relevant in terms of  title, summary and keywords.

It is important to point out that our aim is not to develop a new model or a new theory, but to resort to current
literature on this subject, in order to summarise, explore, analyse and help in the understanding of  these issues,
providing a critical and exhaustive view on them in order to raise inquiries and new theoretical perspectives.

3. Literature review

3.1. BSC benefits

Several papers refer to a set of  benefits/advantages and strengths of  the BSC for organizations. In its creators
´opinion, the most innovative aspect of  the BSC is its capacity to generate strategic learning, providing a global
vision of  organizational performance and favouring the understanding of  organizational objectives, minimizing
the overload of  information by limiting the number of  measures used through four perspectives (financial,
customer, internal processes and learning and growth). In this sense, it forces managers to focus exclusively on
the most critical set of  measures for the performance of  the organization, acting as a control system by
exception (this aspect was also mentioned in the studies by Kanji and Sá (2001) and Epstein and Manzoni (1997,
1998)). Thus, the BSC is configured as the ideal tool for change in management control, capable of  providing a
framework, structure and language to communicate the mission and strategy, using measurements to inform
employees about the causes of  present and future success (Kaplan & Norton, 1992, 1993, 1996a, 1996b, 2000,
2001, 2004, 2007a, 2007b).

For these authors, the BSC increases the ability of  organizations to implement the strategy and increase their
performance by overcoming the limitations of  purely financial indicator systems, clearly portraying value creation
processes and the critical roles of  intangible assets, i.e., it describes numerous indirect links necessary to connect
an organization´s improvements in intangible assets with the tangible results on customers and financial aspects
of  the strategy.

According to Kaplan and Norton (1996b), the use of  the BSC in the development of  strategic initiatives helps
managers to focus on issues that promote growth, and not only on those that reduce costs and increase
efficiency. Thus, the BSC provides a more complete and complex analysis of  organizational performance,
configuring a system of  indicators (leading and lagging) that enables its integrated holistic vision, allowing to
focus the efforts of  organizations, defining and communicating priorities to managers, employees, investors and
customers. Moreover, the main advantage of  the BSC compared to traditional scorecards lies precisely in the
internal consistency achieved between strategic objectives and indicators.

For Olve, Roy and Wetter (2002), the BSC has the advantage of  being a compact model, where its correct
implementation allows to:

• Provide management with control of  strategic dimensions;

• Communicate the individual contribution of  each employee clearly;

• Discuss the benefits that can result from investments in the development of  competences, the increase
in relationships with clients and in Information Technology (IT);

• Enable the creation of  opportunities for systematic learning (by focusing on critical success factors for
the organization);

• Raise awareness among employees that not all decisions will have immediate results in increasing
benefits or reducing costs;

• Show what the company can do to complete the information disclosed in financial reports.

-188-



Intangible Capital – https://doi.org/10.3926/ic.1110

In short, the BSC can be the “cornerstone” of  an organization's management system by helping to (Lueg, 2015;
Zizlavsky, 2014; Hoque, 2014; Tapinos, Dyson & Meadows, 2011; Braam & Nijssen, 2011; Sundin, Granlund &
Brown, 2010; Chavan, 2009; Dhingra, 2006; Speckbacher, Bischof  & Pfeiffer, 2003; Niven, 2003; Kaplan &
Norton, 2000, 2001; Otley, 1999; Chow, Haddad & Williamson, 1997): 

• Clarify and update the organization´s strategy and vision (obtain consensus on the strategy and vision to
follow and a greater degree of  uniformity between the different opinions);

• Translate the mission and strategy of  an organization into concrete actions and a set of  indicators that
inform of  the achievement of  the objectives and the causes that motivated the results obtained;

• Facilitate internal communication of  the strategy, vision and strategic objectives (communicate clearly
the way to follow and how to improve performance throughout the entire organization, and link
strategic objectives and indicators through cause-effect relationships);

• Improve the use of  available resources;

• Encourage the achievement of  objectives without causing imbalances between potential success factors;

• Align personal objectives and those of  the departments and units with the business strategy (favouring
the achievement of  synergies and development of  the spirit of  cooperation);

• Link strategic objectives to long, medium and short-term goals and to the respective annual budgets
(assigning the necessary resources to achieve the objectives);

• Promote improvement programmes, such as process re-engineering and total quality management
(without the BSC, these programmes could focus on processes that are not critical to strategic success,
not helping to achieve the expected financial result);

• Promote the visualization process and monitor the results achieved (the BSC is not a static model);

• Allow the teams and all the members of  the organization to concentrate on its strategic priorities;

• Obtain feedback that encourages continuous learning and improves strategic formulation, identifying
new initiatives and favouring the review of  strategies on a regular and systematic basis;

• Identify and align the initiatives that lead to strategic objectives by creating a coherent structure of
strategies, objectives, goals and indicators that enable to build a dynamic strategic plan;

• Build a sense of  confidence in the performance compensation system (quantifying and clarifying the
evaluation criteria).

