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Abstract

The Balanced Scorecard (BSC) is a strategic management framework that offers an integrated view of
organizational performance, supporting managerial control and enhancing long-term competitiveness.
While traditionally applied in large enterprises, its adaptation to smaller industrial firms is both
relevant and viable, especially considering the operational challenges these firms face - such as limited
resources and lack of formalized management systems. This study adopts a case study methodology
focusing on a small industrial enterprise. Data collection involved interviews with the company’s
manager, yielding both financial and non-financial information. Quantitative data were analyzed using
Microsoft Excel, while qualitative insights were structured around the central research question. A
strategy map was developed, featuring two strategic objectives per BSC perspective, along with
associated indicators, targets, and initiatives. The findings emphasize the BSC’s value as a strategic
planning and control tool in resource-constrained environments, contributing to improved decision-
making. Moreover, the study adds to existing literature by demonstrating the practical relevance of the
BSC in uncertain and economically challenging contexts.

Keywords: Performance measurement, Cost Management, Balanced Scorecard (BSC), Small and
Medium Enterprise (SME), Case Study, Portugal.

Introduction introduction, where the theoretical framework of

the Balanced Scorecard (BSC) is presented,
This paper is organized into five fundamental highlighting its relevance to the research
sections. The first corresponds to the objectives. The second section presents the
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methodology adopted. The third section focuses
on the presentation and analysis of the results
obtained. Finally, the last two sections are
dedicated to discussing the results in the light of
the theoretical framework and presenting the
study's main conclusions.

Management accounting and control emerged
with the industrial revolution and the
appearance of large factories, and the evaluation
of organizational performance was based
exclusively on financial indicators (Blocher et al.,
2019). This branch of accounting has followed
the evolution of technology in production
processes (Drury, 2018), becoming a powerful
cost control tool, providing different spending
information for the various needs of managers
(Silva, 2016). The main objective of management
control is to calculate, analyze and allocate
industrial costs according to the criteria used in
the company, in order to obtain relevant data for
industrial management control (Caiado, 2011;
Rajan and Datar, 2018). However, in recent
decades, it has been shown that the
incorporation of non-financial indicators
provides a more comprehensive and informed
view of organizational performance (Lonbani et
al,, 2015; Gupta and Salter, 2018).

The management of a company must make
decisions by planning, controlling and selecting
operations, and monitoring is necessary as the
results develop (Major and Vieira, 2018).
Managers must make decisions based on well-
organized and well-founded information. All
organizations need to have well-defined strategic
expense management in order to be able to
follow and achieve their objectives in the market,
as this type of strategic management is seen as an
evolution of cost management techniques (Silva,
2016). This tool monitors the company's internal
factors very dynamically, acting as a decision-
making tool.

For a company's management to be able to make
decisions, the BSC tool needs to provide timely,
real and quality information. To this end,
management will have to carry out daily planning
of expenses, classification and analysis of
possible cost reductions or improvements in the
production process, in an organized way that
allows company managers to make the right
decisions (Silva, 2016). Such decisions can
involve company financing. Technical
competence and the diversification of funding
sources are key to increasing the effectiveness of
sustainable financing, involving the definition of

priorities through the BSC (Kurbanova et al,
2025). However, a context of uncertainty
involves risk. For this reason, the BSC and
enterprise risk management can function as a
hierarchical control mechanism, with the BSC
being the more predominant practice and
enterprise risk management the more ancillary
practice, but wused for recognition and
legitimization purposes (Huber et al, 2025).
Even with this difference in purpose associated
with both, enterprise risk management can
influence the BSC itself.

Within this framework, Kaplan and Norton
(2018) developed the BSC, a strategic
management model that makes it possible to
articulate organizational objectives with the
information relevant to their pursuit, and which
has been widely adopted and studied in the
specialized literature. This management tool is a
strategic performance evaluation system
(Kaplan and Norton, 1996). According to Neves
(2011), the BSC is a strategic management model
that translates the organization's vision and
strategy into objectives, indicators, targets and
initiatives  organized into four distinct
perspectives: financial, customer, internal
processes and, finally, learning and growth.

