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Abstract 
The paper tried to entangle the current puzzle on the implementation of the 
balanced scorecard, especially within a health-service provider. By positing 
two folding questions which address the possible antecedents for the success-
ful balanced scorecard and how to perform each antecedent to deal with the 
current issue, the study begins with comprehensive literature reviews among 
more than 58 manuscripts from respective journals. Having performed the 
analysis in an objective manner, the study succeeded in identifying five possi-
ble antecedents as crucial elements to BSC: (1) vision and mission, (2) orga-
nizational fitness, (3) organizational capabilities, (4) technological support 
and (5) organizational commitment. Furthermore, in maintaining the objec-
tivity, the study also analyzed major challenges faced in the health-service in-
dustry. Our findings portrayed three major challenges: (1) due to objectivity 
of the measurement process, (2) organizational capability’s consideration and 
(3) special organizational characteristics. Therefore, we enclosed the paper 
with proposing a firm model which can be used as future guidance for the 
health-service provider to implement the balanced scorecard, thus preparing 
the next stage for future research directions. 
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1. Introduction 

As popular performance measurement tools, the balanced scorecard (BSC) has 
been widely used for more than two decades. Manufactures as well as service 
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sectors have benefited from BSC. Several former scholars signaled the use of ba-
lanced scorecard as a vital tool in formulating strategy [1] [2] [3]. They con-
cluded that BSC was not only providing clear guidance but also addressing lin-
kage to organizational performance. 

Though the concept is still under development, previous research had justified 
the use of the balanced scorecard not only from the industrial-level perspective, 
but also from the managerial functions such as supply chain [4] [5], marketing 
point of view [6] [7], financial perspective [8] [9] as well as information systems 
[10]. As a result, many scholars started to question the accuracy of this mea-
surement. Some of them even doubted the objectivity of the measurement for 
each perspective [11] [12] [13] [14]. This issue had become unended debatable 
topics for decades. Furthermore, this phenomenon also happened to the health- 
care fields of studies. 

In general, the research on the use of the balanced scorecard in this industry 
can be divided into two major categories: (1) those who affirm the proper use of 
BSC and (2) those who conclude that the major revisions are needed before it 
can be fully adapted to the health-care sectors. By posing the importance of ob-
jectivity in the analysis, this paper tried to provide comprehensive literature re-
views in order to identify antecedents for the successful implementation of the 
balanced scorecard while using those antecedents to disentangle the failure of 
adopting the concept into the health-care industry. 

The rest of the paper will be organized as follows: the next section will provide 
the literature review related to how the balanced scorecard was implemented on 
the health care sector. Section three will provide research methods. Section four 
describes all findings and provides a discussion to identify future directions. 
Last, section five states the conclusions. 

2. Literature Review 
2.1. Revising the Concept 

The balanced scorecard was first introduced by Robert Kaplan and David Nor-
ton in the late 90’s as a performance measurement. The model consists of four 
perspectives which later have been extended by including a vision strategy and 
subsets of strategic objectives initiatives. Referring to the original model, the four 
perspectives are financial perspectives, internal business processes, organization-
al capacity and customer perspectives. Meanwhile, for some specific applications 
among the service industry, they use different words to clarify the meaning. The 
first perspective is stewardship which represents the financial perspective, fol-
lowed by efficiency to represent the internal business processes, knowledge and 
innovations as appointed the organizational capacity and the final stakeholder 
satisfaction as customer perspective [15]. 

For the further use, the author suggested to develop metrics, collecting some 
evidences as raw data and trying to analyze the date among each perspective. For 
example, to analyze the organizational capability perspective, we need to collect 
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data and information related to (1) employee training programs for both target 
and realization in details, (2) internal and external knowledge circulation related 
to activities and events, (3) any achievement to show the relevance of the pre-
vious training and the individual outcome. By categorizing all of these by me-
trics, managers may have guidance to measure the effectivity of each training ac-
tivity provided in fulfilling the ultimate goals. 

