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Abstract

The Balanced Scorecard (BSC), first created by Kaplan and Norton in 1992, has been developed over the last 27
years, gaining attention all over the world. In Ethiopia context ministry of civil service in 2010.The introduction
of Civil Service Reform program (CSRP), as part of the 14 national capacity building programs, was in response
to weaknesses in the organizational structure and the public service delivery and to simulate the overall
development effort of the country. That the emergence of the Public Sector Capacity Building Program (PSCBP).
It has laid the foundation for different capacity building programs with the objective of improving the scale,
responsiveness and efficiency of public service delivery and promoting good governance both at a federal, regional
and local level.(Rashed Ul Hasan, 2017, Mesfin, 2009 and MoFED, 2012)Government Communication Affairs
Bureau is one of the public service institutions in Dire Dawa city that implemented BSC with the notion of
improving its overall organizational performance. The point of this study is to analyze the key impact of successes
and failure factors of the execution processes of Balance Scorecard: - for improvement of strategic planning &
performance measurement in Dire Dawa Administration Communication Affairs Bureau.The study used a
qualitative research method. The data for this study was obtained through questionnaires that were distributed to
84 management members and non-management employees of the bureau in which only 82 were fully completed
and returned. The sample was selected based on stratified random sampling the questionnaire was distributed to
the staff members on the stratified based on their department. The data collected were analyzed using SPSS and
Microsoft Excel. The result of this study will be providing valuable inputs and directions have been maintained
with regard to the bureau vision, mission, and strategy; while other activities. The study may also use as a point of
reference for others who want to conduct further study on the same issue.
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ABBREVIATIONS

BSC Balanced Scorecard

BPR  Business Process Reengineering

GCAB Government Communication Affairs Bureau
CSRP Civil Service Reform Program

MoCB Ministry of Capacity Building

MoCS Ministry of Civil Service

ECSA Ethiopian Central Statistical Authority
MOFED Ministry of finance and Economic Development
PSCBP Public Sector Capacity Building Program
SPSS  Statistical Package for Social Science

KPIs Key Performance Indicators

HRM Human Resource Management

EMI Ethiopian management institute

EC Ethiopian Calendar

CHAPTER ONE

PROBLEMS AND ITS APPROACH

Introduction

This chapter consists of an introduction to the study. It presents the background of the study, research area, and
problem statement, objectives of the study, significance, scope, and limitations of the study and organization of
the study and definition of terms.

1.1 Background of the Study

The recent wave of global political and economic integration and increased concerns about standardized and
customer tailored service delivery activities have posed challenges on firms all around the world which, in turn,

27



Public Policy and Administration Research Www.iiste.org
ISSN 2224-5731(Paper) ISSN 2225-0972(Online) g
Vol.10, No.4, 2020 IISTE

led to an increased focus on competition through more flexible, customer oriented, prompt and up to date services
as a driving force for improved productivity and enhanced overall organizational performance.

Nowadays, organizations are used both financial and non-financial instruments so as to achieve a progressive
change. Reforms throughout the globe are conducted with variation in accordance with expectation of government
policies and strategies. Not only the internal forces are fostering changes but also the international external forces
are playing an important role. Ethiopia is not free from this as requests came from different stakeholders to reform
the government system to make it consistent with the economic growth. The democratization process also
demanded implementation changes that foster in promoting good governance in the country.

The needs to satisfy the citizen expectation with the changing political and economic environment call for
policy makers’ attention. Particularly making the public service delivery process efficient and effective is a timely
demand to cope with the ever-changing political and administrative dynamics. The increasing pressure as a product
of globalization is forcing the country to take serious reform measures to overhaul the service delivery process in
a bid to fight poverty and achieve greater overall development.

The public sector performance, which is measured in terms of how efficiently and effectively it achieves its
mission, is believed to play a vital role in the development of an economy since it impacts the effectiveness the
private sectors. The concept of the new public management and public sector pressure for administration
excellence called for the need to apply Business Process Reengineering (BPR) while Balance Scorecard (BSC)
gets popular as holistic approach for planning and performance measurement. In light of this, these two reform
tools have been adopted and implemented by Ethiopian public institutions in general and the Dire Dawa
administration in particular since the last six years.

In line with this, much policy and implementation attention was given to Business Process Reengineering
(BPR) and Balance Scorecard (BSC). It has been implemented in all bureaus and other government structures of
Dire Dawa administration for a reasonably long period of time. Measuring the impact and learning from the
previous implementation is very critical to document the changes the reforms has brought, identify which desires
outcomes have obtained and which are not and why, and more importantly take corrective measures including
recalibrating the BPR to make the implementation of these reforms more effective. Given different programs are
simultaneously implemented to improve the public sector, counting or measuring the impacts only attributed the
BPR and BSC implementation either separately or as a package requires sophisticated impact evaluation
techniques.

This study is initiated to analyze the extent to which the intended objectives of BSC an implementation that
is; Balance Scorecard is a management system that enables organizations to clarify their vision and strategy and
translate them into action has been achieved and pinpoint assess the practice and challenges of Balanced Scorecard
implementation and possible solution to solve the challenge factors in Dire Dawa Government Communication
Affairs Bureau.

1.2 Research Area

Ethiopia is a country having multi-nations and exercising the federal system of government to allow its citizen
exercise self-rule since the downfall of the military government. The country is divided into nine regional
governments and two city administrations (United Nations, 2004).

Dire Dawa city is organized under the federal democratic of Ethiopia. Dire Dawa city administration is one
of the major cities in the eastern part of the country which is located at a distance of 565 kilometers from the capital
city of Addis Ababa to the east. As per the population and housing census conducted on the year 2007, the city
administration has the total population of 388,288 people (194,770 males and 193,518 females), with 68.2% of its
population is urban while 31.8% rural resident (ECSA4, 2011). Dire Dawa City Administration is organized by 11
Bureaus headed by members of the Cabinet, nine cities “Kebeles” and four Rural Clusters (there are 38 rural
kebeles under all clusters).

Government Communication Affairs Bureau is one of the public service offices established to serve the
residents of the city in different aspects. The Bureau was established in 2002 by Dire Dawa Administration Council
Proclamation NO.10/2002.and in the other 2016 Proclamation NO 46/2016 to This proclamation may be cited as
the definition of powers and duties and reestablishment of the executive and municipal service organs of the Dire
Dawa administration . The bureau shall have the following power and duties:-

To serve as the principal source of information disseminating news in different ways, and the bureau shall
provide briefings concerning the Government’s standing on administrative issues; Carry out monitoring of the
media and press releases, undertake situational assessment; and the bureau shall prepare analyses to work, and
collect public opinions, Facilitate the relationship between the administration and the Medias, and ensure that the
concerned Governmental bodies provide responses to questions raised by the Medias, and the bureau shall also
arrange for events, and issues organized at a national level get appropriate media coverage’s, set up directions for
the work and the efforts of public relation offices in the sector of the administration, build the capacity of the public
relation offices of sector offices, kebele’s and the bureau shall also support the selection and hiring of the
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employees concerned; and To create a communication network system connecting the administration with sector
offices, kebele’s, and other concerned institutions, on the administrations information communications, national
consensus and image building matters and so on.

1.3 Statement of the Problem

The city government was highly motivated to sustain the initiated strategic reform programs in all civil service
public sectors including the Communication Affairs Bureau. In this lens, strongly supportive and continues to
follow up supervision programs was taken by the Civil Service Bureau with Dire Dawa Administration Council
Standing Committee officials to enhance the progress of the implementation of BPR and BSC with the aim of
effective execution of the reform programs. However, the result of the feedback depicted that there was remarkable
progress is some institutions, whereas some sectors were lagging behind that of others./Source, from civil service
reform follow up office report of 2017/.

The other challenge associated with BSC implementation is leadership and the manager’s commitment. Artley
et al, (2001) stated that without strong leadership a program won’t succeed leadership must be dedicated to the
program all the time. This indicated that, commitment is very important in managing institutional achievement.
So those who involved in a leadership position need to be committed to the program. The degrees of commitment
will determine its degree of successes in many organizations, leadership commitment to the development and use
of performance measures is a critical element for the organizational successes. Employee perception is among the
factors that can influence the effective performance management system. Habtamu (2005) noted that employee in
the organization must be able to trust two set of people-their leadership and each other’s, He also added that poor
trust results in inequality, which can be expressed in various ways. This reveals that such kind of discrimination
could affect the perception of employees in an institution towards their managers/leaders.

Finally, communication is a critical tool for establishing and maintaining a performance management system.
A good communication process also helps to provide a critical link between the task, employee performance, and
corporate strategic plan/measures. The two most effective method of communication is meetings and institutional
publications. These methods can hold the attention of the employees in the long enough to provide a thorough
explanation (Artery and Stroh, 2001). Having been through the difficult process of formulating a strategy, the
organization needs to ensure that it has a systematic method for translating its newly developed strategy into
operational objectives and measures.

This research will assess the implementation of a balanced scorecard, whether it is going according to the
planned goals by giving due attention to the Government Communication Affairs Bureau aspect. Hence this paper
has been investigated the existing impact of balanced scorecard and recommend an appropriate improvement that
enables balanced scorecard successfully.

1.4 Basic Research Questions
In line with aforementioned objectives, the research will address the following research questions are deemed
valuable for the study
»> What are the impacts brought by the implementation of BSC in public organizations under Government
Communication Affairs Bureau?
» Does the performance of public organizations improved as a result of the implementation of BSC? If so,
how significant is it?
» What are the major bottlenecks to implement BSC in a bureau or under study what are the possible
solutions to tackle them?

1.5 Research Objectives

1.5.1 General Objective:

The major objective of this study is the assessment of the impact of the Balanced Score Card and Its relationship
to the improvement of strategic planning & performance measurement of Performance and Public organization in
Dire Dawa city the case of government communication affairs bureau.

The study aims to provide possible suggestions that help to alleviate the existing problems with regard to
Balanced Score Card and performance measurement in service rendering the case of public organization for the
existing responsiveness & efficiency of public service delivery and promoting good governance.

1.5.2 Specific Objective of the Study

To investigate how leaders manage BSC implementation and know their effectiveness.

To measure how organizations give attention to Performance monitoring, evaluation and feedback systems of
the strategic objective.

To identify and evaluate the current employees’ attitude towards BSC implementation processes in the sector.
To identify the key successes and failure factors that affect BSC implementation.

To identify the effectiveness of BSC implementation for the improvement of performance evaluation.

¥ F
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+ To recommend the short term and long term solution based on their severity of the identified challenges in
order to make the BSC system sustainable, efficient and effective for improvement of planning and
performance measurement.

1.6 Significance of the Study
The implementation of balanced scorecard aims to provide an integrated view of an organization’s performance,
including both financial and non-financial indicators, and from both internal and external perspectives. Therefore,
the researches highly anticipate that the result of this study will have the following significance.

> It will have an important contribution to gather valuable information about balanced scorecard
implementation to the management of GCAB,
It's importance to organizations, challenges or causes of failure for BSC implementation,
It will address the issues for the organizations to make corrective actions, others to learn from the failures
and not to repeat the same mistakes,
To suggest possible remedial actions and administrative direction for further strengthening of the BSC
implementation to achieve the desired outcome.
It will serve as a stepping-stone for other researchers who need to make an in-depth study of the issue
under study.

