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Why conduct a survey?

Since its introduction in the early
1990s the Balanced Scorecard
has been one of the world’s top-
ten management frameworks
and the number one framework
for Performance Management.

Despite this popularity, little was
known about which organisations
use Balanced Scorecard, what they
use it for and how useful they find it
In practice.

In 2008 2GC began a multi-year
research project to find some
answers to these questions.

Each yearsince, 2GChasrun a
simple survey of Balanced Scorecard
usage, and released a summary of
its findings via survey reports like
this one, on 2GC’s website.

The results of this continuing
research activity have improved the
use and understanding of the
Balanced Scorecard. 2GC has used
the information to focus its own
development activities on finding
improvements to Balanced
Scorecard designs and design
methods that users and
organisations really need.

Who participated in 2018?

Well informed managers in
corporate or staff roles: a profile
that helps us have confidence in the
quality of responses provided.

® e received questionnaires from
respondents in 47 countries, the
most since we began the survey in
2008, regional distribution was
similar to that in previous surveys

® /1% were from the private sector,
29% from public sector and NGOs

® 48% reported beingin an
executive management role

® 61% said they were extremely or
very knowledgeable concerning
the Balanced Scorecard.

How did the survey work?

The 2018 survey data capture
method was similar to that used in
earlier years: the survey was made
available via a web-based tool, and
respondents were self selecting.

Our Sponsors

As with previous years, we are
grateful to the active supportin
running this survey from our
sponsors: click on the logos to the
right to get more information.
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Balanced Scorecard Usage Survey 2018

\VWho uses the Balanced Scorecard?

Responses show that Balanced Scorecard is used throughout Is this what we would expect?

the org_amsa’uon. Almost th reequa rt_ers reported use at the Yes. Balanced Scorecard was originally designed to inform a leadership team
Executive level, and over half in functional management. As of an organisation about the effectiveness of strategy implementation

INn previous years, use of Balanced Scorecard at board level activities. A report of this kind is most useful in organisations where the

was low (36%). leadership team is unable to track activities directly (due to number of

| _ employees, organisational design etc.) which is confirmed by the survey.
This year's survey had a greater representation from Africa, and lower

o . . .
representation from the Asia region, outside of India. The low numbers for Board level use (36%) are consistent with previous years

and so are what we would expect but are disappointing in so far as they

49% (2017 - 39%) of responding organisations had more than 500 indicate that strategy implementation performance is typically not part of
employees: confirming that Balanced Scorecard usage is strongly biased Board reporting.

toward larger organisations. Commercial organisations with over 500

employees are much less common than this (e.g. in 2018 only 0.3% of Is this different from the last survey?

registered commercial organisations reported having more than 500
employees), which strongly suggests that Balanced Scorecard Usage is
proportionately much greater in larger organisations than small ones.

No. Balanced Scorecard has become established as the primary tool for
reporting on strategy implementation / execution progress to Executive level
managers, particularly in larger organisations, and this continues to be so.

Where is Balanced Scorecard used? Geographic Distribution Organisation size (employees)
Ame[)icas
30% >'IO,OOOO
executive 69% e
_ Africa 5,001-10,000
functions 20% 294
<500
operations 51%
1,001-5,000
board EU Asia 14%
17% 2%
sales
country 11% Middle East
9% : _
India 501-1,000
22% 17%
2GCeu +9 3
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What are Balanced Scorecards being used for?