Although it seems simple, in fact, several researches have already signaled 
some problems starting from data collection phase [16] [17] [18] up to the issue 
of objectivity [11] [12] [19] [20]. These series of researches highlighted the 
common practice is that managers only use the desirable facts or evidence that 
benefited their performance. Though it has nothing to do with the original con-
cept, but behavioral considerations have made the balanced scorecard seen as 
subjective performance-measurement tools. If this also counted for the health 
service sector, it may have a direct impact on the stakeholders. 

Having posed the previous symptom, our literature review will try to provide 
comprehensive analyses on how a company succeeds in implementing the con-
cept while others don’t. Moreover, considering that the final outcome of this 
paper must fully address the implementation of the health-service sector, then 
our analysis will be performed on a sequential basis. First, we will examine how 
manufactures and service companies achieve their success level and why they 
failed. On the second part, the analysis using the health service organization will 
be employed to formulate the insight for future directions. 

2.2. Possible Crucial Factors 

Former studies with the positive conclusion regarding the implementation of 
balanced scorecard can be found in several industries ranging from textile [21] 
[22] [23], logistic [1] [5], the research industry [24], the information technology 
industry [25], the educational sector [26], the government sector [27] [28], the 
tourism industry [29] and even small-medium enterprises [30]. Most of them 
found that the crucial factors had been found in the ability of a company to ap-
ply the stated vision and mission with a strategic action. This finding has led to 
the extension of the balanced scorecard. In early 2000, Kaplan and Norton tried 
to promote their revision towards the original model. 

Linking vision and mission into daily tactics was believed as a signal to new pa-
radigm in strategic management. At this stage, vision is no longer defined as a 
mere dream, and mission is no longer understood as derivation product of vision. 
Furthermore, vision must be defined as targeted dreams for certain periods [31]. 
Meanwhile, mission should be seen as the answer of the basic question “what 
business we are in”. Mission is more to the definition of any kind of service that 
the organization might provide to the stakeholders [32]. The new thought was 
further used as a central concept in the modified balanced scorecard. 

The second crucial factors can be found on how the company tried to imple-
ment the concept into a strategic action. At this point, the balanced scorecard is 
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no longer used as mere performance measurement tools, but more as strategic 
planning tools. On the annual planning stage, before proposing the budget, 
management can use the four perspectives of the balanced scorecard to provide 
insights for further improvements [2] [33] [34]. Right after the new insight was 
found, the next steps would be applying the concept into the strategic objectives, 
followed by a strategic map, performance measures and targets, down to strateg-
ic initiatives. 

Moreover, using the previous steps to form a daily strategy requires detailed 
insights for some prospectus environmental changing. This is the point where 
almost failure in using the balanced scorecard begins. Some scholars identified 
that the failure was caused by the absence of external analysis [35] [36] [37], but 
some concluded that it has something to do with the internal capability [14] 
[38]. Upon its doubtful essence, in fact, there’s still no common concession on 
how an organization must deal with these circumstances. Uniquely, the concepts 
still recall as the ideal performance measurement tools for the 21st century. 

3. Research Method 

This study used the qualitative explanatory approach in finding the firm direc-
tion for future research. This approach has been proven effective in providing 
systematic mechanism to the scholars in portraying the current phenomenon. 
We begin the mechanism by exploring all related research on the balanced sco-
recard from early 1990’s to 2015. Each paper will be analyzed through several 
categories (1) the unit of analysis, (2) research methods, and (3) the final conclu-
sion. At this point, we try to ignore the role of industrial effects because we think 
that taking the issue into analysis will eliminate any possible facts to have a clear 
direction for future research. 

The further step would be identifying the key success factor and key challenge 
in implementing the concepts. Finally, we will use the previous finding to pro-
vide new insights and clear directions for future research. 