Y V VYV

1.7 Scope of the Study

This study was conducted on the Government Communication Affairs Bureau delimited itself by considering the
Bureau of Regional state that only implements BSC. In this respect, management and non-management members
are considered as a prime source of primary data collection and analysis; this is due to the reason for selecting the
bureau for the study is (i) GCAB is one of the public sectors that implemented BSC, and (ii) accessibility of
information, work exposure and close observation of stated problems by the researcher. Private sectors will not be
covered by this study except those which will be selected as control or comparison group.

1.8 Limitations of the Study
There were certain constraints in conducting this study. The major limitations encountered include the following:

1. Resource constraints: time, secondary data, especially a shortage of similar studies in the Ethiopian
context,
ii. Lack of experience in conducting similar research, which in turn resulted in consuming much time &
effort to carry out the study,
iil. Some of the questionnaires were not returned back due to different reasons,
iv. Insufficient time availed for the study exposed the researcher to tension & stress.

However, the fact that models quantitative analysis models used for analysis is standard methods whose results
were triangulated with qualitative and descriptive assessment; the results presented in this are dependable.

1.9 Organization of the Paper
The study was organized into five chapters. The first chapter presents the introduction part of the study which
includes; of a background of the study, statement of the problem, objectives of the study, research questions of the
study, and significance of the study, the scope of the study, limitations of the study and organization of the study.
The second chapter deals with a review of related literature to empower readers to have a full concept on the
Balance Scorecard (BSC). The third chapter deals with research design and methodology which includes types
and source of data, sampling techniques, methods of data collection and data analysis techniques for the study.
The fourth chapter contains data presentation, data analysis and interpretation and discusses contents of the
data which includes demographic characteristics, presents the empirical findings from an assessment of Balance
scorecard and its relationship to performance measurement of government communication affairs bureau
Finally, the fifth chapter deals with Summary, conclusions, and possible recommendation of the study in the
Government Communication Affairs Bureau.

1.10 Definition of Conceptual Terms

1. Balanced scorecard: a set of measures that gives top managers /executives a fast but comprehensive
view of the business.

2. Leadership: matters to people work commitment at work, their willingness to work hard and take
initiative, the meaning they derive from their efforts, and their overall to perform beyond the ordinary.

3. Bureau: means a division of a government department or an independent administrative unit.
https://www.dictionary.com/browse/bureau.

4. Kebele: is the smallest administrative unit of Ethiopia similar to a woreda, a neighborhood or a localized
and delimited group of people.
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https://educalingo.com/en/dic-en/kebele.

CHAPTER TWO

REVIEW OF RELATED LITERATURE

Introduction

In this chapter gives an overview of literature which focuses on the Concept of Balanced Scorecard and its
implementation for improvement of strategic planning & performance measurement and some theories stated by
different scholars are reviewed.

2.1 Review of Theoretical Literature

2.1.1 The Origins of the Balanced Scorecard

The Balanced Scorecard was developed by two men, Robert Kaplan, a professor at Harvard University, and David
Norton, a consultant also from the Boston area. In 1990, Kaplan and Norton led a research study of a dozen
companies exploring new methods of performance measurement. The impetus for the study was a growing belief
that financial measures of performance were ineffective for the modern business enterprise (Niven, 2002).

According to Kaplan (2010), the concept of the performance measurement using both financial and non-
financial metrics dates back to 1950s when General Electronics (GE) Company introduced these two parameters
to measure divisional performance for its business lines before it took its current form. As Kaplan notes that, in
the corporate of G.E staff members practiced a project to maximize the performance tools for decentralized general
electronics unit of business. As the team of the members of the project announced (recommended) that divisional
productivity can be measured by seven of non financial such as productivity, product leadership, market share,
employee attitude, and personnel development, in the case of one financial matrix the profitability was stated by
Kaplan, (2010, P, 5).

As the traditional industry performance measurement systems mainly relied on financial information, they
were subject to criticisms for ignoring other intangible assets which are critical drivers of future financial
performance, and hence lack the ability to track overall organizational performance.

BSCs are used extensively in business and industry, government, and nonprofit organizations worldwide.
Gartner Group suggests that over 50% of large US firms have adopted the BSC. More than half of major companies
in the US, Europe, and Asia are using BSC, with use growing in those areas as well as in the Middle East and
Africa. A recent global study by Bain & Co-listed Balanced Scorecard fifth on its top ten most widely used
management tools around the world (BSI, 2019).

2.1.2 The Evolution of the Balanced Scorecard

The Balanced Scorecard has significantly evolved from its early stage as a simple financial and non-financial
performance measurement framework to holistic strategic planning, management, and execution tool of
organizational strategies. The main reason for the evolution was due to empirical evidence of shortcomings found
in preceding generations and the resulting growing criticisms by academicians, authors, and management
consultants.

However, until the 1990s, majority of companies was used primary management system in order to used
exclusive financial information as well as highly relied on a budget to keep giving special attention on the
performance short-run activities (Kaplan, 2010, p.7).

On the other hand, the use of financial information alone for organizational performance measurement was
increasingly criticized by many authors throughout 1980s to 1990s.

According to Czekaj and Swierk (2009 and 2010), the evolution of BSC is represented by four generations:
in the early 1990-1993 - originally the balanced scorecard was developed to measure the company’s performance
in four themes of the organization: finance, customers, internal processes and learning and growth.(i.e using the
four perspectives); The first generation of the balanced scorecard was a set of metrics that served managers to make
an overall assessment of the activity of the organization;

In the 1994-1996 - the second generation of the balanced scorecard consists of treating the concept as a
comprehensive system for managing the organization in the strategic and operational dimensions. This way of
using the balanced scorecard helps organizations develop the organization’s strategy and present it to all employees
in order to synchronize all the activities of the organization with the strategy being realized;

In the 2000-03 - the third generation of the balanced scorecard designs is extended by the so-called strategy
map. With the map it was possible to visualize the strategy and the occurring cause-and-effect relationships
between its various components, which enable employees to understand the relationship between their own work
and the objectives of the company; since 2004 until today - the balanced scorecard has transformed into a model
of organizational synergy. The creators of the balanced scorecard keep expanding the concept in the learning and
growth perspective, with an emphasis on the measurement of strategic readiness of intangible assets.

2.1.3 The Concept of Balanced Scorecard
The traditional mode of evaluating an organization‘s performance was primarily based on financial aspects:
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profitability through increased revenues & reduced costs and other financial analysis techniques such as return on
assets (ROA), return on Investment (ROI), profit margin etc.

As a result, such measures of organizational performance were criticized by many authors and management
consultants for being: short term oriented, considering past performance, being non-consistent with current
business's environment, focusing on tangible assets, and lacking predictive power.

According to Kaplan and Norton (1992), this traditional accounting performance measurement method
neither provides appropriate and adequate guidance for organizations to take in the future nor satisfy the needs of
stakeholders in today‘s dynamic and competitive environment. Further, they have pointed out those accounting-
based measures: first, are too historical; second, lack predictive power; third, reward the wrong behavior; fourth,
focus on inputs and not outputs; fifth, don’t catch up the main business changes up to be late sixth, forward the
practices, don’t cross-functional system in the company. Finally, the seventh one provides inefficient attention that
is difficult to identify resources especially that of intellectual capital resources.

Intangible assets such as employee knowledge, customer satisfaction and loyalty, innovation, environmental
competitiveness, research and development, productivity, and other important company-specific factors are the
key to success in achieving overall organizational performance in today‘s economy.

Thomas Stewart (cited in Niven, 2006, p.5), has strongly supported this idea as—the most important of all
are soft ‘assets such as skills, capabilities, expertise, cultures, and loyalties and so on. These are the knowledge
assets—intellectual capital—and they determine success or failure. However, Ruben (1999) notes that accounting-
based measures (lag indicators) are unable to capture such key elements of an organization.

Thus, due to the growing criticism on the use of such financial measures as an organizational performance
measurement system, researchers and academicians had exerted their effort to develop more sound approaches to
measure performance.

It was in 1992 that Kaplan and Norton introduced the Balanced Scorecard (after they made an extensive study
with a number of companies since 1990) which considers financial, and non-financial metrics as a measurement
of overall performance of an organization. Since then, BSC has become very popular and attracted considerable
interest among academics, practitioners, firms, organizations, and others all over the world.

Each of these four constitutes of the BSC has own value to be addressed such as Financial perspectives major
intention is insight into surviving, succeed and prosper of business; customers perspective considers the yield of
the business from value creation and making difference among existing and new entrants of the firm to the market
environment; internal process critical assumption is that the developed product/service has the best satisfaction
with its competitors in order to cope up with the complexity of the public institution; and the other learning and
growth ambition will rely on creation of continues improvement in the system to sustain the desired wish of the
customers, employees, shareholder and stakeholder, and establish suitable climate that assists the introduced
change in the business (Fentahun, 2007). Financial measures have numerous potential to portray the value of the
rear aspect of the accomplishment scenario in the business arena which is critically an indication of lagging view
in the sector. Whereas it has not had the ability to show the future situation of the organization success that is a
weak prediction power in the dynamic business context (Niven, 2002).

Figure 2.1 Lagging and Leading Performance Measures

S/No  Comparison Lagging Leading
on points

1 Definition Measures focusing on the result at the Measures that“drive”to
end of a time period, normally performance lag measures,
characterizing historical performance normally measuring intermediate

processes and activities.

2 Example Market share Hours spent with customers
Sales Proposal written
Employee satisfaction Absenteeism

3 Advantages  Normally easy to identify and capture Predictive in nature, and allow the

organization to make adjustment
based on result
- [ssues Historical in nature and do not reflect May prove difficult to identify and
current activities; lack predictive power capture; often new measures with
no history at the organization

Source: Niven, 2002:116

2.1.4 The Balanced Scorecard Four Perspectives

The Balanced Scorecard is, therefore, a multi-dimensional and broad set of measure that is related to the important
parts of an organization, mostly structured into four perspectives. These set of measures are integrated across the
functional boundaries and developed in line with the strategy and mission of the organization. The four
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perspectives developed by Norton and Kaplan are discussed here below:
2.1.4.1. Financial Perspective
How Do We Look to Share Holders?
Financial measures indicate whether the company’s strategy implementation and execution are contributing to the
bottom line improvement| (Kaplan and Norton, 1992, p.77).
According to Paul R.Niven (2006), the Financial Perspective focuses on measures which have the goal of
enhancing shareholder value. Possible performance measures under this perspective are derived from the
objectives of revenue growth and productivity which include profitability, cost/unit, revenue growth, asset
utilization etc.
Niven (2006), also states that focusing resources, energy, and capabilities on customer satisfaction, quality,
knowledge, and other factors in the rest of the perspectives without incorporating indicators showing the financial
returns of an organization may produce little added value.
2.1.4.2 Customer Perspective
® How Do Customers See Us?
The customer dimension of the Scorecard contains several cores or general measures which include a high degree
of satisfaction of clients, customer retention, attraction (acquisition) of new clients and market share etc.
According to Kaplan and Norton (1996), the objective of an organization with this perspective is to identify the
customer and market segments in which the organization will compete and, accordingly, the measures to track
related performances. This enables an organization to identify and focus on factors that are really important in
meeting customers ‘demands.

Niven (2006) also notes that to achieve positive financial results, organizations need to create and deliver
products and services which customers perceive as adding value to them. He remarks that the measures in the
customer perspective should answer three basic questions: What are our target groups of customers? What do they
expect or demand from us? What would the value proposition for us be in serving them?

