
 
  

Making The Balanced Scorecard Work 

Idea In Short

Most Balanced Scorecard programs stall not because the framework is flawed, but because
leaders skip the groundwork that makes it stick. The fix starts before a single metric is
chosen: secure visible executive sponsorship, build the data infrastructure to support
honest measurement and cascade objectives so every team sees its line of sight to strategy.
Organizations that treat the scorecard as a living management discipline, revisited quarterly
and adjusted as conditions change, convert it into a genuine driver of performance. Those
that treat it as a one-time reporting exercise watch it decay into a compliance ritual within
eighteen months. The seven obstacles covered here, from employee resistance to
inconsistent metrics, are predictable and solvable when addressed in sequence rather than
left to surface one at a time.

The Balanced Scorecard has survived three decades of management fashion. It solves a
problem that never goes away: turning strategy into something an organization can measure
and act on. Robert Kaplan and David Norton introduced the framework in 1992 to fix
performance systems built almost entirely around financial results1. It has since become one
of the most used strategic management tools worldwide. But adoption and successful
implementation are not the same thing. Most organizations that pick up the framework hit a
predictable set of obstacles. How leadership responds to each one decides whether the
scorecard becomes a real management habit or an abandoned binder. This article works
through seven of the most common obstacles and the practical fixes that resolve them.

What The Balanced Scorecard Actually Measures

The Balanced Scorecard organizes performance around four perspectives instead of one.
The financial perspective tracks revenue, margin and return on investment, the measures
traditional accounting already captures well. The customer perspective adds satisfaction,
retention and market share. It forces leaders to look outward, not just at the ledger. The
internal process perspective checks how well the organization actually runs day to day. The
learning and growth perspective measures its capacity to innovate, train people and adapt
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over time2.

Kaplan and Norton framed the underlying logic in a single line that has outlived the original
article.

What you measure is what you get

That observation explains why the framework pairs each perspective with a strategy map.
This is a visual tool that connects high-level goals to the specific activities meant to achieve
them. Done well, the map gives every department a line of sight from its daily work to the
organization's stated direction. Done poorly, it becomes a wall chart nobody looks at after
the launch meeting. Implementation usually means defining goals for each perspective,
choosing the metrics that will track them, setting targets and then running regular reviews
that hold the organization to what it measured3. The seven obstacles below tend to surface
at different points in that sequence. Addressing them in order, rather than reacting late, is
what separates a scorecard that shapes decisions from one that gets filed away.

Seven Obstacles That Derail Implementation

Resistance To Change

Introducing a Balanced Scorecard usually means changing how people are evaluated.
Employees used to older measurement systems notice that shift right away. Resistance
rarely announces itself directly. It shows up as slow data submission, skepticism in review
meetings and quiet doubt about whether the new metrics will be used fairly. Left
unaddressed, that doubt hardens into disengagement long before the framework gets a
chance to prove its value.

The remedy is early involvement, not late persuasion. Employees who help define the
metrics that measure their own work develop a stake in the outcome that a top-down
announcement cannot replicate. Training matters here too, not as a one-time event but as
ongoing support while people adjust to a different way of tracking their own performance.
Open, honest dialogue about concerns turns skeptics into participants faster than any
slogan-driven communication campaign.
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Weak Leadership Sponsorship

A Balanced Scorecard initiative without visible senior sponsorship rarely survives its first
budget cycle. Employees judge how seriously to take any new initiative by watching what
leadership does, not what a memo says. A scorecard that executives never mention in their
own decisions signals to everyone else that it is optional. Gartner's research on strategy
performance management found that fewer than half of executives believe their
organizations can effectively assess how well strategy is being executed, a gap that
leadership sponsorship is meant to close4.

Securing that sponsorship means executives put real resources behind the initiative. They
join review meetings in person and use scorecard data when making decisions employees
can see. Leadership also needs to explain not just that the scorecard exists, but why it
matters to the strategic choices the organization has made. When senior leaders treat the
framework as central to how they run the business, the rest of the organization follows that
lead far more readily than it follows instructions alone.

Fragmented Data And Measurement Systems

A scorecard is only as trustworthy as the data feeding it. Many organizations discover
during implementation that their information systems were never built for this kind of
integrated view. Financial data might live in one platform, customer data in another and
operational metrics in spreadsheets that individual teams maintain with their own definitions.
That fragmentation produces numbers that different departments read differently and that
erodes confidence in the scorecard before it delivers a single useful insight.

