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CONCEPTUAL FRAMEWORK OF BSC IN 

STRATEGIC PLANNING 
 

Abstract: Strategic management is one of managerial 

activities to set vision, mission, strategy, goals and other 

tactics. Without a strategy, organizations are blind in the 

competitive world. Strategic management causes are closely 

related to organization strategy. It involves integrating an 

organization to get vision, goals, policies, and tactics. Also, 

managers try to have the best and most appropriate 

performance choose excellence and appropriate methods to 

push the organization towards excellence. Strategic planning 

is one of these methods that help managers compare their 

organization with another organization. But on the other 

hand, one of the weaknesses of strategy is that it is not clear 

and understandable for all staff because it is qualitative and 

not quantitative. Strategic management can be defined as an 

administrative technique in taking decisions for the future in 

an organization, implementation an evaluation. In fact, it can 

be said that, applications of strategic management provides 

sustainable development. Strategic management has a 

dynamic structure and it requires continuous improvement. 

When strategic management is used integrated with 

management tools such as total quality management, process 

management, BSC can be more efficient and effective. So, it 

can be understood from title of the BSC is based on the 

balanced examination of performance parameters. Thus, 

performances are emphasized on the enterprises not only for 

shortterm but also for longterm at the same time in 

organizations and its impact on sustainable development. 
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1. INTRODUCTION  
 

Strategic management is one of 

managerial activities to set vision, mission, 

strategy, goals and other Tactics. Without a 

strategy, organizations are blind in the 

competitive world. Strategic management 

causes are closely related to organization 

strategy. It involves integrating an organization 

to get vision, goals, policies, and tactics .Also; 

managers try to have the best and most 

appropriate performance choose excellence and 

appropriate methods to push the organization 

towards excellence. Strategic planning is one of 

these methods that help managers compare 

their organization with another organization. 

But on the other hand, one of the weaknesses of 

strategy is that it is not clear and 

understandable for all staff because it is 

qualitative and not quantitative. Kaplan and 

Norton mentioned the similarities of Motorola’s 

Six Sigma customers perceived quality 

measures with the ones that are used in the 

traditional BSC Customer perspective. They 

also outlined that the Six Sigma program is 

helpful in launching a Balanced Scorecard 

implementation, since it requires the 

improvement of critical business processes. It is 

proved that many companies today such as 

Philips Electronics, 3M or Ford Motor 

Company are using both the Balanced 

Scorecard and Six Sigma management 

concepts. In many of these companies Six 

Sigma implementation has become one of the 

Balanced Scorecard strategic initiatives. Kaplan 

and Norton researched several characteristics of 

the relationship between Balanced Scorecard 

and Six Sigma programs. Their findings point 

to the fact that the implementation experience 

of a Six Sigma program assist in launching a 

BSC program, while the numbers of years in 
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implementing Six Sigma doesn’t have any 

impact on BSC implementations. The strategic 

plans which are tools to ensure the continuous 

development of organizations, become more 

meaningful when there is a performance 

evaluation. Thanks to the performance 

evaluation, the advancement of the targets 

within the strategic plan is followed. However, 

the fact that performance evaluation is 

multidimensional increases the quality of the 

evaluation. Performance indicators like 

customer, quality, finance, strategy with a 

multidimensional performance evaluation is 

used and provides managers explicit 

information during the rational use of 

resources. One of the performance evaluation 

methods, BSC performs the evaluation in four 

dimensions. These are: financial, customer, 

internal, learning and development. The 

concept of strategy appears as a term that 

emerged with the presence of people and used 

mostly in the military field. Firstly, manager 

should make an analysis to create a strategy. 

These analyses are carried out by 

comparing the risks, opportunities and threats 

from the outside of outside and resources of 

companies. With these analyses, better 

understanding (conception) of competition and 

information is provided. When the application 

comes into effect, progress must be measured. 

Otherwise, you can not measure how much you 

have developed. Controlling the execution 

completes the loop. Strategic planning, enables 

strategic thinking and acting in a rapidly 

changing competitive environment. Strategic 

plans have the characteristics of a router 

enabling the distribution of resources in regard 

to strategic priorities and a reference document 

guiding the organizations.             The purpose 

of strategic planning is to guide an organization 

to achieve her desired goals of the longterm 

development under the variation of 

environment. Therefore, strategic planning is 

based on the forecasting. Strategic planning, 

describes and defines the path between the the 

location of the company and the point it desires 

to go. To do these things it is necessary to 

determine its position correctly and determine 

the place it desires to arrive clearly. Analysis 

determining the current position of the 

company is the situation analysis. The situation 

analysis consists of internal analysis, 

environmental analysis, stakeholder analysis, 

PESTS (Politic, Econimic, Social, Tecnologic, 

Sectorial) analysis. SWOT consists of internal 

and environmental analysis. SWOT analysis 

forms the basis of the strategic plan. In 

addition, stakeholder analysis, analysis of pests 

also can not be underestimated. Steakholder 

analysis, is important for the image the 

company will constitute. PESTS analysis is 

important as it will provide the correct 

identification of the company in the 

environment. In order to actulize the vision 

specified for the future of the enterpriese in the 

junction of resource, environment and values, 

SWOT analysis is helpful in establishing a 

balance between these factors. 

