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Abstract

The purpose of the study was to assess the designimplementation of
Balanced Scorecard in Gulele Sub-City educatiormedfand thereby to see the adequacy
of the procedure to design Balanced Scorecard, ékient of Balanced Scorecard
implementation success and identify the major engiks encountered during the design
and implementation process and then provide alteraarecommendation to the
identified challenges. To attain these objectiths, study employed descriptive survey
method. Accordingly, survey questionnaire, focusugr discussion and interviews
guestions were prepared and pilot tested and adit@red to a sample of 114 subjects
which are composed of 11woreda Heads, 6 Core Psooesers and 99 employees. A
total of questionnaires were properly filled in amneturned. Interview and document
analysis were also made to complement the infoomadbtained. All the closed ended
guestions of the questionnaires were analyzed ga#iwely using percentage and
means, whereas the data obtained from open endestiqns, interviews, focus group
discussion were transcribed and narrated to supplanthe quantitative data. The major
findings of this study indicated that the readinéwssBalanced Scorecard design and
implementation made by the offices were good. Bsegding phase was done properly
in terms of strategic plan preparation, theme idedtion, and strategic perspectives,
corporate objectives and measures preparation. \kfpards to Balanced Scorecard
implementation, it was in direct stage at corporkeel and at process level; however, it
was at near the beginning stage in individual leuedck of adequate knowledge on
Balanced Scorecard, insufficient participation, kaof consistent monitoring and
evaluation, gaps in setting measurement and tangetise cascading process, resistance
to change and in ability to automate at individuaiplementation process, lack of
incentive and job displacement is also one of thetofs that lead the employees’
resistance to the implementation of the BSC, problef delivering continuous training
and far beyond education to officers are the magjawblems. The researcher concluded
that the major causes of the above challenges deriged from lack of understanding of
the tool and its early attachment of performancetref employee with payment. It is
recommended that the education offices have taem@abling environment to increase
the involvement of employees, revise the cascadegctives, automate the
implementation process and organize discussionedsas awareness creation program
to check and recheck the implementation process.

Vil



CHAPTER ONE

BACKGROUND OF THE STUDY

1.1Background of the study

Organizations in today's change filled, highly caetfive environment must
devote significant time, energy, and human andnfired resources to measuring their
performance in achieving strategic goals. Most uki fhat, but despite the substantial
effort and related costs, many are dissatisfiec whieir measurement efforts (Niven,
2006). Performance measurement system enablesniadodecisions to be made and
actions to be taken because it quantifies theieffay and effectiveness of past actions
through the acquisition, collation, sorting, anayasnd interpretation of appropriate data
(Kermally, 1997). According to Kaplan and Norton992), during 1980s, many
executive were convinced that traditional measofdsmancial performance didn‘t allow
them manage effectively and wanted to replace twémoperational measures. Arguing
that executives should track both financial andraj@nal metrics, Norton and Kaplan
suggested four sets of parameters namely (customtrnal processes, employee
learning and growth, and finance), which finallyads to the birth of the Balanced
Scorecard (BSC).

The Balanced Scorecard is a set of measure thas gop managers a fast but
comprehensive view of the business. In additioth&traditional financial measures that
tell the results of actions already taken, the ro@dd scorecard accompanies other
operational measures on customer satisfactiomnalt@rocesses, and the organization'‘s
innovation measures or learning and growth that @dmeers of future financial
performance (Kaplan and Norton, 1992). In additmthis, these authors have found out
that, BSC is management tool to measure work padace in organization.

BSC is different from other strategic measuremgstesns in that it is more than
collection of financial and non-financial measurésontains outcome measures and the
performance drivers of outcomes, linked togetheranse- and- effect relationships and
thus aim to be a feed-forward control system.)c&ithe concept was introduced in the



early 1990's by Kaplan and Norton as performancasorement system, the balanced
scorecard (BSC) has attracted Considerable intemestng different organization

practitioners and researchers. Consequently, Bd@adly accepted and implemented in
thousands of companies across the world and pésgteven non-profit organizations

and organizations in public sector (Petr, Wagned, ichal, 2012).

Due to its wide acceptance and effectiveness, #tenbed scorecard (BSC) was
proclaimed one of the 75 most influential ideash® twentieth century by the Harvard
business review (Niven 2005). Balanced scorecarsl avaginally considered for profit
world mind; however due to demonstrating accoutitgbnd generating results,
attracting insufficient resources, creating a fooosstrategy, producing information, self
preservation, driving change and inspiring trusi/riays. Balanced scorecard is popular
in governmental organizations too. The city of Qbitse, North Carolina is one example
from government run organizations to which is wydebnsidered the best example of

balanced scorecard success in such bureaus (NOG).2

In Ethiopia, balanced scorecard was first introduce Addis Ababa city
administration, which it has implemented it based the best practice of the city
Charlotte that experience sharing was conducte2Df2 E.C Addis Ababa is a capital
and central of political, economic, social and wdt activities of the Federal Democratic
Republic of Ethiopia. Balanced scorecard (BSC) isiikestone in an effort to create
developed and democratic country. Accordingly, enpénting the national policies in
line with missions, visions, the country is onlyspible by measuring all the activities of
the organization (The role of leadership on thelemgntation of BSC, 2002 E.C). As
well, when the strategic balanced scorecard prepere2002 E.C, the directives was
provided in which the strategies balanced scoreshadild be based on the growth and
transformational plan of Ethiopia (GTP). In its owpart, the education sector
development program (ESDP IV) was also designethéycouncil of Addis city Ababa
administration (2003 E.C).Additionally, Ministry oivil Service on the manual of
"change masses building of federal civil servicttes balanced scorecard is the only
management tool that used for performance resuedaneasuremeni2005E.C).

According to the strategic manual (2002) for thelementation of balanced scorecard



Addis Ababa City Administration, justification fdaunching balanced scorecard is to
develop strategy that focus on public organizatioruild up results based measurement
system and develop new attitude of employees wios#to be measured only through
their results. in addition, it was adopted to sastiae results those have been achieved by
implementing BPR, the increasing desires of impdoaecountability both politically and
administratively that is meant to improve perform@manging from "good to great" etc.
The need to clearly communicate the strategy t@malbloyees, to meet citizen's needs,
improve organization alignment and link strategyd aperations, produce a balance
strategic plan and evaluate strategy performanae ai additional intents of balanced

scorecard(see Kaplan and Norton, 1996; Niven, 2002)

Addis Ababa city Administration has prepared sigat balanced scorecard (2003
E.C- 2005 E.C) and signed the team charters ofocatp balanced scorecard between of
Addis Ababa city administration mayor and all héadeaus of Addis Ababa (2003 E.C)
The corporate scorecard is cascaded to all AddisabAb bureau sectors
contextually(AACBB, 2013b). Besides, the corporatmrecard of Addis Ababa city
education bureau is cascaded to all sub city edurcaffices, woreda education offices
and to all government schools at all levels respelgt Now, balanced scorecard (BSC)
is considered as a management, communication aagurement tool of Addis Ababa

city administration.

Balanced scorecard is established pyoaess that builds consensus and clarity
about how to translate strategy in to operatioh@gctives and measures. This means that
the scorecard represents the collective knowledgeamagers of the organizations. The
scorecard projects is not an initiative to improveasurement system but rather to make
change in the way the organization views and mand#gelf (Kaplan Norton, 1996).
Balanced scorecard has a capability for organimatio keep the balanced in terms of
objectives; financial and non-financial measuregging and leading indicators; and
external and internal performance. Balanced scalets used to accomplish the
following management process: clarifying and tratisg vision and strategies;

communicating and linking strategies objective andasure; planning, targets and



aligning strategic initiatives and enhancing sgatefeedback and learning (Kaplan
Norton, 1996).

The implementation of balanced scorecard in EdacaBureau and Sub City
Education office has taken six years; however, apacity to execute strategy of the
education sector that have barriers on implemeamtatf strategy in vision, people,
management and resources though balanced scomgsislto overcome this incapacity.
Therefore, balanced scorecard (BSC) has not yevkrmaither in the right track or not but
the researcher will assess the implementation lahbad scorecard in the Gulele sub-city

education offices.
1.2. Statement of the problem

Education office of Gulele sub-city gets on deveigpand implementing BSC
officially since July 2009. The office has been king with the system for the last 6-
years and currently. The office has been motivabethtroduce balanced scorecard for
the following basic reasons: to sustain the impnosets that were introduced following
the organizational re-establishment or reform, gasure its performance from different
perspectives and to link reward with performancaulé@ sub-city annual report |,
2007E.1).

Balanced scorecard has promised many benefitsydingao Lawson, Hatch and
Desroches (2008), as cited by Masresha mulat (2@id&iply there are two benefits
organizations can expect from effectively implenmagptthe balanced scorecard. These
are operational and strategic benefits among tleatipnal benefits; the major one is
tracking progress toward achieving organizationablg, measuring performance at
various levels from various perspectives. On theeiohand, major strategic benefits are
communicating strategy to everyone, and linking ahgning the organization around

strategy.

In spite of the benefits that are promised by thé&iced scorecard, practical
studies show that there are challenges of implemtient (Marr, 2010). Many

organizations assume that once senior managememt &igreed on their Balanced



Scorecard, strategic map and their indicators everywill happily implement it and
collect and report the data. Don't underestimatented for training and communication
about the Balanced Scorecard initiative and itssaend objectives. Again, this is
especially important since there are so many diffemterpretations of what a Balanced
Scorecard is and what it is for. Experience haswvshthat the support of lower and
middle tier managers is essential for the sucddssr( 2010).one of the main problems
with Balanced Scorecards arises when senior mamagger the performance indicators
identified to apply a command-and-control approecivhich they use the indicators to
punish or reward people. This creates fear, registand cheating. Instead, managers
should use their Balanced Scorecards to fostemamniley culture where everybody is
encouraged to collect performance information t@rone future performance (Marr,
2010). Another problem that organizations frequenthake is jumping into a
measurement program too fast and making the progmamcomplicated. Deriving
meaningful measurements, gathering reliable datayeldping useful analytical
techniques, and educating managers about how tdhesedata are all difficult steps.
Doing all this at one time with a bucket full of 8@ferent measures is doomed to failure,
(Zimmerman, 2004),

Study found that lack of communication and mgaient between
organizational functions, selection of an apprdpriaeasures inefficient implementation
by the management, delay in feedback (Paranjapssifeq and Pantano,2006) are that
significantly reduce the affectivities or drive BSC mentioned by Malina and Selto
(2001) among the causes of unsuccessful implemensatAs well, evaluations to which
conducted in 2005 EC shows that there were tremengmblem in implementing part
rather than in building Balanced Scorecard. Eveam élaluation indicate most top
officials implementation of balanced scorecard teftthe middle managers (Report of
Education Bureau, 2005 EC, cited by Habtom,2014) .

Ethiopian Government has launched a massive cemice reform program
throughout the country by 2002; all public insiibuts are compelled to re-engineer their
services to become responsive, efficient and eédkecof their performance. The

Ethiopian Government has given high emphasis ardicalon towards institutional



excellence, For instance, as earlier indicated afasva new proclamation was issued for
higher education institutions in 2009. At presealinost all public institutions are
undertaking Balanced Scorecard (BSC) as a stragining and management tool to
measure work performance of any organization. Amtrey effects for public sector
reform is the efforts to improve public sector seeg, through process improvement. The
reforming aimed at promotion of efficiency (costeetiveness) and provision of effective

services to the public.

| don’t get enough research conducted in the educaffices of Gulele sub city
that the researcher intended to study. Howevas, shown that other institutions which
have attempted BSC implementation in Ethiopia ke Habtom Kahsai Challenges of
Implementing Balanced Scorecard: The Case of SybEuucation Offices in Addis
Ababa,Mamushet W/ Amanuel The assessment of AchievemmahtChallenges of BSC
Implementation in the Public sector of Addis Ab&ity Administration, Dereje Kebede,
The Implementation, Achievements and ConstraintBeformance Management Using
the Balanced Scorecard in Addis Ababa City Admratgin

Saint Paul‘s Hospital Millennium Medical College et is a referral hospital in
Addis Ababa under the Ethiopian Federal Ministry lééalth (FMOH) and Higher
Education Institution (HEI). Although its transiticco a medical college had its own
challenges, the staff members at St. Paul areirgirito set high academic standards
which produce competent and kind physicians. Takimg (there exists ineffective
communication within an organization. This mearst tiot everyone in the organization
understands the concept and thus may even opposé&nimerman (2004) many
managers simply implement a balanced scorecarél insvere a recipe. If they do not
understand what is, how it works and why they imp@at it then they might copy it) as a
foundation, it will be assessed if there is anyatieh between the many reasons
discovered by researchers and the reasons idenéifiecausing the BSC implementation

in the Gulele sub- City Education office to fail.

However, these challenges are not systematicatted out and the effect and depth

of each of challenges on the implementation wasstratturally studied. As a result, it is



not possible to work them out and deal with thentoadingly for the smooth
implementation of the system. Therefore, in thigdgtan attempt is made to assess the
status of balanced scorecard implementation ahthélresearch gap and information gap

in the education office of Gulele sub-city.

1.3. Basic research question
1. To what extent the BSC were planned and impleetkimt the education office
of Gulele sub-city
2. To what extent is the BSC monitoring and evaluatystem in place in the
education office of Gulele sub-city
3. What are the achievements of BSC implementation?
4. What are the challenges of BSC implementation?

1.4. Objective of the study

1.4.1. General objective

To assess practice of implementing balanced s@kin the office and sort out

challenges faced during implementation.

1.4.2. Specific objective
1. To know the extent to which BSC measurement has lmaplemented in the
office of Gulele sub-city
2. To assess evaluation of BSC
3. To identify the achievement of BSC implementation
4. To investigate barriers to the effective impleméataof score card in education

office of Gulele sub-city

1.5. The Significance of the study

The BSC is change, communication and strategic geanant package designed
and implemented in the entire public sector of ¢bantry. There are challenges in the
building and its implementation. Hopefully the riésaf this investigation will contribute
to solve problems related to the design and impheatien of the BSC in Ethiopia public

7



sector. Yet BSC is among the modern and complicatadagement tools that require
through understanding of its methods applicatiorfective. Therefore; the importance

of this study are significant for the following seas:-

1. It point out the barriers to the effective implertegion of scorecard as well as the key
drivers of effective score card implementationdiieation office of Gulele sub-city

2. The study will provide some on the way about batanscorecard implementation to
the management of Gulele-sub-city education office;

3. It will be a good indicator for decision makers ittentify the gap between the
expected benefits of the balanced scorecard anexiegng benefits that the office is
getting;

4. It will fill the current gaps in practical literate for further studies

5. It provides guidelines to leaders for the effectivee of leadership actions and
positively contributes to the effective implemerdatof scorecard (BSC)

1.6. Limitation of the study

There was different limitation during the researchecause of shortage of time; the

study had not investigated all factors that afieghlementation of balanced scorecard.

Additionally, balanced scorecard is a new emergnagnagement theory, and there is no

enough scientific studies in the area of perforreamanagement in the Gulele sub-city

Education offices context; the literature reviewtpd the study was not rich enough with

cases, these things make the study harsh.

1.7. Delimitations of the Study

This study was delimited both geographically andhoeptually. Concerning
geographical delimitation, it was sampled from c-cities education office and ten
woredas within Gulele sub-city, under the sub-@&@tucation offices. Practically, the
study was limited to assess the implementationatdriced scorecard that included the
implementations of part of balanced scorecard ldascading (based on level),
automation, evaluation, motivation and the rolelezfdership and subordinates toward
implementations of balanced scorecard and alseass®wledge gaps and challenges of
implementation. These delimitations were becaus¢heftopic is broad and couldn’t

addressed within a specific time; it needed degpstigation from time constraints and
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data availability. However, this study gives an apppnity to further investigate that

matter.

1.8. Definition of Terms

Balanced Scorecardis a tool that translates an organization‘s missiod strategy into
a comprehensive set of performance measures thtps the framework for a strategic

measurement and management system.

Tiers: the levels through which the balanced scorecalichpdemented throughout the
organization. Usually, the first tier scorecardhe corporate level scorecard and the last

tier scorecard is the individual or employee lesarecard.

Balanced Scorecard Perspectivet's a way of regarding situations, facts and jundpi
their relative importance on a proper or accuratetpf view or the ability to see in that

way.

Corporate scorecard:is a tool that facilitates the implementation afgaerms goal and

strategies through a mechanism of measurement.

Performance Measure:An indicator of performance that show how succdsséiare in

achieving our outcomes.

Index: It is a combination of several individual measwembined in some way to result

in a single, overall indicator of performance.

Performance management:is a systematic process for improving organizationa
performance by developing the performance of imhligi and teams. It is a means of
getting better results from the organizationaljpeand individuals by understating and
managing performance with an agreed framework ehmeéd goals, standards and

competence requirements



Condition: to implement Balanced Score card that must exigtredalanced scorecard

make possible.

Cascade The process of developing aligned scorecardsugirout an organization each
level of the organization will develop scorecardsdd on the objectives and measure. It
can influence from the scorecard of the group talwkhey report.

Lagging indicators: measures that represent the consequences ohagiireviously
taken, which it also referred to as lag-indicatdrsey frequently focus on results time
and characterize historical performance. Employgisfaction may be considered a lag

indicator. A good balanced scorecard must contamxaof lag and lead indicators.

Leading indicators: these measures are considered the “driver” of tagugidicators.
There is an assumed relationship between the tva $uggests that improved

performance in a leading indicator will drive befperformance in the lagging indicator.

Strategic management systemdescribes the use of the balanced scorecard iniradjg
organization short time actions with strategy ofi@ecomplished by cascading the
balanced scorecard to all levels of the organimatatigning budgets and business plans

to strategy, and using the scorecard as feedbatleaming mechanism.

Sub-city:-is the second administration stratum of the city.

10



CHAPTER TOW

LITERATURE REVIEW

This chapter holds both of the theoretical and eicgdi understanding of the
concept of the balanced scorecard. In doing this,olverall concept with the origin and
meaning of the balanced scorecard is briefly statetithe over confidence of companies
on financial measures is criticized. Then, the thagoriefly introduces of the
components of balanced scorecard and what it takesplement it. In the final parts of

the chapter, the common challenges of implementiadalanced scorecard are stated.
2.1 Theoretical Literature

2.1.1 Meaning and Definition of Balanced Scorecard

Balanced Scorecard is a performance management ttwdl enables an
organization to translate its vision and strategio ia tangible set of performance
measures. However, it is more than a measuringcedWaplan and Norton1996Db). It is
also defined by Balanced Scorecard Institution agategic planning and management
system that is used extensively in business andstngl government, and nonprofits
organizations worldwide to align business actigiti® the vision and strategy of the
organization, improve internal and external comroations, and monitor organization

performance against strategic goals (BSC instR0t5).

The Balanced Scorecard is a system in which theegitres of applying it are a

critical part of it. Some measures may give reatyse about the performance of the

11



organization. If they have been designed by a tehplanners without the contribution

of the different levels of business units and depants and without using the scorecard
as a means of communication, cascading, and alighmegives the same results of any
traditional performance measurement model. Muchthef success of the scorecard
depends on how the measures are agreed, the wagrthenplemented and how they are
acted upon. So the process of designing the saorecpust as important as the scorecard

itself.

