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What we will cover today

What is the Balanced Scorecard?
• Perspectives
• Strategic Objectives
• Strategy Map
• Performance Measures
• Strategic Initiatives
• Cascading

Why the Balanced Scorecard?

Examples

10 Common Mistakes and How to Avoid Them



Strategy 
1) Does your university have a strategic plan? (Yes/No)

Enter your responses in Chat

2) How many of you understand your university's strategy? (Definitely, Somewhat, Nope) 



Zoom Poll
10%

45%

75%

90%

What percent of 
organizations successfully 
execute their strategy?



It's pretty simple (or, it should be)

Communicate constantly

Re-allocate resources

Hold employees, but especially, managers accountable

Have effective measures



We tend to over-complicate thingsWe tend to over-complicate things



Can I see your strategic 
plan?



Why, Yes!





Um, Ok. How about 
your metrics?



Thought You'd Never 
Ask!





We can do better



VALUES

MISSION

VISION

What are 
we going 
to do?

How will 
we stay 
on track?



Basics -
What is a 
Balanced 
Scorecard?

The Balanced Scorecard (BSC) is a holistic 
strategic planning and management system+

Organizations use BSCs to:

• Communicate what they are trying to accomplish
• Align the day-to-day work that everyone is doing with 

strategy
• Stay focused and prioritize projects, products, and 

services
• Make data-informed decisions by measuring and 

monitoring progress towards strategic targets
• Provide line of sight and visible connections between 

projects, programs, strategic objectives, mission, 
vision, and strategy of the organization



Financial Stewardship or
Stakeholder

• Financial performance
• Effective resource use

Customer
• Customer-identified value
• Satisfaction

Internal Processes
• Efficiency
• Quality 

Learning and Growth
• Staff Engagement
• Infrastructure & Technology
• Culture

1) What are Balanced Scorecard Perspectives (or "views")



When in Balance ...

• Strategy is happening with staff, not to them

• Everyone can clearly tell your story

• The organization is aligned

• Staff know where they fit into the bigger picture
• "We know where we are going"
• "We know how we will get there"
• "We know how we are doing"



But wait, 
there's more!



 Happy Stakeholders

 Happy Employees



In Higher Education, 
these are our 

Customers and our 
Stakeholders



“I’m Helping Put a 
Man On the Moon”





The Balanced Scorecard Basics

1) The 4 Perspectives
2) Strategic Objectives
3) Strategy Map
4) Performance Measures
5) Strategic Initiatives
6) Cascading



2) What are Strategic Objectives?

• Strategic Objectives are the actions you must implement in order to 
see improvement in your strategies

• They break down the abstract concepts like mission and vision into 
actionable steps

ActionsActions

Strategic 
Objectives
Strategic 

Objectives

StrategyStrategy

Mission, Vision



3) What is a 
Strategy Map?

• A strategy map is a simple 
graphic and can show logical 
cause-and-effect connections 
between strategic objectives 
(the circles on the map) and 
alignment to the mission

• Enables you to visualize and 
communicate how value is 
created



4) What are Performance 
Measures (KPIs)?

• For each objective on the 
strategy map, at least one 
measure or Key Performance 
Indicator (KPI) is identified and 
tracked over time

• KPIs ensure accountability by 
indicating progress toward 
desired outcomes



5) What are Strategic 
Initiatives?

• Strategic Initiatives are projects 
(new or existing) that help the 
organization achieve Strategic 
Objectives

• They can be short term or long 
term, are measurable, and 
managed like any other project (ie
have an owner, defined scope and 
schedule, and measurable 
outcomes)



6) What is Cascading?

• One of the most powerful concepts of 
the Balanced Scorecard framework

• This is what makes the strategy real for 
every individual

• Cascading strategies focuses the entire 
organization and creates a line-of-
sight between work people do and the 
high-level mission and goals

• As you cascade down through the 
organization, objectives become more 
operational and tactical (as do KPIs)

• This is critical step for an organization to 
be truly strategy-focused



The Story of 
Christopher Wren

Wren: “What are you doing?”

“I am cutting a piece of stone.”

“I am earning five shillings 
twopence a day.”

“I am helping Sir 
Christopher Wren build a 
beautiful cathedral.”



