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OPSOMMING 
 

 

Om su kses te  behaal in die h edendaagse w edywerende s ake-omgewing v ereis 

innoverende benaderings.  Organis asies moet in  staat wees om effektie f te reageer en 

ingeligte b esluite te neem o m in die  bes te pos isie te wees o m voordeel te trek  uit 

potensiele samewerkende sak egeleenthede in  die eks terne uit gebreide-waardeketting 

van die organisasie. 

 

Die uitslae van stra tegiese bes luite word geaffekteer deu r die strategi ese keu ses wat 

gemaak word en hoe  suk sesvol s ulke d oelwitte geïmplementeer word.  In die me este 

gevalle behaal die strategieë slegs middelmatige sukses of slaag hulle nie daarin om hul 

mikpunte te bereik nie weens die onvermoë om strategieë te formuleer en implementeer 

wat die on twikkeling va n ‘n v olhoubare meded ingende v oordeel op die lang duur sal 

versterk.  

 

Die gevallestudie-organisasie, MultiChoice Africa (Edms) Beperk, dien as voorbeeld v ir 

die begrip va n d ie k ennisbasis w at noodsaaklik is in die toepas sing v an s trategiese 

bestuursinstrumente soos Kaplan en Norton (1996a: 8-18, 224-229) se gebalanseerde 

telkaart o m v ir leiers kap rigs noere t e gee  in d ie sk ep va n werklike tyd-waarde, e n 

daardeur ‘n  v olhoubare mede dingende v oordeel sk ep.  Telk aarte is  hoo fsaaklik 

ontwikkel en toegepas vir interne bestuursdoeleindes en word selde gebruik vir eksterne 

bemarking. 

 

Die doel van die navorsing wa s die eva luering va n die strategiese w aarde v an die 

gebalanseerde telkaart in d ie ge netwerkte ekonomie, met die b enutting van  ‘n  

gevallestudie-ontwerp deur ‘n feno menologiese voorbeeld-benadering.  Die uitslag  was 

gegrond op ‘n voor- en na-analise van die implementasie van die gebalanseerde telkaat 

in die gev allestudie-organisasie, met d ie fokus op die gew aande  waarde daa rvan om 

die p robleme van strategie-implementering te oo rkom, ‘n  meded ingende vo ordeel te  

ontwikkel en handhaaf.  Handhawing, in die besonder, is gedefinieer en getoets teen die 

omgewing en etiese ge drag, a angesien die uit slae aa ngedui het d at ‘n v erbintenis 
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bestaan tu ssen v olhoubare mededingende v oordeel en d ie be nutting van die 

gebalanseerde telkaart.  

 

Navorsingsuitslae dui a an dat de elnemers gees driftig blyk te we es en met die pro ses 

begin het om die organisasie in ‘n ‘gebalanseerde telkaart-organisasie’ te omskep.  D ie 

belangrikste voo rdele h et ‘n  verhoogd e gew aarwording v an visie  in gesluit, met die 

koppeling v an bedryfstake met  strateg iese werkne mersdeelname en -ins kiklikheid.  

Tekortkominge het die gewaande gebrek aan bydrae tot op voetsoolvlak asook aan die 

transformasieproses ingesluit. 

 

‘n Aantal b eperkings was  duidelik  in die ontwerp, ontplooiing e n ben utting v an die 

gebalanseerde telkaart om die p robleme van s trategie-implementasie te oorkom  en  ‘n 

volhoubare mededingende voordeel in die genetwerkte ekonomie te behaal.  Belangrike 

aspekte aang aande werknemers en aande elhouers is o ok beklemto on aan gesien die  

ontwerp van die gevallestudie-organisasie se telkaart gekoppel is aan sy waardeketting.  

Weens die g enetwerkte e konomie en sy g evolge v ir d ie organis asie, h et bevindings 

egter aangedui dat ‘n verandering in die huidige telkaart-argitektuur voorsorg moet maak 

vir ‘n g enetwerkte o ntwerp om bykomende konstrukte in te sluit, wa t in aa nmerking 

geneem moet word in  ‘n po ging om groter netwe rke te sk ep en sa mewerkende 

praktykgemeenskappe te vestig. 

 

Die uitslae d ui aan  dat die s uksesvolle i mplementering v an veranderingsbestuur 

(transformasie) as ‘n drywer in die in houd v an die gebalanseerde telkaart in die  

genetwerkte ekonomie, sleutel is tot die organisasie se toekomstige strategiese waarde 

en oogmerke. 

 

Die insig  ve rkry is gebruik om ‘n te oretiese mo del aan te beveel, gegrond op glob ale 

sakelandskapsvereistes, met die benutting van nuwe en radikale innoverende strategieë 

en sakemodel-argitektuur wat die samevloei vereis van die saa mgevoegde stelsels van 

alle rolspelers in die grenslose netwerk , so os aa ngedui in die ‘genetwerkte 

gebalanseerde teoretiese telkaartmodel’. 
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Die teoretiese model dui aan hoe individuele organisasies hul telkaarte kan hervorm en 

integreer o m s trategieformulering, -implementering en –beheer te  rugs teun.  Dit 

ondersteun dus volhoubare mededingende voordeel en is  gegrond op ‘n b alans tussen 

die komponente van mededingenskennis en samewerking. 

  

Die aanbeveling is dus dat organisasies nie langer volhoubare mededingende voordeel 

in is olasie ka n implementeer nie  maar dat hulle moet fokus o p organis atoriese 

ontwikkelingstrategieë wat netwerk-gepaardgaande struktuur en –argitektuur omsluit, en 

sodoende die nuwe waardevoorstel vir strategiese oogmerke behaal. 
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SUMMARY 
 

 

Success in today’s competitive business environment demands innovative approaches.  

Organisations must be able to react effectively and make informed decisions in order to 

be in the  best pos ition to take  advantage o f co llaborated business opportunities in t he 

organisation’s external network. 

 

The results of strategic decisions are affected by the strategic choices that are made and 

how successfully those objectives are implemented.  In many cases the strategies have 

mediocre success or fail to achieve what they set out to do due to the failure to formulate 

and implement strategi es that enh ance the development of a s ustainable competitive 

advantage in the long term.   

 

The case study organisation, MultiChoice Africa (Pty) Limited, serves as an example in 

understanding the kn owledge b ase imperat ive in ut ilising st rategic management 

instruments such as Kaplan and Norton’s (1996a: 8-18, 224-292) Balanced Scorecard to 

guide leadership in creat ing real-t ime value, thereby creating a sustainable competitive 

advantage.  Balanced Scorecards have largely been developed and applied to internal  

managerial purposes, though they are seldom used for external marketing. 

 

The pu rpose of this research was  to ev aluate the strategic value o f the Balan ced 

Scorecard i n t he net worked econ omy, utilising a case s tudy design by  following a 

phenomenological paradigm appro ach.  The o utcome was ba sed on a pre- and  post- 

analysis of t he implementation of the Balanc ed Sc orecard within the ca se stud y 

organisation, focusing on the perceiv ed value t owards overcoming the ba rriers to 

strategy i mplementation, dev eloping a c ompetitive ad vantage and  su staining this 

advantage.  Sustainability was specifically de fined and  tested agains t the  environment 

and ethical beh aviour as the re sults indicated tha t a  link  exists between s ustainable 

competitive advantage and the appropriate utilisation of the Balanced Scorecard. 
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Research results suggest that respondents appear to b e enthusiastic and have started 

the process of transforming the organ isation into a ‘Balance d Scorecard organisation’.  

The main advantages inclu ded an increased awareness of v ision, link ing operational 

tasks t o strategic employ ees’ participation and flexibility.  Shortcomings, on t he other  

hand, included the perceived lack of contribution of the Bal anced Scorecard to the final 

outcome as well as to the transformation process. 

 

A num ber of limitations were  evident in t he design, deploy ment and utilisation of the 

Balanced Scorecard in overcoming the barriers  to stra tegy implementation and ho w to 

gain a sustainable competitive advantage in the networked economy.  Important aspects 

surrounding emplo yees and stak eholders we re also highlighted as  the des ign of the 

case study organ isation’s origina l Ba lanced Scorecard is based on  it s v alue c hain.  

However, due to the networked economy and its implications for the o rganisation, the 

Balanced Scorecard architec ture should be modified to make provision for a networked 

design. These m odifications sho uld in corporate additional co nstructs tha t need to be 

taken in to c onsideration when creating la rger networks and es tablishing c ollaborative 

communities of practice. 

 

Key to th e organisation’s future  strategic value an d intent is the s uccessful 

implementation of cha nge management (transformation) as a driver into the application 

of the Balanced Scorecard in the networked economy. 

 

Insight ga ined w as used t o pro pose a theoretic al mode l bas ed on globa l business 

landscape dem ands, utilising new and innovative st rategies and business model 

architectures that require the convergence of aggregated metrics of all role players in the 

borderless network, as  outlin ed in  t he ‘Networked Bala nced Sco recard’ theoret ical 

model. 

 

The t heoretical model outline s how org anisations can reform and int egrate t heir 

Balanced Scorecards to support strategy formulation, implementation and control.   
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It there fore supp orts sus tainable competitive a dvantage an d is based on embracing 

components of competitive intelligence and collaboration in the networked economy.   

 

It is thus suggested that organisations can no longer implement sustainable competitive 

advantage strategies in isola tion, bu t n eed to focus o n org anisational development 

strategies that encapsulate the n etwork con comitance struc ture a nd arc hitecture, 

thereby attaining the new value proposition for strategic intent.  
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CHAPTER 1 
INTRODUCTION AND OVERVIEW OF THE RESEARCH 

 
‘Futurists aim to open up the future, to make a virtue out of the uncertainty of the future, for 
the purpose of empowering organisations to achieve futures better than the past and the 

present.  Futurists aim to strategise organisations to ensure that the future becomes an open 
horizon that can be creatively explored.’  (Bell, 1997: 1) 

 

 

1.1 INTRODUCTION 
 

This t hesis explores t he challeng es of  uncer tainty and is int ended to cont ribute 

towards cre ating st rategic advant age t o business in t he 21 st century and bey ond.  

MultiChoice Africa (Pty) Limi ted served as an example in underst anding t he 

knowledge base imperat ive in ut ilising st rategic managemen t inst ruments which 

guide leadership in creat ing real-t ime value, i n order to create and  main tain a 

competitive advant age t hrough the successf ul implemen tation o f s trategy, which  

ultimately has ensured organisational sustainability.  The underly ing structure of this 

thesis has incorporat ed three main constructs, namely strategy implementation (see 

section 1. 3.2), compe titive advant age (see se ction 1. 3.3) and sust ainability (see 

section 1.3.4) by invest igating the s trategic value of  the Balanced Scorecard in t he 

networked economy. 

 

After quest ioning cont emporary management a ccounting in  several art icles dur ing 

the 1980s,  Robert  Kaplan and David Norton int roduced the Balance d Scorecar d 

concept in 1992 t o present  a balanced vie w on organisat ions’ operat ions.  Th e 

scorecard comprises financial measures and measures related to marketing strategy, 

research an d development,  social responsibilit y and e mployees.  Th e Balanced 

Scorecard has t herefore been def ined as a measuremen t-based st rategic 

management system that has provided a method of aligning business activities to the 

strategy and monitoring performance of strategic objectives. 

 

In this chapt er the problem,  bac kground an d rat ionale f or the research ar e 

introduced, and t he constructs f or developing and maint aining a sust ainable 

competitive advant age b y u tilising strategic management  instruments such as t he 

Balanced Scorecard ar e highlighted.  Its usability  and role t o ensure organisat ional 

sustainability in t he lon g t erm are also evaluat ed.  This chapt er also out lines t he 



 

2 

objectives of the research and p rovides an  overview of  t he chapt ers t o f ollow, 

including the ‘terms of references’ (refer to Annexure 1) used in the research. 

 

The impetus for conducting this study was that some of the greatest challenges in the 

management of organisations concern the ability to move the organisation cohesively 

into a direction that is in alignment with the formulated strategies, despite the fact that 

successful strategy formulation and implement ation is dif ficult t o ac hieve (Flo od, 

Dromgoole, Carrol & Gorman, 2000: 184-189, 236-243; Kaplan & Norton, 1996a: 49-

50, 363-381 ; Kaplan & Norton, 200 1b: 167-176 ).  The Balanced Scorecard as a 

strategic management inst rument encapsulat es and alig ns t he obje ctives of  the 

research and creates a foundation for future strategy implementation.  The following 

section outlines the context of the research. 

 

1.2 CONTEXT OF THE RESEARCH 
 

The results of strategic decisions are affected by the choices that are made and how 

successfully those object ives are implemen ted.  In most i nstances, strategies have 

mediocre success or f ail t o achieve what  they se t ou t to do, thereby eroding the 

competitive advantage.  Thus t he failure to formulate and i mplement s trategies that 

enhance t he development of  a sust ainable competitive advantage in t he long t erm 

can have serious consequences for an organisation. 

 

According to Gibbert, Leibold and Voelspel (2001: 109-126) and Mahadevan (20 00: 

55-69), a met hodology i s required t o help glob al players and emerging businesse s 

such as MultiChoice Africa (Pty) Limited be successf ul through various means such 

as models for business development.   The y suggest ed that organisations cannot 

sustain their competitive advantage based on traditional business models, production 

and authoritarian structures. 

 

Sustaining business gr owth is one of  the crit ical challe nges f aced b y business 

leaders.  At  some s tage in it s lifecy cle an organisation must  seek  new growt h 

opportunities in order to address realit ies su ch as mat ure market s, compet itive 

threats and t aking advant age o f o pportunities b y u tilising innovat ive t echnologies, 

exploiting new markets and capit alising on changing cust omer d emographics 

(Gibbert, Leibold & Voelpel, 2001: 109-126). 
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Businesses succeed when they have some advant age relative t o their competitors.  

In exa mining t he lit erature, i t e merged t hat t here are  a number of diff erent 

descriptions of competitive advantage.  For inst ance, Porter (1987: 43-59) perceives 

competitive advant age as t he object ive of  st rategy, arguing t hat su perior 

performance will automatically result from a distinctive competitive advantage.  Reed 

and De Filip pi (1990:  88-102) suggest  that compet itive advantage could be derive d 

from numerous sour ces and t hat st rategy ma nipulates t he source s of advant age 

under the organisation’s control in order to generate a competitive advantage. 

 

When an organisat ion has achieved a comp etitive advant age and successfully 

manages to prevent  imit ation b y compet itors, it  ‘resists erosion by compe titor 

behaviour’ and achieves a sust ainable competitive advantage (Porter, 1987: 43-59).  

However, prevent ing imitation does not  last  forever and t he organisat ion’s ability  to 

delay this e ventuality h as proved e ssential in o rder t o deri ve t he maxi mum bene fit 

from their competitive advantage (Christensen, 2001: 105-109; Porter, 1996: 61-78; 

Pearce & Robinson,  2003:  251-255 ; Reed & De Filippi,  19 90: 88-102).   It would  

therefore seem reasonable to assume that i f an organisat ion is able to main tain or 

manage its competitive advantage while implementing new strategies, it would result 

in a sustainable advantage. 

 

The purpose of  t he Balanced Scorecard is to support  the implement ation of 

strategies and thereby supporting the development and maintenance of a sustainable 

competitive advantage by allowing organisat ions to con tinuously re-eva luate and , i f 

necessary, adjust t he strategic plan based on development s in t he ext ernal and  

internal environment.   An eff ective cont rol and communicat ion sy stem provide s 

evidence t hat s trategies are imple mented as i ntended an d t hat empl oyees are c o-

operating in achieving t he organisational objectives with reasonable ef ficiency.  Only 

then is t he organisat ion capab le of  surviving in  t he cont inuously changing  

environment as stated in the research statement below. 

 

1.3 RESEARCH STATEMENT  
 

This study explores the perceived benefits and role of  the Balanced Scorecard in  a 

networked economy.  When f ormulating t he problem and sub-pro blems of  the 

research statement, it emerged that organisations face a number of problems in their 

pursuit o f s trategy formulation and implementation part icularly wit h re gard t o their 

competitive advant age and ensu ring corpor ate sust ainability.  By st ating the 
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problems a nd sub-pro blems, various proposit ions made in t he lit erature are 

challenged, giving rise to the formulation of various research questions.  It should be 

noted that in this study the research problem was not specific and the research was 

primarily conduct ed t o improve t he underst anding of  concept s such as st rategy 

implementation (see Sect ion 1 .3.2), compe titive advantage (see Sect ion 1.3.3) and 

sustainability (see Sect ion 1.3.4) in relat ion to Mult iChoice Af rica (Pty) Limit ed in a 

networked economy (see Section 4.2.1.3). 

 

1.3.1 MultiChoice Africa (Pty) Limited  
 

MultiChoice Africa (Pty) Limited is a mul ti-channel pay-television plat form (curren tly 

the onl y licensed pa y-television organisat ion in Sou th Af rica), wit h c hannels f rom 

Africa, Europe,  Asia and t he Unit ed St ates of  Ameri ca.  It  pro vides premium 

television entertainment to close t o two million digit al subscribers (October 2006) in  

more than 50 count ries on the African continent and adja cent Indian Ocean island s 

through its DStv bouquets. 

 

Through t he int roduction of a d ynamic t echnology pla tform and the assembly o f a  

bouquet o f channels,  built  around compelling and premium movie and sport s 

channels, Mult iChoice Af rica (Pty) Limi ted h as succeed ed in building a signif icant 

television business, which spans various continents. 

 

Operations include  world-class subscr iber managemen t services and the 

management of a digital television platform, broadcasting over 50 video and 56 audio 

channels 2 4 hours a  day in Sout h Af rica (also in cluded are a nu mber of  da ta 

channels).  The organisation demonstrated its continuing innovation by launching full 

return pa th-based I nteractive t elevision service s, including  TV-Mail an d int egrated 

programme-related int eractive ser vices wh ile it  also pioneered digit al remo te 

advertising insertion initiatives globally. 

 

MultiChoice Af rica (Pty) Limit ed is an out standing example  of  a pione ering Af rican 

organisation, owned by the Myriad International Holdings and the Naspers group.  To 

enable t he organisation t o sust ain it s aggres sive growt h patt ern an d t o direct ly 

compete with international players in the entertainment, technology and e-commerce 

services, t he organisat ion ref ocused and align ed it s operat ions t owards a ne w 

strategy through a nu mber of  transformation init iatives.  Mult iChoice Af rica (Pty) 
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Limited’s management  thus int roduced a corporate Balanced Scorecard t o assist  

them in overcoming the barriers t o s trategy implemen tation, ensu ring t hat t he 

organisation would be  able t o sust ain it s compet itive advant age in the net worked 

economy a s out lined in t he following sect ion.  In Chapter 3 an ov erview of  the 

strategic po sitioning an d operat ions of  t he case st udy organisat ion will be f urther 

explored. 
 

1.3.2 Strategy implementation 
 

Strategy implementation is t he process of action initiatives. According t o Nutt (1986: 

230-261), these comprise proced ures t hat a re direct ed by  a ma nager in t he 

implementation of the planned change in an organisation. Successful implementation 

of a comprehensive management approach includes ‘the strategic planning, resource 

allocation, control, and the st rategy evaluation process’ (Vinzat & Vinzat,  1996: 139-

158).  Waldersee and Sheat her (1996: 105-12 2) commen ted t hat weaknesse s of  

strategic management  seem t o be more in the implement ation t han formulation.  

Other researchers also  concur with this observation (Brache & Freedma n, 1999: 10-

13; Nutt,  1 999: 75-90).  In his report,  ‘Building and implement ing a Balance d 

Scorecard’, Flood et al . (2000 : 178-179) invest igates which cond itions act ually 

enable the organisation to implement i ts chosen st rategies and list s the barriers to 

strategy implement ation as t he act ual st rategy, emplo yees, management, the 

organisation’s functional structure and external environmental issues. 

 

Beer and Eisenstat (2000: 29-39), on the other hand, focused on the barriers hidden 

within the organisation, identifying the characteristics of those barriers as quiet, silent 

or hidden, but nevertheless able to destroy implementation of strategy.  Bowman and 

Helfat (2001: 1-23) invest igated the importance of how implemen tation of strategy is 

carried out within the organisation.  Even if barriers are taken into consideration when 

implementing total quality management, Bowman and Helf at’s (2001:  1-23) vie w is 

taken int o account because bot h Tot al Quality  Management and the Balance d 

Scorecard are fully integrated and complete systems.  Thus,  similar to the Balanced 

Scorecard, Total Quality Management requires the organisation to change strategies 

and management behaviour. 

 

Thomas (1994:  683-697 ) is most ly concerned with the lea der’s role in  t he s trategy 

implementation process and st ates that organisat ional and cult ure change must  be  
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the leader’s f irst priority.   The researcher argu es t hat, i f the organisa tion’s leader s 

observe the need f or change by giving t his change a high  priority, and invest ing the 

time required, the organisation will change.  Thomas (1994: 683-697) believes that in 

all organisations, at all levels, there exists a natural resistance to change.  According 

to him, social relat ionships are more st rongly weighted than economical f actors and 

few management groups can handle est ablishing strategies for the current situation, 

and, at the same time, create acceptance of a culture for change in the organisation. 

 

Kaplan and Nort on (1996a: 8-18) postulated that the main causes of poor strat egy 

implementation are the following: 

 

• Visions and strategies that cannot be realistically implemented. 

• Strategies are not linked to departmental, team and individual objectives. 

• Strategies are not linked to resource allocation. 

• Feedback that is tactical and not strategic. 

 

Kaplan and Nort on (1996a:  8-18) maintain that the f irst barrier occu rs when t he 

organisation cannot  t ranslate it s vision  an d st rategy int o t erms t hat can  be 

understood and act ed upon.   When f undamental disagreemen t exist s of  how t o 

translate vision and mission st atements into action, the consequence is sub-opt imal 

use of efforts (Kaplan & Norton, 1996a: 8-18, 224-292).  With lack of consensus and 

clarity, di fferent groups  will work to di fferent agendas,  according t o t heir own 

interpretation of  t he st rategy and vision.  The ir ef forts are neit her int egrated, nor  

cumulative, since they are not linked coherently to an overall strategic objective. 

 

Beer and Ei senstat (2000: 29-39) and Birchard (1995: 42-45) point  out that unclear 

strategies and prioritising might conflict with poor horizontal co-ordination.  This might 

occur when  there are diff erent s trategies compet ing for the same re sources.  T he 

authors indicat e t hat t he underst anding of  t he overall st rategy and action plan is 

important as middle management cannot be expected to co-operate effectively when 

executive management strategies drive them in competing directions. 

 

One of the fundamental reasons wh y a st rategy does not get implemented is t hat it  

may simply not be worth the effort (Corroboy & O’Corrbui, 1999: 29-31).  This occurs 

mainly when t he strategy is not  innovative, inspiring or sound (Brache & Freedman, 

1999: 10-13; Franklin, 1996: 211-221; Goold & Quinn,  1990: 43-57; Nutt,  1999: 75-
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90).  Sometimes a strategy is not robust enough to withstand difficulties that develop 

when implementation is in progress, which ultimately results in the strategy not being 

implemented (Al-Ghamdi,  1998:  3 22-328; Go old & Quin n, 1990:  43 -57).  These  

obstacles seriously impede implementation and suggest that an orga nisation should 

maintain an  ‘evergreen  st rategy’ through upd ate and review processes (Beer & 

Eisenstat, 2 000: 29-39 ; Brache & Freedman, 1999: 10-13 ; Cicmil,  19 99: 119-129 ; 

Corroby & O’Corrbui, 1999:  29-31; Nut t, 1986: 230-261).   The commitment  o f key 

stakeholders should t herefore be ob tained through involving them at the formulation 

stage (Cicmil, 1999: 119-129; Nutt, 1987: 1-14; Nutt, Backoff & Hogan, 2000:  5-31).  

If personnel do not  understand ‘how’ the strategy will be i mplemented or if  individual 

responsibilities are not  clear (‘wh o’), then t he st rategy cannot be implemen ted 

effectively (Brache & F reedman, 1 999: 10-13; Cicmil,  1999:  119-129;  Corrob y & 

O’Corrbui, 1999: 29-31). 

 

However, even when t he employees understand the strategy, their competence also 

plays a crucial role  in strategy implementation.  Flood et al.  (2000: 16-23, 179-189,  

136-243) agrees with Kaplan and Norton (1996a: 224-292) and believes that another 

barrier occu rs when in dividual ob jectives and compet ence development s are no t 

linked t o t he implement ation process.   Kaplan  and Norton (1996a:  224-292) also 

argue t hat the management s ystem is o ften designed f or opera tional and not  

strategic control, and t hat the focus remains on t he traditional management cont rol 

processes because t he manageri al inf ormation is linked  t o budget s and account s 

rather than to strategy.  Thus, if the employees involved in the implementation of the 

strategy have insufficient capabilit ies, the implementation will not be successf ul (Al-

Ghamdi, 1998: 322-328; Beer & Eis enstat, 2000: 29-39; D. Hussey, 1999: 187-188).  

However, the performance of  employees is also  part ly dependent on management.  

As t he budget  is t he key  inst rument to priorit ising, it  is also t he most  powerf ul 

instrument i n est ablishing linkage  and relat ionships bet ween depa rtmental and  

individual objectives and the strategy. 

 

Sandelands (1994: 10-11) is of the opinion that the natural formation of organisations 

into different managerial processes (planning, project and operations) necessitates a 

proactive a pproach t o int egrate them and st ates t hat techniques f or closing t he 

disparity between the different management processes, to some degree, will result in 

changing the corporate culture, while it  has been ment ioned by Sandelands (1994:  

10-11)  that the training and education programme must be adjusted and harmonised 

with the organisation’s core values to secure the required resources. 
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The f inal barrier,  according t o Ka plan and Nort on (1996 a: 8-18 , 22 4-292), that 

hinders effective strategy implementation is the lack of feedback on how the strategy 

is being  implemented and whether it  has ach ieved it s set  object ives.  The aut hors 

argue t hat most  ma nagement systems provide f eedback on ly on short -term 

operational perf ormance and t hat t he f eedback is mainly on f inancial measures,  

usually comparing actual results to monthly and quarterly budgets.  Little or no time is 

invested in examining indicators of strategy implementation and success.  As a result 

the organis ation has n o f eedback mechanism in it s st rategy, and therefore cann ot 

test and lea rn about  i ts st rategy.  Flood et al . (2000:  16-23,  178-179) and Thomas 

(1994: 683-697) comment that current systems do not report on other parameters for 

the development of strategy drivers such as values that will sustain the organisation’s 

strategies. 

 

Management barriers which impede successf ul st rategy implementation include the 

leadership and manag ement qualit ies and compe tencies which guide t he pac e, 

sequence a nd locat ion of  change  (Al-Ghamd i, 1998:  322-328;  Beer & Eisenst at, 

2000: 29-39; D. Hussey, 1999: 187-188; Meldrum & Atkinson, 1998: 564-575; Nutt et 

al., 2000:  5-31).  Ma nagement’s compet ence ensures t hat exist ing business 

requirements are not neglected and is an important  factor in strategy implementation 

(Al-Ghamdi, 1998:  322-328;  Beer & Eisenst at, 1996 : 597-618;  Coulson-Thomas,  

1998: 449-458; Corroboy & O’Corrbui, 1999: 29-31).  Hrebiniak and  Joyce (1986: 5-

14), and Nutt,  Backoff and Hoga n (2000: 5-31) suggest  t hat the ma nagement o f 

continuity and change can be achie ved by creating short-term planning mechanisms 

and st rategic cont rols t hrough wh ich ‘con structive my opia’ can  be promoted and  

harnessed.  It should be noted that managers with self-interest can redirect, delay or 

even sabot age implemen tation (Brache & Freedman, 1999:  10-13;  Flo yd & 

Wooldridge, 1992:  27-3 9; Nutt,  199 8: 213-240 ; Waldersee  & Shea ther, 1996 : 105 -

122).  The discussion highlights the requirement  for management skills,  knowledge 

and behaviour to be congruent with the objectives of the set strategy.  The concept of 

a strategy management style ‘fit’ in this regard is supported by a number of aut hors 

(Brache & Freedman, 1999: 10-13;  Herbert  & Deresky , 19 87: 40-51;  Waldersee & 

Sheather, 1996: 105-122; Wheelen, 2004c:  191-216; Zajac, Kraatz & Bresser , 2000: 

21-24).  The impediments to implementation reflect the phenomena of slow learning, 

fast forgetting and organ ised resistance.  The f irst two phenomena indicate strategic 

‘disparity’, whilst  the third is caused  by a lack of understanding of the strategy or a 

lack of knowledge to effect the implementation. 
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Organisational barriers mainly include t he culture of  an org anisation, which direct ly 

affects the strategy ma nagement p rocess.  To o much bureaucracy  a nd red tape 

within the o rganisation direct ly impede implementation init iatives (D.N. Clark,  2000:  

115-127; Goold & Quinn, 1990: 43-57; Lewis, 2000: 139-141).  McHugh and Bennett 

(1999: 189 -203) argue t hat a ‘ bureaucratic cage’ is det rimental t o strat egy 

implementation as t he manner in which  members across an organisat ion t end to 

relate to each other affects the processes being undertaken.  The challenge of  future 

leadership needs to be taken up by management.  It is thus the task of management 

to make people capable of  s trategising joint  perf ormance, t o make their st rengths 

effective and their weaknesses ineffective in order to obtain a sustainable competitive 

advantage (Drucker, 2001: 197-201).  Beer and Eisenstat (2000: 29-39) and Thomas 

(1994: 683-697) believe t hat the relat ionship bet ween t he st rategic business un its 

and corporate head o ffice is import ant.  When ‘uncooperative’ relat ionships exist , i t 

will affect the strategy implementation (Bowman & Helf at, 2001: 1-23; Golden, 1992: 

145-158; Gupt a, 1987 : 477-500), f or examp le, when a corporat e head off ice 

‘imposes’ administrative mechanisms that do not facilitate implementation. 

 

Wheelen (2004c:  191-126),  further states that uncontrollable factors in  the ex ternal 

environment have an adverse impact on strategy implementation should the strategic 

initiatives not make provision for such eventualities. 

 

In response to the barriers to strategy implementation, Kaplan and Norton (1996a: 7-

8) develop ed t he Bal anced Scor ecard.  The y originally promo ted t he concept  

primarily as an inst rument that could provide a id in overco ming t he ab ove barriers 

during strategy implementation.  Though Kaplan and Norton (1996a: 7-8) never claim 

that t he Ba lanced Scor ecard succeeds in a ll implementat ion init iatives, it  is t his 

concept that is explored in the first research question. 

 

A review of the literature relating to the Balanced Scorecard (Kaplan & Norton, 2004: 

19, 32-35) furthermore suggests that the Balanced Scorecard contains elements of a 

boundary c ontrol s ystem in that i t evolves f rom the vision,  mission and st rategic 

objectives of t he orga nisation.  Its perspect ive f ramework depict s limit s in t he 

organisation and encourages employees t o focus their attention on the key aspects 

of the business.   Appl ying the Balanced Scorecard in t his manner can ensure t hat 

employees are aware  of t he mission of  t he organisat ion, of  i ts major st rategic 

objectives and more importantly, their contribution to its achievement. 
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The Balanced Scoreca rd cont ains elements o f an int eractive cont rol sy stem as it 

aims to reinforce the learning orga nisation theory by providing t he possibility to test 

cause-and-effect rela tionship pro positions by encoring managers t o look 

transversally at their organisation, and strive for 360-degree feedback. 

 

The Balanced Scorecard further contains elements of a diagnostic control system.  It 

is a strategic cont rol sy stem that present s managers wit h t he opport unity of  

combining all types of control systems and in this way adds value to management.  It 

allows f or the measuremen t of  perf ormance of t he current st rategy, w hile enabling 

time and energy to be invested on the formation of future strategies.  By making use 

of the Bala nced Scorecard,  an organisat ion theref ore do es not  have t o ‘choose ’ 

which control system to use at any given time or use only partial information or stand-

alone systems. 

 

By ident ifying a balan ced set  of  financial an d non-f inancial measur es which ar e 

linked to the st rategic objectives, the Balance d Scorecard  aims t o prevent  conf licts 

and ensure that managers are bein g encouraged to conduct  business in a manner  

that is rewa rding, bot h to the individual and t o t he organisat ion.  Also , t he implicit 

contract, which is e stablished in t he ident ification of  object ives and  perf ormance 

measures, strives towards achieving congruence, which in itself facilitates the task of 

a management  con trol system.  Not  onl y doe s t he Bala nced Scorecard aim t o 

provide a measurement framework which im proves alignment  o f actions t o the 

strategy, b ut i t also creat es a platf orm for ident ifying priorit ies.  During t he 

identification of strategic initiatives, which need to be implemented in order to achieve 

the various object ives, managers often find themselves inundat ed wit h innovat ive 

concepts.  By continually referring to the strategic objectives that have been outlined, 

management is able t o set  priorit ies and oversee t he implemen tation of  ot her 

initiatives such as Act ivity Based Costing or Six Sigma projects, en suring t hat a 

complete overvie w is achieved, e nabling t hem t o ident ify the import ance of  each 

initiative. 

 

Because the Balanced Scorecard is normally  implemented across var ious business 

units, cognisance should be taken of all possible extraneous constructs and how they 

will be controlled.  Lea dership, culture,  s tructure, size,  gro wth phase,  internal and 

external environmental f actors will cert ainly i mpact on  a n individual business un it’s 

successful implemen tation of  t he Balanced S corecard.  For organisat ions in t he 

United States of  America for example, i t forces them to look beyond the short-term 
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financial re sults t o t he st rategic long-t erm healt h of  the organisat ion in order to 

remain competitive in a global environment. 

 

In an organisat ional control model, management of performance requires a ‘double -

loop’ process.  By means of this process the various act ivities that flow directly from 

the strategy are linked in an int eractive system that stimulates organisation learning 

and the emergence of  new st rategies.  I n addition t he performance measurements 

agreed upo n are lin ked in a  dia gnostic sy stem (mo tivate, moni tor and reward 

achievement of objectives).  All of the above take place in a specified belief system in 

which ne w opport unities are searched f or while t he boun dary s ystem direct ly se ts 

limits on the domain to be explored. 

 

Balanced Scorecard de sign-based risks (such as the Balanced Scorec ard not being 

relevant to the issues a nd needs of it s users, being too complicated to form part of 

normal man agement ac tivity and t he inappropriat e use of  automation constraints 

design to ‘use sof tware features’ rather t han deliver usef ul management outcomes), 

will be investigated.  Use-based r isks such as t he Balanced Scorecar d appli cation 

being deleg ated t o a department or st aff group t hat is  in conf lict wit h exist ing 

management processes and is see n as a ‘st atic’ device t hat does not adapt  t o or  

accommodate market or organisational changes will further be explored. 

 

As st ated a bove, it is paramount to int egrate the courses f or ineff ective st rategy 

implementation and therefore overcome the barriers.  Vision and st rategies could be 

seen as n ot pract icable and no t linked t o depart mental, t eam and individu al 

objectives due to lack of  s trategic control instruments.  Furthermore , i f the strategic 

intent is not linked  to ef fective resource allo cation, feedback will be t actical and no t 

transformed into strategic initiatives. 

 

MultiChoice Africa (Pty) Limited had to transform i tself as i t was direct ly affected by 

shifts in global t echnological, social, polit ical and environment al forces.  Since there 

was no st rategic management instrument in place,  Mul tiChoice Africa (Pty) Li mited, 

until recent ly, had a limit ed f ocus on st rategic issues.   Management  report ing and 

staff perf ormance wer e basically  linked to f inancial measures t hrough aggressive 

growth init iatives wit h lit tle or no f ocus on st rategy developmen t and deploymen t.  

The organisation needed an instrument to clarify the newly formulated strategies and 

communicate t hem t o a ll it s employees,  ident ify t he key  internal proce sses driving 
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strategic success and align invest ments in p eople, technology and organisat ional 

capital. 

 

MultiChoice Af rica (Pty) Limit ed’s management further ne eded an inst rument t o 

assist t hem in exposin g st rategic disparities to enable immediat e correct ive act ion 

since f uture int ent might include f orming partnerships wit h compet itors and 

intermediaries out side the organisat ion’s value chain.   Success depe nded on t he 

development o f st rategy maps enabling emplo yees t o e mbrace and engage in 

strategy discussions since performance in terms of strategy needed to be measured  

through shared object ives and measures.   Collaborat ion amongst  a ll employ ees, 

departments and divisio ns needed to be impro ved t o accelerat e result s, while a  

means to enhance corporate governance needed to be established.  

 

The challe nges t hat MultiChoice Af rica (Pty) Limi ted f aced wit h regard t o 

implementing t he organisat ional st rategic intent  were similar t o t he st rategy 

implementation barriers ment ioned earlier.   T o overcome  t he barriers in strategy 

implementation and t o enhance the drivers,  Mul tiChoice Af rica (Pty) Li mited’s 

management opted to implement a  Balanced Scorecard wit h outcome expectations 

as promoted by Kaplan and Norton. 

 

However, given t he ne tworked eco nomy environment that Mul tiChoice Af rica (Pty) 

Limited operates in, the first research quest ion emerges and challenges Kaplan and 

Norton’s proposit ion that  the Balanced Scorecard a ssists orga nisations in  

overcoming the barriers to strategy implementation.  The qu estion explores t he role 

and degree t o which the Balanced Scorecard assist s t he st rategy i mplementation 

process.  In ot her words,  does t he Balanced Scorecard help t o en sure t hat the 

strategy is underst ood and t hat obj ectives are acted upon?  I s t he overall st rategy 

linked t o ob jectives at  departmental,  t eam and individual levels,  is t he short -term 

resource allocat ion linked t o long-term s trategy and does  t he Balanced Scorecard  

provided feedback on strategically important issues? 

 

In developing and imp lementing the Balance d Scorecar d concept , t he execut ive 

board of  MultiChoice Af rica (Pty) L imited together wit h bu siness unit  managemen t 

had t o consider how t hey could achieve c hange wit hin t he organisat ion as well as 

how the various corporat e and business unit  level st rategies could be implemen ted.  

In developing a perf ormance driver f ramework, it  will be  invest igated whet her the  

Balanced Scorecard assisted the executive management in the formulation of the set 
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strategies and overcoming t he barriers of  implementation, ensuring a continuation of 

the organisat ion’s compet itive advant age in t he net worked economy  as elaborat ed 

on in the following section. 

 

1.3.3 Competitive advantage  
 

The secon d quest ion challenge s t he assump tion t hat t he Balan ced Scorecard 

supports organisations in gaining a ‘competitive advantage’ by allowing them to focus 

on t he following: f irstly, t he sources of  compe titive advant ages such as core 

competencies, opera tional eff ectiveness, differentiation, s trategic f it, pa th 

dependency, economic  det errence, time compression,  part nerships and casual 

ambiguity, and secondly, on diversification around their core business. 

 

The second research quest ion was f ormulated a fter a crit ical evaluat ion of  

MultiChoice Africa (Pty) Limited’s present competitive advantages and the challenges 

faced in sust aining it s compet itive advantage as a result  of  the orga nisation’s new 

strategic int ent in t he net worked economy.   Mu ltiChoice Af rica (Pty ) Limit ed, in it s 

drive t o en sure a sustainable competitive advant age in t he net worked econo my, 

needed to balance contradictory forces in its overall strategy.  All of these forces play 

a crit ical role in sust aining a compet itive advant age.  T he role of  the Balance d 

Scorecard in assisting the organisation in ‘balancing contradictory forces’ to enable a 

sustainable compet itive advant age in t he future, needed to be t ested.  One such 

contradictory force is t o balance an d art iculate the short-term financial objective for 

cost-reduction and product ivity improvemen ts wit h t he long-t erm object ive f or 

profitable revenue growt h.  The organisation’s product ivity and gro wth st rategy 

emphasised t he impro vement o f cost st ructures and an  increase in it s asset  

utilisation on an ent erprise-wide basis.  The  organisat ion’s st rategic int ent also  

included a drive t o expand it s revenue opport unities and enhance cust omer value  

through differentiating its products and services in several key areas (reliable product 

and service capabilities, an ext ensive global network and se rvice quality that meets 

high standards for accu racy and speed),  focused on t he sustainability of  long-term 

shareholder value. 

 

MultiChoice Af rica (Pty) Limit ed further needed  to invest  in  it s intangible assets for 

long-term re venue growt h i f the organisat ion want ed to re alise it s st rategic int ent, 

which conflicted with its cost cutting objectives for short-term financial performance to 
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satisfy its shareholders.  At the same time, the organisation also needed t o create a 

sustained growth in sha reholder value.   Mul tiChoice Af rica (Pty) Limi ted needed t o 

improve results in the short term and at the same time needed to measure the critical 

few paramet ers t hat represent ed its st rategy for long-t erm value cr eation.  The 

organisation t herefore n eeded t o co ncentrate on t he cri tical f ew internal processes 

that delivered t he di fferentiating value proposit ion and that were mo st crit ical f or 

enhancing productivity and maintaining the organisation’s operations.  The st rategic 

intent to support the sustainable competitive advantage included the management of 

risk by emphasising proactive rather than reactive identification and mitigating risks in 

all areas of  the organisation, focussing on disaster recovery and business continuity 

management as an integral part of the organisation’s risk management.  The second 

research question thus investigates to what degree the Balanced Scorecard assists 

in value creation, therefore assist ing in maint aining a sust ainable compet itive 

advantage. 

 

The organisat ional st rategy is based on a diff erentiated customer value proposit ion 

as t he organisat ion realised t hat sat isfying cust omers is t he only  source of 

sustainable value cre ation – hence t he clear art iculation of  targeted cust omer 

segments b ased on prof itability an d risk and the accompan ying value proposit ion 

required t o sat isfying them.  The  organisat ion’s cust omer st rategy is based on 

customer sat isfaction, ret ention, ac quisition, prof itability, market share and accou nt 

share.  Fro m a cus tomer value proposition, t he organisat ion needed t o regularly 

measure and obtain feedback on the organisation’s product/service attributes (price, 

quality, availabilit y, select ion and f unctionality), while relat ionships (ser vice 

measurement and partnerships)  a nd over all brand leade rship also needed t o be  

considered. 

 

To maint ain a compet itive advant age, Mul tiChoice Af rica (Pty) Limi ted needed t o 

monitor and measure its internal processes (operations management: producing and 

delivering products and service s to customers, customer management: establishing 

and levera ging relat ionships with cust omers, and innovat ion:  developing ne w 

products, services, processes and relat ionships through concentric diversification, as 

each clust er delivers benef its at di fferent times).  In orde r t o improv e product ivity 

major t echnology and eff iciency pro jects neede d t o be put  int o place,  f or example  

ensuring t hat the in formation t echnology in frastructure c an support operat ional 

competitiveness and e nhancing collaborat ion t hroughout t he suppl y chain.   The 
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Balanced Scorecard’s r ole in suppo rting a sustainable compet itive advantage led to  

the formulation of the second research question. 
 

MultiChoice Af rica (Pty) Limit ed realised t hat it  would only  be able to sust ain a  

competitive advantage by st rategically aligning t he organisat ion’s intangible assets.  

The organisat ion’s int angible asset s of human  capital (employ ee skills,  talent and  

knowledge), inf ormation capit al (dat abases, information sy stems, networks a nd 

technology inf rastructure) and organisational capit al (culture, leadership,  a nd 

employee alignment/teamwork, and knowledge management) were required to assist 

in the implementation of the strategy to ensure a sustainable competitive advantage.   

 

The quest ion t o be answered is whet her t he Balan ced Scorecard assist ed 

MultiChoice Af rica (Pty) Limi ted in sust aining a compe titive advant age in the 

networked economy  through aligni ng it s huma n capit al capabilit ies in st rategic job 

families an d whet her t he organisat ion’s inf ormation capit al provi ded t he vital 

infrastructure and strategic information technology applications to support the human 

capital and reward employ ees for outstanding performance.  Chapt er 3 expands on  

the cult ure, leadership , alignmen t and t eamwork object ives needed t o b e 

implemented and measured t o reinf orce t he changes in organisat ional climate  

required to execute the new strategic intent.  Initiatives such as succession planning, 

training, wo rk environment  and pa y-for-performance t owards t he prof itability an d 

competitive advant age of i ts core business, all required a place on the corporate  

Balanced Scorecard. 

 

Organisations must  co ncentrate o n underst anding t heir t rue st rengths and uniqu e 

assets, dee pening t heir st rategic p ositions and reaching full pot ential of the core  

business (Markides, 1997: 93-100; Porter, 1996: 61-78; Zook, 2001b: 48-52; Zook & 

Allen, 2001: 38-57,  129-139),  as according t o Porter (199 6: 61-78),  to ensure t hat 

they do not ‘undermine their competitive advantage’. 

 

Organisations t hat gai n a compe titive advantage in t heir indust ries usually ado pt 

specific st rategies, including innovat ion, supported processes,  higher q uality, lower  

cost and innovative marketing in order to achieve their objectives.  However, even if  

organisations are able to gain a compe titive advantage and achieve higher levels of  

profitability, competitors are usually  quick t o imitate their strategies or e ven improve 

on the init iatives, result ing in a loss of  compet itive advantage (Markides,  1997:  93-
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100; Porter, 1996: 61-78; Reed & De Filippi, 1990: 88-102; Zook, 2001a: 10; Zook & 

Allen, 2001: 38-57, 129-139). 

 

Prahalad and Hamel (1990:  79-91 ; 1994:  134-138) believe  that core compe tencies 

are the major source  of competitive advantage.  Kanter (1990: 7-8) proposes t hat to 

be successful, organisations must remain focused on their core competencies, invest 

in their development and de-emphasise act ivities that do not add value.  While other 

sources of competitive advantage exist, the literature agrees t hat investment in core  

competencies is t he most import ant source o f compet itive advant age (Campbell &  

Goold, 1995: 120-133; Chandler, 1992: 79-101; Christensen, 2001: 105-109; Hamel 

& Prahalad, 1991:  81-9 3; Olesen, 1994: 23-26 ; Porter, 19 96: 61-78 ; Reed & De 

Filippi, 1990: 88-102; Stork, 1995: 17; Von Krogh & Roos, 1995: 56-76; Zook, 2001a: 

10, 2001b: 48-52). 

 

According t o Port er (1996:  61-78),  operat ional ef fectiveness is a  compet itive 

necessity, and underwrit es t hat bot h st rategy and opera tional eff ectiveness are  

essential f or superior  perf ormance.  As competitors imit ate each ot her’s 

improvements in quality, c ycle times or supplier part nerships, t heir st rategies 

converge and it becomes a series of races down identical paths that no-one can win, 

resulting in mu tually destructive competition and eroding compe titive advantages for 

all.  Porter (1987: 43-59) argues that differentiation is a f urther source of compet itive 

advantage and st ates that an organisat ion must truly be u nique at something, or be 

perceived as unique, i f it is to expect a pre mium price.  According to Barney (1991: 

99-119), preferred access t o resources or cust omers can award an organisat ion an 

advantage that  is independent  o f its size be cause compet itors are held back by  an 

investment asymmetry.  I n other words,  t hey would suffer a penalt y if t hey tried to 

imitate the leader as know-how,  input s or market  access can be d enied, which  

enhances competitive advantage. 

 

Strategic fit as a compet itive advantage is abou t combining different activities in t he 

organisation which reinforce one another in order to achieve a competitive advantage 

(Campbell & Goold, 1995: 120-133; Porter, 1996: 61-78), while a lack of fit may result 

in reduced performance and erosion of competitive advantage.  It is harder for a rival 

to match an array of interlocked activities than it is to copy a single activity.  Consider 

the following example:  the probability  that c ompetitors can mat ch an act ivity i s 

usually less t han 1, e.g. 0.9.  The p robabilities then reduce very rapidl y when more 

activities are added t o the equation, e.g. 0.9*0.9*0.9*=0.66.  Compet itors who t ry to 
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imitate an organisat ion wit h an a rray of  in terlocked a ctivities (f it) will have t o 

reconfigure many activities in order to compete effectively, thus creating a formidable 

barrier to imitation (Porter, 1996: 61-78). 

 

Path-dependency as a  source of  competitive advantage result s f rom the di fficulty 

another org anisation must  go t hrough in ord er t o create t he same compet itive 

advantage that the org anisation possesse s.  F or example, Dell’s sy stem o f selling 

directly via t he Internet and  it s unmatched cust omer service pro vides a path-

dependent organisational capability, since according to Pearce and Robinson (2003: 

157-158) it would take competitors years to develop the expertise, the infrastructure, 

reputation and capabilities necessary to compete with Dell. 

 

According to Christ ensen (2001: 1 05-109), s teep economies of  scale exist  where  

there are predominantly high fixed costs versus variable costs in the business model, 

as economies of  scale generally allow larger or ganisations to enjoy lower costs than 

their comp etitors.  C hristensen (2001:  105-109) underlines t he import ance of  

economy of scope as a competitive advantage and states that to achieve economies 

of scope an organisat ion must be able t o share resource s across market s, while 

making sure that the cost of the resources remains largely fixed. 

 

Time compression is another source of  pot ential advant age which is gained b y 

performing act ivities f aster.  According t o Kant er (1990 : 7-8),  organisat ions ar e 

increasingly compet ing on t ime, from first-mover advantage via innovat ion to faster 

cycle times for product development, to just-in-time deliveries and rapid response to 

market trends. 

 

Kanter (1990: 7-8) believes t hat relationships and collaboration across organisations 

and supply chains,  especially  supplier-cust omer part nerships, provide a further 

source of advantage.  Christensen (2001: 105-109) says that vertical integration is an 

advantage when an  organisation is compet ing for customers whose needs have not 

yet been sa tisfied by the functionality o f available product s or ser vices.  I ntegrated 

organisations are able t o design each of  the major sub-sy stems o f a  product  o r 

service interactively, e ffectively ex tracting t he ultimate perf ormance possible f rom 

available technology. 

 

Ensuring the sustainability of competitive advantage requires a signif icant investment 

from the organisat ion which need s to raise barriers t o imitation.  Whi le it  is obvio us 
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that no  advant age is in definitely su stainable and t hat no barriers t o i mitation are  

insurmountable, several opt ions exist to prolong compet itive advantage (Campbell & 

Goold, 1995 : 120-133 ; Christensen, 2001 : 105 -109; Pearce & Robinson,  2003 : 69-

73, 125-134; Porter, 1987: 43-59; Porter, 1996: 61-78; Reed & De Filippi,  1990: 88-

102).  Causal ambiguity (arguabl y, the most effective barrier t o imitation is achieved 

when competitors do n ot comprehend the competencies on which t he advantage is 

based) ensures it  is diff icult for competitors to understand how an organisat ion has 

created the advantage. 

 

Physically unique resources are per  definition impossible to imitate, and Pearce an d 

Robinson (2003: 123-134) provide examples such as strategically located real estate 

positions, patents, copy and minera l rights, and concede t hat only in ra re cases can 

resources be considered to be physically unique. 

 

According t o Holliday  (2001:  129-135),  value creation as a source o f compe titive 

advantage requires organisat ions to f ocus on  creat ing or increasing  shareholder  

value, and organisat ions must  cont inually demonst rate t hat business pra ctices 

founded on sustainable growth are generat ing tangible f inancial gain.  Organisat ions 

must underpin t hese sources of  advant age wit h human factors, as the barriers to 

effective use of  huma n f actors a re largely  s ocial and n ot st rategic and includ e 

organisational classe s, knowledge  management,  cult ures, openness t o ideas,  

leadership style, teamwork, entrepreneurial drive and open communication (Holliday, 

2001: 129-135; Porter, 1987: 43-59, Porter, 1996: 61-78; Roca Puig, 2001: 932-939). 

 

Christensen (2001:  105-109) proposes t hat the pract ices and business models t hat 

constitute competitive advantage are only relevant at a particular t ime with particular 

factors at pla y and und er certain conditions, thus compet itive advantage in it self is 

not sus tainable.  Strategists should t herefore consider t he underl ying f actors that 

underpin competitive advantage and attune themselves to how these factors change 

over time and continuously match strategy with these factors and conditions. 

 

The type of investments that can be made to sustain competitive advantage can thus 

include ca sual ambiguity, fit, und erlying con ditions, ph ysical uniqu eness, path 

dependency and economic det errence.  Zook and Allen (2001:  3-13 , 50-54) are of 

the opinion that the key to unlocking sources of growth and sust ainability is t hrough 

investment and building unique strengths in t he core bu siness that enhance int ernal 

and ext ernal relat ionships.  Reg ulatory and  socia l rela tionships (conf orming to 
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regulations and so cietal expect ations and building stronger communit ies) are 

imperative for a sustainable competitive advantage as outlined below. 

 

1.3.4 Sustainability  
 

The third and final question to be explored is wh ether the Balanced Scorecard as an 

instrument supports and enhances t he sustainability constructs of  an o rganisation’s 

competitive advant age – sust ainability is def ined in this cont ext in t erms of 

environmental pract ice and et hical beha viour of  all st akeholders (including 

employees).  These t wo const ructs will f orm the basis f or evaluat ing the Balanced  

Scorecard’s cont ribution t owards organisational sust ainability and will be t ested 

specifically in the context of the strategic value and intent of the Balanced Scorecard. 

 

As will be seen in Cha pter 3 , MultiChoice Af rica (Pty ) Limi ted opera tes in a highly 

regulated environment.  The organisation’s strategic intent is to go beyond complying 

with minimum st andards est ablished by  regulat ions.  The organisat ion st rives t o 

perform bett er than t he regulat ory cons traints t o enable  t he develo pment of  a  

reputation as an employer of choice in every community in which they operate. 

 

MultiChoice Africa (Pty) Limited manages its regulatory and social performance along 

a number o f cri tical dimensions,  n amely environment (sp ecifically the reduct ion of  

energy and resource co nsumption of decoders, water and air emissions,  solid waste 

production and dispo sal and produ ct perf ormance), safety and healt h, emplo yment 

practices (et hics) and community investment.  The que stion to be  answered is 

whether the Balanced Scorecard assist ed Mult iChoice Af rica (Pty) Limi ted’s 

sustainability through the organisa tion’s invest ment in t he environment,  healt h a nd 

safety practices and community development.  The organisation needed to establish 

the contribution of the reduction of environmental incidents and amelioration in safety 

and healt h t owards t he improvement of  product ivity and t he reduct ion o f operat ing 

costs. 

 

Through t he regulat ory and social cont ext, Mult iChoice Af rica (Pty) Limi ted’s 

objective was t o enhance it s overall reput ation, thereby enhancing t heir image wit h 

customers and with socially conscious investors.  Through the implementation of the 

Balanced Scorecard,  t he organisat ion, b y linking t he enhanced human resource s, 

operations, cust omer and f inancial proce sses, also needed t o measure how 
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effectively the managemen t of  reg ulatory and  community perf ormance cont ributes 

and drives long-t erm sharehold er value creat ion in support o f a sust ainable 

competitive advantage. 

 

Regulatory and commu nity perf ormance obj ectives and me asurements include f or 

example the identification of design changes that reduce the environmental impact of 

a product.  Other objectives and measurements include the elimination of hazardous 

and toxic plastics and chemicals,  including the reduction of the number and ty pes of 

material used.   Also, assist ing cust omers i n using resources re sponsibly b y 

minimising energ y consumpt ion o f Mult iChoice Af rica (Pty) Limi ted’s decoders a nd 

minimising customer waste burdens by using fewer produ ct or packaging mat erials 

overall were further considerations.  The role of  the Balanced Scorecard in assist ing 

the organisat ion in leveraging it s environmental capabilit ies t o crea te sharehold er 

value through cost reduction, product and service differentiation, manage competitors 

and other stakeholders, redefining its markets and manage its risks through an ethics 

and governance programme led to the formulation of the third research question. 

 

As men tioned above,  no advant age is indef initely sust ainable and no barriers t o 

imitation are insurmountable (Porter, 1987: 43-59; Reed & De Filippi,  1990: 88-102).  

Yet there are several o ptions for an organisat ion to prolong compet itive advantage 

(Christensen, 2001: 105-109; Pearce & Robin son, 2003: 79-80; Porter, 1987: 43-59; 

Reed & De Filipp i, 1990:  88-102).   These include underlying condit ions, ph ysical 

uniqueness, pat h-dependency, causal ambiguity and c omplexity, and economic 

deterrence and fit (which is fundamental to sustainability of advantage) which can all 

be measured through the Balanced Scorecard. 

 

In order to determine whether the Balanced Scorecard se rves as an inst rument for 

developing and maintaining a sustainable competitive advantage, the following sub-

criteria are identified from the above discussions: 

 

• Whether the Balanced Scorecard enhances a corporat e culture that supports the 

priority for competitive sust ainability on all levels by  int egrating environment al 

practice and ethical behaviour of all stakeholders (including employees). 

• Whether the Balanced Scorecard support s sust ainable resource management  

(environmental co-operation, key technologies and innovation). 
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• Whether the Balanced Scorecard support s sustainable processes (s ystems, 

innovation, disrupt ive technologies, supply chain opt imisation, and development 

of sustainable products, services, technologies and production processes). 

• Whether the Balanced Scorecard su pports sustainable customer acquisition and 

retention (environmental marketing, efficiency, stakeholder demands and ethically 

justifiable standards within the system of the market economy by communicating 

values and policies to all stakeholders in the community). 

• Whether the Balanced Scorecard suppor ts sust ainable prof itability and  

stakeholder value (bottom-line efficiency and environmental excellence, business 

integrity that enhances value cr eation t hrough bindin g business principle s, 

comprehensive int egrity management  and value t o society  through et hical 

auditing). 

 

There is,  h owever, litt le convent ional wisdom t o guide e xecutive ma nagement a s 

they consider what  t o measure in t he Balanc ed Scorecard.   The e mphasis ca n 

greatly enh ance share holder valu e or dest roy it  b y red ucing orga nisational f it, 

inconsistencies, loss of focus, and, ultimately, lower profitability (Markides, 1997: 93-

100; Porter, 1996:  61-7 8; Zook , 20 01b: 48-52 ; Zook & Allen,  2001 : 1 -13, 115-11 9, 

149-150).  The Balanced Scorecar d is deeme d t o be good if  it  adds value t o t he 

organisation and considered necessary if it proves to be essential to management by 

supporting t he developmen t and maint enance of  a sustainable compet itive 

advantage in the long term.  It is therefore within a phenomenological p aradigm that 

the appropriate and relevant research methodology for evaluating the essence of the 

suggested constructs is formed. 

 

1.4 PURPOSE OF THE RESEARCH 
 

The purpose of  this stud y was t o underst and t he strat egic value of  t he Balanced  

Scorecard in the networked economy.  MultiChoice Africa (Pty) Limi ted was used as 

a case study and the research was conducted within a phenomenological paradigm.  

However, it  should be n oted that ra rely is an y research st udy conducted within the 

purest f orm of  t he phe nomenological or po sitivistic f ramework, but  operat es on a  

continuum of paradig m assumpt ions (Hussey  & Hussey,  1997: 50).  The research 

outcome is based on pr e- and post -analyses of the implementation of the Balanced 

Scorecard within t he case st udy organisat ion, which f ocused on t he Balance d 

Scorecard's perceived  value t owards o vercoming t he barriers t o st rategy 

implementation, to de veloping a  compet itive advant age and sust aining t he 
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competitive advant age.  The insight gained was t hen used t o propose a new 

conceptual t heoretical model f or the ref orming and int egration o f the exist ing 

Balanced Scorecard co nfiguration i nto a ‘Networked Balanced Scorecard’.   The 

Networked Balanced Scorecard makes use of  st rategy formulation, implementation 

and measurement, encapsulating competitive intelligence and co-operation within the 

extended network of the individual organisation. 

 

The research f ocused on underst anding t he st rategic value of  the Balanc ed 

Scorecard b y measuring perceptions of  MultiChoice Africa (Pty) Limit ed's 

management and employees at  implementation and one y ear later and evaluating it 

against t he derived pr opositions.  The Balanced Scorecard was introduced by 

MultiChoice Af rica (Pty) Limit ed t o assist  in  t he organisat ion’s implement ation of  a 

new strategic intent as well as t o assist in change initiatives in order  to develop and 

maintain a  sust ainable compet itive advant age.  The findings of  t he research,  

although unique to the case study, were used to test the following three propositions 

emerging from the literature, which encapsulated the strategic outcome-based values 

of the Balanced Scorecard: 

 

• The Balanced Scoreca rd support s organisat ions in o vercoming t he barriers t o 

strategy implementation. 

• The Balanced Scorecard support s organisat ions in gaining a ‘co mpetitive 

advantage’ b y allowing  t hem to f ocus simult aneously on f irstly, the sources of  

competitive advant age (core compet encies, opera tional ef fectiveness, 

differentiation, st rategic f it, pa th dependen cy, economic det errence, t ime 

compression, partnerships and casual ambiguity), and secondly on diversification 

around their core business. 

• The Balanced Scorecar d serves as an inst rument that sup ports and enhances 

the sustainability constructs of an organisation's competitive advantage. 

 

Ittner and L ackner (2001:  95-117) state that s urprisingly litt le research has been 

conducted on t he Balanced Scorecard concept , despite considerable interest in the 

instrument.  This research st udy thus seeks t o increase t he knowledge of  the 

strategic value of  the Balanced Scorecard in t he networked economy by assessing 

the inst rument’s cont ribution in overcoming t he barriers t o strategy i mplementation 

and support ing a  sust ainable compe titive advantage.  Insights gained by 

investigating t he cont ribution o f the inst rument were used t o further theory 

development by proposing a t heoretical model, the ‘Networked Balanced Scorecard ’ 
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(see Chapt er 7).   It i s envisag ed t hat this new t heoretical model will e nhance 

successful strategy implementation, which will then lead to a sustainable competitive 

advantage in the new networked economy. 

 

The research is based on Mult iChoice Af rica (Pty) Limi ted.  This case st udy then 

provided a strategic framework for qualifying the constructs and assessing the utility 

and value of the instrument in real practice as an organisation transforms itself in the 

networked economy. 

 

1.5 RESEARCH METHODOLOGY 
 

According t o At kinson, Wat erhouse and Wells (1997:  28 -42), most studies on the 

design and implemen tation o f the Balanced Scorecard are quant itative in na ture, 

frequently u sing assessmen t measures, exploring one or more barrie rs t o s trategy 

implementation and determining how the Balanced Scorecard assisted in overcoming 

the barriers in organisat ions.  Furt hermore, comparisons of  the ut ilisation of  the 

Balanced Scorecard in various org anisations and t he insights into the application of 

the Balanced Scorecard  are also do cumented in case report s, journalistic accounts, 

oral hist ories, annual report s and qualitative p arts o f larg er organisational survey 

studies. 

 

Atkinson et al. (1997: 28-42) argue that what the Balanced Scorecard research f ield 

needs are detailed analy ses t o e stablish wh ether the Balanced Scorecard only 

focuses on one out put of  st rategic planning, that is senior management’s choice of  

the na ture and scope of the con tracts t hat i t negotiates with it s st akeholders’, and 

whether t he perf ormance measuremen t s ystem is t he only  ins trument that 

organisations use t o monit or t hose cont ractual relat ionships.  The y criticise t he 

research t o dat e, as f ailing t o highlight  or est ablish e mployee a nd supplier  

contributions b y no t considering t he ext ended value chain,  which is an essent ial 

element o f t oday’s ne tworked organisat ions.  The aut hors f urther c riticised t he 

current research b y sa ying t hat i t d oes not  ide ntify the role of  the communi ty in  

defining the environment  within wh ich the organisat ion operates and also does no t 

identify performance measurement as a two-way process (it focuses primarily on top-

down performance measurement). 

 

Against the background of the research problem, the study was conduct ed within a 

phenomenological para digm.  The  paradigm guided and st ructured the researc h 
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methodology in terms of the purpose of  the research, the logic of  the research, the 

processes of the research, and the outcomes of the research. 

 

Using a case st udy approach, the researcher could examin e a single instance of  a 

phenomenon, na mely the int roduction of  the Balanced Scorecard int o Mul tiChoice 

Africa (Pty) Limited, with t he purpo se of  exploring and underst anding the st rategic 

value in a  network economy.  The case st udy approach f ocused on gaining insight s 

into the subject  area through pre- and post -analyses.  The research assesse d 

existing t heory and  concept s, and aimed to develop new t heory through mod el 

building. 

 

For the collection of data, a mixed methodology was used.  This allowed for flexibility, 

since few constraints were placed on the nature of activities employed on the type of 

data collect ed.  Bot h q ualitative and quant itative dat a we re gat hered, result ing in  

triangulation.  According t o Hussey and Husse y (1997 : 7 4) t riangulation combines 

methodologies while studying the same phenomenon. 

 

Lastly, t he l ogic of  t he research was induct ive.  This invo lved moving  f rom curre nt 

perceptions of the phenomena to new propositions and theory.  The new t heory that 

was developed was ba sed on gen eral inferences induced from part icular instances.  

The following section elaborates on the assumptions and limitations of the study. 

 

1.6 ASSUMPTIONS AND LIMITATIONS 
 

The int ention was t o obt ain part icipation from execut ive manag ement, which 

challenges executive management ’s percept ions of t heir st rategic accomplishments 

and how st rategy filters through to operational levels (Kaplan  & Norton, 2001b: 147-

161).  It  could beco me problema tic t o cont rol t he constructs concerned,  but  

cognisance was t aken of these risks during t he process by qualifying the comments 

of executive and business unit management with middle and first-line management in 

the various business units. 

 

As t here are int ernal a nd ext ernal sources of sust ainable compe titive advant age, 

those that are not under the control or influence of the organisation were not included 

as part  of  this research.  The t heoretical model suggest ed as part  of  this research 

was not  eva luated as t esting of  the theoretical model may be performed as part  of  

further research. 
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The researcher decid ed on a case st udy approach in order t o examine the 

perceptions of  the s trategic value of  the Balanced Scorecard and evaluat e t he 

benefits over time, with a view to obtaining in-depth knowledge.  A phenomenological 

approach was used an d the study commenced with a st rong theoretical foundation 

based on t he t hree underly ing const ructs of  strategy implement ation, compe titive 

advantage and sust ainability, ut ilising t he Balanced Scorecard as a st rategy 

implementation inst rument.  The limitations of  the case st udy ap proach wer e 

overcome in t hat t he researcher had access t o a suit able organisat ion and could  

carry ou t the st udy wit h t he execut ive support  of the organisat ion.  In addit ion the 

organisation provided sufficient organisat ional resources t o f acilitate the pre- and  

post-observations. 

 

The f indings of  t he research con structs, applicable t o t he case study organisat ion, 

could be leveraged and applied to similar organisat ions in t he global ma rket place.  

Media organisat ions int eract wit h s ociety as a whole and are inf luenced in simila r 

ways.  This applies to the case study organisation too, which has identical operations 

on a global scale and therefore had a vested interest in the findings of the research. 

 

Furthermore, as addi tional research becomes available, t he ability  to derive more  

general conclusions f rom even sin gle implementation studies should  enhance and , 

ultimately, e nable a bet ter underst anding of  t he generic p otential of  the Balance d 

Scorecard. 

 

The quality of the individual interviews conducted and analysed in the research is of 

the same  st andard, re gardless of  t he time frame o f the implemen tation o f the 

Balanced Scorecard in a part icular business unit, the size of the business unit or the 

hierarchical status of the business unit.  To e mphasise the importance and empirical 

contribution of this research, the signif icance of the research is f urther discussed in 

the next section.  

 

1.7 SIGNIFICANCE OF THE RESEARCH 
 

The significance of this research is the fact that limited research has been conducted 

on the Balanced Scorecard, specifically around the role of the Balanced Scorecard in 

relation t o the t hree const ructs o f strategy implement ation, compe titive advant age 

and sust ainability.  With limit ed research con ducted, this t hesis is a  preliminary 

exploration to establish whether the Balanced Scorecard is an appropriate instrument 
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for developing and maint aining a sust ainable compe titive advant age.  It  is f urther 

envisaged that the research would assist in determining how to develop and sustain 

a competitive advantage in the networked economy. 

 

The findings of the research will f urther benefit strategy practitioners and academics 

by postulating new theories based on shortcomings in current literature and business 

practice, therefore enh ancing bot h worlds (academic and business) with newly 

developed t heoretical and pract ical models.   The inf ormation ga thered should  

therefore focus on org anisational resources f or f uture research in t his f ield.  The 

research report summarises the f indings of the part icular domain and will present a 

Balanced Scorecard model in t he form of a theoretical framework for developing and 

sustaining a competitive advantage in the networked economy. 

 

Present theories and models will  be ref ined and enhanced,  ut ilising induct ive 

reasoning.  Black (2002 : 1-41) states that the construction of theories and models is 

one attempt to explain phenomena in the world.  Black (2002: 1-41) defines theory as 

a set  o f st atements t hat makes explanatory or causal claims abou t re ality, while a 

model is a  set  o f st atements that ai ms to represent  a  phenomen on or set of 

phenomena as accurat ely as possible.   Black (2002: 1-41) f urther states that good 

theories and models provide causal account s of  the worl d, allowing one t o make 

predictive claims under  cert ain co nditions, bringing concept ual coherence t o a 

domain and simplify ing one’s understanding of the world.  The research er has taken 

cognisance of the limitations in his attempt to ref ine and develop ne w theories and 

models by not making implausible claims on r eality, neither making claims t hat a re 

not testable, or that are vague, conceptually incoherent, inconsistent or confusing. 

 

The research also highlight ed the challen ges t hat a re uniquely relevant  to 

organisations operating in Africa (and in particular, Southern Africa).  Identification of 

these factors can suppo rt managers in assessin g their organisational context as far 

as t hese exist  and evaluating t he domina nce of  t hese f actors.  Proact ive 

interventions again st barriers t hat prevent  sust ainable advantage ma y enhan ce 

successful implementation of future strategies.  Consulting organisations may benefit 

from similar st udies.  Given t he k nowledge of  possible impedimen ts t o successf ul 

strategy implementation, consultants would f irst evaluate how vulnerable a part icular 

organisation is t o the barriers that prevent sustainable compet itive advantage.  The  

appropriate compet encies should b e acquired before upda ted st rategy f ormulation 

and implement ation e fforts are facilitated, and  cont rol an d moni toring inst ruments 
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suggested.  An ident ification o f pos sible barrier s f or developing and maint aining a 

sustainable competitive advantage also contributes to the academic field.  This could 

stimulate further research and hence support  and enhance underst anding of  the 

issues related to these constructs. 

 

In conclusio n, t his st udy de monstrates t he ut ilisation of  the Balance d Scorecar d 

through t he development  and applicat ion of  a ‘Net worked Balance d Scorecar d’ 

theoretical model as an illust ration of  cont emporary ‘b est pract ice’ f or st rategic 

positioning and intent in the networked economy. 

 

An overview and framework of the thesis is provided in the following section.  

 

1.8 OVERVIEW AND LAYOUT OF THE THESIS 
 

The thesis is structured in the following sequence: 

 

Chapter 1 focuses on t he problem and sub-problems surrounding t he development 

of and main taining and sust aining a  compet itive advantage, by  using t he Balanced 

Scorecard t o overcome t he barriers and enha nce t he drivers.   The cont ext o f the 

research is considered and t he object ives of  the t hesis are st ated, hi ghlighting t he 

scope, limitations and assumpt ions as well as t he significance of the research.  The  

context of the research is out lined, followed by the problem st atement, the research 

purpose and problem delimitations. 

 

Chapter 2 focuses on the literature review.  It discusses the sources of  competitive 

advantage and available opt ions in order t o prolong an advant age t hrough causal 

ambiguity, underlying conditions, uniqueness, economic det errence and growth  

opportunities, and b y def ining compe titive advantage and sust ainability, core  

competencies and cap abilities such as innovat ion, reputation and arch itecture.  Th e 

chapter also f ocuses on t he fact t hat al though most organisat ions have adopt ed 

various measurement  frameworks such as Kaplan and Nort on’s (1996a:  7-8) 

Balanced Scorecard, Accent ure’s Perf ormance Prism or Skandia’s I ntellectual 

Capital Navigator, they seldom establish the cause-and-effect linkages bet ween the 

measurements and t he desired ou tcomes in the st rategy manageme nt process.  

Literature p roduced by leaders in  t he corpo rate s trategy research domain is 

examined.  The information obtained from the literature review will be a pplied to the 

problem statement through the compilation of propositions. 
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Chapter 3 deals with the case study organisation, MultiChoice Africa (Pty) Ltd.  

 

Chapter 4  documents the manner in which t he research  was conducted.  Thi s 

includes both the methodology and methods employed for data collection, sampling 

and dat a a nalysis.  Th e design of  t he da ta g athering inst ruments and discussio n 

guides are also elabor ated on .  The chapt er int roduces an out line of t he research 

model while a comparison to theory and limitations of the study are also dealt with. 

 

Chapter 5  comments on t he analysis of  the results and f indings extracted from the 

primary and secondary data that was gathered for the purpose of this research.  The 

results are discussed and,  where applicable, present ed u sing t ables and graphs.   

The development and testing of t he proposit ions is also discussed.   The result s will 

focus on the implementation of strategic decisions by utilising the Kaplan and Norton 

Balanced Scorecard (Kaplan & Norton, 1996a: 272-292; 1996b: 75-85; 1996c: 17-24; 

1996d: 53-79) t o enh ance t he d rivers and eliminate the barriers in st rategy 

implementation, support ing t he dri vers f or co mpetitive advant age and ensurin g 

sustainability in t he long t erm.  These are d iscussed in r elation t o the quest ions 

posed for the research as well as the propositions tested. 

 

Chapter 6 presents the findings of how the results documented in Chapters 4 and 5  

coincide wit h and relat e t o the t heory discussed in Chapter 2 .  A qualitative and 

quantitative discussion of how a compet itive advantage can be sust ained by utilising 

the Balanced Scorecard is included in this chapter. 

 

Chapter 7   forms the conclusion of  the resea rch.  This c hapter also highlights t o 

what extent t he f indings can cont ribute to t he field.  By implement ing an approach 

that is pre sented in a t heoretical model for ensuring t he development an d 

maintenance of  a compet itive advantage b y u tilising the Balanced S corecard in  an 

organisation, the researcher is confident that the proposed conclusions will add to the 

present epistemology.  The first section is presented as a s ummary of the research, 

while t he second part  raises pract ical and a cademic implicat ions of  the research , 

and, finally, the third section will contain recommendations for further research. 
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CHAPTER 2 
LITERATURE REVIEW 

 
The challenge of future leadership is the task of management to make people capable of 

strategising joint performance, to make their strengths effective and their weaknesses 
ineffective, in order to obtain a sustainable competitive advantage.   

(Drucker, 2001: 3) 
 

 

2.1 INTRODUCTION 
 

Since the transformation of South Africa into a democratic country in 1994, all t rade 

and industry restrictions with the rest of  the world have bee n lifted.  It  has therefore 

become imperat ive f or Sout h Af rican organisat ions t o compet e against and  

collaborate with other organisations globally by understanding and implemen ting the 

fundamentals of strategic governance in t his competitive arena.  Organ isations thus 

formulate s trategies t o guide t heir act ions t owards achie ving part icular business 

objectives and sustaining competitiveness. 

 

The lit erature revie w r eflects t he underlying st ructure o f t he research t itle, ‘The  

strategic value of  the Balanced Sco recard in t he networked economy’, incorporating 

three construct s, namely st rategy imple mentation, compe titive a dvantage a nd 

sustainability.  The p urpose of  t his research was t o evaluat e the Balance d 

Scorecard’s contribution through a pre- and post-perception study in relation to these 

three construct s.  The theory reviewed deals briefly wi th st rategy a nd st rategic 

management principles and inst ruments (see Sect ion 2. 3 to 2. 6), and  outlines t he 

significance of  s trategy implementation.  The factors that i nfluence competitive and 

sustainable competitive advantage and how these can be developed and maintained 

through the strategy process are t hen discussed (see Sect ion 2.7 to 2.9).  From the 

literature study the various propositions emerged in support of the problem statement 

as outlined in Section 2.10. 

 

There is no agreement in the literature about what strategy entails and there are thus 

a number of dif ferent perspectives on strategy (see Sect ion 2.2.1).  The f irst part of 

the lit erature st udy elaborat es on t he const ruct of  s trategy implement ation and 

control.  T he second  part  focuses on t he key co mponents of the compet itive 

advantage construct, namely core compe tencies and dist inctive capabilit ies and t he 

influences these have on the third construct (sustainability). 
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In t his chapt er conclusions are dra wn about  t he lessons learnt f rom the lit erature 

review and these are further discussed in t he following chapters.  This re search was 

not limi ted t o an y one  part icular st rategic level.   A def inition of  s trategy and a n 

overview of strategic perspectives will be provided in the following section. 

 

2.2 STRATEGY 
 

Strategy can be def ined as an integrated and co-ordinat ed set of commitments and 

actions, designed t o exploit  core compe tencies and ref ers t o met hods in which all 

resources a re applied in it s organisat ional applicat ion f or advant age (Feurer &  

Chaharbaghi, 1995: 11-21). 

 

In order to be eff ective, s trategies and st rategic decision s must  be i mplemented 

successfully and can be viewed a s ‘a proced ure direct ed b y a manager t o ins tall 

planned change in an or ganisation’ (Nutt, 1986: 230-261).  Waldersee and Sheather 

(1996: 105-122) are of t he opinion t hat weaknesses of  st rategic management 

become apparent  more oft en during implement ation t han during t he f ormulation 

process.  Researchers concurrin g wit h t his observat ion include Brache and  

Freedman (1999: 10-13) and Nutt (1998: 213-240). 

 

According to Thomas (1994: 683-697) the aim of strategy is to deliver superior value 

creation.  This requires organisations to perform value chain activities differently from 

competitors, building compe tencies and reso urce capabilit ies t hat a re not  easily 

matched in order to position themselves in relation to competitors in the industry. 

 

In order t o narrow do wn t he f ield of  st udy in relation t o the st rategic value of t he 

Balanced Scorecard in the networked economy, the different perspectives of strategy 

will be elaborated on prior t o highlighting strategy management instruments such as 

the Balanced Scorecar d and t he Perf ormance Prism.   T he most  widely  accepted  

opinions of  st rategy, competitive advant age and su stainability, i ncluding t he 

interlinking effects of the three constructs are then discussed in more detail. 

 

2.2.1 Strategy perspectives  
 

Different op inions and int erpretations about  h ow t he market and , more generally,  

society is organised,  have result ed in dif ferent approaches t o t he field of  st rategy 
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(Porter, 1996:  61-78).   Port er (1996:  61- 78) asks t he ele mentary quest ion in a n 

article ‘What is St rategy?’ in the Harvard Business Review,  admitting that we do no t 

really know what strategy is.  In Porter’s terms, having a strategy means deliberately 

exercising choices, i.e. choosing a particular set of activities to deliver a unique set of 

values.  Port er belongs to the school of  thought that Whi ttington (1994: 3) calls t he 

classical school of strategic thinking. 

 

Whittington (1994: 3) proposes f our generic st rategic perspectives.  These comprise 

the classica l, s ystem theoretical, evolut ionary a nd, finally, the process perspective.  

The four perspectives differ fundamentally along two dimensions by which strategy is 

demonstrated and applied:   t he outcome or the processes.  Ac cording to Wittington 

(1994: 3),  the basic assumpt ion of how constructs are rel ated can be illust rated as 

follows: 

 

Figure 2.1:  The mental interpretation of strategy development 

 

Profit Maximising

Pluralistic

Gradually OccuringPlanned

Classical Evolutionary

ProcessSystem Theoretical

Result

Processes

 
 

Source:  Whittington (1994: 3) 

 

This study is anchored in the classical perspective of strategy.  This approach claims 

that strategy is a rat ional process of deliberate calculations and analysis.  Strategy is 

designed to maximise l ong-term advantage by choosing a part icular set of activities 

to deliver a unique set  o f value s in order t o mas ter int ernal a nd ext ernal 

environments and t o cope with compet ition t hrough caref ul p lanning an d 

implementation.  The st arting point of  st rategy is analy sis, f ollowed b y strategy 

formulation and, finally, strategy implementation and control. 
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The system theoretical perspective on st rategy differs from the classical perspect ive 

in that this perspective puts forward the idea that organisations differ according to the 

social and economic systems in which they are embedded.  The strategy reflects the 

particular social sy stem in which  organisat ions part icipate, de fining t he in terest 

according t o which t hey ac t and the rules by which  t hey survive.   Object ives an d 

strategy practices therefore depend on t he particular social system in which st rategy 

making t akes place.   The sy stematic st rategies of ten deviat e f rom t he prof it 

maximisation norm quit e deliberately,  thus their socia l background gives t hem 

interests other than profit. 

 

Rather than relying on the manager, the evolutionary perspective highlights the fact 

that markets secure planning methods on the one hand, but on the other competitive 

processes of natural selection also take place.  The evolutionists argue that whatever 

methods managers adopt,  i t will only be the best one that survives.   Furt hermore, 

environmental fit is most like ly to be the result of change an d good fate, but possibly 

even f ailure can do minate conscious st rategic choices.   Accor ding t o t his 

perspective, t he onl y compe titive advant age an organisa tion migh t have in t he 

market is relat ive efficiency.  Since sophist icated strategies only deliver a t emporary 

advantage, competitors will be quick to imitate and erode any early benefit. 

 

The process perspe ctive shares t he evolut ionary scept icism about  rat ional st rategy 

making, bu t is less con fident abou t marke ts e nsuring profit  maximising out comes.  

Organisations and ma rkets are complicat ed phenomena f rom which st rategies 

emerge with much conf usion and in small st eps.  Consequent ly, the idea is not t o 

strive after an unachievable idea, but rather to accept and work with the world as it is.  

This perspective supports the notion that people are unable to consider more than a 

handful of factors at the same t ime, and t herefore they cannot be as rat ional as t he 

classical planning and implemen ting approach proposes.   Moreover, a st rategy is a  

way in which managers attempt to simplify and order a world that is too complex and 

too chaotic for them to understand. 

 

Kaplan and  Nort on (1996a:  262-283;  2000b:  167-176) claim t hat their vie w o f 

strategy is developed independent ly o f Port er’s f ramework.  Howeve r, they are  

remarkably similar as the concept of the Balanced Scorecard has been based on t he 

same principles as Porter’s view of  strategy.  T he Kaplan a nd Norton (1996a: 8-18) 

Balanced Scorecard mainly concerns t he implementation of  alre ady planned 

strategies, although not exclusively.  Still, the concept is developed and rests on the 
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assumptions of  t he classica l st rategy school.   Each measure of  a Balanced  

Scorecard becomes embedded in a chain of  cause-and-effect logic that connects the 

desired out comes f rom t he s trategy wit h the drivers t hat will lead t o t he s trategic 

outcomes.  The result ant s trategy map des cribes t he process of  t ransforming 

intangible asset s int o tangible cust omer and  f inancial out comes.  It  provide s 

executives with a framework for describing and managing strategy. 

 

A Balanced Scorecard strategy map is a piece of generic architecture.  The Balanced 

Scorecard design process build s upon t he premise of  strat egy as a  h ypothesis.  

Strategy i mplies t he movement  o f an organisat ion f rom it s present  posit ion t o a 

desirable, but  uncert ain posit ion.  Kaplan and Nort on (19 96a: 272-29 2) argue t hat 

because t he organisat ion has ne ver been t o t his f uture posit ion, it s int ended wa y 

involves a series of  linked hy potheses.  The Balanced Scor ecard aims t o bring t he 

realised st rategy as close t o the planned one as possib le.  This is done t hrough 

active management of the implementation process, where the strategy map provides 

subsidiary object ives t hrough a chain of  st rategy h ypotheses and st rategic 

management. 

 

However, the other perspectives also provide va luable insight, particularly into some 

of t he sho rtcomings of  t he Bal anced Scor ecard or,  more generally,  on t he 

assumptions underly ing t he classica l ap proach t o st rategy and st rategic 

management. 

 
2.3 STRATEGIC MANAGEMENT 
 

Strategic management  can be described as t he process t hat focuses on t he long-

term healt h of  t he org anisation.  St rategic management can be  considered t o 

address t hree major dimensions, namel y c ontext (t he ext ernal and int ernal 

environments in which t he organisat ion opera tes), cont ent (how t he organisation 

chooses to configure itself and relate t o i ts external environment) and p rocess (how 

the organisat ion chooses and implemen ts st rategy) according t o Ehlers and 

Lanzenby (2004: 2-6). 

 

Ehlers and Lazenby  (2004:  2-6) def ine st rategic man agement a s t he process 

whereby al l t he orga nisational funct ions and resources are integrat ed an d 

coordinated in such a way to assist in implementing the formulated strategies.  These 

strategies are aligned wit h the environment and t heir aim i s to aid in achieving the 
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long-term objectives of the organisation and t herefore gain a compet itive advantage 

which will add value for the shareholders.  Competitive advantage is the edge that an 

organisation has over ot her organisat ions, and  strategy management can t herefore 

be def ined as an eff ort or deliberat e ac tion that  an org anisation implemen ts to 

surpass its competitors. 

 

Thomas (1 994: 683-6 97) empha sise t he fact that all stakeholders have t o be 

identified du ring the first step o f the st rategic management process (environmental 

analysis).  It  is t herefore important to e mphasise t hat s trategic managemen t is not  

only the ex ecutive man agement’s responsibility but should f ilter down to the lower  

levels of t he organisat ional st ructure.  In f act, st rategy can only  be execut ed 

successfully by involving the employees in the strategy planning process (formulation 

phase), thereby instilling a value-based managemen t approach.  Chapter 7 provides 

more de tail regarding value-based  manageme nt, specif ically value creat ion, which 

requires an organisat ion t o focus on creat ing or increasing shareholder value by 

leveraging t angible and  int angible asset s by  a dapting a value f ramework t hat is 

integrated into the organisation’s extended network. 

 

Flood et. al. (2000: 184-189, 236-243) and Reilly (1992: 34-40) propose that the most 

common categories of intangible assets are technology, customer, supplier cont ract, 

data processing,  huma n capit al, market ing (t rademarks and t rade names),  locat ion 

and goodwill.   The st rategic management approach should  therefore incorporate all 

components of value-based management in sup port of the overall strategic intent to 

develop and maintain a sustainable competitive advantage. 

