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Abstract

Purpose — The purpose of this paper is to focus on the comparative analysis of the Balanced
Scorecards of four higher education institutions and aims to define the general framework of the
Balanced Scorecard for the higher education institution which concerns: the structure and elements
of the Balanced Scorecard; development of the Balanced Scorecards on the different levels of the
management system of the higher education institution; definition of the main functions of the Balanced
Scorecard which it performs in the process of the strategic management of the German higher education
institutions. Balanced Scorecard is analyzed as a strategic management system that translates a higher
education institution’s strategy into a comprehensive set of performance measures that provides
a framework for a strategic measurement and management system.
Design/methodology/approach — The comparative content analysis of the Balanced Scorecards of
one Austrian and three German higher education institutions — Johanes Gutenberg University Mainz,
Miinster University of Applied Sciences (Fachhochschule Miinster), Cologne University of Applied
Sciences (Fachhochschule K6ln), Montan University Leoben.

Findings — Using a comparative analysis of the Balanced Scorecards of four higher education
institutions this paper argues that Balanced Scorecard provides a systemic view of the strategy of
a higher education institution. It ensures a full complex framework for implementation and controlling
of the strategy and sets a basis for further learning in the process of the strategic management of the
higher education institution according to the scheme “plan-do-check-act”.

Research limitations/implications — This paper provides a basis for the substantial further work
on the development of the general framework of the Balanced Scorecard for the higher education
institution.

Practical implications — The framework presented in this paper can be used as the basis for the
development of general framework of the Balanced Scorecard of the higher education institution.
Social implications — The framework presented in this paper can be used as the basis for the
development of general framework of the Balanced Scorecard of the higher education institution.
Originality/value — This paper indicates the particularities of the structure and elements of the
Balanced Scorecard, its development in the different levels of the management system of the higher
education institution.

Keywords Indicators, Measures, Balanced Scorecard, Projects, Parameters, Academic Scorecard,
Perspectives

Paper type Research paper

Introduction

Balanced Scorecard is a strategic management system that translates a higher
education institution’s mission and strategy into a comprehensive set of performance
measures that provides a framework for a strategic measurement and management
system (Kaplan and Norton, 1996, p. 10). Proving its efficiency in business Balanced
Scorecard is used in a process of strategic management of higher education institutions.
In light of the current and future expectation, higher education organizations require
examples of successful implementation and adaptation of management strategies that
address the need to become more productive, accountable and efficient. The Balanced
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Scorecard, which utilizes measures beyond financial performance, is a tool that can
assist higher education organizations to become more efficient and accountable
(Rollings, 2011).

It has become common practice worldwide for universities to prepare strategic
development plans that are accompanied by monitoring system, such as scorecard
(Martin and Sauvageot, 2011, p. 44) which is regarded as a tool for better educational
planning (Kaplan and Miyake, 2010).

The application of the Balanced Scorecard in the process of strategic management
is aimed:

 to clarify and translate vision and strategy;

« to communicate and link strategic objectives and measures;

+ to plan, set targets, and align strategic initiatives; and

 to enhance strategic feedback and learning (Kaplan and Norton, 1996).

The Balanced Scorecard contributes to the implementation of the goals of the
organization in multidimensional system of indicators and parameters that measure
the performance of the organization on the base of perspectives (Kaplan and Norton,
1997, p. 9). The Balanced Scorecard differentiates between four central and important
perspectives regarding strategic development:

+ The financial perspective (Which material results should be achieved?).

* The customer perspective (What qualitative and quantitative performance is
expected by the stakeholders?).

« The internal process perspective (Which work processes are important for the
organization’s success?).

« The learning and development perspective (What activities will be necessary to
develop the organization and its personnel further in order to guarantee the
success of the organization? What can be learned from failures for the future?)
(Nickel, 2011, p. 23).

The Balanced Scorecard approach provides a general framework for understanding the
casual chains between the strategic objectives placed in the perspectives (Kettunen, 2009).
In higher education Balanced Scorecard emphasizes academic measures, rather than
financial performance of higher education institution and presents the strategic goals of the
university and opportunities for implementation from different perspectives (Martin and
Sauvageot, 2011). The approach of the Balanced Scorecard supports the implementation of
the strategy through the performance-oriented management (Kohlstock, 2009, p. 22).
Balanced Scorecard can be described as a carefully selected set of quantifiable measures
derived from an organization’s strategy (Niven, 2003, p. 14).