Table 1 summarizes the strengths of  the BSC, as well as some benefits that may result from its implementation
in organizations.
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Benefits Strengths
Establishing a business model and translating it into
indicators facilitates consensus for the entire company,
not only of  the management, but also on how to achieve
it.

Organizational consensus in relation to the strategy: it facilitates
the consensus of  the entire company by clarifying and
translating the mission and strategy into manageable terms for
the entire organization. 

It clarifies how day-to-day actions affect not only the
short-term, but also the long-term (easily applicable to
the control of  daily work).

Translation of  the strategy in operational terms: it
communicates the strategic objectives in practical terms and
enables to link them to each other through cause-effect
relationships.

Once the BSC is in action, it can be used to
communicate the company´s plans, direct efforts in one
direction, avoiding dispersion. 

Budget-strategy relationship: it allows the budget to be linked to
the strategy, through the allocation of  adequate resources to
achieve the objectives. 

It can also be used as a tool to learn about the business.
The comparison between the plans and the current
results actually helps the management team to reassess
and adjust both the strategy and action plans. 

Learning tool, by comparing plans and results with the objective
of  evaluating and adjusting strategic objectives, indicators and
action plans. 

Support for objectives and organizational strategies (the
measures are aimed at the strategy). 

Possibility of  implementation in any type of  entity.
 

Structure and procedures based on systemic conception
(complements financial measures with non-financial
ones): structured model that defines measures for all
organizational levels (operational flexibility). 

Simple model, conforming to the principles or foundations of
performance measurement (it provides a broad view of  how to
implement a performance measurement system). 

Table 1. Benefits and Strengths of  the BSC (Oliva & Borba, 2004; Santos & Fidalgo, 2004, adapted)

3.2. Classification of  the advantages

Based on the above, we can classify the advantages of  the BSC into two main groups: advantages at the
organizational strategy level (definition, communication and implementation) and advantages at the strategic
alignment level.

3.2.1. Advantages at the organizational strategy level

Research carried out by different authors revealed that the BSC has been used successfully to manage the long-
term strategy. For Kaplan and Norton (2001), the BSC emphasizes the importance of  the strategy as a
framework for future action on which to focus all the resources of  the organization. This means that the entire
organization contributes to the achievement of  strategic objectives through the deployment of  indicators, goals,
initiatives and personal alignment, highlighting through the perspectives, that not only financial measurements,
which reflect past results are important, but the engine of  future success must also be measured, i.e. customers,
internal processes, resources, growth. Thus, it will allow for the visualization of  the strategy deployment through
the design of  strategy maps.

In this regard, it is also important to point out that the cascade process of  the BSC “captures” the synergies and
commitment of  the various employees, focusing decision-making on obtaining the business strategy. In this line,
Chow et al. (1997) consider that the main advantage of  the BSC has to do with the visualization of  the strategy,
the structure and the organizational vision in the core of  the organization, which involves an integrated
combination of  traditional and non-traditional performance measures, the management being focused on the
entire business process and ensuring that current performance is in line with the long-term strategy and
customer values. The authors consider that the novelty of  the BSC is in the simple and integrated design of  its
elements, focusing specifically on the needs of  the organization. Thus, the BSC facilitates the definition of  the
strategy in operational terms and allows a simple description and its effective communication, making possible
systematic dialogue on strategic issues between the organization members, the strategy link to the activities of
the people and their departments, and continuous evaluation of  strategy achievement (Michalska, 2005; Ritter,
2003). 