 

Ehlers and Lazenby (2004: 2-6) are  of the opinion t hat strategic management is no t 

an exact  science an d t hat i t is also not  a three-step process.   I t involves b oth 

quantitative and qualit ative assessmen t and analy sis.  From a qualitat ive point  of  

view, the importance of intuition should not be underestimated.  However, more often 

than no t, the best  re sults come  f rom making bot h qualit ative an d quant itative 

decisions.  The quant itative decisions are built  on proper st rategic analysis and  

choice by evaluat ing st rategic opt ions and plans af ter a t horough 

assessment/analysis of  the environmen t.  Pearce and Rob inson (2003: 3-4 , 11-15 ) 

support t his vie w and state that the main object ive of  t he st rategy management 

process is t o simplify  the wa y in which managers plan,  implement  and  

control/evaluate.  Eac h organisat ion should t herefore d evelop it s own st rategic 

process to best suit its specific business and industry. 
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David (200 1: 5-6 , 117 -126, 335-3 37) argue t hat there is inadequat e lit erature 

available to qualify how strategies should be implemented.  This may be partly due to 

the fact that implementation is a tactical and operational discipline.  Another possible 

explanation is t hat the act ual ex ecution o f strategies rapidly  moves int o o ther 

management disciplines.   Finall y, i t is import ant to reme mber t hat implement ation 

does not exist in all strategy schools and perspectives. 

 

It should be noted that the main criticism against Porter and the classical approach in 

particular, concerns its inadequ ate dealing wit h t he barriers t o st rategy 

implementation (Liou kas & Span os, 2001:  907-934).   To some  ext ent, t he 

implementations appea r t o be ‘assumed awa y’.  This can be perceived as a  

consequence of  their a ssumption o f comple te rat ionality through all phases of  t he 

strategy process (Lioukas & Spanos,  2001: 907-934).  Porter returned to the subject 

of st rategy in t he mi d-1990s wh en he reco gnised t he import ance of the pat h-

dependent nature o f corporat e act ivity b y s tressing t he import ance of  fit (i .e. 

coherence and balance) between the various elements o f what  organisat ions have  

done in the past, and what they plan to do in the future (Porter, 1996: 61-78).  Porter 

also makes a more quest ionable dist inction bet ween operat ional eff ectiveness (i. e. 

doing t hings bett er) and  st rategy (i .e. doing things t hat o thers cannot  do), arguing 

that the latter is always essential (Porter, 1996: 61-78). 

 

Excellence in strategy implementation has been ident ified as a source of competitive 

advantage even t hough t here is no single winning st rategy imp lementation 

methodology (Feurer & Chaharbag hi, 1995:  11-21; Pearce  & Robinso n, 2003: 247-

312).  In each organisat ion, s trategy impleme ntation t akes place in a dif ferent 

organisational cont ext.  The t est is t o creat e a series of  lin ks bet ween t he chosen  

strategy an d leadership,  cult ure, reward sy stems, s tructure and resou rce allocation 

(Grundy, 1998: 459-468).  David (2001:  5-6) co nfirms that strategy formulation and 

implementation often overlap in practice.  In the contemporary business environment 

characterised by high le vels of uncertainty, turbulence and rapid change,  a strategy 

can be obsolete by the time it is implemented. 

 

There is lit tle place in Porter’s framework (Port er, 1987 : 43-59) f or the barriers of 

implementing a st rategy.  Large an d specialise d organisat ions must  be capable of 

learning and changing in response  t o new an d oft en un foreseen opportunities and 

threats.  This does not  happen automatically, but must be consciously managed.   In 
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particular, the cont inuous t ransfer of knowledg e and inf ormation across f unctional 

and divisional boundaries is essent ial for successful innovation (Campbell & Goold,  

(1995: 120-133).   Kap lan and Nort on (1996 a: 8-18) s tate that their Balance d 

Scorecard assists orga nisations in  adapt ing to new and unforeseen opport unities, 

and t herefore support s organisat ions in deve loping and maintaining a sust ainable 

competitive advantage. 

 

Organisations have t o adapt rapidly to change , bu t they s till have t o focus on t heir 

main objectives.   St rategic managemen t and organisat ional change  t hrough a 

positive cult ure of  change will incr ease t he posit ive acce ptance of  n ew idea s a nd 

strategies (Cicmil,  1999:  119-129), whilst  f lexibility and creat ivity are two import ant 

fundamentals in change  manageme nt and therefore also in st rategic managemen t 

(D.N. Clark, 2000:  115-127).   David (2001:  5-6,  117-126, 335-337) emphasise t hat, 

for an org anisation t o implemen t it s mission and st rategies successf ully, i t is 

imperative that all departmen ts and unit s move in t he same direct ion, as functional 

and departmental managers should ensure t hat the objectives that they set for their 

specific unit/department do not conflict with the objectives of other units/departments. 

 

According to David (2001: 5-6, 117-126, 335-337), organisations have t o distinguish 

themselves from compe titors t hrough dist inctive competencies (specia l capabilities, 

technologies or reso urces) t hat compe titors will not  be able t o re adily imi tate.  

Innovative product design, low-cost manufacture, superior q uality and efficient after-

sales service are examples of  compet itive advantage that are created f rom dist inct 

competencies of  superior t echnology, commi tted and qu alified human resources 

(intellectual capital), a visionary leadership style and proactive management. 

 

Porter (1996: 61-78) says that activities should focus on me thods to reduce costs in 

order t o st abilise and i mprove the f inancial condit ion.  Emphasis is oft en on  re -

engineering of  processes and  t he int roduction of  t otal qualit y management 

programmes t o increase t he cos t-effectiveness of t he orga nisation.  Activities ma y 

also include reducing assets, for example, the selling of land and buildings to aid cost 

cutting, t he out sourcing of act ivities t hat are  not the c ore compe tencies of  the 

organisation, reduction of personnel and curtailment of managerial perks (D.N. Clark, 

2000: 115-127).  Some elements of Porter’s framework (Porter, 1987: 43-59) are no  

longer applicable due t o newl y formed organ isational relat ionships and relat ed 

technological changes in the networked economy (see Chapter 3 and 7). 
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The benef its of  non-ad versarial relat ions wit h both suppliers and cust omers ha ve 

become apparent.  Instead of bargaining in what appears to be a zero sum game, co-

operative links with customers and suppliers can increase competitive advantage by 

improving both the value of  innovat ions to customers and the ef ficiency with which 

they are supplied within the value-based management framework (Flood et al., 2000: 

184-189, 236-243).   As out lined in  Chapt er 7, co-operat ive links wit h compet itors 

have beco me a pre-requisit e f or a sust ainable compet itive advant age in the 

networked value f ramework e conomy.  I n co mbining it s own va lue f ramework wit h 

that of its networked value framework, the organisation is forced to adjust or adopt a 

business model t o secure a sust ainable compet itive advantage (Mahadevan, 2000: 

55-69; Viscio & Paternack, 1996: 93-104). 

 

There are t hus no ma nagement methodologies and instruments t hat guarant ee 

competitive advant age (Lioukas & Spanos, 2001: 907-934).   In all cases it  is 

essential t o learn f rom experien ce and an alysis is e ssential.  Research  a nd 

experience point  to three essen tial ingredient s in t he corporat e innovat ion of  

strategies.  The position of the organisation compared with its competitors in terms of 

its product,  processes a nd t echnologies, and a cult ure of  i nnovation in which  it  is 

embedded, should be  considered in conjun ction wit h t he availab le t echnological 

paths.  T he organisat ion’s accumulat ed competencies and consolidat ing 

opportunities can be exploit ed b y a ligning t he organisational processe s in order to 

integrate s trategic le arning acr oss f unctional, divisio nal and organisational 

boundaries through strategic control. 

 

The focus o f this research is on all three s tages of  the s trategy process (analy sis, 

formulation and implemen tation), wit h specif ic empha sis on de veloping a nd 

maintaining a sustainable competitive advantage, while strategic control provides the 

strategist wit h an inst rument t o evaluat e how e fficiently future object ives are be ing 

integrated into the business vision as discussed in the following section. 

 

2.4 STRATEGIC CONTROL  
 

An important criticism of strategic management is the fact that management does not 

know whether strategies have been implemented successfully.  Organisations do not 

utilise measurement  i nstruments such a s t he Balanced Scor ecard or t he 

Performance Prism (Bowman & Helf at, 2001 : 1-23) to e valuate t he impact o f the 

chosen st rategy.  The failure of  ma nagement to select  appropriat e implement ation 
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models and st rategic cont rol systems is det rimental to the implementation process.   

Waldersee and Sheat her (1996: 105-122) argue t hat di fferent strategies need t o be 

implemented in dif ferent ways while other researchers (Nut t, 1998: 213-240; Nutt et. 

al., 2000:  5 -31) conf irm t his observat ion and highlight  t hat wit hin each model or  

implementation approach,  the pl anning asp ect is essent ial.  Th e lack of  a 

sophisticated planning process and the absence of  a consist ent pattern of  s trategic 

behaviour can impede implemen tation (Dooley, Fry xell & Judge,  2000: 1237-1258).  

Strategic cont rol s ystems are nece ssary when implemen tation is being  conduct ed 

because if these are la cking the implementation process can be derailed (Brache & 

Freedman, 1999: 10-13; Goold & Quinn, 1990: 43-57). 

 

Kaplan and Nort on (1996a: 224-292) promote the Balanced Scorecard to overcome 

the main causes for poor strategy implementation (see Chapt er 1).  T he purpose of  

this thesis is t herefore to evaluate the perceived st rategic and operat ional value of  

the Balanced Scorecard  in t he networked economy as a cont rol and measureme nt 

mechanism during the implementation and one year later. 

 

Some authors like Al-Ghamdi (1998: 322-328), Beer and Eisenstat (2000: 29-39) and 

Brache and Freedman (1999: 10-13) suggest that implementation should be ‘audited’ 

because in adequate coordinat ion of  implement ation t asks lead s to ineff ective 

strategy implementation.  Bainbridge (1996a: 30-33) proposes a ‘processes map’ that 

details the requirements and responsibilit ies to provide a f ocal point to ‘spring board’ 

tactical issu es.  I n order f or eff ective coord ination t o take place,  t he inf ormation 

systems used t o monitor implement ation have t o be appropriat e and be checked 

through strategic control (Al-Ghamdi, 1998: 322-328; Brache & Freedman, 1999: 10-

13; Grundy, 1998: 459-468). 

 

Strategic control is the phase of the strategic management process that concentrates 

on evaluating the chosen strategy in order t o verify whether the results produced by 

the st rategy are t hose intended.  Usually  time passes between the formulation and 

implementation of a strategy and the achievement of its intended results.  During this 

time lapse, organisations make investments and undertake projects to implement the 

chosen st rategy, and  t here ma y be chan ges in t he ext ernal and int ernal 

environments that could af fect the chosen st rategy (Dooley et al., 2000: 1237-1258; 

Pearce & Robinson, 2003: 56-68). 
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Strategic cont rol diff ers f rom organisat ional or t raditional managerial cont rol.  

Traditional managemen t cont rol f ocuses on t he implement ation process in  all it s 

detail, whereas st rategic control focuses on t he key success f actors of the strategy.  

Operational cont rol f ocuses on t he short -term object ives and strategic co ntrol 

focuses on the long t erm.  I n traditional or ope rational control,  act ion is only  taken 

after deviations to performance measures have occurred, whereas strategic control is 

concerned with guiding the actions as the strategy evolves where the end result is in 

the future (Shavanina, 2003: 50-51, 459-469, 1045-1063). 

 

Strategic control has two focal points, namely to evaluate the content of the strategy 

and monit or t he s trategy imple mentation act ivities.  Pre mise cont rol is used t o 

evaluate s ystematically and cont inuously the assumptions on which the s trategy is 

based for validity, while strategic surveillance monitors and interprets a broad range 

of events not previously identified (both internal and external to the organisation) that 

may affect the course of  the strategy, as a cha nge in t he strategy may be required.   

Special ale rt con trol i s t he thorough, and  often rapid , reconsider ation o f the 

organisation’s st rategy as the result  o f a  sudden,  unexpected event,  w hile 

implementation control must be exercised as the implementation process unfolds. 

 

In order to sustain a competitive advantage, organisations should aim for cont inuous 

improvement through their st rategic management  process.   Once  an eff ectively 

formulated strategy ha s been su ccessfully implement ed, controlled and evaluat ed, 

organisations need to review their strategic choices to remain competitive.  However, 

strategic management does not end with the strategic control phase.  The Balanced 

Scorecard and Perf ormance Prism are s trategic cont rol inst ruments that aid 

continuous improvement, while t he Excellen ce f or Quality  Management Mode l, 

combined with total quality management and re-engineering as its focal points, is an 

approach t o cont inuous improvement.   The utilisation of  strat egic management 

instruments, such as t he Balanced Scorecard,  is further discussed below in terms of 

strategic management in practice. 
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2.5 THE CONTEXT OF MANAGING STRATEGICALLY 
 

Managing st rategically involves t he replacement  of  convent ional t echniques an d 

hierarchical decision-making in order to exploit value generation in the new economy.  

A dominant source of value creation is human resources as they play a critical role in 

the s trategy execut ion.  Strategic focus should  shif t from an internal to an ext ernal 

perspective, coupled with an approach t hat ca n vary  from adopt ing a compet itive 

view t o a resource-based view of  the organis ation (see Section 2 .5.1).  This is 

measurable and quant ifiable t hrough inst ruments such as the Balance d Scorecard 

(see Sect ion 2. 6.1) an d t he Perf ormance Prism (see Sect ion 2. 6.2).  Cont rol an d 

measurement inst ruments should include, inter alia,  t he invest ment in int angible 

assets on a st rategic and t actical level.   At  tactical level,  Gibbert et al ., (2001: 109-

126)  propose t hat in tangible investment s are  aimed a t a  quant itative change or  

extension of  exist ing knowledge,  while at t he st rategic level it  is aimed at  the 

acquisition of complet ely new knowledge.   Bot h t actical and st rategic int angible 

initiatives become critical in t he overall success of the organisation’s strategic intent 

in t he ne tworked econ omy, as discussed in more de tail in Chapt er 7 t hrough the 

introduction of the Networked Balanced Scorecard theoretical model. 

 

The point that is raised is that if the business environment is in chaos, then analytical 

instruments such as t he Balanced  Scorecard ma y be o f l imited use in creat ing a 

competitive advantage, let alone making sound st rategic decisions.  Th e concept of 

the comple xity theory (Hamel, 2000:  4-16),  which  f ormed t he basis of  Beer and 

Eisenstat’s (2000: 29-39) statement of ‘competing on t he edge’, implies t he need t o 

replace conventional optimisation techniques and deterministic, hierarchical decision-

making in f avour of  looser not ions of  posit ioning ‘at  t he edge of  chaos’,  creating 

guiding f rameworks of  rules and replacing direct ion wit h self -organisation t hrough 

empowered employees. 

 

Human resources are a vital asset that will be t he dominant source of value creation 

in t he f uture.  In t his regard,  Bohlander a nd Snell (2 007: 79-80) concept  of  

organisational capability diff ers f rom the technological and f unctional compe tencies 

emphasised in t he st rategic management  lit erature (mos t not ably b y Prahalad & 

Hamel, 1990: 79-91; 1994: 294-322).  The ke y contribution that Bohlander and Snell 

(2007: 53, 343) make to the analysis of organisational capability is in d emonstrating 

how an org anisation’s capacity to perform is dependent  on its ability  to capture the 
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emotional commi tment of i ts members and int egrate this commi tment i nto complex 

modes of co-operation and collaboration in strategy implementation. 

 

Kaplan and Nort on (1992:  71-79 ; 2004: 81-82 ) observe t hat the ability t o execu te 

strategy can be more import ant than the strategy itself.  Hamel (2000:  232-243, 289-

290) believes t hat hu man creat ivity, vision and a f eeling o f involvement  are cri tical 

determinants of  busine ss su ccess.  Ho wever, f or Hamel it  is not  enough t o build  

strategy on people or any other internal resource – t he key component of a s trategy 

must be the recognit ion of  external challenges.  Hamel’s ( 2000: 232-243, 289-290) 

answer is t o create a p ermanent revolution within the corporation so that prevailing 

strategies and mindset s are cont inually being challenged,  refreshed and overt urned 

through innovation. 

 

Markides (2000:  179-192) f ocuses on st rategic innova tion and stat es t hat the 

essence of  st rategic innovat ion is t he creation of  a u nique st rategic posit ion.  

Markides, as Hamel, also perceives the need for organisations to continually explore 

new opportunities for strategic innovation.  Markides advocates fundamental strategy 

analysis.  By answering some basic quest ions, such as the following: What business 

are we in?,  Who are our cust omers?, What will we of fer them?, How will we do  this 

efficiently?, and What  k ind of  orga nisation do we need t o support  the st rategy?, 

strategic management can be maint ained by u tilising i nstruments such as t he 

Balanced Scorecard t o creat e a strat egic posit ion.  Howe ver, survivin g in t oday’s 

business e nvironment is not  only about  f ormulating new business concept s and 

strategic po sitions.  Strat egies mu st be supp orted b y a n unrelent ing quest  f or 

efficiency and responsiveness.  This study thus examines whether in such conditions 

management instruments such as Balanced Scorecards can provide a framework for 

effective cont rol, f lexibility and adapt ation t hrough decent ralising deci sion-making 

within a st ructure o f clearly art iculated performance object ives.  The methodologies 

utilised for strategic management implementation will be further discussed, presented 

and int egrated t o illust rate how t heories corre spond t o act uality in the f ollowing 

section. 

 

2.5.1 Strategic management perspectives 
 

Two major perspectives of st rategic approach are discussed:   the Porter framework 

of competitive st rategy (industrial organisat ion) and t he resource-based view of  the 
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organisation (Porter, 1987: 43-59).   Porter’s framework (Porter, 1987 : 43-59) views 

the organisat ion as a bundle of act ivities aiming at  adapting t o t he industry 

environment by seeking an attractive position in the market arena, while on the other 

hand, the resource-based perspective views t he organisation as a bundle of unique 

resources and it s per formance is t herefore a f unction of  t he asset s t hat the 

organisation owns and controls (Lioukas & Sp anos, 2001: 907-934).   Alt hough t he 

proponents of these two perspectives present seemingly divergent philosophies, they 

concur on the worth of considering both internal and external challenges in strategic 

management. 

 

Holliday (2001: 129-135) underlines t he importance of external analysis.  The major  

focus is how the organisation compares with its industry competitors and executes its 

strategic analysis.  Holliday (2001: 129-135) and Porter (1996: 61-78 ) indicate that it 

is all about  analysing the strengths of the organisation’s position and u nderstanding 

the impact  of the ex ternal factors that  may in fluence its position.  According t o this 

view, compet itive analysis is derive d f rom the organisation’s posit ioning in indust ry 

while determinants of profitability are limited by the characteristics of the industry and 

the organisation’s position within the industry.  The anal ysis focuses on the ext ernal 

environment while t he major concern f ocuses on the competition.  Ac cording to the 

industrial organisation’s view, the organisation must make strategic choices by firstly 

choosing an  att ractive indust ry and  then deciding on an a ppropriate posit ion within 

the industry. 

 

Caldwell (2006: 60-121) on t he other hand believe t hat an organisation’s resources 

are more i mportant than indust ry st ructure i n developin g and mai ntaining an  

advantage.  They support the resource-based approach, which is concerned with the 

nature o f the organisat ion’s resources and how t hese resources are combined into  

capabilities.  Resource s include t he organisat ion’s f inancial, ph ysical, human an d 

intangible asset s t o de velop, man ufacture an d deliver product s or s ervices t o its 

customers.  According t o the resource-based view (Caldwe ll, 2006: 60-121) in orde r 

to develop and maint ain an advantage, resources must be un ique.  For re sources to 

be unique,  t hey should add va lue by enabling  t he organisat ion t o exploit  ext ernal 

opportunities or neut ralise t hreats, t hey sh ould be ra re, inimit able and t he 

organisation should have st ructures, systems, policies, procedures and processes in 

place t o make use  of  these uniqu e resource s.  Compet itive advant age is derive d 

from possessing unique  organisat ional assets or capabilit ies, while det erminants of 

profitability are derived  f rom the type, amoun t and na ture of  the organisat ion’s 
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resources (Porter, 1996: 61-78).   The focus is int ernal and the major concern is on 

analysing competencies and resou rces, whilst strategic choices should be based on 

developing unique reso urces and capabilit ies with an external perspect ive and 

strategic intent for added-value. 

 

The added-value st atement is not  just a means of looking at  the f inancial 

consequences of  an organisation’s act ivity but i t also  describes t he set  of 

relationships t hat constit ute the organisat ion.  The f irst task of  the ma nagement o f 

any organisat ion is t o ensure t he consistency of  i ts cont ractual relat ionships – t o 

establish that the planned output can be achieved wit h the planned inputs of labour, 

capital and ma terial.  These are t ailored a nd summarised in t he added-value  

statement, while t he compet itive environment  – t he relat ionship between t he 

organisation and it s competitors – determines the degree to which add ed-value can 

be created.  The purpose of  business act ivity is to put  together a set of relationships 

that maximises this added-value through the presentation of the Networked Balanced 

Scorecard theoretical model (see Chapter 7).  K.  Morgan (1997: 491-503) examines  

the role of  relationship building as a means of  obtaining resources in order to create 

a sust ainable compet itive advant age.  K.  Morgan (1997: 491-503) proposes that 

resources can be combined in order to form higher order resources, or competencies 

from which the organisation can eventually achieve a compet itive advantage, as it  is 

difficult f or outsiders t o replicat e t he process of  building  a long-t erm relat ionship.  

Resources such as lo yalty, trust and reput ation are intangible and  cannot  be 

purchased.  Therefore, K. Morgan (1997: 491-503) states that relationships formed to 

acquire organisational, relat ional or inf ormational resources will commonly  result  i n 

sustainable resource-based competitive advantage and prevent irreproducibility. 

 

The necessary  irreproducibil ity of  c apabilities h as been  de veloped by  a number of  

authors.  T eece (1998:  55-79) dra ws part icular att ention to t he appropriat eness 

problem associated with innovation.  Prahalad a nd Hamel (1990:  79-91; 1994: 294-

322) are concerned wit h similar issues in t he context o f o rganisational knowledg e 

and Ost er (1990:  135-139,  190,  2 25-226, 261-277) st resses t he ef ficient mark et 

perspective in t his context.  Barne y (1991: 99-119) supports t he ‘guerrilla’ vie w.  I n 

his opinion,  copy cat strat egies f ail because t he pot ential imit ator cannot  easily 

identify what needs t o be re-produced;  therefore the copycat act ion provides only  a 

temporary competitive advantage. 
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The ‘guerrilla’ vie w is not  a fully fledged school of  t hought like the indust rial 

organisation or resource-based views but nevertheless represents a view that due to 

the increased levels of  compet itiveness in t oday’s marke tplace, an o rganisation's 

advantage is temporary.  Successful organisations must therefore repeatedly disrupt 

competitors wit h st rategies t hat keep t hem o ff balance as t he realit ies of  t oday’s 

business environment include fundamental changes in t he st ructure and working of  

the economy, which direct ly i mpacts on t he rul es by which  managers develop and 

execute t heir organisat ion’s st rategies.  Driving f orces are creat ing economic 

uncertainty through red uced need f or ph ysical asset s, vanishing d istance and  

compressed time, which makes t he entire world a cust omer as well as a competitor 

(Meyer, 1997: 5-8, 32-69).  It appears t hat critical success factors include the ability 

to embrace change, be creative and innovative.  It is thus important to strive towards 

being a world-class orga nisation with a st rong customer focus, encourage cont inual 

learning and promote development, implement flexible organisational structures and 

ensure the organisation takes a creative human resources management approach to 

create a best  form of institution.  Organisat ional climates, where all stakeholders are 

treated equ ally and ke pt in formed of  change s and are able t o participat e in t he 

decision-making proce ss, support ed by  innova tive t echnological inf rastructure and  

systems, will further enhance the organisation’s competitive advantage. 

 

The cont ingency theory (Barne y, 1991:  99-119) emphasises t hat there is no be st 

form o f organisat ion and t hat o rganisational success rest s on matching the 

organisation to its environment.  There is congruence between the sociological tenets 

of the contingency theory and t he financial economist’s efficient market perspect ive, 

which argues that there can be no universal pre scriptions for success, as its general 

adoption would reduce  it s value to every one.  It can be said t hat t hese two 

approaches taken together lead d irectly to the conclusion t hat it  is t he creat ion and 

maintenance of distinctive capabilities that is at the heart of a successful strategy.  It 

is therefore paramount to elaborate on various models and, specifically, the Balanced 

Scorecard, to illust rate t he pivot al role of  models f or decision-makin g during t he 

strategy formulation and implementation process to support and assist  in developing 

and maintaining a sustainable competitive advantage. 
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2.6 THE DEVELOPMENT OF VARIOUS STRATEGY IMPLEMENTATION        
MODELS 

 

In the early 1990s managers, academics and consult ants proposed new models f or 

developing systems f or st rategic perf ormance measurement  that si multaneously 

reflect, sup port and e valuate st rategy b y co mbining f inancial and non-financial, 

tangible and int angible factors, and lead-and-lag indicators to guide management  in 

delivering consist ent va lue f or the organisation over t ime.  The f ollowing sect ion 

analyses the imperatives of the problem statement whereby the strategic value of the 

Balanced Scorecard in the networked economy is reviewed. 

 

2.6.1 Balanced Scorecard 
 

The Balanced Scorecard was f irst int roduced in t he earl y 1990s by  R obert Kapla n 

and David Norton as an innovat ive business p erformance measurement system, in 

the belief  that exist ing performance measuremen t approaches,  rel ying primaril y on 

financial account ing measures,  we re becoming obsolet e (Kaplan & Nort on, 1996 b: 

75-84; 1996 d: 53-79).   This approa ch was able t o consider t he in tangible or ‘sof t’ 

factors (e.g. customer satisfaction, process quality, infrastructures, know-how), which 

are vit al in order t o s tay compe titive, bu t that had previou sly been co nsidered as 

immeasurable.  The  concept  has s ince t hen b ecome well known and it s di fferent 

forms are now widely adopted across the world. 

 

By combining f inancial and non-f inancial measures in a sin gle report,  the Balanced 

Scorecard aims to provide managers with richer and more relevant information about 

activities t hey are managing t han f inancial measures on t heir own can provid e 

(Rigby, 2001:  44-93).   The mere exist ence of  the Balanced Scorecar d reveals a  

message that, ultimately, it is not  only financial outcomes that are relevant, but long-

term relationships with customers and employees.  These relationships are facilitated 

or hampered by  adequate or inade quate organisational structures.  What  still needs 

to be investigat ed is whet her organi sations really pract ise the Balanced Scorecard  

methodology as a vision of  priori ties or as an inst rument to accomplish superior  

financial performance. 
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The Balanced Scoreca rd is ident ified as a radical perf ormance measurement 

instrument as well as a comprehensive  st rategic manage ment inst rument, and is 

discussed as such in a number o f Harvard Business Review art icles (Kaplan & 

Norton, 199 2: 71-79 ; 1 996a: 199-2 22; 1996b : 75-85; 2000 a: 1-4 ; 200 0b: 167-176 ).  

The concept is further explored in Kaplan and Norton’s article ‘Strategic Learning and 

the Balanced Scorecard (Kaplan & Norton, 1996c: 17-24) a s well a s in their recent 

publication, ‘Strategy Maps:   convert ing intangible assets’ (Kaplan & Norton, 200 4: 

81-82).  To  dat e, litt le evidence exists regarding t he influence of  the Balance d 

Scorecard on management. 

 

The f ramework of  t he Balanced S corecard co nsists of  f our perspect ives.  Each  

perspective consists of  the relevant  object ives, indicators and measures t o achieve 

them.  In the f inancial perspect ive, corresponding obje ctives similar  t o t raditional 

systems of management and accounting are of importance.  One improvement of the 

concept lies in it s f ocus on so-cal led value d rivers f or f uture prof itability of  the 

organisation.  The cu stomer perspect ive aims at t he ident ification of  relevant  

customers and market  segments that contribute to the financial objectives.  In terms 

of market-based management, the customer perspective makes it  possible to align  

the internal processes, services and product ion with t he necessit ies o f current  an d 

future markets.  Kaplan and Norton (2001b: 147-161) state that organisations should 

identify and structure internal value-driven processes such as innovation, production 

and af ter-sales ser vices in t erms of  their cust omers and shareholde rs.  Human  

resources being a st rategic factor of success, Kaplan and Nort on (2001b: 147-161) 

suggest a perspect ive f or learning and development  that involves all st aff a nd 

organisational-related a spects t hat are vit al for t he orga nisational re-engineerin g 

processes. 

 

Once object ives have been agreed upon, measures can be i dentified a nd 

constructed wit h t he int ention of  support ing managemen t in monit oring t he 

organisation’s progress t owards t he achievement  o f it s obj ectives (Olve,  Ro y and 

Wetter, 1999: 12-23).   Init iatives are special pr ojects with a set  start and end dat e, 

and are mapped to strategic objectives to give an indication of the projects or actions 

required in order t o re alise t he object ives (Niven,  2006c: 1-30).   Th e researche r 

supports the not ion that the impact of  Balanced Scorecard measures considered in  

isolation would probably be minimal; success is derived from comprehensive visibility 

of all key  influences.  T he added value of  the Balanced S corecard is in t he drawing 
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together of all the key business areas, and identifying and exploiting the linkages that 

deliver success (Kaplan & Norton, 1996a: 199-222). 

 

Hoffecker and Goldenberg (1994:  5-17) emphasise t hat the impact  of  a decision  in  

one perspect ive on t he ot her three perspect ives can b e recognise d bef ore the 

decision is implemented, presenting more strategic management visibility than would 

normally be expected.  According to Kaplan and Norton (2004: 228-234), this holistic 

approach h as result ed in improve d perf ormance, result ing f rom a more inf ormed 

management decision-making process,  as the Balanced Scorecard can be  

understood to be a management system that is structured according to the logic of  a 

cybernetic management circle (plan-do-check-act). 

 

The t hird g eneration Balanced Scorecard mo del provides great er functionality an d 

strategic relevance (Niven, 2002: 1-18; Niven, 2006c: 1-30; Olve et al., 1999: 32-83).  

The origin  o f the developmen ts, stem f rom the issues relating to target setting and 

the validation of strategic objective selection.  By representing the selected objectives 

on a ‘st rategic linkage model’, the design t eam is encouraged t o ap ply ‘s ystems 

thinking’ (Kaplan & Norton,  2004: 228-234) to identify cause-and-effect relationships 

between the selected objectives and ensure t hat the chosen objectives are mutually 

supportive and represen t the combined thoughts of the team’s high-level percept ion 

of the business model.  This approach triggered the development in the late 1990s of 

a f urther de sign element  – the de stination s tatement – to validat e t he object ives, 

measures and t argets chosen (Kaplan & Nort on, 2004:  40-43, 80-81,  112-126).  I n 

order to make rational decisions about organisational objectives and to set targets for 

those activities, an organisat ion, through its destination statement, should develop a 

clear idea  about what it  is t rying t o achieve  (Kot ler, 2003:  89-98) and what  t he 

organisation is likely to look like at an agreed future date (Olve et al., 1999: 146-187). 

 

The body o f evidence support s the theory that the Balanced Scorecard present s a  

medium by means of which a strategic vision can be implemented whilst providing an 

evaluation system (Kaplan & Nort on, 2004:  228-234).   I n addition, the concept  has 

been approached f rom many di fferent management discipline perspect ives (Feurer , 

1995: 64-83;  Davis,  1 996: 14-18).   The account ancy capability  of t he Balanced  

Scorecard a s a perf ormance measuremen t inst rument has received  much int erest 

and att ention.  This measurement ut ility was enhanced through linking it  t o the 

concept of  quality  man agement (Kaplan & No rton, 2004: 228-234).   Bainbridge 



 

48 

(1996a: 30-33; 1996b: 107-115) considers all key aspects and provides an executive 

summary from which a sound overview of the Balanced Scorecard can be obtained. 

 

According to Niven (20 02: 60-79) most Balanced Scorecards provid e focus as the y 

are designe d as da y-to-day diagnost ic inst ruments to guid e execut ive act ions and 

aren’t linke d t o compe nsation.  T he Balance d Scorecar d provides a balance by 

linking key  lead-and-lag  indicat ors to int ernal a nd ext ernal f inancial and operat ing 

metrics that are aligned to an organisation’s specific strategic needs and focus.  The 

limited number of  balanced met rics provided at  the top are  supported by addit ional 

metrics t hat explain t he meaning o f t he top measures (sco pe), which are updat ed 

regularly w hen dat a c hanges.  It was f ound t hat many organisat ions are usin g 

Balanced Scorecards f or all emplo yees and include addit ional Balanced Scorecards 

if the use ext ends beyond senior m anagement or the organisation is structured into 

more than one busine ss (Balance d Scorecards are adapt ed to the audiences of  

specific organisations). 

 

Effective Balanced Scor ecards most certainly assist  organisat ions in assessing a nd 

understanding performance leve ls and where changes are required.  Less t han 20  

per cent of those that use Balanced Scorecards have mature ways of implementation 

that can create value (Davenport, Leibold & Voelpel, (2006: 250-259, 284-359).  The 

main reason is t hat the Balanced S corecards include too many metrics and rely  too 

much on hist orical f inancial information.  Niven (2006c:  251-298) hig hlights t hat 

organisations report an average of 132 measures to senior management each month 

(83 financial and 49 operat ional), which is nearly  nine t imes the number in effective 

Balanced Scorecards. 

 

It appears t hus that current  Balanced Scorecards ar e value-ch ain orient ated, 

focusing on an inward approach t owards me asures and drivers.   However, the 

strategic value of  the Balanced Scorecard in t he net worked economy requires an 

outward perspect ive f or an organisat ion t o c reate and maintain a  sust ainable 

competitive advantage as propose d in Chapt er 7.   The ne twork economy demands 

closer co-o peration and collaborat ion wit h all play ers, in cluding co mpetitors a nd 

alliances with organisations outside the immediate industrial sector or environment. 

 

Over and above t he Balanced S corecard, ot her model s exist  and should b e 

evaluated as an a lternative st rategic imple mentation inst rument to enhance  a  

sustainable competitive advantage. 
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2.6.2 Other instruments 
 

The Perf ormance Prism is an alt ernative f ramework de veloped by  t he Cent re f or 

Business Performance at the Cranfield School of Management and Accent ure.  The 

Performance Prism has t wo ends - t he st akeholder wa nts and needs,  and t he 

stakeholder contribution - as well as t hree sides represent ing st rategies, processes 

and capabilit ies.  Unlike t he Balanced Scorecard,  where st rategising represents the 

initial st ep, t he Perf ormance Prism  st arts wit h a compreh ensive und erstanding of  

stakeholders, st rategising t o ensure t hat the proposed st rategy is not  subject ive 

(Katzenbach & Smi th, 1994: 49-60, 175-194; Turban & Aronson,  2001: 83-84, 149-

153, 810-824).  Caldwell (2006:  60-121) point s out that by focusing on stakeholders 

rather t han perspect ives, what  needs t o be measured is clea rly iden tified.  

Katzenbach and Smi th (1994: 49-60, 175-194) and Turban and Aronson (2001:  83-

84, 149-153, 810-824) a lso highlight the Balanced Scorecar d’s shortcomings by the 

fact that many stakeholders such as suppliers, intermediaries and regu lators are not  

included.  It t hus seems that i t is no t uncommon to end up  with a ‘biased Balanced 

Scorecard’, that is, a Balanced Scorecard biased towards only certain, often easy-to-

measure stakeholders.  For organisat ions with diverse stakeholders, such as t he so-

called virt ual corporat ion where st akeholders a re changing  or broad in scope,  t he 

Performance Prism pre sents a more complete model for performance measurement 

than the Balanced Scorecard (Katzenbach & Smith, 1994: 49-60, 175-194). 

 

The Perf ormance Prism also views measuremen t diff erently b y placing more  

emphasis on leading  inst ead of  lagging indicat ors, t herefore enabling  t he 

organisation to focus on what  should happen as opposed t o looking at  act ions and 

events in retrospect (Niven, 2006a:  251-298). 

 

According to Davenport and Voelspel, (2001: 212-221), the performance of business 

processes will f urther depend on the capabilities of  perso nnel skill s, the emplo yed 

technology, sy stems, pract ices a nd inf rastructure which  need t o be ident ified, 

developed and measured.   According t o Katzenbach and Smit h (1994: 49-60, 175-

194), the Performance Prism is a  more co mplex f ramework t han the Balanced  

Scorecard and therefore considers a much wider set of requirements and addresses 

many of the current criticisms of the Balanced Scorecard. 

 

The European Foundation for Quality Management Excellence Model was introduced 

in 1988 and has its roots in the philosophy of Total Quality Management because of  
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the pot ential t hat To tal Quality  Managemen t showed as a mean s of  gainin g 

competitive advant age b y addressing a much wider set of requirement s.  Oaklan d 

(1999: 3-5, 115-126) describes t he process of  self -assessment of t he European  

Foundation for Quality Management Excellence Model as comprehensive, systematic 

and which is perf ormed periodically.  It can be used by an organisation to identify its 

own strengths and areas for improvement, and benchmark its overall performance to 

accepted levels of good practice. 

 

Oakland (1 999: 3-5,  1 15-126) co mments t hat t he fundamental dif ference bet ween 

the Balanced Scorecar d and t he European Foundat ion for Quality Management 

Excellence Model is t he f act t hat t he Balanced Scorecard is designed  t o 

communicate and asse ss st rategic perf ormance and e valuate t he validity  of  the 

strategy.  In contrast, the European Foundat ion for Quality Management Excellence 

Model and it s various applicat ions f ocus on encouragin g t he adop tion of  goo d 

practice acr oss all management  a ctivities wit hin t he organisat ion.  According t o 

Katzenbach and Smit h (1994: 49-6 0, 175-194), t he main p urpose of  the Balanced 

Scorecard is not  to assess t he quality o f the s trategic planning process it self but to 

ensure t hat t he s trategy ge ts impl emented and t o enable  an organisat ion to learn 

continuously f rom i ts perf ormance and adapt  it s st rategy accordingly.   Oaklan d 

(1999: 3-5 , 115-126) conclude s t hat t he European Foundat ion f or Qua lity 

Management Excellence Model seeks t o assess best  practice at  the p rocess level, 

while t he Balanced Scorecard’s specific appr oach t o perf ormance management  is 

entirely de pendent and based on an org anisation’s posit ioning, challenges, 

competitive context and it s st rategy.  It  appears thus that this makes the Balanced 

Scorecard model a high-level guiding f ramework t hat n eeds t o be  t ailored and 

adjusted to the organisation’s specific circumstances. 

 

Katzenbach and Smit h (1994:  49-60,  175-194) st ate that t he bigg est diff erence 

between t he Balanced  Scorecard  and t he European Foundat ion f or Quali ty 

Management Excellence Model is t he fact that the Balanced Scorecard looks t o the 

future, as i t starts from the visionary end goal a nd works it s way back.   However, it 

should be kept  in min d t hat the European Foundat ion for Quality Management 

Excellence Model can add a dee per dimension t o t he Balanced Scorecard by  

providing f ocus and a  clear plan  of  ac tion t o improve  perf ormance, therefore 

enhancing the competitive advantage of an organisation. 
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Having integrated various st rategy perspectives on management  op tions, t ogether 

with met hodologies f or st rategic management  cont rol, a ment al const ruct f or 

understanding sust ainable advant age will now be discussed.   Taking t he various 

models int o considerat ion t hat are  available t o management  to prod uce a wid er 

application f or achieving orga nisational sustainability, cons tructs of  actual  

sustainability will also b e explored.  The t hree pillars of  innovation, architecture and 

reputation will be u sed to address the viability of sustainable competitive advantage.  

The Balanced Scorecard’s role  in suppo rting an o rganisation’s compet itive 

advantage in enhancing these three constructs will also be examined. 

 

2.7 THE SUSTAINABILITY ADVANTAGE CONSTRUCT 
 

In order t o establish a link between the Balanced Scorecar d, competitive advantage 

and sust ainable compet itive advan tage, it  is impera tive to f irst de fine all t hree 

constructs in det ail.  T his sect ion provides va rious vie wpoints on what  const itutes 

competitive advant age in t erms of value creat ion through one strat egy or a 

combination of  strategies to leverage core compet encies and dist inctive capabilit ies 

(see Section 2.7.2) by defining competitive and sustainable competitive advantage. 

 

2.7.1 Defining competitive and sustainable advantage 
 

In reviewing the use of  the term ‘competitive advantage’ in the strategy literature, a 

number of  descriptions emerge.   Most academics and writers appear t o agree t hat 

competitive advantage is derive d from ‘value creation’ (without agreeing on va lue to 

whom and when). 

 

According t o Day  (199 4: 27-35),  value is created b y favourable t erms of  t rade i n 

product markets (that is, sales in wh ich revenue exceeds co sts).  Howe ver, scrutiny 

of the concept of cost brings up the question of what the cost of a scarce resource is.  

Day (1994:  27-35) and Porter (198 7: 43-59) argue t hat b y posse ssing any  one or  

combining compe titive st rategies of low co st, focus or  dif ferentiation will resu lt in  

competitive advant age.  Port er (1987:  43-59) argues further t hat compet itive 

advantage results from the value an organisat ion is able t o create for its customers, 

which exceeds the organisati on’s cost of creating it.  Por ter (1987:43-59) and R eed 

and De Filippi (1990: 88-102) suggest that advantage can be derived f rom numerous 

sources an d t hat s trategy manip ulates t he sources of  advant ages under t he 
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organisation’s control in order to successfully raise barrier s to prevent imitation that 

‘resists erosion by competitor’.  However, at some stage imitation will take place, and 

thus the organisat ion’s ability to delay this eventuality is essent ial in or der to derive 

the maximum benefit from any competitive advantage (Christensen, 2001: 105-109; 

Pearce & Robinson,  2003:  189-200 ; Porter, 1996: 61-78 ; Reed & De Filippi,  1990: 

88-102; Shrivastava, 1994: 33-34, 180-182). 

 

Another vie w, Pe teraf (1993:  179-1 91), holds that advan tage is achie ved t hrough 

super-normal ret urns b ut o mits to calculat e the cost  of scarce int angible asse ts.  

Peteraf (19 93: 179-191 ) def ines compe titive ad vantage as sust ained above-normal 

returns by defining imperfectly mobile resources as t hose that are specialised  to the 

organisation.  The au thor notes that such reso urces can be a source of  competitive 

advantage because monopoly ‘rents’ generated by the asset will not be offset entirely 

by accounting for the asset’s opportunity cost (its value to others). 

 

Barney (1991: 99-119) is of the opinion that  an organisation experiences competitive 

advantage when its actions in an industry or market create economic value and when 

few compe ting organisat ions are e ngaging in similar act ions, and ties compe titive 

advantage t o perf ormance, arguing t hat an organisation obt ains above-normal 

performance when  it  generat es great er t han expect ed value f rom t he resources 

employed.  Barne y (1991:  99-119) f urther s tates t hat compet itive advant age is n ot 

obtainable from freely tradable assets because if a privileged product market position 

is achieve d or prot ected b y the d eployment of scarce asset s, i t is necessary to 

account for the opportunity cost of those assets.  Port er (1996: 61-78) supports the 

notion t hat an organisa tion t hat ea rns superior  f inancial re turns wit hin it s indust ry 

over the long term is said to enjoy a competitive advantage. 

 

A third view,  Besanko,  Dranove and Shanley (2000: 335-367), compares advantage 

to st ock market  perf ormance (but according to economist s, superior perf ormance 

stems from surprising increases in expectations, which does not necessarily signal a 

competitive advant age held by the part icular organisat ion).  Besanko et al . (2000 : 

335-367) highlight that when an organisat ion earns a higher rat e of economic prof it 

compared with t he average rat e of o ther org anisations compe ting wit hin the sa me 

market, the organisat ion has an advant age.  Kay (1993 : 22-43) def ines dist inctive 

capabilities as those de rived f rom sustainable and appropri able characteristics t hat 

others lack, which becomes a competitive advantage when it is applied in an industry 

or brought  t o a market.   Ka y (1993:  22-43) measures t he value  of  compet itive 
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advantage as value added, with the cost of physical assets measured as the cost of 

capital applied to replacement costs.  Bradenbu rger and Stuart  (1996: 5-24) discuss 

multi-agent games and examine t he conditions under which players can appropriate 

a port ion o f the total gains t o trade and conclude t hat the maximum value  

appropriated is limit ed b y the ag ent’s value added t o the game (t he amoun t the 

game’s total value is increased by the agent’s presence).  The aut hors highlight that 

organisations must be different from their competitors to have a positive added-value. 

  

Disagreements among the above viewpoint s include the confusion about how valu e 

is to be con ceptualised or measured (gains t o trade, value t o owners o r increase in 

value t o owners),  the d efinition o f rent s and the appropriate use of the concept  o f 

opportunity cost.  Further disagreement about whether competitive advantage means 

winning the game or having enough distinctive resources to maintain a position within 

the game is also evident. 

 

Porter (199 6: 61-78) conf irms that t here is ‘n o common meaning’ f or compet itive 

advantage in practice or in strategy literature.  Porter (1996: 61-78) provides a formal 

definition b y st ating t hat an organi sation is said t o have a sust ained compet itive 

advantage when it  is implemen ting a value-creat ing st rategy not  si multaneously 

being implemen ted b y an y current  or potent ial compet itors and when other 

organisations are unable to duplicate the benefits of this strategy. 

 

Considering t he above,  it  is e vident t hat the literat ure provides lit tle consensus on 

defining competitive advantage in the networked economy.  However,  it is clear that 

competitive advant age becomes a bi-product  of  co-ordinat ion and collaborat ion 

between an organisation and its value chain.  An important point to remember is that 

the interaction through the formation of loose relationships to enable the realisation of 

the organis ation’s st rategic int ent at a  specif ic t ime needs  t o be sustainable in th e 

networked economy.  This point will further be examined in Chapter 7.  Following the 

above, core competencies and di stinctive capabilities in the context of a sust ainable 

competitive advantage will be explored next. 

 

2.7.2 Core competencies and distinctive capabilities 
 

The most in fluential bus iness analysts promoting and developing t he notion of core 

competencies have  be en Prahala d and Hamel (1990:  79-91;  1994: 8,  321-322).  
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They published a series of art icles in the Harvard Business Revie w where t hey 

emphasise one core idea which is t hat, over time,  organi sations ma y develop  ke y 

areas of  expert ise, which are dist inctive and critical t o t he organisat ion’s long-t erm 

growth.  They point out that core competencies are flexible and evolve over time and 

should change in response to the environment. 

 

According to Prahalad and Hamel (1990:  79-91; 1994: 8 , 321-322), the sustainable 

competitive advantage of  an organisat ion resides not  in t he organisat ion’s products 

but in i ts c ore compe tencies.  Th e real sources of  adva ntage are  to be found in  

management’s ability to consolida te corpora te-wide t echnologies an d product ion 

skills int o compe tencies t hat e mpower individ ual organisat ions to ad apt rapidl y to 

changing o pportunities.  Furt hermore, Prahala d and Hamel (1990:  7 9-91; 1994 : 8, 

321-322) also highlight  t he importance of  ass ociated org anisational compet encies, 

these being communicat ion, involvemen t and a deep co mmitment working a cross 

organisational boundaries.  A corporat ion that is commi tted to its core competencies 

will inevitably in fluence patt erns of diversif ication, skills deployme nt, resource  

allocation priorities, and approaches to alliances and outsourcing (Prahalad & Hamel, 

1990: 79-91; 1994: 8, 321-322). 

 

Hall (1993:  607-618) a nd Day  (1994:  27-35,  130-133) id entify and measure co re 

competencies by  dis tinguishing bet ween int angible asset s and int angible 

competencies.  Asse ts include int ellectual property right s and re putation, while  

competencies include t he skills and know-how of employees, suppliers,  dist ributors 

and their collective attributes, which const itute organisational culture (defined as t he 

shared values and belief s o f members of  an organisational unit  and the associat ed 

artefacts), which becomes cent ral for organisat ional learning.  In this regard Hamel 

and Prahalad (1989:  63-76) discu ss the need f or organisations to be willing t o learn 

how t o creat e new advant ages t hat will keep  t hem ahea d of  compe titors.  The y 

suggest that by mastering the skill of  s trategy implementation and ut ilising strategic 

management inst ruments, an organisat ion can develop and maintain a compet itive 

advantage. 

 

Clayton (2001:  105-11 0) on t he ot her hand  point s out t hat comp etitors cannot  

replicate dist inctive capabilit ies and provides e xamples of  tangible capabilit ies such 

as intellectual property rights, exclusive licences, statutory monopolies and intangible 

capabilities such as strong brands, leadership, tacit knowledge and ski lls, teamwork, 

organisational culture, business pro cesses and partnerships.  Organisat ions should  
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be aware  o f reproducible capab ilities by  comp etitors such  as t echnical, f inancial, 

marketing, explicit knowledge and non-exclusive licences. 

 

Clayton (2001:  105-11 0) believe s t hat comp etitive adva ntage derives,  ult imately, 

from the o wnership of  a valuable  resource,  as superior  perf ormance derives f rom 

developing a compet itively dist inct set o f reso urces and deploy ing them in a well 

conceived strategy.  Resource s can be ph ysical, in tangible or  organisational 

capabilities. 

 

Oliver (1997:  697-713) present s anot her approach and combines inst itutional an d 

resource-based views t o develop  and sust ain a compet itive ad vantage when  h e 

proposes a model of organisation heterogeneity, which sug gests that both resource 

capital and inst itutional capit al are indispe nsable t o sustainable compe titive 

advantage.  However, it was only  in t he la te 1990s when S rivastava, Shervani and 

Fahey (19 98: 2-18) approached t he subject  from market -based asset s and  

shareholder value  as a f ramework f or analysis with re gard t o t he concept  o f 

sustainable competitive advant age.  They  delin eate marke t-based asset s int o two 

primary types:  relat ional and intellectual.  They  pu t forward t he view t hat, t hough 

largely intangible, these assets may be leverages to achieve sustainable competitive 

advantage if they can add unique value for customers. 

 

From the a bove it  can be seen that  there i s no conse nsus conce rning what  

constitutes an ‘int angible’.  There are commo nly accept ed def initions of int angible 

assets and int angible invest ments f or account ing and st atistical purposes,  but 

definitions of such intangible ph enomena a s cognit ive (or even unconscio us) 

processes in an organisat ion are n ot likely to attain such status.  Nevert heless, it  is 

important to clarif y what  ‘int angible’ means in this discour se.  It  is d esirable t o 

separate those intangibles that can be commo nly defined from those that cannot, in 

order t o facilitate iden tification, con trol and me asurement i n st rategic managemen t 

instruments as discussed in the following sections. 

 

There are relat ively few types o f distinctive capabilit ies t hat meet the condit ions of 

sustainability and appropriat eness.  Howe ver, f rom the lit erature rev iewed t hree 

capabilities can be ide ntified, na mely innova tion, archit ecture and re putation t hat 

occur in organisations as discussed below.  
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2.7.2.1 Innovation 
 

Innovation as a source of  dis tinctive capability is less often a su stainable or 

appropriate source as it rapidly attracts imitation in spite of some process secrecy  or 

other chara cteristics, which can,  in cert ain inst ances, make it  diff icult for o ther 

organisations to follow (Davenport et al., 2006: 19, 29, 30, 250-259, 359).  However, 

turning innovat ion int o a compet itive advant age require s t he deve lopment o f 

supporting strategies. 

 

Two st reams of lit erature are rele vant to inn ovation and  st rategy.  Firstly, from 

mainstream strategic management who consider some of the issues, Porter’s article 

on technological dimension of competitive strategy emphasises the importance of the 

rational planning approach to strategy (Porter, 1996: 61-78), while Whittington (1994: 

3, 79-90, 99-108) presents both viewpoints.  Secondly,  there is a growing lit erature 

on t echnology and st rategy as present ed b y Thomas (1994:  683-6 97).  Thes e 

authors are in agreem ent t hat the abilit y o f organisat ions t o t rack and explore  t he 

technological t rajectories depend s on specif ic t echnological and organisational 

competencies.  The notion of organisation-specific competencies has further become 

increasingly inf luential amongst economists, explaining  why orga nisations are  

different and how they change over time while business practitioners and consultants 

seek to identify the causes of competitive success. 

 

Organisations are constantly seeking new answers t o old problems and the scale of 

investment i n t he new direct ions of  management thinking has been considerable.  

Advanced manufacturing, To tal Quality Ma nagement, business process re-

engineering, benchmarking best  pract ices, quality  circles and net working/clustering 

are some examples of  these new directions.  These pract ices forced management in 

the 1990s to shift interest from improvements in short-term operational efficiency and 

flexibility through de-layering,  downsizing and outsourcing to long-term capabilit ies.  

There was the realisation that an innovative management approach was required. 

 

Gulati and Garino (2000:  107-114),  and Hargadon and  Sutt on (2000:  157-166) 

believe that innovation management is the search f or effective routines – it  is abou t 

directing t he learning process t owards more eff ective rout ines t o deal wit h the  

challenges of the innovation process. 
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Four clusters of behaviours which e nhance innovation in organisat ions are based on 

the fact that successf ul innovat ion is st rategy-based (Thomas,  199 4: 683-697), 

depends on eff ective int ernal and external linkages (Tidd, 2000c:  5-2 5), enabling 

mechanisms f or change management  (Christ ensen, 2001: 105-109;  Christ ensen & 

Raynor, 20 03: 66-74 ; Shavanina, 2003: 50-5 1, 459-469 , 1045-1063) and is on ly 

realised wit hin a support ive organisat ional cont ext (Teece, 1998:  55-7 9).  Crea ting 

and maint aining an inn ovation culture where ideas can e merge and effectively b e 

deployed are a crit ical part o f innovat ion man agement.  It requires working  wit h 

structures, organisational arrange ments, learning and d evelopment and rewar d 

systems, supported by communication arrangements.  It is t hus essent ial to crea te 

the conditions within which a learning organisation can operate with shared problem 

identification and sol ving, and wit h t he ability  to capt ure and accumulat e learning  

about technology and management o f the innovat ion pro cess (Bessant  & Caffyn,  

1997: 7-28; Kay, 1993: 14-16). 

 

2.7.2.2 Architecture 
 

What appears t o be competitive advantage derived f rom innovation is f requently the 

return to a  sy stem o f organisat ion capable of producing a series of innovat ions 

through archit ecture, which concer ns t he organisat ional ef fectiveness in search f or 

value.  Archit ecture can be def ined as a sy stem of relationships (implicit rather than 

explicit) within t he org anisation, o r bet ween the organisa tion and i ts suppliers a nd 

customers or both.  The structure relies on cont inued mutual commitment to monitor 

and enforce its terms (Kay, 1993: 114-154).  An organisation with distinct architecture 

gains st rength from the ability  to t ransfer in formation, which i s specif ic t o the 

organisation, product or market,  to the organisat ion and it s customers and supplier s 

to enable it  to respond quickly  and in a f lexible manner to changing circumstances.  

Each of  these is capab le of  creat ing an asset  for t he organisation – organisat ional 

knowledge that is more valuable than the sum of individual knowledge, flexibility and 

responsiveness, which extend to the organisation as well as to its members. 

 

It has become increasingly  di fficult t o de fine t he ou ter e dges of  organisat ions.  

Historically, the asset s and liabilit ies t hat prod uced t he wealt h were recognised i n 

financial statements as costs and were ‘hard’ or ‘t angible’.  However, the shift  to a 

knowledge-based econ omy has meant  that there is incre ased att ention on ent irely 
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different categories of assets.  These ‘soft’ assets are not recognised in the financial 

statements (Wallman, 1996: 88-91). 

 

The quest ion, however,  remains : Does t he Balanced  Scorecard  succe ssfully 

accommodate the identification and measurement of intangibles despite the fact that 

no agreement  has been reached  on st andards f or mea suring int angibles?  Th is 

question will be dealt  with in detail in Chapter 7.  Suffice it to say that the researcher 

believes t hat this poses a ser ious risk f or the succe ssful implement ation of  the 

Balanced Scorecard in the networked economy, and which will create an obstacle in 

the organisation if it wishes to realise its strategic intent. 

 

According to Meyer (1997: 5-8,  32-69, 94-123),  excellence is of ten founded on t he 

abilities of individuals, while architecture is the achievement of an organisat ion.  The 

distinction between the attributes o f the organisat ion i tself and the a ttributes o f the 

individuals within it has commercial as well as sociological signif icance as it is central 

to the distribution of the added-value earned by the organisat ion as a  whole.  Meyer 

(1997: 5-8 , 32-69,  94 -123) st ress t he fact t hat orga nisations wit h dist inctive 

architecture oft en e mphasise it s dependence on it s peop le. At  the same time it  

should be noted that the organisation is dependent on them as a whole, because the 

product of the organisation is the product of ‘collectivity’. 

 

Architectural knowledge relates to an organisat ion as an ent ire system, as well as to 

the structures and routines for coordinating and integrating its component knowledge 

into patterns for productive use and for developing new arch itectural and component 

knowledge (Henderson & Cockburn,  1994 : 63-84;  Matusik & Hill,  19 98: 680-697 ; 

McGaughey, 2002: 248-274).  Not  only is architectural knowledge typically complex, 

intangible and t acit, it i s also highly organisat ion specif ic, causally  a mbiguous and  

private because of  it s pat h dependen cy (hist orical basis),  organisat ional 

embeddedness (dispersed and communal wit hin the organisation), holistic and of  an 

evolutionary nature (Matusik & Hill, 1998: 680-697; Reed & De Filippi, 1990: 88-102).  

Architectural knowledge  involves t he st ructures and s ystems o f orga nisations, a nd 

evolves as an inseparable part of an organisation, rather than existing independently 

of the orga nisation.  It can thus be assumed that  since no t wo organ isations have  

identical histories, no two organisations can have identical architectural knowledge. 

 

The organisat ional and managerial processes o ften characterised as capabilit ies or 

competencies (Teece, Pisano & Shuen, 1997: 509-533) in the management literature 
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that separate one organisat ion in an indust ry from ano ther, are very much of the 

architectural type .  Lea ks of  organ isation-specific archit ectural knowle dge are not  

readily accessible by other organisations, since the entire body of such knowledge is 

not coheren tly assembled,  the cau sal pat h o f it s bene fits is ambiguous and t he 

incompatible architectures of ot her organisat ions is rarely held equally closel y b y 

them.  Arch itectural kno wledge tends to re main private (Ma tusik & Hill,  1998:  680-

697).  However,  Henderson and Clark (1990 : 1-30) also believe  t hat organisat ions 

may be una ble t o grasp  t he co mpetitive essence of  new technical advances as a 

result of  t heir own  pre conceptions about  t he architecture of  t he s ystem.  Lussie r 

(2003c: 134-139) con cludes t hat exist ing a rchitectural knowle dge reduces t he 

absorptive capacity  o f al ternative architectures (even as it  enhances t he absorpt ive 

capacity for related component knowledge). 

 

Numerous Balanced Scorecard models and measures have been suggest ed in t he 

literature and the concept has inspired t he development and application of a variety 

of new mod els.  The Balanced Scorecard is int imately related to intellectual capital 

and comprises not  only an inst rument for the measurement of  intangible resources 

and architectural knowledge, but also a vision of  continuous learning and  change t o 

create value for the future.  It could be questioned whether the most basic issues that 

drive human perf ormance are ide ntified and measured by this sy stem.  Despit e 

numerous art icles and  publicat ions on vision s and models designe d t o capt ure 

intangibles, little is known about the outcome of such efforts.  Theoretical elaboration 

on possible effects is not rare but investigations on organisational level are scarce. 

 

An organisat ion’s dominance of  market posit ion can f urther be based on  it s 

competitive advantages creat ed b y reput ation.  The Bala nced Scorecard’s role in  

developing and maintaining a compet itive advantage in e nhancing an organisation’s 

reputation is discussed below. 

 

2.7.2.3 Reputation 
 

Reputation as a t hird capability  is, in a sense , a type o f architecture but  i t is so  

widespread and important that it is best to treat it as a  distinct source of  competitive 

advantage.  Easier to main tain t han to creat e, repu tation meets t he essent ial 

conditions for sustainability.  I ndeed, an important  elemen t of  the st rategy of  many 

successful organisat ions has been t he transformation of an ini tial dist inctive 
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capability based on innovat ion or a rchitecture to a more e nduring one derived f rom 

reputation.  Building di stinctive capabilit ies must  be a task of  except ional diff iculty 

because if it were not, the capability would soon cease to be distinctive. 

 

Reputation as a dist inctive capability is about conveying i nformation to consumers 

about quality  (Oakland, 1999:  3-5,  115-126).  It  applies t o a part icular cat egory o f 

goods ca lled long-t erm experien ce goods where product  qualit y is vit al t o t he 

consumer but where it is dif ficult for the consumer to establish quality except through 

time and e xperience.  Reput ation is inext ricably linked t o brand l oyalty as the 

relationship bet ween cust omer relat ions and cust omer recognit ion adds t o th e 

sustainability of the actual offering through the consumer base. 

 

Customers find out about product characteristics and quality through what they learn 

from observat ion or when product  attributes become apparent  immediately when a  

product is used.  The importance of reputation can be observed in markets – from car 

hire to accountancy – where product quality is import ant but can only be ident ified 

through long-term experience (Robinson & Pearce, 1988: 43-60).  In these particular 

markets, reputations are diff icult and costly to create but once established can y ield 

substantial added-value  as reput ation (Kot ler, 2003: 66-85).   Accordin g t o Kot ler 

(2003: 66-85), i t is t he market’s method o f deal ing with att ributes o f product quality 

which customers cannot easily monitor for themselves.  The process of  building up a 

reputation can be accelerat ed by staking a reputation that has been established in a 

related market, or by making a clear public demonstration of commitment to a market 

or society in general,  which is clearly demonst rated in the relationship of sustainable 

competitive advant age t o ot her st rategic con cepts.  A wide ran ge of  strategic 

approaches provide pr actitioners with opt ions t o creat e t he ul timate re turn o n 

investment and provide a forum for the evaluation of other strategic constructs. 

 

It seems t hat Balanced Scorecards have been  developed and applied  primarily  for 

internal ma nagerial pu rposes, t hough t hey o ccasionally appear t o be used f or 

external ma rketing in a n at tempt to gain ima ge and market  value a s out lined in  

Chapter 1.  Most  Ba lanced Sco recard models relat e to t he int ernal st rategic 

management of an organisation.  However, due   to a network economy, it is believed 

that a Net worked Balanced Scorecard t heoretical model a s proposed  in Chapter 7 

requires t he periodic publishing of  an ext ernal organisational Balanced  Scorecard.   

This will ensure t ransparency an d enhance  communicat ion and collaborat ion 

between all stakeholders – support ing an organisat ion’s innovation, architecture and 
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reputation c onstructs.  The import ance of  the relationship bet ween d efinition and  

practice to ensure a sustainable competitive advantage between all stakeholders will 

now be explored. 

 

2.8 RELATIONSHIP OF SUSTAINABLE COMPETITIVE ADVANTAGE TO OTHER      
STRATEGY RELATED CONSTRUCTS 

 

The relationship of sustainable competitive advantage to other strategy concepts can 

be taken back to concepts of market orientation and business networks.  Narver and 

Slater (199 0: 20-35) v iew market  orient ation as an organisat ional cult ure t hat 

contains three behavioural component s, namel y, cust omer orient ation 

(understanding t he t arget marke t), compe titor orient ation (underst anding t he 

strengths, weaknesses, capabilit ies and st rategies of key  compet itors) and  

interfunctional coordination.  Gibbert, Leibold an d Probst (2 003:459-469) provide an  

example of  t he latt er co mponent an d f ind that a corporate cult ure of  willingness to 

share inf ormation wit h all depart ments (int erfunctional coordinat ion) f acilitates the  

learning process.  The authors state that a corporate culture in which all departments 

are f lexible and willi ng to accept  change increases t he probability that learning wil l 

occur.  The ability to learn (acquiring, disseminating and interpreting new knowledge) 

is essential in a market -oriented organisation.  Market  orientation then presumes an 

outward f ocus on cust omers and compet itors.  For example,  through cust omer 

orientation organisations can ga in knowledge  and cust omer insight s in order  to 

generate superior inn ovations (Varadarajan & Jay achandran, 1999:  120-143).   

Through interfunctional coordination, teams may also be f ormed and e mpowered to 

respond t o specific cust omer requ ests and so lve complicat ed proble ms that spa n 

functional a reas (Tansik,  1990: 5 5-61).  Be cause market  orient ation emplo ys 

intangible resources such as organisational and informational resources, it can serve 

as a source of sustainable competitive advantage (Hunt & Morgan, 1995: 1-14). 

 

Woodruff (1997:  139-153) also perceives t he next  major source  of  compe titor 

advantage coming f rom a more outward orient ation, specifically towards customers.  

Woodruff (1997:  139-153) sugg ests a cu stomer value hierarch y in which 

organisations strive to match their core competencies with customers’ desired valu e 

from the product or service.  Slater and Narver (1995: 63-74) and Slater (1997: 162-

167), heed Woodruff ’s call by  suggest ing a new t heory o f the organisat ion t hat is 

customer-value based.   I n terms of t his theory, t he reason f or the exist ence of a n 

organisation is to satisfy the customer.  The focus on providing customers with value 
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forces organisat ions t o learn abou t their cust omers, ra ther t han simply  from t heir 

customers.  With respect to performance differences, this theory suggests that those 

organisations t hat provi de superior cust omer value will be  rewarded wit h superior  

performance as well as a sust ainable competitive advantage.  Therefore, the idea of  

customer value extends the resource-based theory of the organisation taking a more 

outward perspect ive (a market orient ation) as one way  t o achie ve an d sust ain a 

competitive advantage. 
 

Day and Ne dungadi (1994: 31-44) p ropose that organisations use dif ferent types of 

information to assess whether a competitive advantage has been obtained according 

to t he type of  orientat ion t hey have.   A compet itor-orientated organisat ion 

emphasises relat ive resources or  cost  posit ions, whereas a cust omer-oriented 

organisation emphasises segment  di fferences and different iation advantages.  

Bharadwaj, Varadarajan and Fah y (1993: 8 3-99) also stress t he import ance of 

customers in det ermining the sources of  competitive advantage.  The y state that an 

organisation’s skills and  resource s can be considered sources only  if  t hey presen t 

benefits de sired by  cu stomers.  This out ward f ocus on  t he cus tomer links the 

sustainable competitive advantage const ruct t o concepts such as bran ding, market 

orientation, organisational learning,  innovat ion, cust omer value,  and relat ionship 

marketing and business networks. 

 

Business n etworks co nsist of  mu ltiple relat ionships, wit h each part icipating an d 

gaining t he resources needed to build core compe tencies and  obt aining a  

sustainable competitive advantage (Bharadwaj et al., 1993: 83-99).  Porter (1987: 43-

59) discusses t he formation of ‘coalitions’ that allow the sharing of activities in order 

to support a n organisat ion’s competit ive advantage.   However,  Porter’s value chain  

(Porter, 1987: 43-59) approach f ocuses on act ivities within a single org anisation.  A 

new theoretical model that adapts his approach is needed in order to understand the 

value-added processes comprising dyadic and net work interorganisat ion act ivities, 

which foster each organisation’s sustainable competitive advantage.  Webster (1992: 

1-17) on the other hand offers a con tinuum of marketing relationships, which moves 

from discrete interactions towards network organisations and just-in-time exchanges.  

As the continuum moves further from discrete transactions, more admi nistrative and 

less market cont rol oc curs.  A shift  towards element s s uch as t rust, are  ke y to 

building relationships between the customer and the provider is t o be maintained in 

the long t erm, t hus ensuring su stainability.  Similarl y, Anderson,  Hakansson  a nd 

Johanson (1994: 1-15) and Iacobbuchi and Hopkins (1992: 5-17), view networks as a 
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step beyond dyadic relationships or partnerships, just as Webster (1992: 1-17) does 

in his continuum of marketing relationships. 

 

Galaskiewicz and Zahe er (1999:  2 37-261) sug gest t hat s ocial net works enhance  

competitive advant age; much as econom ic geograp hers assig n compet itive 

advantage to regional clust ers.  These and similar studies f rom bot h modern 

economic geography and manag ement theory place the general ideas f rom 

economic g eography a bout t he movement o f knowledge  int o a kno wledge-driven 

framework of competitive advantage.  Multi-national corporations search for the right 

clusters t o locat e plant s, labs and headquart ers.  Sc holars que stion whet her 

competitive advant age is not  sust ainable f or a group of  organisat ions and wonder 

what mechanisms might drive t he phenomenon of cluster success.  Porter (1990: 1-

19; 1996 : 61-78) def ines what  he t erms a regional clu ster as a geographically 

proximate group of  int erconnected organisat ions and a ssociated inst itutions in a 

particular f ield, linked b y common alities and complemen taries.  As Kogut, Walk er, 

Shan and Kim (1994: 55-82) sug gest, organi sations and t heir suppliers wit hin a 

region share t radable resources,  but  they also  share kno wledge t hat is an int egral 

part of the social community – a pu blic good for all members and, thus, unreadable.  

Brown and Duguid (2001: 98-213) present an initial vision of a knowledge generation 

(and economic efficiency) of multiple, horizontally competing organisations operating 

within efficient vertical networks in a  closed geographical region.  Once est ablished, 

clusters at t he forefront o f knowledge gen eration att ract new ent rants, further 

enhancing the cluster and expanding its knowledge base and competitive advantage.  

This is f urther explore d in t he Net worked Balanced Scorecard t heoretical model 

proposed in Chapter 7. 

 

Significant progress has been made wit h respect to definition, operationalisation and 

measurement o f concepts in the s trategy field.  However,  research that maps how 

strategy can inf luence performance by  providing organisa tions wit h a  sust ainable 

competitive advantage is st ill lacking (Varadarajan & Jay achandran, 1999: 120-143).  

It is believe d t hat b y d eveloping a  mult i-item measure of t he const ruct, one could 

empirically examine t heoretical models of  su stainable compe titive a dvantage in a  

network environment.   If researchers are able t o examine net works in this manner, 

our knowle dge of  compet itive advant age t hat is ach ieved and sust ained can be 

enhanced.  To f acilitate sust ainability, business et hics an d corporat e governance  

should impact  st rongly on t he enhancement  of the st rategic int ent.  Corporat e 

sustainability is the central factor that ensures corporate competitiveness in the long 
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term.  The image of  an organisa tion is t ransported t hrough publicity  and pub lic 

experience and opinion , which be come esse ntial f or the long-t erm survival an d 

sustainability of the organisation in its social and economic environment. 

 

The researcher has t aken cognisance of  the f act that sust ainability can onl y be 

achieved over an ext ended period, t herefore it is deemed  t o be longi tudinal.  Th e 

intent o f this research is t o provide a vie w of the perceived impact on sust ainability 

during the implementation of the Balanced Scorecard and one year later. 

 

Sustainability is de fined in t erms of environment al and e thical behaviour in t he 

following section, and is t ested specifically and  not  generally  nor indep endently, as 

outlined in Chapter 5 and 6. 

 

2.9 CORPORATE SUSTAINABILITY 
 

This sect ion f ocuses on t he def inition of  corporat e sus tainability, the role and  

development o f the business et hics construct in  support  o f corporate sustainability, 

corporate governance and the impact of the Balanced Scorecard as an instrument to 

enhance sustainability. 

 

The changing role of  business in society  ha s come t o mean man y t hings, from 

corporate sust ainability and corpor ate social r esponsibility t o corporat e cit izenship, 

describing t he process of  challenge and ch ange.  It  i s not  conf ined t o labour 

standards in supplier f actories, the accessibility by poor people t o life-saving drugs 

and the basis only which and t ransparency of how management decisions are being 

made.  Tod ay, hu man rights, working condit ions, equality and diversit y, consume r 

protection, environmental and healt h impac ts, economi c develop ment, e thical 

business practices, lobbying and polit ical influence are closely related to sustainable 

competitive advantage. 

 

David (200 1: 117-126 , 234-236) believes t hat an organ isation is said t o operat e 

sustainably if i t act s an d report s in  a way that shows con cern about  the na tural 

environment (the effect of the products or services produced), economy (relationship 

with stakeholders) and community (values and ethics) in which it  operates, in what  

Pearce and Robinson ( 2003: 43-51) refer to as  the triple bottom line inst ead of the 

single bottom line (economic). 
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Although there are approaches that support clarifying the concept of sustainability on 

the corporate level Kapt ein and We mpe (2001: 91-106),  there is confusion on how 

the dilemma between the economic, environmental and social dimensio ns should be 

dealt with.  Halme (200 1: 100-114) is of  the opinion t hat the not ion of  sustainability 

development implies a process for organisations rather than a final outcome. 

 

According Kaptein and Wempe (2001: 91-106), business ethics that provide standard 

guidelines may assist  in def ining responsibilit ies of  organ isations, b y providing a n 

appropriate base for the management o f corporate sustainability and for integrating 

all three dimensions.  The researcher is of t he opinion t hat the Balanced Scorecard 

literature reviewed has neglected the importance and applicat ion of ethical issues in  

the organisation. 

 

Integrity management (et hics) can be de fined as an a pproach t o classif y a nd 

implement business ef forts according t o the organisation’s moral values (Kapt ein & 

Wempe, 2001: 91-106).  The t erm ‘management’ stresses the fact that this does not 

only imply subjective or select ive moral preferences, but also establishes structures, 

measures and processes t hat are  based on  clarif ied et hical prin ciples.  I n t his 

respect, an ongoing an alysis of  the business principles a nd values,  as well as its 

implementation in corpo rate pract ice, are indispensable t hrough t he expression  of  

corporate object ives, and mission  and vision  st atements.  Kap tein and Wempe  

(2001: 91-1 06) have developed models f or the manage ment o f busin ess int egrity 

based on two levels of  corpora te morality.   First ly, corporat e re sponsibility of 

business int egrity is addressed by  defining a lif e-conducive corporat e mission and  

related business prin ciples that aim at  earning revenue wit h products and service s 

that provide a real valu e f or t he wellbeing of  t he consum ers but  t hat do not  ent ail 

negative external effects for society as a whole.  The second level of  responsibility is 

addressed by inst itutionalising a co-responsibility  o f the o rganisation regarding t he 

life-conduciveness of  t he polit ical a nd economic f ramework in which it operat es.  

Political co-responsibilit y i mplies t hat the organisat ion is a good corporat e ci tizen, 

critically questions the given framework and is aware of  its responsibilities to initiate 

and provide support to reforms of the polit ical and economic order t hrough ethically 

sound industry standards and a f air political frame of market competition (Kaptein & 

Wempe, 2001: 91-106). 

 

The develo pment of  corporate sust ainability or respon sibility developed f rom 

originally having only  legal compliance, such as regulations covering tax, health and 
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safety, e mployee righ ts, consumer right s and environ mental regulat ions, to a 

generation where organisations were forced to adhere to industry standards and the 

management o f short -term risk management.  St rategic corporat e responsibility 

followed a decade later when the emphasis was on product  and process inno vation, 

new busine ss and corporat e gov ernance models and a focus on long-t erm 

sustainability.  Corporate responsibility (third generation) now focuses on remoulding 

competitive advant age t hrough multi-stakeholder st andards and part nerships, 

institution b uilding, corporat e resp onsibility ad vocacy and  public policy.  These 

factors have been taken int o con sideration in t he propo sed Net worked Balanced  

Scorecard theoret ical model in Cha pter 7 as the shif ting ro le of  business in societ y 

today does have a complex relationship with the matter of law. 

 

Organisations are urged by international bodies to integrate social and environmental 

concerns int o their b usiness op erations an d int o t heir int eraction wit h their 

stakeholders on a volunt ary basis.   This ri ghtly re flects t he pers pective t hat 

compliance with the law is a given in t erms of responsible behaviour.  At  the same 

time, it is equally  clear that the matter of what  constitutes appropriate law governing 

business b ehaviour is wit hin t he scope  of  t he f ield of corporat e responsibilit y.  

Corporate responsibi lity in it s mult itude of  diff erent f orms will continue t o f ace 

challenges as it  moves bey ond the margins of  business act ivity a nd ent ers the 

mainstream realm of public debate and policy. 

 

The vie w in  t his st udy is t aken t hat mas tering and deve loping best  pract ices in  

knowledge, t echnology and risk management is crit ical to sust ain a compet itive 

advantage and at tain long-term s trategic object ives.  Knowledge management 

ensures un derstanding and addressing t he process of  t ransforming int ellectual 

assets int o enduring va lue f or t he organisat ion and it s stakeholders. Technology 

management enhances the consist ent use of  leading-edge instruments t o support  

knowledge management, and risk managemen t ensures underst anding and viewing 

risk in a h olistic manner.   These t hree imperat ives can’t  be managed separately as 

they support  each ot her in a sustainability approach (Kapt ein & Wempe,  2001:  91 -

106). 

  

In the South African context, legislation has created a forerunner for national ethical 

governance, which part icularly focuses on t he corporat e governance const ruct, 

strategic direct ion and analy sis (environmental analy sis) of  the Sout h Af rican 

organisation.  Good  corporat e go vernance is t he mean s of  ensuri ng due and 
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adequate cont rol over t he st rategy, direct ion a nd operat ions of  an organisat ion in 

achieving predetermined key  object ives.  Directors o r t heir equivalent s a re 

responsible f or t he governance of  companies and ent ities by  providing direct ion, 

control and report ing.  The King II  Report on Corporat e Governance (2002) has 

placed increased emphasis on standards of corporate governance in So uth Africa. It 

presents a yardstick b y which all a ffected organisat ions and public ent ities should  

seek to be measured.  The Code  o f Corporate Pract ices and Conduct is b ased on 

the principles of  openness, integrity and accountability.  This indicat es that, without 

proper dire ction given  t o governance,  t he o rganisation is inadequa te to survive  

because the King I  (1994) and King II  (2002) reports demand that total transparency 

and responsibility should prevail in order t o implicate the impact of the organisation 

as a who le.  However,  in it s broader sense,  corporat e governance r efers t o the 

informal and formal relationships between the corporate sector and it s stakeholders, 

and the impact of the corporate sector on society in general. 

 

Hitt, Ireland and Hoskinson (2003: 82-84, 309, 362-366, 394-396), in response to the 

much-published irresponsible beha viour t aking place in boardrooms around t he 

globe, emp hasise t hat t he public is demandi ng great er disclo sure o f inf ormation. 

Reforms such as t he Sarbanes-Oxley Act (2002) represent tremendous advances in 

the pursui t of increased disclosur e but st ress t hat society needs more t han just 

financial information and disclosure to evaluate the wealth of an organisation. 

 

The Sarbanes-Oxley Act of 2002 (abbreviated to SOX) was promulgated in response 

to the high-prof ile Enro n and WorldCom f inancial scand als t o pro tect shareholde rs 

and t he ge neral public f rom account ing errors and f raudulent pract ices in a n 

organisation.  The Sarbanes-Oxley Act of 2002 is not a set of business practices and 

does not  s pecify how a business should st ore records;  ra ther, i t defines which 

records are t o be  st ored and f or how long.   The legislat ion not  onl y aff ects t he 

financial side of  corporat ions, but also affects the inf ormation t echnology 

departments whose t ask it  is to s tore a  corporat ion's elect ronic records.   The  

consequences f or non-compliance  are f ines, imprisonment,  or both.  Information 

technology departments are increasingly  faced wit h the c hallenge of  creating and  

maintaining a corporate records archive in a co st-effective fashion that satisfies the 

requirements of the legislation. 

 

DesJardins (2000: 81-84) state that, in terms of corporate governance, organisations 

should be proactive in  incorporat ing corporat e governan ce principle s int o t heir 
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operational act ivities and pay  close at tention t o societ al requiremen ts whe n 

developing or changin g st rategic direct ion, which should be in line wit h t he 

organisation’s propensity for risk. 

 

South Af rica is chara cterised by  diversity,  as is evident  in t he variety  of  vision and  

mission statements that reflect organisations’ individuality.  A strong positive culture 

that re flects good values,  e thics, re wards and an eff ective moni toring programme 

reduces the possibility of a severe loss.  The most effective control instrument that an 

organisation can emplo y is a cul ture of open a nd uninhibited challenge of financial 

policies, processes an d report ing.  Organisat ions mus t design and implemen t 

controls, create monitoring instruments that assist  to ident ify poor perf ormance and 

take self-correcting act ion to meet the Sarbanes-Oxley Act of 2002 requi rements to 

prevent fraud, embezzlement and unintentional financial loss.  The question therefore 

remains whet her the Balanced Scorecard assist s organisat ions in a chieving an d 

adhering to requirements as out lined in the King II Report on Corporate Governance 

(King Committee:  2002) and the Sarbanes-Oxley Act of 2002. 

 

The role of the Balanced Scorecard has been d iscussed above and in the f ollowing 

section the link t o sustainability will be explored in order t o validate the proposit ion 

that the Bal anced Scorecard serve s as an instrumen t that support s a nd enhances 

the sustainability constructs of an organisation's competitive advantage (see Sect ion 

2.10). 

 

2.9.1 The Balanced Scorecard and sustainability 
 

Olve et al . (1999: 12-2 3, 32-83 , 1 46-187) emphasise t hat there are no st andard 

solutions f or a successf ul implement ation of  the Balanced Scoreca rd t o ensure 

sustainability but t hat a number of  aspects of  t he implementation need to be 

observed.  These include t op management support  a nd a shared vision of  it s 

importance and a high  priority  in t he organisat ion, as well a s a project t eam 

representing different parts o f the organisat ion.  A st rategic connect ion and precise 

measures, balance an d connect ion between the measures,  including  objectives for 

each measure,  support ed b y in formation technology, training and evaluat ion are  

critical factors in implementing the Balanced Scorecard. 
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The above can be compared wit h Drew’s (1997: 427-441) recommendations on the 

successful implementation of benchmarking.  Drew states that benchmarking is most 

effective when int egrated wit h st rategic plann ing, budget ing and human resource  

management.  Education in benchmarking is required and careful attention should be 

paid t o the composit ion of benchmarking t eams.  The  concept  further needs t op 

management support while t he great est benef its will b e achieved wh en 

benchmarking is aligned with other organisational objectives (Drew, 1997: 427-441). 

 

Significant research has been carried out in the field of sustainability management by 

means of a  Sust ainability Balanced Scorecard (Bieker,  Gminder, Hahn & Wagner, 

2001: 28-3 0; Orssa tto, Zingales & O’Rourke , 2001 : 263-273).   However,  t hese 

concepts have primarily been de veloped f or t he concept ual framework of  t he 

business case in wh ich social and/ or environment al issues are used for t he mere 

creation of economic value.  The Sustainability Balanced Scorecards may be used to 

detect the import ant st rategic environmental and/ or social obje ctives of  the 

organisation and ma y illustrate causal relat ionships between qualitative ‘soft’ issues 

and t he financial perf ormance.  Thi s could enh ance t ransparency o f p otentials f or 

value-add emerging from social and/or environmental aspects as it  presents a frame 

of re ference f or und erstanding how cau salities bet ween t he economical, 

environmental and social objectives may arise. 

 

Orssatto et al . (2001:  2 63-273) st ate t hat, when creat ing a  Sustainability Balanced 

Scorecard, challenges could arise  f rom the traditional concept  it self (e .g. the 

integration of s takeholder demands as well a s the normat ive and st rategic leve l of 

organisations). 

 

Beiz (2001: 4-9), Bell (1997:  30-35), and Kapt ein and Wempe (2001:  91-106), point 

out that organisations that  follow extensive st rategic concepts on an environmental 

and social basis are of ten suspected t o act  only on beha lf o f plausible compet itive 

advantages.  While t he instrument may also on ly be used i n a f inancial perspective 

because every  single o bjective should be linked t o the ob jectives wit hin t he four 

perspectives, point ed o ut that non-f inancial aspect s st ill remain hard  t o quant ify in  

corporate pract ice.  L astly, a corporat e vision and mission and co rresponding 

strategies to achieve corporat e sustainability are a prerequisite for the Sustainability 

Balanced Scorecard construct. 
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Within the framework of this study, it seems that the number of object ives within the 

Balanced S corecard ha s been re stricted in or der t o f ocus on t he most  import ant 

strategic ob jectives with t he result  t hat the measurements f or enviro nmental and 

social objectives are excluded. 

 

The methodology of developing a S ustainability Balanced Scorecard could be useful 

in sca nning and cla ssifying t he dif ferent measures undert aken insid e t he 

organisation, especially in mult i-national organisat ions with different act ivities in t he 

social or environmental field at different strategic levels or geographical sites.  From 

an operat ional point  of view,  problems of int egrating qualit ative aspect s such as 

environmental and social responsibility into controlling systems seem to be especially 

relevant as they are naturally  very  difficult t o q uantify.  Furt hermore, organisat ions 

frequently lack appropr iate cont rol sy stems that  can be  used t o implemen t and  

control environmental, social and e conomic object ives by means of  one inst rument 

(Bieker et al. , 2001 : 2 8-30; Orssatto et a l., 2 001: 263-27 3).  Despit e t he issues 

described and which organisations are facing in terms of sustainability, the Balanced 

Scorecard according t o Bieker et. al . (2001:  28-30) see ms t o be an appropriat e 

instrument for the management of corporate sustainability, especially in t erms of i ts 

open and multi-dimensional construction. 

 

Based on seven Euro pean case  st udies, McCunn (1998:  42-46) reached the  

conclusion that Balanced Scorecards are likely  to succeed within organisations if the 

following ten directives of the Balanced Scorecard implementation are followed: 

 

• Use t he Ba lanced Scor ecard as a n implement ation map f or st rategic 

objectives. 

• Ensure strategic objectives are in place before the Balanced Scorecard is 

implemented. 

• Ensure t hat t op-level (non-f inancial) sponsors support  the Balanced  

Scorecard and that relevant line managers are committed to the project. 

• Implement a pilot before introducing the new Balanced Scorecard. 

• Execute ‘ent ry review’ f or busin ess un its bef ore implemen ting the  

Balanced Scorecard. 

