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Rethinking institutional excellence in Ethiopia: adapting and adopting
the balanced scorecard (BSC) model
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Abstract

This paper intends to outline an academic scoretlzatl serves as a strategic
framework for measuring institutional performance Ethiopia. It gives major
emphasis for producing initial portfolio of key femmance indicators that will
serve as a springboard for measuring performancacasemic institutions. The
study relied on meta-analysis of existing BSC-galatiterature in business and
mission-driven organizations across the globe ithintention of benchmarking
the best practices in the area. A comprehensiviysisand synthesis of an extant
literature resulted in an architectural blueprifitBSC for academic institutions
operating in Ethiopia. This has been built aroumd &trategic themes that serve as
pillars of excellence for HEIs (viz., academic diece, diversity of student
community, outreach and engagement, resource maneageand networking and
partnership) and four perspectives, which are diffe views of what drives the
institution and those which provide a framework foreasurement of its
performance. The identified perspectives include $itakeholders, the internal
business process, financial stewardships, anditegrimnovation and development
(LID). A number of strategic objectives and measwat metrics have been
forwarded under each perspective in line with tHe&l’sl mission. The researcher
expects that such BSC framework will arouse a gdeat of interest in opening
discussions and debates among academics, HEIsatsfipolicy makers, reform
consultants and others in a way they serve as a gpound for developing
common understanding and outlining a skeleton afdamic scorecard to be
standardized for more or less uniform applicatiothie Ethiopian HEIs.

Keywords: Balanced Score card (BSC), Ethiopian Higher Edondnstitutions, excellence
in service provision.

Introduction

It has become an undeniable truth that the weé#ltheonation depends more
on its people, management and government, tharisonatural resources.
History has taught us adequately that the countwbgh are now called as
advanced and prosperous (like USA, Japan, Gre#iBriGermany, Israel,
the Netherlands) have achieved such a remarkalgeostc growth and

development through thework alcoholic andinnovative people. Education

helps to enhance the knowledge base of the natidrtrerefore it plays a
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vital role in shaping the future of the nations. éfging global trends, new
economic challenges, the rapid growth of informatiechnology (IT) and
the requirement for multilingual proficiencies a@me of the challenges that
developing countries have to face. The role of atian in building
workforce and management capable enough to copge thése challenges
has been appreciated and gained much more atteftoon various
governments than ever before (Gill and Lashine 320Barticularly, higher
education, as the ost important source of educatedskilled people, is
increasingly recognized as an important way of fagrrich human capital
through providing high quality education and in ed$ing the pressing
problems of a nation (Karname et al, 2004).

As a result, governments and societies are exentiagnting pressures on
higher educational institutions to become active@ative and innovative,
dynamic, responsive, demand-driven, quality cons;ioresult-oriented,
efficient and effective so that they can play asigant role in transforming
their societies. In this regard, a number of pohegkers and academics are
strongly criticizing the relevance and quality diueational programs offered
by some traditional institutions. These circumséando force educational
institutions to manage themselves strategically iandvatively rather than
traditionally (i.e. in business as usual mode).yTheed to define their future
direction (vision, mission and goals) clearly amdficappropriate strategy to
reach the desired destination successfully. As#ying goes, rganizations
without clear direction are considered as a shiphwut a rudderwhose fate
is either getting crushed with a curved stone angymowhere even if it
pretends to.

Now-a-days strategic thought and strategy-basediorsct enable

organizations to cope with and successfully adapghé future environment
(Kriemadis, 1997). Strategic plans depict the rduden the present position
to the future desirable position described by tiseow (West-Burnham et al,
1994) and help the organization to improve its quenince by better
acquaintance of the environment (Kraus et al, P0UBese are the main
reasons why the evaluation of competitive envirominmod the organization

and its strategic position is necessary in strategianning process
(Tsiakkiros and Pashiardis, 2002).

In particular, in today’'s knowledge-based econonmgher education
institutions (HEIs) as the centers of developingnbhn resource play vital
role in countries’ economic growth and developnmotesses (King, 1995).
So strategic planning has got a vital importance s$ach institutions
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(Kriemadis, 1997) and leads them to better futuye dolapting to the

environment beside the educational policies (Kettr2006). However, this
writer restrains himself from hastily generalizitigat strategic planning

serves as a panacea for all types of managemduatdai Because, in many
cases, a good strategic plan may not be fully implged for a number of
barriers, such as vision barrier, people barriesource barrier, and
management barrier (Balanced Scorecard Collabera#i®02). These are
briefly explained as under:

Vision barrier — No one in the organization understands theegjiesg of the

organization.

People barrier — Most people have objectives that are not linkedhe

strategy of the organization.

Resource barrier — Time, energy, and money are not allocated t®eho
things that are critical to the organization. Fearmple,
budgets are not linked to strategy, resulting irstec
resources.

Management barrier — Management spends too little time on strategy an

too much time on short-term tactical decision-
making.

To substantiate the above description, researchnfys indicate that, most
often than notpnly 5 percent of the workforce understands thempany
strategy, 25 percent of managers have incentivelsedl to strategy, 60
percent of organizations don't link budgets to stgy, and 86 percent of
executive teams spend less than one hour per nabstiissing strategy
(Balanced Scorecard Collaborative, 2002: 2)

To ameliorate such unnecessary failure of implemgn&a strategic plan,

experts recommend putting in place a new way ofraanicating strategy to

the end-user, i.e. applying the Balanced Score(®8C) approach. With

BSC, strategy reaches everyone in a language tlakesnsense. When
strategy is expressed in terms of measurementtaagets, the employee can
relate to what must happen. This leads to muclebextecution of strategy.

Not only does BSC transform how the strategic pdagxpressed, but it also
pulls everything together. This is the so-calledause and effect”
relationship or linking of all elements togetheor Fexample, if you want
strong financial results, you must have great custoservice. If you want
great customer service, you must have excellerihess processes in place
(such as Customer Relations Management). If youtvgmaat business
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processes, you must have the right people, knowledmd systems
(intellectual capital).

Thus, as part of their strategic management prese$sEls must identify
strategic objectives and measure their performafpresess outcomes) from
different perspectives. This paper tries to exptheepossibilities of applying
the Balanced Scorecard (BSC) model in measuringeniermances of HEIs
in Ethiopia.