Given the recognized effectiveness of the BSC in
the strategic management of large companies in
different international contexts, its adaptation to
small industrial companies is not only pertinent,
but also feasible. These entities, due to their
smaller structure and limited resources, tend to
lack management systems guided by a strategic
vision, thus compromising the effectiveness of
the planning and control of their activity. Such a
vision can integrate aspects of sustainability,
namely the concept of Sustainability BSC (SBSC),
already recurring in the literature in recent
years, reflecting an integration of the
Sustainability Development Goals into the
original BSC, incorporating environmental, social
and economic sustainability factors (Quesado,
2025). Both models (original BSC and SBSC) have
enormous potential for monitoring performance
and supporting decision-making, but both
require constant updating and adaptation to
meet the challenges of each specific organization
(Li, 2024). This demonstrates the difficulty these
models have in integrating increasingly dynamic
and real-time determinants, making it necessary
to use the flexibility the models contain in order
to quickly make them more agile.
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Based on the theoretical framework set out
above, the following research question was
formulated: how can a BSC proposal be drawn up
for a small industrial company in a specific
context? This problem arises from the need to
implement strategic management tools capable
of generating structured and relevant
information, which is essential for managing and
controlling costs in small industrial businesses.

Methodology

This work seeks to explore how to develop a BSC
proposal in a small industrial company in a
concrete context, in order to be used as a decision
support tool. The theoretical basis is supported
by management control (Drury, 2018; Major and
Vieira, 2018), particularly the BSC (Huber et al.,
2025; Kaplan and Norton, 2018; Kurbanova et al,,
2025; Quesado, 2025). The data analyzed were
obtained from internal company documents and
through a semi-structured interview with the
company manager. The data were processed
using content analysis, focusing on the research
question.

The methodological approach adopted was the
single case study (Yin, 2017), a choice consistent
with the holistic nature of the phenomenon
under analysis and widely recognized in the
literature on management control in specific
organizational contexts. This type of qualitative
methodology allows for an in-depth analysis of
questions that arise in the form of “how”, and is
especially pertinent for research where
contextual complexity conditions management
practices (Spano et al, 2020). Qualitative
approaches, through the case study method, in
public and private entities, have been widely
used in a variety of research into the design
(proposals), implementation and use of the BSC,
not only in terms of economic and financial
results, but also in terms of political and social
factors (Barros, 2025).

Results

In order to draw up the strategy map, it is
essential to understand the control mechanisms
currently in place at the company. According to
the manager, production cost control is carried
out using Excel sheets, in which, at the end of
each product, the costs of raw materials and
labor are recorded. Although efforts have been
made to create automated tools, these initiatives
were later discontinued due to recurring errors
and the lack of effective monitoring. Thus,
current management is still based on a manual
process, susceptible to inaccuracies and
dependent on the operational rigor of employees.

With regard to employee training, recruitment,
motivation and individual team skills, it's
important to note that in the past the company
implemented a specific training course for its
activity. This investment in training is now
intended to be repeated in the future, with a view
to strengthening employees' technical and
motivational skills. The year 2020 was notable
for the company's negative results, a loss that the
manager had anticipated. The production of
certain products was only intended to keep the
team operational, without generating any profit
margin or even helping to cover manufacturing
costs.

The strategic map developed reflects, in an
integrated way, the cause-effect relationships
between short-term initiatives and medium-
term strategic objectives. This tool was built
using the accounting information provided and
based on the perspectives outlined in the
interview with the company manager.