The balance between different perspectives ensures that all options are used for
the implementation of the strategy. One danger of the Balanced Scorecard is the
over-modulation. A higher education institution that cannot limit its goals and indicators
as recommended by Kaplan/Norton to five or seven per strategic perspective but
engages in an overflowing and detailed collection of objectives will surely create
a close-meshed control net which hinders the process of self-organization and supports
a tendency to bureaucratize (Nickel, 2011, p. 24).

Regarding the higher education institution as a non-profit organization and its
product is mtangible the financial indicators are insufficient to measure the performance



of higher education institution. That is why the concept of Balanced Scorecard is
appropriate for the particularities of activity of higher education institutions but it
must take into consideration the special characteristics of the activity of certain
university (Ruf, 2008, p. 5). The successful implementation of the strategic goals on
the basis of the measures requires the transformation of the strategy into some
decentralized Balanced Scorecards. It means that every structural unit of the
university must develop its own Balanced Scorecard using the prospective defined
for the whole university (Ruf, 2008, p. 8). The Balanced Scorecard approach
provides a framework for real conversation about the values and objectives of the
institution and the contributions of individual units to those objectives (Stewart and
Carpenter-Hubin, 2000).

In higher education Balanced Scorecard emphasizes academic measures, rather than
financial performance of higher education institution. The measures developed in
Balanced Scorecard are usually build on and around such aspects as faculty/student
number (ratios), demographics; student pass percentages and dispersion of scores;
class rank, percentile scores; graduation rates; percentage graduates employed on
graduation; faculty teaching load/ faculty research/publications; statistics on physical
resources (Pingle and Natashaa, 2011, p. 3).

The Balanced Scorecard in management of higher education can resolve such
problems as: formation of the actions on the basis of the strategic goals, coordination of
the goals on different levels and implementation of the mission statement. Besides the
Balanced Scorecard is aimed to stabilize the strategic process and define the indicators
of performance of higher education institution which are not connected with finance
(Ziegele, 2005).

The results of the research

Way of presenting the Balanced Scorecard of the higher education institution
Balanced Scorecard can be presented as a separate document (Cologne University of
Applied Sciences) or in strategic plan of the higher education institution (Johanes
Gutenberg University Mainz, Miinster University of Applied Sciences). Balanced
Scorecards of Cologne University of Applied Sciences and Miinster University of
Applied Sciences are called Academic Scorecards. Academic Scorecard represents an
option of the Balanced Scorecard which is developed according to the needs of the
higher education institution. Both approaches assume that a particular institution
must be viewed from different perspectives to reflect the organization. According to
the classical approach the success of any enterprise depends on the satisfaction of the
clients which is connected with the quality of the internal processes, motivation and
qualification of the personnel (Fachhochschule Miinster, 2010, p. 24).

Purpose of the Balanced Scorecard of the higher education institution

Balanced Scorecard has multiply functions and can be regarded as a strategic
instrument aimed at the implementation and operationalization, controlling and
communication of the strategy. German higher education institutions regard that
Balanced Scorecard:

« A basis for quality management (Fachhochschule Miinster, 2010, p. 24).

» Represents, concretizes and operationalizes the strategic goals which can be
achieved on the base of central measures (Fachhochschule Miinster, 2010, p. 24).
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Table 1.
The structure of the
Balanced Scorecards

+ Translates the content of the mission statement into specific strategic goals and
does so within an action framework with different perspectives; strives to achieve
a balance in the target perspectives (University Mainz, 2011, p. 6).

« Ensures effective achievement of the strategic goals in area of learning and
teaching (Fachhochschule Kéln, 2011, p. 2).

« Presentation of multidimensional process of planning, management and
controlling in knowledge organization and contribution to the communication
and implementation of the strategy (Montanuniversitat Leoben, 2012, p. 8).

Process of the development of the Balanced Scorecard

Creation of the strategic plan part of which is Balanced Scorecard should be done in
participative consensus-oriented process of the strategic management. That is why the
Balanced Scorecard is also developed in highly participative process in which
members of the university are involved in consultations with Presidium, the deans, the
QM-representatives from all departments as well as representatives from QM-team and
service structures (Fachhochschule Miinster, 2010, p. 25).