Objectives of the Study

This is an exploratory study whose main intentientdé analyze and
synthesize the existing body of knowledge in treaasf balanced scorecard
and examine the possibilities of adopting and adgpt in the Ethiopian
higher learning institutions. More specificallyetistudy intends to address
the following specific objectives:

1. To review various works and examine the relevanteB8C in
educational settings

2. To explore the possibilities and key considerationgdapting and
adopting the BSC in HEIs of Ethiopia

3. To craft academic scorecard that serves as agtrtdtamework for
measuring institutional performance so as to crea@demic and
service excellences, and

4. To suggest appropriate mechanisms of implementiogdemic
scorecard in Ethiopia.

Rationale of the Study

A couple of reasons that encouraged this reseatohendertake this study
are as follows:

i. It is a widely shared understanding that Ethiopés Isurvived
with very limited higher learning opportunities forany decades.
However, more recently, the doors are being widghgn for
potential learners to get access to educationabrbypmities at
various levels—more universities and colleges a&iadg opened
in the last few years. This quantitative surge maguquality
checks/controls through systematic management Tdwre is a
consensus among scholars that establishing BSGsas an
important tool to measure and maintain academielee in
higher learning institutions.
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ii. Inits desire to bring about national transformatio the shortest
possible time, the Ethiopian Government is workimgrd to
realize its vision of making the country as onettué middle-
income countries by 2025. To this end, it has ipuplace an
aggressive and a comprehensive civil service refacnoss the
country. As a result, almost all public organizasip including
HEIs are wunder reform since 2002. Business Process
Reengineering (BPR) is chosen as the main reforh ttw be
applied across the country. Establishing an intedgra
performance management system is one of the regeies of
BPR for which BSC is found to be the right fit ftive kind of
change that is being practiced in the country. kénlithe
traditional higher education performance measurénsgstem
that relies on such indicators as enrollment ratiomber of
graduates ... etc, the BSC is an integrated manageapenoach
that employs both the lagging and the leading eudis of
educational performance measurement. This makhs mheed of
the hour.

iii.  No higher education in Ethiopia has ever estabiisiBSC.
However, when it comes to global setting, BSC iselved to be
widely used in business enterprises (e.g. about 66%ortune
1000 companies are using it) and a good numberEi§ Have
introduced it in various countries (Kaplan and Nart2001).
Therefore, this researcher (as he himself is path® taskforce
created to develop a five-year strategic plan atalbdish BSC for
the Ethiopian Civil service College, which is sexyias an agent
of change at national level) feels that examinimg practice of
BSC in various international organizations and HEAsI
contribute something of value in customizing anéating a
theoretical framework suitable to the Ethiopian siEystem. In
this sense, the present work can be considered ayeaopener
for those who are great interest in creating anctldging a BSC
culture in the Ethiopian education system in genana that of
higher learning institutions in particular.

Methodology
The fact that no higher learning institution hasremtroduced BSC culture

in Ethiopia has constrained this researcher’s aarbibf conducting a full-
fledged study based on primary sources of inforomatiAs a result, this
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study was limited toneta-analysigesearch technique, which relied largely
on analysis and synthesis of the secondary data &wailable literature.
Though this approach, relevant sources of secondatsy including the
seminal works of Robert S. Kaplan and David P. dlot1992, 1993, 1996,
2000, & 2001) and others’ (e.g. Al-Anzi & Alatigqi2006; Balanced
Scorecard Institute’s works, 1998-2009; Baldrigdiddel Quality Program,
2003; Barnes, 2007; Brancato, 1995; Cullen, Joassall & Broadbent,
2003; Gill & Lashine, 2003; Karathanos & Karathamo2005; Kettunen,
2006; Kriemadis, 1997; Niven, 200@'Neil & Bensimon, 1999; Ruben,
1999; Stewart & Carpenter-Hubin, 2001; UmashankarDé&tta, 2007,
Pineno, 2007; West-Burnham & West-Burnham, 1994k, Yleenney, &
Seow, 2007) have been critically reviewed. In teohgross-national mix,
relevant works have been examined from Africa, ABarope, Middle-East,
and USA.

Limitations

As stated in one of the sections above, sinceishaén initial idea brought
forth for discussion by academics and practitionar&thiopia, the study
does not claim itself exhaustive as it does notolve primary data.
Moreover, the study has not exhaustively treatédhal necessary steps of
creating BSC in an organizational setting as itrebtdfocus on one particular
institution in Ethiopia. But it provides a genefedmework by highlighting
key considerations of the BSC for any higher laagnnstitution operating in
Ethiopia.

Thus, this study can be considered as a BSC mentnigier learning
institutions in Ethiopia so that they can choosé pick any combination of
considerations in order to build their own BSC feawork as per their
mission and strategic direction. It can also bestiered as an eye-opener
for others to use it as a steppingstone for furitedy in the integrated
performance management system with special emploasite Ethiopian
higher learning institutions. In this regard, tlesearcher suggests that this
prilinary work has to be developed further throwgltbsequent discussions
with researchers, experts and practitioners in dpian higher learning
institutions, Ministry of Capacity Building, and Wstry of Education.

Why do we need to implement a balanced scorecard?

If we can’'t measure our processes, we can't manag@rocesses. If we can't manage
our processes, we can't improve our processese l€an’t improve our processes, we
can't meet or exceed our customers’ expectationsat\\gets measured gets done.
Measurement is core of the Balanced Scorecard-B&@l&n and Norton, 1996).
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To ensure their survival and growth in this neckaézk racing business
environment, organizations need to measure thefoqmeance from time to

time and make the necessary adjustments dependingiroumstantial

factors. Measuring organizational performance sfiypaffects the behavior
of people from within and outside of an organizati@he measurement
system employed by the organization needs to hstivobne that is derived
from its strategy and capabilities (Kaplan & Nort@892).

As Ruben (1999) has put it “one of the definingntles of contemporary
organizational theory is the emphasis of informatemd measurement for
assessing, tracking and promoting organizationakleence.” Almost all
company managers have no dought to believe in ébessity of measuring
organizational performance. The problem, howevesea when it comes to
what should be measured and how it should be megstiraditionally for-
profit organizations have measured their performancesg usiriinancial
accounting model that emphasizes profitabilityumeton investment, sales
growth, cash flow or economic value added (Rub&39) However, study
after study indicated thdinance-basedneasureshave inherent drawbacks
to sufficiently represent the range of factors asged with organizational
excellence in modern times (Brancato, 1995; Kagad Norton, 1992,
1996, 2001; Ruben, 1992). In particular, Kaplan &hatton (1992) have
pointed out that accounting-based measuiBsare too historical; (2) lack
predictive power; (3) reward the wrong behavior) @e focused on inputs
and not outputs; (5) do not capture key businessigas until it is too late;
(6) reflect functions, not cross-functional proeessvithin a company; and
(7) give inadequate consideration to difficult-toastify resources such as
intellectual capital. Ruben (1999) has also suggested that accoundisgeb
measures are unable to capture key elements ofgamimation’s mission,
customer satisfaction and loyalty, employee satigia and turnover,
employee capability, organizational adaptability orinnovation,
environmental competitiveness, research and demedop productivity,
market growth and success, and other important @myyspecific factors.