Tables 1, 2, 3 and 4 summarize the information
from the interview with the company manager
regarding the financial, customer, internal
processes and learning and growth perspectives,
respectively.
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Table 1: Excerpts from the interview that support the objectives: financial perspective

"What happened in 2020 was an economic tragedy for our company. A company that, since its
inception, has become accustomed to having more timid growth, more or more consolidated,
but that all have a growth in their sales volume. [...] The business crisis, where we had to stop
the company, where the market suddenly ceased to exist, without any preparation, planning
or prior warning on the part of the very entities that manage health issues worldwide."
(Company manager)

"The focus is on increasing sales and reducing production costs, with the aim of increasing
sales by 150% and reducing production costs by 15% within a maximum of 3 years. To this
end, it is necessary to negotiate with suppliers on the conditions for supplying raw materials,
including prices, in order to have lower production costs, which can help to reduce the retail
price.” (Company manager)

Source: Authors’ own elaboration

Table 2: Excerpts from the interviews that support the objectives: customer perspective

"In terms of financial results and, above all, even in terms of revenue or sales, the near future
will see the creation of a business-to-business (B2B) platform for sales, manufacturing for
advertising professionals. So, we're expecting this web-based platform, with 48 to 72 hour
response times for delivering these marketing solutions, which, theoretically, within two or
three years, could be generating revenue very close to 1 million euros a year." (Company
manager)

"We'll see how this situation develops to see if it makes sense internally to have a smaller,
simpler production structure, with lower costs and less physical space to work in. But, at the
moment, it doesn't make much sense to define whether we're going to go down this route or
not." (Company manager)

“The business crisis, where we had to stop the company, where the market suddenly ceased to
exist, without any preparation, planning or prior warning on the part of the very entities that
manage health issues worldwide.” (Company manager)

Source: Authors’ own elaboration

Table 3: Excerpts from the interviews that support the objectives: internal processes perspective

“Major changes are being prepared in commercial terms and in terms of presentation to the
market, in order to manufacture smaller products, with less complexity and less labor costs, so
that we can be more agile and quicker to market.” (Company manager)

"We developed a platform together with the Polytechnic Institute of Braganga (IPB), a specific
production management software for our activity, based on a lean page that was on the
internet, where each employee entered information, where the tasks were identified and a
summary of the time spent on the tasks, and the raw materials were added. This tool was
discontinued due to the problems [...] that the software posed on a daily basis.” (Company
manager)

“It's part of the company's horizon and real motivation to basically bring this production
control into a new Industry 4.0 reality.” (Company manager)

Source: Authors’ own elaboration
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Table 4: Excerpts from the interviews that support the objectives:
learning and growth perspective

"The company has carried out specific training in the past and intends to do so again in the
future [...]. In 2020, the company posted negative results [...]. It was an expected loss [...], since
some products were only manufactured to keep the employees operational, resulting in no
profit, nor covering manufacturing costs, making it a tragic year for the company. In some
cases, production costs were barely covered [...] in terms of the company's commercial policy,
it wouldn't have been viable. This decision was taken, taking into account what seemed most
interesting in the medium term, which would be to at least maintain the operational minimum
of our structure.” (Company manager)

“The aim is to have a team specialized in manufacturing products, at least 3 people with
experience in this area, which could start with specific training, as it has already been done in
the past.” (Company manager)

“Another objective is to be strong in sales, to replace or hire salespeople with experience in the
field (within 1 year), given that in 2020 the volume of sales was reduced, even though other
alternative products were manufactured.” (Company manager)

Source: Authors’ own elaboration

Analysis of the data systematized in the four
tables presented above made it possible to
identify the relevant strategic objectives for the
company. Performance indicators, targets and
initiatives to be implemented were associated
with each of these objectives. These objectives
and respective indicators were structured

according to the four perspectives of the BSC, as
detailed in Tables 5, 6, 7 and 8. This organization
aims to ensure an integrated view of the strategy,
facilitating continuous monitoring and alignment
between operational execution and the
company's strategic objectives.