The process of development of the Balanced Scorecard is rather difficult and
time-consuming and requires the planners of the university to have special skill. That is
why the Johanes Gutenberg University Mainz while developing Balanced Scorecard
was consulted by Horvath & Patners — an independent internationally operating
management consulting company.

Structure of the Balanced Scorecard
The core elements of the Balanced Scorecard are perspectives. The traditional
approach suggests four perspectives: customers, internal process, learning and
development, finance. German higher education institutions created different
perspectives for their Balanced Scorecards, but common for all of them including
classical approach is the financial perspective which also can be presented as a
sub-perspective of the resource perspective, that also contains such sub-perspectives as
personnel, infrastructure and management (Fachhochschule Miinster, 2010) (Table I).
Academic Scorecard of Johanes Gutenberg University Mainz is focussed on four
perspectives. According to the service perspective university understands itself as
a service provider not only for its members (students, researchers and lectures) but also
for employees of authorities, businesses and those who are interested in continuing
education (University Mainz, 2011, p. 17).

Miinster Johanes Cologne
Classical approach to  University of Gutenberg University of Montan
Balanced Scorecard  Applied Sciences University Mainz Applied Sciences University Leoben
Customers Education Aspects of the Process Performance
Internal process Research task perspective perspective
Learning and Resources Service Customer Process perspective
development (personnel, perspective perspective Stakeholders
Finance finance, Potential Potential perspective
infrastructure, perspective perspective Potential perspective
management) Financial Resources Financial

perspective perspective perspective




Potential perspective is focussed on activities which are aimed to ensure the
competitiveness of the higher education institution. University declares itself as
a learning organization and its personnel must continuously develop in order to cope
with the challenges and to improve the quality (University Mainz, 2011, p. 22).

Financial perspective pays great attention to the acquisition of the third-party
funding taking into consideration the scarcity of public resources (University Mainz,
2011, p. 27) (Table I0).

According to the customer perspective the customers of Cologne University of
Applied Sciences are not only the external stakeholders in society and professional
world but also the students who have the corresponding demands to the results of the
learning process.

Resources perspective of Cologne University of Applied Sciences declares that
development of quality in education and research can contribute to acquisition of the
external funding which can be done if university will be regarded attractive for
scientists (Fachhochschule Kéln, 2011, p. 7).

Process perspective states that efficiency and attractiveness of the university is
primarily determined by the process which is based on the quality standards and the
strategic goals. The analyses and optimization of the process must be done in
cooperation with the staff which ensures their acceptance. All participants of the
process must cooperate, for example representatives of the faculty and central
administration. The successful optimization of the process must be reflected in high
level of user and job satisfaction (Fachhochschule Kéln, 2011, p. 9) (Table III).

The Academic Scorecard of the University of Applied Sciences Munster
contains three perspectives: education, research and resources, which is divided into
sub-perspectives. These perspectives in clearly way show that the main components
of the mission of the higher education institution — research and education but be
developed in balance with resources.

First of all, Academic Scorecard is focussed on the formulation of such goals which
can be achieved by the central measures and it is also focussed on the scorecards of the
faculties. Academic Scorecard must prove that all the strategic goals are developed in

The perspective

“aspects of the task”  Service perspective Potential perspective Financial perspective

Promotion
Development and
quality of research
The course structure

Improvement of the
services

Usage of new
information and

Maintain and expand special Efficient use, service-
university qualities and and requirements-
framework conditions oriented assessment
Maintain diversity of subjects of resources

Improvement of the ~ communication offered while taking into Expansion of the
teaching quality and  technologies more account quantitative and sources of finance
learning conditions consistently qualitative standards

Maintenance and
improvement the
university image

Strengthening of
internationalization
Expansion of
continuing academic
education alongside
research and teaching

Enhance management and
decision-making structures in
academia and administration
Strengthen individual
leadership skills and enhance
staff development

Intensify the promotion of
women in academia and
administration
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Table III.

The strategic goals
presented in the
perspectives of the
Academic Scorecard
of Cologne
University of
Applied Sciences

connection with the mission statement and the principles of the university and that the
goals of the structural units of the university are compatible with each other and
with the goals of the management of the university (Fachhochschule Miinster, 2010,

p. 24) (Table IV).