According to Kaplan and Norton (2000), the value proposition may be chosen within three differentiators:

e  Operational excellence — focus on low price and convenience;

e  Product leadership — offer the best product in the market;

e Customer intimacy — focus on long-term customer relationship through a deep knowledge of their

needs.
Niven (2006), also states that the most common measures for this perspective include: customer satisfaction,
customer loyalty, and market share.

2.1.4.3 Internal Business Process Perspective

’ What Must We Excel at?
The internal business process perspective of the BSC mainly emphasizes that organizations must control important
working conditions or inner process that may create value to customers and shareholders. For an organization to
be effective in performance, the internal working process and systems should be as excellent as possible in assisting
operational units to provide values to attract and retain clients of the market.

Kaplan and Norton (1992), presume that great customer performance is the result of processes, decisions, and
actions which managers need to focus on in order to satisfy customers ‘needs. This perspective measures business
processes that need to play a key role to increase customer satisfaction.

Niven (2006), highlighted that this perspective measures an organization‘s performance with respect to speed
(on-time delivery, process cycle time, customer response time etc), guality (continual improvement, rework, repair
and scrap, process capability etc), Measures of cost (costs of waste, cost per transaction etc) and other measures
(floor space utilization, forecasting and planning accuracy etc).

2.1.4.4 Growing and Learning of Perspective

’ We would be able to Continues Improvement and Create Values?

This perspective answers the fundamental question _to achieve our targets and accomplish core activities, how
must we learn, communicate & work together? ‘And it is the establishment whereupon the balanced scorecard is
constructed.

Niven (2006) notes that measures of the Learning and Growth perspective are the enablers of the other

perspectives, it also emphasizes that awareness, employee aptitudes, and fulfillment, the accessibility of
information and adequate tools are often the source of growth and along these lines the most common measures
of this perspective.
Organizational learning and development come from three principal sources: people, systems, and
organizational procedures...businesses will have to invest in reskilling employees, enhancing information
technology and systems, and aligning organizational procedures and routines (Kaplan and Norton, 1996, pp.28-
29).
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Figure 2.2, Framework and Perspectives of BSC
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As we clearly view the figure: 1 reveals that objects and measures of a tool inherit from the institution’s vision

and strategy with an optimistic outlook on pillars. Due to the pillars serve as a framework for the balanced
scorecard (Kaplan and Norton, 1996:8)
2.1.5 Steps in the Development of a Balanced Scorecard

1.

10.

Gather the Development of a Balanced Scorecard. A Balanced Scorecard is a tool that describes the
strategy. In order to fulfill this promise, your team must have ample access to background material on the
organization’s mission, vision, values, strategy, competitive position, and employee core competencies.
Provide a Balanced Scorecard Education. Provide a comprehensive scorecard training session designed to
outline the challenges that led you to select the scorecard, fundamental principles of the model, success stories,
and how you plan to guide the implementation. The training should include as many stakeholders as possible
including the top management.

Develop or Confirm Mission, Values, Vision, and Strategy. Based on information gathered in Step 1, you
should able to generate a consensus of where your organization rests in terms of these critical items. If you do
not have one or all of these Scorecard raw materials, you will have to work with your executive team to
develop them.

Conduct Executive Interviews. Conducting interviews with senior management will help the scorecard team
gather feedback on the organization’s competitive position, key success factors for future, and possible
Scorecard objectives and measures.

Develop Your Strategy Map. Your map could be a simple one-page graphical representation of your strategy
which can help your scorecard team describe and powerfully communicate to everyone in the company what
is absolutely critical to your success in each of the four Balanced Scorecard perspectives.

Develop Performance Measures. Translate each of objectives on the strategy Map into metrics you can track
to provide insight into the execution of your strategy and establish accountability throughout the company.
Establish Targets and Prioritize Initiatives. Develop a target as to able to measure results by, affording a
point of comparison. Additionally, all measures should be accompanied by initiatives which are designed to
bring the targets to fruition.

Cascading the Balanced Scorecard to Build Organizational Alignment. Cascading refers to the process
of developing Balanced Scorecard at each and every level of your organization. These Scorecards align with
your company’s highest level Scorecard by identifying the strategic objectives and measures that lower- level
departments and groups will use to track their progress in contributing to overall goals.

Reporting the Balanced Scorecard Result. The results of the Scorecard should be continuously and
regularly reported and presented to get feedback that can serve as an input for its ongoing implementation.
Maintaining a Balanced Scorecard. Organizations must evaluate how the Scorecard fits into long-term
strategic planning, how and when new Scorecards will be developed, under what circumstance measures
changes will be considered, and how Balanced Scorecard will ultimately link to management processes like
budgeting and compensation. Gathering and reporting data also central to the Scorecard and effective
techniques must be created to ensure this process is seen as beneficial.
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Figure 2.3 The Balanced Scorecard Perspectives of the Government Communication Affairs Bureau
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2.1.6 The Cause- and- Effect Relationship among BSC Perspectives

According to Kaplan and Norton (1996, 1999), the BSC breaks the overall organizational plan into actionable
mechanism, l.e. Strategic objectives connected in a value-creating a story (strategic map) through four distinct
perspectives, also called performance lenses: measures are in balanced scorecard and in most organization select
the four standards such as; financial, customer, internal process, and learning and growth perspectives. These
measures should be linked into a logical, step-by-step, cause and effect relationship to mediate the organizations
business perception to the employees.

Good relations between the perspectives provide improvements in employee skills, which in turn, cause
improvements in process quality and process cycle time, which, consequently, improves delivery time, customer
loyalty, and as a final result, affect the return on investment (Kaplan and Norton, 1999, p. 37).

According to Kaplan (2010), noted that the crucial elements of the positive impacts are listed as follows:-

= Improving service quality improves through the made investment in employee training.

= Higher customer satisfaction results via giving better service quality.

= improving customer loyalty results by increasing the need for customer satisfaction

= Asaresult of improving customer loyalty that generates margin as well as revenues.

A strategy is a set of hypotheses about cause - and-effect. *“ cause-and-effect relationships can be expressed
by a sequence of if-them statements...a properly constructed scorecard should tell the story of the business unit’s
strategy through such a sequence of Cause-and-effect relationships’” (Kaplan and Norton, 1996, p.149).

From the above statements, it can be drawn that maintaining casual interrelationship among strategic
objectives is critical to the successful implementation of BSC in an organization.

2.1.7 Features of a Good Balanced Scorecard

A good Balanced Scorecard uses a multiplicity of management processes to assess individual and collective
effectiveness including reward and compensation; alignment of different operational units to the organizational
strategy; communication and learning; setting operational, team and individual level objectives; resource
allocation and budgeting; setting targets; exploiting information technology; interactive participation and
commitment of management in promoting the testing, learning, adaptation and implementation process; and senior
leadership’s use of measurement to drive organizational change.

More specifically, a good balanced scorecard is characterized by the following major principles/issues:

i It communicates and clarifies the vision, mission and overall strategic a direction of the organization to
all organizational members so that all actors involved in the implementation process maintain proper
knowledge, action plan and the ability to make the strategy their day-to-day task which in turn enables
them to contribute to the success of the strategy.

il. Transforms organizations to use performance measurement systems from a command and control to
empowerment and coaching culture.

1. Improved processes, motivated employees, enhanced information systems, continuously monitored
progresses, greater customer satisfaction, and increased financial and non- financial resources utilization.

iv. A high-quality of BSC is an exhaustive apparatus to comprehend the target customers, their prerequisites,
and performance gaps.

v. It links the four perspectives in a set of cause and effect relationship. According to Kaplan and Norton

(1996b), a good balanced scorecard should have an appropriate mix of outcomes (lagging indicators) and
performance drivers (leading indicators) of the business unit‘s strategy) linked in causal interrelations
between the perspectives of finance — customer —Internal processes— learning and growth.

Vi. A good BSC channels the energies, abilities, and knowledge held by people throughout the organization
towards achieving long-term strategic goals.

Vii. It requires a sense of ownership and the active involvement of executive management.

viil. According to Kaplan and Norton (1996a), the Balanced Scorecard should be aligned with the
organizational incentive or reward management system. They note that doing this brings cultural change,
improved financial performance and increased employees ‘understanding of strategic objectives resulting
in improved overall organizational performance.

iX. The communication process of a good BSC does not end after design and implementation, rather it is an
on-going process and the employees should be provided with periodic feedback on their performance.

X. It is characterized by the presentation of a combination of both quantitative (tangible or lagging indicator)
and qualitative (intangible or lead indicator) measures for organizational performance.

Xi. It is able to articulate the strategy of growth with business excellence which requires a greater focus on

non-financial initiatives.
2.1.8 Prospects of BSC Implementation to an Organization
The balanced scorecard (BSC), together with corporate strategy, is a performance measurement and management
system for enabling organizations to achieve their strategy.
In the last two decades, the BSC evolved from a simple performance measurement index to a tool that can
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effectively guide and implement strategic objectives and fulfill it in overall organizational activities. Bible, Kerr,
and Zanini, (20006) also stressed that the BSC eventually became a strategic performance management system
centered on strategies for organizational performance measurement.

“ It began as a measurement system, translating an organization’s strategy into an interconnected set of
financial and non-financial measures used to communicate strategy, build alignment, inform decision making,
power performance management, and prioritize resource allocation”  ( Niven, 2005, preface).

Currently, it is a widely applied performance measurement and management system across the globe and it
is still under continuous study to add other features or improve its limitations such as to incorporate corporate
social responsibility and supplier’s relation in the performance measurement.

This may provide more refinement in providing adequate measures and making the BSC all rounded and
holistic strategy and performance management system. Furthermore, the implementation of the BSC in an
organization has a number of merits.

This contains elaborating as well as gaining agreement based strategy, cohering personal and departmental
objectives to strategy, adhering strategic aims to the long term goals, yearly budgets, specifying the cohering to
inducing strategic implementation as well as getting feedbacks so as to obtain experience from lessons and
continuous amendment of strategy. (Kaplan and Norton, 1996,p.19).

Its ability to measure performance in a balanced way, and align individual, team and departmental activities
to the public organization‘s mission and strategy also made the BSC one of the best management practices in the
past and expected to derive performance of organizations if properly implemented and communicated. Besides, as
a management system, the Scorecard channels and coordinates the energies, abilities, competency, and knowledge
held by individuals and teams towards achieving long-term strategic objectives.

BSC can also enhance organizational performance in a number of ways. It enables the actors to have a shared
vision and common direction of their organizational strategies, and better understand and react to customers ‘needs
through an improved organizational performance by focusing on what matters.

In addition, the BSC helps managers make on better decisions dependent on leading performance drivers in
its place of relying merely on cover financial information. It also promotes productivity and efficient allocation
and monitoring of resources through motivating employees and creating an innovative work environment and
empowerment.

The empowerment feature of the BSC also promotes facilitated work reducing bureaucracy which in turn
improves service delivery and customer satisfaction. It’s the ability to enable employees to linkage strategic
objectives to their everyday tasks along with the creation of value through causality relation among the
perspectives contributes for management focus on more relevant issues and execute strategic objectives in a more
efficient and effective way.

The aim of implementing BSC has not for that of effective strategic execution, rather for that of tactical means,
to compensation system changes, to enforce the quality management system, as well as changing the follow up of
reporting system in order to get more access managers each activities regarding to their companies (Kaplan, 2010,
p-30).

Organizations need to gauge whether their reengineered procedure and current organizational structures have
brought the ideal result. This requires the selection of all-encompassing execution estimation device and
consistently estimating hierarchical execution. The reason for estimating execution isn't just to know how an
organization is performing yet, in addition, to empowering it to perform better.