The scorecard provides an activity view of an orgation’s overall performance
by integrating four perspectives, financial measusgith other key performance
indicators around customer perspectives, internainess processes, and organizational
growth, learning, and innovation. Kaplan and Noraescribe the innovation of the
balanced scorecard as follows: "The balanced saotepetains traditional financial
measures. But financial measures tell the storpasdt events, an adequate story for
industrial age companies for which investmentsoimgtterm capabilities and customer
relationships were not critical for success. Théeancial measures are inadequate,
however, for guiding and evaluating the journeyt tilormation age companies must
make to create future value through investment ustamers, suppliers, employees,
processes, technology, and innovation (Kaplan aoddN1996b as cited in Molleman,
2007).The idea of the Balanced Scorecard is basetieogeneral inclusive concept that
measure the performance of an organization by glesimetric (or a single category of
metrics) such as profit or financial metrics is natlequate. In contemporary
organizations, whether for-profit or public, usingn-singular metrics, as opposed to
singular metric, that cover a variety of performamiimensions can obviously be related
to a relative comprehensiveness of measuremenegsd&ureshi, 2014).

Scorecard measures are typically a combinatiomgfaind lead indicators. A lag
measure is defined as one that reflects an outconmesent-day bottom-line result. The
ultimate lag measure in many public sector orgdiura is customer satisfaction, which
can be measured through surveys, number of criti@sirveys quantifying the level of
satisfaction reflect the success / failure of ladl things the organization has done to try

and keep their constituency happy. Lead measueedefmed as those that drive future
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outcomes or bottom line success. Lead measuresatlpireinforce certain types of

behavior within the organization (Smith, 2012).

2.1.2. Evolution of Balanced scorecard and Historad Nature of balanced

scorecard in Public Organization
2.1.2.1. Evolution of Balanced scorecard

A recent survey determined that companies use arage of 13 management
tools or frameworks at the corporate level. Manytltdse are tools intended to help
measure or monitor the performance of an orgawzatnd within this list the most
popular performance related framework was the BaldrScorecard (57% reporting use
of a Balanced Scorecard) (Rigby and Bilbodeau 20D&is is a remarkable achievement
for a simple framework introduced only about eleyears earlier. A key contributor to
this long-term success has been the steady ewoluifothe Balanced Scorecard
framework in the light mainly of practical experten (Guidoum 2000, Lawrie &
Cobbold 2004).

The evolution of the management of public admiaistns has led them to the
need to change their strategic approach. Publitoaities have to pay more attention to
the objectives of efficiency, effectiveness andnetoy. As a consequence of that, a
growing number of public sector organizations, wabe, are adopting the BSC for
performance management. (Bocci, 2005; Farneti, 2@&nchi and Montemaggiore,
2008; Farneti and Guthrie, 2008; Farneti, 2009).

Many changes have been conducted through the \wasti¢cades, either in the
model basic design or in its application. Variation the basic design are common.

Typical changes include changes in the categoozadf perspectives (Innovation and
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Learning of Employees, in place of Learning and v@h) and the number of
perspectives /adding Stakeholders as a fifth sepgrarspective/ (Rohm,2002 as cited in
Administrator 2007).

The changes at the end of the 20th and at the hiegif the 21st century have
become faster and more radical than ever beforebabltechnological, economical,
political, legal and socio cultural factors infleenthe speed of changes, as well as
shaping of management methodology and practiceayrsdmodern environment is
becoming increasingly dynamic and uncertain. Thiy @ertainty is the certainty of
change, and the only stability is the stabilitychfinges Peter Drucker (1998) the founder
of modern management as cited in Sandra 2010).fEnenoutset, it has been clear that
the primary focus of Balanced Scorecard is to berdrol tool for managers (Kaplan and
Norton, 1992). But there are different types of tcoinexercised by managers: Kaplan
and Norton appear from the outset to associateBdlanced Scorecard with what
Muralidharan (1997) calls strategic control ‘ratiean management control‘(see also
Bungay and Goold, 1991). But in practice, considieracademic and practical attention
has focused on the application of Balanced Scadefcarmanagement control purposes
(Neely et al, 1994, Lingle and Schliemann, 1996, Frigo, 2000)is in part may be
linked to the prevalence of simple 1st GeneratiataBced Scorecard models being used

as the basis for academic contributions (e.g. Keaepet al, 2000).

The transition from 1st Generation to 2nd GenenaBalanced Scorecard designs
coincided with a reinforcement of the positioninjBalanced Scorecard as a tool to
support strategic control. The concurrent develagmef practical approaches to
Balanced Scorecard design focused on forming aeosus within a management team is
clearly consistent with thinking on leadership@rtated over many years (e.g. Thomson,
1967, Kotter 1995, Katzenbach, 1997). As noted iptsly the use of simple causal
models to support the articulation of strategicopty objectives was consistent with
work on organizational change and learning beirmynated by Burke and others (Burke
et al 1992, Kotter 1995, Senge et al. 1999, and Arg{837).
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The transition from 2nd Generation to 3rd Genematl®alanced Scorecard
designs, although in design terms less signifithah the earlier transition, represents a
significant change in the approach to Balanced&auod design activity. The adoption of
3rd Generation Balanced Scorecard designs has gme@inularly helpful in supporting
the development of multiple Balanced Scorecardkivitomplex organizations (Shulver
et al, 2000), and it is our view that this is ldygeecause of its ability to address issues of
information irregularity. Oliver Williamson writinggn Transaction Cost Economics in
the 1970s(Williamson 1975) articulates clearly tb&ue of communication band width
limiting the ability of one party to know ‘what atier party knows. Williamson focused
on what he called “information expectedness‘agjiliad to contractual forms used in
the Insurance industry, but others have made ginolservations about information
asymmetries elsewhere (e.g.Rothschild and Sti§ii6, Mintzberg 1990).

These observations suggest that the projection adnérally developed strategy
into components of an organization can become pnoalic. Corporate Performance
Management software systems have been presentgohigy as a solution to part of this
problem by making it economic for large volumeslefailed information about activities
and performance of the organization to be colleetedl assessed centrally: a key feature
of such contributions is the ability to drill dovinto information recursively to get to the
root cause of performance anomalies (Marr and Ne&€@1). However the information
asymmetry viewpoint challenges the utility of swadtivity, as the software provides at
best only a partial solution to the asymmetry peahbl Similarly more complex
‘alternatives to Balanced Scorecard (e.g. Kennetlay 2000) do not openly address the
informational issues presented by this increaseomplexity. Shulvest al have shown
that one development of 3rd Generation BalancedreéSaods has been to support
alternative management models that tolerate ormantmlate the information asymmetry
issue through facilitation of the summarizing arktion and communications of key
data, and through facilitating the identificatioronemunication criticalities in an
organization’s hierarchy (Shuhatral, 2000).

Across its three generations, the Balanced Scatdws evolved to be a strategic

management tool that involves a wide range of marsam the strategic management
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process, provides boundaries of control but isrigid or stifling and most importantly
removes the separation between formulation andemehtation of strategy (Cobbold
and Lawrie 2003).

2.1.2.2. Historical nature of Balanced Scorecard ipublic organization

The Balanced Scorecard was developed by two mermermRKaplan, an
accounting professor at Harvard University, andiBb#orton, a consultant in Boston. In
1990s, Kaplan and Norton led a research study dbzen companies exploring new
methods of performance measurement. The drivehiostudy was a growing belief that
financial measures of performance were ineffectorethe modern business enterprise.
The study companies, along with Kaplan and Nortegre convinced that a reliance on
financial measures of performance was affecting diality to create value. The group
discussed a number of possible alternatives butedebn the idea of a Scorecard
featuring performance measures capturing activifiesn throughout the organization
customer issues, internal business processes, yeaplactivities, and, of course,

shareholder concerns.

At this time, our world is not in a certainty rathmany things make their world
uncertainty finding. So the world organization isking major changes in responding to
an increasing global change indeed, the need fudaimental change is so strong that
some leading authorities from academic organizatiod industry have called for a
complete rethinking and re-engineering the orgarna. According to Niven (2005), the
radical change that had take place in many orgaaimaover proceeding decide such as
line in time, business process reengineering (PBKYtems thinking, economic value
chain analysis, and many more. All these techniqguere developed to help improve
business performance: these are essentially proeesktools to drive efficiency and
effectiveness rather than strategic managemens tix@ the balanced scorecard, which
aims to set and organization direction of consideranfluence during this period was

the rise of Japanese industry as it was reconsteutttilowing World War II.

In particular, and largely attributable to Demingas the rise of the quality

philosophy, aimed at delighting customers. Becaw$ethis philosophy several
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management tools were emerged Like, total qualéapagement (TQM], quality circles,
the Deming model, the Baldrige awards, and the [®an foundation for quality
management (EFQM) excellence model another emerdaay Criticize the philosophy
of Deming that in the late 1980s poor economic dard Contributed to the business
failure of a number of Baldrnge award winners. Thas brought some doubt on the
validity of their business excellent model and thelity philosophy, as an indicator of

good organizational performance.

MG Brown commenting on the pursuit of quality in Anta industry during the
1990’s say the price of quality, however, often weawer financial results, some
companies with best quality in their industries wemt of business” MG brown
additional stated that since 1995; quality has had reputation. Even the Malcolm
Bladrige national quality award has removed mosthef reference to quality from its
1995 criteria.

Kaplan and Norton’s work was also discord to mizinthe weakness of quality
philosophy, which directed at seeking to establgh alternative administration to
improve the chance of organizational survival amctess (Niven, 2005).

A key conclusion of the research under taken byldapnd Norton (1990) was
that: in order to be successful, a company hasldoeas long issues and not just simply
rely on producing good short term results. Kaplamd &Norton argue that financial
measures were too one sided and not relevant tg teaels in the organization and that
reliance only on financial measures may affectabiéity of organizations to create value
(Niven, 2006). Moreover, Kaplan and Norton (1998)ug that focusing exclusively on
financial performance measurements worked welhadrea of industrialization, but in
the era where new emerging, financial measurenartaot enough. Some practitioners
argue that managers can hardly work with multipleasurement of performance.
However, Kaplan and Norton (1992) make an analotp &n airplane cockpit. They
explain that for the complex task of navigatinglatpthe polite should rely on a number
of indicators and instruments to reach the destinatafely, and efficiently. He needs

detailed information about fuel, air speed, pressuititude, destination, and other
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indicators that summarize the current and predietedronments. Relying only on one
instrument could be fatal. The same can be saidofganization Managers should

recognize the need to track performance in seazeals.

The balanced scorecard should therefore provideremt four basic questions
that look at the business from four important pecspes (Kaplan and Norton, 1992).
How do customers see? The organization on custperspective what is it important to

excel in?

To internal process perspective, can the orgaoizatontinue to improve ability
and create value? Learning is growth perspective lmow do shareholders see the
organization and financial perspective. From itsveli@oment as a performance

measurement tool, the balanced scorecard has eoalsig evolved.

According to Lawrie and Cobbold (2004), the evantof the balanced scorecard
may be represented by three generations of balesstmdcards. The main concern of the
first generation of the Balanced Scorecard as #oqeance measurement tool was to
solve the measurement problem of balancing theracguand integrity of financial
metrics with the drivers of for future financial ceess (Niver, 2005). Lawise and
Cobbold (2004) argue that in the origin designhaf BSC concept, the election of which
measures to include was not sufficiently clear.sTWias evident in two respects: the
organization did not know what measures to inclindde scorecard, and it was not clear

which measures should appear for which perspective.

To overcome those shortcomings, Kaplan and Nort#93) introduced the
concept of strategic objective. In their view, #hehould be direct mapping between each
strategic objective placed in the four perspectivath one or more performance

measures.

This would justification for the selected measuresaddition, they linked the
strategic objectives in a tool called strategy n@show the causality between them

(Lawrie and Cobbold 2004). In the second generatiom a strategic measurement

18



system, the balanced scorecard involved in to a&egjic management system with the

intention of supporting management implementatiost@tegy (Niven, 2005).

The criticism of the second generation of the BS&swased on the lack of
interpretation and understanding of the vision emsision statements from lower levels
of the organization, which were preserved only Higgzh-level management (Lawrie &
Cobbold, 2004). Niven (2005) argues that the use ledlanced scorecard may be seen as
a tool for measurement performance, a strategicagement tool and a tool for

communication.

Enhancing the communication role of the BSC was d¢ioal of the third
generation of its development. According to Nive0(d5), company strategy should be
understood not only by executive, but it shouldraesformed into simple objective and
measures understood by all the people in the coympad this should lead them to
achieve real results. The third generation of thkatced scorecard aimed to all levels of
the organization by cascading high-level balancamtexards to lower levels. Further,
through the description in the strategy map, th&€ BBould are employees what they
must do in each of the four perspective in ordexxdtecute the organization strategy.

2.1.2.3. The Introduction of the Balanced Scorecarth the Ethiopian Public Service

The Balanced Scorecard (BSC) was fully introducethé Ethiopian government
service in 2010 after a relatively long time studyhow to adapt it to the Ethiopian
public sector context. Some Ethiopian public sectwganizations have tried to
implement BSC before 2005 (Tessema, 2005 quotedeinwWall, 2007). Balanced
Scorecard as performance management tool was ablatttact the attention of

organization leaders and managers in Ethiopia.

In connection to this DeWall (2007: para.5) notedttin Ethiopia, there
are some developments for the benefit of performmananagement. More and
more Ethiopian enterprises are expressing a strong edéerin the BSC, their

managers are starting to acknowledge the importaoteegular formal and
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informal performance review meetings, communicaidout results is being
improved by applying modern means of communicdikenthe intranet, people
are willing to train in the use of performance mgeaent, and government is

fostering the improvement of performance.

Ministry of education had been one of the publigamizations in taming the concept
(BSCI, 2013). Department for International Develgmin(DFID, 2013:9) states that the
Ethiopian government (GoE) has introduced perfoceammanagement system
throughout federal and regional public service oizmtions using the Balanced
Scorecard methods. The same source underscores Bth@t was designed for
organizational and individual performance managdrpearpose across Ethiopian public

service institutions.

According to official records and survey findings the study sub-cities and
Woredas plans and reports to sector offices, BSlaeisg implemented in combination
with BPR (business process reengineering) startiogn 2010. Addis Ababa City
Government Capacity Building Bureau states thahézt the transformational needs of
public institutions in the city administration aedsure service delivery from balanced
perspectives; BSC has been introduced as key pmafore management and
measurement system (AACBB, 2013a:1). The same sauadicates that BSC is being
used in combination with BPR as there is no onglsiperformance management tool
that can cure all the organizational dissatisfactithe argument goes on to say that there
are problems that BPR alone cannot redress andélquges the implementation of BSC
to uproot these challenges. BPR is concerned witltgsses while BSC focuses on
identification of organizational strategic goalslestion of priority themes, setting
organizational targets, performance measures ahcaitors. Thus, integrated application

of the two tools will lead to better organizatiopakformance.
2.1.3. Use of the balanced scorecard

Public organizations are trying to create publicnfaence through more
disclosure to citizens (Marcuccio & Steccolini, 300 Another aspect that public

organizations use in order to create the confideisceitizen participation. Citizen
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participation is a good way to increase accourntgblbecause it gives citizens an

opportunity to get into the business (Recited byddecio & Steccolini, 2005).

Since the introduction of the Balanced Scorecapt@rh by Kaplan and Norton,
the methodology has been utilized in a number afpfofit and not-for-profit
organizations. The literature is replete with exblamwf the successful implementation of
the Balanced Scorecard approach, especially ipraiit organizations. In the for-profit
sector, companies have recognized that financiafiecseby themselves are inadequate
for measuring and managing their performances @m®e@#001). Kaplan and Norton
(1992, 1996) complemented the financial perspectiith the other three perspectives:
the customer, the internal process, and learning growth. For-profit seeking

corporations, the financial perspective providesclong-run objectives (Kaplan 2001).

On the other hand, in the not-for-profit sectog fimancial perspective provides a
constraint rather than an objective. While the footprofits monitor spending and adhere
to financial budgets, their success or failureas measured by spending in relationship
to budgeted amounts. According to Kaplan, the slpmot-for-profit has had difficulty
placing the financial perspective at the top of Bedanced Scorecard. He suggests that
the not-for-profits consider placing a mission alije at the top of their scorecard as the
mission represents the accountability between thtefar-profit and society. He also
suggests the not-for-profits expand the definitadrwho their customer is. As noted by
Kaplan, a growing number of not-for-profits havegbe using the Balanced Scorecard
model (Kaplan 2001) While initially, Robert S. pdan developed for private sector
enterprises, the Balanced Scorecard was soon edewdnonprofit and public sector
enterprises (NPSEs). Prior to the development o« Balanced Scorecard, the
performance reports of NPSEs focused only on filmhnoeasures, such as budgets,
funds appropriated, donations, expenditures, anerabpg expense ratios. Clearly,
however, the performance of NPSEs cannot be meahdwyrdinancial indicators. Their
success has to be measured by their effectivenegsoviding benefits to constituents.
The Balanced Scorecard helps NPSEs select a cohererof nonfinancial measures to

assess their performance with constituents (Kaptdi®).
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Ethiopia's and other country's researchers havegyesigd that there is growing
interest in the use of BSC in more firms with supgmm government (Tessema 2005).
In Ghana, following the liberalisation of the ecamg the public sector has implemented
performance management as a way of ensuring efligieand effectiveness in
organizations (Ohemeng 2009: 109). Despite suclorteff the consensus is that
performance management has not made tremendousibatioh to organizational

efficiency and effectiveness in Ghana (Ohemeng 20P9).

It is possible to say that BSC enables managecsati organizational strategies
in line with their vision, define strategic objeas in line with organizational mission
and vision, develop strategic plan by integratimgious issues, monitor and adjust the
implementation of their strategies and to make &mental changes in them. If used
correctly, BSC not only creates concrete resuli$,dtso creates a long-term balance in
the organization. This balance can be described frany different angles. It provides a
balance between the short-term and the long-teims means that it offers a balance
between what is important today and what is impirtemorrow. It also gives a balance
between external and internal measures, indicatibglance between what is important
to us and to our key stakeholders. Moreover, BS€gyou a balance between financial
(hard) and non-financial (soft) measures (Kaplad Biorton 1996 cited in Mamushet,
2014).

The scholarly evidence of use of balanced scorstésywas initially provided by
Silk (1998),reporting through estimation that 60%4J8A Fortune 500 companies have
either implemented or are managing their businessigh balanced scorecard. While the
emergence of the balanced scorecard phenomenonnesmia USA initially, it soon
spread around the world. Martinez (2005) reporteat the utilization rate of balanced
scorecard around the world is 44%, with 57% of WWhnpanies, 46% of USA companies
and 26% of German & Austrian companies use Balaigmaecard (Silk 1998). Niven
(2002), sees the Balanced Scorecard as three thangeasurement system, a strategic
management system and a communication tool. He thuks that the Balanced
Scorecard is more than just a measurement tockt&eto the Scorecard, is a continuous

process in which the Scorecard is used to emphaisaewhich is prioritized by the
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organization. The organization‘s vision is madeagl@nd it is communicated via goals

and associated incentives.
2.1.4. Perspectives of balanced scorecard

The balanced scorecard perspective to originalnicalh scorecard designed by
Kaplan and Norton identified four perspectives tia¢anced scorecard supplements that
traditional way of measuring performance with fio@h measures by adding measurer
from the perspectives of customers, internal preegsand learning and growth. In a way
it enables organizations to monitors the intangibsess needed for future growth
(Kaplan and Norton, 1996). The four perspectivese—tharning and growth, the
customer, the internal process and the financiaspsetive, which each of them are
discussed here under.

