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Included Templates

The pack is organized into 15 templates that span the full lifecycle of Balanced Scorecard implementation
— from initial strategic planning through governance, auditing, and continuous improvement. Each template
addresses a distinct operational need within the BSC framework.
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Template 1: Strategic Planning
Template

The Strategic Planning Template serves as the foundational document for any Balanced Scorecard
initiative. It captures the organizational context that informs every objective, KPI, and initiative developed
throughout the program. Before building a strategy map or selecting KPls, leaders must align on a shared
understanding of the organization's direction, challenges, and priorities.

Organization Overview

Field Details

Organization Name Full legal or operating name of the entity

Business Unit Specific division or department if applicable
Planning Period E.g., FY2025-FY2027

Vision Statement Long-term aspirational goal of the organization
Mission Statement Core purpose and reason for existence

Strategic Themes 2-4 overarching strategic priorities

Key Challenges Internal and external barriers to strategy execution
Strategic Priorities Ranked list of focus areas for the planning period

Strategic Themes

Growth Customer Excellence

Define the theme, assign an executive owner, Articulate how this theme links to customer
and describe the strategic rationale driving value propositions and differentiation in the
this priority market

Operational Efficiency Innovation

Describe process improvement goals, cost Capture how the organization plans to build
targets, and operational reliability future capabilities, products, or business

expectations models



Template 2: Strategy Map Template

The Strategy Map is the visual centerpiece of the Balanced Scorecard framework. It translates abstract
strategic intent into a clear cause-and-effect narrative that connects learning and capability building at the
foundation to financial outcomes at the top. A well-constructed strategy map enables all stakeholders to
understand how their work contributes to organizational success.

Each objective on the strategy map should be linked to at least one KPI, one or more strategic initiatives,
and a responsible owner. The map should be reviewed and updated at least annually — or whenever
significant strategic shifts occur.

Customer Outcomes
Value delivery and satisfaction

Internal Processes

Operational excellence and
efficiency
Learning & Growth

Foundation capabilities and
skills

The cascade above illustrates that financial performance is the ultimate outcome, driven by superior
customer experiences, which in turn depend on excellent internal processes — all of which are enabled by a
skilled, engaged, and technologically equipped workforce.

Learning & Growth [Enter objective] [Enter KPI] [Internal
Process
objective]

Internal Process [Enter objective] [Enter KPI] [Customer
objective]

Customer [Enter objective] [Enter KPI] [Financial
objective]

Financial [Enter objective] [Enter KPI] [Strategic

theme]



Template 3: Balanced Scorecard Master

Template

The Balanced Scorecard Master Template is the central operational document of the entire BSC program. It
consolidates all four perspectives into a single view, enabling leadership to assess performance at a
glance, identify risks, and align management attention with strategic priorities. This template should be

updated on a regular cadence — monthly at minimum — and reviewed formally in quarterly strategy

sessions.

Each row represents a strategic objective paired with its associated KPI, quantified target, actual result,

traffic-light status, accountable owner, and linked strategic initiative. When completed rigorously, this

template becomes the single source of truth for organizational performance.

Perspective Strategic

Objective
Financial [Objective] [KPI] [#] [#]
Customer [Objective] [KPI] [#] [#]
Internal [Objective] [KPI] [#] [#]
Process
Learning & [Objective] [KPI] [#] [#]
Growth

Suggested Status Indicators

@ Green Yellow

On target — performance At risk — performance is below
meets or exceeds the defined target but within an acceptable
threshold tolerance band

~ ) [Name] [Initiative]

[Name] [Initiative]
" ] [Name] [Initiative]
® [Name] [Initiative]

@ Red

Below target — performance
has breached the minimum
threshold and requires
immediate action



Template 4: KPI Definition Sheet

Poorly defined KPIs are one of the most common causes of Balanced Scorecard failure. Without a clear,
agreed-upon definition, different stakeholders may interpret the same metric differently — leading to
inconsistent data, contested results, and a loss of trust in the scorecard. The KPI Definition Sheet
eliminates this ambiguity by capturing everything teams need to know about each measure in a single
reference document.

