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Abstract

The main purpose of this research is to examine the challenges of BSC implementing in
performance appraisal on Enterprise Division in ethio-telecom. The data were collected using a
questionnaire and semi-structured interview question from a sample population in Enterprise
Division. From the total of 170 target population, this research selected 119 samples and
collected data after that analyzed by using SPSS version 20 for the close-ended question. Then
the data presented using descriptive statistics with the help of frequency, tables, and percentage
to provide information. Mean and Standard Deviation through a measure of central tendency
was also used to analyze data. The data that were collected by semi-structured interview
questions and open-ended questions, interpreted manually. The result shows that the major
challenges of BSC implementation in performance appraisal were, even if the staff discussed
performance appraisal with their supervisors most of the time their idea is not acceptable. This
leads to a disagreement between the staff and the supervisors. Most of the staffs are not satisfied
by BSC implementation and the respondents state different reasons for this like BSC most of the
time focused on countable factors, does not consider the weakness of the company rather focus
only employees side, when the plan given it is not equally distributed between divisions this
creates bias and the parameter (criteria) does not consider the working environment. The
availability of enough resource take the highest share to achieve any target but the finding
clearly indicated that there is no enough resource available to achieve the target. Performance
progress is not monitored continuously before formal evaluation made this leads not to know the
performance continuously. Therefore, future researchers may conduct for further related
research work that covers a wider scope and larger sample size appears to be significant.
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Chapter One Introduction

This chapter aims to identify the research problem, questions to answer and objectives for
carrying out the study. The chapter begins with introductory background information about
performance evaluation tools and Balanced Score Card, the statement of the problem will follow,
and research questions and objectives will continue respectively. Operational definitions,

Significance of the study, Delimitation, and structure of the report will end the chapter.

1.1 Background of the Study

In a globalized world, companies deploy different performance evaluation tools to improve the
performance of the staff and to make them more competent. Performance evaluation benefits
both the company as well as the staff because based on the performance evaluation once
companies can make many corrective measures if there is a gap or if the performance is good the

company can prepare an action plan to keep its wonderful performance.

From different performance evaluation tools, BSC is one of them and mostly used. Balanced
Score Card /BSC/ is a methodology used for deploying strategic direction, communicating
expectations, and measure progress towards agreed objectives. According to Murby and Gould
(2005), the balanced scorecard is a conceptual framework for translating an organization’s
strategic objectives into a set of performance indicators distributed among four perspectives:
Financial, Customer, Internal Business Processes, and Learning and Growth. Some indicators
are maintained to measure an organization’s progress toward achieving its vision; other
indicators are maintained to measure the long term drivers of success. Through the balanced
scorecard, an organization monitors both its current performance (finance, customer satisfaction,
and business process results) and its efforts to improve processes, motivate and educate

employees, and enhance information systems its ability to learn and improve.

This is also cited by Liu (2014) that a balanced scorecard developed by Kaplan and Norton
comprises should have four perspectives, namely finance, customer relations, internal business
process and lastly, learning and growth. It reflects a balance between short- and long-term

objectives, financial and non-financial measures, lagging and leading indicators, and external and
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internal measures. It emphasizes linking and aligning multiple measures to strategic objectives

and conceptualizing the strategic alignment between business goals and specific tactics.

BSC first introduced by David Norton and Robert S. Kaplan in 1992 they believe that if
companies were to improve the management of their intangible assets, they had to integrate the
measurement of intangible assets into their management system. Ethio telecom has been under
major transformational activities to become a world-class telecom operator. In order to achieve
these ambitions, different methodology tools are being implemented throughout the company for
better efficiency and effectiveness. To enhance its planning, performance measurement, and
communication, it is now implementing a balanced scored card tool. For successful
implementation of BSC in the company, polices, processes and procedures shall be aligned with
the BSC governance document. Accordingly, respective divisions shall take their responsibility
to ensure the alignment of policies, processes, and procedures. In order to implement BSC
successfully, there should be a close follow up and monitoring mechanism on the planning &

implementation phases. (Ethio telecom BSC Governance document 2016).

As the history of BSC shows other developed countries using BSC starting from 1992 which is
more than 20 years back. But when we come to our country it started in 2011/2012 which is a
recent phenomenon when compared with other countries. In the case of Ethio telecom BSC
implemented in May 2015 which means less than four years. Literature related to the topic is
more done on developed countries. But as Soderberg (2005) and other authors working on the
topic mentioned on limitation part their conclusion and finding are limited to the specific country
especially for Developed country and for a specific industry. For developing countries like
Ethiopia BSC is relatively new and many studies have not been done on the topic. In addition,

concerning performance appraisal in Ethio telecom is not yet done.

Therefore, this researcher developed a questionnaires and interview questions that used to assess
the implementation of BSC and its challenges in performance appraisal in Ethio telecom case of

enterprise division with important recommendations that supports and improves the organization.

1.2 Background of the Company



The introduction of telecommunication in Ethiopia dates back to 1894. Ethiopian
Telecommunications Corporation is the oldest public telecommunications operator in Africa. In
those years, the technological scheme contributed to the integration of the Ethiopian society
when the extensive open wire line system was laid out linking the capital with all the important

administrative cities of the country (Worku Bogale, 2005).

After the end of the war against Italy, during which the telecommunication network was
destroyed, Ethiopia re-organized the Telephone, Telegraph, and Postal services in 1941. In 1952
the Imperial Board of Telecommunications (IBTE) was established by proclamation No. 131/52
in 1952. The Board had full financial and administrative autonomy and was in charge of the

provision and expansion of telecommunications services in Ethiopia.

The Imperial Board of Telecommunications of Ethiopia, which became the Ethiopian
Telecommunications Authority in 1981, was placed in charge of both the operation and
regulation of telecommunication services in the wake of the market reforms (Worku Bogale,

2005).

In 1996, the Government established a separate regulatory body, the Ethiopian
Telecommunication Agency (ETA) by Proclamation 49/1996, and during the same year, by
regulation 10/1996, the Council of Ministers set up the Ethiopian Telecommunications
Corporation (ETC). Under the supervision of the ETA, the principal duty of ETC is maintaining
and expanding telecommunication services in the country and providing domestic and
international telephone, telex, and others communicate on services. In this respect, currently,

ETC is the only operator of any telecommunication related service (Worku Bogale, 2005).

In 2010 the company restructures itself and become ethio telecom. France Telecom took the
management for two years and the contract was closed in 2012. According to the current
structure of the company, there are twelve divisions that are responsible for different major tasks

of the company.

Enterprise division is among those twelve divisions and is responsible for handling sales
activities to customers which fall under SOHO (Small Office Home Office)/ SME (Small and

Medium Enterprise) and key account customer category.



1.3Statement of the Problem

Balanced Score Card is a communication tool that helps each employee better understand where
the strategy drives the organization, what the plan is for reaching that destination and what their
departmental and individual measured contribution is to that convergent effort. According to de
Waal (2007), lack of management skills and expertise often makes it not viable for developing
countries to develop complex structures such as sophisticated performance management systems.
They, therefore, concentrate more on introducing and copying tools and systems from the
Western world which are not always the best suited to local circumstances. This raises the
question of whether Western techniques like performance management are suitable for
developing countries. There is no question that in theory, adopting management practices that
have proven to be effective is a better alternative for an organization than investing limited and
scarce resources in efforts that do not amount to much more than ‘reinventing the wheel’.
Statistically, in developing countries like Ethiopia, poor management practices, bureaucratic
inefficiencies, and low productivity levels in many organizations create considerable pressure for

managers to adopt speedy, ready-to-implement strategies.

In line with the above-mentioned points of performance evaluation, the Ethio telecom enterprise
division has faced many problems after the implementation of BSC. First, the plan is not
achievable as checked on continuous performance evaluation reports; staff who are working in
this department as well the overall performance of the department is always below the target. In
addition to this, there is a mismatch between the plan and available resources in the company
towards the achievement of the plan. Other than support activities, staff in the division promote
new and existing products to customers were little evaluation magnitude is given. In support of
the above idea table below shows that the actual, target and percentage achievement of BSC in

the enterprise division is presented by referring to the annual reports of 2016 & 2017.



Table 4.1 Target and percentage achievement of BSC

Product Target | Actual | % achieved
FIXED

VOICE 48964.9 | 23421 47.83%
PSTN 37250.5 | 15333 41.16%
WLL CDMA | 11714.5 8088 69.04%
LTE/AG 2717.57 1650 60.72%
GSM 7771.04 3273 42.12%
WCDMA\3G | 31975.3 9744 30.47%
BB D&l 66,835 | 20,906 31.28%
3G Dongle 27646.1 | 10295 37.24%

Source: From company document (Annual reports of 2016 & 2017)

Specifically, in Ethio telecom above mentioned points of performance evaluation after
implementing this evaluation tools especially in enterprise division the researcher has
observation of some problems from preliminary investigation information gathered informally
shows the plan is not achievable as checked on continuous performance evaluation reports; staffs
who are working in this department as well the overall performance of the department is always
below the target. This can be one cause for staff rotation and employ dissatisfaction in the
company especially in enterprise division. If it is not managed well it can be dangerous for the
company both in customer satisfaction and meting its target. Therefor based on the preliminary
observations and by referring the annual reports of 2016 & 2017 on weakness observed the
researcher have identified deeply the cause and factors affecting the performance and
implementation of BSC in Ethio telecom especially in enterprise division and put recommend

solutions based on the identified gaps.

1.4 Basic research question

Specifically, the researcher conducted this research and developed the following research
questions after collecting the information from stakeholders and analysing the data. These

questions are:

* What are the basic obstacle to implement BSC at Ethio telecom?

¢ what are the limitations of the current evaluation system at the enterprise division?



e What is the attitude of employees in BSC implementation?

1.5 Study Objective

1.5.1 General objective

The major objective of this study is to assess the implementation of BSC and its challenges in

performance appraisal in Ethio telecom case of enterprise division.

1.5.2 Specific objectives

Specific objectives of this study are

¢ To assess any barrier that affect employees not to meet the BSC evaluation parameters,
¢ To examine if there any limitation on BSC evaluation system in enterprise division and

¢ To investigate the attitude of the employees on the BSC implementation system.

1.6 Significance of the study

The findings of this study will create awareness for both the employer and the employees to
know the evaluation system and its practice in the company, the study findings will also be
relevant input to the management of ethio telecom in identifying the strength or weakness of
BSC, it will be as an input to other researchers for further investigation and Other companies
who implemented this system or those companies who have a plan to implement this can get

benefit from this paper.

1.7 Scope of the Study

In this study, from different divisions this paper only focused on enterprise division reason
behind this is that 85% income of the company is generated from this division in addition,
compared with other division the target given for this division is always not achievable even the
company performance highly impacted by this division. Geographically, the study will also be
limited to enterprise staffs located in the capital city, Addis Ababa.
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1.8 Limitation of the study

The study will be limited to assess the implementation of BSC and its challenges in performance
appraisal in Ethio telecom case of enterprise division, this study cannot be generalized to all
other individuals as the respondents are confined to Enterprise division only. Therefore, the
results cannot be generalized to individuals working in other divisions. As such, there is still
room for further investigation to include individuals working in other sectors or divisions that

may add further support to the findings.

1.9 Definitions of Terms

BSC (balanced scorecard) — Norton and Kaplan (1990) - strategic management system that

helps managers to translate organizational strategy into operational objectives and implement it.