Organizations have a variety of goals and objectives and hence it is more unlikely that a single measure or
even several measures of the same type will effectively assess organizational progress towards all of those goals
and objectives. For the long term success and sustainability of an organization, both tangible and intangible assets
should be considered in measuring performances. In addressing this concern, Balanced Scorecard (BSC) is the
most widely applied performance management today.

Such features of the BSC, among others, may contribute to business organizations in the future and achieving
their overall organizational performance and may significantly aid them to tackle the dynamic and firm competition
through competent expertise, enhanced internal processes, and excelled customers ‘expectations and hence,
improved financial rewards.

2.1.9 Brief Overview of BSC in Africa

Over the past decades, many African countries have reformed their public sector to improve efficiency,
accountability and good governance as part of their as efforts to develop service delivery &
performance. —Virtually every country in the region (Africa) has undergone some kind of civil service reform
programl (Van, W., 2001, p.84).

Currently, most organizations in Africa have adopted BSC for their organizational performance measurement
and management system to cope with the firm global and local competition. ”Use of the Balanced Scorecard is
growing rapidly on the continent of Africa” (BSI Africa, 2019).

However, there are contradicting arguments about the effectiveness of BSC implementation with the African
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context. Some argue that as this initiative tool is originated in a developed country in the milieu of the advanced
North American & Western World business settings, it doesn‘t fit African existing culture.

According to Kamwachale (2011), the socio-cultural disparities between the African and the Western settings
is quite wide in that the African structure is humanist, inclusive, socialist, community-based in nature and
stakeholder-oriented, whereas the Western framework is exclusive and shareholder centered. He also argues that,
because the current BSC model is developed to fit the Western socio-cultural framework which is based on the
maximization of shareholders ‘wealth, it contradicts the African inclusive and stakeholder oriented governance.
Thus, he stresses, it is not ideal and helpful to an organization operating in African environment; to implement the
BSC effectively in African organizations, it should incorporate suppliers, government, competitors, community
and environmental concerns.

However, others argue that failure in implementation of BSC in some African organizations is due to lack of
government and management commitment in addressing the basic requirements of BSC right from project
initiation and throughout the implementation process in a continuous & consistent manner.

Yet there are sufficient evidences (e.g. Kaplan, 2010, Nivev, 2006) that BSC promotes significant
improvements and enhances efficient resource allocation and utilization, improved work culture and system,
enhanced customer satisfaction, and in general greater organizational performance if it is properly implemented
and gets on time support, commitment and continuous monitoring from government and management at all levels
regardless of level of advancement or cultural aspects of a nation or a continent.

2.1.10 Brief Background of BSC in Ethiopia

The beginning of modern civil service in Ethiopia dates back to 1970 when Emperor Menelik II initiated the
formation of few ministers. Later Emperor Hailselassie he introduced various reform measures in modernizing
public administration and in the appointment of salaried and educated personnel in the civil service based on the
criteria of loyalty to the monarch and their family status rather than merit (Tilaye 2007). The Derg (1974-1991)
continued the centralization policy of the Emperor and seriously affected the development and professionalism of
the civil service. (Tilaye 2007).

Generally, the civil service during the three regimes was not a neutral policy implementer, responsive to the
peoples’ interest, impartial, transparent, and accountable; among others, the civil service, as an institution was not
professional and loyal to the public.

After the downfall of the Derg regime (since 1991), the current Government of the federal Democratic
Republic of Ethiopia has been taking some encouraging initiatives and reforms in economic, political and socio-
cultural aspects against unprofessional, undemocratic and backward systems of the civil service in the past regimes.
Among these- are the Civil Service Reform Program (CSRP).

The rationale behind reforming and professionalizing the civil service is to retain competent, effective and
efficient, innovative civil servants acquainted with the desired standards of knowledge, skill, and attitude to serve
the public interests impartially and in an ethical manner.

According to (Mesfin, 2009 and MoFED, 2012), the Ministry of Capacity Building was founded in 2002 to
enhancing capacity building implementations and to maintain centralized direction and leadership of government
organizations that were fragmented. Later, it was merged with the Federal Civil Service Agency and named
Ministry of Civil Service in 2010.

Mesfin (2009) also notes that the emergence of Public Sector Capacity Building Program (PSCBP) in 2004
has laid the foundation for different capacity building programs with the objective of improving the scale,
responsiveness & efficiency of public service delivery and promoting good governance and both at the federal,
regional and local level.

MoCS (2013), highlights that to realize the objectives of the program, different management initiatives such
as Strategic Planning and Management (SPM), Quick Wins, Management by objective (MBO), Business Process
Re-engineering (BPR), BSC and recently, Civil Service Change Army (Yelewt Serawit) have been introduced to
Ethiopia‘s management system subsequently.

A report by MoFED, (2012), also affirms that the implementation of BPR at all levels of government
organizations and BSC in the majority of the federal and regional institutions are evident to this point. As BPR
was not rising accelerated improvement in organizational performance, future reconstructing performance-based
management accompanying the outset of BSC as evaluation, management, as well as tools of communication
evaluations were stated by Adebabay, (2011) asserts that initially performance measurement and management
system was launched in Ethiopian civil service in 2003 with the objective of assisting employees and management
focus on results that may add value to the achievement of organizational objectives and goals. However, such
measures were short of some basic features: they focused on measurement aspects only and were not aligned with
organizational strategies and objectives.

The balanced scorecard, which is under implementation in different organizations throughout the country,
was, then, determined by the government to be implemented in all federal organizations. —BSC is introduced in
Ethiopia since 2009 EC.
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2. 2 Public Sectors and Balanced Scorecard

“The balanced scorecard (BSC) was originally developed for the private sector as a means of clarifying and
updating strategy, communicating strategy in the company, aligning unit and individual goals to strategy, linking
objectives to long term targets and budgets, and conducting performance reviews to improve strategy” (Kaplan
and Norton 2001a); and it is now also being used as ‘... a powerful tool for rapid and effective strategy
implementation’ (Kaplan and Norton 2005). However, in the last decade, the balanced scorecard’s
multidimensional focus has also been viewed as a way of addressing the need for a strategic performance
measurement system within public sector organizations (Umashev and Willet 2008).

A public organization that knows its strategy of operation and possesses identified key themes, within which
it tries to achieve perfection, can commence the process of the creation of the balanced scorecard. The
improvement of the balanced scorecard consists of the following basic steps (Rohm 2002, p. 2): strategic analysis,
identification of customers and value proposition for them; defining the vision and mission statements; defining
the strategy/strategic themes; defining perspectives and strategic objectives; creating a strategic map, targets and
measures of their achievements; developing strategic initiatives for specific areas of activity; cascading balanced
scorecards at lower organizational levels; analyzing the results of activities and undertaking corrective action.

Balanced Scorecard is an instrument to leadership art to sustain its conceived ideas or new scheme in the
fluctuating business environment to cope up with change. Because it facilitates a communication system among
leaders and employees about the change occurred due to the advancement of the information system, accelerated
demand of citizens to public service, globalization and so on. Hence it is a critical desired instrument for leaders
in order to break through the status quo (Stemsrud Hagen, 2003).

To translate the strategy of the organization into action, all concerned bodies must sense it as their own aim
to attain. So, it requires the effort of leaders in communicating the strategy with their followers through BSC
(Kaplan and Norton, 2001).

Effective implementation of BSC in the organization tries to link performance management programs with
its strategic goals and tactical objectives that scale up the concept of the balanced scorecard. Thus, exercising the
technique becomes so difficult when critical care is not taken by everybody in the organizational community. That
why the coiners give attention to the excursion parts and based on this issue Kaplan and Norton (2008) argued
that implementation stage must be adapted in six stages in simultaneously with integrating strategic planning and
operational execution in a closed loop manner.

In general to sum up the whole implementation process, BSC is not a straightjacket there are various factors
that hamper effective execution. The basic challenges of the implementation process of BSC are varied from
context to context but Richardson (201 1) clearly identifies the subsequent factors which are highly threatening the
execution process of BSC in the organization such as:-

# lack of visionary leadership, inactive senior executives commitment, and involvement
in the process BSC
Most organizations do not communicate BSC throughout the entire organization
Undermining its essence and allocation of few resources
Considering it as a correction mechanism
Attention is not given to the indicators of BSC as change desires in the system
Few vital indicators are not addressed
Implementing BSC for a reason
No clear linkage between indicators
Employees are do not participated in the development stage of the BSC

e

2.3 Empirical Review

Principles of Balanced Scorecard are easily understood in terms of concept whereas to put them into action is too
much vague and complex because of non-identifiable among Operational and strategic performance management:-
Implementation of the strategies; Cascading from top stage of the sector to employee position; Relation among
strategic, financial and physical plan; and that becomes too much difficult to distinguish their bounders in order to
accomplish. Thus, to implement effectively, all must be able to separate and interconnect these factors but everyone
cannot link as per the system requests (Lonescu, 2012).

Even though balanced scorecard innovated since 1992, it was widespread everywhere in the world‘s private
and public organizations. But in a public sector organization, it has encountered numerous obstacles. These
impediments also aggravate by researchers’ point of view in stressing merely to private sectors rather than mutually
emphasizing them (Kureshi, 2011).

Criticisms are a comment to the current intellectual writings on the performance management instruments.
However, one of a study conducted by Bedford, (Brown, Malmi, and Sivabalan 2008) argued that recent
researchers attention are only stressed on the utilization of the performance management tool, especially BSC
rather than considering the advantages of how it practically makes a variation in performance outcome. Thus, it
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aims at bridging the shortage of empirical review.

Since the BSC innovation, a lot of scholars have been said about its development, nothing is done about the
next stage. So to fill this gap, (Bento and White2010) conduct an exploratory study in the company of empirical
model with the ambition of clarifying the major features of strategic performance management tools as well as
their impact on organizational performance. In so doing, they classify the stages into three parts. The First stage is
‘how to’, the second stage is ‘what else’ and the third stage is ‘so what’. Then at the end of the day, they come up
with a considerable impact on the organizational personnel management system and firms output too.

Know days in developing countries, both management and information systems are transforming from
traditional to modernization system. But there are still scare professional kinds of literature on performance
management implementation. Whereas, Balanced Scorecard trends slowly changes this scenario (Waal, 2007).

Public enterprises in Ethiopia impressed by the benefits of Balanced Scorecard, to this effect they always
participate in performance review meetings and try to improve their a communication system through the internet
and the government also tries to enhance the improvement of the performance critically (Tessema, 2005 as cited
in Waal, 2007).

2.3.1 The Gap in the Literature Concerning BSC

With the intention of efficiency and effectiveness, both private and public sectors are adopted a balanced scorecard
system. To this effect, several impressive results several and critical obstacles are recognized in implementing
Balance Scorecard. Because of the recent adoption of BSC in public sectors of Ethiopia, a few types of research
are undertaken. Some of them are conducted by Adebabay (2011), Tilaye (2010) and Tamiru (2013). Thus still
there are empirical gaps in the scheme.

2.4. Conceptual Framework
Ministry of capacity building gives directions to implement the balanced scorecard in Ethiopian management
institute in 2010 E.C. The principal reason for applying BSC in EMI was to manage the process of Transformation
taking place in the institute which is to transform systems, structures, and human resources so as to become a real
capacity in transforming the civil service and other organizations. Starting from that time the institute introduced
the system using the guideline prepared by the balanced scorecard institute which indicates BSC implementation
as strategic planning and management tools.