 

 

2. STRATEGIC PLANNING – WHEN 

AND HOW? 
 

There are four questions that are essential 

in strategic planning: 

 Where are we? 

 Where do we want to go? 

 How do we get where we want to go? 

 How do we follow and evaluate our 

success? 

Answer of question “Where are we?” is 

given by the situation analysis. Answer of 

question “Where do we want to go?” will give 

the company's mission, vision, goals and 

objectives. Answer of the question “How do we 

get where we want to go?” will be found with 

the strategies, objectives, activities and 

projects. The purpose of the strategic objectives 

is to bring the company’s performance to the 

desired direction and desired size. Converting 

the data collected during the strategic planning 

to a resolution is at this stage. In this sense, this 

is an important step. Answer of the question 

“How do we follow and evaluate our success ?” 

will be found with process monitoring, 

performance measurement and evaluation. 

Final goal of a company is its strategic plan. 

Companies care about planning the future 

by evaluating the past. Balance scorecard 

allows organizations to see where they were in 

the past, their current status and where they will 

go. As balance scorecard directs organization’s 

all resources towards the targets, it is a quite 

effective managment system. BSC provides to 

managers a framework in which management 

mission, vision and strategy are converted into 

a set of financial and non-financial power 

measures. BSC tries to establish a strategic 

balance between strategic performance values 

in a strategic dimension. According to Kaplan 

and Norton, indicator of overall success BSC is 
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a performance management system based on 

measurement and it transforms the mission, and 

strategy of the companies into a set of 

evaluation criteria and creates a framework for 

the strategic performance evaluation and 

management. Performance criteria in the 

financial dimension is used to describe 

longterm goals. Financial dimension shows if 

operational strategies are applied or not, if it is 

applied weather it provides contributions to the 

improvments of the operating results or not 

(profit/loss statement). In the present age with 

the increasing consumer awareness with an 

acceleration, companies have started to develop 

costumer focused strategies. 

The new economic structure has changed 

the balance of power between manufacturer, 

dealer and costumer on behalf of the costumers. 

Customer perspective of the evaluation is 

carried out according to different customer 

evaluation criteria. Customer/stakeholder 

assessments are performed on the perception of 

the company.Financial profits acquired by 

improvement of inner functional dimensions 

emerge at certain periods. In inner functional 

dimension studies must be done through 

bussiness processes which should be improved. 

Strategies must be created over processes that 

create value. These processes are the ones 

mostly directed to increase the customer 

satisfaction.Creating value and ensuring the 

continuity of improvements are the goals of this 

dimension. A company's ability of learning, 

continuous improvement and creativity are 

linked directly to company’s value.  

It is no longer enough for enterprises to 

pursue only short-term profits; rather they need 

to intensify their long-term competitive 

advantages with a view to ensuring sustained 

financial performance [1]. It is therefore 

increasingly accepted that traditional business 

methods that focus only on financial criteria are 

inadequate for the contemporary business 

environment [1,2,3,4]. Financial measures are 

„Iag indicators“ that report on the outcomes 

from past actions [5], and exclusive reliance on 

financial indicators can thus promote behaviour 

that sacrifices long-term value creation for 

short-term performance [6]. It is thus apparent 

that traditional accounting measures focus too 

much on short-term performance [5. They are 

not directly related to the company's strategy 

[4] - in that they ignore both the customer 

perspective and the competitor perspective, and 

thus fail to generate early-warning signals of 

changes in the marketplace and impending 

shortcomings in financial performance [5,6]. 

The lack of a wider range of measures related 

to such important parameters as quality, 

productivity, market share, customer 

satisfaction and employee satisfaction cannot 

yield sufficient insight into the factors that 

drive financial performance.  

There is therefore a trend towards the 

adoption of broader performance-measurement 

systems with a view to delivering long-term 

strategic objectives. This trend led to Kaplan 

and Norton's (1992) conception of the Balanced 

Scorecard (BSC).  

Their pioneering work was developed by 

referring to 12 American corporations that were 

regarded as being at the leading edge of 

performance measurement [6,7]. The original 

BSC was a holistic system of performance 

measurement [8]. Once organisations 

developed their basic system for measuring 

strategy, they quickly learned that measurement 

had consequences far beyond reporting on the 

past. Such measurement created a focus for the 

future, and the measures chosen by managers 

communicated important messages to all 

organisational units and employees. 