4. Analysis and Discussion 

Due to its plethora of studies, using Google scholars as database, we found 
138,000 academic-related works regarding the topics. From those numbers, 28% 
of which were books, 32% of which were articles and the rests are published 
manuscripts from more than 58 countries which represent the West and East in-
sights related to the balanced scorecard. After considering the relevance of the 
findings, the number of citations and images of the journal, we decided to 
choose 63 manuscripts for further analysis, including those who published by: 
Long Range Planning, Benchmarking: An International Journal, Management 
Decision, Accounting and Finance Research, Journal of Education for Business, 
International Journal of Operations and Production Management, Computers 
and Industrial Engineering, Journal of Business Logistic, Journal of Health Care 
Management, European Accounting Review and Environmental Quality Man-
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agement. 
Uniquely, from 63 manuscripts, 22 of them explained the challenging stories 

regarding the concept while the rest of them were showing positive evidences. 
The next section will discuss the findings from each category. 

4.1. Learning from Successful Stories 

In this section, we will identify factors which lead the organization to succeed in 
implementing balanced scorecard. There are five potential factors to be antece-
dents: 1) vision and mission, 2) organizational fitness, (3) organizational capa-
bilities, 4) technological support and 5) organizational commitment. Details of 
each antecedent can be seen on Table 1. 

Our findings first give attributes to the vital role of vision and mission in im-
plementing the balanced scorecard. Series of researches done by [26] [30] [39] 
[40] [41] [42] [43], highlighted the balanced scorecard as measurement tools 
which tried to develop firm linkage between vision and mission down to strateg-
ic implementation. And on reverse flows, every outcome will be measured to 
address the level of fitness to the previous vision and mission. Moreover, for 
those who share blurred pathways, through the matrices, the manager will easily 
identify which point the broken path should be revised in. On the contrary, for  
 
Table 1. Possible key success factors for BSC. 

No. KSF Definition References 

1 
Vision and  

mission 

Vision refers to companies’ targeted 
dreams. It relates to answer the question 
what do you want to be in some specific 
future’s time-frame 

Beard, 2009; Wongrassamee and 
Simmons, 2003; Niven, 2002; Inamdar 
and Kaplan, 2002; Kaplan and  
Norton, 1998, 1996; Chow et al., 1997 

2 
Organizational  

fitness 

Referring to how fit organizational  
infrastructure can meet the requirement 
of the measurement. Complexity as well 
as simplicity can caused problems upon 
measurement level 

Beard, 2009; Braam and Nijsen, 2004; 
Richardson, 2004; Norrie and Walker, 
2004; Inamdar and Kaplan, 2002; 
Kaplan and Norton, 2001; Silk, 1998; 
Epstein and Manzoni, 1997 

3 
Organizational  

capabilities 

Referring to how well people within 
organization can deployed the  
measurement to provide new insight for 
future improvement 

Basuony, 2014; Eliat et al., 2008; 
Braam and Nijsen, 2004; Voelker et 
al., 2001; Brewer and Speh, 2000; 
Hoque and James, 2000; Kaplan and 
Norton, 1996 

4 
Technological  

support 

Referring to the role of technology to 
provide positive supports to the  
implementation of BSC. Addressing the 
help of technology factors will be  
beneficial since the evaluation can  
be done in shorter periods 

Chand et al., 2005; Braam and Nijsen, 
2004; Norrie and Walker, 2004; Millis 
and Mercken, 2004; Figge et al., 2002; 
Kasurrinen, 2002; Niven , 2002;  
Martinsons, et al., 1999; Silk, 1998; 
Epstein and Manzoni, 1997 

5 
Organizational  
commitment 

Referring to how strong the  
commitment will be given by all  
members towards the  
implementation of BSC 

Atkinson, 2006; Davis and Albright, 
2004; Norrie and Walker, 2004; Kim 
et al., 2002; Ittner et al., 2002;  
Inamdar and Kaplan, 2002; Ahn, 
2001; Kaplan and Norton, 1998 

Source: author compilations. 
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those who show clear pathways, then it would be easier for the company to ad-
dress the accuracy of each decision for their contribution on vision and mission, 
thus prolonging the sustainability of the organization. 

The second crucial elements can be found on the organizational fitness to the 
requirement of the balanced scorecard (Table 2). Though it is not clearly stated, 
implementing the balanced scorecard requires a specific organizational structure 
[1] [26] [41] [44] [45] [46] [47] [48]. For example, use BSC as measurement 
tools, an organization must be well-operated through their planning up to con-
trol mechanism. Effectivity of the internal audit process, risk management and 
corporate planning units somewhat become pivotal factors. Once the function is 
not working properly, then the control mechanism won’t be able to provide ear-
ly warnings regarding the imbalanced condition. 