Performance management - Armstrong (2009), it is a systematic process for improving
organizational performance by developing the performance of individuals and teams.
Performance Appraisal - According to Yong (1996) defines performance appraisal as “an
evaluation and grading exercise undertaken by an organization on all its employees either
periodically or annually, on the outcomes of performance based on the job content, job

requirement and personal behavior in the position”.



1.10 Organization of the paper

The introduction part of the study will be discussed in chapter one, Background information,
problem statement, research questions, the objective of the study, operational definitions,
significance and delimitation of the study will be discussed in this chapter.

Chapter two contains different kinds of literature both on the area which discusses various
theories and concepts on BSC Implementation and related empirical reviews. The third chapter
will discuss the methodology of the research. The research design and research methods will be
explained in this chapter starting from how the data collection instrument is prepared to how the
collected data is analyzed.

The following chapter, chapter four, will discuss the empirical findings and analysis of the study
with interpretations. And the last chapter, chapter five, will present a conclusion based on the

analysis result and recommendations provided by the researcher.



CHAPTER TWO

2. Literature Review

In this chapter literature related to the balanced scorecard is reviewed in order to see what

previous studies are done concerning the topic to support this study.

2.1 Theoretical review

Performance Appraisal is the systematic evaluation of the performance of employees and to
understand the abilities of a person for further growth and development. Performance appraisal is

generally done in systematic ways (management study guide).

2.1.1 BALANCED SCORECARD: AN INTRODUCTION

Financial as well as non-financial metrics, Robert Kaplan and David Norton (1992a) in their first
article "The Balanced Scorecard Measures That Drive Performance", devised a framework called
'Balanced Scorecard'. They realized that although traditional financial performance measures
worked well for the industrial era, but were proving to be insufficient in measuring the abilities
and competencies essential for survival in changing the economic environment. The Balanced
Scorecard (1992a, 1993, 1996a, 1996b, 1996¢, 2000. 2001a) identifies the influence of non-
financial factors upon strategic success and present advantages over historical performance
measures. It is a set of measures that offers top managers a fast but comprehensive view of the
business. Traditional performance indicators tend to measure financial and accounting aspects,
impacting long-term productivity and profits, whereas, Balanced Scorecard provides the
measures of synthetic indicators which companies should focus on, such as customer reactions,
profits, quality and flexible production selection (Martin, 1997). Woods and Grubnic (2008)
highlight the potential of Balanced Scorecard to bridge the gap between vague mission
statements and day-to-day operations. It serves companies to integrate strategy, organization
framework and vision into management systems. Translate the long-term strategy and innovation

of customer value into operational activities. It also balances the competitiveness and short-term



fortunes of stockholders through the blending of traditional and modem indicators (Talbot,
1999).

2.1.2 Defining Balanced Scorecard

The Balanced Scorecard was originally a one-year multi-company study (Kaplan & Norton,
1992a). The study concluded that in an increasingly complex business environment, dependence
on only financial measures was no longer adequate for managing organizations, especially where
intellectual capital and knowledge-based assets were critical for success. Kaplan and Norton
(1996¢) defined Balanced Scorecard as a framework that helps organizations translates strategy
into operational objectives that drive both behavior and performance. The Balanced Scorecard
strategic management system is comprised of "a framework, core principles and processes that
translate an organization's mission and strategy into a comprehensive set of performance
measures strategically aligned with initiatives" (Inamdar et al., 2002, p. 21). The measures and
objectives are viewed across four dimensions of performance: financial, customer, internal
business process and learning and growth. Every perspective has its respective objectives for
three to five years that are communicated throughout the organization and presented on a
strategy map (Kaplan & Norton, 1996c¢). The word balanced in the term 'Balanced Scorecard' is
indicative of the balanced consideration given to long and short-term objectives, financial and
non-financial measures, leading and lagging indicators and external and internal performance
perspectives (Kaplan & Norton, 1996b, 1996¢: Hendricks et al., 2004). Rimar and Garstka
(1999) highlighted the need to articulate the organization's strategy. Even a clearly stated vision
and strategy can be interpreted differently by individual members in an organization. Developing
a Balanced Scorecard clarifies the significance of the strategy and translates it into terms that are
considered meaningful by the people involved. It focuses on fundamentally changing the way an
organization is strategically led and not with keeping organizational score. Kanji and Moura
(2001) concluded, "The Balanced Scorecard is more than a performance measurement system. It
is commonly adopted as a strategic management system to describe the organization's vision of
the future and create shared understanding; clarify and update corporate strategy; communicate
strategic objectives throughout the organization; align customer need and business objectives;

work as a holistic model of strategy allowing all employees to see how they contribute to
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organizational success; link strategic objectives to targets and budgets; build a reward system
that is geared to achieving targets; and obtain feedback on the effectiveness of the strategic

view"(p. 898).

2.1.3 The Four Perspectives of Balanced Scorecard

The Balanced Scorecard allows the manager to look at the business from four important

perspectives.
2.1.3.1 Financial Perspective: How do we look to shareholders?

The Balanced Scorecard retains the financial perspective since financial measures are valuable in
summarizing the measurable economic consequences of actions already taken (Kaplan & Norton,
1996¢). Financial performance measures indicate whether the company's strategy, implementation,
and execution contribute to bottom-line improvement (Kaplan & Norton, 1992a). Typical financial
goals relate to profitability measured by operating income, return on capital employed or economic
value added (Kaplan & Norton, 1996¢). Kaplan and Norton (1992a) identified three stages of a
business's life cycle: growth, sustain and harvest. During growth, businesses are at the early stage
of their life cycle. They possess products or services with significant growth potential. In order to
capitalize on this potential, organizations have to employ resources to develop and improve new
products and services: construct and expand production facilities, build operating capabilities,
invest in systems, infrastructure, and distribution networks, and foster and develop customer
relationships. Organizations at the sustain stage attract investment and reinvestment but are
required to receive fine returns on invested capital. These businesses are likely to maintain their
existing market share and grow the business. When business units reach a mature phase of their
life cycle, the organization harvests the investments made in the previous two stages. These
businesses no longer need significant investment but only adequate to maintain existing

equipment’s and capabilities. (Kaplan & Norton, 1996c¢).
2.1.3.2 Customer Perspective: How do customers see us?

Many organizations have a corporate mission that focuses on customers. Therefore, a company's

performance from its customers' perspective has become a priority for top management (Kaplan &
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Norton, 1992a). "Clearly, if business units are to achieve long-run superior financial performance,
they must create and deliver products and services that are valued by customers" (Kaplan &
Norton, 1996c¢, p. 63). The customer perspective enables organizations to align their core customer
outcome measures: market share, customer retention, customer acquisition, customer satisfaction,
customer profitability, to targeted customers and market fragments. It also helps them to recognize
and measure, explicitly, the value propositions they distribute to targeted customers and market
segments. The value propositions represent the drivers and the lead indicators for the core

customer outcome measures (Kaplan & Norton, 1996c¢).
2.1.3.3 Internal Business Process Perspective: What must we excel at?

Kaplan and Norton (1996c) recommend that managers should define a comprehensive internal-
process value chain beginning with the innovation process (identifying existing and future
customer needs and developing new solutions to meet those needs), continues through the
operations process (delivering existing products and services to existing customers) and ends
with after-sale service (offering services after the sale that add to the value customers receive
from a company's product and service offerings). The process of deriving objectives and
measures for the internal business process perspective represents one of the major distinctions
between the Balanced Scorecard and traditional performance measurement systems. Traditional
performance measurement systems focus on controlling and improving existing responsibility
centers and departments (Kaplan. 1984; Howell et al., 1987; Johnson & Kaplan, 1987; Kaplan,
1990). Most organizations nowadays supplement financial measurements with measures of
quality, yield and cycle time (Naimi et al., 1988; Cross & Lynch, 1989; Lessner.1989;
Nannietal., 1990).

2.1.3.4 Learning and Growth Perspective: Can we continue to improve and create

value?

Kaplan and Norton (1992a) advocated that organizations are required to introduce continual
improvements to their existing products and processes and gain the ability to set up an
entirely new product with expanded capabilities. The focus was laid on investing for the
future such as new equipment’s and product research and development (Kaplan & Norton,

1996a). They asserted that through the ability to launch new products, generate more value
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for customers and enhance operating efficiencies continually, organizations can enter new

markets and increase revenues (Kaplan & Norton, 1992a).

Argyris and Schon (1978) have defined organizational learning as "experience-based
improvement in organizational task performance" (p. 323). It is developed fi-om three
principal sources namely people, systems and organizational procedures. The financial,
customer and interned business process objectives on the Balanced Scorecard reveal large
gaps between the existing capabilities of people, systems and procedures and the required
competence to realize breakthrough performance. To close these gaps, organizations need to
invest in re-skilling employees, enhancing information technology and systems aligning
organizational procedures and routines. These objectives are articulated in the learning and

growth perspective of the Balanced Scorecard (Kaplan & Norton, 1996c¢).

2.2 Evolution of Balance Scorecard

A Balanced Scorecard is an approach to measurement. The evolution of the Balanced Scorecard
idea began with the injunction that managers ought to measure more than financial results and
proposed a matrix with four types of measures: financial, internal (process), innovation and
learning, and customer. Initial work focused on how managers might identify the best measures

in each of the four areas and how they might communicate them with subordinates.

Throughout the history of contemporary management theories starting from the ones that were
introduced by the intrusion of the mass production in the operational efficiency have brought up

several new management theories. (Debuske & Crabtree, 2006)

In the dawn of the century, Frederick W. Taylor (1911) established the very concepts of resource
allocation in his Principles of Scientific Management. In the 1920's it went around assembly line
and motion studies as the first experience from systematic mass production had given theorists
quite a lot of materials to be analyzed from the point of view of using traditional blue-collar
employees more efficiently. (Taylor, Frank, Gilbrecht and Ford, 1920). In the 1930s, the main
topic was the motivation of employees, as it turned out that human nature does not enable them
to work long hours on a repetitive task without frustration level getting so high enough to
diminish productivity. In the 1940-and 1950s, the first statistical and linear methods were

introduced in trying to measure logistics of the operations management and its implications to
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overall company success in the financial-analysis side. At the beginning of the 1980s, partly
because of the introduction of electronic data processing equipment and the quick development
of computers, the whole array of management techniques was initiated. The particular reasons
for the vast development of the new theories were catalyzed mainly by ever-growing competition
generated through the more systematic use of computers, and of course also by the rapid growth

of the importance of human capital.

Today's companies are in the midst of a revolutionary transformation. Industrial age competition
is shifting to information age competition. During the industrial age, roughly from 1850 to about
1975, companies succeeded by how well they could capture the benefits from economies of scale
and scope. (Chandler, 1990) Technology mattered, but, ultimately, success accrued to companies
that could embed the new technology into physical assets that offered efficient, mass production
of standard products. During the industrial age, the financial control systems were developed in
major companies to facilitate and monitor efficient allocations of financial and physical capital.
(Chandler, 1977). A summary financial measure such as return-on-capital-employed (ROCE)
could both direct a company's internal capital to its most productive use and monitor the
efficiency by which operating divisions used financial and physical capital to create value for

shareholders.

Prior to the 1980s many academics and consultants became concerned that too much emphasis
was being put on financial and accounting measures of performance. Management accounting
systems had been perfected to produce detailed cost breakdowns and extensive variance reports.
It was realized that these systems were not useful for managing a business under the
circumstances resulted out of the emergence of the global competitive environment during the

1980s.