• Do not use the Balanced Scorecard to obtain extra top-down control. 

• Do not attempt to standardise the project.  The Balanced Scorecard must 

be tailor-made. 
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• Do not  underest imate the need f or t raining and communicat ion in using 

the Balanced Scorecards. 

• Do not seek complexity or strive for perfection. 

• Do not underestimate the additional administrative workload and cost s of 

periodic reporting. 

 

However, even more import ant is  t he 11 th dir ective:  Do not st art implement ing a 

Balanced S corecard un less it is known what is hoped  t o be ach ieved.  McCunn 

(1998: 34-36) argues that 70 per cent of all Balanced Scorecard implementations fail, 

even if  f ailure is of  a  relat ive n ature and great ly dep endent on whet her t he 

organisation act ually kn ows what  result s t o expect  from i mplementing a Balanced  

Scorecard. 

 

The lit erature review h as ident ified a numbe r of  short comings in the Balance d 

Scorecard.  Fitzray and Hulbert (2005: 27-54, 179-215) states that the formulation of 

strategic objectives and the monitoring of their achievement is a complex exercise for 

any organisat ion.  For Fit zray and Hulbert  (2005: 27-54, 179-215) the integration of 

quantitative and qualitative measures to provide an indicat ion of the competitiveness 

remains a challenge  f or mana gement ac countants.  Alt hough t he Balanced 

Scorecard is a possibl e means to overcome short-terminism, it st ill g ives no cle ar 

indication of  a we ighting system that would en able the four perspect ives within the 

Balanced Scorecard to be combined sat isfactorily to yield ‘organisat ional 

effectiveness’.  Nive n ( 2002 60-79 ) assert  t hat the quest ion of  comp arability also 

remains unclear beca use dif ferent marke t sit uations, product st rategies and  

competitive environments will requir e dif ferent Balanced Scorecards.   According t o 

Gray (2000 : 3-5 , 23-31),  the real diff iculty is not  so much the classification, 

identification and meas urement o f intangibles, but ra ther f inding t he li nk bet ween 

intangibles and financial performance. 

 

Flood et al . (2000: 184 -189, 236-2 43) and Th omas (1994 : 683-697) comment that 

current systems do not report  on ot her parameters for the development o f st rategy 

drivers, such as values that will sustain the organisation’s strategies. 

 

Flood et al . (2000:  17 8-179, 236-243) st ate that imple menters o f the Balanced  

Scorecard should be  aware of  t he inst rument’s design-b ased risks such a s t he 

Balanced Scorecard not  being rele vant to the issues and needs of  i ts users,  being 

too complicated to form part of normal management activity or the inappropriate use 
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of aut omation const raints.  The y further st ate t hat, in conjunct ion wit h use-based  

risks, the Balanced Scorecard is not adaptable to or cannot accommodate market or 

organisational changes.   The researcher agrees wit h t his st atement and t herefore 

proposed a  Net worked Balanced Scorecard t heoretical model t o overcome t hese 

limitations of current Balanced Scorecard designs. 

 

Atkinson et al . (1997:  2 8-42) crit icise t he Balanced Scorecard research t o dat e a s 

failing t o highlight  or e stablish employ ee and supplier contributions.  The research  

doesn’t consider t he extended value chain,  which is an essent ial element of today’s 

networked organisations; and it  doesn’t identify the role of  the community in def ining 

the environment within which t he organisation operates.  Atkinson et al . (1997:  28-

44) define performance measurement as a two-way process and state that Balanced 

Scorecards primarily focus on a top-down performance measurement. 

 

Current lit erature indica tes t hat t he et hical co nstruct in relat ion t o the Balance d 

Scorecard has been n eglected and only  a li mited nu mber of  s tudies concernin g 

ethical issues have been conducted. 

 

The literature suggests there is no lack of  enthusiasm and int entions on how t o use 

the Balanced Scorecard concept.  Executives appear to be pleased and have started 

transforming their organisations into a ‘Balanced Scorecard organisation’.  The main  

advantages are an i ncreased awareness of organisa tional visio n connect ing 

operational t asks t o s trategic, empl oyees’ part icipation and f lexibility wit h regard to 

the different measurements.  The one disad vantage is t he cost  of  actually  carry ing 

out the transformation process.  The f ollowing sect ion out lines the propositions that 

were formulated from the literature review. 

 

2.10 PROPOSITIONS 
 

Based on t he problem st atement be low and sub sequent proposit ions that emerged 

from t he literat ure st udy, t he res earch f ocused on t he st rategic out come-based 

contributions of the Balanced Scorecard in the networked economy. 

 

Problem s tatement: The Balanced Score card as a  st rategic managemen t 

instrument contributes in  overcoming barriers t o strategy implementation as well a s 

assists in developing and maintaining a sustainable competitive advantage. 
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Proposition 1: 
 

The researcher def ines t he Balanced Scoreca rd as being  a measuremen t-based 

strategic management s ystem w hich provid es a me thod of aligning business 

activities t o t he st rategy, and monitoring perf ormance o f strategic object ives ove r 

time, thereby contributing to a sustainable competitive advantage. 

 

Proposition 1 t herefore implies t hat the Bal anced Scor ecard acco rding t o this 

definition support s organisat ions in o vercoming t he barriers t o st rategy 

implementation by means of the following sub-criteria: 

 

1a) Ensuring that the organisation understands the strategies. 

1b) Ensuring that objectives are acted upon. 

1c) Linking the overall strategy to objectives at departmental, team and individual 

levels. 

1d) Linking short-term resource allocation to long-term strategy.  

1e) Providing feedback on strategically important issues. 

 

Proposition 2:   
 

As stated in Section 2.7.1, a competitive advantage is an advantage over competitors 

gained by  offering consumers excellent  value b y means  of  lower prices or b y 

providing superior benefits and services rather than just higher prices. 

 

Proposition 2, according to the above statement, states that the Balanced Scorecard 

supports organisations in gaining a  competitive advantage by allowing organisations 

to focus simultaneously on the following sub-criteria: 

 

2a) Sources of compet itive advant age (i. e. core compet encies, operat ional 

effectiveness, diff erentiation, s trategic f it, pat h dependency,  eco nomic 

deterrence, time compression, partnerships and casual ambiguity). 

2b) Diversification around t he core business (concent ric diversif ication) t hat 

results in enhanced pe rformance.  The Balanced Scorecard reduces t he 

overall r isk and enha nces comp etitive adva ntage t hrough f ocusing on 

innovation and knowledge management  (l earning an d develop ment) 

constructs. 
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Proposition 3:   
 

The sust ainable compet itive advantage is def ined in t his study as the prolonged  

benefit o f being ab le t o impl ement a unique value-creat ing st rategy not 

simultaneously being implemented by any current or potential competitor(s), coupled 

with the inability to duplicate the benefits of the strategy. 

 

According to the above definition, Proposition 3 st ates that the Balanced Scorecard 

serves as a n instrument that supports and enh ances the sustainability constructs of 

an organisation's competitive advantage by creating the following sub-criteria: 

 

3a) A corporate culture that supports the priority for competitive sustainability on 

all levels by int egrating environment al prac tice and e thical behaviour of  all 

stakeholders (including employees). 

3b) Sustainable resource  management  (environmen tal co-operat ion, key 

technologies and innovation). 

3c) Sustainable processe s (systems, in novation, di sruptive t echnologies, supply 

chain opt imisation, and  development  o f sustainable pro ducts, services, 

technologies and production processes). 

3c) Sustainable cust omer acquisition and ret ention (environ mental market ing, 

efficiency, stakeholder demands and et hically justifiable standards wit hin the 

system of  the market  economy by communicating values and policies to all  

stakeholders in the community). 

3d) Sustainable prof itability and st akeholder valu e (bott om-line eff iciency and  

environmental excellen ce, business int egrity that enhance s value cre ation 

through binding busine ss prin ciples, compreh ensive integrity management 

and value to society through ethical auditing). 

 

2.11 CONCLUSION 
 

Significant progress h as been made over the years with respect  to construct  

definition, operationalisation and measurement of  concepts in the strategy field.  The 

literature study has t raced the origins of  strategic management systems such as t he 

Balanced Scorecard an d Performance Prism as well a s the sustainable competitive 

advantage construct and has linked it to other concepts in the strategy field, including 

market orie ntation, cus tomer value,  rela tionships, net works and sust ainability.  By 

developing a mult i-item measure of  t he sustainability compet itive advant age 
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construct, one would b e able t o empirically  examine theoretical mode ls of  st rategic 

management instruments and sustainable competitive advantage.  If researchers are 

able to examine sustainable competitive advantage in this manner, our knowledge of 

how competitive advantage is achieved and sustained can only be enhanced. 

 

Davenport et al . (2006 : 250-259, 284-295,  389) and Niven (2002: 60-79) warn t hat 

Balanced Scorecard in dicators su ggested b y dif ferent a uthors are t oo rest rictive 

because they do not capture drivers and processes behind t he organisation’s output.  

Examples of such drivers might be feelings, values, beliefs, relationships, fears and 

dreams.  However,  is t his not  precisely  what  Kaplan and Nort on, an d most  o f the 

others intend to capture? 

 

On reviewing the current literature it has be come evident that perceived shortfalls in 

the pract ical implementat ion exist , which has allowed t he researcher  insight  int o 

developing appropriate propositions in order to evaluate the perceived strategic value 

of the Balanced Scorecard in the networked economy. 

 

Chapter 3, will present the case study organisation, MultiChoice Africa (Pty) Limi ted, 

with emphasis on t he organisation’s implementation of the Balanced Scorecard. The 

impact o f the Balanced Scorecard as a st rategic man agement inst rument to 

overcome the barriers in st rategy implementation will be lo oked at in d etail, and the 

organisation’s compet itive advant age and st rategic sust ainability in tent in it s 

transformation journey in the networked economy will be discussed. 
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CHAPTER 3 
PRESENTING THE CASE STUDY ORGANISATION FROM A STRATEGIC INTENT 

PERSPECTIVE 
 

‘You can not solve a problem in the same state of mind that created it’ – Albert Einstein 
(1879-1955) 

 

 

3.1 INTRODUCTION 
 

This chapter introduces MultiChoice Africa (Pty) Limited, the case study organisation. 

A descript ion is given of i ts ent ry int o the global enviro nment wit h t he in tent to 

develop and sustain a competitive advantage in the networked economy. 

 

The accumulated knowledge indicates the importance of strategic understanding and 

the cognitive implementation of the most effective strategy to obtain strategic position 

in an at tempt t o crea te a sust ainable compet itive advant age.  Various con structs 

were highlighted to create a knowledge base t hat could be used t o transfer explicit  

knowledge int o tacit mental const ructs, which could be added t o t he int ellectual 

property o f the s trategist, thereby ensuring t he winning a nd survival opportunity in 

real-time.  MultiChoice Africa (Pty) Limi ted is a prime exa mple of the South African 

business complexity as it is moving into globalisation and competing for market share 

as illustrated in the organisation’s value chain (see Section 3.3.5.3).  The foundations 

of this rese arch are implicat ed dir ectly and furt her demonst rated b y providing a  

perspective on the case study organisation. 

 

The case st udy organisat ion has recognised t hat in order to remain a play er in i ts 

present and future markets, it requires a f undamental change (t ransformation) in the 

manner in which it operat es.  Transf ormation would h elp t he organisat ion t o 

overcome current and future challenges in t he networked economy, considering that 

future s trategic intent includes partnering with competitors and suppliers outside its 

current value chain (Mu ltiChoice Af rica (Pty) Li mited Annu al Report , 2 005: 48-62).   

This chapt er looks at  h ow t he Bala nced Scorecard was in troduced an d applied in  

MultiChoice Af rica (Pty) Limit ed in order to e valuate t he st rategic value of  the 

Balanced Scorecard as perceived b y the organisation’s staff during i mplementation 

and again one year later (see Chapter 4, 5 & 6). 
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Organisations have pre-det ermined object ives t o adhere to wit h limi ted resource s 

that correlate wit h the organisational st rategic objectives.  The major organisat ional 

role players are people, technology, customers, suppliers and pressure groups within 

the legal and polit ical environment.   These int eractive d ynamics bet ween t he 

organisation, i ts st ructure, cult ure and operat ions are t he reason why modern 

business leaders should be fully aware of their instrumental role in creating a climate 

that is con ducive t o change and innovat ion t o creat e a sust ainable compet itive 

advantage. 

 

This section provides an overview of MultiChoice Africa (Pty) Limited, highlighting the 

major change st rategies upon which t he organisation has embarked.  The economic 

and social f actors that l ed t o it s transformation in the ne tworked eco nomy will be  

described in t he proc ess.  An a nalysis of  the organisa tion’s approach t o and 

proposed implemen tation of  t he change st rategy will be  crit ically discussed.   I n 

conclusion, the values and ethics are highlighted, and f inally the implementation o f 

the Balanced Scoreca rd as a st rategic man agement in strument to support  t he 

change initiatives to develop and maintain a sustainable competitive advantage in the 

networked economy is discussed. 

 

The methodology followed in gat hering the required inf ormation included st udying a 

combination of  acade mic and current  bu siness pub lications, organisat ional 

documentation and interviews with ten general managers. 

 

During their transformation from the traditional economy to the knowledge harvesting 

economy o rganisations are responsible f or creat ing loops of  learning f or the 

knowledge emplo yees and pro viding t he t echnological inst ruments f or their 

acceptance as a  globa l play er.  Mult iChoice A frica (Pty) Limit ed is un dergoing a  

similar glob al t ransformation in an at tempt t o main tain and develop a glo bal 

sustainable competitive advantage, as will be outlined in the next section.   

 

3.2 GLOBAL ENVIRONMENT 
 

MultiChoice Af rica (Pty) Limit ed int eracts wit hin t he boundary  const raints of  the 

global digital media indust ry (Mul tiChoice Africa (Pty) Li mited Annual Report , 2005: 

48-62).  Th e economic growt h in the indust ry was spurr ed on by  the t echnology 

explosion in the late 20th cent ury, leading to what is commonly  known t oday as t he 

digital economy.  A nu mber o f do minant orga nisations in  specif ic leg acy revenue-
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generating sectors have f allen vict im to chang e, as they were not  ab le to keep up 

and adapt to this dynamic trend of the digital era. 

 

Today’s digital economy, driven by the convergence of information technology, open 

standards and connect ivity, repre sents t he fift h technological revolut ion o f the 

industrial age.  The first was water powered, followed by steam.  Next were electricity 

and steel to replace iron.   The fourth revolution materialised through oil, both as an 

energy source and a raw material used for plastics and other synthetic materials. 

 

Kelly (1999: 1-8, 31-35, 50-107) states that the lessons of history teach us that there 

have been  new economies previously and t here will b e more in f uture.  Each n ew 

economy is different in i ts characteristics and its long-term impact is a d irect product 

of the new technology  that precipitated its development.  W hile the full nature of the 

impact on our social, political and economic structures of the current revolution is still 

not clear, the direction of change is becoming more apparent.  Computers are clearly 

having an  i mpact on product ivity by aut omating t asks a nd f acilitating knowledg e 

creation and managemen t.  Ho wever, t he most signif icant f acet of the current  

revolution is t hat our world, our society and  our economy are becoming highly 

connected and int erconnected.  In this sense, networks are t he defining technology 

of the present industrial age.  Kelly’s (1999: 1-8 , 31-35, 50-1 07) statement is tested 

through the second research quest ion of whether the Balanced Scorecar d supports 

organisations in gainin g a comp etitive advant age b y allowing t hem to focus 

simultaneously on their sources of competitive advantage and diversification around 

the core business. 

 

Kelly (1999: 1-8, 31-35, 50-107) states further that the key to the current revolution is 

the ability of computers and telecommunications to interconnect throughout societies 

and economies.  Low-cost  broadband connect ivity and the widespread adopt ion of 

open standards are creating a complete new economy – best described as the digital 

networked economy.   More and more organi sations now undert ake their ac tivities 

online as connect ivity i ncreases a nd t he cost of  technology reduces;  there are  

already in excess of  600 million pe ople online worldwide.  As a resu lt the potential 

commercial, intellectual and social benefits are  increasing.   Organisat ions can only 

take advantage f rom the digit al a ge economy  i f a corporat e cult ure exist s t hat 

supports t he priority for compet itive sust ainability on all level s by in tegrating 

environmental pract ice and et hical beha viour of  all st akeholders (including 

employees).  This lead t o the third research quest ion which asks whet her the 
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Balanced S corecard co uld assist  in serving  a s an in strument t hat support s and  

enhances the sustainability constructs of an organisation’s competitive advantage by 

creating sust ainable resource management (environment al co-operat ion, key 

technologies and innovation). 

 

Stewart (20 01: 21-33 , 138, 201-2 02) st ated that in the past  orga nisations did 

everything themselves.  Now the trend is to outsource, as the Internet cuts the cost of 

inter- organ isational t ransactions and makes the exchang e of inf ormation much 

easier.  Th e result  is that organisat ions are f orging ne w relat ionships t o creat e 

extended ent erprises t hrough ext ended value  chains. This is what  t he t itle of  this 

thesis refers to, namely the role and strategic value of the Balanced Scorecard in the 

networked economy.   This enable s organisat ions t o acce ss lo west cost  and best 

quality products and services without sacrificing co-ordination and control measures.  

Stewart’s (2001: 21-33, 138, 201-202) statement is evaluat ed in t erms of the role of  

the Balanced Scorecard  in t his context.  It  will t hus be established whe ther and t o 

what degree the Balanced Scorecard supports organisations in gaining a competitive 

advantage by allowing  organisat ions t o focus on t he sources o f co mpetitive 

advantage.  I n ot her words,  core compet encies, o perational eff ectiveness, 

differentiation, s trategic f it, pa th dependency, economic det errence, time 

compression, partnerships and casual ambiguity will be looked at  during the course 

of this study. 

 

The emerg ence of  the I nternet an d ot her in teractive t echnologies ha s led t o an 

explosion in data collection, bringing with it a diverse range of  privacy issues as we ll 

as rogue organisations who  t ake advant age of  inf ormation t ransparency for  

commercial benef it.  But there are also many adva ntages f or consumers – 

personalised product off erings, improved cu stomer service,  ‘bett er-than-ever’ 

consumer rights and protection.  The third research question explores the role of the 

Balanced Scorecard in  t his cont ext through exploring t he role of  the Balance d 

Scorecard in sust ainable customer acquisition and retention through e nvironmental 

marketing, eff iciency, stakeholder demands and et hically just ifiable standards within 

the s ystem of the market economy b y co mmunicating values and policie s t o all 

stakeholders in t he co mmunity.  Answers t o t hese quest ions are discussed in  

Chapter 5 (Findings) and 6 (Results).  Organisations with online operations are likely 

to be  successf ul onl y i f t hey can b ecome well-known and t rusted.  Organisations 

such as eBa y and LinkedIn rely on a complex inf rastructure of recommendat ions as 

brand reputation and management is more important than ever in the new economy. 
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Whetten, Cameron and Woods (20 00: 263-265, 420-422) e mphasise that the digital 

networked economy  h as also started to change how we work.   Emplo yers a nd 

employees are both seeking a more f lexible approach to employment; surveys show 

that people  ent ering the economy today can e xpect t o ma ke t hree to f ive career 

changes during their working lives.  It is up to the individual, not the employer, to take 

control of  their person al and care er develop ment and t raining.  While t here is no  

‘employment for life’, there are greater opportunities to achieve a re warding balance 

between work and pe rsonal lif e, part icularly with more people bein g given t he 

opportunity of working from home. 

 

Becker, Huselid and Ulrich (200 1: 183-206 ) conf irm that 24-hou r news and  

entertainment are changing society at  an increasingly faster rate.  Scept ics may ask 

‘where will it all end?’  It  won’t - change will cont inue, at an ever-increasing pace.  All 

organisations are part icipants in t he digital networked revolution and t hose that take 

the opportunities will t hrive, prosper and develop,  while t hose that procrastinate are 

set to falter. 

 

Brill and W orth (1997: 133-136, 151-159) ask how the availability o f 24-hour news,  

the instant opinion poll,  web logs,  chat rooms and interactive television will chang e 

the na ture of  democra cies t hat were designe d t o deal wit h remo te and oft en ill-

informed populations.  How will governments and organisat ions have t o respond to 

populations t hat are inf ormed enough t o demand service s f rom t hem rat her than 

simply accepting what’s available? 

 

Kelly (1999: 1-8,  31-35, 50-107) indicat es that none of  these quest ions can have a 

clear answer as the future is unclear.  However, that does not mean that consumers 

are powerless in t he face of  these changes.  Consumers are all part icipants in the 

digital net worked e conomy.  The quest ion f or government s, organisat ions, 

businesses and individu als is what  type o f part icipants t hey are going to be.   Are  

organisations going to be active participants seeking to explore the digital networked 

economy, identify and realise t he opportunities it presents while being aware of the 

challenges that come with them?  The third research question evaluates the role and 

assistance of the Balanced Scorecard in this context through ‘sustainable profitability 

and stakeholder value’ perceptions as discussed in Chapter 6 and further elaborated 

on in Chapter 7. 
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Economist Joseph Sch umpeter calls t he progressive a ct of  dest roying succe ss 

‘creative de struction’ (Kelly,  1999 : 1-8,  31-35, 50-107).   Lett ing go of  perf ection 

requires a brut e ac t o f will and it  can be done incorrect ly.  Manage ment guru To m 

Peters (Kelly, 1999: 1-8, 31-35, 50-107) claims that corporate leaders are now being 

asked to perform two tasks:  buildin g up and ni mbly tearing down – an d these two 

tasks require such diametrically opposed temperaments that the same person cannot 

do both.  He suggest s that an orga nisation in the f ast-moving terrain of the network 

economy ordain a chief  destruction officer.  In the highly turbulent, quickly reforming 

environment of the new economy, the competitive advantage goes to the nimble and 

malleable, the flexible and quick.  Speed and agility trump size and experience.  Fast 

to find the new is on ly one half of the equation; quick to let go is the other important 

part.  The second resea rch question directly tests the role of  the Balance Scorecard  

in assist ing the organisat ion in it s change init iatives (including culture change) f rom 

strict orga nisational rules,  procedures and processes t o e mpowered self -

management teams. 

 

In an a ttempt to mai ntain and develop a sustainable compet itive advant age, 

MultiChoice Africa (Pty) Limited realised that it was imperative for them to undergo a 

total t ransformation if  they want ed t o become  a play er i n t he global market  and  

sustain their realised  position (Mult iChoice Af rica (Pty) Limit ed St rategy Document , 

2005: 165-182).  Change management became the tool that could be used to provide 

and f acilitate a net work and f oundation t o re alise it s glo bal st rategic int ent.  T he 

knowledge-based economy is f ounded upon a  knowledge-sharing culture within the 

organisation, and also requires e xternal networks t o dr ive it s f uture value an d 

survival.  In the next section the strategic intent of MultiChoice Africa (Pty) Ltd will be 

examined, focusing on t he transformation from a t raditional value chain approach to 

a global network approach in the networked economy. 

 

3.3 MULTICHOICE AFRICA (PTY) LIMITED’S STRATEGIC INTENT 
 

The f ollowing sect ion covers t he b ackground in t erms o f which Mult iChoice Af rica 

(Pty) Limited int roduced the Balanced Scorecard as a driver and change agent  for 

the organisat ion’s new st rategic int ent.  The challenge s t hat lie ahead f or t he 

organisation to adapt to future strategic models in t he networked economy will also  

be outlined. 
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Change management leverages all aspect s of t he socialisat ion and i ntegration o f 

global organisat ions compe ting for marke t sha re.  Mul tiChoice Af rica (Pty) Li mited 

has re-engineered all it s resources,  hu man capit al, technologies and operations to  

prepare it  for t he global journey  to ensure it s long-t erm sust ainable compet itive 

advantage.  To assist  the organisa tion on i ts journey of transformation, MultiChoice 

(Pty) Limi ted int roduced t he Bala nced Scorecard as a  st rategic managemen t 

instrument to support  n ot onl y the f ormulation but  also the impleme ntation of  i ts 

newly formulated strategic intent to ensure a  sustainable competitive advantage.  In  

order to understand the organisat ion’s st rategic intent and  future value proposit ion, 

the organisation’s profile will first be discussed. 

 

3.3.1 Organisational profile 
 

MultiChoice Africa (Pty) Limited was one of  the f irst pay-Television organisat ions to 

be launche d out side of t he Unit ed States in America.   It started in Sout h Af rica in  

1986 when  M-Net  (a n analogue pa y-Television organisat ion) was f ounded.  

MultiChoice Af rica (Pty) Limit ed later separat ed f rom M-N et t o provide subscribe r 

management services f or pay  TV.  I ts holding organisat ion, Myriad I nternational 

Holdings, was list ed as an independent  organ isation on the Johannesburg St ock 

Exchange in 1995.   The split  paved the way for t he provision of  Mult iChoice Africa 

(Pty) Limited’s subscriber management services to other channel providers, such as 

Deukom, Z eeTV and GASA a mongst o thers (see Anne xure 2,  MultiChoice Af rica 

(Pty) Limited shareholding structure). 

 

MultiChoice Af rica (Pty) Limi ted current ly consist s o f MultiChoice Af rica SMS (pay 

television) and Mult iChoice Af rica SMS (M-Web);  and is one of  the out standing 

examples o f a pioneering Af rican organisat ion, owned by t he Nasper s Group,  an 

international player providing entertainment, technology and e-commerce services.  

 

Currently MultiChoice Africa (Pty) Limit ed is t he leading pay-Television  operator on 

the Af rican cont inent and adjace nt islands.   It  provides subscr iber manageme nt 

services for pay television and oper ates in more t han 50 count ries on t he continent 

and adjacent islands, and more than ten countries in t he Middle East.   MultiChoice 

Africa (Pty) Limit ed en tertains a total o f over t wo million subscribing  household s 

worldwide.  The majority of  those subscribers are within South Africa (approximately 

1.1 million), with approximately 800 000 DStv (digital) subscribers and t he remaining 
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being M-Net (analogue) subscribers (MultiChoice Africa (Pty) Limited Annual Report, 

2005: 48-75). 

 

MultiChoice Africa (Pty) Limited had to align its strategic objectives to ensure that the 

organisation remained prof itable while maint aining it s dominance in t he p ay-

television sector in Af rica.  The st rategies were aimed to address specific objectives 

in an at tempt t o cou nter threats or f ocus on opport unities t hat came t hrough 

technology advancements and changes to government policies. 

 

Since March 2000,  MultiChoice Africa (Pty) Limit ed de monstrated its cont inuing 

innovation b y launchin g f ull ret urn pat h-based int eractive t elevision service s, 

including T V-Mail, ne wly int egrated programme-rela ted int eractive services,  

electronic g ames and convenient  dat a inf ormation such as weat her and news 

headlines.  The organisat ion’s latest innovation was the introduction of the advanced 

personal video recorder (PVR) decoder in December 2005. 

 

MultiChoice Af rica (Pty) Limit ed has recognise d that, in order t o remain a play er in 

the networked economy, a fundamental shift in attaining its strategic intent needs to 

be driven by innovat ive and creat ive organisa tional init iatives. This would include  

structural, cult ural and operat ional adapt ations as t he organisat ion was dire ctly 

affected b y shif ts in global t echnological, so ciological, polit ical and e nvironmental 

forces, as outlined in more detail in the next section.   

 

3.3.1.1 Structure of MultiChoice Africa (Pty) Limited 
 

Kakabadse, Ludlow and  Vinnicombe (1995:  315-349) def ine organisational structure 

as t he mea ns by  which st rategy i s pursued and resources harnessed t o achieve  

specific object ives, object ives or out puts.  Struct ure is t he skelet on o f the 

organisation whereby  resources ar e organised , e mployment ac tivities and roles 

defined a nd decisio n-making/information processes impleme nted through 

organisational hierarchies (see Sect ion 2. 7.2.2  Architect ure).  Organisational 

structures provide an  operat ional f ramework wit hin which t he organisat ion can 

operate – p roviding rules and procedures wit h eff ective communication channels.  

They t herefore shape organisational realit y a nd place  management  in a specific 

context. 
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MultiChoice Africa (Pty) Limit ed has grown int o a pa y-Television giant consist ing of 

ten specialised division s, namel y F inancial, Hu man Resou rces, Regulat ory Aff airs, 

Corporate Affairs, Content, Interactive, Operations, Marketing and Sales,  Broadcast  

Technology (including  Orbicom) and I nformation Technology,  with a personnel 

complement of  close to 700.   A professional core of  managers and specialist s 

perform the crit ical f unctions of  d esigning, cont rolling and co-ordin ating.  The 

organisation provides careers in re turn for flexibility, mobility and commitmen t.  A 

contractual fringe of individuals and groups execute tasks that can be executed more 

cost-effectively because t hey specialise and concent rate on a part icular operat ion, 

e.g. the Contact Centre.  A t hird group makes up the basic workf orce, working part-

time and in shifts to provide the necessary flexibility.  This st ructure supports what 

was ment ioned earlier in t hat the d igital net worked econo my has brought  abou t a 

more flexible approach to employment (Whetten et al., 2000: 263-265, 420-422). 

 

The specialised division s wit hin one locality  work in part nerships, subsidiarie s and  

joint vent ures, which calls f or a flexible orga nisational struct ure and  cult ure.  T he 

organisation has a formal flat functional role and work design st ructure with controls 

and appropr iate inf ormation and ad ministrative sy stems f or quick decision-making.  

Essential act ivities are grouped into divisions and further into departmen ts.  On an 

operational level, the organisation makes use of an inf ormal matrix structure for the 

co-ordination and execut ion of  s pecial proje cts as ident ified b y the execut ive 

management.  This has given rise to a cult ure of collaboration and innovat ion.  To 

what extent the Balanced Scorecard has assisted MultiChoice Africa (Pty) Limited in 

this context is evaluated by means of the second research question and answered in 

Chapter 6. 

 

3.3.1.2 Culture of MultiChoice Africa (Pty) Limited 
 

Culture emanat es from organisat ional philoso phy, e thics, values,  act ions, vision,  

mission an d roles,  st ructure sy stems and t echnology t hat inf luence and lead  t o 

shared sayings, jargon, actions and feelings. 

 

MultiChoice Af rica (Pty) Limit ed h as in t he past  posit ioned and is still cont inually 

positioning it self as t he global service provider  of choice f or connect ivity and multi-

channel electronic entertainment.  To maintain this posit ion the organisation follows 

an acquisit ion st rategy.  Acquisit ion is cla ssified as a  sp ecial case of change.   I n 
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order to be successful, not only is the right organisation, price and time important, but 

managing the human and orga nisational issues is a lso crit ical f or bot h the 

organisation doing the acquiring and the organisation being acquired. 

 

According t o Mellahi,  Jedrze j a nd Finlay  (2005c:  31-98),  t he three chang e 

management problems that typically occur dur ing acquisit ions are issu es of  power,  

anxiety and cont rol.  Th ey state that acquisitions can be t raumatic for the personnel 

and recommend t hat mechanisms f or suppor t be built  into t he int egration process.   

These should include counselling, support groups and psychiatric referrals as part of 

the process of change in creating a new organisational culture. 

 

MultiChoice Africa (Pty) Limited is driven by a n aggressive corporat e culture and is 

focused on achieving  clear t argets.  Prof it t argets f or business unit s are set  high 

(generally 30 per cent) and failure to perform are not tolerated at an individual level. 

 

Handy (1994: 191-200) suggests that cultures are affected by the events of the past, 

the climate of the present, the technology employed, the type of work and the kind of 

people (especially the leadership) t hat are e mployed.  It is t he nerve sy stem of the 

organisation.  The professional core has a role culture because of a flat structure and 

a climate of consultation.  The contractual fringe displays a task culture to control and 

co-ordinate t heir services t o the o rganisation.  The workf orce is f ragmented an d 

displays a role and t ask cult ure at  the supe rvisory level and is challenged wit h 

various technological, economical, political, legal and social factors. 

 

3.3.2 Environment 
 

A critical element for the Balanced Scorecard t o be an eff ective driver for successful 

strategy implement ation and creat ing a sus tainable co mpetitive a dvantage is t o 

ensure that all possible factors and variables are taken into consideration.  Below the 

environmental forces of  MultiChoice Africa (Pty) Limit ed are  discussed and t hereby 

the second and third research que stions regarding t he Balanced Score card’s role in 

assisting a sustainable competitive advantage are reviewed. 
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3.3.2.1 Technological environment 
 

A research study conducted by Li, Walker, Denton, Roshan and Flemming (2002:  1-

4) highlighted that media organisations face growing external and internal pressures 

as demonstrated in the following diagram. 

 

Figure 3.1:  Media organisations face growing external and internal pressures  

 

Media
companies

Market forces pressure
media companies...

Audiences fragment with 
more media choices.

Advertising falls and 
accountability 
increases.

New technologies disrupt.

Shareholders demand for 
synergy.

... while technology 
hurdles prevent 
innovation.

CEOs don't prioritise 
technology issues.

Legacy systems aren't 
integrated.

Business units don't 
collaborate efficiently.

Media companies face growing external and internal pressures

 
 

Source:  Li et al. (2002: 1) 

 

Fragmenting audience s and ret urn on inve stment (ROI ) pressures compel media  

organisations t o priori tise invest ments on technologies t hat can increa se cust omer 

knowledge and accelerate product development.  Media executives struggle to craft 

a technology strategy in the midst of increasing industry and internal challenges such 

as shrin king audience s, caut ious managers and lega cy in frastructures in a 

tumultuous business environment where digital distribution fragments audiences and 

unravels business models.  Audiences are f urther diffusing into ever-smaller cohorts 

that expect t o have their chosen  cont ent a vailable acr oss mult iple media a nd 

devices.  Person-t o-person net works and per sonal video  recorders t hreaten the 

music, film, and television industry’s high margins.  To avoid the devastating financial 

impact that person-to-person f ile sharing has on t he music indust ry, Sony Pict ures 

intends t o make available 500 of  i ts major t itles f or download t hrough service  

providers.  Universal Studios are considering similar offerings – a clear indication that 

the Hollywood community  is st arting to address and planning to take advantage of 

the rapid growth in broadband penetration and high delivery speed mediums. 
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Home net working is pe rceived by  players in a ll sect ors of inf rastructure, services,  

technology and entertainment as an opportunity to expand their footprint in the home 

and, ultimately, lock in consumers.  In pract ice, however, the competitive structure of 

the home n etworking market will remain crit ically dependent  on f actors such as 

premium content access and security,  conditional access, quality (e.g. high definition 

television), network interactivity, core network services convergence (e.g. cable triple 

play) and , for hardware especia lly, traditional consumer f actors su ch as bran d 

perceptions, buying loyalties, distribution and marketing. 

 

For a small, but  growing group of  proactive users, crossover net working (e.g. home 

theatre t o p ersonal computer/broadband) will be at tractive as it  provides acce ss to 

music, i mage (phot o) a nd video lib raries st ored on personal computers – a trend 

driven by the uptake of digital handheld audio devices and digital cameras plus t he 

availability of both ‘free’ (i.e. f ile sharing, Internet radio) and legit imate (i .e. paid-for) 

audio and video cont ent on the Internet.  T he long-range archit ecture f or the 

‘networked home’ is likely to be a multi-platform environment  wit h dist ributed local 

storage (ha rd disk device) in bot h st atic and handheld devices,  bot h cabled an d 

wireless connectivity to allow user s to control, source, view or list en to an y content 

throughout the home.  Subscription broadcasters and service providers will be highly 

influential in  t he st rategic cont rol of communic ation ga teways wit h se cure cont ent 

storage and networking. 

 

With increasing public expect ations f or mob ile communicat ion, inf ormation and 

entertainment, i t is vital t hat bro adcasters and cont ent providers address t he 

opportunity in the market for mobile television.  Technology  now exists to provide a  

truly converged mult imedia experience – anywhere,  an ytime.  Mobile t elevision 

provides a new chann el t o marke t for exist ing media pla yers seeking increase d 

viewership and additional potential revenues.  For mobile operators it provides a low-

cost and eff icient delivery  me thod f or value-added services,  t hus supplement ing 

revenue streams. 

 

For any  co mmercial service,  it  is apparent  that  diverse and nat urally compe ting 

organisations will need to collaborate and form partnerships, each play ing to its own 

strength.  The busine ss relat ionship needed  t o bring mobile phone  t elevision t o 

market requ ires t he co- operation of cont ent owners,  net work operat ors, mul tiplex 

operators, service aggregators and mobile phone operators, each performing distinct 

roles in t andem.  The second research quest ion of  ‘diversif ication around t he core 
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business’ in vestigates the Balance d Scorecard’s role in this regard.  This new 

content-to-consumer value chain needs to be supported.  Broadcasters are excellent 

at making and managing cont ent, mobile phone organisa tions excel at billing and 

customer re lationships, and service  providers have t he net work inf rastructure to 

deliver the content.  Mobile phone television has the potential to be the next mass-

market platform for broadcasting multi-channel television in direct opposition to digital 

video recorders. 

 

Digital video recorders (DVRs) and video-on-demand systems are transforming the 

experience of television.  Funda mental changes are occurr ing in t he way television 

and content is being co nsumed and f unded.  The challenge is how t he industry will 

reconstruct i tself in a  schedule-f ree world where  advert ising values are diminishin g 

and new platf orms, su ch as broa dband and mobile,  are st arting to capt ure a 

significant share of  advert ising revenues.   I n the Unit ed St ates of  America six pe r 

cent of the population has a digital video recorder and users watch 60 per cent of the 

television shows re corded, in which t hey skip 92 per cent of  the commercials in  

recorded programmes.  The adoption of the technology is inevitable, especially with a 

younger audience more in t une wit h t echnology and  t hus t he economica l 

perspectives of  MultiChoice Af rica (Pty) Li mited have a prof ound be aring on t he 

organisation’s actual position in the global economy. 

 

3.3.2.2 Economic environment 
 

The emergi ng global economy  cre ates opportunit ies f or new ent repreneurs and  

established businesse s, t herefore g iving rise t o challenges and t hreats wit h which 

yesterday’s business managers did  not  have to deal wit h.  Managers must  decide  

whether an d how t o cust omise their product  offerings, market ing policies,  huma n 

resources practices and business st rategies t o deal effectively with nat ional 

differences in cult ure, language,  business pra ctices and government regulat ions 

(Daniels, 1998c: 137-188). 

 

Southern Africa is emerging as a  region of potential importance to foreign investors 

as a result  of the governmen t making signif icant changes during t he p ast years in 

limiting it s role in t he economy  through t he pri vatisation of st ate organisat ions and 

relaxing foreign exchange controls. 
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In the South African market Mul tiChoice Africa (Pty) Limit ed is currently the leading 

pay-television organisat ion wit h Se ntech’s Vivid platf orm, the former broadcasting 

technology division of the state-owned South African Broadcasting Corporation, that 

has been privat ised, as it s onl y pa y-television competitor.  Sent ech, through t he 

introduction of  it s cond itional acce ss, ut ilising smart  card s and deco ders, is in a 

position t o off er open and encry pted services.   This places Sent ech in a strong 

position t o enter the condit ional access pay -television market , using proven,  le ss 

expensive d igital t errestrial t ransmission t echnology, which allows t hem to market 

pay-television product s at approximat ely half  the cost  of  Mult iChoice Af rica (Pty) 

Limited’s DSt v product of fering.  In t his regar d, t he quest ion t o be answered  is  

therefore to what  degree did t he introduction of the Bal anced Scorecard assist  

MultiChoice Af rica (Pty) Limit ed in reducing its operat ing cost s and  increase  it s 

efficiency to be able to directly compete with Sentech’s competitive advantage. 

 

When e-tv entered the South African market, it refocused the advertising market and 

caused advertising wars between M-Net, the South African Broadcasting Corporation 

and e-tv, all compet ing for the same viewership.  The I ndependent Communications 

Authority of South Africa has ind icated that it intends to close down t he M-Net Open 

Time in 2006/ 2007, which will f avour e-t v and t he Sou th Af rican Broadcast ing 

Corporation.  This will have a dire ct impact  o n Mult iChoice Af rica (Pty) Limi ted’s 

bottom line as advert ising opport unities have already proven diff icult i n t he rest o f 

Africa as a  result  of  the unavai lability of  pro ducts and l anguage issues in  t hose 

markets. 

 

Since t here is no  real competition in t he pay -Television arena, t his has result ed in 

MultiChoice Africa (Pty) Limit ed being regarded as a mono poly.  Mul tiChoice Africa 

(Pty) Limited, however, is not a pure monopol y since there are other broadcasters in 

the South African industry while in Africa several organisat ions are compe ting in the 

pay-Television indust ry.  One,  t he Union Al liance Media,  uses radio a nd t errestrial 

technology instead of satellite to drive its pay-television offering.  This has resulted in 

substantial cost savings for Union Alliance Media, and it is therefore able to market a 

much more  aff ordable service – u sually a t ha lf the price of the MultiChoice Af rica 

(Pty) Ltd offering that uses satellite technology.  The ques tion to be answered in this 

regard is t herefore to what degre e did t he int roduction of  the Balan ced Scorecard  

assist MultiChoice Africa (Pty) Limited in enhancing and changing societal perception 

of being a monopoly? 
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MultiChoice Africa (Pty) Limited products are by their very nature classified as luxury 

products and,  as a result,  compe te wit h ot her luxury  go ods and se rvices in t he  

entertainment market, such as cellular phone s, casinos,  nat ional lottery,  cinema s, 

video outlets and ot her forms of family entertainment and the organisa tion relies o n 

consumers’ surplus disp osable income.  Growth in t he cellular indust ry and casinos 

in Sout h Africa has be en a major f actor which has had an impact  on consumer 

spending.  Further, rising fuel and healthcare costs due to AIDS-related diseases are 

likely to impact on consumer spending in y ears to come, which will ult imately impact 

on MultiChoice Africa (Pty) Limited. 

 

DStv is broadcast  across t he African cont inent and surrounding island s using t hree 

satellites (PanAmSat’s PAS 7 , PAS 10 and Eutelsat ’s W4).  These sat ellites can be 

up-linked from any European count ry, thus creating an op portunity for new ent rants 

into this market.   BSk yB in Europe,  which has over six million subscri bers, has the 

ability to enter int o the markets dominated by MultiChoice Africa (Pty) Limit ed while 

Don’t Panic TV,  up-linked f rom London direct ly to PAS 7,  had immediate access t o 

the MultiChoice Africa (Pty) Limited market, utilising the same conditional access and 

decoders.  MultiChoice Africa (Pty) Limit ed was f orced to network lock it s decoders 

after the broadcast aut horities blocked t he Don’t  Panic TV transmission .  

Subsequently MultiChoice Af rica (Pty) Limi ted had t o neg otiate wit h PanAmSat to 

convert local frequencies to those that can be up-linked from Europe as a strategy to 

ensure that the market is no longer accessible. 

 

European count ries are current ly c onverting t heir analogu e f requencies t o digit al 

terrestrial, which will allow t hem to broadcast  six chann els on t he same frequency 

previously occupied by  one.   Mul tiChoice Af rica (Pty ) Li mited deplo yed t he sa me 

technology in Namibia in 2005 by  converting 3 000 analogu e subscribers to a digital 

network and supplementing t hose subscribers with an addit ional f ive DStv channels 

as a value-added offering.   

 

A large portion of the organisation’s operational cost consists of payments to channel 

content providers in the United States of America and Europe.  Local productions are 

more popul ar t han foreign cont ent, but more expensive t o produce.   Mul tiChoice 

Africa (Pty) Limited is thus dependent  on  exchange rat es to de termine prof itability 

and prices as it  also incurs dollar- based royalties to OpenTV and Irdeto Access for 

every new decoder de ployed in t he market.   This dollar component is added t o the 

rand-based decoder retail costs. 
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Due t o the socio-political changes in t he Sou th Af rican e conomy in recent  years, 

other marke t segmen ts have becom e more aff luent and provide a  likely market  for 

the organisat ion’s products.  I n the past  two years Mult iChoice Af rica (Pty) Limited 

has been t argeting the higher income black co nsumers with limited success, as t he 

lack of available content has been a barrier.   The organisation introduced a compact 

bouquet for consumers in t he Living St andard Measure 4-7 income groups in 200 4 

with a redu ced subscript ion o f R1 99 per mo nth (Rand being t he South African 

monetary currency).  Although it  does not allow a personalised choice of channels, it 

addresses the subscription barrier.  The cont ent was aligne d with the market needs 

and the decoder price was reduced by removing functionality that was not used. 

 

The corporate tax ra te cuts announced b y the government (March 2005) have also 

resulted in more f unds being ava ilable in t he South Af rican economy,  resul ting in 

organisations such as Mult iChoice Af rica (Pty ) Limited being in a be tter posit ion to 

invest in n ew t echnologies and content delivery  pla tforms.  Intellectual property 

legislation is a direct  result  of technological a nd economical develop ment and i s 

directly a ffected b y the polit ical and legal environment,  as can be seen in t he 

following section. 

 

3.3.2.3 Political and legal environment 
 

In Sou th Africa t he t raditional hierarchical,  wh ite male-do minated large corporat e 

environment is no longer the norm.  Designated groups (Africans, Asians, Coloureds, 

women and disabled persons) now make up the majority of all new entrants into the 

workplace.  This t rend is driven by  legislation such as t he Employment Equity Act of 

South Africa, No 55 of 1998, The Labour Relations Act of South Africa (as amended), 

No 66 of 1995, the Skills Development Facilitation Act of South Africa, No 67 of 1999, 

and The Basic Co nditions of Employment Act of South Africa, No 75 of  1997.  Th e 

Preferential Procurement Policy Framework Act of South Africa, No 5 of  2000 further 

promotes pref erential treatment  in  t enders t o organisat ions owne d by previously 

disadvantaged individuals or groups,  while pref erence is also given t o organisations 

that have a more diverse workforce. 

 

The governmen t is f urther in troducing pay -television bro adcasting legislat ion, in  

terms of  wh ich Mult iChoice Africa (Pty) Limi ted must  apply for a broad cast licence.  

This will come into effect during 2007.   This wil l introduce ‘real’ competition into the 
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pay-television arena.  In order to secure a licence, MultiChoice Africa (Pty) Limited is 

required t o ensure corporat e adh erence t o government regulat ions, maintain a 

positive corporat e i mage, co mply with all governmen t re gulations and be act ively 

involved in social inve stment programmes .  Most  governmen ts in Af rica no w in sist 

that MultiChoice Africa (Pty) Ltd broadcast their local chann els as part  of granting a 

broadcasting licence in  t heir t erritories.  To what  degree t he int roduction of  the 

Balanced S corecard ha s assist ed MultiChoice Af rica (Pty) Limit ed in t his regard  is 

investigated through the third research question of assisting in ‘sustainable customer 

acquisition and retention (environmental marketing, efficiency, stakeholder demands 

and et hically just ifiable st andards within t he system o f the market economy b y 

communicating values and policies to all stakeholders in the community). 

 

The deregu lation of  the t elecommunications indust ry in Sout h Af rica result ed in  

cellular ope rators streaming video t o cellular phones,  while Telkom,  p reviously the 

state-owned telecommunications organisation, together with MultiChoice Africa (Pty) 

Limited, is currently in vestigating streaming v ideo over Telkom’s digit al telephone 

network (ADSL).  Thus t he economic, legal, technological and legislat ive constructs 

have a direct  in fluence on t he social environment  in which an organisat ion exist s.  

The social context e mbraces all const ructs that are supp ortive in creat ing a globa l 

organisation and therefore leverages towards a sustainable competitive advantage in 

the networked economy as outlined below. 

 

3.3.2.4 Social environment 
 

Daniels (19 98c: 278-331) comment on the unique challen ges f or managers and 

superiors that could seriously  jeopardise t he compe titiveness of  an organisat ion as 

far as diversity  management is concerned.   I ncluded among t hese is lower grou p 

cohesiveness, as diverse groups tend to be less cohesive than homogenous groups.  

Because of a lack of  similarity in  t erms o f, for example, language,  culture and 

background among their me mbers, diverse groups f ind i t more di fficult to cult ivate 

strong grou p cohesion.   Lack of  c ommunication in t erms of   misun derstandings, 

inaccuracies, ine fficiencies and slowness ar e typical communica tion problems 

experienced b y diverse groups as me mbers oft en assume that the ot her party 

understands t he message when  in f act it does not , thus con tributing t o 

communication breakdo wns.  The quest ion t o be answer ed is t herefore t o what  
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degree did the introduction of the Balanced Scorecard assist MultiChoice Africa (Pty) 

Limited to interconnect throughout societies and economies? 

 

A cont inuous commitment  to e thics is dif ficult as t emptations const antly arise in  

business.  A f ormal ethical code of conduct  is,  however,  a usef ul g uide t hat could 

assist busin esses t o gain a competitive advant age in an  h onest and f air manner. 

According to Fahy and Hooley (2002: 241-253), such an ethical code must stipulate 

the guidelines for ethical behaviour in t he organisation.  Thus t he question arises to 

what degree did the introduction of the Balanced Scorecard assist MultiChoice Africa 

(Pty) Limi ted in enhancing corporat e governan ce princip les.  This is dealt wit h by 

means of the second and third research questions, and the findings are presented in 

Chapter 6. 

 

The worldwide shortage of skilled people has made it  easier for skilled individuals to 

immigrate to countries such as t he United States of America, Canada, Australia and 

the Unit ed Kingdom.  When organisat ions in t hese cou ntries recruit  people , they 

often source f or talent outside their borders,  especially  when t hey requi re technical 

specialists.  Sou th Af rica has subsequent ly lost  many spe cialists t o these regions,  

especially from t echnology-related industries a nd as a  co nsequence MultiChoice 

Africa (Pty) had to re-evaluat e its human  resources policies t o enable the 

organisation to directly compete with competitors outside its borders. 

 

MultiChoice Af rica (Pty) Limi ted maintains an import ant business prof ile and  

contributes directly towards not only the national income, but also to the well-being of 

the Sou th Af rican community as a whole.   To  what  degre e t he int roduction of  t he 

Balanced Scorecard assist ed Mult iChoice Africa (Pty) Limi ted in communicat ing the 

organisation’s role in t his regard is evaluat ed through t he formulation of the third 

research question. 

 

MultiChoice Africa (Pty) Limited is further affected by negative publicity in the media.  

The issues persist ently cent re o n repeat  p rogrammes and f rustration when  

contacting the organisa tion.  The organisat ion is perceived  t o be arrogant  and t he 

impression is that DStv is not  value for money (exorbitant fees), with endless repeat  

programmes and shocking cont inuity.  DSt v subscribers are of the opinion that i t is 

unfair of MultiChoice Africa (Pty) Limited to increase monthly subscriptions because 

the rand (South Af rica’s mone tary unit) s trengthening against  the United St ates o f 
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America dollar, while pensioners complain that MultiChoice Africa (Pty) Limited is the 

only organisation that does not offer subscription discounts to them. 

 

However, the organisat ion act ively participates in social re sponsibility programmes 

and t hrough part nership wit h Mindset , creat ed a learnin g channel on t he DStv  

bouquet to improve learning and development and education, while its Parliamentary 

channel en sures t hat all Sout h Africans who have acce ss t o DSt v can f ollow t he 

democracy process as it unfolds in parliament.  The organisation further sponsors the 

VUKA Awards,  targeting young African movie  makers in Sout h Af rica, while t he 

annual ‘Face of  Af rica’ pageant  is well received on t he cont inent.  Winners ar e 

offered con tracts by leading int ernational model  agencies in terlinked in Mult iChoice 

Africa (Pty) Limited’s value chain. 

 

The value chain is t he life-blood of an organisat ion as de monstrated in t he case 

study organisation.  Communities of supplier n etworks inf luence and have an effect  

on the strategic prof ile of not only the part icular organisat ion, but also on t he ent ire 

network. 

 

3.3.3 Value chain analysis 
 

The case study organisation’s design of the Balanced Scorecard is crafted around its 

value chain.   However,  due t o the networked economy  a nd it s i mplications for the 

organisation, it is proposed that a shift in the current Balanced Scorecard architecture 

should make provision s f or a ne tworked design t o incorporat e the addit ional 

constructs that an orga nisation should t ake into consideration (see Chapter 7).  The 

following section out lines Mult iChoice Africa (Pty) Limi ted’s current  value chain and  

elaborates on t he element s that were t aken in to considerat ion when the Balanced 

Scorecard was initially developed and implemented. 

 

The organisat ion has e mbarked on a cross-f unctional approach t o managing core 

business processes to support the organisational strategy of innovation, product and 

service generation, order fulfilment and people management, all geared towards total 

customer satisfaction. 

 

Value chain s are a maj or f ocus in t oday’s business world and organisat ions mus t 

either eliminate activities that do no t add value o r improve t he efficiency of activities 
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that do b y int egrating all organisat ional act ivities.  The se cond resear ch quest ion 

investigates the degree  to which t he Balanced Scorecard has assist ed Mult iChoice 

Africa (Pty) Limit ed in adapt ing t echnologies t o ensure a  reduct ion in operat ional 

costs and access lowest  cost  a nd best  qu ality produc ts and services without 

sacrificing co-ordination and cont rol meas ures.  Th is demands a soun d 

understanding of  the chain of  act ivities and it s interrelationship with other business 

activities and organisations. 

 

Strategic alliances with ot her organisat ions, which in  t he past  would have bee n 

perceived as competitors, are emerging.  These alliances have a direct impact on the 

organisational structure, culture and leadership.  The organisat ion places facilities as 

close as po ssible t o t he regions t hat i t serves t hrough joint  vent ures, agent s a nd 

distributors.  Compet itors in one market  become alliances in another to 

accommodate diversity and risk-sharing.  The o rganisation’s operat ion has thus by  

necessity become ext remely co mplex and diversif ied, a nd t he transformation and 

change is managed through change management and transformational leadership in 

every aspect of the business. 

 

In order to address the level of  competitiveness in the industry, the organisation has 

deployed va rious inst ruments to he lp it  understand it s internal capabilit ies, manage  

competitors, creditors, c ustomers, l abour and suppliers,  t he latest being Six Sigma  

(i.e. t hey a re measuring int ernal processes and making improveme nts unt il t he 

desired sa vings or pro cess improvements are reached).   Examples include  ne w 

customer a ctivation processes,  magazine an d st atement dist ribution init iatives, 

branch re-engineering and decoder st ability, a nd t he in troduction of the Balance d 

Scorecard as a strategic management instrument. 

 

Figure 3. 2 below illu strates the MultiChoice Africa (Pty) Limit ed value chain as 

perceived by the organisation (MultiChoice Business Rep ort, 2005: 16-41).  Though  

MultiChoice Af rica (Pty) Limit ed’s value ch ain dif fers somewhat  fro m t he gene ric 

value cha ins usually  found in acad emic textbooks, the diagram visually depict s the 

input, context and output of the organisations products and services, highlighting the 

various international cont ent suppliers t hat the organisat ion depends on f or re-

broadcasting cont ent o n it s DSt v bouquet, in cluding t he various sat ellite supplier s 

that the org anisation depends on f or i ts broa dcasting t echnology and operat ions.  

There are currently on ly a small number of  satellite operat ors t hat are able t o 

broadcast digital signal satellite technology on a global scale and Mult iChoice Africa 
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(Pty) Limited directly competes with other media operators such as BSkyB in Europe 

for transponder capacity on these satellites. 

 

Figure 3.2:  The MultiChoice Africa (Pty) Limited value chain 
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Source:  MultiChoice Africa (Pty) Limited Strategy Document (2005: 35) 

 

The diagra m to some degree also illust rates t he i nternal processes an d 

organisational structure (for example MultiChoice Africa (Pty) Limited call centre). 

 

Through highlight ing and illust rating Mul tiChoice Af rica (Pty) Limi ted’s value chai n,  

the organisat ion’s ext ended value  chain in r ealising t he creat ion of an ext ended 

enterprise to access lowest  cost  and best  quality  product s and services is 

contextualised.  Whe ther and t o what  degree t he int roduction of  the Balance d 

Scorecard has assisted the organisation in realising t his strategic intent and whether 

the current format o f the organisat ion’s Balanced Scorecard is assist ing in realisin g 

and measuring t his int ent, is invest igated t hrough t he f ormulation of  the second  

research question.  The findings as discussed in Chapter 6 directly contributed to the 

proposed t heoretical model of  a  Net worked Balanced Scorecard t heoretical mo del 

presented in Chapt er 7 .  The  theoretical model  is based on a Balanced Scorecard  

that is aligned with the new networked economy. 

 

The f ollowing sect ion describe s t he orga nisation’s content product ion and 

broadcasting operations and f urther highlights key strategic objectives as outlined in 

the diagram above. 
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MultiChoice Af rica (Pty) Limit ed receives f oreign cont ent in Rand burg and Spain 

through various ba ckhauls pr ovided by Orbicom, Telkom and Brit ish 

Telecommunications, while M-Ne t ob tains i ts cont ent directly from the s tudios 

(Paramount, Universal, Warner Brothers, Fox, Disney and Sony) in the form of tapes 

that are st ored in t he video library  after it  is ed ited for ‘s trong’ language and rat ed 

based on age.  Local cont ent is supplied  b y M-Ne t, SuperSport,  free-to-air 

broadcasters and interactive content by the interactive television business unit.  Local 

advertisements are inserted into the content, while a subscriber management system 

determines which content a specif ic customer or count ry can vie w.  Th e content is 

digitally processed, scrambled and up-linked t o the various satellites by Orbicom, a 

local signal  dist ributor, and subscribers recei ve t he cont ent through a sat ellite 

receiver d ish, decoder and t elevision.  Mult iChoice Af rica (Pty) Limited is currently 

incorporating Orbicom into its stable of group organisations. 

 

The content (video, audio and data) received from the broadcasters is scrambled and 

packaged, based on the billing r ules, which,  in t urn, are based on t he bouqu et 

offerings.  The elect ronic progra mme guide  and int eractive applicat ion dat a is 

multiplexed wit h t he vid eo cont ent.  Off -air quality  of  more t han 300 channels i s 

monitored across t he t hree networks (PAS 7,  PAS 10 and W4).   Broadcast 

efficiencies are achieve d t hrough aut omatic au dio and vid eo monit oring f acilities, 

while the majority of the channels provide their monthly programme information in the 

correct format for eas y int egration int o the elect ronic programme  guide.   Furt her 

efficiencies are achieved by reducing the number of backhaul channels in Randburg 

through directly up-linking to the satellites from Europe and t he utilisation of remote 

digital advertising insertion solutions (also a world first for the organisation).  A server 

in Spain is updated with local advertisements, using the Internet network via satellite 

during t he night  t o transfer t he a dvertisements.  These advert isements replace  

foreign advertisements on the incoming feeds.  Effective bandwidth management and 

stable broadcast  inf rastructure with redundancy ne tworks, in t he event of  hardware 

failures, further increases operational efficiencies. 

 

The Dual View decoder,  which wa s launched in  2004, allowed subscr ibers to view 

independently in two diff erent environment s for an addit ional mont hly f ee.  This 

additional subscription does not attract any royalties, or incur any overhead costs and 

was a world first.  Followers, such as Sky TV in the United Kingdom, introduced the 

same concept during t he lat ter part of  2005.   Mult iChoice Af rica (Pty) Limit ed also  

introduced a Personal Video Reco rder in 2006 (Mul tiChoice Annual Report , 200 6: 
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42-47) which allows the subscriber to record content on a h ard drive for viewing at a 

later stage or time-shifting live events. 

 

A project management methodology has been adopt ed to drive business objectives 

through collaboration between divisions a nd involving executive management in the 

decision-making process.   The cult ure is one where st eering committ ees take 

decisions o n project s to mit igate risks, appro ve budget s, resources needs an d 

change req uests t hat affect time, cost  or quality.   St akeholders re ceive mont hly 

progress re ports b y wa y of  project  cockpit s, summari sing st atus, risks an d 

milestones.  Ke y project s are man aged cent rally through the project s off ice while  

divisional projects are assigned t o senior st aff, with the general manager being t he 

sponsor of divisional projects. 

 

Staff perf ormance is managed through a formal review process,  det ailing a 

development plan for personnel to meet the requirements of the posit ion and t o be 

more e ffective in t he workplace.   Achievers ar e rewarded and ret ained, while poor  

performers are exit ed from the organisation.  Mult iChoice Africa (Pty) Li mited has a 

workplace forum as op posed t o a  trade union to represen t st aff.  The consultative 

process ha s worked  we ll f or management  and  st aff as t he f orum rep resents st aff 

during recruit ment, dis missal hearings and ret renchments.  St aff sat isfaction is 

surveyed once a y ear and correct ive measure s are made  t o address any  issues.   

The organisation, in its drive for continuous improvement, annually participates in the 

‘Deloitte Best Company to Work f or’ surve y and obt ained 22 nd place in 2004,  

compared with 57 th in 2002 (Mult iChoice Af rica (Pty) Li mited Annual Report, 200 5: 

48-75). 

 

The organisat ion uses M-Web’s (a sist er organisat ion and an example of  group 

synergy) e-Commerce system, which contains a list of vendors who  comply with the 

government’s Black E conomic Empowermen t s trategy.  Through t he cen tral 

purchasing Internet-based system, group buying power is used to ensure that smaller 

business units obtain the best possible price (economies of scale/scope). 

 

In terms of quality, the impact o f the decoders, middleware soft ware and conditional 

access suppliers all have quality management processes in place to manage product 

quality.  Mult iChoice Africa (Pty ) Limit ed receives complet e product s f rom t hese 

suppliers.  The channe l cont ent quality  is monit ored and subject ively evaluat ed 

through market satisfaction surveys.  Quality forums meet monthly to discuss f ailure 
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rates, trends and incid ents.  The forum consist s of  supplier represe ntatives and 

internal business un its.  Da ily incident s are relay ed to the supplier s f or speedy  

resolution and managed by  operat ional staff, while f eedback is also pr ovided to the 

developers for improvemen ts of  f uture products.   Mult iChoice Af rica (Pty) Limi ted 

thus operates like a n a dhocracy.  Robinson and Pearce (1988:   43-6 0) def ine t he 

need for an adhocracy as follows: 

 

“When it  is import ant that the organ isation be adapt able and creat ive, when 

individual specialist s f rom diverse discip lines are required t o collaborat e to 

achieve common objectives, and when tasks are technical, non-programmed, 

and too complex f or any one person t o handle,  the adhocracy  represents a  

viable alternative.” 

 

It is evident  t hat t his is t he mos t appropriate st ructure for inf ormation t echnology 

organisations, and certainly for MultiChoice Africa (Pty) Limi ted.  The pro blem arises 

in t he disad vantage o f this st ructure, which is t hat i t may cause socia l st ress and  

psychological tension for the workforce. 

 

Media organisat ions sh ould f ocus on how t echnology can solve  t wo of their mo st 

pressing business problems – prof itability and innovat ion.  Media organisations view 

their customers and t he consumer audience,  in part icular, as a mass to be served  

equally.  Instead, as out lined in Li et al. (2002: 1-4), media organisations should use 

business intelligence software to identify which customers are the most profitable as 

those that become adept a t managing wallet  share and cust omer lifetime value will 

derive increased revenues from their customers.  These organisations will be able t o 

forecast the success of new marketing messages and products, keeping misdirected 

ideas f rom draining va luable resou rces.  At  the same t ime media organisat ions 

should also leverage the high cost  of original cont ent creation and delive r derivative 

products faster.  The proliferation of consumers’ options, as represented by video-on-

demand, pe rsonal vide o recorders and digit al radio,  will accelerat e t he pace of 

change in consumer preferences. 

 

For ent ertainment orga nisations and broadcast ers t he app roach t o mass media is 

changing a s audien ces f ragment to t he point  where t he t op prime-t ime t elevision 

shows draw an audien ce of  f ewer t han t en p oints.  However,  video-on-demand 

allows for market ing, based on addressable set -top boxes and games,  while music 

and films become beholden to feedback from the most ardent fans.  With more fickle 
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consumers, media org anisations will have t o st art managing and measuring t heir 

value actively. 

 

Tichy (2002: 65-127) ou tlines the various opt ions to enable growth in organisat ions.  

Profitable business gro wth f lows f irstly from the cont ributed value  gr owth (act ual 

customer growth and va lue per customer growth) to increase value  creation through 

elements such as ty pe/segment, place/geography, time/occasion, value, variety and 

service.  Product ivity growth is enabled t hrough the learning rate of the organisation 

and include s act ions such as ‘best  prac tice’ t ransfers and process re-engineering , 

while t he pace of  execut ion is accelerat ed t hrough overall o rganisational 

effectiveness, people capabilit ies a nd cult ure.  The se cond research  question is 

formulated to evaluate the Balanced Scorecard’s role in a ssisting MultiChoice Africa 

(Pty) Limited in creating ‘loops of learning’ t o ultimately assist in creating knowledge 

employees, thereby creating a sustainable competitive advantage. 

 

MultiChoice Af rica (Pty) Limit ed c ritically anal ysed i ts value chain (int ernal and  

external) and has st arted to measure it s value chain act ivities, which h as led t o an 

array o f c hange ma nagement init iatives throughout the organisat ion.  Th e 

organisation came to the realisat ion t hat i t sho uld maint ain and enhance it s value  

chain and  continuously expand its net works t o ensure a  sust ainable compet itive 

advantage through continuous organisational assessment and change initiatives. 

 

3.3.4 Change management and organisational assessment 
 

Key to the case st udy organisat ion’s f uture st rategic value and int ent is the 

successful implementation of change management  (transformation) into the fabric of 

the Balanced Scorecard.  The result s from the pre- and post -perception study of the 

strategic value of  the Balanced Scorecard will be t aken int o considerat ion when  

evaluating the role of the Balanced Scorecard as a driver for change management in 

the network economy as discussed in Chapter 6. 

 

This se ction examines t he change in st rategy that Mul tiChoice Af rica ( Pty) Limi ted 

has embarked upon.   In this regard t he ques tion is raised  whether the relat ionship 

between all the elements has been thought through and possible alternative solutions 

to t his quest ion are present ed in Chapt er 7 by means of  t he proposed ‘Net work 

Balanced Scorecard’ t heoretical model.   The  way the change process is bein g 
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implemented will be t ouched on superf icially, as an in-dept h analysis is bey ond the 

scope of this chapter. 

 

Factors t hat led t o t he change management  i nitiatives at Mult iChoice Af rica (Pty) 

Limited came about directly from the fact that the organisation has historically been a 

reseller of  ‘best  o f bre ed ent ertainment produ cts’ b y bei ng a low value-add re-

broadcaster f or channel cont ent.  In t he long term MultiChoice Af rica (Pty) Limi ted 

plans to exit the areas of business where it merely acts as a ‘reseller’ of products and 

has proactively chosen to change it s strategy and adopt the vision of being a service 

provider t hrough it s alread y est ablished subscriber managemen t platforms.   This  

places a higher emphasis o n t he value-adde d service d elivery t han on act ual 

transmission of entertainment material.  Value creation and value-added services are 

discussed in Chapt er 7 by means of the proposed ‘Net worked Balanced Scorecard’ 

theoretical model. 

 

An independent organisat ional assessment was conduct ed to assess t he readiness 

to execute the proposed new strategies through the implementation of the Balanced 

Scorecard.  Assessme nt groups included divisional hea ds, direct  report s and a  

representative sample of  e mployees.  Crit eria included  t he s trategy execut ion 

construct or readiness,  perf ormance managemen t, inn ovation and knowledg e 

management.  The read iness assessment  performed by an  independent  consult ing 

organisation ut ilised a q uestionnaire where st aff indicat ed their opinion s on a f ive-

point Likert  scale,  based on a per ception index int erpretation, which r anges f rom a  

rating of one (does not exist at all) to a rating of five (in a position to be a role model 

for other organisations). 

 

The strategy execut ion construct included the broad underst anding of  the customer 

needs and focus areas, core competencies required for strategy execution, alignment 

and f lexibility o f business processes,  a lignment o f the inf ormation sy stems t o 

strategic business prior ities, decision-making culture, leadership mat urity and teams 

clearly mapped to the strategic focus areas and business model. 

 

Innovation and knowle dge manag ement were assessed through cri teria such as 

innovation as t he cen tral aspect  of good  pe rformance, demonstrated innovat ion, 

knowledge management maturity, collaboration and t eamwork quality, focus on  

training, in formation sy stems maturity to support  kno wledge gat hering, an d 

dissemination and key employee retention and encouragement. 



 

102 

The perf ormance man agement re adiness was assessed  t hrough crit eria such as 

leadership ma turity in underst anding and execu ting st rategy, quality of  

communication related to st rategy to lower le vels, relation of organisational success 

to employee compensation, maturity of the performance assessment process as well 

as value creation in relation to competitors. 

 

The f indings of  t he organisat ional readiness result s are brief ly as f ollows: 

misalignment of  budge ts, object ives and perf ormance discussion s, sett ing t argets 

without information (no baseline to work from), while the span of influence provides a 

challenge.  It was felt that the disparity between skill, process and risk was too wide, 

while all par ticipants expressed the desire f or the support  systems to be ready and 

implemented bef ore the organisat ion could embark on the impleme ntation o f the 

Balanced Scorecard. 

 

Drennan (1992: 70-74) points out that the Hawthorne effect shouldn’t be disregarded 

in such an i nstance since it  illustrates the power of att ention, as well as t he potential 

it presents for successful organisational transformation. 

 

“The lesso n of  Hawt horne is st ill very  re levant t oday:  Consi stent 

management a ttention to ke y object ives, combined with adult,  ge nially 

concerned t reatment o f t hose involved in t he work, can produce not onl y 

record-breaking perf ormance but  a breaking of the limit s t hat old cult ural 

habits have imposed” (Drennan, 1992: 70-74). 

 

Strebel (2006:  45-62) believe t hat in order  t o mot ivate the need f or change,  it  is 

necessary to make pe ople uncom fortable wit h t he st atus quo and  t hey proposed  

utilising exi sting anxiet y levels,  which manif est during change,  t o overcome the  

learning an d survival a nxiety.  Thi s would co ntribute to the current  atmosphere of  

uncertainty within the organisation.  The f ear of retrenchment and t he establishment 

of new individual measu rements of  performance as a d irect result  of  i mplementing 

the Balanc ed Scorecard could t hus f oster a  cult ure o f survival a mongst t he 

employees, where t hey are more concerned with making their t arget and ensurin g 

their posit ion wit hin t he organisat ion t han realising t he vision and strategy o f the 

group as a whole. 

 

A f unction of  s tructure i s t o cont ribute to sustaining and cr eating an organisat ional 

culture, i.e. creating a forum wherein a culture can be developed and introduced to all 
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members and affiliated members.  Handy (1994: 191-200) suggests that cultures are 

affected by the events of the past, by the climate of the present, by the technology of 

the type of work, by their aims and the kind of people (especially the leadership) who 

work in them.  It is the nerve system of the organisation. 

 

As a result of the rapid growth experienced by the organisation, there were a number 

of s tructural changes t hat resul ted i n t he cult ure not having had suff icient time to 

establish it self, and f urthermore t here seemed to be a disp arity be tween t he sales 

and service s division s within t he organisat ion.  Low motivat ion and morale wa s  

recognised by management, bu t they believed t hat the l evel was n o higher t han 

normal in all uncert ain sit uations and emphasised t he need f or effective an d 

continuous communicat ion t o a ll st aff members t o overcome t his barrier.   

Management recognise d t hat i t is essent ial to communicat e t he vision t o all 

concerned and position the events as a po sitive natural progression in the life cycle 

of t he orga nisation.  To what  deg ree t he int roduction of t he Balanced Scoreca rd 

assisted the organisation in realising this, is evaluated through the formulation of the 

first research quest ion.  Team brea kaways are currently being planned wit h the aim 

of increasing morale and mot ivation, and  t o use it as an o pportunity for 

communicating to all staff members. 

 

Style is generally  perceived as a re flection o f an organisat ion’s culture (Waterman, 

Peters & Phillip s, 1990:  14-26).   Mult iChoice A frica (Pty ) L imited hist orically had a 

very aggressive corporate culture and the importance o f financial performance was 

stressed above an ything else.   Th e cult ure n eeds t o be  aligned wit h t he current  

strategy, an d in order t o achieve t his, loy alty is required.   Mult iChoice Af rica (Pty) 

Limited has realised that if its culture is not aligned with the strategy, then culture will 

override the st rategic object ives and has t herefore int roduced specif ic objectives to 

address the misalignment through new inno vative remunerat ion structures and st aff 

incentives. 

 

In large and complex ar eas of  study, i t is benef icial to f irst get  an overview f or the 

purpose of  posit ioning and clarity  of direct ion.  I n organisat ional rest ructuring and  

change, it is t he rela tionship between all t he elements that is part icularly signif icant 

by J. Clark (1995: 1-4, 7-48, 134-137, 226-240).  No one elemen t should be pursued 

to the det riment of  ano ther, as t he interconnectedness to realise  improvement  a nd 

development in one area directly affects other areas.  The key to the change initiative 

is not  att ending t o each element  i n isolat ion but  to conn ect and balance all t he 
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elements.  This is precisely  what Kaplan and Nort on’s Balanced Scorecard t ends to 

achieve a nd is e valuated t hrough t he f ormulation of  all t hree research quest ions.  

The crit ical t ask is to underst and how t he elemen ts balance each ot her, h ow 

changing o ne element  changes t he rest , and how sequen cing and pa ce af fect the 

whole structure. 

 

The final step in t ransformation is to institutionalise new approaches.  There are t wo 

fundamental factors that will change the corporate culture.  Firstly, any improvement 

in performance that is linked to the change process should be highlighted to the staff.  

Secondly, succession planning should not  be ignored.  It is vital that the succeeding 

generation of  top management embraces the organisat ional changes (Kotler, 2003: 

90-90, 108, 348-352). 

 

In the light of the recent changes in  the macro and micro-economic environment  as 

discussed above, it  is e vident t hat MultiChoice Af rica (Pty) Limit ed ne eded t o take 

some act ion t o avert  the risks and  t ake advant age o f t he opportunities t hat these 

changes pr esent.  The  degree t o how t he int roduction of  the Balanced Scorecard 

assisted MultiChoice Africa (Pty) Limited in reducing the risks associated with change 

and t herefore assist ed in t he organisat ion’s sust ainable compe titive advantage, is 

evaluated through the formulation of the second research question. 

 

By consolidating improvements and producing still more change,  a victory should not 

declared too soon.  This does not imply that a win should not be celebrated, only that 

the war no t be declared as won prema turely.  It takes years for changes and new  

approaches t o permea te t hrough a n organisat ion, part icularly t he human aspect of 

adapting to change.  Drennan (1992: 70-74) emphasises the importance of repetition 

in consolidating improvements. 

 

In an a ttempt to enhance the sustainability of its competitive advantage, MultiChoice 

Africa (Pty) Limited sho uld st art with a change manage ment process of i ts supply 

chain as su pply chain i ntegration was int ended t o increase product ivity, innovat ion 

and prof it.  Accordin g t o Bunger,  Brown and Schaef fer (2002:  1-4), cross-

organisational applicat ion int egration won’t  e xperience vict ory un til all part ners, 

people and processe s change as well – wit h i nterorganisational change 

management.  The au thors out line that  new t echnology an d organisat ional change 

are the onl y two factors that will promo te growth.  Be fore 1993 product ivity grow th 

was acquire d t hrough perf ect proce sses within departments (product ivity growt h o f 
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one to three per cent was achieved through process re-engineering and right-sizing).  

Between 1993 and 2000, on t he ot her hand, int ra-organisational change  

management, t hrough breaking d own barrier s bet ween depart ments f or cross-

functional processes, realised a productivity growth of three to six per cent (Bunger et 

al., 2002: 1-4). 

 

Bunger et al.  (2002: 1-4) f urther ment ions t he f act t hat since 2001 int er- 

organisational change management ensures productivity growth of five per cent plus, 

through breaking do wn barrier s bet ween organisat ions f or cross-f unctional 

processes.  The value chain is ch anging wit h t he dawn of  a  new discipline,  inter-

organisational change managemen t.  This is mainly achi eved t hrough out sourcing 

and split ting f unctions wit h part ners f or product ivity.  The  f ormulation of  t he third 

research qu estion of  w hether the Balanced Scorecard assist s Mult iChoice Af rica 

(Pty) Limi ted to create new relat ionships to create extended enterprises, to access 

lowest cost  and best  quality produc ts and services wit hout sacrificing co-ordinat ion 

and control measures, takes Bunge r et al . (2002: 1-4) commen t into account.  This  

new approach to the va lue chain captures innovat ive ideas f rom people across t he 

value chain .  Boeing i s a good example of  the new ap proach.  W hen Boein g 

designed t he revolut ionary 777 aircraft  t en years ago,  it deploy ed collaboration 

software to 2 200 employ ees on  238 desig n/build t eams across several of  it s 

divisions and geographies.  But to develop its next big innovation, the Sonic Cruiser, 

Boeing’s collaborative teams and software will not only cross internal boundaries, but 

also external ones to its 20 000 suppliers. 

 

Inter-organisational change management will b uild on t he 1990s int ra-organisational 

change management skills.  Best  prac tices f or aligning part ners, people and  

processes with cross-o rganisational object ives will emerge  quickly  as collaborative 

organisations embrace these skills as changes sweep t he indust ry.  Bunger et a l. 

(2002: 1-4) highlight  the f act that measuring product ivity for an  e ntire business 

network will become a new component  of organisational valuations, and, ul timately, 

new f inancial measuremen ts and i nstruments will emerge – like mu tual f unds that 

track t he perf ormance of  a part icular busine ss net work.  The f ollowing d iagram 

outlines t he diff erences in int ra-organisational and inter-organisat ional chang e 

management. 
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Figure 3.3:  Differences intra and inter-organisational change management 
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Source:  Bunger et al. (2002: 1-4) 

 

Innovation pressure will f orce process owners t o become project  leaders in t he very 

near f uture.  Successf ul process o wners and t heir project  t eams will r oam across 

organisations f rom proc ess chokep oint to chok epoint, realigning t he s ystems and 

processes t hat manu facturers and supplier s share (Cam eron, Mines  & Bo ynton, 

(2002: 1-13). 

 

By es tablishing joint  inter-organisat ional object ives bet ween all st akeholders in t he 

value chain through the realisat ion of inter-organisational Balanced Scor ecards that 

improve and enhance inter-organisational co-operation, collaboration and growth, the 

sustainable compet itive advant age f or all st akeholders in t he int er-organisational 

value chain is enha nced.  On e can t hus make t he assumpt ion t hat the 

implementation of  t he Balanced S corecard as a generic instrument for st rategy 

implementation can no longer be implemented in isolation in a single organisation but 

should be  perceived as a co llective cont rol inst rument to enhance collaboration 

between organisat ions, government s and indust ries (see Sect ion 7. 4.2, Th e 

Networked Balanced Scorecard). 
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3.3.5 Implementation of the Balanced Scorecard 
 

The Balanced Scorecard provides a lens t hrough which all f unctions of  the 

organisation can be rela ted and co-ordinated for other crucial players, not only in the 

value cha in but  also in  t he wider network as a whole.   T his in strument should b e 

used in an attempt to create larger networks and establish collaborative communities 

of practice, as outlined in the following section and further expanded upon in Chapter 

7 where the Networked Balanced Scorecard theoretical model is introduced. 

 

3.3.5.1 Background  

 

MultiChoice Africa (Pty) Limited had to align its strategic objectives to ensure that the 

business re mains prof itable while maintaining it s dominance in t he pa y-Television 

business in Africa.  The strategies were aimed at addressing specific objectives in an 

attempt to c ounter threats or focus on opport unities t hat came through t echnology 

advancements and changes to government policies. 

 

The Balanced Scorecard was implemen ted to support the organisation in it s change 

management init iatives.  Change management can be d efined as t he process of 

providing st rategic support  to e nsure t hat people and t he org anisation are 

intellectually, physically and emotionally prepared to commit to the changes t hat will 

occur as a result of organisational initiatives. 

 

The object ives and act ivities in t he MultiChoice Af rica (Pty ) Limi ted change  

management work st ream coupled wit h t he impleme ntation o f the Balanc ed 

Scorecard included en hancing t he underst anding of  the history o f c hange in t he 

organisation and t he impact of the implementation of the Balanced Sco recard in t he 

organisation.  This was done b y cont inuously communicating the changes,  benef its 

and facts surrounding the implementation and proposed changes. 

 

MultiChoice Af rica (Pty ) Limit ed ha d t o make changes t o it s mission and vision t o 

take in to ac count the future o f it s b usiness as it  had  remai ned unchanged f or five 

years. It thus had to be revised to accommodate a converged environment where the 

boundaries between broadcasting, computing and telecommunications are becoming 

increasingly blurred.  Changing an organisation’s vision and mission requires serious 

consideration and sever al working sessions.   T he vision a nd mission t hat emerged 
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from this exercise positioned the organisation to deliver compelling content to various 

devices (e. g. mobile phones,  pe rsonal digit al ant s, pe rsonal comput ers, using  

multiple platforms [not just satellite]), while providing world-class customer service. 

 

The decisio n t o i mplement the Bal anced Scorecard arose  f rom the fact that there 

was limit ed f ocus on st rategic issues,  t hat management report ing was bia sed 

towards financial measures and that there were aggressive growth initiatives that put 

pressure on strategy development and deployment.   I n the past the performance of 

the organisat ion was based on and assessed b y repo rting on hi storical data.   

Management parame ters have bee n issued  t hrough assig nment of  re sources an d 

priority no tes.  Howeve r, these have t o a lesser ext ent been relat ed t o the act ual 

results achieved. 

 

Through participation in the development of Balanced Scorecards and testing of the 

system, more att ention has been given t o the manage ment o f the operations by 

analysing the organisation’s value chain as outlined in the diagram below. 

 

Figure 3.4:  The Balanced Scorecard (BSC) – p art of a continuum of logic and act ion 

that translates a mission into desired outcomes at MultiChoice Africa (Pty) Limited 
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Source:  Mult iChoice A frica (Pty) L imited internal newslet ter, Net workNews (April 

2005: 3) 

 

The organisat ion further used t he Balanced Scorecard implement ation process t o 

focus on t he process o f se tting standards in order t o address mult iple perspect ives 

within the organisat ion.  The Balan ced Scorecard f orces the st andards to t ranslate 
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into tangible objectives and measurable outcomes in an attempt to create an overall 

impact.  Th e f ocus of  the Balance d Scorecar d project  was t o develop a suit able 

framework f or Mult iChoice Af rica ( Pty) Limi ted’s manage ment, given t he cent rally 

determined strategies to improve goal accomplishment  a s out lined in t he diagram 

above.  It  is  imperat ive to link t he Balanced Scorecard t o specif ic st rategies, which 

provide further initiatives for creating multiple networks to sustain the information flow 

and updat e t he da y-to-day operat ional act ivities t hat are  aligned  t o t he long-t erm 

strategic vision and mission. 

 

3.3.5.2 Linkage to the strategies 
 

Strategic focus areas f or MultiChoice Africa (Pty) Limi ted include cont ent leadership 

across mult iple delivery platf orms, retaining an d growing the subscrib er base and  

new markets, and ensuring the optimum utilisation of the delivery infrastructure. 

 

Strategic alliances wit h ot her organisat ions which would have been  regarded as  

competitors in the past are emerging.  This has a direct impact on the organisational 

structure, c ulture and l eadership.  The organisat ion also sit es facilities as close a s 

possible to the regions t hat i t serves t hrough joint ventures, agents and dist ributors.  

Competitors in one market become alliances in another in order to deal with diversity 

and sharing of  risks.   The organisa tion’s operation has become ext remely complex 

and diver sified, and t he t ransformation and change is managed t hrough chang e 

management and transformational leadership in every aspect  o f the b usiness ( see 

Section 3.3.5.3, MultiChoice Africa (Pty) Limited Corporate Balanced Scorecard). 

 

Specific corporate objectives include the establishment of new revenue streams and 

services, t he ent renchment of  risk assessment  discipline s, obt aining a broadca st 

licence and  preparing f or compet ition issues, ent renchment of  in teractive television 

services (e.g.  youth market) and the formulation o f gro up st rategies f or mobile 

services. 

  

Through t he development  o f the Balanced Scorecard f ramework, a clear object ive 

was to develop a management system suitable for governing the organisation, which 

incorporates bot h lon g-term and short -term (annual)  priorit ies t hrough t he 

establishment o f appro priate lead indicat ors or f orward-looking para meters.  Th e 

ultimate goal of MultiChoice Africa (Pty) Limi ted’s strategy and Balanced Scorecard  



 

110 

is to maximise shareho lder value  through the realisat ion of  the mission and visio n, 

which will lead to increased prof its.  Although an organisat ion maintains its specif ic 

objectives, they are inext ricably linked to the larger information surge, which creates 

important c hallenges f or t he ul timate survival of  the org anisation in it s att empt t o 

maintain and develop  a sustainable competitive advantage.  These  are contained in 

the commu nication f rameworks a s presuppo sed by  the Balanced  Scorecard  

perspectives. 

 

3.3.5.3 Balanced Scorecard perspectives 

 

The Mul tiChoice Af rica (Pty ) Limi ted Corporate Balanced Scorecard s ystem was 

developed on the basis of the following four perspectives. 

 

Figure 3.5:  MultiChoice Africa (Pty) Limited Corporate Balanced Scorecard (BSC)  
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Source:  Mult iChoice A frica (Pty) L imited internal newslet ter, Net workNews (April 

2005: 3) 
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The f inancial perspect ive def ines the ult imate purpose, achievement of the superior 

goal as out lined in t he mission and vision.   Th e purpose and exist ence of all o ther 

perspectives are mo tivated b y their suppor t towards this perspect ive t hrough 

increased value-added services and upgrades by focusing on plat form partnerships 

through innovative cross-platforms. 

 

The cust omer perspect ive f ocuses on providin g value f or the organisat ion through 

innovative product s and services,  and est ablishing part nerships t hrough delight ful 

resolution b y providin g innovat ive and co mpetitive product s and value-ad ded 

services.  Value f or mo ney included the provision of  high quality  content,  more for 

less and  mult i-platforms t o sat isfy all ent ertainment needs.   Delight ful resolut ion 

objectives include timely and correct resolution of issues, and involving subscribers in 

all new product/service developments. 

