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The Balanced Scorecard (BSC) approach to performance measurement is gaining, over the last decades, an
increased popularity due its strategic use of key non-financial measures along with the more traditional
financial metrics. This paper outlines the process of development, implementation, usage and later on
abandon, of the BSC in a Portuguese subsidiary of a leading international pharmaceutical company. In
order to support our findings we review in the existing literature on the BSC concept and highline the
characteristics of this concept analyzing the reasons of its popularity. In addition this paper postulates the
likely impact of such a performance measurement system on the organizational behaviour and provides a
framework on how the BSC implementation can effectively help an organization in clarifying its mission and
strategy into new goals. Finally, this paper outlines the organizational challenges and potential pitfalls

associated to the BSC implementation.
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INTRODUCTION

In 1992, Kaplan and Norton introduced the Balanced
Scorecard (BSC) concept as a new system for organizing
both  financial and non-financial  performance
measurements (see Kaplan and Norton, 1992, 1993). In
the beginning of their article they discuss the well-known
device these days, “what you measure is what you get’
(Kaplan and Norton, 1992: 71), which points out the
authors’ view on the role of performance measurements
in managerial work. The wide range of financial and non-
financial measurements, which the scorecard offers,
provides managers with a comprehensive framework
representation of both the organization’s tangible and
intangible assets. The BSC addresses the need for
multiple measures of performance and provides a
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strategic framework, which specifically encourages the
use of both financial and non-financial measures along
four perspectives - financial, customers, internal business
processes, and learning and growth - to measure
organizations performance. In both research and
practice, the BSC has received much attention,
particularly as a tool for driving unit level strategy within
many  industries, including  hospitality, health,
manufacturing and banking. In 1996, Kaplan and Norton
evolve the concept further to become a strategic
management system, which they argue supports four
managerial processes, namely clarify and translate vision
and strategy, communicate and link strategic objectives
and measures, plan, set targets, and align strategic
initiatives and enhance strategic feedback and learning
(Kaplan and Norton, 1996b).

The BSC appears to have all the answers for choosing
the most appropriate measures of company performance,
which are governed by the organization’s strategic



orientation and external competitive environment. The
success of the BSC relies on a transparent and well-
defined strategy as the basis for the development of
specific and relevant performance measures. The BSC
acknowledges that organizations respond to the
environment they face in developing their strategy and
their performance measurement system, in order to
achieve their objectives (Kaplan and Norton, 1992, 1993,
1996b).

The purpose of this study is the increase of the
understanding of how the BSC is used in the commercial
organization of a major pharmaceutical company
operating in Portugal. This work is operationalized by
studying how a BSC entered a single, multinational
corporate group and diffused internally, over time, in the
Portuguese organization and thru out its different
departments. Understanding the use of the BSC involves
the gathering of knowledge on how it was designed,
implemented, used and later on abandoned in the
organization. In this study, the design of the BSC
corresponds to one first level of description and
investigates what the system does and why. The design
includes the description of the contents of the BSC in the
organization, what the BSC emphasizes and why the
BSC points to the things it does. For instance, the
perspectives in the BSC and why these perspectives
were chosen in the organization are illuminated. The
implementation of the BSC reflects a second level of
description and focuses on how the BSC was
transformed and evolved in the organization. The choices
of BSC representations are illuminated through
describing how the BSC was built, deployed and
disseminated throughout the organization. The study of
the implementation reflects a historical aspect of an
organization, and is a useful consideration in
understanding the final results of BSC in this
organization. The use of the BSC focuses on the physical
realization of the system in the organization and thus
represents the third level of description. The use
dimension explores activities, such as documentation of
measurements, reconstruction of strategy, reporting of
results and communication within units, dissemination of
information, and strategic planning all related to the BSC
realization. Thus, the use dimension focuses on how
people made use of the BSC in their day-to-day
practices. The abandon of the BSC represents the fourth
level of description, detailing the reasons why the tool
was abandoned, mentioning the events leading to this
decision.

The research method chose to perform this work was a
case study, performed in a retrospective perspective,
since we will be focusing in a well delimited period of time
(1999-2003). The main research questions posed in this
study are thus: How was implemented the BSC is a
specific pharmaceutical company? How was used the
BSC in this particular company?
This paper is organized in the following manner.
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Section 2 accounts for the methodological approach
employed in this investigation. Research strategy,
collection and analysis of evidence, and the quality of
research are some topics that are presented and
discussed in this section. In section 3, a short
background of the case company is presented followed
by a case description. The application of the BSC is
described with respect to how it is designed,
implemented, used and abandon in the company,
analyzing the results from the case study. Finally, in
section 4 the findings from the empirical study are
synthesized and the research process is critically
discussed. Study limitations are also presented along
with an agenda for future research.