Product quality, delivery schedules, reliability, after-sales service, customer satisfaction became
key competitive variables. But none of these were measured by the traditional performance

measurement systems.

During the 1980s much greater emphasis was given to incorporating non-financial performance
measures as mentioned above, into the management reporting system as they provided feedback

on variables that are required to compete successfully in a global economic environment. But a
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proliferation of performance measures emerged and has resulted in confusion when some of the

measured conflicted with each other.

The need to link financial and non-financial measures of performance and identifying key
performance measures led to the emergence of "Balanced Score Card" approach developed by
Norton and Kaplan (1992) in the U.S. The Balanced scorecard is defined as "an approach to the
provision of information to management to assist strategic policy formulation and achievement.
It emphasized the need to provide the user with a set of information, which addresses all relevant

areas of performance in an objective and unbiased fashion".

2.2.1 Concept of Balance Scorecard

The balanced scorecard methodology, an outgrowth of prior measurement and management
methodologies like total quality management (TQM), has existed for decades, but it was
formalized in the early 1990s by Robert Kaplan and David Norton. (Kaplan, 1998) Kaplan and
Norton (1996) not only gave it a formal name but also put structure around the way organizations
can measure how well they are functioning and how to predict future performance. Basically, it's
a way to map and translate complex business information into something that's understandable to
everyone. The methodology starts with targets defined by the organization, followed by
scorecard measures. These usually include both corporate targets and business unit targets, which
are then honed into individual measures and targets. It's a very flexible approach, designed to be

adapted to any organization’s needs. And virtually anything can be measured.

Robert S. Kaplan and David P. Norton (1992) introduced the balanced scorecard to the private
sector as a methodology for measuring an organization's performance beyond profit margins and

dividend yields.

They realized that executives rely on more than financial indicators when making decisions, and
they concluded that a wider range of performance measures was needed to capture the financial
and operational performance of an organization. They also observed that performance
measurement systems often are designed to measure specific employee tasks with workload
indicators, which can create an environment of behavior control rather than creative thinking.

The balanced scorecard, which measures four dimensions of an organization financial, internal
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business, innovation and learning, and customer, is designed to promote a culture that
emphasizes strategy development for maximizing the efficiency and the effectiveness of service
delivery. Although originally designed for the private sector, the balanced scorecard soon found
its way into local government. By 1998 at least twenty-three municipal governments had adopted
the balanced scorecard because performance in the public sector always has been a

multidimensional concept (Kathy and Kidwell, 2000).

However, organizational barriers to this management tool have tended to make it an option only
for large local governments. These barriers include inadequate management sponsorship,
organizational resistance to change, lack of employee skills, and difficulty in measuring service

effectiveness (Ittener, 1998).

In 1996, when Charlotte became the first municipality in the United States to adopt the balanced
scorecard, city officials realized that they had to modify the management tool in order to make it

fit the public sector (Niven, 2003).

An overall modification was to align the balanced scorecard with the city's vision and strategic
themes, ensuring that objectives and measures selected for each of the four dimensions would
provide feedback on the overall direction of the organization. The city also had to modify the

four dimensions of the balanced scorecard. (Charlotte, 2007)

To address the customer dimension, the private sector can rely primarily on proxy measures that
are calculated from sales data. Although proxy or administrative measures often are used in the

public sector, some local governments use citizen surveys to assess service quality directly

(Kelly, 2005).

Charlotte (2007) changed this dimension to "Serve the customer," reflecting the city
government's proactive organizational culture. It identified a blend of administrative and
customer-satisfaction indicators to measure six objectives in this dimension: "Reduce crime,"
"Increase the perception of public safety," "Strengthen neighborhoods," "Provide transportation
choices," "Safeguard the environment," and "Promote economic opportunity." An example of an
administrative indicator is the average on-time performance for the transit system, which
supports the objective of providing transportation choices. An example of a customer-satisfaction

indicator is the percentage of citizens who report feeling safe in neighborhoods, which supports
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the objective of increasing the perception of public safety. The internal business dimension did
not require major modification. Kaplan and Norton (1996) envisioned that organizations would
turn to their performance measurement systems to select or develop measures for this dimension,
which focuses on the efficiency and the effectiveness of processes and procedures. Charlotte
merely renamed this dimension "Run the business." It relies primarily on effective measures to
support three objectives: "Develop collaborative solutions," "Enhance customer service," and
"Improve technology efficiencies." For example, the measure of the percentage of 911 calls
answered within thirty seconds was selected as part of the objective of enhancing customer

service.

Kaplan and Norton (1996) proposed measures like sales growth, operating income, and market
share for measuring the financial dimension of the organization. Because organizations in the
public sector are not profit-driven, Charlotte broadened this perspective to "Manage resources"
and identified four objectives: "Maintain its AAA bond rating," "Deliver competitive services,"
"Expand its tax base and revenues," and "Invest in infrastructure." It then selected performance
measures to track progress toward achieving each objective. For example, the city's street-
resurfacing cycle as calculated by annual funding is used to measure the objective of investing in

infrastructure.

Finally, Charlotte (2007) needed to make substantial modifications in the innovation and-
learning dimension. Kaplan and Norton designed this dimension primarily to capture product

development.

The public sector is more involved in providing labor-intensive services than privatization in
developing products, and this requires a different philosophical approach to measuring
innovation and learning. Charlotte renamed the dimension "Develop employees" and selected
three objectives "Achieve a positive employee climate," "Recruit and retain a skilled, diverse
workforce," and "Promote learning and growth." A key performance measure for tracking
recruitment and retention is the rate of voluntary turnover. Charlotte's (2007) successful
experience with modifying, adapting, and implementing the balanced scorecard suggests that
certain management tools designed for the private sector can be used in the public sector. But as
with any management tool, local governments must be prepared to make further modifications to

the balanced scorecard during the adoption process in order to align it with their individual
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needs. Also, local governments with experience in performance measurement are better
candidates for the balanced scorecard, because they are more experienced at responding to the
complexity of tracking performance within four dimensions that are not mutually exclusive. In
other words, understanding what the different types of measures are, what service aspects they
capture, and how they can be used to make decisions helps officials place the measures in the
appropriate dimension. Organizations need a champion of the balanced scorecard to enhance the
likelihood of success. The city manager of Charlotte embraced that role, believing that the
management tool would aid in meeting the city's needs for better performance and greater

accountability.

However, Charlotte (2007) did not adopt the new management tool simply as another way to
measure and report performance. It embraced the tool within the larger framework of new public
management, which was partially being driven by the reinventing government movement of the
early 1990s. The mayor and the council strongly supported this change in organizational

philosophy, which included cost reduction, innovation, and reduction of hierarchy.

The balanced scorecard is a strategic planning and management system that is used extensively
in business and industry, government, and nonprofit organizations worldwide to align business
activities to the vision and strategy of the organization, improve internal and external
communications, and monitor organization performance against strategic goals. It was originated
by Robert Kaplan (1996) and David Norton as a performance measurement framework that
added strategic non-financial performance measures to traditional financial metrics to give
managers and executives a more 'balanced' view of organizational performance. While the phrase
balanced scorecard was coined in the early 1990s, the roots of this type of approach are deep,
and include the pioneering work of General Electric on performance measurement reporting in
the 1950s and the work of French process engineers (who created the Tableau de Bord - literally,

a "dashboard" of performance measures) in the early part of the 20th century. (Itami, 1996).

The Balanced Scorecard has evolved from its early use as a simple performance measurement
framework to a full strategic planning and management system. The "new" balanced scorecard
transforms an organization's strategic plan from an attractive but passive document into the

"marching orders" for the organization on a daily basis. It provides a framework that not only
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provides performance measurements but helps planners identify what should be done and

measured. It enables executives to truly execute their strategies. (Viswesvaran & Schmidt, 1996)

This new approach to strategic management was first detailed in a series of articles and books by
Drs. Kaplan and Norton. Recognizing some of the weaknesses and vagueness of previous
management approaches, the balanced scorecard approach provides a clear prescription as to
what companies should measure in order to 'balance' the financial perspective. The balanced
scorecard is a management system (not only a measurement system) that enables organizations
to clarify their vision and strategy and translate them into action. It provides feedback around
both the internal business processes and external outcomes in order to continuously improve
strategic performance and results. When fully deployed, the balanced scorecard transforms

strategic planning from an academic exercise into the nerve center of an enterprise. (Otiey, 1999)

"The balanced scorecard retains traditional financial measures. But financial measures tell the
story of past events, an adequate story for industrial age companies for which investments in
long-term capabilities and customer relationships were not critical for success. These financial
measures are inadequate, however, for guiding and evaluating the journey that information age
companies must make to create future value through investment in customers, suppliers,

employees, processes, technology, and innovation." (Kaplan and Norton, 1996).

2.2.2 Features of a good balance scorecard

A Good Balance Scorecard possesses the following essential feature: It tells the story of a
company's strategy, articulating a sequence of cause and effect relationships. It helps to
communicate the strategy to all members of the organization by translating the strategy into a
coherent and linked set of understandable and measurable operation targets. A balanced
scorecard emphasizes non-financial measures as a part of a program to achieve future financial
performance. The balanced scorecard limits the number of measures identifying only the most
critical areas. The purpose is to focus management's attention on measures that most affect the
implementation of strategy and the balanced scorecard highlights less than optimal tradeoffs that

managers may make when they fail to consider operational and financial measures together.
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2.2.3 Key elements of balance scorecard success

Balanced Scorecard initiatives have a mixed track record. However, when we study
organizations that have had success, we notice several recurring themes. These provide six
lessons for success for all balanced scorecard practitioners. Understand that the balanced
scorecard is part of a bigger process that starts with strategy. The balanced scorecard framework
forms one (key) component in an integrated business performance management process that
revolves around business strategy. This process is really a system where the balanced scorecard
plays a critical role in translating business strategy into measurable action. With this in mind,
successful BSC organizations define a solid business strategy prior to BSC development. While
this may appear obvious to BSC practitioners, many "war stories" exist about organizations that
threw themselves into a measurement initiative without spending time on strategy first.
Generally, the result of these initiatives is sub-optimization with results that may or may not
support business strategy achievement. When cascaded from strategy, the BSC framework
provides an important connection between strategic business performance and individual
employee performance. In addition, the BSC helps close the feedback loop in the business-
performance management system by providing a means for the business to: monitor and actively
manage progress towards the achievement of business strategy, further explore and understand
the cause and effect relationships within the business, and manage/change business strategy
dynamically based on internal insights or shifts in the external operating environment. (Kaplan,

and Norton, 1995)

Visible and genuine senior leadership involvement is critical to the success of any BSC initiative.
That is, you must secure hands-on executive participation in balanced scorecard development,
implementation, and management. Commitment at the top is so important that successful BSC
organizations treat it as a "show stopper"- focusing on resolving support issues before moving
forward. The issue of gaining leadership support is the most frequent concern faced by new
balanced scorecard practitioners. Most BSC journeys don't begin with executive support from the
start - very frequently, the push for a balanced scorecard initiative begins at a grassroots level.
The key to "selling" the BSC to executives is to take an individualized approach. That is, first
look for the burning platform or key business improvement opportunity that could be addressed

by the successful application of a business performance management approach like the balanced
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scorecard. Then, complete your BSC research (note: there is information out there that can help
support your situation!) and build a balanced scorecard business case that clearly demonstrates
the benefits required to solve your organization's critical business issue. Keep at it until the

executives in your organization get the message. (Hides, Irani, Polychronakis and Shar, 2000).