Every KPI in the Balanced Scorecard should have its own completed Definition Sheet, reviewed and signed
off by the KPI owner and executive sponsor before being incorporated into the master scorecard.

KPI Profile Fields Worked Example
KPI Name — Short, descriptive title .
Field Example
Strategic Objective — Linked BSC objective
Perspective — Financial / Customer / Internal KPI Name Customer Retention
/ L&G Rate
KPI Description — Plain-language explanation )
Strategic Increase customer
Formula — Exact calculation method Objective loyalty
Unit of Measure — %, S, #, ratio, etc.
Data Source — System or report name Perspective Customer
Frequency — Monthly, quarterly, annual Formula (Retained Customers =
Owner — Named individual accountable Total Customers) x
Target Thresholds — Green / Yellow / Red 100
values
. Unit of Measure Percentage (%)
Reporting Method — Dashboard, report,
meeting Data Source CRM system
Frequency Monthly
Target 290%
Owner VP Customer Success

(@ Each KPI should be reviewed annually to
confirm it remains relevant and
accurately measures the strategic
objective it supports.




Template 5: KPI Ownership Matrix

Accountability is the backbone of any high-performing Balanced Scorecard program. The KPI Ownership
Matrix uses a RACI framework to assign clear, unambiguous roles for every key performance indicator
across the organization. Without this clarity, KPIs are at risk of being monitored inconsistently, updated late,
or disputed during review meetings.

The matrix should be completed during the BSC design phase and updated whenever ownership changes
due to organizational restructuring, role changes, or the addition of new KPlIs.

Executive
Sponsor
Revenue Growth A
Customer Satisfaction A
Employee Engagement A
[Add KPI] [R/A/C/1]

RACI Legend

R — Responsible

The individual who performs the work and
ensures the KPI is measured and reported
accurately

C — Consulted

Subject matter experts or stakeholders whose
input is sought before decisions are made

Data Owner Reviewer
R C |
R C |
R C |
[R/A/C/] [R/A/C/] [R/A/C/]

A — Accountable

The executive or leader who owns the outcome
and is ultimately answerable for the KPI's
performance

I — Informed

Stakeholders who are kept up to date on KPI
status and outcomes but are not directly
involved



Template 6: Target Setting Worksheet

Targets give KPlIs their strategic teeth. Without a defined target, a metric is merely descriptive — it tells you
where you are, but not where you need to be. The Target Setting Worksheet provides a disciplined approach
to establishing baselines, realistic targets, and ambitious stretch goals that motivate high performance

without becoming demotivating through unattainability.

Effective target setting is a collaborative process. It should involve the KPI owner, the executive sponsor,

the finance function, and — where relevant — input from customer or market intelligence. Targets should be

set at the beginning of each planning period and formally reviewed at mid-year.

Baseline Benchmark

[KPI Name] [Current [Industry
value] avg.]

[KPI Name] [Current [Industry
value] avg.]

Target Sources

Cl@) Historical Performance

Use past results to set a realistic baseline
and establish improvement trajectory over
time

X Strategic Goals

Ensure targets reflect the ambition level
required to achieve the broader strategic
objectives

Stretch Review
Target Frequenc
y
[Committed [Aspirationa Monthly /
goal] | goal] Qtrly
[Committed [Aspirationa Monthly /
goal] | goal] Qtrly

lz] Industry Benchmarks

g

Reference sector-specific data to
understand where your organization stands
relative to peers

Competitor Analysis

Monitor competitive performance to
identify where differentiation is needed and
set targets accordingly



Template 7: Strategic Initiative Tracker

Strategic initiatives are the engines of the Balanced Scorecard. While KPIs tell you whether you are
achieving your objectives, initiatives are the deliberate actions that close the gap between where you are
and where you need to be. Without rigorous initiative tracking, organizations often invest significant
resources in activities that fail to deliver strategic value or drift off course due to poor oversight.