RESEARCH METHODS AND METHODOLOGY

Due to the interpretive character of the research with
focus on understanding a qualitative research strategy
was selected. According to Denzin and Lincoln
(2002:3)“...qualitative researchers study things in their
natural settings, aftempting to make sense of, or to
interpret, phenomena in terms of the meanings people
bring to them”. Since this study aims to explore and
explain a contemporary phenomenon in a real life setting,
within which the researchers have no ability to control,
the case study strategy was selected as a research
strategy (Yin, 2009). According to Stake (1994) the case
study should be selected with respect to what can be
learned. The researcher should choose cases from which
he or she believes they can learn the most. Based on this
statement and the following criteria we selected the full
organization of the subsidiary of a global pharmaceutical
company in Portugal as a case for the present research
study: The design of the BSC in the organization includes
financial and non financial measures that are derived
from a vision and strategy and are categorized into
perspectives derived from the original four presented by
Kaplan and Norton (1992); The BSC was implemented
and used in the organization; The investigators have
access to information needed to collect case study data.
The first criterion concerns the fact that the organization
has really implemented a BSC. According to the
advocates, the original framework of the BSC proposed
by Kaplan and Norton (1992) contains four perspectives
encompassing goals and measures. Since the BSC in
practice is being changed and adapted to the
organization’s conditions, the original framework has
been used in judging if the organization has implemented
a BSC or not. According to Malmi (2001), for a
measurement system to be a BSC, it should contain
financial and non-financial measures, which should be
derived from strategy and the measurement framework
should contain perspectives derived from the original
four. Thus, the number of perspectives does not matter,
but should be derived from the original framework. The
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second criterion concerns the implementation process.
How does one know that the BSC is fully implemented in
the organization? Kaplan and Norton (1996b) suggests
that it takes about 25-26 months for a company to make
the BSC a routine part of the management process.
However, the time schedule depends very much on the
organization’s background, history and current situation.
Therefore, in this case some employees of the company
in Portugal were questioned about the implementation of
the BSC. In addition, managers in the organization were
asked if they made use of the BSC in their work.
According to Yin (2009), there is a potential risk in
conducting a case study that a case may turn out not to
be the case it was thought to be from the beginning.
Therefore, the case needs to be carefully investigated
beforehand to prevent misrepresentations and to
maximize the access to the field. Thus, the third criterion
for selecting a case is that the investigator has access to
information. As we selected a case study strategy we
needed to define our research questions. These were: (1)
How was the BSC implemented in this particular
pharmaceutical company operating in Portugal?; (2) Why
did it adopt the BSC?; (3) What main difficulties were
encountered during implementation?; and (4) What
difficulties were encountered in using it?.

It is common to divide research strategies into two
principal scientific approaches: the positivistic and the
hermeneutic. These two doctrines represent two different
perspectives, which mean they yield different scientific.
The concept of positivism reflects a desire to draw
conclusions based on empirically determined knowledge.
It implies that the researcher is working with an
observable social reality and that the end product of such
research can be the derivation of laws or law-like
generalisations similar to those produced by the physical
and natural scientists (Ryan et al., 2002). This approach
sees only knowledge that can be measured as true and
proper, and it is extremely important to separate fact from
opinion. The other main theoretical approach, the
hermeneutic, focuses on understanding the entirety and
interpretation of events. For this reason the hermeneutic
approach is often considered as the opposite of
positivism. Unlike the positivist, the hermeneutic does not
consider the world to consist of an objective reality but
instead focuses on subjective consciousness. Each
situation is seen as unique and its meaning is a function
of the circumstances and the individuals involved. In this
work, we will be more focused towards the hermeneutic
approach. The reason is that we are going to conduct
research based on our interpretations of the reality and
the phenomenon on study. There will be no measurable
“truth” to this research, since it is a study where human
beings behaviour and social constructions will create the
base for our conclusions. Hence, there is no scientific
truth to the answers this study will produce. Each
situation will be analysed as unique and its meaning will
be generated by the circumstances and the individuals

involved.

Collecting and processing information can be done in
two separate ways, either by the quantitative or by the
qualitative method. By the quantitative research method,
data is collected in numbers from which statistical
calculations and conclusions are drawn. This method is
often used when large populations are analysed. The
qualitative method, on the other hand, penetrates every
observation in a deeper way, focusing upon variables that
are harder to classify and quantify. The main purpose of
qualitative research is to obtain a more profound
knowledge than the fragmented information generated by
quantitative methods. This work is of a more qualitative
character, which is derived from the use of a hermeneutic
scientific approach. We are mainly going to analyse one
company, representing one business, which will present
us with an opportunity to draw in-depth conclusions.

There are numerous approaches to the task of
gathering data needed in the examination of a problem. A
common distinction is made between two different types
of data, namely primary data, which consists of
information collected through direct examination; and
secondary data, which includes earlier examinations,
existing statistics, literature, and articles. In this work,
both primary and secondary data will be used. Off course
that for determine the research questions, we started by
collecting secondary data. Since the BSC concept is
used differently in different companies, it was important to
start the research by creating a basic understanding of it.
The BSC tool is fairly well defined, but as well patent in
the previous section, we've searched for most recent
literature and articles in academically reviewed journals in
order to pick up the latest discussions on the subject.

The primary data collected has the characteristics of
information directly suited to our research. Through the
understanding and knowledge obtained during the
collecting of secondary data, we were able to shape the
understanding of the information needed to collect. The
primary data was mainly acquired by conducting personal
interviews and letter inquiries with employees at the
company.

The interviews were performed at the respondents
office and taped (when possible and authorised) and then
rewritten with the help of notes taken during the interview
and the play back of the tape when possible at the end of
the day, so that we were able to go back and read the
interviews again for a better interpretation and to be able
to put the answers into a context, where we should be
able to understand the big pictures.

The case study presented in this paper is based on 24
semi-structured interviews with fifteen employees and
one interview with the consultants that help in the
implementation of the BSC. The interviews were
conducted from September 2007 to March 2008 and
lasted about 1-1.5 hours each, adding up to a grand total
of 30 hours invested in this process. The interviewees
were selected on the basis of the person’s position in the



Table 1. Interviews with Employees
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organization, and the person’s profession (see Table 1).
This selection was intended to enhance the ability to
analyze the data from different frameworks and to receive
different views on the use of the BSC. In addition, the
interviewees were selected on the basis that they had
been working in the organization since the introduction of
the BSC in 1999 and had an active participation in the
implementation and usage of this tools.