A balanced scorecard vision or philosophy is simply a clear statement that describes what your
BSC will look like, how it will operate, how it will be built, and how the organization will use it.
When created early in the balanced scorecard development process, your BSC vision provides a
valuable touchstone going forward providing focus and facilitating quick consensus when critical

balanced scorecard decisions are required. (Hendricks, Menor, and Wiedman, 2004)

Maximize balanced scorecard utilization by fully deploying it at all levels of the organization.
Successful BSC organizations make their balanced scorecard widely available so that everyone
can "make strategy their job." Fully deploying a balanced scorecard across an organization helps
develop strategic awareness amongst employees. This is important because successful strategy
implementation requires the active contribution of every employee as they make decisions in
their day to day work - decisions that can either contribute to or take away from the business
strategy. Many business leaders voice concerns about sharing their business strategy so broadly
across the organization. Worries include the disclosure of critical strategic information to
competitors. While these are valid concerns, successful BSC organizations know that the benefits
of a broad deployment philosophy and in building employee satisfaction and loyalty levels far

outweigh the risk of serious information leaks. (Pandey, 2005)

To support BSC implementation and its ongoing use, successful BSC organizations view
communication and education on their business strategy and the balanced scorecard as an
important internal marketing campaign. As a result, few of these organizations use only a single
mode of communication to do the job. In fact, they use almost every type of communication
method available, from general communication modes (e.g. large group meetings and mass
distribution e-mails) to those that are very personalized with customized messages (e.g. face to

face discussions) to ensure communication success. (Pineno, 2007)

Successful BSC organizations deepen alignment by mirroring their balanced scorecard

framework and categories in as many business activities as possible: reward and recognition
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programs, individual goal plan formats, incentive compensation plan formats, strategic plan
categories and format, and almost anything else they can think of! They maximize alignment
with the balanced scorecard until it becomes so integral to the business that it is automatic and

embedded in everyday work. (Hendricks, Menor and Wiedman, 2004),

2.2.4 Benefits of balance scorecard success

The discussion of whether a company should use a Balanced Scorecard or a more traditional
financial control system will probably continue for a long time. All systems have their benefits
and disadvantages, and for the Balanced Scorecard, Ross (1999) has tried to summarize some of

the scorecard's characteristics compared to financial control systems.

Table 2.1 A comparison of FCS and BSC

Financial BSC
Reliability High Medium
Ease of use High Low
Comprehensivetiess Low High
Time and effort required to | Low High
develop
Comparability Medium Low

Source: Roos, 1999

Major benefits include increased structure and shared objectives; these often lead to greater
financial return. It allows organizations to become more functional and enabled. For specific
programs, a balanced scorecard can raise the profile of key projects, which can help with funding
and internal support. It's also possible to use the strategic map that a balanced scorecard approach
creates to help guide programs toward success. In addition to measuring the performance of an
organization, business units or departments within an organization can also use a balanced
scorecard framework to link strategy to key operating activities and performance. (Keeping &

Levy, 2000).
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It's particularly useful for developing performance measures for departments that have a unique

mission and strategic objectives like an internal audit. (Libby, Salterio & Webb, 2004).

Communicating strategic messages. The Balanced Scorecard clarifies organizational goals, that
is, what the organization as a whole is expected to accomplish, and measures the degree of

success in attaining these goals (Bergendahl & Dagas, 1997; Olve, 1997).

Long-term planning and control is a desirable element for most companies, and it is provided for
in the Balanced Scorecard since the scorecard enables long-term planning by establishing several
future-oriented, progressive key measures (Bergendahl & Dagas, 1997; Olve, 1997; Sundin,
1998).

2.3 Empirical Review

Researchers have pointed out that the BSC is a management concept that may increase
organizational performance by supporting the implementation of an organization’s strategy (De
Geuser, Mooraj, & Oyon, 2009). Yet, it has proved difficult to document a strong relationship
between BSC use and performance (Braam & Nijssen, 2004; Davis & Albright, 2004; De Geuser
et al., 2009). To a large extent, the jury is still out on whether BSC increases performance. There
are many variables mediating and moderating the relationship between BSC use and
performance. It is believable that the effects of BSC use are related to how the concept is
interpreted, understood, and in turn implemented (cf. Braam & Nijssen, 2004). For example, an
organization that interprets and implements the BSC as a performance measurement system is
likely to experience different effects than an organization that interprets and implements it as a
strategic management system (Braam & Nijssen, 2004). Therefore, there is a reason to believe
that there is a close relationship between how the BSC is implemented and the associated
performance effects (Braam & Nijssen, 2004; Davis & Albright, 2004). Use of the BSC which
balances and supports the organization’s strategy can improve its competitive position and
performance, while BSC use which does not have a good fit with the organization’s strategy may
have an opposite effect and may reduce performance (Braam & Nijssen, 2004; Davis & Albright,
2004; De Geuser et al., 2009). Lucianetti (2010) finds that the use of strategy maps gives

organizations increased performance. Organizations that have a full process related to the
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development of strategy maps will typically have a better fit between the BSC and their strategy.
One example of BSC use which may lead to decreased performance is the use of a large number

of unrelated performance indicators (Madsen & Steinheim, 2014c).

2.3.5 Performance appraisal process

Bull (2007) identified three dimensions, upon which the performance could be measured:
efficiency, effectiveness, and efficacy. The choice of the relevant measurement dimensions is
dependent on the strategy is chosen. According to Decenzo & Robbins (2005), performance
appraisal has six stages which begin with the establishment of performance standards in
accordance with the organization’s strategic goals. These should evolve out of the company’s
strategic direction-and, more specifically, the job analysis and the job description. These
performance standards also are clear and objective enough to be understood and measured. Too
often, these standards are articulated in ambiguous phrases that tell us little, such as a full day’s
work or a good job. What is a full day’s work or a good job? The expectations a supervisor has
in terms of work performance by his/her employees must be clear enough in his/her mind so that
he/she will be able to, at some later date, communicate these expectations to his/her employees,
mutually agree to specific job performance measures, and appraise their performance against
these established standards. Once performance standards are established, next it is necessary to
communicate these expectations; it should not be part of the employees® job to guess what is
expected of them. Too many jobs have vague performance standards, and the problem is
compounded when these standards are in isolation and do not involve the employee. It is
important to note that communication is a two street: the mere transference of information from
the supervisor to the employee regarding expectations is not communication. The third step in
the appraisal process is the measurement of performance. To determine what actual performance
is, it is necessary to acquire information about it. We should be concerned with how we measure

and what we measure.

Four common sources of information are frequently used by managers regarding how to measure
actual performance: personal observation, statistical reports, oral reports, and written reports.
Each of its strengths and weaknesses; however, a combination of them increases both the number

of input sources and the probability of receiving reliable information. What we measure is
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probably more critical to the evaluation process than how we measure, since the selection of the
wrong criteria can result in serious, dysfunctional consequences. And what we measure
determines, to a great extent, what people in the organization will attempt to excel at. The criteria
we measure must represent performance as it was mutually seen in the first steps of the appraisal

process.

The fourth step in the appraisal process is the comparison of actual performance with standards.
The point of this step is to note deviations between standards and actual performance so that we
can proceed to the fifth step in the process-the discussion of the appraisal with the employee.
The sixth step in the appraisal is the identification of corrective action where necessary.
Corrective action can be of two types; one is immediate and deals predominantly with
symptoms, and the other is basic and delves into causes. Immediate corrective action is often
described as ,,putting out fires®, where basic corrective action gets to the source of deviation and

seems to adjust the differences permanently.

2.4 Overview of Ethio telecom BSC governance

The balanced scorecard has evolved from its early use as a simple performance measurement
framework to a full strategic planning and management system. The “new” balanced scorecard
transforms an organization’s strategic plan from an attractive but passive document into the
“filing orders” for the organization on a daily basis. It provides a framework that only provides
performance measurements, but helps planners identify what should be done and measured. It

enables executives to truly execute their strategies.

Thus, Ethio Telecom has deployed BSc methodology as an integrated framework to define
strategic, annual and individual plan and used it as a platform for performance measurement and

monitoring system. Moreover, it is also used as a communication tool at all levels.

2.4.1 Objective of BSC in Ethio telecom
The main purpose of deploying BSc in Ethio Telecom is:

¢ To align the vision and mission of the company with the day to day operation.
¢ To focus on the strategic objectives of the company.

% To measure Ethio performance through the non-financial and financial measure.
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% To mobilize employees of the company towards strategic objectives and initiatives to
boost the performance of the company.

¢ To increase organizational accountability.

2.4.2 Performance measurement

Performance management is a review of Ethio Telecom’s performance on a fixed period of
interval towards its strategic goal. The need to review the balanced scorecard strategic
planning and management system is to improve and make modifications to organization
planning assumptions, strategy, objectives, performance measures and targets, strategic

initiatives, and budget.

Performance measures help to measure gaps in actual levels of performance compared to
targeted levels. It can be taken as visual indicators of relative success since it measures both

the company and its employee effectiveness and operational efficiency.

Ethio Telecom define five performance execution levels, including its colorings (for an

individual as well as work units) starting from poor up to outstanding.

Table 5.2 performance execution levels

- -5

Source: Ethio Telecom BSc governance document

2.4.3 Individual performance evaluation

For all employee’s individual performance evaluations will be done on a semiannual basis (every

end of December and the end of June).

An employee’s BSc implementation shall be evaluated by a higher immediate supervisor

whereas the approval shall be the next supervisor of the evaluator.

» The individual performances are evaluated in BSc as follows: -

26



Individual performances shall be evaluated by their immediate supervisor as per the
above timeline.

An individual shall get points from 100% by comparing the results of the KPI defined to
evaluate each activity and the target was given for them.
The result of each KPI achieved from 100% shall be multiplied by the weight assigned to
it and show the performance of the individual in that specific KPI.
The sum of the result of KPI’s that define a specific goal shall show the performance of
an individual in that specific goal.

The sum of the results of each activity shall show the result of the BSc performance of
an individual.
The employee individual performance evaluation result shall be reviewed by him/her and
immediate supervisors and validated by the next level supervisor.

BSc individual performance evaluation result will have a 70% share on individual
performance evaluation. And, the result shall be integrated with the overall employee

performance evaluation as per HR policy.

2.4.4 Role of Employees

When deploying BSc in Ethio Telecom as planning, communication, and management system,

there are different actors that shall be engaged for the successful design and implementation of

this tool. And employees are participated by: -

Discuss and agree on the BSc individual plan.

Perform BSc personal goals as per Ethio Telecom rules and regulations.

Document personal performance records

Actively raise ideas and receive feedback on plan development, performance review, and

evaluation. (Ethio telecom, 2016).
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CHAPTER THREE

3. Research Methodology

This chapter discusses methods used in undertaking this study from the collection of data from
respondents to the methods applied to analyze the collected data. Research design, sample and
sampling technique, an instrument of data collection, data collection procedure and finally data

analysis technique are discussed in this specific chapter.

