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This can be positioned above the financial perspective to highlight the fact that financial results contribute to
achieving the organization's final objective. Which Perspectives Should be Considered? Although using the
BSC to make management objectives including evaluation and compensation more consistent can motivate
managers to achieve better results, it should be noted that using the BSC both to facilitate decision making and
as a basis for evaluation and compensation can lead to opportunistic behavior ie, the goals set may be too
ambitious or, conversely, too easily achievable and therefore biased downward or upward depending on the
information available to the parties involved. Example of a strategy map with the financial and client
perspectives at the same level. In the first section, we introduce measurement and performance monitoring as a
key aspect of strategic management in health care organizations and identify the BSC as a potentially useful
tool, which is often used for this purpose. BSC Terminology: Cascading Cascading a balanced scorecard
means to translate the corporate-wide scorecard referred to as Tier 1 down to first business units, support units
or departments Tier 2 and then teams or individuals Tier 3. It is impossible, therefore, to propose a strategy
map format, a cause-effect sequence, or a BSC that will be universally valid. First, one of the objectives within
the Osakidetza Basque Health Service Strategic Plan was that all service organizations within the Osakidetza
should have a strategic plan and a BSC by the end of that period. Moreover, the absence of effective
integration between financial and other indicators provides mixed signals about the persistence of long-term
success. As already mentioned, the first generation of BSC emphasized a balance between perspectives,
leading to a focus on stakeholder satisfaction Figure 1. By going beyond traditional measures of financial
performance, the concept has given a generation of managers a better understanding of how their companies
are really doing. As pointed out by Kaplan and Norton, the authors of the BSC, the systems traditionally used
to measure results in the vast majority of organizations, centered exclusively, or almost exclusively, on
financial indicators. However, this premise should not be accepted automatically. Technological discoveries.
On the contrary, they suggested that for the second generation of BSC the starting point should include a
narrative description of strategy, expressed in highly concrete terms. As they developed their proposals,
Kaplan and Norton realized that, although BSC represented a qualitative improvement in performance
measurement systems, the first generation of these instruments did not fully ensure that the chosen indicators
were indeed drivers of success in an organization or that the strategies actually ended up being implemented.
Our starting point is that a proper formulation of strategy goal planning and its subsequent implementation and
evaluation measurement and monitoring of outcomes is critical to the lasting success of any organization.
Interestingly, the balance between different perspectives that characterized the first generation of BSC gave
way in the second generation of BSC to an approach that used a hierarchy of perspectives, via strategy maps.
In other words, if the strategy and the strategic objectives are inadequate, even the best BSC implementation is
not very likely to contribute to successful strategy implementation and sustained success of the organization.
A second way in which the BSC avoided the errors inherent in earlier proposals was simply by proposing a
pattern or template that graphically highlights the presence of multiple perspectives Figure 1. If a perspective
is placed at the apex of a strategy map it means, in short, that the objectives associated with that perspective
represent the organization's ultimate goal whilst the objectives associated with other perspectives are only a
means to achieving that goal. However, there has been increasing resistance within health care organizations,
especially those in the public sector, to placing the financial perspective at the apex of the strategy map. In the
event that a BSC or a strategy for the hospital does exist but is not known to the service manager, he or she
must be informed of the contents of the BSC or the strategy to continue with the process of a top down
cascade for the BSC. Organizations need to determine which of these 2 approaches is better suited to their
situation. From that starting point, the purpose of the present article is to review ways in which a specific
management tool, the Balanced Scorecard BSC , can lead to improvements in strategic management and in
particular to better strategy implementation and evaluation. Recognizing some of the weaknesses and
vagueness of previous management approaches, the balanced scorecard approach provides a clear prescription
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as to what companies should measure in order to 'balance' the financial perspective. It is true that other
management tools that aimed to combine financial and nonfinancial indicators existed before the BSC eg,
dashboards, etc. As simple and convincing as the expanded BSC concept appears, the actual outcomes and
experiences have been of mixed quality. This association, along with the Ministry of Health and Long-Term
Care, decided to adopt the BSC to evaluate the performance of the region's 89 hospitals, with the first
application in  They therefore suggested that classification of the strategic objectives in the form of
perspectives eg, financial, client, process, learning should help to identify causal relationships between
objectives and, ultimately, allow effective graphical representation of the strategy. This is often associated
with a prior question: how can I formulate and implement the strategy for the cardiology department if I do
not know the hospital's strategy? Since then, the BSC has been updated yearly, and in the center decided to
place the financial perspective at the bottom of strategic map, as shown in Figure 5. This indicates that the
cause-effect chains are predominantly in that direction. The thirdâ€”business planningâ€”enables companies
to integrate their business plans with their financial plans. The scorecard does not replace the financial
measures, it completes them. More than two decades after it was presented to the public by Robert S. Where to
Begin? These can include average length of stay adjusted for case complexity, complexity-adjusted cost per
case, pharmaceutical costs, etc. This means that, if there is no explicitly formulated strategy at higher levels
but there is one at a lower level, then it can make sense to begin to adopt the BSC at the lower level. However,
BSC is not a tool designed for strategy setting. The three most common mistakes in BSC implementation 1.
The scorecard lets managers introduce four new processes that help companies make that important link.


