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Abstract 

The balanced scorecard (BSC) has gained its popularity as a performance 

measurement system in all sectors, such as manufacturing and services. The BSC is 

built upon four main areas, respectively; learning and growth, internal business 

process, customer and financial perspectives. The key objective of this research is to 

examine the applicability of the BSC as a tool for performance measurement at travel 

agencies in Egypt. The literature introduces the definitions of BSC, its benefits and 

limitations. The study is exploratory in nature, utilizing online structured 

questionnaire which is directed to tourism managers. A sample size of (86) managers 

has been introduced in this research. The main findings of the practical study revealed 

that even though the BSC measures have been used extensively in the travel agencies, 

the respondents' managers weren't aware of the BSC concept. That result clarifies that 

there isn't a relationship between using the measures of BSC and the awareness of that 

concept. The study also identified the key challenges that could face travel agencies 

when implementing BSC. 

 

Keywords: performance measurement, balanced scorecard, performance 

measurement system, travel agencies, strategy mapping. 

 
Introduction 

Performance measurement is an important system for managing control for businesses 

(Zhang et al. 2013). It is directly related to the formation and maintenance of a firm’s 

core competency and has an impact on the firm’s growth and achievement of 

competitive advantage (Zhang et al. 2013, p.69). According to Chan (2003) 

performance measurement describes the feedback or information on activities with 

respect to meeting customer expectations and strategic objectives. Performance 

measurement can be done in a systematic way for the entire organization and it might 

be done temporarily or for a particular purpose (Öztürk & Coskun, 2014). 

Organizations usually practice performance measurement to examine important issues, 

such as identifying the needs of customers and who's ability to meet these needs; 

considering if they are successful generally; making sure that the taken decisions are 

built on facts not on emotions or assumptions and finally revealing problem fields 

(Parker, 2000). Despite the huge performance measurement literature for the 

manufacturing sectors, little research has been conducted for the tourism industry 

(Yilmaz & Bititci, 2006).  
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Performance measurement system (PMS) is considered one of the most important 

topic and technique in the field of business management (Zeglat et al. 2012). Neely et 

al. (2005, p. 1229) refer to the performance measurement system (PMS) as the set of 

metrics (measures) used to quantify both efficiency and effectiveness. Performance 

measurement system can be defined as a technique to allocate responsibilities and 

decision rights, set performance targets, and reward the achievement of targets 

(Farooq & Hussain, 2011; Lee & Yang, 2011). In order to help researchers and users 

of performance measurement systems to identify its functions, Franco-Santos et al. 

(2007) summarized these functions into five main areas. The first area is that of 

measuring business performance. The second area involves in introducing and 

deploying strategic management philosophies into a company .The third area involves 

facilitating communications within the company as well as with parties outside of the 

company (i.e. internal and external communications). The fourth area involves 

influencing behavior through deciding and monitoring rewards and the fifth area is 

learning and continuous improvement function, which is accomplished by conducting 

feedback processes in order to improve future performance. Literature indicates that 

performance measurement is commonly based on financial measures (Panicker & 

Seshadri, 2013). Nevertheless it is well known that financial measures are mostly 

effective in the short term, only (Panicker & Seshadri, 2013; Basuony, 2014). Top 

management needs more than traditional financial measures to run their businesses in 

a better way (McCunn, 1998). Therefore, the BSC was originally proposed to 

overcome the limitations of managing with only financial measures (Basuony, 2014).  

The balanced scorecard (BSC) seems to be the latest management fashion to sweep 

the organizational world (Malmi, 2001, p.207).The originating heroes of the balanced 

scorecard (BSC), Professor Robert Kaplan and David Norton, developed a useful tool 

for the companies to be able to translate their mission and strategy into a 

comprehensive set of performance measures and to provide the framework for 

strategic measurement and management (Borza & Bordean, 2006).It is particularly 

notable that the BSC has gained wide acceptance within the service sector (Bharadwaj 

& Menon, 1993).A considerable number of studies have employed the BSC concept to 

examine the performance of hotels and  tourism enterprises(Denton & White, 2000; 

Feng et al., 2003; Evans, 2005; Phillips & Louvieris, 2005). The balanced scorecard 

model (Kaplan & Norton, 1992) is one of a number of performance measurement and 

management tools used in the hospitality industry in order to execute strategy 

(Quintano, 2009, p.5).  