Recognizing some of the weaknesses and vaguenésrevious
management approaches, Kaplan and Norton (ibide hatroduced the
balanced scorecard approach in 1992. From its utse Kaplan and
Norton’s balanced scorecard looks at a company foamperspectives:

1. Thefinancial perspective. Measures in this perspective should answer the
guestion, “How should we appear to our shareho®lers

2. The customer perspective. These measures should answer the question,
“How should we appear to our customers?”
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3. Internal business processes perspective. Measures in this perspective
should answer the question, “What processes musixaa at?”

4. Learning and growth perspective. These measures should answer the
guestion, “How can we sustain our ability to chaagd improve?”

The diagram integrating the four perspectives e laisplayed in Figure 1.

Figure 1. The Balanced Scorecard Framework
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Source: Kaplan & Norton, 1996: 7.

By viewing the organization from all four perspees, the balanced
scorecard provides a more comprehensive unders@noli its current
performance. In particular, BSC provides a cleaspription as to what
companies should measure in order to 'balancéhecial perspective.

Kaplan and Norton (cited in the Balanced Scoretstitute, 2009) describe
the innovation of the balanced scorecard as follows

The balanced scorecard retains traditional findnomeasures. But financial
measures tell the story of past events, an adegstaty for industrial age
companies for which investments in long-term cajta@s and customer
relationships were not critical for success. THasncial measures are inadequate,
however, for guiding and evaluating the journeyt iidormation age companies
must make to create future value through investmentustomers, suppliers,
employees, processes, technology, and innovation.
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In essence, the BSC is a customer-based plannohgraicess improvement
system aimed at focusing and driving the changegs® It does this by
translating strategy into an integrated set of fma and non-financial

measures that both communicates the organizatstreegy to the members
and provides them with actionable feedback onrattant of objectives.

Kaplan and Norton (1996) argue that the BSC is aagament system (not
only a measurement system) that enables orgamzatitoclarify their vision
and strategy and translate them into action. Ivides feedback around both
the internal business processes and external oetom order to
continuously improve strategic performance and ltesuwhen fully
deployed, the BSC transforms strategic planninghfem academic exercise
into the nerve center of an enterprise. More spatiy, the BSC has brought
a revolution into performance measurement as iviges the following
benefits:

i) It helps to clarify and gain consensus about gisate

i) It improves communication of the organization’s @i and
Strateqgy;

i) It links strategic objectives to long-term targat&l annual budgets;

iv) It increases focus on organizational strategy asdlts;

V) Itimproves organizational performance by measuwhgt matters;

vi) It aligns organization strategy with the work peogb on a day-to-
day basis, align departmental and personal godlsetetrategy;

vii) It focuses on the drivers of future performance;

viii) It encourages organization perform periodic andtesyatic
strategic reviews;

ix) It helps to prioritize projects/initiatives; and

X) It helps organizations to obtain feedback to lessout and improve
strategy (Kaplan and Norton, 2001; 1996).

In summary, it is possible to say that BSC enalstemagers to craft
organizational strategies in line with their visialefine strategic objectives
in line with organizational mission and vision, é®p strategic plan by
integrating various issues, monitor and adjust ithplementation of their
strategies and to make fundamental changes in ttiersed correctly, BSC
not only creates concrete results, but also createag-term balance in the
organization. This balance can be described fromynthfferent angles. It
provides a balance between the short-term andadig-term. This means
that it offers a balance between what is importeottay and what is
important tomorrow. It also gives a balance betwegternal and internal
measures, indicating a balance between what isriaamoto us and to our
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key stakeholders. Moreover, BSC gives you a baldreteveen financial
(hard) and non-financial (soft) measures. Finatlgives a balance between
different levels in the company. This balance s ¢time established between
what is important to the management and what i®mapt to all employees.

Kaplan and Norton (ibid) have shown in their latestearch that the BSC
also can produce the promised effects. Exampléisesk results can be seen
in companies such as Mobil Oil and Rockwater, whiele increased their
competitiveness and profitability considerably witle implementation of
the BSC. Having realized such benefits of BSC, a large Imemmof
companies have been adopting it since 1990s. dm #tudy, Kaplan and
Norton (2001) reported that by 2001 about 50 pdroérthe Fortune 1000
companies in North America and about 45 percerdonfipanies in Europe
were using the BSC.

Application of BSC in Education

According Kaplan and Norton (1992, 1996, 2001), ayanizations (for-
profit and not-for-profit) can adapt BSC. In reglihowever, the business
sector organizations seem to have adopted it matelymthan not-for-profit
organizations. In particular, the education sectpparently has not
embraced the BSC concept widely, as indicated bydemrth of published
research on this topic. But, through time, BSC iakimg inroads to
educational institutions in various parts of theldo

In this regard, a thorough review of the literatunas traced some
publications that highlighted significant achievertseof various educational
institutions. For example, Barnes (2007) reportiedt tBSCard has been
established in the University of Kuzulu-Natal (UKEZNo achieve three
objectives: (1) to establish an ongoing systermsfitutional evaluation for

the purpose of annual reporting, (2) to supportatheual faculty evaluation
process which informs the allocation of resour@efatulties and colleges,
and (3) to assist the institutional audit processhe Higher Education

Quality Committee (HEQC) in 2008. Similarly, othexsearchers (Cullen,
Joyce, Hassall & Broadbent, 2003) proposed thatlari®ed Scorecard be
used in educational institutions for reinforcemefitthe importance of
managing rather than just monitoring performanc®Ne® and Bensimon

(1999) described how a faculty committee at the skwosSchool of

Education of University of Southern California atlp a Balanced
Scorecard model originally developed for busingsss to satisfy the central
administration’s need to know how they measure apther schools of
education. The format of the Balanced Scorecargtadaby the faculty
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included the following four perspectives: 1) acadenmanagement
perspective (How do we look to our university laatig?); 2) the internal
business perspective (What we excel at?); 3) thevation and learning
perspective (Can we continue to improve and creatkie?); 4) the
stakeholder perspective (how do students and erafdosee us?). O’Neil
and Bensimon (1999) indicated the following favdeabesults from the
“academic” scorecard implementation:

» Easier approach for the university to accomplish strategic
goals.

A systematic and consistent way for the provostic® to
evaluate performance reports from various schootsl a
departments.

* The scorecard established common measures acrasgnac
units that have shared characteristics.

* The simplicity of the scorecard makes it easieraimademic units
to show how budget allocations are linked to thetrice of
excellence.

Stressing the importance of adopting and adapti8§ B ensure academic
excellence in USA, Baldrige National Quality Pragr&2003: 4) states that
“the use of a balanced composite of leading andjiteg performance
measures offers an effective means to communiteid-sand longer-term
priorities, monitor actual performance, and provide clear basis for
improving results.’Also, Chang and Chow (1999) indicated that in 1883
University of California, San Diego’s senior managst launched a
Balanced Scorecard planning and performance mamgtasystem for 30
institutional functions using three primary data®es: 1) UCSD'’s internal
financial reports; 2) National Association of Cgleand University Business
Officers benchmarks; and 3) faculty, staff and sticcustomer-satisfaction
surveys. This exercise was conducted under the efnark of the
university’s vision, mission, and values. Reporbeshefits and outcomes to
date have included reorganization of the worklaadhie vice chancellor's
area, revision of job descriptions with performastandards, introduction of
continual training for user departments, ongoingtamer assessments and
increased responsiveness to communication needsigihr the use of
technology. The researchers have also reporteddbpbnses in a survey of
69 accounting department heads were generally singpmf the BSC's
applicability and benefits to accounting programs.