For Headley (1998, pp. 36) “developing and launching a BSC is a golden opportunity to discuss, clarify and
document the company's strategy (...), provoking a debate about what the company's objectives are, and how

-190-



Intangible Capital – https://doi.org/10.3926/ic.1110

they should be achieved”. Thus, it plays an important role at the information level provided to managers, in
particular, knowledge about the implementation level and specification of  the strategy and what the causes of
possible deviations are. In the opinion of  Santos and Fidalgo (2003, pp. 242), “the BSC has evolved to give more
importance to the ability to execute, implement and follow a strategy than to the quality of  the strategy itself.
This is a new and contrasted phenomenon, and the application of  the strategy is even considered as the most
important factor in the assessment of  a company and its management”.

According to Atkinson and Epstein (2000, pp. 24), the BSC “has changed the way managers think about
organizational management. They began to develop and articulate the strategy more carefully, to think of  the
organization as an integrated and coordinated set of  activities, linking the strategy to performance measures and
connecting the strategy and measures to compensation”. In this sense, according to Morisawa and Kurosaki
(2003), introducing the BSC increases the capacity to establish strategies and improve their quality (through the
reduction of  strategic objectives and the prevention of  omissions), enabling their dissemination at lower
organizational levels (promoting an active exchange of  opinions about the strategies between participants). In
this way, the strategies will be more successful than before, once the situation of  achieving strategic objectives is
clarified and the results are reflected in performance evaluations. In the words of  Fernández (2002, pp. 13),
“organizations seek in the BSC to solve certain problems related to the strategy and its implementation that
continue to exist in many companies. The BSC aims to be not only a strategic clarification instrument, but also
an information instrument in the entire organization and even outside of  it”.

In contrast to the above, the BSC helps to simplify the complexity of  management and decision processes by
prioritizing objectives and initiatives and promoting internal learning, especially to integrate and relate a set of
elements coherently that connect the strategy and organizational actions (Oteo, Pérez & Silva, 2002). In this
context, Malina and Selto (2001) emphasize that the BSC presents significant opportunities to develop,
communicate and implement the strategy, especially through strategic maps, and visualize the cause-effect
relationships between the different strategic objectives. Thus, a good BSC is also a vehicle for internal
communication, and should not be confidential information of  the management, but should be shared with all
the employees, whose work will be enriched by their greater knowledge of  the company's strategy, and to what
extent their work affects it.

3.2.2. Advantages at the strategic alignment level

Theoretically, the BSC is presented as an excellent initiative that makes it possible to link the mission and strategy
to performance measures and strategically aligned initiatives. In fact, the BSC can be a viable tool for managers.
Firstly, it enables a tangible link of  the mission and the organizational strategy, which can increase the workforce
morale, which is considered an active element in the whole process. Secondly, the implementation of  the BSC
involves all levels of  the organization in reaching a common goal, developing a spirit of  cooperation. Thirdly, the
BSC helps to improve communication and visibility between senior executives and lower-level employees. In this
sense, for Niven (2003), Brewer (2003, 2002), Mooraj, Oyon and Hostettler (1999) and Butler, Letza and Nealy
(1997), the BSC allows organizations to build a high performance culture, to the extent that it promotes the
alignment of  key indicators to the strategic objectives of  the company in each and every organizational level.

According to Hendricks, Hora, Menor and Wiedman (2012) and Hendricks, Menor and Wiedman (2004),
strategic alignment improves the understanding of  organizational capacities, the objectives of  working groups
and the link between decisions, actions, and strategic objectives, enabling the redefinition of  relationships with
customers and the reengineering of  fundamental business processes. At the same time, Pinto (2007) highlights
that the BSC presents a set of  innovations in relation to other strategic management models, in particular, the
way in which the indicators are organized and aligned, the ease with which it can be disseminated in the
organization, making it possible to know about the strategic frameworks without compromising the
confidentiality to which some of  the aspects may be subject to, and the unfolding of  the indicators and
objectives by the organization and their quantification. Thus, for Hepworth (1998), the main advantage of  the
BSC is related to the joint design of  all the key business areas and the identification of  the sequences of  actions
that lead to success. On the other hand, Alvarez (1998) highlights the extension of  the financial measures used in
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conventional accounting with quantitative and qualitative information; the balance and adequate weighting
between financial and non-financial measures; and the special attention given to customer satisfaction and loyalty,
in the motivation of  employees and IT as essential for improving results and competitiveness and the
performance of  efficient production processes. In this line, the BSC facilitate stop-down communication of  the
objectives and their alignment to the strategy.

