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Abstract: This research investigates the application of the Balanced Scorecard (BSC) framework
by companies via a systematic literature review (SLR). A comprehensive search utilising the
keywords “Balanced Scorecard” and “Implementation” was conducted in the Web of Science
(WOS) and JSTOR databases. The inquiry yielded 480 items from WOS and 952 articles from
JSTOR. A total of 59 papers were selected for a systematic review following the screening of titles,
abstracts, and full texts. The selected papers primarily consisted of research articles and reviews,
published between 1992 to 2024. Thematic analysis yielded insights into empirical case studies,
pragmatic strategies, and guidelines for BSC implementation. A bibliometric analysis was performed
to visualize keyword co-occurrences, bibliographic coupling, and co-citation patterns, revealing
the intellectual structure and subject groupings in the BSC implementation literature. The
limitations included reliance on self-reported measures and limited sample sizes. Despite its
limitations, the synthesis of findings provides organisations seeking to enhance or implement BSC
efforts with valuable insights. In conclusion, robust leadership endorsement, adaptability, and
dedication are essential for the successful implementation of BSC. Organisations can attain their
long-term goals and promote sustainable growth by utilising the Balanced Scorecard as a strategic
instrument. The essay underscores the necessity for further examination of BSC implementation
methodologies and outcomes, with implications for theory, practice, and future inquiry.

Keywords: Balanced Scorecard, Performance Measurement, Systematic Literature Review,
PRISMA, Implementation, Key Performance Indicators

Introduction

In the early 1990s, Kaplan and Norton presented
the Balanced Scorecard (BSC) at Harvard
Business School. This management technique
has garnered significant attention and has been
used by various sectors. The BSC is a
comprehensive framework that allows

organisations to synchronize their strategic goals
with key performance indicators (KPIs) across
four dimensions: financial, customer, internal
business processes, and learning &
development. The evaluation of a business’s
performance is performed by examining both
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financial and non-financial dimensions using the
BSC. Non-financial indicators are distributed
among the Learning & Development, Internal
Business Process, and Customer Perspectives,
while financial metrics are consolidated under the
Financial Perspective. Financial metrics are
retrospective, serving as lagging indicators
outside the organization’s direct influence.
Conversely, non-financial measurements
function as leading indicators in management,
offering proactive insights. The BSC
methodology priorities leading indicators and
necessitates managerial oversight and evaluation
of these prospective metrics (Kaplan & Norton,
1992,1993, 1996; Siddiqui, 2001) .

Academic research has focused on the BSC’s
implementation tounderstand its uptake, efficacy,
and difficulties in organizational contexts. To
answer important questions about the elements
that contribute to successful adoption, how they
affect organizational performance, and the
challenges that arise during implementation, this
systematic review of the literature explores the
research landscape around BSC implementation.
In addition to the systematic review, a bibliometric
analysis is conducted to map the intellectual
structure and thematic trends in the field,
highlighting influential studies, key research
clusters, and disciplinary intersections. This
overview seeks to give practitioners and scholars
significant insights into the difficulties of
strategic management in modern commercial
enterprise environments by combining findings
from a variety of studies.

Methodology

This study employed a systematic literature
review (SLR) approach to find relevant literature
for investigating the implementation of the BSC
within organizational contexts. To conduct this
systematic review, the Preferred Reporting Items
for Systematic Reviews and Meta-Analyses
(PRISMA) reporting checklist is followed. In the
PRISMA statement, the overall process for
selecting and rejecting articles was described. It
is used to help the researcher enhance the

reporting of a review paper. The review is
restricted to published literature(PRISMA, n.d.).

Specification of Research Objectives and
Search Protocol

Before we delve into the relevant literature, it’s
crucial to clearly define the goals of the review
(Talwar et al., 2021). In line with this, we have
outlined four key objectives for this review: (a)
to scrutinize the nature of research conducted in
the field, (b) to identify the key research themes,
(c) to critically assess the literature to identify
research gap, (d) to discuss practice implications,
policy and possible avenues for future
investigation based on the identified gaps in the
literature, and (e) to conduct a bibliometric
analysis to uncover the intellectual structure,
thematic clusters, and influential sources within
BSC implementation research.