The first perspective is the financial that focuses the strategy for growth,
comparability, and risk viewed from the perspectifehe shareholder. The second one
is the strategy for creating value and differerdiafrom the perspective of the customer.
The Internal Business Processes is the third gicateriorities for various business
processes that create customer and shareholdsfasatin. The fourth and the last
perspective is the learning and growth strategy pneritize to create a climate that
supports organizational change, innovation, andwvtyro (Kristin 2009). Kaplan and
Norton (1996, 2001 and 2006) the financial perspects used as an avenue for
summarizing the readily measureable economic caresegs of actions already taken.
They relate to profitability and include operatimgome, return on capital employed and
economic value added. The customer perspectivdifiésnthe customers and market
segments in which the business unit will competed areasures the business units in

these targeted segments.

The perspective should also include specific measof the value propositions
that the organization will deliver to the targetadrket segments. The internal business
process perspective measures focus on the intproeésses that will have the greatest
impact on customer satisfaction and achievementawof organization‘s financial

objectives. Lastly, the learning and growth persigecidentifies the infrastructure that
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the organization must build to create long-termwgloand improvement. Whereas the
customer and internal business process perspeidterdify factors most critical for
current and future success, businesses are unligehgeet their long term targets for
customers and internal processes using today's\tdaties and capabilities. This gives
rise for the need for learning and growth (Mghag@0).

Kaplan and Norton (1996) repeatedly emphasizettieperspectives should not
be seen as a straight jacket in which the BalaSoedecard adopting organization should
be constrained, but that the perspectives canshadld, be adapted to the organization

and that new perspectives can be developed.
2.1.4.1. Customer Perspective of BSC

Customer management process focus on the relaippast image dimensions of
the basic customer value proposition. Customentiete and customer growth processes
build relationships with targeted customers (Ka@aNorton 2004). The emphasis that
private businesses place on the customer has canghtthe public sector. The District
of Columbia Financial Responsibility and Managemésistance Authority used
customer service as its first criterion for allecgtbudgetary resources to new projects
for fiscal year 1998. With improved transportatiand telecommunication services,
residents and business have more choices for witerlecate. The leaders of the
governments know that high quality, low cost pulsievices can influence a family‘s or
businesses’ location decision. The public sectolarz®d scorecard demands that
government leaders convert customer service slogatts concrete measures of

performance.

Unlike the private sector, public sector customams more likely to complain
than exit. In the short run, a resident or businsssot likely to move to an adjacent
jurisdiction because recreational services in to#y are not adequate or that the roads
are not maintained properly. A jurisdiction is rikely to feel the effect of unhappy
customers in the short run, but will likely suffdre loss of residents, businesses and
visitors in the long run if it does not offer goodstomer service. Agencies cannot afford

to wait until the local government tax base is disthed before they start measuring and
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responding to customer wants and needs. The balstmrecard requires that agencies
identify their customers and stakeholders-- theeeadten many and develop measures
that matter to them (Estis, 1998).

In the customer perspective of the balanced scatgcnanagers identify the
customer and market segments in which the busin@ssvill compete and the measures
of the business unit's performance in these tadgetgments. "This perspective typically
includes several core or generic measures of tleeessful outcomes from a well

formulated and implemented strategy.

The core outcome measures include customer sdisfacustomer retention,
new customer acquisition, customer profitabilityjdamarket and account share in
targeted segments. But the customer perspectivddshtso include specific measures of
the value propositions that the company will delite customer in targeted market
segments. "(Kaplan & Norton, 1996a, p. 26) the meda scorecard demands that
managers translate their general mission statementustomer service into specific
measures that reflect the factors that really mattecustomers. Kaplan and Norton
(1992) see that customer's concerns tend to fatbifiour categories: time, quality,
performance and service, and cost; - Time coulthbasured by lead time which can be
the time from receiving the order to the time tbenpany actually delivers the product or
service to the customer. - Quality measures thecatidével of incoming products as
perceived and measured by the customer. - The catidn of performance and service
measures how they company's products or serviceilmate to creating value for its
customers. - Cost measures beside price many abst elements such as the
administrative hassles of ordering, invoicing, iesiing, and paying for materials. An
excellent supplier may charge a higher unit price groducts than other vendors but
nonetheless be a lower cost supplier because é@rsoffnore administrative facilities
(Kaplan & Norton 1992)

2.1.4.2. Internal Process Perspective

In the Internal Process perspective of the Scodectire key processes are

identified and the firm must excel at in order tmtinue adding value for customers and
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ultimately shareholders. Each of the customer plisgs just outlined will entail the
efficient operation of specific internal processesrder to serve customers and fulfill
our value proposition. The main task here is tanife those processes and develop the
best possible objectives and measures with whidhatk progress. To satisfy customer
and shareholder expectations, new internal prosessght have to identify entirely
rather than focusing efforts on the incremental rompment of existing activities.
Product development, production, manufacturingivdey, and post-sale service may be
represented in this perspective. Many organizatielsheavily on supplier relationships
and other third-party arrangements to serve custrafiectively. Such organizations
should consider developing measures in the Intd?Pnatess perspective to represent the
critical elements of those relationships. (Nive@0®@). Deciding the means by which the
company can realize various improvements such &tow we can realize customers
satisfaction, - How we can reduce costs, - How ae enhance quality, - How we can

improve productivity and How we can raise our psofi

The solutions of all these problems are impliethim continuous development of
the operational efficiency. In the Internal Procé¥srspective of the scorecard, we
identify the key process at which the organizatimmst excel in order to continue adding
value for customers. Our task in this perspectweoi identify those processes and
develop the best possible measures with which agktrour progress. To satisfy
customers, you may have to identify entirely neterinal processes rather than focusing

your efforts on the incremental improvement of Bxgsactivities.

Service development and delivery, partnering wié ¢community, and reporting
are examples of items that may be representedsmpénspective.(Niven,2005: pp.15-16)
The internal measures for the Balanced Scorecaadildhstem from the business
processes that have the greatest impact on cussatisfaction- factors that affect cycle
time, quality, employee skills, and productivityo Tachieve goals on these factors,
managers must device measures that are influencethployees' actions. Since much of
the actions take place at the department and wvaditst levels, managers need to
decompose overall cycle time, quality, product, andt measures to local levels. That

way, the measures link top management's judgmentitakey internal processes and
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competencies to the actions taken by individuads #iffect over all corporate objectives.
This object ensures that employees at lower lewetbe organization have clear targets
for actions, decisions, and improvement activittest will contribute to the company's

overall mission (Kaplan and Norton, 1992).

The internal perspective reminds us that the backgt works, driven by
objectives and goals, must be in place to ensartethle customer and financial objectives
are achieved. Typically, organizations have haitmternal behavior will sabotage their
ability to meet targets in the customer and finahperspectives. "These organizations
must re-tool to win, and this perspective helpsnthdefine what this retooling is.
Conversely, if an organization can identify theseinal characteristics and define ways
to enable them, their execution arsenal can bestuto win the customer and also to
destroy the competition"(Nair, 2004: pp.23-24 dasctin Administrator 2007).

2.1.4.3. Employee Learning and Growth Perspective

Information and alignment could all have a placéhis perspective. The learning
and growth perspective is a driver for achievingtsgic objectives under the strategic
drivers’ perspective. The achievement of measurésnender the strategic driver's
perspective would become the driver for the achiear of strategic objectives under the
strategic outcomes perspective. This perspectivdudes employee training and
corporate cultural attitudes related to both indiial and corporate self-improvement. In
a knowledge-worker organization, people the onpository of knowledge are the main

resource.

In the current climate of rapid technological chanitjis becoming necessary for
knowledge workers to be in a continuous learninglend/letrics can be put into place to
guide managers in focusing training funds where tten help the most. In any case,
learning and growth constitute the essential fotindafor success of any knowledge-
worker organization. Kaplan and Norton emphasiz¢ tearning’ is more than ‘training’;
it also includes things like mentors and tutordhwmitthe organization, as well as that ease
of communication among workers that allows thenrdadily get help on a problem
when it is needed (BSC institute 2015).
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The objectives and measures in the Employee Legrmia Growth perspective
of the Balanced Scorecard are really the enablethe other three perspectives. In
essence, they are the foundation upon which thanBatl Scorecard is built. As with the
other three perspectives of the Scorecard, theurgser would look forward to a mix of
core outcome measures and performance drivers (te@dsures) to represent the
Employee Learning and Growth perspective, empl®jaies, employee satisfaction and
availability of organization's stakeholders. Kapland Norton (1992) argue that an
organization‘'s ability to continually improve andnew can be directly linked to its
ability to create value: When the organization wattt achieve ambitious results for
internal processes and customers, the Learningsaowth Perspective is the perspective

in which the enablers of these gains can be found

The Learning and Growth Perspective can be saimktthe foundation on which
the Balanced Scorecard is built (Niven, 2002). Ommsasures for the Customer- and
Internal Process Perspectives have been identtiedcore, strategic competencies for
supporting these need to be identified. Knowledgwmtivation and availability of
adequate tools are frequently the source of gramith therefore common measures of
this perspective are employee skills, employeesfsatiion, availability of information,
alignment and capital investments (Niven, 2002)s hormally the last perspective to be
developed. Perhaps the teams are intellectuallynebtafrom their earlier efforts of
developing new strategic measures, or they simphsider this perspective soft stuff
best left to the Human Resources group. No matier valid the rationale seems, this
perspective cannot be overlooked in the developmertdess. As it is mentioned above,
the measures they develop in this perspectivelereemhablers of all other measures on
their Scorecard. Think of them as the roots oka that will ultimately lead through the
trunk of internal processes to the branches ofooost results and finally to the leaves of

financial returns (Niven, 2006)
2.1.4.4. Financial Perspectives

Financial measures are a critical component oBlanced Scorecard, especially

so in the for-profit world. The objectives and m&as in this perspective tell us whether
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our strategy execution which is detailed througlediives and measures chosen in the
other perspectives is leading to improved bottame-liesults. We could focus all of our
energy and capabilities on improving customer &ati®on, quality, on-time delivery, or
any number of things, but without an indicationtbéir effect on the organization's
financial returns, they are of limited value. Wermally encounter classic lagging
indicators in the financial perspective. Typicalaeples include profitability, revenue
growth, and asset utilization (Niven, 2006). Inrder to attain objectives in the financial
perspective, all measures in other perspectivesldtoe linked. For this set of measures,
the BSC retains the traditional measures of orgaioa performance along with
measures that reflect the strategy and environmmewhich the particular business unit
operates. For most organizations, the financiamé®e of an increase in revenues,
improvements in productivity, and enhancing assgiization could provide the
necessary linkages to the other perspectives (Kapid Norton, 2001).

The four perspectives provide a foundation in whiwltommunicate with clarity
the strategy and intentions of organization whiko articulating to the employees the
drivers to future success. By clearly expressimgahtcomes the organization desires and
the drivers of those outcomes, management hopeseize, encourage and culminate
the abilities and initiative of the individuals Wih the firm to achieving the long-term
goals (Kaplan and Norton, 1996 as cited in Kamr@092. Implementing the BSC
provides managers with a tool to translate straiagfy action and measurable results.
The BSC allows the management to look at the basifrem four important perspectives
and to receive answers to four important quest{gaplan & Norton, 1992 as cited in
kamran 2009).

The most interesting part of BSC is the establisl@dages among these four
dimensions using the strategy map. Kaplan and Nptiee designers of the concept,
argue that balanced scorecard as a performancegeraeat mechanism gives due
emphasis to Clarify and gain consensus on theeglyaif the organization, Communicate
strategy throughout the organization, Align departal and individual goals to the
strategy, Bind strategic objectives to long termgéts and annual budgets, Identify and

align strategic initiatives, Undertake periodic asgstematic reviews, and Obtain
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feedback to learn about and improve strategy aedativperformance of the organization
(1996:19).

The innovators of the idea/tool of balanced scadkc®obert S. Kaplan and
David P. Norton of the Harvard Business Schoolthierr argue that the name ‘balanced
scorecard’ reflects “the balance provided betwebnortsand long-term objectives,
between financial and non-financial measures, batwagging and leading indicators,
and between internal and external performance petisps” (Kaplan and Norton, 1996:
viii). Using the BSC, managers decide what is remfuto deliver and sustain the strategy,
and how to monitor progress in regard to the foerspectives/dimensions: finance,
customer/citizens, process and people. The pergpaoeasures within these angles are
used to communicate the strategy, assign respttisgbiand time frame, and to check
progress (Mackie, 2008).

2.1.5. Phases of the Balanced Scorecard

Unlike the BPR, which has three phases, BSC has pivases. The first six are
called preparation phases while the last threeimptementation phases (BSCI, 2013;
AACBB, 2013a). There are distinct activities thhe torganization undertakes in each
phaseThe first 6 stages are balanced scorecard builgiegaration steps while the last
three are execution phases (BSCI, 2008; Niven 288ZBB, 2013a).

Stage 1-Assessment

In this stage, the organization conducts thorouggessment of the current situation of
the organization and the environment it operatedt ifocuses on analysis of key issues
and challenges, usually using PEST (political, eooic, social and technological) and
SWOT (strength, weakness, opportunities and thrdatsniques in order to identify
what needs to be done to achieve success in thentand predicted environment. It is
very essential phase to have stakeholder and maresgebuy-in (AACBB, 2013a;
Stellar Leadership Ltd., 2013).

Stage 2- Strategy Development
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The organization decides on elements of its styategluding strategic objectives for the
four perspectives (financial, customer, internakibass processes and learning and
growth). The primary attention, at this stage, gesh customer needs and financial
necessities and how the organization intends toeatethese through Internal Processes,
and Learning and Growth (Stellar Leadership Lt613.

Stage 3- Objectives Development

In this phase, strategic themes are translatedointangible and feasible strategic
objectives. Strategic objectives are fundamentading blocks for a strategy and define
the organization’s strategic intent. At this stépe organization defines core strategic

objectives for all the four perspectives of theamigation.
Stage 4- Strategic Map

It is the stage where we link strategic objectivesa web of cause and effect
relationships. For instance, a plain causal linkafstrategic objectives would be: “the
improved processes lead to shorter customer leagstiimproved on-time delivery, and
fewer defects experienced by customers; the qualitgrovements experienced by
customers lead to higher satisfaction, retentiow, spending, which drives, ultimately,
higher revenues and margins”. All the strategiceotiyes are interlocked together in
cause-and-effect chains, beginning with employegsing through processes and
customers, and ending in greater financial perfoigeaor customer satisfaction
depending on the nature of the organization i.sif@ss or public entity (Kaplan, 2010:
21).

Stage 5- Performance Measures/Indicators

At this phase performance measures/indicators ereloped for each strategic objective
along with baseline or benchmarking data and cteggets. It is quite important to

identify a basket of measures so as to make satebthth qualitative and quantitative

results are properly considered. As rule of thuimé number of measures should be
between 2 and 5 (Stellar Leadership Ltd., 2013).
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Stage 6- Initiatives:

This is the phase where programs and projects|éaat to the materialization of the
strategic objectives are identified and agreed. ifhm@tives (programs and projects) are
vehicles that carry and move the organization tdwdne strategic objectives and targets
(Ibid).

Stage 7- Automation

This phase is concerned with development and agaitif appropriate software for
simplified performance tracking and reporting, akmbwledge sharing. Automation
facilitates provision of the right performance infation at the right time to the right
people/decision makers (AACBB, 2013a; Stellar Lesli@ Ltd., 2013).

Stage 8- Cascading:

The eighth step is concerned with getting the degdional strategy down to all
units/departments, and individual employees indfganization. The cascading process
is done based on the conformity between the naitithe task and the nature of the
unit/department, and staff member. It is basedhendascaded plan that each unit or
individual's performance is evaluated at the enthefyear (AACBB, 2013a).

Stage 9- Monitoring and Evaluation:

This phase includes key activities such as desggmonitoring and evaluation system;
developing evaluation plan; evaluating actual peménce against planned strategic
objectives; and taking corrective measures basdteoresults (Ibid).

2.1.6. Balanced Scorecard as Strategic Managemenobt

Strategic Management is managing for the Futur@mnpeting for the Future as
had been remarked by the renowned strategic mareagesrperts, Hamel and Prahalad.
As Peter Drucker had warned, managemeras no choice but to expect the future, to
attempt to mould it, and to balance short-rangelang-range goals. The futures will not

just happen if one wishes hard enough. It requdexssion-now. It requires risk-now. It
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requires action-now. It requests allocation of veses-now. It requires work-ndw
(Administrator, 2006). Strategic management prodssa full set of commitments,
decisions, and actions required for a firm to aohistrategic competitiveness (Hitt et al.,
2011). It involves the planning, directing, organg and controlling of company's
strategy related decisions and actions (Wachil)82 Pearce and Robinson (2011)
have defined strategy management as the set ddiolesiand actions that result in the
formulation and implementation of plans designedathieve a company's objectives.
Therefore, strategy management deals with the flaton, execution, assessment, and
control of strategic decisions in order to achiexganizational goals and objectives.

The concept of strategy is multidimensional in vishidifferent scholars have
defined differently depending on the context andspective. Some scholars including
Hofer and Schedule (1978), and Grant (2010), hagkdd strategy as the link between
organization and its environment. Others such @adeeand Robinson (2011), Johnson,
Schools, & Whittington (2008), and Chandler (196Bave noted strategy as
determination of long term direction, and purposedn organizatiofiMohamed 2013).
The BSC as a strategic management system prowegetbdck around both the internal
business processes and external outcomes in avdeortinuously improve strategic
performance results. When fully deployed, the B&6€ grovide an efficient and effective

performance-based management system that (NortbKaplan, 1993, 2000):

The justification behind the Balanced Scorecardceph is to move beyond
financial or cost accounting performance metric¢oag-term strategic drivers. Reasons
for this include looking beyond short- term focusdanot using only financial
performance indicators, because financial perfomaaalone cannot communicate an

organization's strategy to its employees and mamagée (Kamran, 2009).

Be aware of strategy is represented by the higatpldans management set up to
lead the organization into the future. Others warlgue strategy rests on the specific and
detailed actions you take to achieve your desitgdré. To others still, strategy is
practically the same as to best practices. Finaliyne may consider strategy a guide of

consistency of action over time (Niven, 2006). Nivadso ideally produced the Balanced
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Scorecard through a shared understanding and dtemmslof the organization's strategy
into objectives, measures, targets, and initiativeseach of the four Scorecard

perspectives.

The Balanced Scorecard is more than a criticalrooperational measurement
system, it depends on how an organization bringB#lanced Scorecard tool to play, it
can be used both for internal management contrdloaras a more externally oriented
system, designed to create admission for ownersHret interest parties (Andre'asson,
1999:Pp.36-37). Innovative companies are usingtioeecard as a strategic management

system, to manage their strategy over their lomg(Kaplan& Norton, 1996a: p10).
2.1.7. BSC as a tool for performance measurement organization

The BSC is considered by internal (politicians, agars, councils) users as a
good and useful tool for performance measuremebbgal Governments LGOs (Malmi,
2001; De Bruijn, 2007; Johnsen&Vakkuri, 2006; Lili&han, 2004). Kaplan and Norton
(1992) argue that the BSC is used to measure tlamdial and non-financial goals in
public organizations as well as to clarify orgatimas' strategies. Kaplan and Norton
(2001) also claim that the original intention oétBSC was to be used for profit making
firms. However, the BSC can be applied in the Rublganization as well by putting
customers at the top of the hierarchy. In publgaoizations, the focus is mostly on the
citizens. Customers in the public services secter @ients, students, patients and
citizens, and the owners are the parliament andytivernment (Talbot, 1999). Public
organizations do not exist to make profit becabsy provide public services to citizens
(Kelly & Lewis, 2009).