Chen et al. (2006), in their study, have focusedtlm use of BSC to
establish an evaluation system for the performarfdghin-Min Institute of
Technology (CMIT). Umashankar and Dutta (2007) psgal a BSC model
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which can be applied to Indian higher educationgmms/institutions.
Papenhausen and Einstein (2006) lay out a compsetemnd content-
specific BSC for a business school as a whole.résearchers proposed that
in an environment that demands increasing accollitgalrom business
schools, the BSC approach offers a promising anldiabbée tool for
implementing a strategic performance managemertersyg a college of
business.

Yek, Penney and Seow (2007), on their part, hase @ported a successful
BSC practice from Singapore’s Institute of Techhiéducation (ITE). As
the first education institution to win the presbigs Singapore Quality Award
in October 2005 and one of only 22 organizationwito the award since it
was launched in 1994 (ITE, 2006), ITE can be cared as a world-class
VET institution. Its world-class status was furtladiirmed on September 25,
2007, when the Ash Institute for Democratic Govaggand Innovation at
Harvard University’s John F. Kennedy School of Goweent announced
ITE as “the winner of the (US) $100,000 IBM Innaeas Award in
Transforming Government” (IBM, 2007). This achievarhcan be attributed
to ITE’s tradition of performance measurement siitsanception in 1992,
which has, in turn, led to the formal adoption o6@ as a strategic
management system since 2002 in an endeavor tonemhguality and
performance within the institution.

To sum up, although the BSC approach to measurenizagional
performance has been widely adopted in businesan@ations, higher
educational institutions are gradually adoptingnitorder to ensure their
survival and growth. Nowadays the environment deisamncreasing
accountability from higher educational institutioifs they fail to meet
stakeholder expectations by designing relevant quality programs from
time to time. In this regard, a successful BSC paovide feedback to the
administration and faculty that can lead to a leengp process that will
foster individual and collective growth resultingn iimproved overall
organizational performance.

Adopting and Adapting BSC in the Ethiopian Higher Education
Institutions

As discussed in the previous sections of this paktypes of organizations
irrespective of their mission are currently re-agptaalizing measurement
indices to come up with relevant excellence indicat Accordingly, higher

education institutions world-over are facing thalidnges of being centers
of excellence for teaching, research, training emasultancy services. Such
pressures also do prevail in the Ethiopian HEIs Tdct that the Ethiopian
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Government has launched a massive civil serviagmeprogram throughout
the country as of 2002, all public institutions ammpelled to re-engineer
their services to become responsive, efficienteffective. To show its firm
conviction and dedication towards institutional elence, the Ethiopian
Government has issued a new proclamation for higbacation institutions
in 2009. The proclamation pays special emphasithéoroles of HEIs in
transforming the Ethiopian society by serving asitees of academic
excellence, institutional transformation and tedbgal transfer; shapers of
youth behavior and human talent; prompters of peatability and
democratic ideals in the country; and facilitatood the country’s
competitiveness in a global setting.

As a result, public HEIs across the country arenfadhe challenges of
restructuring and reforming themselves so that tipegvide quality
education and bring up graduates who become ftuitfembers of their
societies. They are also expected to engage theessaéh research and
consultancy services so that they tackle the prgssiulti-faceted problems
of the country and transform Ethiopia.

As in business, in higher education there are dabé&p conventions of

measuring excellence. As opposed to accountingdbasasures dominantly
used in businesses, HEIs have historically empbdsicademic measures.
In particular, measurement in HEIs has generalgused on quantifiable

academic indicators, such as student and facultyodeaphics, faculty-

student ratios, enroliment (by sex, ethnicity amdgpam level), graduation

rates, dropout rates, repetition rates, grade @iatage, class rank, faculty
teaching loads and instructional contact hoursgetéc and administrative
staff ratios, statistics in physical and libraryiszes, budget utilization level,
and other similar factors (MOE, 2007; Ruben, 1998e¢ll, 1994).

However, these traditional measures of institutioparformance fail to
provide a comprehensive list of indicators thatphtel assess the academic
excellence of the institution. In view of this, Rub(1999) points out that the
traditional indicators of HEIs performance do notbeace some of the key
success factors for an institution, nor do theytwap the institution’s
mission, vision, or strategic directions. In aduliti the traditional indicators
have failed to integrate lagging indicators andlileg indicators in a way
they add value to the performance measurement db.HEor example,
measures such as student grade-point average (GiPsfandardized test
score capture “input’—the capabilities studentsidgprwith them to a given
institution—but often not the value the institutiadds through its effective
teaching-and-learning process, nor “outputs”, ondbés derived from
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having attended (Ruben, 1999). Rubben (1999) furtthescribes the
limitations of the traditional educational measuestools as follows:

i. Indicators such as GPA and test scores inform astahe students,
but they do not tell us what staff people are ddmgnake this an
excellent institution.

il. Indicators such as GPAs and test scores are to siegece
“historical”; they are a measure of what alreadggemned. If we are
making mistakes, we might find out long after thetf

iii. The traditional indicators are not necessarily dyab telling us to
how well we are accomplishing the goals as statedthe
institutions’ missions or strategic plans.

iv. The traditional indicators do not reflect the wattkat many -
perhaps a majority - of the people who work heeedaing.

v. The traditional indicators do not describe to wHhagyree we are
performing other tasks we do that contribute to tbeg-term
prospects of the institution, such as attractind estaining high-
quality faculty, staff and students.

Similarly, other researchers (Astin, 1993; John&cBeyomour, 1996) have
reported that traditional measurement framework bazs been adopted in
HEIs fails to embrace important indicators that aseful for monitoring,
intervening in, or comparing institutional excelten Other factors which are
less obviously linked to academics, less tangibdess readily susceptible
to quantitative analysis have been disregarded fftemmeasurement menu.
Thus, important measurement dimensions, such aggnorelevance, need,
accessibility, fulfillment of expectations, valudeled during the teaching-
learning process, issues of equity and equaligff ahd student satisfaction
levels, impact and motivation for life-long learginand employers and
community satisfaction levels are not commonly useitators of academic
excellence.

