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INTEGRATION OF ENVIRONMENTAL
AND SOCIAL ASPECTS INTO 4
PERSPECTIVES OD BSC
Abstract: Environmental and social aspects should be
included in the frame of 4 already existing perspectives
through strategic elements, objectives and measures. Using
this method, environmental and social aspects become an
integral part of standard BSC and they will be
automatically integrated inside the cause-effect chain that
has the financial perspective at the top of its hierarchy.
Ecological and social aspects could be integrated into BSC
on three ways: First ecological and social aspects could be
integrated into four exist perspectives. Second, it is
possible to create new (fifth and/or sixth perspectives)
which obtained these elements. Third it is possible to create
special sustainability scorecard.
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1. INTRODUCTION
The issue of quality is present in the
theory
and
practice
of
modern
management, especially the last few
decades. Quality of products and services
has grown into a competitive weapon of
many companies around the world. In
addition the winners will be those
organizations that fail to develop an
innovative culture in which employees will
enjoy the changes and to be given of such
changes. See quality management as a
solution to existing problems and the
current bad situation. Management, with
great enthusiasm, creating teams to
identify problems and solve them. As a
result, there is a high activity, but very
little is done to improve the processes that
produce what the sales organization.
Managers need to mobilize the knowledge
and creativity of the entire organization.
Situations in which managers are
employees available to put the necessary
resources and encourage them to take
specific actions, almost always result in

better production processes and products.
Allowing employees, individually or in
teams, participate in decisions that affect
their work, and the same users, managers
make a wide maneuvering space for the
improvement of quality.[2]
Implementing the model requires
teams of people who are experts in their
organizations, who want to be the bearers
of change and who need a general model
of change and analytical approach, based
on the theory of progress so far.
Performance measurement of results
demonstrating to us after a specified time,
whether our cause/the resulting model
meets or does not meet the rejection of the
results we anticipated.[1,2] Measuring the
impact of performance shows that you are
either not reached a higher moral purpose
which we sought. Leadership based on
values in the dynamic marketing
environment, strategy, companies should
always be returned for re-establishing the
values and vision, and the effectiveness
and efficiency based on the results of
strategic thinking. If the result of strategic
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thinking is an effective strategic plan, from
which we obtain an effective operational
plans, then our business plans, which are
the result of the latter, and the results
arising from the business plans are outputs
of the highest possible performance [1,2,3]
The balanced scorecard is a strategic
planning and management system that is
used extensively in business and industry,
government, and nonprofit organizations
worldwide to align business activities to
the vision and strategy of the organization,
improve
internal
and
external
communications, and monitor organization
performance against strategic goals [3,4].
It was originated by Robert Kaplan
(Harvard Business School) and David
Norton as a performance measurement
framework that added strategic nonfinancial performance measures to
traditional financial metrics to give
managers and executives a more 'balanced'
view of organizational performance.
While the phrase balanced scorecard was
coined in the early 1990s, the roots of the
this type of approach are deep, and include
the pioneering work of General Electric on
performance measurement reporting in the
1950’s and the work of French process
engineers (who created the Tableau de
Bord – literally, a "dashboard" of
performance measures) in the early part of
the 20th century.
The balanced scorecard has evolved
from its early use as a simple performance
measurement framework to a full strategic
planning and management system. The
“new” balanced scorecard transforms an
organization’s strategic plan from an
attractive but passive document into the
"marching orders" for the organization on
a daily basis. It provides a framework that
not
only
provides
performance
measurements, but helps planners identify
what should be done and measured. It
enables executives to truly execute their
strategies. [6]
This new approach to strategic
management was first detailed in a series
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of articles and books by Kaplan and
Norton. Recognizing some of the
weaknesses and vagueness of previous
management approaches, the balanced
scorecard approach provides a clear
prescription as to what companies should
measure in order to 'balance' the financial
perspective.[7] The balanced scorecard is a
management system (not only a
measurement system) that enables
organizations to clarify their vision and
strategy and translate them into action. It
provides feedback around both the internal
business processes and external outcomes
in order to continuously improve strategic
performance and results. When fully
deployed,
the
balanced
scorecard
transforms strategic planning from an
academic exercise into the nerve center of
an enterprise. [4,5,6]
Kaplan and Norton describe the
innovation of the balanced scorecard as
follows:
"The balanced scorecard retains traditional
financial measures. But financial measures
tell the story of past events, an adequate
story for industrial age companies for
which
investments
in
long-term
capabilities and customer relationships
were not critical for success."