Balanced Scorecard’s primary reported role continues to Almost all respondents indicated an intention to develop their Balanced
be supporting the implementation of strategy. This year Scorecard furtherin 2019 (96%): interest was greater this year in improving
We saw an increase across all four of the use areas - driven reporting on initiatives and sustainability and was less for risk.
by greater use of the tool:in 2018 the number of roles ls this what we would expect?
Balanced Scorecard is use(_j for in the average organisation Yes. The Balanced Scorecard approach and design methods were intended
increased to 2.2 (from 1.9in 2017). from the outset to primarily support the management of strategy execution.
The survey shows that Balanced Scorecard continues to work primarily by Cc?r_msigtently these surveys have conﬂrmed_ that this remain_s its primary role.
influencing the actions and behaviours of managers and individuals (79% Initiatives are a key part of strategy execution, and so the high level of
report this relationship). Balanced Scorecard also has an important interest in improving the reporting of these is not unexpected.
secondary role contributing to the assessment of individual and team .
. . . ?
performance in between one third and one half of organisations. Is this different from the last survey
The number of respondents who thought that their Balanced Scorecard had No. The increasing interest in using developments of existing Balanced
no influence at all on their organisation was lower than we found last year. _Scoreca_rds d>d _mechamsm o mf)nltor and manage sustalnablllt_y I5an
interesting finding from this year’s data, but overall the results are similar to
last year.
Uses of Balanced Scorecard What is influenced by Balanced Areas planned for improvement
Scorecard in your Organisation? in next 6-12 months
Strateqic 76% Business 79% | 64%
46%
| 42%
y Sustainability
47% T 39% -
» 34%
— 359% Rewards | »
Incentives 2018 m 2017 6% Other ° 2018 W 2017

None - 2018 m 2017 -
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How are Balanced Scorecards reported?

Balanced Scorecards work by informing and improving Is this what we would expect?
decision-making: so to be useful they must be reported No. The trend in recent editions of this survey has been towards more
and reviewed frequently. frequent reviews, with greater use of automation generally (and specialist

software in particular) to generate these reports. This year's survey goes

. . . o
This year we see a fall in quarterly reporting compared to last year (38%, against these trends - it is not clear what is the cause of these changes.

down from 47%,). This has been offset somewhat by a big increase in
monthly reporting (up from 24% to 32%). Overall the proportion reporting

and reviewing at least quarterly (which is best practice) is down slightly to
69% (77% last year). Yes. The frequency of reporting and reviewing Balanced Scorecards at least

quarterly is lower than last year, and the proportion not using their Balanced
Scorecard at all has increased. Use of software is also lower in this sample,
driven by significantly lower use of specialist reporting software.

Is this different from the last survey?

44% of organisations did not report the use of any software to help
generate Balanced Scorecard reports (up from 38% in 2017). Use of
specialist software increased in Europe and the Middle East, but was greatly
reduced elsewhere, resulting in an overall fall in share from 16% last year to

just 9% this year.
Use of software to report Balanced
Balanced Scorecard Reporting Balanced Scorecard Reviewing Scorecards
/ more often _ 299% / more often _ 249, Africa
asia - | e
14% | 159% sia 39%
Six-monthly Six-monthly
9% | 12%
o
Not 3% Not 3% Overall 44%

Private
B Public / NGOs

|

Reported -11% Private Reviewed
W Public/NGOs B None [ Specialist [ Custom [l Office
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Which Balanced Scorecard design is in use?

3rd Generation Balanced Scorecard desig ns once again The proportion of organisations reporting that all of the measures on their
dominate the responses and seem to be most effective: Balanced Scorecard(s) were fully defined increased to 43%.
they are reported and reviewed more frequently than The proportion of measures that have no target value set has dropped
_ _ _ N o/ a1 5
others and are more than twice as likely to be used in signiticantly to 14% this year, down from 31%.
N . o _

organisations with 10 or more Balanced S_co_recard_s. /3% s this what we would expect?
of organisations that were EXtreme_ly Satlsfled with their Yes. 3rd Generation Balanced Scorecard designs are easier to create,
Balanced Scorecard use 3rd Generation designs. better support strategic alignment activity, and provide valuable
The Balanced Scorecard designs shared some common features: gains over earlier generations when it comes to measure definition
® between 2 and 6 perspectives (average 4) and target setting. | |
® anaverage of 8.8 strategic objectives and 13.1 initiatives (both slightly fewer than The very strong correlation between Balanced Scorecard design type

last year), and and user satisfaction is interesting - as is the strong association of
® anaverage of 17.4 measures (i.e. 2 per objective) (both slightly fewer than last dissatisfaction with the original 1st Generation (4 box) designs.

year).