Cognizant of such a reality, nowadays, accountghbiihigher education has
become a challenging issue for higher educatio&thiopia. Increasingly,
institutions of higher learning have been requitedorovide performance
indicators—empirical evidence of their value—to gowvment, general
public, students, alumni, prospective studentsif, stanployers and other
external stakeholders. As a result, the implememtaif Balanced Scorecard
in higher education, as a corollary to BPR, hamhbedarget of interest in
recent years. However, there is still a big chaéenin creating a
comprehensive BSC framework that truly reflects thk indicators for
measuring the performances of HEIls. This happensetgarticularly the
case in HEIs presently operating in Ethiopia.
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At present, all public institutions have been utaléng business process re-
engineering (BPR) which does require the estabksiinof BSC as a
strategic planning and management tool. As no higdecation institution
in Ethiopia has ever experienced with BSC appro&chmeasure its
performance, building BSC has become emelon-of-the-hillto all HEIs
across the country. Recognizing the situation @ngtound, this researcher
tending a suggestion to bring BSC in the limelighEthiopian HEIs.

In adopting BSC model in the Ethiopian HEIs contdke researcher has
made an exhaustive review of various BSC-relatecuoh@nts across the
globe (e.g. Al-Anzi and Alatigi, 2006; Balanced Smard Institute, 1998-
2009; Baldrige Criteria for Performance Excellen2804; Barns, 2007,
Cullen et al., 2003; Kaplan and Norton, 1992, 198®)1; Karathanos and
Karathanos, 2005; Ruben 1999; Umashankar and D2@3y7; Yek et al,

2007).

[

Having reviewed an extant literature, the researcbached the conclusion
that higher education institutions’ management meésurement system has
to facilitate the accomplishment of the fundamentasion:advancement of
excellence in creation, innovation, disseminaticand application of
knowledge through teaching, research/scholarshiyg, eonsultancy services
provided to its key stakeholders. The fulfillmerfitsoch a mission requires
thorough identification and successful engagemétiteoinstitution with key
stakeholders. In addition, the institutions haveutalerstand/analyze needs
and expectations of their internal and externgldtakeholders from time to
time so as to come up with relevant and valid iattics of its performance.
The key stakeholders of a higher education ingtitutould be potential
students, current students, families, alumni, @mtitng agencies for research
and consultancy services, employers, other sistesljtutions, colleagues in
other institutions, government agencies (standemglizand legislative
authorities), the general public, governing boardscademic and
administrative staff, and others (friends, intezdsindividuals, donors, etc.).
By looking into the possible broad-based needs expbctations of these
stakeholders, the architecture of the balancedesaad framework was
created as under.

The BSC Framework
One of the main tasks of building BSC is to idgnkéy performance areas

(or strategic themes) and key performance indisat®ls) or perspectives of
the institution.
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Strategic themesthese are fundamental policy or program concehnas t
define the most important issues that do have aifgignt bearing on an
institution’s business. They reflect major shiftsthinking that challenge the
business as usual and the major focus areas thatgtitution wants to build
excellence. That is why they are often called aspiilars of excellence’ for
the institution. Strategic themes define the scimpebuilding the balanced
scorecard system. The possible strategic themesa forgher education
institution can include:

1. Academic excellenceéivhat is the institution’s contribution to the
creation and transfer of knowledge? This is paldity seen in terms
of evaluating the institution’s effort and capacity create new
knowledge through education and research or sdioprand
properly transferring it to its students.

2. Diversity. How well does the institution broaden and strbagtits
community?

3. Outreach and engagemenHow effectively does the institution
transfer knowledge to local, national, and inteora! communities?

4. Resource managemertiow well does the institution develop and
manage resources/overall capacity?

5. Networking and partnershipTo what extent does the institution
create and maintain linkages and networks withouerilocal and
international organizations or institutions?

Perspectivesthey are different views of what drives an ingittn and those
which provide a framework for measurement. The tifieation of

perspectives needs to be done in an informed maooesidering the
strategic themes and strategic objectives of thgtution and it has to be in
line with what has been stated in its strategion plBarnes, 2007). The
creators of the BSC (Kaplan and Norton, 1992) hatlined the four
perspectives of business performance measures finance, customer,
internal business process, and learning and grquettspectives). They
stressed that each perspective in the BSClesathrough which to view
performance of an organization.

When it comes to an educational setting, differeshticational institutions
have tried to define different perspectives depemdin their strategy. For
example, Baldrige National Quality Program (2003)USA has suggested
six major constituents of a balanced performancasmement method.
These include:
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(1) Student learning results; (2) student- andedtalder-focused results; (3) budgetary,
financial, and market results; (4) faculty and fstaésults; (5) organizational
effectiveness results, including key internal ofiereal performance measures; and (6)
governance and social responsibility results.

In a slightly different viewpoint, Ruben (1999) haoposed five indicator
clusters to capture all dimensions of an HEI'S imissvision or strategic
directions:teaching/learning, public service/outreach, schelap/research,
workplace satisfactionand financial clusters In support of this approach,
University of Kuzulu-Natal (UKZN) has adopted theef clusters aéinance,
outreach (community development and engagemerdgareh, staff,and
student, which are further broken down into 64 specific fpenance
indicators (Barnes, 2007).

On the other hand, Al-Anzi and Alatigi (2006) indueced an integrated
framework for self-assessment at the College ofirteeging and Petroleum
in Kuwait University, and suggested five categorie6 assessment,
including: (i) productivity, (ii) efficiency, (iii) effectivenessiv) internal
structure and(v) growth and developmerntek et al, (2007) have adopted
the three perspectives of Kaplan and Norton butlaogl financial
perspective with stakeholder perspective at ITEingapore. Umashankar
and Dutta (2007) have suggested the adoption ofdhe perspectives as
forwarded by Kaplan and Norton (1992) but with mogustomization of
the specific performance indicators to suit to Bighducational settings in
India.

After having analyzed all viewpoints and practicaports, the present
researcher has proposed the four perspectives aumjosted in a way they
are integrated with mission, vision, and stratediections of a higher
education institution operating in Ethiopia. Theogwsed four clusters of
HEI's performance measurement system include: (ltpkeholder
perspective, (2) Internal business process petispeci(3) Financial
stewardship perspective, and (4) Learning, innowatand development
perspective (as shown in fig. 3).
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Figure 3. The BSC Framework for HEIs in Ethiopia
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These performance perspectives have been builhdrfive major strategic
thrusts (themes) of a higher education institusndiscussed above. The
integration of the four perspectives with the fiseategic themes can be
displayed as under.

Figure 4 Integration of Strategic Themes with Persp ectives
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In light of this framework, the academic scorecamh be developed by
identifying strategic objectivesassociated with each of the perspectives,
which are built on the five strategic themes. Eabjective will, in turn, has
specific performance measures that indicates pssgteward attaining
improvement in the designated performance area.
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The four perspectives have been adapted to rgfkexdbrmance indicators
relevant to higher education. For example, with tiginal BSC model
developed from a business organization viewpains important to balance
measures from thEinancial Perspectivevith measures from th€ustomer
Perspective Internal Business Perspectivas well asInnovation and
Learning PerspectiveHowever, most HEIs in Ethiopia are public funded
not-for-profit academic institutions. So from thigewpoint, while costs are
important, HEIs would not be driven by the finahdattom line. Instead,
the educational institutions are driven by meetlmgneeds and expectations
of their key stakeholders/customers, such as nge#tmneeds of students to
get access to relevant and quality programs, gatisiployers by producing
competent graduates, create further educationalrappties for alumni and
potential learners, and provide support for locahmunity at large.

