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Introduction 
 
 

This paper introduces the use of the Balanced Scorecard (BSC) approach in higher 

education, and specifically colleges of agriculture, for the purpose of managing strategic 

objectives.  While originally developed by Robert Kaplan and David Norton for the 

private sector, the BSC has been successfully integrated into the higher education sector 

as well.  This paper seeks to outline appropriate methods of integrating the BSC approach 

illustrated through examples, charts and figures focused on key objectives and measures 

central to colleges of agriculture.  In addition, strategy maps will be introduced to show 

linkages of key entities from four different organizational perspectives.  Greater exposure 

of methods and tools used to drive the strategic agenda in colleges of agriculture is a 

major objective of this paper. 

 The need for managing differently has been brought about by continued financial 

stress and by domestic and international pressure to improve quality, efficiency and 

reduce cost of delivering core services related to teaching, research, outreach and 

administrative activities.  To respond to these pressures and to its own desire to improve, 

the University of Minnesota is engaged in a Strategic Positioning Initiative.  This 

initiative is intended to help the University become one of the top three public research 

universities in the world within a decade.  This lofty goal requires the definition, 

adoption, integration, tracking and management of key performance indicators used to 

assess progress toward strategic institutional goals.  It is the intent of this paper to provide 

an overview of a structured approach that could be adapted to fit many colleges and 
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universities in tracking key performance indicators using a number of different 

perspectives. 

 Historically, analysis and reporting have focused on financial indicators as a 

means to assessing overall performance.  Generally these financial measures report on 

outcomes also know as lagging indicators.  This after-the-fact approach does not 

communicate the real drivers of future performance.  What is needed is to define and 

manage indicators that show value through investments in students, faculty, staff, 

technology and innovation.  To address these issues the BSC was developed by Kaplan 

and Norton to help overcome limitations of managing only with financial indicators.  

This broader perspective flushes out leading indicators that can be managed through 

strategic objectives tied to strategic initiatives used to drive improved performance.   

 
 

What are Balanced Scorecards 
 
 
Balanced Scorecards were created by Kaplan and Norton in the early 1990’s to describe 

how intangible assets such as human capital could be transformed or realigned through 

internal business processes and knowledge of customer/stakeholder needs to accomplish 

strategic objectives. In terms of a working diagram, Learning (innovation) and Growth is 

visualized as the base of a  pyramid, which is  translated through  Internal Business 

Processes by moving toward the top of the pyramid, through Knowledge of the Customer 

and finally to the key strategic objectives at the top of the pyramid. Figure 1.0 shows an 

example of a generic Balanced Scorecard. 
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Figure 1.0 Balanced Scorecard 

(Lassiter, B. 2005 p. 14) 

 
Balanced Scorecard is related to quality improvement programs such as Malcolm 

Baldrige and Six Sigma.  The Baldrige framework requires that certain programs be in 

existence to measure outcome.  The Baldrige award itself requires elaborate self-study to 

determine how an organization is positioned to attain quality in its products and services 

and in terms of its knowledge of customer requirements.  Six Sigma focuses on the 

identification of “defects” and development of internal processes to minimize defects. 

Attainment of   Six Sigma performance is the allowance of only one defect in over a 
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million opportunities.  Most organizations operate at a level of three sigma or below. 

Improvement of internal processes results in better quality and low cost. It should be 

noted that internal processes are one level in a Balanced Scorecard.  In terms of an 

analogy, quality experts suggest that “Six Sigma teaches people how to fish, whereas the 

Balanced Scorecard teaches them where to fish.”(Kaplan and Norton, 2006 p. 282).  

Balanced Scorecard has been widely adopted by US companies and nonprofit 

organizations. The promise of transforming intangible assets into strategic objectives has 

been fulfilled in many of these instances.   

Several modifications can be made to the Balanced Scorecard framework when 

adapting it to nonprofit and service organizations.  In the same manner in which Six 

Sigma must be adapted from manufacturing to service environments, the Balanced 

Scorecard diagram must be modified to capture the essence of strategic business elements 

to accomplish organizational goals. Some of the modifications include:  the replacement 

of financial objectives with stakeholder needs or overall mission statements. The US 

Army uses an overall mission of preparedness of forces as the highest step in the 

Balanced Scorecard with stakeholder needs just below it.  Figure 1.1 shows this 

relationship among levels.   
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Figure 1.1 US Army Scorecard 

(Kaplan and Norton, 2006 p 175) 

Another modification in this scorecard is the addition of resources at a level 

below learning and growth.  Other nonprofit organizations such as the Red Cross use 

similar diagrams.   