The Strategic Initiative Tracker should be reviewed in every performance review meeting. Initiative status
should be updated monthly by the initiative owner, with escalation to the executive sponsor whenever a
delay or budget overrun is identified.

Initiative Objective Start End Budg Benefit
Supported Date Date et S
[Initiative [BSC [Name] [Date] [Date] [S] In [Expect
name] objective] Progr ed
ess outcom
el
[Initiative [BSC [Name] [Date] [Date] [$] Not [Expect
name] objective] Starte  ed
d outcom
el

Status Categories

Not Started

O Initiative is planned but has not yet commenced

In Progress

Initiative is actively underway and on schedule

Delayed

Initiative has fallen behind schedule and requires corrective action

Completed

Initiative has been successfully delivered and benefits realized

On Hold

Initiative has been temporarily paused pending a decision or resource availability

00



Template 8: Departmental Scorecard
Template

The Departmental Scorecard Template enables each functional area to take ownership of its contribution
to the organization's strategic objectives. Rather than relying solely on a top-level enterprise scorecard, the
departmental template creates localized accountability — ensuring that teams understand which KPIs are
theirs to own, what actions are required, and how their performance connects to the broader strategy.

Department scorecards should be designed in alignment with the enterprise scorecard, ensuring that each
departmental objective directly supports at least one organizational-level strategic objective. This vertical

alignment is what gives the cascading model its power.

Department Strategic Target Current
Objective Value
[#]

Finance [Objective] [KPI] [#] [Name] [Yes/
No]
Human [Objective] [KPI] [#] [#] [Name] [Yes/
Resources No]
Operations [Objective] [KPI] [#] [#] [Name] [Yes /
No]
Sales [Objective] [KPI] [#] [#] [Name] [Yes /
No]
Marketing [Objective] [KPI] [#] [#] [Name] [Yes/
No]
Information [Objective] [KPI] [#] [#] [Name] [Yes /
Technology No]

(& Each department should have no more than 5-7 KPIs to maintain focus and prevent scorecard
proliferation. Less is more — choose measures that are truly strategic, not just easy to collect.



Template 9: Scorecard Cascading
Template

Cascading is the process by which organizational strategy is translated from the enterprise level down
through every layer of the organization — business units, departments, teams, and ultimately individual
employees. When done correctly, cascading creates a coherent line of sight from every person's daily work
to the organization's highest-level strategic ambitions. When done poorly, it creates misalignment,
conflicting priorities, and wasted effort.

The Scorecard Cascading Template provides a structured framework for documenting objectives, KPlIs,
targets, and owners at each organizational level, ensuring that every layer reinforces — rather than

contradicts — the levels above it.

Organizational Objective

Level

Enterprise [Strategic objective] [KPI] [#] [C-Suite]

Business Unit [Supporting objective] [KPI] [#] [BU Head]

Department [Contributing [KPI] [#] [Dept. Head]
objective]

Team [Team objective] [KPI] [#] [Team Lead]

Individual [Personal objective] [KPI] [#] [Employee]



Cascading Principles

——— — 00—

Align Vertically Across Levels

Every objective at a lower level must visibly
support an objective at the level immediately
above it

Maintain Strategic Focus

Resist the temptation to add operational
measures that, while important, are not
strategically differentiated

——0— —0

Avoid Duplicate KPIs

The same KPI should not appear identically at
multiple levels — lower levels should track
contributing inputs, not the same outputs

Ensure Clear Accountability

Each KPI at every level must have a single
named owner — shared ownership without a
primary lead creates accountability gaps



Template 10: Performance Review
Meeting Template

Performance review meetings are where the Balanced Scorecard comes alive. Data alone does not improve
performance — it is the structured discussion, root cause analysis, and commitment to corrective action
that drives results. The Performance Review Meeting Template ensures these sessions are focused,
productive, and consistently structured across the organization.