To accomplish these objectives, we searched the
pertinent literature related to the implementation
of BSC using the PRISMA 2020 statement, which
provides revised guidelines for reporting
systematic reviews and takes into account the
advancements in techniques for finding,
evaluating, synthesizing, and selecting studies
(Pageetal., 2021; PRISMA,n.d.).

In our search methodology, we established the
keywords, data sources, and criteria for inclusion
and exclusion. The search was performed
utilizing two electronic databases: Web of Science
(WOS) and JSTOR. The search approach
employed targeted search phrases and Boolean
operators, including “Balanced Scorecard” AND
“Implementation.” The last search was done on
7% January 2025.

The study selection process followed
predetermined inclusion and exclusion criteria.
Articles were selected based on the following
criteria:

e Relevance: Articles focusing on the
implementation of the Balanced
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Scorecard framework particularly
published in the Management
discipline.

e Language: Articles written in English.

e Study Type: Exploratory Studies,
Empirical studies, Case studies,
Conceptual studies, Descriptive
studies, or literature reviews providing
insights into the implementation of BSC.

e Document Type: Research Article and
Review Article.

e Review Period: Articles published
during the year 1992 to 2024.

Results

Study Selection

A comprehensive search was conducted in two
electronic databases, Web of Science (WOS) and
JSTOR, using the search terms “Balanced
Scorecard” AND “Implementation.” The initial
search yielded a total of 1407 articles, 480 articles
from the Web of Science, and 952 articles from
JSTOR. Following the application of inclusion
and exclusion criteria, a total of 598 articles from
the management discipline were identified. After
further refinement, 589 articles published between
1992 and 2023 were retained for review. These
articles were primarily research articles and review
articles, totaling 555 documents. The systematic
review included a total of 525 papers, all of which
were written in English. The chosen articles were
then sent to Zotero Software for further
evaluation, and four duplicate articles were
eliminated using the same software. The titles
and abstracts of these publications were carefully
examined, leading to the elimination of 398
articles. After thoroughly examining the whole
text, a collection of 59 papers was compiled for
the purpose of conducting a systematic literature
review. The PRISMA flow chart for the study
selection process has been summarized in Figure.
L.

Data Collection and Screening of
Literature

The articles were identified through a keyword
search and were then screened using specific
criteria to ensure they fit within the scope of the
study. Duplicate articles were removed using
Zotero software. The titles and abstracts of the
remaining articles were reviewed, and irrelevant
studies were excluded. The remaining articles
underwent full-text screening and were
transferred to Excel sheets. A content analysis
was conducted on the relevant studies to extract
information such as the publication year, country
of publication, source of publication, and
methodology used. Following that, three distinct
themes were used to categorize the pertinent
papers using thematic analysis.

Figure 1: The PRISMA flow chart for the
study selection process

1

d

e

™ | Records removed before screening:
i Recoeds idestifbed through Records eliminated though
i dalﬂbi!-! H_m'h-mg ncluticn and exciunson critena
1 J§JOR (=957} " (=7

i :1- 0 (n=d80) Deaplicate reconds removed
4 Toeal (n=1432) (=)

i |

L]

i

o

n

5 Records screeaed (a= 521) i ..; Records excluded after abstract and
5 “ tithe searches {n =358

s

L]

]

L P

0| | Folttext asicies asvessed x| | Follvect asticles excloded with
u eligbaliey (n =123) | | measoms (m=64)

B

1

L]

€

1 Seudhes mcluded in revnew

o fa=58)

d

[
;

Soarce: Author's Compilation using PRISMA Flow Chat

SRUSTI MANAGEMENT REVIEW Vol. XVIII, Issue - 1, Jan. - Jun. 2025, PP 222-238 | 224



Research Profiling Year-Wise Publication

This section aims to provide a concise summary
of the research profile of 59 chosen papers,
focusing on the information collected regarding
the year of publication, the source of publication,
the classification of countries, and the
methodological approach taken in the studies
related to Balanced Scorecard Implementation.