 

The int ernal perspect ive f orces t he sub-object ives of  de veloping an d launching  

innovative and competitive products, and value-added services, to focus on retaining 

and growin g subscr ibers, providin g mult i-platform cont ent leadership by opt imising 

the value chain,  implementing new st andards of  service excellen ce, ensuring go od 

governance and managing regulat ory challeng es.  The f ocus is on o ptimising t he 

content supply chain b y the sourcing,  marketing, packaging and delivery  o f content 

and t o imp rove busine ss ef ficiencies in each  area.   Good governa nce t hrough 

regulatory c ompliance a nd princip les f orms a major part  of t he proce ss obje ctives, 

while imple menting new st andards of  service excellen ce is achie ved t hrough 

proactive improvement and benchmarking standards. 

 

The f ourth perspect ive, innovat ion, focuses on le veraging subscriber-cent ric 

knowledge management port folios b y f ocusing on delivery t echnology and indust ry 

trends, new product s a nd services t hat can be of fered a nd proact ive ‘cust omer 

expectation sensors’ through knowledge management initiatives. 

 

All media or ganisations have a st rong commitment to the communities they service.  

Not onl y do t hey provid e superior cont ent, bu t also promot e public trust b y bein g 

good community partners.  The Mul tiChoice Africa (Pty) Limited Balanced Scorecard 

measures success in meeting t hese object ives by  tracking t he involvement  in  

community affairs. 

 



 

112 

Based on t he f our perspect ives, f ive t o seven  main object ives were developed f or 

each persp ective as illust rated in the Mul tiChoice Af rica (Pty) Limi ted Balanced  

Scorecard strategy tree below. 

 

Figure 3. 6:  Mul tiChoice Africa (Pty) Limi ted Corporate Balanced Scorecard (BSC) 
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Source:  MultiChoice Africa (Pty) Limited Business Report (2005: 16-41) 

 

The management parameters selected provide guidance as t o what to do or achieve 

in order t o succeed.  A key  challenge was f inding the appropriate balance bet ween 

the forward and past -looking parameters.  The perf ormance measures quant ify the 

initiatives t o be achie ved under t he manageme nt parame ters.  I n addition,  act ion 

plans relat ed t o the various in itiatives are not  incorporat ed in the Balanced  

Scorecards but  in to individual per formance measurement cont racts.  During t he 
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process of  est ablishing object ives and sett ing milest ones t o be evaluat ed b y the 

Balanced Scorecard, organisations should create a radar syst em that not only takes 

into account  their direct  int ent b ut also st rives t o capture t he wider collect ive 

knowledge demands of societ y, s takeholders and t he environment  a s a who le as 

outlined in t he proposed ‘Net worked Balan ced Scorecard’ t heoretical model in 

Chapter 7. 

 

3.3.5.4 Project focus and stakeholders 
 

The focus of the implementation of the Balanced Scorecard project  was t o reinforce 

the organisat ion’s visio n and st rategic f ocus areas, st reamline inno vation, align  

priorities and establish an integrated performance management system based on the 

key crit ical success f actors as out lined in t he Balanced Scorecard.   The Balanced  

Scorecard is used a s a  pract ical in strument to support  t he transformation process.  

Stakeholders include se nior management, the project steering commi ttee, business 

solutions, divisional and human res ources champions and a communi cations team.  

The organisation employed an external consultant to steer the project. 

 

The organisat ion is now implemen ting a new soft ware programme  that will put  the 

entire orga nisation ont o the sa me pla tform for tracking and analy sing d ata, 

standardising measurement methods, enabling t imely reporting by interphasing with 

other s ystems to i mprove da ta collect ion and accuracy,  an d enhancing  

communication of the strategy and measures throughout the organisation. 

 

The deliver ables and t ime lines f or t he implement ation o f the Balanced Scorecard 

took place over several months, starting in June  2004, by establishing the corporate 

objectives a nd execut ing an organisat ional readiness inve stigation.  Early in 20 05 

divisional B alanced Scorecards were f inalised f ollowed by t he dev elopment o f 

individual Balanced Scorecard competencies.  This has result ed in the 

implementation of a ne w performance management system that is direct ly linked to 

the object ives in t he Balanced Scorecard.   Act ions inclu ded t he de velopment of 

interim Bala nced Score card pages,  calculat ing mont hly targets, devel oping input  

templates for manual da ta, calculat ing monthly actual results (per update process),  

and publishing int erim Balanced Scorecar ds on t he organisat ion’s int ranet.  

Evaluation creates a correct ive and expansive information base to be used to install 
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efficient systems to drive t he entire organisation towards its strategic objectives and 

ultimately secure a sustainable competitive advantage as outlined in the next section. 

 

3.3.5.5 Evaluation 

 

Organisations t hat have int roduced t he Balanced Scorecard all report  that lessons  

learned include an accept ance t hat the Balanced Scorecard will never be 100 p er 

cent correct since it  is a dynamic document  under constant revision and should be 

used as soo n as possible,  even i f it isn’t perfect (Kaplan & Nort on, 2004: 395-410).  

Management must receive feedback from all levels, ensure that the system is flexible 

enough t o make modi fications, no t take requ ested modi fications personally  and 

accept the fact that some metrics are report ed manuall y and are never complet ely 

automated. 

 

The researcher obser ved t hat the Mult iChoice Af rica (Pty) Limi ted Balanced  

Scorecard did not include communication objectives or measurements that would be 

relayed to investors to inform them of the organisation’s competitive position.  Neither 

did t he Balanced Scorecard measure whet her t he organisat ion’s posit ion can b e 

expected to improve or det eriorate if  the present  s trategy is cont inued, or rank the 

organisation relat ive t o major compe titors in t erms of  ke y success f actors.  

Measurements ou tlining t he o rganisation’s net  co mpetitive advantage or 

disadvantage, and t he ability of the organisation to defend its positioning in t he light 

of indust ry driving f orces, compet itive pressures and t he ant icipated moves of 

competitors are also omitted in the current MultiChoice Africa (Pty) Limited Balanced 

Scorecard.  This point is discussed in more det ail in the discussion on the findings of 

the research in Chapt er 6.  The research result s and these observat ions b y the 

researcher have cont ributed to the proposed  ‘Net worked Balanced  Scorecard’ 

theoretical model presented in Chapter 7. 

 

A Balanced Scorecard effort is, in effect, a number of different Balanced Scorecards.  

In fact, a way to ensure success with a Balanced Scorecard of  10 to 20 metrics is to 

have multiple cascading Balanced S corecards.  This is f urther discussed in Chapter 

7.  The e ffort starts at the top with the corporate Balanced Scorecard.  At  this level 

the Balanced Scorecard  is primarily f ocused on t he st rategic object ives around t he 

four perspect ives.  Once t hese are set , the Ba lanced Scorecard is cascaded down 

through each level in t he organisation until it eventually reaches the individual le vel.  
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By cascading Balanced Scorecards in t his fashion, the objectives of each individual 

employee a re t ied to the overall co rporate s trategy and obj ectives, a p ractice t hat 

increases the probability of successful strategy execution. 

 

Through the implementation of the Balanced Scorecard it is envisaged that the basic 

directives of  st rategy ca n be imple mented.  These dire ctives of  st rategy are clie nt 

relationship management,  organisat ional development, t echnology development , 

corporate int elligence, st rategic management  and invest ments, inf ormation 

technology managemen t and new business d evelopment wit h t he ke y f ocus on 

management and development.   T hrough t he f ormulation of  t he three research  

questions, these constructs were test ed and the results are presented in Chapt er 5 

and the findings are discussed in Chapter 6. 

 

From the discussion regarding the implementation of the Balanced Scorecard issues 

around t he historical ba ckground of  t he organisat ion were brought  to light.   In this 

way the organisat ion’s social,  polit ical, econo mic and environment al perspect ives 

were highlig hted, which where t aken int o considerat ion in t he i mperatives of  the 

strategic analysis. 

 

3.4 CONCLUSION 

 

The case st udy organisat ion has a f lat functional st ructure, which ensures t hat 

change can  be implement ed with minimum e ffort.  The s mall numbe r of  person nel 

makes communicat ion open and direct , which provides an advantage f or the 

organisation in it s strategy implementation drive and direct ly a ffects the sustainable 

competitive advantage.  A st rong personal and powerful leadership f urther ensures 

an informal, hands-on culture of respect, high and innovat ive productivity, with a less 

formal task culture and structure.  The operations of the organisation are challenged 

through t he complex a nd changin g int ernational business environment  which is 

affected b y f orces outside it s con trol such a s exchang e rat e f luctuations, AI DS, 

legislation and privatisation. 

 

MultiChoice Africa (Pty) Limited correctly recognised the need to change but failed to 

identify all the ele ments a ffecting t he organisat ion as well as t he int eractive 

relationship of  these element s ou tlined in t he result s of  the 2005 Organisat ional 

Climate report.   The a reas part icularly under scrutiny are  sy stems, s tyle, super-

ordinate object ives, but,  mos t imp ortantly, the st aff.  I gnoring t he super-ordinate  
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elements has result ed in what  Naver and Slat er (1990:  20-35) t erm survival mode, 

where the dominant motivation is self-preservation. 

 

This section outlined the imperatives for change at MultiChoice Africa (Pty) Li mited.  

The driving forces for the changes were found to be in the element of strategy and 

strategic intent.   The effects o f this change  on t he o ther element s a ffecting 

organisational effectiveness were cr itically analysed.  Adequ ate managerial concern 

for cert ain of  the element s was f ound t o be l acking as o utlined in t he Mult iChoice 

Africa (Pty) Limited Organisational Climat e Report  (2005 : 7-41).  The  mos t crit ical 

area being neglected is the staff.  Without the support of the employees, attempts at 

change init iatives and strategies will be f utile.  Mul tiChoice Af rica (Pty) Li mited 

management has acknowledged t hat their e mployees are t he as sets of the 

organisation, but the organisation needs to implement systems that support this view 

(MultiChoice Africa (Pty) Limited Annual Report, 2005: 48-75). 

 

The digit al networked economy is an act ual phenomenon.  It s nat ure is b ecoming 

even more apparent  as we start to underst and and exp lore t he opport unities an d 

obstacles it presents.  Some of the more immediate effects are best understood if we 

consider how we live our lives today compared with even ten years ago. 

 

MultiChoice Af rica (Pty) Limit ed was select ed in order to demonst rate how the 

Balanced Scorecard wa s applied and int roduced, and  how it  was perceived by the 

organisation’s employ ees during  it s implement ation phase and one  year lat er to 

evaluate the strategic value of the Balanced Scorecard in the networked economy. 

 

By ident ifying t he role of  t he Bal anced Scor ecard as a  st rategic managemen t 

instrument to develop and maintain a sustainable competitive advantage, one should 

be able to reduce the barriers and enhance the drivers for organisational success.  It 

is envisage d t hat the implemen tation of  the Balanced Scorecard will support  the 

organisation to develop and maintain a sustainable competitive advantage in the long 

term as it  will a ssist the organisation in en suring that daily operations are based  on 

shared views.  It is further envisaged that the Balanced Scorecard will enhance the 

organisation’s ability to grow and learn through nurturing and developing the required 

competencies t hat will support  i ts int ellectual c apital, knowledge mana gement and 

innovation initiatives. 
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The next  ch apter focuses on t he methodology used in the research , including the 

manner in which the sample was selected, the design of the interview questions and 

questionnaires, the data gathering procedure and elaborates on the framework used 

to analyse the data. 
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CHAPTER 4 

RESEARCH METHODOLOGY 
 

‘The key to unlock a complicated problem is to follow a simple solution’ – General Bernard 
Montgomery (Architect of D-day invasion:  1944). 

 

 

4.1 INTRODUCTION 
 

This chapter documents t he study design and methodology followed in researching 

the s trategic value of  the Balance d Scorecard in t he ne tworked economy.   Th e 

results and findings discussed  in t he f ollowing chapt ers ar e based on  mult i-variant 

data gathered from a case st udy organisation, Mult iChoice Africa (Pty) Limit ed.  An 

overview of t he purpose of  the research is st ated.  Research proposit ions and key 

concepts that formed part of the study are reviewed,  including how t he proposit ions 

were derive d f rom existing t heories and empirical st udies, and wh ich definitions of 

constructs were cho sen and on what grounds.  The st udy design is t hen discussed 

with regard to the type of  research conduct ed and t he general appro ach f ollowed.  

Detailed reference is also made to the research methodology and methods employed 

during t he various stages of  t he research (see Sect ion 4. 2.1.2 and 4. 2.4), which  

included gathering, processing and analysis of data. 

 

MultiChoice Af rica (Pty) Limi ted finds it self in a d ynamic, highl y compe titive, 

regulated and t echnology-driven environment.  I ts functioning wit hin a net worked 

economy provided a suit able sett ing t o serve as a case  st udy orga nisation f or 

evaluating the st rategic value of  the Balanced Scorecard during t he organisation’s 

transformational drive.  During t he development process of t he Balanced Scorecard  

design, the MultiChoice Africa (Pty) Limited Executive Board in conjunct ion with the 

Business Unit  manage ment had t o consider h ow ch ange could be  achieved within 

the organisation and evaluate how they arrived at the various corporate and business 

unit level st rategies to be imple mented in a drive t o enhance t he compe titive 

advantage of the organisation in the short and long term.  This, according to Kaplan 

and Norton (1996a: 272 -292), is a direct applicat ion o f the Balanced Scorecard by 

linking st rategic and management  activities.  By creat ing the st rategic vision,  which 

led to creating/changing linked st rategic objectives (what needs t o be achieved and 

what must be done to achieve it), in turn led to answers that were conceptualised in 

the Balanced Scorecard , where result s to questions su ch as ‘are we doing what we 
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set out to do?’ can be highlighted.  A direct result was the development or revision of 

objectives, measures, targets and actions, which were t hen translated back int o the 

Balanced Scorecard. 

 

The f ollowing sect ion elaborat es on t he research design,  highlight ing t he types o f 

research that were employed and the phenomenological research paradigm that was 

applied.  It concludes wit h the four phases of the research,  na mely in-dept h 

interviews, st ructured questionnaires, f ocus groups and , last ly, se mi-structured 

questionnaires, followed by an elaboration on the research model applied. 

 

4.2 RESEARCH DESIGN 
 

The research paradig m represent s the general approach t aken in a research  

process, wh ile t he approach to t he ent ire process of  t he research is known as t he 

research met hodology (Hussey  & Hussey , 1997:  54).   Alt hough, in part, t he 

methodology is de termined b y the research problem, the assumptions used in t he 

research and the way the research problem is defined influence the way the study is 

conducted.  It is also of  i mportance t o no te the diff erence bet ween the concept s 

'methodology' and 'methods'.  Hussey and Hussey (1997: 50) note that 'methodology' 

refers to the overall approach to t he rese arch proce ss, f rom the t heoretical 

underpinning to the collecting and analysis of the data.  Methods, on the other hand, 

refer only to the various means by which data can be collected and/or analysed. 

 

This study was conducted within a  f ramework leaning t owards a phenomenologica l 

paradigm approach where t he researcher utilised a triangulat ion me thod of 

interviews, group discu ssions, and st ructured and unst ructured ques tionnaires t o 

collect dat a, based on  a pre- an d post -analyses o f the implemen tation o f the 

Balanced Scorecard within a case study organisation. 

 

The f ollowing sub-se ctions con sider t he ty pe o f research  conduct ed, st ages of  t he 

research, the research paradigm and the research model. 

 

4.2.1 Type of research 

 

According to Hussey  and Hussey  (1997:  9),  the different types of  research can b e 

classified according to: 
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• The purpose of the research -  the reason for conducting research; 

• The process of the research - the way in which data is collected and 

analysed; 

• The logic of the research - moving from the general to the specific or vice 

versa; and 

• The outcome of the research - whether a specific problem is being solved or 

makes a general contribution to knowledge. 

 

The Balanced Scorecard was int roduced in t he case st udy organisat ion to assist in  

the organis ation’s impl ementation of a  new strat egic int ent as well a s t o assist  in  

change initiatives to develop and maintain a sustainable competitive advantage.  The 

research focuses on understanding the strategic value of the Balanced Scorecard by 

measuring percept ions of  MultiChoice Af rica (Pty) Li mited’s management and 

employees at implementation and one year later and evaluating it against the derived 

propositions.  The  f indings of  the research,  although unique t o the case study, are 

used to test three propositions emerging f rom the literature, which encapsulates the 

strategic outcome-based values of  the Balanced Scorecard.  They are the Balanced 

Scorecard’s role in support ing orga nisations in overcoming t he barrie rs t o s trategy 

implementation, in assisting organisations in gaining a competitive advantage, and to 

serve as an instrument that supports and enhances the sustainability constructs of an 

organisation’s competitive advantage. 

 

4.2.1.1 Purpose of the research 

 

The purpose of  this study was to gain an understanding of the strategic value of  the 

Balanced Scorecard within a net worked econ omy, evaluat ing it  aga inst various 

propositions derived about the Balanced Scorecard. 

 

4.2.1.2 Process of the research 
 

The research process followed a case st udy a pproach.  MultiChoice Af rica (Pty)  

Limited was selected to serve as a case study organisation.  The reason for choosing 

MultiChoice Af rica (Pty ) Limit ed was f irstly i ts decision t o implemen t the Balanced 
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Scorecard which provided t he op portunity to evaluat e the role of  the Balanc ed 

Scorecard against  t he st atements made b y it s founders, Kaplan  and Nort on.  

Secondly, the case st udy organisation f unctioned within a global net work economy.  

This provid ed a case st udy sett ing f or inve stigating the st rategic value of  the 

Balanced Scorecard in this context.  A proce ss of measuring percept ions about the 

Balanced Scorecard du ring the early st ages of  implementation and aga in one y ear 

later could thus t ake place.   In o ther words,  a pre- and post -evaluation could be 

carried out.  Furt hermore, as MultiChoice Af rica (Pty ) Limi ted is rela tively s mall in  

size, the influence of disturbing factors in the research field was minimised. 

 

The case study approach is suit able because  the Balanced Scorecard  is a  t ailor-

made instrument (Kaplan & Nort on, 1996a: 199-222, 272-292; Olve et al., 1999: 12-

23).  Every organisat ion is dif ferent and thus each orga nisation wo uld use t he 

Balanced Scorecard in a unique way.  Brinker (1997: 46-76) elaborates on the design 

and application of individual organisat ion’s use of the Balanced Scorecard and st ate 

that besides sy stem diff erences, d ifferences in corporat e cult ure, size,  st ructure, 

assignments and oper ations necessit ates t ailor-made designs.   It  is f urthermore 

complicated to compare an organisat ion that has implemented the concept with one 

that does not  use t he Balanced Scorecard.   The case st udy approa ch, howeve r, 

provides a  single un it of  anal ysis f rom which first-hand in sight is gained int o t he 

utilisation and impact  of  the Balanced Score card in a  h olistic way  in a spe cific 

organisation (Jankowicz, 1995: 81-94, 157-176). 

 

Hussey and Hussey (1997: 186-246), one of the most well-known authors in the field 

of designing and con ducting case st udies, compares the case st udy to t he 

experiment, and provides alternative situations in which one might choose to use the 

former  method.  For example, if one follows a theory that specifies a particular set of 

outcomes in particular circumstances and uses a case st udy of an orga nisation that 

finds it self in t hose circumstances, a crit ical test of  the theory could b e undertaken 

and its application to the organisation could be examined. 

 

The advantage of the case study method is that it attempts to be comprehensive and 

involves describing and analysing the full richness and variety of events and issues in 

the organis ation or department in  quest ion.  St ake (19 95: 2-33 , 4 0-88, 91-11 4) 

stresses that the difficulty with the case study method is that the researcher opens up 

the design to influences arising from day-to-day events to a somewhat greater extent 
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than is t he case with o ther me thods and t he r esearcher should t hus t ake care  t o 

review regularly.  In a case st udy approach, multiple sources of  evidence should b e 

taken into account to validate and confirm initial conclusions, manage and maintain a 

growing dat abase and  const ruct an inf erential chain  f rom t he st udy t hrough a 

database of evidence to final conclusions (Stake, 1995: 2-33, 40-88, 91-114). 

 

The role of  case st udies can f urther be highlig hted through the fact that a recurring 

issue in management science is t he generalisat ion o f findings and concept s.  In 

studying bu siness science, research is usually conduct ed in t he field (Hussey  & 

Hussey, 19 97: 57) and t he research is conducted wit hout want ing t o cont rol 

environmental variable s.  Consequent ly, the result s of such rese arch ma y be 

influenced by uncont rollable variables, which ma y result  in t he drawing  of 

conclusions that are specif ic t o t he sit uation studied and  may thus not  be valid  f or 

another.  The replicat ion of  research result s can t herefore not  be guarant eed.  

However, according t o Hussey  and Hussey (1997:  18 6-246), st udying real-lif e 

situations can serve a number of purposes.  I t assists in the understanding of issues 

that are not f ully recognised or un derstood t ill such t ime as case studies provid e 

insight into the complexity  of the problems.  Case st udies provide an op portunity to 

recognise t he issu es t hat need to be con sidered and to develop directions f or 

change.  Thus case studies can assist in a process t hat can be ref erred to as  

‘unfolding’. 

 

Case studies can further be used to identify mechanisms and processes that explain 

observations and t he ident ification t hereof can be used  f or the v erification o f 

propositions (Hussey & Hussey, 1997: 66 and Stake, 1995: 2-33, 40-88, 91-114). 

 

 Hussey and Hussey (1997: 66), notes the following characteristics of a case study: 

 

• The research aims t o u nderstand the part icular phenomenon,  in t his case,  t he 

implementation of a Balanced Scorecard in an organisation that operates within a 

networked economy. 

• The research does not  commence with a set  of quest ions and notions about the 

limits within which the study will take place. 

• The research uses mult iple me thods f or collect ing dat a, which ma y be bot h 

qualitative and quantitative. 
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Hussey and Hussey  (1 997: 186-2 46), st ates that more often t han not, one can  

combine the qualitative with the quantitative, taking the view that the two are mutually 

complementary rather than exclusive.  Hussey  and Hussey (1997:  74) not e that the 

use of  diff erent research me thods and t echniques in t he same st udy is known a s 

triangulation, and can o vercome t he pot ential bias and st erility o f a s ingle-method 

approach.  Easterby-Smith, Thorpe and Lowe (cit ed in Hussey  & Hussey, 1997: 74) 

notes that where bot h qualit ative and quant itative me thods of  da ta collection are  

used, methodological triangulation is applied. 

 

The rat ionale for triangulat ion is exp ressed by Hussey and Hussey  (1997:  74) who 

state that archival revie w, questionnaires, interviews and part icipant observation are 

potentially overlapping  in scope,  in which o ne cont ains t he inf ormation t hrough 

qualitative interviews and structured quest ionnaires, reinforced by the other through 

observation and checked through documentary analysis. 

 

Hussey and  Hussey  (1 997: 12) no te that qual itative dat a is usually  subject ive in 

nature, and involves e xamining a nd ref lecting on perce ptions in or der t o gain an 

understanding of activities.  Quantitative data, on the other hand, is more objective in 

nature and concentrates on measuring phenomena. 

 

4.2.1.3 Outcome of the research 

 

Research can also be def ined in terms of the outcome.  In this study the research 

problem was of  a less specific nature and t he research was conduct ed primarily  to 

improve the understanding of the study concepts.  This is called basic r esearch, but 

is also referred to as fundamental or pure research, according to Hussey and Hussey 

(1997: 13). 

 

4.2.1.4 Logic of the research 

 

Lastly, this research can also be considered as being inductive research, whereby a 

theory is developed f rom the observation of empirical reality; thus general inferences 

are induce d f rom pa rticular instances.  This involve s moving f rom individual 
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observations to statements of general patterns of law, i.e. moving from the specific to 

the general. 

4.2.2 The research paradigm 

 

The research st udy aimed at  gaining an under standing of  the st rategic value of  the 

Balanced Scorecard wit hin a ne tworked eco nomy b y means of  a case st udy 

approach and b y using  mul tiple met hods o f c ollecting data wit h an e mphasis on 

quality and dept h.  Thus t he research purp ose, processes,  out comes and lo gic 

discussed above und erpin t he fact that t he research  was cond ucted wit hin a  

phenomenological paradigm.  According to Hussey and Hussey (1997: 47) there are 

two main research pa radigms or philosophies,  namel y phenomen ological an d 

positivistic.  This st udy took place wit hin a predominant ly phe nomenological 

framework and used a  number of  different res earch methods, where t he emphasis 

fell on the quality and depth of the data, in order to gain insight into perceptions about 

the phenomena being studied. 

 

The st udy was f urthermore designed t o obtain an evaluat ion o f the Balanced 

Scorecard’s st rategic value at  the implementation st age and again one year la ter.  

The research was also carried out  in order t o p rovide a  basis f or constructing and 

developing new t heory t o explain the new ap plication of  t he Balanced Scorecar d 

within the networked economy. 

 

In the nex t sect ion t he phases o f the resea rch are discussed and  t he variou s 

methods that were employed are presented. 

 

4.2.3 Phases of the research 

 

The gat hering of dat a t ook place  in f our interlinking ph ases.  The  t able belo w 

tabulates the various phases and methods that were used to gather the data, as well 

as the intended aim of the objectives. 
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Table 4.1:  The research phases 

 

Phase Data 
gathered 

Target group Method Response  Objectives 

1 Qualitative General 
managers 

In-depth 
interviews 

10 Served as pilot study to 
identify emerging design 
categories and 
conceptual 
understanding. 

2 Quantitative Senior, middle 
and first-line 
management 

e-Mail-
administered self-
completion, 
structured 
questionnaire 

137 To measure the 
perceived strategic value 
of the Balanced 
Scorecard during the 
early stages of 
implementation with a 
focus on the three 
propositions derived. 

3 Qualitative Middle and first- 
line management 

Focus groups 3 groups 
consisting 

of 5 – 9 
participants 
per group 

To gain additional 
perspective into 
employees’ perceptions 
of the value of the 
Balanced Scorecard, with 
particular emphasis on 
identifying gaps during 
the introduction. 

4 Quantitative 
& qualitative 

General, senior, 
middle and first-
line management 

e-Mail-
administered self-
completion, semi-
structured 
questionnaire 

113 To measure the 
perceived strategic value 
of the Balanced 
Scorecard one year after 
implementation focusing 
on the three propositions 
derived. 

 

Phase 1 o f the researc h involved t he gathering of qualit ative data by means o f in -

depth personal int erviews amongst general managers.   This served a s a pilot  study 

and provid ed import ant exploratory  insight and concept ual und erstanding of 

respondents’ percept ions wit h regard t o t he Balanced Scor ecard’s st rategic value.   

Critical themes and issues t hat emerged from the interviews provided an initial basis 

and were used as inpu t for succee ding phase s of  the res earch as suggest ed b y 

Gillham (2005:1-14). 

 

Phase 2 involved t he gathering of quantitative data through an e-mail-administ ered, 

self-completion st ructured quest ionnaire t hat was dist ributed t o senior,  middle and  

first-line management.  Data was g athered during the early stages of  the Balanced 

Scorecard’s implemen tation wit hin Mul tiChoice Af rica (Pty) Limi ted and provide d 
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insight int o emplo yees’ general p erceptions towards t he st rategic value of  t he 

Balanced Scorecard. 

 

Phase 3 in volved gat hering qualit ative dat a b y means o f f ocus group discussio ns 

with middle and f irst-line managemen t.  The groups we re used t o augment  the 

outcomes from the init ial pilot  st udy (Phase 1) and t he qu antitative re search f rom 

Phase 2, and in particular to identify gaps during the introduction. 

 

Phase 4 wa s conducted a y ear after the implementation of the Balanced Scorecar d 

and involved the same method as used in Phase 2.  In other words, quantitative and 

qualitative dat a was gat hered by  means of  an e-mail-administered self -completion 

semi-structured questionnaire that was distributed to general, senior, middle and first-

line management. 

 

4.2.4 The research model 

 

Figure 4.1 illustrates the research and learning process followed in this study.  The  

model f urther out lines the dif ferent research methods f ollowed in t he gat hering of 

data o f the t hree const ructs, na mely the Balanced Scorecard’s cont ribution i n 

overcoming t he barriers t o s trategy imple mentation, its support in gaining a 

competitive advantage and the Balanced Scorecard’s cont ribution in enhancing t he 

sustainability constructs of an organisation’s competitive advantage. 

 

The theoretical const ructs, as out lined in t he literature s tudy, comprise t he s trategy 

process (f ormulation, i mplementation and cont rol including measuring inst ruments 

and drivers for successful st rategy implementation), competitive advantage and t he 

relationship of sustainable competitive advantage to other strategic constructs.  The  

theory constructs also link the Balanced Scorecard process to sustainability. 

 

This forms a central part of the study where the researcher investigated whether the 

Balanced Scorecard as a strategic management instrument supports organisations to 

develop and maintain a sustainable competitive advantage. 

 

The implementation of the Balanced Scorecard in t he case study organisation as a 

strategic management inst rument to assist  the organisat ion in it s change init iatives 

and st rategic int ent, provided t he opportunity to invest igate whet her the Balanced  
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Scorecard assists in  f irstly, overcoming t he barriers t o st rategy implement ation.   

Whether the Balanced  Scorecard  assist ed MultiChoice Af rica (Pty) Limi ted in 

enhancing t he organisat ion’s sust ainable co mpetitive advant age is invest igated 

through the f ormulation of  the second and t hird proposit ion.  Port er (1987: 43-5 9) 

perceives competitive advantage as t he object ive of  st rategy, arguing t hat superior 

performance will automatically result from a distinctive competitive advantage. 

 

The research st atement (see Section 1. 3) challenges various pro positions t hat 

emerged from the literature study (see Chapter 2) thus giving rise t o the formulation 

of a numbe r of  research quest ions.  By  measuring managemen t’s and emplo yees’ 

perceptions of  t he st rategic va lue of t he Bala nced Score card of  MultiChoice Af rica 

(Pty) Limi ted at  implemen tation a nd one y ear lat er and evaluat ing it  against  t he 

derived pro positions, the research er analy sed t he result s using t he t riangulation 

method (see Chapt er 5).   The findings (see Chapt er 6) are crit ically d iscussed and 

compared to t he lit erature st udy (see Chapt er 2) and led t o the formulation o f a 

sustainability Balanced Scorecard  t heoretical model (refer t o Chapt er 7).   Th e 

theoretical model itself provides opportunities for further research.  
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Figure 4.1:  The research model 

 

 

The f ollowing sect ion elaborat es on t he met hodology and methods employed as 

illustrated in the above research model. 
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4.3 METHODOLOGY AND METHODS 
 

The research st udy e mployed a  number o f diff erent research met hods in the 

gathering o f dat a, leadi ng t o methodological t riangulation. Briefly discussed during  

the research model and layout of the phases of the research, the phases are laid out 

in detail below to provide a better understanding of how the data was gathered. 

 

4.3.1 Phase 1:  In-depth interviews amongst general managers 

 

4.3.1.1 Objective 

 

The object ive of  Phas e 1 was t o serve as a pilot  st udy and provide import ant 

exploratory insight and conceptual underst anding of respondent s’ percept ions wit h 

regard to the Balanced Scorecard’s strategic value.   

 

4.3.1.2 Type of data collected 

 

Qualitative dat a was g athered during t his ph ase.  A disadvant age of  qualit ative 

research is that one is not able to generalise one’s f indings t o a  larger populat ion 

without t aking t he necessary  precaut ions (D. N. Clark,  2 000: 115-127;  Jankowicz, 

1995: 81-94, 126, 157-176).  However, the intention of collecting qualitative data was 

not to generalise the findings as such, but rather to serve as exploration and to gain a 

deeper understanding of the respondents’ opinions about the research propositions. 

 

4.3.1.3 Sample 

 

A purposive  sampling me thod was chosen t o select  a sample.  The  t arget grou p 

comprised the ten general managers within MultiChoice Africa (Pty) Limited, and was 

chosen based on t heir st rategic posit ion in t he business a nd their inf luence on t he 

development and implementation of the Balanced Scorecard.  Their percept ions and 

opinions with regard t o t he st rategic va lue o f the Balanced Scorecard and it s 

value/contribution in overcoming t he barriers t o st rategy implementation as well t he 



 

130 

gaining of a sustainable competitive advantage was critical in gaining insight into and 

forming a conceptual understanding of the subject matter. 

4.3.1.4 Development of discussion guide 

 

The in-dept h int erviews were conducted b y means of  a p repared discussion  guide  

(see Annexure 3 - discussion guide). 

 

In the development and preparation of the discussion gu ide, various documents and 

information sources were reviewed  – t hese included st rategy document s, annua l 

reports, press release s and ot her relevant informa tion, s uch as part s of  divisio nal 

Balanced Scorecards - to enable appropriate follow-up questions. 

 

The st udy commenc ed wit h the ident ification of  the mos t i mportant barri ers 

obstructing successf ul st rategy implemen tation, highl ighting t he f actors that 

enhanced competitive advantage by reducing imit ation by competitors.  Finally,  the 

role of the Balanced Scorecard in risk management  and ethical business constructs, 

strategic intent  and environment al marketing were ident ified. The prop ositions were 

operationalised t hrough a select ion of  quest ions and checkpo ints t hat were 

discussed during the interviews. 

 

At a leadership conf erence held for senior managers in Febr uary 2005, two in-depth 

interviews were condu cted where a pre-t esting of  t he discussion  guide f or t he i n-

depth interviews was done. 

 

4.3.1.5 Data gathering 

 

The in-depth int erviews were cond ucted in Ma y 2005.  Ea ch interview lasted about 

two hours,  some longer.   As the Chief Execut ive Off icer’s secret ary assist ed in 

arranging and scheduling t he in terviews, the respondent s were cont acted b y their 

own top management, contributing to a service-minded and friendly approach.  All of 

the in terviewees had put  aside suff icient time for the interview, which  ensured t hat 

the atmosphere could be relaxed and open.  As Sekaran (2003:  54-130) notes, i t is 

important that senior managers support  the re search process.   As  a result o f the 

experiences during t his study, the researcher fully subscribes t o this view since the 
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support of top management can remove possible obstacles often associated with this 

method of research. 

 

As an int roduction, respondents were thanked for their willingness to participate and 

were inf ormed about the object ives of  the research.   Respondents were t hen 

prompted into the discussion by means of a number of questions. 

 

Throughout t he in-dep th in terviews, the respondent s were not  in formed which  

questions were aimed t owards which proposit ions or aspect s.  Th e research er 

attempted to st eer the in-depth discussion s, f ollowing t he pre-defined topic, issues 

and sequence. 

 

Most questions were asked direct ly, but often some (however, mostly different ones) 

had been covered in answers to previous questions.  There was thus some degree of 

overlap in certain areas.   The respondent s were not  shown t he list  of issue s and  

questions until after the interview was finalised. 

 

The advant age of  conduct ing t he int erviews b y means of a st ructured discu ssion 

guide was that the researcher was present.  Therefore he could,  within the structure 

he had designed, amplify the meaning of the items and explain the intentions behind 

the quest ions in a way t hat would ot herwise not  be possible with the st ructured 

electronic questionnaire used in Phase 4. 

 

After each in-dept h in terview, t he discussion g uide was amended ba sed on it em 

sequence details, st eering inst ructions, alt ernative approaches an d recording  

instructions.  The purpo se was t o ensure t hat the researcher handled the int erviews 

in essent ially the same  manner wit h each of  t he respondent s t o ensure t hat the 

interview did not turn into a semi-structured or conversation interview. 

 

4.3.1.6 Data handling 

 

All interviews were recorded and a t ranscript made based on each interview.  During 

the interviews any other material offered by respondents was t reated as marginal or 

ignored.  Not es were made in t he f orm of  a  précis rat her t han a paraphrase o r 

synopsis. 
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4.3.1.7 Data analysis 

 

Ultimately, all research culminates in t he analysis and int erpretation of some set  o f 

data, be i t quantitative survey da ta, experimen tal recordings,  hist orical and lit eracy 

texts, qualitative transcripts or discursive data (Bailey, 1995: 1-7).  Analysis involves 

breaking up  t he da ta in to manageable t hemes, patt erns, trends and relat ionships.  

The aim of  analysis is to underst and t he various const itutive element s of the da ta 

through an inspect ion of  t he relat ionships b etween con cepts, const ructs, and t o 

establish whether there are any  patterns or t rends that can be ident ified or iso lated, 

or to establish themes in the data (Lee, Adam & Tuan, 1999: 73-84). 

 

According t o Hussey  a nd Hussey  (1997: 256), any  researcher f aces a number of  

challenges in qualit ative data analysis.  These include t he reduction, structuring and 

de-texualising of data.  Lynch (1996: 107-164) indicated that data reduction is ‘a form 

of anal ysis’ that sharpe ns, sort s, focuses, discards and recognises da ta in  such a 

way that ‘f inal’ con clusions can  b e drawn an d ‘verif ied’.  I n a phenomenologica l 

study, a ma ss of  f ield notes, documents and int erview t ranscripts might have been  

collected, which must  then be condensed and made manageable.  Bailey  (1995: 4,  

25-28) and Hussey  and Hussey  (1997: 247-315) propose t hat a solut ion is t o find a 

systematic way of summarising the data. 

 

Often data is collected in a sequent ial or chrono logical structure, which might not be 

suitable for quantitative analysis.  However,  if a study commenced with a theoretical 

framework or pre-def ined t hemes, t his might provide a  structure for pre-exist ing 

categories into which data can be fitted. 

 

Hussey and  Hussey  (1 997: 249) further no te that there a re a nu mber of diff erent 

approaches to analyse qualitative data and the researcher is guided to a large extent 

by t he rese arch paradigm adopt ed.  One app roach is t o quantify the dat a, eit her 

formally or inf ormally.  In ot her words,  t he qual itative dat a must  be convert ed int o 

numerical data.  Another approach is that of employing non-quantifying methods.  If a 

positivistic paradigm is being used,  i t is likely that one of the formal, quan tifying 

methods will be applie d.  However,  i f a ph enomenological paradig m has been 

adopted, as was t he case in t his study, an in formal non-quantifying method can be 

applied. 
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The analysis of the qualitative data that was generated during this phase of the study 

followed a general analytical procedure, as described by  Hussey and Hussey (1997: 

257).  Firstly, all transcripts were reviewed and those responses t hat were regarded  

as important were re ferenced and coded.   The  next  s tep involved t he categorising 

and linking of responses t o the three propositions that emerged during t he literature 

review.  The f inal phase of the analysis involved t he generalisation of responses b y 

means of  a subje ctive revie w of  issue s in  order t o gain an unde rstanding of  

respondents’ perceptions with regard to the Balanced Scorecard’s strategic value. 

 

4.3.2 Phase 2:  Quantification of perceptions  

 

4.3.2.1 Objective 

 

The object ive here was t o measure t he percei ved st rategic value of  the Balance d 

Scorecard during t he early  s tages of  imple mentation, with a f ocus on t he t hree 

propositions, na mely st rategy implemen tation, compe titive advantage and 

sustainability. 

 

4.3.2.2 Type of data collected 

 

In this phase quantitative data was gathered. 

 

4.3.2.3 Sample 

 

The sample f or t his phase of  t he research was consider ed t o be all Mult iChoice 

Africa (Pty) Lt d f irst-line, middle and senior  managers who engag ed in or  h ad 

participated in st rategy implemen tation to the ext ent that t hey could deliver exp ert 

opinions.  According t o records f rom the hu man resources division , the relevant 

target popu lation, namely MultiChoice Af rica (Pty) Li mited emplo yees at senior,  

middle and first-line management levels was estimated at 461. 

 

Being dependent on the voluntary participation of respondents, the researcher opted 

for a convenience sampling method.  This sampling method, as described by Marion 
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(1999: 197-208,  258-27 2), is considered t o be  a non-probability  samp ling met hod 

and is used, as its name implies, for reasons of convenience. 

 

The f irst step in t he sampling pr ocess was t o obt ain a name list  showing a ll 

population elements, including contact details.  This name list was made available by 

the human resources division and p rovided a br eak-down by division, as out lined in 

the table below. 

 

Table 4. 2:  Breakdown of Mul tiChoice Af rica (Pty) Limit ed population b y emplo yee 

level for Phase 2 

 

Division Popul ation % 
Broadcast Technology 103 22% 
Content 23 5% 
Corporate Communications 13 3% 
Finance 30 7% 
Human Resources 27 6% 
Information Technology 57 12% 
Interactive 29 6% 
Marketing & Sales 34 7% 
Orbicom 41 9% 
SA Operations 104 23% 
Total 461 100% 
 

Across the various divisions, Broadcast Technology (22 per cent) and SA Operations 

(23 per cent) represented nearly half of all employees, while Information Technology 

(12 per cent) also represented a relatively large portion of the target population.  

 

4.3.2.4 Development of questionnaire 
 

The next  phase of  the s tudy involved the design of  a st ructured quest ionnaire that 

was ele ctronically administ ered b y means of e-mail dist ribution.  T he in-dept h 

interviews conducted in Phase 1 provided qualit ative information to be used as inp ut 

for the drafting of the structured questionnaire, taking into consideration the research 

propositions that were stated.  This led to the formulation of 53 structured statements 
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representing t he main t hemes t hat evolved f rom the in-depth interviews (se e 

Annexure 4). 

 

The cont ent and t he sequence of  st atements were det ermined in a dvance.  T he 

value of this approach is that it allowed t he standardisation of the questions to such 

an ext ent that a more  numerat e, st atistically-based analy sis was possible an d 

permitted the researcher to test the propositions more explicit ly.  Berg (1 998: 64-70) 

confirms t hat a properly  devised,  s tandardised method is less co stly to administ er, 

may permit the researcher to cover more respondent s, can provide a greater feeling 

of anon ymity, may req uire less skill and  sen sitivity to administ er.  It also  allo ws 

respondents more time to think about  their responses t han an y of  the ot her semi-

structured techniques. 

 

Although much progress has been made over the years, the design of questionnaires 

is an art  and is not  a clear-cut  science according t o Royse (2004: 152-168).  Many 

textbooks and researchers lay down rules and guidelines in the form of admonitions 

according to Royse (2004: 152-168), but  as t he researcher experienced, it is easier  

to embrace the admonitions than to actually follow each t o the le tter.  It was f ound 

that the development  of bo th the in-dept h discussion g uide and t he st ructured 

questionnaire was a process of  iteration and loo ping, to the point that the design of 

the instruments would yield information consistent with the information desired. 

 

Babbie (1998: 147-153) placed special focus on leading statements where the plot is 

being led o r inf luenced.  The researcher st eered away  from negat ively phrase d 

statements and special care was a lso taken in t he structuring of statements, as the 

researcher was aware that a poor and conf using layout could lead t o non-response 

or other errors. 

 

Cognisance was t aken of  Babbi e (1998:  2 97-299) wh o point ed out that the 

instrument, should not  be t oo long  as research has shown t hat the l ength o f the 

questionnaire or test has a direct and often negative effect and impact on the quality 

of the responses. 

 

The questionnaire was also designed to avoid mono-operational bias, i.e. measuring 

constructs u sing only  a  single it em or quest ion.  Instead a number o f s tatements 

were formulated whereby a proposition could be tested.  Annexure 5 summarises the 
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various themes and const ructs that are measured t hrough the evaluation of a group 

of statements. 

 

Respondents evaluated statements based on a f ive-point Likert scale where 1 = Not 

at all; 2 = Some what;  3 = Part ially; 4 = Adequately; 5 = F ully.  This type of data is 

classified as cat egorical rank dat a.  The questionnaire was also designed in such a 

manner t hat it  could be  administ ered by  e-mail based on  self-completion, whereby 

respondents could indicate the appropriate code. 

 

4.3.2.5 Data gathering 

 

When the quest ionnaire was design ed special care was t aken to ensure t hat there 

were no ambiguous and vague items, double-barrel questions and that the sequence 

of questions was logical.  As Royse (2004: 152-168) points out, research has shown  

that the order or sequence of questions affects response accuracy and rates.  Thus a 

pilot test of the structured questionnaire was carried out amongst five respondents in 

June 2005.  The purpose of  this was to evaluate the relevance of the statements, to 

establish whether the wording was clear,  and  also t o test t he elect ronic means b y 

which the feedback was to be transmitted.  As Hussey and Hussey  (1997: 247-315) 

discuss, it  is import ant t o pre-t est a quest ionnaire, as well as e stablish t he ide al 

sample size  f or a pre-test  to ensu re t hat the questionnaire does indeed f ulfil it s 

intended purpose.   As a result  of  the pilot  study, minor wording modif ications were 

effected on some of the statements to improve clarity.  

 

The questionnaire was electronically distributed, with a request  to complete the self-

administered questionnaire.  An invitation to participate was also issued by the Chief 

Executive Off icer and in cluded an explanat ion of  the study, and an est imate o f the 

duration and t he ant icipated time commitment f or part icipation.  To i mprove t he 

response rate, respondents could return responses via e-mail, fax or ordinary post as 

the questionnaire was designed in a web-page forma t.  The convenience of this was 

that ques tionnaires cou ld easily  b e complet ed elect ronically through an I nternet 

browser. 

 

 



 

137 

4.3.2.6 Data handling 
 

All quest ionnaires ret urned b y resp ondents were visually  checked and  onl y usable 

questionnaires were numbered and responses captured in Microsoft Excel.  This was 

done in a double ent ry manner in o rder to minimise data capturing errors.  The  data 

was then exported to SPSS for Windows, a statistical software package. 

 

Double entry forced the researcher to capture the data twice using different sheets in 

an Excel f ile.  The t wo sheets were t hen compared and any inconsist encies verified 

by means of  a visual checking of  t he original completed questionnaire.  Alt hough 

data capturing errors might  still exist, they are minimised by  this method and can b e 

regarded as admissible. 

 

Numerous verifications were also done in SPSS to confirm correctness of data.  One 

check that is crit ical for any s tudy involves missing-value a nalysis.  Missing values, 

which are due to non-response on the part of a respondent, occurs in many research 

studies (Hu ssey & Hussey,  1997: 247-315).   Alt hough cont rols are incorporated 

during quest ionnaire design and questionnaire complet ion t o ensure that usable 

responses f rom all s tudy part icipants are ob tained, missing values do some times 

occur and their existence should not be ignored as this might lead to invalid results. 

 

Exploratory analysis of  data is a f irst and vit al st ep in any  anal ysis process an d 

should assist in det ecting any missing data and reveal its possible effect on result s.  

In cases where missing values do o ccur, its possible ef fect should be determined in 

order to confirm the validity o f results.  The  occurrence of  missing values should be 

admissible but should also be ind ependent and randomly dist ributed.  Various 

options can also be co nsidered f or t he replac ement o f missing va lues.  This,  for 

example, in cludes t he replacing of  missing va lues wit h mean or med ian values.   

Great caut ion should,  however,  be given t o such act ion as it  migh t creat e bias in  

data.  In this study, a missing-values check o n the quantitative data was perf ormed 

and revealed zero incidences of omissions. 

 

4.3.2.7 Data analysis 

 

The next step involved the analysis of data.  Hussey and Hussey (1997: 186) s tate 

that the purpose of analysis is to obtain meaning from the collected data.  Glaser and 
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Strauss (cited in Husse y & Hussey, 1997 : 18 7) argue t hat ‘if quant itative dat a i s 

handled systematically by theoretical ordering of variables in elaborat ion tables, the 

analyst will indeed find rich terrain for discovering and generating theory’. 

 

As is t he c ase wit h any o ther asp ect o f the research project , the select ion of the 

proper st atistical t echniques t o an alyse quan titative dat a as well as t he correct 

interpretation of result s, is cri tical in drawing t he correc t conclusions.  To draw 

conclusions on t he basis of  any data set  one n eeds to have suff icient and relevant 

inductive support before it can be accepted, as outlined by Abelson (1995: 27-35). 

 

Hussey and Hussey (1997: 187) note that most statistical literature commonly draws 

a distinction between exploratory data analysis or descriptive statistics, which is used 

to summari se or displa y quan titative dat a, and conf irmatory data analy sis or 

inferential statistics, which involves using quantitative data collected from a sample to 

draw con clusions abo ut a compl ete populat ion.  In phenomenological resear ch 

studies, where amongst others, quantitative data has been  collected, the focus falls 

primarily on exploratory data analysis.  For t his study, the data analysis involved the 

construction of one-dimensional frequency tables (see Annexure 6.2).  This provided 

a usef ul ba se f or summarising and present ing dat a, which enabled  patt erns a nd 

relationships to be discovered that were not apparent in the raw data. 

 

4.3.3 Phase 3:  Focus group discussions 

 

4.3.3.1 Objective 

 

To gain addit ional perspect ives in to e mployees’ percept ions t owards t he st rategic 

value of the Balanced Scorecard,  in part icular with regard to identifying gaps during 

the introduction. 

 

4.3.3.2 Type of data collected 
 

In this phase qualitative data was gathered. 
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4.3.3.3 Sample 
 

The select ion of  grou p me mbers was base d on a me thod known as snowb all 

sampling (Hussey & Hussey, 1997: 246-315).  Members were sele cted based on the 

recommendations of people to whom the researcher had already put his questions. 

 

Focus grou ps prove p articularly u seful f or discovering  t he range o f views an d 

attitudes present within an organisat ion or part of  it.  They present an opport unity to 

observe the process by which peop le interact, and hence t o infer something of  the 

culture and climate of the organisation as well as providing data about the content of 

people’s views on the issues that are explored (Schwab, 2005: 53-96). 

 

4.3.3.4 Development of focus group agenda 

 

The cont ents of  t he focus group agenda wer e borrowed  f rom the design of  t he 

structured questionnaire. The first set of questions posted to group members tested 

whether t he Balanced Scorecard support s the organisat ion in overco ming st rategy 

implementation barriers.   The se cond set  of  q uestions wa s aimed at  t esting the 

impact o f the Balance d Scorecard on compet itive advant age since organisat ions 

have acce ss t o numerous resources.  I n o ther words,  t he pot ential for sources of 

competitive advantage are numerous, and thus the role of the Balanced Scorecard in 

enhancing these and limiting imitation by competitors was examined.  The third set of 

questions set out to compare the Balanced Scorecard to sustainability. 

 

4.3.3.5 Data gathering 

 

Each group consist ed of  be tween five to nine part icipants.  Group members were 

unfamiliar with each other in that they did not work directly with each other on a day-

to-day basis.   The rese archer want ed t o disco ver t he valu es, norms, assumptions 

and beliefs that underpin an organisat ion rather than explore personal history.  The  

discussions were  t hus conduct ed in a  skilf ul and careful manner.  While it  is 

appropriate to mix people doing  dif ferent kinds of tasks at  the same or ganisational 

level, Black (2002: 1-41) is of the opinion that it is not advisable to mix people across 

organisational levels.   People in su pervisor/subordinate relat ionships t o each ot her 

may be inhibit ed in wh at t hey are wi lling t o communicat e in f ront of each ot her.  
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Members were therefore grouped toget her according t o employee level.  In order t o 

ensure t hat t here was no gender  discriminat ion, an equal number of  males and 

females were invited to the group discussions. 

 

Individuals in the group discussions were involved in a coo perative manner by firstly 

discussing the purpose and the sort of information sought, as well as mentioning the 

individuals in t he organisat ion t hat would be  int erested in,  or af fected b y t he 

conclusions and recommendations of this part of the project. 

 

The f ocus group discu ssions were led b y po sing a sequence of  q uestions t hat 

stimulated, maintained and direct ed t he flow of  discussion t o ensure t hat the 

discussion was broad-ranging but relevant, and would provide data that was specific, 

concrete and det ailed.  A rela tively small number of quest ions (f ive) were posed , 

ordered from the more general to the more specific, and preceded by a statement of 

the purpose of holding the group discussion.  The context for the discussion was also 

explained to t he part icipants. The researcher e nsured that he did not  diverge f rom 

the predetermined order of  the questions.  The researcher paid specia l attention to 

his int erviewing t echnique.  This involved making appropriat e in terjections and  

probing t o maint ain discussion on a part icular quest ion, legit imising variou s 

viewpoints and preventing some individuals f rom do minating t he discussion at  t he 

expense of others. 

 

Hussey and Hussey  (1997:  22-45 , 186-246) indicat e t hat groups cre ate their own 

structure an d meaning, and a gro up int erview provides access t o t heir level of 

meaning, in addit ion to clarify ing a rguments a nd revealin g diversity  i n views an d 

opinions.  Group interviews can also serve to assist the respondents to re-evaluate a 

previous position or statement that migh t require amplif ication, qualification, 

amendment or cont radiction.  I n other word s, the group interview is proposed as a 

source of  validat ion (e.g.  in terviewing t ogether respondent s who have  previously  

been interviewed separately), as well as brin ging the researcher close r to the ‘truth’ 

by the addition of embellishing interpretive data.   

 

4.3.3.6 Data handling 

 

All focus group discussions were recorded and transcripts made. 
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4.3.3.7 Data analysis 
 

The anal ysis of t he qu alitative da ta f ollowed a similar process as t hat followed in 

Phase 1.  Firstly, all transcripts were reviewed and, where applicable, linked to notes 

made b y the researcher.   The nex t s tep involved ident ifying responses t hat were  

regarded as relevant .  These were  ref erenced and coded.  Next , res ponses wer e 

categorised and linked t o the t hree proposit ions t hat e merged during t he li terature 

review.  The last  phase of t he analysis involved t he generalisation of responses b y 

means of  a subje ctive revie w of  issue s in  order t o gain an unde rstanding of  

respondents’ perceptions with regard to the Balanced Scorecard’s strategic value. 

 

4.3.4 Phase 4:  Quantification of perceptions  

 

4.3.4.1 Objective 

 

The object ive of  Phase 4 was t o measure the perceive d st rategic value of  the 

Balanced Scorecard one year a fter impleme ntation o f the Balanced Scorecard  

focusing on t he three propositions, na mely strat egy impl ementation, compet itive 

advantage and sustainability. 

 

4.3.4.2 Type of data collected 

 

In this phase quantitative and qualitative data was gathered. 

 

4.3.4.3 Sample 

 

A similar sampling method was used for the selection of sampling units for this phase 

as was t he case for Phase 2.   The  target popu lation for this phase of  the research  

was, however, considered to be all MultiChoice Africa (Pty) Ltd first-line, middle and 

senior as well as general managers.  According to records from the human resources 

division, the relevant target population, namely MultiChoice Africa (Pty) Limited, was 

calculated at 484.  The diff erence between 471 (t arget population Phase 1) and  the 

target population one year later of 484 (Phase 2) is due to additional appointments. 
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Being dependent on the voluntary participation of respondents, the researcher chose 

a conven ience samplin g met hod.  The f irst st ep in t he sampling process was t o 

obtain a na me list containing all population elements, including contact details.  The 

name list  was made available by  t he human resources d ivision and provided a 

breakdown by division, as summarised in Table 4.3. 

 

Table 4. 3:  Breakdown of Mul tiChoice Af rica (Pty) Limit ed population b y emplo yee 

level for Phase 4 

 

Division Popul ation % 
Broadcast Technology 105 22% 
Content 29 6% 
Corporate Communications 15 3% 
Finance 30 6% 
Human Resources 25 5% 
Information Technology 66 14% 
Interactive 31 6% 
Marketing & Sales 35 7% 
Orbicom 48 10% 
SA Operations 100 21% 
Total 484 100% 
 

4.3.4.4 Development of questionnaire 

 

The next  phase of  the study involved the design of  the questionnaire that  could be 

electronically ad ministered by  mea ns of  e-mail dist ribution.  The resu lts f rom t he 

preceding phases were reviewed and used as in put during the design.  The focus of 

the questionnaire was on measuring perceptions towards the operational value of the 

Balanced Scorecard in terms of strategy implementation, competitive advantage and 

sustainability (see Annexure 7). 

  

The questionnaire was designed in such way that it could be easily  administered by 

e-mail.  The  quest ionnaire was a se lf-completion quest ionnaire, where respondent s 

could indicate the appropriate code or complete semi-structured questions. 
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4.3.4.5 Data gathering 
 

A pilot test of the structured questionnaire was carried out amongst five respondents 

in Ma y 200 6.  The purpose of  t his was t o t est t he relevance of  t he s tatements, to 

establish if  t he wording was clear,  and also t o evaluat e t he elect ronic means b y 

which t he f eedback was t o be t ransmitted.  As a result  of  the pilot st udy, minor 

wording modifications were made to some of the questions to improve clarity. 

 

An elect ronic mail-out  of  the qu estionnaire was dist ributed, wit h a request  to 

complete the self -administered quest ionnaire.  An invit ation t o part icipate was also 

issued by the Chief Executive Officer and includ ed an exp lanation of the study, and 

an estimate of the duration and the anticipated time commitment for participation.  To 

enhance responses, respondents could ret urn responses via e-mail,  fax or ordinar y 

post as t he questionnaire was de signed in a web-page format.  The convenience of  

this was t hat quest ionnaires co uld easily  be complet ed elect ronically through an 

Internet browser. 

 

4.3.4.6 Data handling 

 

All quest ionnaires ret urned b y res pondents were visually  verif ied an d onl y usab le 

questionnaires were numbered and responses captured in Microsoft Excel.  This was 

performed in a double entry manner in order t o minimise data capturing errors.  The 

data were then exported to SPSS for Windows, a statistical software package. 

 

4.3.4.7 Data analysis 

 

The next step involved the analysis of data.  The analysis involved the construction of 

one-dimensional frequency tables (see Annexure 8).  This provided a useful base for 

summarising and presenting of data, which enabled patterns and relat ionships to be 

discovered which were not apparent in the raw data. 

 

4.4 ENHANCING THE RELIABILITY OF THE STUDY 
 

To enhance t he overall reliabilit y o f the s tudy, some  def initions and explicit  

explanations were  pro vided t o t he responde nts.  Sincere at tempts were made  t o 
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ensure that the title of the study was covered through the formulation of the interview 

questions a nd quest ionnaire st atements.  The research  question wa s posed  t o a 

small group of prospective participants to provide opinions o n their understanding of 

what will be asked. 

 

The concep t o f research valid ity in t he cont ext of  t his research st udy ref ers t o the 

extent to which the research findings accurately represent what is really happening in 

the case study sit uation.  Husse y and Hussey  (1997:   249) not e t hat i n 

phenomenological studies the aim i s to capture the essence of  the phenomena and 

to extract data that is rich in it s explanation and analy sis.  T he researcher therefore 

aimed to gain full access to the knowledge and meaning through the various phases 

of the rese arch wit h the result  that  validity can be considered h igh under the 

phenomenological paradigm. 

 

Hussey and Hussey  (1997:  249) n ote that there are a number o f di fferent ways in 

which t he validity  o f the research can be addressed.   Th e most common is f ace 

validity, and  involve s e nsuring t hat t he measures used by t he researcher act ually 

measures or represents what it was supposed to measure.  Another form of validity is 

that of construct validity. 

 

Construct validity was ensured through the questions on which the respondents were 

requested to elaborat e, and just ify their selections and opinions.   The summaries at  

each stage were therefore generated with the above aspects in mind.  In addition, the 

summarised factors were communicat ed back to t he part icipants as t hey were in a 

position to confirm the retention of the meaning. 

 

The researcher therefore aimed to minimise the effect of error during each phase of 

the research process,  t hereby increasing t he likelihood o f achieving  accept able 

standards of validity. 

 

The quest ion of  whet her t he researcher wa s influenced by, or has inf luenced t he 

research unit, is difficult to answer.  The researcher was aware of this possibility at all 

times, and att empted to avoid contaminating the results with his own t hinking.  Th e 

researcher also ensure d t hat t he respondents were not  inf luenced b y avoiding  

leading que stions, and  using con cept and cont rol quest ions such as ‘why ’ or 

‘explain’.  Furt hermore, the researcher valida ted the informa tion of t he general 



 

145 

managers against  t hat f rom t he senior, middle and first-line management, 

strengthening the reliability of the results established from the interviews. 

 

Quantitative research wit h an experiment de mands that measures be t aken b oth 

before and after the ‘ treatment’.  Here t he treatment is the impleme ntation o f the 

Balanced S corecard as a managemen t inst rument.  Since t he organisat ion wa s 

already in the process of int roducing the Balanced Scorecard when t he researcher 

started wit h t he s tudy, the researcher did not  have t he op portunity to conduct an y 

before-and-after anal ysis of  the situation.  As a result , t he researcher attempted to 

use historical documentation together with the interviewees’ perception of the ‘before 

situation’.  However, t he lack of  ‘bef ore meas ures’ in creases t he risk t hat ex ternal 

causes could have inf luenced t he result s.  Likewise,  t he percept ion of  the project 

among the respondents may also change.  By in terviewing the senior managers, the 

researcher was well aware that their appraisal of their own st rategy accomplishment 

at lower le vels in  the organisat ion might inf luence their answers (Kaplan & Nort on, 

2000a: 1-4).  It  is diff icult to cont rol t his f actor adequately, but  the researcher wa s 

aware of these risks du ring the process and t ook this into account when comparing  

the theory in the next section. 

 

4.5 COMPARISON WITH THEORY 
 

The methodology was applied in an organisat ion, where i t was expected to provide 

useful result s in est ablishing whet her the Balanced Scorecard can assist 

organisations in overco ming the barriers in st rategy implementation and t o establish 

the role of t he Balanced Scorecard in enh ancing an organisation’s su stainable 

competitive advantage.  The f act that the outcome was ind eed useful corroborated 

the theory.  As stated in Chapter 1, the findings of the research constructs, applicable 

to the case st udy organisat ion, can be exported and leverag ed t o similar 

organisations in t he glo bal market  place as media organisat ions, f or example, all 

interact with society as a whole and are influenced in similar ways. 

 

However, since only one organisation was involved in verifying the theory, there is no 

guarantee that using this approach will lead to similar findings in other organisations 

(non-media).  The value of  the verification is therefore largely theoretical and can be 

generalised to the theory (Hussey & Hussey , 1997: 186-246), as it  showed that the 

mechanisms, which are assumed to underline the theory, exist. 
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Other organisat ions t hat wish t o use t he approach will have t o det ermine f or 

themselves whether t hese mechanisms also  e xist in t heir own  part icular cont ext.  

Further use of  the approach in orga nisations with varying characteristics will provide 

more insight  in to the precondit ions f or i ts applicat ion.  He terogeneity between t he 

case study organisation and o ther organisations that intend to employ the Balanced 

Scorecard will strongly facilitate assessing the applicability of the approach in specific 

situations. 

 

The results of  this study lead to the ident ification of  s trategic opportunities and the  

necessity for the existence of some relationships for MultiChoice Africa (Pty) Limited, 

while t hey also revealed t hat ot her relat ionships and const ructs w ere f ar less 

important than assumed (see Chapt er 5 and 6).  The case study indicated how t he 

methodology could be used to evaluate the role of  the Balanced Scor ecard and for 

setting priorities in the development of intra- and inter-organisational co-operation. 

 

This research has been restricted to a confined domain, being a case study approach 

of an organisation in a service-orientated media industry.  This domain was ident ified 

by using t he degree of  cust omisation and the nat ure o f t he cust omisation as 

parameters.  MultiChoice Africa (Pty) Limited was considered a typical representative 

for this domain.  The value of this research increases each time the approach is used 

in a different organisation, provided the study is well documented and made available 

to the research community. 

 

As st ated above,  het erogeneity be tween subsequent  cases will cont ribute t o t he 

evolution of the theory.  This case study presents a st arting point to identify areas in 

which the use of the approach will lead to enrichment of the theory.  For these areas, 

recommendations have  been give n f or possible f uture research qu estions.  The 

findings have been used t o de tail t he conse quences wit hin t he do main.  The se 

consequences have been presented as starting points for further research within the 

domain (see Chapt er 7).  Such research will widen the scope of  the theory and wil l 

provide additional insight into determining factors for the applicability of the concepts. 

 

The list of the findings of the structured interviews was directly compared with those 

obtained from the literature.  The result of this analysis indicated the extent of overlap 

between So uth African circumstances and ci rcumstances i n ot her count ries.  This 

thus also had a bearing on the testing of the propositions postulated for this research. 
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The researcher is awar e t hat the i nterpretation and evalu ation o f data can easily 

become subjective and therefore avoid to merely explain observations.  Based on the 

theoretical f oundation est ablished in t he t heory (see Chapt er 2),  t he researcher  

analysed and discussed the ‘why(s)’ of the findings in Chap ter 6, thereby increasing 

the validity of the study through linkage of theory and empirical evidence. 

 
4.6 LIMITATIONS OF THE STUDY 
 

The following limitations with regard to the design of the study were evident: 

 

• As was ment ioned in Section 4 .3.2.3 and 4 .3.4.3, being  dependent on the 

voluntary p articipation of respond ents, the researcher chose a convenience  

sampling method.  This sampling me thod is considered t o be a non-probability 

sampling method and is used,  as it s name implies,  for reasons of  convenience.  

In certain studies,  however, the aim might  be to draw a sample that is random  

and representative of the whole population in order to make inferences about that 

population.  The aim of t his study was not  to make inferences about  the whole 

population, but ra ther gain insight  and underst anding about  the phenomenon  

being studied from a phenomenological perspective.  Nonetheless,  it might have 

been of interest  to s tudy the valu e of the Ba lanced Scorecard based on the 

perceptions of a number of organisations. 

• Timing: Th ough sust ainability b y definition re flects a lon gitudinal stud y, the 

researcher opt ed to e valuate this const ruct of the perceived value  of the 

contribution of  t he Balanced Scor ecard t owards su stainability by  specif ically 

evaluating and def ining sust ainability in terms of  the environment  an d et hical 

behaviour. 

• As there are internal and external sources of sustainable competitive advantage, 

those that are not und er t he cont rol or inf luence of  the o rganisation were not  

included as part of this research. 

• The Networked Balanced Scorecard t heoretical model, which will be proposed in  

Chapter 7, will not  be evaluated since this is beyond the scope of  this study and 

may serve as a research topic in future. 

 

Most o f the ident ified case st udy approach limit ations were over come b y the 

researcher having a ccess t o a suit able organisat ion an d t he support  from the 
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organisation’s management.  Also suff icient organisational resources were allocated 

by the organisation to facilitate the pre- and post-observations. 

 

4.7 CONCLUSION  
 

This chapter documented the study design and methodology followed in researching 

the strategic value of  the Balanced Scorecard within a networked eco nomy.  It also 

reconfirms the purpose of  the res earch, namely t o gain an underst anding of  the 

strategic va lue of  t he Balanced S corecard within t he ne tworked e conomy.  The  

purpose was thus to ga in insight with regards to the Balanced Scorecard assist ing, 

supporting and serving  as an instrumen t in overcoming t he barriers t o st rategy 

implementation and gaining a sustainable competitive advantage. 

 

The resear ch process f ollowed a  case study approach . Mult iChoice Af rica (Pty) 

Limited was select ed t o serve as a  case st udy organisat ion.  The research used  

methodological triangulation by gathering both qualitative and quantitative data.  The 

emphasis f ell on qualit y and dept h, and is indicat ive of  re search bein g conduct ed 

within a phenomenological paradigm. 

 

The st udy was f urthermore designed in such  a manner to obt ain a pre- and post -

evaluation of the Balanced Scorecard’s implement ation.  Th e gathering of data was 

broken into four interlinking phases outlined in Table 4. 1 and the methods that were 

used to gather the data and the intended aim of the objectives were recorded. 

 

The first phase of the research involved the gathering of qualitative data by means of 

in-depth personal int erviews amongst  general managers.  This serve d as a pilot  

study and p rovided important exploratory insight into and c onceptual understanding 

of respondents’ perceptions with regard to the Balanced Scorecard’s strategic value.  

Critical themes and issues t hat emerged from the interviews provided an initial basis 

and were then used as input for each successive phase of the research. 

 

The second  phase  invo lved t he ga thering of  quant itative dat a t hrough an e-mail-

administered self-completion structured quest ionnaire that was distributed to senior,  

middle and first-line management.  Data was gathered during t he early stages of the 

Balanced S corecard’s implemen tation wit hin Mult iChoice Africa (Pty) Limit ed and  
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provided in sight int o emplo yees’ general percept ions of  the st rategic value of  t he 

Balanced Scorecard. 

 

The t hird p hase involved gat hering qualit ative dat a b y means of  focus group  

discussions wit h middle and f irst-line managemen t.  Th e groups were used t o 

augment the out comes f rom the init ial pilot  s tudy (Phase  1) and the quant itative 

research from Phase 2. 

 

The last phase took place a year after the implementation of the Balanced Scorecard 

commenced and invo lved the same me thod used in Phase 2, namely the gathering 

of quan titative and qualit ative dat a through an e-mail-administered self-complet ion 

structured questionnaire that was dist ributed to general, senior, middle and f irst-line 

management. 

The f indings and int erpretation o f t he resul ts are present ed in the following t wo 

chapters.  The data collected for this research supports the conclusions and findings 

as outlined in Chapter 7. 

 

The st udy adhered t o t he rules of  scient ific e vidence as described by Saunders, 

Lewis and Thornhill (2003: 1-42).  The necessary steps were taken to ensure that the 

evidence provided emerged f rom suitable research methodology and me thods.  The 

evidence provided was relevant as it  addressed t he research problem a nd research 

questions.  Ten Have  (1999:  27-41) warns that scholars must  be  aware t hat 

conclusions and int erpretations are only  as st rong as t he quality  of  the evidence  

provided and that it is not uncommon for scholars to exaggerate their findings in their 

eagerness to impress their audience (and especially their supervisors).  The aim was 

therefore not to make claims that exceeded the weight of the evidence provided. 

 

The f ollowing chapt er, Chapter 5,  will discuss and prese nt the da ta t hat has been  

gathered. 
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CHAPTER 5 
RESULTS 

 

Competition is a painful thing, but it produces great results. 
Jerry Flint, in Forbes (2000) 

 

 

5.1 INTRODUCTION 
 

The first chapter of this thesis introduced the problem, background and rat ionale for 

this research.   It  s tated t he purpose of  t he research,  namel y to underst and t he 

strategic value of  the Balanced Scorecard in a  networked economy focusing on the 

following three propositions that emerged f rom the literature review.  Fir stly, that the 

Balanced S corecard su pports organisat ions in  overcomin g t he barriers of  st rategy 

implementation and secondly, that the Balanced Scorecard supports organisations in 

gaining a compe titive advant age b y allowing  t hem t o focus simult aneously o n 

sources of  competitive advant age and diversif ication aro und t he core business.   

Thirdly, i t was propose d t hat the Balanced Scorecard may serve as an inst rument 

that support s and enhances t he sust ainability cons tructs of  an organisat ion's 

competitive advantage.  The implementation of a Balanced Scorecard in MultiChoice 

Africa (Pty) Limited served as the case study. 

 

Chapter 2 provided a lit erature review and dealt  with three primary aspects, namely 

that o f s trategy, st rategy imple mentation and  f actors that in fluence sust ainable 

competitive advant age.  Chapt er 3 f ocused on t he presentat ion of  the case st udy 

organisation, MultiChoice Africa (Pty) Limited.  Chapter 4 discussed the main aspects 

concerning the research design an d research me thodology.  The cha pter re flected 

upon the purpose, processes, logic and outcomes, as well as the research paradigm, 

phases and  me thods e mployed in a me thodological t riangulation design approach 

that included t he gathering of  both qualitative and quant itative data in a f our phase 

process. 

 

This chapter presents the results obtained from the research.  I n order t o provide a 

structured f low of  prese ntation, the main bod y of this chapt er is divided int o four 

sections.  Each sect ion report s the result s t hat were obt ained f rom e ach specif ic 

phase of  the data-gathering process according to the three themes.  This lay out of 
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the result s seems appropriat e, g iven t he f act that the phases in terlink in a 

chronological order. 

 

It is import ant for the reader t o no te that the results depict ed in t his chapt er are  

unique to the case study organisation in its change initiatives to gain and maintain a 

sustainable competitive advantage. 

 

5.2 PHASE 1:  IN-DEPTH INTERVIEWS WITH GENERAL MANAGERS 

 

This se ction present s t he main result s t hat were ob tained f rom t he in-dept h 

interviews conducted with ten general managers of  MultiChoice Africa (Pty) Limi ted 

(see Annexure 3).  Th e aim o f the in-dept h i nterviews was t o gain  insight  and a 

conceptual understanding of the Balanced Scorecard's strategic role in a net worked 

economy from a general management  p erspective.  The r esults ref lect 

management’s percept ions during the earl y s tages of  t he Balanced Scorecard’s 

implementation at MultiChoice Africa (Pty) Limited. 

 

Responses f rom the general managers wer e coded and linked t o t he three 

propositions that emerged during t he literature review (see Annexure 5).   The main 

responses are presented below. 

 

5.2.1 The Balanced Scorecard and strategy implementation 
 

The four dialogue boxes presented throughout this section provide the most relevant 

comments made by the respondents. 

 

Proposition 1:  The Balanced Scorecard supp orts organisat ions in overcoming t he 

barriers to strategy implementation by: 

 

Ensuring that the organi sation understands the strategi es and th at objectives 
are acted upon. 

• "Strategy can only be implemen ted if properly communicated to and u nderstood 

by all stakeholders.  This is the role of the Balanced Scorecard." 

• "The Balanced Scorecard ult imately enhanc es dialogue  and unde rstanding 

between all stakeholders." 
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• "The Balanced Scorecard direct ly links strategy t o obje ctives, mea sures an d 

milestones.  It ensures that everyone is heading in the same direction." 

• "The Balanced Scorecard assist s t o t ranslate key  st rategic obje ctives int o 

tangible initiatives." 

• "We as managers believe t hat the Balanced Scorecard should be used a s a total 

strategic management  instrument, as it  incorp orate bo th element s o f planning  

and implementation." 

 

The next section reflects the most relevant comments that were made in terms of the 

Balanced Scorecard su pporting Mu ltiChoice Af rica (Pty) Limit ed in ov ercoming t he 

barriers t o st rategy implement ation by  linking t he overall st rategy to object ives at 

departmental, team and individual levels. 

 

Linking the overall strategy to ob jectives at departmental, team and individual 
levels. 

• "The Balanced Scorecar d takes cognisance of  the part  each individua l plays in  

contributing to overall achievement." 

"The Balanced Scorecard allows each divisio n t o underst and and  q uantify the 

value of their individual key initiatives." 

"The measures on t he Balanced Scorecard of fer each ind ividual t he ability t o 

realise what his/her individual contribution to the overall strategy is." 

"The Balanced Scorecard demy stifies and enf orces an underst anding of  how  

each individual person influences the overall strategy." 

"The Balanced Scorecard ensures that  the imp ortance and  role of the divisio n 

and individual within the organisation are highlighted." 

"The Balanced Scorecard has highlighted the role of the various divisions and the 

contribution of the individual towards the ultimate corporate goal." 

• "It enhances t ransparency and en couraged p articipation at all levels of  t he 

organisation." 

"Through t he implement ation of  the Balanced  Scorecard,  communicat ion is 

enhanced, as the various activities, objectives and measurements of the divisions 

are now transparent across the organisation." 

 

The sect ion below present s comment s t hat w ere made in t erms of  the Balanced  

Scorecard support ing the organis ation in ov ercoming the barriers t o strat egy 

implementation by linking short-term resource allocation to long-term strategy. 
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Linking short-term resource allocation to long-term strategy. 

• “Prior t o implemen tation, the bu dget was allocat ed t o a specif ic division' s 

requirements and not necessarily according to long-term corporate requirements.  

However, the Balanced Scorecard assists to facilitate a collaborative approach in 

the budget ing process by  linking short -term resource allocation t o long-t erm 

strategy.” 

“The budget was previo usly limited to funds available.  Owing t o the deployment 

of the Balanced Scorecard, funds are now made available on strategic intent.” 

“The Balanced Scorecard allows resource and b udget allocation to be based on  

the corporate strategic intent.” 

“The Balanced Scorecard facilitates participative management.  This allows short-

term funding to be allocated for long-term investment.” 

“The Balanced Scorecard has a llowed all divisions t o influence expenditure from 

a st rategic perspect ive rat her than f rom operational needs a nd want s 

requirements.” 

• “All init iatives have  cost  and resour ce con straints.  Howe ver, t his is kept t o a 

minimum a s t he Bala nced Scorecard assist s t o reduc e wast age, opt imise 

resources, including human capital, drive down operating costs, enhance internal 

and external relationships and grow the business as a whole.” 

• “The Balanced Scorecard allo ws t he organisat ion, i f it wishes t o diversify  

concentrically, that resources can be deployed accordingly.” 

• “The Balanced Scorecard brought t o light the misalignmen t o f organisat ional 

structure and what the business requirements were.” 

“Individual object ives are no longer linked t o only divisiona l st rategic intent, bu t 

also to overall corporate objectives.” 

 

The sect ion below present s comment s t hat w ere made in t erms of  the Balanced  

Scorecard in providing feedback on strategically important issues. 

 

Providing feedback on strategically important issues. 

• “The Balanced Scorecard gives MultiChoi ce the ability to have a dashboard wit h 

real-time re porting.  Th is brings ab out co mmunication and t ransparency which 

fosters the decisio n-making and problem-solving processes which in t urn 

enhances compe titive a dvantage.  Changes to the environmen t and o perations 

can be quickly identified and solutions implemented.” 

“The Balanced Scorecard allows f or a quick overview of  not only operations but 
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also the strategic direction and intent.” 

“The Balanced Scorecard also f osters a learning organisat ion and enhances 

overall communication.” 

“Budget parame ters are adjust ed according t o f eedback on st rategic import ant 

issues and processes.” 

“The Balanced Scorecar d is a living entity with focus shifts depending on at-the-

minute requirements that are linked to overall objectives of the organisation.” 

“The Scorecard allows f or the constant review of measurements and target s for 

personal, departmental, divisional and corporate objectives.” 

“The Balanced Scorecard allows the focus to be placed on critical strategic issues 

rather than unimportant operational daily routines.” 

• “Innovation management is directly measured in the Balanced Scorecard in terms 

of the nu mber of  inno vation ideas t hat are converted int o business proce ss 

enhancements.” 

“Knowledge sharing and knowledge management is a key factor and is measured 

in t he Balanced Score card and is shared  collect ively in t he envir onmental 

developments and demands.” 

• “The Balanced Scorecar d revealed t hat success needs t o be measured on an  

industry level.   This can only be a chieved t hrough collab oration and  st rategic 

partnering, not only on an inter-group level but also within the industry.” 

• “Not only are competitive advantage factors displayed on the corporate Balanced 

Scorecard, but  also linkages t hrough various init iatives and business 

development processes are crit ical t o survival and long-t erm sustainabilit y.  

Awareness of the organisat ion’s compe titive advant age ensures t hat t hese are 

further developed and  nurt ured through init iatives displa yed on t he Balanced  

Scorecard.” 

• “Corporate social re sponsibility does f eature on t he corporate Balanced  

Scorecard and t here is a drive t o develop f urther innova tive ideas in order to 

support this objective.” 

• "Measures on t he Bala nced Scorecard are specif ic t owards set  obje ctives wit h 

initiatives li nked t o t hem.  This assists t o mit igate risks,  improve o perational 

effectiveness, enhance customer-centric orientation and leverage critical contacts 

in the environment, which are influential in policy." 
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5.2.2 The Balanced Scorecard and competitive advantage 
 

This section f ocuses on t he commen ts t hat were made  relating t o the second 

proposition, namel y the Balanced  Scorecard support ing Mult iChoice Af rica (Pty) 

Limited in gaining a co mpetitive advantage by focusing on the sources of advantage 

and diversification around the core business. 

 

Proposition 2:  The Balanced Scorecard support s organisat ions in gaining a 

competitive advant age by  allowing organisat ions t o f ocus simult aneously on the 

following: 

 

Sources of competitive advantage. 

• “The Balanced Scorecar d has f ormalised t he p rocess an d contribution t owards 

the development of the organisation’s competitive advantage.” 

• “The Balanced Scorecard has creat ed the ability  to have an in-dept h 

understanding into the mechanics of the organisation.” 

• “The Balanced Scorecard facilitates and fosters continuous improvement and re-

engineering of the business processes.” 

• “Through t he est ablishment of  the Balanced  Scorecard,  great er co-operat ion 

between divisions and synerg y makes it  more diff icult to imi tate the competitive 

advantage held by the organisation.” 

• “The various objectives and measurements reflected on the Balanced Scorecard 

raised the barriers to imitation.” 

“The Balanced Scorecar d has highlight ed the import ance of  raising barriers t o 

imitation.” 

• “The t ime to market  is crucia l and  owing  t o the t ransparency eleme nt of  the 

Balanced Scorecard, t he various division s now un derstand their int er-

relationships and dependency.   Thi s, in it self, ensures that activities are not  only 

performed faster, but leaner and meaner.” 

• “The Balanced Scor ecard allo ws collaborative eff orts such a s marke t 

development and marke t growth to take place  in a t ransparent and const ructive 

environment.” 

• “The Balanced Scorecard enhances t he archi tecture, repu tation and in novation 

constructs of the competitive advantage principles.” 
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Diversification around the core business. 

• “Through t he sett ing o f various st rategic object ives, the Balanced Scorecard 

directly contributes to develop best-in-class intellectual capital.” 

• “The Balanced Scorecard has creat ed a pla tform for kno wledge sha ring an d 

communication.” 

•  “The devel opment of unique skills in t erms of  cha nnel acqui sition and  

management has alwa ys been a vailable prior t o t he Balanced Scorecard  

implementation; however, formal transfer of skill and knowledge is now facilitated 

through the Balanced Scorecard.” 

“The Balanced Scorecard records knowledge  sharing an d a deploymen t o f a  

knowledge management portfolio as a strategic objective.  This objective entails 

learning an d collaborat ion impact  as well as o verall su pported e fficiencies and  

cost reductions.” 

“The Balanced Scorecar d cont ains elements of a mult i-layered people  st rategy 

that focuses on developing skills and capacity.” 

• “One of  the measures on t he Balanced S corecard re flects the number of 

innovative ideas put into practice.” 

• “The Balanced Scorecard has evolved the planning change process and is st ill a 

collaborative approach  t hat resulted in  all in dividuals b ecoming perf ormance 

orientated and adopt ing a humanist ic learn ing orientation by ut ilising a systems 

approach in a scientific and controlled manner.” 

• “The Balanced Scorecard has f ostered freedom o f thinking and enhanced a 

participative and informal leadership style.” 

• “Since t he int roduction of t he Bala nced Score card, t he focus ha s be en put  on 

mitigating risk, leveraging resources and spreading and sharing knowledge.   The 

advantages are ou tlined in t he Ba lanced Scorecard and measureme nts have 

been established accordingly.” 

“The Balan ced Scorecard f acilitates t he t ransparent communica tion of  known  

risks to the organisation.” 

“The Balanced Scorecard evolves the perception of risk to include other elements 

such as wo rkforce and environment al factors.  The orga nisation has a st rong 

code of  conduct  t hat is publish ed and ent renched in t he cult ure of  the 

organisation.  The number of disciplinary  ac tions is measured on t he Balanced 

Scorecard with a focus to drive this figure down.” 

“The Balanced Scorecard allo ws f or the consolidat ed approach t o risk 

management whereby all aspects, types and mot ives for risk are quan tified and 
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reflected.  The Balance d Scorecard supports the insight into all t he areas of  risk 

management and  exposed t o ot her division s risk f actors that were n ot known 

before.” 

“Risk needs t o be man aged to meet unforeseen events.  Failure t o identify and 

mitigate these f actors could prove financially  c ostly in the short and lo ng t erm, 

hence the reason for the position of risk on the Balanced Scorecard.” 

“Previously risk was regarded only as f inancial risk, with lit tle exposure to other 

risk factors.  The Balanced Scorecard has changed this perspective.” 

“From a So uth Af rican operat ions perspect ive, t he risk management  strategy 

focuses around customer retention.  Cou pled with this is a drive t o mit igate the 

high risk associated with revenue collect ion.  These feature quite prominently on 

the corpora te Balanced  Scorecard.  Now t hat t he risk factor features on t he 

Balanced Scorecards, st akeholders have a  new apprecia tion f or the number of 

interventions performed on a daily basis to mitigate risk.” 

“The Balanced Scorecard eff ectively supports the identification and mi tigation of 

risks.” 

 

5.2.3 The Balanced Scorecard and sustainability 
 

This sect ion f ocuses on t he commen ts that were made relat ing t o the third 

proposition, namel y that the Balan ced Scorecard support s Mult iChoice Af rica (Pty) 

Limited and enhances the organisation’s sustainability constructs. 

. 

Proposition 3:  The Balanced Scorecard serve s as an inst rument that supports and 

enhances the sustainability constructs of an organisation’s competitive advantage by 

creating the following: 

 

A corporate cul ture that supports the pri ority for competitive sustainability at 
all l evels b y integrating envi ronmental pra ctice and ethi cal behavi our of a ll 
stakeholders (including employees). 

• “The Balanced Scorecard has enhanced the drive towards ethics and entrenching 

the organisation's core value system and culture.” 

• “The Balanced Scorecar d displays strong human capital elements that focus on  

retention, re muneration and organisat ional cult ure develop ment.  It is precisely  

this f actor that ensures t hat the h uman f actors as a  so urce of  compe titive 
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advantage are underpinned.” 

• “The Balanced Scorecard inst ils a more human approach rather than a systems 

approach.” 

 

Sustainable resourc e m anagement (e nvironmental co-ope ration, key  
technologies and innovation). 

• “An import ant it em highlight ed by t he Balanced Scoreca rd is t he u nique and 

distinctive competitive advantage, namely human capital.” 

• “The Balanced Scorecard supports the leveraging of collaborative forums.” 

• “The Balanced Scorecard fosters innovation into a formal structure and measures 

it accordingly.  Innovation has also cultivated a culture of progression and forward 

thinking while competitive awareness has become a focal point.” 

 

Sustainable processes (sy stems, i nnovation, di sruptive technol ogies, supply 
chain optimi sation, and developm ent of sustai nable products,  serv ices, 
technologies and production processes). 

• “The Balanced Scorecard has hig hlighted t he f act that p rocess improvement 

should feature high on the organisation’s agenda.” 

• “Strategic involvement in projects in terms of providing value for my products and 

services has been incorporated into the Balanced Scorecard.” 

• “Through the Balanced Scorecard, communication had been enhanced int ernally 

and ext ernally whereb y technological d evelopments are now being  

communicated throughout the group.” 