Review meetings should be held monthly for operational scorecards and quarterly for strategic reviews.
Each meeting should follow a consistent agenda to build discipline and maximize the quality of decision-
making.

Meeting Information Standard Agenda

1. Review KPI performance against targets

Date [Date]

Discuss significant deviations (Red and Yellow KPIs)

Facilitator [Name / Role] Identify root causes of underperformance

.. Approve corrective actions and assign owners
Participants [Names] PP g

Review strategic initiative progress and blockers

o o~ W D

Review [Month / Quarter]
Period

Confirm next steps and follow-up actions

Action Log

_

[Performance gap] [Identified cause] [Corrective action] [Name] [Date]

[Performance gap] [Identified cause] [Corrective action] [Name] [Date]



Template 11: Executive Dashboard
Template

The Executive Dashboard provides senior leadership with a high-level, at-a-glance view of organizational
performance across all four Balanced Scorecard perspectives. Unlike the operational scorecard, which

contains detailed KPI-level data, the executive dashboard is designed for rapid interpretation — enabling
executives to identify trends, flag concerns, and direct management attention within minutes, not hours.

The dashboard should be distributed to executives at least monthly, ideally in a format that can be reviewed
before or during the leadership team's strategic review meeting. A well-designed executive dashboard tells
the story of performance without requiring the reader to interpret raw numbers.

Scorecard Summary

Perspective Number of @ Yellow

KPIs
Financial [#] [# [#] [#]
Customer [#] [# [#] [#]
Internal Process [#] [# [#] [#]
Learning & Growth [#] [#] [#] [#]

Dashboard Components

© .

KPI Status Indicators Trend Analysis Initiative Progress
Traffic-light summary for Rolling 3—6 month Summary status of all active
every KPI across all performance trend for each strategic initiatives and their
perspectives strategic measure milestone achievements
Risk Summary Executive Commentary

Top strategic risks identified through scorecard Narrative context explaining key variances,
performance, with assigned mitigations strategic developments, and leadership

decisions



Template 12: Action Plan Template

Every performance gap identified in the Balanced Scorecard review process must be addressed through a
structured action plan. Without a formal action planning discipline, organizations risk falling into a pattern
of repeatedly discussing the same problems without achieving resolution. The Action Plan Template
provides the structure needed to move from diagnosis to delivery — capturing the gap, its root cause, the
corrective action, the owner, the timeline, and the current status.

Action plans should be treated as living documents, updated between review meetings as progress is made
or circumstances change. Outstanding action plans should be the opening agenda item in every
performance review meeting to create accountability.

Performance Root Cause Corrective Action

Gap

[Gap [Identified [Action steps] [Name] [Date] [Statu
description] cause] s
[Gap [Identified [Action steps] [Name] [Date] [Statu
description] cause] s]

Prioritization Criteria

Strategic Impact

How significantly does closing this gap affect
the achievement of a key strategic objective?
High-impact gaps should always be prioritized
above operational convenience.

Urgency

Is the gap worsening over time? Escalating
trends require faster response than stable or
slowly improving gaps.

Cost

What financial investment is required to
implement the corrective action? Balance the
cost of the fix against the cost of continued
underperformance.

Complexity

How many stakeholders, systems, or
processes are involved? High-complexity
actions require additional planning and cross-
functional coordination.



Template 13: Balanced Scorecard
Governance Matrix

Governance is what sustains a Balanced Scorecard program beyond its initial launch. Without a clearly
defined governance structure, BSC programs tend to decay over time — review meetings become less
frequent, KPI data quality deteriorates, ownership becomes ambiguous, and the scorecard gradually loses
its strategic relevance. The Governance Matrix prevents this decline by formally defining roles,
responsibilities, and governance activities across the organization.

The governance framework should be approved by the executive sponsor and communicated to all
stakeholders at the outset of the BSC program. It should be reviewed annually as part of the scorecard
refresh cycle.