Most of organization which failed in using balanced scorecard as performance 
measurement tools found to experience low fitness. But it doesn’t mean that a 
simple-form organization always fails to implement the balanced scorecard. As 
long as each function can be addressed effectively, then the card can be per-
formed positively. 

Another crucial element can be found in organizational capabilities. Research 
done by [1] [5] [24] [38] [43] [49] [50], highlighted the importance of the ability 
of all employees in addressing the issues on the balanced scorecard. The BSC is 
actually more than measurement tools. It also benefited the company by giving a 
clear insight when they plan the overall action. Unfortunately, some organiza-
tions failed in developing the common understanding of this concept. Lack of 
knowledge regarding how this mechanism should be performed will give a bad 
impact on the overall process. 

At the advanced steps of implementing the balanced scorecard, the strong 
support from the technological dimension is required. Today, a lot of programs 
have been succeeded in addressing this issue. Having considered a user’s va-
riance capability, to date, massive developments of BSC software aimed to pro-
vide comprehensive information on the simple CEO-interface platform. Thus, 

 
Table 2. Possible constraints for BSC. 

No. Indicators References 

1 
Weak and unmeasurable 

vision and mission 
Beard, 2009; Wongrassamee and Simmons, 2003; Niven, 

2002 

2 
Complex organizational 

structure 
Beard, 2009; Braam and Nijsen, 2004; Richardson, 2004 

3 
Weak organizational  

capabilities 
Basuony, 2014; Eliat et al., 2008; Braam and  

Nijsen, 2004; Voelker et al., 2001 

4 Low technological support 
Chand et al., 2005; Braam and Nijsen, 2004; Norrie and 

Walker, 2004; Millis and Mercken, 2004; Figge et al., 2002 

5 Weak commitment 
Atkinson, 2006; Davis and Albright, 2004; Norrie and  

Walker, 2004; Kim et al., 2002 

Source: author compilations. 
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the imbalance performance can be detected on early stage. Known as CEO- 
desktop profile, on the timely basis, every decision maker is supported by real- 
time information provided to ensure that every strategy has been conducted to-
wards the company’s vision and mission. 

Though the process is somewhat very ideal, some scholars also emphasized 
the importance of organizational commitment in the implementation stage [6] 
[8] [11] [19] [45]. Having proper knowledge about BSC in accordance with the 
great support from technological dimension is believed to provide powerful 
commitment to all members to perform the balanced scorecard well. 

4.2. Experiencing the True Challenges 

As performance measurement tools, the concept of the balanced scorecard must 
be compared with some other well-known mechanisms, ranging from: (1) 
EFQM excellence model [39], (2) system framework [51], (3) evidence based 
practice [52] and (4) statistical quality control [53]. Due to lack of information 
which analyzes the comparison for each tool, scholars believed that every mea-
surement has its own strength and weakness, including the level of acceptance 
for practical fields. 

Due to the plethora of studies, some scholars begin to identify the true chal-
lenges in implementing the balanced scorecard. First, it is related to the objectiv-
ity of the measurement [17] [30] [37] [50]. As commonly understood, up to the 
evaluation phase, the balanced scorecard requires some important supporting 
documents such as organizational foundation values, including vision and mis-
sion, organizational long-range and short-range objectives, strategic plans, ex-
ecution plans, annual budgets and performance control mechanisms. To Malina 
and Selto [17], Hoque and James [50] and Chow et al. [30], managers have the 
opportunity and power to define which document should be used for further 
analysis, thus raising the issue of subjectivity. Recalling the problem of informa-
tion asymmetric, these challenges are remained unsolved [54]. 

The second challenges can be found on the level of awareness in implement-
ing the concept. As mentioned in the previous section, one of the critical issues 
in the balanced scorecard is how each member within a company can share the 
same common ground of understanding. Norreklit [36] mentioned that even for 
the company which declared using the best way in implementing the balanced 
scorecard, the chance of imbalanced knowledge regarding the BSC concept can 
be found easily. This is why some scholars appointing organizational size as one 
of the considerations [14]. 