A total of 59 studies covering the years 1992
through 2024 were identified. The year-wise
publication trend shows that the highest number
of papers was published in the year 2022 (Figure.
2).

Figure 2: Year-wise Publication
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Country of Publication

Figure 3 presents a classification of selected  distribution of research contributions within the
studies based on the country in which they were  field under review.
published. It offers insights into the geographic

Figure 3: Country of Publication
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The highest number of papers were published in
Italy (n =9). USA and Spain follow closely with
eight and six studies respectively, highlighting
the significant research output of the study.

Publisher

Figure 4 presents a classification of selected
studies based on their respective publishers. It

provides insight into the distribution of studies
across various publishing platforms. Elsevier
emerges as the most prominent publisher, with 9
studies in the review. Springer, Wiley, Taylor &
Francis, Emerald, and MDPI contribute
significantly with 6 to 7 studies.

Figure 4: Publisher

Publisher
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Methodology

Figure.5 below presents a classification of
selected studies based on the research
methodologies employed in their respective
studies. It offers insights into the methodological
approaches researchers adopt within the field
under review.

The above figure shows that Case study is the
most prevalent method, with 15 studies providing

detailed analysis of specific cases. Conceptual
research, descriptive research, empirical study,
experimental design, exploratory research, and
literature review are also represented, with 7, 9, 5,
4, 12, and 7 studies, respectively. These
methodologies offer diverse approaches to
understanding phenomena within the field, from
theoretical exploration to empirical testing and
synthesis of existing knowledge.
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Figure S: Methodology

Methodology
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Bibliometric Analysis

This section applies bibliometric methods to
outline the intellectual framework and thematic
progression of research on BSC implementation.
Key patterns, important sources, and thematic
clusters within the literature are found and
visualized by co-occurrence, bibliographic
coupling, and co-citation analysis utilising
VOSviewer (Van Eck & Waltman, 2010).

Co-occurrence Analysis of Keywords in
BSC Implementation Literature

A bibliometric keyword co-occurrence analysis
was performed using VOSviewer to identify key
themes related to the implementation of the BSC
within the literature reviewed. Figure 6 visualizes
the relationships among key terms extracted from
the literature included in the SLR. This map
reveals clusters of thematically related keywords,
where the size of each node reflects its frequency
of occurrence, and the proximity and connections
between nodes illustrate their co-occurrence
within the same articles (Cancino et al., 2021).

At the center of the map, the term “balanced
scorecard” stands out as the most frequently used
and thematically central keyword, surrounded by
several important clusters. Of particular interest
to this study is the term “implementation,” which
appears prominently and is closely connected to
various domains, indicating its significance
across different research contexts.

The purple cluster connects implementation with
strategic themes, such as health care, challenges,
and strategy, highlighting sector-specific
concerns. The blue cluster emphasizes structural
aspects like framework, performance
management, and the public sector. The green
cluster relates to governance, financial
performance, and case studies, reflecting
organizational implementation contexts.
Meanwhile, the red cluster focuses on outcomes,
with terms like impact, quality, and evaluation
particularly in healthcare settings.
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Figure 6: Co-occurrence Analysis of Keywords
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This network demonstrates that BSC  bridging strategy, governance, and performance
implementation is a multidimensional topic, evaluation across diverse sectors.

Bibliometric Coupling of Documents we used VOSviewer to analyse how documents
are connected by their references Figure 7,

To better understand the links in the literature  presents a network of documents grouped based
about Balanced Scorecard (BSC) implementation, on shared references, highlighting thematic
similarities among authors.

Figure 7: Bibliometric Coupling of Documents
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Three major clusters emerged:

The red cluster, led by (Grigoroudis et al., 2012)
and (Papalexandris et al., 2004), comprises
foundational works focusing on performance
measurement frameworks and strategic alignment
through BSC.