3.1 Description of the study area

As the researcher is working on to assess the implementation of BSC and its challenges in
performance appraisal, therefore, the study area is takes placed at enterprise office located at

Churchill road.
3.2 Research approach

As BSC is mainly objective in its nature the majority of evaluation is undertaken based on
number, but there are scenarios were subjectivity are must in employee evaluation, due to the
nature of the data collected for the research and to achieve the specific and general objectives of
the study, a mixed research approach which involves the use of quantitative and qualitative
technique were used to analyze the collected data. According to Creswell (2003), the use of both
approaches is tandem so that the overall strength of the study is greater than either qualitative or

quantitative research.
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3.3 Research Design

To accomplish the study objective and to answer the stated research questions, descriptive
statistics were employed. Descriptive statistics such as frequency, percentage, mean and standard
deviation were used to assess the implementation of BSC and its challenges in performance

appraisal.
3.4 Sample and Sampling Techniques

This study collected data from enterprise division so the total number of the population under the

study includes 170 staff of the enterprise division.

To manage easily and collect needed information and managed data the researcher used non-
probability sampling technique. As Saunders (2009) explained; non probability sampling
provides a range of alternative techniques to select samples based on your subjective judgment.
Thus, to determine the sample size subjectively as per the information types gathered, the
researcher employed purposive sampling technique. Hence the researcher aimed to use purposive
or judgmental sampling enables to use judgmental to select cases that best help to answer the

research question(s) and to meet objectives.

The organization has five hierarchical levels. They are chief Officers, officers, managers,
supervisors, and staff. The first four levels are classified as management group whereas the last
one level is categorized as a non-management group. Therefore, to be representative the
sampling considered both groups. The sample size is 119 respondents out of a target population
of 170 enterprise division staff. To select the sample, the study, used the formulae sited by
Mugenda (2003). The formula to find the sample size is:

_ N
N =10

Where; N= population size
e= Tolerance at desired level of confidence, take 0.05 at 95% confidence level

n= sample size.
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How the formula is used is shown below?

_ 170
T 1+444

n=119

3.5 Data gathering tools

Enterprise Division is a division where valuable data regarding the topic of
study can be obtained. The researcher used both primary and secondary
sources of data to get valuable information.

3.5.1. Primary Data
Primary data are those that are gathered for a specific purpose or for a specific research project.

3.5.1.1 Questionnaire
The questioner adapted with modification with Gizeadis (2016) and Hiwot (2014). Among the

different primary data collection methods, the Questionnaire is used in this study. The
questionnaire provided an efficient way of collecting responses from a large sample. The
Questionnaires are designed in a Five-point Likert-scale rating scale (1: strongly disagree, 2:
disagree, 3: neutral, 4: agree, 5: strongly agree). The questionnaire basically has three parts. The
first part of the questionnaire deals with demographic information which helps to know
respondents attribute like sex, position, working experience and educational background of the
respondents, the second part of the questionnaire is about the challenges of implementing BSC
which is vital and helpful to answer the research questions and finally open-ended questions

regarding the topic which helps to get detail data about the study.

3.5.1.2 Interview

Concerning the Semi-structured interview areas of interest have been predetermined and the key
questions to be asked or information to be gathered have been already known. The interview

question adapted from Wubamlak (2016) and Hiwot(2014).
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3.5.2 Secondary Data

In this study, secondary data were collected from organizational reports such as company Dash
Board report, Ethio-Telecom BSC implementation document, system reports, processes, and

employment records.
3.6 Data collection procedures

During the full-scale survey, the questionnaire is administered to the target population through
personal contact by the researcher and collaborators, who helped in data collection. Respondents

are kindly requested to fill the questionnaire.

The primary data collected by distributing a questionnaire to the selected employees, key
managers asked via interview to collect supportive and valuable information, and also the
researcher gathered the secondary data by officially requesting from the company documents &

pI'OCGSS.
3.7 Ethical consideration

The study will be in line with the organizations' policy in relation to any intellectual property
rights of the organization. It could not be ethical to access some confidential documents of the
organization. So, the organization’s code of ethics will take into account without significantly
compromising the findings of the study. It may not be ethical to ask employees to fill a
questionnaire while they are at their work duty. Therefore, a longer time (one to three days)
given to respondents so that either took the questionnaire to their home or used their break time.
All the collected data will be confidential for both the participants (the data that they give based
instruments) and the company (some confidential document). The whole research project is

undertaking in accordance with the consent and willingness of every participant.
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3.8 Data Analysis

To analyze the collected data this study used descriptive statistics by computing the data through
statistical package for social science (SPSS 20). This program is used to analyze the statistics by
measuring the central tendency and to measure the distribution of the data. So After completion
of inserting the questioner data in the computer, interpreted by this program by using frequency
and percentage. For the data collected by semi-structured interview questions and open-ended

questions, interpreted it manually.

3.9 Reliability Test

Cronbach’s alpha is used in this study to assess the internal consistency of the research
instrument, which is a developed questionnaire. Cronbach's a (alpha) is a coefficient of reliability
used to measure the internal consistency of a test or scale; it resulted as a number between 0 and
1. A Benchmark alpha of 0.70 was set as an acceptable measure of reliability (Raynaldo, 1999).

Cronbach's alpha coefficient indicates the consistency of responses to items.
The following table shows the SPSS result on the Cronbach Alpha.

Table 3.1 Reliability Statistics

Reliability Statistics

Cronbach's N of Items
Alpha

.880 34
Source: Survey Result (2019)

As indicated in the above table, the Cronbach Alpha test implies that the instrument’s internal

consistency as 88% which is above the acceptable percentage.
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CHAPTER FOUR

4 Data Analysis and Discussion

This chapter presents the findings of the study based on the data collected through the survey. By
using different statistical methods findings will be presented and interpreted. By doing so, the
identified research questions will be answered in this chapter.

4.1 Presentation of Respondents Background

To present background characteristics of respondents, percentage and tabulation are used.

Table 4.1 respondent’s background

Variable Classification Frequency | Percent
Male 77 71.30%
Employees gender Female 31 28.70%
Total 108 100%
21-25 16 14.80%
26-35 69 63.90%
Age group 36-40 16 14.80%
above 41 7 6.50%
Total 108 100%
Below Diploma 0 0%
Diploma 0 0%
Educational status Degree 65 60.20%
Masters and above 43 39.80%
Total 108 100%
less than or equal to 4 20 18.50%
years
) S up to 9 years 59 54.60%
Work experience 10 up to 14 years 19 17.60%
15 and above years 10 9.30%
Total 108 100%
Staff 55 50.93%
. . Supervisor 24 22.23%
position they haove in the Specialist 24 22.23%
organization
Managers 5 4.61%
Total 108 100.00%

Source: Survey Result (2019)
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As shown in table 4.1. above, out of 108 respondents regarding gender, the majority of the
respondents (71.30%) are male and 28.70% are females. Since the majority of them are male

employees, we can say that the gender balance is tending towards male staffs.

As shown in Table 4.1, concerning age group, out of 108 respondents, 14.80% were between
21-25 years of age, 63.90 % were at 26—35, 14.80% were at 36-40 and 6.50% were 41 and above
years of age. From this we can say that enterprise division of the company is populated with
active work age. Since the age group is more of young staffs they can easily understand and
accept a new evaluation system.

Table 4.1, concerning education level also indicates out of 108 participants all of them have first
degree and above level of education and none of them are diplomas and below diploma.
Majorities (60.20%) of the respondents were BA/BSC holders and the remaining 39.80% of the
participants were postgraduates. This shows that the workforce is educated and attained a
minimum university level of education. So they can easily be trained to enhance individual
and/or corporate performance levels regarding BSC implementation.

As shown by table 4.1 above, regarding work experience, about 18.50% of the respondents have
worked 0—4 years, 54.60 %, 5-9 years, 17.60 %, 10-14 years and the remaining 9.30% have work
experience of 14 and above years. Therefore, the workforce of the company is a mixture of new
entrants and experienced employees and has the possibility to get the advantage of both.

Finally, as shown in table 4.1 for respondent’s level within the company, majorities (73.16%) of
the respondents were from non-management employees and 26.84% of the respondents were

from the management group.

4.2 Presentation of level of agreement regarding BSC implementation

Based on survey result Almost all of the respondents have participated in meeting with their
supervisor to discuss their work/ task and performance appraisal system since ethio telecom
started a balanced scorecard implementation. This shows that to solve any complaint related to
performance appraisal making discussions with their immediate supervisors have benefited so
staff should do this on time and supervisors also do this trend continues to solve or reduce staff

complain of performance appraisal.
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Also, the opinion of the staff is not accepted most of the time by their immediate supervisor. As
discussed above all of the respondents make discussion with their supervisors but the below
response shows most of the time the idea of the staff is not acceptable. This leads disagreement
between the staff and the supervisors and this is one of the big challenges for the organization in

the effective implementation BSC.

The other request respondents were asked was BSC implementation in ethio telecom can
enhance your effort towards the achievements of the company’s strategy and majority 59% of the
respondent’s response shows that their effort enhances the achievement of company’s strategies
and 25% and 16% of the respondents said no and they are not sure about this issue. From this,
we can understand that BSC implementation enhances the employee’s effort to achieve the

company strategy.

To support the above issue the other question the respondents of the study asked were that
whether they are satisfied by BSC implementation in their company and the loin share of their
response shows that they are not satisfied and the respondents state different reasons for this like
BSC most of the time focused on countable/objective/ factors, does not consider the weakness of
the company (Resource shortage) rather focus only on employees, when the plan is cascaded or
assigned to different stakeholders in the company, it is not equally distributed between divisions

this creates bias and the parameter( criteria) does not consider the working environment.
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4.2.1. Concepts of BSC

Before Implementing any evaluation system companies must work on creating awareness and

teach concepts about the evaluation system to its staff. This is also showed in the collected data

below.

TABLE 4.2 CONCEPTS OF BALANCED SCORE CARD (BSC)

1.Concepts of balanced scorecard

Mea

(BSC) SD D N A SA n St.d
1.1 BSC links short-term 463| 926| 12.03| 5557| 1851
operational performance with long 3.74 1.02
. . % % % % %
—term strategies objectives.
1.2 BSC creates the ability for
management to translate a generic
vision into strategy that can build 0'20 4'?,3 ! 1'£2 57'?,1 26'§5 4.06 0.75
. % % Z %o %
consensus and commitment
throughout the company.
1.3 The division /company has
used the balanced score card to set, 370 | 6.48 17.59 | 37.03 35.20 3.4 1.06
track and achieve its key business % % % % % ' '
strategy and objective.
1.4 BSC rolls down the company’s
vision from corporate to division, 0.00| 4.63| 1574| 60.19| 19.44 3.4 0.73
from division to teams, down to % % % % % ' '
individual employees.
Average mean and St. deviation 3.92 0.89

Source: Survey Result (2019)

As shown in table 4.2 regarding BSC links short-term operational performance with long —term

strategies objectives, 74.08% of the respondents agree and 13.89% disagree on this issue this

leads to come up with BSC link the short term operational performance with the long term

strategic objectives so organization can know their current status and helps to take corrective

action if the plan is not met.

The other issue raised for the respondents of this study were BSC creates the ability for

management to translate a generic vision into strategy that can build consensus and commitment

throughout the company the highest shares of response show that 57.41% and 26.85% agree and
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strongly agree on this issue and the remaining 4.63% and 11.12 % of the respondents disagree
and neutral respectively. None of them strongly disagree on this issue. Hence, it shows that BSC
implementation can help to create and translate a generic vision into a strategy that can build
consensus and commitment throughout the company. This leads the company to achieve its

strategic objective in a specified period of time.