Role Responsibility

Executive Sponsor Strategic oversight — champions the BSC program at board and
executive level, approves strategic direction and major changes

Strategy Office Program management — coordinates KPI reporting, facilitates review
meetings, maintains the master scorecard and strategy map

Department Head Performance accountability — ensures departmental scorecard is
current, approves corrective actions, and communicates results to
teams

KPI Owner KPI monitoring — collects and validates data, reports results on
schedule, and escalates anomalies to the department head

Data Owner Data quality management — maintains the integrity of underlying data
systems and resolves data discrepancies in a timely manner



Governance Activities Calendar

Monthly Semi-Annual

KPI data collection, status updates, Mid-year target review, data source
operational performance reviews, validation, and KPI relevance
and action log follow-up assessment

Quarterly Annual

Strategic review meetings, initiative Full scorecard audit, strategy map
progress assessments, and refresh, KPI library update, and
executive dashboard distribution continuous improvement review



Template 14: Scorecard Audit Checklist

The Scorecard Audit Checklist is the quality assurance tool of the Balanced Scorecard program. Conducted

annually — or whenever a significant strategic change occurs — the audit ensures that the scorecard

remains aligned with current strategy, that KPIs are still meaningful and measurable, and that governance

processes are functioning as intended. A BSC that has not been audited regularly risks becoming a

compliance exercise rather than a genuine strategy management tool.

Each checklist item should be assessed as complete, in progress, or not addressed. Where gaps are

identified, they should be entered into the Continuous Improvement Tracker (Template 15) for resolution.

Strategy Alignment

[] Objectives align with current organizational
strategy

[] Strategy map reflects current strategic
priorities

[] Strategic initiatives support the stated
objectives

KPI Effectiveness

(] All KPIs are quantifiable and measurable
(] Every KPI has a named, accountable owner
[] Targets are defined for all KPIs

[ ] Data sources are documented and reliable

Governance

Review-meetinge-oeet-eonthe-defined-eadenece
Roeles-ardrespensibilities-are-deoetmented-and

Continuous Improvement

[] KPIs are reviewed periodically for continued
relevance

(] Lessons learned are documented and shared

[] Scorecards are formally updated on an annual
cycle

© Items marked complete indicate
governance health. Address any open
items within 60 days of the audit date.



Template 15: Continuous Improvement
Tracker

The Continuous Improvement Tracker closes the loop in the Balanced Scorecard system. No program is
perfect at launch, and the most successful BSC implementations are those that treat the scorecard itself as
a subject of ongoing improvement. This tracker captures every opportunity identified — whether from
declining KPI trends, employee suggestions, customer feedback, external benchmarks, or audit findings —
and converts them into structured improvement actions.

The tracker should be reviewed in quarterly strategy sessions and updated regularly by the Strategy Office.
Improvement opportunities should be prioritized using the same criteria applied to action plans: strategic
impact, cost, urgency, and complexity.

Improvement Recommended Timelin

Opportunity Action e

[Opportunity KPI trend [Recommended [Name] [Date] Open

description] action]

[Opportunity Audit [Recommended [Name] [Date] In

description] finding action] Progr
ess

[Opportunity Employee [Recommended [Name] [Date] Close

description] feedback action] d

Sources of Improvement Opportunities

/\l_f' KPI Trends (EE__]" Employee Feedback

&
Sustained underperformance or volatility in Frontline staff often identify process
a KPI often signals a deeper systemic issue inefficiencies and data quality issues that
requiring structural improvement, not just a are invisible at the leadership level

corrective action

fé Customer Feedback Jjﬂj Audit Findings & Benchmarking
Customer complaints, NPS scores, and Annual scorecard audits and external
service reviews can surface gaps between benchmark comparisons provide an
strategic intent and actual customer objective view of where the BSC program

experience can be strengthened



Implementation Best Practices

A Balanced Scorecard is only as effective as the discipline with which it is implemented and maintained.
Organizations that treat BSC as a one-time design exercise — building a scorecard, setting targets, and then
reviewing it infrequently — rarely see meaningful performance improvement. The organizations that realize
the greatest value from BSC are those that embed it into their management rhythm as a living, continuously
refined system for strategy execution.

