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The Balanced Scorecard in a New Zealand Organisation:
Empirical Evidence of Change in their Performance Culture
Andries du Plessis* and Garikai Tachiwona **
The balanced scorecard, if used correctly by managers
could be used to transform low performing information
technology service teams into highly productive and
profitable units that meet customer service expectations.
Two research questions are answered: Was it the balanced
scorecard approach, that made a difference to employee
productivity and business performance of the unit, and if so
how? What management changes enhanced service
delivery improvements which resulted in a change in
customer satisfaction? An exploratory research was
executed covering three years of the balanced scorecard
implementation in a New Zealand Information Technology
Service Organisation interviewing managers, employees and
a customer director. Some findings are: a lack of process
and management leadership; communication was poor;
relationships between engineers, managers, Medicare and
NZIS were also tensed and distrustful. Recommendations
and conclusions form the last two sections.

1. Introduction
The provision of information technology services through outsourcing models provides
significant challenges to many organizations. Both suppliers and recipients of information
technology services always face the vexed question of how to deliver, or obtain, services that
exceed expectations, or, at the very least, adequately meet their requirements. Customers
usually see companies that over-promise in order to acquire an outsourcing contract, but
under-deliver thereafter, leaving both parties with a bad taste. As the economic climate has
become increasingly turbulent, businesses seek to keep ahead of the competition by working
faster and smarter; by raising productivity levels per employee while, at the same time,
increasing innovation and minimising costs ( Du Plessis, Douangphichit, & Dodd, 2016; Du
Plessis, 2015a; Chavan, 2009).
At the heart of the business are managers who must deliver required services to increasingly
demanding customers, through employees having differing levels of understanding,
personalities, backgrounds and abilities. Employment security is no longer guaranteed, and
loyalty from employees is no longer a given. Companies have always faced many challenges,
but at no other time have the business challenges become more pronounced, with rapid and
volatile change, as in the 21st century (Du Plessis, 2009; Jørgensen, Owen, & Neus, 2009).
For knowledge-based industries, of which information technology companies are part, it has
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become increasingly clear that the best way to maintain a sustained competitive advantage is
to develop and effectively deploy the knowledge-based resources they have to the advantage
and benefit of their customers (Grundy, 2006; Lee & Lee, 2007; Perez & Pablos,2003).
Managers face complex business environments in which there are many competing interests.
Working out how to make the best use of the intellectual capital they have at their disposal in
the form of existing productivity tools and employee knowledge to drive productivity can be a
major challenge for many of them. This research considers how the balanced scorecard can
be used to drive high workplace productivity in such an environment. The real name of the
organisation will not be revealed, due to confidentiality requirements and for the purposes of
this study the organisation will be referred to as NZIS.
The main problem is how to efficiently meet the ever-changing needs of customers while
keeping abreast with developments in technology, legislation and the economy. The main
question is: how can managers use the balanced scorecard to transform low performing
information technology service teams into highly productive and profitable units that meet
customer service expectations? Two more research questions are addressed in this paper:
Was it the balanced scorecard approach, that made a difference to employee productivity and
business performance of the unit, and if so how? What management changes enhanced
service delivery improvements which resulted in a change in customer satisfaction?
To understand the reasons why customer expectations could not be met as a result of stymied
team dynamics and to identify and address the key drivers of employee disengagement to
improve organisational performance. High performance organisations have highly motivated
employees; it can be inferred that the balanced scorecard cannot effectively work in an
organisation which has an unhappy and disengaged workforce. Therefore, the objective is to
investigate and identify the drivers of disengagement in this particular team, and how
management won the hearts and minds of the employees, thereby enabling the successful
implementation of the balanced scorecard.
This article explains the problem and objectives of the study in the next two sections with the
methodology and research methods following it. A comprehensive literature review includes
the four perspectives of Kaplan and Norton and section six discusses in detail the results and
findings with recommendations and conclusions forming the last two sections.

2. Literature Review
2.1 Background
A number of researchers refer to the original use of the balanced scorecard as a monitor of a
range of performance measures in an organisation, as opposed to just financial measures
which offer a historical, but limited, view of an organisation’s performance (Chavan, 2009;
Dribin, 2009; Kaplan, 2009). The range of measures results in a balanced view of
organisational performance. This view of organisational performance assists managers to
know where to focus their attention, without doing so at the expense of something else
important. This research identifies the initiatives and management approaches that were
cumulatively critical for the successful transformation of the business unit into one having a
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culture of high employee productivity and engagement. It is a fact that most organisations
which adopt the balanced scorecard approach experience a high failure rate (Du Plessis,
Douangphichit, & Dodd, 2016; Du Plessis, 2015b; Ittner & Larcker, 2003; Jørgensen, et al.,
2009; Smith, 2005).