In Addition to what has been raised before, the respondents were asked the division /company
has used the balanced scorecard to set, track and achieve its key business strategy and objective,
the response concerning this show 57.41% and 26.85% of the respondents agree and strongly
agree respectively and none of the respondents strongly disagree. From this, we can conclude
that since BSC is one of performance evaluation tool, it helps the organization as well as the

division to know the current status whether the plan is achieved based on the planed time or not.

With similar fashion, the researcher has raised a question BSC rolls down the company’s vision
from corporate to division, from division to teams, down to individual employees. A high share
of the respondents 60.19% and 19.44% of the respondents agree and strongly agree and none of
them strongly disagree from this we can conclude that ethio telecom plan BSC first at company

level then cascade to divisions, teams and finally individual level.

As shown in Table 4.2 above, the respondents overall mean rating regarding the concept of BSC
was 3.92 implies that the respondents have knowledge about BSC were high (because this result
lied 3.41-4.2) And standard deviation lies between 1.06 and 0.89 which shows most of the
respondents' response was not far from the mean. For the remaining items, the standard deviation
is less than one and the individual response did not deviate at all from the mean. Respondent’s
answers show the mean lied (3.41-4.20). All items under this category were high this response

clearly indicates that the staffs have clearly know the concept of BSC.

4.2.2 Top management support
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For any company to implement any new evaluation system, support and commitment of the top

management play a vital role. This issue is also noticed by some of the below variables.

TABLE 4.3 TOP MANAGEMENT SUPPORT

Top management support SD SA Mean | St.d

2.1. The top management of the
division took the initiative to 8 349 13.89 1944 3796 | 20.37| 3.481| 1.2034
implement the balanced ' % % % % 5 3
scorecard.
2.2. There was full support from
the top management of the 19.44 16.67 | 33.33( 2222| 3.4l16
division when it was decided to 8.34% % % % % 7 12614
start the BSC implementation
2.3. The top management of the
Division periodically monitors 7 40% 22.23 11.12 | 27.77| 31.48 3537 1.3355
the progress of the balanced ' % % % % ' 4
score card implementation
2.4. Top management are always
willing to hear staffs complain 12.03 | 37.04| 16.67| 34.26 0.00% 2.731 | 1.0643
concerning performance % % % % ' 5 5
appraisal

Average mean and St. deviation 3.29 1.22

Source: Survey Result (2019)

As shown in table 4.3 to support this, issue the study asked the top management of the division

took the initiative to implement the balanced scorecard the response shows that 37.96% and

20.37% of the respondents agree and strongly agree on this issue and the remaining13.89%,

19.44%, and 8.34% disagree, neutral and strongly disagree respectively this indicate that top

management of the division shows initiatives in BSC implementation.

Still focusing on top management the other question raised was there was full support from the

top management of the division when it was decided to start the BSC implementation, lion share

of the respondents agree (33.33%) and strongly agree (22.22%) this indicates that more than 50%

of the response shows that there is full support from top management of the division and this can

be one of the big benefits for the company because without support of top management the

company cannot achieve its objective in any aspect.
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To strengthen the above mentioned points the other question raised was the top management of
the Division periodically monitors the progress of the balanced scorecard implementation, the
result shows that 31.48% and 27.77% of the respondents have positive response on this issue but
still around 30% of the respondents believe that top management of the Division was not
periodically monitoring the progress of the balanced scorecard. Having this evidence in mind
though top management of the division periodically monitors the performance progress, still,

some of the top management was not doing this.

With similar fashion, the other issue raised was Top management is always willing to hear staffs
complain concerning performance appraisal, the obtained result clearly shows that 37.04%,
12.03% and 34.26% of the respondents disagree, strongly disagree and agree respectively and
none of the respondents strongly agree on this issue. Hence, from this fact, we can conclude that
the top management of the division was not willing to hear staff complain concerning
performance appraisal. this is one of the big challenges for the organization and which creates

dissatisfaction of the staff.

As shown in the table 4.3 above , the respondents overall mean rating regarding Top
management support in BSC implementation were average ( 3.29) And standard deviation lies
between 1.33 and 1.06 which shows some of the respondents response was not far from the mean
except The top management of the Division periodically monitors the progress of the balanced
scorecard implementation, The top management of the division took the initiative to implement
the balanced scorecard and There was full support from the top management of the division
when it was decided to start the BSC implementation, this three-variable have the highest
standard deviation which indicates that the individual response was a little over 1 point away
from the mean. For the remaining item, the standard deviation is less than one and the individual
response did not deviate at all from the mean. Respondent’s answers show the mean lied (2.61-
3.4). All top management support under this category was average except Top management is
always willing to hear staff complain concerning performance appraisal. This response clearly
indicates that; the staff is not satisfied with the support of the top management or top

management are not supporting the staff at the expected level.

4.2.3. Balanced scorecard education and training
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The sixth step on approaches of Balance score card and application of BSC in various sector/

context of industry. is to provide training for everyone in the organization.

Table 4.4 Balanced scorecard education and training

Balanced scorecard education and

.. SD D N A SA Mean
training

St.d

the organization is providing
formal training related to balanced 4.63% [ 17.60% | 17.60% | 25.92% | 34.25% | 3.68
scorecard cascading system

1.24

The company has provided me a
training that equipped me with a
sufficient knowledge about the 3.70% | 22.22% | 11.12% | 38.89% | 24.07% | 3.57
concept and meaning of the
balanced score card

1.19

I have understood the alignment of
my work unit’s objective with the
division level objective of ethio
telecom

0.92% | 8.34% | 13.89% | 56.48% | 20.37% | 3.87

0.87

The division has provided me a
training to design my own personal
score card in alignment to the team
score card

14.82% | 37.03% [ 11.12% | 34.25% | 2.78% | 2.73

1.16

Average mean and St. deviation 3.46

1.12

Source: Survey Result (2019)

Regarding the organization is providing formal training related to balanced scorecard cascading
system the highest shares of response 60.17% have a positive response and around 22.23% of the
respondents said they didn’t get formal training related to balanced scorecard cascading system.
Based on this finding we can conclude that the organization delivered formal training to its staff

about BSC cascading.

With similar fashion, the other issue raised was the company has provided training that equipped
me with sufficient knowledge about the concept and meaning of the balanced scorecard 38.89%
and 24.07% of the respondents agree and strongly agree on this issue. less than 26% of the
respondents have disagreed on this issue based on this finding we can conclude that the company
provides enough and detailed training to its staff on, concepts and meanings of the balanced

scorecard.
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Related with the training part the other issue raised were how they understood the alignment of
my work unit’s objective with the division level objective of ethio telecom, the response shows
that 56.48% and 20.37% of the deponents agree and strongly agree on this issue and less than 1%
of the respondents strongly disagree with this we can conclude that the staffs understand their

work unit’s objective with the division level objective of ethio telecom.

To strengthen the above-mentioned points, the other question raised was whether the division has
provided training to design their own personal scorecard in alignment to the team scorecard. The
lion shares of the response 37.03% and 14.82% of the response shows disagree and strongly
disagree on this issue 37.03% of the respondents have positive response on this issue from this
we can conclude that most staffs do not get a training on how to design their own personal
scorecard in alignment to the team scorecard, moreover their personal scorecard was planned by

their division.

As shown in Table 4.4 above, the respondents overall mean rating regarding balanced scorecard
education and training was 3.46 implies that balanced scorecard education and training were high
(because this result lied 3.41-4.2). And standard deviation lies between 1.24 and 0.87 which
shows most of the respondent’s response was a few far from the mean except I have understood
the alignment of my work unit’s objective with the division level objective of ethio telecom the
remaining three variables have the highest standard deviation which indicates that the individual
response was a little over 1 point away from the mean. For the remaining item, the standard
deviation is less than one and the individual response did not deviate at all from the mean.
Respondent’s answers show the mean lied (3.87-2.73). All Balanced scorecard education and
training under this category were high except The division has provided me training to design
my own personal scorecard in alignment to the team scorecard. This response clearly indicates
that; the company has not delivered training for the staff how to design my own personal

scorecard in alignment to the team scorecard.
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4.2.4 Resource availability
To achieve any work or objective the availability of enough resources takes the highest share. To

support this study asked the below questions.

Table 4.5 Resource availability

Resource availability SD D N A SA mean | st.d

all resources are available to 54.63 | 3334 9.25| 278 0.00( 1.601]| 0.7726
achieve the target % % % % % 9 6
all resources are assigned 4445 5093 3.70| 0.92] 0.00| 1.611 | 0.6088
timely % % % % % 1 6
when there is a problem

related to resource shortage 4259 50.00( 278 4.63| 0.00]| 1.694| 0.7420
the concerned body solve it % % % % % 4 4
timely

Bttt el 62.97| 3240| 278| 1.85| 0.00| 1.435| 0.6452
pro’ . % % % % % 2 3
during performance evaluation

Average mean and St. deviation 1.59 0.69

Source: Survey Result (2019)

Regarding all resources are available to achieve the target, loin share of the response 54.63% and
33.34% strongly disagree and disagree and none of them strongly agree. Having this fact in mind
we can conclude that there are no enough resources available to achieve the target and this is one
of the big problems because without the availability of resources it is difficult to achieve the

target.

To support the above issue the other question raised was all resources are assigned timely the
response clearly indicates that 44.45% and 50.93% strongly disagree and disagree respectively
and none of them strongly agree. From this, we can conclude that the resource that is necessary
to achieve the objective or the target was not assigned timely and this can be one of the big

challenges for not achieving the target timely.

Still focusing on resource availability the other issue raised was when there is a problem related
to resource shortage the concerned body solve it timely, the response shows 42.59% and 50% of
the respondents strongly disagree and disagree respectively and none of them strongly agree.

From this, we can conclude that when there is a problem related to a shortage of resources unless
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the concerned body solves the resource shortage timely, this leads to not to achieve the target on

time.

Lastly but not least the other issue raised here is when there is a system problem, will it be
considered during a performance evaluation, the response shows 62.97% and 32.40% of the
respondents strongly disagree and disagree respectively and none of them strongly agree. From
this, we can conclude that the performance evaluation system of the company doesn’t consider
the problem in relation to system interruption which has a great impact on staff performance

results.

As shown in Table 4.5 above, the respondents overall mean rating regarding Resource
availability in BSC implementation was 1.59 implies that Resource availability was very low
(because this result lied 1 -1.8). And standard deviation lies between 0.77 and 0.60 which shows
most of the respondents’ response was not far from the mean. For all items under this category,
the standard deviation is less than one and the individual response did not deviate at all from the

mean.

Respondent’s answers show the mean lied (1 -1.8). All Resource availability under this category
were very low or the respondents are not agreeing with the availability of resources. This
response clearly indicates that there is not enough amount of resources to achieve the BSC

objective or target.