The Balanced Scorecard of the Montan University Leoben contains five perspectives
(Table I), and four of them for exception the financial perspective (Table V) are divided

Potential
perspective

Customer
perspective

Resource perspective

Process perspective

Development of
the personnel

Attractive academic
qualification
Development of the
potential of the
students

Attractive
continuing education

Active promotion of task-
specific funding in teaching
and learning

Positioning of the university
as attractive and innovative
employer for scientists
Continuous further
development of the IT
infrastructure in order to
support the implementation
of the goals which concern
the quality of education and
research

Everyday activity of the
staff is determined by the
continuously evolving
service and quality culture
The university designs its
process in such a way as its
diverse and valuable
courses to be the basis for
scientific education
Quality management
system is the basis of the
ongoing assessment of the
process according to the
achievement of the goals

Education Research

Resources

Optimization of the
transition to the study

Strengthening of the research
Strengthening of the research

Sub-perspective personnel
Optimization of the use of the

Optimization of the results transfer personnel

of the education Sub-perspective infrastructure

Support the transition Ensurence of modern conditions

into profession ve fi
Table IV. Comgetitive education Is&?e%es??r?fclggveof%l%%récreesources
The goals presented Allocation of the resources according
in perspectives of the to the goals
Academic Scorecard Sustainably manage the resources
of University of Sub-perspective management
Applied Sciences Make management more professional
Munster Increase transparence

Performance Stakeholders Process

perspective perspective Potential perspective perspective
Table V. - — - . i
Strategic areas Research profile  Scientific community Scientific staff Education
presented in Postgraduate Economy Personnel in technical-administrative ~ Research
perspectives of programs Labor market service Transfer
Balanced Scorecard ~ Education Society Students
of Montan Continuing Economy and science of = Structural capital (infrastructure) Management
University Leoben education the region Relationship capital




into strategic areas in which the strategic goals are defined. Performance and process
perspectives are focussed on education, research and their contribution to the development
of society — knowledge transfer. According to the stakeholders perspective Montan
University Leoben positions itself as competent partner which takes into account the
interests of different groups of stakeholders — alumni, labor market, economy, industry, city
and the region. University as an expert organization in which the most valuable resources
are personnel connects its potential perspective not only with scientific staff but also with
students and supportive personnel. University understands that potential of the university
depends on the results of work of scientific staff and satisfaction of the students with
educational services and considers as an important requirement to create all necessary
infrastructure for them. As university does not function in vacuum its relationship capital
which concerns the partnership with scientific community, society, alumni significantly
contributes to the development (Entwicklungsplan der Montanuniversitit Leoben, 2012).

Elements of the perspectives of the Balanced Scorecard
The elements of the perspectives of the Balanced Scorecard according to the classical
approach are objectives, measures, targets and initiatives (Kaplan and Norton, 1996).

The analysis of the Balanced Scorecards of the higher education institutions shows
differences in the way how they define elements of the perspectives (Table VI).

For example, the Balanced Scorecard of the Mainz University of Applied Sciences
operationalizes the strategic goals with the help of strategic projects which processed
centrally at the level of the university management board. Strategic projects usually
have to be allocated to specific personnel and finance budget. Implementation of the
strategic projects has the highest priority for the achievement of the strategic goals
(University Mainz, 2011, p. 6).

In contrast to the projects, strategic measures are one-off or ongoing tasks that are
not carried out by a specifically assigned project team but instead are performed by the
respective academic or administrative establishment alongside the other ongoing tasks
and they do not usually require any additional resources (University Mainz, 2011, p. 6).

Parameters are to be clearly checkable, unambiguous, and, as a rule, easily
collectable as well as generally traceable. Some are components that orientate
themselves on German federal recommendations, such as the parameters developed
by the Center for Higher Education Development. Additional indicators, in particular
for specialist subject areas, are to be developed for describing the quality of research and
teaching — not in the sense of monitoring but in the sense of a meaningful documentation
of success and depiction of achievements that can be understood outside the university
(University Mainz, 2011, p. 7).