Public organizations are characterized by custdomrs and quality of services,
which means that non-financial factors are equedigortant (Aidemark, 2001). Kelly
and Lewis (2009) mean that the Public Sector omgdinins are providing public services
to citizens, which means that public organizati@re considered as non-financial
performers. According to Aidemark (2001), the BS€@asures more than just financial
dimensions and that are why the BSC fits into thelieé Sector (Reshitaj, Tikhonova
2013).
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To assist the company’s strategic and learningge®es, the balanced scorecard
should be continually updated with current and apenally relevant information. Inputs
are needed at all stages of BSC initiative. It &haact as a facilitator and has an
important role at different stages of the BSC atitie in forms of (Olve et al 2003):
preparing the initial stages of the BSC programmaefining and linking measures
setting goals, and observing performance, managiinagegic initiatives and action plans
At the beginning of the BSC initiative, a summafyraterials, which arise from working
on the strategy, must be introduced in the scodectnis process could be considered
well formulate if the strategy map explicitly linkke goals with the more concrete

success factors and metrics in each perspectilewid by a set of initiatives.

Further, the relationship between different scaxanust be clearly articulated
every metric must be defined in a concise and Byastie way. In accordance with the
predefined time schedules, targets must be reviewmedappropriate initiatives defined.

As is already stated, operating and maintainingsttogecard requires continuous in puts.

The BSC is supposed to boost new behaviors, contatimm and cooperation if
information is not duly entered into the systene thalanced scorecard initiative will
probably be worthless. Even if the required infotiorais recorded in the scorecard and
its databases, it has never been retrieved ancedidy the people who are supposed to
benefit from the system; it will not make only wawonathile contribution to the
organization or justify the investment put into thedanced scorecard (Olve et al, 2003)
Niven (2006) emphasizes the problem of gatherirheartering data into the BSC, in this
view, this can sometimes represent a unique clydleirle uses the form “balanced
scorecard police” for people | the organizationtthaying to collect data on the
origination, have to negotiate with different owsef the data and measures.

By definition, the balanced scorecard is not a demponcept (no more than 20
measures scorecard spread across four perspectivelining financial and nonfinancial
measures). In the effect, the processes of callgctinalyzing, reporting and distribution
information related to a BSC initiative can be lalmensive and time consuming, which

may create many problems, especially in large onpgex organizations. This process
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my represent exhausting work on which people magndpthe majority of the time
planned for the BSC initiative. Such problems maykercome by designing a system to
provide scorecard information automatically fromhest transaction systems in the
origination (Niven, 2006, Olve, 2003).

From the above-mentioned idea, it can infer thdared scorecard has its own
software that helps to implement process. By applyperformance measurement
software one can thus get the right performingrimfation to the right people at right
time. This software is called automation that adsitds structure and discipline to
implementing the BSC system helps transform digpa@ganizational data into
information and knowledge, and helps communicatéopeance information. Similarly,
automation can be defined briefly as follows: Ussudtware to automate the collection,
reporting, and visualization of performance datarangforming performance
measurement data in to useful information and lassinintelligence; presenting
performance information to the people who needh iaivisually appealing format and

using performance information to better in termsl@fision-making.

Automating your balanced scorecard provides sewhahntages like maximizes
its use as a measurements system, strategic maeageystem, and communication
tool; allows organizational to perform. Complicatedaluations of performance and
critically examine the relationship among their fpepnance measures | supports true
organization wide deployment of the tool; witholiu$ of an automated solutions
managing the process and ensuring alignment -carveprdifficult; and also
communication and feedback may also be dramaticaifiproved with scorecard

software.
2.1.8. Benefits from Effectively Implementing a BS@/odel

Organizations initially adopt the BSC for a varietiyreasons, including gaining
clarification, consensus, and focus on their sgnand then communicating that strategy
throughout the organization. However, the BSC isentban a tactical or an operational
measurement system. The BSC can be the foundatian organization‘'s management

system since it helps to align and support key gsses, including clarification of
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strategy, communication of strategy, alignment ailtiple objectives, alignment of
strategic initiatives, and linking of strategic etfives to long—term goals. Used in this
way, the BSC can become a powerful strategic managesystem (Norton and Kaplan,
1996, 2000).

The BSC has brought a revolution into performaneasarement as it provides
various benefits, like helping to clarify gain census about strategy, improving
communication of the organizations vision and stgg} leaking strategic objectives to
long term targets and annual budgets, increasass fon organizational strategy and
results, more organizational performance by meaguihat matters, aligns organization
strategy with the work people do on a day to dasishalign departmental and personal
goal to the strategy, focuses the drivers of fupgdormance, encourages organization to
perform periodic and systematic strategic revieledps to prioritize / initiatives, and
helps organizations to obtain feed back to leawualnd improve strategy( Kaplan and
Norton, 2001;1996 as cited in Tilaye, 2011).

Kaplan and Norton (1996) argue that the BSC is aagament system (not only a
measurement system) that enables organizationkridy d¢heir vision and strategy and
translate them into action. It provides feedbackuad both the internal business
processes and external outcomes in order to cantsty improve strategic performance
and results. When fully deployed, the BSC transforstrategic planning from an
academic exercise in to the nerve centre of arrnge. More specifically, the BSC has
brought a revolution into performance measuremesrit provides the following benefits:
BSC is also gaining acceptance by public as welthas not-for-profit organizations
across the globe. However, the adoption and u&S6f in higher education institutions
is relatively new with little research carried ontthe area. It is due to such theoretical
and practical gaps common in Ethiopia that thisecasidy was conducted by the

researcher (Kaplan & Norton (1996)

In the 1980s many academics and consultants becanerned that too much
emphasis was being put on financial and accountimgasures of performance.

Management accounting systems had been perfecfgddace detailed cost breakdowns
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and extensive variance reports but these were agemt being useful for managing a
business because they were too internally focusetl veere backward looking. To
overcome these shortcomings various academics @mlitants started to consider the
concept of balance. (Bourne, 2000: p.11).

Translates mission and vision into clear measurableomes that define success,
and that are shared throughout the organizationwel as with customers and
shareholders; Provides a tool for assessing, magagnd improving the overall health
and success of organizational systems; Facilitheshift from prescriptive, compliance-
based oversight to an ongoing, forward-lookingtsetye partnership; Includes measures
of quality, cost, customer satisfaction, employatsgaction, motivation, and employee
skills to provide an in-depth understanding of ¢hiécal performance drivers; Measures
process efficiency providing a rational basis falesting what business process
improvements to make first; Allows managers to tdgmperformance drivers and cause
and effect relationships and expand their usageewm strategic initiatives (Polymenidis
June 2003)

2.1.9. Factors that impact on the implementation o$corecard

The public sector found that even with unique ctigrstics not found in the private
sector, they were able to easily adapt and implénttes Balanced Scorecard as a
performance management tool. Some of the charstitsriunique to the public sector
that impact the implementation of the scorecard: gRrocurement Executives’
Association, 2005)

Budget Process: Agencies must budget up to twesyaadvance.
Data Collection: Data collection and reporting detayed.

External Factors: Uncontrollable political factafect the process.

P w0 NP

Hiring and Training Constraints: Limited flexibyitat the department level.

Despite these and other unique characteristich@fpublic sector, there have
been noted successes of agencies implementing dlend®d Scorecard method as a
strategic tool. In order to achieve success, agsrntad to move from the old method of
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measuring performance, which was a concentrationgosls and projects, but not
strategy, to a new idea, which is based on strategly objectives. The public sector
reforms have focused on increasing efficiency afféceveness, seeking excellent
organization. To achieve this aim, the need to,ptantrol and report on the performance

of public sector organizations has been a cerdea in many government reforms.

Many scholars have referred to profit maximizatias the main difference
between the private and the public sector (e.gambland Fowler, 2000), and hence the
lack of a bottom line against which performance loameasured in the public sector. On
the other hand, some argue, that since thereegiits an equivalent financial measure to
profitability in the public sector which is valuerfmoney, then, there is no considerable
difference between both sectors (Jackson, 1990)hignrespect, it can be argued that
difficulties with Performance Measurement SysteRigl$) in the public sector do not lie
in the lack of bottom line performance measureibuhe complexities surrounding its
measurements. Notably, however, given a profitgbitheasure and the objective of
making a profit, the various levels of a privaterfican in principle relate their activities

to the contribution they make to the firm's profidgy (Jackson, 1986).

The lack of clear objectives for the public secigyanizations, on the other hand,
makes it problematic to set intermediate objectioesll levels of employees within the
public sector. It should be noted at this stage ¢hkey potential role of performance
indicators in performance measurement in the puddaotor is clarification of objectives,
which becomes even more important with the preseh&erformance related pay (PRP)
and performance management systems such as OfficeéSthndards in Education
(OFSTED) in schools (Mayston, 2000).

According to Dixit (2002), the one distinguishingature of the public sector is
the presence of multiple principles which influesicéhe optimal performance
measurement and incentive structure. Moreover, senadce provider, the public sector
will be faced with the difficulties of quantifyintipeir main performance measures such as
customer satisfaction, and quality of service (3aok 1990); which also mainly rely on

human resources who being calculative receptorg loiscretion over their effort and
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hence need consistent monitoring and directing tdsvéhe organization’s goals (Neely
et al., 1995 as cited in Sor 2006).

The Balanced scorecard (BSC) implementation in rafiiporganizations is
similar with public sector organization. From tltedature on balanced scorecard, it can
be seen that the four major perspectives can hestadj Some national units with special
conditions and some non-profit organizations hémneesame balanced scorecard structure
as the business balanced scorecard. The literalswesuggests that profit and non-profit
organizations could have the same balanced scdre@@mework. Non-profit
organizations must emphasize the financial costd &enefits of performance
management, whereas profit organizations must esmgEaon achieving the

organizational mission and vision.

The culture characteristics of non-profit organmas must pay close attention to
their mission and vision. However, the main objextf profit organizations is to create
profits and maintain sustainable business opemtidthence, businesses must pay
attention to their financial performance. Therefopalanced scorecard framework of
profit or non-profit organizations can adjust acting to individual case study or
industry culture characteristics (Frank, 2010). Tinéention of the Public Sector
Scorecard (PSS) is to compliment the BSC, fitting tulture and values of the public
and voluntary sectors. It focuses much more orotheome and this emphasis is made in
the seven different perspectives; Service userébtaker, Strategic key performance
outcomes, Financial, Operational Excellence, Intiomaand Learning, Leadership, and
People, Partnership and Resources. The perspectwvelse seen iRigure 2 which also
shows how they are divided into three differentlsy1) Capability, 2) Processes, and 3)
Outcomes (Sheffield Hallam University, 2009).

The Public Sector Scorecard (PSS) is an integragedice improvement and
performance management framework for the publicthmd sectors. It has three phases -

strategy mapping, service improvement, and measmeand evaluation.

2.2. Application of balanced scorecard in performane measurement
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In regard to private organizations, Speckbachesciigif and Pfeiffer (2003) have
conducted a study to obtain practical evidence talioel use of the BSC in German
language countries, observing the practical evideo€t the relation between the
organization size and the use of the BSC. Russaviartins (2005) have observed that
limited liability companies use the BSC less, amuse companies which capital is mostly
controlled by big companies and that export toatennarkets use the BSC more. On the
other hand, Bedford et al. (2008) have conductestuay in Australian companies,
observing that the BSC offers more benefits whenneoted to the incentives and
rewards system, is applied in various levels(inuausit, or even at the individual
employee level as a “personal scorecard”. A widegeaof empirical research supports
the effectiveness of the BSC in translating stiatejectives into relevant performance
measures that drive performance toward those abgsct Within the organization, and

the cause-effect logic is used amongst the measures

Braam and Nijssen (2011) have obtained empiricadesce of the association
between the BSC implementation and the existencedyfamic and turbulent
environments, that bigger companies are more ptonadopt the BSC, and that its
receptivity is positively influenced by the priod@ption of similar instruments. In the
public sector internal modernization that contrésutto the redesign of the interface
between administration and it's political, econorard social environment (Naschold &
Daley, 1999). Naschold, Oppenet al. identify fourykcompetencies of strategic
management: (1) value management, (2) managemesituztures, (3) management of
change, and (4) strategic evaluation (Nascholdet38). Value management involves

addressing the behavior of employees, as wellasdltitudes, values and beliefs.

Therefore, Naschold argues, it is critical to licdtural change programs within
an organization to organizational strategy rathieant simply basing them upon
organizational development processes. He arguet phacesses of cultural and
organizational change have to proceed in parali¢h employees involved at every stage
and in every aspect of these processes (Naschad,¥97). For public sector, financial
measures are not the most relevant indicators etlveln the organization is delivering on

the rationale for its existence. Instead, publict@eorganizations need to measure how
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effectively and efficiently they are meeting theeds of their constituencies. The
financial perspective, which is affected by itstrietive character, consequently takes a
back seat compared to its leading position in thiererises ‘BSC (Jonen et al., 2004).
Other researcher argument about public non-prafgamizations, Chan (2004) has
observed that big local governments have adoptae the BSC than the government of
smaller municipalities. On the other hand, withive tscope of the study conducted in
Finnish local governments, Rautiainen (2009) haenked that the decision to adopt the

CMI was influenced by mimetic, rational and normataspects.

The shortcomings and dysfunctional consequencgeiddbrmance measurement
systems have been discussed in the academicurterfar at least fifty years (Ridgway,
1956), but recently there has been a flurry ofvagti Throughout the 1980s vocal and
influential authors criticized the measurement eyst used by many firms (Johnson and
Kaplan, 1988; Hayes and Abernathy, 1980). By tH@0%3he noise made by these voices
had grown to a build-up (Neely et al., 1995; Mand &chiuma, 2002) and increasing
numbers of firms appeared to be "re-engineeringlr ttheasurement systems, with data
suggesting that between 1995 and 2000, 30 to 60%owipanies transformed their

performance measurement systems (Frigo and Krunewi2b9).

According to different scholars reported data oe #ffectiveness of Balanced
Scorecard predominantly remains subjective in mativhile many instances are
available, linking use of Balanced Scorecard toaased bottom- line performance, exact
results are usually not available owing to propmgtfactors in private sector. Similarly
data security needs of public sector organizatian& been cited as one of the reasons of
non-reporting of empirical success. While analyzimg success, it also needs to be kept
in view that most Balanced Scorecard initiativesndd come alone. They accompany
several other performance improvement initiativiegjether attributable to the status

dissatisfaction and dynamism of top management.

As reported in Rigby (2001), the mean satisfactatimgs of Balanced Scorecard
as a management tool stands at 3.85 on an ascesudtggof 5, ranked below other tools

such as One-to one marketing (4.09), Cycle TimeuRigoh (4.06), Pay-for-Performance
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(3.97) and Strategic Planning (3.93). Balanced &mud has scored higher than another
management tools such as Knowledge Management)(3@2e Competencies (3.61),
Reengineering (3.66), Supply Chain Integration 8. Outsourcing (3.77) and TQM
(3.82); as reported in Rigby (2001) and cited bydshi, N. (2014).

In Ethiopia, there is growing interest in the ugse¢he BSC in more firms with
support from government (Tessema 2005). In Ghailmwing the liberalisation of the
economy, the public sector has implemented perfooc@mamanagement as a way of
ensuring efficiency and effectiveness in organarati (Ohemeng 2009: 109). Despite
such efforts, the consensus is that performanceagegment has not made tremendous
contribution to organizational efficiency and etieeness in Ghana (Ohemeng 2009:
120). There are still grey areas in financial mamagnt and service delivery’ in the
public institutions (Gilham 2010). According to Bal(2004) about 57% of global
companies were working with the balanced scoredduth of the information in the
commercial sector is proprietary, because it relate the strategies of specific
companies. Public-sector (government) organizatiares usually not concerned with
proprietary information, but also they may not havmandate to post their management

information on web sites (Balanced Scorecard unti2014).

According to Kaplan and Norton (2004) an authooitystakeholder perspective is
added, aiming at represent the city in its dimemsb owner of public affairs. Thus, a
general recognized architecture for the BSC foruhlip organization has to take into
account the relationships existing between comnasitand public organizations.
Moreover, Wisniewski and Olafsson (2004) have ascussed about the relevance of
the BSC perspective labels for a public organizat®pecifically, they stressed that the
customer label could be a problematic one for dipwabganization, due to the variety of
its stakeholders and customers. Similarly, thenliegr and growth perspective may be
relabeled: in fact, while for a private organizatgrowth and increasing market share are

strategic goals, for a public one a reduction tivég and size may be more appropriate.

They propose to reliable also the internal businasgesses perspective, as a

process is a term usually not used in a public iegdion (Wisniewski and Olafsson
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2004). Thus, a general recognized architecturghi®mBSC for a public organization has
to take into account the relationships existingweein communities and public
organizations. Moreover, Wisniewski and Olafssod0@) have also discussed about the
relevance of the BSC perspective labels for a pulriganization (Bigliardi 1, Dormio 1
& Galati 2 2011).

Bolton (2003) has stressed that the performancesune@ment frameworks
adopted in public organizations are often derivedmf the private sector, thus
implementing difficultly within a public sector emgnment. Micheli and Kennerley
(2005) have commented that still only few attentase been made to provide public
and non-profit organizations with a framework irder to monitor and enhance their
performance. Moreover, many studies stressed tbkelgmatic nature of public sector
performance measurement, notwithstanding the exp@hegrowth of interest that

performance measurement has registered in recard fdoullin, 2004; Neely, 2005).

Across all sectors, it has been suggested that @0%alanced Scorecard
implementations fail (Neely and Bourne, 2000). Tiwain reasons proposed for this high
failure rate are poor design and difficulty of iraplentation. Results from the Hackett
Group show that less than 20% of organizations liaae mature Balanced Scorecard
implementation are generating business value (Ansiwimk, 2004). According to
Hackett's research, most organizations are haviggifeant difficulty in taking the
Balanced Scorecard from concept to reality.

Interestingly, the Senior Business Advisor for Hgckett Group comments that,
most organizations get very little value out of 8aled Scorecards because they haven‘t

followed the basic rules that make them effectMeDonald 2012).
2.2.1. Problems Associated with Measuring Governmé®erformance

Despite its worldwide popularity and its recognitias a powerful management
tool, the Balanced Scorecard (BSC) is not alwaysdusuccessfully. Although many
organizations have adopted the BSC, a great nuoflibem have encountered problems
when trying to introduce the concept in their oigations. Unlike private organizations,
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governments do not receive regular and clear sgfram their customers through
market mechanisms. Governments receive signals tihermarket, but few of the signals
are as immediate and clear as, for example, cussordeciding to purchase a
competitor's product. In the private sector, a gem consumer demand can reveal
itself in the second quarter deal report. For gowemnts, marketplace signals exist, but

they are slight, and come infrequently.

In addition to the relative difficulty of using prmte signals to measure the
performance of government organizations; governnperntormance is hard to measure
for many other reasons. Among these is the fadttbeoutcomes governments wish to
effect is not dependent on them alone. Governmeatd to educate children but they
depend on the parental involvement to reinforce tbessons taught at school.
Governments want to restructure poverty but depmmdhe private sector economy to
offer jobs. Furthermore, the goals of governmegtaizations are often broad and vague
such as maintain a clean and safe environment, qieorsafety, and provide leisure
services to residents. Because there is often smnfuor even disagreement about what
government agencies are supposed to accomplistindginan effective and efficient

means of measuring what they do is problematid{E98).