4.2.5. Performance measurement

Performance measurement is the key to regulating the effectiveness of a built facility in a
comprehensive manner. Amaratunga, Baldry, and Sarshar (2000) argue that performance
measurement is vital to an organization as it provides much-needed direction to management for
decision making. Performance measurement extends opportunities to review past and present
functioning and to derive future strategies for the successful operation of the organization and for

the fulfilment of its strategic goals (Lebas, 1995, Lavy, Garcia & Dixit, 2010).
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Table 4.6 Performance measurement

Performance measurement SD D N A SA Mean | St.d
gg:sgi};ta‘i?fg;vﬁef/i‘gwny/ 12.96% | 22.23% | 13.89% | 37.96% | 12.96% | 3.16| 1.2764
Balanced Scorecards at all
Leevr?fi;izz‘z:‘fﬂfé‘;grﬁz 15.75% | 50.00% | 9.25% | 24.08% | 0.92% | 2.44| 1033 }
measure objectives.

Each measure weighted 15.75% | 56.48% | 9.26% | 13.89% | 4.62% | 2.35| 1:0°%°

based on their importance 4
Measurement data sources 9.25% | 48.14% | 15.74% | 20.38% | 6.49% | 2.67| 11922
are clearly stated 5
The data collected on 0.7971
measurement validated by 0.93% | 3.70% | 14.81% | 55.56% | 25.00% 4 ' 9
authorized bodies.

Source: Survey Result (2019)

Concerning the right objective/activity/ measures are identified the response shows that 37.96%
and 12.96% of the respondents agree and strongly agree respectively on this issue and the
remaining 12.96%, 22.23%, and 13.89% strongly disagree, disagree and neutral on this issue.

This indicates that for each objective or activity the measures are properly identified.

With similar fashion, the other issue raised was Balanced Scorecards at all levels have sufficient
key performance indicators to measure objectives the response shows that 50% and 15.75% of
the respondents disagree and strongly disagree respectively on this issue and only 25% of the
respondents agree on this issue. Having this fact in mind Balanced Scorecards at all levels lacks
sufficient key performance indicators to measure objectives. This is one of the big hindrances in

BSC implementation and performance measurement.

To strengthen the above-mentioned points, the other question raised was each measure weighted
based on their importance the response clearly shows that 56.48% and 15.75% disagree and

strongly disagree respectively on this issue and only less than 20% agree. Hence, from this fact
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we can conclude that each measure is not weighted based on their importance this also leads to

bias because those parameters which need to have high value can have weighted by less value.

Regarding Measurement, data sources are clearly stated the response shows that 48.14% and
9.25% of the respondents disagree and strongly disagree and 23.38% agree on this issue. From
this we can predict that to measure each activity measurement data source is not clearly stated so

this also be one of the big hindrances in the performance evaluation system.

Still focusing on performance measurement the other issue raised was the data collected on
measurement validated by the authorized body, the response shows 55.56% and 25% agree and
strongly agree and less than 5% of the respondents disagree on this issue. Having this fact in

mind performance measurement validated by the authorized body in the organization.

With similar fashion the other issue raised was for each measure baseline, target and threshold
were set clearly, the response shows that 35.19% and 9.25% agree and strongly agree on the
other side the remaining 33.34%, 8.34% and 13.88 disagree, strongly disagree and neutral

respectively. Based on this finding for each measurement baseline, target and threshold were set.

Lastly, the other issue here raised was the organization evaluation depends on the target/plan of
the balanced scorecard. The highest share of the response clearly shows 63.89% and 23.15%
agree and strongly agree and less than 3% of the respondents disagree on this issue. Having this

evidence in mind the organization, as well as the division evaluation, depends on BSC.

As shown in Table 4.6 above, the respondents overall mean rating regarding performance
measurement was 3.10 implies that performance measurement was average (because this result
lied 2.62-3.4). And standard deviation lies between 1.18 and 0.70 which shows most of the
respondent’s response was not far from the mean except for each measures baseline, target and
threshold were set clearly, Measurement data sources are clearly stated and the right
objective/activity/ measures are identified. These three variables have the highest standard
deviation which indicates that the individual response was a little over 1 point away from the
mean. For the remaining items, the standard deviation is less than one and the individual
response did not deviate at all from the mean. Respondent’s answers show the mean lied (2.62-

3.4).
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All performance measurements under this category were average except The data collected on
measurement validated by the authorized body. This response clearly indicates that the company

can have validated the collected data by the authorized body and it is a good trend.

4.2.6 Performance monitoring

Before undertaking the final performance evaluation any organization should have a mechanism
to check or to monitor continuously, the performance appraisal result and observe the progress of

the staff. To support this, the study asks the respondents the below questions.

Table 4.7 Performance monitoring

performance monitoring SD D N A SA Mean | St.d
my immediate supervisor 1.1504
supports me to achieve my 30.55% [ 40.75% | 9.25% | 15.75% | 3.70% | 2.21 ’

target in the preferred period

data about my performanceis | 5 400 | 407405 | 8.33% | 22.23% | 3.70% | 239 11992
collected continuously

I perform a different task
which is not in my 0.93% | 9.26% | 3.70% | 57.40% | 28.71% | 4.04
performance plan

0.8852

mechanisms exist to

continuously improve 14.81% | 39.81% | 19.44% | 19.45% | 6.48% | 2.63| 11486
performance
Average mean and St. deviation 282 1.09

Source: Survey Result (2019)

The first question they were asked is my immediate supervisor supports me to achieve my target
in the preferred period, for this issue the response shows that 40.75% and 30.55% disagree and
strongly disagree and less than20% of the respondents agree on this issue. From this fact we can
conclude that there is a lack of support and continuous follow up from respective supervisors to

its staff to achieve the BSC target.

Regarding performance monitoring the other issue raised was data about my performance is
collected continuously, the response showed that 40.74% and 25% disagree and strongly
disagree and less than 26 % of the respondents agree. Having this evidence in mind there is a
lack of collecting performance data of the staff continuously and this is one of the big problems
which creates disagreement between the boss and the staff at the end of the evaluation. In

addition, the staff doesn’t know their current status.

46



With similar fashion the other issue raised was I perform a different task which are not in my
performance plan, the response shows 57.40% and 28.71% agree and strongly agree on this issue
and only less than 2% disagree regarding this. Hence, having the fact in mind we come up to
conclude staffs are working other works which are not included on their performance plan, this
can be a reason for not to achieve their plan since they are working other works which are not

included in their plan.

To support the above-mentioned points, the other issue raised is mechanisms exist to
continuously improve performance the response shows 39.81% and 14.81% of the respondents
disagree and strongly disagree and only less than 26% of the respondents agree on this issue.
This finding leads us to conclude there is no mechanism to continuous improves their

performance.

As shown in Table 4.7 above, the respondents overall mean rating regarding performance
monitoring was 2.82 implies that performance monitoring high (because this result lied 2.61-
3.4). And standard deviation lies between 1.19and 0.88 which shows most of the respondent’s
response was a few far from the mean except I perform a different task which are not in my
performance plan the other three variables has the highest standard deviation which indicates that
the individual response was a little over 1 point away from the mean. For the remaining item, the
standard deviation is less than one and the individual response did not deviate at all from the
mean. Respondent’s answers show the mean lied (2.61-3.4). All performance monitoring under
this category was low except I perform a different task which are not in my performance plan.
This response clearly indicates that staff is performed other works that are not included under

their performance plan.

4.2.6 Performance evaluation

An employee performance evaluation serves as a means for management to evaluate and
provides feedback on employee job performance, including steps to improve on their
deficiencies as needed. The feedback mechanism serves as a means of identifying their strengths
and weaknesses (Roberson & Stewart, 2006; Schraeder, Becton & Portis, 2007).

Some scholars posit that to improve employees’ performance it is important to identify the areas

of improvement and weaknesses through feedback and assistance which assures the employee's
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involvement, improvement, and commitment to improving his or her performance (Macey et al,

2009). To support this the below questions raised related to performance evaluation.

Table 4.8 Performance evaluation

Performance evaluation SD D N A SA Mean | St.d
performance is evaluated | 1o 550, | 54 0704 | 2.78% | 31.49% | 23.14% | 3.1667 | 1.48827
continuously

performance progress

monitored periodically 54.63% | 24.07% | 2.78% | 14.82% | 3.70% | 1.8889 | 1.22538

before formal evaluation

Evaluation takes place in
Open and transparent two- 18.51% | 33.34% | 5.56% | 42.59% | 0.00% | 2.7222 | 1.19839
way- communication.

performance evaluation
objective are maintained in
evaluating individual
performance

4.62% | 58.33% | 15.74% | 17.59% | 3.70% [ 2.5741 [ 0.95901

feedback is given after
performance appraisal is 13.89% | 34.25% [ 11.12% [ 25.00% | 15.74% | 2.9444 | 1.33839
performed

Source: Survey Result (2019)

Regard performance is evaluated continuously the response shows that 31.49% and 23.14% of
the respondents agree and strongly agree respectively and 18.52% and 24.07% strongly disagree
and disagree respectively regarding. This leads us to conclude there is continuous performance

evaluation, most of the time two times per year.

Still focusing on performance evaluation the other issue raised was Performance progress
monitored periodically before formal evaluation the loin shares of the respondent 54.62% and
24.07% strongly disagree and disagree respectively and the remaining less than 20% of the
respondents agree on this issue from this we can conclude that performance progress is not
monitored continuously before formal evaluation made this leads not to know the performance

continuously.

To support the above issue the other question raised was evaluation takes place in open and
transparent two-way- communication, the responses shows that 42.59% ,33.34% and 18.51%

agree, disagree and strongly disagree respectively and none of them strongly agree with this we
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can conclude that there is still communication a gap and moreover lack of uniformity when
undertaking evaluation, but since 42.59% of the respondents agree on this issue there must be

knowledge sharing between the management to make evaluation in an open and transparent way.

Regarding Performance, evaluation objective is maintained in evaluating individual performance
the response shows more than 60% and less than 23% disagree and agree respectively. Hence,
having this evidence in mind we can conclude performance evaluation objectives is not kept

while evaluating individual performances.

With similar fashion the other issue raised was feedback is given after performance appraisal is
performed 34.25% and 13.89% disagree and strongly disagree and 25% and 15.74% agree and
strongly agree respectively. From this finding we can conclude that there is still a lack of giving
the right feedback after performance appraisal, in addition, this can be one of the big problems
since employees are not getting the feedback they did not know their gap and they did not

improve their performance.

To strengthen the above-mentioned points, the other question raised was the boss influence on
evaluation is reduced the loin share of response 51.85% shows disagree and less than 32% agree
on this regard. Based on this fact there is still a boss influence in performance evaluation this

also leads to bias during evaluating staff.

The other issue raised was there is a Reward for those who performed above standard, the
response shows 58% of the respondents disagree and less than 34% of the respondents agree,
based on this we can conclude that there is lack of rewarding for those staffs who performed

above the targets and which can decrease their motivation.

As shown in Table 4.8, the respondents overall mean rating regarding Performance evaluation
was 2.70 implies that Performance evaluation was low (because this result lied 2.61-3.4).). And
standard deviation lies between 1.4 and 0.95 which shows most of the respondent’s response was
a few far from the mean except performance evaluation objective are maintained in evaluating
individual performance the remaining variable has the highest standard deviation which indicates
that the individual response was a little over 1 point away from the mean. For the remaining one
item, the standard deviation is less than one and the individual response did not deviate at all

from the mean. Respondent’s answers show the mean lied (2.61-3.4)). All Performance
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evaluation was low except performance is evaluated continuously. This response clearly
indicates that there is a big challenge in performance evaluation and it can be one of the big

hindrances in BSC implementation.