At this juncture, academics and practitioners ngegtthecrystal ball clear
from the outset that a clear distinction betweesi®ss enterprises and not-
for-profit HEI's Balanced Scorecards is drawn asresult of placing
stakeholders at the top of the framework. A sudaésshievement of HEI's
mission lies in not generating profit to the ownérg it must be able to
satisfy the interests of diverse groups. In otherds, in the profit seeking
world, companies are accountable to their capitaviders (shareholders)
for results, and they monitor this accountabilityough the results attained
in the financial perspective of the scorecard. Hmvgthis is not the case in
the non-profit and mission-driven organizationseligublic HEIs as their
prime focus is on customers, and serving their siéedrder to accomplish
the mission. In this respect, this researcher gtyobelieves that HEIs in
Ethiopia have significantly changed their custormeentation mindsets as a
result of the recent BPR implementation effort, ebhémphasizes giving due
respect for all customers (including students) Bedoming responsive to
their demands. There is a growing acceptance te#istdadministration must
understand and address the wants, needs and requiseof those it serves.
Taking the customer view means focusing on respensss, timeliness,
product and service quality and cost—from the austopoint of view.

When developing objectives and measureslfternal Business Process
Perspectivave ask ourselves, “What are the key internal gses we must
excel at in order to drive value for our customérg? this regard, the
Ethiopian HEIs-BSC model looks at key business ¢sses as well as
support processes in a highly-integrated approactertsure that their
products and services meet customer and operatieqairements. Internal
business process measures focus inward into teenaitworkings of the
business area, on those processes and activiiesl¢hiver critical services
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to both internal and external customers. Thesdhsreneasures that tell the
story of effectively and efficiently integrating naus core businesses (i.e.
education, training, research and consultancyics), core business
processes with support business processes, efficiintenance and
troubleshooting services, effective recruiting dndng, quick turn-around
on employee inquiries into retirement benefits affetient hazardous waste
disposal programs. Internal business process mesmaddress such things as
productivity, accuracy, cycle time, core competeacand effective use of
people and information resources, and other sirfaletors.

In the case ofinancial stewardship perspectivelEls have to measure their
ability to budget their resources and utilize tlieldpet according to their plan
of action (instructional and research endeavofs)ityato generate incomes,
ability to maximize resource utilization, amountdaated to increase
research and scholarship grants. In this sensendial indicators are
considered as important enablers of customisfaetion. It must be
understood that in the absence of adequate finareisources, the
organization cannot achieve its mission nor caneét the expectations of its
key stakeholders

Regarding learning, innovation and development perspectitAkls in
Ethiopia should believe in that developing the cetepcies of their staffs
and developing their institutional capacity sergef@undations for fulfilling
their mission. Operating as mission-driven orgainrs, HEIs rely heavily
on the skills, dedication, and alignment of théaffsto achieve their socially
important goals (Kaplan, 2002). Employees and argdional infrastructure
represent the thread that weaves through the fébedalanced Scorecard.
Success in driving process improvements, operatiragfiscally responsible
way, and meeting the needs of all customer groepgemts to a large extent
on the ability of employees and the tools theyinsipport of your mission.
Motivated employees with the right mix of skillscatools operating in an
organizational climate designed for sustaining iowpments are the key
ingredients in driving process improvements, wagkiwithin financial
limitations, and ultimately driving customer satisfion and mission success.
Thus, this category of the BSC must reflect théitunson’s ability to sustain
high performance levels over time. Here, we exantiee more subjective
factors that contribute to high performance, sushwarkplace climate,
employee morale, team spirit or group cohesivenasi#udes towards
change, degree of participation in decision-makirgiill alignment,
opportunities for creativity and innovation, prafesal development
strategies and effective use of technology.
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The central pitch of the BSC framework is timstitutional Performance,
which is attained through the realization of thstitation’s vision, strategic
themes, and strategic objectives. Each of the petisyes must be linked and
contribute their share to the attainment of the raVeinstitutional
performance.

Building HEIs scorecard matrix: perspectives, objetives, outcome
measures/indicators

In light of the above mentioned four perspectias attempt has been made
to construct the HEI-BSC matrix composed of perSpes, possible
strategic objectives, and measures or indicatois. nfake the matrix
complete, institutions must identify possible pobgdinitiatives and targets to
be achieved as per their vision, strategic direstiand internal make-ups.
Table 1 provides an example of the scorecard asdcaded with each
perspective. In this regard, readers are advisedotwsider this as an
indicative list of strategic objectives and perfamae indicators that can be
adjusted as per the vision and strategic direcobra particular higher
education institution.

Table 1 Sample HEIs Scorecard Matrix

Perspectives &

- . Strategic Objectives Outcome Measures/Indicators
strategic questions

Size of students in various programs,
Increase student accessnarket share of student enrollment,

1 Stakeholders' and in-take diversity and level of campus diversity in terms
’ X of sex, health, geography & ethnicityl
perspective - - . -
(Students Attract _ hlgh—qualllty Matriculation results, entrance exam
parents ' students into  various results, undergraduate grades, project
alumni ' programs performances, work experience
leqi i Improve student progress
egislators, t©) in t thR . duati
accrediting (success rate) in targetecRetention & graduation rates
agencies, programs
donors Increase student
community, satisfaction _(with| Student  survey results, variety pf
governing relevance & quality of programs and delivery schemes,

boards, faculty programs, flexibility of| catering services, communication
& staff’) How | Programs, academic & system
' admin services)

do we creats — _
value for No. of organizations recruiting on

them? campus, employ_er survey rati(g
graduates’ effectiveness, perception
| surveys, support of programs &
" initiatives, average starting salary lof
graduates, placement trends

Increase employers’
satisfaction with graduate
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Level of alumni giving, increasefd
Increase alumnj assistance in placement, number | of
satisfaction alumni attending special events |&

knowledge reinforcement programs

Clear statement of the institutionfs

Build the confidences o
governing board members

h

strategic direction (mission, vision
goals & strategy), transparent apd

accountable system, periodic

performance reports

Extent of academic freedom
Increase faculty prevailing in the institution
satisfaction and quality encouragement for research |&

conference attendance, level |of

participation in  decision-making,

amount of budget devoted to faculty
development, office space & computer
availability, student perception of
faculty, workload distribution

Outreach programs to the community,

. . .y amount of research & consultancy
Enhance relationships with : ;
. . contracts, community perception of
community, improve . .
o faculty & staff, internship trends,
public image . . .
advisory committees, new articles
featuring the institution and/or faculty,
Level of support provided to the
institution, awards and grants received
Build  confidences  orl by the institution, perception survey
) results, level of demands for the
legislators and

accreditation authorities

institution’s products & services,
faculty and staff participation in

policy-related issues, the institution's
position in national rankings
Strengthen the Amount of donor funds, No. aof

relationships with donor
and foundations

5 programs supported by donors, domor

perceptions survey results, ct

performance reports

proje

Identify  relevant andg

viable programs

Diversity of programs, institution’s
programs highly appreciated by
students, alumni, employers, and
public authorities; program standargds
that integrate Ministry and discipline
specific occupational standards; well
documented external and internal
program validation and accreditation
process

2. Internal
Business
Process
Perspective: At
what  business
processes mus
we excel in

order to satisfy
our
stakeholders?