Balanced scorecard implementation in EMI has some achievements and also some encountered challenges.

The BSC implementation in EMI generated the following achievements
There is alignment among institutional, work unit and employees plan
The employees participated in strategy development which in turn helps to develop the ownership level
of employees
The monitoring and support activates are strengthened
BSC implementation improves the commitment of top executives
BSC implementation introduces a performance-related pay system for the first time
The challenges that the Institute experiences in implementing BSC are identified as follows
Lack of interface between work unit, objectives, and performance measures
A Difference of understanding on BSC by employees and heads of the Institute
Deficiency in evaluating the performance of the units and individuals using tangible at hand means
subjectively
Misunderstanding on the purpose of evaluation, attaching only with reward by forgetting the development
aspects (Leul W., 2010 E.C)
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2.5 Performance Measurement

According to Rohm et al. (2013), the performance measure is the indicators of progress toward a desirable outcome.
“Performance measures are standards used to evaluate and communicate performance against expected results"
(Niven, 2006).Measurements are used to report and improve performance, make better decisions, implement
strategy and operate the organization. Due to this performance measure must ensure that the right things are being
tracked and the right behaviors incentivized (Rohm, et al., 2013).

“All performance measures are not created equally. Effective metrics provide direction, align employees, ensure
accountability, improve decision making, and serve as a basis for resource allocation decisions” (Niven, 2014).
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Figure 2.5 Conceptual Framework

Source: Self-extracted

CHAPTER THREE

RESEARCH DESIGN AND METHODOLOGY

Introduction

This part of the study deals with the research design and methods of the study. It includes the research method,
research approach, data type and source, data collection method, target population, inspecting procedures, and
sample size, reliability test, methods of data analysis of the study.

3.1 Research Method
The research design that was applied to this study was a descriptive research design. In order to develop a snapshot
of particular situation, descriptive research was used. It involves large samples which are used to give a description
of an event or define attitude, options or behaviors that are measured or observed in a particular environment
(Mcnabb, 2002).

The most distinguishing feature of this methodology was that the researcher had no control over the variables.
Since the objective of the study is to uncover balanced scorecard implementation and its possible challenges at
GCAB, the descriptive design was most appropriate (C.r. Kothari 2004).

3.2 Research Approach
The purpose of quantitative research was inferential approach so as to form a database from those in order to infer
characteristics of the population. That means often research survey was used sample from a population in order
to conduct scientific research by questioning as well as observing to draw a conclusion the characteristics of the
population from the sample (C.r Kothari, 2004).

Quantitative research has its own strength. Its main strengths are that it generates precise, numerical data from
large survey sizes. Furthermore, the findings are reliable and can be generalized and replicated to many populations
(Maxwell and Delaney, 2004).

3.3 Data Type and source

The study will make use of mainly through both primary and secondary data in its construction. Essential
information was collected through a survey method by using standard questionnaires that were arranged in 5-point
Likert‘s scale. The secondary sources of data for the study include published books, journals, articles and relevant
documents (documents related to the study) have also been extensively reviewed as references.

3.4 Data Collection Methods

3.4.1 Structured Survey Questionnaire

“A structured questionnaire arranged in standardized 5-point Likert‘s scale was chosen because of the strengths of
this method. A structured questionnaire allows all the participants to respond to the same questions, as participants
are offered the same options on each statement and it provides an efficient way of collecting responses from a
large sample*“(Anol, 2012).

The “Closed-ended questionnaire also provides confidentiality to the respondents to enable them to complete
the questionnaire honestly; and its use also tends to increase the response rate” (Khomba, 2011). That is why the
researcher chooses a Likert scale survey questionnaire as the main instrument to gather quantitative data for this
study.

The study targeted to management member and non- managements in GCAB, with the focus on measurement,
Practice, and Challenges in Balanced scorecard implementation in the Bureau, It was necessary to tailor the
questionnaire to make it as user-friendly as possible. In order to so, the researcher prepared statements and interval
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settings based on the Likert- style rating scales to which the participants (Management/Non-managements) had to
respond (with the rankings signifying the degree of agreement, ranging from a scale of —1I referring to — strongly
Disagree | to a scale of —S5I referring to — Strongly Agree | on a five-point rating scale).

The main steps that were followed when formulating the questionnaire included the identification and
generation of perspectives surrounding the intended thematic area, review of similar questionnaires that were used
in prior surveys. All these culminated in the formulation of 19 questions that represent the main areas of the study.

3.5 Population, Sampling Techniques and sample size
3.5.1 Population of the Study
The target for the survey questionnaire includes management members and non-management who have worked
for or more than a year in the GCAB was included in the pool as recently recruited employees may not have deep
knowledge of the benefits and root causes of impact of BSC implementation in the Bureau. Therefore, the number
of permanent workers in each department is summarized in the table below.

Table 3.1 Total Population Each Department

No Department Malee Female Total
1 Management members 4 3 7
2 BSC implementation team 4 1 5
3 Information communication Directorate

Electronics media Team 15 5 20

Press media Team 12 6 18

Web site Team 7 3 10
4 Information Centers Empowerment and Development Directorate

Event creation Team 9 9 18

Research and Training Team 8 7 15
5 Human Resource Management Department 4 2 6
6 Budget and finance Department 3 5 8

Total 107

Source: Summarized from all Department. GCAB HRM, November, 2018

3.5.2 Sampling Technique and Sample Size

In selecting the research subjects, stratified random sampling will be used. Because Stratified random sampling
helps for a population from which a sample is to be drawn does not constitute a homogeneous group, a stratified
sampling techniques is generally applied in order to obtain a representative sample.” The rationale for applying
the simple random sampling was aimed to have an equal probability of selection for the entire population.’’ (Anol,
2012).

The study population will staff who work in the Government Communication Affairs Bureau on a permanent
basis who is around 107 in number. Krejcie and Morgan’s (1970) published a formula for an efficient method of
determining a representative sample size of a given population using the following formula. Thus, in the present
study, the sample size was determined by using this formula.

x*(Np(1 - P)
*TDZ(N-1) + x2P(1-P)

Where:
S = required sample size
X2 = the table value of 95% confidence interval
P = the population proportion (assumed to be 0.5 for it provides the maximum sample size)
D = the degree of accuracy expressed as a proportion (0.05)
N = the population size
Hence, in this study

X2=196 N=107

D2=0.05 P=0.5

(1.96)2(107)(0.5)(1 — 0.5)
©0.052(107 — 1) + (1.96)2 (0.5) (1 — 05)
(3.8416)(53.3)(0.5)
~0.0025(106) + (3.8416) (0.5) (0.5)

10276
$ = 12254
s =83.85

Therefore, the result of the equation was 83.85 and approximately 84 representative samples were taken from 107
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population size for the questionnaire survey.
Table 3.2 The Distribution of Department, Total Population and Sample Size

Population Calculation Sample
No Variable Size Size

1 | Management members 7 (7/107)84 6
2 | BSC implementation team 5 (5/107) 84 4
3 | Information communication Directorate

Electronics media Team 20 (20/107) 84 16

Press media Team 18 (18/107) 84 14

Web site Team 10 (10/107) 84 8
4 | Information Centers Empowerment and Development

Directorate

Event creation Team 18 (18/107) 84 14

Research and Training Team 15 (15/107) 84 11
5 | Human Resource Department 6 (6/107) 84 5
6 | Budget and finance Department 8 (8/107) 84 6

Total 107 84
3.6 Reliability Test

For this examination, in order to measure or evaluate the internal consistency of variables Cronbach's alpha was
utilized. Attach to that Cronbach's alpha was reliability coefficient which is used to measure the consistency of the
variables of scale that represents a number of ranges from 0 and 1 were noted by Zikmund et al., (2010) from the
above measurement the scales the generally accepted rule tamp was of 0.7 which indicates fair reliability.

In this case, the researcher was applying Cronbach’s alpha that gets the range of greater than 0.7. That means
it is accepted as shown in table 3.6.2 the reliability test runs for the questionnaire of the study showed Cronbach‘s
alpha of 0.89, 0.76, 0.87 and 0.85 for BSC implementation, BSC for strategy execution & communication tool,
Performance measurement schedule analysis and challenges of BSC implementation in GCAB respectively
indicating an acceptable internal consistency.

Table 3.3 Cronbach’s Alpha Coefficient

. . Cronbach’s Alpha
Questionnaire category coefficien tp No. of Items
Balance scorecard implementation .891 8
BSC for strategy execution & communication tool .769 3
Performance measurement schedule analysis 871 3
Challenges of BSC implementation in GCAB .857 5

Source: SPSS

3.7 Method of Analysis
The researcher will analyze the data gathered through close-ended questionnaires with the aid of SPSS (Statistical
Package for Social Science) version (20) which consists of descriptive statistics in terms of mean, median, mode
standard deviation.

In addition, the findings of the study are categorized and presented under thematic areas and analyzed using
different descriptive statistical tools such as graphs, pie charts, tables and percentages accompanied by supporting
qualitative information. Software Package for Social Sciences (SPSS) was applied in analyzing the data.

3.8 Ethical Considerations
In conducting the research, the following ethical considerations were taken into account
» Respondents were informed fully about the purpose, methods, and uses of the research, what their
participation in the research entails and what risks, if any, are involved.
» The confidentiality of information supplied and the anonymity of respondents is respected.
» The independence of research will “be clear and any conflict of interest otherwise partiality” will be
explicit. /Source: principles-to-guide-research-ethics-in-the-social-sciences/

CHAPTER FOUR

DATA PRESENTATION, ANALYSIS AND INTERPRETATION

Introduction

In this study was conducted in the head office of the Government Communication Affairs Bureau in assessing the
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practicalities and challenges of balanced scorecard implementation. The Analysis was conducted using data are
collected from primary and secondary sources. For the analysis, the workers are categorized with five demographic
variables; gender, age, educational level, experience in Communication Affairs Bureau, years of service on the
current position.

4.1 Results of Demographic Question
In this study, 84 questionnaires were distributed to the respondents and 82 questionnaires were returned which
consists of 98% of the total. Two of the respondents (2%) failed to return the questionnaires.

The data collected through questionnaires are presented below with the help of a pie chart, bar chart, and
tables. This chapter deals with the respondent’s demographic profile, educational background and work experience
in Bureau. As well as respondents opinion on the existing performance evaluation system using a balanced
scorecard is presented. Respondent’s level of agreement on four barriers of balanced scorecard implementation
and lastly major achievements balanced scorecard implementation on perspectives are presented as follows:-

Questionnaires Distributed and Collected

M Distributed M Collected

o o
& &
()
rad
@’b
Q}Q’

4.2 Profile of respondents

4.2.1 Gender

The respondents were asked to mention their gender in the questionnaire. Accordingly, the respondents in the
study were found to be male-dominated (more than 61%) (N=50), and 39% (N=32) respondents were found to be
female as the result shows in Figure 4.1

m Male

M Female

Figure 4.1 Gender Proportion of the Respondent
4.2.2 Age
The respondents were asked to mention their gender in the questionnaire. Concerning the age of the respondents
most of them 56 %, fall under the range 26-35 years, 23% between 36-45 years, 10 %, between 20-25 years, 7 %
between 46-55 years and the remaining 4 % aged more than 56 years.
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7% 4%  10%

m20-25
m26-35
m36-45
m46-55

m 56- above

Figure 4.2 Age Proportion of the Respondent
4.2.3 Academic Qualification
The respondents were similarly asked to state their academic qualification. As the result shown in Figure 4.2.3,
8.50% of the respondents have a masters degree (postgraduate), 80.50 % BA/BSC degree (first degree) and 11 %
of respondents have Diploma or certificates. The majority of the participants in the study are proficient individuals
who have already accomplished different levels of education. The respondents are accomplished who are accepted
to be capable and familiar with practice issues related to BSC.