2.2 What is the Balanced Scorecard?
The concept of the balanced scorecard was introduced by Robert Kaplan and David Norton in
a Harvard Review publication in 1992 entitled “The Balanced Scorecard: Measures That Drive
Performance”.
It advocates a departure from the traditional emphasis on financial
performance measures, and proposes adding operational measures which strongly affect the
behaviour of managers and employees (Kaplan & Norton, 1992). The balanced scorecard is a
management tool that enables managers to manage organisational operations more effectively
through the use of a balanced set of measures. The balanced scorecard concept claims that
no single measure can provide a clear performance target for a business, or focus attention on
the critical areas the business needs to address. It is based on the understanding that you get
what you measure, and that you cannot improve what you cannot measure (Elg & Kollberg,
2009; Kaplan, 2009; Kaplan & Norton, 2005).
The scorecard approach proposes that we seek to understand and measure the key factors
which drive value-creation in an organisation. It aims to present management with a summary
of key performance indicators of a business and provide a rich set of measures with which
they can effectively evaluate business performance (De Geuser, Mooraj, & Oyon, 2009). The
summary of key success factors then acts as an operational dashboard which business
managers can use to make tactical decisions that successfully drive the business forward.
Through the use of the balanced scorecard, managers should not be overwhelmed with
complexity, as they should have a handful set of balanced key performance indicators. This
allows them to have an overview picture of organisational performance with minimal risk of
overlooking something important.
The balanced scorecard concept encourages managers to look at a business from four
perspectives as explained in Figure 1, below. These are: the financial perspective; the
customer perspective; the internal business process perspective; and the learning and growth
perspective (Ahmed, et al., 2011; Kaplan & Norton, 1992; Pang-Lo & Chih-Hung, 2007). The
balanced scorecard approach retains traditional financial measures.
2.2.1 Financial Perspective
The financial perspective considers business profitability, the return on investment, cash flow,
growth, shareholder value and so on (Ahmed et al., 2011; Kaplan & Norton, 1992; Kaplan &
Norton, 2005). These financial indicators are lagging indicators, which are not a good predictor
of the future. Lagging indicators only alert us when things have gone wrong and the effect is
already being felt by the business and the balance sheet. Such indicators do not provide
proactive feedback for NZIS.
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2.2.2 Customer Perspective
The customer perspective considers measures for retaining and meeting customer
satisfaction, as well as product expectations (Ahmed et al., 2011). Strategies for creating and
maintaining customer relationships necessary for keeping current customers and acquiring
new ones are the main focus. This perspective includes measures and factors that matter to
customers, such as how the customers view NZIS in terms of efficiencies, cost, quality of
products and services (Chavan, 2009; Kaplan, 2009). Market share considerations, customer
performance, brand reputation and the company image are taken into account here.
Figure 1: The Four Perspectives.

Source: Kaplan & Norton, 1992, p. 72

2.2.3 Internal Business Process Perspective
The internal business perspective focuses on the processes, decisions and actions that are
necessary for NZIS to meet customer and shareholder expectations (Ahmed et al., 2011;
Kaplan & Norton, 1992). For shareholder and customer-based measures to be met there must
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be other measures and processes that must be executed internally (Kaplan & Norton, 2005).
Without effective internal processes, NZIS will struggle to meet shareholder and customer
expectations in the medium to long-term.
2.2.4 The Learning and Growth Perspective
The learning and growth perspective measures to what extent NZIS’s employees, technology,
and culture is capable of meeting future requirements. Measures such as employee
satisfaction, retention and engagement form part of the learning and growth perspective.
NZIS’s ability to innovate and achieve operational excellence depends on the competencies of
its employees, the capabilities of technology assets at its disposal, and on its culture and
leadership ( Du Plessis, Frederick, & Maritz, 2013; Ahmed et al., 2011; Kaplan, 2009; Kaplan &
Norton, 2004). The value of the various perspectives is ultimately seen in the form of positive
financial outcomes, as their purpose is to create a strategic value chain which ensures efficient
internal processes underpinned by high internal capabilities.