The Empirical Study
Brief description of the company

XPTO is a global pharmaceutical company with
leadership positions in products for humans and animals.
Thru its corporate values, the company is committed to
creating value for customers, partners and investors by
leveraging the knowledge and resources to drive growth-
oriented innovation. With nearly 1,400 employees and
revenues of $654 million, XPTO is active in more than 27
countries around the world. Founded in Norway in 1903,
XPTO is currently positioned for growth in all businesses
segments that actively operates. XPTO is dedicated to
becoming a leader in specialty pharmaceuticals by
serving the evolving needs of its customers, by providing
best-in-class customer service through innovative

Date Title Position Department Taped | Duration
12-Set-07 | Country Manager Managers Administration Yes 1:33:00
14-Set-07 | Business Development Manager Managers Sales & Marketing No 1:25:00
15-Set-07 | Marketing Manager Managers Sales & Marketing No 1:10:00
18-Set-07 | Regulatory Manager Managers Regulatory Yes 1:00:00
19-Set-07 | Sales & Marketing Manager Managers Sales & Marketing Yes 0:56:00
28-Set-07 | Sales Manager (Branded Products) | Middle Management Sales & Marketing Yes 1:20:00
1-Out-07 |Sales Manager (OTC Products) Middle Management Sales & Marketing No 1:20:00
8-Out-07 |Finance Manager Managers Finance No 1:50:00
12-Out-07 | Human Resources Manager Managers Human Resources Yes 1:00:00
29-0ut-07 | Finance Controller Middle Management Finance No 1:15:00
2-Nov-07 | Accountant Responsible Middle Management Finance Yes 1:10:00
15-Nov-07| Regulatory Manager Middle Management Sales & Marketing No 1:50:00
19-Nov-07| Product Manager Middle Management Sales & Marketing Yes 1:10:00
28-Nov-07|Product Manager Middle Management Sales & Marketing No 1:40:00
6-Dez-07 |Logistic Manager Middle Management Finance Yes 1:30:00
11-Dez-07| Area Sales Manager (Division N) Middle Management Sales & Marketing Yes 1:10:00
12-Dez-07| Area Sales Manager (Division C) Middle Management Sales & Marketing No 1:15:00
11-Fev-08| Area Sales Manager (Division S) Middle Management Sales & Marketing No 1:20:00
14-Fev-08|Human Resources Assistant Operational Human Resources No 0:40:00
18-Fev-08| Accountant Assistant Operational Finance Yes 0:45:00
20-Fev-08|Senior Sales REP Operational Sales & Marketing Yes 1:10:00
21-Fev-08|Senior Sales REP Operational Sales & Marketing No 0:55:00
25-Fev-08|Sales REP Assistant Operational Sales & Marketing No 0:40:00
30-Mar-08| Country Manager Managers Administration Yes 1:55:00
Total Time of Interviews|  29:59:00

partnerships, technologies and processes. XPTO has
been focused on seizing opportunities and delivering
results by harnessing the power of constructive change.
Its all part of its continuing commitment to growth
through increased performance. XPTO was established
in Portugal in 1968, when it launched its first product,
which is currently the market leader in its therapeutic
area. By 2005, XPTO was marketing 37 generic products
in a variety of therapeutic areas, which currently
represents about 75% of its total net income of EUR 19
million.

The emergence of the BSC

From its inception, the XPTO organizational structure in
Portugal assumed a clearly commercial stance, with
approximately 80% of its then 74 employees linked
directly to the Marketing and Sales Department. This was
considered its core business, as research, development
and production were not being carried out in this country.
Assisting the Sales and Marketing department were five
other departments providing support to the company’s
business activities. These were the Financial, Legal,
Human Resources, Computer Systems and Regulatory
departments. Each of these departments, hierarchically
reporting to the general management in Portugal,
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cooperated in its functions with the respective
international departments. Although the company held a
well established position in the Portuguese market, with a
significant market share (in the therapeutic areas in which
it operates) and an enviable degree of financial-economic
health, by the end of the 1990s, the Portuguese
organization was frankly out of step with the Group’s
international strategy. That is, the business was not very
diversified; it was based on high margin products, but
ones that had been on the market for two decades and
thus highly vulnerable to being overtaken by alternative
therapies. Added to this was the fact that the company in
Portugal had not been able to create business
opportunities for launching the divisions of animal health
and sale of antibiotics as raw materials.

The implementation of the Balanced Scorecard (BSC)
in 1999/2000 would set the company on a completely
different course, dropping its emphasis on selling
branded and patented products in order to prepare for the
sale of generic products, a business segment which was
then taking its first steps in Portugal. Implementation of
the BSC acted as a catalyst, facilitating acceptance, at all
levels of the company, of more challenging goals, with
the aim of achieving better performance on an integrated
set of indicators rather than improving financial indicators
alone. In other words, the BSC made it possible to
translate and give form to the company’s mission and
strategy by setting new objectives, redefining the
business and strategically investing in the generic
medicinal products market, aligning itself with the Group’s
international strategy.

In June 1999, XPTO Portugal’s General Management
gave form to the company’s mission in an attractive and
effective slogan, “Accessible Medicine”. Thus the
company made a commitment to making medicinal
products more accessible to the great majority of the
population by providing more economical, quality
therapeutic solutions via the sale of generic medicinal
products. But this concept of accessibility was even
broader, encompassing health care professionals
(responsible  for prescribing the medicine) and
consumers, by making a wide and varied range of quality
products available, at a lower cost, with more
comprehensible information and more relevant support
services (for both patients and doctors). By embracing
this strategic mission and declaring its intent to market
generic medications in Portugal at a time when the
segment was worth about 0.001% of the total value of the
pharmaceutical market, XPTO gained a certain notoriety
to the point that its Country manager and regulatory
manager were invited to participate in a parliamentary
working group. The group’s work led to the drawing up of
Law 14/2000, of 8 August 2000, the first legislative
document to regulate and provide incentives for the
production, sale and consumption of these products. The
company’s change of course, which turned out to be a
winning bet, was concretized by five new generic

products that were introduced on the market in January
of 2000. XPTO was the second company to market
generic products in Portugal and is a founding member of
the Associagdo Portuguesa de Genéricos (APOGEN —
Portuguese Generics Association), an organization
designed to promote generic products.

By 2005, XPTO was marketing 37 generic products in a
variety of therapeutic areas, which currently represents
about 75% of its total income of EUR 19 million. The
organizational structure remains the same, but the
number of employees has grown to 89, with the
Marketing and Sales department naturally maintaining its
relative weight in the company. In the 2005 management
report, the management of XPTO Portugal reiterated its
intention to stay at the forefront of marketing “Accessible
Medications”, by inviting its suppliers, employees and
other sales partners to join them in strengthening this
mission and, above all, in defending, brooking no
compromise, the quality of the company’s products and
services in order to contribute to improving the
population’s quality of life.