3.3. Contributions of  the BSC

For Hoque (2014), Lueg (2015), Braam and Nijssen (2011), Sundin et al. (2010), Chavan (2009), Lawson, Stratton
and Hatch (2006), Santos and Fidalgo (2005, 2004), Morisawa and Kurosaki (2003) and Frigo and Krumwiede
(1999a, 1999b), the contributions made by the use of  the BSC are in general the following:

• It converts the strategy into action and allows to obtain a shared vision of  it. Thus, all the organization
members will be able to know about the link of  strategic actions with the vision and mission, and the
impact of  its contribution;

• It provides a systematized vision of  operational performance, constituting a validation and updating
process of  the strategy;

• It is an information and control instrument that communicates the mission and strategic objectives to
the whole organization, which raises coherence in all actions, since it allows to align the objectives of
each employee with those of  the organization;

• It allows to understand the performance of  sections where it is difficult to examine them in quantitative
data terms (establish smooth communication with other departments, using a common language and
thinking);

• It is a coordination, motivation and training instrument, since it involves learning good actions
developed and errors, i.e., it allows to develop a learning culture;

• It allows the integration of  internal and external performance measures;

• It allows to adopt strategic decisions more quickly thanks to the availability of  better data;

• It requires the coordination of  planning tasks with the strategy, focusing the organization towards the
strategic objectives;

• It increases productivity;

• It makes increasing income and reducing costs possible, and consequently, improves financial
performance;

• The identification of  the key success factors favours reengineering and continuous improvement;

• It allows for attribution of  responsibility;

• It contributes to a permanent review and redefinition of  the strategy, since reality changes.

The main contribution of  the BSC, in the opinion of  Muñiz and Monfort (2005) and Muñiz (2004), is that it
focuses on improving business results and the best possible use of  available resources. Thus, it represents the
essence of  what the most important for the company is and for each level of  responsibility, it communicates the
priorities of  the strategy, it includes information on the environment, it makes the strategy operational, with
indicators that measure the implementation level, it balances the areas, it increases participation and motivation
of  managers and employees, and makes it possible to foresee the future. These authors present a set of  key
elements provided by the BSC (Table 2).
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Contributions 
Comprehensive vision of  the company's business system, overcoming
traditional methods of  performance measurement (inclusion of
tangible and intangible assets) and focusing on critical activities for the
creation of  value. 

It serves as a basis for prediction (using the
indicators to predict the effects in the future).

Communication, execution and implementation of  the strategy
(translating the objectives set out in the strategy into concrete actions
and results, allowing the company's management to focus its attention
on what it considers most important to achieve the foreseen strategic
objectives).It is a highly valued instrument, as proof  of  a new style of
effective and modern management (when a change of  leadership
occurs).

It evaluates and adjusts both the strategy and the
action plans by analysing deviations.

Balance and alignment of  the objectives between the different
managers, departments, divisions, etc. 

It allows for improvements in quality and
productivity with immediate effects.

It focuses attention on increasing revenue and not only on cutting costs
and increasing productivity to achieve greater growth. 

It specifies the business model, facilitating the
achievement of  consensus in all the company on
what the strategy is and how it can be reached.

In times of  change, it provides the bases or indicators for the future or
to implement new strategies (mergers or important strategic changes, it
highlights a change in leadership style, it summarizes the information in
synthetic tables to focus on the most vital aspects of  the company, and
facilitates the path that must be followed in times of  business crisis). 

It assigns people responsible for certain strategic
objectives.

It is a highly valued instrument as proof  of  a new style of  effective and
modern management (when a change of  leadership occurs).  

It reduces traditional planning and budgeting
processes.

It includes information related to the company's environment (market,
competition, suppliers, etc.).
 

It motivates and rewards employees (support for
variable remuneration).

Table 2. BSC Contributions (Muñiz & Monfort, 2005; Muñiz, 2004)

On the other hand, De Geuser, Mooraj and Oyon (2009), Michalska (2005), Ritter (2003), Kanji and Sá (2001)
and Epstein and Manzoni (1997, 1998) consider that the main contributions of  the BSC model are the following:

• Putting together in a report “apparently divergent elements” of  the organizations' competitive agenda,
i.e., summarizing a set of  performance indicators, related to the four basic perspectives in a single simple
and concise document, facilitating their analysis and making explicit relationships between the measures;

• Systematic development and translation of  the vision and the strategy of  the organization into tangible
objectives and measurable performance measures, through the use of  indicators to communicate the
strategy and to measure the success of  its implementation;

• Specification of  the critical success factors and their interrelation;

• Holistic approach to the evaluation of  organizational performance (providing through the perspectives,
a more balanced and global vision of  the organization, highlighting the benefits of  certain measures to
the detriment of  others);

• Promoting holding meetings to discuss data, assumptions and action plans, involving regular attention
of  the various participants in the organization and contributing to learning at the level of  the activities
and implementation processes;

• Flexibility and adaptability to different types of  organizations;

• Strong attention to customers and the market;

• A clearer and shared vision of  what is to be achieved and of  the means to be used to make this possible;

• Cause and effect analysis, identifying all the activities that are performed to reach the established
objectives and to which it is convenient to assign the company resources. 

