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ABSTRACT 

Because of the recent concern about the Balanced Scorecards (BSCs) in the Kingdom of 

Bahrain; it becomes interesting to study the experience of service industrial organizations of 

Bahraini public sector that have implemented the BSCs. A qualitative research approach is 

applied by using Ministry of Works (MOW) and Electricity and Water Association (EWA) in 

Bahrain as case studies in order to achieve research objectives. Based on the collected data 

and information, the research examines the level of BSCs᾽ implementation in operations 

management of the public sector organizations in Bahrain, and its effects on their 

performance. Furthermore, it develops a detailed roadmap for implementing the BSCs in the 

operations departments and establishes guidelines for the selection of their Key Performance 

Indicators (KPIs). The results of this study are consistent with the previous findings from the 

literature that successful implementation of BSCs has many positive impacts on the 

operations management department of the organization and consequently in improving the 

overall performance. The developed roadmap can be adopted by the governmental 

organizations who are considering the BSCs to be their performance management system. 
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INTRODUCTION 

The BSC approach is considered as a successful and systematic approach to enhance 

organizational performance and assist the top management in executing strategies by translating 

them into operational actions, which could be measured by a set of developed key performance 
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indicators [1]. As a result, the BSC approach assists organizations to manage the strategy, 

mission, and vision over the long-term strategic planning process, and enable the operational 

improvement through translation of the strategic content into measurable actions in the 

operations department [2]. Hence, it is not only a performance measurement system, but also a 

strategy management system that could be used by organizations to set their strategies, align 

different operations, and get their performance improved [3]. The approach is one of the most 

famous approaches in the field of performance management and operations improvement as 

reported by many management academics and organizations [4]. 

The features of BSCs have caught the interest of the governmental and public sector 

organizations which have to adopt performance management systems [5,6]. Public sector and 

non for profit  organizations can adapt  the BSCs approach but  the  attention  will be on  

customer  perspective rather  than  financial objective [7,8]. Kaplan and Norton recommend the 

BSCs to be adapted by public sector organizations through basically reorganizing the 

perspectives and taking the customers to the highest level of the hierarchy [9]. Several academics 

who examined the usefulness of the BSCs in public sector have also agreed to the view of 

Kaplan and Norton [5,10]. Additionally, the operations department is one of the most important 

departments at public sector organizations where its performance directly affects the overall 

performance of the entire organization. The BSCs provide the operations department managers 

and the organization management with a better picture of their operations performance [11]. The 

BSCs method is very helpful for managing the operations strategy and the operations department 

different activities by translating strategic objectives into operational actions and through many 

perspectives other than the financial perspective in a balanced view of different performance 

areas [9]. 

Public sector and governmental organizations are not far from the reality that to continue in 

today’s environment, they should be flexible, service oriented, and cost effective. Many counties 

have encouraged their governments to adopt performance management systems and put more 

focus and concentration on the quality of the provided services for citizens [12]. At the same 

time, several types and approaches of such systems have been developed and discussed by the 

private and public firms. The Kingdom of Bahrain is one of the GCC countries that concerns 

about applying the BSCs in order to improve organizations performance and manage strategies. 

The Ministry of Works (MOW) and the Electricity and Water Authority (EWA) in Bahrain have 

already begun the process of implementing BSCs system at each of the two organizations. The 

MOW corporate strategy map and BSC have been cascaded into the organizational different 

levels after it has been totally aligned with the 2030 vision of Bahrain. The ministry successful 

implementation has improved the operations management. It was recognized and rewarded by 

Palladium Group in 2009 [13]. Furthermore, many private companies and organization in the 

Kingdom of Bahrain which have adopted the BSCs approach as a performance management 

system, consider it very useful to Bahraini companies [14]. The adoption of BSCs by the 

Bahraini private organizations has positively affected the organizational and workforce 

performance [16]. Accordingly, because of this recent concern about the BSCs in the Kingdom 

of Bahrain; it becomes important to study the experience of Bahraini service industrial 

organizations that have implemented the approach.  

In order to improve operations management practice and department performance in the 

service industrial organizations of the Bahraini public sector, a detailed procedure for 

implementing the BSCs approach has been developed. In addition to that, the process of 
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selecting the key performance indicators that are used in operations management along with their 

performance targets in these organizations is reviewed. 

METHODOLOGY 

The researcher has used exploratory qualitative research through the case study application in 

two public sector organizations namely, Electricity and Water Authority (EWA) and Ministry of 

Works (MOW). The  author  choose  the  case  study  approach to  get  a  better understanding 

and a broader experience about implementation of BSCs in the operations management of 

Bahraini public sector. 

 Primary data sources 

Semi structured interviews, focus groups and direct observation methods were the primary 

information and data sources in this work. 