Despite the evidences suggesting that the BalaBcedecard provides effective
way for organizations to develop a multidimensiovialv of performance measurement,
the Balanced Scorecard is not without its shortogsi First of all, Kaplan and Norton
(1996b) admit potential limitations of the Balanc&dorecard that the effectiveness of
Balanced Scorecard will suffer if the included ngne one). Financial measures are not
linked to or aligned with the organization‘s stateobjective. Furthermore, they argue
that Scorecards built upon lagging, non-strategiicators represent only a limited
application of the full power of the Balanced Scamel. (HC 2012). Furthermore,
Norreklit (2000) points out that ultimately the Bated Scorecard can only be as

successful as the strategy that underpins it.

The Balanced Scorecard's four pillars do not takeoant of all of an

organization's stakeholders, that it does not taleeount of competitor actions,
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developments in technology or, for that matter, angxpected even, which makes it
static rather than dynamic and thus fails to esthtd basic for continuous improvement.
This would be especially hazardous in environmelatssified as uncertain where there is
a clear need for organizations to be flexible iretimg unexpected demands (Ngrreklit,
2000, 2003).

Moreover, Norreklit (2000) argues that mechanisesdito be in place to capture
and incorporate the ideas of low-level managers organizational strategy and that
employee involvement or lack formally in developiagBalanced Scorecard will be
influence the success or failure of implementati®uat, he concedes that such a level of
employee involvement is not in agreement with ty@down approach control function
of the Balanced Scorecard, whereby strategy anfdrp@ance objectives are determined
by upper management as expressed by (Kaplan 08[Lpb and cited by HC 2012).

2.2.2. Challenges in implementing Balanced Scorear

A number of challenges have faced in recent yeawmyever, that have
complicated the strategic management process. Sntleose challenges include the
impact of globalization, electronic commerce, dsiication of the workforce, the
learning organization rapid technological advancgseyernmental regulations, and

increasing competitive forces in the environmerttgal an and Hunger 2008).

Pearce and Robinson (1991) introduces there arallyseveral challenges to
strategy implementation. These include implememmatiaking longer than expected,
uncontrollable factors and their adverse effectimplementation, major problems that
had not been expected surfacing during implememtatompeting activities, and crises
that distract attention from implementation. Oth@rslude inadequate planning and
communication, ineffective coordination of implentsion activities, insufficient
capability of employees, inadequate training giteefower level employees, lack of clear
responsibility being fixed for implementation adk of support from other management
levels ( (Mghanga 2010). One of the challenges BCBIs having the baseline or

benchmark which performance is measured against.
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Evaluation is impossible without a baseline or lhenark. First, a baseline for
evaluation should be determined and then we shdoldhe evaluation against the
baseline. However baseline and benchmarks aretbaetermine and can be ambiguous.
Because Data Evolvement Analysis (DEA) is basedetative comparison, the Decision
Making Units (DMUs) are evaluated against each rotBg combining the BSC with
DEA we answer important challenge of BSC, namdig,rieed to determine baseline and
benchmark (Eilat et al., 2008 as cited in Mous201.4).

According to Eccles (1991) dissatisfaction with ngsifinancial measures to
evaluate business performance has been reportathgDihe 1980s, many executives
saw their companies ‘strong financial records getse because of unnoticed declines in
quality of customer satisfaction or because thearkat share lost to global competitors.
In addition, traditional performance measures, Whiclude return on investment (ROI),
return on assets (ROA), return on sales (ROS), hasee price variances, sales per
employee, profit per unit production, and produtyivbased on traditional accounting
systems (Ghalayini, 1997) lack the focus and roimss that needed for internal
management and control (Atkinson, Waterhouse, aredlsyw1997 and cited by HC
2012).

Despite the advantages discussed above and theast@ptance of the Balanced
Scorecard, some challenges in implementing BalaBoedecard were reported. First of
all, Neely et al. (1997) comment that it is necegsda consider the purpose of the
measure, the frequency of measurement and the esamfralata, and developing a
balanced scorecard is a complex process. It iscdliffto determine which measures
should be used in each perspective. Similarly, ggsoari view from Nigel (2005) given
that the adoption of Balanced Scorecard requirganutment of resources and the
alignment of strategy with performance measures.tifdse requirements result in the
drawback of time-consuming in the development angdlémentation of the Balanced
Scorecard model (HC 2012). Next, Heather and Il4w(#905) identifies several barriers
buried in the Balanced Scorecard. Firstly, Balan8edrecard is unable to recognize
community and environmental issues. It does ndude supplier-related or competitor-

related measures while these two areas are vithletbbusiness survival. Secondly, there
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is a pitfall that focusing on the lagging financiatlicators instead of the leading non-
financial indicators. Wrong focus may be harmful docompany in the long term. Third,
it is difficult to obtain timely and cost-effectivdata for the use of Balanced Scorecard.
Consequently, they concluded that Balanced Scatebas relative little effect on
organization performance. Final, Shulver and La\2@09) explain the major challenges
in Balanced Scorecard design are the selection edsnores an activity that is often
undertaken using specialist external support aadntioduction of new ways of working
that actually make use of the information generdigdthe Balanced Scorecard (HC
2012).

In situations where the public sector acts lesghasprovider and more as a
partner in the provision of services, challengesjus to public/private partnerships arise
at three levels: (i) the choice regarding typepaftnerships (joint ventures; purchaser/
producer’ equation etc.); (ii) the regulatory agaments for private sector development;
and (iii) impact based partnerships, etc. Regasddésvhether these partnerships are seen
as public enterprises or as quasi public secttiaiivies, the key elements that must guide
all partnerships are cost efficiency, sustaingbiaind equity in the delivery of the
services. However it is also argued that publiekmise (given its nature and role) is
intrinsically a part of the governmental agenda eadnot be seen as a partner (Expert
Group Meeting 2005).

According to Beiman (2007) one of the challengesnig@ implementation of
balanced scorecard in China is that the manageeramtonment in China differs from
that of Western countries. From the Chinese expee® there has to be a comprehensive
approach to implementation of balance scorecard hmav it has been done in western
countries. In addition, research evidence showsmiast companies in China have not
carried out comprehensive analysis of their businesfore implementing balanced
scorecard and hence some may not realize the igéress of the tool (Yannan-Wang,
2008: 15; Tuan, 2010: 95). Therefore, it may besfbs that China is facing a shortage
of qualified manpower that can comprehensively engnt balanced scorecard for most

companies in a way that suits the Chinese markkinaCneeds to learn a lot from
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developed markets like S and UK on the implememtatif balanced scorecard and the

benefits that can be realized as a result (Berr20ig).

Steven Van de Walle (2007) highlights that the npaoblem of measuring public
sector performance lying on a conceptual insteadneésurement. It is a conceptual
problem because in order to measure governmeng@enment performance, you first
have to define government and agree on its obgxtiVailure to define those areas
would render the measuring effort as technicallyresd, but at the same time
meaningless. Objectives, as in most cases of gments in the world, may not be
revealed objectives may be contradictory, or polgkers may just not know what
exactly their objectives are. When conflicting awd¥ague objectives is an essential
feature of governing, measuring government perfoceawill be merely a political
exercise at best. Brown (2007) has reported adistop ten problems with most

scorecards.

It is obvious that these problems relate to both phivate and public sector
equally. The findings of Ahn (2001) and Brown (2D®iave confirmed the skepticism
expressed by Dinesh and Palmer (1998) and WebeGahdfer (2000). The challenge
seems to be even harder since diverse challengeapbémenting balanced scorecard
may not completely utilize the benefits of othemagement systems such as TQM. This
is particularly relevant since Balanced Scorecardfien compared and contrasted with
initiatives such as TQM and ISO 9000 (Rigby, 2004}, her than building upon them.
Balanced Scorecard has been criticized for notrigaan intrinsic ability to address risks
that threaten achievement of strategic objecti®esne public sector organizations such
as Australian Navy have built a framework of CogierRisk Management on top of the
Strategic Objectives and KPIs framework of a typiBalanced Scorecard. Similarly,
there is no evidence that Balanced Scorecard iagbesed as a comprehensive
performance management system (Kureshi, 2013). Hvesrganizations using it for
more than a decade, other performance managenwsatsiach as behavioral evaluation

etc. are being used simultaneously.
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While implementing the Balanced Scorecard in nasfis; Niven (2002) raises
cautions that identify the challenge in Balancedr8card implementation in the public
sector and other nonprofit organization need tatepportionately beside the private
sector. He continues to argue that in the publatosethere is frequently distrust against
private sector spawned solutions. Similarly, the-poofit sector shares this distrust and,
in addition, many of its employees have little exgrce of or exposure to similar efforts.
According to Niven (2002), lack of knowledge andgrdial distrust can create a void
which can be filled with negative perceptions oé tmeasurement effort. Negative
perception can noticeable itself in firmness thaedormance measurement initiative is
time consuming and will drain resources from esakptojects, which provide the effort

unworthy of attention (Niven 2002).
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CHAPTER THREE

RESEARCH DESIGN AND METHODOLOGY
3.1 The Research Design

Research design is the logical order that linksubeful data to a study’s initials research
guestions and ultimately to its conclusions (Yi@032). Several research approaches can
be adopted for the conduct of a research studgethveas because employing the mixed
approach helped to converge or confirm findingsnfrdifferent data sources (Creswell,
2003). Qualitative research has its own limitatiotis findings was not usually
generalized due to small number of respondents,fitttthgs were interpretive and
subjective (Sekaran, 2000). Similarly quantitatigeearch has its own strength. Its main

strengths have been that it generates precise,rioain@ata from large survey sizes.

A structured questionnaire arranged in standardBg@dint Likert's scale was
chosen because of the strengths of this methottuatsred questionnaire allowed all the
participants to respond to the same questionsaiiEipants are offered the same options
on each statement and it provided an efficient wiagollecting responses from a large
sample (Saunders, Lewis, & Thornhill, 2009). Closaded questionnaire also provided
confidentiality to the respondents to enable themmmlete the questionnaire honestly;
and its use also tends to increase the responsgkhbmba, 2011). That was why the
researcher chooses a Likert scale survey questrenssmthe main instrument to gathered
guantitative data for this study and , descripsuevey method was used intensively to

analyze key variables..
3.2 Source of Data

This study was used both primary and secondaryceafrdata. The study largely

depended on primary data, which was collected tiitragsurvey method by using self-
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designed questionnaires both close ended and apadefocus group discussion and
interviews. The primary source of data was collédtem head office of Gulele sub- city
education office, core process owners of the stibexiucation office, and subordinates
from the sub-city education office and also ten desr education offices heads and
subordinates from wordas. Secondary sources of Wata obtained from the annual
reports, proclamations, manual, regulations libraoprces (books and articles) and

information contained from web-pages were usedherstudy.
3.3. Sample and Sampling Techniques

Gay and Airasian (2003:104) stated that the filshg to do in the sample
selection process is to ‘identify’ and ‘define’ tih@get population. In other words, a
sample that is too small can make the generalidgyabf the study almost impossible
and meaningless, this may be used to explain winesscholars, for example, Cohen
and others. (2001: 94) believe that the ‘larger shenple, the better’. Those scholars
suggest that using random sampling technique tecsaample size associated with
‘confidence level and sample error is another way obtaining sample
representativeness and also Yemane sample forsmwthér sampling mechanism. The
target populations in this study were Sub City Edionn Office and ten wordas

Education Office in the sub-city.

According to the Gulele sub-city Education offidatsstics, the total numbers of
workers have been 215 in total, 11(sub-city + wasdchead officials, 6 core process
which were available samples and 198 subordin&escifically, the respondents of the
study were sampled from the total population, whigre drawn from the offices this
study was used both probability sampling and narbability sample techniques. For the

purpose of selecting organizations the study wad psobability sampling techniques.

From the sub-city and all ten woredas head offees the entire core process
owner were part of the study by using non- prolgtsample techniques that were entire
sampling. For the purpose of quantitative reseatbh, study was used probability
sampling technique which was simple random sampiingias, selected subordinates

from the sub-city education office and ten woredsisag lottery techniques.
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The total population of subordinates’ from the sitlg-education office and ten
woredas were 198 and out of (50%)those populatiddssamples have been part of the
study ,but 15 respondents didn’t return back thestjaners 99 respondents had properly

returned the questionnaires .
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Fig 1 population distribution data

No | Name of organizations | Sub Total Population Sample Population
city Leaders subordinates | Core leaders subordinates Core process
process
M F |T |[M F T MIF|T [N | % N % N %
1 Gulele sub- city Gulele| 1 - | 1] 26| 15| 41 4 2 § 100% 27 65.9% 100
education office
2 Worda one education Gulele| 1 - 1 10| 7 17 41 - 1 100% 9 52.9%
office
3 Worda two education | Gulele| 1 - 1| 12| 3 15 1 - 1| 100% 7 46.7%
office
4 Worda three education | Gulele| 1 - 1] 9 7 16 - - 1 100% 9 56.3%
office
5 Worda four education | Gulele| 1 - 1| 11| 4 15 1 - 1| 100% 10 66.7%
office
6 Worda five education | Gulele| 1 - 1] 9 5 14 - - 1 100% 8 57.1%
office
7 Worda six education Gulele| 1 - 1| 12| 4 16 1 - 1| 100% 8 50%
office
8 Worda seven educatior] Gulele| 1 - 1 11| 5 16 41 - 1 100% 10 62.5%
office
9 Worda eight education | Gulele| 1 -1 1] 12| 5 17 4 -] 1] 100% 9 52.9%
office
10 Worda nine education Gulele| 1 - 1 11| 4 15 41 - 1 100% 10 66.7%
office
11 Worda ten education Gulele| 1 - 1| 10| 6 16 1 - 1| 100% 7 43.8%
office
total 11 |0 11|13 |65 |19 |4 |2 |6 |11 100% 114 | 57.6% 6 100%
3 8

N.B; the no, of leader is an available number
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3.4 Tools of Data Collection

On the first phase qualitative techniques were $eduon the semi structured
interview; focus group discussion and document yamalrespectively to get detail
information about the issue. On the second phaaetiative techniques were focused on
the closed ended questionnaire. Consequently, Heset study instrument interview
schedule, focus group discussion guide and documaraaysis were used to collect the
data from head official and core process ownershefsub-city education office and
woredas head officials. The questionnaire was ts@llect data from the subordinates

of the sub city and woredas education offices.
3.4.1. Interview

For the study purpose, semi structured intervievesewused with eleven (11)
officials from sub city education office and tenne@das education offices. Moreover UN
(2004) stated semi structured 13item (questioriejvalespondents to express their own
point of view and to describe situations, eventd #meir experience. The interview
guestion items were focused on their experienaydnd understanding about concept
of BSC, Implementation of BSC and the role of thhgamization and also the leader

toward general implementation of BSC.
3.4.2. Focus Group Discussion (FGD)

Focus group consists of small groups of people Wwhaught together by the
researcher to explore attitudes, Feelings, belefperience and idea about specific topic
(Denscombe, 2007). A group discussion betweenlgi®dl0 groups) individuals was
selected, because they have some knowledge almuésgbarch questions. The focused
group point of discussion was the attitudes, feglirbeliefs, experience and idea about
concept of BSC, Implementation of BSC and leaderatd general implementation of
BSC, major challenges of BSC. This, Focus groupudision was conducted with core
process owners and case team process from subdeitation offices, in one group, with

six participants. The participants were selectesetdaon their disparity powers from the
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other groups. (Middle to head officials and suboatis) One Focus group discussion
was conducted. The Focus group discussion questieres prepared in English language

and were translated in to Amharic language for lagg fluency.

3.4.3 Document Review

Documents can be a source of data collection adtamative and supplementary to
interview and Focus group discussion. Such asiafftocuments ,plans, reports,
checklists, strategic manual of leadership on imgletation of BSC, performance

Evaluation manual of Gulele sub-city 2007 EC
3.4.4 Questionnaires

The second phase guantitative approach was oniguesire. In order to test the
validity and reliability of questionnaires, the eascher undertook pilot test. The pilot test
was held in sub-city in one of the sample woredaStlele sub city which was included
in the sample. Based on the data collected, thex® disorganized questions therefore,
the validity and reliability of the tools were ayadd and necessary modifications were
made, such as reorganization of questions aloregarels questions, then this instrument
was designed to collect information about the imm@atation of balanced scorecard, the
role of leaders to implement BSC and about the emess of it through closed and open
ended questions. The respondents of closed and epd#d questions were about 114
subordinates distributed from sub-city and ten aseeducation officers 99(86.8%)
respondents retuned back the responses, but 1%L 823pondents didn’t returned back

the questionnaires.

3.5 Procedure of Data Collection

To gather necessary information from the partidigémsed ended questionnaire with
a five-point Likert scale and some open ended tuesivere used. The reason for using the
Likert scale is that it will enable certain arithiical operations to perform the data that
collected from the respondents and it help to neathie magnitude of the differences among

the individuals
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The questionnaires were prepared by the reseatwwsed on relevant available
literature and researchers ‘past experience. Thesfi@unnaires for Heads officials, Core
Process, Support Process Officers and Employees prepared in English and; interpreted
in Amharic. The questionnaire method as instruneérdata collection was used because it
provided wider coverage to the sample and alsditkteid collection of a large amount of
data. Hofstee (2006) reasoned that questionnaiem® wffered confidentiality and also

allowed getting more volume of data as they casdre to more people.

The questionnaires distributed and collected byrésearcher in duration of a two
weeks as few (15) respondents fail to return itime. Beside this, the researcher was
conducted structured interview with Top level maragand focus group discussion with
core Process. All the related documents and negedata were obtained from the sub city,

and ten woredas education offices.
3.6 Method of Data Analysis

The data analyses were used both qualitative arahtigative (mixed) data
analysis method. Qualitative approach of the sttidg;data was organized through text
and multimedia materials (audio and video recordqualitative data seek to identify
and describe patterns and themes, during the dwbsés the data was organized
definitely, review, and continually coded. In arsa$y the qualitative data of the research
was the following the steps. Step one First rava deds prepared as notes, tape records,
video recording and document reviewer. Second,osganize all collected materials in a
compatible way; this helped me searching easeduicplar items of data. Step two: was
familiar with the data by reading and re-readingt teéata through, listening at audio
recording interview data. In addition, the focusigy discussions watching the recorded
video: This was helped the researcher to immergbadrdetails of what was said, what
was done, and what was portrayed through the dataysis the text and tape-recorded
of interview and the text and video recorded olubgroup discussions was prepared for

data interpretation.

Step three: Interpreting the data Based on the eebwantioned steps the study

was carried out the following key activities. Caglithe raw data based on the sources
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using some former prepared for this purpose: wesgoaized these codes by identifying
ways in which the order was grouped in two catexgorihen, from identified themes and
relationships among the codes and categoricalhilized the researcher to make a link
from the data was collected; finally, concepts wdemeloped and arrived at some
generalized conclusions based on the relationshppsterns and themes this was
identified in the data.

Step four: writing the research report in reportihg research result the research
was identified the key parts of the data/analgsid prioritizing certain parts over others
to show key features in the data rather than stpwirery detailed in the report of the

results of the study.
Quantitative approach

The analysis of the data was employed in percerttagee the variability to its
effect. In addition, the researcher was employinge(® sub-city education office BSC
documents of 2003-2007 to assess item that hasigaachallenge. The analysis has
been handled in a way that each elements issuaededlin the study is addressed. The
statistical description of the response was present relation to the question raised.
Both qualitative and quantitative descriptions wepplied. To this end SPSS was the

basic tool used to obtain, tables and percentages.