• “The Balan ced Scorecard allo ws for t he ability  to leverage t he t echnology 

platforms to other business units.” 

• “The Balanced Scorecard support s the operational developing processes as well 

as leveragi ng t he ability to deploy processes and t echnology inno vations f or 

continuous improvement.” 

• “The Balanced Scorecard speeds up t he interdependence wit h internal and 

external transaction partners.” 

• “The Balanced Scorecard allo ws the organisat ion t o le verage abilit ies and  

capabilities from strategic partners.” 

 

Sustainable custom er acqui sition and retenti on (en vironmental marketing, 
efficiency, stakeholder demands and ethi cally justifiable standards within the  
system of the m arket economy) by co mmunicating val ues and poli cies to all 
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stakeholders in the community. 

• “Innovation is geared to support the organisation’s drive to 'own' the customer.” 

• “The Balanced Scorecar d has ident ified corporate repu tation management  as a  

critical success factor.” 

• “The Balanced Scorecard promotes building brand equity.” 

 

Sustainable profi tability and stakehol der value (bottom -line effi ciency and  
environmental exce llence, bus iness i ntegrity that e nhances val ue creation 
through b inding bus iness pri nciples, co mprehensive i ntegrity management 
and value to society through ethical auditing). 

No comments were made that could be linked to the above theme. 

 

These comments support the various constructs. 

 

5.3 PHASE 2:  QUANTIFICATION OF PERCEPTIONS 
 

The second phase of the research project  inv olved t he di stribution o f a struct ured 

self-completion questionnaire at senior, middle and f irst-line management level.  The 

questionnaire (see Annexure 4.2) consisted of various statements that were aimed at 

obtaining a quant itative measuremen t o f the perceive d st rategic value of  the 

Balanced Scorecard f ocusing on t he three propositions derived.  The formulation of 

the statements was based on t he information gained f rom the literature review and  

the insight and conceptual understanding from Phase 1. 

 

A t otal o f 1 37 quest ionnaires were  received o ut o f a total of  461 qu estionnaires 

distributed.  This co nstitutes a response rat e of  29 .7 per cent . The table below  

presents the actual number of questionnaires distributed across the various divisions 

and the subsequent number of valid questionnaires received back. 
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Table 5.1:  Sampling of Phase 2 

 

Division Popu lation 

Percentage 

distribution 

Actual 

sample 

Percentage 

distribution 

Broadcast Technology 103 22% 48 35% 

Content 23 5% 4 3% 

Corporate Communications 13 3% 1 1% 

Finance 30 7% 13 9% 

Human Resources 27 6% 9 7% 

Information Technology 57 12% 22 16% 

Interactive 29 6% 10 7% 

Marketing & Sales 34 7% 7 5% 

Orbicom 41 9% 8 6% 

SA Operations 104 23% 15 11% 

Total 461 100.0% 137 100% 

 

The sub-se ctions belo w present  the main result s t hat were obt ained f rom the 

analysis of the evaluation of statements. 

 

5.3.1 The Balanced Scorecard and strategy implementation 
 

The t ables below ref lect t he frequency dist ribution of  respondent s’ evaluat ion of  

statements dealing wit h t he Balanced Scoreca rd’s role in  support ing Mult iChoice 

Africa (Pty) Limited in overcoming the barriers to strategy implementation. 

 

Babbie (1998:  382) proposed t hat in some inst ances t he collapsing of response 

categories may be considered in  order to reveal clearer  trends or pat terns emerging 

from the data. Initial inspection of the f requency distribution of responses suggested 

that the collapsing of  ‘somewhat’ with ‘partially’, and ‘adequately’ with ‘fully’ revealed 

better interpretable results. Based on this literature, the researcher created three new 

categories namely ‘no t at all’,  ‘part ially’ and ‘adequat ely’. Refer to Annexure 6.1 for 

original f requency dis tributions and Annexure 6. 2 for deri ved t ables as well a s 

Annexure 8  (Sect ion D5) and Table 5. 14.  No descript ive tables were produced a s 

the data was considered to be categorical and not of a continuous nature. 
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Tables 5. 2 t o 5. 5 re flect t he evaluat ion of st atements relat ing in  part icular to 

Proposition 1. 

 

Table 5. 2:  Evaluat ion of  general st atements abou t the Balanced Scorecar d 

supporting Mult iChoice Af rica (Pty) Limit ed in overcomin g t he barriers t o st rategy 

implementation by ensuring that the organisation understands the strategies and that 

objectives are acted upon. 

 

Statements 
Not 

at all Partially Adeq uately Total 
Expands the understanding of strategy by internal and 
external stakeholders 2% 28% 70% 100% 

Translates the strategy into action 2% 34% 64% 100% 
Increases top management commitment and support 2% 38% 60% 100% 
Ensures a balance between operational and strategic 
focus 1% 42% 57% 100% 

Improves overall communication 2% 45% 53% 100% 
Develops management competence 1% 40% 59% 100% 
Develops organisational leadership qualities 2% 53% 45% 100% 
Ensures support from employees 2% 52% 46% 100% 
 

Table 5. 3: Evaluat ion of  genera l st atements about  t he Balanced  Scorecard 

supporting Mult iChoice Af rica (Pty) Limit ed in overcomin g t he barriers t o st rategy 

implementation by linking the overall strategy to objectives at departmental, team and 

individual levels. 

 

Statements 
Not 

at all Partially Adeq uately Total 
Outlines individual responsibilities of implementers 2% 36% 62% 100% 
Links the overall strategy to the objectives at the 
departmental, team and individual level 2% 39% 59% 100% 

Supports the mission and vision 1% 35% 64% 100% 
Enhances employees' capability of implementing 
strategy 1% 44% 55% 100% 

 

Table 5. 4:  Evaluat ion of  general st atements abou t the Balanced Scorecar d 

supporting Mult iChoice Af rica (Pty) Limit ed in overcomin g t he barriers t o st rategy 

implementation by linking short-term resource allocation to long-term strategy. 

 

Statements 
Not 

at all Partially Adeq uately Total 
Supports long-term decision-making that affects short- 2% 41% 57% 100% 
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term financial objectives 
Links the investment/competency development and the 
future investment/competency needs 3% 42% 55% 100% 

 

Table 5. 5:  Evaluat ion of  general st atements abou t the Balanced Scorecar d 

supporting Mult iChoice Af rica (Pty) Limit ed in overcomin g t he barriers t o st rategy 

implementation by providing feedback on strategically important issues. 

 

Statements 
Not 

at all Partially Adeq uately Total 
Enhances strategy formulation 3% 28% 69% 100% 
Ensures adequate implementation control and follow-up 
systems 1% 33% 66% 100% 

Addresses major problems that surface during strategy 
implementation 2% 34% 64% 100% 

Supports the organisation's ability to adjust the overall 
strategy if it shows not to be appropriate 1% 36% 63% 100% 

Supports senior management's belief that risk 
management should be embedded in every business 
unit and sponsors a comprehensive risk management 
programme 

4% 45% 51% 100% 

Defines appropriate management styles 2% 56% 41% 100% 
Increases the organisation's awareness of 
governmental, social, and political factors that present 
opportunities or threats 

4% 45% 51% 100% 

Increases the organisation's awareness of trend 
changes, global demographics, proximity, lifestyle 
changes, flexibility in workplace, information hubs, 
convergence of technology and availability of 
environmental and social needs 

8% 45% 47% 100% 

 

5.3.2 The Balanced Scorecard and competitive advantage 
 

The tables below ref lect the proport ional dist ribution o f respondents’ evaluat ions of  

statements dealing wit h t he Balanced Scoreca rd’s role in  support ing Mult iChoice 

Africa (Pty) Limited in gaining a competitive advantage. 

 

Table 5. 6:  Evaluat ion of  general st atements abou t the Balanced Scorecar d 

supporting MultiChoice Af rica (Pty) Limit ed in gaining a compet itive advantage by 

allowing them to focus on the sources of competitive advantage. 

 

Statements 
Not 

at all Partially Adeq uately Total 
Supports the organisation's ability to combine different 
activities to create real economic value 6% 37% 57% 100% 
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Statements 
Not 

at all Partially Adeq uately Total 
Develops the organisation's core competencies 4% 39% 57% 100% 
Improves organisation's operational effectiveness (cost 
leadership, positioning, continuous improvement) 4% 41% 55% 100% 

Supports vertical integration in terms of group systems 
such as centrally managed purchasing technology 
applications 

5% 45% 50% 100% 

Supports the organisation's differentiation position 3% 47% 50% 100% 
Develops organisational synergy by ensuring that assets 
are spread over a number of markets 6% 45% 49% 100% 

Supports the organisation's ability to make substantial 
investments in capacity to provide products and services 
in markets that are scale sensitive 

5% 46% 49% 100% 

Supports the organisation's ability to raise the barriers to 
imitation by competitors 4% 49% 47% 100% 

Increases the organisation's time-compression by 
performing activities faster and with rapid response to 
market trends 

4% 49% 47% 100% 

 

Table 5. 7:  Evaluat ion of  general st atements abou t the Balanced Scorecar d 

supporting MultiChoice Af rica (Pty) Limit ed in gaining a compet itive advantage by 

allowing them to focus on diversification around the core business. 

 

Statements 
Not 

at all Partially Adeq uately Total 
Ensures that the organisation's innovation management 
takes place in a supportive context 3% 36% 61% 100% 

Fosters organisation's knowledge, skills, leadership and 
culture 5% 35% 60% 100% 

Increases awareness of intangible assets 3% 44% 53% 100% 
Enhances the organisation's access to know-how and 
markets 3% 46% 51% 100% 

Supports the organisation's ability to learn from and 
share experiences with other organisations through its 
learning and innovation drive 

6% 43% 51% 100% 

 

5.3.3 The Balanced Scorecard and sustainability 
 

The t ables below ref lect the dis tribution o f res pondents’ evaluat ions of  s tatements 

dealing with the Balanced Scorecard’s role in serving as an  instrument that supports 

and enhances t he sust ainability co nstructs of  MultiChoice Af rica (Pty) Limit ed’s 

competitive advantage. 

 

Table 5.8:  Evaluation of general s tatements about the Balanced Scorecard servin g 

as an inst rument that support s and enhances t he sust ainability constructs of 
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MultiChoice Af rica (Pty) Limit ed’s competitive advant age b y crea ting a corporat e 

culture t hat support s the priority  for co mpetitive sust ainability on a ll level s by 

integrating environmental practice and ethical behaviour of all stakeholders (including 

employees). 

Statements 
Not 

at all Partially Adeq uately Total 
Integrates organisational policies and procedures 1% 45% 54% 100% 
Supports favourable organisational culture 4% 49% 47% 100% 
 

Table 5.9:  Evaluation of general s tatements about the Balanced Scorecard servin g 

as an inst rument that support s and enhances t he sust ainability constructs of 

MultiChoice Af rica (Pty) Limit ed's competitive advant age b y creat ing sust ainable 

resource management. 

 

Statements 
Not 

at all Partially Adeq uately Total 
Supports the organisation's ability to include all relevant 
individuals and organisations in its network 6% 47% 47% 100% 

 

Table 5.10:  Evaluation of general statements about the Balanced Scorecard serving 

as an inst rument that support s and enhances t he sust ainability constructs of 

MultiChoice Af rica (Pty) Limit ed’s competitive advant age b y crea ting sust ainable 

processes. 

 

Statements 
Not 

at all Partially Adeq uately Total 
Aligns organisational capabilities with changing market 
requirements 3% 39% 58% 100% 

Increases the organisation's ability to address risk in its 
day-to-day decision-making processes 5% 41% 54% 100% 

Enhances the organisation's relationships across 
organisations and supply chains 5% 48% 47% 100% 

Ensures that the strategy is robust enough to withstand 
uncontrollable factors in the external environment 4% 42% 54% 100% 

Supports the organisation’s ability to identify and 
manage risk across corporate borders (risk created by 
unrelated service agents and vendors due to their 
internal weaknesses) 

5% 50% 45% 100% 

Supports the organisation's ability to identify and select 
alliance partners 4% 53% 43% 100% 
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Table 5.11:  Evaluation of general statements about the Balanced Scorecard serving 

as an inst rument that support s and enhances t he sust ainability constructs of 

MultiChoice Af rica (Pty) Limit ed’s competitive advant age b y crea ting sust ainable 

customer acquisition and retention. 

 

Statements 
Not 

at all Partially Adeq uately Total 
Supports the organisation's drive to own the customer 6% 34% 60% 100% 
Ensures optimal customer service through people 
(training, commitment and ownership), technology 
(integrated systems and processes) and customer 
loyalty programmes 

5% 41% 54% 100% 

Enhances the organisation's reputation, relationships, 
switching costs and product complementaries 5% 45% 50% 100% 

Supports and enhances the sustainability constructs of 
an organisation’s competitive advantage 6% 33% 61% 100% 

Enhances non-tangibles (relationship with government, 
autonomy, know-how, specialisation, intellectual 
property, etc. 

6% 47% 47% 100% 

 

Table 5.12:  Evaluation of general statements about the Balanced Scorecard serving 

as an inst rument that support s and enhances t he sust ainability constructs of 

MultiChoice Af rica (Pty) Limit ed’s competitive advant age b y crea ting sust ainable 

profitability and stakeholder value. 

 

Statements 
Not 

at all Partially Adeq uately Total 
Enhances the organisation's focus on creating or 
increasing shareholder value 5% 32% 63% 100% 

Fosters values and ethics and provides a sustainable 
measurable foundation (nominal) for future 
organisational excellence 

5% 45% 50% 100% 

Supports the involvement of all stakeholders in major 
new programmes to promote their understanding 4% 48% 48% 100% 

 

In summary, the result s indicat e t hat the respondent s perceive t he Balanced 

Scorecard to ‘adequately’ or ‘partially’ add strategic value to the organisation. 

 

5.4 PHASE 3:  FOCUS GROUP DISCUSSIONS 
 

Following the in-depth interviews from Phase 1  and the completion of the structured 

questionnaires in Phase  2,  three focus group d iscussions were held with members 

from middle  and f irst-line management.   The aim of  the group discu ssions was t o 
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gain an ad ditional perspect ive int o emplo yees’ percept ions of  t he value of  t he 

Balanced S corecard an d, in part icular, t o ident ify possible gaps or  shortcomings 

during implementation.  The first part of the group discussions focused on the role of 

Balanced Scorecard in supporting MultiChoice Africa (Pty) Limited in overcoming the 

barriers to strategy implementation.  The results are discussed in the section below. 

 

5.4.1 The Balanced Scorecard and strategy implementation 
 

Group members noted the following shortcomings: 

 

• The leadership t eam h ad been working on t he develop ment of  the Balance d 

Scorecard concept  f or a long t ime and t herefore had their f ull commi tment.  

Employees, on t he o ther hand,  were possibly  forced i nto the co ncept and 

therefore did not yet give it their full support. 

• The workings of  the Balanced Scorecard and it s basic obje ctives don’t  seem t o 

have been communicated or underst ood f ully, as emplo yees t hink t hat i t is an 

instrument only used by top management. 

• Group me mbers are of  the opinion that most e mployees s eem to perceive t he 

Balanced Scorecard as a control instrument.  Hence, they seem to feel  that it will 

be used to 'control' employees; 

• Lower management levels will hardly be able t o influence the vision and strategy 

because it these are formed at a top managerial level. 

• Strategies and act ion plans appear more descript ive and concret ely directed to 

the overall organisat ional object ives.  However,  they appear less orient ed 

towards the departments and how staff should achieve their objectives.   

• The Balanced Scorecard is prepared manually at present and much time is spent 

on compiling the reports for the meetings.  What seems to be lacking is a suitable 

collection and reporting instrument. 

• There is n o clear lin k bet ween compet ency developmen t and t he future 

competency needs,  and  t his seems  t o be due to the di fficulties in planning or 

considering the f uture compe tency needs as a  result  of  t he changing  external 

environment.  

• Although the information used f or feedback in the organisation appears modest , 

too litt le t ime is spent on t he f eedback process and t he organisat ion seems t o 

lack the instrument to collect information on the Balanced Scorecard.   
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• Some o f the measures appear unnecessary  as t he Bala nced Scorecard wa s 

developed by the management team and no t in co-operation with the entire staff 

throughout the organisation. 

• Although the Balanced Scorecard support s t he implemen tation of st rategies, i t 

often only measures what is easy  and possible to measure and not  always what 

is meaningful. 

 

5.4.2 The Balanced Scorecard and competitive advantage 

 

The second  part  o f the group discussion s f ocused on t he role of  the Balanced 

Scorecard in support ing Mult iChoice Af rica ( Pty) Limi ted in ga ining a compet itive 

advantage.  It was noted that the Balanced Scorecard had not yet demonstrated the 

ability of  the organisat ion to raise t he barriers t o imitation.  However, it  was argue d 

that the Balanced Scorecard was st ill in its initial phase of introduction and this point 

was thus difficult to evaluate at the moment. 

 

5.4.3 The Balanced Scorecard and sustainability 
 

The third part of the group discussions dealt with the Balanced Scorecard enhancing 

the sustainability constructs. 

 

It was not ed t hat t he Balanced Scorecard do es not  provide represe ntation b y all 

stakeholders and this should be an area for consideration as it is important to include 

not only the local domestic stakeholders but also international stakeholders’ since the 

organisation operat es in  a global arena.   The Balanced Scorecard sh ould act ively 

measure it s impact  and  inf luence on t he environment,  bu t not  onl y in  a business  

context as these comp etencies can be leveraged not  o nly to create growt h in  

financial revenue f or shareholder s but  also t o bene fit all direct  and indir ect 

stakeholders. 

 

A second issue raised was that governance was a clo sed topic and required f urther 

transparency for all stakeholders t o fully u nderstand and t ake cognisance of 

compliancy.  The Bal anced Scorecard did not  clearl y t ranslate this st rategic 

objective. 
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It was also evident  from the group that alliance partners were important but that this 

point was not clearly  presented on t he Balanced Scor ecard and therefore t he 

Balanced Scorecards fails to communicate and measure this specific strategic intent. 

Focusing on the Balanced Scorecard and the environment, the group members were 

of the opini on t hat the Balanced Scorecard failed t o ind icate the true value of  

corporate social investments and the benefit to society as a whole. 

 

The group members di d not  supp ort the s tatement that the Balance d Scorecar d 

enhances ethical practices and organisational integrity as it was felt that the Code of 

Ethics and Conduct  exist ed be fore the imple mentation of the Balanced Scorecard.    

The members were of  the opinion  that business decisions and act ions are made in 

accordance wit h def ined behavio urs and t hat t he Balan ced Scorecard does n ot 

support the organisat ion’s int egrity.  It thus does not  measure t he o rganisation’s 

ethical st andards.  The group wa s of  t he op inion t hat this should feature more  

strongly on  the Balance d Scorecard as t he e thics of  an organisation can have a  

substantial impact on the levels of fraud and trust in an organisation. 

 

It was agreed t hat sust ainability is of  cri tical import ance to ensure t he long-t erm 

survival of the organisation. The Balanced Scorecard does not accurately capture the 

extent of relationships that are i mportant and d oes not provide for representation by 

all stakeholders to ensure the long-term survival of the company. 

 

The group discussions a lso highlighted the following.  Alt hough a key component of  

the Balanced Scorecard process was to implement a risk management discipline into 

all act ivities, i t did no t clearl y translate t he st rategic object ive regarding t he 

transparency o f govern ance.  The Balanced Scorecard also f ailed t o communicate 

and measure the importance of  alliance partners.  It  was to some degree succe ssful 

in demonst rating t he organisation’s a wareness of  t rends, global d ynamics and 

convergence.  The Bal anced Scorecard f ailed t o indicat e t he value and benef it to 

society as a whole of  the organisat ion’s invo lvement in corporat e social invest ment 

programmes. 

  

5.5 PHASE 4:  QUANTIFICATION OF PERCEPTIONS 
 

The f ourth phase of  t he research project invo lved measu ring t he percept ions of  

employees at senior,  middle and f irst-line management level about  the Balanced 

Scorecard one year after implementation commenced (see Annexure 7). 
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A t otal o f 4 84 quest ionnaires were  dist ributed of which 11 3 complet ed ones wer e 

returned.  This constitutes a response rate of 23.3 per cent. The table below presents 

the actual number of  questionnaires distributed across t he various divisions and t he 

subsequent number of fully completed questionnaires received back. 

 

Table 5.13:  Sampling of Phase 4 

 

Division Popula tion 
Percentage 
distribution 

Response 
sample 

Percentage 
distribution  

Broadcast Technology 105 22% 21 19% 
Content 29 6% 7 6% 
Corporate Communications 15 3% 5 4% 
Finance 30 6% 7 6% 
Human Resources 25 5% 13 12% 
Information Technology 66 14% 25 22% 
Interactive 31 6% 7 6% 
Marketing & Sales 35 7% 8 7% 
Orbicom 48 10% 3 3% 
SA Operations 100 21% 17 15% 
Total 484 100% 113 100% 
 

The f ollowing sub-sect ions present  t he main result s t hat were obt ained f rom the 

analysis of the evaluation of statements. 

 

5.5.1 General evaluation of the Balanced Scorecard 
 

This se ction summarises t he resp onses obt ained f rom the general e valuation of  

statements.  Table 5. 14 indicat es t hat the majority o f respondent s f elt that the 

Balanced Scorecard in most areas met or exceeded t heir expect ations.  It  should,  

however, be noted that a significant proportion felt the opposite, having indicated that 

the Balanced Scorecard did not meet their expectations. 

 

Table 5.14:  Extent of Balanced Scorecard achieving operational objectives 

 

 Not at all Partially Adequately Total 
Built a favourable culture for the 
organisation 48% 40% 12% 100% 
Built a business environment that is 
conducive for growth 37% 48% 15% 100% 
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 Not at all Partially Adequately Total 
Effectively met the needs of 
management to pursue opportunities 30% 49% 21% 100% 
Built a communication environment that 
allowed management to recognise 
opportunities and threats 34% 50% 16% 100% 
Built an environment where the 
organisation could operate effectively 28% 58% 14% 100% 
Provided a framework for translating 
strategy into operational themes and 
thereby facilitated the role of 
management 24% 58% 18% 100% 
Encouraged managers and staff to think 
strategically about the organisation and 
its future 23% 56% 21% 100% 
Created an environment which is 
conducive to learning organisations 37% 49% 14% 100% 
Provided a platform for identifying 
strategic and operational priorities 21% 60% 19% 100% 
Assisted management in enhancing the 
strategy formulation process 26% 54% 20% 100% 
Guided employees from all levels 
towards contributing to organisational 
objectives 38% 46% 16% 100% 
Changed the business thinking 
perspective of employees 37% 49% 14% 100% 
Improved the decision-making 
environment 36% 50% 14% 100% 
Overcoming the barriers in strategy 
implementation 32% 53% 15% 100% 

Assisted MultiChoice Africa (Pty) Limited 
in gaining a competitive advantage 31% 58% 11% 100% 

Assisted MultiChoice Africa (Pty) Limited 
in sustaining a competitive advantage 36% 55% 9% 100% 

 

The table below summarises t he overall f indings of the three propositions regarding 

the expectations about the Balanced Scorecard. 

 

Table 5.15:  Expectations about the Balanced Scorecard 

 

 
Not at 

all Partially A dequately Total 
Overcoming the barriers in strategy 
implementation 15% 58% 27% 100% 

Assisting MultiChoice Africa (Pty) 
Limited in gaining a competitive 
advantage 

15% 62% 23% 100% 

Assisting MultiChoice Africa (Pty) 
Limited in sustaining a competitive 
advantage 

24% 57% 19% 100% 
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5.5.2 The Balanced Scorecard and strategy implementation 
 

The table below summarises the results from the evaluation of statements relating in 

particular to the first proposition.   

Table 5. 16:  Evaluat ion of  general st atements about  the Balanced  Scorecard 

supporting Mult iChoice Af rica (Pty) Limit ed in overcomin g t he barriers t o st rategy 

implementation. 

 
Statements Disag ree Agree Total 

The Balanced Scorecard provides me with valuable information 
that allows me to be more efficient and effective in my work 12% 88% 100% 

I have found problem solving in my department to be much faster 
since the introduction of the Balanced Scorecard 34% 66% 100% 

The Balanced Scorecard is a valuable instrument for me 12% 88% 100% 

The Balanced Scorecard has assisted the organisation in 
successfully implementing its new strategic intent 12% 88% 100% 

The  Balanced Scorecard has exceeded my personal 
expectations in overcoming the traditional barriers to strategy 
implementation 

20% 80% 100% 

The Balanced Scorecard provides valuable feedback on 
strategically important issues to me 13% 87% 100% 

The Balanced Scorecard effectively links short-term resource 
allocation with long-term strategy 16% 84% 100% 

Since the implementation of the Balanced Scorecard, I find it 
much easier to reach my objectives 22% 78% 100% 

The Balanced Scorecard assists me to understand how 
strategies should be implemented 13% 87% 100% 

The Balanced Scorecard provides the feedback that I need to 
perform my job effectively 19% 81% 100% 

The Balanced Scorecard has enhanced my decision-making 
abilities 27% 73% 100% 

The Balanced Scorecard has enhanced my leadership abilities 28% 72% 100% 

The Balanced Scorecard has assisted me to better exchange my 
views regarding important strategic objectives of the organisation 19% 81% 100% 

The Balanced Scorecard has shaped the way my department 
operates 27% 73% 100% 

The Balanced Scorecard has equipped me to overcome the 
barriers that exists in strategy planning 22% 78% 100% 

Since the introduction of the Balanced Scorecard my department 
has been able to better coordinate and manage my department’s 
budget 

32% 68% 100% 

I use the information the Balanced Scorecard provides to set 
more feasible targets for my department 23% 77% 100% 

The enhancing of proper communication routes between 
departments by the Balanced Scorecard assists me to align the 
objectives more effectively 

31% 69% 100% 

The Balanced Scorecard assisted to narrow down the important 
strategic objectives of the organisation thereby enhancing the 
quality of the strategies implemented 

14% 86% 100% 

With the Balanced Scorecard it has become easier for me to link 18% 82% 100% 
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Statements Disag ree Agree Total 
strategy to action 

My department uses the Balanced Scorecard as an instrument to 
encourage action and appropriate change 34% 66% 100% 

The Balanced Scorecard is a successful management instrument 
because its measures can be changed (flexible) to suit the 
organisation's needs in the constantly changing environment in 
which it operates 

11% 89% 100% 

It is too early to tell the real impact of the Balanced Scorecard 32% 68% 100% 

The Balanced Scorecard is nothing more than a measurement 
instrument 24% 76% 100% 

The Balanced Scorecard has brought about a positive change in 
the way we do business 24% 76% 100% 

 

5.5.3 The Balanced Scorecard and competitive advantage 
 

The table below summarises the results from the evaluation of statements relating in 

particular to the second proposition. 

 

Table 5. 17:  Evaluat ion of  general st atements about  the Balanced  Scorecard 

supporting MultiChoice Africa (Pty) Limited in gaining a competitive advantage. 

 

Statements Disag ree Agree Total 

The Balanced Scorecard assists the organisation to improve 
service delivery to customers 12% 88% 100% 

The Balanced Scorecard assisted in identifying key success 
factors (product quality/customer knowledge, on-time delivery 
etc.) that create a sustainable competitive advantage 

14% 86% 100% 

The Balanced Scorecard is used as an instrument to assist 
management reinvent the organisation's business model in order 
to create a competitive advantage in the market 

14% 86% 100% 

The Balanced Scorecard initiates the alignment and focus of all 
the organisation's resources on its strategy 14% 86% 100% 

I feel the Balanced Scorecard is adding value to the role of 
internal and external stakeholders (increasing) in the 
organisation's value chain 

14% 86% 100% 

The Balanced Scorecard assists the organisation to focus on 
decreasing the organisation's cost by making it more efficient in 
delivering business solutions 

17% 83% 100% 

The Balanced Scorecard initiates better cooperation and 
collaboration between all stakeholders 17% 83% 100% 

Since the implementation of the Balanced Scorecard, the 
organisation was able to pursue opportunities that created a 
competitive advantage 

19% 81% 100% 

Since the introduction of the Balanced Scorecard, management 
has been able to act on opportunities that support gaining a 
competitive advantage over competitors 

21% 79% 100% 

The introduction of the Balanced Scorecard results in the 
organisation generating returns in excess of the cost of capital 

21% 79% 100% 
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Statements Disag ree Agree Total 
and earning a higher rate of economic profit than the average of 
its competitors (competitive advantage) 

The use of the Balanced Scorecard resulted in better strategy 
implementation through the creation of new business models 22% 78% 100% 

Since the implementation of the Balanced Scorecard, I 
understand the organisation’s competitive environment much 
better 

25% 75% 100% 

I believe the Balanced Scorecard aided my department to rethink 
how to explore new markets in order to establish a sustainable 
competitive edge 

28% 72% 100% 

I use the Balanced Scorecard as a synchronisation instrument 
for information, human capital and the market to create new 
services in my department that will assist to maintain a 
sustainable competitive advantage 

29% 71% 100% 

Management uses the Balanced Scorecard as an instrument to 
manage the diversity in the organisation 30% 70% 100% 

 

5.5.4 The Balanced Scorecard and sustainability 
 

The table below summarises the results from the evaluation of statements relating in 

particular to the third proposition.   

 

Table 5.18:  Evaluat ion of general s tatements about the Balanced Scorecard as an 

instrument that supports and enha nces t he sust ainability constructs of  MultiChoice 

Africa (Pty) Limited’s competitive advantage. 

 

Statements Disag ree Agree Total 

The Balanced Scorecard enhances the effectiveness of the 
organisation's ability to support and maintain a sustainable 
competitive advantage 

11% 89% 100% 

The Balanced Scorecard has added real value to the business 15% 85% 100% 

The Balanced Scorecard has assisted to control and manage 
corporate sustainability 15% 85% 100% 

The Balanced Scorecard assists management in streamlining 
sustainability strategy and set clear targets for environmental 
management and corporate social responsibility 

15% 85% 100% 

I find the Balanced Scorecard a helpful business instrument in 
developing strategies to attract and retain customers 15% 85% 100% 

I use the Balanced Scorecard to focus on short-term objectives 
in order to achieve long-term sustainability 16% 84% 100% 

I used the Balanced Scorecard during the changed management 
process to better understand the new corporate vision and 
mission 

19% 81% 100% 

The Balanced Scorecard has built a favourable culture within 
MultiChoice 19% 81% 100% 

The Balanced Scorecard has made me more aware of the 
threats and opportunities the organisation faces and how this will 

20% 80% 100% 
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Statements Disag ree Agree Total 
have an impact on the business objectives and performance 

Operationally we are more effective due to the introduction of the 
Balanced Scorecard 21% 79% 100% 

The Balanced Scorecard is an instrument that is focused on the 
operational side of the business 28% 72% 100% 

The Balanced Scorecard has assisted me to cope with the 
change management process more effectively 32% 68% 100% 

 

5.6 CONCLUSION 
 

This chapter presented the results obtained from the analyses of  the data that was 

gathered from the case study organisation for the purpose of this research. 

 

The f irst phase of  the research f ocussed on g aining a co nceptual understanding of  

general management ’s perceived  value of  the Balance d Scorecar d.  The dat a 

gathering involved in-depth interviews with ten general managers.   

The secon d phase o f the research was aimed at  obtaining a quant itative 

measurement o f senior, middle and f irst-line management ’s perceived evaluat ion of  

the Balanced Scorecard. 

 

Following the in-depth interviews from Phase 1  and the completion of the structured 

questionnaires in Phase  2,  three focus group d iscussions were held with members 

from middle  and f irst-line management.   The aim of  the group discu ssions was t o 

gain additional perspective into employees’ perceptions of the value of  the Balanced 

Scorecard and,  in part icular, to i dentify pos sible gaps or short comings durin g 

implementation. 

 

The last  p hase of  t he research  project  involved measuring t he percept ions of 

employees at senior,  middle and f irst-line management level about  the Balanced 

Scorecard one year after implementation commenced. 

 

In the next chapter, Chapter 6, the results presented in this chapter will be discussed 

and analysed. 
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CHAPTER 6 
FINDINGS 

 

“Everything should be made as simple as possible, but not simpler”. (Albert Einstein, 1879-
1955) 

 

 

6.1 INTRODUCTION 
 

MultiChoice Africa (Pty) Limited, through its transformation process and its position in 

the organisational life cycle, faced challenges such as t he misalignment of budgets, 

setting of targets without proper inf ormation and misalignment  of object ives.  At  the 

same time, the organisation also had to close the gap between skills, processes and 

risks.  The management and the executive team further needed to communicate the 

new collect ive corporat e business int ent e ffectively to a ll int ernal and ext ernal 

stakeholders in t he value chain.   The impera tive in t he n ew value-ad ded st rategic 

goal implemen tation was t o ensure t hat t he group an d t he individual or t eam 

understands t he new knowledge  p roposition.  Anot her challenge was t o creat e a 

learning organisation. 

 

It is against this background that this study set out to establish whether the Balanced 

Scorecard as a st rategic managemen t inst rument supp orts an organisat ion in 

overcoming barriers t o strategy implementation as well as t he development  o f a nd 

maintaining a sust ainable compet itive advant age in t he ne tworked eco nomy.  The 

research was constructed around MultiChoice Africa (Pty) Limited, which served as a 

case study organisat ion where  an  empirical  f orum f or the f acilitation of  specific 

constructs was est ablished.  The case st udy organisat ion provided  a st rategic 

framework for t he con structs t o be qualif ied and quant ified. Phen omenological 

research was carried out to examine the utility of the instrument in real practice. 

 

Chapter 2 established the theoretical foundation of the research study by means of a 

literature review.  The review provided a t heoretical perspective on strategy, strategy 

management, st rategic cont rol, and t he cont ext o f managing st rategically, 

development of strategic models and instruments, and sustainability.  It expanded on 

the sources of  compe titive advant age and t he opt ions available f or prolonging an  

advantage through casual ambiguity, underl ying condit ions, uniqueness,  economic 

deterrence and growt h opport unities, b y de fining compet itive advant age and 
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sustainability, core competencies and capabilities such as innovation, reputation and 

architecture.  Import antly, the rev iew est ablished t he mainst ream t hinking of  

researchers regarding the Balanced Scorecard.  As a result  of this three propositions  

relate to the research questions stated in Chapter 1 emerged. 

 

The f ollowing chapt ers f ocused on present ing the case st udy organisat ion, 

MultiChoice Af rica (Pty) Limit ed (Chapt er 3) as well as the manner in which t he 

research was carried out (Chapter 4).  Chapter 5 presented the results obtained from 

the anal ysis of  t he qua litative and quant itative dat a.  Tog ether wit h the f irst t wo 

chapters, these chapt ers f orm t he f ramework f or testing t he prop ositions and 

answering t he research  quest ions.  I n this chapt er, the proposit ions that  e merged 

from the literature review are linked with the results that were presented in Chapter 5. 

 

6.2 LINKING THEORY AND RESEARCH 

Chapter 1 and 2 made numerous references to the function and role of the Balanced 

Scorecard as an inst rument for strategy development, implementation, management 

and control.  The claims t hat have been made regarding t he Balanced Scorecard as 

an eff ective and ef ficient manage ment s ystem are numerous.   An examinat ion of  

various case st udies report ed in Kaplan and Nort on (20 04: 397-453 ), reveal that 

many an organisat ion (privat e, pub lic and non- profit) declare t heir support  for t he 

Balanced Scorecard as they have benefited immensely from the use of it. 

 

From the literature study the theoretical foundation for the purpose of the Balanced 

Scorecard was established.  It was established that the Balanced Scorecard supports 

organisations in the implementation of strategies.  Therefore the Balanced Scorecard 

helps organisations to develop and maintain a sustainable competitive advantage by 

allowing them to continuously re-evaluate and, if necessary, adjust the strategic plan 

based on changes in the internal and external environment.  An effective control and 

communication system ensures that strategies are implemented as intended and that 

employees co-operate i n carry ing out the organisational object ives with reasonable  

efficiency.  Only once such a system is in place is an organisation able of surviving in 

a continuously changing environment. 

 

The t heoretical f oundation led t o the f ormulation of  the res earch quest ions belo w, 

testing the effectiveness of the Balanced Scorecard: 
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• Does the Balanced Scorecard support organisations in overcoming the barriers to 

strategy implementation? 

• Does t he Balanced Scorecard sup port organisat ions in g aining a competitive 

advantage b y allowing  t hem to focus simult aneously on t he sources of  

competitive advantage and diversification around the core business? 

• Does t he Balanced S corecard a s an instrument support  and enhance t he 

sustainability constructs of an organisation’s competitive advantage? 

 

Furthermore, the research invest igated w hether t he Balanced Scorecard is able t o 

cover t he st rategy formulation, implemen tation and evaluat ion, an d in t his wa y 

introduce a compet itive advant age const ruct int o t he strategic management 

instrument. 

 

It is against  t his background t hat t he research aimed t o cont ribute t owards t he 

existing knowledge by considering the propositions within a case study organisation, 

namely MultiChoice Af rica (Pty) Li mited, which f acilitated a process of  developing 

and implementing the Balanced Scorecard con cept to meet the challenges it  faced.  

Although the results obtained were unique to the case study organisation, it provided 

an environ ment in t he real world  t o es tablish whet her the Balanced Scorecard 

contributes value by providing bot h relevant and balanced inf ormation, and creating 

an environment that is conducive to learning. 

 

The overall findings indicated that during the early stages of the Balanced Scorecard 

implementation, the Balanced Scorecard was perceived by employees to 'partially' or 

'adequately' support  Mult iChoice A frica (Pty) Limit ed in overcoming t he barriers t o 

strategy implement ation and f acilitate t he development  o f and maint enance of  a 

sustainable compet itive advant age in t he ne tworked econ omy.  Perc eptions were 

mostly based on a concept ual and t heoretical underst anding of  the Balance d 

Scorecard, as emplo yees lacked o perational experience a t the time of the init ial 

research.  Those employees who regarded the Balanced Scorecard as only ‘partially’ 

supporting MultiChoice Africa (Pty) Ltd, saw lit tle value in t he instrument, specifically 

with regard to its contribution towards the organisation's strategic intent. 

 

Research conduct ed one y ear after implement ation indicat ed t hat the majority  of 

employees (three out of every four) were of the opinion that the Balanced Scorecard 

met or exce eded t heir expect ations.  About  four out  of  five believed  t he Balance d 

Scorecard facilitated the processes of  ove rcoming t he barriers t o st rategy 
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implementation and sup ported the organisation in gaining a  sustainable competitive 

advantage.  This finding suggests that after employees had gained some operational 

experience with t he Balanced Scorecard t hey were mo re posit ive t owards t he 

Balanced Scorecard. 

 

The f indings did ind icate that the Balanced Scorecard did not  communicat e the 

strategic int ent and compe titive advant age of t he organisat ion adequat ely.  The  

results showed that there was a ga p between top management, who were ult imately 

responsible f or the development  and init iation of  t he Balanced Scorecard,  and 

employees at the lower manageme nt levels.  T his resulted in a la ck of support from 

first-line management.  Furthermore, it was difficult for respondents to understand the 

sustainability cons tructs, especially as t he link t o t he Bal anced Scor ecard is onl y 

measurable over a period of time. 

 

The following sections link Chapters 1, 2 and 5.  Each section focuses on a particular 

proposition and f uses the knowled ge f rom the lit erature review with t he specif ic 

insights gained f rom the research result s.  This culminat es in t he conclu sions 

regarding the usefulness of the Balanced Scorecard. 

 

6.3 STRATEGY IMPLEMENTATION 
 

Strategy management is the process that focuses on the state of the long-term health 

of an organisat ion wher eby bot h the int ernal and ext ernal environment  should be  

closely monitored.  In fact, strategy management can be considered to address three 

major dimensions, namely con text (the ex ternal and int ernal environments in which  

the organisation operates), content (how the organisation chooses to configure itself 

and relates to i ts external environment) and process (ho w an organisation chooses 

and implements strategies). 

 

The lit erature review in dicated t hat st rategic management  involves t he int egration 

and co-ordination processes of  all o rganisational functions and resources in order t o 

implement formulated strategies.  These strategies are aligned with the environment, 

which leads to the achievement  o f the long-term object ives of  the organisation.  In 

this way then the organisation can gain a competitive advantage and adding value for 

the shareholders (Ehlers & Lazenby, 2004: 133-151). 
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Strategy management therefore broadly  consist s of  environment al a nalysis, goa l 

formulation, int ernal resource a nalysis and st rategy f ormulation, evaluat ion, 

implementation, and monitoring and control.  Strategic work starts with an analysis of 

internal weaknesses an d st rengths, and ext ernal t hreats and opport unities.  Base d 

on in-depth analyses of internal and ext ernal condit ions, a s trategy is f ormulated to 

achieve the desired objectives. 

 

Some authors, like Thomas (1994: 683-697), argue that there is inadequate literature 

available t o qualify  exa ctly how st rategies should be implemen ted.  However, t his 

aspect is cert ainly one  of the most import ant elemen ts of s trategy management.  

Within t he field of  st rategy, mos t research also f ocuses on analy sis and st rategy 

formulation, while implemen tation is  barely covered.  This ma y be partly due to the 

fact that implementation is a tactical and operational discipline. 

 

Another aspect that is crit ical is t o ensure t hat strategies are not  only implemented 

effectively, but also that the right strategies are implemented. 

 

In light  of  the above and t hrough recognising some o f t he weaknesses and 

vagueness of  o ther management  approa ches, t he Balanced Scorecard was 

developed as a new approach t o st rategic managemen t.  The success of  t he 

Balanced Scorecard lies in it  b eing a management  system and not  onl y a 

measurement system. 

 

The result s indicat ed t hat e mployees sup ported t he concept ual idea  wit hin 

MultiChoice Af rica (Pty) Limi ted t hat t he Balanced  Scorecard  enables t he 

organisation t o clarify i ts vision an d st rategy and t ranslate it int o action.   As was 

already mentioned, the percept ions of  emplo yees during t he earl y stages of  the 

Balanced Scorecard implement ation were partially  based on t heir concept ual and  

theoretical understanding of the Balance Scorecard's facilitating role, rather than their 

actual expe rience with t he Balanced Scoreca rd.  The result s f rom the research  

conducted a year after the implementation of the Balanced Scorecard indicated more 

grounded belief s f rom respondents, based on  t heir operat ional experience.   This  

finding is support ed b y result s in dicating t hat abou t 80  per cent  of e mployees 

believed t he Balanced  Scorecard assist ed Mult iChoice Af rica (Pty) Limi ted in 

successfully implement ing it s new strategic int ent, b y overcoming t he barriers t o 

strategy implementation.  Eighty-five per cent  indicated that the Balanced Scorecard 

met or exceeded t heir expect ations in t his regard.  In addit ion, the Balance d 
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Scorecard e quipped individuals at  all levels t o overcome the barriers that exist  in  

strategy implementation. 

 

Lastly, the Balanced Scorecard is also regar ded as a successful managemen t 

instrument because its measures can be chan ged to suit the organisation’s needs in 

a constantly changing business environment. 

 

The research f indings also indicat ed t hat litt le succe ss was ach ieved during t he 

strategy formulation phase, thereby direct ly impact ing on the impleme ntation of the 

Balanced Scorecard and resulting in only partially achieving the strategic intent. 

 

The following sub-sect ions link t he lit erature from Chapter 1 and 2 wit h the results 

obtained from Chapter 5 with regard to the Balanced Scorecard’s ability to overcome 

the specif ic barriers t o st rategy i mplementation, as not ed b y Kapla n and Nort on 

(1996a: 139-142). 
 

6.3.1 Ensu res that the organi sation unde rstands th e strategi es and that 
objectives are acted upon 

 

Pierce and Robinson (2 003: 322-325) noted that one o f the main object ives of  the 

strategy management process is t o simplify the way managers plan and impleme nt 

strategies, and then evaluate the outcomes.  This is an important process as strategy 

formulation and implementation are rarel y separate processes and of ten overlap in  

practice (David, 2001:  5 -6).  If there is a lack of  consent  and clarity  with regard t o 

strategies, diff erent grou ps will work with dif ferent agendas, according  to t heir own 

interpretation of  t he st rategy and vision.  The ir ef forts are neit her int egrated, nor  

cumulative, since t hey are not  linked cohere ntly to an overall st rategic object ive 

(Kaplan & Norton, 19 96a: 139-142).   Uncle ar st rategies will conf lict wit h poor  

horizontal co-ordination (Beer & Eisenstat, 2000: 29-39). 

 

Various authors also  agreed that i f employees do not  understand how t he st rategy 

will be implemen ted or if  individua l respons ibilities are not  clear (‘wh o’), t hen the 

strategy ca nnot be implement ed effectively (Brache & Freedman, 1999: 10-1 3; 

Cicmil, 1999: 119-129; Corroby & O’Corrbui, 1999: 29-31). 
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A second import ant a spect of  the Balanced  Scorecard  is it s ability  to enabl e 

management to act  upon object ives.  This add ed-value of  the Balanced Scorecard  

lies in t he drawing t ogether of all key business areas,  and ident ifying and exploit ing 

the linkages that deliver success (Hoffecker & Goldenberg, 1994: 5-17). 

 

In order to make rational decisions about organisational objectives and to set targets 

for those activities, an organisation should develop a clear idea about what it is trying 

to achieve (Kotler, 2003: 90-94) and what  the organisation is likely  to look like at  an 

agreed future date (Olve et al., 1999: 32-83). 

 

The f indings f rom the research indicat ed t hat the Balanced Score card allo wed 

employees to be tter u nderstand the alignment  o f organ isational st ructure wit h 

business re quirements.  The Bal anced Scorecard ‘bala nces’ t he import ance of  

issues, which can onl y be achieved if all emplo yee levels understand the strategies.  

The Balanced Scorecard assist ed to narrow do wn the important strategic objectives 

of the organisat ion, t hereby enhancing t he quality  o f st rategies implemented.  T his 

led t o emp loyees being encourag ed t o focus at tention on key  a spects of  the 

business, a s t hey were now,  more t han bef ore aware of  the vision a nd mission in 

relation t o s trategic object ives, and specif ically t heir cont ribution t owards achie ving 

these objectives. 

 

Strategy can also on ly be implemented if properly communicated to all st akeholders 

and understood b y all .  The init ial research in dicated that emplo yees believed t he 

Balanced Scorecard would facilitate the process by communicating the organisation's 

strategic intent to all stakeholders in such  a way that everyone would  understand it.  

However, it was f ound t hat the workings of  the Balanced Scorecard and it s basic 

objectives were not adequately communicated, in particularly during the early stages 

of implementation, and thus were not fully understood by staff.  There also seemed to 

be a lack of  commitment from the lower management levels.  This might  have been  

due to primarily top management having worked on the development of the Balanced 

Scorecard concept for a long time, while lower management levels were not involved 

in this process.   This result ed in f irst-line management not  having any inf luence on 

the vision a nd strategy as top management formulated it  during the init ial Balanced 

Scorecard development. 

 

Not withstanding the above short coming, the result s did in dicate that the Balance d 

Scorecard also facilitated four other important processes.  I t promoted dialogue and 
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understanding amongst all st akeholders; it  translated ke y st rategic object ives int o 

tangible init iatives; i t linked st rategies to object ives, measures and milest ones; and, 

lastly, the Balanced Scorecard was used as a total strategic management instrument 

as it included both elements of strategy planning and implementation. 

 

At an operat ional leve l, t he results indicat ed t hat there was st rong agreement  

amongst employees towards the balanced Scorecard supporting them to reach their 

objectives and assisting them to understand how st rategies should be implemen ted.  

At the same t ime the Balanced Scorecard has allowed employ ees to enhance their 

decision-making capabilities and better exchange their views regarding the important 

strategic object ives of  the organisat ion.  Nine out o f ten employees believed t he 

Balanced Scorecard to be a valuable instrument. 

 

6.3.2 Links overall strategy to the objectives at departmental, team and 
individual levels 

 

Thomas (1994: 683-697) stated that all st akeholders should be ident ified during t he 

first s tep o f the s trategic managemen t process.   It  is  t herefore important to 

emphasise t hat st rategic management  is not  only the ex ecutive management ’s 

responsibility but should f ilter down t o the lower levels of  employment, and, in fact, 

will on ly be execut ed successf ully by involving  all t he employ ees in the st rategy 

planning process. 

 

For an org anisation t o implement it s missi on and st rategies successf ully, it  is 

imperative that all divisions move in the same direction.  Functional and departmental 

managers should t herefore ensure t hat the object ives that they set for their specif ic 

unit/department do not  conflict wit h t he object ives of  ot her unit s and department s 

Flood et al. (2000: 184-189, 236-243). 

 

The strategy management process is a dynamic and interrelated process.  Decisions 

made about strategy formulation impact directly on strategy implementation, which in 

turn impacts on st rategic control.  Pearce and Robinson (2003: 322-325) not ed that 

decisions a bout st rategy i mplementation mus t be ant icipated and inco rporated into 

the decisions concerning formulation. 
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According to the results, the Balanced Scorecard seems t o cover most of the points 

raised above.   The results indicat ed t hat the Balanced Scorecard was seen as a  

totally t ransparent inst rument, enhancing communication and t herefore fostering an 

understanding of the part that e ach division , team and  individual plays in the 

organisation’s st rategic intent.  This again assist s t o encourage part icipation at all 

levels of the organisation. 

 

The Balanced Scorecar d also f acilitated the process of  linking st rategies across a ll 

employee levels and d ivisions, ensuring that everyone within the organisation strove 

towards t he same object ive.  The Balanced Scorecard su pported the collaborat ive 

approach a mongst divisions and  emplo yees, which h elped t o demy stify the 

interpretation of st rategies and enforce an underst anding on how each individua l 

person influences the overall strategy. 

 

From an operational point of view, two out of three employees believed the Balanced 

Scorecard to be used by their departments as an instrument to encourage action and 

appropriate change.  The Balanced Scorecard also allo wed departments to set more 

feasible targets. 

 

The Balanced Scorecard should be implemented in such a way that top management 

as well as middle and first-line management will support it.  If this is not achieved, the 

lack of  support from these quarters will prove t o be a st umbling block in  linking the 

overall strategy to the objectives at departmental, team and individual levels.  A la ck 

of cohesion and co-operat ion will be experie nced wit hin t he organi sation if  the 

various ma nagement l evels do  n ot support  the implement ation of  the Balanced 

Scorecard. 

 

6.3.3 Links short-term resources allocation to long-term strategy 

 

Within MultiChoice Africa (Pty) Limited, the budget was, before the introduction of the 

Balanced Scorecard, limited to funds available.  As a result  of the deployment of the 

Balanced Scorecard f unds are no w made available ba sed on st rategic int ent a nd 

departments have been  able t o better co-ordinate and ma nage their budgets.  Th e 

Balanced S corecard a llows all divisions t o inf luence expe nditure f rom a st rategic 

perspective rather than from operational ‘wants and needs’ requirements. 
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Through the Balanced Scorecard,  a new st ructure to ma tch the objectives and t he 

initiatives of t he business are put  i n place.   T he real benef it o f this i s only visible 

when the alignment in the business is f ully understood and budget s are f ormulated 

accordingly to object ives.  Kaplan and Nort on (1996a:  8,  47-62) acknowledged the 

traditional need f or financial dat a in t he Ba lanced Sco recard.  The Balance d 

Scorecard is t herefore directly linked t o the budget in the sense t hat a management 

team can freely prioritise funds allocated to them. 

 

Some crit icism of  the Balanced Scorecard was at tributed to the process of 

constructing and putting it together.  During the early stages of the implementation of 

the Balanced Scorecard  it  was made manuall y and resulted in managers spendin g 

much t ime on preparing report s for mee tings.  The Balanced Scorecard should , 

except f or t he in formation t hat it  con tains, be dev eloped wit hin a s ystems 

environment of effective and efficient collection and reporting of relevant information.  

Timely and accurate dat a will alwa ys be a pri ority and s ystems have  t o be pu t i n 

place t o ensure t he quick and accurat e collect ion of  relevant  da ta.  T his could b e 

achieved through the implementation of a data warehouse, where the processing can 

be centralised and automated. 

 

The Balanced Scorecard and it s link t o the f inancials of  an  org anisation is  

nonetheless only one dimension of its intended function.  An organisation has various 

resource pools and t he Balanced Scorecard’s f unction is to link t hese to long-term 

strategic initiatives.  Eight  out of ten employees agreed that the Balanced Scorecard 

effectively links short-term allocation to long-term strategy. 

 

A weakne ss in  t he Balanced Scor ecard t hat was identified relat es t o t he lack of 

establishing a clear lin k bet ween compet ency development  as a so urce and t he 

future competency needs of the organisation.  The Balanced Scorecard only partially 

develops or ganisational leadership,  which  is critical f or support ing a f avourable 

organisational culture.  This shortcoming in the Balanced Scorecard can be attributed 

to the difficulties associated with planning in an ever-changing external environment.  

The Balanced Scorecard is t hus not able to fully align the organisational capabilities 

with t he ch anging ext ernal environ ment, i. e. changing market  require ments.  Also,  

during the initial research emplo yees argued that  the Balanced Scorecard does no t 

ensure complete robustness to withstand uncontrollable external factors. 
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Another i mportant point  to take cognisance of  is t o balance t he aspect s t hat are  

measured b y t he Balanced Scor ecard so t hat short -term improve ments do not 

conflict wit h long-t erm objectives.  What  is oft en measured is what  is easy  and  

possible t o measure,  b ut what  is meaningf ul is in some inst ances no t possible t o 

measure.  The Balanced Scorecar d should support long-term decisio n-making t hat 

affects short-term financial objectives. 

 

Lastly, t he findings again sign ified t he emerg ence of  an import ant aspect of  the  

Balanced Scorecard, namely that the Balanced Scorecard facilitates the collaboration 

and participative management processes of resource allocation and management. 

 

6.3.4 Provides feedback on strategically important issues 

 

The lit erature revealed t hat an i mportant c riticism levelled again st s trategic 

management is that management d oes not  alwa ys know whet her s trategies have  

been implemen ted successf ully.  This is be cause organisat ions do not  u tilise 

measurement instruments such as the Balanced Scorecard t o evaluate the impact of 

the chosen st rategy (Bowman & Helf at, 2001: 1 -23).  Strategic control systems are 

therefore a necessary requirement when implementation is being conducted (Brache 

& Freedman, 1999 : 10-13;  Goold & Quinn,  1990: 43-57).   Organisat ions f requently 

lack appropriate controlling systems that can be implemented and be used to control 

environmental, social and economic object ives within one inst rument (Bieker et al ., 

2001: 28-30; Orssatto et al., 2001: 263-273). 

 

Strategic control is, in essence, the phase of the strategic management process that 

concentrates on evaluat ing the chosen strategy in order to verify whether the results 

produced by the s trategy are  t hose int ended.  St rategies f ocus on  the long-t erm 

future, and t ime elapses bet ween the formulation and implemen tation of a st rategy 

and t he achievement  of  it s int ended result s (Dooley  et al ., 2000: 1237-1258 ).  

Furthermore, in order for eff ective coordinat ion t o be achieved,  t he inf ormation 

systems used t o monitor implementation have to be appropriat e (Al-Ghamdi , 1998: 

322-328; Brache & Freedman, 1999: 10-13; Grundy, 1998: 459-468). 

 

Strategic control has two focal points, namely to evaluate the content of the strategy 

and monit or t he s trategy imple mentation act ivities.  Pre mise cont rol is used t o 

evaluate s ystematically and cont inuously the assumptions on which the s trategy is 
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based for validity. Strategic surveillance, on the other hand, monitors and interprets a 

broad range of event s not previously  iden tified (bot h internal and ext ernal to the 

organisation) that may affect the course of  the strategy, as a change  in t he strategy 

may be required. 

 

The Balanced Scorecard primaril y builds on t he idea of measurement-based 

management and feedback.  By combining financial and non-financial measures in a 

single repor t, the Balanced Scorecard aims to provide managers wit h richer and 

more relevant information about the activities they are managing than is provided by  

financial measures alo ne (Rigby , 2001: 44-93).   I n o ther words,  t he Balance d 

Scorecard incorporates feedback around internal business process outputs, but also 

adds a feedback loop around the outcomes of business strategies. 

 

The research result s indicated that the Balanced Scorecard provided a n opportunity 

for const ant review of measurement s and targets for personal a nd divisio nal 

objectives.  On an individual level,  employees agreed t hat the Balance d Scorecard 

provided feedback that they required to perform their jobs effectively.  Some criticism 

towards t he Balanced Scorecard suggest ed t hat al though the in formation used f or 

feedback appears insignif icant, feedback is one of  the most  ess ential f actors 

regarding an organisat ion’s performance and it  was f elt that too litt le t ime might be 

spent on t his process.   This can  be  att ributed to the lack o f an eff ective system to 

collect relevant data for the Balanced Scorecard. 

 

Furthermore, an aspect  t hat emerge s f rom the concept  of  the Balance d Scorecard 

itself is t hat t he numbe r of  object ives wit hin t he Balanced  Scorecard needs t o be  

restricted in  order t o f ocus on t he most i mportant s trategic object ives.  There fore, 

environmental or social custodians must be aware of  t he fact  t hat in the st andard 

Balanced Scorecard on ly a rest ricted number of object ives can be co nsidered, with 

the consequence that the instrument can only be used in a reductive manner. 

 

The result s did indicat e t hat t he Ba lanced Scor ecard might be perceived by  some  

employees as a cont rol inst rument onl y, hence, the underst anding t hat top 

management would use it as an aid t o control employees.  The Balanced Scorecar d 

should be used as a strategic management  approach t hat support s in providin g 

feedback measures that can assist  all parts of the organisat ion to move in t he same 

direction. 
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The Balanced Scorecard allows f or a quick overview,  not  onl y wit h regard to 

operations but also to the strategic direction and intent.  From a gap perspective, the 

results indicat ed t hat the case  st udy organisa tion does n ot ut ilise t he Balance d 

Scorecard f or ext ernal market ing (theref ore no t communicat ing t he organisat ion’s 

competitive advantage) but merely for internal managerial purposes. 

 

In summary,  the results indicated that  employees believed the Balanced Scorecard  

to provide f eedback on  st rategically i mportant issue s t hat assist  t o overcome t he 

barriers to strategy implementation.  One part icular comment made by a respondent 

emphasised t he advantage of  t he Balanced Scorecard in  t his regard when it  wa s 

stated that t he ‘…Balanced Scor ecard gi ves Mult iChoice t he abilit y to have a  

dashboard with real-t ime report ing.  This brings ab out commu nication and  

transparency, which f osters t he decision-making and pro blem-solving processe s, 

which in t urn enhances compet itive advant age.  Changes to the environment and  

operations can be identified quickly and solutions implemented.’ 

 

6.4 COMPETITIVE ADVANTAGE 
 

The lit erature review made various ref erences t o the aspect  o f compe titive 

advantage.  Ehlers and Lazenby (2004: 1-2) stated that competitive advantage is the 

edge t hat an organisat ion has over ot her organisat ions and t hrough st rategy 

management deliberate efforts and act ions are implemented to surpass competitors. 

Barney (19 91: 99-119) st ated that a compet itive advant age is an ad vantage ove r 

competitors gained by offering consumers excellent  value b y means of lower prices 

or by providing superior benefits and services rather than just higher prices. 

 

According to Clayton (2001: 105-110) competitive advantage derives ult imately from 

the ownership of  a va luable reso urce, as a  superior perf ormance derives f rom 

developing a compet itively dist inct set o f resources and de ploying them in a well-

conceived strategy.  In line with Clayton’s definition, Flood et al. (2000: 184-189, 236-

243) asked themselves what competitive advantage is and how t he resources of  an 

organisation cont ribute t o the attainment  o f a compe titive advantage.   The y 

concluded that it is centred in a spe cific activity that an orga nisation performs bett er 

than its competitors.  At  least one of  the long-term objectives of the organisation will 

revolve aro und it s compe titive a dvantage.  To survive,  grow an d prosper,  an 

organisation has to distinguish itself from its competitors.   
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Sustaining business growth is one  of  the crit ical challenges to the bus iness leader.  

At some stage in its lifecycle an organisat ion must seek new growth opportunities in 

order t o ad dress realit ies such as ma ture ma rkets, co mpetitive t hreats and take 

advantage of  opport unities by  u tilising in novative t echnologies, exploit ing new 

markets and capitalising on chang ing customer demographics (Thom as, 1994: 683-

697). 

 

It is against t his background t hat the second proposit ion was st ated, namel y: The 

Balanced Scorecard su pports organisat ions in gaining a ‘compe titive advantage’ by 

allowing t hem t o focus simult aneously on sources of  co mpetitive advant age and  

diversification around the core business. 

 

The results highlighted communication, t ransparency, collaborat ion and t he sharing 

of knowled ge as key  processe s t hat t he Balanced S corecard f acilitated.  This 

ultimately leads t o mitigation of risks, quick decision-making,  innovat ion, skills 

development, and leadership development. 

 

With regard to the evaluation by employees, 85 per cent indicated that the Balanced 

Scorecard me t or exceeded t heir e xpectations in assist ing MultiChoice Africa (Pty) 

Limited in g aining a compe titive advantage.  T his was only achievable t hrough the 

building of  a communicat ion envir onment that allowed  management  to recognise 

opportunities and threats. 

 

The proposit ion consid ers t wo underly ing as pects, na mely t hat o f sources o f 

competitive advant age and diversif ication around t he c ore business,  which are 

discussed below. 

 

6.4.1 Sources of competitive advantage 

 

The result s revealed t hat, in general,  respondent s believed t hat the Balance d 

Scorecard supported management in identifying and ut ilising the relevant resources 

to develop and main tain a sust ainable compet itive advantage.   This was achie ved 

through various act ivities and chan nels, and in cluded identifying core compe tencies 

and operational effectiveness, differentiation, collaboration across organisations and 

supply chains,  resource ut ilisation and value creat ion.  Re search conducted a year 

after the implementation found that operationally the Balanced Scorecard assisted in 
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identifying key success factors, i.e. product quality, customer knowledge, etc.  These 

factors ult imately assist in creat ing a competitive advantage.  The measuring of  the 

sustainability constructs, however, seemed to present a shortcoming of the Balanced 

Scorecard.  However,  the Balanced Scorecard does init iate the alignment o f all the 

organisation's resources with its strategy. 

 

With regard t o core co mpetencies, t he lit erature not ed t hat organisations have  t o 

distinguish t hemselves f rom compe titors t hrough dist inctive compet encies, such as  

special capabilities and technologies or resources that competitors will not be able to 

imitate read ily (Flood et al ., 2000 : 178-179, 18 4-189).  I n the case o f Mul tiChoice 

Africa (Pty) Limit ed, employees acknowled ged t hat the Balanced Scorecar d 

supported the process of formalising core competencies and contributed towards the 

development of the organisation’s competitive advantage.  T he Balanced Scorecard  

helped to foster an in-dept h understanding of the mechanics of  the organisat ion.  It  

supported the organisa tion in remaining f ocused on it s core compet encies and  

investing in core development while at the same t ime de-emphasising activities that 

did not  add value t o t he organisat ion.  Management also used  t he Balan ced 

Scorecard as an instrument to manage the diversity in the organisation. 

 

The research result s in dicated t hat Mult iChoice Af rica (Pty) Limi ted has a cert ain 

history and  is kno wn f or deriving compet itive advantage t hrough operat ional 

effectiveness.  It is believed t hat the Balanced Scorecard enhances t his aspect  b y 

being f lexible and t hus can respond rapidly  t o environmental and market  changes;  

benchmarking cont inuously to achieve t he best  pract ice eff iciencies.  On t he ot her 

hand, f irst-line managers indicat ed t hat the Balanced Scorecard only part ially 

develops or ganisational s ynergy, which is a  desired out come o f organisational 

effectiveness.  The Bal anced Scorecard also seems t o fail in suppo rting vert ical 

integration of systems. 

 

For an organisat ion like Mult iChoice Af rica (Pty) Limi ted t o ob tain a compet itive 

advantage, the organisat ion mus t truly be uniq ue at  something, or be perceived a s 

unique, if  i t is to expect a premium price.  Top managemen t believed the Balance d 

Scorecard to adequately facilitate this differentiation by helping management to focus 

on t he area s and reso urces t hat set the org anisation apart  from its compet itors.  

Middle management perceived the Balanced Scorecard t o only part ially support the 

differentiation process. 
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Flood et al . (2000:  184 -189, 236-2 43) argue that  the ben efits of  non -adversarial 

relations wit h bot h suppliers and customers have beco me apparent.   Instead of 

bargaining in what  ap pears t o b e a zero sum game , co-operat ive links wit h 

customers and suppliers can increa se competitive advantage, by improving both the 

value of innovations to customers and the efficiency with which they are supplied as 

stated in Chapter 2 and 7.  For Mult iChoice Africa (Pty) Limited colla boration across 

organisations and supply chains (relationships) has been enhanced as a result of the 

Balanced S corecard.  Nearly nine out  of  t en employees agreed t hat t he Balanced 

Scorecard a dded value to the role of  the int ernal and ext ernal st akeholders in t he 

organisational value chain. 

 

The literature furthermore suggests that resources should b e used by  organisations 

to pursue a nd exploit  o pportunities or neu tralise t hreats.  In order for resources t o 

contribute towards a co mpetitive advantage, it must be rare and,  ideally, compe ting 

organisations should not possess t he same resources.   Compe titors should not  be 

able t o imit ate t he re sources, eit her by  dup licating t hem or b y developing  a  

substitute, and t he organisat ion should have t he necessary  st ructures, s ystems, 

policies, procedures an d processe s in place t o t ake advant age o f the compet itive 

advantage.  Compe titive advant age is t hus derived f rom possessing uniqu e 

organisational asset s or  capabil ities, while det erminants o f prof itability are derive d 

from t he type,  amoun t and nat ure of  t he organisat ion’s r esources.  The f ocus is 

internal and t he major concern is o n analysing competencies and reso urces, whilst 

strategic choices should be based on developing unique resources an d capabilit ies 

(Caldwell, 2006: 60-121).  On the other hand, the research indicated that if resources 

are poorly  ut ilised or are vulnera ble t o int ernal and e xternal def iciencies duri ng 

strategy implement ation, it  could raise unne cessary self -inflicted int ernal barrier s.  

The Balanced Scoreca rd assist s t o overcome t hese barriers and support s t he 

organisation in utilising resources more effectively. 

 

The Balanced Scorecard was first introduced as an innovative strategic management 

approach (and not  onl y business p erformance measureme nt s ystem), in t he belief 

that exist ing perf ormance measure ment appro aches, rel ying primaril y on financial 

accounting measures,  were beco ming obsolet e (Kaplan  & Nort on, 1996b: 75-85 ; 

1996d: 53-79).   The Balanced Scorecard approach wa s also able  t o take into  

account the intangible or ‘soft’ factors, which are vital in order to stay competitive, but 

which had previously been considered as immeasurable.   Employees of Mult iChoice 

Africa (Pty ) Limit ed be lieve t hat the Balance d Scorecar d f acilitates and f osters 
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continuous improvement and re-engineering of the business processes, which is both 

directly and indirectly measurable.  The Balanced Scorecard is a living entity, which 

shifts the focus, depending on at -the-minute requirements that are linked t o overall 

objectives o f the organisat ion.  Me trics are de veloped ba sed on prio rities of  t he 

strategic plan alongside processes that collect information relevant to these metrics.  

The object ive of  est ablishing me asurements is t o allow managemen t to have 

unobstructed insight  f rom many perspect ives int o the workings of  t he organisat ion 

and how t he implemen tation o f s trategies result s in changes,  which can be easily 

reviewed t hrough t he Balanced Scorecard.   T he Balanced Scorecard is t herefore 

used as an inst rument to assist  management to reinvent the organisation's business 

model in order to create a competitive advantage. 

 

According t o Holliday  (2001:  129-135),  value creation as a source o f compe titive 

advantage requires organisat ions to f ocus on  creat ing or increasing  shareholder  

value and organisations must  cont inually demonst rate that business pract ices 

founded on  sust ainable growt h a re generat ing t angible f inancial gain.   This,  

according to the research result s, is where  the Balanced S corecard can work as a 

valuable aid in support ing Mult iChoice Africa (Pty) Limi ted.  This is a lso in line with 

Porter’s view (Port er, 1987: 43-59), who argued t hat competitive advantage results 

from the value an organ isation is able to create for its customers, which exceeds the 

organisation’s cost  of  creat ing it.   The results indicated that employees felt that the 

introduction of the Ba lanced Scorecard result ed in the organisat ion generat ing 

returns in e xcess of the cost of capital and earning a higher rat e of economic profit 

than the average of its competitors. 

 

Another important driver of  competitive advantage emphasised by  the respondents, 

is t he development  an d f ostering of in tellectual capit al.  Through the sett ing of 

various st rategic obje ctives, t he Balanced  Scorecard  direct ly cont ributes to 

developing best -in-class int ellectual capit al, ult imately achievin g a competit ive 

advantage.  For example,  competitive advantage has resulted in the development of 

a unique skills set in t erms of channel acquisition and management  for Mult iChoice 

Africa (Pty) Limited.  This has always been  available prior to the Balanced Scorecard 

implementation but formal transfer of skills and knowledge is now facilitated through 

the Balanced Scorecard.  Results also indicated that the Balanced Scorecard is used 

as a sy nchronisation instrument for information about human capit al and the market 

to create new services that will assist to maintain a competitive advantage. 
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Strategic involvement in projects in terms of providing value for money and products 

and service s has been incorporat ed int o the Balanced Scorecard.   T he f ocus ha s 

now been put  on mitigating risk,  le veraging resources,  and spreading  and sharing  

knowledge.  The advant ages are o utlined in the Balanced Scorecard and relevant  

measurements have been established. 

 

The Balanced Scoreca rd has a lso highlig hted t he f act that process improvemen t 

should feature high on the agenda.  The Balanced Scorecard focuses all activities on 

a divisional level around the corporate mission and vision. 

 

The Balanced Scorecard enhances t he ability to leverage economies of  scale an d 

scope, and is perceived by  man agement as  a pot ential source  of  compet itive 

advantage.  The transparency elemen t built int o the Balanced Scorecard ensur es 

that act ivities are per formed f aster and more eff ectively.  This e nhances t he 

architecture reput ation and innovat ion const ructs of t he compet itive advant age 

principle an d support s t he diversif ication around t he core business t hat result s in  

enhanced performance. 

 

Ensuring a  compet itive advant age requires signif icant invest ment from the 

organisation t o raise barriers t o imit ation.  T his can be achieved t hrough casu al 

ambiguity, fit, underl ying condit ions, ph ysical uniqueness,  pat h dependency  and  

economic det errence, which pro long t he advant age, thus creat ing a sust ainable 

competitive advantage. 

 

The result s indicated t hat emplo yees believe t hat t hrough t he establishment o f the  

Balanced Scorecard greater co-operation between divisions is achieved, resulting in 

synergy and a unique f it between processes,  which raises the barriers t o imitation.  

The Balanced Scorecard has also supported the internal and external communication 

within Mult iChoice Africa (Pty) Li mited, result ing in t echnological developments that 

raise the barriers to imitation.  Through the Balanced Scorecard an awareness of  the 

importance of  raising t he barriers to imitation was created, and set measures and 

objectives t o support  t his are  no w f ormalised.  I n ot her words,  t he Balanced  

Scorecard initiates better co-operation and collaboration between all stakeholders. 

 

The results also sho wed that the Balanced Scorecard has t o be an  evolution in the  

planning ch ange proce ss.  Through a collabor ative approach it  has result ed in all 

individuals becoming perf ormance orient ated and adopt ing a humanist ic learnin g 
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approach by utilising a systems approach in a scientific and controlled manner.  This 

addresses the issue of integration of capabilities, resulting in a supported value chain 

that raises the barriers. 

 

Due t o t he t ransparency ele ment o f t he Balanced Scorecar d, t he various division s 

now understand their interrelationships and dep endency an d this, in i tself, ensures 

that act ivities are perf ormed f aster.  The Balanced Scor ecard has also allowe d 

collaborative efforts such as marke t development and market growth to take place in 

a transparent and constructive environment.  Previously these initiatives were limited 

to a few key individuals with little or no lead-time to implementation and involvement 

by other divisions. 

 

It was also f ound that the benefits of the Balanced Scorecar d allowed management 

to have a d ashboard with real-t ime report ing, thereby helping t he organisat ion t o 

adjust t o a  rapid chan ging busine ss environ ment, and thereby ensuring t hat the 

competitive advantage is maint ained f or longer.   Changes t o the environmen t an d 

operations can t herefore be qu ickly ident ified and solut ions ca n t hen be  

implemented. 

 

6.4.2 Diversification around the core business 

 
In the literature review it was noted that it is important for an organisation to focus its 

strategies on long-t erm wealt h maximisat ion f or all st akeholders, emphasising  

sustainability and survival over an  ext ended period of  time.  Organisations must  

constantly work t owards underst anding t heir t rue st rength and unique asset s, 

deepening their st rategic posit ions and reaching f ull po tential of  the co re business 

(Markides, 1997: 93-10 0; Port er, 1 996: 61-78 ; Zook,  2001b:  48-52 ; Zook & Alle n, 

2001: 24-30, 57, 92-150).  This will ensure that organisations do not ‘undermine their 

competitive advantage’ (Porter, 1996: 61-78). 

 

The literature review a lso cited Prahalad and Hamel (1990: 79-91;  1994: 301-303), 

who believed that core competencies are the major source of competitive advantage.  

Kanter (199 0: 7-8) pro posed t hat t o be successf ul, organisat ions must re main 

focused on t heir core compe tencies, invest in t heir development and de-emphasise 

activities that do not add value.  While ot her sources of competitive advantage exist, 

investment in core competencies is the source of compet itive advantage most widely 
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agreed upon in the literature (Campbell & Goold, 1995: 120-133; Chandler, 1992: 79-

101; Christensen, 2001: 105-109; Hamel & Prahalad, 1991: 81-93; Olesen, 1994: 23-

26; Porter, 1996: 61-78; Reed & De Filippi, 1990: 88-102; Stork, 1995: 17; Von Krogh 

& Roos, 1995: 56-76; Zook, 2001a: 10; Zook, 2001b: 48-52). 

 

Various result s from the research have point ed to the advantages of t he Balanced  

Scorecard in support ing the organisation to diversify around its core b usiness.  Th e 

results ref lect t hat the Balanced Scorecard assists t he organisat ion in creat ing 

conditions for shared, innovative problem-identification and -solving as mentioned by 

Bessant and Caf fyn (1 997: 7-28),  and Kay  (1 993: 160-180).   The f indings f urther 

supported Markides (2000:  76-7 7, 84-88),  who highlig hts that the essence  of 

strategic innovat ion is t he creat ion of  a unique st rategic posit ion. The pe rception of  

the strategic value of the Balanced Scorecard by the respondents confirmed that this 

was achieved in the case study organisation. 

 

The Balanced Scorecar d has allowed t he organisat ion to focus on critical strategic 

issues rather than unimportant operational daily routines. 

 

It was indicat ed that the Balanced Scorecard is see t o support  the development of 

processes around core operat ional aspects as well as leveraging the d iversification 

processes and t echnology innovations f or cont inuous improvement.  Innovation 

management is t hus direct ly measured b y the Balanced Scorecard in terms of  the 

number of innovation ideas that are converted into business process enhancements.  

Knowledge sharing and knowledge management is a ke y factor and is measured in 

the Balanced Scorecard  and shared  collect ively in t he environmental developments 

and demands. 

 

The Balanced Score card has lead t o divisiona l st rategies wo rking more  

synergistically. Although in man y cases divisional strategies were aligne d with each 

other before the rollout of the Balanced Scorecard, the organisation as whole is no w 

aware of the benefits that can be gained in ensuring synergy of divisional strategies. 

 

Another import ant it em highlight ed by  the Balanced Scor ecard has been human 

capital.  Should Mult iChoice Africa (Pty) Limi ted wish t o diversify concentrically, the 

resources can be deplo yed accordingly.   The result s indicat ed t hat although some  

relationships are measured in t he current  Bal anced Scorecard,  int ellectual asset s 

and their relationships to the organisation were not. 
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Christensen (2001: 105-109), Teece (1998: 55-79) and Tidd (2000c: 5-25), state that 

successful innovat ion is st rategy-based and  depends on eff ective int ernal and 

external linkages which  enable me chanisms f or change management and is only  

realised within a supp ortive organisat ional cont ext.  Th e research  support s this 

statement, despit e t he f act t hat respondent s t hought that ext ernal linkages we re 

lacking in the current Balanced Scorecard. 

 

The Balanced Scorecard t hus directly contributed to a compet itive advantage in the 

case study organisation, as it  further enabled t he organisation to learn and respon d 

to new and often unforeseen opportunities and threats. 

 

6.5 SUSTAINABILITY 
 

Grundy (1998: 459-468) postulated that in each organisation strategy implementation 

takes place in a diff erent organisational context.  The challenge is t o create a series 

of tight fits between t he chosen st rategy and leadership,  cult ure, rew ard sy stems, 

structure and resource allocation.  This combined effort in the organisation creates a 

foundation for t he Balanced Score card t o act as an inst rument t o support and 

enhance the sustainability constructs of an organisation’s competitive advantage. 

 

Sustainable compet itive advant age, according t o Barne y (1991:  9 9-119), is the 

prolonged benef it o f being able t o i mplement a  unique value-creat ing st rategy no t 

simultaneously being implemented by any current or potential competitor(s), coupled 

with the inability to duplicate the benefits of the strategy.  Nonetheless, this ability of 

the organisat ion t o pre vent imi tation does not  last  f orever, t hus t he organisat ion’s 

ability to de lay this event uality is essent ial in order t o derive t he max imum bene fit 

from an y compe titive advantage (Christensen, 2001:  105-109;  Pearce & Robin son, 

2003: 218-233; Porter, 1996: 61-78 ; Reed & De Filippi,  1990: 88-102 ; Shrivastava, 

1994: 180-182, 972-983). 

 

The literature review also indicat ed that competitive advantage can be d erived from 

numerous sources and that s trategy manipulates the sources of  advantages under 

the organisat ion’s cont rol in order  t o successf ully raise t he barriers t o prevent 

imitation (Porter, 1987: 43-59;  Reed & De Filip pi, 1990:  88 -102).  These dist inctive 

capabilities or sources as def ined by Ka y (19 93:127-130) are t hose derived f rom 

sustainable and appropriat e charact eristics that  o thers lack,  which  becomes a  

competitive advantage when it is applied in an industry or brought to a market. 
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The f indings did  indicate t hat respondents held t he belief , albeit in t heory, t hat t he 

Balanced Scorecard support s and enhances t he sust ainability cons tructs.  

Respondents were,  however,  able t o commen t ext ensively on the Balanced 

Scorecard’s sust ainability const ructs.  Su stainability is an out come t hat is only 

measurable over a  per iod of  t ime and it  wa s suggest ed t hat i t was t oo early  to 

establish t he real impact  of  the Balanced Scorecard in t his regard.   This is also  

reflected in the fact that one in four employees indicated the Balanced Scorecard has 

not met their expectations in assisting MultiChoice Africa (Pty) Limited in sustaining a 

competitive advantage.  The y also felt  that the Balanced Scorecard did not  clearl y 

communicate the sustainability constructs. 

 

6.5.1 Strategic intent and corporate culture 

 

Continuous improvement in an orga nisation’s strategic management process due t o 

the ever-changing envir onment ensures that it can sustain a competitive advantage.  

In MultiChoice Af rica (Pty) Li mited t he Balanced Scorecard f acilitated t ransparent 

communication of  known risks t o t he organisa tion.  This t ransparency creat ed an 

evolution in  t he percept ion of  risk in general t o include  ot her element s such as 

workforce and environmental factors. 

 

From top management’s perspect ive, the Balanced Scorecard has allowed f or the 

fusion of all risk aspect s, quan tifying types and  mo tives, and was clea rly re flected.  

This enab led divisions to gain insight  in to all the areas o f risk management  and  

exposed risk factors that the divisions had not  been aware  of before.  It is clear t hat 

the Balanced Scorecard can assist  in  changing t he perspect ive t hat risk is only 

limited to the f inancial component  o f the organisat ion, and can expose risk f actors.  

This change in perspe ctive created t he opportunity to ident ify potential risks in t he 

organisation and mit igate those pot ential risks using  t ried and t ested financial 

modelling. 

 

Furthermore, the awareness of  risk as it  is entrenched in daily  op erations and  

measured in t he Balanced Scorecar d in t erms of ensuring e ffective governance an d 

legislative compliance is formulated into policies, procedure and standards.  This aids 

in t he proact ive identif ication of operat ional risks and  direct ly c ontributes to 

strengthening t he sustainable co mpetitive advant age const ruct.  The Balanced 
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Scorecard thus placed a great emphasis on risk and risk management i n the working 

environment. 

 

By allocat ing dedicat ed resources t o moni tor cert ain aspect s of  risk using  t he 

Balanced Scorecard,  the organisa tion can re spond appropriat ely i f unnecessary 

exposure occurs.  Risk st rategy and manage ment has bec ome a co mponent of the 

performance review and discussions, and management can now deal effectively with 

it on an op erational level without compromising t he compet itive advant age of  the 

organisation.  The obje ctive is t o r educe t he risk f actors and, ult imately, increase 

awareness and stakeholder value.   Risk management is a crucial component in all 

business activities.  Although MultiChoice Africa (Pty) Limited has got action plans to 

develop and maintain a sust ainable competitive advantage, i t is also critical in such 

an organisa tion to hav e a clear st rategy rega rding t he e nvironment and ext ernal 

stakeholders, which is currently lacking. 

 

Lastly, risk management also focuses on customer retention.  Coupled with this is a 

drive t o mi tigate the high risk associat ed wit h revenue collect ion.  This is no w 

reflected prominently on the Balanced Scorecard of  MultiChoice Africa (Pty) Limi ted.  

This brings a new appr eciation for the number of interventions performed on a daily 

basis to mitigate risk amongst stakeholders and management. 

 

6.5.2 Sustainable resource management 

 

To create a sustainable competitive advantage the role o f relationship-building as a 

means of o btaining resources shou ld be examined.   Resources can be  combined in  

order to form higher-order resources,  or comp etencies, from which t he organisat ion 

can event ually achieve a compet itive advant age, as it  is dif ficult for out siders to  

replicate the process of building a long-term relationship.  Resources such as loyalty, 

trust and reputation are immobile and cannot be purchased.  Relationships formed to 

acquire organisational, relat ional or inf ormational resources will commonly  result  i n 

sustainable resource-based competitive advantage (J.P. Morgan, 1999: 491-503). 

 

The Balanced Scorecard cont ains elements o f a mul ti-layered people st rategy t hat 

focuses on building teams and building capa city for the future.  It  promotes a more 

human approach rat her t han a s ystems approach.   As a result of t his approach,  

increasing communication and ope nness are p romoted by the Balanced Scorecard .  
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Strong focus is placed on innovation, human capital retention and the development of 

intellectual capit al.  F or t he orga nisation t o maintain a  sust ainable compet itive 

advantage it  is o f the u tmost import ance that i nnovative ideas be mined and t hus 

reflected on the Balanced Scorecard. 

 

According t o Me yer (1 997: 5-8),  crit ical succe ss f actors include t he following:  t he 

ability to embrace chan ge, the development of creativity and innovation capabilit ies, 

being a world-class organisation with a strong customer focus, continual learning and 

development improvement s, flexible organisat ional st ructures, and cr eative human  

resource management.  An equilibrium clima te where all st akeholders are t reated 

equally and are kept  in formed, and are able  t o part icipate in t he decision-making  

process, support ed b y innovat ive t echnological inf rastructure and s ystems,  are  

further critical success factors in maintaining a sustainable competitive advantage. 

 

To ensure the long-t erm survival ability of the organisation, sustainability is of critical 

importance.  Bu t, as noted in the qualit ative group discussions,  the Balanced 

Scorecard does not  a ccurately capt ure the ext ent to which relat ionships are  

important.  Measurements on the Balanced Scorecard do not provide representation 

by all stakeholders.  It is important to include not only the local domestic stakeholders 

but also international stakeholders, as the organisation operates in the global arena. 

 

Oliver (1997: 697-713) combines the institutional and resource-based views when he 

defined sustainable compet itive advant age.  He proposes a model o f o rganisation 

heterogeneity, which suggests that both resource capit al and institutional capital are 

indispensable t o sust ainable compet itive adva ntage.  This ref lects the general 

managers’ view as t he Balanced Scorecard display s strong human capit al elements 

focusing on retention, remuneration and organisat ional culture development.  This is 

a critical factor in creating and maintaining a competitive advantage. 

 

To create and maintain a competitive advantage it is important that all divisions in the 

organisation be inf ormed of  t he changing  business environment  inside t he 

organisation.  The Balanced Scorecard enhances open and const ructive 

communication, thereby making organisat ional act ivities more transparent.  It 

ultimately promotes dialogue and underst anding between all st akeholders, result ing 

in enhanced transparency and increased participation at all levels of the organisation.  

Cross-divisional communicat ion is enhanced and t his result s in bet ter teamwork 

inside the organisation. 
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The Balanced Scorecard not  onl y creates anot her pla tform for knowledge sharin g 

and communicat ion b ut also f osters f reedom of  thinking, and enhances a 

participative and inf ormal leadership sty le.  Su stainable competitive advantage can 

only be accomplished a nd maintained if success is not  only measured at the level of 

individual organisations but in order f or the organisation and t he industry to survive, 

success also needs t o be measured at an indu stry level.  The Balanced Scorecard , 

from an organisational perspective, achieves this. 

 

The Balanced Scorecar d encourages innovat ion to take place in a f ormal st ructure 

and can then be measured more easily and appropriately.  Innovation also cultivates 

a cult ure of progressio n and f orward t hinking, and a t the same t ime t here is an  

awareness of the competition which is en couraged and pr omoted by the use of  the 

Balanced Scorecard. 

 

6.5.3 Sustainable processes 

 

Prahalad and Hamel (1990:  79-9 1; 1994 : 3 01-303) are of the opi nion t hat the 

sustainable compet itive advant age of  an organisat ion resides not  in the  

organisation’s products but in its core competencies.  The real sources of advantage 

are to be found in management ’s ability to consolidate corporate-wide technologies 

and product ion skills in to compe tencies t hat empower individual org anisations to  

adapt rapidly to changing opportunities. 

