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ABSTRACT

The Balanced Scorecard (BSC) constitutes one of the most popular performance 
measurement systems for organizations. Used solely as a performance measurement 
system, the BSC highlighted a serious setback: inability of the traditional management 
systems to link a company’s long-term vision with its short-term strategies. Premised 
on this deficiency, the BSC application has been further innovated to include using it as 
an organizational alignment tool. Specifically, the strategic use of BSC as an 
organizational alignment tool has been proposed by Kaplan and Norton in their 2006’s 
book Alignment: Using BSC to Create Corporate Synergies. Despite the detail 
implementation framework outlined in their book, there has been very limited literature 
written by previous researchers or practitioners to implicate the usage of BSC as an 
alignment tool. Most works on BSC were based mainly on its role as a performance 
measurement tool or premised on limited, superficial and generic data. The present 
study examines the use of BSC as an organizational alignment tool in a large 
government-linked company (GLC) in Malaysia. To be named as ATB, the case study 
company was one of the pioneer companies to implement BSC in this country way back 
in 1996. The use of BSC as an alignment tool became prominent for ATB when the 
“GLC Transformation Programme” was introduced by the government and came into 
effect in 2006. This study demonstrates how ATB uses the BSC to create organizational 
alignment and addresses organizational issues faced by the company in the process. 
Data for this study were gathered through interviews, analysis of documents, 
observations and a survey to the company’s employees. The study found that the BSC 
helps the case company to create organizational alignment only to a certain extent. 
Failure to enjoy full benefit of the BSC as an organizational alignment tool is due to the 
lack of understanding in executing the framework. This study discovers that the level 
of alignment created using this framework is subject to the comprehensiveness of its 
adoption by the employees from various levels. This study also found that 
organizational alignment requires organization to align its technical behavioral 
elements simultaneously. The study highlighted that the key determinant to 
organizational alignment using the BSC is the effectiveness of the KPIs determination 
process. The KPIs helps to connect and align these elements. Result of this study 
suggested that managers’ skill and knowledge, effective communication, partnership, 
restructuring, leadership, managers’ acceptance, trust, managers’ intention and 
attitudes, managers’ involvement and commitment affect the process of determining 
appropriate KPIs in the case company. The study also outlined several contributions to 
the body of knowledge and practices. It extended the organizational alignment model 
developed by Kaplan and Norton (2006) to include the behavioral elements into the 
model. It also offers implementation guides to the practitioners and suggests several 
improvement initiatives. However, the finding of this study have to be carefully 
interpreted as it is only limited to the case company. Future study could focus on 
multiple case studies in different industries and relational study on the multiple factors 
affecting the process.
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CHAPTER ONE 

INTRODUCTION

1.1 PREAMBLE

Since its first introduction in 1992, the Balanced Scorecard (BSC) has become 

a popular strategic management tool as well as a topic for academic debates. Studies 

have revealed that, to a certain extent, companies that implemented the BSC have 

benefited from its implementation. Some successful examples include DuPont, IBM, 

Ricoh, Infosys Technologies, Tata Motors, HSBC Rail, AT&T Canada, University of 

California, Thorton Oil, Metro de Madrid, Mitshubishi HQA and Bank of Tokyo. These 

success stories, however, have not been adequately documented or openly shared with 

those from outside the organisations. Despite its popularity, studies have also found 

that seventy per cent (70%) of BSC implementation initiatives failed to achieve its 

intended objectives (Neely and Bourne, 2000 and Atkinson, 2006). Neely (2008) 

further emphasized the need to understand why BSC does not give the impact expected 

by its implementers. Among the many critical success factors cited for being 

instrumental in BSC implementation include companies having a clear vision and 

mission; their ability to translate the vision and mission into operational terms; strong 

support from top management and their ability to align the various components and 

activities of the companies with corporate strategy. Kaplan and Norton (2006a) has 

specifically pointed out that successful organizational alignment is one of the major 

factors, which influenced the impact achieved by BSC implementers. They emphasized, 

“the major differences between the high and low benefit o f BSC users is in their ability 

to create organizational alignment between the different departments or divisions'' 

Kaplan and Norton (2006a, p. 2). deGeuser, Mooraj and Oyon (2009) also supported 

that one of the main contributions of BSC lies in its ability to align various processes, 

services, competencies and units of an organization. Additionally, Franco-Santos, 

Lucianetti and Bourne (2012) also found that one of the consequences of implementing 

contemporary performance management system (such as BSC) is that it helps to create 

organizational alignment. What is organizational alignment and why is it so important 

for an entity?
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