The semi-structured interviews were conducted according to a schedule of three cycles to cover 

the following:  

o Pre-implementation of the BSC: vision, mission, values and strategies; 

motivations for BSCs implementation; requirements before implementation. 

o Implementation of the BSC: BSC design (themes, objectives, perspectives, and 

KPIs); BSCs usage; strategic initiatives; performance reporting; updating of 

objectives and KPIs. 

o Post-Implementation: BSCs cascading process, individual BSCs; performance 

evaluation. 

Focus group sessions of nine individuals participated in EWA᾽s Electricity Distribution 

Directorate (EDD) and Distribution Control Center (DCC) BSCs development through the 

validation and application of the BSCs roadmap. Each focus group session has lasted for two 

hours where the principal researcher worked as a moderator to keep the group focused and on 

track to achieve the maximum members’ participation and responses. 

Direct observation was applied by attending many activities related to the BSCs in order to 

observe what was happening. This allowed awareness and comprehensive understanding about 

the atmosphere and how these activities are performed in the daily work.   

 Secondary data sources 

The content analysis data collection technique was used in this research as a secondary data 

source. Different reports, archives, documents and records of targeted organizations in the case 

studies were analyzed. The secondary data was used to develop the questions for the first phase 

of the semi-structured interviews. 

DEVELOPMENT OF BSC ROADMAP FOR OPERATIONS DEPARTMENT 

The BSCs performance management system has several benefits and advantages if successfully 

implemented in public or private sector organizations. Before reaching a decision about 

implementing the BSCs or any other performance management system, the organization top 
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management should have real needs to do so. These needs should be the motivational forces that 

initiate the decision regarding the BSCs implementation. This is because the BSCs 

implementation process needs budget to be allocated, administrative, human, and technological 

resources to be assigned and leadership commitment in order to establish a successful BSCs 

performance management system.  

 BSCs implementation process 

The BSCs implementation process can have different implementation periods depending on the 

size of the organization, project scope and project complexity. The implementation process 

varies from four weeks up to a year or even in some cases two years [16,17]. Furthermore, the 

operations department managers could use several mechanisms in order to develop the BSCs 

system. The main idea is to follow a systematic procedure, such as the roadmap suggested in this 

work, while collecting the required data to establish the BSCs different components. These 

mechanisms could be meetings, focus groups, interviews, Delphi method, surveys, or workshops 

that combine different mechanisms. The suggested roadmap mechanisms and duration is as per 

Table 1.  

Table 1. BSC implementation process in operations department 

Stage Implementation step Mechanism Needed Time 

Planning 

The need for 

BSC, Team 

establishment 

Management 

Meeting 

Up to 

three 

weeks 

Strategic 

content analysis 

- customers & 

stakeholders 

requirements 

Workshop 1 

 

Operations 

strategy 

Workshop 2 
 

Strategic 

themes – BSC 

perspectives 

Workshop 3 

 

Strategic 

objectives 

Workshop 4 Up to four 

weeks 

Performance 

measures 

Workshop 5 Up to four 

weeks 
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Strategy Map BSC team 

Meeting 

Up to one 

week 

Implementation 

 Automation BSC team 

Meeting 

Up to four 

weeks 

Performance 

targets 

Steering 

Committee 

Meeting 

Up to four 

weeks 

Performance 

analysis  

Steering 

Committee 

Meeting 

Based on 

the 

department 

action plans 

Strategic 

Initiatives  

Steering 

Committee 

Meeting 

Evaluation 

BSC Evaluation  Steering 

Committee 

Meeting 

BSC Cascading  Steering 

Committee 

Meeting 

The BSCs implementation roadmap could slightly vary between the operations department in an 

organization that already has implemented it or not. In the organization that already has 

implemented the BSCs in the corporate level or in another department, the operations department 

managers should evaluate the situation for the following: 

o The area of BSCs implementation (corporate level, departmental or business unit 

level). 

o The existence of BSCs team. 

o The existence of BSCs software application. 

The existence of the BSCs in the corporate level will make it easier for the operations managers 

to develop the operations department BSCs by following the roadmap steps and coordinating 

with the existing BSCs team. Furthermore, the availability of the BSCs software application will 

speed up the implementation and usage of the scorecards. In addition to that, the available BSCs 

team could provide assistance through cascading and developing the operations department 
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BSCs. Similarly, the availability of the BSCs in other department or business unit could help the 

operations department manager through their experience with the implementation process. 

The detailed roadmap for BSCs implementation, as shown in Figures 1 and 2, involve 4 stages: 

planning; implementation; evaluation; and cascading. 