Chapter Five

5 Summary, Conclusion and Recommendation

This chapter contains conclusions and recommendations that come out of the research findings
and objectives. The research has generated several findings. That can support the company to

take some corrective action to use this evaluation tool effectively and efficiently.

5.1 Summary

e The gender balance of the enterprise division is tending to male employees. This
division is populated with an active age group this can be a benefit for the organization
since they are interested to accept the new evaluation system. The division is populated
with educated staffs that have a minimum of degree so this is a great benefit for the
organization to train them about the BSC evaluation tool. The employees are a
combination of new entrants and existing staff this can help the organization to get
benefit from both and the new entrants can share experience from the existing staff.

e The staffs make discussion with their respective supervisor to discuss their work/ task
and performance appraisal system since ethio telecom started balanced scorecard
implementation. Even if the staff discussed performance appraisal with their
supervisors most of the time their idea is not acceptable. This leads disagreement
between the staff and the supervisors and this is one of the big challenges for the
organization since supervisors are not accepting the staff’s response. In addition, staff
believes that BSC implementation in ethio telecom can enhance their effort towards the
achievements of the company’s strategy. Most of the staffs are not satisfied by BSC
implementation and the respondents state different reasons for this like BSC most of the
time focused on countable factors, does not consider accountability of the company

regarding resource availability rather focus only on employees’ side, when the plan is
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given it is not equally distributed between divisions this creates unfairness and the

parameter (criteria) does not consider the working environment.

The staff has awareness about BSC implementation and concepts. They believe that
BSC links short-term operational performance with long —term strategies and it creates
the ability for management to translate a generic vision into a strategy that can build
consensus and commitment throughout the company. Division, as well as the company,
has used the balanced scorecard to set, track and achieve its key business strategy and
objective. The organization used BSC rolls down the company’s vision from corporate
to division, from division to teams, down to individual employees and used up bottom
approach.

For any company to implement any new evaluation system support and commitment of
the top management play a vital role and top management of the division took the
initiative to implement the balanced scorecard and there is full support from the
management. Top management of the Division periodically monitors the progress of
the balanced scorecard but it is not at the expected level and there is a gap on some of
the top management they didn’t periodically monitor the progress. Top management of
the division is not willing to hear staff complain concerning performance appraisal this
is one of the big challenges for the organization and which creates dissatisfaction of the
staff.

Before implementing BSC the organization provided formal training related to the
balanced scorecard cascading system, concept and meaning of the balanced scorecard.
But the division has not provided training to design their own personal scorecard in
alignment to the team scorecard. The staff took the training only once before
implementing BSC but the organization as well the division is not delivered training by
identifying or assessing gaps.

To achieve any work or objective the availability of enough resource take the highest
share but the finding clearly shows that there is not enough resource available to
achieve the target. In addition, the resource that is necessary to achieve the objective or
the target is not assigned timely and this can be one of the big challenges for not

achieving the target timely. The finding shows that when there is a problem related to a
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shortage of resource the concerned body will not solve timely and any system problem
or other problems which hinders not to achieve the target were not considered during
performance evaluation.

Concerning performance measurement for each objective or activity, the measures are
properly identified. Each measure is not weighted based on their importance this also
leads to dissatisfaction because those parameters which need to have high value have
weighted by less value. Performance measurement validated by the authorized body in
the organization. The organization, as well as the division evaluation, depends on BSC.
There is a lack of support from respective supervisors to its staff to achieve the BSC
target. Their performance is not monitored continuously rather evaluation made twice
per year. In addition, the staff is working other works which are not included on their
performance plan this also has an impact not to achieve their target since they are
working other works which are not included in their target. There is no mechanism to
continuously improve their performance.

Performance progress is not monitored continuously before formal evaluation made this
leads not to know the performance continuously. Evaluation is not taking place in Open
and transparent two-way- communication and there is still lack of giving the right
feedback after performance appraisal, in addition, this can be one of the big problems
since employees are not getting the feedback they did not know their gap and they did

not improve their performance.
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5.2. Recommendation

The good trend the division has is that staffs are Making discussion with their respective
supervisors about performance appraisal so this is a wonderful habit the division should
continue this but while making discussion the superiors are not accepting the opinion of
the staffs so this should be improved because without accepting other opinion-making
discussion is valueless. Plus, without support and commitment of top management
achieving target becomes difficult so the top management should listen to the complaints
of the staffs as well as there must be random checking mechanism weather performance
evaluate properly or not.

To minimize the training gap, the company should continuously train its staffs since there
is lack of delivering enough amount and depth of training that is a big problem for not
understanding the science of BSC at the expected level. So to overcome this, since the
company has its own training center which can deliver training, continuous on the job and
off-job training must be delivered for the staff based on their training needs.

The other big challenge in the implementation process of BSC is that shortage of resource
to achieve the target. So as ethio telecom is a big company, before validating the plan the
organization should check its resources in addition top management should interfere to
assign the needed resources to achieve the target.

Concerning performance measurement, the weight to items is not given based on their
importance, so this should be checked continuously before validating the final target since
the performance is validated by an authorized body. In addition, there should be a
discussion with the staffs about the importance and the weight before validating the plan.
supervisors should continuously support and follow up their staff to achieve the BSC
target and supervisors should also monitor the performance of their staff continuously at
least on monthly bases. In addition, when staff works other works that are not included in
their performance plan the supervisors should consider it, similarly, when there are known
problems (like system problem shortage of resource) it should be considered in

performance evaluation. Performance of the staffs should be evaluated in Open and
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transparent two-way- communication and supervisors should give the right and on-time

feedback to its staffs.

5.3 Limitation and a further area of study

The study has some limitations. First, it was limited to enterprise division out of the available
divisions, geographically it is limited to Addis Ababa. Time was the other major constraint to
gather more information in the specific area of the study. Further studies should be conducted in

this area by considering all the divisions and outside Addis Ababa also.
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APPENDICES

Appendix A

Dear Respondents,

This questionnaire is designed with the aim of gathering information for the study on
“Assessment of the Implementation of Balanced Score Card /BSC/and Its Challenges in
Performance Appraisal in Ethio telecom case of enterprise division” for the partial fulfillment of
the requirement of Master in Human Resource Management. I would be delighted if you help me
in filling this questionnaire. Your response is highly crucial for the success of this study. I want

to assure you that your response is kept confidential and the output is for academic purposes.

Part I: Demographic Information — please put (\) in a given answer Box

1. Gender Male Female

2. Age Group

A.<25 B. 26-35

C.36-40 D. 41 and above

3. Educational status

A. Diploma B. BA/BSC

C. Masters and above D. Other please specify

4. How long you have been working at Ethio telecom?

A.<4 B.5-9
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C.10-14 D. 15 and above

5. Your position in the organization

A. Staff B. Supervisor

C. Specialist D. Manager

Part II please respond on the following questions to indicate your level of agreement with each of
the identified issue associated with the implementation of balanced scorecard. And put tick ()

mark in the box in front of the item of your choice.

6. Have your ever been participated in meeting with your supervisor to discuss about your work/
task and performance appraisal system since ethio telecom started balanced scorecard

implementation?

1. Yes 2. No

7. If your response to question No 6 is yes, how often is your opinion accepted by your boss?

Always en ymetimes er

8. As you know, balanced scorecard is implemented in ethio telecom; do you think this will

enhance your effort towards the achievements of the company’s strategy?

1. Yes 2. No 3 Not sure
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9. If your response to question No-8 is no why do you think it doesn’t succeed? Please explain

10. Are you satisfied with balanced scorecard as performance evaluation system in ethio

telecom?

1. Yes 2. No

11. If your answer is no for Question No 10 what do you think the reason is? Please explain

Part 11

Kindly indicate how much you agree or disagree with the following statements concerning BSC

implementation and performance evaluation and put () mark on your choice.

1.Concepts of balanced score card (BSC) = Strongl
Agree(4 ] Strongly
y agree ) Neutral(3) Disagree(2)

) disagree(1)

1.1 BSC links short-term operational
performance with long —term

strategies objectives.
1.2 BSC creates the ability for

management to translate a
generic vision into strategy that
can build consensus and
commitment throughout the

company.
1.3 The division /company has used

the balanced score card to set,
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1.4

track and achieve its key

business strategy and objective.
BSC rolls down the company’s

vision from corporate to division,
from division to teams, down to

individual employees.

2.Top management support

2. The top management of the division

1  took the initiative to implement the
balanced scorecard.

2. There was full support from the top

2 management of the division when it
was decided to start the BSC
implementation

2. The top management of the

3 divisions periodically monitors the
progress of the balanced score card
implementation

2. Top management are always willing

4 to hear staffs complain to
concerning performance appraisal

3. Balanced scorecard education and

training

3. The organization 1is providing

1  formal training related to balanced
scorecard cascading system

3.  The company has provided me a

2 training that equipped me with a
sufficient knowledge about the
concept and meaning of the
balanced score card

3. I have understood the alignment of

3  my work unit’s objective with the

Strongl
y agree

)
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disagree(1)



division level objective of ethio

telecom
3. The division has provided me a

4  training to design my own personal
score card in alignment to the team

score card

4. Resource availability Strongl
Agree(4 ) Strongly
y agree ) Neutral(3) Disagree(2)

)

All resources are available to

disagree(1)

achieve the target
All resources are assigned timely

When there is a problem related to

WA A= s

resource shortage the concerned

body solve it timely
When there is a system problem it

>

4  will take into account during

performance evaluation

5 performance measurement Strongl
Agree(4 ] Strongly
y agree ) Neutral(3) Disagree(2)

) disagree(1)

The right objective/activity/

measures are identified.
Balanced Scorecards at all levels

D WD — W

have sufficient key performance

indicators to measure objectives.
Each measure weighted based on

their importance
Measurement data sources are

clearly stated
The data collected on measurement

validated by authorized body.
For each measures baseline, target

LN D K~ W W
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(o)}

-

and threshold were set clearly.
The organization evaluation

depends on the target/plan of

balance scorecard.

6. performance monitoring

6.1

6.2

6.3

6.4

S

~

A

o N RV RN

My immediate supervisor
supports me to achieve my target

in perforce period
Data about my performance is

collected continuously

I perform different task which are

not in my performance plan

Mechanisms exist to continuously

improve performance

Performance evaluation
Performance is evaluated
continuously
Performance progress monitored
periodically before formal
evaluation

Evaluation takes place in Open and
transparent two-way-

communication.
Performance evaluation objective

are maintained in evaluating

individual performance
Feedback is given after

performance appraisal is performed
There is Reward for those who

performed above standard.

Strongl
y agree

)

Strongl
y agree

)
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8. If there is any issue which is not addressed concerning BSC implementation and performance

appraisal please write below?

Appendix B

Addis Ababa University School of Commerce
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Department of Human Resource Management: MA Degree Human Resource Management
Interview Questions for managers

1) Can you elaborate the major activities accomplished to properly put into practice the
Balanced Scorecard?

2) Is enough training provided about BSC implementation and do employees have appropriate
awareness about BSC?

3) Is the BSC system improved continuously based on a periodic assessment?

4) What are the challenges faced in the Balanced Scorecard measurement/evaluation system?
5) What measures should be taken to overcome the above problem?

6) Did BSC solve the challenges of the previous performance measurement tools?

7) Is there enough resource available to achieve the target if not what kind of action will do to
improve this?

8) What improvements can be recommended concerning the BSC implementation process in
the enterprise department?
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