The introduction of the BSC at XPTO in the US

The roots of the BSC introduction at XPTO, in the United
States, go back to the beginning of 1997. Back then, the
pressure to deliver a good return to shareholders had
increased, and the company thus monitored its EBIT
EBIT — Earnings before interest and taxes. development
on a long-term basis. The company had encountered a
situation where it needed to produce and to measure an
ever-higher yield for its shareholders - a demand that had
appeared recently with the growing popularity of the
shareholder value concept in the 1990s, and also
boosted by the increase company’s debt. Knowing that
the company could not satisfy this demand with the tools
it already employed, corporate top management
assumed that these demands could be meet if an
appropriate tool was available. As the Portuguese
Country manager recalled, back in 1997, a performance
gap of the company in the United States became visible
and top management decided translate corporate
strategy into manageable objectives and that would
simultaneously introduce EBIT and thereby shareholder-
value-oriented thinking and management into the
company. Against this background, the search for an
appropriate tool of performance measurement tool
began. An important actor in the search process was the
company’s Chief Executive Officer, which had an
extensive network of contacts with external consulting
firms. With recourse to this external knowledge,
benchmarking processes and theoretical investigations,
the company discussed the Economic Value Added
(EVA®) concept as a potentially helpful system and
gradually moved to the BSC as a tool of interest. The



BSC was identified as the tool that best served the needs
of the company. Apart from its function as a strategy
translator, it was appreciated for its simplicity and
conciseness. Also, the ability to use non-financial
indicators in addition to the financial ones was of key
importance. In 1997, at the time when the search process
for a suitable tool started, Kaplan and Norton’s book on
the BSC (Kaplan and Norton, 1996) as well as the first
case studies and reflections on the new tool were
published in international journals. Such recipes serve as
a synonym for organizational ideas such as the BSC -
thus, given that the tool had already then reached a
certain degree of media attention and popularity, and that
it was celebrated as an innovative and progressive tool
propagated by consulting companies, it would probably
be naive to claim that the decision to implement BSC
company-wide was based on rational aspects only.
Finally, since the company had a history of producing
innovative products and continuously sought to
perpetuate the image of a progressive company
management’s decision to employ the BSC for
legitimizing and signaling purposes was also very likely.
Having closed the search process, top management
decided to implement the BSC company-wide. A project
team was formed, consisting of four people of the
company’s Internal Control department. At the beginning,
the team’s task was first to do some investigations in the
BSC method itself and to determine which external
consulting company could best support the scorecard
method introduction. Some time after the Internal Control
department wrote a handbook about the Business Driver
Scorecard concept. This handbook was distributed
company-wide at the end of June 1998, serving as the
official internal guide in matters involving the scorecard.

When the BSC concept was first introduced, the
adoption of the concept in each country where the
company had an existing business was not mandatory.
Countries were encouraged to develop a scorecard, but
the use of the concept was not binding until January 2001
when, for the first time, scorecard reporting was officially
required in the strategic planning process. Similar to the
introduction of the concept itself, no rules were made
which networks should be mobilized to develop the
scorecards. Each country was free to decide whether
they wanted to design a scorecard on their own, whether
they wished to ally with external consultants or how else
to proceed. Some of the subsidiaries developed the tool
without help from the outside and some decided to
associate with one of the recommended external
consulting team for assistance in the design and
implementation of the BSC.

This initial non-binding policy in the BSC introduction
had, naturally, reflections in the different levels of
scorecard implementations thru out the different
countries. The first BSC efforts began already in 1998, in
the subsidiaries of the Unites States, and the last
scorecard project was initiated in January 2001. These
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differences can partly be attributed to dissimilarities in
terms of financial and human resources availability in
each country. On top of theses variances in the
introduction start points, it looks like no common
development and implementation process across the
business divisions occurred. Despite the existence and
availability of the official internal scorecard development
handbook almost subsidiary followed its own approach,
often a modified version of the one suggested by the top
management of the company. However, in contrast to
the variance in BSC introduction, the problems faced
during the development and introduction process seem to
have been similar across all countries - obstacles
identified most frequently were problems of acceptance
and communication, definition of appropriate scorecard
measures and their measurement in practice, as well as
difficulties related to the information Technology (IT)
processing of the BSC data (Lyons and Gumbus, 2004).
As an effort to disseminate the awareness to the BSC
company-wide, but out side the formal procedures, top
management of the company decided to begin the
publication of small but of regular articles on the BSC in
the internal monthly magazine. This initiative helped in
the non-formal company—wide diffusion of the BSC, long
before it would become a mandatory tool.

The BSC in Portugal

The subsidiary of XPTO in Portugal was one of the first,
within the companies group, to implement the BSC. To
do so, the management team in Portugal, composed by
the Country manager, finance and marketing managers,
had the cooperation of one of the recommended external
consultant companies. The development process in
Portugal, as recommended by the internal scorecard
development handbook, consisted basically of three
steps. First, country strategy was discussed — this
strategic discussion was then extended to an exchange
of thoughts about an appropriate vision and value
proposition of international top management. This initial
discussion, occurred in September 1999, produced a
draft document that would become the basis of the BSC
implementation in Portugal. The second step included the
training of local staff. The necessary pre-knowledge on
the BSC was given by having employees occasionally
attended internal presentations by the companies’s BSC
expert. Such presentations typically included a BSC
implementation case, for example, in one of the
company’s production plants. The third and final step in
the BSC development process was again a workshop,
which dealt with the discussion of a linkage model
(cause-and-effect chain) for the critical few objectives and
the determination of appropriate key performance
indicators and targets. It was in this final step that,
according to the Country manager, “a unique challenge
was assumed by the local top management”. At the end
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of 1999, it had became quite clear that new opportunities
in the Portuguese pharmaceutical market would arise
from the introduction of generic products in the market. In
order to assume a leading position in this emerging
market, XPTO Portugal began doing its home work by
clearly defining and communicating its vision and values.
Mailing campaigns to all employees and posting bills in
the office walls, transmitted a clear message to everyone
to where the future would be.