 

Sustainable compet itive advant age depends on sust ainable processes in t he 

organisation.  This can only be achieved if an appropriate measurement instrument is 

in place.   The Balance d Scorecard,  according t o the ge neral managers,  not o nly 

displays competitive advantage, but also links to the overall strategy through various 

initiatives.  In this way business development processes are displayed that are critical 

to survival and long-t erm sust ainability.  These linkage s exist in t he f orm o f core  

competencies, operational effectiveness, differentiation, access, economies of  scale 

and relat ionships.  However,  as only a limi ted number o f measurements can b e 

accommodated in the Balanced Scorecard,  key elemen ts are added and ref ined as 

and when required. 

 

The Balanced Scoreca rd highlig hts t he crit ical issue of  st akeholder relat ionships 

regarding compe titive advantage.  To enhance t he ability t o creat e and main tain 
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competitive advant age, relat ionships with st akeholders must  be nurt ured and 

managed.  The Balanced Scoreca rd support s t his object ive and speeds up t he 

interdependence wit h int ernal and  ext ernal transaction part ners.  It highlights t his 

objective and makes it s importance clear t o the rest  o f the organisation.  However,  

the study revealed that although alliance partners are impor tant, this was not  clearly 

articulated on the Balanced Scorecard and t herefore the Balanced Scorecard f ailed 

in this instance to communicate and measure this specific strategic intent. 

 

The concep t o f corporat e governance is a f airly new concept  and requires t he 

organisation to link business objectives in such a way that they will contribute to true 

economic development.  However, the study revealed that governance was a closed 

topic and will requ ire f urther transparency  for all stakeholders t o f ully unders tand 

these concept s.  The Balanced S corecard do es not  clea rly re flect this st rategic 

objective. 

 

6.5.4 Environment 

 

The lit erature review in dicated that the Balanc ed Scorecard support s the import ant 

strategic environment al and/ or social object ives of  the organisat ion and illust rates 

causal relationships between qualitative ‘soft’ issues and financial performance.  This 

means t hat t he pot ential f or value-add which emerges f rom social and/ or 

environmental aspect s is enhanced , as i t pres ents a framework f or u nderstanding 

how cau salities bet ween t he economical,  environmen tal and socia l o bjectives ca n 

arise. 

 

The organisation’s survival in t he long t erm can only  be se cured by good corporate 

citizenship.  The measures on t he Balanced Scorecard help MultiChoice Africa (Pty) 

Limited to take note o f developments worldwide,  and alig n it self with t he de mands 

and practices of the new-world economy.  Without this alignment the organisation will 

lose it s ability  to ob tain and maint ain a compet itive advant age.  The Balance d 

Scorecard, to some deg ree, is able to demonstrate the organisation’s awareness of  

trends, global dynamics and conver gence but addit ional measures on t he Balanced 

Scorecard should include impact on the environment, such as radiation, wastage and 

recycling.  The Balanced Scorecard leads to improved communicat ion regarding the 

organisation’s commitment  to i mplementing an et hical Code of  Con duct, thereby 

demonstrating good co rporate cit izenship, which is imperat ive f or operat ing in a  
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global environment.  Th e objectives, as measured on t he Balanced Sco recard, form 

the basis for the values and ethics of the organisation in terms of their interaction with 

the community and stakeholders at large. 

 

With the support  o f the Balanced Scorecard,  MultiChoice Af rica (Pty) Limit ed can  

constantly measure its position, regarding its role in terms of values and ethics in the 

wider community and  int ernally.  However,  t he group discussions revealed t hat 

although the organisation is act ively involved in corporat e social invest ment 

programmes, the Bala nced Scorecard f ails to indicat e t he true va lue of  such  

investments and the benefit to society as a whole.   However, once this aspect of the 

Balanced Scorecard is more fully developed, the Balanced Scorecard will be able  to 

support the organisation in understanding how future sustainability can be leveraged. 

 

6.5.5 Sustainable profitability and stakeholder value 

 

Maintaining a compe titive advantage will ge nerally result in sust ainable prof it.  

Corporate reputation as a third capability is, in a sense, a type of architecture but it is 

so widespr ead and import ant that i t is best  to treat i t as a dist inct source of 

competitive advantage (Grant, 1995: 149-172, 331-392).  Grant (1995: 149-172, 331-

392) believes t hat though easier t o maintain than to cre ate, repu tation mee ts the 

essential conditions for sustainability. 

 

In this regard, MultiChoice Africa (Pty) Limited utilised the Balanced Scorecard to act 

as a measuring inst rument and cataly st to enh ance sust ainable prof it t urnover by 

actively me asuring t he organisat ion’s impact  and inf luence on t he environment.  

These competencies can be leveraged not  only to create growth in financial revenue 

for shareholders but also to benefit all direct and indirect stakeholders. 

 

The Balanced Scorecard also disp lays the compe titive a dvantage factors.  The se 

are, however, not prominent but disguised, due to the creation of barriers to imitation.  

The organisat ion realised t hat marketing socia l responsibility  init iatives is just  as  

important as market ing it s product s and services to current and pot ential 

stakeholders.  This point has received more attention since the implementation of the 

Balanced Scorecard. 
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Results suggested that business decisions and actions are made in accordance wit h 

defined behaviours, yet the Balanced Scorecard  does not  support the organisation’s 

integrity or measure its ethical standards.  This  should f eature more strongly on the 

Balanced Scorecard, as t he ethics of an organi sation can have a subst antial impact 

on the levels of fraud and trust in an organisation. 

 

The resear ch result s have demonst rated that the Balanced Score card has t he 

potential t o st reamline sust ainability and t o set , track and cont rol t argets for 

environmental management and corporate social responsibility. 

 

A further finding f rom the study revealed that corporate responsibility  and business 

integrity we re not  ade quately represented. Corporat e re sponsibility and busine ss 

integrity seemed to be linked to limited social activity. 

 

The result s indicat ed that the org anisation has f ailed to successf ully match the 

organisation t o i ts environment  a nd t his can be t raced back t o t he strat egy 

formulation phase as the Balanced Scorecard indicators focused on easy-to-measure 

stakeholders. 

 

6.6 CONCLUSION 
 

The lit erature revie w highlighted some of  t he main f eatures of  the Balanced  

Scorecard.  This provided the basis for stating three propositions about the Balanced 

Scorecard which were  tested in t he case study organisa tion.  The research resu lts 

revealed t hat the Balanced Scorecard suppor ts MultiChoice Af rica (Pty) Limi ted i n 

overcoming the barriers t o s trategy implemen tation.  The Balanced Scorecard also  

supports t he organisat ion in deve loping and maintaining a ‘sust ainable compet itive 

advantage’.  On t he o ther hand , the research  did reveal some limitat ions of  the 

Balanced Scorecard from the perspective of the case study organisation. 

 

In conclusion,  the research has highlight ed import ant aspect s surrounding  

employees’ and stakeholders’ 'support' of the Balanced Scorecard concept .  Due to 

the na tural development and i mplementation o f the Balanced Scorecard wit hin an  

organisation, top management was directly involved with specifying and constructing 

the Balanced Scorecard right  from t he b eginning.  Furt hermore, since t op 

management was the driving f orce behind t he int roduction of the Balanced  
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Scorecard, it  promo ted its benef its and st rongly believed in it s possibilit ies, as t op 

management also ultimately had to take the responsibility for its implementation. 

 

The research has revea led that the Balanced Scorecard co ncept should be closely  

managed.  Much emphasis is placed on the advantages of the Balanced Scorecard, 

which in its early stages within MultiChoice Africa (Pty) Limited did af firm the stated 

propositions t o some ext ent.  However,  if  the Balanced S corecard is not properl y 

communicated or prese nted to the entire organisat ion and all employee levels,  t he 

adoption of  the Balanced Scorecard  in t he organisat ion will be severely hampered , 

and the full benefits will not be realised for some time to come.  It could even creat e 

unwanted negat ive percept ions t owards t he role and f unction of  the Balance d 

Scorecard, impeding t he f ull ef fectiveness of  t his managemen t inst rument and  

approach.  Managing the roll-out  process of such an approach is t hus as crit ical as 

correctly using the instrument itself in the ongoing implementation and measurement 

of the organisation’s objectives. 

 

The Balanced Scorecard has assisted MultiChoice Africa (Pty) Limited in realising its 

strategic intent by leveraging change initiatives to enable the organisation to develop 

and maint ain a sust ainable compet itive advan tage in it s micro decision-making  

environment.  It incorporat es the objectives of the organisation, management of the 

functions, entrepreneurial ability, interest groups and all other aspects controllable by 

management. 

 

The f indings suggest s t hat, bec ause of  the impleme ntation o f the Balanc ed 

Scorecard, changes t ook place t hat o therwise would probably not h ave occurre d.  

The study has found that the individuals have willingness to act, and the ability to use 

the Balanced Scorecard as an inst rument, as well as t he knowledge of how t o use 

this instrument. 

 

The mere concept  of  a  Balanced Scorecard is an indicat ion that what  finally count  

are not only financial outcomes, but also long-term relationships with customers and 

employees.  These relat ionships ca n be f acilitated or obs tructed b y organisat ional 

structures.  It  still remains to be invest igated whether organisations really regard the  

Balanced Scorecard as a vision o r as a prior ity, or merely as an inst rument to 

accomplish superior financial performance. 
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In the nex t chapt er, Chapt er 7 , c onclusions of the rese arch are provided and  a 

Networked Balanced Scorecard t heoretical model is int roduced f or developing a nd 

maintaining a sustainable competitive advantage in the networked economy. 
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CHAPTER 7 
CONCLUSIONS AND RECOMMENDATIONS 

 

‘The purpose of leadership is taking the organisation from where it is to where it has the 
potential to be.’  – D’Aveni (1998: 183-195) 

 

 

7.1 INTRODUCTION 
 

In order t o succeed in today’s d ynamic global economic landscape,  organisat ions 

require innovative business practices and mana gement instruments such as Kapla n 

and Norton’s Balanced Scorecard to assist them in realising their strategic intent. 

 

The purpose of this research was to evaluate the perceived strategic and operational 

value of  the Balanced Scorecard in t he networked economy, ut ilising a case st udy 

design by following a phenomenological paradigm approach. 

 

This chapt er provides a summary and conclusion of  the f indings of  the three 

propositions.  These were,  f irstly, whet her the Balanced Scoreca rd support s 

organisations in ‘over coming t he b arriers’ in strategy i mplementation (see Sect ion 

7.2.1).  Se condly, whet her the Balanced Scorecard support s organisat ions in  

‘developing and maintaining a sust ainable compet itive advant age’ by  allowing  

organisations to focus simultaneously on the sources of competitive advantages (see 

Section 7.2.2).  Thirdly, whether the Balanced Scorecard ‘supports and enhances the 

sustainability cons tructs’ (see  Sect ion 7. 2.3) of  an organisat ion’s compet itive 

advantage.  Sust ainability in t his cont ext was specif ically evaluat ed against  t he 

environment and ethical behaviour constructs. 

 

A perspective on t he global busine ss landscape demands innovat ive strategies and 

business model architectures that require t he convergence of aggregated metrics of  

all role players in t he borderless n etwork, as outlined in the proposed t heoretical 

model (see Sect ion 7 .4), to dev elop and maint ain a  sust ainable compet itive 

advantage (Boulding & Christen, 2 001: 20-21 ; Bunger et a l., 2002 : 1 -4; Grulke & 

Silber, 2001: 170-189, 245-273; Kotler, 2003: 38-39, 348-352; Mahadevan, 2000: 55-

69; Petrovic et. al., 2001: 3-8; Viscio & Paternack, 1996: 93-104). 

 



 

206 

The proposed theoretical model outlines how individual organisations can reform and 

integrate their individual Balanced Scorecards into a Networked Balanced Scorecard 

to support strategy formulation, implementation and control.  Individual organisations 

should focus on organisat ional development strategies that encapsulate the network 

concomitance structure and archit ecture.  The final sect ion of  the theoretical model 

explores possible d irection and motivat ion f or future research on t he subject .  The  

following section provides a review of the three main constructs of the research. 

 

7.2 REVIEW OF THE THREE MAIN CONSTRUCTS 
 

The f indings of  the research, although unique t o the case study organisation, were 

used t o evaluat e three proposit ions, which encapsulat ed t he s trategic out come-

based values of the Balanced Scorecard.  MultiChoice Africa (Pty) Li mited, through 

its t ransformation process and its posit ion in  t he organisat ional lif e cy cle, faced 

challenges such as t he misalignment  o f budge ts, sett ing o f targets without  proper 

information, misalignment of objectives, while the organisation also ha d to close the 

gap between skills, processes and risks.  The management  and the executive team 

further needed t o communicat e t he new colle ctive corpor ate business int ent and  

change management initiatives effectively to all internal and external stakeholders in 

the value chain.   At  the same time they had to de fine and align t he organisational 

structure to support  and develo p a perf ormance ma nagement system that 

entrenched a quality approach to the industry. 

 

Change management  i nitiatives f or Mult iChoice Af rica (Pty) Limi ted provided man y 

opportunities and t hreats.  During t he change manageme nt process,  a new valu e 

proposition had to be created, which led to the formation of a new corporate mission 

and vision.   The imperat ive in t he new value- added st rategic goal implemen tation 

was to ensure that the group, the individual and team understand the new knowledge 

proposition.  Co llaborative workin g met hodologies and  strategies a re t he most 

important i mperative for Mult iChoice Af rica (Pty) Limi ted t o use now f or greate r 

association, internally and externally, to secure product flow from service to customer 

and price of fering for great er cust omer sat isfaction.  The organisat ion also has t o 

acknowledge it s phases of  flux, transformation and paradox as it  adapt s t o larger  

outer environment al sy stems and re-aligns it self wit h int ernal changes an d 

association. 
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The result s indicat e t hat MultiChoice Af rica (Pty ) Limit ed, an empowered 

organisation, is in a posit ion to participate in a changing glob al environment and can 

create a signif icant service investment, which is consist ent with world standards and 

global Tot al Quality  Management.  This,  in  t urn, creates a ne w future value 

proposition for t he organisat ion to use in it s co-operation and net work policy, and a 

high risk dynamic, to create future solutions and product and service offerings for an 

ever-changing global competitive market  and  economy.   The Balan ced Scorecard  

has assist ed Mult iChoice Af rica (Pty) Limi ted in realising it s st rategic int ent by 

leveraging change init iatives t o ena ble t he org anisation t o develop and main tain a 

sustainable compet itive advant age in it s micro decision-making  environment.   

Change management in this context incorporates the objectives of the organisation, 

management of the functions, entrepreneurial ability, identifying interest groups and  

all other aspects controllable by management. 

 

The f ollowing sect ion highlight s the ke y findings of  t he role of  the Balance d 

Scorecard as a st rategy imple mentation instrumen t in l everaging t he change  

initiatives of MultiChoice Africa (Pty) Limited’s strategic intent. 

 

7.2.1 Strategy implementation 

 

The Balanced Scorecard is not  j ust ano ther me trics report ing s ystem bu t a 

measurement and ma nagement system, which has a significant impact  on an 

organisation’s operat ions (But ler, L etza & Nea le, 1997:  24-37;  Kaplan & Nort on, 

2004: 45-50,  363-381).   I n t he cas e st udy example,  the Balanced Scorecard wa s 

used as an  inst rument f or change.  I t supported t he organisat ion in t he quality  of 

strategies implemen ted b y being instrumental in narrowing down the import ant 

strategic object ives and prevent ing omissions b y recognising f our perspect ives and 

linkages among each  st rategic goal.   During  t he course  of t his st udy, i t became  

apparent t hat the organisat ion t ook cognisance of  McCunn’s (1998:  42-46) ‘t en 

commandments’ as mentioned in Chapter 2. 

 

The Balanced Scoreca rd encoura ged employees t o f ocus t heir at tention on key 

aspects of the business, particularly with regard to the vision and mission in relat ion 

to s trategic object ives and,  more specif ically, their cont ribution towards it s 

achievement.  The Bala nced Scorecard also f osters systems thinking by ident ifying 

cause-and-effect relationships between selected objectives.  The result s of the study 
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indicated that the case study organisation did not  utilise the Balanced Scorecard f or 

external ma rketing (t herefore no t communica ting or measuring t he organisat ion’s 

competitive advant age) but mere ly applied it  to int ernal managerial purposes.   

Evidence f rom the results revealed t hat the Ba lanced Scorecard does not measure 

the quality of the strategy but rather the implementation thereof.  It  therefore stands 

to reason that the Balanced Scorecard cannot prevent the implementation of a poor 

strategy. 

 

According to Niven (2002: 60-79) and Gra y (2000: 91-102), the Balanced Scorecard 

indicators are t oo restrict ed and do not  capt ure drivers an d processe s behind t he 

organisation’s out put, s uch as f eelings, value s, belief s, relat ionships, f ears and 

dreams.  It was found that it could not be conclusively shown whether the case study 

organisation really  pract ises t he Balanced Scorecard as a vision or  priorit ies o r 

merely emp loys it  as an inst rument t o accomplish superior f inancial performance 

through value chain initiatives. 

 

It should thus be noted that the Balanced Scorecard is based on Whittington’s (1994: 

3, 79-90 , 9 9-108) classic st rategy perspect ive and is t herefore suscept ible t o i ts 

shortfalls, such as be ing limited to the value chain wit hout taking cognisance of the 

networked economy.  Strat egy implementation can be problema tic in t he sense that 

controls are not put into place to ensure that the strategy is indeed implemented and 

carried out  as int ended.  For example,  Melallieu (1984:  1) is of  t he opinion t hat 

strategy implement ation should be audit ed b ut provides no guidance on auditing 

methods and principle s t hat can be emplo yed.  Fit zray a nd Hulbert  (2005:  27-5 4, 

179-215) st ates t hat Balanced Scorecard lit erature has ident ified a  number of  

shortcomings su ch as t he int egration of  qualit ative and q uantitative measures t o 

provide an  indicat ion of  the su ccess of  the implement ation of t he Balanced 

Scorecard. 

 

7.2.2 Competitive advantage 

 

This research focused on the evolution of the concept of competitive advantage from 

the st udy of the indust rial enviro nment t o the analy sis of  resources such a s 

knowledge and specific competencies embedded in organisat ions.  In the traditional 

competitive environment,  organisat ions can bui ld a successf ul st rategy t hat will be 

translated i nto a solid and durable compet itive posit ion, based on  developing  
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distinctive capabilities that characterise the single organisation.  Hyper-conditioning is 

a faster form of competitive environment, but more importantly, it is a different way of 

competing according t o Aaker (2007:  37-12 5, 141-147).  There fore, organisat ions 

must follow different rules of  behaviour and respond t o the market needs with rapid 

changes of strategy.  Grulke and Silber (2001: 244-273) further highlight that the new 

hyper-competitive environment rejects some paradoxes.   Organisat ions that want to 

construct s olid and durable compet itive posit ions have to change and cont inually 

destroy their compet itive advant ages. I n tradit ional compe tition, compet itive 

advantage is a long-term dimension. 

 

According to Aaker (2007: 37-125, 141-147) the focus of research shifts from results 

(competitive advant age) t o process (t he s trategy developmen t o f the organisat ion 

towards success),  while  Grulke and  Silbert  (2001:  244-273) st ate that t he goal of  

strategy has shifted from sustaining advantages to disrupting advantages. 

 

There are  no management  methodologies and instruments t hat guarantee  

competitive advant age accordin g to Lioukas and Spanos (2001:  907-934).   The  

results of  the st udy h ave indicat ed t hat the Balanced Scorecard cont ributes to 

competitive advant age.  The f indings f urther ref lect that the Balance d Scorecar d 

assists t he organisat ion in crea ting condit ions f or shared innovat ive proble m 

identification and solving  as conf irmed by Bessant and Ca ffyn (1997: 7-28) and Ka y 

(1993: 124-143).  This finding supports the proposed Networked Balanced Scorecard 

theoretical model (see Sect ion 7.4) in t hat i t leverages innovation and knowled ge 

management capabilities (intangibles) in the networked economy, thus becoming the 

new value proposition. 

 

The research findings and the literature reviewed indicate that there is no consensus 

as t o what  constitutes an int angible.  Measuremen ts f or int angibles are t hus also  

lacking.  A standard sett ing in resp ect o f in tangibles is alr eady under way as so me 

organisations have already taken part in t he standard-setting procedure, despite the 

fact that intangibles ar e def ined i n numerous way s (Lev y, 1997b : 1 9-36).  The  

research f ound t hat the process of est ablishing measures f or int angibles and  

intellectual property in it self has  signif icant value in bringing co nsensus an d 

understanding of  what  drives t he organisat ion int o the f uture.  The me asuring and  

reporting o f int angibles t hus beco mes a con tinuous learning process.   However,  it  

should be not ed that co mparability and  t he possibilit y to underst and these 

measurements from an external stakeholder perspective becomes problematic until a 
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universal st andard is d efined (Webber,  1998: 6).   The r eal issue with int angible 

measurements is not whether there is a metric, but whose metric it will be and how it 

will become a standard. 

 

What beca me evident in t he findings in Cha pter 6 is that the current  Balance d 

Scorecard does measure t he value chain t o a cert ain degree and t hat t his is a  

prerequisite f or t he pro posed Net worked Balan ced Scorecard t heoretical model in 

order to achieve its strategic intent in the networked economy. 

 

The f indings f urther support  Markides (2000 : 179-192), who belie ves t hat the 

essence of  st rategic inn ovation is t he creat ion of  a unique st rategic p osition.  Th e 

perception of  the st rategic value of the Bala nced Score card by  the respondent s 

confirmed that this was achieved in the case study organisation. 

 

The succe ssful Balanced Scoreca rd impleme ntation t herefore impli es t hat the 

Balanced Scorecard directly contributed towards a competitive advantage in the case 

study organisation as it further enabled the organisation to learn and respond to new 

and of ten u nforeseen opport unities and t hreats, allowing the creat ion of  a unique  

strategic po sition.  Ka y (1993:  302-319) def ines dist inctive capabilit ies as t hose 

derived f rom sust ainable and appr opriate charact eristics that  o thers lack,  t herefore 

becoming a compet itive advantage when it  is a pplied in an  industry or brought to a 

market.  Kay (1993: 302-319) further states that cost leadership is not  a compe titive 

advantage but  value-add in t he t raditional value chain  pe rspective as measured in  

the current Balanced Scorecard.  The aut hor t herefore indirect ly supports t he 

statement that value-add in t he ne tworked economy should be an outward-f ocused 

approach instead of an internal operational cost analysis. 

 

Christensen (2001: 105-109) and Tidd (2000c:  5-25) state that successful innovation 

is st rategy-based and depends on eff ective internal and ext ernal linkages), thereby 

enabling mechanisms f or change management.   Teece (1 998: 55-79) supports the 

notion and states that successful innovat ion is only realised wit hin a support ive co-

operative organisat ional context (in ternal and ext ernal).  Th e research supports this 

statement, despite the f act that respondent s believed t hat ex ternal linkages were 

lacking in t he current  Balanced Scorecard.   Organisations are const antly seeking 

new answe rs t o old problems through leverage,  exist ing me thodologies a nd 

instruments.  However, in t he net worked economy, orga nisations ar e f acing ne w 
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challenges and require new answers to be able to develop a sustainable competitive 

advantage. 

 

The research indicates that limited success was achieved in the strategy formulation 

phase, thereby directly impacting on t he implementation of the Balanced Scorecard, 

resulting in only part ially achieving t he s trategic int ent.  Caldwell (2 006: 60-12 1) 

postulate that the resource-based approach in  st rategy formulation di ctates that 

organisational resource s are more  important than indust ry structure in that i t must 

add value b y enabling organisat ions to exploit  opportunities or neut ralise threats to 

develop and maintain an advantage.  Srivastava et al. (1998: 2-18) comment that the 

market-based assets approach leverages relational and intellectual assets towards a 

sustainable competitive advantage if unique value can be added to a customer.  The 

findings indicat ed that s ome rela tionships were  measured i n t he curre nt Balance d 

Scorecard.  Ho wever relat ionship of  int ellectual asset s was n ot measure d.  

Knowledge manage ment and i ts ut ilisation t herefore become t he new val ue 

proposition in t he net worked econo my, thereby cont ributing t owards a  sust ainable 

competitive advantage. 

 

A limitation in the current Balanced Scorecard deployment is the fact that it does not  

provide f or any  two organisat ions t o share  archit ectural kno wledge as no  t wo 

organisations can have the same ident ical history and st ructure, which in it self limits 

the organisation’s competitive advantage specifically in the networked economy.  The 

proposed theoretical model overcomes this shortcoming in that it allows all players in 

the ne twork t o combine,  collaborat e and cont ribute their specif ic archit ectural 

knowledge towards a sustainable competitive advantage in a networked approach. 

 

The literature reflects that for a single organisat ion to prevent imitation by itself is not 

effective in t he long t erm (Port er, 1996: 61-78 ). The lit erature, however,  does not  

provide answers how t o overcome t his.  However,  in the net worked economy, 

competitive advant age is creat ed and leveraged across organisat ions, thereby 

prolonging imit ation an d direct ly e nhancing sust ainable compe titive advantage for 

organisations in the networked approach. 

 

By making use of  t he networked economy approach t hrough collaboration and co-

operation, organisations can  mit igate t he scarcity  of  int angibles by leveraging  

intangible a ssets in a  borderless network.  The st rategic manageme nt approach 

should t herefore incorp orate all co mponents o f value-based manage ment such as 
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intangibles in support of the overall strategic intent.  The current Balanced Scorecard 

focuses sp ecifically on archit ecture as a  system of relat ionships wit hin t he 

organisation’s value chain.  T he net worked econo my, however,  require s 

organisations to leverage architectural knowledge, which needs to be flexible enough 

to include competitors and those out side the indust ry or sect or to develop an d 

maintain a sustainable compet itive advant age in t he ne tworked econo my (Ha mel, 

2006: 1-11). 

 

Day and Ne dungadi (1994: 31-44) p ropose that organisations use dif ferent types of 

information to assess whether a competitive advantage has been obtained according 

to the type of orient ation (compe titor or customer) e mployed, which aff ects the 

constructs of their Ba lanced Sco recards.  The net worked econo my calls for 

organisations t o e mbrace bot h constructs in t heir s trategic int ent through 

collaboration.  By incorporat ing the t wo knowledge const ructs int o a  consolidat ed 

knowledge construct, in novative product s and service s t hat are ou tside t he market 

orientation of a single organisation will become available. 

 

Prahalad and Hamel ( 1990: 79-91;  1994:  2 45-259) hig hlight t he import ance of  

associated organisational competencies such as communication, involvement and a 

deep commi tment, and working across organisat ional boundaries.  An  organisation 

that is committ ed to its core compet encies will inevit ably in fluence patt erns of 

concentric diversification, skills deve lopment, resource allocation and approaches t o 

alliances and outsourcing, thereby leveraging factors of production at a specific time 

for a specific need. 

 

According to Holliday (2001: 129-135) and Porter (1996: 61-78) competitive analysis 

is derived f rom the organisation’s position in t he industry.  The analysis focuses on 

the ext ernal environment  and f ocuses on t he compet ition and is re flected in the 

traditional Balanced S corecard.  Organisations shou ld not posit ion t hemselves 

according to a spe cific indust ry, bu t rather leve rage their core competencies in t he 

networked approach in  order t o a ttain their strat egic int ent and ult imately achieve  

superior stock market performance. 

 

Tansik (1990: 55-61) states that organisations respond to specific customer requests 

and solve  complicated problems t hat spa n across f unctional areas t hrough 

interfunctional co-ordination.  Howe ver, the researcher is o f the opinion t hat due t o 

the fact that int erfunctional co-ordinat ion is limited to the value chain,  it  is a  
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prerequisite f or part icipating in the net worked economy to collaborat e across 

organisations t o respon d t o cust omer needs.  This new market  orient ation t hus 

becomes t he organisat ion’s sust ainable compet itive adva ntage.  Wh at becomes 

critical is t hat organisations are f orced t o leverage cust omer knowle dge across 

traditional organisat ional boundaries t o learn a bout the cu stomer ra ther t han from 

them (Bohlander & Snell, 2007: 53, 343).  As stated in Chapter 2 (see Section 2.9.1), 

this in it self enhances t ransparency of potentials for value-add emerging f rom social 

and/or environmental aspects as outlined in the following section. 

 

7.2.3 Sustainability 

 

It is important that sustainability activities become more relevant to top management 

(Becker et al., 2001: 36-52; Bieker et al., 2001: 28-30; Marion, 1997: 23, 192-208) in 

order to develop and maintain a sustainable competitive advantage.  The question is 

whether the Balanced Scorecard assisted in this.  The lit erature review in Chapter 2 

revealed that research on t he Balanced Scorecard does no t sufficiently address t his 

question as it is f ocused more  on report ing and audit ing, rather than on cont rolling 

and managing corporate sustainability. 

 

The research result s of  this study have ind icated that the Balanced Scorecard has 

the pot ential t o st reamline sust ainability and t o set , track and cont rol t argets f or 

environmental management and corporate social responsibility. 

 

Meyer (199 7: 94-123) st ates that t he Balanced Scorecar d is f orward looking  a nd 

starts f rom the visionar y end goal and works it s wa y back,  which is aligned wit h 

Tichy’s (2002: 172-188) value-captured leadership.  The au thor further stresses t hat 

the European Foundation for Quality Management Excellence Model adds a deeper 

dimension to the Balanced Scorecard.   It  provides a clear act ion plan for the entire 

organisation to improve performance through set  rela tionships, therefore enhancing 

the sustainable competitive advantage of the organisation. 

 

K. Morgan (1997: 491-503) highlights the purpose of  business activity is to establish 

a set  of  relat ionships t hat maximis es added-value.   Resu lts revealed  t hat current 

Balanced Scorecards f ail to measure the effectiveness of relationships because t he 

intangible components are not being quantified and measured.  Kaptein and Wempe 
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(2001: 91-1 06) support  t his f inding and f urther st ate that the Balance d Scorecard 

literature has neglected the importance and application of ethical issues. 

 

From the literat ure st udy in Chapt er 2 it  emerg ed t hat corporat e responsibility  and  

business integrity were not adequately represented and that it related to limited social 

activity.  Fu rthermore, information presented in organisat ional paraphernalia proved 

to be inconclusive.  This shortcoming of the Balanced Scorecard limits the perception 

and conf idence f or invest ors and analy sts as non-f inancial ind icators, such as 

environmental and et hical issues,  are also  considered in t he de cision-making 

process.  T he value  pr oposition in  t he net worked econo my forces organisat ions t o 

comply wit h sound ethical ind ustry st andards, encompassing polit ical co-

responsibility, thereby ref lecting go od corporate cit izenship.  Furt hermore, Kap tein 

and Wempe (2001:  91-106) state that the third generation of corporate responsibility 

focuses on remoulding sust ainable competitive advantage through mult i-stakeholder 

standards and part nerships, inst itution build ing, corporat e responsibility advocac y 

and public policy. 

 

Atkinson et al.  (1997: 28-42) further crit icise t he research t o da te as f ailing to 

highlight or establish employee and supplier contributions, and failing to consider the 

extended value chain which is an essent ial element of today’s networked economy.  

Flood et al.  (2000:  16-23,  178-17 9) and Thomas (1994: 683-697) commen t that 

current systems do not report on other driver parameters, such as values that sustain 

the organisation’s strategies, and, if t hey do, it is limited within the boundary system 

of the organisat ion.  In t he net worked economy organisat ions are required to 

implement and export their value systems to the society as a whole and report on i t 

accordingly. 

 

According to  H itt et al.  (2003:  1 05-121, 28 2-283, 320-322,  362-3 66, 385-38 6) 

organisations should f ocus on long -term wealth maximisation f or all st akeholders.  

This st udy has f ound t hat the organisat ion f ailed to succe ssfully match t he 

organisation to its environment which can be  traced back to the strategy formulation 

phase during which t he Balanced Scorecard ind icators focused on eas y-to-measure 

stakeholders.  It  can t herefore be concluded t hat the proposed Networked Balanced 

Scorecard theoret ical model should incorpora te compone nts o f the Performance 

Prism as it encompasses all stakeholders (Meyer, 1997: 94-123). 
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In terms of the Balanced Scorecard currently being employed, limited elements from 

governance and business cont inuity guidelines from the King II Report on Corporate 

Governance (2002) a nd t he Sarbanes-Oxley  Ac t (200 2) are measured.   A 

prerequisite for an organisation to operate within the networked economy is a culture 

where gove rnance and legislat ive compliance are include d in a holist ic and single  

initiative.  T his should be a st andard requirement  and  shared wit h all role players, 

rather than applied in isolat ion and limit ed to the organisa tion’s boundary  s ystem.  

What co mpounds t he issue is t hat organi sations f requently lack appropriat e 

controlling and report ing sy stems t hat can be used t o implemen t and cont rol 

environmental, social and economic object ives within one inst rument (Bieker et al ., 

2001: 28-30; Orssatto et al., 2001: 263-273). 

 

David (2001 : 335-337) states that organisations are said t o operat e sust ainably if  

they ac t and report  in a manner t hat display s concern about  t he environment,  

economy and community (referred to as the triple bottom line), where no one factor is 

compromised over anot her.  The researcher h as t aken cognisance  of t he triple 

bottom line  and f actored it  int o the develop ment of  the proposed  Net worked 

Balanced Scorecard theoretical model.  The t heoretical model serves as a guide line 

for developing and maintaining a sustainable competitive advantage for organisations 

operating in t he busine ss lan dscape of  t he net worked economy.   The f ollowing 

section will highlight  factors that should  b e t aken in to consider ation when 

organisations create revised busine ss models wit hin the business landscape of  the 

networked economy. 

 

7.3 THE BUSINESS LANDSCAPE OF THE NEW NETWORKED ECONOMY 
 

As stated by Pe teraf (1993: 179-191), imagination and int uition are pre requisites to 

add value in t he new economy.   Innovation, creat ivity and knowledge management 

are therefore crucial for modern-day organisations to be successful.  The creat ion of 

new busine ss ideas,  product s, s ervices or  processes requires creat ivity a nd 

innovation on the part of the entrepreneur of the modern organisation (D’Aveni, 1998: 

183-195; Kotler, 2003: 13). 

 

A sensit ivity for in ternal and ext ernal environment al factors, wh ich creat es 

harmonious functioning, can also be achieved through expressive spontaneity, which 

contributes towards product ive skills,  newness and a fresh approach t o decision -
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making and problem-solving t hrough knowledge management  (Robinson & Pearc e, 

1988: 43-60). 

 

Grulke and Silber (2 001: 244-273) st ate that t o survive and  t hrive t oday, 

organisations require innovation and should set themselves extraordinary objectives.  

Through the achievement of those objectives, organisations should utilise knowledge 

management s ystems to share t heir ideas,  at titudes and experiences – va luable 

connections t o t he real word  in or der t o build  t heir own  context for t hriving as a 

business ra dical in t he net worked economy  (Grulke & Silber,  2001:  244-273).   

Organisations should  f urther leverage t heir cust omer ba se and cre ate compe titive 

advantage through t he incorporation of  knowledge manag ement in their business  

models (Grulke & Silber, 2001: 244-273) as elaborated on in the following section. 

 

7.3.1 Business models in the networked economy 
 

Organisational models and t heir reinvent ion has become t he f ocus of  scholarly 

investigations in t he f ield of  st rategic management.  There is a con stant search f or 

new bases of building a st rategic compet itive advant age, no t onl y to surpa ss 

competitors but  also t o leapf rog t hem int o new area s o f compe titive advant age 

(Margretta, 2002: 3-8). 

 

Every orga nisation has a business model,  si mply described as it s ‘way  o f doing  

business’ or its ‘business concept ’ (Hamel, 1999: 19-16; Hamel, 2000: 243; Schmid, 

Zimmermann & Buchet,  2001 : 3-9 ) t o enable  sust ainability.  This creat ion and  

reinvention of  new business mode ls, and not just  cont inuous improvement,  are  

regarded as providing t he disrupt ive compet itive advant ages necessar y to survive  

and thrive in an environment where the ‘rules of the game’ change quickly (Schmid et 

al., 2001: 3-9).  The test for organisations is to develop frameworks to examine how 

new business models and industries emerge, which will enable managers to develop 

new busine ss models and implement  accomp anying organisat ional change and  

fitness requirements (Margretta, 2002: 3-8). 

 

Organisations need to adopt a particular business concept that encapsulates its core 

value propo sitions f or cust omers, leadership,  governance  and it s configured value 

networks (Iacobucci & Hopkins, 1992:5-17).  Th is value pro position should consist s 

of strategic capabilit ies as well as other external value networks in order to reinvent 
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itself and cont inually sat isfy the multiple object ives of  it s various stakeholders, 

including shareholders (Kotler, 2003: 536-537). 

 

New bu siness models should inco rporate the discont inuities t hat di fferentiate the 

‘new’ economy from the ‘old’. Examples include  digitisation of information (Tapscott, 

1997: 8-14), virtual space where economic transactions are increasingly taking place 

(Kelly, 1999: 1-8, 31-35, 50-107),  relying more on knowledge and int ellectual assets 

(intangible assets) (Davenport & Voelpel, 2001: 212-221), and industry convergence 

(Prahalad & Oosterveld, 1999: 31-39; Viscio & Paternack, 1996: 39-104).  Innovation 

as a main source of  value (Hamel,  1998:  19-26;  Senge & Carst edt, 2001:  24-38),  

employee mobility  as accelerat ing and increasing knowledge, innovat ion and va lue 

creation (Davenport  et a l., 2006 : 2 50-259) and net working (Ashkenas,  1999:  5-10 ) 

are also cit ed in t he literat ure.  Gi bbert et a l., (2003:  459 -469) st ate that the ne w 

economy is charact erised by  the deconst ruction and ref ormulation of t raditional 

business structures and value chains and  t he disint ermediation and re-

intermediation. 

 

The above shifts in the post-modern networked business environment have changed 

the t raditional indust ry structures and source s of  compet itive advant age.  These 

changes further suggest that organisations have to adjust or t ransform their industry 

maps for sust ainability i n t he ‘new’ business l andscape ( Beinhocker, 1997:  24-3 8; 

Beinhocker, 1999:  95-1 05; Fiorina, 2000:  5-6 ; Govindarajan & Gup ta, 2001 : 3-1 2; 

Hamel, 2000: 289-290). 

 

Through alignment  and focus of  all it s resources,  the new business imperatives for 

investment management start with the organisation’s strategy, based on int ellectual 

capital and  organisat ional deve lopment t hat is st ructured on t he t hree pillar s o f 

knowledge management, technology management and risk manage ment.  This will 

ultimately lead t o supp ort perf ormance and dist ribution o f asset s in a net worked 

architecture configuration (Mahadevan, 2000: 55-69). 

 

In the new digit al economy, i t is imperat ive that organisations craft an enterprise-to-

enterprise collaboration st rategy.  This will ensure t hat the participat ion and  

collaboration of  the entire net work in t he new digit al networked economy ul timately 

contributes t o the d evelopment and maint enance of  a new organisat ional 

architecture, t he virt ual net worked organisat ion, which  will creat e t he future 

networked value proposition (Kornelius, 1999: 47-68). 
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7.3.2 Virtual organisations 
 

Individual o rganisations are requir ed t o ext end t heir resources,  t heir cont rol 

structures a nd t heir in formation s ystems to e nable t hem t o become  an a ttractive 

partner for organisations that market products and services that are complemen tary 

to their own products and services (Hamel, 2000: 232-243, 289-290).  Hamel (200 0: 

232-243, 28 9-290) postulat es that organisations t herefore need crit eria t hat allow 

them to decide with whom they need to co-operate (relationship-building), and which 

means and structures they need to invest in.  In the process these organisations are 

configuring their own networks. 

 

Kornelius (1999:  47-68) summarises t he vario us const ructs o f in ter-organisational 

relationships and virt ual corporations, and def ines a virt ual corporation as a net work 

of independent organisations that provide a joint offering.  Evans and Wurster (1997: 

193-220) illust rate the complexity  o f in ter-organisational int eractions and  

interdependencies in  their ‘h yperarchy’ model.  I n a  h yperarchy every one 

communicates wit h every one else, while in a hierarchy  each organisat ional unit 

depends on  one super ior organisat ional unit  that has acce ss to information that by 

definition is not available t o its subordinates.  Since the bargaining power in buyer-

supplier relat ionships depends highly on this asymmetry  o f in formation, suc h 

relationships will drast ically chan ge if  information t echnology eliminat es this 

asymmetry.  Evans and Wurst er (1997:  70-82 ) claim t hat under t he influence of  

information t echnology and st andardisation o f communic ation, h yperarchies will 

challenge, and, eventually, replace hierarchies. 

 

Davidow and Malone (1992: 3-7) refer to organisations in the network as ‘The Virtual 

Corporation’ while Konsynski,  Benn and McFarlan (1993:  114-120), refer to it as the 

extended enterprise and argue t hat in formation technology transf orms the 

boundaries of organisations.   The real-t ime ad aptation of  the virt ual product  t o the 

customer n eed require s t he virt ual corporat ion t o main tain int egrated and ever -

changing data files on customers, products, and product and design methodologies. 

 

By crit ically examining  t hese st atements, i t becomes evident  t hat developing a 

strategy for int er-organisational co-operat ion in t he ne tworked econo my requires a 

new paradigm of inter-organisational relationships.  Furthermore, the number of inter-

organisational relat ionships that in fluence a single organisat ion, in theory, is almost  

infinite.  An organisation should thus make a selection of the relationships it wants to 
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control, thus select ing the pla yers it  considers part  o f it s network (Kornelius,  1999:  

47-68). 

 

The research has shown t hat the Balanced Scorecard can  assist  in t he formulation 

and implement ation of  an individua l organisat ion’s st rategic manageme nt process.  

Furthermore, the Balanced Scorecard also assist s in developing and maint aining a  

sustainable compet itive advant age.  A Net worked Balanced Scorecard t heoretical 

model will be proposed below which aims to illustrate theory development in assisting 

organisations t o develop and mai ntain a sust ainable compe titive a dvantage by 

incorporating net worked economy value proposit ions in business models t hrough 

strategy formulation and implementation. 

 

7.4 A PROPOSED THEORETI CAL MO DEL – THE NETWORKED ECONOMY 
VALUE PROPOSITION 

 

Despite dif ferent applicat ions of  t he Balanced  Scorecard model, scient ific st udies 

regarding the impact of the use o f the concept lag behind and inf ormation regarding 

the influence on organisational management is hard to find. 

 

In the study it was f ound that individuals in t he study case organisation were at  first 

not knowledgeable wit h t he Bala nced Scorecard and saw lit tle value in t he 

instrument, specifically it s cont ribution t owards t he organisat ion’s st rategic int ent.  

However, the post-study revealed that after implementation, employees had changed 

their view somewhat and believe d t hat it  di d have op erational value in t hat it  

supported the strategic intent; even though the organisation’s competitive advantage 

was not  clearly commu nicated.  F urthermore, t he f indings of  the pre- and post-

studies indicat ed that the percept ion was t hat the curre nt format n eglected t he 

sustainability const ruct, which specif ically encompassed t he organisat ion’s 

environment and ethical behaviour. 

 

The conce pt o f the Balanced Scorecard has inspire d t he development and 

application of  a  variety of models.  These not  only relate to f inancial outcomes bu t 

intangibles such as int ellectual capital, relationships with customers and employees.  

The measuremen ts of int angibles are included,  thereby creat ing a vision of  

continuous learning and adaptation to change to create value for the future.  All these 

aspects, including the human performance issues as identified in the variations of the 
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Balanced Scorecard model,  are incorporat ed in t he proposed Net worked Balanced  

Scorecard theoretical model as proposed by Ittner and Lackner (1998:205-238). 

 

The main object ive of  the proposed t heoretical model is t o provide a user-cent ered 

design appr oach f or n etworked user part icipation in the development  o f a ne w 

economical value proposit ion t o cre ate a  successf ul global f uture adva ntage.  Th e 

theoretical model is st ructured around t hree phases.   Essent ially each phase  

represents a separate learning process and different foundation.  These then interact 

concomitantly to enable the realisation of sustainable value creation in the long-term.  

In terms of value creation, the organisation is viewed as a collection of resources and 

capabilities.  This vie w, more than st rategy, s eems t o parallel t he co ncept of  the 

business model (Sviokla,  1998c:  171-198).   Al so evident  f rom this view is ho w 

strategy mediates between the organisation and its environment. 

 

Currently, economic environment is moving t owards networks, open markets, mobile 

labour and inf ormation abundance (Kay, 1993 : 160-180,  3 02-319).  Resources ar e 

becoming increasingly  t radable, and t he advant ages accruing  f rom market 

positioning and st rategic imit ation are f alling (Fah y & Hooley,  2002 : 241-253).  An  

analysis of  an organisation’s web-related act ivities and t hat o f i ts stakeholders now 

provides clues t o i ts compet encies (such a s alliance s, vendors,  value chain , 

technologies, skills and pricing poli cies), previously invisible t o a co mpetitor.  In the 

fluid resour ce market s of  t oday su stainable ad vantage is r einforced by  asset s t hat 

are not easily discernable (Zack, 1999: 185-203). 

 

Economies are no longer t he st udy o f scarcity  wit hin the net worked economy.  

Customers are confronted with abundance, as many of the non-physical knowledge-

based product s o f the networked economy  are reproduced and dist ributed a t ne ar 

zero marginal cost  (Tap scott, 1997 : 8-14; 145-227;  Tapscott,  2001 : 1 -8; Tapscott,  

Ticoll & Lowly, 2000: 17 3-204).  This makes t he creation of value that much more o f 

a cent ral p urpose in toda y’s business.   The new drivers in t he economy and the 

changes in  t he environment ha ve encoura ged ent repreneurs t o adopt  no vel 

approaches t o value cr eation.  Val ue creat ion f lows f rom cost  reduct ions t hrough 

transaction efficiencies.  One o f the main benefits of transacting over t he Internet or 

in any highly networked environment is the reduction in transaction cost it engenders 

(Becker & Knudsen, 2 002: 387-40 2).  As the net worked economy blurs capacity  

boundaries t hrough the creat ion of  st rategic alliance s and high est level of 

collaboration, so strategy, in order to remain relevant , has had to broaden its base to 



 

221 

cater f or the int ra- and ext ra-organisational linkage bet ween st rategic ent ities t o 

create and add value through value-captured leadership (Tichy, 2002: 79-103). 

 

Strategy aims for sustainable competitive advantage and business models are set to 

be t he sine qua non  o f value creation (Ami t & Zott,  2001 : 493-520;  H ax & Wilde,  

2001: 379-391).  Organi sations in t he networked economy may ask wh ich approach 

is more relevant  and whet her eit her or bot h are suf ficient f or success.   I n the 

networked economy,  the I nternet with it s ope n st andards has creat ed commerci al 

arrangements, which manif est a disdain f or tradit ional boundaries and demand new 

patents of  management behaviour f or e ffective perf ormance (Murra y, 1988 : 390 -

400). 

 

Based on the findings and conclusions of  the st udy, a Net worked Balanced  

Scorecard theoret ical model is prop osed for the ut ilisation of a Balanced Scorecard 

approach that is aligned  with the networked economy.  The t heoretical model t akes 

into account  the theoretical and pract ical limit ations of  the st rategic value of  t he 

Balanced Scorecard in relat ion t o the three main const ructs of  strat egy 

implementation, compe titive advant age and su stainability.  The t heoretical model  

also pro vides recommendat ions based on  t heory in rela tion t o t he value of  t he 

Balanced Scorecard, given its application in the networked economy. 
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Note:  Phas e 1 outl ines th e four trad itional areas of the Bal anced Scorecard, na mely: fina nce, 

customers, processes (internal) and learning and development.  In Ph ase 2 a fifth d imension; namely 

society is a dded to re present the netw ork of w hich the organisation fo rms p art of a nd i ncludes a ll 

stakeholders such as co mpetitors, su ppliers, org anisations in  oth er in dustries, etc. – the  w orld 

community as a whole. 
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The t ransition that org anisations o f today face must  leverage t he value proposit ion 

and is therefore proposed in a three-phase theoretical model. 

 

Phase 1 provides a f oundation an d is based on all recognised models,  which st ill 

prove t o be  inadequat e.  In this p hase t he organisat ion must  first c onsolidate it s 

competitive advant age in it s t raditional business and ensure t hat it  gains the  

maximum benefit before vent uring int o adj acencies.  Me thods to sust ain the 

competitive advant age in t he core business in clude pay ing att ention to underl ying 

conditions and f actors, ph ysically unique resources,  causal ambiguity, economi c 

deterrence and strategic fit. 

 

Phase 2 f ocuses on net worked principles, which means t he old set  of principles are 

replaced by t he new,  suggest ing a mult i-dimensional m atrix and a  salvageable  

information enabler forming a networked whole.  Examples  include the integration of 

network activit ies int o a single st rategy impl ementation process a dd value b y 

stimulating t he exchange and recombinat ion of resources across or ganisational 

borders and generat ing prof it from architect ural knowledge by est ablishing 

relationships t hroughout t he extended valu e chain.   Phase 2  requires t he 

organisation t o transform it s own value f ramework and combine it  wit h t hat o f i ts 

networked value f rameworks t hrough t he creation of a Net worked Balanced  

Scorecard concept. In this way the diverse capabilities and multiple perspectives can 

be identified to achieve unity of purpose. 

 

In the context of  the theoretical model, the organisation’s t ransformation involves a  

sequence o f even ts whereb y the shif t bet ween a coherent  se t o f management  

principles and technologies is examined.  This shif t is enabled by t he human capital.  

This act of transformation should be considered as a conscious decision of strategic 

intent before it is required.  This process of creative destruction and the creation of a 

new spherical networked facility is outlined in Phase 3. 

 

All three phases corre late positively with the significance and importance of creating 

a new sustainable competitive advantage based on t he contribution of the Balanced 

Scorecard to create a shared organisat ion global vision and proposal that advocates 

collaboration and va lue-captured leadership  as a  pr erequisite t o successf ul 

transformation.  The  p hases also  support  the idea t hat t he se t o f inf ormation 

economic managemen t principles is a process of  evo lution which is driven 

throughout by the new networked strategic intent. 
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The theoretical model out lines the basic framework of how the organisation is going 

to crea te a sustainable compet itive advantage in it s chosen market s.  Elemen ts to 

consider include ident ifying and a nalysing key  success f actors such  as product  

quality t o consist ently meet cust omer s pecifications, cust omer knowledg e, 

technology and knowledge investment s, flexible manuf acturing to respond t o 

customer specif ications, providing on-time delivery,  and improving eff iciency and  

waste reduct ion through process improvement s.  This direct ly corresponds wit h the 

original objectives of the Balanced Scorecard. 

 

The theoretical model was designed to identify the three prerequisite phases needed 

to accelerate and enable t he proce ss of  t ransition.  Information ob tained f rom the 

respondents gave insig ht in to the import ance of  es tablishing a new core value  

proposition to be levera ged by  multiple globa l networks simultaneously.  The three 

phases incorporate the traditional economical concept  of empirical competency and 

provide a logical rese arch analy sis t o substant iate the notion that the s trategic 

outcome of the Balanced Scorecard  depends o n a globa l transformation in order  to 

effectively create a new sustainable edge for the future economy. 

 

The t heoretical model outlines how t he individual organisat ion can cultivate an 

innovation net work beyond it self, a net work t hat ext ends inside  (research a nd 

development, manufacturing) and out side (including cust omers, suppliers,  part ners 

and ot hers).  Innovation requires developin g and mai ntaining an open and 

collaborative network – no easy task, consider ing the complexit ies of  relationships, 

different motivations and dif ferent object ives of  all t he role play ers.  Manag ing 

effective partnerships with customers, suppliers, consultants and even competitors in 

the network to assist the individual organisation is a core compe tency of innovation.  

For example,  3M has always mai ntained a robust  net work of  cont racts in a wid e 

range of  technological areas and t he organisat ion regularly cont acts the network to 

get new ideas and build teams for new initiatives (Grulke & Silber, 2001: 244-273). 

 

The starting point that leads from Phase 1 int o Phase 3 requires beginn ing with the 

end in mind,  this being t he s trategic int ent o f the organi sation in t he net worked 

economy. 
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7.4.1 Phase 1:  Networked strategic intent 
 

Amit and Zott (2001: 493-520), Christensen and Raynor (2003: 66-74), Gibbert et al. 

(2001: 109-126),  and Weil and Vit ale (2001 : 25, 34-35 , 314-318), view business 

models as a descript ion of  t he roles and rela tionships a mong an organisat ion’s 

consumers, cust omers, alliance s and supplie rs t hat ide ntify the major f lows of 

product, information and money, and the major benef its to participants.  Mahadevan 

(2000: 55-69) combines busine ss models int o a blend of three business- critical 

streams:  t he value stream, which ident ifies the value prop osition f or the business 

partners and the buyers; the revenue stream, a plan for assuring revenue generation 

for the organisation; and the logist ical stream, which addresses the supply chain of 

the organisation. 

 

Petrovic, Kittle and Tekst en (2001: 77-124) expand the business model’s cont extual 

scope to include the Internet and dynamic business evolution.  Their analysis begins 

by viewing  an organisat ion as an organised so cial sy stem c omposed of  

interdependent parts delineated by identifiable boundaries whose boundary-spanning 

activities enable it to persist and evolve over t ime.  They posit that a business model 

describes the logic of a business system, which is the source of value creation.  In a 

similar fashion J. Clark (1995:  1-4, 7-48, 134-137, 226-240) perceives the business 

model as describing the structure, relationships among elements and its response to 

the real world. 

 

The proposed theoretical model is a systems approach where all the functions in the 

organisation should jointly be responsible for the development and implementation of 

the st rategy t hat is built  upon a business model of  an organisat ion in a virt ual 

network.  T he new st rategy should st art with the customer and compet itor, through 

the concept of value-capt ured lea dership, no t t he product  or service,  and  a ffects 

every aspect of the organisation’s operation as outlined below. 

 

7.4.1.1 Purpose, value-add and value-captured leadership 
 

Value-captured  leadership t akes into consideration the role of  the leader, whether a 

frontline supervisor,  a middle man ager, or ch ief execut ive off icer, which in t his 

approach is to add value to the group beyond that which the group would achieve on 
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its own.  Adding value means managing the limited resources – people, financial and 

physical – of the organisation to maximise productivity. 

 

The t heoretical model evolves with value-cre ation and v alue-captured leadership 

through an indust ry analysis and ca n be divided  into three parts.  First ly, creating a 

networked indust ry map t o underst and t he players, const ructing p rofit pools to 

establish whether (and why) the distribution of economic prof its have changed over 

the measuring indust ry, st ability a nd classify ing t he indust ry so as t o improve 

alertness to key issues and opportunities.  The indust ry map should include all t he 

players who might have an impact on an organisation’s profitability to understand the 

current and potential interactions that ultimately shape the sustainable value-creation 

prospects for t he whole indust ry a s well as t he individu al organisat ions wit hin t he 

industry.  The next  step is to construct a ‘prof it pool’ that indicates how the pieces of 

an industry’s value-added pie are  distributed.  Over t ime a review of the profit pools 

provides an excellent way of establishing value migrations through exchange. 

 

Value-captured leadership in Pha se 1 creat es sust ainable value,  which ha s t wo 

dimensions – how much economic prof it an organisat ion earns and how long it  can 

earn acce ss ret urns (Drucker,  20 01: 197-201;  Teece,  19 98: 55-79).   Bot h are of 

prime int erest to invest ors and cor porate invest ors.  Sustainable valu e creat ion is 

rare because compet itor forces, including innovat ion drive, return down t owards the 

cost of  capital and inve stors are ca reful about  how much t hey pay for future value 

creation.  An indust ry analysis is therefore an appropriate place to start investigating 

sustainable value-creat ion (Drucke r, 2001 : 197-201;  Porter,  1996 : 61-78;  Teece,  

1998: 55-79 ).  Gaining an underst anding of  the pla yers, re viewing t he prof it pools 

and indust ry s tability, followed by  a f ive-force anal ysis and an assessment  o f the 

likelihood of disruptive technologies is an ideal starting point.  A clear u nderstanding 

of how an organisat ion creat es shareholder  value is central t o understanding 

sustainable value-creation (Drucker , 2001:  197 -201; Teece,  1998:  55-79).   Three  

broad sources of  added-value are  product ion, consumer and ext ernal advant ages 

(i.e. governmental advantage).  How organisations interact with one another plays an 

important role in shaping sustainable value-creation (Tapscott, 2001: 1-8; Welborn & 

Kasten, 20 03: 276).   I n this process or ganisations should co-evolve a s 

complementors.  The issue is no  longer su stainable compe titive advant age but 

sustainable value-crea tion t hrough int ra- and int er-organisational collaborat ion 

(Kornelius, 1999: 47-68). 
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The second dimension of sustainable value creation is how long an org anisation can 

earn returns in exce ss of the cost  of capital (Welborn & Kast en, 2003:  276).   Th is 

concept is also known as f ade rat e, compe titive advant age period or  value-growth 

duration.  Welborn and Kast en (2003: 276) hi ghlight that sustainable value creat ion 

differs f rom t he more popular sust ainable compe titive ad vantage belief  in that t he 

latter requires t wo charact eristics bef ore an  organisat ion can cla im it has a  

competitive advant age.  The f irst is t hat it must generat e or have  an ability  to 

generate re turns in excess of  t he cost  of  capital.   Secondly,  the organ isation must 

earn a higher rate of economic profit than the average of its competitors. 

 

As the focus of the theoretical model is on sust ainable value creation, it is important 

to understand and measure an organisat ion’s economic performance relat ive to the 

cost of capital, not relative to its competitors (although these are interlinked as well).  

If sustainable value creation is rare , then sustainable competitive advantage is even 

rarer, given that i t requires an organisat ion to perform better than its peers through 

continuous learning and improved b usiness perf ormance (Christ ensen, 2001: 105-

109). 

 
7.4.1.2   Characteristics of the organisation in the networked economy 
 
Characteristics of  t he o rganisation in t he ne tworked econo my in t erms of  s trategy 

implementation include  cont inuous learning a nd improved business perf ormance. 

Competitive advantage characteristics include multi-skilled staff, dynamic coalit ions, 

flexible general purpose asset s, int egrative skills,  joint  vent ures, st rategic alliance s 

and part nerships, result ing in a sustainable compe titive advant age based on 

collaborative advantage, porous boundaries, and societal and customer knowledge. 

 

The f ramework of  charact eristics shows ho w organisations can ga in sust ainable 

competitive advant age in t he ma rket b y ba sing t heir st rategy on building an d 

leveraging their unique internal capabilities.  The focus of the theoretical model is on  

how organisat ions can creat e new value f or themselves to increase t heir long-term 

profitability through leveraging off  capability-driven st rategies, rat her than how t o 

divide market s.  The framework provides exp licit mechanisms t hat drive valu e 

creation, co-operation and integration.  The theoretical model cont inues by defining 

value creat ion t hrough corporat e level capabilities as sources o f compe titive 

advantage.  The organisat ion’s specific complex resources are aligned for long-term 
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success in world-wide markets through business models and st rategies of  ne twork 

integration and expansion through organisational learning. 

 

The t heoretical model out lines the import ance of  t he individua l organisat ions’ 

corporate level archit ecture capabilit ies t o allow t he incorporat ion of  new,  ev er 

foreign-based asset s an d capabilit ies.  At  t he s ame t ime e fficient man agement is  

maintained, corporate level architecture capabilities are leveraged and strategies are 

put int o place t o ensur e a su stainable compe titive advan tage.  Resource-based 

models place emphasis on managerial cap abilities f or organising  component 

knowledge into prof it-generating bundles as drivers of  organisat ional expansio n 

(Viscio & Pat ernack, 1996: 93-104).  New mo dels of  technological developments in 

organisations t reat archit ectural c apabilities as essent ial t o the co-ordinat ion of 

technological eff orts across bou ndaries.  The y ou tline how cor porate level  

capabilities are subject  to impro vement, dis covery, and  recreat ion or innovate  

through glo bal learning  and sharing.   Port er (1990:  1-18 ; 1996: 61-78) is of  the 

opinion t hat the ability of  organisat ions t o access n etwork-based clust ers of 

excellence is a clear source of  compet itive advant age in gaining  componen t 

knowledge-based advantages. 

 

Organisations must learn new ways of  organising, rewarding and communicat ing in 

the virt ual n etwork (Tapscot t, 2001: 1-8).  The  t heoretical model prop osed in t his 

study further highlight s t he importance f or in dividual org anisations t o creat e ne w 

internal systems, as a strict  relationship of hierarchy is unable to handle the complex 

and changing environ ment charact eristics of global net worked bu sinesses.  T he 

architectural knowledge  needed t o identify, build and leverage off  new capabilit ies 

requires a level of managerial soph istication that will move  the organisation towards 

real-value creation through the networked approach.  This can be done by looking at 

the world through t he virt ual networked ap proach and  not  onl y through the 

perspective of the individual organisat ion.  This requires t he development of entirely 

new internal processes for co-ordinating the organisation’s role in the network during 

its t ransformation, including st rategic human resource management  and account ing 

systems.  In addition, a new organisational culture is created through the networked 

strategic intent.   The following sect ion highlight s current  Balanced Scorecard  

applications and characteristics in relation to the requirements of the network. 
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7.4.1.3   Balanced Scorecard applications 
 

A Balanced Scorecard  is a measuremen t-based st rategic management  s ystem, 

originated by Robert Ka plan and David Norton, which provides a me thod of aligning 

business activities to the strategy, and monitoring performance of strategic objectives 

over time. 

 

7.4.1.3.1  Strategy implementation 
 

 A st rategy here is def ined as f ollows:  First ly, a st rategy contains proposit ions that 

propose t he direct ion a n organisat ion or agen cy should take t o f ulfil its vision  an d 

maximise the possibility of its future success.  Secondly,  a st rategy suggests unique 

and sustainable ways by which org anisations create value (Kaplan & Nort on, 2000a: 

1-4).  Whe n set ting a  st rategy, the quest ion must  be answered whether t he 

organisation is doing t he right t hings.  A s trategy is thus an expression of what t he 

organisation must  do to get  from one reference point  to another point.   St rategy i s 

often expressed in t erms of a mission statement, vision and object ives.  St rategy is 

usually developed at  the top levels of  the organisation, but executed by lower levels 

within the organisation. 

 

Strategic management, on t he o ther hand can be described as t he process t hat 

focuses on t he long-t erm ‘healt h’ of the orga nisation and addresse s t hree major 

dimensions, namely context, content and process. 

 

As the founders of  the Balanced Scorecard,  Kaplan and Nort on (1996a:  8-18, 224-

292) promote the concept primarily as an inst rument that can provide assist ance in 

the implementation of strategy. 

 

Operational effectiveness as a compet itive necessity, according t o Porter (1996: 61-

78), underw rites that b oth s trategy and operational eff ectiveness are essent ial f or 

superior performance.  As competitors imitate each other’s improvements in quality, 

cycle times or supplier  part nerships, their st rategies converge and it becomes a 

series of  races down identical paths t hat no-one can win,  result ing in mut ually 

destructive competition.  This also erodes compet itive advant ages for all and t hus 

remains ap plicable in  Phase 1 of  t he Net worked Balanced Scoreca rd t heoretical 
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model.  The  impact o f measures considered in  isolat ion would probably be minimal 

as success is derived from the comprehensive visibility of all key influences. 

 

The overall f indings indicat e t hat the Balanced Scorecard assist s organisat ions in  

overcoming the primary barriers of strategy implementation.  It is imperat ive that the 

Balanced Scorecard b e used as an inst rument to formulate, implement  an d 

communicate capability-driven strategies based on a business model t hat embraces 

the value and revenue streams, and logistical systems. 

 

It is important that the organisation in the Networked Balanced Scorecard theoretical 

model ut ilises t he Balanced Score card’s com munication and collabo ration abilit ies.  

This will en sure t hat all f unctions in t he orga nisation are joint ly res ponsible f or 

strategy development and implementation in creat ing a unique st rategic posit ion for 

the organisat ion and overcoming t he barriers of  st rategy impleme ntation.  T he 

organisation’s Balanced  Scorecard t hrough the Net worked Balanced Scorecard  

theoretical model should also ensu re that the organisation does not  position itself in 

terms of a specif ic industry but rather promotes the organisation’s competencies and 

strategic intent through alignment, decentralisation and breaking down structures and 

functions. 

 

Through involving a ll functions in  t he s trategy formulation and implement ation 

processes, the organisation’s new vision a nd strategic intent will be  understood and 

communicated to all st akeholders.  St rategic resources will in t his way be linked t o 

long-term st rategic intent  through collaborat ion and part icipative management 

processes of resource allocation and management. 

 

It is i mportant in the Net worked Balanced Scorecard t heoretical model that 

measurements in the basic corporate Balanced Scorecard include t he measurement 

of int angibles, which  will lead  t o a vision  of  co ntinuous lea rning and d evelopment.  

The Balanced Scorecard f indings support  this requirement as t he findings indicat e 

that the Balanced Scorecard encourages quick decision-making and problem-solving 

processes, which in turn enhance competitive advantage. 
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Value creation should further form the basis for measurement in all four perspectives 

of the Balanced Scorecard (f inancial, cust omer, learning and development, an d 

process/internal).  The  Balanced Scorecard t heoretical model proposes t hat the 

organisation in Phase 1 of  i ts Ba lanced Sco recard sho uld ut ilise t he Balance d 

Scorecard as a ‘chan ge inst rument’ b y inst alling ne w p atterns of  management 

behaviour, breakdow n structures, measuring the organisation’s value chain and 

promoting change init iatives in t he organisation’s micro de cision-making st ructures.  

Being a measurement inst rument, t he organisat ion shou ld f urther e nsure t hat i t 

incorporates ot her meas urement inst ruments into t he Balanced Scorecard such as  

the Performance Prism, Just -In-Time and Tot al Quality Management to support  the 

organisation’s compet itive advant age (Rao,  Solis & Raghunathan, 1999:  37-85).   

This will, for example, ensure that the organisation takes all its stakeholders and role 

players in to account  and overcomes t he curren t Balanced Scorecard’s limitation o f 

only f ocusing on t he organisat ion’s value  chain and t herefore enhances t he 

organisation’s competitive advantage in the long-term. 

 
7.4.1.3.2 Com petitive advantage 
 

Competitive advant age is an ad vantage over compet itors gained  b y off ering 

consumers and business net works excellent va lue by  means of  lower prices or by 

providing superior benefits and services than just higher prices. 

 

Business n etworks co nsist of  mu ltiple relat ionships, wit h each part icipating an d 

gaining the resources n eeded to build core competencies and obtain a sust ainable 

competitive advantage (Jarillo,  1988:  31-41).  Porter (198 7: 43-59) discusse s t he 

formation of ‘coalit ions’ t hat allow the sharing of  act ivities in  order t o support  a n 

organisation’s competitive advantage.  However , Porter’s value chain  (Porter, 1987: 

43-59) approach f ocuses on act ivities wit hin a single orga nisation.  T he proposed  

theoretical model adapt s his appr oach in or der t o underst and t he value-adde d 

processes comprising d yadic and n etwork int er-organisation act ivities, which  f oster 

each organ isation’s su stainable compe titive advant age.  Webst er (1992:  1-17) 

presents a cont inuum of  marke ting relat ionships, which move f rom discret e 

interactions t owards net work organisat ions a nd just -in-time exchanges.   As the  

continuum moves f urther f rom discret e transactions, more administ rative and less 

market control occurs.   The proce ss of  build ing up a  re putation can f urther b e 

accelerated by staking a reputation that has been established in a related market, or 
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by making a clear public demonst ration o f co mmitment to a marke t or society  in 

general, which is clearly  demonst rated in t he re lationship of short -term sustainable 

competitive advantage to other strategic concepts. 

 

This st udy has f ound t hat the Ba lanced Sco recard sup ports an organisat ion’s 

competitive advantage by support ing an organisat ion’s operat ions.  The Networked 

Balanced S corecard t heoretical model makes use of  t he Balanced Scorecard t o 

enable t he organisat ion t o respond t o cust omer request s by  means of  int ra- an d 

inter-organisational co-ordinat ion and relat ionship-building.  Co mmunication, 

transparency, collaboration and the sharing of knowledge emerged as key processes 

that are f acilitated by the Balanced Scorecard, which leads t o the lowering of  risks, 

quick decision-making, innovation, and skills and leadership development. 

 

The findings indicate that the Balanced Scorecard supports the fit of various activities 

or unit s in  t he organisat ion, which makes imit ating the sources o f compe titive 

advantage more diff icult, thus prolonging t he compe titive a dvantage.  The f indings 

further indicat e that the Balanced Scorecard assist s organisat ions in realising t he 

underlying factors that underpin competitive advantage.  It also assists management 

and staff to observe how these factors change over time to enable the organisation to 

match st rategy wit h these f actors and condit ions.  Furthermore , the Balanced  

Scorecard supports the path dependency of the organisat ion.  This means t hat any 

competitor will t ake years t o ac quire t he necessary assets, skills,  expert ise, 

infrastructure, reputation or capabilities to compete with the organisation. 

 

The collabo ration charact eristic embedded in t he Balan ced Scorecard can and 

should be used t o posit ion and enable t he organisat ion t o leverage f actors of 

production at a specific time for a specific need.  In terms of the Networked Balanced 

Scorecard t heoretical model,  the organisat ion should  ut ilise t he archit ecture, 

reputation and innovat ion support  capabilit ies of  the Balanced Scorecard t o 

consolidate the organisation’s competitive advantage in its traditional operations and 

business f irst.  Only then will t he organisat ion be in a po sition t o no t onl y posit ion 

itself wit hin a specif ic in dustry bu t c an promot e and use it s compet itive advant age 

and cust omer knowled ge wit hin a  consolidat ed knowled ge const ruct out side its  

existing ma rket orien tation.  This will enable the organis ation to part icipate in the 

network and ensure a sustainable competitive advantage. 
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7.4.1.3.3 Sustai nability 
 

A sustainable compet itive advantage can be  described as the prolonged benef it o f 

being able t o implemen t a unique value-creating st rategy not simul taneously bein g 

implemented by  an y cu rrent or potent ial compet itor(s), co upled wit h the inability  to  

duplicate the benefits of the strategy. 

 

According to Christensen (2001:  1 05-109), the pract ices and business models t hat 

constitute competitive advantage are only relevant at a particular t ime with particular 

factors at pla y and und er certain conditions, thus compet itive advantage in it self is 

not sus tainable.  Strategists should t herefore consider t he underl ying f actors that 

underpin competitive advantage and attune themselves to how these factors change 

over t ime.  Furthermore, s trategists should con tinuously match st rategy wit h these 

factors and  condit ions to overcome t he barriers of  short -term sust ainability.  This 

requires manipulating Networked Balanced Scorecard theoretical model components 

and applying them to activities in P hase 1.  Failure t o do so will resu lt in short -term 

sustainability as supported by the research findings. 

 

Though the findings indicated that the Balanced Scorecard did support organisational 

sustainability to some d egree, the failure to include sust ainability measurements in 

the corporate Balanced Scorecard could impact negatively on the organisation’s new 

strategic intent  to part icipate in t he networked economy.   T he Networked Balanced 

Scorecard t heoretical model t herefore st resses t he f act that organisat ions should  

have an ou tward f ocus.  Also,  t he organisation should u se current  st andards and  

guidelines such as t he Sarbanes-Oxley Act (2002) and Kin g II  Report on Corporat e 

Governance (2002) and measure et hical behaviour in the corpora te Balanced 

Scorecard as a prerequisit e to participate in the networked economy through value-

captured leadership. 

 

Value-captured leadership requires t he individ ual organisat ion to hav e an ou tward 

approach instead of an internal operational cost reduction focus.  The research study 

revealed t hat the Balanced Scorecard has the potential to st reamline sustainability 

and t o set,  t rack and cont rol t argets f or environmental ma nagement a nd corporate 

social respo nsibility.  T he f indings indicat ed t hat the Balanced Scorecard suppor ts 

the strategic environmental and/or social objectives of the organisation and illustrates 
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causal relationships between qualitative ‘soft’ issues and f inancial performance.  The 

Networked Balanced Scorecard theoretical model highlights that this characteristic of 

the Balanced Scoreca rd enhance s t he t ransparency o f pot ential for value-ad d 

emerging from social and/ or environmen tal aspects.  It o ffers a frame of  re ference 

and a mea surement in strument for underst anding how causalit ies b etween t he 

economical, environmental and social objectives may arise. 

 

The measuremen t of  sustainability int angibles, as required b y t he Net worked 

Balanced Scorecard theoretical model, will enable the organisation to create value as 

its cent ral purpose on the highest  l evel of  collaborat ion as outlined and required in  

Phase 3.   Matching t he organisat ion t o i ts environment  i n t he ne tworked economy 

now becomes a focus point during the organisation’s strategy formulation phase. 

 
7.4.1.3.4 S ummary 
 

The Balanced Scorecard has inspired the development and application of a variety of 

models and is an  illustration of  temporary ‘best pract ice’ in  account ing for st rategic 

positioning (Davenport et al., 2006: 250-259, 284-359).  The Balanced Scorecard is 

closely related t o int ellectual capit al and com prises not  only inst ruments f or the 

measurement o f in tangible resources but  also a vision of  cont inuous learning and 

change to create value for the future.  The mere existence of a Balanced Scorecard 

reveals a message t hat what  f inally counts is not only f inancial outcomes, but also 

long-term relat ionships wit h cust omers and employees.  It  re mains t o be se en 

whether organisat ions really  impl ement the Balanced Scorecard as a vision o f 

priorities to exploit  the networked economy through theoretical models such as t he 

Networked Balanced Scorecard concept as outlined in Phase 2, or merely implement 

it as an instrument to accomplish a financial performance in the short term. 

 
7.4.2 Phase 2:  The Networked Balanced Scorecard concept 
 

The Networked Balanced Scorecard concept is the managerial process of integrating 

network act ivities int o a single strategy i mplementation p rocess by  managing a 

network of diff erentiated but  integrat ed subsidiarie s, aff iliates, alliances an d 

associates.  Global ne tworked ty pes of organisat ions, such as Hewlet t Packard or  

DuPont, ad d value  by  stimulating the exchang e and reco mbination of  resources in 
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such a way t hat new capabilit ies a re incorpora ted int o the f abric of  the net work, 

effectively generating profits from architectural knowledge (Barney, 2002: 121-124). 

 

The process of  crea ting archit ectural knowled ge regarding eff icient and eff ective 

operations in an integrated global networked organisation must be understood as the 

idiosyncratic process close t o the historical or der of  even ts and decisions in t he 

single orga nisation in the net work.  Underst anding t hese aspect s of t he modern 

networked organisat ion requires a n explicit  capability -driven st rategic approach  

(Kornelius, 1999: 47-68) through a higher dimension of value-add and value-captured 

leadership. 

 

7.4.2.1 Purpose, value-add and new value-captured leadership 
 

Value net works as def ined b y the researcher in t he con text o f the stud y denot e a 

group of organisations, each specialising in one piece of the networked value chain, 

and linked t ogether in a  virtual way to create and deliver product s and services as 

and when required.  Cust omers of  value net works of ten care who t he o ther 

customers of the network are because much of the value they receive is derived from 

explicit or implicit  exch anges wit h each ot her.  Furt hermore, the nat ure of  a value 

network is such t hat c ustomers o ften receive more value as more  cust omers are  

added t o the net work.  Anot her feature o f val ue net works is t hat they alwa ys co-

produce value f or compet itors and play ers ou tside t he immediat e val ue chain,  f or 

example when a telecommunications organisa tion supplies int erconnections t o the 

networks of other, competing, telecommunications organisations. 

 

This framework builds a coherent theoretical model of an individual org anisation and 

network integrat ion from two basic ty pes o f complex asset s (component a nd 

architectural capabilit ies) and t he two basi c capability  processes (le verage and  

building).  Leading or ganisations in t echnology-intensive indust ries are not  o nly 

networking to build or di scover new capabilities but to further leverage t heir existing 

assets and skills,  for example through total quality management (Savolainen, 2000: 

211-226).  Savolainen (2000: 211-226) makes t he point that organisat ions enhance 

their ext ernal co-opera tion skills a s t otal quality  management breaks down t he 

organisation’s f rontiers and f avours t he sett ing up of  associat ed relationships 
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throughout the ext ended value cha in (Rao, Solis & Raghuna than, 1999: 1047-1077) 

in support of value creation. 

 

Value creation requires organisations to focus on creat ing or increasing  shareholder 

value as well as continually demonst rating that business pract ices f ounded on 

sustainable growth are generat ing tangible f inancial gain ( Holliday, 2001: 129-135).  

In the theoretical model, for an individual organisat ion to create value it should adopt 

a value f ramework that is int egrated into the organisation’s extended network.  The 

three-dimensional component, namely vision, architecture and leadership, should be  

integrated into and aligned wit h the individual organisation’s virtual network strategy 

approach as well as with t he n etwork, thereby est ablishing t he future value 

proposition. 

 

Welborn and Kast en (2003:  276-295) conf irm t hat sustainable value-add (SVA) 

creates a strong mut ual beneficial relationship between the organisation and its core 

customers.  Both sides have an economic st ake in t he other’s success.  Theref ore, 

both part ies have a ve sted int erest in process improveme nt and waste reduct ion.  

Welborn an d Kast en (2003:  276-295) post ulate t hat one of t he result s of  t he SVA 

pricing structure is that the organisation and its associates are compelled to talk more 

openly and frequently.  This required level of  communication will lead organisations 

in the network towards ongoing innovation and collaboration.  Day (1994: 27-35, 130-

133) conclude that organisations that are topmost in their industry have agreed upon 

measures that  managers understand and are linking net worked st rategic measures 

to operational ones.  These organisations regularly update their strategic plans, while 

clearly communicat ing measures and progress t o all st akeholders across t he 

networked profit pool. 

 

7.4.2.2   Characteristics of the organisation in the new networked profit pool 
 

Organisations in t he n ew net worked prof it po ol enhance  st rategy formulation a nd 

implementation with total qualit y management, leadership based on value-capt ured 

leadership in support  of  the gl obal net worked value  proposit ions, st rategic 

management, competitive intelligence, business scope and competitive positioning in 

mind.   The se organisations closely monitor industry and global economic st ructures 

while continuously adjusting their s trategic agenda t hrough adapt ive processes and 
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extended and net worked value chains.   Charact eristics that support the competitive 

advantage const ruct i nclude net work arch itecture, value delivery/ creation o f 

networks, network innovation, competencies and capabilities, network reputation and 

branding.  Sustainability is f urthermore characterised through the pract ice of  global 

governance and legal frameworks, et hical pract ice and behaviour,  environment al 

development and global economic development for the global society as a whole and 

not in isolation of  the individual or ganisational prof it and  short-term sust ainability.  

The f ollowing sect ion out lines t he application of  a Ne tworked Balanced Scorecard 

concept in enabling the individual organisation to leverage and manag e a network of 

differentiated but integrated subsidiaries, affiliates, alliances and associates. 

 

7.4.2.3   The Networked Balanced Scorecard application 
 

In combining its own value framework with that of its networked value framework, the 

organisation is f orced t o adjust  or  adopt  a business model t hat is built  on co-

operation and collaboration to ensure a sustainable competitive advantage (Viscio & 

Paternack, 1996: 93-104).  As was demonst rated in previous chapters, the Balanced 

Scorecard does assist  the individua l organisat ion in develo ping and maint aining a  

sustainable compet itive advant age t o some  degree.   Howe ver, if t he individ ual 

organisation wants to survive in the networked economy, the organisation’s individual 

corporate Balanced Scorecard sh ould be ad justed t o incorporat e a Net worked 

Balanced Scorecard concept. 

 

The Networked Balanced Scorecard concept includes a f ifth element, namely that of 

the society  (the ne twork which t he organisat ion f orms part  o f).  The organisation 

should also  allocat e measurements in t erms of t he fifth perspect ive with regard to 

what benef its can be achieved f rom part icipating in the net worked economy.  It  

should also consider the contributions that it can make not  only to the network itself 

but also t o societ y as  a who le ( Bieker et  al.,  2001:  28 -30).  This indicates t he 

inadequacy of  previous models.   As st ated in Chapt er 6 (see Sect ion 6 .5), the 

challenge is t o crea te a series of  tight fits bet ween the chosen  st rategy a nd 

leadership, culture, reward systems, structure and resource allocation.  As a result  of 

this st udy, the conclusion was re ached t hat only t hrough t he awareness an d 

incorporation of specific measurements of a series of tight fits into the organisation’s 

Networked Balanced Scorecard concept can the organisation successfully participate 
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in t he ne tworked econ omy.  The  organisat ion’s Net worked Balanced Scorecard 

concept now f orms t he f oundation and serves as an instrument to support  and 

enhance the sustainability constructs of the organisation’s competitive advantage as 

a prerequisite for participating in the network. 

 

However, first the value segments in the market must be identified.  Unlike traditional 

market seg mentation, where demographics d rive t he segmen tation p rocess, valu e 

segments are def ined by ident ifying common b enefits sought by different customers 

through collaborat ion (Kornelius,  1999:  47-68).   There  can be a number o f these 

value segment s.  Kornelius (199 9: 47-68) highlight t hat each individual value 

segment is defined by a unique value proposition, which describes target customers, 

benefits sought by those customers and t he price t hey are willing t o pay to acquire  

those bene fits.  To  ident ify the value segment s, the organisat ion must first interact 

with a repre sentative cross-sect ion of organisat ions in its market.  The int ent o f the 

discussions is merely to identify how to better satisfy customers and to find the ‘white 

space’ in t he market – those areas of  untapped opportunities where t here is a clear 

and unmet customer need. 

 

A common  ground f or discussio ns amongst organisat ions is t o est ablish how 

customers in the industry might take cost out of their business (Kornelius,  1999: 47-

68).  How can cust omers gain and sust ain their competitive advantage?  The f ocus 

should slide down the value chain, closer to the consumer.  In other words, how can 

the organisat ion add value f or t heir customers?  Kornelius (1999:  47-68) propose s 

that the old product -oriented business model – how we can sell what we make - 

should give  way  to a more marke t-focused approach,  one t hat poses an ent irely 

different question - wh at should we do to a ttract and re tain customers?  Sust ained 

profits would come onl y as t he result of a clear networked market focus based on a  

collaborative st rategic int ent (Mellahi et  al.,  2005c:  31-98,  317-344) t hrough 

leveraging capabilities and competencies. 

 

Awad (2002:  1-7) and T apscott et al.  (2000 : 18 7-220) state that organi sations that 

will t hrive and survive t he t ransition into the n etworked economy will be t hose that 

can manipulate the diverse capab ilities and  mult iple perspectives embedded wit hin 

them t o ach ieve unit y o f purpose as t ranslated int o t he ne tworked st rategic int ent.  

The Net work Balanced  Scorecard  concept  creat es a new value proposition to 
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become the new competitive advantage and cre ate a new st rategic imperative as a  

global direction indicator.  This forms the global matrix as indicated in Phase 3 of  the 

theoretical Net worked Balanced S corecard model.   The introduction of  t his new 

transformational t heoretical model needs t o be sensit ively handled and provide s 

management with a true challenge to enable the organisation to transform. 

 

Although the f ocus o f the Net worked Balanced Scorecard t heoretical model is t he 

creation of a strategic vision for the networked economy, it challenges the status quo 

of the present economy.  It provides an organisational structure and value framework 

to facilitate the collaboration plans of strategy management and transformation on an 

intra- and inter-organisational and global level as outlined in the following section. 

 

7.4.2.3.1  Strategy implementation 
 

The context of managing strategically today, demands that conventional techniques 

and hierarchical decision-making are replaced with new techniques in order to exploit 

value gener ation in t he new econ omy.  An e ssential sou rce of  value creat ion is 

human reso urces as t hey pla y a c ritical role in t he st rategy execut ion.  St rategic 

focus should shif t from an int ernal t o an ext ernal perspe ctive, coupled wit h an 

approach that can vary  from adopting a competitive to a resource-based view of the 

organisation (see Sect ion 2. 5.1).  This is measurable a nd quant ifiable t hrough 

instruments such as t he Balanced Scor ecard (see  Sect ion 2. 6.1) and t he 

Performance Prism (s ee Sect ion 2. 6.2).  C ontrol and measurement inst ruments 

should inclu de, int er alia,  t he invest ment in int angible asset s on a  strategic an d 

tactical level.   On the tactical level,  Davenport and Probst  (2002:   55-1 07) propose 

that int angible invest ments are aimed a t a quantitative change or ext ension of  

existing knowledge, while on t he strategic level they are ai med at the acquisition of 

completely new knowledge.  Bo th tactical and strategic intangible initiatives become 

critical in t he overall su ccess of  the organisat ion’s st rategic intent in the net worked 

economy through t he int roduction of the Net worked Balan ced Scorecard concept .  

According to t he st udy t he Balanced Scorecard assist s wit h the imple mentation o f 

strategy since it s measures and ob jectives can be adapted to suit the organisation’s 

needs in a constantly changing business environment. 
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As stated in Chapt er 2,  the concept of  the complexity  theory (Brown & Eisenhard t:  

1997: 1-34; Hamel,  2000:  4-16),  which f ormed t he basis of  Beer and Eisenst at’s 

(2000: 29-39) st atement of  ‘compe ting on t he edge’,  implies t he nee d t o replace 

conventional optimisation techniques and deterministic, hierarchical decision-making 

with looser notions of positioning ‘at the edge of chaos’, creating guiding frameworks 

of rules and replacing direct ion with self-organisation.  The findings did indicat e that 

the Balance d Scorecard assist s in ensuring t hat the orga nisation underst ands t he 

strategies and those objectives which need to be acted upon, and therefore supports 

quick decision-making.  This f inding of  the Balanced Scorecard support s t he 

Networked Balanced Scorecard co ncept in it s drive t o enhance conse nt and clarity 

with regard t o the organisat ion’s net worked st rategic int ent.  Th e Net worked 

Balanced S corecard concept  t herefore support s organisat ions in ensuring t hat 

different gro ups in  t he organisat ion work accor ding t o a set  agenda wit h a clear  

understanding of  the strategy an d vision,  and are able t o ac t a nd respond  

accordingly. 