The statistical package for social science (SPSHesthe data more reliable and
acceptable research. In addition, the accuracyhefdata analysis was clarified by
organizing the respondents’ percentages in retgria questionnaire above 86.8 percent
of the total sample considered (Kothari, 2004) keond phase quantitative approach
the data was organized the questionnaire by amgnthe measures into frequency
distribution and presenting them in table form. Tdneestionnaire was analyzed and

presented using SPSS application and describeérogmtage.
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3.4.6.1 Pilot Test
A/ Pilot Test for Validity of Data

Validity indicates a degree to which a test, mearsient and instrument is
capable of achieving certain aims. Validity is ategral mandatory component for any
type of measurement, test or instrument. In ordeest the strength of questionnaires,
the researcher undertook pilot test for questioesaand all the necessary amendments
such as reorganization of questions along resegrehtions, eliminating of unnecessary
guestions, and eliminating of grammatical errorsev@ade. The pilot test was held in
sub-city in one of the sample woredas in Gulele sityp which was included in the
sample. Based on the data collected, the validityraliability of the tools were analyzed

and necessary modifications were made.
B/Pilot Test for Reliability of Questionnaires

Reliability of the items had been checked befoeedistribution of questionnaires
and was analyzed by using Crornbach,s alpha tes¢n Tthe computed result of
guestionnaire items was found to be 0.631. Theeefire pilot test result revealed that
the calculated value aimed to test the reliabibfythe instrument was found to be
relevant to measure what was intended to measaeoaube reliability calculated value

above 0.60 is considered to be reliable instrument.

Relatively speaking the more reliable a test is mhaere valid the data. The
researcher must have some way of demonstratinghteatfindings were true otherwise,

no good grounds for anyone to believe it.

Usually, the bases for judging the quality of reskdhave been validity this refers to
the appropriateness of the data in terms of thearel being investigated; reliability this
refers to whether a research instrument is naturats effect and constraint across
multiple occasions of its use (Den Scombe, 200@).f& increasing creditability of the

researching the following instruments were used:
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1. Triangulation the data was collected from different sources udiiféerent
instruments such as interview, focus group disomssilocumentation and open
ended questionnaire for cross checking the result.

2. Grounded data: qualitative research tends to banilch detailed security of the
text or visual images involve. This was providedsaid foundation for the
conclusion based on the data and was adding torélakbility of the research.

3. Used detail description. When interpretation ofdlaga was obtained, Narrate and
describe what | understood

4. The questionnaire part in data processing and sisalyas made using SPSS that

helped to increase the creditability and reliapitif the study.
3.4.6.2. Ethical Considerations

The importance of ethical consideration has beeajuestionable (Creswell, 1980).

Consequently, for the purpose of this researclialh@ving was employed:

The research questions were expressed verballjatoid clearing understood by the
participant and the purpose of the researching dessribed to the participants before
taking any information from them.

Before beginning of data collection the particigantere told that, they can leave
whenever they feel like and if they were not wilito continue the rights of participates,
interests and wishes were considered after infayniiose | was proceeded collecting
data.
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CHAPTER FOUR

PRESENTATION, ANALYSIS AND INTERPRETATION DATA

This chapter emphasized on the analysis andpret@tion of the findings, which
attempt to answer research questions outlined enfitist chapter. As stated in the
previous chapter, the purpose of the study wass$ess the implementation of balanced
scorecard in Gulele sub-city education offices.eDladive been collected in three ways:
self-administered questionnaire for employers, rinésv of key respondents (head
officers) and conducted focus group discussion wile processes owners of the sub-
city education offices. In total, six participanpgrticipated in the focus group discussion,
and reviewing of secondary sources (reports andsplen the sub-city and Woreda. In
order to answer the research questions, ten vasdallere taken to design the
guestionnaire and analyze the response. Theseblemiare among the major success
factors for effective implementation of the balahcgcorecard system. Accordingly,
frequencies, percentages and measures of centidértey (the mean score technique)
were employed to investigate the variations witthie questionnaire items. For each
variable, the researcher has managed to desigagevéve questions which supposed to
be better representing the variables. After insgrthe raw Likert scale data to SPSS the
responses were analyzed and summarized by takirgpmgage and the mean score

obtained under each question to arrive the staaedhles.

The conceptual framework developed by the resenrshged on the literature
review and logically constructed questionnaire. Tih&erpretation data results are
presented in tables to show frequency counts, nseane and percentage for each

guestion and followed by narrative explanations.
4.1. Characteristics of respondents

The sub-city education office and woreda empleyem all categories of sex,
educational qualification and years of experienarewparticipated in filling out the
guestionnaire. This was made in order to increasecomprehensiveness and reliability

of the data, out of 114 questionnaires distributedhe education employers form sub
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city, 26(96%) percent properly completed and froraredas 73(84%) copies were
returned and used for the analysis. This shows ltb#t sub-cities and woredas had

higher participations.

As indicated in chapter four table 2, 33(28.4%)tlné total respondents were
females working in the sub-city and Woreda educatiices. The percentage of male
respondents constitutes the largest part 83(71iu6%akt; the number of female and male
respondents is proportionally, given the total nembf male and female employees in
the sub-city and Woreda education offices. The ropleent was respondent experience,
3(2.6%) Respondent in between 1- 5 years experigigeh shows those are young
expertise, 76(65.5%) respondent in between 6-10 yaperience those are young
enough age expertise, 22(19%) respondent inbet@e2dnlears experience those are
middle aged expertise and above 20 years expedeb§(12.9%) respondent between
41-49 age. From these one can deduct that more3th&h of respondents are worked in
their job for more than 5 years. The respondergsaail-experienced and it's believed to
reflect on BSC framework in addition professionallyble 2 in chapter four indicated
that number of respondents 108(93.1%) were firgt@® holder where as 8 (6.9%)
respondents were second degree holders this iedioadst of our respondents were first-
degree holders. In general all of the participantshe survey are literate people who
have already achieved different levels of educatidme respondents are well-educated
who are believed to be responsible to know abodtpaactice issues related to BSC.

Finally the respondents were asked to indicater thierarchical position in the
organization. Table 2.tell that 14.7 % of the rexfents are from the management and

the remaining 85.3% are non-managements of theaidaffices.
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Table 4.1.1: Respondents by Sex, Work Experience @cademic Qualification

No Item Respondents of the offices in Position
1 | Sex Management Non management
N % N %
Male 15 13% 68 58.€
Female 2 1.7% 31 26.7
2 | Years of Experience
1-5 0 0 3 2.6%
6-10 7 6% 6S 59.5Y%
11-20 4 3.5% 18 15.5%
above 20 years 6 5.2% 9 7.7%
3 | Academic Qualification
Diploma 0 0 0 0
First degree 14 12.1% 94 81%
Masters 3 2.6% 5 4.3%

Source: Survey Data

As indicated in table 4.1.1 above, 33(28.4%) ofttital respondents are females
working in the sub-city and Woreda education officelThe percentage of male
respondents constitutes the largest part 83(71iu6%axt; the number of female and male
respondents is proportionally, given the total nembf male and female employees in

the sub-city and Woreda education offices.

Table 2 indicates that 3(2.6%) Respondent in betwke5 years experience
which shows those are young expertise, 76(65.5%pomdent in between 6-10 year
experience those are young enough age expertig@9%2 respondent inbetweenl1-
20years experience those are middle aged expedise above 20 years experienced
15(12.9%) respondent between 41-49 age. From tl@san deduct that more than 80 %
of respondents were worked in their job for mo@th years. The respondents are well-

experienced and it's believed to reflect on BS@ieavork in addition professionally.

Table 4.1.1 indicates that no respondents weremiglholders and 108(93.1%)
respondents were first-degree holder where as®4d6respondents were second degree
holders this indicates most of our respondents \iestedegree holders. In general all of
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the participants in the survey are literate peopl® have already achieved different
levels of education. The respondents are well-dddcavho are believed to be

responsible to know about and practice issuesactkat BSC.

Finally the respondents were asked to indicater thierarchical position in the
organization. Table 2.tell that 14.7 % of the rexfents are from the management and

the remaining 85.3% are non-managements of theatidanffices.
4.2. Implementation of balanced scorecard

The office readiness to design and implement baldrscorecard (BSC) can be
seen in terms of strategic plan preparation, ledmiercommitment, and employees’
supportiveness. Hence, the respondents were askedspond on education office

readiness to design and implementation of BSC.

The items in table 4.2.1 below were specificallgigeed to examine the degree
of readiness of Gulele sub-city and woreda educatitices to BSC. The result showed
that the 27.3% respondents rated very high and@®#respondents regarding strategic
plan preparation rated as high totally 65.7%of oesients said high. This implies that
there has been a chance to work on BSC study shed8SC was started with the

preparation of strategic plan.

Table 4.2.1: Rating on BSC Readiness Factors by elogers

. | ITEM VH H MO L VL mea| Std.
(N) N J% [NJ% [N[% [N[% [N[% [n |devi
atio
n
1 | Well prepared 27 | 27.3| 38/ 384 26 268 4 4 4 4 1.42 0.640
strategic plan
2 | Leadership 22 | 22.2| 33| 33.3 34 348 5 5.1 5 51 1pb5 0.674
commitment for
BSC
3 | Balanced 7 7.1 | 10| 10.1 43 433 31 3113 |8 §1
scorecard
(BSC)training 2.23 | 0.726

offered to you
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VH = Very High, H = High, Mo = Moderate, L = Low, VL = Very Low ¢=0.63

No initiative in an organization, regardless of jitstential, has any chance of success
without a sponsor in top management (Niven, 2008 same applies with balanced
scorecard Niven (2005) stresses the importancepofmanagement for the success of the
balanced scorecard initiative. He argues thatpfr@nagement does not support the BSC
initiative, and more importantly, does not appreziés role in solving real life problems,
the BSC will show average results and will probdialj. As shown above in table 4.2.1
Manager‘s readiness for leadership commitment wasdr high by 65.7% of the
respondents. This data shows that the managemeatiuafation offices was good at
leadership commitment where as employee suppodssnated as low. Moreover, the
responses of interview and group discussion shdhetcthere was low acceptance at the
beginning period of BSC process. Therefore, thecation offices readiness were good,
however, the supportiveness of employees requieatain. Before the education offices
begins the work of the design phase, it must agahg groundwork for design and the
implementation of BSC; this may include trainingsessment of external and internal
organizational environment, and a carefully desigB&C plan to guide the work of the
BSC teams, and then the design process will beéedtaks indicatedin the literature
review, out of the nine steps of the BSC steps,o$ithem are in the design phase, the
steps also include the preparation period. As 1t lsa seen in above table 4.2.1, about
42.4% of the respondents responded that the trpofiered was on moderate and 40.4%
rated it as Low, while the remaining 17.2% of tlespondents rated it as high. In
addition, focus group discussion and one of therurtwees said that the training given
to the education offices employees was not adegidtelike an introduction, even the
number of days given to the training was limitedl] & was not enough to understand the
basic concepts of BSClhe trainingwas given on hierarchical level. From the head
officer up to individual employees was not adequiiélable 4.2.1: The office readiness
to design and implement balanced scorecard (BSChpeaeen by respondents (n =99 );
Well prepared strategic plan ( X = 1.42 , SD = (.&4adership commitment ( X = 1.55,
SD = 0.674), Employee supportiveness for change= (1X2, SD = 0.796), Effort of
allocating resources to BSC program(X = 1.90 , S[».802), Balanced scorecard
(BSC)training offered to you(X = 2.23 , SD = 0.728)ese office readiness to design and
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implement balanced scorecard (BSC) were scoredliera— type scale tool . Since the
calculated value of t (Item 1, 2, 3) is less thiaa tritical value (1.764) except in item
3and 4. | accepted the null hypothesis and acéepalternative hypothesis. Therefore,
there is no significant difference among resporslentesponding.

Table 4.2.2: Balanced ScorecardBSC) Plan phase

I.LNO | ITEM SA A ub DA SD mean| Std.
N % N | % N | % N | % N| % deviati
1 Education office | 40 40.4| 51| 515| 6 6.1 1 1 1 1
was planned for 110 | 0.364
BSC
2 Necessary 14 141 55| 55.6| 15/ 15 8 8.1 3 3
resources were
allocated for BSC 1.41 | 0.685
design and
implementation
3 BSC committee | 15 15.2| 47| 475| 11, 11401 22 222 4 A4

was established 1.64 | 0.874

SA = Strongly Agree A= Agree UD = Undecided DA =sBgree SD = Strongly Disagree
0=0.63

In the assessments of Gulele sub-city and ten v@oeedcation office's preparedness for
BSC (in table 4.2.1), 91.9% of the respondentseafjgnd strongly agreed that the BSC
plan was prepared. Majority of the respondentsndithave different opinion; therefore

office plan preparation was very good accordingrédspondents.

As indicated in table 4.2.2 above the resourcecation for BSC, 69.7.6% of respondents
was agreed and 19.2% respondents undecided. Iticadébcus group discussion and
interviewed respondent were agreed that thererés@urce to design and implement. In
this part, the data was collected through interyiéweus group discussion, document

analysis and questionnaire analysis and interpoegivere made. Accordingly, analysis
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and discussion of the findings presented as follolis implement balanced scorecard
successfully, several conditions have to full lich as planning and setting target,
linking with resources and management process lembad scorecard, automation, and
conducting develop balanced scorecard at each ¢éwebanization.

The respondents were asked about BSC committeblisktaent, 62.6% of the
respondents confirmed that the BSC design was begi@incommittee establishment.
Concerning the BSC Committee, Generally the respotsd‘opinion in table 4.2.2 and
the result of interview and focus group discussi@wealed that except the allocation of

resources, majority of the respondents agreedhbatffices prepared.

In Table 4.2.2: Issues Related with Balanced &=od (BSC) Plan can be seen
by respondents (n = 99 ); Education office waswpdal for BSC ( X = 1.10, SD =
0.364), Necessary resources were allocated for 8&mn and implementation ( X =
1.41 , SD = 0.685), BSC committee was establish¥d (L.64, SD = 0.874),These the
assessment of Gulele sub-city and ten woreda &doaaffice's preparedness for BSC
were scored on a Likert — type scale tool . In acddbe items in Table 4.2.2, the decision
was: accepted the null hypothesis. Since the ctledilvalue of t (Item, 2, 3) is greater
than the critical value (1.383) except in item Actepted the null hypothesis and accept
the alternative hypothesis. Therefore, there is gignificant difference among

respondents in responding.
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Table 4.2.3: Performance of Education Offices on &itegic Plan Preparation

I.NO

ITEM SA A ub DA SD mean| Std.
N | % N | % N % N | % deviati
on

Strategic plan 24 | 24.2| 49| 495 17| 17. 6.1 3 3
was prepared 1.35 | 0.644
by head office

o
D

Relevant 10 | 10.1| 44| 444 16| 16.
document and
information
were

adequately
analyzed

o
N
w

23.

NJ
()]
o
=

1.75 | 0.885

Employees 12 | 12.1| 47| 475 16| 16.2 20 20.
adequately
discussed on 1.65 | 0.849
draft Strategic
plan

o
D
SN

Source: Survey Data

SA = Strongly Agree A= Agree UD = Undecided DA =sBgree SD = Strongly Disagree
0=0.63

The additional significant thing in the plan phageBSC is the preparation of
strategic plan. Strategic plan preparation staith whe data gathering from different
resources, such as an interview with head officegiew of documents and research
papers; and it also includes meetings and othenuomcation among the organization's
leaders. As shown in table 4.2.3 above, 73.7%sgordents confirmed that the strategic
plan was prepared by top level management (procesacil) and 17.2% undecided.
Respondents were further asked about the analysieelevant document and the
adequacy of employee discussion on strategic pMajority of the respondents
(expertise) 54.5% of agreed as indicated in taBl84above, which indicated that
relevant documents and information were analyzedquaaltely for strategic plan
preparation; where as 29.3% of the respondents weagreed. As the result of
respondents, majority of respondents agreed oms#ue this indicated that the strategic

plan was prepared using relevant information andud@nt analysisConcerning the
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adequacy of employee discussion on strategic panshown in table 4.2.3 above
59.6%agreed and 24.2% disagreed. Moreover, mositeofime, the strategic plan was
prepared by top level management (process couredsl)result the participation of
employee in preparation process was limited. Gdlgerthe opinion of respondents
indicated that the strategic plan was prepared thighinvolvement of all respective body

of the education offices.

In table 4.2.3: Performance of Education Offices Strategic Plan Preparation
can be seen by respondents ( n = 99 ); Strategit ywas prepared by head office ( X =
1.35, SD = 0.644), Relevant document and infoionawere adequately analyzed ( X =
1.75 , SD = 0.885), Employees adequately discuesedraft Strategic plan ( X= 1.65,
SD = 0.849),These Performance of Education OfficeStrategic Plan Preparation were
scored on a likert — type scale tool .The researabed the one sample t- test to compare
the mean of the group with in case of the itemsTable 4.2.3 accepted the null
hypothesis. Since the calculated value of t (Iteamd 3) is greater than the critical value
(1.58) except in item 1. | accepted the null hypsth and accept the alternative
hypothesis. Therefore, there is no significant eddhce among respondents in

responding.

Table 4.2.4: The Strategic Theme Identification irthe Education Offices

[.LNO ltems SA A ub DA SD mean| Std.
N|% |N|[% [N|% [N[% [N [% deviat
1 The idea addressed13 | 13. |60 | 60. |16 | 16. |8 | 8.1 | 2 2
the customer 1 6 2 1.36 | 0.662
service
2 Idearesult helped |23 | 23. |49 | 49. |19 | 19. |5 |51 | 3 | 3
to achieve the 2 5 2
_ o 1.35 | 0.628
office‘s mission
and vision

Source:-Research Data
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SA = Strongly Agree A= Agree UD = Undecided DA =sBgree SD = Strongly Disagree
a=0.

In item 1 of table 4.2.4, respondents were askedtalbhether the themes are focused on
the main area of the education offices. The thematea of the education offices
expected to address the customer service of theesff Majority of respondents, that is,
73.7% of agreed that the themes of the educatiticesffocused the main service area of
the offices, while the remaining 16.2% did not decin their response. With respect to
the linkage of themes, 73.7% of respondents agtieadthe themes of the education
offices linked with the activities of the officels1 connectionwith this, Majority of the
respondents, 72.7%, agree and 19.2% undecidedthdtissue Regarding the result of
themes helped the offices to achieve its missiod asion, as shown in it table
4.2.4,above by 72.7% of respondents confirmed thatresult of themes helped the
offices to achieve its mission and vision. In gahetable 4.2.4 revealed that those
selected themes addressed customer service ofitltateon offices, and it linked with
process activities. This may help the offices thiewe its mission and vision In table 6:
The Strategic Theme Identification in the Educat@ifices can be seen by respondents
(n = 99); The idea addressed the customer ser¥ce 1.36, SD = 0.66), Idea result
helped to achieve the office's mission and visi¥n=(1.35, SD = 0.628), These Strategic
Theme Identification in the Education Offices wemdred on a likert — type scale tool.
The researcharsed the one sample t- test to compare the methe @froup with in case
of the items in Table 4.2.4 accepted the null hgpsis. Since the calculated value of t
(Item, 1land 2) is equal and greater than the atitr@alue respectively (1.36). | accepted
the null hypothesis and accept the alternative thgmis. Therefore, there is no

significant difference among respondentsinrespandin
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Table4.2.5: The Preparation of Strategic Perspectezin Education Offices

I.LNO | ITEM SA A ubD DA SD mean| Std.
N | % N | % N | % N| % | N| % deviat
ion
1 The Four perspectivesare | 17 | 17.2| 60| 60.g 15 152 4 4 3 3
sufficient to measure the 129 | 0.593
corporate performance of the
office
' ' 5 D
2 There was relathnshlp amondl | 11.1| 63| 63.4 18 182 5 541 2 2 135 | 0628
the four perspective

Source:-Research DatsA = Strongly Agree A=Agree UD = Undecided DA = 8jsee
SD=Strongly Disagree=0.63

The aim of perspective with a Balanced Scane is to examine the strategy,
making it clearer through the lens of different wimints. From Gulele sub-city
education offices BSC document, the researcher rebdethat four perspectives
(Financial, Customer, Internal Business Process Laarning and Growth) were selected
to the offices. Accordingly, as shown in item 1l¢éald.2.5, majority of respondents,
77.8%, showed that there was agreement and 15.28écwded on those selected
perspectives. This indicated that the four perspectives were enoudgBuiele sub-city
and ten woredas education offices. As indicatedtainle 4.2.5, above majority of
respondent 74.7% of Support Process confirmedttieaé was a relationship among the
four perspectives and the 19.2% respondents uretkcid addition, the strategic map of
the education office‘s in BSC document confirmed ffoint. Concerning the relationship
of perspectives, the result showed that there walationship among the four
perspectives. In table 4.2.5: The Preparation @t&gic Perspective in Education Offices
can be seen by respondents (n = 99 ); The Foupgaiges are sufficient to measure the
corporate performance of the office ( X = 1.29 , 8.593), There was relationship
among the four perspective ( X = 1.35, SD = 0.68)se The Preparation of Strategic
Perspective in Education Offices were scored okeat|— type scale toolThe researcher
used the one sample t- test to compare the metlre @roup with in case of the items in
Table 4.2.5 accepted the null hypothesis. Sincedh®ilated value of t (Item, 1and 2) is

less than the critical value (1.32) except in itéml accepted the null hypothesis and
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accept the alternative hypothesis. Therefore, tleneo significant difference among

respondents in responding.