Table 5: Objectives and indicators: financial perspective

Strategic objectives

Performance indicators

Increase sales

Annual income (€)

Decrease production costs

Annual costs (€)

Source: Authors’ own elaboration

Table 6: Objectives and indicators: customer perspective

Strategic objectives

Performance indicators

Create a website

Requests for new products (no.)

time

Delivery of products in a short space of | Delivery times

Source: Authors’ own elaboration

Table 7: Objectives and indicators: internal process perspective

Strategic objectives

Performance indicators

Create standard products

Production hours (%)

Make the production process automated

Direct labor hours per product (No.)

Source: Authors’ own elaboration
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Table 8: Objectives and indicators: learning and growth perspective

Strategic objectives

Performance indicators

products

Have a team specialized in manufacturing

Hours of training per staff member

Be strong in sales with

professionals

dedicated

Specialized sales people (No.)

Source: Authors’ own elaboration

Table 9: Targets and Initiatives for the Strategy Map

Financial perspective

Targets

Initiatives

Increase net sales by 150% and reduce
production costs by 15% within a maximum of
3 years

Negotiating raw material prices with
suppliers, obtaining more attractive sales
prices

Customer perspective

Targets

Initiatives

Increase production orders by 100% in 1.5
years

Preparing the tools needed to develop the
website

Deliveries in 48/ 72 hours in 6 months

Preparing production to be able to respond
to orders

Internal process perspective

Targets

Initiatives

Reduction of production times by 15% within 6
months

Improvements in the manufacture of some
products and in the production process

Every week, a technological innovation idea for|Acquire specific software for factory
the production process production

Learning and growth perspective

Targets Initiatives

Have at least 3 people experienced in textile
production within 1 year

Specific training for the factory

Replace or hire salespeople with experience in
the field within 1 year

Start the recruitment and selection process

Source: Authors’ own elaboration

The tables above made it possible to identify and
associate each strategic objective with a
performance indicator suitable for monitoring it
in the context of the BSC. The objectives and
respective indicators were organized according
to the four classic perspectives of this strategic
management model: financial, customers,

internal processes, and learning and growth. In
order to represent the cause-effect relationships
between the financial and non-financial
objectives in a clear and integrated way, a
specific strategy map was drawn up for a small
industrial company, as shown in Figure 1.

Joaquim LEITE, Joana FERNANDES and Ana FERNANDES, Journal of Innovation Management in Small & Medium

Enterprises, https://doi.org/10.5171/2025.599488



7 Journal of Innovation Management in Small & Medium Enterprises

4 N\ ( N\
Flnanclztl.l ) Increase sales < Reduce production «—
perspectiv L 5 ) L ? J
Custome.r ( Creat bsit ) ( Delivery of products in )
perspective reate a website a short time

. J L J/

—

Internal p ? - T N
Processes Automated production
Perspectiv Create standard products process

\. 4 \. /
Learning v
and Growth ( _— : :
Perspective Specialized product Be strong in sales with

manufacturing team dedicated professionals
\.

Figure 1: Strategy map in BSC perspectives

Source: Authors’ own elaboration

The main objectives of the financial perspective
are to increase sales by 150% and reduce
production costs by 15% over a three-year
period. Achieving these goals requires
negotiating the supply conditions for raw
materials, namely price levels, in order to reduce
production costs and help reduce the retail price.
This strategy could also boost sales growth, in
line with the efforts outlined from a customer
perspective. The results obtained, although
lower than intended, were what was expected
given the pandemic context, and the goals set
from this perspective are geared towards a
sustained recovery in a more favorable context.

From the customers' perspective, the first
objective is to create a digital business-to-
business (B2B) platform, which will allow
customer companies to customize the products
they want and view the final product in real time.
This initiative aims to double the number of
production orders within 18 months. In addition,
the second objective is to deliver products within
48 to 72 hours of the order being placed, a target
to be achieved within six months. Achieving this
goal requires production to be able to respond
effectively, which means adapting human
resources to the requirements of demand.