 

The purpose of this paper is to focus on BSC and its implementation in travel 

agencies. This research aims to review the BSC literature as a performance 

measurement system. Then, it will go further to determine the extent to which BSC 

approach has been applied in travel agencies. Finally the research will identify the 

challenges facing travel agencies in the implementation of the BSC.  

 

The paper is divided into four main sections. Section one presents a brief review of 

the BSC literature. Section two describes the methodology, research frame, as well as 

the analytical tests. Section three discusses the main results of the survey. The final  
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section closes with the remarkable conclusions. The field study is also guided by the 

following questions: 

1- What are the most common measures travel agencies use to assess their 

performance? 

2- Do travel agencies aware of the BSC framework? 

3- What are the key challenges facing travel agencies in implementing the BSC? 

 
Literature Review 

 

Defining Balanced Scorecard: There is no common definition for a balanced 

scorecard (Waruhiu, 2014). Some organizations considered it a tool for strategic 

planning , others have used it as a performance management system while yet others 

have used it as a management information system aimed at equipping managers with 

data and information for enhancing decision making (Waruhiu, 2014).The balanced 

scorecard is a carefully selected set of quantifiable measures derived from an 

organization’s strategy and used to align the organization’s short-term actions with 

this strategy, while allowing strategy to evolve in response to changes in the 

company's competitive, market and technological environments, and used to assess the 

effectiveness of these actions in achieving the organization’s strategic objectives 

(Frechtling, 2006,p.1). BSC is a multidimensional approach to measuring and 

managing performance that is specifically related to organizational strategy. The 

emphasis is on linking performance measures with the strategies of the business units 

(Otley, 1999). The BSC is a framework for performance measurement that focuses the 

attention of managers in just a few steps and makes linkages between different 

functional areas (Akkermans & Oorschot, 2002).  

BSC can be applied in companies of any size to manage and evaluate business 

strategy, monitor operation efficiency, and communicate related processes to all 

employees (Rohm, 2006). In addition to the balance achieved by examining both 

financial and nonfinancial performance indicators, the balanced scorecard helps 

managers improve corporate decision making and accountability by including both 

leading and lagging measures of performance (Epstein & Wisner, 2001). Leading 

indicators are generally regarded as inputs or process indicators that link more closely 

to operations, while lagging indicators relate more to outcomes achieved through the 

management of leading indicators (Epstein & Wisner, 2001).  

The “balance” in the BSC relates to three areas (Niven, 2002); balance between 

financial and non-financial indicators of success, balance between internal and 

external stakeholders and then balance between lag and lead indicators of success. 

According to Kaplan and Norton (1996 a), the BSC is composed of four strategic 

perspectives: financial, customer, internal business process and learning and growth 

ones; ten to fifteen strategic objectives distributed among the four perspectives; at least 

two indicators to measure each strategic objective; targets and initiatives to reach the 

targets. 

Each perspective of the balanced scorecard includes objectives, measures of those 

objectives (metrics), target values of those measures, and initiatives needed to achieve 

targets (Pandey, 2005).Objectives: The Company specifies major objectives to be  
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achieved under each perspective. For example, under the financial perspective, it may 

identify profitable growth as the major objective. Measures: Measures are the 

indicators that measure progress towards reaching the objective. For example, the 

financial objective of profitable growth might be measured by growth in revenues and 

profits. Targets: Targets are the values for the measures. For example, the company 

may propose that in the five-year planning period, revenue should grow at 10 per cent 

per annum. Initiatives: Initiatives are the actions needed to be performed to achieve 

objectives and targets. For example, a 10 per cent revenue growth may be achieved by 

spending specified money on massive advertising and introducing new products. 

 

Balanced Scorecard Perspectives: The origins of the word “perspective” is from 

the Latin word perspectus, “to look through” or “see clearly,” which is precisely what 

organizations aim to do with a balanced scorecard: examine the strategy and making it 

clearer through the lens of different viewpoints (Niven, 2006).The balanced scorecard 

developed by Kaplan and Norton (1992) suggests a sequence of four perspectives that 

reflects the value-creating activities of the company. The sequence begins with the 

learning and growth perspective, followed by the internal/business process; the 

customer perspective serves as the third perspective and the financial perspective 

serves as the final one (Kaplan & Norton, 1992).A typical scorecard includes four 

components (as shown in Figure 1). 