The increasing use of organisational 

measurement systems is changing the way 

managers run their companies [9]. The 

balanced scorecard is a formal management 

system that provides a realistic framework 

linking performance measurements to strategic 

objectives [10]. The BSC integrates the 

interests of the key stakeholders including 

owners, customers and employees [11]. The 

term „balance“ reflects the attempt to capture 

both financial and non-financial measurements 

with emphasis on lagging and leading 

indicators, long-term strategic objectives and 

short-term actions, external and internal 

performance perspectives, as well as 

quantitative-objective and qualitative-

subjective measures [10,11]. 

To take full advantage of this, companies 

soon integrated their new measures into a 

management system [12]. The BSC concept 

thus evolved from a performance-measurement 

system to become the organising framework for 

a new strategic-management system [11]. This 

integrated BSC effectively linked corporate 

strategy with actual results [12]. 

The dramatic success of BSC has led to its 

being widely adopted by manufacturing and 

service companies, non-profit organisations and 

government entities around the world [13]. 

Because a strategy is a set of hypotheses about 
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cause and effect, Kaplan and Norton first used 

cause-and-effect concepts to link the strategic 

objectives of a company in the four 

perspectives of the BSC [5]. They then 

developed a new framework, called a „strategy 

map“, as a visual representation of the cause-

and-effect relationships among the components 

of an organisation's strategy [1]. A strategy map 

is a logical and comprehensive architecture for 

specifying the critical elements and their 

linkages in an organisation's strategy [3]. This 

strategic framework communicates the 

organisation's strategy to all organisational 

units and employees [2], and allows all 

participants to see how their individual 

activities contribute to achieving the overall 

strategy [10]. 

 

 

3. CONCEPTUAL FRAMEWORK OF 

BSC IN STRATEGIC PLANNING 
 

The BSC translates an organisation's 

vision and strategy into a comprehensive set of 

performance measures that provides a 

framework for a strategic measurement- and-

management system. The scorecard measures 

an organisation's performance across four 

linked perspectives [11]. Corporate executives 

first review the company's mission and value. 

From that information, they develop the vision 

and strategy. The vision creates a clear picture 

of the company's overall goal ( for example, to 

achieve a top-quartile performance ). The 

strategy identifies the path or method by which 

it is intended that the goal will be achieved 

[14]. The organisation conceives the strategies 

involving the four perspectives and considers 

the linkages among the strategies. It then makes 

a strategy map , and, from this, develops the 

scorecard. In the next stage, the organisation 

sets up targets for the KPl’s of the scorecard. 

To achieve these targets, appropriate initiatives 

are proposed [15]. 

Kaplan and Norton [15] proposed the 

cause-and-effect relationships among the four 

perspectives of BSC by measuring the strength 

of the linkages among measures Kaplan and 

Norton [15] proposed four balanced 

perspectives to measure performance 

comprehensively including financial, customer, 

internal business processes, and learning and 

growth perspective. These perspectives reflect 

the interests of the key stakeholders of 

companies involving shareholders, customers 

and employees. The performance 

measurements from the financial perspective 

indicate whether the company's strategy, 

implementation, and execution are contribution 

to bottom-line improvement [10]. The 

performance measurements from the customer 

perspective indicate the company's sources of 

demand. This perspective can force the 

company to view its performance through 

customers' eyes [10]. The emphasis on 

customers should take care of satisfaction, 

loyalty, retention and acquisition of customers 

[14].  

The internal business process perspective 

of BSC focused on the internal processes 

required for excelling in efficiently providing 

the value expected by customers. To satisfy 

customer needs and to achieve better 

competitive advantage, many firms have 

concentrated their efforts on the improvement 

of internal business processes.  

An effective strategic-learning process 

requires a shared strategic framework that 

communicates the strategy and allows all 

participants to see how their individual 

activities contribute to achieving the overall 

strategy [12]. In this way, personal objectives 

will be aligned to the organisational targets and 

initiatives. After the planning is finished, the 

remaining steps are the implementation, 

followed by reviews of the strategic outcomes 

in four perspectives.  

Formal strategic planning is a process of 

determining the mission, vision, major 

objectives, strategies and policies that govern 

the acquisition and allocation of resources to 

achieve organisational aims [8,9]. Glaister and 

Falshaw [8] have also stated that an effective 

strategic-planning system links long-range 

strategic goals with both mid-range plans and 

operational plans. Andersen [1] asserted that a 

strategic-planning approach conceives strategic 

decision-making processes as logically 

sequenced activities that allow management to 

determine an appropriate strategic path for the 

whole organisation.  