The BSC of XPTO in Portugal, was thus build in
accordance with the companies scorecard development
handbook. The vision of the company was illustrated in
the left of the scorecard: “Accessible Medicine”. The
scorecard is divided into four perspectives: the financial
perspective the market perspective, the internal process
perspective, the know-how and culture perspective.
Strategic goals and key task were derived from each
perspective. For each strategic goal in XPTQO’s scorecard
several tasks were determined, being those tasks
considered as critical success factors, which were the
most critical issues for the organization’s competitiveness
and therefore aligned with the vision and strategic
objectives (Kaplan and Norton, 1996a). The strategic
objectives, together with critical indicators, help the
organization in Portugal to deploy the over-all vision
down to strategically important measurements (Kaplan
and Norton, 1993). Therefore, in order to analyze the
BSC of XPTO in Portugal, one needs to focuses on the
achieving its vision.

In the financial perspective the strategy objectives were
linked to revenues, costs and gross margins goals. Thru
the achievement of theses objective the company would
be able to fairly remunerate the involved stakeholders
and thus offering to the market “Accessible Medicine’. In
the Market perspective, ten strategy objectives were
defined: to launch generic products; to increase the
participation in the hospital tender business; to manage
the transition from existing branded products to generic
products; to lobby for default substitution; to focus
promotion in doctors for the prescription of generic
products; to form and maintain partnerships with
pharmacies; to build bridges between doctors and
pharmacies for the implementation of generics; to
implement an XPTO brand; to assure product quality; and
to produce and market a wide range of generic products.
The strategic objectives the market perspective aim to an
implementation of the concept of the generic product in
the Portuguese pharmaceutical market — being generic
products, by definition, considered as “Accessible
Medicine’. For the internal perspective, eleven strategy
objectives were set: to identify target and lobby partners;
to target doctors prescription; to leverage local
knowledge in the generics market; to operate as a
distributor for other international generics companies; to
enable fast regulatory approval processes; to in-source
services from with the XPTO international structure; to
position the company within the Portuguese generic

market; to create an internal task force to support the
hospital business; to assure a better sales force territorial
management; to create and update a product wish list;
and to search for local acquisition opportunities. The
internal perspective, with its strategy objectives, aims to
deploy a lean and flexible organization into the
Portuguese market, able to offer its customers, patients
and partners products and services compatible with
“Accessible Medicine”. In the know-how and culture
perspective the strategy objectives were related to the
development of commercial skills, to the integration of the
XPTO skills, to the increase of generics mindset, to the
improvement of IT skills, to the improvement of product
sourcing skills and to the establishment of new brand
values within the organization. For the strategy objectives
of the know-how and culture perspective, the goal was to
enhance internally the mind set on the “Accessible
Medicine” concept. For all the strategic objectives, XPTO
Portugal defined 21 key measurements, align with the
critical success factors in order to indicate how the
company was standing in respect to the overall vision
(Kaplan and Norton, 1992). All goals were presented in
percentage points, in order to measure the goal
achievement from the previous quarter of the year. The
measurements and goals in the scorecard were also
documented in a measurement document, which includes
all performance measurements reported for year 2000.
According to the information gathered in interviews, all
three member of the Portuguese XPTO management
team, first became acquainted with the BSC concept in
June 1998, when the official internal scorecard
development handbook was distributed company-wide.
They then welcomed the new concept due to its logic and
similarity to his way of managing the company. Moreover,
the emphasis on both financial and non-financial assets
made the tool even more attractive since the company
had been focusing too much on financial cutbacks during
the stringent economic measures in the 1990’s (when for
the first time in many year, the Portuguese government
decided to cut down the price of reimbursed medicines)
in order to assure product profitability in the existing
products. The Country manager explained that the
aspiration to shift focus was one important aspect when
agreeing to be one of the first companies within the group
to implement the BSC in 1999/2000. In addition to the
strengths of the BSC, the Country manager highlighted
that the weaknesses of the diffuse performance
measurement system spread thru out the company,
enabled him to accept and embrace the BSC
implementation in Portugal. As former Sales & marketing
manager, he claims that the traditional measurement
systems were very resource demanding to use and
required expert skills. The common understanding, at the
beginning of the implementation process, was that the
BSC was more applicable to the company’s activity and
more easy to use. As we concluded in interviews, every
single manager of the company believed that they would



better control their own activities by setting their own
goals and measurements. The consultants along with the
local management team started designing a scorecard for
XPTO Portugal, in late 1999, as described previously.
The design of the scorecard provided a clarification of the
company’s vision. The management group decided upon
a common vision for the company and thereafter each
department annual report was used as a basis for
designing perspectives and strategic objectives. The
departments could then focus on measurements, goals
and action plans instead of putting effort into strategic.
After a BSC had been designed and formally approved
by local management, in December 1999, the
responsible for each department in the company were
requested to present his budget for the next (and
following year) in accordance to the BSC design. Due to
the lack of resources, in the first year of the
implementation, each department was free to deploy the
scorecards throughout its organization. Thus, there were
no directives concerning what level the scorecard should
be taken down to.