The green cluster, centered around (Inamdar &
Kaplan, 2002) and (Rabbani et al., 201 1), reflects
studies with a strong emphasis on the healthcare
applications of BSC, often dealing with quality,
efficiency, and service delivery.

The blue cluster, represented by authors such as
(Bisbe & Barrubés, 2012) and (Amer et al., 2022a,
2022b), includes more recent studies, often

addressing public sector governance,
implementation challenges, and contextual
adaptations.

This coupling map illustrates the intellectual
structure of the BSC implementation field and
shows how clusters of documents are aligned
around thematic or methodological orientations.

Co-Citation Analysis of Sources

Figure 8 shows the co-citation network of sources
that are referenced together when discussing BSC
implementation, created with VOSviewer. The
map visualizes how frequently pairs of journals
are cited together, indicating thematic and
disciplinary alignment.

Figure 8: Co-Citation Analysis of Sources
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Three major clusters were identified:

The red cluster, led by Harvard Business Review,
Accounting, Organisations and Society, and
Management Accounting Research, reflects a
strong foundation in accounting, organizational
studies, and general management literature.

The green cluster is comprised of journals such
as Journal of Health Care Finance, BMC Health
Services Research, and International Journal of

Health Planning and Management, indicating a
significant body of work focused on BSC
applications in healthcare and hospital settings.

The blue cluster, including the International
Journal of Production Performance and the
European Journal of Operational Research,
highlights contributions from the operations
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management and performance measurement
domains.

This co-citation structure underscores the
interdisciplinary nature of BSC research, spanning
management accounting, strategic performance,
and healthcare management.

Thematic Analysis

This analysis enabled us to present the thematic
areas of research, identify the existing research
gaps, and present potential avenues of future
research that provide a useful point of reference
for theory and practice. Considering our
investigation and assessment, we have
categorized BSC articles into three major themes.
These themes are i) BSC implementation
guidelines, ii) BSC practical implementation, and
iii) Case studies on BSC implementation.

BSC Implementation Guidelines

This theme includes articles focusing on BSC
implementation guidelines. The BSC
implementation, as discussed in the paper
“Putting the Balanced Scorecard to Work” by
Kaplan and Norton, should be a top-down
reflection of the company’s mission and strategy.
It should be forward-looking, integrating both
external and internal measures to ensure future
success.

The following Table 1 summarizes key insights
and guidelines from various articles on BSC
implementation across different sectors and
contexts. These summaries highlight strategies,
methodologies, and critical success factors
discussed in literature.

Table 1: Key Points Covered on BSC Implementation Guidelines

Article

Key Points Covered in the Study

(Kaplan &
Norton, 1993)

Aligns company mission and strategy with performance measures, benchmarks
projects, and facilitates organizational focus and change.

(Martinsons et al.,
1999)

Aligns BSC with corporate and IS strategies; step-by-step development process;
emphasizes outcome measures and performance drivers.

(Kanji & E S4,
2002)

Tailors BSC to organizational needs; integrates with business excellence
models; emphasizes stakeholder engagement and leadership commitment.

(Inamdar &
Kaplan, 2002)

Stresses executive involvement, strategic application, and validation through
research; emphasizes strategic alignment and leadership.

(Maiga & Jacobs,
2003)

Integrates BSC with Activity-Based Costing; enhances product quality,
customer satisfaction, and sales margins.

(Reisinger et al.,
2003)

Uses Analytic Hierarchy Process for prioritizing BSC measures; emphasizes
dynamic and regularly reviewed BSC.

(Papalexandris et
al., 2004)

Details a seven-phase BSC implementation process in a Greek software firm;
offers managerial insights and guidelines.

(Michalska, 2005)

Integrates BSC with ISO 9001:2000 standards; emphasizes strategic alignment
and continuous improvement.

(Fernandes et al.,
2006)
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(Assiri et al.,
2006)

Roadmap for successful BSC implementation; Outlines critical success factors
including executive commitment, dedicated team, and KPI identification.

(Bisbe &
Barrubés, 2012)

Adapts BSC for healthcare organizations; emphasizes relevant perspectives,
causal relationships, and hierarchical implementation.