 

Levy (1997 b: 19-36) suggests that  al though non-f inancial inf ormation is of  

considerable use,  non-f inancial measures ou ght to be transf ormed int o f inancial 

ones, which would link them to the financial reporting system.  The intention of these 

measurements is t o highlight the value drivers linked t o intangibles in relation to the 

five perspect ives of  t he Networked Balanced Scorecard concept.  The  f indings did  

indicate t hat t he Balanced Scorecard allowed e mployees to bett er und erstand the 

alignment of t he org anisational structure wit h business requirement s as t he 

scorecard ‘balances’ t he import ance of issues,  which can  onl y be ac hieved if  all 

employee levels under stand t he s trategies.  The Net worked Balanced Scoreca rd 

concept will therefore further help employees to focus on key aspects of the business 

as t hey are  now a ware of  t he vision and mission in  relat ion t o t he organisat ion’s 

networked st rategic goals.   The Networked Balanced Scorecard co ncept mode l 

requires the measurement of the individual’s contribution towards the achievement of 

leveraging and combining the organisation’s value framework with that of the network 

in support of the organisation’s competitive advantage. 

 
7.4.2.3.2  Competitive advantage 
 

Competitive advant age in t he net worked economy  can be def ined as a n 

organisation’s compet encies and ca pabilities in relation t o i ts net work archit ecture, 
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network innovat ion and net work reputation.  C ompetitive advantage becomes a by-

product o f co-ordination and collaborat ion through it s in teraction and f ormation of  

loose relationships.  This enables t he realisation of the organisation’s strategic intent 

at a  specif ic t ime, bei ng sust ainable in t he networked economy.   The f indings 

indicated t hat the Balanced Score card did su pport the organisat ion’s archit ecture, 

innovation and reput ation.  The co-ordinat ion and collabor ation support  elemen t o f 

the Balanced Scoreca rd needs t o be t ransferred int o the Net worked Balance d 

Scorecard concept and be aligne d wit h t he organisation’s net work architecture, 

network innovat ion and net work re putation in support o f the organisa tion’s drivin g 

forces that support its competitive advantage. 
 

Driving forces are creat ing economic uncert ainty through reduced need for physical 

assets, vanishing dist ance and co mpressed t ime, which makes t he world one ’s 

customer a s well as compe titor (Me yer, 199 7: 32-69 , 9 4-123).   C ritical succe ss 

factors ens uring compliancy  wit h the ne tworked economy include t he ability  to  

embrace change and the develop ment of creat ivity and innovat ion capabilit ies.   

Robinson a nd St eyn (1998: 1-10) st ate that world-class organisations all have a 

strong cust omer focus, cont inual learning  and development  i mprovement 

programmes, flexible organisat ional st ructures, creat ive huma n resources 

management and a climat e of equilibrium where all stakeholders are t reated equally 

and kept informed of changes.  St akeholders are able t o participate in t he decision-

making processes through innovative technological infrastructures and systems. 

 

The result s indicat ed that  the Balanced Scorecard f acilitates important  processes 

such as dialogue and understanding amongst all stakeholders.  It also translates key 

strategic object ives into t angible init iatives, links st rategies to object ives, measures  

and milestones,  and it  include s bot h elemen ts of st rategy planning a nd 

implementation.  The characteristics of  t he Balanced Scorecard ar e t hus now 

incorporated into the Networked Balanced Scorecard concept and aid in managing a 

network of diff erentiated but  integrat ed subsidiarie s, aff iliates, alliances an d 

associates.  On a ne tworked level,  it  allows t he organisa tion to focus on asset s 

(component and archi tectural ca pabilities) a nd capacit y processes (leveragin g 

architecture, innovat ion and reput ation as well as ca pacity-building) t hrough 

knowledge management. 

 

Christensen (2001:  105-109) underlines t he importance of  knowledge management 

as a compet itive advantage and believes t hat o rganisations must be a ble to share  
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resources across markets, while making sure that the cost of the resources remains 

largely fixed.  Woodru ff (1997:  139 -153) also perceives t he next  ma jor source of 

competitor advantage coming from a more outward orientation to acquire commercial 

knowledge.  Woodru ff (1997:  13 9-153) def ines commercial kno wledge as an  

explicitly developed and managed network of imperatives, patterns, rules and scripts 

embodied in t he organisational network, and dist ributed throughout the network that 

creates market place pe rformance.  Commercial kno wledge is t acit, shared by  a  

group or e mbodied in raw ma terials, product s and services,  machinery and  

mechanisms, business pract ices and processes or en vironment and cult ure.  It 

appears thus that knowledge mana gement in the net worked economy includes the 

construction of knowledge, the transformation of tacit knowledge into processes and 

practices, a nd t he disseminat ion o f e mbodied knowledge  t hroughout t he ne twork.   

The disseminat ed knowledge can  t hen be applied t o part icular problems and  

opportunities. 

 

Woodruff (1997:  139-153) st ates t hat metrics conce rned wit h knowledg e 

management i tself have no ult imate value t o the organisat ion.  Wha t finally counts, 

are economic f actors s uch as market  share, revenue,  gro ss margin and cust omer 

satisfaction.  These opinions dif fer slightly from t hose put  forward by  Kaptein and  

Wempe (20 01: 91-106),  who argu es t hat for t he long-term sust ainability o f the 

organisation it  is more import ant to focus on nurt uring the roots than harvesting the 

fruit. 

 
7.4.2.3.3 Sustainability 
 

There are t hus several appro aches t hat support  clarify ing t he concept  of  

sustainability at the corporate level (Kaptein and Wempe, 2001: 91-106).   However , 

there is conf usion on how t he dilemmas be tween the economic, environmental and 

social dimensions should be dealt with.  Halme (2001: 100-114) is of the opinion that 

the no tion o f sustainability developments implies a process f or organisat ions rather 

than a final outcome. 

 

Co-operative links with customers and suppliers can increase competitive advantage.  

This can be  done b y improving bot h the value of  innovat ions to customers and t he 

efficiency with which  t hey are  supplied wit hin t he value-based manage ment 

framework ( Flood et al ., 2000:  184 -189, 236-243;  Thomas , 1994:  683 -697).  Co-
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operative links wit h compe titors have beco me a prere quisite f or a sust ainable 

competitive advantage in the networked value framework economy.  In combining its 

own value framework with that of its networked value framework, the organisation is 

forced to a djust or ad opt a  business model t o secure a  sust ainable compe titive 

advantage (Mahadevan 2000:  55-69;  Viscio & Pat ernack, 1996:  1 29-142), t hus 

ensuring a long-term sustainable competitive advantage. 

 

A shift towards elements such  as t rust, are ke y to building relationships between all 

stakeholders in t he ne tworked economy,  thus ensuring sustainability.  Si milarly, 

Anderson et al . (1994 : 1-15) and I acobbuchi and Hopkins (1992:  5-17), view 

networks as a st ep beyond dy adic relat ionships or part nerships, just  as Webst er 

(1992: 1-17 ) does in his cont inuum of  marketing relat ionships.  Galaskie wicz an d 

Zaheer (1999:  237-261 ) f urther suggest  t hat s ocial net works enhance  compet itive 

advantage.  Relationships, according to Kanter (1990: 7-8), and collaboration across 

organisations and supply chains,  especially supplier-customer partnerships, provide 

a further source of advantage. 

 

As st ated p reviously, most Balanced Scorecard  models only relat e to the int ernal 

strategic management of the organisation.  The researcher believes that owing to the 

networked economy, the Networked Balanced Scorecard concept would require t he 

periodic pu blishing of  an ext ernal organisat ional Balance d Scorecar d t o enable  

transparency and en hance communica tion and collaborat ion bet ween all 

stakeholders. Publishing an external Balanced Scorecard will support the process of 

leveraging network archit ecture, in novation and reput ation.  It will f urthermore 

enhance the f ormation of  pa rtnerships, inst itution-building a nd corporat e 

responsibility advocacy and public policy,  all of  which are requiremen ts f or an 

organisation t o part icipate in the networked economy.    It  will also assi st in  

overcoming current Balanced Scorecard obst acles such as est ablishing a 

measurement s tandard for in tangibles b y incorporat ing multi-stakeholder st andards 

and will de monstrate c ompliance with sound ethical st andards, t hereby ref lecting 

good corporate citizenship. 

 

Gray (2000: 23-31, 91-102) further highlight that corporate social report ing has been 

investigated from two perspectives.  The f irst is a convent ional accounting approach 

where the principal user is t he financial community.  I n the second approach, social 
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and environ mental report ing are at the heart  o f an ex amination o f the role of 

information in an organisat ion-society dialogue.  Corporate social report ing could be  

seen as forming part of the symbolic universe of language, signs, meanings, norms, 

beliefs, percept ions and values t hrough which individua l and inst itutions def ine 

themselves and are def ined by others.  Clearl y, while man y organisat ions do make 

social disclosures, the vast bulk of their social disclosures are declarative statements. 

 

Although there are many recent studies on the extent to which organisations disclose 

information on intangibles, it is dif ficult to draw any specific conclusions regarding to 

what ext ent quant itative inf ormation is released .  This is d ue t o t he e xistence of  a 

variety of models and a  variety of stakeholder’s interests that have t o be taken into 

account.  T he overall view is t hat out side stakeholders,  such as investors and  

analysts, consider non-financial ind icators in their decision- making.  It is apparent  

that investors and ana lysts do consider ma rket-orientated i nformation, but opinions 

differ largely whether issues such as employee satisfaction, ethics and environmental 

issues are considered by investors. 

 

7.4.2.3.4 Summary 
 

In examini ng t he li terature, so me pa tterns f or achieving improved busin ess 

performance t hrough eff ective diversification have emerged . It appears t hat 

organisations t hat diversify  concentrically  and take t heir compe titive advantage in  

their core business into considerat ion when diversify ing have a greater chance of 

success than those who do not.   The research has also shown that for organisations 

to be  successf ul in t he net worked economy t hey need  t o leverage concent ric 

diversification capabilit ies in order to creat e and maintain a sustainable compet itive 

advantage.  Concent ric diversif ication in t he cont ext o f the research is def ined as 

building fluid and flexible relationships with integrated organisations in the network to 

pool together a network of core competencies.  In this way long-term sustainability for 

all part icipants can be ensured.  T he research  has shown  t hat achieving eff ective 

concentric diversification or gro wth around t he core busine ss requires the 

organisation to have a competitive advantage in its core business. 

 

As st ated in Chapt er 2, t he orga nisation sh ould f irst consolidat e it s compet itive 

advantage in it s t raditional business and ensur e t hat i t gains t he maxi mum bene fit 
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before venturing int o adjacencie s. Several methods of  sust aining t he compet itive 

advantage in the core business are reported in the literature (Christensen, 2001: 105-

109; Pearce & Robinson, 2003: 247-312, 322-325; Porter, 1987: 43-59; Porter, 1996: 

61-78; Reed & DeFillip pi, 1990: 88-102). Some of these include paying attention to 

underlying conditions and f actors, phy sically unique reso urces, causal ambiguit y, 

economic deterrence and strategic fit. 

 

Once the organisat ion is able t o consolidate its compet itive advantage, i.e. make it 

sustainable in the short -term, it  is a ble to use t his as a ba sis for concentric growth 

without undermining its existing sustainable competitive advantage in the long t erm.  

The organisation will t hen be in  a p osition to leverage it s products and services into 

any logically chosen markets it wishes to enter.  Effective concentric diversification in 

the ne tworked economy  through reput ation and relat ionships f urther st rengthens 

competitive advantage as it broadens the core business, enhances the capabilities of 

the organisation and ultimately improves the profitability of the organisation.  Phase 3 

of the Networked Balanced Scor ecard t heoretical mode l highlight s t he global  

networked value proposit ion and is directly linked t o t he net worked st rategic int ent 

(Phase 1) of  the individual organisa tion.  The net worked st rategic intent prescribes 

that the organisation should include  the global networked value proposit ions as ke y 

objectives in the formulation and implementation of the organisation’s strategic intent 

to part icipate and cont ribute to the overall network.  The organisat ion will rea lise its 

networked st rategic int ent through the creat ive dest ruction of the exist ing st rategy 

and t he creat ion of  a n ew spheri cal net worked f acility, thereby capit alising on t he 

value propositions offered by the global network. 

 

7.4.3 Phase 3:  The global networked value proposition 
 

Bradenburger and St uart (1996: 5-24) off er a very concre te and sound def inition of 

how an organisat ion adds value in t heir framework for added-value analyses.  Their 

equation is decept ively straightforward:  value creat ed = willingne ss t o pay  b y the 

buyer minu s t he opport unity cost  of the supplier.   The equat ion illust rates t hat the 

value an organisation creates is the difference between what it gets for its product or 

service and what  it cost s to produce that product (including t he opportunity cos t of 

capital).  Bradenburger t eamed up  wit h Barry Nalebuf f t o creat e wha t they call a 

value net (Bradenburger & Nalebuff, 1996: 3-15) and their model fits comfortably into 

the proposed Networked Balanced Scorecard, as outlined in Phase 1 and 2. 
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The value net creat es opport unities f or bot h t he organisat ion and it s wider value  

chains.  Th e principle of the co-operat ive game t heory can be applied here.   Co-

operative g ame theory recognises t hat man y indust ries are d ynamic and present  

opportunities to co-operate as well t o compete – the opposite from non-co-operative 

game theory. If more than one interact ive network is compet ing for c ustomers, the 

network that pulls ahea d will benef it from posit ive feedback, which emphasises t he 

systems approach as suggested b y t he theoretical model where  a  key  concept 

behind interactive networks is po sitive feedback (Bradenburger & Nale buff, 1996: 3-

15). 

 
The researcher propose s that to enable t he organisation to provide f eedback to the 

network, organisations should publish an ext ernal Balanced Scorecard that  includes 

aspects of the organisation’s Networked Balanced Scorecard, which the organisation 

has used as a strategic management instrument to benchmark itself in relationship to 

other players in the network.  Through this, organisations can test their readiness to 

participate in initiatives in the networked economy without hampering their short-term 

sustainable competitive advantage. 

 

The t hree-phase t heoretical mod el is mult i-dimensional and enca psulates t he 

emergence of the information networked economy by suggesting a met hodology for 

the actual process of transformation.  The three phases build on aft er the foundation 

is laid in Phase 1.   Phase 2 t hen addresses t he role of  i nformation technology  i n 

business t ransformation and t he Ba lanced Scor ecard met hodologies.  The specif ic 

characteristics of the transformed organisation focus on t he future value proposit ion 

and, last ly, a  pat h for transformation is suggest ed  where a new vault  of  assets is 

created and t aken int o account in t he f uture value proposit ion (Phase 3).  

Transformation is a  lon g-term process and a chieving Pha se 1 and P hase 2 are  

prerequisites for the establishment of Phase 3.  To ease the burden of management, 

a three-phase transformation sequence, involving t he launch of  several init iatives is 

suggested.  A st ructured approach makes the transformation process e asier as it  is 

scientifically based and maximises the changes for a successful ’Übergang’. 

 

Kornelius ( 1999: 47-68) support s t he not ion t hat comp etitors create t he mark et 

paradigm and creat e networked economies of  f uture t rade.  More recent ly 

economists have realised it is not the number o f assets that is import ant but ra ther 
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the degree to which those assets are specific to a market.  If an organisation’s assets 

are only  val uable in a specific market , that organisat ion is likely  t o fight harder to 

maintain its position.  Th is is the reason why organisations will col laborate to reduce 

the risk and to be f lexible in their decisions (J. Clark, 1995: 1-4, 7-48, 134-137, 226-

240).  The theoretical model also pr oposes that rivalry and new entrants will be kept 

out of  the indust ry because of  t he advant ages t hat int er-organisation net works will 

create.  Suppliers are essent ial pla yers in the global ‘role pla y’ since a disrupt ive 

technology framework present s import ant insight s as well as provides a basis of 

competition away  from perf ormance t o speed-t o-market a nd delivery  f lexibility (J. 

Clark, 1995: 1-4, 7-48, 134-137, 226-240). 

 

Relationships become intimate through building bonds with role players that are very 

difficult to break through shared measures,  processes/systems and belief s (Marion, 

1999: 218-2 22).  St rategic int ent n ow builds b onds wit h role play ers that are very 

difficult to break as re lationships now rely more on the long-term ‘bond’ between the 

organisation and it s ne twork and less on individual t ransactions.  Organisat ions 

should share their strategy with participants in the network and confirm the findings of 

market analy sis e fforts (Bradenburger & Nalebuff,  1996 : 3 -15; Welborn & Kas ten, 

2003: 276). 

 

Bradenburger and Nalebuff  (1996 : 3-15) believe t hat co mplementors enable an  

organisation to interact with other o rganisations and this plays an imp ortant role i n 

shaping sustainable value creat ion.  The aut hors state that organisations should not 

only concent rate on how t hey in teract wit h co mpetitors but  also how t hey can co-

evolve.  Game t heory i s one of  t he best  me thods t o underst and t he i nteraction o f 

other pla yers, rat her than vie wing the game s olely from one’s o wn perspective.  

Thoughtful strategic analyses also recognise t he roles of co-evolution in business as 

not all business relat ionship are conf lictual (Drucker,  2001:  197-201).  Mos t times 

organisations out side the boundaries of  an organisation’s compet itive set  can  

influence it s value creation prospects (Bradenburger & Nalebuff,  1996: 3-15).   The 

proposed Network Balanced Scorecard theoretical model implementation as outlined 

in t he following sect ion support s the not ion that organisations should  measure c o-

operation with complementors in the extended value chain to support a sustainable 

value creation. 
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7.4.3.1 Mode l implementation 
 

The concept of value creation in a networked approach - already successfully used in 

various organisations - p rovides the required framework for the network.  In order to 

establish the true value contribution of the network, the individual organisation needs 

to link orga nisational g rowth and st rategic su ccess t o t he st rategic t hinking and 

direction decisions of the network.  Furthermore it also needs to exchange innovative 

ideas, processes,  t echnological developments and orga nisational p ractices an d 

increase market  impact  t o all p articipants in t he net work, indust ries and  t he 

community at large.  Only  when the organisation presents its competitive advantage 

of transparency, e thics and environmen tal policie s t o t he ne twork’s oversig ht 

practices and links the stability of the organisation and ability to carry out its plans to 

the asset -risk asse ssment o f the network, ca n it  bene fit f rom part icipating in t he 

network.  Only through connect ing t he availability  o f ke y resources a nd eff ective 

creation of alliances and partnerships to the diplomacy and influence of the network, 

will t he indi vidual orga nisation ensure sust ainability.  The new rules for business 

success in the networked economy therefore place a premium on value creation and 

its concomitance proposition (Hax & Wilde, 2001: 379-391; Bradenburger & Nalebuff, 

1996: 3-15). 

 

In order for organisations to attain the above concomitance, the researcher proposes 

that organisations should consider t he following six st eps during the implementation 

of the proposed Networked Balanced Scorecard theoretical model. 
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Firstly, the strategic plan should be a roadmap, not a mission or a vision statement, 

where organisations should develop casual models based  on a net worked strategic 

intent.  Sec ondly, the o rganisation should consolidat e it s d ata and u tilise it s dat a 

warehouse as a strategic knowledge management instrument to avoid collecting data 

that already exists.  Thi rdly, organisations should emplo y various techniques to turn 

data in to in formation to test and ev aluate the chosen casual model.  Step 4 en tails 

continuously refining the casual model as key  performance areas can  change when 

the compe titive environmen t changes.   Even i n st able environment s continuous 

analysis leads t o the re finement o f performance measuremen ts.  Th e component s 

beneath the proven drivers of  performance lay the co mponents o f those driver s.  

Step 5 requires that organisations base decisions and actions on findings and results 

obtained by analysing the data of the casual model.   I n the final step, organisations 

must assess outcomes and conduct post-audits to determine if the actions based on 
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the casual model prod uced t he de sired result s.  If no t, the casual model must be 

revised accordingly. 

 

7.4.4 Summary 
 

Expansion outside the organisational boundaries is t aking place.  Tapscott  (2001: 1-

8) points out that there is a t rend towards a collaborative approach wh ere alliances 

and networks of organisations are established as and when required.  There are also 

competing trends t owards t ighter co-operat ion bet ween compe ting value chain s 

(Tapscott, 2001: 1-8).  The execut ion of the proposed Net worked Balanced  

Scorecard t heoretical model involves t hree p rocesses:  the people process,  t he 

strategy process and t he operat ions process.   Strategy must take into account the 

organisation’s ability  to execut e t he st rategy.  Managers must  link operat ions t o 

strategic obj ectives and  human capability.   Organisat ions need t o find and create  

organisational st ructures t hat allo w t hem suff icient flexibility in a f ast changing  

environment.  Sus tainable value creation requires a const ant balancing act  between 

delivering current results and allocating the appropriate resources to assure a vibrant 

and sustainable business in the future (Holliday, 2001: 129-135).  Only through new 

innovative ext ended value chain  co-operat ion can individual orga nisations and 

industries r evitalise t hemselves t hrough t he present ed Net worked Balance d 

Scorecard theoret ical model.   Net works are vit al in t he new economy but without a 

blueprint of what kind of network is needed, an organisation may end up with a set of 

high-maintenance, low-value networks (Hax & Wilde, 2001: 379-391). 

 

The main advantage of the Networked Balanced Scorecard theoretical model is that 

it forces business lea ders t o re flect on management st rategy and public policy 

through a more produ ctive paradigm.   Rat her t han viewing t he organisat ional 

Balanced Scorecard as t he uni t o f analysis, it  encourages managers to be out ward 

focused.  Organisations can use  t he Net worked Balanced Scoreca rd t heoretical 

model as an inst rument in t he process of  st rategy implementation or as a st rategic 

control system or measurement framework, which improves alignment of  ac tions to 

the s trategic object ives and intent.  The Networked Balanced Scorecard t heoretical 

model allows the measurement of the current strategy’s performance, whilst enabling 

time and energy to be invested in the formulation of future strategies. 
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Organisations willing to appl y the concept s d escribed in t he propose d t heoretical 

model now have an inst rument and  concept  to enable them to embark on a s teep 

learning cur ve and improve t heir result s.  Ma naging t he mechanics requires a 

disciplined and tested int egration programme .  Meet ing t he strategic leadership 

challenge is t he steady hand that combines all the elements into a cohesive whole.   

The Networked Balanced Scorecard theoretical model thus presents an integration of 

several ext ant bodies of theory in to a  coherent  explanat ion of value-capt ure an d 

value-creation int o a  network, ba sed on individual orga nisational st rategies and  

intent.  The Networked Balanced Scorecard t heoretical model, just as i n the case of 

the individual corporat e Balanced  Scorecard t hat assist s organisat ions in t he 

implementation of their strategic intent, will ult imately ensure a long-term sustainable 

competitive advantage in the networked economy. 

 

The new value proposition has no boundaries, be they organic or non-organic.  There 

is therefore a need t o present  a broad comprehensive mo del to help organisations 

navigate t he global t ransformation process.   Consequent ly, t he transition from o ne 

set of  economic product ion factors to ano ther requires radical t ransformation.  Th e 

acceptance of  new man agement principles and  changes in  organisat ional pract ice 

may be fraught with problems as inertia may lead to resistance to casting off absolute 

principles and understanding inh erent biases t owards t he s tatus quo of  the 

networked economy.  The essence of the Networked Balanced Scorecard theoretical 

model is a net worked collaborat ion of  global o rganisations, encapsulating t he new 

networked strategic intent, which provides avenues for further research. 

 

7.5 RECOMMENDATIONS FOR FURTHER RESEARCH 
 

There are many opportunities for further research with regard to this study.  Perhaps 

the most ambitious would involve creating a set of measures to study the three main 

constructs in a cross-industry environment rather than in a single organisation.  In the 

best t radition of  t heory building,  e ach proposit ion provides a basis f or empirical  

verification.  Future studies shou ld consider f urther testing and develo pment of  the 

proposed t heoretical model t o evaluat e the pract ical applicat ion of ad dressing t he 

limitations of the traditional Balanced Scorecard in the networked economy.  
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Questions that  need answers wh ich can serve as the basis f or future research are  

the following: 

 

• How much  do st rategies vary  i n t heir e mphases on  each of  the three 

propositions?  For instance,  do managers pla ce more e mphasis on st rategy 

formulation and implementation than on sustainable competitive advantage? 

• Are there d ifferences in t he st rategy-resource and mana gement-sustainability 

competitive advantage link by industry? More specifically, does the same pattern 

hold for strategists in manufacturing organisations, for example? 

• One could examine whet her any factors mediate or moderat e t he basic 

relationships bet ween t he const ructs in t he st rategy-resource management -

sustainability competitive advantage process. 

• Similarly, it  would be  in teresting to see whether large an d small org anisations 

differ in the manner and eff ectiveness in which t hey utilise t he Balanced 

Scorecard as a strategic management instrument. 

• Opinions from further levels within organisations can also identify disparities that 

can then be explored to enhance future understanding in the field.  

• Additional case st udies.  This re search result ed in t he implement ation of  t he 

Balanced Scorecard in  a single or ganisation.  Alt hough the met hodology and 

research provided usef ul result s for t his particular organ isation, there is no  

guarantee that using the approach in ot her organisations will lea d t o similar 

findings.  Addit ional case st udies ma y increase t he underst anding of  t he 

mechanisms that determine the success of the methodology.  This understanding 

could help managers a nd expert s to decide o n whet her they should use t he 

Balanced Scorecard as a st rategic manage ment ins trument in develo ping and  

maintaining a sustainable competitive advantage. 

• The Kaplan  and Nort on Balanced  Scorecard  is an  inst rument f or st rategy 

implementation and f or emplo yee motivation.  Owing t o i ts simplif ication an d 

comprehensive ability, i t represents a readily available combination of strategies 

for executives who are willing t o invest a signif icant sum to achieve quick result s 

in moving the organisation in the desired strategic direction.  I t does appear best 

suited to short-term success.  Its appropriateness in the context of building long-

term comp etitive adva ntages, su ch as lear ning ability or ot her int angible 

competencies, should be of great interest for future research. 

• Finally, the t heoretical model pre sented has not  been tested as part  o f this 

research.  A promising direct ion for future research would t hus be to explore the 
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validity of the various components of  the theoretical mo del as well as t he 

implementation and effect thereof.   

 

The researcher t rusts that this t heoretical mo del will lay  t he foundation f or further 

research which will examine the assertions posited in great er detail, using empirical  

methods such as acquir ing and using corporate intelligence and counter-intelligence 

in the networked economy to refine the transformation process. 

 

7.6 CONCLUSION 
 

As mentioned, the purpose of this study was to understand the strategic value of the 

Balanced Scorecard in the networked economy.  The resea rch outcome is based on  

a pre- and p ost-analyses of the implementation of the Balanced Scorecard,  focusing 

on t he Bala nced Scorecard’s perceived value  t owards overcoming t he barriers to 

strategy i mplementation, developing a compet itive adva ntage and sustaining t his 

advantage. 

 

The exist ing Balanced Scorecard conf iguration was ref ormed and int egrated in to a 

Networked Balanced S corecard t heoretical model in  which st rategy f ormulation, 

implementation and measurement  takes place.  This new t heoretical model includes 

the considerat ion of  co mpetitive intelligence  an d co-operat ion wit hin t he ext ended 

network of the individual organisation.  The init ial Balanced Scorecard conf iguration 

is based on  t he value chain of  an individua l organisation, whereas the net worked 

economy d emands a n ew st rategic int ent o f c o-operation and collabo ration across 

extended value chains a nd indust ry sectors.  The focus is o n the environment and  

society as part of the organisation’s strategic intent. 

 

This study reflects the experience of an organisat ion facing transformation dilemmas 

related to making t actical and st rategic decisions about  the organisa tion’s product  

and service offerings as it seeks to develop and expand a differential advantage in an 

increasingly compet itive and changing indust ry and global environment.   The case 

study orga nisation, Mult iChoice Africa (Pty) Limit ed, i ntroduced the Balance d 

Scorecard as a st rategic managemen t inst rument t o assist  t he orga nisation in it s 

change in itiatives t o developing  and maint aining a sust ainable compet itive 

advantage. 
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In conclusion, the Networked Balanced Scorecard theoretical model as suggested is 

adapted f urther f rom previou s theoretical models, which are  insuf ficient in 

transforming t he presen t economy of know ledge int o a ne tworked eco nomy.  The  

transition from an industrial economy to an information-networked economy is neither 

the f irst, nor will it  be t he last  t ransformation t o bring about  radical changes in  t he 

rules of  economic and business a ctivity.  Acco rding t o Ph ase 1 of  the t heoretical 

model, which creat es a solid f oundation f or the modern business p aradigm and 

aligns the Balanced Scorecard to this first proposition, the modern economy is in the 

midst o f an epic economic t ransformation that is placing e xtraordinary demands on 

today’s executives. 

 

The following three prerequisites drive Phase 1 int o Phase 2 and evolve int o its final 

phase.  First ly, the mastery o f n ew inf ormation t echnologies of  compu ting and 

networking enables ne w value knowledge Hitt et al.  (2003: 105-121,  282-283, 320-

322, 362-36 6, 385-386).   Secondl y, the mastery o f new o rganisational st ructures, 

such as information technology, enabled networked organisations that can leverage 

the new value proposit ion successfully.  And i t is t his that is the cardinal economic 

challenge ( Ashkenas, 1999:  5-10; Schaeff er, 2002: 1-4).   The creat ion of  a mul ti-

dimensional f unctional h yperarchy with mat rix structures that are not  power-based, 

but based on inf ormation and knowledge-shar ing is esse ntial.  This introduces a 

learning org anisation t hat facilitates t he est ablishment o f the net worked economy.  

And finally, the mastery of managing a new dimension of  professional human capital 

freed up  by the revolut ionary productivity gains in indust ry and indust rial act ivity to 

create the new value proposition, becomes the competitive advantage. 

 

Similarly, in the final phase, the information networked activity demands not only new 

structures for organising but also n ew principles for managing resources and value-

captured leadership in the ne tworked economy (Davenport  & Voelspel,  2001 : 21 2-

221; Tichy, 2002:65-127, 172-188).  This leads to the fully-fledged networking sphere 

that provides inf ormation and t he a pparent kno wledge nee ded t o crea te the value 

proposition out come.  This ne w n etworked paradigm wa s also  point ed out  b y the 

economist Joseph Schu mpeter (in sharp cont rast to the classic e conomist network) 

who believed t hat op timisation and equilibrium i n t he new modern app roach is not  

equilibrium but dynamic disequilibrium (Kelly, 1999: 1-8, 31-35, 50-107). 

 

Entrepreneurial act ivities and t echnological dynamics are not  the exception but  the 

rule.  D ynamic disequilibrium is ca used by  en trepreneurs engaged in a process o f 
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destruction as they dismantle the old order of economic act ivity and simultaneously 

invent and build t he new sphe re (Wiggin gs & Ruef li, 2002:  8 2-105).  T he 

transformational proce ss is one  charact erised by disequilibrium  and creative 

destruction in order t o st art building a f oundation f or u nderstanding t he f uture 

economy.  The value of the new information resources will be increased with use as 

the knowledge creat ion process evolves into Phase 3.   Eve nts from Phase 1 and 2  

are processed int o da ta t hrough observat ion and descript ion of events.   Changing  

data into information through analysis and t hen making decisions is t he final phase. 

In this phase int er-organisational learning takes place which creates a new strategic 

intent for the enablement of a global value proposition. 

 

The creat ion of knowle dge in t his last spherical d ynamic is as vit al to t he global 

business enterprise as the creation of capital was in the traditional economy.  Capital 

now becom es int ellectual property  or t he leveraging of  kn owledge a ssets.  The 

knowledge creation process creates a no-boundary  dynamic, which is cont inuously 

expanding and cont racting as various net work relat ionships ar e added and  

subtracted from the networked economy. 

 

The media industry was selected for this research for many reasons, one of which is 

that there is a general lack of  research by marketing researchers and practitioners in 

this f ield.  T his industry plays a vi tal role in t he entertainment industry and thus the 

collaboration between these two sectors is of interest.  The research was also based 

on t he realisat ion t hat if a st rategic management  implement ation f ramework f or 

developing and maint aining a sust ainable compet itive advant age can be provided , 

then discussions of  the potential benefits to other indust ries may be developed a nd 

investigated b y prac titioners and academics.   T his could re sult in further empirical  

research t hat migh t prove t o be usef ul in managing orga nisations in  t he new age 

economy a nd, ul timately, cont ribute t o devel oping and maint aining a long-t erm 

sustainable competitive advantage for organisations in the networked economy. 
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Annexure 1:  Terms of reference 

 

Activity-Based Cost ing (ABC):  A b usiness pra ctice in which cost s ar e t agged an d 

accounted in det ailed act ivity c ategories, so t hat re turn on invest ment an d 

improvement e ffectiveness can  be  evaluat ed. I mplementing ABC re quires prop er 

data st ructures, and an adequat e data report ing and colle ction system involving all 

employees in the activity. 

 

Activity-Based Managemen t:  The  use of  ABC dat a t o a scertain t he eff iciency or 

profitability of business unit s, and  t he use of st rategic init iatives and operat ional 

changes in an effort to optimise financial performance. 

 

Applied Information Economics (AI E):  AIE is a practical application of scientific and 

mathematical methods to the Information Technology investment process. AIE uses 

statistical methods to maintain consistency in risk analy sis and decision making with 

a specified level of uncertainty. 

 

Architecture:  Design;  the way  component s fit together. May be con ceived of  an y 

complex syst em such  as ‘sof tware archit ecture’ or ‘network archit ecture’.  An  

information t echnology archit ecture is a design for t he arrangement and 

interoperation of technical components that together provide an organisat ion with its 

information and communication infrastructure. 

 

Backhaul:  In television, the circuits (usually satellite or telephone) used to transmit or 

‘haul’ a sign al back f rom a re mote site to a ne twork headquarters, television station 

or ot her ce ntral locat ion f or proce ssing bef ore being dist ributed.  MultiChoice 

receives var ious signals f rom acros s t he world  f or the DSt v platf orm(s), i. e. BBC , 

CNN, etc.  These signals are backhaul signals. 

 

Baldrige Award:  A prestigious award, developed by Malcom Baldrige in 1984 to offer 

an incent ive t o organisat ions t hat s core highest  on a de tailed set  of  management 

quality assessment  criteria.  The crit eria include leadership,  use of  information and 
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analysis, s trategic planning,  huma n resource s, business process management, 

financial results and customer focus and satisfaction.  

 

Bandwidth:  Refers to the amount of data a cable or transponder can carry. 

Baseline:  Data on the current  pro cess t hat provides t he me trics against  which to 

compare improvements and to use in benchmarking.  

 

Benchmarking:  The process of  comparing one set  of  measurements of  a process,  

product or service to those of another organisation.  The objective of benchmarking is 

to se t appropriate reliability  and qual ity metrics for your company based on me trics 

for similar processes in other organisations. 

 

Business Case:  A st ructured proposal for business improvement that functions as a  

decision package for organisat ional decision-makers.  A b usiness case includes a n 

analysis o f business process pe rformance and associat ed needs  or problems 

proposed alt ernative solut ions, assump tions, co nstraints, a nd a risk-a djusted cost -

benefit analysis.  

 

Business P rocess I mprovement (BPI ):  A methodology for f ocused change in a 

business pr ocess achie ved b y anal ysing the AS-IS process using f lowcharts and  

other inst ruments, then developing a st reamlined TO-BE proc ess in which 

automation may be add ed to result  in a process t hat is be tter, faster, and cheaper.  

BPI aims at cost reductions of 10-40%, with moderate risk. 

 

Business P rocess Reengineering:  A me thodology for radical,  rapid change in  

business pr ocesses achieved by  redesigning  the process f rom scratch and t hen 

adding aut omation.  Ai med a t cos t reduct ions of 70 % or more when st arting with 

antiquated processes, but with a significant risk of lower results. 

 

Cause Ef fect Relat ionship:  The na tural f low of  business performance f rom a lower 

level t o an upper level wit hin or bet ween perspect ives.  For example,  training 

employees on cust omer relat ion’s leads t o bett er cust omer service,  which in t urn 



 

 275 
 

leads to improved f inancial results.  One side  is t he leader or driver,  producing  an 

end result or effect on the other side. 

 

C-Band:  Satellite services operat ing on a much lower f requency than for example 

Ku-Band.   

 

Core Capa bility:  A competitive advant age of an organisat ion; e. g. specif ic 

organisational compet encies su ch as int angible asset s or resource d eployments. 

These are b uilt up over t ime and ca nnot be imi tated easily.   They are d istinct f rom 

supplemental and enabling capabilit ies, nei ther of which is suff iciently superior to 

those o f co mpetitors to off er sus tainable adva ntage.  Tec hnological capability  is a 

term used to encompass a sy stem o f ac tivities, tangible asset s, skills,  inf ormation 

bases, managerial systems, and values t hat together create a special a dvantage for 

an organisation.  

 

Cost-Benefit Analysis:  A t echnique used t o co mpare t he various co sts associat ed 

with an in vestment with t he benef its t hat it  proposes t o r eturn.  Bot h t angible an d 

intangible factors should be addressed and accounted for.  

 

Customers: I n the pri vate sect or, t hose who pa y for product s or services.  In 

government, customers consist of (a) the taxpayers; (b) taxpayer representatives; (c) 

the sponsors of  t he ag ency; (d) the managers of  an age ncy progra mme; (e) the 

recipients o f the agency's products and services.   There ma y be s everal more 

categories of  'cus tomers'; they should be caref ully ident ified for maximum s trategic 

benefit. 

 

Discount Factor:  The factor that translates expected financial benefits or costs in any 

given future year into present value t erms.  The discount factor is equal t o 1/(1 + i)t  

where i is t he interest rate and t is the number of years from the date of initiation for 

the programme or policy until the given future year. 

 

Downlink:  Earth station used to receive signals from a satellite. 



 

 276 
 

DTH:  Direct-to-home.  CD quality audio to a video broadcast system. 

 

Economic Value Added (EVA): Net operating profit after taxes minus (capit al x cost  

of capital).  EVA is a measure of the economic value of an investment or project.  

 

Earned Value Manage ment:  Earn ed value is a project management technique that 

relates resource planning t o sc hedules an d t o technical cost  and schedule 

requirements.  All work is plann ed, budge ted, and scheduled in  t ime-phased 

''planned value'' increments constituting a cost and schedule measurement baseline. 

There are two major objectives of an earned value system: to encourage contractors 

to use e ffective int ernal cost  and  schedule managemen t con trol s ystems; and  t o 

permit the customer to be able t o rely on timely data produced by those systems for 

determining product-oriented contract status.  

 

Effectiveness:  (a) Degree to which an activity or initiative is successful in achieving a 

specified goal;  (b) degree t o which  act ivities o f a uni t achieve t he uni t's mission or 

goal. 

 

Efficiency:  (a) Degree of capability or productivity of a process,  such as the number 

of cases closed per year; (b) tasks accomplished per unit cost. 

 

Enterprise:  A sy stem of  business ende avour wit hin a part icular busine ss 

environment. An ent erprise arch itecture is a de sign f or t he arrangement  and int er-

operation of  business compone nts (e. g., policie s, operat ions, inf rastructure, 

information) that together make up the enterprise's means of operation. 

 

Executive Information System:  Generic term for a software application that provides 

high-level inf ormation to decision makers, us ually to sup port resource allocat ion, 

strategy or priority deci sions.  This could inclu de a Balanced Scorecard s ystem, 

Enterprise Resource Planning (ERP) s ystem, Decision Support  System (DSS), e tc. 

Technologies include d atabases, a  data warehouse,  and a nalytic applicat ions such 

as OLAP (On-Line Analy sis Pro tocol), and man y mission-specif ic da ta report ing 

systems.  
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Feedback:  Information obtained from the results of a process that is used in guid ing 

the way  that t he process is don e.  There should be  f eedback loops around  all 

important a ctivities. Strat egic f eedback (f or each st rategic act ivity) validat es 

effectiveness of  t he st rategy b y measuring out comes (long-t erm).  Diagno stic 

feedback tracks efficiency of internal business processes (usually generic across all  

mission activities).  Metrics feedback allows for refining the selection of metrics to be 

measured.  Measurement  feedback allows f or t he i mprovement o f measurement 

techniques and frequency. 

 

Footprint:  Area on earth within which a satellite’s signal can be received.  

 

Framework:  A logical structure for classifying and organising complex information.  

 

Functional Economic Anal ysis (F EA):  An analyt ical t echnique f or assessing t he 

value adde d at various st ages or f unctions in a process.   Most relevant  i n 

manufacturing industries where such increments in value can be readily measured.  

 

Gap Anal ysis: Gap analy sis nat urally flows f rom benchmarking or ot her 

assessments.  Once we  understand what is t he general e xpectation of performance 

in industry, we can then compare that with current capabilities, and this becomes the 

gap analysis. 

 

Goal:  A specific intended result of a strategy; used interchangeably with objective. 

 

Generic Model:   Ref ers to the fact that most outcomes are generic or  the same for 

businesses.  Things li ke customer service, operational excellence, profitability and a  

productive workf orce.  These are common to almost  e very busine ss.  However,  

unlike the outcomes, drivers are unique t o each and every  organisation.  There fore, 

the generic model applies t o ou tcomes, but no t necessarily the drivers t hat enable  

outcomes.  (Refer to Section 7.4.2 – Networked Balanced Scorecard model).  
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Improvement: An ac tivity undertaken based on st rategic objectives such as reduced 

cycle time, reduced co st, and cust omer satisfaction.  All improvement  efforts should 

be linked to the strategy.  They are e ither improvements directly in mission act ivities 

(production, design, testing, etc.) or in support activities for the mission. There may 

be some overlap in these. 

 

Indicator:  A simple met ric t hat is intended to be easy  to measure.  Its intent is to 

obtain general information about performance trends by means of surveys, telephone 

interviews, and the like. 

 

Information Technology (IT):  I ncludes all matt ers concerned with the furtherance of 

computer science and technology and with the design, development, installation, and 

implementation of information systems and ap plications.  An inf ormation technology 

architecture is an int egrated framework f or acquiring a nd evolving  inf ormation 

technology t o achieve  st rategic object ives.  It  has bo th logical and t echnical 

components. Logical component s include  mission, f unctional an d inf ormation 

requirements, system configurations, and inf ormation f lows.  Technical component s 

include information technology standards and rules that will be used to implement the 

logical architecture.  

 

Intermediate Outcome:  An out come f rom a business activity that can be ident ified 

and measured in t he near t erm, which is practical when long-t erm o utcomes are 

diffuse or ot herwise difficult t o measure.  It is int ermediate bet ween out puts and  

outcomes. 

 

Intelsat:  I nternational Telecommunicat ions Satellit e organi sation.  The agency  that 

operates networks of satellites for international transmission. 

 

ISO 9000:  ISO, the International Organisation for Standardization, has established a 

series of  perf ormance and qualit y manage ment s ystem st andards f or indust rial 

organisations.  Organisations ma y receive ce rtification from the ISO Cert ification 

body if they are in compliance with the relevant international standards. 
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Information Technology Investment Management Approach:  An analytical framework 

for linking in formation technology investment decisions to an organisat ion's strategic 

objectives and business plans.  The  invest ment manage ment approach  consist s o f 

three phases - select , control and e valuate.  Among o ther things, this management 

approach requires discipline,  exe cutive man agement in volvement, accountability, 

and a focus on risks and returns using quantifiable measures. 

 

Interactive Television:  Interactive television allows the viewer to interact with content 

provided through television set.  Th e return path in Mul tiChoice Africa Pty) Limited’s 

interactive offering is a standard telephone line.  

 

Key Performance Indicators (KPI):  A short list of metrics that a company's managers 

have ident ified as t he most  i mportant construct s ref lecting mission  success o r 

organisational performance.  

 

Key Success Factors (KSF):  The three to five broad areas on which an organisation 

must focus in order to achieve its vision.  They may be major weaknesses that must 

be f ixed bef ore o ther objectives can be achieved.   The y are no t a s specif ic a s 

strategies.  Sometimes called critical success factors. 

 

Knowledge Management: ‘Knowledge Managemen t ca ters t o the crit ical issues of 

organisational adapt ation, surviva l and co mpetence in f ace of increasing ly 

discontinuous enviro nmental cha nge.  Essent ially, it  embodies organisational 

processes t hat seek synergist ic combinat ion of da ta and inf ormation processin g 

capacity of  inf ormation t echnologies, and t he creat ive an d innovat ive capacity  of  

human beings.’  

 

Measurement:  An observat ion t hat reduces t he amount  of  uncert ainty abou t t he 

value of  a quantity.  In t he Balan ced Scorecard,  measurements are collected f or 

feedback. T he measuremen t s ystem gathers inf ormation about  all the signif icant 

activities of a company.  Measurements are the data resulting from the measurement 

effort.  Me asurement also implies a met hodology, anal ysis, and ot her act ivities 
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involved with how part icular measurements are collected and managed.  There ma y 

be many ways of measuring the same thing. 

 

Measures:  Quantitative or qualitative data collected for feedback. The measurement 

system is anot her layer underly ing all the act ivities of  a compan y. Some measures 

will be inco mmensurate out side this unit,  eve n t hough they are ve ry signif icant 

internally, so t hey can't  be direct ly benchma rked or interpreted out side. Ot her 

measures will be gener ic, and t hey can be ag gregated, e.g.  c ycle t ime, cust omer 

satisfaction, financial results. 

 

Metrics: Often used interchangeably wit h measurements.  Howe ver, it  is helpf ul t o 

separate these definitions.  Metrics are the various parameters or ways of looking a t 

a process t hat is t o be measured. Met rics define what  is to be measured.   Some  

metrics are specialised, so they can't be direct ly benchmarked or int erpreted outside 

a mission-specif ic business unit .  Other measures will be  generic,  and t hey can be 

aggregated across bu siness unit s, e. g. c ycle t ime, cust omer sa tisfaction, and 

financial results. 

 

Mission act ivities: Things t hat an  agency  d oes f or it s cust omers. For privat e 

organisations, prof it or value crea tion is an overarching  mission.  For non-prof it 

organisations, the mission itself takes priority, although cost reduction is still usually a 

high priority activity. 

 

Mission effectiveness: Degree to which mission activities achieve mission objectives. 

 

Mission value:  (1) Mission outcome benefits per unit cost; a key metric for non-profit 

and govern mental organisat ions. (2) For a  colle ction of  missio ns wit hin an 

organisation, the relative value cont ributed by each mission.  (3) The co mbination of 

strategic significance and results produced by a mission. 

 

Mixed system:  An inf ormation system that supports both financial and non-financial 

functions. 
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Model:  A represent ation of  a se t o f componen ts o f a proc ess, s ystem, or subject 

area, gene rally devel oped f or understanding, anal ysis, improve ment, and/or  

replacement of the process.  A representation of information, activities, relationships, 

and constraints.  A model is an abstract representation of reality that defines a set of 

entities and  t heir relat ionships.  A  business model most commonl y describes t he 

linkage between an organisation’s resources and functions and its environment.  It is 

a contingency model that finds an optimal mode of operation for a specific situation in 

a specific market.  The evolving business model concept is derived f rom a quest for 

value crea tion driven b y environment al developments and inf rastructural 

opportunities. 

 

Net Present Value (NPV):   The future st ream of bene fits and cost s convert ed into 

equivalent values t oday.  This is do ne by  assigning milit ary values t o benef its and 

costs, discounting future benefits and costs using an appropriat e discount rate, and 

subtracting the sum total of  discount ed cost s f rom the sum t otal o f discount ed 

benefits.  

 

Non-Value-Added Work:   Work act ivities t hat add no value t o the mission of  the 

organisation.  Such act ivities ma y or ma y no t be necessa ry; necessary  ones may 

include ut ilities, supplie s, travel and maint enance; unnecessary  one s ma y include 

searching for information, duplicating work, rework, time not working, etc. 

 

Objective:  An aim or intended result of a strategy.  

 

Organisation: The command , cont rol and f eedback relat ionships among employees 

in an agency, and their inf ormation.  The  dat a f low st ructure f or the performance 

management system generally follows the organisational structure. 

 

Outcome:  A descript ion of the intended result, effect, or consequence that will occur 

from carrying out a programme or activity.  A long-term, ultimate measure of success 

or strategic effectiveness. 
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Output:  A description of the level of activity or effort that will be produced or provided 

over a period of  time or b y a specified dat e, including a descr iption of  the 

characteristics and attributes (e.g., timeliness) established as standards in the course 

of conduct ing t he act ivity or e ffort.  A tactical or short -term quality or e fficiency 

indicator for a business process.  

 

Performance-Based Budget ing:  A managem ent process in which per formance of  

various act ivities in an organisation is measure d, and bud gets f or further work o n 

these activities is adjusted based on their performance.  

 

Performance Goal : A t arget level of perf ormance expressed as a tangible, 

measurable objective, against which actual achievement can be compared, including 

a goal expressed as a quantitative standard, value, or rate.  

 

Performance Indicator:  A particular value or characteristic used to measure output or 

outcome. 

 

Performance Measurement (PM):  The process of developing measurable indicat ors 

that can be sy stematically t racked t o assess progre ss made in achievin g 

predetermined objectives and using  such indica tors to assess progress in achievin g 

these object ives.  A perf ormance gap is t he gap bet ween what  cu stomers and 

stakeholders expect and what  each process an d related sub-processes produces i n 

terms of quality, quantity, time, and cost of services and products. 

 

Performance Metric:  see Metrics. 

 

Perspectives: Four or f ive dif ferent views of what  drives t he o rganisation.  

Perspectives provide a f ramework f or measurement.  The f our most co mmon 

perspectives are:   Fin ancial (f inal out comes), Cust omer, I nternal Processes,  and  

Learning and Growth (innovation). 
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Plan:  A prescribed, written sequence of actions to achieve a goal, usually ordered in 

phases or steps with a schedule and measurable targets; defines who is responsible 

for achievement, who will do the work, and links to other related plans and objectives. 

By law agencies must have st rategic plans, business p lans, and performance plans. 

They ma y also have  implemen tation plans,  programme plans,  project plans,  

management plans, office plans, personnel plans, operational plans, etc. 

 

Profit:  Financial gain, or revenues minus expenses.  Profit is the overarching mission 

of privat e-sector organisat ions.  Non-prof it o r government al organisat ions eit her 

operate at a loss or attempt to achieve a zero profit; for them the overarching mission 

is a chart er f or a service,  or a goal t o be achieved.   Theref ore, there is a basic 

distinction in measures of  s trategic success bet ween prof it and  non-prof it or 

governmental organisations. 

 

Programmes:  Major init iatives or p rojects that must be un dertaken in order t o meet 

one or more strategic objectives. 

 

Project management:  A set of well-defined methods and techniques for managing a 

team of people t o accomplish a se ries of  work t asks within a well-def ined schedule 

and budget .  The t echniques may  include work breakd own st ructure, workf low, 

earned value managemen t (EVM),  total qua lity manage ment (TQM),  st atistical 

process control (SPC),  quality function deploy ment (QFD),  design of  experiment s, 

concurrent engineering and Six Sigma.  Instruments include flowcharts, PERT charts, 

GANTT chart s (e .g. Microsoft Project ), con trol chart s, cause-and-effect (t ree or 

wishbone) d iagrams, Pareto diagrams,  e tc. (Note that the Balanced Scorecard is a  

strategic management, not a project management technique). 

 

Return on Investment (ROI):  In the private sector, the annual f inancial benefit after 

an investment minus the cost of the investment.  In the public sector, cost reduction 

or cost avoidance obtained after an improvement in processes or systems, minus the 

cost of the improvement. 
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Risk Analysis:  A technique t o iden tify and assess f actors that may je opardise t he 

success of  a project  or achieving a goal.   Th is t echnique also assist s def ining 

preventive measures to reduce t he probability of t hese factors from occurring a nd 

identify count ermeasures t o successf ully de al wit h t hese const raints when t hey 

develop.  

 

Sensitivity Analysis: Analy sis o f how sensit ive out comes are t o c hanges in the  

assumptions. The assump tions t hat deserve t he most attention should depend 

largely on the domina nt bene fit and cost  elemen ts and t he area s of  great est 

uncertainty of the programme or process being analysed.  

 

Six Sigma:  Literally, refers to the reduction of errors to six standard deviations from 

the mean v alue of  a process out put or task opport unities, i. e. abou t one error in  

300,000 op portunities.  I n modern practice, this t erminology has been applied t o a 

quality improvement methodology for industry. 

 

Stakeholder:  An individual or group with an interest in the success of an organisation 

in deliverin g int ended result s an d main taining t he viability  o f the organisation's 

products and services.  Stakeholders influence programmes, products, and services. 

Examples include me mbers and personnel o f relevant  appropriat ions, aut horising, 

and oversig ht committ ees; represent atives of  cent ral man agement an d oversight  

entities such as OMB and GAO; and representatives of key interest groups, including 

those groups that represent the organisation's customers and interested members of 

the public.  

 

Standard:  A set of criteria (some of which may be mandatory), voluntary guidelines, 

and best pract ices.  Exampl es include  applicat ion develop ment, project  

management, vendor management, produc tion operat ion, user sup port, asset 

management, technology evaluation,  architect ure governance,  conf iguration 

management, problem resolution.  
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Statistical Process Control (SPC):   A mat hematical proce dure f or me asuring and  

tracking t he variability  i n a manuf acturing process;  develo ped by  She whart in t he 

1930s and applied by Deming in TQM. 

 

Strategic Area:   A maj or st rategic t hrust for the organisa tion, such a s maximisin g 

shareholder value or improving t he eff iciency o f operat ions.  St rategic areas def ine 

the scope for building the Balanced Scorecard system. 

 

Strategic Goal or General Goal:  An elaboration of the mission statement, developing 

with greater specificity how an agency will carry out  its mission.  The goal ma y be of 

a programmatic, policy, or management nature, and is exp ressed in a manner which  

allows a future assessment to be made of whether the goal was or is being achieved. 

(OMB).  Th e quant ifiable aims o f s trategic act ivities, including out come object ives 

and output objectives. 

 

Strategic Grid:  A logical f ramework for organising a collect ion of strategic objectives 

over four or more perspect ives.  Everyt hing is linked  to capture a cause-and-ef fect 

relationship.  Strategic grids are the foundation for building the Balanced Scorecard. 

 

Strategic Model:  The combination of all strategic objectives over a strategic grid, well 

connected and complet e, providing a single model or s tructure for managing the 

strategic area. 

 

Strategic objective or general objective:  Often synonymous with a general goal. In a 

strategic plan,  an obje ctive ma y complemen t a general goal whose achievement 

cannot be d irectly measured.  The  assessment is made on  the objective rather than 

the general goal.  Objectives may also be characterised as being particularly focused 

on the conduct of basic agency functions and operat ions that support the conduct of 

programmes and activities. 

 

Strategic Activities:  Ac tivities or init iatives that a company or agency does for itself, 

to achieve its overall strategic objectives. 
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Strategic Imperatives:  Company values. 

 

Strategic Initiatives:  Sp ecific act ivities or act ions undertaken to achieve a st rategic 

goal, including the plans and milestones. 

 

Strategic Measures or Metrics:  Quantifiable indicators of status of a strategic activity. 

 

Strategic Plan:   A documen t used b y an organisat ion t o align it s org anisation an d 

budget structure with organisational priorities, missions, and objectives.  According to 

the requirements of the Government Performance and Results Act (1993), a strategic 

plan should  include a mission st atement, a d escription of  the agenc y's long-t erm 

objectives, and strategies or means the agency plans to use to achieve these general 

objectives.  The st rategic plan may also identify ext ernal factors that could aff ect 

achievement of long-term objectives.  Strategic planning is a systematic method used 

by an organisation to anticipate and adapt to expected changes.  The IRM portion of 

strategic planning set s broad direct ion and object ives for managing information and 

supporting delivery of services to customers and the public, and identifies the major 

IRM ac tivities t o be u ndertaken to accomplish t he desired agency mission and  

objectives.  

 

Strategic Targets:  Numbers to achieve on each strategic metric by a specified time. 

 

Strategic Themes:  The general strategy broken down into categories which focus on 

different perspect ives of  t he compa ny t hat can  lead t o overall su ccess, such a s 

customer satisfaction, reduced cost and employee growth.  Usually general and not 

quantified. 

 

Strategy Map:   A 2-d imensional visual instrument f or designing strategies and  

identifying strategic objectives. It usually shows the four perspectives of the Balanced 

Scorecard in f our la yers, wit h learning and growt h a t the bott om, f ollowed by 

business processes, customer satisfaction, and financial results (or mission value in 

the case of  non-prof its).  Act ivities t o achieve  st rategic object ives ar e mapped as 
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'bubbles' linked by cause-effect arrows that are assumed to occur. Sometimes called 

‘strategic map’. 

 

Sunk Cost :  A cost incurred in t he past that will not  be af fected by any present  or 

future decision.  Sunk costs should be ignored in det ermining whe ther a new 

investment is worthwhile.  

 

Support Activities:  Internal business act ivities that  enable achievement o f mission 

activities and st rategic act ivities, b ut that are permanent and not  direct ly linked t o 

specific objectives.  

 

Sustainable Compet itive Advant age:  A sust ainable compet itive advant age can b e 

described as t he prolo nged benef it of  being able t o implement  a unique value-

creating st rategy not simult aneously being imp lemented by any current or pot ential 

competitor(s), coupled with the inability to duplicate the benefits of the strategy. 

 

System:  A collection of componen ts organised to accomplish a specif ic function or 

set of functions.  

 

System The oretical Perspect ive:  Objectives an d st rategy p ractices depend on t he 

particular social system in which strategy composition and execution take place.  The 

systematic strategies oft en deviat e from the prof it maximisation norm qui te 

deliberately, t hus t he social ba ckground provides object ives ot her t han pro fit.  

Organisations therefore differ according to the social and economic systems in which 

they are e mbedded, reflecting the particular social sy stem in which t hey participate, 

defining the interest in which they act and the rules by which they exist. 

 

Tactical Goal:  see Output Goal. 

 
Target:  A quant itative measurement of a perf ormance metric that is t o be achie ved 

by a given time.  Both the metric and the schedule need to be specified for targets.  A 

stretch target is the same thing, but its quantitative value is much higher, demanding 

breakthrough performance to achieve. 
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Templates:  Visual in struments f or support ing people wit h building a Balanced  

Scorecard, ty pically used f or capt uring and comparin g dat a wit hin t he f our 

components of  the Balanced Scor ecard:  St rategic Grids, Measurement s, Targe ts 

and Programmes. 

 

Total Quality Manage ment (T QM): A me thodology for c ontinuous monit oring and 

incremental improvement o f a supply-line process by  identifying causes of  variat ion 

and reducing them. Originated by Deming in the 1950s. 

 

Transponder:  Sat ellite t ransmitter/receiver t hat picks up signals t ransmitted from 

earth translates them into new frequencies and amplifies them before re-transmitting 

them back to earth. 

 

Unit:  (1) A functional or business component of an agency, generally with a specified 

mission or support activity.  (2) A standard basis for quantitative measurements. 

 

Unit Cost : A f inancial metric in which cost  is based o n the unit  of  delivery or 

consumption of a product or service, such as number of requests processed per day. 

 

Uplink:  Earth station used for transmitting to satellite. 

 

Value: Benefit per unit cost. 

 

Value-Added:  Those activities or steps that add to or change a product or service as 

it goes t hrough a process;  these are t he ac tivities or st eps that customers view a s 

important and necessary.  

 

Value Chain:   The seq uential set of basic an d support  a ctivities t hat an en terprise 

performs to t urn input s int o value-added out puts for i ts external cust omers.  An 

information technology value chain is that subset of enterprise activities that pertain 

to in formation t echnology opera tions, bo th to add val ue direct ly f or ext ernal 

customers and to add indirect value by supporting other enterprise operations. 

 

Valued Capture Leadership:  The role of  the leader – whet her a f rontline supervisor, 

a middle manager,  or chief  execut ive of ficer - is to add value to the group bey ond 

that which t he group would achieve on it s own.  Adding value means managing the 
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limited resources – peo ple, f inancial and phy sical – of  the organisation to maximise 

productivity. 

 

Value Proposit ion:  1.  The unique  added-valu e an organ isation off ers cu stomers 

through t heir operat ions.  2.  The logica l lin k bet ween action and pay -off that 

knowledge management mus t creat e to be eff ective; e.g.,  cust omer int imacy, 

product-to-market excellence, and operational excellence. 

 

Values:  General guiding principles that are to govern all activities. 

 

Vision:  Lon g-term goal of s trategy.  Answers t he quest ion, 'How would the country 

be different if your mission were fully successful?' 
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Annexure 2:  MultiChoice Africa (Pty) Limited shareholding structure 
 

 

MIH operates pay television and Internet subscriber platforms in Africa, China,
Thailand, Greece and Cyprus and owns Irdeto access company

Media24 is a publisher, printer and distributor of newspapers, magazines,
printing and related products in sub-Saharan Africa

via afrika
via afrika is a publisher and distributor of books and conducts private education
businesses. The businesses mostly operate in southern Africa
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Annexure 3:  Discussion guide 
 

Problem statem ent:  Does t he B alanced Scorecard as a st rategic managemen t 

instrument contribute to overcoming barriers t o s trategy implemen tation as well as 

developing and maintaining a sustainable competitive advantage? 

 

In order to measure the propositions, the following questions were developed:  

 

Proposition 1:   The  Bal anced Scorecard supp orts organisat ions in overcoming t he 

barriers to strategy implementation by: 

 

Sub-criteria 

 

1.1 ensuring that the organisation understands the strategies; 

 

Question Rat ionale 

Comment on t he ma in ideas o f the 

organisation’s overall strategy. 

Description of t he main ideas of t he 

strategy is a minimu m requirement  for 

hypothesis support .  An exact  wor d-by-

word repro duction is not  require d; the 

critical aspect is a description of the main 

ideas of the strategy. 

How has t he st rategy been 

communicated? 

Awareness about  ho w it  has been 

communicated ma y support  a good 

understanding of the strategies. 

Outline the medium(s) t hat have been 

used to communicate the strategy. 

As above. 

Outline the vision and  mission of  t he 

organisation. 

The quest ion direct ly tests t he 

hypothesis.  A p ositive response  

indicates su pport, but  does not  secure 

that t he vision and  mission is f ully 

understood. 

Can y ou provide any  examples o f how 

the st rategy as t ranslated in t he 

Balanced Scorecard inf luences your 

Testing whet her the answers above are  

all there, or whether the strategy actually 

has mat erialised t his f ar.  A good  
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work? response pr ovides st rong evidence t hat 

the strat egy is underst ood, bu t st ill says 

nothing abo ut the Bala nced Scorecard’s 

role in this context. 

What are the main object ives of  t he 

Balanced Scorecard in  relat ion t o t he 

strategy? 

A good response shou ld be a basis f or 

questions explorin g t he deeper 

understanding of the underlying strategy. 

In what way, if an y, h as t he 

implementation of  t he Balanced  

Scorecard supported your understanding 

of the overall strategy? 

Sanity-check whether the answers to the 

prior quest ions we re based on 

perceptions or facts. 

 

1.2 ensuring that objectives are acted upon; 

 

Question Rat ionale 

How e asy i s i t to  translate the s trategy 

into action? 

A ref lective answer  provides st rong 

support towards the hypothesis. 

If so , how can t his be done?  Please  

provide examples. 

Sanity-check of the response t o the prior 

question. 

Are there main strategies without support 

of corresponding action plans? 

Testing wh ether t he strat egy was really 

understood. 

Are t here action plans wit hout a  clear 

strategy? 

As above. 

Explain t he rat ionale behind  t he 

measures on the Balanced Scorecard? 

A posit ive answer provides strong 

support towards the hypothesis. 

What are the object ives t hat lie behind  

the concret e measuremen ts in t he 

Balanced Scorecard? 

Concreteness t est –  were t he prior 

answers factual? 

 

1.3 linking t he overall st rategy to o bjectives at  depart mental, t eam and individua l 

levels; 

 

Question Rat ionale 

Comment on the budget process in your 

section in relat ion t o changes since t he 

Balanced Scorecard was implemented. 

The budget process is the key instrument 

to prioritise, guide and steer the activities 

and efforts of the organisation.  Hence, it 



 

 293 
 

is also o ne of  the mos t po werful 

instruments t o est ablish linkage  and 

relationships across t he organisat ional 

layers.  Depending on t he process,  is i t 

reasonable to cont ribute any  e ffects t o 

the Balanced Scorecard? 

Is the strategy process and budget linked 

in any  wa y and,  if  so , what  are  t he 

consequences of a budget overrun? 

The key question.  If not, p ositive 

answers t o t he ot her quest ions are  

probably insuf ficient t o verify the 

hypothesis as a ke y as pect in  

maintaining t he budget ’s power t o 

enforce t he priorit ies.  If  i t provides no 

actual guidance for the use of resources, 

it becomes impotent and powerless. 

Do you have any kind of activity-based or 

flexible budget and is it crit ical to use the 

entire budget? 

In rela tion t o the abo ve rat ionale, the 

power of  the budget should work bot h 

ways.  I n this case, if  the budget  serves 

as a ‘sp ending au thorisation’, not  

subjected to revision as more information 

becomes available,  t he budget  may 

stimulate prior priorit ies, not  c urrent 

ones.  I deally, the budget  should be 

based on ABC or some o ther flexible 

accounting system.  W hereas ABC is f ar 

from a requirement, use of this concept is 

highly co mpatible with t he Bal anced 

Scorecard. 

Outline an y import ant ac tivities not  

included in any  o f t he Balanced 

Scorecards. 

Testing whet her the s trategy is really 

understood.  Are the links and  

relationships suf ficiently unders tood?  I f 

focus is on ‘excluded items’ it is doubtf ul 

that the links f rom the overall st rategy 

have been clarified sufficiently. 

Are unimport ant a ctivities being 

measured in the Balanced Scorecard? 

A negat ive t est o f the above, a posit ive 

response about ‘unimport ant’ 

assessments indicat es t hat t he 
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relationships are not really understood. 

Is individual performance easily traced to 

the aggrega te perf ormance of  t he group 

or department? 

A posit ive a nswer ma y indicate support.  

A negat ive one most  likely re veals 

absence of such links. 

Do y ou h ave a regular perf ormance 

appraisal conversation and does i t 

include individual objectives? 

The nat ural area to establish linkage 

from the individual level and above.   As  

the na tural f orum for goal sett ing, 

exclusion would bot h encompass a  

waste of  the bes t opportunity and  

diminish t he general ability  to clarify t he 

linkage.  A cont rary ac tion support s t he 

clarification of the linkage. 

Do y ou con sider t hese object ives linked 

to the overall strategy? 

Is t he linkage t o t he overall strategy (if  

there is an y) successf ul?  I s la ck o f 

linkage caused by absence  of  

effort/focus or the less successf ul 

establishment o f the relat ionships 

between individual object ives and  t he 

overall strategy? 

What is the conseq uence of non-

compliance or lack of  e ffort towards t he 

objectives est ablished in t he 

performance appraisal discussio ns in  

relation to the strategy? 

Do t he object ives carry  an y actual 

meaning or is it  onl y a f ormality?  To  

carry act ual st imulation and guidance of 

effort, it must be part  of daily lif e and not 

only take place once a year. 

Do you have an anal ysis of  curren t and 

future competence needs? 

As competence is t he core in  t he 

implementation of  s trategies, and  an 

issue t hat involve s every body, it  is 

reasonable to expect both existence and 

awareness of such an analy sis t o verify 

the hypothesis. 

Do y ou have compet ence develop ment 

plans? 

The act ual follow-up of  t he requiremen t 

analysis.  Extends t he analy sis f rom a  

formality to reality. 

Do y ou see a link b etween 

investment/competence develo pment 

and t he future investmen t/competence 

Whereas a negat ive re sponse doe s not  

mean that t here isn’t an y, a  posit ive 

response reveals t hat the link has been 
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needs? successf ully communicated. 

If so , has  t his cha nged since  t he 

Balanced Scorecard was deployed? 

Is it  reasonable t o conclude t hat an y 

improvement is t riggered b y t he 

implementation of t he Balanced  

Scorecard? 

 

1.4 linking short-term resource allocation to long-term strategy; and 

 

Question Test  

Are resources for new positions allocated 

in conjun ction wit h budget  preparat ions 

and linked to long-term strategy? 

Generally, the allocat ion and priority  o f 

resources is t he most  import ant and 

powerful f orce in st eering t he e fforts o f 

the organisat ion.  Wi thout support of the 

necessary means,  involving e nough 

personnel, suf ficiently q ualified 

personnel, support  st aff, equipmen t an d 

other inst ruments, i t may be probl ematic 

to c omply w ith th e p riorities i n th e 

strategies. 

Is the budget based on funds available or 

on the strategy crafted? 

The issue for bot h quest ions is wh ether 

long-term object ives ar e support ed b y 

the required invest ments – t oday.  As  

there is n o direct  c onclusion t o t he 

answer of  this que stion, t he point is to 

determine if  job-positions, t he most 

important (and expen sive) f actor, are  

based on t he f unds available or  current  

and future needs.  Like wise, a ‘spe nding 

budget’ may be provi ded ‘as is’,  or  

prepared on the basis of identified needs.

Is t here f lexibility in ind ividual 

compensation in relat ion t o object ives, 

linked to overall strategy? 

One object ive is t o at tract and ret ain 

qualified personnel.   A flexible 

compensation s ystem is most  li kely a  

necessity to achieve  t his goal.   Similar 

rationale as previous hypothesis.  

Are investments with a negative effect With f ew except ions, it is ne cessary t o 
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today made, even if  the pay-back won’t  

materialise until a few years later?  If yes, 

please provide examples. 

make invest ments ‘hurting’ current 

finances.  The hy pothesis imposes t hat 

this is likely if current priorities are based 

on longer-term object ives.  An actual 

example strengthens a posit ive response 

to the question. 

Are short -term negat ive eff ect 

investments recorded or is it up to each 

manager in each case t o take account of 

other considerations too? 

The support  s ystem in place pro vides 

guidance f or t he act ions t hat sh all be 

taken.  Ba cking by  the sy stems f or 

considerations, taking into account long-

term needs,  makes it easier f or any 

manager t o make unpleasant  short -term 

investment decisions. 

What inf luence do y ou have over  your 

section’s budget, includin g an y 

allocations? 

For t he managers,  how is t he 

commitment t owards the budget ?  Do 

they feel an y ‘ownersh ip’?  Absen ce of 

such may make linkage to future strategy 

doubtful. 

Has t his changed f rom prior years; and  

how? 

Has t he Balanced Scorecard ch anged 

anything in this respect? 

 

1.5 providing feedback on strategically important issues. 

 

Question Rat ionale 

To what  d egree is t he perf ormance 

information utilised? 

The object ive is t o ident ify bot h 

managers’ and employ ees’ 

understanding of  how the perf ormance 

measurements are ut ilised.  Ult imately, 

the respon se should confirm that the 

performance inf ormation is used t o 

assess accomplishment in areas o utside 

the strictly financial measures.  However, 

if either employees or managers feel t he 

performance inf ormation is solely a  

‘control device’, the strategic linkage has 

certainly failed. 
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Do t he object ives cha nge if  long-t erm 

strategy changes? 

If strategy changes, the objectives should 

be changed, otherwise feedback can’t be 

on strategically important issues. 

Are the objectives adjusted with strategy 

if it indicates not to be appropriate? 

Reporting on out -dated paramet ers, 

operational, t actical or st rategic, is a 

waste of  resources.   If  t he obj ectives 

aren’t adjusted along wit h the strategy, it  

is dif ficult to conclude t hat the Bal anced 

Scorecard secures f eedback on  

strategically important parameters.  

How has the budget process changed as 

managerial information on several areas 

is now available? 

One ma y e xpect t he b udget proce ss t o 

incorporate information from other areas; 

or ideally  to be int egrated or closely 

related to the Balanced Scorecard. 

How much t ime is spent  on the feedback 

process in  relat ion t o s trategically 

important issues? 

If no t ime is spent , how can f eedback on 

strategically important areas be feasible?  

Is there unity between ideal and action? 

How f requently are  t he me asures 

reported an d how mu ch t ime do  you 

spend on  providing  and processing  

feedback? 

With inf requently conduct ed 

measurements, i t is less reasona ble t o 

expect an y consciousness or ‘nat ural 

importance’.  Same rat ionale as t he 

feedback process in general. 

How is t his feedback used in t he budget 

process? 

This quest ion is a cross-check of the 

description of the budget process. 

Provide an  example o f a non-f inancial 

measure. 

Examples to be provid ed t o t est if  the 

hypothesis can be verified. 

Provide an example o f an objec tive of 

primarily strategic importance. 

Examples to be provid ed t o t est if  the 

hypothesis can be verified. 

 

Proposition 2:  The Balanced Scorecard support s organisat ions in gaining a 

competitive advantage by allowing organisations to focus simultaneously on: 

 

Sub-criteria: 
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2.1 sources of  compet itive advant age (i. e. core compet encies, oper ational 

effectiveness, diff erentiation, s trategic f it, pat h dependency,  eco nomic 

deterrence, time compression, partnerships and casual ambiguity); and 

 

Question Rat ionale 

Elaborate on t he organisat ion’s core 

business. 

Highlighting the s trong and dif ferentiated 

core would  require awareness o f the 

organisation’s competitive advantage. 

Elaborate on how t he st rategy 

manipulates t he sourc es of  adva ntage 

under t he o rganisation’s cont rol in order 

to generate a competitive advantage. 

Description of t he main ideas of t he 

strategy an d it s enha ncement o f t he 

competitive advant age is a min imum 

requirement for hypothesis support.  The 

critical aspe ct is t he d escription of  the 

main ideas of  the development  of the 

current and potential advantages. 

What are the main object ives of  t he 

Balanced Scorecard in relat ion t o 

enhancing competitive advantage? 

A good response shou ld be a suitable 

basis for quest ions exploring t he deeper 

understanding of t he Balanced 

Scorecard’s role in developing and 

maintaining competitive advantage. 

Comment o n how t he advantages have 

been communicated and report ed i n t he 

Balanced Scorecard. 

Conscience about  how it  has been 

‘captured’ in t he Bala nced Score card 

may support a good understanding of the 

competitive advant age.  The  quest ion 

tests the hypothesis directly. 

Comment on how y our work inf luences 

the organisat ion’s compet itive 

advantage. 

A posit ive a nswer or response indicat es 

support, but  s till does not  secure t he 

development.  Test ing whet her t he 

answers above are all there is or whether 

the in tended st rategy a s captured in t he 

objectives and measuremen ts are linked 

to t he organisat ion’s competitive 

advantage.  A st rong response pr ovides 

evidence t hat the st rategy is capt ured 

and cascad ed in support  o f comp etitive 

advantage and out lines t he Balanced 
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Scorecard’s role in this context.  

In which way has t he i mplementation of  

the Balance d Scorecard support ed your 

contribution t owards t he development  o f 

the organisat ion’s compet itive 

advantage? 

Sanity-check whether the answers to the 

prior quest ions we re based on 

perceptions or facts. 

In what  wa y has t he implemen tation of 

the Balanced Scoreca rd support ed t he 

organisation’s abilit y to leverage fact ors 

of product ion int o co mpetencies t hat 

empowered t he organ isation t o adapt 

quickly to changing opportunities? 

Same as above. 

In what way has the Balanced Scorecard 

ensured t hat the organisat ion remains  

focused and invest ed in it s core 

competency develop ment and  de-

emphasised act ivities that  do not add 

value? 

By de fining t he org anisation’s core 

competencies and organising t o support  

and augmen t t hem, will ensure 

continuing success in changing 

conditions. 

In your op inion, are there impo rtant 

activities not  included on an y o f the 

Balanced Scorecards? 

Testing wh ether t he c urrent st rategy as 

translated in t he Balan ced Scorecard is 

really underst ood.  Are t he links and 

relationships suf ficiently unders tood?  I f 

focus is on ‘excluded items’, it is doubtful 

that the links f rom the overall st rategy 

have been clarified sufficiently. 

In what way, i f an y, has t he s trategy 

been linked  t o operat ional ef fectiveness 

for superior performance in relation to the 

implementation of  t he Balanced  

Scorecard? 

Examples of  be nchmarking and 

outsourcing will de monstrate similar 

strategies t o c ompetitors while  

outsourcing act ivities will lead  t o t he 

activities becoming generic.  Examples of 

improvement in quality,  cy cle times or 

supplier pa rtnerships will demon strate 

the convergence of  strategies – result ing 

in mutually destructive competition. 

How has t he organisat ion capt ured t he 

attributes that cust omers perceive as 

The organisat ion’s d ifferentiation is 

directly tested as it  must  t ruly be u nique 
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important a nd unique in order f or t he 

organisation to meet customer needs? 

at something or be perceived as u nique, 

if it is to expect a premium price. 

In what way has the organi sation 

captured kn ow-how (su perior acce ss t o 

information) t o re flect t he benefit s o f 

scale, expe rience or ‘input s’, tying up  

inputs or preferred access to markets?  

The answer will ref lect the organisat ion’s 

focus on self-enforcing mechanisms such 

as reput ation, rela tionships, swit ching 

costs and product complementaries. 

 

2.2 diversification around t he core b usiness (co ncentric diversif ication) t hat 

results in enhanced pe rformance.  The Balanced Scorecard reduces t he 

overall r isk and enha nces comp etitive adva ntage t hrough f ocusing on 

innovation and knowledge management  (l earning an d develop ment) 

constructs. 

 

Question Rat ionale 

In what  way does t he Balanced 

Scorecard r eflect how t he organisat ion 

has creat ed t he adv antage i t enjoys, 

thereby e nhancing the comp etitive 

advantage? 

A posit ive answer will en sure t hat 

competitors will be  able t o comprehend 

the comp etencies on which  t he 

advantage is based while a ne gative 

answer will support  t he h ypothesis 

directly. 

In what  way has t he development o f the 

Balanced Scorecard assist ed t he 

organisation in raising  t he barrie rs t o 

imitation? 

Description of the main ideas of strategy 

elements is a minimum requirement  f or 

hypothesis support.  The critical aspect is 

a descript ion of  t he main ideas o f the 

strategy elemen ts that raise t he ba rriers 

to imi tation t hat is capt ured and  

measured in the Balanced Scorecard. 

In what way has the Balanced Scorecard 

enhanced/combined t he dif ferent 

activities of the organisation? 

Examples of  the wa y act ivities of  an  

organisation fit and reinforce one another 

will support the de velopment and 

maintenance of competitive advantage to 

create real economic value.   The answer  

will demonst rate how the organisat ion is 

seen as a who le as d iscrete 

organisational act ivities oft en a ffect one  
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another.  It might  de monstrate that the 

organisation is not rely ing only  on core 

competencies, key  success f actors or 

critical reso urces and that  the Balanced  

Scorecard ensures/reduces the lack of  fit 

to reduced perf ormance and compet itive 

advantage. 

Elaborate o n how t he implemen tation of 

the Balan ced Scor ecard in  t he 

organisation has mana ged t o raise t he 

barriers of imit ation of i ts compet itive 

advantage by  making sub stantial 

investments in capa city to provide 

products and services in markets that are 

scale sensitive. 

A posit ive answer will demonst rate t hat 

the size of t he in vestment det ers 

competitors f rom imit ating t he 

competence (i. e. res ource or skill)  

required t o compet e.  This qu estion 

directly t ests t he hypothesis and  

highlights t he ty pes o f invest ment t hat 

organisations can  make t o ensur e a 

sustainable competitive advantage.  This 

question is also a sanit y check wh ether 

the answers t o t he prior quest ions are 

based on perceptions or facts. 

In what  way  is t he pro duct line br eadth 

captured and measured in t he Balanced  

Scorecard to provide an advantage? 

The answer will d emonstrate t he 

conditions under which the organisational 

‘synergy’ works.   Does t he Balanced 

Scorecard enhance/ensure t hat the 

economies are a ffected b y spreading 

assets over a greater number of  markets 

and has t he Balanced Scorecard served 

as an instrument to achieve this? 

Has the Scorecard ensured that activities 

are being perf ormed faster and is it  

measured in t he Balanced Scorecard?  

Please provide examples. 

Examples t hat demonstrate t he 

organisation’s a wareness of  compet ing 

on t ime from first mov er advant age via 

innovation to f aster cy cle t imes for 

product development t o just -in-time 

deliveries and rapid response t o market 

trends as captured.  Measured in t he 

Balanced Scorecard will demonst rate the 

concept of t ime compression as a  
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competitive advantage.  

In what way has the Balanced Scorecard 

ensured that t he organisat ion is 

satisfying c ustomer ne eds t hat ha ve not 

yet been satisfied? 

Examples that demonstrate integration of 

group organisational activities to address 

the major subsystems of a prod uct or 

service, ef fectively ex tracting t he most 

performance possible out of the available 

technology will dire ctly suppo rt this 

hypothesis. 

Are core com petencies that are com plex 

and t hat g enerate ambiguity,  capt ured 

and mea sured in  t he Ba lanced 

Scorecard?  Please provide examples. 

Complexities result from large nu mber of 

technologies, organisational routines and 

experience.  Complexity in and between 

the organisat ion’s core compet encies 

guarantees t hat f ew, if any,  individuals 

have suf ficient bread th and dep th of 

knowledge t o underst and t he overall 

performance of the organisation. 

In what  wa y has t he implemen tation of 

the Balance d Scorecard support ed your 

understanding and import ance of  raising 

the barriers to imitation? 

Sanity-check whet her the answer to t he 

prior quest ions we re based on 

perceptions or facts. 

 

Question Rat ionale 

Does t he o rganisation t ake a st rategic 

approach to innovation management? 

How does innovat ion st rategy link 

formally to corporat e st rategy?  Do 

organisational pract ices reinf orce t he 

exploitation of t echnological 

opportunities?  What  potential innovative 

advantages (disadvant ages) derive f rom 

the environment and what action is being 

taken t o be nefit from foreign sy stems of  

innovation? 

What e ffective external linkages ha s t he 

organisation established and how is t his 

displayed and measured in t he Balanced 

Scorecard? 

A re flective answer.   Does t he 

organisation include  all re levant 

individuals and org anisations in it s 

network?  Do t hey seek t o develop and 

maintain formal and informal knowledge 
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networks?  Do t hey use exp loratory 

techniques such as Delphi and scenarios 

to ident ify f uture trends?  Do es t he 

organisation specify and communicate its 

education and training needs to local and 

leading providers,  and provide 

appropriate support ?  Does t he 

organisation’s links with govern ment 

provide e arly warning of  relevant 

regulation and promo tion and  

mechanisms f or responding  and  

communicating?  Are all f inancial 

stakeholders and society as a whole 

involved in major ne w programmes t o 

promote their understanding? 

Does innovation t ake place in a  

supportive organisat ional cont ext in 

relation t o the implementation of  t he 

Balanced Scorecard?  Please pr ovide 

examples. 

How f ar is t he workforce involved in 

innovation?  Are  t here f ormal 

mechanisms t hat peopl e use f or finding 

and solving problems?  Are t hese linked 

to monitoring and measuremen t systems 

to guide improvement ?  An aware ness 

will directly support the hypothesis. 

In what  wa y has t he implemen tation of 

the Balanced Scoreca rd support ed t he 

organisation’s underst anding and 

awareness of intangible assets?  Please  

provide examples. 

The quest ion t ests the h ypothesis 

directly.  A posit ive re sponse ind icates 

support but does n ot secure t hat it  is 

successfully implemented t hrough t he 

Balanced Scorecard. 

Comment on t he organisat ion as a 

‘learning or ganisation’ wit h rega rd t o 

innovation management.  

Counter-check if  t here are formal  

mechanisms in place  t o capt ure an d 

share lear ning.  How f ar does t he 

organisation seek t o learn f rom t he 

experiences of o thers in man aging 

innovation (wit hin it s own sect or and  

outside) and how well doe s t he 

organisation keep up  wit h new t hinking 

and concept s in innovat ion 
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management? 

What non-tangible assets are included in 

the evaluat ion crit eria of t he 

objectives/measures in  t he Bala nced 

Scorecard? 

Conscience about non-tangible ele ments 

may support a good understanding of the 

value of intangible assets. 

Elaborate on ho w t he Balanced 

Scorecard measures inf luence your work 

in t erms of int angible asset s an d t he 

measurement thereof. 

Testing wh ether t he a nswers pro vided 

are all t hat there is , or whet her t he 

strategy an d t he implemen tation o f the 

Balanced S corecard ha ve capt ured t he 

essence and import ance of  non-t angible 

assets.  A good response pro vides 

strong evidence t hat t he Bal anced 

Scorecard enhances the awareness and 

measurement of non-tangible assets and 

directly supports the hypothesis. 

Elaborate o n t he ‘t acitness’ (skill- based 

competencies – t acit knowledge) t hat i s 

captured in the Balanced Scorecard. 

A good response shou ld be a suitable 

basis for quest ions exploring t he deeper 

understanding of the importance to focus 

on growt h and growt h opportunit ies 

linked to innovat ion and knowledge 

management constructs. 

Elaborate on how t he organisat ion’s 

strategy, as capt ured a nd measured in 

the Balanced Scorecard t hrough it s 

unique design,  led t he organisat ion t o 

prevent making the following mistakes: 

Competing in more ways than one; 

Failing t o adapt  a cquired se rvices, 

products or features to the strategy; 

Expanding int o new markets where t he 

organisation has not hing special t o off er 

(e.g. wider variety  o f p roducts t hat can  

dilute the organisation’s image). 

 

This que stion direct ly tests t he 

hypothesis, while a reflective a nswer 

provides st rong support t owards it.  By 

providing examples of  how new 

acquisitions are t ailored t o t he 

organisation b y e .g. a uditing acquired 

factories, hum an resource s, cost 

accounting, planning  and budget ing 

systems, and how it  has been sup ported 

and made t o conform to cent ral 

organisational policies. 