® Diploma or certificates ® BA/BSC Degree = Master’s

99, 11%

Figure 4.3 Academic Qualifications of Respondents
4.2.4 Overall Work Experience
When we see the years those respondents work experience in their job. As the result shows in
Figure 4.4 around 44 % are working 1 up 5 years, 30 % are working for 6-10 years, 26% are
working for above 10 years. From this one can conclude that more than 80 % of respondents are worked in their
activity for over 2 years. The respondents are all around experienced and it's accepted to ponder BSC structure
progressively over expertly.

EluptoS ®6uptol10 m Above 10 years

Figure 4.4 over all Work Experience
4.2.5. Organizational Positions of Respondents
At last, the respondents were asked to show their hierarchical position in the organization. Figure 4.5, reveals that
7% of the respondents are from the management members and the remaining 93% are non administration of the
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Bureau.

H management

H non-mangment

Figure 4.5 Organizational Position of Respondent

Table 4.1 Summai of Profiles of Resiondents

Gender Male 107 50 61%
Female 107 32 39%
20-25 107 8 10 %
Age 26-35 107 46 56 %
36-45 107 19 23 %
46-55 107 6 7%
56- above 107 3 4%
Highest academic Diploma or certificates 107 9 11%
qualification BA/BSC Degree 107 66 80.5%
Master’s Degree 107 7 8.5%
Work Experiences 1-5 107 36 44 %
6-10 107 25 30.5%
Above 10 years 107 21 26 %
Organizational Management members 107 6 7%
position Non - Management 107 76 93%

Source: own analysis

To sum up an analysis of the profile of respondents, the findings of the study presented in Table 4.1 revealed
that more than 61% of respondents were found to be males, while the females only accounted for 39 % of the study
subjects. This implies the respondents in the study were found to be male-dominated. The majority of the
participants in the study are proficient individuals who have already accomplished different levels of education.
Out of the total respondents, 80.50 % of them graduated from a university or college and already earned
undergraduate degrees, 8.50 % received post-graduate degrees and the remaining 11% received a diploma. Based
on these findings of the study, one can deduce that the respondents are knowledgeable who are accepted to think
about issues related BSC framework.

With regard to overall work experience from the total respondents around 56.1% has to be employed for a
period of more than 6 years. Finally with regard to organizational position findings of study presented in Table 4.5
revealed that more than 93% of the respondents were found to be non- management/employees, while the middle
management only accounted for 7% of the study.

4.2 Analysis of the variables

In response to the examination questions, four factors that refer to the critical components of namely BSC
implementation, BSC for strategy execution & communication tool, Performance measurement schedule analysis
and challenges of BSC implementation in GCAB respectively were taken to structure the poll and dissect the
reaction. These factors are among the significant achievement factors for compelling execution of the balanced
scorecard. Hence, frequencies, percentages including proportions of focal inclination (the mean score method)
were employed to examine the varieties inside the survey things.

For every variable, the researcher has figured out how to structure six to eight inquiries which expected to be
better representing to the variable. Subsequent to embeddings the crude Likert scale data to SPSS 20, the reactions
were examined and outlined by taking the mean score acquired under each inquiry to arrive the expressed
variable.(BSC implementation, strategy execution & communication cascading, Performance measurement and
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challenges of BSC) , Hereunder are the questions under each variable and the analysis of the summarized responses
for the questions.

4.2.1. Organizational Readiness for BSC implementation

As per its maker, the “balanced-scorecard is built up by a procedure that assembles accord and lucidity about how
to make an interpretation of the system into operational goals and measures. This implies the scorecard speaks to
the aggregate learning of the directors of the organizations. The scorecard venture isn’t an activity to improve an
estimation framework but instead, to make changes in the manner the organization sees and oversees itself”.
(Norton,1992). Balance-scorecard to display an approach to deliberately quantify the arrangement of a company’s
human information and organizational capital-we call planed read availability without which even as well as cannot
be expected succeed (Kaplan and Norton, 2004).

Thus, the organization tries to link performance management programs with its strategic goals and tactical
objectives that scale up the concept of Balanced Scorecard. Therefore, exercising the technique becomes so
difficult when critical care/ organizational readiness is not taken by everybody in the organizational community.
BSC planning and implementation process is evaluation. The evaluation is expected to be conducted at individual,
process and organizational level. Although the attempt to institutionalize evaluation system showed promising
outcomes, the outcomes were not sufficient to bring significant change at different levels.

Accordingly, as table 4.2 shows, a minimum mean score of 2.90 (less than mean score of three) on the
sufficiency of measures to represent each objective at the organizational level and the maximum mean score of
3.46 (greater than mean score of three) on designing frequency of data collection were registered. In this variable
apart from "managers and employees are involved in the implementation which scored mean score of (2.90 )
respectively, the remaining performance measurement items of the balanced scorecard in this variable has been
encouragingly representing the measurement of concurrence with a mean score of (3.21) and above.

Table 4.2 Summery on the BSC implementation

1. Strongly Disagree (SD) 3. Neutral (V) 5. Strongly Agree (SA)
2. Disagree (D) 4. Agree (A)
Item Mean
SD D N A SA | score
L Your organization implements n 82 3 8 11 43 17
Balanced Scorecard (BSC)? % | 100 | 3.7 9.8 134 | 524 | 207 | 3.46
II. You have good understanding on | n 82 7 10 20 29 16
the Balanced Scorecard concept % | 100 8.5 122 | 244 | 354 19.5 | 3.45
I11. Your organization Strategic goals | n 82 6 12 21 29 14

are properly represented in| % | 100| 73 | 146 | 256 | 354 | 17.1 3.40
Balanced Scorecard
Iv. Are Strategic goals of the| n 82 7 11 24 25 15
organization and performance | % | 100 | 8.5 | 134 | 29.3 | 30.5 | 183 | 3.36
indicators of BSC are connected

V. Have you Balanced Scorecard | n 82 3 13 22 31 13
implementation plan in written | % | 100 | 3.7 | 159 | 26.8 | 37.9 | 159 | 3.46
from

VI leadership is committed to | n 82 10 21 22 25 4
successful implementation of BSC | % | 100 | 12.2 | 25.6 | 26.8 | 30.5 4.9 2.90

VIIL. Is there are some tasks that | n 82 5 14 29 26 8

employees do that are not linked to | % | 100 | 6.1 17.1 | 354 | 31.7 9.8 3.21
indicators and strategic goals
VIII. Each key performance indicators | n 82 3 13 26 30 10
of Balanced Scorecard that| % | 100 | 3.7 | 15.7 | 31.7 | 36.6 | 122 | 3.37
align with employee activities and
responsibility are cascaded
monthly to measure the value
Aggregate mean score 3.32
Source: Research Data (SPSS)

As shown under (Item-I), more than half of the respondents 73.2% agreed or strongly agreed, 13.4% remained
neutral & the rest 13.4% disagreed or strongly disagreed on the organization implements Balanced Scorecard in
the GCAB. Thus, we can implement a Balanced Scorecard in the bureau high.

Under (Item-II), 55% of respondents strongly agreed or agreed, 24% had doubts neutral and the rest 21%
disagreed or strongly disagreed. They have a good understanding of the Balanced Scorecard concept. Hence, it
can be drawn that there exists a gap in the bureau in understanding the Balanced Scorecard concept results or some
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partiality in doing so.

Concerning Strategic goals are properly represented in Balanced Scorecard with the bureau strategy, as
depicted under (Item-III), more than half of the respondents 52% agreed or strongly agreed, 26% remained neutral,
and 22% of them disagreed or strongly disagreed. This means, the bureau‘s effort to Strategic goals are properly
represented in Balanced Scorecard is in a good condition. However, it is apparent that more effort is required to
fully align the activities, as 48% of the respondents ‘opinion reveals they are doubts neutral or disagree with the
statement.

Under (Item-IV), majority (51%) of the respondents had reservation and the rest 49% agreed or strongly
agreed on the level of the Strategic goals of the organization and performance indicators of BSC are connected
which revealed that the commitment level of management of GCAB in maintaining focus on both lag and lead
indicates.

Regarding the level of Balanced Scorecard implementation plan in writing form (Item-V) more than half of
the respondents, 54 % agreed or strongly agreed 19% remained neutral and 27% of them disagreed or strongly
disagreed.

Under (Item-VI), level of commitment of GCAB*s leadership for successful implementation of BSC in the
bureau 29 % agreed or strongly agreed, 27 % remained neutral, and 38 % disagreed or strongly disagreed. From
this data, it can be concluded that the involvement and commitment of GCAB‘s leadership in implementing the
BSC successfully are low and below expectation.

Concerning some tasks that employees do that are not linked to indicators and strategic goals as shown in
(Item-VII), 42 % agreed or strongly agreed, 35 % remained neutral, and 23 % disagreed or strongly disagreed.
That means more than half of the respondents agreed not linked to BSC indicators and strategic goals.

As it can be seen from (Item-VIII), key performance indicators of Balanced Scorecard that
align with employee activities and responsibility are cascaded monthly to measure the value 49 % of respondents
agreed or strongly agreed, 32 % remained neutral, and 19 % disagreed or strongly disagreed. Key performance
indicators of Balanced Scorecard that align with employee activities and responsibility are cascaded monthly to
measure the value.

4.2.2. BSC for strategy execution & communication tool

According to Kaplan and Norton (2001), to be effective, the BSC must be completely used at all dimensions in the
organization, and the BSC must almost certainly make methodology "everybody's regular occupation". This
mission can be accomplished through the communication and learning process; utilizing the correct procedure of
building up personal and team objectives; and right linkages between performance, motivations and reward system.
Table 4.3 Responses’ of the Employees on BSC for Strategy Execution & Communication Tool

1. Strongly Disagree (SD) 3. Neutral (V) 5. Strongly Agree (SA)
2. Disagree (D) 4. Agree (4)
Item Mean
SD D N A SA score
I. | In my opinion the strategies are | n [ 82 6 6 20 40 7

implemented in actionable ways to | % | 100 | 7.3 11 24.4 48.8 8.5 3.40
achieve GCAB long term vision.
II. | My institution  strategy of | n | 82 3 16 13 36 14
communication is primarily | % | 100 | 3.7 19.5 15.9 439 17.1 3.51
interactive ( two way)
III. | I have clear line of sight among my | n 82 8 18 26 22 8

responsibilities % | 100 | 9.8 22 31.7 | 2638 9.8 3.04
,accountability & goals

Aggregate mean score 3.31
Source: Research Data (SPSS)

The study result showed that the arithmetic means responses’ of the employees on the overall situation of the
bureau strategy execution & communication tool considered in this study. The result shows the average means
value of their response was 3.04 and 3.51 respectively which indicates that the majority of the respondents were
positive replied on the implementation of strategies in an actionable way to achieve GCAB long term vision. The
existence of two ways communication in the bureau, the majority of the respondents were disagreed their
institution facilitate interactive two way of communication The table result shows the arithmetic mean and value
of the respondents’ believe on their level of understanding on the responsibilities, accountability & goals in the
bureau achievements were 3.51 respectively.
4.2.3. Performance measurement schedule analysis
The balanced scorecard translates an organization’s mission and strategy into a comprehensive set of performance
measures that provides the framework for strategic measurement and system. The balanced scorecard retains an
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emphasis on achieving financial objectives but also includes the performance drivers of these financial objectives,
the scorecard measures organizational performance across four perspectives; financial customers, internal business
and growth (David P., 1996).
Table 4.4 Responses’ of the employees on Performance measurement schedule analysis

1. Strongly Disagree (SD) 3. Neutral (V) 5. Strongly Agree (SA)

2. Disagree (D) 4.Agree (4)
Item Mean
SD D N A | SA | score
I. | The measurement system  adequately | n | 82 7 19 25 25 6
corresponds to change implementation plan | % | 100 | 8.5 | 23.3 | 30.5 | 30.5 | 7.3 | 3.04
under BSC
II. | BSC measures of performance are directly | n | 82 6 15 19 32 10
linked to the strategic objective of your | % | 100 | 7.3 | 18.3 | 23.2 | 39.0 | 12.2 | 3.30
organization
III. | In the process of implementing BCS there is | n | 82 10 15 25 25 7
fertile ground that employees take part in | % | 100 | 12.2 | 18.3 | 30.5 | 30.5 | 8.5 | 3.04
defining the way their job will be measured

Aggregate mean score 3.12

As shown under (Item-I), 38 % the respondents agreed or strongly, 30 % remained neutral & the rest 32 %
disagreed or strongly disagreed or measurement system adequately corresponds to change implementation plan
under BSC in the GCAB. As above 50% of the respondents ‘opinion reveals they are doubts neutral or disagree
with the statement.