The following best practices are drawn from decades of BSC implementation experience across industries
and organization sizes. They represent the practical habits and design choices that distinguish high-
performing BSC programs from those that fade into irrelevance.

Start With Strategic Objectives, Not KPIs

Define what you are trying to achieve before deciding how you will measure it. KPIs derived from
objectives are always more strategic than KPIs chosen because data is readily available.

Limit KPIs to the Critical Few

Most organizations benefit from 15-25 enterprise-level KPIs. Scorecards with 50+ KPIs create
reporting burden without generating strategic insight. Focus ruthlessly on what matters most.

Standardize KPI Definitions Organization-Wide

Inconsistent definitions are the number-one source of scorecard disputes. A shared KPI dictionary
— built using the KPI Definition Sheet — eliminates ambiguity and builds confidence in the data.

Establish Clear Ownership at Every Level

Every KPI and every initiative must have a single, named owner. Shared ownership without a primary
lead is functionally equivalent to no ownership. Use the RACI matrix to formalize accountability.

Automate Data Collection Where Possible

Manual data collection is slow, error-prone, and consumes time that should be spent on analysis
and action. Invest in data integration between source systems and the scorecard platform early in
the implementation.



Conduct Monthly Performance Reviews

Quarterly reviews alone are insufficient to catch problems early. Monthly operational reviews
combined with quarterly strategic reviews create the right cadence for both responsiveness and
strategic discipline.

Cascade Scorecards Consistently

Cascading must follow a structured methodology — not an ad-hoc process. Use the Cascading
Template to ensure vertical alignment from enterprise to individual across every organizational
layer.

Align Incentives With Objectives

If performance management systems and compensation structures reward behaviors that
contradict BSC objectives, the scorecard will lose credibility. Ensure incentives reinforce — not
undermine — strategic priorities.

Review and Refresh Scorecards Annually

Strategy evolves. KPIs that were relevant last year may no longer reflect current priorities. An annual
scorecard audit and refresh cycle keeps the program aligned with organizational direction.

Continuously Refine Measures and Targets

Use the Continuous Improvement Tracker to systematically capture and address weaknesses in the
BSC program itself. The best scorecards are always works in progress.



Quick Deployment Checklist

Use this checklist to track the end-to-end deployment of your Balanced Scorecard program. Each item

represents a critical milestone in moving from strategic intent to operational performance management.

Organizations that complete all ten steps have the foundational infrastructure in place to execute strategy

with clarity, accountability, and rigor.

Program Deployment Steps

[J Vision and strategy are documented and approved
by leadership

(] Strategy map has been developed with cause-and-
effect linkages

[J KPIs have been defined using the KPI Definition
Sheet for each measure

[J Targets have been established using the Target
Setting Worksheet

(] Strategic initiatives have been identified and linked
to objectives

(] Scorecards have been cascaded from enterprise to

departmental level

[J Governance model has been established with roles
and responsibilities defined

[J Executive dashboard has been designed and
distributed to leadership

[J Review cadence (monthly/quarterly) has been
formally agreed and scheduled

(] Continuous improvement process has been
launched with a dedicated tracker

You're Ready When...

Every KPI has an owner

Accountability is documented,
communicated, and accepted at all levels

Data flows reliably

Source systems are connected and data
is updated on the defined reporting
frequency

Reviews are in the calendar

Monthly and quarterly sessions are
scheduled with the right participants
confirmed

Leadership is engaged

The executive sponsor actively
champions the BSC and uses it to guide
strategic decisions

© Completing this checklist marks
the successful launch of your
Balanced Scorecard program. The
journey from here is one of
continuous refinement — measure,
learn, and improve.
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