Faced wit h pressures of  growth or 

maturing markets, how has t he Balanced 

Concrete test  whet her t he pre vious 

answers we re based o n percept ions or  
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Scorecard assist ed t he organisat ion t o 

broaden its position into adjacencies, e.g. 

by ext ending product  li nes, adding new 

features, co pying compet itors, matching 

processes or making acquisitions? 

facts. 

Are pressures of  gro wth or maturing 

markets measured in  t he Balanced 

Scorecard?  If so, how does it  in fluence 

the top-line growt h (i. e. gro wth in  

revenue but a decline i n prof itability) –  

did t he organisat ion manage t o creat e 

economic value in t he long t erm besides 

only creat ing shareholder wealt h i n t he 

short term? 

A ref lective answer  provides st rong 

support towards the hypothesis and also 

serves as a sanity -check of the response 

to the prior quest ions and t ests whet her 

the st rategy t hat is being implement ed 

through the Balan ced Scor ecard 

encapsulates and ra ises t he barrie rs t o 

imitation b y support ing the const ructs o f 

core competencies. 

 

Proposition 3:  The Balanced Scorecard serve s as an inst rument that supports and 

enhances the sustainability constructs of an organisation's competitive advantage by 

creating: 

 

Sub-criteria: 

3.1 a corporate culture that supports the priority for competitive sustainability on 

all levels by int egrating environment al prac tice and e thical behaviour of  all 

stakeholders (including employees); 

Question Rat ionale 

Outline the organisat ion’s risk 

management strategy. 

Description of  the main ideas of  the risk 

management s trategy is a minimum  

requirement for hypothesis support.  The 

critical aspect is a description of the main 

ideas of the risk strategy. 

Comment on how t he risk strategy has  

been communicated. 

Awareness about  ho w it  has been 

communicated support s a  good  

understanding of the risk strategies. 

Elaborate how t he risk st rategy 

influences your work. 

Testing whet her the above answer s are  

all t here is,  or whet her t he risk st rategy 
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has act ually materialised.  A sui table 

response will provide st rong evidence 

that the risk st rategy is underst ood but  

still say s not hing about  the Bal anced 

Scorecard’s role in this context. 

In what  wa y has t he implemen tation of 

the Balance d Scorecard support ed your 

understanding of  t he risk manage ment 

strategy of the organisation? 

Sanity-check whether the answers to the 

prior quest ions we re based on 

perceptions or facts. 

To what  ext ent is t he st atement ‘Risk 

management consist s of  a s trategic, 

centrally managed approach to  

understanding, managing and cont rolling 

damage from all forms of business risk, 

from sales fraud t o co mputer security to 

natural disast ers’ ref lective of your 

organisation? 

A ref lective answer  provides st rong 

support towards the hypothesis. 

How well do you believe  your 

organisation addresses risk in it s day-to-

day decision-making processe s t o 

determine the level o f risk curr ently 

experienced by the organisation? 

Testing whet her the ri sk st rategy was 

understood and co mmunicated.  A  

positive answer provide s st rong su pport 

towards the hypothesis. 

Explain t he rat ionale behind  t he 

measurement o f risk in t he Bala nced 

Scorecard and what objectives lie behind 

the concrete measuremen t o f risk in t he 

Balanced Scorecard? 

Concrete test. 

How ef fective is y our organisat ion in  

identifying and manag ing risk across 

corporate borders (risk creat ed b y 

unrelated organisations and vendors due 

to their internal wea knesses) an d how 

frequently a re t he measures report ed in  

the Balanced Scorecard process? 

With measu res inf requently conducted it 

is less reasonable t o expect 

consciousness or ‘natural’ import ance.  

The t imeframe on spending  and  

providing feedback and proce ssing 

feedback will det ermine t he level of  

importance attached to the construct. 

To what  e xtent is risk managemen t 

presented as a competitive dif ferentiator 

With pre sentations and audit s 

infrequently conduct ed, i t is  less 
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to the organisat ion’s clie nts and 

customers, and is t his measured in t he 

Balanced Scorecard? 

reasonable to expect any consciousness 

or ‘natural’ importance. 

Describe t he organisat ion’s risk 

management and  ethical business 

constructs and what the consequences 

of non-compliance or lack of  eff ort 

towards the objectives established in the 

Balanced Scorecard are. 

Testing whether the objectives carry any 

actual mea ning or are t hey onl y a  

formality.  T o carry out actual stimulation 

and guidance of e ffort, it mus t be pa rt of 

daily life and not only looked at on an ad- 

hoc basis. 

Has t his changed sin ce t he Balanced 

Scorecard was implemented? 

Is it  reasonable t o conclude t hat an y 

improvement is t riggered b y t he 

implementation of t he Balanced  

Scorecard? 

 

3.2 sustainable resource  managemen t (environmen tal co-operat ion, ke y 

technologies and innovation); 

 

Question Rat ionale 

Is the org anisation’s st rategic int ent 

linked to the mission and vision? 

The quest ion t ests the h ypothesis 

directly.  A posit ive re sponse ind icates 

support, but still does not secure that the 

vision and mission is fully unders tood 

and acted upon. 

Elaborate on ho w t he Balanced 

Scorecard has ensured that the sources 

of comp etitive advant age are  

underpinned by human factors. 

The answe r will expla in t he ra tionale 

behind the measurements of the effective 

use of  t hese resource s, such as closer 

co-operation bet ween organisat ional 

classes, knowledge management, etc. 

Elaborate o n how t he implemen tation of 

the Balanced Scoreca rd changed  t he 

culture of the organisation. 

A ref lective answer  provides st rong 

support towards the hypothesis. 

Elaborate o n how t he implemen tation of 

the Balanced Scorecard has changed the 

openness of ideas in the organisation. 

Sanity-check of the response t o the prior 

questions and t esting whet her t he 

Balanced Scorecard enhance s t his 

construct. 

Elaborate o n how t he implemen tation of Same as above. 
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the Balanced Scorecard has changed the 

leadership style of the organisation.   

Elaborate o n how t he implemen tation of 

the Balanced Scorecard has changed 

teamwork in the organisation. 

Same as above. 

Elaborate o n how t he implemen tation of 

the Balanced Scorecard has changed the 

entrepreneurial drive  in/ of t he 

organisation. 

Same as above. 

Elaborate o n how t he implemen tation of 

the Balanced Scorecar d has enha nced 

or reduced  open com munication in t he 

organisation. 

Same as above. 

Which t acit and non-t acit compe tencies 

are needed t o crea te a f oundation f or 

future orga nisational sust ainability and 

how is t his display ed and measured in  

the Balanced Scorecard? 

Global governance,  values and ethics, 

global cult ure t ransformation, new world 

order, open sy stems t hinking, shared 

knowledge, global part nershipping, 

publicity, t rend change s, global  

demographics, proximity, lif estyles, 

flexibility in workplace, information hubs , 

convergence of  technology and 

availability of knowledge and wisdom are 

all prerequ isites f or support ing t he 

sustainability const ruct and an 

awareness as a result o f  the 

implementation of t he Balanced  

Scorecard. 

 

3.3 sustainable processes ( systems, in novation, di sruptive t echnologies, supply  

chain opt imisation, and  development  o f sustainable pro ducts, services, 

technologies and production processes); 

3.4 sustainable cust omer acquisition and ret ention (environmen tal market ing, 

efficiency, stakeholder demands and et hically justifiable standards wit hin the 

system of  the market  economy by communicating values and policies to all  

stakeholders in the community); and 
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3.5 sustainable prof itability and st akeholder valu e (bott om-line eff iciency and  

environmental excellen ce, business int egrity that enhance s value cre ation 

through binding busine ss prin ciples, compreh ensive integrity management 

and value to society through ethical auditing). 

 

Question Rat ionale 

In what  wa y is t he st rategy that is  

captured in the Balanced Scorecard  able 

to display, ident ify and communicate the 

values and ethics of  the organisat ion t o 

all stakeholders in the community? 

Description of t he main ideas of t he 

organisation’s values and et hics is a  

minimum requirement f or h ypothesis 

support.  The crit ical aspect  is a 

description of the main ideas. 

In what wa y do t he organisation’s values 

and et hics provide  a sust ainable 

measurable f oundation (nominal) f or 

future organisational excellence? 

Same as above. 

In what  wa y is t he st rategy that is  

captured in the Balanced Scorecard  able 

to displa y and ident ify t he underly ing 

factors that underpin compet itive 

advantage and attune themselves to how 

these f actors change  over t ime and 

continuously ma tch these f actors and  

conditions? 

Is the linkage t o the overall st rategy 

successful?  Is lack of  linkage caused b y 

absence of effort/focus/awareness? 

In what  wa y has t he implemen tation of 

the Balanc ed Scorecard enhanced t he 

deployment of  compe tencies such as 

‘specificity and interdependence’ with the 

organisation’s int ernal and ext ernal 

transaction partners? 

A posit ive answer ma y indicat e support  

while a neg ative one most  likely re veals 

absence of  such links in t he Balanced 

Scorecard. 

In what way  a re non-t angibles 

(relationship with government, autonomy, 

know-how, specia lisation, in tellectual 

property, e tc.) displa yed in the strat egy 

and t ranslated in t he Balanced 

Scorecard? 

Non-tangibles are ne eded t o creat e 

extended organisational and product 

sustainability.  This quest ion t ests t he 

hypothesis directly. 

Elaborate on how t he value  of  t he It is reasonable to conclude that any 
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relationships is measured in t he 

Balanced Scorecard an d whet her these 

have chan ged since  t he Balanced 

Scorecard was implemented. 

improvement is t riggered b y t he 

implementation of t he Balanced  

Scorecard.  This q uestion t ests t he 

hypothesis directly. 

Does t he organisat ion measure it s 

success in a broad comprehensive way? 

This que stion direct ly tests t he 

hypothesis. 

Which glob al d ynamics cont ributing t o 

the organisat ion and product o ffering 

sustainability are di splayed in t he 

strategy an d measured in t he Balanced 

Scorecard? 

An awaren ess of  glob al dy namics and  

overall impact/effect t o t he organisat ion 

supports this construct. 

How does wisdom (higher organisat ional 

cognisance) effect sustainability and how 

will t his inf luence new p roduct 

development in t he ent ertainment 

industry? 

Does the organisation take cognisance of 

global development s such as nano  

technology, cloning a nd biot ics, et c.?  

Awareness of  high er organisational 

cognisance provides a sanity check.  

Elaborate o n how sust ainability issues 

are t ackled by  the organisat ion at  it s 

normative, st rategic and operat ional 

level. How, if at all, does the organisation 

measure and judge its environmental and 

social performance?  

Does t he organisa tion have a 

‘sustainability Balanced Scorecard’?  A 

concrete answer will dir ectly support  the 

hypothesis.  

Has t his changed since implemen tation 

of the Balanced Scorecard? 

Is it  reasonable t o conclude t hat an y 

improvement is t riggered b y t he 

implementation of t he Balanced  

Scorecard? 
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Annexure 4: Research invitation and questionnaire:  Phase 2  
 

Attention: (Insert name of participant) 

 

‘The strategic value of the  Balanced Scorecard in  the Networked Economy.  A  MultiChoice 

Africa (Pty) Limited case study.” 

 

A research  st udy b y Nico Th eunissen at  t he Cent ral Univer sity o f Technology 

undertaken in part ial f ulfillment of  the re quirements of  a D . Tech. Business 

Administration at  the School f or Ent repreneurship an d Business Developm ent 

(Faculty of Management Sciences). 

 

We would like t o invite you to be part  of a selected group at  MultiChoice Africa (Pty) 

Limited to participate in this executive research programme.   

 

The study will commence in April 2005.    The following contribution will be requested 

from you as part of this research: 

 

Round 1:   Complete the research  survey quest ionnaire b y ra ting the Balanced 

Scorecard, using a f ive-point scale.  The f irst set o f questions aims t o evaluate the 

Balanced Scorecard in terms of overcoming strat egy implementation barriers.  Th e 

second set of questions aims to evaluate and rat e the Balanced Scorecard’s role in 

enhancing t he compet itive advant age. The t hird set  of  q uestions evaluat es t he 

Balanced Scorecard’s role in enhan cing sustainable profit through turnover driven by 

environmental excellence and bottom-line efficiency, business integrity that enhances 

value creat ion t hrough binding  business principle s, comprehensive int egrity 

management and value to society through ethical auditing. 

 

Round 2:   Receive f eedback on  input s f rom ot her part icipants.  As part  of  this 

feedback t he researche r will a lso highlight an y signif icant cont rasts bet ween t he 

various management l evels.  Yo u will also  be request ed to commen t on the 

contribution of the other members on a selected panel.  

 

Once the research has been completed, you will receive a 4-5-page summary of the 

findings in appreciation of  your cont ribution.  Should y ou be willing t o part icipate, 

please respond by completing the enclosed questionnaire.  Your participation will be 

of great importance to the study, as we will value the contributions that you may be 
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willing to make.  It  will be appreciat ed if could return the completed questionnaire by 

20 May 2005. 

 

Your contributions can be sent to:  Nico Theunissen, MultiChoice Africa (Pty) Limited, 

Broadcast Technology Division or via e-mail: ntheunis@multichoice.co.za. 

 

Thanking you in anticipation for your participation. 

 

Yours sincerely 

 

Nico Theunissen 

Cell:  083 419 8000 

++ 27 11 289-3572 

Research survey - 2005: MultiChoice Africa (Pty) Limited 
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RESEARCH SURVEY:  2005 – MULTICHOICE AFRICA (PTY) LIMITED 
 

‘The strategic value of the  Balanced Scorecard in  the Networked Economy.  A  MultiChoice 

Africa (Pty) Limited case study. 
 

The f ollowing quest ionnaire evaluat es the role of  the Balanced Scorecard in  
overcoming t he barriers t o successf ul st rategy implement ation, e nhancing t he 
organisation’s current competitive advantage and developing long-term sustainability. 
 

Rate the Balanced Scorecard, using a five-point scale where:  
 
1. Not at all                2 . Somewhat                3. Partially                4. Adequately                
5. Fully 
Name:    Department:    Date: 

1

Addresses major problems that surface during implementation2

Expands the understanding of strategy by internal and external stakeholders4

Ensures buy-in from employees6

Increases top management commitment and support8

Defines appropriate management styles10

11

Ensures adequate implementation control and follow-up systems12

13

Supports favourable organisational culture14

Integrates organisational policies and procedures16

Supports the mission and vision17

19

Links the overall strategy to the goals at the departmental, team and individual level19

Supports the organisation's ability to adjust the overall strategy if it shows not to be
appropriate

21

Ensures that the strategy is robust enough to withstand uncontrollable factors in the
external environment

23

Strategic Management and the Balanced Scorecard:

Enhances strategy formulation1

3

5

7

9

11

13

15

18

20

22

Outlines individual responsibilities of implementers

Enhances employees' capability of implementing strategy

Develops management competence

Ensures a balance between operational and strategic focus

Develops organisational leadership qualities

Improves overall communication

Aligns organisational capabilities with changing market requirements

Translates the strategy into action

Supports long-term decision-making that affects short-term financial objectives

Links the investment/competency de velopment and the future investment/
competency needs

Rate the scorecard in terms of overcoming the following strategy
implementation barriers. 1 432 5
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Rate the Balanced Scorecard, using a five-point scale where:  

1. Not at all                2 . Somewhat                3. Partially                4. Adequately                

5. Fully 

 

1

Improves organisation's operational effectiveness (cost leadership, positioning,
continuous improvement)

25

Enhances the organisation's access to know-how and markets27

5

Supports the organisation's ability to combine different activities to create real
economic value

29

Develops organisational synergy by ensuring that assets are spread over a number
of markets

31

9

Enhances the organisation's relationships across companies and supply chains33

11

Enhances the organisation's focus on creating or increasing shareholder value35

Supports the organisation's ability to raise the barriers to imitation by competitors

Supports the organisation's drive to own the customer
39

17

Fosters organisation's knowledge, skills, leadership and culture41

The Balanced Scorecard and Competitive Advantage:

1 32 4 5
Develops the organisation's core competencies24

26

28

30

32

34

36

40

Supports the organisation's differentiation position

Enhances the organisation's reputation, relationships, switching costs and product
complementaries

Supports the organisation's ability to make substantial investments in capacity to
provide products and services in markets that are scale sensitive

Increases t he organisation's time-compression by performing activities faster and
with rapid response to market trends

Supports vertical integration in terms of group systems such as centrally managed
purchasing technology applications

Increases awareness of intangible assets

Ensures that the organisation's innovation management takes place in a supportive
context

Ensures optimal customer service through people (training, commitment and
ownership), technology (integrated systems and processes), and customer loyalty
programmes

Companies having access to numerous resources, thus the potential
for sources of competitive advantage are numerous.

38

37
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Rate the Balanced Scorecard, using a five-point scale where:  

 

1. Not at all                 2. Somewhat                3. Partially                4 . Adequately                

5. Fully 

Supports the organisation's ability to identify and manage risk across corporate
borders (r isk created by u nrelated service agents and vendors due to their
internal weaknesses)

43

Enhances non-tangibles (relationship with government, autonomy, know-how
specialisation, intellectual property, etc.) to create extended organisational and
product sustainability

45

Increases the organisation's awareness of  trend changes, global demographics,
proximity, life styles changes, flexibility in w orkplace, i nformation hubs,
convergence of technology and availability of environmental and social needs

47

Supports the organisation's ability to identify and select alliance partners49

9

Supports the involvement of all stakeholders in major new programmes to
promote their understanding

51

11

The scorecard a s an instrument supports and enhances the su stainability
constructs of an organisation's competitive advantage

53

The Balanced Scorecard and Sustainability

1 32 4 5
Increases the organisation's ability to address risk in its day-to-day decision-
making processes

42

44

46

48

50

52

Supports senior management's belief that risk management should be embedded
in every business unit and sponsors a comprehensive risk management
programme

Fosters values and ethics and provides a sustainable measurable foundation
(nominal) for future organisational excellence

Increases the organisation's awareness of governmental, social, and political
factors that present opportunities or threats

Supports the organisation's ability to include a ll relevant individuals and
organisations in its network

Supports the organisation's ability to learn from and share experiences with other
organisations through its learning and innovation drive

The scorecard enhances sustainable profit through turnover driven by environmental excellence
and bottom-line efficiency, business integrity that enhances value creation through binding
business principles, comprehensive integrity management and value to society through ethical
auditing.
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Annexure 5:  Main themes summarised:  Content analysis – data reduction of 
interviews, questionnaires and group discussions 
 

Annexure 5 reports on the content ana lysis that was  us ed to gene rate the list of 

constructs from the do cumented d ata re ceived durin g the s tructured in terviews.  This 

data was  use d t o de sign the s tructured questionnaire follo wed by  the semi-s tructured 

group dis cussions.  The first pa rt describes the pro cedure that w as followed.  Th e 

second part presents the results that were obtained from the analysis. 

 

The following  were th e s teps that w ere taken w hen the  coding for this study wa s 

performed. 

 

Step 1:  Level of analysis 
 

Responses were received during the struc tured in terviews.  Thes e were in the form o f 

discussions, sentences a nd p hrases.  In o rder to  c onduct a content analysis in this 

study, the text was  co ded int o manageable categories, firstly on a thema tic lev el an d 

then on a s ub-thematic level, aft er which it was  examined us ing co nceptual analysis.    

The inputs were thus  e xamined wit h t he purpose of identify ing the unde rlying the mes 

and sub-themes that were being presented. 

 

Step 2:  Category construction 
 

The codes were developed as the material was analysed, and during this process some 

of the c odes had to be rev ised.  A ty pical cod e denoted ‘SM ’ as  Pro position 1:  The 

Balanced Scorecard and strateg y man agement.  Th e themes iden tified under  

Proposition 1 were then grouped and identified through an extended coding process, for 

example ‘SM -EXE’ was  u sed to re present th e theme  ‘T he Balan ced Scorecard an d 

strategy execution’.  The v arious sub-themes were then group and c oded accordingly, 

for example ‘The Balanced Scorecard enhances strategy implementation’ was coded as 

SM-EXE-FOR.  A decis ion was made to develop an in teractive set o f codes; therefore  

the number of  co ding categories was  flexible durin g the cod ing process.  Concepts 

gained from the literature also guided this part of the process. 
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Step 3:  Coding for existence of a concept 
 

In the analysis of t he responses, the tex t was coded for fre quency and value.  That is, 

the nu mber o f res pondents during the s tructured interv iews that indica ted a parti cular 

construct was no ted during the analysis and  the c omments on the  contribution an d 

importance was weighted.  A definition of the importance of a construct from the original 

interviews was es tablished if t he construct was  mentio ned b y f our or more  of the t en 

individuals that were originally interviewed during the structured interview. 

 

Step 4:  Treatment of ‘irrelevant’ information 
 

A decision was made  to  ign ore information tha t w as regarded irrelevant.  The 

respondents prov ided n o ‘irre levant ‘inf ormation.  Howe ver, the frequency with  whic h 

some statements were raised meant that they could not be included (criterion set up in 

step 3). 

 

Step 5:  Coding the text 
 

The coding was done manually, i.e. reading through the text and manually writing down 

concept occurrences. 

 

The final results of the content analysis are presented below: 
 

Proposition 1 

 

Th
em

e 

C
od

e Statement 

C
od

e 

The Balanced Scorecard enhances strategy 

formulation 

 SM-UND-SF 

The Balanced Scorecard expands the understanding 

of strategy by internal and external stakeholders 

SM-UND-EU 

U
nd

er
st

an
di

ng
 

SM
-U

N
D

 

The Balanced Scorecard Scorecards manages 

competence 

SM-UND-MC 



 

 318 
 

The Balanced Scorecard supports the mission and 

vision 

SM-UND-MV 

    

The Balanced Scorecard addresses major problems 

that surface during implementation 

SM-EXE-PS 

The Balanced Scorecard enhances employee’s 

capability of implementing strategy 

SM-EXE-EC 

The Balanced Scorecard increases top management 

commitment and support 

SM-EXE-CS 

Ex
ec

ut
io

n 

SM
-E

XE
 

The Balanced Scorecard translates the strategy into 

action 

SM-EXE-SA 

The Balanced Scorecard ensures support from 

employees  

SM-OPE-BE 

The Balanced Scorecard ensures a balance 

between operational and strategic focus  

SM-OPE-BF 

The Balanced Scorecard integrates organisational 

policies and procedures  

SM-OPE-IP 

The Balanced Scorecard links the overall strategy to 

the objectives at the departmental, team and 

individual level 

SM-OPE-LG 

O
pe

ra
tio

na
lis

e 

SM
-O

PE
 

The Balanced Scorecard links the 

investment/competency development and the future 

investment/competency needs 

SM-OPE-LC 

The Balanced Scorecard outlines individual 

responsibilities of implementers 

SM-RES-OR 

The Balanced Scorecard Scorecards outlines 

organisational leadership qualities 

SM-RES-DL 

The Balanced Scorecard supports favourable 

organisational culture 

SM-RES-SC 

The Balanced Scorecard aligns organisational 

capabilities with changing market requirements 

SM-RES-AC 

R
es

ou
rc

es
 

SM
-R

ES
 

The Balanced Scorecard supports long-term 

decision-making that affects short-term financial 

objectives 

SM-RES-SD 
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The Balanced Scorecard defines appropriate 

management styles 

SM-COM-MS 

The Balanced Scorecard ensures adequate 

implementation control and follow-up systems 

SM-COM-IC 

The Balanced Scorecard improves overall 

communication 

SM-COM-OC 

The Balanced Scorecard supports the organisation’s 

ability to adjust the overall strategy if it is shown not 

to be appropriate 

SM-COM-AS 

C
om

m
un

ic
at

io
n 

SM
-C

O
M

 

 

The Balanced Scorecard ensures that the strategy is 

robust enough to withstand uncontrollable factors in 

the external environment 

SM-COM-SR 

 
Proposition 2 

 

Th
em

e 

C
od

e Statement 

C
od

e 

The Balanced Scorecard develops the organisation’s 

core competencies 

CA-SOU-DC 

The Balanced Scorecard supports the organisation’s 

differentiation position 

CA-SOU-SP 

The Balanced Scorecard supports the organisation’s 

ability to make substantial investments in capacity to 

provide products and services in markets that are 

scale sensitive 

CA-SOU-AI 

So
ur

ce
s 

C
A

-S
O

U
 

The Balanced Scorecard supports the organisation’s 

ability to raise the barriers to imitation by competitors 

CA-SOU-BI 

The Balanced Scorecard improves organisation’s 

operational effectiveness (cost leadership, 

positioning, continuous improvement) 

CA-CSU-OE 

The Balanced Scorecard supports the organisation’s 

ability to combine different activities to create real 

economic value 

CA-CSU-EV 

C
om

pe
tit

iv
e 

Su
st

ai
na

bi
lit

y 

C
A

-C
SU

 

The Balanced Scorecard develops organisational 

synergy by ensuring that assets are spread over a 

number of markets 

CA-CSU-OS 
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The Balanced Scorecard supports vertical 

integration in terms of group systems such as 

centrally managed purchasing technology 

applications 

CA-GOV-VI 

The Balanced Scorecard increases awareness of 

intangible assets 

CA-GOV-IA 

G
ov

er
na

nc
e 

C
A

-G
O

V 

The Balanced Scorecard fosters organisation’s 

knowledge, skills, leadership and culture 

CA-GOV-FC 

    

The Balanced Scorecard enhances the 

organisation’s access to know-how and markets 

CA-IKM-AM 

The Balanced Scorecard increases the 

organisation’s time-compression by performing 

activities faster and with rapid response to market 

trends 

CA-IKM-TC 

The Balanced Scorecard ensures that the 

organisation’s innovation management takes place 

in a supportive context 

CA-IKM-IM 

In
no

va
tio

n 
an

d 
K

no
w

le
dg

e 
M

an
ag

em
en

t 

C
A

-IK
M

 

The Balanced Scorecard ensures optimal customer 

service through people (training, commitment and 

ownership), technology (integrated systems and 

processes), and customer loyalty programmes 

CA-IKM-CA 

The Balanced Scorecard enhances the 

organisation’s reputation, relationships, switching 

costs and product complementaries 

CA-SIE-ER 

The Balanced Scorecard enhances the 

organisation’s relationships across organisations and 

supply chains 

CA-SIE-ES 

The Balanced Scorecard enhances the 

organisation’s focus on creating or increasing 

shareholder value 

CA-SIE-SV 

St
ak

eh
ol

de
r I

nv
ol

ve
m

en
t 

C
A

-S
IE

 

The Balanced Scorecard supports the organisation’s 

drive to own the customer 

CR-SIE-CR 
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Proposition 3 

 

Th
em

e 

C
od

e Statement 

C
od

e 

The Balanced Scorecard supports senior 

management’s belief that risk management should 

be embedded in every business unit and sponsors a 

comprehensive risk management programme 

SU-STI-RM 

St
ra

te
gi

c 
In

te
nt

 

SU
-S

TI
 

The Balanced Scorecard supports the involvement 

of all stakeholders in major new programmes to 

promote their understanding 

SU-STI-SU 

The Balanced Scorecard increases the 

organisation’s awareness of governmental, social, 

and political factors that present opportunities or 

threats 

SU-REM-OT 

Su
st

ai
na

bl
e 

R
es

ou
rc

e 

M
an

ag
em

en
t 

SU
-R

EM
 

The Balanced Scorecard supports the organisation’s 

ability to include all relevant individuals and 

organisation’s in its network 

SU-REM-ON 

The Balanced Scorecard increases the 

organisation’s ability to address risk in its day-to-day- 

decision-making processes 

SU-STP-RD 

Su
st

ai
na

bl
e 

Pr
oc

es
se

s 

SU
-S

TP
 

The Balanced Scorecard supports the organisation’s 

ability to identify and select alliance partners 

SU-STP-AP 

The Balanced Scorecard supports the organisation’s 

ability to identify and manage risk across corporate 

borders (risk created by unrelated service agents 

and vendors due to their internal weaknesses) 

SU-ENV-MR 

En
vi

ro
nm

en
t 

 

SU
-E

N
V The Balanced Scorecard increases the 

organisation’s awareness of trend changes, global 

demographics, proximity, lifestyle changes, flexibility 

in workplace, information hubs, convergence of 

technology and availability of environmental and 

social needs 

SU-ENV-AE 
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The Balanced Scorecard supports the organisation’s 

ability to learn from and share experiences with other 

organisations through its learning and innovation 

drive 

SU-ENV-LI 

The Balanced Scorecard enhances non-tangibles 

(relationship with government, autonomy, know-how 

specialisation, intellectual property, etc.) to create 

extended organisational and product sustainability 

SU-ENV-NT 

The Balanced Scorecard fosters values and ethics 

and provides a sustainable measurable foundation 

(nominal) for future organisational excellence 

SU-ENV-VE 

Et
hi

cs
 

SU
-E

TH
 

The Balanced Scorecard ensures that the strategy is 

robust enough to withstand uncontrollable factors in 

the external environment 

SU-ENV-EE 

 

In total, 15 themes were identified from the three propositions as the main constructs to 

developing and maintaining a sustainable c ompetitive advantage by  ut ilising the 

Balanced Scorecard as a strategic management instrument, followed by 53 sub-themes.  

The f requencies and  percentage w eighting, s howing the number o f r espondents per 

statement during the ten structured interviews are given in Table 5.1. The themes and 

sub-themes we re als o evaluated during  the three semi-s tructured grou p discussions, 

consisting of eight individuals per group (group one discussed Proposition 1, group two, 

Proposition 2 and grou p t hree, Proposition 3) . Th e o verall findings w ere categorised 

according to percentage weightings according to the  categories used in the Likert scale 

that was used for the 137 structured questionnaires.  In total, 171 individuals participated 

in this research.  The same was done for the initial structured interviews.  The results of 

the structured interviews, the questionnaire and the group discussions were compared in 

a triangulation verification approach. 

 

The followin g c onstructs/phrases/words from the structured in terviews w ere used to  

compile the structured questionnaire: 

 

Theme Con structs/phrases/words Code 

Understanding Su pports strategy formulation SM-UND-SF 
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 Ex pands strategy understanding SM-UND-EU 

 Dev elops management competence SM-UND-MC 

 Supports mission and vision SM-UND-MV 

Execution Addresses implementation issues SM-EXE-PS 

 Enhances employee capability SM-EXE-EC 

 Top management commitment and support SM-EXE-CS 

 Translates strategy into action SM-EXE-SA 

Operationalise Bu y-in from employees SM-OPE-BE 

 Balance between operations and strategy SM-OPE-BF 

 Integrate policies and procedures SM-OPE-IP 

 Links overall strategy to individual performance SM-OPE-LG 

 Links current to future investment/competency SM-OPE-LC 

Resources Outline individual responsibilities SM-RES-OR 

 Develop organisational leadership SM-RES-DL 

 Support organisational culture SM-RES-SC 

 Align organisational capabilities SM-RES-AC 

 Support long-term decision-making SM-RES-SD 

Communication Defines  management styles SM-COM-MS

 Implementation control and follow-up systems SM-COM-IC 

 Improve s overall communication SM-COM-OC

 Ability to adjust overall strategy SM-COM-AS 

 Su pports strategy robustness SM-COM-SR 

Sources Develop core competencies CA-SOU-DC 

 Support the differentiation position CA-SOU-SP 

 Enhance capacity for scale-sensitive markets CA-SOU-AI 

 Raise the barriers to imitation CA-SOU-BI 

Competitive 

sustainability 

Improves organisational effectiveness CA-CSU-OE 

 Combines activities to create economic value CA-CSU-EV 

 Dev elops organisational synergy CA-CSU-OS 

Governance Supports vertical integration of systems CA-GOV-VI 

 Increases awareness of intangible assets CA-GOV-IA 

 Fosters knowledge, skills, leadership and culture CA-GOV-FC 
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Innovation Enhances access to know-how and markets CA-IKM-AM 

 I ncreases time compression CA-IKM-TC 

 Su pports innovation management CA-IKM-IM 

 Ensures optimal customer service CA-IKM-CA 

Stakeholder 

involvement 

Enhances organisational reputation/relationships CA-SIE-ER 

 Enhances supply chain management CA-SIE-ES 

 Increases stakeholder value CA-SIE-SV 

 Supports drive to own the customer CA-SIE-CR 

Strategic intent Supports risk management SU-STI-RM 

 Promo tes stakeholder understanding SU-STI-SU 

Sustainable 

resource 

management 

Increases awareness of external factors SU-REM-OT 

 En hances organisational networks SU-REM-ON 

Sustainable 

processes 

Address risk in day-to-day operations SU-STP-RD 

 Support ability to select alliance partners SU-S TP-AP 

Environment Enhances to manage risk across borders SU-ENV-MR 

 Increases organisational awareness of trends SU-ENV-AE 

 Supports learning and innovation drive SU-ENV-LI 

Ethics Create organisational and product sustainability SU-ENV-NT 

 Foster values and ethics SU-ENV-VE 

 Support external strategy robustness  SU-ENV-EE 
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Annexure 6.1:  Original frequency distributions – Phase 2 

 
 

n 4Not at all 

    
% 

2.9%

N 6   
Somewhat     

% 
4.4%

n 33   
Partially     

% 
24.1%

n 63   
Adequately     

% 
46.0%

n 31

1. Enhances 

strategy 

formulation 

   
Fully     

% 
22.6%

n 137Total 

   
% 

100.0%

 

 

Not at all n 3

  % 2.2%

Somewhat n 10

  % 7.3%

Partially n 37

  % 27.0%

Adequately n 79

  % 57.7%

Fully n 8

2. Addresses 

major problems 

that surface 

during 

implementation 

  % 5.8%

Total n 137

  % 100.0%
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n 2Not at all 

    
% 

1.5%

n 5   
Somewhat     

% 
3.6%

n 45   
Partially     

% 
32.8%

n 60   
Adequately     

% 
43.8%

n 25

3. Outlines 

individual 

responsibilities 

of implementers 

   
Fully     

% 
18.2%

n 137Total 

   
% 

100.0%

 

n 2Not at all 

    
% 

1.5%

n 2   
Somewhat     

% 
1.5%

n 37   
Partially     

% 
27.0%

n 71   
Adequately     

% 
51.8%

n 25

4. Expands the 

understanding of 

strategy by 

internal and 

external 

stakeholders 

   
Fully     

% 
18.2%

n 137Total 

   
% 

100.0%
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n 2Not at all 

    
% 

1.5%

n 10   
Somewhat     

% 
7.3%

n 50   
Partially     

% 
36.5%

n 59   
Adequately     

% 
43.1%

n 16

5. Enhances 

employees' 

capability of 

implementing 

strategy 

   
Fully     

% 
11.7%

n 137Total 

   
% 

100.0%

 

n 3Not at all 

    
% 

2.2%

n 16   
Somewhat     

% 
11.7%

n 55   
Partially     

% 
40.1%

n 54   
Adequately     

% 
39.4%

n 9

6. Ensures buy-

in from 

employees 

   
Fully     

% 
6.6%

n 137Total 

   
% 

100.0%
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n 1Not at all 

    
% 

.7%

n 12   
Somewhat     

% 
8.8%

n 43   
Partially     

% 
31.4%

n 69   
Adequately     

% 
50.4%

n 12

7. Develops 

management 

competence 

   
Fully     

% 
8.8%

n 137Total 

   
% 

100.0%

 

n 3Not at all 

    
% 

2.2%

n 6   
Somewhat     

% 
4.4%

n 46   
Partially     

% 
33.6%

n 60   
Adequately     

% 
43.8%

n 22

8. Increases top 

management 

commitment and 

support 

   
Fully     

% 
16.1%

n 137Total 

   
% 

100.0%
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n 2Not at all 

    
% 

1.5%

n 5   
Somewhat     

% 
3.6%

n 52   
Partially     

% 
38.0%

n 59   
Adequately     

% 
43.1%

n 19

9. Ensures a 

balance between 

operational and 

strategic focus 

   
Fully     

% 
13.9%

n 137Total 

   
% 

100.0

%

 

n 3Not at all 

    
% 

2.2%

n 20   
Somewhat     

% 
14.6%

n 57   
Partially     

% 
41.6%

n 45   
Adequately     

% 
32.8%

n 12

10. Defines 

appropriate 

management 

styles 

   
Fully     

% 
8.8%

n 137Total 

   
% 

100.0%
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n 2Not at all 

    
% 

1.5%

n 18   
Somewhat     

% 
13.1%

n 55   
Partially     

% 
40.1%

n 49   
Adequately     

% 
35.8%

n 13

11. Develops 

organisational 

leadership 

qualities 

   
Fully     

% 
9.5%

n 137Total 

   
% 

100.0%

 

n 2Not at all 

    
% 

1.5%

n 4   
Somewhat     

% 
2.9%

n 41   
Partially     

% 
29.9%

n 81   
Adequately     

% 
59.1%

n 9

12. Ensures 

adequate 

implementation 

control and 

follow-up 

systems 

   
Fully     

% 
6.6%

n 137Total 

   
% 

100.0%
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n 2Not at all 

    
% 

1.5%

n 9   
Somewhat     

% 
6.6%

n 53   
Partially     

% 
38.7%

n 56   
Adequately     

% 
40.9%

n 17

13. Improves 

overall 

communication 

   
Fully     

% 
12.4%

n 137Total 

   
% 

100.0%

 

n 5Not at all 

    
% 

3.6%

n 11   
Somewhat     

% 
8.0%

n 56   
Partially     

% 
40.9%

n 55   
Adequately     

% 
40.1%

n 10

14. Supports 

favourable 

organisational 

culture 

   
Fully     

% 
7.3%

n 137Total 

   
% 

100.0%
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n 4Not at all 

    
% 

2.9%

n 7   
Somewhat     

% 
5.1%

n 47   
Partially     

% 
34.3%

n 58   
Adequately     

% 
42.3%

n 21

15. Aligns 

organisational 

capabilities with 

changing market 

requirements 

   
Fully     

% 
15.3%

n 137Total 

   
% 

100.0%

 

n 2Not at all 

    
% 

1.5%

n 8   
Somewhat     

% 
5.8%

n 53   
Partially     

% 
38.7%

n 62   
Adequately     

% 
45.3%

n 12

16. Integrates 

organisational 

policies and 

procedures 

   
Fully     

% 
8.8%

n 137Total 

   
% 

100.0%
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n 1Not at all 

    
% 

.7%

n 4   
Somewhat     

% 
2.9%

n 44   
Partially     

% 
32.1%

n 55   
Adequately     

% 
40.1%

n 33

17. Supports 

the mission and 

vision 

   
Fully     

% 
24.1%

n 137Total 

   
% 

100.0%

 

n 3Not at all 

    
% 

2.2%

n 6   
Somewhat     

% 
4.4%

n 41   
Partially     

% 
29.9%

n 69   
Adequately     

% 
50.4%

n 18

18. Translates 

the strategy into 

action 

   
Fully     

% 
13.1%

n 137Total 

   
% 

100.0%
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n 3Not at all 

    
% 

2.2%

n 7   
Somewhat     

% 
5.1%

n 46   
Partially     

% 
33.6%

n 62   
Adequately     

% 
45.3%

n 19

19. Links the 

overall strategy to 

the goals at the 

departmental, 

team and 

individual level 

   
Fully     

% 
13.9%

n 137Total 

   
% 

100.0%

 

n 3Not at all 

    
% 

2.2%

n 9   
Somewhat     

% 
6.6%

n 47   
Partially     

% 
34.3%

n 62   
Adequately     

% 
45.3%

n 16

20. Supports 

long-term 

decision-making 

that affects short-

term financial 

objectives 

   
Fully     

% 
11.7%

n 137Total 

   
% 

100.0%
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n 2Not at all 

    
% 

1.5%

n 4   
Somewhat     

% 
2.9%

n 45   
Partially     

% 
32.8%

n 72   
Adequately     

% 
52.6%

n 14

21. Supports the 

organisation's 

ability to adjust 

the overall 

strategy if it 

proves not to be 

appropriate 

   
Fully     

% 
10.2%

n 137Total 

   
% 

100.0%

 

n 3Not at all 

    
% 

2.2%

n 6   
Somewhat     

% 
4.4%

n 52   
Partially     

% 
38.0%

n 62   
Adequately     

% 
45.3%

n 14

22. Links the 

investment/comp

etency 

development and 

the future 

investment/comp

etency needs 

   
Fully     

% 
10.2%

n 137Total 

   
% 

100.0%
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n 5Not at all 

    
% 

3.6%

n 13   
Somewhat     

% 
9.5%

n 45   
Partially     

% 
32.8%

n 63   
Adequately     

% 
46.0%

n 11

23. Ensures that 

the strategy is 

robust enough to 

withstand 

uncontrollable 

factors in the 

external 

environment 

   
Fully     

% 
8.0%

n 137Total 

   
% 

100.0%

 

n 6Not at all 

    
% 

4.4%

n 10   
Somewhat     

% 
7.3%

n 43   
Partially     

% 
31.4%

n 65   
Adequately     

% 
47.4%

n 13

24. Develops 

the 

organisation's 

core 

competencies 

   
Fully     

% 
9.5%

n 137Total 

   
% 

100.0%

 



 

 337 
 

n 6Not at all 

    
% 

4.4%

n 11   
Somewhat     

% 
8.0%

n 45   
Partially     

% 
32.8%

n 62   
Adequately     

% 
45.3%

n 13

25. Improves 

organisation's 

operational 

effectiveness (cost 

leadership, 

positioning, 

continuous 

improvement) 

   
Fully     

% 
9.5%

n 137Total 

   
% 

100.0%

 

n 4Not at all 

    
% 

2.9%

n 17   
Somewhat     

% 
12.4%

n 47   
Partially     

% 
34.3%

n 61   
Adequately     

% 
44.5%

n 8

26. Supports the 

organisation's 

differentiation 

position 

   
Fully     

% 
5.8%

n 137Total 

   
% 

100.0%

 



 

 338 
 

n 4Not at all 

    
% 

2.9%

n 26   
Somewhat     

% 
19.0%

n 37   
Partially     

% 
27.0%

n 57   
Adequately     

% 
41.6%

n 13

27. Enhances the 

organisation's 

access to know-

how and markets 

   
Fully     

% 
9.5%

n 137Total 

   
% 

100.0%

 

n 6Not at all 

    
% 

4.4%

n 20   
Somewhat     

% 
14.6%

n 42   
Partially     

% 
30.7%

n 47   
Adequately     

% 
34.3%

n 22

28. Enhances the 

organisation's 

reputation, 

relationships, 

switching costs 

and product 

complementaries 

   
Fully     

% 
16.1%

n 137Total 

   
% 

100.0%

 



 

 339 
 

n 8Not at all 

    
% 

5.8%

n 16   
Somewhat     

% 
11.7%

n 35   
Partially     

% 
25.5%

n 63   
Adequately     

% 
46.0%

n 15

29. Supports the 

organisation's 

ability to 

combine 

different 

activities to 

create real 

economic value 

   
Fully     

% 
10.9%

n 137Total 

   
% 

100.0%

 

n 7Not at all 

    
% 

5.1%

n 17   
Somewhat     

% 
12.4%

n 46   
Partially     

% 
33.6%

n 57   
Adequately     

% 
41.6%

n 10

30. Supports the 

organisation's 

ability to make 

substantial 

investments in 

capacity to 

provide products 

and services in 

markets that are 

scale sensitive 

   
Fully     

% 
7.3%

n 137Total 

   
% 

100.0%
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n 9Not at all 

    
% 

6.6%

n 20   
Somewhat     

% 
14.6%

n 41   
Partially     

% 
29.9%

n 54   
Adequately     

% 
39.4%

n 13

31. Develops 

organisational 

synergy by 

ensuring that 

assets are spread 

over a number of 

markets 

   
Fully     

% 
9.5%

n 137Total 

   
% 

100.0%

 

n 5Not at all 

    
% 

3.6%

n 16   
Somewhat     

% 
11.7%

n 51   
Partially     

% 
37.2%

n 53   
Adequately     

% 
38.7%

n 12

32. Increases the 

organisation's 

time-compression 

by performing 

activities faster 

and with rapid 

response to 

market trends 

   
Fully     

% 
8.8%

n 137Total 

   
% 

100.0%
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n 6Not at all 

    
% 

4.4%

n 22   
Somewhat     

% 
16.1%

n 44   
Partially     

% 
32.1%

n 54   
Adequately     

% 
39.4%

n 11

33. Enhances the 

organisation's 

relationships 

across companies 

and supply chains 

   
Fully     

% 
8.0%

n 137Total 

   
% 

100.0%

 

n 8Not at all 

    
% 

5.8%

n 17   
Somewhat     

% 
12.4%

n 44   
Partially     

% 
32.1%

n 56   
Adequately     

% 
40.9%

n 12

34. Supports 

vertical integration 

in terms of group 

systems such as 

centrally managed 

purchasing 

technology 

applications 

   
Fully     

% 
8.8%

n 137Total 

   
% 

100.0%
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n 7Not at all 

    
% 

5.1%

n 12   
Somewhat     

% 
8.8%

n 32   
Partially     

% 
23.4%

n 67   
Adequately     

% 
48.9%

n 19

35. Enhances the 

organisation's 

focus on creating 

or increasing 

shareholder value 

   
Fully     

% 
13.9%

n 137Total 

   
% 

100.0%

 

n 5Not at all 

    
% 

3.6%

n 14   
Somewhat     

% 
10.2%

n 46   
Partially     

% 
33.6%

n 60   
Adequately     

% 
43.8%

n 12

36. Increases 

awareness of 

intangible assets 

   
Fully     

% 
8.8%

n 137Total 

   
% 

100.0%
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n 6Not at all 

    
% 

4.4%

n 17   
Somewhat     

% 
12.4%

n 50   
Partially     

% 
36.5%

n 48   
Adequately     

% 
35.0%

n 16

37. Supports the 

organisation's 

ability to raise the 

barriers to 

imitation by 

competitors 

   
Fully     

% 
11.7%

n 137Total 

   
% 

100.0%

 

n 4Not at all 

    
% 

2.9%

n 16   
Somewhat     

% 
11.7%

n 33   
Partially     

% 
24.1%

n 71   
Adequately     

% 
51.8%

n 13

38. Ensures that 

the organisation's 

innovation 

management 

takes place in a 

supportive context 

   
Fully     

% 
9.5%

n 137Total 

   
% 

100.0%
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n 8Not at all 

    
% 

5.8%

n 14   
Somewhat     

% 
10.2%

n 33   
Partially     

% 
24.1%

n 57   
Adequately     

% 
41.6%

n 25

39. Supports the 

organisation's 

drive to own the 

customer 

   
Fully     

% 
18.2%

n 137Total 

   
% 

100.0%

 

n 7Not at all 

    
% 

5.1%

n 15   
Somewhat     

% 
10.9%

n 41   
Partially     

% 
29.9%

n 49   
Adequately     

% 
35.8%

n 25

40. Ensures 

optimal customer 

service through 

people (training, 

commitment and 

ownership), 

technology 

(integrated 

systems and 

processes), and 

customer loyalty 

programmes 

   
Fully     

% 
18.2%

n 137Total 

   
% 

100.0%
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n 7Not at all 

    
% 

5.1%

n 12   
Somewhat     

% 
8.8%

n 36   
Partially     

% 
26.3%

n 59   
Adequately     

% 
43.1%

n 23

41. Fosters 

organisation's 

knowledge, skills, 

leadership and 

culture 

   
Fully     

% 
16.8%

n 137Total 

   
% 

100.0%

 

n 7Not at all 

    
% 

5.1%

n 14   
Somewhat     

% 
10.2%

n 42   
Partially     

% 
30.7%

n 59   
Adequately     

% 
43.1%

n 15

42. Increases the 

organisation's 

ability to address 

risk in its day-to-

day decision-

making 

processes 

   
Fully     

% 
10.9%

n 137Total 

   
% 

100.0%
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n 7Not at all 

    
% 

5.1%

n 18   
Somewhat     

% 
13.1%

n 50   
Partially     

% 
36.5%

n 51   
Adequately     

% 
37.2%

n 11

43. Supports the 

organisation's 

ability to identify 

and manage risk 

across corporate 

borders (risk 

created by 

unrelated service 

agents and 

vendors due to 

their internal 

weaknesses) 

   
Fully     

% 
8.0%

n 137Total 

   
% 

100.0%

 

n 5Not at all 

    
% 

3.6%

n 18   
Somewhat     

% 
13.1%

n 44   
Partially     

% 
32.1%

n 49   
Adequately     

% 
35.8%

n 21

44. Supports 

senior 

management's 

belief that risk 

management 

should be 

embedded in 

every business 

unit and 

sponsors a 

comprehensive 

risk management 

programme 

   
Fully     

% 
15.3%

n 137Total 

   
% 

100.0%
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n 7Not at all 

    
% 

5.1%

n 17   
Somewhat     

% 
12.4%

n 48   
Partially     

% 
35.0%

n 56   
Adequately     

% 
40.9%

n 9

45. Enhances 

non-tangibles 

(relationship with 

government, 

autonomy, know-

how 

specialisation, 

intellectual 

property, etc.) to 

create extended 

organisational 

and product 

sustainability 

   
Fully     

% 
6.6%

n 137Total 

   
% 

100.0%

 

n 7Not at all 

    
% 

5.1%

n 20   
Somewhat     

% 
14.6%

n 42   
Partially     

% 
30.7%

n 51   
Adequately     

% 
37.2%

n 17

46. Fosters 

values and ethics 

and provides a 

sustainable 

measurable 

foundation 

(nominal) for 

future 

organisational 

excellence 

   
Fully     

% 
12.4%

n 137Total 

   
% 

100.0%
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n 10Not at all 

    
% 

7.3%

n 20   
Somewhat     

% 
14.6%

n 42   
Partially     

% 
30.7%

n 45   
Adequately     

% 
32.8%

n 20

47. Increases the 

organisation's 

awareness of 

trend changes, 

global 

demographics, 

proximity, 

lifestyles 

changes, 

flexibility in 

workplace, 

information hubs, 

convergence of 

technology and 

availability of 

environmental 

and social needs 
   
Fully     

% 
14.6%

n 137Total 

   
% 

100.0%

 

n 5Not at all 

    
% 

3.6%

n 24   
Somewhat     

% 
17.5%

n 38   
Partially     

% 
27.7%

n 50   
Adequately     

% 
36.5%

n 20

48. Increase the 

organisation's 

awareness of 

governmental, 

social, and 

political factors 

that present 

opportunities or 

threats 

   
Fully     

% 
14.6%

n 137Total 

   
% 

100.0%
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n 6Not at all 

    
% 

4.4%

n 25   
Somewhat     

% 
18.2%

n 47   
Partially     

% 
34.3%

n 42   
Adequately     

% 
30.7%

n 17

49. Supports the 

organisation's 

ability to identify 

and select 

alliance partners 

   
Fully     

% 
12.4%

n 137Total 

   
% 

100.0%

 

n 7Not at all 

    
% 

5.1%

n 20   
Somewhat     

% 
14.6%

n 45   
Partially     

% 
32.8%

n 46   
Adequately     

% 
33.6%

n 19

50. Supports the 

organisation's 

ability to include 

all relevant 

individuals and 

organisations in 

its network 

   
Fully     

% 
13.9%

n 137Total 

   
% 

100.0%
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n 5Not at all 

    
% 

3.6%

n 23   
Somewhat     

% 
16.8%

n 43   
Partially     

% 
31.4%

n 47   
Adequately     

% 
34.3%

n 19

51. Supports the 

involvement of all 

stakeholders in 

major new 

programmes to 

promote their 

understanding 

   
Fully     

% 
13.9%

n 137Total 

   
% 

100.0%

 

n 8Not at all 

    
% 

5.8%

n 22   
Somewhat     

% 
16.1%

n 37   
Partially     

% 
27.0%

n 58   
Adequately     

% 
42.3%

n 12

52. Supports the 

organisation's 

ability to learn 

from and share 

experiences with 

other 

organisations 

through its 

learning and 

innovation drive 

   
Fully     

% 
8.8%

n 137Total 

   
% 

100.0%
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n 8Not at all 

    
% 

5.8%

n 12   
Somewhat     

% 
8.8%

n 33   
Partially     

% 
24.1%

n 61   
Adequately     

% 
44.5%

n 23

53. The scorecard 

as an instrument 

supports and 

enhances the 

sustainability 

constructs of an 

organisation's 

competitive 

advantage 

   
Fully     

% 
16.8%

n 137Total 

   
% 

100.0%

 



 

 352 
 

Annexure 6.2:  Frequency tables (derived) – Phase 2 
 
 v1  1. Enhances strategy formulation 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 4 2.9 2.9 2.9

   
2  Partially 

39 28.5 28.5 31.4

   
3  
Adequately 

94 68.6 68.6 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

 v2  2. Addresses major problems that surface during implementation 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 3 2.2 2.2 2.2

   
2  Partially 

47 34.3 34.3 36.5

   
3  
Adequately 

87 63.5 63.5 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

 v3  3. Outlines individual responsibilities of implementers 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 2 1.5 1.5 1.5

   
2  Partially 

50 36.5 36.5 38.0

   
3  
Adequately 

85 62.0 62.0 100.0

Valid 

   
Total 

137 100.0 100.0  
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 v4  4. Expands the understanding of strategy by internal and external stakeholders 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 2 1.5 1.5 1.5

   
2  Partially 

39 28.5 28.5 29.9

   
3  
Adequately 

96 70.1 70.1 100.0

Valid 

   
Total 

137 100.0 100.0  

 

v5  5. Enhances employees' capability of implementing strategy 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 2 1.5 1.5 1.5

   
2  Partially 

60 43.8 43.8 45.3

   
3  
Adequately 

75 54.7 54.7 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

 v6  6. Ensures support from employees 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 3 2.2 2.2 2.2

   
2  Partially 

71 51.8 51.8 54.0

   
3  
Adequately 

63 46.0 46.0 100.0

Valid 

   
Total 

137 100.0 100.0  
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 v7  7. Develops management competence 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 1 .7 .7 .7

   
2  Partially 

55 40.1 40.1 40.9

   
3  
Adequately 

81 59.1 59.1 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

 v8  8. Increases top management commitment and support 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 3 2.2 2.2 2.2

   
2  Partially 

52 38.0 38.0 40.1

   
3  
Adequately 

82 59.9 59.9 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 v9  9. Ensures a balance between operational and strategic focus 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 2 1.5 1.5 1.5

   
2  Partially 

57 41.6 41.6 43.1

   
3  
Adequately 

78 56.9 56.9 100.0

Valid 

   
Total 

137 100.0 100.0  
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 v10  10. Defines appropriate management styles 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 3 2.2 2.2 2.2

   
2  Partially 

77 56.2 56.2 58.4

   
3  
Adequately 

57 41.6 41.6 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

 v11  11. Develops organisational leadership qualities 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 2 1.5 1.5 1.5

   
2  Partially 

73 53.3 53.3 54.7

   
3  
Adequately 

62 45.3 45.3 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

 v12  12. Ensures adequate implementation control and follow-up systems 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 2 1.5 1.5 1.5

   
2  Partially 

45 32.8 32.8 34.3

   
3  
Adequately 

90 65.7 65.7 100.0

Valid 

   
Total 

137 100.0 100.0  
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 v13  13. Improves overall communication 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 2 1.5 1.5 1.5

   
2  Partially 

62 45.3 45.3 46.7

   
3  
Adequately 

73 53.3 53.3 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

 v14  14. Supports favourable organisational culture 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 5 3.6 3.6 3.6

   
2  Partially 

67 48.9 48.9 52.6

   
3  
Adequately 

65 47.4 47.4 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

 v15  15. Aligns organisational capabilities with changing market requirements 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 4 2.9 2.9 2.9

   
2  Partially 

54 39.4 39.4 42.3

   
3  
Adequately 

79 57.7 57.7 100.0

Valid 

   
Total 

137 100.0 100.0  
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 v16  16. Integrates organisational policies and procedures 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 2 1.5 1.5 1.5

   
2  Partially 

61 44.5 44.5 46.0

   
3  
Adequately 

74 54.0 54.0 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 v17  17. Supports the mission and vision 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 1 .7 .7 .7

   
2  Partially 

48 35.0 35.0 35.8

   
3  
Adequately 

88 64.2 64.2 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

 v18  18. Translates the strategy into action 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 3 2.2 2.2 2.2

   
2  Partially 

47 34.3 34.3 36.5

   
3  
Adequately 

87 63.5 63.5 100.0

Valid 

   
Total 

137 100.0 100.0  
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 v19  19. Links the overall strategy to the objectives at the departmental, team and individual level 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 3 2.2 2.2 2.2

   
2  Partially 

53 38.7 38.7 40.9

   
3  
Adequately 

81 59.1 59.1 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v20  20. Supports long-term decision-making that affects short-term financial objectives 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 3 2.2 2.2 2.2

   
2  Partially 

56 40.9 40.9 43.1

   
3  
Adequately 

78 56.9 56.9 100.0

Valid 

   
Total 

137 100.0 100.0  

 

  
v21  21. Supports the organisation's ability to adjust the overall strategy if it shows not to be 
appropriate 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 2 1.5 1.5 1.5

   
2  Partially 

49 35.8 35.8 37.2

   
3  
Adequately 

86 62.8 62.8 100.0

Valid 

   
Total 

137 100.0 100.0  
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 v22  22. Links the investment/competency development and the future investment/competency needs 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 3 2.2 2.2 2.2

   
2  Partially 

58 42.3 42.3 44.5

   
3  
Adequately 

76 55.5 55.5 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v23  23. Ensures that the strategy is robust enough to withstand uncontrollable factors in the 
external environment 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 5 3.6 3.6 3.6

   
2  Partially 

58 42.3 42.3 46.0

   
3  
Adequately 

74 54.0 54.0 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

 v24  24. Develops the organisation's core competencies 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 6 4.4 4.4 4.4

   
2  Partially 

53 38.7 38.7 43.1

   
3  
Adequately 

78 56.9 56.9 100.0

Valid 

   
Total 

137 100.0 100.0  
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v25  25. Improves organisation's operational effectiveness (cost leadership, positioning, 
continuous improvement) 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 6 4.4 4.4 4.4

   
2  Partially 

56 40.9 40.9 45.3

   
3  
Adequately 

75 54.7 54.7 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v26  26. Supports the organisation's differentiation position 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 4 2.9 2.9 2.9

   
2  Partially 

64 46.7 46.7 49.6

   
3  
Adequately 

69 50.4 50.4 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v27  27. Enhances the organisation's access to know-how and markets 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 4 2.9 2.9 2.9

   
2  Partially 

63 46.0 46.0 48.9

   
3  
Adequately 

70 51.1 51.1 100.0

Valid 

   
Total 

137 100.0 100.0  
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 v28  28. Enhances the organisation's reputation, relationships, switching costs and product 
complementaries 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 6 4.4 4.4 4.4

   
2  Partially 

62 45.3 45.3 49.6

   
3  
Adequately 

69 50.4 50.4 100.0

Valid 

   
Total 

137 100.0 100.0  

 

v29  29. Supports the organisation's ability to combine different activities to create real economic 
value 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 8 5.8 5.8 5.8

   
2  Partially 

51 37.2 37.2 43.1

   
3  
Adequately 

78 56.9 56.9 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v30  30. Supports the organisation's ability to make substantial investments in capacity to provide 
products and services in markets that are scale sensitive 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 7 5.1 5.1 5.1

   
2  Partially 

63 46.0 46.0 51.1

   
3  
Adequately 

67 48.9 48.9 100.0

Valid 

   
Total 

137 100.0 100.0  
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v31  31. Develops organisational synergy by ensuring that assets are spread over a number of 
markets 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 9 6.6 6.6 6.6

   
2  Partially 

61 44.5 44.5 51.1

   
3  
Adequately 

67 48.9 48.9 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v32  32. Increases the organisation's time-compression by performing activities faster and with 
rapid response to market trends 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 5 3.6 3.6 3.6

   
2  Partially 

67 48.9 48.9 52.6

   
3  
Adequately 

65 47.4 47.4 100.0

Valid 

   
Total 

137 100.0 100.0  

 

v33  33. Enhances the organisation's relationships across organisations and supply chains 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 6 4.4 4.4 4.4

   
2  Partially 

66 48.2 48.2 52.6

   
3  
Adequately 

65 47.4 47.4 100.0

Valid 

   
Total 

137 100.0 100.0  
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 v34  34. Supports vertical integration in terms of group systems such as centrally managed purchasing 
technology applications 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 8 5.8 5.8 5.8

   
2  Partially 

61 44.5 44.5 50.4

   
3  
Adequately 

68 49.6 49.6 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v35  35. Enhances the organisation's focus on creating or increasing shareholder value 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 7 5.1 5.1 5.1

   
2  Partially 

44 32.1 32.1 37.2

   
3  
Adequately 

86 62.8 62.8 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

 v36  36. Increases awareness of intangible assets 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 5 3.6 3.6 3.6

   
2  Partially 

60 43.8 43.8 47.4

   
3  
Adequately 

72 52.6 52.6 100.0

Valid 

   
Total 

137 100.0 100.0  
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v37  37. Supports the organisation's ability to raise the barriers to imitation by competitors 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 6 4.4 4.4 4.4

   
2  Partially 

67 48.9 48.9 53.3

   
3  
Adequately 

64 46.7 46.7 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v38  38. Ensures that the organisation's innovation management takes place in a supportive 
context 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 4 2.9 2.9 2.9

   
2  Partially 

49 35.8 35.8 38.7

   
3  
Adequately 

84 61.3 61.3 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v39  39. Supports the organisation's drive to own the customer 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 8 5.8 5.8 5.8

   
2  Partially 

47 34.3 34.3 40.1

   
3  
Adequately 

82 59.9 59.9 100.0

Valid 

   
Total 

137 100.0 100.0  
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 v40  40. Ensures optimal customer service through people (training, commitment and ownership), 
technology (integrated systems and processes) … 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 7 5.1 5.1 5.1

   
2  Partially 

56 40.9 40.9 46.0

   
3  
Adequately 

74 54.0 54.0 100.0

Valid 

   
Total 

137 100.0 100.0  

 

v41  41. Fosters organisation's knowledge, skills, leadership and culture 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 7 5.1 5.1 5.1

   
2  Partially 

48 35.0 35.0 40.1

   
3  
Adequately 

82 59.9 59.9 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v42  42. Increases the organisation's ability to address risk in its day-to-day decision-making 
processes 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 7 5.1 5.1 5.1

   
2  Partially 

56 40.9 40.9 46.0

   
3  
Adequately 

74 54.0 54.0 100.0

Valid 

   
Total 

137 100.0 100.0  
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v43  43. Supports the organisation's ability to identify and manage risk across corporate borders 
(risk created by unrelated service agents… 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 7 5.1 5.1 5.1

   
2  Partially 

68 49.6 49.6 54.7

   
3  
Adequately 

62 45.3 45.3 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v44  44. Supports senior management's belief that risk management should be embedded in every 
business unit and sponsors a comprehensive risk management programme 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 5 3.6 3.6 3.6

   
2  Partially 

62 45.3 45.3 48.9

   
3  
Adequately 

70 51.1 51.1 100.0

Valid 

   
Total 

137 100.0 100.0  

 

v45  45. Enhances non-tangibles (relationship with government, autonomy, know-hoe 
specialisation, intellectual property, etc.) to … 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 7 5.1 5.1 5.1

   
2  Partially 

65 47.4 47.4 52.6

   
3  
Adequately 

65 47.4 47.4 100.0

Valid 

   
Total 

137 100.0 100.0  

 



 

 367 
 

v46  46. Fosters values and ethics and provides a sustainable measurable foundation (nominal) for 
future organisational excellence 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 7 5.1 5.1 5.1

   
2  Partially 

62 45.3 45.3 50.4

   
3  
Adequately 

68 49.6 49.6 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v47  47. Increases the organisation's awareness of trend changes, global demographics, proximity, 
lifestyles changes, flexibility… 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 10 7.3 7.3 7.3

   
2  Partially 

62 45.3 45.3 52.6

   
3  
Adequately 

65 47.4 47.4 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v48  48. Increase the organisation's awareness of governmental, social, and political factors that 
present opportunities or threats 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 5 3.6 3.6 3.6

   
2  Partially 

62 45.3 45.3 48.9

   
3  
Adequately 

70 51.1 51.1 100.0

Valid 

   
Total 

137 100.0 100.0  
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v49  49. Supports the organisation's ability to identify and select alliance partners 
 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 6 4.4 4.4 4.4

   
2  Partially 

72 52.6 52.6 56.9

   
3  
Adequately 

59 43.1 43.1 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v50  50. Supports the organisation's ability to include all relevant individuals and organisations in 
its network 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 7 5.1 5.1 5.1

   
2  Partially 

65 47.4 47.4 52.6

   
3  
Adequately 

65 47.4 47.4 100.0

Valid 

   
Total 

137 100.0 100.0  

 

 

v51  51. Supports the involvement of all stakeholders in major new programmes to promote their 
understanding 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 5 3.6 3.6 3.6

   
2  Partially 

66 48.2 48.2 51.8

   
3  
Adequately 

66 48.2 48.2 100.0

Valid 

   
Total 

137 100.0 100.0  
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v52  52. Supports the organisation's ability to learn from and share experiences with other 
organisations through its learning and innovative drive 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 8 5.8 5.8 5.8

   
2  Partially 

59 43.1 43.1 48.9

   
3  
Adequately 

70 51.1 51.1 100.0

Valid 

   
Total 

137 100.0 100.0  

 
v53  53. The Balanced Scorecard as an instrument supports and enhances the sustainability 
constructs of an organisation's competitive advantage 

 

  Frequency Per cent Valid Per cent 

Cumulative 

Per cent 

1  Not at all 8 5.8 5.8 5.8

   
2  Partially 

45 32.8 32.8 38.7

   
3  
Adequately 

84 61.3 61.3 100.0

Valid 

   
Total 

137 100.0 100.0  
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Annexure 7:  Research questionnaire – Phase 4 

 
THE STRATEGIC VALUE OF THE BALANCED SCORECARD  

IN THE NETWORKED ECONOMY 
A MultiChoice Africa (Pty) Limited Case Study 

 

Dear respondent 

 

This questionnaire aims at measuring your perceptions towards the operational value of the 

Balanced S corecard in terms of  st rategy im plementation, competitive advantage and 

sustainability.  The compl etion of thi s questionnaire will take approx imately 20 minut es.  

Thank you for participating in this study. 

 

SECTION A: DEMOGRAPHIC CHARACTERISICS 
Please tick the appropriate code 

Gender   Ma le      1  

Female      2    /1 

Age   18 – 24 years     1  

25 – 34 years     2  

35 – 49 years     3  

50+ years     4    /2 

 

Employee level  General Staff / Administrative   1  

Supervisory / Junior Management  2  

Middle Management    3  

Senior Management    4  

General Manager / EXCO   5  

Other      6    /3 

 

Department  Broadcast Technology Division   1  

Content      2  

Corporate Communication   3  

Finance      4  

Human Resources    5  

Information Technology Division   6  

Interactive     7  
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Marketing     8  

Regulatory     9  

SA Operations     10    /4
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SECTION B:  T HE BA LANCED SCORECARD AND ST RATEGY 
MANAGEMENT 

1. Please indicate if y ou agree or d isagree with  the following s tatements.  Please tick  the 

appropriate code. 

 Disagree Ag ree  

The Balanced Scorecard provides me with valuable 
information that allows me to be more efficient and 

effective in my work 

1  2  /5 

I have found problem solving in my department to be 

much faster since the introduction of the Balanced 

Scorecard 

1  2  /6 

The Balanced Scorecard is a valuable instrument for me 1  2  /7 

The Balanced Scorecard has assisted MultiChoice Africa 

(Pty) Limited in successfully implementing their new 

strategic intent 

1  2  /8 

The Balanced Scorecard has exceeded my personal 

expectations in overcoming the traditional barriers to 

strategy implementation 

1  2  /9 

The Balanced Scorecard provides valuable feedback on 

strategically important issues to me 
1  2  /10 

The Balanced Scorecard effectively links short-term 

resource allocation with long-term strategy 
1  2  /11 

Since the implementation of the Balanced Scorecard, I 

find it much easier to reach my objectives 
1  2  /12 

The Balanced Scorecard assists me to understand how 

strategies should be implemented 
1  2  /13 

The Balanced Scorecard provides the feedback that I 

need to perform my job effectively 
1  2  /14 

The Balanced Scorecard has enhanced my decision 
making abilities 

1  2  /15 

The Balanced Scorecard has enhanced my leadership 
abilities 

1  2  /16 

The Balanced Scorecard has assisted me to better 
exchange my views regarding important strategic 

objectives of the organisation 

1  2  /17 
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The Balanced Scorecard has shaped the way my 

department operates 
1  2  /18 

The Balanced Scorecard has equipped me to overcome 
the barriers that exists in strategy planning 

1  2  /19 

Since the introduction of the Balanced Scorecard my 

department has been able to better coordinate and 
manage my departments’ budget 

1  2  /20 

I use the information the Balanced Scorecard provides to 

set more feasible targets for my department 
1  2  /21 

The enhancing of proper communication routes 

between departments by the Balanced Scorecard assists 

me to align the objectives more effectively 

1  2  /22 

The Balanced Scorecard assisted to narrow down the 

important strategic objectives of the organisation 

thereby enhancing the quality of the strategies 

implemented 

1  2  /23 

With the Balanced Scorecard it has become easier for me 

to link strategy to action 
1  2  /24 

My department uses the Balanced Scorecard as an 

instrument to encourage action and appropriate 
change 

1  2  /25 

The Balanced Scorecard is a successful management 
instrument because its measures can be changed 

(flexible) to suit the organisation’s needs in the constantly 

changing environment it operates 

1  2  /26 

It is too early to tell the real impact of the Balanced 

Scorecard 
1  2  /27 

The Balanced Scorecard has brought about a positive 
change in the way we do business 

1  2  /28 

The Balanced Scorecard is nothing more than a 

measurement instrument 
1  2  /29 
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SECTION B: THE BALANCED SCORECARD AND COMPETITIVE ADVANTAGE 
2. Please indicate if y ou agree or d isagree with  the following s tatements.  Please tick  the 

appropriate code. 

 Disagree Ag ree  

Since the implementation of the Balanced Scorecard, 

MultiChoice Africa (Pty) Limited was able to pursue 
opportunities that created a competitive advantage 

1  2  /30 

Since the introduction of the Balanced Scorecard, 

management is able to act on opportunities that 

supports gaining a competitive advantage over 

competitors 

1  2  /31 

Since the implementation of the Balanced Scorecard, I 

understand MultiChoice Africa (Pty) Limited’s 

competitive environment much better 

1  2  /32 

I believe the Balanced Scorecard aided my department to 

rethink how to explore new markets in order to establish 

a sustainable competitive edge 

1  2  /33 

The Balanced Scorecard assisted in identifying key 
success factors (product quality/customer knowledge, 

on-time delivery etc.) that creates a sustainable 

competitive advantage 

1  2  /34 

I use the Balanced Scorecard as a synchronisation 
instrument for information, human capital and the market 

to create new services in my department that will assist 

and maintain a sustainable competitive advantage 

1  2  /35 

Management uses the Balanced Scorecard as an 

instrument to manage the diversity in the organisation 
1  2  /36 

The Balanced Scorecard assists the organisation to focus 

on decreasing the organisation’s cost by making it 

more efficient in delivering business solutions 

1  2  /37 

The Balanced Scorecard assists the organisation to 

improve service delivery to customers 
1  2  /38 

The Balanced Scorecard is used as an instrument to 

assist management reinvent the organisation’s 
business model in order to create a competitive 

advantage in the market 

1  2  /39 
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The Balanced Scorecard initiates the alignment and 
focus of all the organisation’s resources on its 

strategy 

1  2  /40 

The use of the Balanced Scorecard resulted in better 

strategy implementation through the creation of new 
business models 

1  2  /41 

I feel the Balanced Scorecard is adding value to the role 
of internal and external stakeholders (increasing) in the 

organisation’s value chain 

1  2  /42 

The Balanced Scorecard initiates better cooperation 
and collaboration between all stakeholders 

1  2  /43 

The introduction of the Balanced Scorecard results in the 

organisation generating returns in excess of the cost 
of capital and earning a higher rate of economic profit 
than the average of its competitors (competitive 

advantage) 

1  2  /44 
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SECTION C: THE BALANCED SCORECARD AND SUSTAINABILITY 
3. Please indicate if y ou agree or d isagree with  the following s tatements.  Please tick  the 

appropriate code. 

 Disagree Ag ree  

The Balanced Scorecard has built a favourable culture 

within MultiChoice 
1  2  /45 

Operationally we are more effective due to the 

introduction of the Balanced Scorecard 
1  2  /46 

The Balanced Scorecard has assisted me to cope with 

the change management process more effectively 
1  2  /47 

The Balanced Scorecard is an instrument that is focused 

on the operational side of the business 
1  2  /48 

The Balanced Scorecard has added real value to the 

business 
1  2  /49 

The Balanced Scorecard has assisted to control and 
manage corporate sustainability 

1  2  /50 

The Balanced Scorecard assists management in 

streamlining sustainability strategy and set clear 

targets for environmental management and corporate 

social responsibility 

1  2  /51 

I find the Balanced Scorecard a helpful business 
instrument in developing strategies to attract and retain 

customers 

1  2  /52 

The Balanced Scorecard has made me more aware of the 

threats and opportunities the organisation faces and 

how this will have an impact on the business objectives 

and performance 

1  2  /53 

The Balanced Scorecard enhances the effectiveness of 

the organisation’s ability to develop and maintain a 

sustainable competitive advantage 

1  2  /54 

I use the Balanced Scorecard to focus on short-term 

objectives in order to achieve long-term sustainability 
1  2  /55 

I used the Balanced Scorecard during the changed 

management process to better understand the new 

corporate vision and mission 

1  2  /56 
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SECTION D: GENERAL 
 

4. To what extent would you say the Balanced Scorecard has met your expectations with 

regard to the fo llowing k ey issues, w here 1  = Not met my expectations; 2  = Met my  

expectation; and 3 = Exceeded my expectations.  Please tick the appropriate code. 

 Not met 
expectations 

Met 
expectations 

Exceeded 
expectations 

 

Overcoming the barriers in 

strategy implementation 
1  2  3  /57 

Assisting MultiChoice Africa (Pty) 

Limited in gaining a competitive 
advantage 

1  2  3  /58 

Assisting MultiChoice Africa (Pty) 

Limited in sustaining a 
competitive advantage 

1  2  3  /59 

 

 

5. To what extent has the BALANCED SCORECARD since its introduction/implementation 

achieved the following operational objectives?  (1 = Not at all; 2 = To some extent; 3 = To 

a large extent; 4 = Completely)  Please tick the appropriate code. 

 Not at all To some 
extent 

To a large 
extent 

Completely 
 

Build a favourable culture for 

MultiChoice Africa (Pty) Limited 
1  2  3  4  /60 

Build a business environment that 

is conducive for growth 
1  2  3  4  /61 

Effectively met the needs of 

management to pursue 

opportunities 

1  2  3  4  /62 

Build a communication 
environment that allows 

management to recognise 

opportunities and threats 

1  2  3  4  /63 

Build an environment where the 

company operates effectively 
1  2  3  4  /64 

Provided a framework for 1  2  3  4  /66 
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 Not at all To some 
extent 

To a large 
extent 

Completely 
 

translating strategy into 
operational themes and thereby 

facilitating the role of management 

Encouraged managers and staff to 

think strategically about the 

organisation and its future 

1  2  3  4  /67 

Created an environment which is 

conducive to learning 
organisations 

1  2  3  4  /68 

Provided a platform for identifying 
strategic and operational 
priorities 

1  2  3  4  /69 

 Not at all To some 
extent 

To a large 
extent 

Completely  

Assisted management in 

enhancing the strategy 
formulation process 

1  2  3  4  /70 

Guided employees from all levels 

towards contributing to 

organisational objectives 

1  2  3  4  /71 

Changed the business thinking 
perspective of employees 

1  2  3  4  /72 

Improved the decision-making 

environment 
1  2  3  4  /73 

Overcoming the barriers in 

strategy implementation 
1  2  3  4  /74 

Assisting MultiChoice Africa (Pty) 

Limited in gaining a competitive 
advantage 

1  2  3  4  /75 

Assisting MultiChoice Africa (Pty) 

Limited in sustaining a 
competitive advantage 

1  2  3  4  /76 
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6. In what areas of the business would you say the Balanced Scorecard has had the most 

effect? 

Please motivate 

      /76 

 

7. In what areas do you think does the Balanced Scorecard fail?  Please elaborate 

      /77 

 

8. What are the main uses of the Balanced Scorecard in your department? 

      /78 

 

9. From your perspective, how would you e valuate the impac t o f the Balanced Scorecard 

since its introduction?  Please motivate why you say so 

No or limited 
results 

Some progress 
Achieved 

breakthrough 
results 

Exceeded my 
expectations 

 

1  2  3  4  /76 

      /77 

 

 

Thank you for your participation 
 

After completing the survey, please save this document to your local hard drive 

(e.g. c:\temp) and attach to e-mail addressed to ntheunissen@sars.gov.za 
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Annexure 8:  Frequency tables – Phase 4 
 

Section B1:  Strategy management Disagree Agree Total 

The Balanced Scorecard provides me with valuable information 

that allows me to be more efficient and effective in my work. 

% 
12% 88% 100%

I have found problem solving in my department to be much 

faster since the introduction of the Balanced Scorecard. 

% 
34% 66% 100%

The Balanced Scorecard is a valuable instrument for me. % 12% 88% 100%

The Balanced Scorecard has assisted MultiChoice Africa (Pty) 

Limited in successfully implementing their new strategic intent. 

% 
12% 88% 100%

The Balanced Scorecard has exceeded my personal 

expectations in overcoming the traditional barriers to strategy 
implementation. 

% 

20% 80% 100%

The Balanced Scorecard provides valuable feedback on 

strategically important issues to me. 

% 
13% 87% 100%

The Balanced Scorecard effectively links short-term resource 

allocation with long-term strategy. 

% 
16% 84% 100%

Since the implementation of the Balanced Scorecard, I find it 

much easier to reach my objectives. 

% 
22% 78% 100%

The Balanced Scorecard helps me to understand how strategies 

should be implemented. 

% 
13% 87% 100%

The Balanced Scorecard provides the feedback that I need to 

perform my job effectively. 

% 
19% 81% 100%

The Balanced Scorecard has enhanced my decision-making 
abilities. 

% 
27% 73% 100%

The Balanced Scorecard has enhanced my leadership abilities. % 28% 72% 100%

The Balanced Scorecard has helped me to better exchange my 
views regarding important strategic objectives of the 

organisation. 

% 

19% 81% 100%

The Balanced Scorecard has shaped the way my department 
operates. 

% 
27% 73% 100%

The Balanced Scorecard has equipped me to overcome the 
barriers that exist in strategy planning. 

% 
22% 78% 100%

Since the introduction of the Balanced Scorecard my department 

has been able to better co-ordinate and manage my 

departments' budget. 

% 

32% 68% 100%

I use the information in the Balanced Scorecard to set more 
feasible targets for my department. 

% 
23% 77% 100%

The enhancing of proper communication routes between 

departments by the Balanced Scorecard helped me to align the 

objectives more effectively. 

% 

31% 69% 100%

The Balanced Scorecard assisted to narrow down the important 
strategic objectives of the organisation, thereby enhancing the 

quality of the strategies implemented. 

% 

14% 86% 100%

With the Balanced Scorecard it has become easier for me to link % 18% 82% 100%
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strategy to action. 

My department uses the Balanced Scorecard as an instrument to 

encourage action and appropriate change. 

% 
34% 66% 100%

The Balanced Scorecard is a successful management 
instrument because its measures can be changed (flexible) to 

suit the organisation's needs in the constantly changing 

environment it operates. 

% 

11% 89% 100%

It is too early to tell the real impact of the Balanced Scorecard. % 32% 68% 100%

The Balanced Scorecard has brought about a positive change 

in the way we do business. 

% 
24% 76% 100%

The Balanced Scorecard is nothing more than a measurement 
instrument. 

% 
54% 46% 100%

 

 
Section B2 – Competitive Advantage Disagree Agree Total 

Since the implementation of the Balanced Scorecard, MultiChoice 

Africa (Pty) Limited was able to pursue opportunities that created a 

competitive advantage. 

% 

19% 81% 100%

Since the introduction of the Balanced Scorecard, management has 

been able to act on opportunities that support gaining a 

competitive advantage over competitors. 

% 

21% 79% 100%

Since the implementation of the Balanced Scorecard, I understand 

MultiChoice Africa (Pty) Limited’s competitive environment much 

better. 

% 

25% 75% 100%

I believe the Balanced Scorecard aided my department to rethink 

how to explore new markets in order to establish a sustainable 

competitive edge. 

% 

28% 72% 100%

The Balanced Scorecard assisted in identifying key success 
factors (product quality/customer knowledge, on-time delivery etc.) 

that create a sustainable competitive advantage. 

% 

14% 86% 100%

I use the Balanced Scorecard as a synchronisation instrument for 

information, human capital and the market to create new services in 

my department that will help to maintain a sustainable competitive 

advantage. 

% 

29% 71% 100%

Management uses the Balanced Scorecard as an instrument to 

manage the diversity in the organisation. 

% 
30% 70% 100%

The Balanced Scorecard assists the organisation to focus on 

decreasing the organisation's cost by making it more efficient in 

delivering business solutions. 

% 

17% 83% 100%

The Balanced Scorecard assists the organisation to improve service 
delivery to customers. 

% 
12% 88% 100%

The Balanced Scorecard is used as an instrument to assist 

management reinvent the organisation's business model in order 

to create a competitive advantage in the market. 

% 

14% 86% 100%

The Balanced Scorecard initiates the alignment and focus of all the % 14% 86% 100%
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organisation's resources on its strategy. 

The use of the Balanced Scorecard resulted in better strategy 

implementation through the creation of new business models. 

% 
22% 78% 100%

I feel the Balanced Scorecard is adding value to the role of internal 

and external stakeholders (increasing) in the organisation's value 

chain. 

% 

14% 86% 100%

The Balanced Scorecard initiates better co-operation and 

collaboration between all stakeholders. 

% 
17% 83% 100%

The introduction of the Balanced Scorecard results in the 

organisation generating returns in excess of the cost of capital 
and earning a higher rate of economic profit than the average of its 

competitors (competitive advantage). 

% 

21% 79% 100%

Section C3:  Sustainability Disagree Agree Total 

The Balanced Scorecard has built a favourable culture within 

MultiChoice. 

% 
19% 81% 100%

Operationally we are more effective due to the introduction of the 

Balanced Scorecard. 

% 
21% 79% 100%

The Balanced Scorecard has assisted me to cope with the change 
management process more effectively. 

% 
32% 68% 100%

The Balanced Scorecard is an instrument that is focused on the 

operational side of the business. 

% 
28% 72% 100%

The Balanced Scorecard has added real value to the business. % 15% 85% 100%

The Balanced Scorecard has helped to control and manage 

corporate sustainability. 

% 
15% 85% 100%

The Balanced Scorecard assists management in streamlining 
sustainability strategy and set clear targets for environmental 

management and corporate social responsibility. 

% 

15% 85% 100%

I find the Balanced Scorecard a helpful business instrument in 

developing strategies to attract and retain customers. 

% 
15% 85% 100%

The Balanced Scorecard has made me more aware of the threats 
and opportunities the organisation faces and how this will have an 

impact on the business objectives and performance 

% 

20% 80% 100%

The Balanced Scorecard enhances the effectiveness of the 

organisation's ability to develop and maintain a sustainable 

competitive advantage. 

% 

11% 89% 100%

I use the Balanced Scorecard to focus on short-term objectives in 

order to achieve long-term sustainability. 

% 
16% 84% 100%

I used the Balanced Scorecard during the change management 

process to better understand the new corporate vision and 
mission. 

% 

19% 81% 100%

Section D4:  General 

Not met 

my 

expectati

ons 

Met my 

expectation

s 

Exceeded my 

expectations Total 

Overcoming the barriers in strategy implementation. %
15% 58% 27% 100%
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Assisting MultiChoice Africa (Pty) Limited in gaining a 
competitive advantage. 

%
15% 62% 23% 100%

Assisting MultiChoice Africa (Pty) Limited in sustaining a 
competitive advantage. 

%
24% 57% 19% 100%

     

Section D5 Not at all 

To some 

extent 

To a large 

extent Completely Total 

Built a favourable culture for MultiChoice Africa (Pty) Limited. % 6% 42% 41% 12% 100%

Built a business environment that is conducive for growth. % 4% 33% 48% 15% 100%

Effectively met the needs of management to pursue 

opportunities. 

% 
3% 27% 49% 21% 100%

Built a communication environment that allowed 

management to recognise opportunities and threats. 

% 
9% 25% 50% 16% 100%

Built an environment where the company operates 
effectively. 

% 
4% 24% 58% 14% 100%

Provided a framework for translating strategy into 
operational themes and thereby facilitated the role of 

management. 

% 

4% 20% 58% 18% 100%

Encouraged managers and staff to think strategically about 

the organisation and its future. 

% 
4% 19% 56% 21% 100%

Created an environment which is conducive to learning 

organisations. 

% 
7% 30% 49% 14% 100%

Provided a platform for identifying strategic and operational 

priorities. 

% 
3% 19% 60% 19% 100%

Assisted management in enhancing the strategy formulation 

process. 

% 
2% 24% 54% 20% 100%

Guided employees from all levels towards contributing to 

organisational objectives. 

% 
7% 31% 46% 16% 100%

Changed the business thinking perspective of employees. % 8% 29% 49% 14% 100%

Improved the decision-making environment. % 5% 31% 50% 14% 100%

Overcame the barriers in strategy implementation. % 5% 27% 53% 15% 100%

Assisted MultiChoice Africa (Pty) Limited in sustaining a 
competitive advantage. 

% 
10% 27% 55% 9% 100%

Section D5 Not at all 

To some 

extent 

To a 

large 

extent Completely Total 

Assisted MultiChoice Africa (Pty) Limited in gaining a 

competitive advantage. 

% 
6% 25% 58% 11% 100%

Section D9 

No or 

limited 

results 

Some 

progress 

Achieved 

breakthro

ugh 

results 

Exceeded 

my 

expectation

s Total 

9. From your perspective, how would you evaluate the impact of the 

Balanced Scorecard since its introduction? 
5% 55% 31% 9% 100%

 