Under (Item-II), BSC measures of performance are directly linked to the strategic are objective of the
organization the respondents worked on 51% of respondents strongly agreed or agreed, 23% had doubts neutral
and the rest 26% disagreed or strongly disagreed.49 % said the measures of performance are not directly linked to
the strategic objective of their organization.

Concerning on employees’ involvement in defining the way their job will be measured during BSC
implementation, as depicted under (Item-III), the result shows of the respondents 39.02% agreed or strongly
agreed, 30.49% remained neutral, and 30.49% of them disagreed or strongly disagreed. This means, Almost more
than half of the entire respondents were indifferent whether employees involve or not.

Bsc implementing there is fertile ground
30

25

20

15

10

Strongly Disagree Neutral Agree Strongly agree
Disagree

Source: own survey, 2019
4.2.4. Major Challenges of BSC Implementation GCAB
According to Kaplan and Norton (2007), BSC Implementation challenges are rooted in either poor design of the
balanced scorecard or poor organization process. Poor design of the tool includes, failure to achieve balanced
between the lagging and leading indicators and poor organization process includes inadequate BSC training,
limited leadership involvement, minimum involvement middle and lower level stuff, inadequate or limited
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information technology support, poor planning, and non effective project teams.

These findings were then summarized and provided to respondents with a questionnaire along with other
questions. The following table presents the major challenges prioritized/ranked from the most to the least serious
in impeding the implementation process.

Table 4.5 Respondents’ rankings of major Challenges of BSC implementation in GCAB

A4
5

No Factors/Challenges Frequency % |

1 |Lack of commitment, sense of ownership and less attention to 35 43 1
customers‘ and employees‘ needs and expectations by management|
members

2 |Lack of empowerment, motivation, synergy, dedication etc. 20 24 2

3 |Poor work system & culture backed by bureaucratic & delayed decision| 12 15 3
making, etc.

4  [Lack of civil service mentality, accountability, and resistance by non 8 10 4
management staff

5  |Poor office infrastructure and shortage of resources 7 8 5

Total 82 100

Source: Research Data (SPSS)

As depicted in the table above, respondents have ranked the most serious challenges and impedimental factors
for the fruitful execution of BSC in the bureau in accordance with their severity. Accordingly, it can be inferred
that the gap in performance or the challenges related to BSC implementation on GCAB was mainly due to lack of
commitment, felling of ownership and low level of response and focus by the bureau ‘s management to its internal
and external stakeholders‘ concerns and expectations (ranked the most serious by 43% of respondents). The next
top two most critical challenges include Lack of empowerment and motivation, poor office layout and poor work
system & culture backed by (bureaucratic & delayed decision making) followed by resistance, lack of
responsibility and accountability by non-management members, which can be the result of lack of close follow-
up, supervision and monitory of the implementation process of BSC in the bureau.

In general, it can be inferred that weaknesses in management, lack of initiation among employees, poor
motivating and innovative work environment and culture, weak effort to transform working conditions etc have
adversely affected and contributed for the low-level success of the targets and the usage procedure of BSC in
GCAB.

CHAPTER FIVE

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS

Introduction

In this chapter, the conclusion, and recommendation of the study are presented. The aim of this section is to review
the problem of the study and conclude the result by regards to the objectives of the study. A Recommendation that
focuses on how the problem identified could be addressed is also included in this chapter. Finally, the study was
end up with the limitations of the research area and the importance of further studies suggested in this chapter.

5.1 Summary
In this paper, an attempt was made to examine the impact of BSC on the performance of public organization,
particularly at Government Communication Affairs Bureau.

The concept of Performance measurement, balanced scorecard and its four perspectives, features/principles,
prospects, challenges, etc were also discussed with the help theoretical assertions and supported by empirical
evidence.

A Standardized questionnaire with 19 questions organized in three themes in the five-point Likert scale was
prepared and distributed to 82 respondents of the Bureau. While taking proportional stratified sampling to select
respondents who are management and non-management employees implemented the balanced scorecard. Of the
total 84 questionnaires, it was managed to collect 82 of them, i.e. a 98 % response rate.

Accordingly, the analysis was conducted by taking each variable. Each variable has three to eight questions
that are suitably designed to measure the status of the variable and subsequently the survey analysis was made.
The data were analyzed with the aid of descriptive statistics (percentage), mean and standard deviation. Based on
the discussion of the data, the following summaries of findings are drawn: Based on the analysis, it has been
managed to summarize the following findings:
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5.2 Major Finding

The major strengths of communication affairs bureau in a majority of respondents (73%) perceived that the
implementation of Balanced Scorecard in the bureau high. And table 4.3 shows the overall situation of the bureau
strategy execution & communication tool line is well defined it means communication is the key point of
implantation of the balanced scorecard.

Different guidelines and manuals have been prepared and are used in the area of balanced scorecard
implementation. The majority of the respondents stated that the balanced scorecard was a very helpful instrument
supporting a strategy-focusing process and it even helped them to build up a performance measurement system.

BSC implementation is leadership and the manager’s commitment. Artley et al, (2001) stated that without
strong leadership a program won’t succeed leadership must be dedicated to the program all the time. This indicated
that commitment is very important in managing institutional achievement. Concerning this, the findings showed
that Table 4.2 29 % the only believe the GCAB leaders are committed. More than half of the respondents the
involvement and commitment of GCAB‘s leadership in implementing the BSC successfully are very low.

Basically, successful implementation of BSC requires adequate participation of management body,
employees and customers. Participation of each and every employee in plan participation is quite essential to bring
about agreement on balanced scorecard targets at the preparation stage. As we have seen in the literature review,
the participation of employees in setting own goals, targets and measures motivate them to improve their
performances. Individual contribute their share less unless involved in planning what their organization desire to
achieve. Empirical studies have shown that performance of employees participated in setting goal processes was
much higher than their peers who did not participate in the planning process. (latham, Borgogni and petita, 2008).
Concerning this, the findings showed that the participation of employees in the design and in the implementation
process was low.

Concerning the level of the implementation of BSC, the study indicated that BSC was fully not implemented
at all directorate level. However, in an individual level, it was at near the beginning stage and it had also some
challenges in the cascading process of measurements and activates.

Majority of the respondents stated that the training on BSC was very low. Moreover, the outcome of
questionnaires showed that the training on BSC was inadequate. Hence, it is important that employees are induced
in training programs to increase their understanding of BSC.

Regarding the cascading process of the bureau, plans were not properly cascaded to the unit and individual
employees. If an organization is implementing BSC as a performance management instrument, spiritual and
cascading the corporate office/organizational level target plans to units and employees within it is a requirement
(Kaplan & Norton, 2006; Niven 2002). Cascading is a mechanism that informs units and individuals what is
expected of them, whereas its alignment with corporate scorecard and strategy was good. Also, the information
obtained from the questionnaires showed as Table 4.2 shows only 42 % and 49 % of respondents have responded
organizational strategic goals, not link to cascading were cascade to units and individual employees respectively.
This indicates a serious limitation of the performance management system of the study organization. Though this
is the central point of performance management in any organization, the results of this study indicate individual
employees were not clear with their role and their action were not aligned to the organizational goals.

5.3 Conclusion

For the institution to provide standard service, to be selective and to be competent, they should have passed many
complicated and conditions. The design and preparation of stages of the reforms generally encouraging and up to
standard with some irregularities and technical pitfalls especially in the BSC implementation and document
preparation.

The result of this study, Balanced Scorecard can be effectively implemented by undertaking different
activities such as having strategic objectives that can be measured through BSC, providing awareness creation
training to employees, providing feedback mechanisms and monitoring of activities. This will help organizations
to be successful in meeting and strategies through helping employees to have a clear understanding of what is to
be achieved.

Though the 6 construction stages of BSC were done more or less appropriately, its implementation stages
(cascading, automation and evaluation) were with gaps. This includes poor spiritual cascading, the inexistent of
pocket cascading, the irregularities in cascading periodic plans to employees or giving regular feedbacks, and
systems were not well automated. The evaluation of periodic reports of most departments was not BSC based as
the reports usually lacks expressing performance in a single figure. The fact that the individual cascading formats
reports lack of quality dimension to measure the cascaded activity primarily contributed to the mismatch between
the employees and organizational evaluation results.

Employees’ perception of the impacts brought by the reform programs was mainly mixed with less clear
pattern. Though employees were inclined to the positive impacts in improving participation, collaborative work
sprit, capability and performance, most of them were its impact in changing their personal life like promotion and
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salary increment. But one should note that salary issue than an organization’s affair in current context of the
country.

BSC was reported to enhance the planning, reporting, and evaluation culture, enable every employee to
clearly know the daily tasks, and boosted the alignment of daily exercises with the organizational strategies, vision,
and mission.

The study indicates that the commitment of the management in critical condition to implement the Balanced
Score Card completely, so in this regard the management shall correct the drawback and give strong direction.

There are a number of a staff member who has no full awareness and who have some awareness about
balanced scorecards so in this regard to achieve the office vision and pan it is decisive to facilitate for creating full
awareness of the staff member.

5.4 Recommendations

Based on the major findings and conclusions reached by this study, the following recommendations have been
forwarded. In this regard to make institutional change practical the management shall focus on identifying Key
issues and work hard on the following issues.

» The bureau of Management’s should be primarily engaged in strategic issues rather than the unplanned
ones. Frequent meetings of officials and employees have to be reduced and managed properly to save
time for better service provision. Management at each level in the institution shall improve the gap in
commitment, skill, and leadership quality and make research and studies to be carried out for the
implementation of new and related systems.

» In order to implement balanced scorecard, there shall be positive competition among the staff member.
A clear guideline should be developed and made clear for employees to implement pocket cascading, In
this regard there is a vast gap so if this is not implemented it shall have a negative influence on the staff
of competency and efficiency, so attention shall be made.

» Reorganization for the value of one’s work is an important factor in public service sector retention
strategies. The bureau's management should use the BSC framework to align individual, team and process
level accomplishments to the reward system. This enables the bureau to establish a ground for competition
and best performance through motivation, recognition, and incentive.