3. Methodology
3.1 Background
Over a period of three years this research project covered an exploratory research project of
the balanced scorecard implementation in the business unit of the New Zealand Information
Technology Service Organisation. The researchers are not aware of any similar research ever
having been done in an information technology service organisation within New Zealand,
hence the exploratory nature of this particular research. In 2004 NZIS was successful in
securing a large outsourcing contract to provide information technology support services for
Medicare Insurance, a major provider of private healthcare services and insurance. It was the
first time that the customer had outsourced the management of its information technology
infrastructure on such a scale.
The outsourcing agreement required NZIS to manage the entire infrastructure for the
customer, and the outsourcing contract prescribed response expectations, in a service level
agreement (SLA), for finding solutions to problems and issues that could arise from time to
time. SLAs are standard practice in information technology outsourcing contracts. NZIS
inherited an infrastructure system that was unstable, and a system environment that they were
not familiar with. The company embarked on a number of projects which were meant to bring
stability to the system and reduce the number of system faults resulting in priority one (P1)
incidents. Priority one incidents are software, hardware or system faults that result in service
disruptions to a number of business users or their customers.
On the NZIS side, the morale and commitment was initially high as these projects were
embarked on, but as some issues persisted, and the number of P1 incidents continued - which
the customer had expected to be quickly eliminated, the customer’s satisfaction levels went
down, bringing about the possibility that the outsourcing contract could be lost. The persistent
issues affected the morale, and productivity of NZIS engineers. NZIS account managers were
under increasing pressure to meet ever-changing customer expectations. NZIS has grown in
business turnover and staff numbers; an interest has developed in how to more effectively
5
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manage its human and information technology resources. The need for more effective
managers and a highly engaged workforce has never been greater.
The increasing trend of encouraging and sending managers to management courses provides
a strong indication that NZIS sees its workforce as a major source of competitive advantage
that it can capitalise on through effective management. For this research project, managers
and employees were interviewed with the intention of understanding the management actions
in their view made the balanced scorecard approach work in the business unit. The various
views and experiences of management and employees within the business unit since the
adoption of the balanced scorecard in 2008 were gathered. These views were analysed and
summarised with the intention of making recommendations for a balanced scorecard approach
that could be implemented company-wide.
3.2 Research Methods: Quantitative and Qualitative
According to Bryman (2012), quantitative approach is a research study that usually focuses on
quantification in collecting and analysing the data. Bryman (2012) and Saunders, Lewis, and
Thornhill (2012) say that a quantitative research study is always related to a deductive
approach that has the relationship between theory and research study. Theories are from the
existing data and then set out to test or prove which are based on hypothesis and
experimentation. The direction of research study is from general to specific. The quantitative
approach also has some negative points. This is because it is more structured than most
qualitative approaches. In addition, it relies on self-response questionnaires that contain
structured response formats (Zikmund et al., 2013).
Bryman (2012) and Saunders et al. (2012) says that the qualitative approach is a research
study that usually focuses on words rather than quantification in collecting and analysing the
data. Qualitative approach uses methods for collecting and analysing data that are not
quantitative. It aims to explore social relations and describes reality as experienced by
participants (Adams et al., 2007). Qualitative study often focuses on the inductive approach
that gathers data by taking extensive observation then draws conclusions. This approach
helps researchers to understand better the nature of an issue and the result of findings
analysis could formulate a theory (Saunders et al., 2012). The qualitative approach is
associated with interpretive and naturalistic approach to its subject matter. It means that
researchers study matter in their natural setting, intending to interpret or make sense of
phenomena in terms of the meanings people bring to them.
3.3 Sample Selection
There were only three managers in the business unit on which this case study was based;
therefore, the sample population of managers was limited to three. Employees interviewed
were chosen on the basis of their length of service within the business unit. The longest
serving employees were interviewed. The reason for this purposeful sampling was that
employees that had been around for less than thirty-six months would not be able to provide
an insight into the changes that took place. Bryman (2008) explains that this type of sampling
is suitable in research projects similar to NZIS.
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3.4 Data Collection
Recorded verbal interviews of the research participants were the primary source of data
collection. Seven research participants were interviewed. The research participants were
selected on the basis of their involvement during the time of the business transformation being
researched. Qualitative data was collected through recorded verbal interviews of managers
and employees in the business unit on which the case study is based. Three managers and
two employees in the business unit were interviewed.