The fact that the BSC highlights the most decisive and important processes to achieve good performance with
respect to clients and shareholders, is highlighted by Carvalho and Azevedo (2001) as one of  the innovations and
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advantages of  the BSC. Regarding clients, Dhingra (2006) claims that the BSC allows executives to listen to
clients in a strategic routine and, ultimately, to acquire, develop and retain the most valuable relationships with
clients. By placing the client at the core of  the strategy, organizations can find success indicators and adjust their
internal processes accordingly. Thus, the BSC provides a powerful tool for an organization to quickly implement
a radical strategic change, i.e., the BSC is not only a set of  measures and a performance model of  the
organization, but also allows to identify the conflicting measures and prioritize them. In addition, the BSC helps
in particular with new markets, products and segments by measuring the financial results in each of  these areas.
The BSC also motivates the organization to innovate with creativity and launch products more quickly by
establishing appropriate internal processes, objectives and measures.

In short, the BSC improves the quality of  control systems in different ways. Firstly, through the selection of
appropriate measures, it enables the incorporation of  many of  the management principles into a single
document. Secondly, it expands beyond the historical analysis of  financial data. Thirdly, it ensures that top
management permeates strategic objectives throughout the company. At the same time, however, middle
managers can adapt the BSC to their respective operating units by adding goals and indicators as required. Thus,
it establishes a flexible and formal mechanism between the company's strategy and operational control. On the
other hand, with a BSC, managers can easily direct their attention to the variables that influence the success of
the company at any level of  organization. In the fourth place, information also facilitates comparisons of
performance between companies and between the different organizational units (Rickards, 2003)

4. Review of  empirical studies
For Ballvé (2006), the experiences of  BSC implementation have turned it into a basic, formal, integral and high-
value management system, which ranges from the planning system to incentives, and which involves all
measurements at different organizational levels. Thus, the value of  the BSC is not having a set of  techniques
superior to other management and performance measurement systems, but to being an open tool that allows
people to interpret, negotiate, modify and combine with existing routines so that they adapt to the local
conditions. In fact, in an environment of  uncertainty and complexity, it is important to highlight the capacity of
the BSC to adapt to different sectors and to the nature of  disparate organizations.

In view of  the above, in recent years numerous studies have been developed in different countries on the
applicability and positive aspects resulting from the application of  the BSC in organizations of  different nature,
size and sector of  activity.

In Portugal, Quesado (2005) conducted an empirical study in large companies, concluding that 84.6% of  the
companies indicated an improvement in the alignment between strategic objectives and actions as a positive
aspect, followed by benefits related to the clarification and communication of  the strategy, as well as with the
development of  a consistent system of  objectives, both in 76.9% of  cases. The fact that the BSC has eased the
implementation of  the strategy and its additional development (69.2%) and the improvement in the
measurement of  organizational performance (65.4%) is worth making special mention to. Some years later,
Quesado, Guzmán and Rodrigues (2012a, 2012b) developed an empirical study, based on the approaches of  the
Theories of  Contingencies and Institutional, in which one of  the objectives was to identify the benefits and
changes derived from the implementation of  the BSC in Portuguese public organizations (municipalities,
hospitals and municipal/inter-municipal companies) and private organizations (large companies and small and
medium-sized enterprises). Regarding the cost/benefit analysis of  implementation, most of  the analysed
organizations consider that the benefits exceeded the costs and some even think that they well exceeded the
costs.

Regarding the benefits derived from the implementation of  the BSC, as shown in Table 3, 79.5% of  private
organizations highlighted an improvement in the alignment between strategic objectives and actions as a positive
aspect. The following benefits indicated are related to the development of  a consistent system of  objectives and
indicators (74.4%) and the clarification and communication of  the strategy (69.2%). In the case of  public
organizations, 91.7% highlighted the fact of  facilitating the implementation of  the strategy and its additional

-194-



Intangible Capital – https://doi.org/10.3926/ic.1110

development as positive aspects, followed by an improvement in organizational performance (83.3%) and
clarification and communication of  the strategy (75%).