Making the Strategy Real 
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Vice Chancellor 
Objectives

Department 
Objectives

Division 
Objectives

Individual 
Objectives 

Entered Here

University Objectives



University of Washington

UC San Diego
Strategy Map Examples



CSU System Scorecard Example



CSU System Cascading Example



In Summary: the Balanced Scorecard is a framework, a measurement 
system, and a communication tool (ie via a “scorecard”)

Mission

Vision 

Perspectives

Strategic Objectives & Strategy 
Maps

Performance Measures & Targets

Strategic Initiatives

Personal Plans

Purpose: “What we do”

Picture of the Future

Views of organizational performance

Key components that translate mission into actions 

Metrics to monitor & track progress

Projects & action plans we need to do

“What I need to do”

“Scorecard”



10 Common 
Mistakes, and 
How to Avoid 
Them





#1 Lack of Leadership 
commitment
•Best Practice: Ensure Sr Leaders are 
committed to the BSC framework and 
convinced of its benefits before starting

#2 Too many metrics
•Best Practice: Keep it simple with 
indicators (16 to 32 at the most). Focus on 
what's most important

#3 Keeping the strategy at 
Executive level only
•Best Practice: Cascade the strategy to all 
levels of the organization and ensure 
employees are involved in the BSC 
creation process

#4 Not establishing clear links 
between the metrics and strategic 
objectives
•Best Practice: Be transparent and 
communicate clearly the link between 
strategic objectives, measures, and 
initiatives

#5 Not communicating or sharing 
Balanced Scorecard results
•Best Practice: Instill the strategy through 
the BSC, make the BSC a central theme of 
daily activities instead of being seen as an 
added operational thing to do

#6 Thinking you need to roll it out 
all at once.
•Best Practice: Don’t wait for perfection to 
begin. You can start with one or two 
perspectives to start

#7 Thinking that it is a static 
process
•Best Practice: Leaders should view 
strategy management as continuous 
process to constantly test, purge and 
innovate the indicators. Meet as a team at 
least once a year to review and revise.

#8 Investing in fancy technology 
rather than in the process.
•Best Practice: Don’t get caught up on 
what tool to use to manage the BSC. The 
BSC is tool-agnostic

#9 Using the Balanced Scorecard 
results to "punish" failures
•Best Practice: Build a culture that focuses 
on sharing, discussing, and resolving poor 
performance issues in an open and 
constructive way. And, celebrates 
successes!

#10 Not assigning resources for 
the Balanced Scorecard’s 
continuity
•Best Practice: To ensure the BSC’s 
continuity, assign roles and resources 
from the beginning

10 Common Mistakes, and How to Avoid Them 



Lack of Leadership 
commitment
Best Practice: Ensure Sr 
Leaders are committed to 
the BSC framework and 
convinced of its benefits 
before starƟng. 

Too many metrics
Best Practice: Keep it 
simple with indicators (16 
to 32 at the most). Focus 
on what's most 
important.

Keeping the strategy at 
Executive level only
Best Practice: Cascade the 
strategy to all levels of the 
organization and ensure 
employees are involved in 
the BSC creation process.

Not establishing clear links 
between the metrics and 
strategic objectives
Best Practice: Be transparent 
and communicate clearly the 
link between strategic 
objectives, measures, and 
initiatives.

Using the Balanced Scorecard 
results to "punish" failures 
Best Practice: Build a culture that 
focuses on sharing, discussing, 
and resolving poor performance 
issues in an open and constructive 
way.  And celebrates successes.

Not assigning resources for the 
Balanced Scorecard’s continuity  
Best Practice: To ensure the 
BSC’s continuity, assign roles and 
resources from the beginning. 

Not communicating or sharing 
Balanced Scorecard results 
Best Practice: Instill the strategy 
through the BSC, make the BSC a 
central theme of daily activities 
instead of being seen as an 
added operational thing to do. 

Thinking that it is a static process 
Best Practice: Leaders should view 
strategy management as 
continuous process to constantly 
test, purge and innovate the 
indicators. Meet as a team at least 
once a year to review and revise.

Thinking you need to roll 
it out all at once.
Best Practice: Don’t wait 
for perfection to begin. 
You can start with one or 
two perspectives to start.

Investing in fancy technology 
rather than the process.
Best Practice: Don’t get caught 
up on what tool to use to 
manage the BSC. The BSC is tool-
agnostic.

Lack of Leadership 
commitment
Best Practice: Ensure Sr 
Leaders are committed to 
the BSC framework and 
convinced of its benefits 
before starƟng. 

Using the Balanced Scorecard 
results to "punish" failures
Best Practice: Build a culture that 
focuses on sharing, discussing, 
and resolving poor performance 
issues in an open and constructive 
way.  And, celebrates successes.

Thinking that it is a static process 
Best Practice: Leaders should view 
strategy management as 
continuous process to constantly 
test, purge and innovate the 
indicators. Meet as a team at least 
once a year to review and revise.

Not assigning resources for the 
Balanced Scorecard’s continuity  
Best Practice: To ensure the 
BSC’s continuity, assign roles and 
resources from the beginning. 



Thank you!

Questions?
Angela Y. Song, Ph.D.
Sr Director, Organizational Assessments and Strategy
Office of Operational Strategic Initiatives
aysong@ucsd.edu | http://osi.ucsd.edu | https://tritonlytics.ucsd.edu