 

Learning and Growth perspective: This perspective represents the ability of 

employees, information systems, and organizational alignment to manage the business 

and adapt to change (Huang et al.  2007). Intense global competition forces companies 

to make continual improvements to their existing products and processes and gain the 

ability to introduce entirely new products with expanded capabilities (Kaplan & 

Norton 2005).A company's ability to innovate, improve, and learn links directly to the 

company's value (Kaplan & Norton, 2005). That can be done through the ability to 

launch new products, create more value for customers, improve operating efficiencies, 

penetrate new markets, increase revenues and margins – and finally increase 

shareholder value (Kaplan & Norton, 2005).This is also the case of the tourism 

agencies which abilities to innovate, improve and learn can help them win the battle 

with their competitors (Borza & Bordean, 2006). A tourism company can use multiple 

measures for the innovation and learning perspective: new products launched, new 

markets identified, staff appraisal, staff targets, courses completed, improvements 

identified (Borza & Bordean, 2006).  

 

Internal business perspective: The internal measures for the balanced scorecard 

should originate from the business processes that have the greatest impact on customer 

satisfaction – factors that affect cycle time, quality, employee skills, and productivity 

(Kaplan & Norton, 2005). Companies should decide what processes, critical 

technologies and core competencies they must excel at and specify measures for each 

(Kaplan & Norton, 2005). This perspective is also described as an internal value chain, 

which begins with identifying what the customers need, investigating the market for 

those needs, creating a product or service to satisfy the need, delivering the product or 

service and following-up with any post-delivery issues (Kaplan & Norton, 1996b). For 

a tourism agency those could be translated into the capacity of offering 
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the best alternative for the costumers or the employee’s attitude towards the costumers 

(Borza & Bordean, 2006, p.107).Managers can use multiple indicators to measure the 

internal performance of their organizations such as: employee turnover, revenue by 

segment, complaint responses. By measuring these indicators, the manager can realize 

a general image about the internal situation of his company, about the things that are 

working and those that are not working (Borza & Bordean, 2006). 

 

 
 
Figure 1: The Balanced Scorecard, Source: Kaplan and Norton 1996a:76. 

 
Costumer perspective: This is the strategy for creating value and differentiation from 

the perspective of the customer .Distinctive measures used under this perspective are: 

customer satisfaction, customer complaints, customer lost/won, sales from new 

products (Panicker & Seshadri, 2013, p.36). Some studies have found a significant 

association between customer satisfaction and performance (Ittner & Larcker, 1998; 

Banker et al. 2000). Kaplan and Norton (1996b) have determined three broad-based 

themes of customer’s values. The first category is product or service attributes, such as 

uniqueness, functionality, quality, price and time. The second category is customer 

relationships, which includes attributes such as convenience, trust, and responsiveness. 

The third category or theme is image and reputation and includes attributes such as 

innovation and stature in the market (Kaplan & Norton, 1996b). The tourism agencies 

like any other businesses that act in the in the service sector, have to consider the 

costumer’s needs in order to better satisfy them (Borza & Bordean, 2006). Serving the 

costumer in a short time, by offering him the best solution (that could materialize into 
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a plane ticket, a reservation for a hotel or a booked holiday) will have a positive effect 

upon him that could reflect later in the financial perspective of the company (Borza & 

Bordean, 2006,p.107). The difference between a tourism agency that adopts the 

balanced scorecard and that doesn’t adopt it is that the first one will articulate goals 

and afterwards, it will try to translate these goals into specific measures (Borza & 

Bordean, 2006). For a tourism agency it will be appropriately to measure indicators 

like: customer satisfaction, local market share, number of complaints, returning 

costumers (Borza & Bordean, 2006, p.107). 