Reported value of Balanced

Types of Balanced Scorecard % of Measures fully defined Scorecard vs. Balanc_ed Scorecard
design type in use

over 80% B 1st Generation I 2nd Generation

3rd G ti
2nd Generation 23% B 3rd Generation
20%

3rd Generation
58%

All

(o)
below 60% 43%

18%

1st Generation
22%

60% to 80%
17%
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How many and how were they designed?

About half of the organisations (48%) in the survey
reported having multiple Balanced Scorecards and of
these over two-thirds (68%) were created using a
sequential approach known as cascading.

® The majority (62%) of balanced scorecards are designed internally (a good thing).
Whilst consultants help in the design of over a third of these - we are pleased to
see that the share designed solely by consultants remains very low at 7%.

® Qver half of organisations have refreshed their Balanced Scorecard design: most
during the previous 12 months. Half (51%) of the revisions were linked to
updated Strategic Plans; 58% of the revisions involved changes to objectives,
measures and targets, our favoured approach, a big increase over last year (48%).

® QOver one third of the Balanced Scorecards reported on in the survey were used for
just one purpose (37%) - of these single used designs 60% were used for strategic
management (a similar proportion to last year), except in Asia where reporting
was the dominant use.

Who designed your
Balanced Scorecard?

Afrca
curope ) 9% IS
Americas - | 152 S
sio IEE 20 S Sa
iddle Eost EZEAN0% S RS
Overa!l T 207 IR

B Team that use it W Jointteam _
M Internal team B Consultants Has it bc_-;\en
M Other reset?

No

Yes

Has your Balanced Scorecard
ever been reset?

Organisations with multiple Balanced Scorecards,
showing use of Cascading design approach

rico T o2
Americas [IEEA  15% 33%
o T %
curope EENITE% 0%
vidle €2t AT o

Overal 8%
B Cascading W Other Methods

Which elements where changed?

Within last year

Objectives, Measures
& Targets

Over 12 months ago
58%

Measures
& Targets

31%

When was it
last reset?

Targets only

1%
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Realising the value of Balanced Scorecard

The number of respondents who said that their Balanced
Scorecard was extremely or very useful was similar to last
year at 75%: an encouraging figure that we found (on
Page 6) is at least in part linked to the increasing use of
modern 3rd Generation style Balanced Scorecards.

Well over half of units manage and maintain their Balanced Scorecard

themselves, continuing a trend toward self-management that we first
noticed in 2016. Delegating this maintenance activity to a specific PM Unit is

Is this what we would expect?

Yes, we know the tool can add value to organisations if well used. The
department that manages the tool is less important than the passion and
abilities of the individuals who report and run the Balanced Scorecard.

Links from the Balanced Scorecard to other processes are essential for

effectiveness: without these links we see conflicts between these

Balanced Scorecard.

the most common alternative choice, but many other internal departments
also have this role - including strategic planning and finance.

All the organisations reporting this year linked their Balanced Scorecards to
other processes: more than half link their Balanced Scorecards to Planning
and to Budgeting. Links to Quality Management and to pay and rewards

were both more frequent this year than in previous years..

How valuable is your Balanced
Scorecard?

Extremely

Very

20%
Somewhat

5%
Not at all

W 2018 H 2017

Who manages the Balanced
Scorecard?

Not sure

Unit using 12%

Balanced

Scorecard
60%

Specific PM Unit
20%

Others
8%

management mechanisms emerging and such conflicts make it hard for
managers to effectively intervene in response to issues flagged up in their

Processes linked to the Balanced
Scorecard

T
larning [

(0]
(0]

e

Goal setting |

e
(o)

Pay / Rewards

Other H% W 2018
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About 2GC

2GCis a specialist
management consultancy
with particular experience
and expertise relating to
strategy implementation
and the design and
deployment of modern
Balanced Scorecards.

With a global client list, 2GC helps
organisations across every sector
with Strategy Execution and
Strategic Performance
Management issues.

Based in the UK the 2GC team
works globally with the support of
its international partner network to
apply its energies in four areas:

e \Working closely with senior
management teams to articulate
strategic priorities and implement
reporting tools to help them control
the delivery of these strategies;

e Reviewing pre-existing performance
management processes and systems
to identify required improvements;

e Delivering training on the design
and application of Strategic
Execution methods including the
Balanced Scorecard at introductory
and advanced levels;

e Conducting research into Strategic
Management topics in order to
continually improve the 2GC service
offering. 2GC staff regularly publish
and present papers based on this
research activity.