An important aspect of scorecards in large organizations is the issue of alignment 

of strategic objectives among strategic business units or levels in a organizations.  This 

process of alignment is accomplished by cascading balanced scorecard levels where each 

level is aligned to a higher and lower level of the organization. “Cascading “ can be 
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accomplished in a top-down model (US Army) or in a bottom-up manner(FMC corp) or 

in a hybrid of both top to middle or vice versa - (MDS corporation).  The linkage of 

levels insures the resonance of key objectives among levels and insures alignments and 

synergistic results.  

Strategy maps are used to visualize the interconnections of levels in a Balanced 

Scorecard.  An example of a Strategy Map is show in Figure 1.2. 

 

 
 
Figure 1.2 Strategy Map 

(Kaplan and Norton 2001 p. 101) 
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Many strategy maps show the interconnections of elements within a Balanced Scorecard 

similar to flowcharts that show relationships between their own entities.  Kaplan and 

Norton have authored a book on Strategy Maps titled “Strategy Maps: Converting 

Intangible Assets into Tangible Outcomes”.  Numerous examples are given as to how 

these maps have become guides for strategic decisions. 

Application of Balanced Scorecards to Higher Education 

A number of colleges and universities have begun to apply Balanced Scorecards to their 

respective institutions.  The University of California system, the University of Akron, the 

University of Texas at El Paso, Wheaton College and other academic institutions have 

begun to develop Balanced Scorecard models of their respective institutions.  This model 

fits higher education very well in that intangible assets are a major part of these 

institutions.  The following Figure 2.0 shows an example of  their Balanced Scorecard 

Models. 
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Figure 2.0 University of Texas at El Paso (UTEP) Model 

(Balanced Scorecard Initiative Conference from the University of Texas at El Paso) 
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Figure 2.1 City of Charlotte Department of Transportation’s Balanced Scorecard 
 
(Kaplan and Norton 2001, p. 181) 
 
The transition from a profit business to nonprofit model involves some adaptation as seen 
below. 
 
 
 



 
AAEA Conference in Long Beach, CA July 23 – 26, 2006 

12

 
 
Figure 2.2 Adapting the Balanced Scorecard Framework to Nonprofit Organizations 

(Kaplan and Norton 2001, p. 135) 

 
 
Figure 2.3 The Financial/Customer Perspectives for Public-Sector Agencies 

(Kaplan and Norton 2001, p. 136) 

 
 
The U.S. Army has developed extensive Balanced Scorecards.  The following diagram 

shows one of these. 
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Figure 2.4 U.S. Army Balanced Scorecard/MAP 

(Kaplan and Norton 2006, p. 176) 

 
 



 
AAEA Conference in Long Beach, CA July 23 – 26, 2006 

14

 
 
Figure 2.5 Examples of Cascading Among Scorecard Levels. 

(Kaplan and Norton 2001, p. 248) 
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Figure 2.6 The Relationship Between the Balanced Scorecard within Strategic Planning 

Efforts 

(Kaplan and Norton 2001, p. 73) 
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Figure 2.7 BAS Excels in Support of Berkeley’s Academic Mission 

(Coley 2004) 
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Figure 2.8 Wheaton College Dashboard Fall 2003 

(Wheaton College, Fall 2003) 
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Figure 2.9 Example of BSC at College or Unit Level 

(Shareware from unknown source, 2005) 
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It should be noted that the development of balanced scorecards has been very recent. 

Some institutions such as Pennsylvania State University are just now developing a 

structure for use in this manner.  Modifications to the diagram are readily apparent and 

different measurement devices are also used.  No institution has developed a fully 

cascading series of Balanced Scorecards. However, the University of Texas at El Paso 

has made some progress in this area.   