Fixing this takes investment in integrated performance management infrastructure and
stronger data governance, not just better spreadsheets. Organizations need consistent
definitions across every business unit, validated inputs and one source of truth that
everyone can trust in a review meeting. This groundwork is unglamorous and easy to
underfund. But it decides whether every later stage of the implementation rests on reliable
evidence.

Broken Alignment And Cascading

Corporate strategy means little if it never reaches the teams responsible for executing it.
Cascading goals from the executive level down through business units is where many
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implementations lose coherence. A recent MIT Sloan Management Review study found that
only twenty-six percent of senior managers strongly agree their key performance indicators
actually align with their organization's strategic objectives. Nearly thirty percent of leaders
admit they do not use their indicators to drive change at all5.

Closing that gap takes more than handing the corporate scorecard to every department and
asking teams to interpret it on their own. It takes structured workshops that turn each
strategic objective into specific, actionable goals for individual units and, eventually,
individual roles. Regular dialogue between corporate and unit leaders keeps that translation
current as priorities shift. That way, a frontline employee can trace a personal target back to
a named strategic priority, rather than guess at the connection.

Inconsistent Key Performance Indicators [KPIs]

Vague metrics undo the discipline a scorecard is supposed to create. When one department
defines customer retention differently than another, or targets shift quietly from quarter to
quarter without explanation, the scorecard stops working as a shared language. It becomes
a source of disputes about whose numbers are correct. Consistency, not sophistication, is
what makes a metric usable across an organization.

Each objective needs a key performance indicator that is clearly defined, tied to a specific
result and paired with a baseline and a target range everyone accepts before the
measurement period begins. That clarity does not need to be complicated. It needs to be
stable enough that a comparison made this quarter means the same thing it meant last
quarter. That stability is what lets the organization track progress instead of arguing about
methodology.

Thin Communication And Training

A scorecard that employees do not understand cannot shape the behavior it was designed
to change. Corporate Finance Institute's overview of the framework notes that it works as a
strategic planning tool because it helps organizations assign priority across products,
projects and services in a way people can act on6. But that only holds if the people
expected to act on it actually understand how it works.

Communication and training cannot stop at launch. Employees need to understand the
mechanics of the four perspectives and also their own specific contribution to the metrics
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being tracked. Sharing progress updates, honest setbacks and concrete examples of
decisions the scorecard shaped keeps the initiative visible and credible over time. Otherwise
it fades into a topic nobody mentions after the first two quarterly reviews.

Stalled Continuous Improvement

Many organizations treat the Balanced Scorecard as a project with an end date and that
guarantees it will fade. Markets shift, strategic priorities change and a scorecard built for
conditions that existed two years ago now measures a strategy the organization no longer
follows. Treating the framework as finished the moment it launches is the surest way to
make it obsolete.

Staying relevant takes scheduled reviews that ask whether the current objectives and
metrics still reflect the organization's real priorities. Honest stakeholder input, not filtered
through management summaries, surfaces problems earlier than waiting for a formal annual
review. Organizations willing to revise their scorecard as conditions change keep it working
as a live management tool, not a historical artifact of the year it launched.

Building A Durable Measurement Discipline

The seven obstacles above rarely arrive one at a time. A company struggling with
fragmented data usually also has weak cascading, since neither leadership nor unit heads
can trust numbers that were never aligned to begin with. Sequencing the response matters.
Leadership sponsorship and data infrastructure need to be solid before cascading and
consistent key performance indicators can hold. Both need to be working before continuous
improvement has anything reliable to build on.

Organizations that get this sequence right end up with more than a set of metrics. They gain
a shared vocabulary for discussing performance across financial, customer, process and
growth dimensions at once. That is exactly what the framework was built to provide three
decades ago and it remains capable of delivering that today.

1The Balanced Scorecard — Measures that Drive Performance
2Balanced scorecard
3What is a balanced scorecard and how does the methodology work?
44 actions to boost strategy performance management
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5MIT Sloan Management Review study on KPI alignment
6Balanced scorecard: guide to strategic planning and growth

Summary

The Balanced Scorecard remains one of the most durable strategic management tools
available to executives, but it rewards discipline and punishes neglect. Resistance fades
when employees are engaged early, leadership support gives the initiative authority and
reliable data turns the scorecard into a genuine decision tool rather than a reporting
formality. Alignment and cascading connect boardroom strategy to daily work, consistent
key performance indicators keep evaluation honest and sustained communication keeps the
organization informed rather than guessing. None of these fixes require reinventing the
framework. They require treating it as an ongoing management practice, reviewed and
adjusted as the business and its markets evolve, rather than a project with an end date.
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