2GCis recognised as a leading
expert on the use of Balanced
Scorecard methods for strategic
execution purposes, and has a
particularly strong reputation
concerning the design and
implementation of Balanced
Scorecard 'cascades'.

2GC's track record includes delivery
of all sizes of projects for clients in
private, public, Governmental and
NGO sectors.

Contact 2GC Now
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Conclusions and Observations

2GC's tenth Global Balanced Scorecard Usage Survey has
confirmed the position of Balanced Scorecard as the go-to
reporting tool for strategy execution.

What is more, this year’s survey has confirmed the continued shift towards more modern and advanced Balanced
Scorecard designs: once again the majority of reported Balanced Scorecards are based on the Third Generation
design, a trend observed across the ten years the survey has been running. Third Generation designs bring real
benefits to the organisations that use them: the survey shows that Balanced Scorecards based on these designs are
much more likely to be complete and be used regularly, and generate very high levels of user satisfaction.

Part of the reason for this is probably linked to the finding that the most common use for the tool is to help the
executive leadership of an organisation to better manage the implementation of their organisation’s strategy.
Third Generation designs are particularly well suited for this application, particularly in large organisations where
multiple linked Balanced Scorecards are required.

Most Balanced Scorecards continue to be reported and reviewed quarterly: in our experience this frequency
provides effective executive control over the strategy implementation process. 56% of organisations use some kind
of software automation to help build these Balanced Scorecard reports. As we have found previously, about half of
the firms who use software tools use standard Office software products to generate their reports (this year 52%) with
the rest split between bespoke solutions custom written for the organisation (32%) and specialist software such as
that provided by two of the sponsors of this survey, Corporater and ESM Group (16%).

2GC knows from other work that given a free choice, executives designing strategic Balanced Scorecards would
choose an even split between qualitative and quantitative measures, but this split is rarely achieved in practice
because qualitative measures are significantly harder to define, collect and report on. This year for the first time this we
asked respondents to estimate this split for their Balanced Scorecard(s): the results were surprisingly consistent across
organisation types and geographies - with about 70% of measures chosen being quantitative; a figure that is
reassuringly consistent with 2GC’'s knowledge and experiences over the last 20 years.

We are profoundly grateful to all those who participated in the survey this year, without their effort these insights
would have remained hidden. We are also exceedingly grateful to MXV Consulting, ESM Group, Corporater and
Tenstep for their invaluable support in this research activity.

Do more...

Read some material

See 2GC's collection of FAQs, Papers,
Presentations, Case Studies

e 2gc.eu/resources

Get some training

2GCruns one and two-day courses, tailored and
practitioner courses on Balanced Scorecard design
and strategy implementation throughout the year

e 2gc.eu/training

Ask us a question

We will send you an answer for free (if we know
the answerl)

e Sendanemailtoinfo@2GC.eu

Share this material

The copyright on this document gives you
permission to share this document unchanged
with others.

If you are interested including this material in your
own documents you need to ask permission of

2GC: contact survey@2GC.eu. The good news is
that we usually agree to such requests.

Copyright © 2GC Limited, 2019. All rights reserved. This document is licensed
under the terms of a Creative Commons Attribution-NonCommercial-
NoDerivatives 4.0 International License. This site and its content is protected by
copyright and / or other applicable law. The license enables you to view, edit,

modify, translate and distribute the content of this site worldwide for Non-
Commercial purposes under the terms of this licence, provided that you credit 2GC
Limited as the original author. Full details of the license can be obtained from 2GC
Limited, or direct from https://creativecommons.org/licenses/by-nc-nd/4.0/

2GC Limited is registered as a
company in the United Kingdom.
Registration Number: 3754183;
Registered Office: The Old Dairy, 12

Stephen Road, Headington, Oxford,
OX3 9AY, United Kingdom. 2GCis
registered for VAT, registration
number GB 697 8730 61.
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