(Garengo &
Biazzo, 2012)

Bottom-up circular methodology for SMEs; aligns performance measurement
with strategic vision; addresses challenges in formalizing strategies.

(Trotta et al.,
2013)

Customizes BSC for teaching hospitals; includes stakeholder perspectives and
relevant performance indicators.

(Quesado et al.,

Analyzes BSC adoption determinants; proposes an integrating model for

2014) empirical analysis in Portuguese organizations.
(Lueg & Vu, Reviews BSC implementation literature; identifies critical success factors and
2015) challenges; highlights top management support.

(De La Mano &
Creaser, 2016)

Provides BSC guidelines for libraries; addresses challenges in KPI selection and
strategic management alignment.

(Perramon et al.,

Validates BSC cause-and-effect links; emphasizes logical order and value

2016) generation through personnel management.
(Dimitropoulos, Explores BSC in healthcare; emphasizes strategic alignment, departmental
2017) integration, and periodic review of metrics.
(Gonzalez- Adapts BSC for Southern European healthcare sectors; uses existing indicators
Sanchez et al., and acknowledges cultural influences.
2018)

(Wu etal, 2019)

Creates BSC system for integrated care organizations in China; uses data-driven
approaches for indicator weighting.

(Lucianetti et al.,
2019)

Proposes comprehensive BSC model with 12 attributes; emphasizes continual
efforts and adjustments during implementation.

(Dudic et al.,
2020)

Explores BSC in SMEs; guidelines include adapting to context, integrating with
strategic management, and selecting performance indicators.

(Benkova et al.,

Investigates BSC in the engineering sector; emphasizes non-financial indicators

2020) and resource constraints.
(Gao & Gurd, Studies BSC impact in a Chinese hospital; reveals cultural changes and
2020) highlights professional group demands for successful adoption.

(Li etal, 2021)

Investigates single- and double-loop learning during BSC implementation in
healthcare; optimizes learning to improve performance.

(Teichgriber et
al., 2021)

Develops BSC for clinical radiology; integrates perspectives of referring
physicians and patients for optimized management.

Source: Author’s compilation.
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The literature review reveals several research
gaps. These include the necessity for a more
comprehensive comprehension of strategic
alignment across various industries, the
influence of cultural disparities on the
implementation of the BSC, the enhancement of
learning processes during BSC implementation,

BSC Practical Implementation

Table 2 summarizes various studies on the
implementation and impact of the BSC across
different industries and sectors. Each study
highlights unique insights and practical
applications of the BSC framework.

The research gap found is the absence of a
unified BSC framework across industries. It also

Case Studies on BSC Implementation

The following table 3 summarizes various case
studies focusing on the application of the BSC
in different sectors. The findings highlight

and the incorporation of contemporary
technologies such as artificial intelligence (AI)
and data analytics into the BSC framework. These
shortcomings provide potential for more study
to improve the implementation of BSC in different
organizational contexts.

points out the need for research on integrating
modern data analytics and digital transformation
into BSC practices which could lead to a more
robust BSC approach that can be tailored to
various organizational needs and keep pace with
technological advancements.

adaptations, challenges, and the effectiveness
of BSC in improving performance and strategic
alignment.

Table 3: Findings of Case Studies on BSC Practical Implementation

Article Focus

Findings

(Chow et al., 1998) BSC in public utility’s e-

commerce

Adapts BSC to measure intangible assets and
non-financial gains in e-commerce.

(Hasan & Tibbits, 2000) | BSC in public utility’s e-

Highlights challenges and adaptations needed for

commerce measuring e-commerce success with BSC.
(Huang & Hu, 2007) | BSC for IT-Business | Emphasizes continuous alignment, leadership,
strategic alignment and integration of IT and business planning.

(Chang et al., 2008) BSC at Mackay Memorial

Improves revenue growth, patient satisfaction,

Hospital and research; highlights continuous process.
(Farneti, 2009) BSC in [Italian local | Aligns with strategic control reporting and
government integrates with other planning tools.