The Country manager, against the advise from
consultants, allowed the managers from each
departments to have their own choice of deploying the
scorecard model. However he required that the scorecard
should be used as a budget and reporting model at the
department level and that performance measurement, for
the year 2000, should align with the BSC design. A
prioritization of task was therefore suggested by the
Country manager, in an internal memorandum, dated
from December 20", 1999. Another important aspect in
change initiatives is to let the people in the organizations
adapt to the changes and feel that the changes contribute
to their situation in order to make changes effective (Beer
and Eisenstat, 2000). At XPTO Portugal, the Country
manager had an open and flexible attitude towards
departments abilities to adapt to the usage of the BSC,
the timing of the implementations and usage was of key
importance. Although XPTO Portugal seems to have
created conditions for an effective implementation of the
BSC through an open attitude, recommendations,
adaptation of terminology and time allocation, one may
reflect upon the consequence of some “rush” in its
introduction. As mentioned before, Kaplan and Norton
(1996b) suggests that it takes about 25-26 months for a
company to make the BSC a routine part of the
management process. However, the time schedule
depends very much on the organization’s background,
history and current situation. The need of changing the
company strategy, in order assume a leading position in
the Portuguese generic market, boosted the
implementation and usage of the BSC, with all it’s
inherent frailty. When choosing to design and implement
a BSC in a period of 7 to 8 months, as XPTO Portugal
did, ones risks to have poor diffusion of the tool
throughout the organization, deficiencies in
communicating objectives (including terminology error)
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and resistance to change.

The usage of BSC

By 2001, BSC had become a natural instrument in
management and not only a new way of organizing
managerial work at XPTO Portugal. As stated by the
Country manager, in Portugal the BSC contributed to
documenting managerial work in a structured way, which
lead to orderliness in the management (“/ think the
structure is similar to how most managers think in their
managerial work. | mean... the wheel has not been
reinvented. For some managers it is as if the wheel has
been invented but | don't think so. It is well-structured and
accessible’ — The Country manager).

As the company’s financial controller referred in one of
the interviews, the BSC was both used as an instrument
in following up the departments’ results as well as in the
strategic planning process: (“So, it's like a follow up
instrument, but also a platform for discussing strategies.”
financial controller). Other managers of the company,
such as the regulatory manager, referred the BSC as a
dynamic tool, which develops from a way of describing
how to follow up and how to plan the activities within the
departments. She believed that it takes time to develop
the scorecard to become a way of controlling the
activities at the department level ("When you start with
the BSC it becomes more like a description of the
activities. But if you continuously work with it and become
familiar with following up goals, measures and action plan
every four months, it becomes more and more a
controlling factor. Because the focus is then shifted to
planning and follow-up from just watching and seeing
what happens. It will take time before all the departments
work this way.” regulatory manager).

But not only manager of the company share this
opinion on the BSC. All the non manager employees
interviewed express that they viewed the BSC as a tool
that management of the company could draw benefits
from in their strategic work. The interviews show that the
commitment to the BSC did not varied much between
departments.  Almost every employee from sales
department seemed more involved in the work and
familiar with the concept. Whereas employees from the
regulatory department were well used to the concept and
committed to the work. The transfer of the BSC
information into a Lotus Notes database, in yearly 2001,
made this tools accessible (in different levels of
authorization) to each and every employee in the
company. With this IT development it was possible to
access on-line information of the Portuguese BSC. This
was important not only for the Portuguese employees of
XPTO, that with a “click” could access the information on
their KPI's and report their achievements, but also of
particular interest to the top management in the Unites
States, that could regularly monitor the measure the
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performance of each subsidiary around the world. When
the usage of the BSC became a routine in the daily
activities, almost every interviewed employee of the
company view the BSC as a directive from the
management to receive information about the unit’s
annual activities and to measure their on individuals
KPI's. However, some managers expressed that a
continuous adaptation of goals, measures and action
plans lead to frustration since the employees feel that
they never become good enough as the goals
continuously change. Thus the employees might lose
their commitment to using the tool. In order to make
people review their scorecards on a more continuous
basis, since June 2001, all the departments had one hour
per week during department meetings to spend on
upgrading their scorecards. However, the interviews with
the employees proved that this time was seldom used for
that purpose. One of the departments used the action
plans in the BSC during department meetings as a basis
for reviewing the actions taken during the week. While
the action plan was followed up every week, the
measures were mainly reviewed once a year. Another
department sometimes used their scorecard at
departments meetings to check what actions they have
planned to take during the year. However, using the
scorecard during the meetings was not standard
procedure.

Many of the employees that were interviewed also
claimed that the scorecard contributed to an increased
understanding of the work in the department. The
scorecard was regarded as a tool, not only for
management, but also for the employees to understand
how they work and how they should plan their work
during the year. Four of these employees clearly stated
that the scorecard provided employees with a
comprehensive overview of the work, allowing the
prioritizing of the activities since one could see the
balance between the initiatives and thus recognize if
there was a need for more effort in some direction. Some
employees also point out that the department scorecard
may have functioned as a basis for discussions with
colleagues within the department. And most importantly
almost every employees revealed that BSC was
perceived rather as a way of thinking in the day-to-day
work than a paper including different elements. Although
the employees do not explicitly work with the scorecard in
their day-to-day work, there are similarities in thinking in
both the day-today work and the annual planning in the
scorecard, as mentioned by a Sales Representative (“/
think people reflect on it in their daily work, but don’t call it
a scorecard. During my daily activities | think of the goal
with a certain activity and how we should achieve it.”
sales representative). In addition, the scorecard was
viewed as part of the day-to-day work as the scorecard
represents the daily activities through the measurements.

Findings show that, in 2001 and 2002, the BSC was
well diffused and disseminated through out the XPTO

Portugal organization. It was used for reporting results
up-wards in the organization to the management of the
department and in planning the annual activities. The
BSC was also used as a basis for discussions within the
departments. The contributions from the application of
the BSC at the departments of the company was
experienced as increased orderliness and understanding
of the work at the department. According to Kaplan and
Norton (1996) the benefits from the BSC are first and
foremost referred to as effectiveness in managerial work.
For instance, the BSC helps management to clarify and
gain consensus about strategy, communicate strategy,
and obtain feedback to learn about and improve strategy.
In the case of XPTO Portugal, improvements in the
company vision (“Accessible Medicine”) was one of the
main purposes for the introduction of the BSC. However,
the departments also seem to benefit from using the BSC
although the BSC was expected to mostly improve
managerial work in the management team.