"Apply coherent progran
and curricular,
development, renewal an
review processes

n Degree to which curriculum is up-to

dtechnological trends; periodic review

date with educational, business (&
of each program & curriculum;

involvement of relevant stakeholders
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(faculty, students, employers, exper
legislators)

Enhance teaching an

learning excellence

Evaluation by external reviewers a

demployers, peer review, stude
satisfaction with teaching quality
grade point standards, continuo
assessment culture, quality a
technological level of computer lal
and libraries, modern teachin
facilities, presentation capabilities
faculty

Increase research
productivity

No. of publications and citations

presentations, lectures

colloquiums

public

Increase knowledge an
technology transfe
activities

dNo. of licenses, patents, & inventid
r disclosures; royalty income

Increase outreach t]

community

oNo. of programs and services; no.
people and organizations served

Integrate the relationshi
among teaching, resear
& consultancy

pNo. of original cases developed f
thteaching, projects assigned to stude
models and formulas developed g
applied in classrooms

Enhance efficiency an
effectiveness of services

Prompt catering and admissic
dservices, analysis of use of spa
placement services and opportuniti
guidance and counseling services
vulnerable (risky) groups, allocatig
& use of equipment & supplies, co
effectiveness

Heighten national
international reputation

an

j No. of programs in the top ranks
customer demands, no. of qual
research  outputs, placement

graduates, impact assessment repot

3. Learning,
Innovation and
Development
Perspective:
How do you
develop our
capacity and
sustain quality
service? How
well do we
develop and
manage our
human resources

Enhance teaching an
learning innovation anc
faculty development

Qualifications of faculty, quality o
dinstruction/advising/mentoring,

I number and quality of
outputs & consultancy service H
faculty, honors and awards receiv|
by the faculty, number of ongoin
instructional development activitie
number of innovations incorporats
into classrooms, seminars present
expenditures for teachin
enhancement, frequency of curriculy
changes, number of trainings
knowledge upgrading coursg
received by faculty & staff, degree

researg¢

ts,

nd

us
nd
S

g
pf

5,

research grants & awards, conference

&

of

or
nts,
nd

N
ce,
pS,
for

5

favorability of organizational climatg
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amount of performance-based culture
availability, staff satisfaction survey
reports, employee turnover rate
Improve quantity and Adequacy of classrooms, equipment,
quality of facilities| computers & library; time required to
provided to faculty and service, replace & allocate; %o0f

staff budget for improved facilities
Percentage of revenue by category
4. Financial Increase and diversify over time (government budget, tuitign
Stewardship revenues fee, research & consultancy contragts,
Perspective:How donors, alumni, catering services, ett.)
much do we get Efficiency and effectiveness of budget
and how well do allocations and spending,
we utilize financial | Improve budget utilization effectiveness of monitoring supplies &
resources? and control systems equipment, transparent accounting

systems, funds totally accountable,
Birr/student ratio, Birr/faculty ratio

Building balanced scorecard

The balanced scorecard is not an activity but & [gocess which involves
some critical steps. Different authorities havdeddnt views regarding the
number of steps that are required for building opizgtional scorecard.

According to Evans (2002), the overall process wfding BSC consists of

seven steps, which are broadly categorized undee tphases (adopted from
the works of Kaplan and Norton).

Phase I: The Strategic Foundation

Step 1: Communicate and align the organizationratauclear and concise
strategy. This is the fundamental starting poinhibhe everything
else. Your strategy is what “feeds” the Balancedr&card.

Step 2: Determine the major strategic areas or escgp getting the
organization focused on those things the orgamizatan actually do.

Step 3: Build a strategic grid for each major sigat area (step 2) of the
business. Out of all the steps in the entire psctgs can be the
most difficult since we must take our entire stggtéstep 1) and
transform it into specific terms that everyone eamerstand. And
everything must be linked to form one completetseggi@ model.

Phase II: Three Critical Components

Step 4: Establish Measurements: For each strategjective on each
strategic grid, there needs to be at least one urgaent.
Measurement provides the feedback on whether or wetare
meeting our strategic objectives.
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Step 5: Set Targets for each measurement: For macsurement in your
scorecard, establish a corresponding target.

Step 6: Launch Programs: Things will not happeressilthe organization
undertakes formal programs, initiatives or projedisis effectively
closes the loop and links us back to where we estadriving the
strategy that was formulated in phase I.

Phase 1lI: Deployment

Step 7: Once the Balanced Scorecard has been yultneed to push the
entire process into other parts of the organizatiotil you construct
a single coherent management system. This pullyteg together,
allowing successful execution of your strategy.

In another approach, the Balanced Scorecard Itestitas suggested a nine-

step approach to build BSC in organizations as destnated in their famous
circular figure below (see Fig.2).

Figure 2. The Balanced Scorecard Framework

{.;..-
YUeuoped

Source: Balanced Scorecard Institute, 1998
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The Institute’s award-winning framework\ine Steps to Success a
disciplined, practical approach to developing aatstgic planning and
management system based on the balanced scorecard.

Thefirst stepof the scorecard building process starts with ssessment of
the organization’s Mission and Vision, challengesiris), enablers, and
values. It also includes preparing a change manegerplan for the
organization, and conducting a focused communioatiovorkshop to
identify key messages, media outlets, timing, aedsangers.

The second stepis the development of the major elements of the
organization’s strategy, including strategic resulstrategic themes, and
perspectives, which are developed through activelvement of workshop
participants by focusing their attention on customeeds and the
organization’s value proposition.

In the third step the strategic elements developed in steps ondvemdre
decomposed into strategic objectives, which areottsc building blocks of
strategy and define the organization's strategienin Objectives are first
initiated and categorized on the strategic themeellecategorized by
perspective, linked in cause-effect linkages (statmaps) for each strategic
theme, and then later merged together to produee swmt of strategic
objectives for the entire organization

In the fourth step the cause and effect linkages between the erderpide
strategic objectives are formalized in an enteepwide strategy map. The
previously constructed theme strategy maps are edeigto an overall
enterprise-wide strategy map that shows how tharorgtion creates value
for its customers and stakeholders

In the fifth step performance measures are developed for each eof th
enterprise-wide strategic objectives. Leading aadging measures are
identified, expected targets and thresholds am@bbshed, and baseline and
benchmarking data is developed.