 

Financial perspective: Under this perspective the common performance measures 

included are: ROI, Cash Flow, Net Operating Income and Revenue Growth (Panicker 

& Seshadri, 2013).Typical goals that can be identified in this part of the balanced 

scorecard refer to profitability, growth and shareholder value. A certain number of 

indicators can be considered when referring to the financial perspective: total 

operating revenue, comparison between costs and budget, comparison of the financial 

performance with the competitors (Borza & Bordean, 2006).The financial perspective 

includes three measures that are strongly related to shareholders. Return on capital 

employed and cash flow reflect preferences for short-term results, and forecast 

reliability indicates the corporate parent’s desire to reduce the historical uncertainty 

caused by unexpected variations in performance (Huang et al. 2007).  

 

Kaplan and Norton (2003) also created a powerful tool, the ‘strategy map’, that 

enables companies to describe the links between intangible assets and value creation 

with a level of clarity and precision that has never before been possible. The strategy 

map is a general, logical and comprehensive mechanism for describing the network of 

cause-and-effect relationships between the organization strategy and the activities that 

employees do daily (Kaplan & Norton, 2000).Strategy mapping provides an 

opportunity to translate the key strategies or initiatives that management intends to 

adopt to achieve the strategic objectives (Murby& Gould, 2005). The strategy map (as 

shown in figure 2) is a one-page graphical representation of what the organization 

must do well in each of the four perspectives if it hopes to execute its strategy (Niven, 

2006 ,p.27).  
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Figure 2.Strategic Mapping, Source: Rohm 2002:4 

BSC and the Other Performance Management Systems: Through using the 

performance measurement tools, companies can monitor the implementation of their 

business plans and strategies, therefore contributing to their organizational success 

(Gomes & Romao, 2012). Salem et al.(2012) compare BSC with other performance 

management systems:  
 

1. Total Quality Management (TQM) –TQM focuses on the system of the 

organization as a whole. On the other hand, BSC heavily emphasizes on 

financial aspects. Both systems are used to integrate the performance 

management and control systems, focusing on communication, reducing the 

cost, and emphasizing the importance of organizations. 

 

2. ISO14001 - The main difference between BSC and ISO14001 is that BSC is a 

strategy management tool, which focuses on whole of the organization, 

Whereas, ISO14001 is a system that focuses on environmental issues. 

 

3. European Foundation Quality Management (EFQM) - The EFQM is a practical 

tool to help organization determining their exact position on the path of 

excellence. The BSC and the EFQM are tools that use measures of 

organizational performance for the purpose of the improvement, and both have 

been widely adopted. The BSC design processes starts with the articulation of a 

shared strategic vision and backwards to define the priority strategic activities 

and outcomes. In contrary, the EFQM assesses performance against the 

activities standard.  

 

4. Management by Objectives (MBO) - In MBO, each goal is determined through 

agreement between managers and subordinates. A total goal is composed of 

section’s goals, and each section’s goal is composed of individual’s goals. It  
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focuses on employees' participation and considers the employees’ motivation. 

MBO requires eight areas in business, what makes MBO more complex than 

BSC.  

 

Benefits of Adopting Balanced Scorecard: By combining the four perspectives, 

the balanced scorecard helps managers understand the interrelationships and causal 

effects among the various aspects (Huang et al. 2007).This understanding enables 

managers to remove the functional barriers and ultimately improves their capabilities 

in decision making and problem solving (Frigo,2004; Poureisa et al. 2013). BSC can 

play an important role in change management (Kaplan and Norton 1996a).An effective 

BSC will shape the strategic direction of the company, the motivation for that strategic 

direction, and how it will improve the organization’s performance(Whitaker, 2001).  

Reviewed literature presents three studies to associate BSC usage and improved 

organizational performance (Davis & Albright, 2004). Hoque and James (2000) 

surveyed Australian manufacturing firms on their usage of nonfinancial measures 

typically found in discussions of BSC development. Their results indicate a 

significantly positive relationship between the usage of typical BSC measures and 

superior performance (Hoque & James, 2000). Malina and Selto (2001) also 

investigate the effectiveness of the BSC in communicating strategic objectives and 

serving as a management control device. They find evidence of an indirect relationship 

between BSC’s management control function and improved performance on BSC 

measures (Malina & Selto, 2001). Banker et al. (2000) examined the association 

between improved financial performance and non-financial metrics in a hotel chain 

where a new incentive program included an emphasis on customer satisfaction 

performance measures. They found evidence of a relationship between customer 

satisfaction, non-financial metrics and future financial performance (Banker et al. 