Benefits

Private
organizations

(n=39)

Public
organizations

(n=12)
N % N %

It facilitated the implementation of  the strategy and its additional development 20 51.3 11 91.7
Clarification and communication of  the strategy 27 69.2 9 75
Development of  a consistent system of  objectives and indicators 29 74.4 8 66.7
Improvement in organizational performance 21 53.8 10 83.3
Increase in economic-financial results 7 17.9 5 41.7
Improvement in the alignment between strategic objectives and actions 31 79.5 7 58.3
It provided support for the implementation of  changes 12 30.8 6 50
Achievement of  synergies between units, teams, areas and sectors 7 17.9 4 33.3
Improvement in strategic learning (control and feedback) 19 48.7 6 50
Improvement in the attention provided to customers/citizens/users 8 20.5 6 50
Reduction of  emphasis on short-term financial measures 5 12.8 1 8.3
Emphasis/integration of  non-financial performance indicators 20 51.3 5 41.7
Investment in intangible assets increased 1 2.6 1 8.3
Redefinition of  the strategic planning process 11 28.2 5 41.7
More efficient cost control 14 35.9 6 50
Improvement of  the quality of  the products and/or services provided 9 23.1 6 50
It facilitated the comparison of  performance between different organizations 13 33.3 2 16.7
Improvement in decision-making with reduction of  internal conflicts 6 15.4 2 16.7

Table 3. Benefits obtained from the implementation of  the BSC in Portuguese public and private organizations (Quesado et
al., 2012a, 2012b, adapted)

In Portugal, Xavier (2012) also studied the applicability of  the BSC in a financial institution highlighting that the
BSC contributes to the communication and dissemination process of  strategic objectives to the different levels
of  the organization, to the planning process and definition of  performance goals, once it affects the definition
of  initiatives and action plans for the fulfilment of  the objectives, as well as for the allocation of  resources to the
different initiatives.

Even in the banking sector, Albright and Burgess (2013) concluded that the BSC allows to capture measures
considered strategically relevant in a balanced way, and which are used to evaluate the individual and business
unit performance, being capable of  influencing the rewards system of  the organization. On the other hand,
Öztürk and Coskun (2014) and Tominac (2014) confirmed in their studies that the BSC helps to achieve
harmony and the maintenance of  key processes of  banks. In addition, Atkinson and Epstein (2000) presented
several examples of  adoption of  the BSC in Canada, highlighting the case of  the Montreal Bank that has
implemented the BSC to support the management of  relationships with its stakeholders. As the authors state,
the most important role of  the BSC is the systematic attempt to measure and communicate the relationship
between the activities developed and the results achieved at operational levels, providing a basis for
organizational learning. Thus, the management of  operations and strategy will create a new management system
that will enable top management to align actions, changes and innovations at different organizational levels.

In the health sector, Bisbe and Barrubés (2012) and Kollberg and Elg (2011) observed that the BSC has the
potential to contribute to a better implementation of  the strategy based on the measurement and monitoring of
results, improving internal and external capacities and supporting organizational development. In the same way,
for Pereira (2005), the information produced by the BSC favours desirable continuous reassessment of  the
defined strategy and the processes used in its implementation.

In the hotel sector, Denton and White (2000) concluded that the BSC allowed to improve the management of
the corporation and increase revenues and profitability, anticipating negative trends and providing an overview
for all hotels in the chain. In turn, Rodrigues and Francisco (2010) have found that the BSC allows to guarantee
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greater strength in all the hotel activity, focusing on a management concerned with the quality of  the service and
with the human resources.

Regarding large companies, Hoque and James (2000), in a study conducted in 66 Australian industrial companies,
concluded that the BSC allows to improve organizational performance. This conclusion is similar to that
obtained in the study carried out by De Geuser et al. (2009) through surveys collected in 76 business units. In
addition, the authors concluded that the BSC improves the integration of  process management and the
competencies of  the people in the business unit, enabling a better translation of  the strategy in operational
terms, the conversion of  strategies into a continuous process, and greater alignment of  different processes,
services, competencies and units of  an organization. On the other hand, Bedford, Brown, Malmi and Sivabalan
(2008) confirmed that the BSC offers greater benefits when it is linked to the incentives and rewards system, it is
applied at multiple levels within the organization and the cause-effect logic is included in the measures.

