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Balanced Scorecard Introduction

Contact: Christian Ferraro, JD, MBA, CPIA
Lead Consultant: christian@chiselconsulting.com

The Balanced Scorecard shines a light on what truly drives your
organization’s vitality and impact. It not only surfaces early signs of
challenge and opportunity but also serves as a powerful leadership tool,
bringing clarity and focus from the front line to the boardroom. By tracking
both outcomes and the underlying conditions that sustain them, it nurtures
the overall health and wellness of the organization. In doing so, it aligns
everyday actions with mission and vision, fosters shared purpose, and
keeps everyone centred on what matters most for lasting success.
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Introduction (BSC in the For-Profit world)

The Balanced Scorecard emerged in the for-profit sector in the early 1990s to help
organizations pay closer attention to the true drivers of performance. Sales and
financial results told leaders what had happened but failed to explain why. Financial
indicators are, by their nature, lagging measures.

The Balanced Scorecard was therefore designed to help organizations focus on the
factors that predict future performance and the areas they can actively influence and

improve.

Three key categories (or perspectives per the original language) were identified (in
addition to the financial perspective): customers, internal processes, and learning
and growth. In other words, you can look at your organization from a learning and
growth perspective, from the perspective of your processes, and from the perspective
of your customers. The specific areas that matter most to the organization’s success
within each perspective will differ from one organization to another.

In brief, the logic in the for-profit space is as follows:

e Financial perspective: Traditionally, this was seen as the ultimate indicator of
organizational success, measuring profitability, growth, cost control, and return
on investment. It reflects how well the organization is meeting shareholder
expectations. Today, many organizations interpret this perspective more
broadly, incorporating ideas like the triple bottom line (people, planet, profit) to
reflect that true performance includes social and environmental outcomes
alongside financial ones.

e Customer perspective: Are we paying attention to how customers perceive
the organization and its value? In the for-profit sector, this category often leans
into monitoring things like customer satisfaction, loyalty, brand perception,
market share, retention, or NPS.

¢ Internal Processes: Traditionally, this perspective asks whether the
organization is executing and improving in its key internal business
processes—such as production efficiency, quality control, and operational
effectiveness.
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e Learning and Growth: Factors such as employee skills, technological
capabilities, staff satisfaction and retention, and a culture of innovation and
improvement are foundational in this category. In the long run, growth here is
critical to an organization’s sustained success.

Adaptation for the Nonprofit Sector

Each organization is unique, but we have found the following adapted perspectives to
be a helpful starting point when applying the BSC to nonprofit organizations. In MLSE
LaunchPad’s case, the perspective titles and definitions should be discerned
collaboratively to reflect its unique mission, model, and measures of success.

1. Perspective 1: Ultimate Impact & Organizational Sustainability: What is the
difference we make in people’s lives and in our communities? What impact are
we having? What is our ability to sustain and grow that impact over time? Are
we financially sustainable?

2. Perspective 2: Relational Trust & Experience: What are the relationships that
influence and sustain perspective 1? Just as customer experience is predictive
of a company’s longer-term sustainability, so too are the perspectives and
experiences of supported individuals and families, youth in programs, donors,
partners, and other key stakeholders.

3. Perspective 3:Internal Processes: Are our internal systems, workflows, and
procedures supporting the delivery of high-quality programs and support? Are
they smooth, efficient, and reliable? Do the systems and routines behind the
scenes reinforce and enable the frontline delivery we seek?

4. Perspective 4: Team Support & Growth: Are we developing, supporting, and
sustaining our staff and volunteers so they can thrive as individuals and in
teams and deliver excellent services? Are we learning in the areas we need to
grow? Does our culture and style of collaboration contribute to our
organizational goals?

Under each perspective, we identify what truly matters most to our ultimate
outcomes in perspective 1. Measurements are then developed to help the
organization assess its health in that area, which ultimately empowers informed
prioritization of improvements.
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Done well, the Balanced Scorecard should allow your organization to identify evolving
problems before they grow and send waves through the system, reducing impact or
hampering sustainability.

At the heart of the Balanced Scorecard is a simple but powerful logic: the outcomes
we hope to achieve (Perspective 1 - Ultimate Impact & Organizational Sustainability)
are made possible by the actions we take in the other three perspectives.

The experiences people have (Perspective 2), the systems we run (Perspective 3), and
the way we build our teams (Perspective 4) are the channels through which we
deliver meaningful impact and financially sustain our mission. While this logic is often
an oversimplification, it is important to understand in developing our BSC. The
diagram below can serve as a helpful visual in understanding this relationship
between the four perspectives (4 sections in the diagram), demonstrating at a high
level that what we do in Perspectives 2-4 is what ultimately drives Perspective 1in the
long run.

Ultimate Impact and Organizational Sustainability

Relational Trust & Experience

Internal Processes

Team Support & Growth —

The visual balanced scorecard, once complete, serves as a map for the organization
- making it clear what we need to improve and what we need to maintain. This is
often developed through a combination of discovery and collaborative workshops.
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In a complex and fast-moving environment, the Balanced Scorecard helps nonprofit
organizations stay focused on what actually drives impact.

At its core, the Balanced Scorecard is also a learning tool. It helps us not only ask ‘Are
we doing what we set out to do?’ but also ‘What's helping us get there?” and ‘Where
can we adjust upstream to improve what matters most downstream?’ The actions we
take in how we support our team, structure our systems, and foster trust across our
key relationships all shape the outcomes experienced by those we serve.

Beyond the visual scorecard, is a simple but robust template for tracking results
across our key perspectives or categories. The template allows us to identify causal
relationships between upstream and downstream outputs or outcomes, and also
allows us to learn and make adjustments through a process of reflection,
investigation, and adaptation (more detail can be shared on this).

While the balanced scorecard may be tweaked over the years, it is an evergreen
asset that, when implemented well, will elevate the organization’s capacity to execute
on its goals and sustain impact over the long term. Far from adding another layer of
complexity, a well-designed scorecard reduces overwhelm and confusion. By
clarifying what truly matters, it brings focus to the few priorities that have the greatest
leverage on impact.

More than a dashboard, the Balanced Scorecard (when facilitated and rolled out
thoughtfully) also creates alignment. Both across leaders and by connecting the
day-to-day work of staff and partners to the ultimate impact you seek for the youth
and communities you serve. It turns our mission, into something we can actually see,
measure, and move toward together. This reinforces one of the most powerful drivers
of motivation: a clear sense of purpose (prosocial motivation). When people can see
how their work contributes to something meaningful, it strengthens commitment,
energy, and collaboration across the organization.

When building a Balanced Scorecard, the goal is to increase clarity and focus across
the organization. Simplicity is a value. Simple does not mean simplistic, but rather
creating focus, understanding, and unity around what truly drives impact.
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We've mastered the art of mapping
our impact through the Theory of
Change. But sometimes, we forget that
our programs live inside living
systems—our organizations. When
those systems are healthy, our impact
thrives. When they’re not, even the best
program design struggles. The
Balanced Scorecard helps us see and
strengthen that vital connection.
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