(Weinstein &
Bukovinsky, 2009)

BSC in not-for-profit arts
organizations

Aligns operational activities with strategic
objectives and critical success factors.
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(Cugini et al., 2011) BSC in an Italian
university department

Uses BSC and strategy map for multidimensional
performance measurement and alignment with
mission.

(Rabbani et al., 2011) | BSC in a Pakistani

Highlights participatory culture, leadership

hospital support, and strategic change challenges.
(Grigoroudis et al., BSC in healthcare | Proposes performance measurement system
2012) organizations using BSC with financial and non-financial

indicators.

(Mendes et al., 2012) BSC in Urban Hygiene
and Solid Waste Division
in Portugal

Enhances performance management in waste
management, focusing on customer satisfaction.

(Emanuele de Matos BSC in a nutritional
Nasser y Stella Regina | therapy company
Reis da Costa, 2013)

Improves performance and decision-making
processes with BSC indicators.

(Janes, 2014) BSC in Ydria Motors LL
Company

Supports real-time decision-making and strategic
initiative prioritization using BSC.

(Nippak et al., 2016) BSC in a Canadian
hospital’s health
information department

Emphasizes staff involvement and continuous
evaluation for aligning operations with strategies.

(Bobe et al., 2017) BSC in Ethiopian public-
sector health organization

Aligns strategic policy goals with operational
objectives, noting integration challenges.

(Catuogno et al., 2017) | BSC in a public research
hospital

Customizes BSC for healthcare and research,
proving effective for performance evaluation.

(Suérez-Gargallo & BSC in the Spanish
Zaragoza-Saez, 2021) | footwear industry

Highlights the importance of strategy maps and
knowledge gaps in strategic planning.

(Bassani et al., 2022) BSC in an Italian public
hospital

Shows BSC evolution from monitoring to
legitimization influenced by norms and
management.

Source: Author’s compilation.

The potential research gaps identified are the
need for a comparative analysis of BSC
implementation across different sectors and
cultures, the long-term impact of BSC on
organizational performance, the challenges of
integrating BSC with existing management
systems, especially in light of e-commerce, digital
transformation, and the many stakeholders’
contributions to the effective use of BSC. These

voids provide avenues for more investigation into
the efficacy of BSC in various settings.

Discussion

The review of literature on BSC implementation
reveals its widespread use across sectors,
including IS, manufacturing, and healthcare. Here
are the key implications:
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Practical Implications of BSC

The BSC offers organizations invaluable insights
into enhancing strategic alignment and overall
performance. By translating vision and mission
into actionable goals, the BSC fosters cohesive
efforts across departments. With relevant KPIs
within financial, customer, internal processes, and
learning and growth perspectives, organizations
can accurately measure progress. Successful
implementation requires active stakeholder
engagement and continuous communication to
ensure everyone understands the strategic
direction. The BSC also emphasizes continuous
improvement, requiring ongoing review and
adaptation to changing circumstances.

Policy Implications

The BSC aids policymakers in making informed
decisions and effectively allocating resources. It
offers a comprehensive view of organizational
performance beyond financial metrics,
highlighting non-financial indicators like
customer satisfaction and employee engagement.
In the public sector, the BSC is particularly
valuable for monitoring service effectiveness and
promoting accountability. Adopting the BSC
signifies a commitment to strategic decision-
making and sustainability.

Future Research Directions

Future studies need to look at sector-specific
studies to uncover challenges and best practices
in various fields like healthcare and education.
Investigating the integration of BSC with other
management frameworks, such as Six Sigma and
Total Quality Management, can reveal synergies.
Understanding organizational factors influencing
BSC effectiveness, including culture, leadership,
and employee behavior, can inform tailored
implementation strategies. Additionally,
developing dynamic scorecards responsive to
real-time data and external disruptions promises

to maintain the relevance and agility of strategic
management practices.

The gist laid down that successful BSC
implementation requires commitment, leadership
support, and a willingness to adapt.
Organizations that embrace the BSC as a strategic
tool can drive sustainable growth and achieve
their long-term objectives.
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