One may also reflect on barriers to the use of the BSC
at the department level. Findings indicate that the BSC
has received less attention at sales department and
marketing unit than in other administrative departments,
such as regulatory or finance. This might have been
linked on differences in work design and unit size,
although we have no evidence to this conclusion. After
2001, with the new IT tool, all departments were obliged
to report their results do the local management every
quarter and in time for the annual balance sheet review.
The measurements in the BSC were then updated for the
current period in the Lotus Notes database. Although the
departments had some knowledge of the expected
reporting procedures, in that first year most departments
did not report their measurements in time, which leaded
to the management need to remind manager to fill in their
BSC. At the same time as the annual reporting of results
from the previous year, every department put together
their BSC for the following year. The departments then
define their objectives, measures and action plans.
According to the Country manager, the BSC was a
dynamic tool, which should continuously be changed and
adapted to the organization’s conditions. Therefore, the
scorecard needed to be reviewed and changed gradually
(“The idea is that you should think of and reflect on [the
BSCJ and | don'’t believe it should be static. Thus | think it
should change and develop as new things arise,
otherwise it wouldn’t be a BSC’ — The Country manager).

Although there are no requirements on the degree of
deployment, what happened was that each manager of
the company decided, with additional efforts, in late 1999,
to taking the scorecard down to the unit level allowing
each department to gradually getting used to the concept
and becoming aware of its benefits. In interviews the
researchers discovered that, differently from the
management team, some employees received the news
on the BSC implementation with great skepticism, partly
due to its terminology. Terms like “vision” and “customer”



were somehow difficult to use in a established
pharmaceutical company — the terms ‘results’ and
‘patient’ were more usable. Naturally that the difficulties in
getting started with BSC depends on peoples focus on
their own interests. According to the Country manager,
single individual that do not want to be forced in a certain
direction, characterize the small lobbies that are build
within the pharmaceutical companies. He stated that the
sales representatives, visiting doctors seem to have more
difficulties in being involved in this project and make the
expected changes. The fact that official document,
related to the design and implementation of the BSC
were translated into the Portuguese language also didn’t
help. All the non manager employees that were
interviewed expressed that at first they thought the new
concept was not easy to understand. Two interviewees
expressed that the vocabulary and concept took a lot of
effort to sort out (“When we filled out our annual reports
we had to reflect on what a process is and what is meant
by customer and what is an employee. We had to think
about the meaning of the concepts and what they meant
to us.” sales representative). One employee thought the
new design was hard to relate to and adapt to, mainly on
what the linkedge was concern (“At first | thought it was a
mess. | thought it was difficult to understand what it
meant. Therefore it took some time to get a grip on it, but
when we all had to used it a few times it became natural.”
logistic manager). Three employees that were
interviewed also expressed that the initial information
from the management was poor and only in the English
language, which caused a barrier in terms of
communication. The accounting assistant thought that it
was mainly one-way communication, which did not create
any deeper understanding to the company or its
employees. He felt that the manager from he’s
department talked about the concept too often without
explaining its implications. Another employee, a senior
sales representative, thought that the lack of a clear
training and explanation of the purpose of the new model
led to frustration when filling in the BSC form, where he
that to daily report his activiies mapped against its
respective objectives (“Sometimes it has been so much
that | have felt ‘No, not that again’, but it has been good.
Now [ feel | can manage some of it. It was quite trying for
a while.” A senior sales representative). One important
factor that influences the effectiveness of change
initiatives is the recognition of a need for. If people in the
organization experience a tension to change, the change
initiative is more likely to be successful than if people
experience the current situation as satisfactory. In this
work, as mentioned before, we've found a company using
the traditional financial measurement systems,
considered to be very resourceful demanding, in terms of
required expert skills. Thus, there was, in fact, a need for
change concerning the performance measurement
system, which may have enabled the acceptance of the
BSC at the company.

Janota and Major 249

The abandon of the BSC

In 2002, after the Enron, WorldCom and Arthur Andersen
events in the United Satets, like all listed companies,
XPTO was compelled to adopt into its internal controller
policies the Sarbanes-Oxley legislation. This imposition,
extensive to all XPTO subsidiaries around the world (that
included a full and detailed description of all company
activities and processes) absorbed most of the financial
and human resources allocated to the usage and keeping
of the BSC, which by 2003, and in line with top
management instruction, began to be of optional
application, rather than mandatory, as before. These
activiies would serve later on to determine
implementation of the necessary internal control
measures, required by the legislation and by the audit
company to issue a clean review of the XPTO
consolidated financial statements, published in the United
States (Keller, 2007). This clean review was mandatory if
the company hoped to continue on being listed in the
United Stated stock market exchange, without any
penalties. As quote by the Country manager: “we had to
respect this, or else we would be out of business”.

In XPTO Portugal, like in many other small countries,
the business activities were profoundly affected by the
Sarbanes-Oxley wave, in 2003. The implementation of
Sarbanes-Oxley meant that every single activity of
company would have to be described and documented.
As concluded from interviews, time was a central factor in
the involvement and participation in the BSC. All
employees that were interviewed express that they do not
have enough time to get involved in the scorecard as
much as they would want. However, although
management had allocated one hour per week to work
with the BSC, this time is seldom used for that purpose.
The motivation to work with the BSC, after 2003, seemed
to be unclear among employees. Employees had to
prioritize the day-to-day activities or the Sarbanes-Oxley
tasks. This low motivation indicates that employees did
not have enough incentives to use the BSC. This have
leaded to a decrease in the organization’s willingness to
change, which would affect BSC use in the long run and
also other concepts that may have bee implemented with
it. With the addition of these new set of tasks raising from
the Sarbanes-Oxley application, the Country manager in
Portugal, prioritizing resources, announced the
suspension of the usage of the BSC in the summer of
2003. Although the Lotus Notes database was looked for
new inputs (it remained open for consulting) the
suspension was never an official abandon, in part
because the Country manager of XPTO Portugal, always
hoped to re-implement the BSC after the Sarbanes-Oxley
wave.