2000). 

The scorecard wasn't a replacement for financial measures; it was their 

complement(Kaplan & Norton, 1996a). The scorecard enables managers introduce 

four new management processes (Kaplan & Norton 1996a) The first new process - 

translating the vision - helps managers build a consensus around the organization's 

vision and strategy. The second process - communicating and linking managers 

communicate their strategy up and down the organization and link it to departmental 

and individual objectives. The third process - business planning – enables companies 

to integrate their business and financial plans. The fourth process - feedback and 

learning - offers companies the opportunity for strategic learning. The scorecard thus 

enables companies to modify strategies to reflect real-time learning. 
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Figure 3.Managing Strategy: Four Processes, Source: Kaplan and Norton (1996a) 

 

 

In summary, the BSC helps an organization in the following six ways (Gumbus & 

Lussier, 2006): Promotes growth—due to focus on long-term strategic outcomes, not 

just short-term operational results. Tracks performance—individual and collective 

results can be tracked against targets in order to correct and improve. Provides 

focus—when measures are aligned to a few critical strategies, the BSC provides focus 

on what is important to the company. Alignment to goals—when you measure what is 

truly important to success; the measures become linked and support each other. 

Alignment occurs across the organization. Goal clarity—the BSC helps responding to 

the question, “How does what I do daily contribute to the goals of the enterprise?” 

Accountability—individuals are assigned as owners of metrics in order to provide 

clear accountability for results. 

 

Challenges in the Implementation of the Balanced Scorecard: Despite the above 

mentioned benefits, it has been concluded that the process of adopting the BSC is 

complex and requires the commitment of resources and time to monitoring, continuous 

learning, feedback and adjustments (Doran et al. 2002).Problems have been regarded 

such as: its key assumptions and relationships (Norrekilt,2000); not providing 

guidance as to how to improve performance to achieve the desired strategic results  
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(Gautraeu & Kleiner, 2001); its confusion of cause and effect with finality (Norrekilt, 

2000); being costly in terms of cash and time (Lipe & Salterio, 2000; Gautraeu & 

Kleiner, 2001); the volume of data may overload human decision-makers (Lipe & 

Salterio, 2002). 

 

Moreover, it has been suggested that many of the BSC projects either fail or do not 

occur (Nyaega, 2006). Graham (2003) criticized the BSC as being too expensive. 

Measures developed for an organization should always be balanced and easy to 

interpret (Branice, 2013). Using too many measures leads to loss of balance (Branice 

2013). Measures should be few in number, but highly relevant and focused on 

improvement rather than the achievement of a measure (Mbogo, 2008). Butler et al. 

(1997) considers Kaplan and Norton’s model to be too general. Laitinen (1996) also 

considers the selection of (four) basic dimensions and their interrelationships 

problematic. Letza (1996) concludes the greatest threat can occur if managers select 

the wrong measures, group these into the four proposed perspectives and then focus on 

the wrong issues.  

 

Kaplan and Norton (2001) identify two sources of the failure of the balanced 

scorecard in large companies: the design and the process. 

 

Design failure: A poorly designed balanced scorecard may lead to its failure in an 

organization. A poor design includes: Too few measures in each perspective, leading 

to failure to obtain a balance between leading and lagging indicators or financial and 

non-financial indicators. Too many indicators without identifying the critical few: in 

this case, the organization will lose control and be unable to find linkage between 

indicators. Failure of measures selected to describe the organization's strategy. This 

happens when an organization tries to enter all its Key Performance Indicators (KPIs) 

into each perspective without screening to select only those measures linked to its 

strategy. This means the organization's strategy is not translated into action and it thus 

does not obtain any benefit from the balanced scorecard. 

 

Process failure: Process failures are the most common causes of failure of the 

Balanced Scorecard and include (Kaplan & Norton, 2001): Lack of senior 

management commitment, too few individuals involved, overly long development 

process, treating the balanced scorecard as a one-time measurement project, hiring 

inexperience consultants 

 

Balanced Scorecard Limitations: Not all stakeholders were included in the BSC 

such as: suppliers and public authorities (Atkinson et al. 1997; Norreklit, 2000). The 

BSC contains a serious failure in their construction, once it focused management 

strictly on a set of pre-defined indicators and measures without paying attention to the 

actions and strategies of the competitors (Kennerley & Neely 2003; Norreklit, 2003). 