2. BSC PERSPECTIVES
The balanced scorecard suggests that
we view the organization from four
perspectives, and to develop metrics,
collect data and analyze it relative to each
of these perspectives:
The Learning & Growth Perspective
This perspective includes employee
training and corporate cultural attitudes
related to both individual and corporate
self-improvement. In a knowledge-worker
organization, people the only repository of
knowledge are the main resource. In the
current climate of rapid technological
change, it is becoming necessary for
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knowledge workers to be in a continuous
learning mode. Metrics can be put into
place to guide managers in focusing
training funds where they can help the
most. In any case, learning and growth
constitute the essential foundation for
success
of any
knowledge-worker
organization. [9,10]
Kaplan and Norton emphasize that
'learning' is more than 'training'; it also
includes things like mentors and tutors
within the organization, as well as that
ease of communication among workers
that allows them to readily get help on a
problem when it is needed. It also includes
technological tools; what the Baldrige
criteria call "high performance work
systems." [9]
The Business Process Perspective
This perspective refers to internal
business processes. Metrics based on this
perspective allow the managers to know
how well their business is running, and
whether its products and services conform
to customer requirements (the mission).
These metrics have to be carefully
designed by those who know these
processes most intimately; with our unique
missions these are not something that can
be developed by outside consultants.
[1,2,5]
The Customer Perspective
Recent management philosophy has
shown an increasing realization of the
importance of customer focus and
customer satisfaction in any business.
These are leading indicators: if customers
are not satisfied, they will eventually find
other suppliers that will meet their needs.
Poor performance from this perspective is
thus a leading indicator of future decline,
even though the current financial picture
may look good. [3,4]
In developing metrics for satisfaction,
customers should be analyzed in terms of
kinds of customers and the kinds of
processes for which we are providing a

product or service to those customer
groups.
The Financial Perspective
Kaplan and Norton do not disregard
the traditional need for financial data.
Timely and accurate funding data will
always be a priority, and managers will do
whatever necessary to provide it. In fact,
often there is more than enough handling
and processing of financial data. With the
implementation of a corporate database, it
is hoped that more of the processing can be
centralized and automated. But the point is
that the current emphasis on financials
leads to the "unbalanced" situation with
regard to other perspectives. There is
perhaps a need to include additional
financial-related data, such as risk
assessment and cost-benefit data, in this
category. [1,2,9]
Strategy Mapping
Strategy maps are communication
tools used to tell a story of how value is
created for the organization. They show a
logical, step-by-step connection between
strategic objectives (shown as ovals on the
map) in the form of a cause-and-effect
chain. Generally speaking, improving
performance in the objectives found in the
Learning & Growth perspective (the
bottom row) enables the organization to
improve its Internal Process perspective
Objectives (the next row up), which in turn
enables the organization to create desirable
results in the Customer and Financial
perspectives.

3. BALANCED SCORECARD
SOFTWARE
The balanced scorecard is not a piece
of software. Unfortunately, many people
believe that implementing software
amounts to implementing a balanced
scorecard. Once a scorecard has been
developed
and
implemented,
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however, performance management
software can be used 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, helps
transform disparate corporate data into
information and knowledge, and helps
communicate performance information.
The BSC is a management tool that
allows to monitor the indicators, the
fulfilment of the strategy developed by the
direction, at the same time it helps you to
take fast decisions and guess the right to
reach objectives.

If we want an academic definition, it has to
be mentioned the normative “UNE 66174
OF NOVEMBER 2003“ in the section 3.8.
It provides the following definition:
“Balanced Scorecard is a tool of
management which facilitates making
decisions and gathers a coherent set of
indicators which provide high directives
and the responsible functions. It is also a
comprehensive vision of the business and
its area of responsibility. The information
contributed by the BSC allows to focus on
the directive equipment, on the units of
business, on the resources and the
processes with the strategies and
organization”.

Picture 1. The management indicators are usually represented by speedometer graphics
It is no in the definition where the
main errors are found but in the planning
of this strategy and in its deficient
execution. The BSC is nothing new, it just
indicate an organized way to carry out our
tasks. As it is said in the previous
paragraph the BSC is not a new tool, it has
been previously developed in Europe and
specially in France, where it called
“tableau of Bord “.
The balanced scorecard advocates a
top-down
approach
to
business
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performance management, starting with
business strategic intent expressed through
the organization down to operationally
relevant targets. The focus with Balance
Scorecard approach is on the link and/or
influences between it various components,
which
include
business
strategy,
perspectives,
objectives,
measures,
initiatives and milestones as well as softer
contextual information. [7,8]
To survive and prosper in today's
world, companies can no longer manage

P. Pravdić

using financial measures alone. You have
to track non-financial measures such as
speed of response and product quality;
externally focused measures, such as

customer
satisfaction
and
brand
preference; and forward looking measures,
such as idea management and employee
satisfaction. [7,9].