The third challenge can be found related to the organizational specification. In 
the service industry, such as the hospitals, putting the financial perspective can 
somehow turn the characteristics of non-profit organizations into the commer-
cial sector [7] [14] [36] [55]. Therefore, repositioning among each perspective is 
needed with a view to making the concept clearer; otherwise, it will affect the 
whole philosophy of the organization. 
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4.3. New Insight for the Health Service Sector 

Having considered all current development and challenges regarding the im-
plementation of the balanced scorecard, it is plausible to propose our insights as 
seen on Figure 1. 

Begin with the understanding that the hospital is a non-profit organization 
which fully addresses the important role of the stakeholders while implementing 
the balanced scorecard at an early stage is required. This stage should be per-
formed before the organization decides to adopt the new performance mea-
surement tools. Moreover, several points should be well-performed, including 
clear and measurable vision and mission, organizational fitness, capabilities, 
commitment and technological support. 

Aside from vision and mission, a hospital needs to consider redesigning their 
organizational structure due to the requirements from the BSC. Inserting the 
function of internal audit and risk management units is crucial to perform daily 
evaluation basis. Furthermore, before implementing the concept, an organiza-
tion needs to address the true concept of the balanced scorecard to the entire 
members. This is important since they need to relate every daily activity to the 
achievement of the overall performance. 

In order to improve the objectivity, a hospital also needs to address the sup-
port from technology. Preparing the needed technological infrastructure might 
assure the successful implementation of the BSC upon the practical basis. As 
point to that, having the previous elements working-well in the hospital, organi-
zational commitment will automatically become higher. This is the foundation 
to use the BSC upon the true paradigm level. 

For the state of the art, the balanced scorecard must serve as the strategic 
planning measurement. This is true, for the scorecard shares the ability to build 
strong linkages between vision and mission with all four perspectives. As a re-
sult, we can have strategic initiatives as the ultimate outcome for daily opera-
tional guidance. In terms of the business policy, it will be defined as the most 
adequate way to create an organizational annual budget. Furthermore, some 
scholars acknowledged this steps as the subsets of performing activities based on 
budgeting [56] [57]. 
 

 
Figure 1. General framework. 
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Once the annual strategic plan has been implemented, then our proposed 
model shows that the management team can use a balanced scorecard as per-
formance measurement tools every certain period. By introducing the support 
from the technological sector, every potential issue can be detected at the early 
stage; therefore, the management has the chance to perform their corrective de-
cision. At this point, BSC can also share the information which is required to 
update the four fundamental elements starting from vision and mission, organi-
zational fitness, capabilities and commitments. Having performed the proposed 
mechanism well, one might guarantee that organizational platform has been op-
erated effectively. Moreover, a hospital can achieve its ultimate goals, satisfying 
the internal as well as external stakeholders at the same time. 

5. Conclusions 

Starting with doubtful thoughts related to the ambiguous implementation of the 
balanced scorecard, this study poses two folding questions: 1) what are the ante-
cedents for the successful implementation of the balanced scorecard and 2) how 
to deploy those antecedents disentangled the challenges of adopting the concept 
into health-care industry. Our comprehensive literature reviews have found five 
key elements: 1) vision and mission, 2) organizational fitness, 3) organizational 
capabilities, 4) technological support and 5) organizational commitments. 

We defined those five elements as the key factors since it has direct effects to 
solve the current challenge. Most health care sectors are still struggling to adopt 
the balanced scorecard, especially in terms of: 1) objectivity, 2) low organiza-
tional capability and 3) due to organizational specification. Therefore, we en-
closed the paper with the proposed model to become the future benchmark to 
those who want to implement the concept properly. 

The study shared limitations which limit to propose the model. Therefore, a 
future study needs to apply the model into testable propositions and has it 
measured on the level of the empirical test. Having this step, we believed that the 
proposed model can contribute to the current knowledge especially in using the 
most adequate performance measurement tools due to the special characteristic 
of the organization. 
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