Any problem that can appear in the implementation of the strategy leads to achieve 

unbalanced situation between financial and non-financial measures (Anand et al. 

2005). BSC has had different meanings at different times (Othman et al. 2006). In 

some cases, organizations do not understand what exactly the BSC is and what its 

implementation involves (Othman, 2009).  
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Material and Methods 

This study investigates the current adoption of the Balanced Scorecard in Egyptian 

travel agencies. In addition, this research aims to identify the various limitations 

associated with the implementation of the Balanced Scorecard in Egyptian travel 

agencies.  

 

INSTRUMENT AND MEASURES: The study primary data was collected through 

structured questionnaires. The questionnaires were both closed and open-ended so as 

to let the respondents to express their views without restrictions. Questionnaires were 

sent for the tourism mangers via emails. The questionnaire was in the form of Likert 

scale where respondents were required to indicate their views on a scale of 1 to 5. The 

questionnaire contained 3 sections: section A was on general information about the 

respondents, section B comprised of questions involving the extent of adoption the 

BSC framework in the Egyptian travel agencies grouped under financial, customer, 

internal business and learning and growth perspectives, while section C covered the 

possible challenges faced in implementing the BSC framework. Statistical Package for 

Social Sciences Software (SPSS) 16.0 was used to conduct statistical analysis of the 

data.  

 

Participants: A total of 100 travel agencies managers, were used for the purpose of 

the study. Out of the target population (86) responded thus achieving a response rate 

of 86%, 65 males and 21 females. The mean age of participants was 46 years old. Of 

the participants, 91% had baccalaureate degree, and 9% had earned an advanced 

degree. 81% of the participated mangers were not aware of BSC concept and 19% 

only were aware of it. 

 

RELIABILITY AND VALIDITY: To verify how closely the survey measurements met 

the objectives of this study, a reliability analysis was performed for the constructs 

composed by Cronbach’s alpha. The generally agreed upon lower limit for Cronbach’s 

alpha is 0.70 (Nunnaly, 1978). The results of the reliability of the balanced scorecard 

framework constructs gave alpha coefficients exceeding (.70), which are regarded as 

acceptable reliability coefficients. Hence, the results demonstrate that the 

questionnaire is a reliable measurement instrument. 

 

 

Table 1.Cronbach’s Alpha for balanced scorecard framework 

 

Construct Cronbach’s Alpha 

Financial Measures .765 

Customer Measures .702 

Internal Business Process Measures .832 

Learning and Growth Measures .743 

Challenges of implementing BSC 

 

.920 
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Results and Discussion 

With regards to financial perspective, the respondents gave their answers on a scale of 

1-5 where I represent to a very large extent and 5 very small extent. As table 2 shows, 

the total mean of using the different financial measures in determining the travel 

agencies performance was (3.56), with a standard deviation of (±1.01). The mean of 

applying the different financial measures was ranged from low (1.89) to Shareholder 

value analysis and a high of (4.87) to Profit margins. It is thus clear that measuring 

Profit margins and Percentage of sales growth are measures that are extensively used 

in the travel agencies followed by Return on travel agency assets, Cash flow 

management, Net operating income, Cost per operation hour and lastly Shareholder 

value analysis. 

 

Table 2: Financial Measures 

 

 Measures Mean SD 

1 Percentage of sales growth. 4.42 .986 

2 Return on travel agency assets. 4.15 .678 

3 Profit margins. 4.87 .466 

4 Cash flow management. 3.76 1.45 

5 Net operating income 2.98 .987 

6 Cost per operation hour 2.90 1.67 

7 Shareholder value analysis 1.89 .876 

 Total 3.56 1.01 

 

Results in table 3 indicated that the travel agencies were keen to measure its 

performance by using customer measures. It is obvious that the total mean of the 

extent to which travel agencies use the customer measures in determining its 

performance, scored the highest mean (4.51) between all the used tools in determining 

the travel agencies performance with a standard deviation of (±.761). 