The Balanced Scorecards of other two universities regard the parameter as
indicators. Indicators provide the basis for the continuing process of monitoring of the

Miinster Johanes Cologne
Classical University of Gutenberg University of Montan
approach Applied Sciences  University Mainz Applied Sciences University Leoben
Objectives — Strategic goals — Strategic goals — Goals — Strategic goals —
measures — concrete projects — indicators — goal  strategic measures —
targets — (specified) goals — measures — value operational
initiatives measures parameters parameters —

operational measures
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level of achievement of the strategic goals (Koln p. 2). The Academic Scorecard of the
university and the Scorecards of its structural units contain indicators which allow to
monitor the achievement of the strategic goals (Fachhochschule Miinster, 2010, p. 25).

Balanced Scorecards of the faculties

Successful implementation of the strategy requires its development not only on the
central level but also on the level of faculties as it is done in the Academic Scorecard of
Miinster University of Applied Sciences.

The Academic Scorecard of the university and Academic Scorecards of the faculties
include the key figures which allow the measurement of the achievement of the goals.
In general, faculties structure their Academic Scorecards on the base of the
perspectives presented in the Academic Scorecard of the university.

Creation of the Academic Scorecards of the faculties contributes to the development
of the multidimensional Academic Scorecard system of the university on different
decentralized levels. On the base of the Academic Scorecard of the faculty members
of the university can clearly understand what are their functions and input in the
achievement of the strategic goals of the whole university.

Conclusions

The results show that Balanced Scorecard provides a systemic view on the strategy of
higher education institution. It ensures a full complex framework for implementation
and controlling of the strategy and sets a basis for further learning in the process of the
strategic management of the higher education institution according to the scheme
“plan-do-check-act”.

All the perspectives of the Balanced Scorecards developed by universities despite
different headings are focussed on the development of the personnel, education and
research, improvement of the quality according to the requirements of the external
and internal stakeholders of the higher education institution. Achievements of these goals
should ensure the competitiveness of the higher education institution and contribute to the
acquisition of the third side funding (perspective finance) which is crucially important for
universities taking into consideration the scarcity of public resources. Scorecard presents
the balanced development of all activities of the higher education institution fulfillment of
which should ensure its high level of performance of the higher education institution.

Balanced Scorecard provides an opportunity to split the strategy on different stages
of implementation and controlling with the help of measures, projects and indicators.
Development of the Balanced Scorecards of the faculties on the basis of the perspectives
defined for the whole university makes it easier for the staff at the faculties to understand
the strategic goals of the university. The Balanced Scorecards of the faculties help the
staff to understand their role in process of the implementation of the strategy of
the whole university. The formation of the Balanced Scorecard on different levels in the
university allows the members of the university to see clearly their strategic goals and
objectives which they should achieve in everyday activities.

The analysis of the content of the Balanced Scorecards of the universities proves
that this instrument of the strategic management ensures successful implementation of
the strategy, combines strategic and operational levels of the strategy, provides an
effective measurement of organizational performance and forms the basis for the
assessment of the achievement of the strategic goals of the university on the base of
developed indicators. Balanced Scorecard as a communication tool helps not only the



staff and the students but also to the representatives of the external stakeholders
(society, scientific community, labor market) clearly understand the strategic goals
which university plans to achieve. Planners and other members of the university see
the implementation of the strategy in progress as a gradual process which begins on
the basis of the strategic goals and evolves into projects, measures and parameters.

Application of the Balanced Scorecard in the process of the strategic management of
higher education institution contributes to transparency of the strategy implementation
on different stages of the process (measures, projects) and on different levels of the
organization (central level, faculty).

Despite all its advantages Balanced Scorecard is not so widely used in the process of
strategic management of higher education institutions. The problem is that the managers
of the universities lack experience and skills in development of this tool, which is very
difficult in creation. Planners of the higher education institutions require seminars where
universities that successfully use this tool can share their experience. Such colloquiums
and seminars with the universities which have experience in development of Balanced
Scorecard and organizations like Horvarth & Partner which can consult about
development of Balanced Scorecard can help the senior managers in creation and
implementation of the successful strategy of the higher education institution on the base
of the Balanced Scorecard. Despite being difficult and time-consuming in development
Balanced Scorecard is an efficient tool of strategic management which creates an
alignment between all elements of the strategy of the higher education institution, makes
the process of implementation easy for perception for the members of the university,
transparent and measurable. Perspectives of the Balanced Scorecard give opportunity to
develop a balance between all internal processes and external factors which are in the
base of the strategy of the higher education institution.
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