4.2.6: The Preparation of Strategic Objectives

For the success of the education offices, objestsleould be customer focused.

Therefore, respondents were asked whether therssbmpjectives are customer focused,

the majority of respondent, 84.8%, responded tmatobjectives were customer focused

as indicated in table 4.2.6.below.

Table 4.2.6: The Preparation of Strategic Objestive

provide clarity and
serve as powerful
communication
tools

ILNO | ITEM SA A ubD DA SD Mean | Std.
N | % N | % N|% | N| % N| % deviatio
n
1 The objectives are| 18 | 18.2| 66 | 66.7 9| 9.1 4 4 2 2 191 0.540
customer focused
2 The objectives 17 | 17.2| 65| 65.7 12 124 |4 1|1
Werg designed in 1 192 0.526
relation to the four
perspective
3 The relationship of| 16 | 16.2| 64| 644 7| 7.1 10 10{1
objectives under
each perspectives
(Strategy Maps) 131 | 0.680

Source:-Research Data

SA = Strongly AgreéA= AgreeUD = UndecidedA = DisagreesSD = Strongly Disagree

0=0.63

Concerning the relationship between the designegcbbes and the four

perspectives (Financial, Customer, Internal Busir@®cess and Learning and Growth)

82.8% of the respondents confirmed that the ohjestivere designed in relation to the

four perspectives as indicated in table 4.2.6 above
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After designing the objectives of the educatioricef, the strategic map will be
followed. The strategic map helped to see the iogighips of objectives under each
perspective. In relation to this point, the resbarmbserved that there is a well-designed
strategic map on the BSC documents of the offiBesides, the researcher also asked the
respondents with respect to strategic map, howstregegic map helped the education
offices as a communication tool and its clarityutawerstand the overall relationship with
objectives. 80.8% of respondents agreed that theegic map was clear and it served as
a powerful communication tool. The remaining 12.%¥ére disagreed as indicated in
table 4.2.6 above. This shows that the strategip imaised as a communication tool,

which helped to understand the overall relationsiniiwng objectives of the offices.

In table 4.2.6: The Preparation of Strategic Qibjes can be seen by
respondents (n=99); The objectivescastomer focused ( X = 1.21, SD = 0.54),
The objectives were designed in relation to the fmrspective ( X = 1.22 , SD = 0.526),
The relationship of objectives under each perspest(Strategy Maps) provide clarity
and serve as powerful communication tools ( X= 1.8D = 0.68), These The
Preparation of Strategic Objectives were scoredaolikert — type scale tool .The
researcher used the one sample t- test to compama¢an of the group with in case of
the items in Table 8 accepted the null hypothe3iisce the calculated value of t (Item,
land 2) is less than the critical value (1.246)egxcin item 3.1 accepted the null
hypothesis and accept the alternative hypothedmrerefore, there is no significant

difference among respondents in responding.
4.2.7: Rating on Performance Measure

Performance measures are metrics used to provialgtiaal basis for decision
making and to focus attention on what matters mbsty answer the question;-How is
the organization doing at the job of meeting itsatsgic objectives? In addition, the
performance measure is used to identify the gawdset the actual performances with
targeted result. Accordingly, the respondents wasked how much the performance
measures were used to evaluate performance andt ln@iped the education offices to

achieve the designed objectives. 78.8% respond@xpertise) agreed that the
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performance measures helped them to see the getfarmance against the expected

result and 14.1% not decided as indicated in tatie/ belowMoreover, the quarter and

annual report of the offices showed that the offireeasured its performance against the

expected result. In addition, information obtaindm interview and focus group

discussion showed that overall achievement of tihec&tion offices reported to the

respective government bodies using BSC report forma

Table 4.2.7: Rating on Performance Measure

I.NO

ITEM SA A ub DA SD

N | % N | % N | % N| % N

%

mean

Std.
deviation

Performance 17 | 17.2| 62| 626/ 13 131 5% 51 2
measures of the
office determine
the achievement
of the objectives

[\

1.28

0.590

Performance 18 | 18.2| 47| 475 23 232 8 8.1 3
measures is used
to evaluate
performance
against expected
results

1.46

0.690

Source:-Research Data

SA = Strongly AgreéA= AgreeUD = UndecidedDA = DisagreeSD = Strongly Disagree

0=0.63

In table 4.2.7: Rating on Performance Measure @asden by respondents (n =

99); Performance measures of the office deternfiaeathievement of the objectives ( X

= 1.28 , SD = 0.59), Performance measures is useevaluate performance against

expected results ( X = 1.46 , SD = 0.69),Thesengabn Performance Measure can be

seen by respondents were scored on a likert — $gade tool . These Rating on

Performance Measure were scored on a likert — $gjaée tool .The researcher used the

one sample t- test to compare the mean of the gnothp in case of the items in Table

4.2.7 accepted the null hypothesis. Since the tzkulivalue of t (Item, 1 is less than the
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critical value and item 2 is greater) than theiaalt value (1.37). | accepted the null

hypothesis and accept the alternative hypothederefore, there is no significant

difference among respondents in responding.

4.3 The Implementation Phase of BSC in Gulele subtg Education Offices

Table 4.3.1: Reviewing and Evaluating Cascaded BSC

ILNO | ITEM VH MO L VL mean | Std.
N | % % N % N | %| N| % deviati
on
1 Alignmentto |10 | 10. |45 | 455 | 34 343 8 81 2 2
Corporate 1 155 | 0.674
Scorecards
2 Alignmentto |7 71 | 48| 485| 37| 374 6 6{1
1.52 0.629
Strategy
3 Appropriatenes 10 | 10. |34 | 34.3 | 45 | 455 8 81 2| 2
s of Objectives 1 1.66 | 0.657
& Measures.
4 The clarity and| 6 6.1 | 26| 26.3| 50 508 14 143 |3
simplicity of 1 185 | 0691
activities stated
under eacl
5 The discussion? 7.1 | 33| 33.3| 39 394 16 164 | 4
conducted with 2
education 1.80 | 0.756
office

employees of

implementati

Source:-Research Data

VH = Very High, H = High, Mo = Moderate, L = Low,L\V= Very Low 0=0.63
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Balanced Scorecard is primarily an instrument angle, it is critical to craft a
communication strategy and plan. Objectives of fllan may include: building
awareness, providing education on key concepts,ergéng engagement and
commitment, encouraging participation, generatingerest and providing results to
interested parties (Paul R. Niven, 2002).

Cascading process is developing Balanced Scorecardsach level of the
organization. These Scorecards align with orgaiwizat highest-level Scorecard
(Corporate Scorecard) by identifying the strategjigectives and measures that lower-
level departments, and groups will use to trackr theogress in contributing to overall
goals (Paul R. Niven, 2002). Accordingly, Gulel®&-sity education offices had cascaded

the Corporate Scorecard to group and individuallev

As indicated in table 4.3.1 above the responderdeevasked to evaluate the
cascading process of the offices, 55.6% of respusdesplied that the alignment of
cascaded scorecard with corporate scorecard whswitgereas 34.3% of the respondents
rated as moderate. This clearly indicated thatctbiporate scorecard aligned with the
cascaded scorecard. With regard to the alignmetiteofascaded BSC to strategy, 55.6%
expertise responded that the alignment was higlerevias the total of 37.4% rated as
Moderate. This shows that there was alignment atwmascaded BSC and strategy as

indicated in table 4.3.1 above.

In order to check the appropriateness of objectares measures, the respondents
were asked to point out their view on this issuge @ata in table 4.3.1 above showed that
44.4% of respondents rated as high, whereas 45tk oespondents rated as moderate.
From data obtained from the interview showed tl@ahes processes had team based
activities, those activities evaluated at team llebecause of this it was challenging to
cascade objectives and measures. On the otherthantature and behavior measures
were also difficult for the cascading process. €fae, the offices should give attention

for cascading process, especially, in group objestand individual measures.

About the simplicity and clarity of activities, 3% of Officers rated as high,

whereas 50.5% respondents rated as moderate, a2 bf respondents rated as low.

76



This result indicated that activities stated unekech objective were somehow simple and

clear as indicated in table 4.3.1 above.

In addition, the respondents were asked to askesdiscussion conducted with
employers’ in the education offices on BSC impletagan. As indicated in table 4.3.1
by 40.4%, of respondents said that the adequadleotiiscussion was high and 39.4%
said moderate whereas 16.2% rated low. From then apeded question of the
guestionnaire, respondents stated that the disgusisiring implementation was not that

much satisfactory.

In table 4.3.1: Reviewing and Evaluating Cascade€siCBcan be seen by
respondents (n = 99); Alignment to Corporate Sandx (X = 1.55, SD = 0.674),
Alignment to Strategy (X = 1.52, SD = 0.629), Appriateness of Objectives& Measures
(X= 1.66, SD = 0.657), The clarity and simplicity activities stated under each
objectives (X= 1.85, SD = 0.691), The discussiomdeted with education office
employees on implementation of BSC? (X= 1.80, SD.#6) These Reviewing and
Evaluating Cascaded BSC were scored on a likeype $cale tool .The researcher used
the one sample t- test to compare the mean of itxgpgwith in case of the items in
Table 4.3.1 accepted the null hypothesis. Sincec#iheulated value of t (Item, 1, 2, and
3) are less than the critical value (1.676) aneh{id and 5) are greater than the critical
value (1.676).1 accepted the null hypothesis andepic the alternative hypothesis.
Therefore, there is no significant difference amoggpondents in responding

Table 4.3.2: Rating on BSC implementation level

LN | ITEM VH H MO L VL Mean| Std.devi
@) N | % N | % N | % N | % N | % ation
1 Implementingat | 10 | 10.1] 31| 31.3 51 51b 7 71 O 0
1.66 | 0.609
Corporate level
2 Implementing at | 7 7.1 | 40 | 40.4 48 485 4 4 0 0
157 | 0.574
core process level
3 Implementing at | 8 81 | 25| 253 41 414 21 21|12 4 4
1.92 | 0.765
individual Level
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VH = Very High, H = High, Mo = Moderate, L = Low, VL = Very Low a=0.63

BSC is a way of measuring organization, success taed performance of
individuals (Niven, 2002). In order to see the iempkntation level of the Gulele sub-city
education offices, the researcher asked the regntsmtb assess the current level of BSC
implementation in the offices. As indicated in ®@b4.3.2 above, Majority of the
respondents 41.4 % of respondent rated the levahplementation at Corporate was
high while 51.5% were moderate. Regarding the le¥énplementation at core process
level, 47.5% of respondents rated as high, whildé%8rated moderate as indicated in
table 4.3.2 above.

Concerning the implementation of BSC at individlealel, respondents rated as
33.3% high and 41.4% were moderate while 25.3% J@nre Responses from open
ended questions focus group discussion and intervievealed that the level of
implementation at individual level was not like @sporate or core- process level rather
It was at early stage. In general, table 4.3.2 shthat BSC was fully implemented at
corporate level and at core-process level, howesagrthe individual level some
respondents was not satisfied with implementatibmerefore, the implementation of
BSC at individual needs attention

Table 4.3.2: Rating on BSC implementation level barseen by respondents (n =
99); Implementing at Corporate level (X = 1.66 , S0.609), Implementing at core
process level ( X =1.57, SD = 0.574), Implememtu individual Level ( X=1.92, SD =
0.765), These Rating on BSC implementation levealevszored on a likert — type scale
tool . The researcher used the one sample t-destrmipare the mean of the group with in
case of the items in Table 4.3.2 accepted thehygbthesis. Since the calculated value
of t (Item, 1 and 2) are less than the criticabea(1.716) and item3 is greater than the
critical value (1.716). | accept the null hypotlseand accept the alternative hypothesis.

Therefore, there is no significant difference amoggpondents in responding.
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4.3.3: Rating on BSC Implementation Problems at Invidual level of Gulele sub-

city education offices

The implementation of BSC at individual level isanweak position by various
problems; some of them are communication problemsigh problem, lack of
commitment among leadership, problems, lack of agegknowledge on BSC, internal
resistance to change etc. In light of this, attewgsé made by the researcher to assess the
major problems encountered in BSC implementatiandividual level. The respondents
of the offices were asked to rate the major probkléaced in the offices to implement
BSC at the individual level. As indicated in of feld.3.3 below: majority of respondents
39.4% said serious ,38.4% of expertise replied that Communication problem was
somewhat serious, where as 18.2% of them repligdeaproblem was observed but not
serious. In addition the interview and focus graligcussion result indicated that there

was communication problem was somewhat serious.

Table 4.3.3: Rating on BSC Implementation Problemsat Individual level of Gulele
sub-city education offices

LNO | ITEM VS S SWE ONS NO mean | Std.d
N 1% [N 1% [N 1% IN % |N|% eviati
1 | Problem in 13| 131 26 263 38 38l4 18 182 |4 4  1.80.853

2 Inappropriate design 14 14.1 18 182 49 495 |101108 | 8.1 | 1.94 | 0.867

3 Lack of commitment 19 | 19.2 | 27| 27.3] 35 354 14 141 4 4

1.76 | 0.846
among leaders

4 Information 31313 21| 21.2) 31 31.3 6 6.1 b 5]1_73 0.946
technology problem

5 Internal resistance tp 8 8.1 28 283 43 434 |16 2164 | 4 1.88 0.824

6 Lack of adequate |30 | 30.3| 16| 16.2] 37 374 12 121 4 4174 | 0.828
knowledge on BSC

Source:-Research Data
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VS=Very serious,S= Serious, SWS = somewhat seriousDNS =Observed but not
seriousNO = Not observedi=0.63

The problem faced due to inappropriate design,208 expertise was rated as
serious and very serious, and 49.5% of the respusdsaid that the problem was

somewhat serious as indicated in table 4.3.3 above.

Lack of commitment among leaders can also be onehef constraints to
implement BSC at individual level. As shown in &l4.3.3 above, by 46.5% of
expertise indicated that the problem was seriodsvany serious, 35.4% respondents was
rated as somewhat serious 14.1% of the respondgpited that there was observed but
not serious problem in leadership commitment; aoladtl information from interview
and focus group discussion indicated that thereewsmewhat serious problem of

commitment among leaders.

One of the problems in evaluating the individualfpenance was information
technology problem. The researcher tried to seeatpect of the problem, in this regard,
52.5% of expertise replied that there was serioablpm, and 31.3% respondents replied
that there was somewhat serious; this is due tonzation problem at core process and

individual level as indicated in table 4.3.3 above.

Employee supportiveness for change is importansfoooth implementation of
BSC; contrary to this employee resistance to chamgeobstacle for successful
implementation. The researcher asked the respandenate this problem, Majority of
the respondents, that is, 36.4% of respondentsateti that the problem was serious and
very serious, and 43.4% rated as somewhat sendusieas the remaining 16.2% said

that the problem was observed but not seriousdisated in table 4.3.3 above

The other problem in the implementation of BSC Vea& of adequate knowledge
on BSC. With regarding to this, 46.5% of respondgesatid that the problem was serious
and very serious. On the other hand, 37.4% of ¢spereplied as the problem was
somewhat serious, the remaining 12.1% said thatptbblem was observed but not

serious as indicated in table 4.3.3 above. Generall the problems existed in the
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education offices, inability to evaluate performanasing information technology
(inability to start automation), resistance to apamnd lack of adequate knowledge on

BSC were the major problems in the implementatioBSC at individual level.

In table 4.3.3: Rating on BSC Implementation Protseat Individual level of
Gulele sub-city education offices can be seen Ispordents ( n = 99 ); Problem in
communication ( X = 1.87 , SD = 0.853), Inapprofidesign ( X = 1.94 , SD = 0.867),
Lack of commitment among leaders ( X= 1.76, SD 8486), Information technology
problem (X = 1.73 , SD = 0.946), Internal resistate Change (X = 1.88 , SD = 0.824),
Lack of adequate knowledge on BSC(X = 1.74 , SD.828), These Rating on BSC
Implementation Problems at Individual level of Gelsub-city education offices were
scored on a likert — type scale tool.We reject thé#l hypothesis and accept the
alternative hypothesis. Therefore, there is a gt difference among respondents in

responding

Table 4.3.4: Rating on Participation of Different goups in BSC

LNO | ITEM RESPON | VH H MO L VL
DENTS
N | % N | % N |% N |% N %
1 Participat | head of| 16 | 16.2 | 32| 32.3| 45 455 4| 4 2 2
ion in the offices
Design core 11 | 11.1 | 42| 424 39 394, 7 7.1 0 0
process process
sub-core |8 8.1 33| 33.3| 47| 475| 10 1040 1 1
process
Employee | 10 | 10.1 | 28| 28.3| 46 46.5| 13 13|11 2 2
Customer |4 | 4 13| 13.1| 37| 37.4| 16 16.2 29 29.
2 Participat | head of| 21 | 21.2 | 23| 23.2| 45 455 6 6.1 4 4
ion in | the offices
Implemen | core 10 | 10.1 | 44| 444 38 384 5 5.1 2 2
tation process
Process | sub-core |9 9.1 43| 434, 33} 33.3] 10 1040 4 4
process
Employee | 13 | 13.1 | 24| 24.2| 22 222 356 354 5 5.1
Customer |4 | 4 19 | 19.2| 20| 20.2| 31 3138 25 25.
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VH=Very High,H=High, Mo = Moderatel. = Low VL = Very Lowa = 0.63

As indicated in table 4.3.4, the head officers’alwement in the design process
was rated as high and very high by 48.5% where&%d&. respondents said moderate
similarly the involvement of core Process alsodais high by 53.5%, whereas39.4%of
respondents said moderate. The response of sulpoocess were41.4% was high and
very high, whereas47.5%o0f respondents said modevdith regard to employee
involvement 38.4% of the respondents rated as arghvery high in addition 46.5% of
respondents rated as moderate and 13.1% respondésdsiow, as indicated in table
4.3.4 the customer involvement 45.5% rated as lom aery low. Concerningthe
participation in implementation process, the ineohent of head officers were44.4%
high and45.5% moderate, the response of core Rrdtesds rated that 54.5% high and
very high whereas 38.4% rated moderate and empayded as by 40.5%, low and very
low 22.2%where moderate. The participation ratewdtomers was low and very low
by56.6% and moderate by 20.2%. This indicated iaority of the respondents have
rated high with regards to the head officers arel dbre Process Heads involvement,
where as the participation of employees and custorad as moderate and low

respectively.
Table 4.3.5: Rating on the relevance of BSC to Gu&esub-city education offices

The researcher had also required the opinionseofebpondents on the relevance
of BSC to the education offices. As it is showrtha table 4.3.5 below, Majority (65.7%)
of the respondents responded that the BSC wasyhiglgvant and 25.3% rated moderate
to education offices. These shows that majoritythef respondents agreed with BSC

relevance.
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Table 4.3.5.BSC Relevance

LN | ITEM VH H MO L VL ' P Mean | Std.
© know deviati
N | % N | % N |[% N [% [N |% [N [% on
1 | BSC 23 | 232 | 42| 424 25| 25.3 71 1 1 1 1
Relevance 1.44 | 0.688
Source:-Research Data
VH = Very High, H = High, Mo = Moderate, L = Low,L\V= Very Low 0=0.63
Table 4.3.6: Frequency of Monitoring and Evaluationof BSC Implementation
ILNO | ITEM Every At the At the Atthe | There was| Mean | Std.
day end of | endof | end of no any deviation
every every every | mechanism
week Month | quarter
of the
year
N| % [N |% |IN|% |[N |% |N %
1 frequency of 1(10. (1 |11. |1 |10. |6 |60. |8 8.1
each core 0|1 1|1 0|1 0 |6
process monitors
and evaluates 3.44 1.109
balanced
scorecard
implementation

Source:-Research Data

Every day, at the end of every week, at the enédvefry Month, at the end of every

guarter of the year, there was no any mechanstng3

The experience of monitoring and evaluation of Bi(plementation leads to

identify the weakness and strength that overlaytag for better future performance. As

displayed in table 4.3.6 above, 61.6 % of respotsd@rat is majority of them, indicated

that monitoring and evaluation of the educationice were conducted at the end of

every quarter of the year while by 11.1% of respomdated at the end every week,.