This paper will discuss the process of strategic alignment at the University of 

Minnesota- a work in progress- and will present an Excel spreadsheet which contains 

levels of a Balanced Scorecard in Beta version at the College or Strategic Business Unit 

Level.  Discussion of the use of Balanced Scorecards in capturing synergies of combined 

collegiate units will be accomplished also.  The new collegiate unit the College of Food, 

Agricultural and Natural Resource Sciences (CFANS) is the result of the merger of the 

College of Natural Resources with the College of Agricultural, Food and Environmental 

Sciences. Kaplan and Norton discuss the capturing of synergies by alignment and 

realignment of business units. They suggest common core values are the easiest to imbed 

in scorecards with the criteria of overall alignment of diverse strategic objectives unique 

to the strategic units being the most difficult to develop. 
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Figure 2.10 Cascading of Levels in the Balanced Scorecard 

(Coley 2004) 

 

Strategy Maps and Balanced Scorecards:  Drill-down of Objectives 
 
The interaction of Balanced Scorecards and Strategy Maps is very important to 

recognize.  The Balanced Scorecard shows the levels in achievement of overall strategic 

objectives- beginning with Learning and Growth, progressing through Internal Processes 

to the Customer Perspective and finally overall objectives, either Mission, Stakeholder or 

financial, depending upon the type of institution as seen in figure 3.0 below.   
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Figure 3.0 Strategy Map 

(Kaplan and Norton 2001, p. 101) 

The Strategy Map is more detailed and shows the specific interactions between each of 

the levels.  Some interaction connections may skip stages and go directly to overall 

objectives. Knowledge of this interaction allows the strategic planner to develop 

programs including actions steps and tactics to foster and achieve these relationship 

connections.  

A program called Strategy Map is available to analyze the interaction of Balanced 

Scorecards and Strategy Maps. Some of the output is shown later.  Strategy Map allows 
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the user to design Vision & Mission statements, perform SWOT analysis and file a 

business plan for use in analysis.  The drill-down of objectives is performed in a database 

manner.  Each of the statements is indexed under goals, perspective, and other headings. 

Strategy Map allows the export of maps and other data. 

 
The use of Strategy Maps assists the strategic planner in sequencing the desired programs 

to be used in enacting changes. 

 

Designing a Balanced Scorecard at the College Level: First Efforts 
 
The process of developing a Balanced Scorecard at the collegiate level involves some 

assumptions. First of all, the overall objectives must be transferred to this level. The goal 

at the University of Minnesota of becoming “one of the top three public research 

universities” must be recognized as a primary goal at the college level. This achievement 

can be measured by research grants and publication quantity and quality.  

It is more difficult to measure the attainment of a quality position in other mission 

areas: teaching and outreach.  The following spreadsheet contains some of the early 

thinking that is transferred to a working spreadsheet.  See below figure 4.0 showing the 

Wheaton College Dashboard as referenced earlier. 
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Figure 4.0 Wheaton College Dashboard Fall 2003 

(Wheaton College, Fall 2003) 



 
AAEA Conference in Long Beach, CA July 23 – 26, 2006 

23

A further example of applying the balanced scorecard approach to higher 

education is illustrated by the above figure 2.9.  Each of the four categories or 

perspectives shows aspects of the instruction mission.  Each of the four quadrants 

includes a stretch goal, a target value and a related objective.  
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Summary and Conclusions 

 
This paper describes the evolution of Balanced Scorecards to its application to nonprofit 

and service industries and colleges such as CFANS (a combined unit of Colleges of 

Agricultural, Food and Environmental Sciences with the College of Natural Resources).  

The use of Balanced Scorecards allows strategic planners to connect the various levels of 

larger, combined business units with efforts of individual faculty and staff. The data 

processing applications using Excel have been shown and a beta version of an Excel-

based Balanced Scorecard for CFANS.  This example is a beginning point and requires 

much work to refine and flush out further strategies related to research and outreach. 

The application of Balanced Scorecards to business units is instrumental in 

showing progress toward strategic objectives. It should be noted that one of the most 

important aspects of this application process is the alignment of individuals and resources 

within units to create synergistic value. Once alignment of objectives is achieved, new 

possibilities for cooperative enterprises will appear and can be added to the basic strategy 

maps. The sum total of all these efforts will create an augmented value to the 

stakeholders at all levels in an organization with the adoption of Balanced Scorecard 

serving to facilitate this process. 

Further research is needed in the investigation of the process of alignment and 

value creation.  The alignment relates not only strategic objectives but to Balanced 

Scorecards that cascade across multiple organizational units.  The authors plan to proceed 

with this effort in future work. 
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