In thesixth step strategic initiatives are developed that supfuetstrategic
objectives. To build accountability throughout thrganization, ownership of
performance measures and strategic initiativessgyaed to the appropriate
staff and documented in data definition tables.

In the seventh stepthe implementation process begins by applying
performance measurement software to get the rigtibpnance information
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to the right people at the right time. Automatia@da structure and discipline
to implementing the Balanced Scorecard system,shiggmsform disparate
corporate data into information and knowledge, &eths communicate
performance information. In short, automation hefgople make better
decisions because it offers quick access to aperébrmance data.

In the eight step the enterprise-level scorecard is ‘cascaded’ damto
business and support unit scorecards, meaning tbaniaational level
scorecard (the first tier) is translated into bass unit or support unit
scorecards (the second tier) and then later to ssainindividual scorecards
(the third tier). Cascading translates high-levehtegy into lower-level
objectives, measures, and operational details. ddasg is the key to
organization alignment around strategy.

In the ninth step an Evaluation of the completed scorecard is dbaging
this evaluation, the organization tries to answa&sions such as, ‘Are our
strategies working?’, ‘Are we measuring the righings?’, ‘Has our
environment changed?’ and ‘Are we budgeting our eyasirategically?’

A detail analysis of the two approaches indicatessignificant difference
exists between them. The nine-steps of BSC reflecte the Balanced
Scorecard Institute have been incorporated in thanis the seven-step
model. However, one of the pluses of the instituteodel is that it vividly
demonstrates the connections between the variompaments of strategic
planning and management. More specifically, thditite’s BSC model
shows a visible connection between the projects @modrams that people
are working on, the measurements being used tk saccess, the strategic
objectives the organization is trying to accompléstd the mission, vision
and strategy of the organization.

Conclusions

Realizing the drawbacks of being shallowness oflitianal business
performance measurement tool (which relied on firenconsiderations
only), Kaplan and Norton had introduced the Bag@h&corecard (BSC) in
1992. The BSC is a performance evaluation instninmikat forces an
organization to identify a number of factors thi erucial to the success of
an entity. These “critical success factors" natynary from organization to
organization. Business houses which adopted BSCghated unassailable
competitive advantages and created the culturegainizational excellence.
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BSC is also gaining acceptance by public as wellthees not-for-profit
organizations across the globe. However, the adomnd use of BSC in
higher education institutions is relatively new wiittle research carried out
in the area. It is due to such theoretical and tmacgaps prevalent in
Ethiopia that thisneta-analyticstudy was launched by the researcher.

Based on an extensive review of the availableditee and exploration of
experts’ ideas in the field of BSC, the followingnclusions are drawn:

1. So far, no HEI in Ethiopia has ever built its soame so as to
manage its performance based on diverse paramdtstead, all
HEIs rely on traditional measurement tools, whiohus on lagging
factors of the educational system rather than d¢fid¢ading factors.
Limitations of such measurement approach are widelly among
policy makers and executives of HEIs as they do provide the
complete picture of the current states of the tustins. In particular,
the Government of Ethiopia has urged all HEIs tange their
management systems to make them quality conscidysamic,
responsive and accountable to their key stakehaldé¢oreover, the
fact that Ethiopian HEIs are under reform has nataed the BSC to
be considered as a must apply management tocbge timstitutions.

2. The framework of HEI's BSC can be built around fivajor pillars
of excellence (strategic thrusts) and four perspestto be adjusted
in a way they are integrated with mission, visi@md strategic
objectives of a higher education institution opegin Ethiopia.

a. The strategic thrusts that are closely associatétl tihe
mission of a higher learning institution includecademic
excellence, size and diversity, outreach and engagg
resource management, and linkages and networks.

b. The proposed four clusters of HEI's performance
measurement system include: stakeholder perspective
internal business process perspective; financevatdship
perspective; and learning, innovation and develognielD)
perspective.

c. In light of the stipulated pillars of excellence dan
perspectives, a comprehensive scorecard for HEdsblean
crafted constituting about 24 strategic objectiaesl 100
performance indicators/measurements (see Table 1).
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3. This general framework has been forwarded not asnigersal
prescription to be followed by all HEIs in Ethiopkaut with the
condition that it must be adjusted to the visiod atrategic direction
of a specific institution in a given period of tim€o this end, the
institutions are advised to adopt a comprehensind widely
recognized model of building a BSC—Nine Step BSC Building
Processas forwarded by the Balanced Scorecard Institute.

Recommendations

If decision making is to be strategic, the strategyst be directed toward
some overarching goals of an institution. Mostegdls and universities have
mission or vision statements in place that setioutery broad terms the
goals of the institutions. It is within the conteat these goals that an
institution must decide what it will benchmark amtat performance it will
measure, a process that Kaplan and Norton (199e<)ribe as “translating
the vision”. A good translation of the vision ocgwvhen the vision is
expressed as an integrated set of objectives ardures that describe the
long-term drivers of success. This is possiblend institution has adopted
the BSC philosophy and tries its best to builditcessfully.

While there is no single formula for building a eessful balanced
scorecard, there are several necessary steps a&sdupons for higher
education institutions to take in order to buil@ithBSC. In this study, an
attempt was made to craft a general framework, khg subject to
deliberation and modification by relevant higheueation authorities and
academia in Ethiopia. Thus, the author forwardsftlewing measures to
be taken by the relevant authorities:

1. The adoption and adaptation of the BSC framewodirisewith clear
definition of an institution’s mission, vision argtrategy. In this
regard, management has to play the leading rotkefiming mission,
vision and strategy by involving all key stakehaoldExperience has
shown that BSC, when applied properly, establisbessed channels
and processes to ensure effective communicatioougimout the
organization. Active communication helps everyfstaémber reach
common understanding of the organizational visistnategies and
goals as well as points them to the programmers @esired
outcomes.
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2.

Intensive capacity building efforts at institutidraad unit levels are
highly desirable. The necessary infrastructure. @atp capturing and
storing mechanisms, communication system) has fuban place.

As it has been stated earlier, this is an initisdrapt of studying BSC
in Ethiopian HEIs, more deliberations have to beden@n it at
various levels in different forums across the counto this end,
high commitment and involvement by Ministry of Cajpa Building,
Ministry of Education, Higher Education Institut&inExecutives,
and academic community are essential leverages. afional
framework (roadmap) for HEIs BSC has to be issueduigh the
concerted efforts of relevant authorities, spealfic Ministries of
Capacity Building and of Education is highly called.

In addition, more research has to be conductechénarea under
consideration.
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