The main objective of internal processes is to
create standard products, taking into account the

characteristics of the products. Over a period of
six months, the aim is to reduce production times
by around 15% by improving the manufacturing
of certain products and the production process.
However, another objective is to automate the
production process which, according to the
company manager, is a complex process, since
the products are made to measure. If the
previous objective from this perspective is
achieved, it will be easier to do so by controlling
production times and

calculating costs directly through specific
production software.

Finally, from the perspective of learning and
growth, the goal is to have a team specialized in
manufacturing products, at least 3 people
experienced in this area, who can start with
specific training. Another objective is to be strong
in sales, replacing or hiring salespeople with
experience in the field (within 1 year), given that
in the period under review the volume of sales
was low, even though other alternative products
were manufactured.

Discussions

Drawing up a strategy map based on the BSC,
incorporating two strategic objectives per
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perspective and the respective indicators, targets
and initiatives, reinforces the applicability of this
model in small industrial companies. The results
show the potential of the BSC as a tool for
integrating relevant information for strategic
management, especially in contexts marked by
high uncertainty and economic and financial
restrictions. As advocated by Kaplan and Norton
(2018), the BSC makes it possible to align
organizational strategy with operational
objectives, making the company's value creation
logic visible. In the case under study, this logic
materializes in the articulation between short-
term objectives (such as cost reduction) and
medium- and long-term goals (such as
strengthening competitive capacity). The
relevance of this alignment is widely recognized
in the literature, which highlights the importance
of the BSC in translating strategy into concrete
action (Kaplan & Norton, 1996; Neves, 2011).

The applicability of the BSC in unstable
environments, such as those faced during and
after the pandemic, also demonstrates its
usefulness as a strategic control and decision
support tool. As Silva (2016) and Kurbanova etal.
(2025) state, access to timely and reliable
information, as well as the ability to plan and
classify expenses, are fundamental for making
sustainable financial decisions, especially in
companies with limited resources. Integrating
the BSC with complementary practices, such as
corporate risk management, extends its reach
even further, acting as a hierarchical control
mechanism, where the BSC predominates as a
strategy  structuring system, and risk
management works as a complement to
legitimize critical decisions (Huber et al., 2025).
This study therefore reinforces the practical
usefulness of the BSC not only as a planning tool,
but also as a means of legitimizing management
in the face of risk and alternative financing
scenarios.

In addition, the results obtained in this study
suggest that the adoption of the BSC in small
industrial companies can help to overcome
weaknesses typical of the absence of a structured
strategic vision. As Quesado (2025) and Li
(2024) point out, both the traditional BSC model
and its sustainable versions (SBSC) show great
potential for adapting to different contexts, as
long as they are continuously updated and
adjusted to the specific dynamics of each
organization. The integration of sustainability
dimensions - economic, environmental and social
- is increasingly valued, which reinforces the

need for more agile strategic management
models that are sensitive to external demands. In
this sense, the results of this study contribute to
the academic debate by demonstrating, on an
empirical basis, the feasibility of implementing
the BSC in small organizational structures, even
in adverse environments, highlighting its value
as a tool for resilience and strategic development.

Conclusions

This research used the case study method in a
small industrial company to assess how the use
of the BSC tool can support strategic cost
management decisions, by drawing up the
company's strategy map. The study made it
possible to understand how the company's
planning and cost control is carried out and how
management tools help in strategic decision-
making. An integrated management system
allows the organization to function smoothly. At
the company, it is not yet possible to carry out
rigorous cost control, and the management
believes that it needs software to evaluate and
control spending. Through a strategic map
according to the BSC, it is hoped to achieve
strategic objectives and significant
improvements in financial and non-financial
management indicators, in a context of economic
and financial instability.

The fact that this study is a qualitative
investigation applied to a single company, in an
adverse context, very much focused on
production costs, can be pointed to as the main
limitation of this work. Another limitation was
the fact that only one of the company's managers
was interviewed. For future scientific research
on the subject covered in this study, we suggest
comparing the results obtained before
implementing the BSC strategy map with those
after implementation. Finally, a more
comprehensive  study is recommended,
comparing the company's situation with other
industries in the same sector.
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