Picture 2. The tree of business
The Balanced Scorecard is an
important tool of your strategic
management system. It uses performance
measurements within a framework of
strategic hypotheses that enables you to
learn what works best in your
organization.

4. ORGANIZATIONAL
BALANCED SCORECARD
The organizational balanced scorecard
encompasses the organizational mission,
vision, core values, critical success factors,
objectives, performance measures, targets
and improvement actions. This corporate
scorecard is communicated and translated
into all business unit balanced scorecards,
team balanced scorecards and the
performance plans of individual employees
and their personal balanced scorecards. In
connection with this policy deployment,

each employee is stimulated to contribute
to the shared organizational strategy.
A Range of Strategic and
Measures
The measures used to
performance of a business
range of strategic measures.
the following:

Operational
manage the
comprise a
The include

Strategic measures : market attractiveness
(industry structure, growth, concentration,
innovation, customer power, logistical
complexity) and competitive strength
(relative market share, relative quality;
intellectual property, customer coverage).
Organizational
measures:
culture,
leanness,
incentives,
training
and
development, structure, purpose, process.
Operational
measures:
customer
satisfaction, product or service excellence,
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capacity utilization, capital intensity,
productivity, outsourcing.
Depending on the emphasis placed on
different measures in an organization, its
information and performance measures can
vary between operational fixed (for
example, the 99% replenishment rate on
the shelves of a Sainsbury's store) and
strategic flexible (for example, Microsoft's
goal of standards ownership on the
information superhighway).
A Framework for Designing a Set of
Measures
The Balanced for designing a set of
measures for activities chosen by you as
being the key drivers of your business. By
having
four
distinct
perspectives
(financial, customer, internal process and

innovation and learning) it promotes a
more holistic balanced view of any
organization. By creating your own
measures under each of these headings, no
important area would be missed. [8]
The Balanced Scorecards itself is just
a framework and it doesn't say what the
specific measures should be. "That is a
matter for people within the organization
to decide, and the set of measures for each
organization (or even sections within the
same organization) will be different. Much
of the success of the scorecard depends on
how the measures are agreed, the way they
are implemented and how they are acted
upon. So, the process of designing the
scorecard is just as important as the
scorecard itself."[9].

Picture 3. Balanced Scorecard Framework

5. APPROACHES OF
INTEGRATION EMS INTO BSC
Ecological and social aspects could be
integrated into BSC on three ways: First
ecological and social aspects could be
integrated into four exist perspectives.
Second, it is possible to create new (fifth
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and/or sixth perspectives) which obtained
these elements. Third it is possible to
create special sustainability scorecard.
Environmental and social aspects
should be included in the frame of 4
already existing perspectives through
strategic
elements,
objectives
and
measures.
Using
this
method,
environmental and social aspects become

P. Pravdić

an integral part of standard BSC and they
will be automatically integrated inside the
cause-effect chain that has the financial

perspective at the top of its hierarchy.

Picture 4. Integration of environmental and social aspects into 4 perspectives
Environmental and social aspects are
not completely integrated in market
changes in the previous model. The reason
for this is because these aspects are not

market oriented. Moreover, from the point
of many organizations, environmental and
social aspects are a peripheral concern.

Picture 5. Appending new environmental/social perspectives
The creation of new perspectives
creates a more clear picture about the

integration of environmental and social
aspects in the standard structure of BSC
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that is primarily market oriented. Elements
of added perspectives should be connected

with all other perspectives and not only
with the financial perspective.