Consequently, a strategic-planning process 

that adheres to the key elements of a 

conventional strategic-management paradigm - 

for example, mission and vision statements, 

environmental analyses, competitiveness 

analysis, strategic objectives, long-term plans 

and action plans - appears to support 

organisational performances [1]. Such a 

strategic-management paradigm is based on 

sequential steps in the strategydevelopment 
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process - such as vision development, 

environment analyses, SWOT analysis, 

formulations of objectives and goals, strategy 

building, implementation, review and control 

[1].  

 

 
Picture 1 - Strategy map in BSC method 

 

The main steps in the strategic-

management system are : 

 develop a mission and vision; 

 conduct an environmental analysis and 

SWOT analysis; 

 identify the organisation's objectives; 

 conceive the strategies to achieve the 

related objectives; 

 develop budgets and allocate the resources 

to the strategies; 

 deploy the strategies into implementation 

programmes and action plans; 

 implement the action plans; 

 review the schedule of the action plans and 

evaluate the performance of the objectives; 

and 

 make corrective adjustments to ineffective 

programmes. 

 

 

4. STRATEGY MAP IN BSC 

DESIGNER 
 

For a top manager, the strategy map plays 

the role of a performance management and 
monitoring dashboard: 

 the Balanced scorecard suggests four 

perspectives 

 each of these perspectives 

includes business objectives 

 these objectives, in turn, are linked to each 

other with cause-and-effect relationships 

 KPIs attached to each of these objectives 

measure business performance, or 

progress toward strategic goals 

 the stop-light of the KPI indicates current 

performance and progress levels 

 business goals are clearly linked to 

detailed action plans. 

On the KPI tab, you can manage your Key 

Performance Indicators 

 you can enter KPI values manually for a 

specific date 

 import data from MS Excel, or on an SQL 

database 

 choose an optimization direction for each 

KPI 

 attach an action plan as an initiative 

 monitor each indicator’s current 

performance 

 track its progress toward a target value 
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 use stop lights to see whether these values 

are in the expected range 

 receive email notifications about important 

changes. 

 

 
Picture 2 - Strategy map in BSC Designer (a) 

 

 
Picture 3 - Strategy map in BSC Designer (b) 
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The Balanced Scorecard is about: 

 strategic objectives that are prioritized and 

located on the strategy map 

 action plan that is aligned with each 

objective 

KPIs with benchmarking values that tell us 

if we are on the right track 

 

 

5. CONCLUSION 

 
Customers have experiences with an 

organization’s products and services regardless 

of whether the organization is consciously 

managing them. Smart organizations recognize 

that providing a good user experience for a 

product is an essential competitive advantage. 

They know it is the product’s user experience 

that forms their customers’ impression of the 

product—by both attracting and delighting 

customers and differentiating their product 

from its competitors. Because user experience 

has become so important to organizations’ 

success in the marketplace and, thus, their 

revenue, it is now part of their overall business 

strategy. Organizations should plan how to 

manage and measure user experience. 

Therefore, most organizations have some 

system for managing their strategy and 

measuring their progress toward achieving their 

goals. One popular system for managing and 

measuring strategy is Balanced Scorecard. The 

Balanced scorecard is one of the most widely 

adopted strategic planning tools used by 

businesses today. Unfortunately, most 

companies fail to translate the resulting strategy 

into actual business results. But successful 

executives are now discovering automated 

technology solutions as a means of 

operationalizing their Balanced scorecard 

methodology. This new breed of applications 

enables them to cascade strategy, link 

individual performance to strategy, and attain 

proactive visibility - thus achieving the 

competitive advantage of a workforce that 

consistently delivers on strategic objectives. 

The Balanced Scorecard has been widely 

adopted by top companies as a valuable 

strategic planning framework. By balancing the 

lagging indicators of financial measures with 

leading indicators of operational drivers, the 

Balanced Scorecard provides a comprehensive 

approach to strategic planning. Management by 

objective (MBO), and strategic planning have 

been widely adopted as strategic-management 

tools for some time. More recently, the 

Balanced Scorecard (BSC) has become 

extremely popular, and is increasingly being 

used by commercial industries and non-profit 

organisations to improve business performance. 

Many organisations will therefore be tempted 

to embark on BSC, even though they have 

already implemented MBO or strategic 

planning. However, if they implement these 

tools ( including BSC ) simultaneously, without 

proper integration and proper guidance, staff 

members will face significant confusion and 

numerous problems.Strategic management and 

BSC are all linked to the vision and strategies 

of organisations; significant parts of their 

implementation programmes overlap. The best 

way to achieve an optimal result in these 

circumstances is to integrate the systems.
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