» The bureau shall focus on identifying to set the appropriate measurement tools that can evaluate the
designed strategies result, goals and results that help to achieve the office vision.

» The implementation of change tools should not only be left for the management only it needs the
participation of all staff. In this regard, the balanced score implemented in the bureau has the problem of
implementing wit belief, integrity, and commitment. Besides, there are many staff member who has
capacity gaps in their capacity, therefore, the effective way shall be facilitated with the management.

» The studies have identified the main challenges for the implementation of balanced scorecard lack of
sense of ownership, Lack of awareness, lack of attention to full fill staff member interest, Lack of self-
development, limited participation, no efficient and effective decision, weak work culture, Conducive
working environment, and lack of inputs so by challenging this effort has to be made for making the
balanced score effective.

» The implementation of change tools specifically BPR and BSC should not only be left for the reform
coordinators. It should be embodied in the main structure and every department or head should follow up,
evaluate and support his subordinates about the reform implementations. This is the main mechanism
through which change tools are consistently implemented and getting assisted by them becomes a culture.

»  The Bureaus management’s should improve periodic and need-based recalibration of their structures with
full participation of implementers especially the lower level units who denied full participation in the first
phase of the BSC implementation.

» The BSC should be used as a tool to channel energies and abilities of individual performers, team and
process level operations through the establishment of motivating and creative work environment which
is pillar and foundation of effective implementation of BSC.

» The bureau has put in place properly designed and develop BSC manual which guides the entire process,
from cascading to feedback. However, the root causes for the challenges in implementing the BSC
originate from lack of follow-up and strict evaluation on a regular basis. Therefore, there should be a
sound mechanism in place in the bank to undertake such responsibilities.

» Mechanisms should be devised to enhance overall process and system automation in order to reduce the
paper works and delays in BSC implementation.

» Without creating awareness and understanding about the concepts and objectives of BSC, it will be
difficult both to the management and employees to internalize the concept and successfully accomplish
its desired objectives, Improving the awareness level of both existing and newly entrant staff members
through training and education by experts, consultants, and in collaboration with concerned institutions
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like Bureau of Civil Service to bridge the knowledge, attitude and skill gap.

» In The balanced scorecard system make the bureau to focus on the customer, the staff, strategies, and
output and help the development of the office internal and external so for the implementation of this high
commitment is required.

Finally, the bureau at different levels should periodically evaluate their status in implementing the reform

tools and resulting outcomes in achieving the organizational mission. In doing so, the missing elements should
continuously be improved so that the full impact of the reform can be realized and radical changed can be achieved.

5.5 Further research and policy implications

This is not without implications for further research. The scope of the study could be expanded to include other
public organizations. In the current study, data were collected only from Government Communication Affairs
Bureau management and employees. The results could be more informative if the views other similar organizations
were included and compared.

At last, the researcher would like to recommend future researchers to further study the challenges of the balanced
scorecard in research public organizations.
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APPENDICES
APPENDIX A
BEIJING NORMAL UNIVERISTY
EMERGING MARKET INSTITUTE

Researcher: ESAYAS DEBEL GELAN
Research Topic: - The Impact of Balanced Scorecard on performance of Public organization: The Case Dire
Dawa City of Government Communication Affairs Bureau:
Dear Respondents:-
I would like to express my earnest appreciation for your generous time, honest and prompt responses.
Objective:
This questionnaire is designed to collect data about the Balanced Score Card and Its relationship to Measurement
of Performance Public Sector in Dire Dawa. The information that you offer me with this questionnaire will be
used as a primary data in my case research for partial fulfillment of the requirements I am conducting for the
degree of Master’s of Business Administration in Management (MBA) at Beijing Normal University under the
Emerging Market Institute. Therefore, this research is to be evaluated in terms of its contribution to our
understanding of Balanced Score Card and Its relationship to Measurement Performance and its contribution to
improvements in the area. Any information you present will be kept quite confidential and will be used only for
academic purpose. Your cooperation and prompt response will be highly appreciated.
General Instructions

e There is no need of writing your name. or any identifying remark

e Put (\) for your choice in the appropriate box.
Section I: Participant Information

1. Gender: |:| Male |:| Female

2.  Which of the following age categories describes you?
(12025 [J2s3s [13s54s [ 4555 []55andabove
3. Educational Qualification:
|:| Diploma or certificates I:lBA/BSC Degree I:lMaster’s Degree
|:|Other (please state)
4. Work Experience (in years):
[[]1-5 []5-10 [ Above 10years
5. Your current position Management Iil

Non-Management

6. Your work Department

Section II: Questions related to Balanced Score Card Implementation and Its relationship to Measurement
Performance.

The following statements concern the Balanced Score Card practices of your organization. Please indicate the
extent of your agreement or disagreement with each statement by ticking (V) in the box corresponding to a number
from 1 to 5 that represents your level of agreement or disagreement. Thus, your answers to these questions will
enable the researcher to explore the effects of the Balanced Score Card on Measurement Performance in the Public
Sector.
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No. Question —_
o A
b ~ g
slslelS &
22| 7| 8 2
S8l &l &
% 2 2|8 =
@ @
1. | Balanced Scorecard implementation readiness
1 Your organization implements Balanced Scorecard (BSC)
2 You have good understanding on the Balanced Scorecard concept.
3 Your organization Strategic goals are properly represented in
Balanced Scorecard
4 Are Strategic goals of the organization and performance indicators
of BSC are connected?
5 Have you Balanced Scorecard implementation plan in written from
6 leadership is committed to successful implementation of BSC
7 Is there are some tasks that employees do that are not linked to
indicators and strategic goals?
8 Each key performance indicators of Balanced Scorecard that align
with employee activities and responsibility are cascaded monthly to
measure the value.
II. | BSC for strategy execution & communication tool
1 In my opinion the strategies are implemented in actionable ways to
achieve GCAB long term vision.
2 My institution strategy of communication is primarily interactive
(two way)
3 I have clear line of sight among my responsibilities
,accountability & goals
111. The performance measurement Schedule
1 The performance measurement system adequately
corresponds to the change implementation plan under BSC
2 BSC measures of performance are directly linked to the Strategic
Objective of your Company?
3 In the process of Implementing BSC, there is fertile ground
that employees take part in defining the way their job will be
measured.

Section III: Questions related to Balanced Scorecard Major Challenges of Implementation
The following statements concern the Balanced Score Card Major Challenges of Implementation of your
organization. Please indicate the extent of putting your rank with each statement in the box corresponding to a

number from 1 up to 5 that represents your level of agreement or disagreement.
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Iv. Major Challenges of BSC Implementation GCAB
Putting Your Rank
No Factors/Challenges luptoS
1 |Lack of empowerment, motivation, synergy, dedication etc.
2 [Poor office infrastructure and shortage of resources
3 |Poor work system & culture backed by bureaucratic and
Delayed decision making, etc.
4 |Lack of commitment, sense of ownership and less attention
to customers® and employees* needs and expectations by management
members
5 |Lack of civil service mentality, accountability, and resistance by non|
management staff
Thank you very much for the cooperation and understanding you have shown!!!
APPENDIX B
TABLE FOR APPROPRIATE SAMPLE SIZE FOR KNOWN POULATION
N S N S N S
10 10 220 140 1200 291
15 14 230 144 1300 297
25 24 250 152 1500 306
30 28 260 155 1600 310
35 32 270 159 1700 313
40 36 280 162 1 800 317
45 40 290 165 1900 320
50 44 300 169 2 000 322
55 48 320 175 2200 327
60 52 340 181 2 400 331
65 56 360 186 2 600 335
70 59 380 191 2 800 338
75 63 400 196 3000 341
80 66 420 201 3500 346
85 70 440 205 4 000 351
90 73 460 210 4 500 354
95 76 480 214 5000 357
100 80 500 217 6 000 361
110 86 550 226 7000 364
120 92 600 234 8000 367
130 97 650 242 9 000 368
140 103 700 248 10 000 370
150 108 750 254 15000 375
160 113 800 260 20 000 377
170 118 850 265 30 000 379
180 123 900 269 40 000 380
190 127 950 274 50 000 381
200 132 1000 278 75 000 382
210 136 1100 285 1 000 000 384

Source: Krejcie and Morgan (1970); N = Population size S = Recommended sample size
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APPENDIX C
Descriptive Statistics
Gender
Cumulative
Frequency Percent | Valid Percent Percent
male 50 61.0 61.0 61.0
Valid female 32 39.0 39.0 100.0
Total 82 100.0 100.0
Age
Cumulative
Frequency | Percent | Valid Percent Percent
20-25 8 9.8 9.8 9.8
26-35 46 56.1 56.1 65.9
. 36-45 19 23.2 23.2 89.0
Valid 46-55 6 7.3 7.3 96.3
55 and above 3 3.7 3.7 100.0
Total 82 100.0 100.0
Education
Cumulative
frequency percent Valid percent Percent
Diploma or
Ceftiﬁcates 9 11.0 11.0 11.0
Valid  Ba/Bsc Degree 66 80.5 80.5 91.5
Masters Degree 7 8.5 8.5 100.0
Total 82 100.0 100.0
Experience
Cumulative
Frequency Percent Valid Percent Percent
lupto5 36 43.9 43.9 439
Valid 6 up to 10 25 30.5 30.5 74.4
above 10 years 21 25.6 25.6 100.0
Total 82 100.0 100.0
Department
Cumulative
Frequency Percent Valid Percent Percent
BSC implementation t 4 4.9 4.9 4.9
Budget and finance 6 7.3 7.3 12.2
Electronics media Te 16 19.5 19.5 31.7
Event creation Team 14 17.1 17.1 48.8
Valid Human Resource Depar 4 4.9 4.9 53.7
Management members 6 7.3 7.3 61.0
Press media Team 14 17.1 17.1 78.0
Research and Trainin 10 12.2 12.2 90.2
Web site Team 8 9.8 9.8 100.0
Total 82 100.0 100.0

58



Public Policy and Administration Research Www.iiste.org
ISSN 2224-5731(Paper) ISSN 2225-0972(Online) g
Vol.10, No.4, 2020 IISTE

Mean and Standard Deviation each questionnaires

N Minimum [ Maximum Mean Std. Deviation
Question 1 82 1.00 5.00 3.7683 1.00981
Question 2 82 1.00 5.00 34512 1.18793
Question 3 82 1.00 5.00 3.4024 1.15320
Question 4 82 1.00 5.00 3.3659 1.18125
Question 5 82 1.00 5.00 3.4634 1.05638
Question 6 82 1.00 5.00 2.9024 1.11787
Question 7 82 1.00 5.00 3.2195 1.04260
Question 8 82 1.00 5.00 3.3780 1.01398
Question 9 82 1.00 5.00 3.4024 1.04065
Question 10 82 1.00 5.00 3.5122 1.10268
Question 11 82 1.00 5.00 3.0488 1.13205
Question 12 82 1.00 5.00 3.0488 1.08756
Question 13 82 1.00 5.00 3.3049 1.12972
Question 14 82 1.00 5.00 3.0488 1.15366
Question 15 82 1.00 5.00 3.2561 1.10901
Question 16 82 1.00 5.00 3.1341 96561
Question 17 82 1.00 5.00 3.2683 1.17640
Question 18 82 1.00 5.00 3.0854 1.11334
Question 19 82 1.00 5.00 3.2439 1.22284
Valid N (listwise) 82
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