One senior manager (a director) in NZIS was interviewed to capture his views on the
transformation of the business unit. One manager in the customer organisation was
interviewed to obtain her views on how she experienced the quality of service by NZIS before
and after the implementation of the balanced scorecard. No quantitative data was collected.
The target population work in a highly stressful environment; the interviews were limited to 60
minutes each. All the data was collected by the researchers between December 2010 and July
2011. The researcher’s own e-mail archives from 2007 to 2010 were also used.

4. Discussion of the Results
According to Du Plessis, Frederick, & Maritz (2013) and Eker & Eker (2009), organisational
culture determines the extent to which performance measurement systems will be effective in
propelling organisations forward, while Dribin (2009) maintains that those organisations that
have rigid cultures inevitably have poor communications, and are generally never ready for the
implementation of a performance system, resulting in an attempt to implement one failing. Lau
& Moser (2008) consider organisations, or cultures, in which performance measures are
perceived as fair by employees as standing a high chance of successfully implementing them.
For the balanced scorecard approach to succeed in an organisation substantial changes in
culture within the business are required (Du Plessis, 2015a; Chavan, 2009). Managers
championing the balanced scorecard need to be committed to creating a culture in which
employees are supported and empowered to perform, and make decisions. A people-centred
culture in which people feel that their jobs are meaningful, that managers care about their
welfare and what they think, will most likely have highly engaged employees whose
performance is higher than if such a culture did not exist (Du Plessis, 2015b; Dent & Holton,
2009; Devi, 2009a; Wildermuth & Pauken, 2008). According to Devi (2009b) “Committed
employees perform better”.
Information technology service organisations are faced with constant change driven by
changing customer requirements and needs, security enhancements, infrastructure and
business application updates and upgrades. These continual changes result in change
projects coming up all the time. A culture that is dynamic, receptive to change and has high
employee engagement is required for successful change implementations (De Vries, et al.,
2009; Jørgensen, et al., 2009). Managers who are not committed to creating or maintaining a
positive culture are not likely to succeed in implementing the balanced scorecard framework.
No annual performance targets in NZIS Medicare business unit was done before the
introduction of the balanced scorecard. The team was always in reactive mode; performance
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evaluation was either non-existent or informal. Engineers did not feel supported, and were
therefore de-motivated, and not engaged in their jobs. There was a lack of process and
management leadership. Relationships between the engineers and managers were tolerable
at best. Relationships between Medicare and NZIS were also tensed and distrustful.
Communication was poor and managers did not appear to have a solution on how to motivate
the team to get ahead. According to the engineers change began in 2007 with the appointment
of a new Service Delivery Manager, on contract, by the name of Nicola Hughes, and another
Outsourcing Manager by the name of Stevens Simmonds. He did not stay for long as he was
replaced by Jack, and Nicola by Carly Fiorina (not her real name). The engagement of new
managers in 2007 in the NZIS Medicare business unit resulted in a turnaround, as
management were able to re-establish trustful relationships with the customer; able to motivate
engineers; and put in place processes that ensured that the number of errors that caused
business disruptions to Medicare was reduced.
The processes also ensured the provision of more reliable data upon which sound decisions
could be based. The engineers felt that the appointment of the new managers brought an
increased level of management openness, and feedback regarding customer perception of
service quality provided by NZIS. This resulted in the team becoming much more settled and
certain of what was happening. More positive guidance from management increased team
confidence. For the balanced scorecard to be successful, managers need to provide clear
guidelines and direction. A number of team members resigned and left the team. Most of those
that resigned were team members that had a negative attitude. One of them used to be a team
leader, who was so abusive as to drive some other team members to tears. When those team
members left, the level of friction within the team diminished. The new engineers that joined
the team were hard-working and friendly, resulting in a less tensed atmosphere.
Jack was appointed as the Outsourcing Manager who formally introduced the balanced
scorecard approach, put an end to the blame game, and made engineers feel safer and more
comfortable. Employee confidence, engagement and management support are important for
the successful implementation of the balanced scorecard. Performance targets were put in
place, and a greater emphasis on the wellbeing of engineers was made. Salary reviews were
made; the professional development and training of engineers was looked into. Where
necessary, engineers were sent for training courses in order to properly equip them with the
knowledge necessary to become effective in their roles. Engineers became more engaged,
and more productive, much to the customer’s delight. In the interviews, one of the engineers
described the team relationship as “pretty good” and dynamic, with people happily doing their
work. If somebody is a little weak in some area of knowledge they have no problems asking
anyone else for help, and this never used to be the case previously. The relationship with
Medicare improved, and became more trustful as issues were addressed in a constructive
way. All the research participants agree that the turnaround was as a result of the adoption of
the balanced scorecard, effective management and good leadership.