 

Table 3: Customer Measures 

 

 Measures 

 

Mean SD 

1 Customer satisfaction. 4.61 .456 

2 Number of customer complaints. 4.71 .872 

3 Product or service attributes; 

quality, price, time. 

4.43 .625 

    

4 Customer retention rate. 4.21 .987 

5 The number of repeat versus new 

customer orders. 

4.12 .928 

6 Customer increasing rate. 4.42 .567 
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7 Image and reputation. 4.21 .982 

8 Customer loyalty. 4.05 .678 

 Total 4.51 .761 

 

 

The mean of applying the different customer measures was ranged from (4.05) to 

customer loyalty and (4.71) to Number of customer complaints. It is thus clear that 

measuring Number of customer complaints and Customer satisfaction are measures 

that are extensively used in the travel agencies in determining its performance. This 

result is in line with Borza and Bordean (2006) study that confirms that tourism 

agencies have to consider the costumer’s needs in order to better satisfy them. This 

also supports the findings of Nusair and Kandampully (2008) who confirmed that 

customer focused enterprises will in fact enhance the firms' opportunity to improve 

sales. 

 

Table 4 highlighted the adoption of internal business measures; the total mean was 

very low (2.62) with a standard deviation of (±.825). The mean of using internal 

business process measures in determining the travel agencies performance was ranged 

from low (1.56) to Employee turnover and a high of (4.23) Number of customer 

complaints responses. It is thus clear that Number of customer complaints responses 

and Post-sales services are measures that are extensively used in the travel agencies, 

while Employee turnover is considered the least frequently used with mean of (1.56) 

and standard deviation (±.962).  This result asserted the findings of Qiu and Wu 

(2004) study that more efforts should be given to employee turnover as it is considered 

one of the major challenges in tourism sector. 

 

 

Table 4: Internal Business Process Measures 

 

 Measures 

 
Mean SD 

1 Number of customer complaints 

responses. 

4.23 1.341 

2 Number of new services offered. 3.41 .786 

3 Total inventory cost. 1.76 .799 

4 Transaction efficiency. 1.89 .234 

5 Management performance. 1.87 .890 

6 Post-sales services. 3.67 .765 

7 Employee turnover. 1.56 .962 

 Total 2.62 .825 

 

 

With respect to the learning and growth perspective, the results in table 5 indicated 

that information system capabilities and employee capabilities are the most widely 

used measures to indicate the travel agencies performance respectively. In terms of 

professional training the mean was (1.98) with standard deviation of (.345). That result  
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indicates that travel agencies don't give the required attention for improving and 

training their employees. Travel agencies need to do more efforts in this concern as the 

study of Neely and Al Najjar (2006) shed the light on clarifying the true role of 

performance measurement for providing a means of management learning, rather than 

simply a means of management control. It is widely believed performance measures 

are essential if managers are to track progress and establish whether their organization 

is moving in the desired direction. 

 

 

Table 5: Learning and Growth Measures 

 

 

 Measures 

 

Mean SD 

1 Employee stability. 2.18 .987 

2 Professional training. 1.98 .345 

3 Employee capabilities. 4.34 .567 

4 Information system 

capabilities. 

4.87 .539 

5 Empowerment and 

alignment of employees. 

3.76 .346 

6 Employee satisfaction. 3.21 .981 

7 Product innovation rate. 2.76 .346 

 Total 3.30 .587 

 

 

The travel agencies managers were also requested to indicate the challenges faced 

when implementing the BSC .Results tabulated in table 6 confirmed that the 

challenges of applying BCS in travel agencies are arranged as follow,(1) Too difficult 

in determining measures (mean 4.98 and SD ±.230),this confirms Graham (2003) who 

criticized the BSC as too expanded and too broad to be of specific use to most firms. 

(2)Too many measures to be used (mean 4.34and SD ±.981), as we noticed from the 

study, it was established that the BSC measures are too many since each perspective 

has to have its own measures making the process very difficult to manage and apply . 

(3)Lack of skills and know how to developing BSC (mean 4.21and SD ±.781), (4) 

Lack of highly developed information systems (mean 3.45 and SD ±.349), (5)Time 

consuming in developing and updating BSC(mean 3.24 and SD ±.348), this can be 

attributed to the truth that when organizational structures are re-aligned and strategies 

are constantly changing the BSC measures also need development and updating. 