Finally, despite the predominance of  studies on the implementation, characteristics and use of  the BSC in large
companies, in recent years, some works on the application of  the BSC in SMEs have been presented. Thus, for
example, Tan and Smyrnios (2011) concluded that the adoption of  the BSC in Australian SMEs enabled a
combination of  financial and non-financial measures that provide them with a comprehensive vision of  their
businesses to guide the development, implementation and communication of  the organizational strategy.
Bhagwat and Sharma (2007) conducted three case studies in India, concluding that the BSC not only helps
organizations in quicker and wider monitoring of  their operations, but can also help them to improve their
internal and external functions. In turn, Ottoboni (2002, pp. 33-34) confirmed that the BSC “helps maintain the
balance between the development of  long-range competitive skills and the recognition of  investors' attention in
financial reports, which in the competitive strategy context, means creating future value through investment in
customers, suppliers, employees, processes, technology and innovation”.

5. Final considerations
In this paper, it has been possible to verify that the BSC uses a set of  fully integrated and coordinated financial
and non-financial indicators, through causal relationships that are established with the objectives and goals of  the
organization. Thus, its flexible nature, its adaptability to the activity and particular circumstances of  each
organization, its synthetic and synoptic character (which provides a quick and global vision of  the company) are
outstanding qualities of  the BSC.

At the beginning, the BSC was considered a more complete system of  indicators than those that had been
proposed until that moment, going much farther than the conventional scorecards when considering all the key
success factors in an organization and involving the active participation of  most of  the managers. Thus, in
addition to being a useful information and control tool, it enables the coordination of  people and encourages
their motivation. A few years later, the BSC began to show that it was also very useful to align people coherently
with the organizational strategy and to help achieve strategic objectives, constituting a powerful tool to ensure
that the strategy is implemented correctly (Horváth & Partners, 2003).

When the BSC is implemented properly, it has several advantages over traditional financial reports, facilitating
the process of  change (Walker, 1996). Some of  these advantages include greater flexibility, the inclusion of  more
non-financial information, the communication capacity of  the main factors that drive performance, and
innovation and organizational learning. In addition, the approach recognizes the effects of  the organization's
measurement system on the behaviour of  the management and employees. Thus, the method forces the
organization to explicitly recognize the activities that contribute to success and to develop adequate performance
measures.

In conclusion, the BSC is an integral part of  the identification of  the mission, the formulation of  the strategy
and its implementation. In this way, it plays an important role in the communication of  the organizational
strategy by all the members and promotes the feedback process. In fact, used adequately, the BSC performs as a
rich source of  information and knowledge, ensuring that participants are able to communicate regularly with
each other. In addition, it allows to link the long-term strategy with short-term actions and create strategic
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awareness among employees. In this context, the approach adopted by the BSC helps managers to focus on the
company's strategy to decide what to measure and how, and how to avoid potential conflicts between different
objectives and indicators.

We understand that the study contributes to the current state of  knowledge, since the identification of  the
advantages and contributions of  introducing and implementing the BSC may facilitate its adoption and
development in organizations that aim to implement this tool. In addition, similar to that pointed out by Agarwal
(2012), a theoretical basis for subsequent research is provided, proving the scope of  the research on the topic
studied.

The work presents a set of  limitations, especially related to the fact that it is based solely on the bibliographic
review and that it is focused exclusively on the advantages, contributions and critical success factors of  the BSC.
However, other studies highlighted the fact that despite the vast amount of  advantages associated with the
implementation of  the BSC, its use has not been generalized in many organizations, mainly motivated by a set of
barriers that may prevent or limit its chances of  success. On the other hand, similar to the work by Lueg (2015),
it is worth pointing out as limitations, the probability of  some relevant articles having been left out of  the
consulted database, the fact that we focus specifically on the BSC, omitting other practices of  similar
management, and the fact that the studies reviewed are based on different ontologies and etymologies, which
limit the comparability of  their findings.

As suggestions for future research, we understand that it would be important to carry out empirical studies, in
particular, of  case studies, in organizations of  different sectors of  activity and of  different nature (public and
private), that have adopted the BSC, so as to identify the main advantages and also the obstacles and difficulties
faced by its implementation.
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