Was it the balanced scorecard approach, that made a difference to employee
productivity and business performance of the unit, and if so how?
The range of measures results in a balanced view of organisational performance. This view of
organisational performance assists managers to know where to focus their attention (Du
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Plessis, 2015a; Du Plessis, 2006). The balanced scorecard evolved to become a tool for
translating strategy into action, and its core value was in enabling an organisation to realise its
vision and strategy. Based on the interviews, apart from two managers that were specifically
mentioned as not having people management skills, most of the managers appear not to have
had an issue in handling staff well. They certainly remained challenged on how to resolve
issues and improve business performance, especially in the light of system challenges that
threatened the renewal of the facilities management contract with Medicare.
What most of them lacked, was the leadership ability to bring about a culture change
necessary for removing the logjam. Jack was able to paint a picture of what he believed
success looked like, and provide guidelines to the business as usual (BAU) team on how to
get there (Lockwood, 2007; Townsend & Gebhardt, 2008). While the balanced scorecard has
been acknowledged as a crucial tool in the transformation process, the provision of good and
strong leadership by Jack in which he provided a vision and the means to see its
accomplishment is also seen as an important driver to progress.
What management changes enhanced service delivery improvements which resulted in
a change in customer satisfaction?
Aligning the operational aspects of a business with strategy is crucial if NZIS is to experience
sustained growth and success (Du Plessis, Douangphichit, & Dodd, 2016; Kaplan & Norton,
2008; Schulte, 2005). Increasing the productivity of the knowledge worker is of paramount
importance (Lee & Lee, 2007). The balanced scorecard is seen as the most effective way to
implement business strategy in an area where there is constant turbulence and change in
technological, social, political and economic arenas. The emergence of knowledge and its
effective management can provide significantly sustainable competitive advantages to
businesses. The management of NZIS had to make a few changes such as to focus on the
things that matter to employees. The effect is then that the employees care about their work;
they need recognition; they need interesting and challenging jobs; they need to feel
empowered and trusted to do the right things ( Du Plessis, Frederick, & Maritz, 2013; Du
Plessis, Sun, Marriott, 2012; Lockwood, 2007; Townsend & Gebhardt, 2008).
The newly adopted open-door policy also proved to be genuine, as opposed to lip-service.
This proves that employee engagement is a direct reflection of how employees experience
their relationship with their managers; how important their work is in contributing to success.
Sending employees for training courses paid for by NZIS, and providing proper equipment for
engineers to perform their duties without having to struggle with inadequate, and underpowered equipment resulted in a dramatic improvement in productivity and performance.
Ending the blame game in NZIS improved employee confidence. The ability by management
to face any customer onslaught, made engineers feel safer, and trust management more. For
the NZIS Medicare BAU team, high employee engagement has become a key competitive
advantage. While the balanced scorecard has been acknowledged as a crucial tool in the
transformation process, the provision of good and strong leadership by the manager in which
he provided a vision and the means to see its accomplishment is also seen as an important
driver to progress.
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5. Conclusions
A complex approach to the implementation of the balanced scorecard will almost result in
failure. A manager who is unable to motivate and engage employees is unlikely to succeed in
bringing about a long-term culture of high performance. This also applies to a manager who is
unable to manage process.
Good managers are critical for the successful implementation of the balanced scorecard. Good
managers successfully implement the balanced scorecard framework without formally knowing
about it. This research has clearly identified that the balanced scorecard is successful in the
context of an environment in which there is good leadership and management; employees
having the right attitude whom are engaged in their work; in addition to having processes
which measure progress and propel team members towards the desired objectives which are
relevant for business success. The only limitation to this study is perhaps the small sample
size and the fact it was done in one organisation only, but it supports previous studies success
where the balanced score card was implemented Identifying and addressing issues affecting
employee morale resulted in increased engagement, which made the implementation of the
balanced scorecard easier. In conclusion, if the implementation of the balanced scorecard is
failing, or if business productivity is low, one should look no further than the management
chain responsible for the running of the business. Happy and satisfied employees are indeed
productive and loyal.
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