Additional information from the respondents of miew and focus group discussion
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indicated that the monitoring and evaluation fregpyewas at the end of every quarter of

the year.
4.3.7: Employees Attitude towards the Introductionof BSC

As indicated in table 4.3.7 below, the attitudeeofployees towards BSC, 51.5%
of respondents replied that they accepted it, ey had complaints, while 41.4% of the
respondents accepted BSC, but they did not havepleamts,. From this data, it can be
observed that even if the majority of employee pte@ BSC, they still have complaints
on BSC.

Table 4.3.7: Employees Attitude towards the Introdetion of BSC

I.NO % mean | Std .deviation
1 | am accepting it, but | have complaints 51 51.5

2 | accepted it, | don‘t have any complaint 41 41.4

3 | never ever Accepted BSC 2 2 1.61 0.767

4 I initially accepted, but | am now complaining5 5.1

5 Other (Please specify 0 0

Source:-Research Data
4.4 Major Success of BSC in Gulele sub-city educan offices

The offices implementation of balanced scorecail@@Bcan be seen in terms of
linking daily activity with vision, achievement afbjectives, encourages learning and
improvement and also equipped employee with acednility. Hence, the respondents
were asked to indicate their agreement using aif-geale, with SA being strongly
agreed, A being, agreed and UD being, undecidetheing disagreed and SD being
strongly disagree on the success of educationesffio using BSC. They were also

invited to assess the success on, which listediabildables 4.4.1. As indicated in table
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4.4.1below, by 69.7 % of the respondents agreedthieaoffices were successful in the
linking of vision with employees’ daily activitiesvhile 21.2% respondents were

undecided.

Table 4.4.1: Rating on the Success of balanced seoard (BSC) implementation of

Gulele sub-city education offices

I.NO ITEM SA A uD DA SD Mear | Std.dev
N % N % N % N % N % ation

1 BSC linked |12 | 12.1| 57| 57.6| 21 2123 |3 6 | 6.1 1.39 0.652
the vision
with daily
activities

2 BSC helped |18 | 18.2| 61| 61.6| 11 11715 |51 |4 | 4
the processes
to achieve 1.29 | 0.627
their

objectives

3 BSC equipped8 |81 | 63| 63.6| 18 1828 |81 |2 | 2
employee

with greater
accountability

1.38 | 0.666

4 BSC 16 | 16.2| 66| 66.7| 11 1114 |4 2 |2
encourages
learning and 1.23 | 0.550
continuous
improvement

5 The education 10 | 10.1| 49| 49.5| 25 25311 |11.1| 4 | 4
office has
been more
profitable 1.56 | 0.745
since the

adoption of
the BSC

6 BSC has 24 | 24.2| 46| 46.5| 18] 1823 |3 8 | 81
increased
employees’ 1.40 | 0.684
understanding
of strategies

85



Source:-Research Data

SA = Strongly AgreéA= AgreeUD = UndecidedDA = DisagreeSD = Strongly Disagree
0=0.63

With regard to BSC support to achieve process tibgs; 79.8% of the respondents
made their agreement whereas 11.1% of respondaetsundecided as indicated in table
4.4.1 above, With regard to employee equipped adebility as indicated in table 4.4.1

above respondents agree and strongly agree by 7Wwhtle 18.2% respondents were
undecided.

The majority of the respondents indicated agreetistrongly agreed by 82.8 and
11.1% of the respondents don’t decide that BSC wages learning and continuous
improvement as indicated in table 4.4.1 above. Wagard to education offices has been
more profitable since the adoption of the BSC, mijoof the respondents indicated
agreed and strongly agreed by 59.6%while,25.3%espandents were not decided the

remaining 15.2% of respondents were not agreeddasaited in table 4.4.1 above.

The other important points asked respondent wastaB&C has increased
employees’ understanding of strategies majoritthefrespondents 70.7% of said agreed,
while 18.2%of respondent’s undecided as indicatedable4.4.1 above. Additional
information from the focus group discussion ancmiews indicated that BSC linked
organizational vision with daily activities and @lsncourage learning and continuous
improvement since; education offices had been mpooétable. Generally, the majority
of respondents confirmed for each item, that thecation offices were successful in
terms of process objective achievement, learninhcamtinuous improvement, and with

the linking of the offices vision in daily activés.

Table 4.4.1: Rating on the Success of balancecesaat (BSC) implementation
of Gulele sub-city education offices can be seenrespondents (n =99 ); BSC linked the
vision with daily activities( X = 1.39 , SD = 0.66BSC helped the processes to achieve
their objectives ( X = 1.29 , SD = 0.627), BSC epad employee with greater
accountability ( X= 1.38, SD = 0.666), BSC encoasadearning and continuous
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improvement (X = 1.23 , SD = 0.550), The educatfiice has been more profitable
since the adoption of the BSC (X = 1.56 , SD = B)78SC has increased employees'
understanding of strategies (X = 1.40 , SD = 0.6B4¢se Rating on the Success of

balanced scorecard (BSC) implementation of Gulele-aty education offices were

scored on a likert — type scale tool . The researabed the one sample t- test to compare

the mean of the group with in case of the item$able 4.4.1, the decision was: Fail to

reject the null hypothesis. Since the calculatddevaf t (Item 1, 3, 5 and 6) are greater

than the critical value (1.375) and (item 2and 4) lass than the critical value (1.375). |

accept the null hypothesis and accept the altemmdtypothesis. Therefore, there is no

significant difference among respondents in respand

4.5 Major Challenges of BSC in Gulele sub-city edation Offices

Table 4.5.1: Rating on the challenges of BSC Designd Implementation

I.NO

ITEM

SA

A

ub

D

SD

N

%

N

%

N

%

N

%

N

%

mean| Std.

on

deviati

In ability to get
sufficient
information on
BSC design &
implementation

19

19.2

58

58.6

12

12.]

)

1.32 | 0.652

Scorecard
terminologies are
not consistent with
the culture of the
education office.

13

13.1

48

48.5

23

23.2

9.1

1.54 | 0.747

BSC have had
relatively little
effect on
education office
performance.

9.1

48

48.5

21

21.2

18

18.

1.64

0.8

Inability to reach
consensus on
objectives and

Measures

8.1

53

53.5

18

18.7

17.

0.8
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SA = Strongly AgreéA= AgreeUD = UndecidedA = DisagreesSD = Strongly Disagree
0=0.63

As indicated in table 4.5.1 above, 77.8% of thepoeslents showed their
agreement on the problem of insufficient informatiozvhereas 12.1% respondents were
undecided. With regard to inconsistency of BSC itealogy to the culture of the
education offices, 61.6% of respondents rated agumbereas 23.2% of them did not
decided show on the problem as indicated in talel4above. In tablel18.3 above, the
problem was related with BSC effect on educatidited rated agree and strongly agree,
by 57.6% of the respondents and 21.2% respondenlscided where as 21.2%disagree
and strongly disagree with BSC effect of BSC on ¢becation offices. In order to get
some other problems in addition to what was mentotable 4.5.1, the open ended

guestions were used.

In table 4.5.1: Rating on the challenges of BSCigieand Implementation can
be seen by respondents (n = 99); In ability tosgéficient information on BSC design &
implementation (X = 1.32, SD = 0.652), Scorecarchtrologies are not consistent with
the culture of the education office. (X= 1.54, SID.¥47), BSC have had relatively little
effect on education office performance. (X = 1.&D = 0.814), BSC is difficult to
understand easily (X = 1.52, SD = 0.813), Inabildyreach consensus on objectives and
Measures(X = 1.59, SD = 0.808), These Rating onctiadlenges of BSC Design and
Implementation were scored on a likert — type stad#. The researcher used the one
sample t- test to compare the mean of the grougase of the items in Table 4.5.1, the
decision was: Fail to reject the null hypothesisc8 the calculated value of t (Item 2, 3,
5) are greater than the critical value (1.522) @teinland 4) are less than the critical
value (1.522). | accepted the null hypothesis dmadlternative hypothesis. Therefore,

there is no a significant difference among respatslm responding.

Questions, focus group discussion and interview® wakso asked to list the problems
faced by the education offices in the design anplementation of BSC. Accordingly,
the following problems were obtained from dataectitd.
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During implementation some activities are difficidtcascade at individual level, Lack of
equal understanding among employees and leadeBSQn resistance to change, weak
support of leaders, lack of adequate knowledge skiits, politicizing the tool, lack of
BSC understanding and early cascading, Lack of aoment on leadership quality
demonstrated by ten woredas education offices dsawehe sub-cities were the major
ones.

There is also problem of understanding betweerhdaal officers and the core process
owners to give support to the officers, The lacknofntive and job displacement is also
one of the factors that lead the employees’ rasistdo the implementation of the BSC,
Inadequate continuous monitoring and evaluation peeformance, problems of

delivering continuous training and far beyond edioceto officers.

The major cause of the above challengewvekrirom lack of understanding of the

tool and its early attachment of performance ofdalmployee with payment
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CHAPTER FIVE
SUMMARY, CONCLUSION AND RECOMMENDATION

5.1. Summary

The study has found that Gulele sub-city and tenedas education offices are
preparing their annual plans and implementing leadrscorecard (BSC).The design and
implementation of Balanced Score Card may takergamzation to a grand success. It
can overcome many problems because it can linkhallperspectives of organizations.
Thus, Balanced Score Card, therefore, is a veryortapt strategic management tool
which helps an organization not only to measureotfrerall status of an organization but
also the performance of individuals. Proper impletagon of Balanced Score Card can
ensure the success of an organization. Howevegl&slb-city education offices have
applied BSC since 2002 Et.c as strategic managesystem and have faced challenges

with its implementatioras indicated below
5.1.1Major Findings:

The study confirmed that Gulele sub-city and terraslas education offices had good
readiness and preparation in terms of strategio plad in leadership commitment
whereas employee supportiveness for BSC was loso,Akadiness of education offices
in allocation resources was not satisfactory. Is@nd that the activities performed
under the plan phase of BSC were good. This inglicttat the plan phase was properly
done in terms of strategic plan, theme identifaatiand strategic perspectives, objectives

and measures preparation.

Basically, successful implementation of BSC reegiiradequate participation of
management body, employees and customers. Patiticipzf each and every employee
in plan preparation is quite essential to bringutbagreement on balanced score card
targets at preparation stage. As we have seeneiritdrature review, participation of
employees in setting their own goals, targets aedsures motivates them to improve

their performances. Individuals contribute theiarghless unless they are involved in
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planning what their organizations desire to achidumpirical studies have shown that
performance of employees patrticipated in settingl goocesses was much higher than
their peers who did not participate in planningogass (Latham, Borgogni and Petita,
2008).Concerning this, the findings showed that gheicipation of head officers and

core process owners in the design and in the imgaéation process was high.

Different guidelines and manuals have been preparet being used in the area of
balanced score card implementation .The majoritythef interviewees stated that the
balanced scorecard was a very helpful instrumemp@ting a strategjocusing process

and it even helped them to build up a performaneasurement system.

Concerning the level of the implementation of B$& study indicated that BSC was
fully implemented at corporate level and at corecpss level. However, in individual
level, it was at near the beginning stage and & &dlso some challenges in cascading

process of measurements and activities.

The major strengths of Gulele sub-city educatidices in the building of the corporate
BSC are: the organization has properly analyzedritegnal weakness and strength and
of the external threats and opportunity in formalgistrategic plan. The corporate vision,

mission and core values are well defined.

It was also discovered that the edooatiffices has done evaluation at the end of
every quarter of the year to see the result ofrtiementation. But, it seems less effort
is made to evaluate it and the culture of discussio the implementation process was
not satisfactory. About the attitudes of employemgards BSC, the result of the study

indicated that majority of the employees accept&€ Bbut they still have complaints.

Majority of the respondents statedt ttiee training on BSC was very low.
Moreover, the outcome of focus group discussion andinterview showed that the
training on BSC was inadequate. Hence, it is ingodrthat employees are induced in

training programs to increase their understandmg8C

Regarding the cascading process oétheation offices plans were not properly

cascaded to units (sub-core -process) and individogloyees. If an organization is
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implementing BSC as performance management instriyrsplitting and cascading the
corporate office/organizational level target plaosunits and employees within it is a
requirement (Kaplan & Norton, 2006; Niven, 2002¢ascading is a mechanism that
informs units and individuals what is expected loérh, where as its alignment with
corporate scorecard and strategy was good .Also,irtfformation obtained from the
interview and focus group discussion showed thahes@rocesses had team based
activities where by these activities were evaluaed team level. As Table 14 shows
only 47.5% and 33.4% of the respondents have reguborganizational plans were
cascaded to units and individual employees respygtiThis indicates serious limitation
of the performance management system of the stuggn@ation ‘Though this is the
central point of performance management in any rorgéion, results of this study
indicate individual employees were not clear wikit role and their actions were not

aligned to the organizational goals.
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5.2 Conclusion

This study was conducted to assess the implementatiBalanced Score card in
Gulele sub-city and ten woredas education offi¢é findings of this research would be
benefited by helping those who are working in Gailstib-city educational Offices in
yielding and providing clear and comprehensive ustdading of what is going on within
what situation and extent regarding the implemeorabf Balanced scorecard in relation
with expecting goals, outputs and outcomes on theaion offices to identify gaps,

weakness and areas of inefficiency so as to imptleeémplementation.

The extent of implementation was focus area of tesearch. The study also
identified major challenges encountered during timplementation of BSC in the
education offices. BSC helps the employee and thanization in order to enhance their
knowledge in regarding to their organization visionission and objectives; it also
enhances the knowledge of effective time managenwammitment to work, having

responsibility for their work.

The readiness for BSC design and implementatiorenbgdhe education offices
have to be encouraged. The planning phase wasmtoperly in terms of strategic plan
preparation, theme identification, and strategicspectives, corporate objectives and
measures preparation. The relevance of BSC alseptet by majority of respondents,
and hence, the researcher conclude that BSC waldppropriate for measuring the

performance of the education offices as well asrilviduals.

With regards to BSC implementation, it was in a Iveebught-up stage at
corporate level and at process level; thereforayta a result of this reform tools more
bureaucratic tendencies were minimized somehowsaue of flexibility, responsiveness
and accountability to provide socio-economic servi@ve been given better attention.
Besides this, the positive impressions indicatedhie study are evident that service
delivery is observably improved in terms of redgcithe set time of process and
delivering speedy services to the public at lakewever, this positive attitude towards
the tool and its contribution to the organizatienain implication of the tool's future

prospects, but this does not mean that the comiitbis smooth, because the tool brings
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so many challenges that even abolish the contdbstiThese are exploitation of targets,
resistance to change, weak support, lack of adeduaiwledge and skills, politicizing
the tool, lack of BSC understanding and early adisca lack of commitment on
leadership quality demonstrated by ten woredasataucoffices as well as the sub-cities
were the major ones. There is also problem of wtdeding between the head officers
and the core process owners to give support toffieers. The lack of incentive and job
displacement is also one of the factors that lds®l émployees’ resistance to the
implementation of the BSC. Lack of continuous maoriitg and evaluation, lack of

delivering continuous training and far beyond edioceto officers.

The major cause of the above challenges derived fexwk of understanding of
the tool and its early attachment of performancethef employee with payment. In
general, one may conclude that, the researcheedadlue education offices effort to
apply BSC at all level of the offices. Besidesathieve the expected results, the offices
may need to develop necessary training programladguthe system and prepare
continuous discussion evaluation on BSC to imprtwe attitude and interest of the
employees. So in order to solve the above chalkeagd problems and to utilize the tool

efficiently the following recommendations are drawn
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5.3. Recommendation

Based on the findings of the study and conclusiba,following recommendations
are drawn to enhance the education offices’ efficye and effectiveness in the

implementation of BSC.

The participation of employees and customers Waxe Therefore the offices conduct
training as well as organize experience sharingnarm and workshop. The management

team should assess the status of staff awarengasd®BSC process

| advise that the offices as well as the concecwéd process should revise the cascaded
objectives, activities and measure for better acneent. Avoid early cascading to
individual level (employees); cascading to indiatuevel should be made after

objectives the measures are properly refined wgi tive corporate level.

Since there are some problems regarding Resist@ncbange is the major problem
among employees; however they accepted BSC withesoomplaints. Thus, it is

advisable to evaluate employees’ reaction to BS@lamentation. If there is negative
reaction to the implementation, then discussion amrareness creation about the

implementation should be organized.

As the research finding predictable above the nigjof the education offices’ staffs do
not have adequate knowledge about BSC. Therefolk strectured, systematic and
continuous training has to provide for employeesl amanagement bodies. Active
communication helps every staff member reach comnumwalerstanding of the
organizational vision, strategies and goals as agfpoints them to the programmers and
this lead to desired outcomes. Besides, the topagement has to communicate the

status and progress of the organization’ BSC thradifjerent communication channels.

Evaluating of BSC process should start from they d@ginning to the final steps. It
should not be a one time job at the end of quarteéhe year or after six months. The
implementation of BSC will get refined and eventyddecome successful if we do

evaluation in every step of the implementation pssc Therefore, the offices or the core
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process should arrange regular program every month to check and re-check the
implementation process, to bring about the expected result and also align the strategy to

motivate through the incentive and reward systems.
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