Contrary to other countries, where the usage of the
BSC was suspended and later re-implemented with a
new strength and vitality, after 2003 the BSC was never
again used in XPTO Portugal.
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CONCLUSIONS

Findings from the case study show that the BSC in the
company studied was used primarily in strategy,
planning, reporting and follow-up activities. In addition,
the BSC was used in discussions between employees, to
disseminate information throughout and outside different
department in the company, thus creating an orderliness
and understanding of the annual activiies and
developmental activities. Comparing the use of the BSC
with the purposes of its introduction in the company
indicates that the BSC was used to fulfil its original
purposes, thus laying part of the answer to our initial
research question. The findings indicate that the BSC
was used as a strategic management system that aimed
to increase company management control - the BSC was
also used as an information system from which managers
receive measurable information about the operational
activities that provide the basis for follow-up, planning
and developmental activities. The use of the BSC at
XPTO in Portugal was thus a dynamic process that
involved all employee participation and adaptations to
existing measurement systems, as well as discussions
between people to create a common framework for
interpreting measures and goals in the BSC. Findings
show also that the studied company had potential for
developing the BSC to become a full integrated strategic
management system in the future. The abandon of the
BSC followed by the introduction of an internal control
tool, such as Sarbanes-Oxley, reveals the importance of
the correct allocation of resources to the maintenance of
the usage of the BSC, after is implementation. The lack
of resources and the arrival of an endless and time
consuming task led to the abandon of the BSC.

The major contribution of this study lies in the
description of the BSC in its practical context. We still
have limited knowledge on how the relatively new BSC
works in practice; especially in a pharmaceutical
company environment and in large-sized multinational
companies as studied here. Because of the dominance of
normative BSC studies in contemporary literature,
managers might benefit from this empirically grounded
studies that not only highlight the positive aspects of the
BSC but also the shortcomings or critical areas.
Accordingly, from a managerial perspective, the actual
problems experienced when implementing and using the
tool might be perceived as the most valuable information
of this study. Similarly, the specific organizational factors
that were identified as influential for the evolution process
might help managers to avoid mistakes when
implementing and maintaining the BSC.

Apart from three specific limitations, there is a
significant limitation to this paper as an whole — by the
time this study was realized the target company, XPTO
Portugal, had cease to exist. In a worldwide merge with
another pharmaceutical company, the activity, people,
processes and values of XPTO were integrated in a

different cultural and business environment. Thus, this
study performed in a retrospective perspective, might
have been influenced by the absorption of the new
company values, influencing peoples retrospective views
over past events. Apart from this, the first specific
limitation relates to the research process described in
section 3. In order to give the reader additional
foundations to evaluate the results from this investigation
we would like to point out some critical aspects identified
during the research process. As mentioned this study
aimed to investigate the implementation of the BSC
through a retrospective analysis of peoples’ stories of the
implementation, complemented by all the other
documental evidence. During the interviews people were
asked to remember their first contact with the BSC, which
had occurred 7 to 8 year ago. There is always a problem
in conducting retrospective analysis since people tend to
reconstruct their memories in order to make them logical
or suitable for themselves or to the researcher. This leads
to an implicit risk that valuable information from the
interviewee never reaches the investigator or that the
researcher never receives the information of how events
actually happened. Using a tape recorder during the
interviews may also be identified as an obstacle in the
research. In order to make the interviewee comfortable
with the situation, we presented the purpose of the
project and asked if the interviewee had any questions
before introducing the tape recorder. In only 40% of the
cases the usage of tape recorder was agreed to.
Although there is a risk that the use of the tape recorder
has made people withhold valuable information during
the interviews the researchers experienced that people
were open with their perceptions and thoughts. The
reduction of the data in coding and analysis always leads
to a loss of information. Even printing the taped interview
and rewriting with the help of notes taken during the
interview afterwards involves a loss of information.
However, one could not neglect the fact that summarizing
the interviews may have been a hindrance in the analysis
of the information. During the analysis of the interviews
no qualitative data program was used. Another critical
aspect in the research is the fact that the findings from
the interviews have been translated into English. This
means that statements from the interviews presented in
the work can be interpreted in a different way than if the
statements were presented in interviewee's own
language, Portuguese. Therefore, the reader should keep
in mind that the findings are presented in a language
different from the native language of the interviewees’
when evaluating the results.

The second specific limitation of this work relates to
time constrains when doing this research. Due to these
constrains related to time and rules investigators were
not able to fully explore the aspect of the abandon of the
BSC in XPTO Portugal. This issue alone, by definition,
might be the subject for another study. Finally the third
specific limitation refers to access information provided



by the consultant. Access to this company that played a
key role in the design and application of the BSC in
XPTO Portugal, was very limited. Researchers were only
able talk over the phone with one of the consultants, one
single time and for a few minutes. The impossibility in
accessing this information is a big limitation to this study.

In order minimize such limitations and to improve to the
scope of this study, we generate new questions that may
provide a foundation for future research. Investigators do
not proposed any internal priority of the following
suggestions since it largely depend on the researcher’s
background and personal interest. However, after
conducted this case study we are especially interested in
studying how the BSC, and maybe other management
concepts, evolve over time and how researchers, society
and practitioners influence and form these concepts. In
addition, it may be interesting to further investigate the
effects of using the BSC. This study focuses on peoples’
interpretations of the benefits of the BSC. In order to
complement this picture it may be interesting to
investigate the relation between the economic
development and/or customer satisfaction and the
implementation of the BSC. Two other aspects that this
study suggests as interesting topics for future research
on the BSC are the organizational learning aspect of the
BSC and, connected to that, its function as a strategic
management tool. From a researcher’s perspective, the
usefulness of a BSC for learning processes would
distinguish it from other contemporary management
accounting tools. Therefore, future studies should
investigate whether the BSC could really be useful in
organizational learning processes and if so, of what kind
these could be.
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