Picture 6. Creation of induced environmental/social scorecard
If we observe the division of SBSC
we can conclude that most organisations
adopt the first possibility, moreover we
can see the integration of environmental
aspects into already existing perspectives.
In this case the sustainable aspects could
be found in all four perspectives. For
example the customer perspective could
include external stakeholders as a
transactor, customers, loan organisations,
government, enviromental organisations,
stakeholders, ,... On the other side the
financial perspective could include
complaints
and
costs
concerning
environmental
protection.
Other
perspectives could include environmental
and social aspects.
It is important to mention that
environmental and social aspects could be
included inside the 4 already existing
perspectives of conventional BSC while at
the same time it could be created as an
additional perspective. Those two types do
not exclude each other.
The choice of how to include those
aspects depends on the definition of
strategic environmental and social aspects
during the process of defining the SBSC.
On the other hand, the creation of special
environmental scorecard would completely
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include all elements of EMS throughout
the full management system but in this
way there is the possibility of creating a
parallel system which could be neglected
during the business. With good linkage
with BSC an organization could reach
good
results
concerning
EMS
organization.
The choice of how to include those
aspects depends on the definition of
strategic environmental and social aspects
during the process of defining the SBSC.
On the other hand, the creation of special
environmental scorecard would completely
include all elements of EMS throughout
the full management system but in this
way there is the possibility of creating a
parallel system which could be neglected
during the business. With good linkage
with BSC an organization could reach
good
results
concerning
EMS
organization.
The actions relating to environmental
protection have to include identified
environmental aspects of organisation. It is
not a rare case that an organisation during
the choice of this small number of actions,
choose ones that are easy to measure, and
in this way they could eliminate actions
that are strategically important but that are
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not easy for quantification (environmental
and social).
After selection of indicators, the
organisation has to analyze the causeeffect links of indicators. The majority of
authors consider cause-effect links of
SBSC as in this figure, where everything is
oriented around financial gain.

Picture 7. The cause-effect links of
indicators

6. CAUSATIVE RELATIONS
SBSC-A

Therefore, the essential point is that a
strategic map is established so
that
investment in environmental protection
drives to financial gain and that all
investment in environmental protection
that does not reach financial gain is not
retained.
SBSC created like this is easy to
involve in already existing BSC because
the disposition of perspectives is identical
and the strategy is of course oriented to the
financial gain of the organisation.
The concept of BSC for non-profit
organisations is oriented to reach the
defined mission of the organisation in the
context of its disposable budget and in this
sense customer perspective is most
important. Is it possible to reach a better
effect for environmental protection of
organisations if they define their budget
like non profit organisations and create a
SBSC map starting with the financial
perspective,
through
learning
and
development, internal processes, till
stakeholders satisfaction that also leads to
financial gain.

Picture 8. Causative relations SBSC on non profit BSC base
To avoid the budget assigned for

environmental protection being treated as a
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cost, it is important to join this correlation
also with financial perspectives and
consider possible advantages from
stakeholder satisfaction relating to this
case.
This model of SBSC is not easy to
implement inside an already existing BSC
because of quite different strategic
concepts and dispersion of perspectives.
Therefore, the strategic map of SBSC
defined like this does not induct
connection as a standard BSC, but it could
assure a better realtionship concerning
environment than a system that is only
oriented to financial gain. Budget
definition is done upon the identification
of important environment aspects. This
model of SBSC is appropriate until the
budget and financial gain reach quite main
level after what the cause - effect relation
of objectives could be oriented to financial
perspective and realized complete fusion
with BSC of organisation. Furthermore,
the system could exist independently and
connect some environmental activities
with the management system, but as an
independent part. Its aim is usually
measurement
of
performance
and
improvement.
SBSC is a tool that gives a good
chance
for
the
integration
of
environmental and social objectives and
actions into an existing management
system.
SBSC does not present a substitute for
other systems such as ISO 14000, but in
any case it does help the promotion of
methods of sustainable development inside
the organisation’s processes and connect

them with a traditional management
system.

6. CONCLUSION
Management
processes
directed
primarily to the user and thus improve the
efficiency and effectiveness of operations
in order to isupunjenja and exceeding user
demands and expectations. So that
organizations realize the benefits and
benefits on all levels, as compared with
external
partners
and
business
environment, as well as internally within
the organization. But in practice, systems
for managing corporate change often point
to the shortcomings and lack of
commitment at the level of corporate
governance in order to improve the
efficiency of the process. Taking into
account the problems they face at the same
company, Balanced Scorecard - BSC
stands out as especially suitable tool for
the management of corporate change. BSC
translates mission and strategy of the
organization in the comprehensive set of
measures that provide a framework for the
implementation of the strategy. BSC
makes it possible to establish a model in
the organization, so that the strategic
aspects of the observed set relevant
objectives and include features that will be
measured. BSC aims to improve business
processes for a streamlined process can
improve product quality to customer
satisfaction. So satisfied and loyal
customer is a guarantee of higher profits.
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