.Gatreau and Kleiner (2001) confirmed that continuously updating the scorecard needs  

 

 



ASSESSING THE BALANCED SCORECARD                                                                                       Hamida  Abd El Samie Mohamed 

Journal of The Faculty of Tourism and Hotels| Volume 12, Issue 1, (2015)   149 

 

a lot of time. (6)Selecting wrong measures (mean 3.23and SD ±.921)and lastly, 

(7)Lack of senior management commitment(mean 2.45and SD ±.873). 

 

 

Table 6: Challenges of BSC implementation 

 

 

 Challenges Mean SD 

1 Time consuming in developing 

and updating BSC 

3.24 .348 

2 Too many measures to be used 4.34 .981 

3 Too difficult in determining 

measures 

4.98 .230 

4 Lack of highly developed 

information systems 

3.45 .349 

5 Lack of skills and know how to 

developing BSC 

4.21 .781 

6 Selecting wrong measures 3.23 .921 

7 Lack of senior management 

commitment 

2.45 .873 

 

To indicate the relationship between the level of awareness and the extent to which 

the travel agencies use BSC measures, a correlation analysis was conducted in table 7. 

 

Table 7: Correlation analysis between the extent of applying BSC 

measures and the level of Awareness 

 

  
Awareness 

ApplyingBSC 

measures 

AwarenessLevel 

of 

Pearson 

Correlation 1 0.11 

 

Sig.(2-Tailed) ---- 0.76 

N 86 86 

Applying BSC 

Measures 

Pearson 

Correlation 
0.11 1 

 

Sig. (2-Tailed) 0.76 ---- 

N 86 86 
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The correlation analysis showed that the value of correlation coefficient “r” is low for 

the relationship between awareness and the extent to which the travel agencies use 

BSC measures among respondents (r =0.11, sig= 0.76). This value indicates there is no 

relationship between the level of awareness and the extent of applying the BSC 

measures in the travel agencies. 

 

 

Conclusion 

 

BSC isa performance measurement system based not only on the financial measures 

but also on non-financial measures like customer factors, internal business processes, 

and employee learning and growth. A considerable number of studies have employed 

the BSC concept to examine the performance of hotels and tourism enterprises. The 

BSC helps an organization in the following six ways: promotes growth, tracks 

performance, provide focus, alignment to goals, goals clarity and accountability. The 

key objectives of this study were to identify the extent to which the BSC framework is 

applied in the Egyptian travel agencies and to settle on the challenges of its 

implementation .In order to fulfill the study objectives, the practical study were 

undertaken to identify the most common measures travel agencies use to assess their 

performance. Although tourism managers practiced some measures of the BSC 

framework, they were not aware of the BSC concept itself. This result is in line with 

Othman (2009) study that confirms that in some cases, organizations do not 

understand what exactly the BSC is and what its implementation involves According 

to their mean values, the common measures were arranged respectively as follows; 

customer measures (4.51), financial measures (3.56), learning and growth measures 

(3.30) and finally internal business measures (2.62).Various challenges have been 

faced in the implementation of BSC in travel agencies, these challenges can be 

arranged as follow:(1) too difficult in determining measures, (2) too many measures to 

be used,(3) lack of skills and know how in developing BSC (4) lack of highly 

developed information systems,(5)time consuming in developing and updating 

BSC(6)selecting wrong measures, and (7lack of senior management commitment. The 

challenges that the travel agencies face are the tool which can be used for the 

continuous development for BSC.  

 

 

Recommendations 

 

If the challenges are used as benchmarks, implementing the BSC and overcoming the 

challenges will enable travel agencies to wholly adopt the BSC. Measuring 

performance is the only way for successful business. Travel agencies should rethink 

their strategies of assessing their performance, adopting performance measurement 

systems like BSC is a must. Special attention should be given to the perspective of 

internal business process as it diagnoses the internal situation in any organization. In 

order to effectively build BSC, special considerations should be adopted. Managers 

need to arrange project team that is well trained on how to use BSC. Top management 

support is essential requirement. Furthermore, managers need to select simple 

measures under each component. The BSC should be aligned with the organization's  
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strategy. Automated data and improved IT software systems can facilitate the process 

of building BSC framework. 
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