 BSCs team establishment 

BSCs team enhances the process of adopting the BSCs more quickly by encouraging the 

acceptance of its idea and concepts by the operations department employees. In addition, the 

BSCs team should contain people from all operations department managerial levels to ensure 

alignment during implementation and to prevent the development of objectives that in contrast of 

corporate, other departments or other business units’ objectives. The BSCs team based on the 

scope of this work should be formed as follows: 

o Operations department level (managers): To champion the BSCs and provide the 

approval of the final proposals by coordinating with the corporate management.  

o Business unit level (section heads): To manage the overall BSCs implementation 

and maintenance processes.  

o Operational level (operational groups’ seniors): To provide measurement data for 

the BSCs and update different KPIs and measures. 

o The BSCs consultants: Who could be from external expertise company or internal 

BSCs experienced employee. 

The BSCs team in addition to the above mentioned members should be supported by 

administrative assistance, information technology assistance and a working location equipped 

with the needed tools. It is recommended that the established team, reports directly to the 

operations department executive in order to facilitate the implementation process by providing 

support and solve any occurred difficulties or problems. Once the team is being formed the 

stages are carried out sequentially. 

- Stage one: BSC planning 

a) Step one: assessment and analysis 

The BSCs implementation process starts with an assessment and analysis of the organization’s 

existing strategic content: mission, vision, and values. The mission statement should be 

discussed with the internal and the external stakeholders of the department. The BSCs team in 

order to fulfill this requirement should apply strengths, weaknesses, opportunities, and threats 

(SWOT) analysis along with interviewing the operations department managers and business 

units heads. As a result, a final set of vision, mission, and values will be established by the BSCs 

team. The BSCs team should ensure alignment of the vision, mission, and strategy statements 

with the organization corporate level. 
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Fig 1: BSC development roadmap: planning stage 
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Fig 2: BSC development roadmap: planning, implementation and cascading stages 
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b) Step two: defining the main customers and stakeholders requirements 

Initially, the BSCs team will arrange the first workshop that includes the team members, 

operations department manager, business units heads and the top management representative in 

order to define the operations department main stakeholders and customers. The workshop will 

start with a brainstorming session in order to collect preliminary data regarding the department 

main stakeholders and customers’ needs and requirements based on the department vision. Then, 

the results of the brainstorming session will be further discussed through focus groups, or used to 

prepare questions for surveys in order to correctly define the needs and requirement.  

c) Step Three: defining operations strategy 

According to the operations department vision, main stakeholders and customers’ needs and 

requirements, the BSCs team members along with the operations department management 

formulate the operations strategy. In the case of non for profit organizations which work for 

public sector, there are common components in their strategies such as serving citizens in a better 

way with higher products and services, better utilization of budget and reducing operating costs. 

Furthermore, the operations strategy should be aligned with organization corporate strategy. This 

could be ensured by involving the organization strategy analyst or the strategic planning unit in 

the formulation of the operations department strategy. Accordingly, a second workshop 

containing the BSCs team members, operations department manager, business units heads, a 

representative from the top management and the organization strategy analyst is conducted for 

developing the operations strategy. The operations strategy should be approved by the 

organizations chief executive. 

d) Step four: BSCs strategic themes setting 

Once the BSCs team members have agreed upon the operations department strategic content, 

then it should be reflected into three to four strategic themes. For most of the organizations, the 

strategic themes will revolve around main stakeholders, customers and operations. A third 

workshop is usually arranged to develop the strategic themes. This workshop should include the 

BSCs team members, the operations department manager and the business units heads. The 

workshop will be started with a brainstorming session. Then the resulted preliminary proposed 

themes will be discussed through focus groups in order to minimize the number of themes to 

around three to four themes which actually represent the department vision and strategy. In case 

that the organization already has implemented the BSCs at the corporate level, then it is the 

BSCs team and the operations department manager decision to use the same strategic themes as 

at the corporate level or to create new themes. 

e) Step five: BSCs perspectives setting 

The BSCs allow operations department managers to look though different perspectives which 

better translate the department vision and strategy into strategic objectives. The logical 

philosophy of the BSCs is that the improvement at the learning and growth will be reflected as 

improvement in performance through the internal processes which will accordingly improve the 

customer experience and satisfaction in addition to the financial results. Furthermore, for public 

sector organizations which do not focus on profit as a main objective, the customer satisfaction 

and fulfillment of stakeholders’ requirement are the dominant factors in their BSCs perspectives. 

In addition, the traditional BSCs perspectives could be used but the financial perspective focus 
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will be on better utilization of budget, cost reduction and in rare cases increasing revenue. A 

better illustration of public sector BSCs is through the modified arrangements of the BSCs 

perspectives as shown in Table 2. The first arrangement was used by EWA while the third 

arrangement was used by MOW. It is recommended to define the BSCs perspectives in the third 

workshop with the strategic themes because the same groups of people are needed throughout the 

workshop activities. In addition to that, defining BSCs perspectives and strategic themes during 

the same workshop will save time and resources of BSCs team and operations department. 

Table 2. Four suggested arrangements of BSC perspectives 

 

f) Step six: Strategic objectives differentiation and development 

The developed operations strategy will be translated into appropriate strategic objectives that 

identify what the department has to do in order to execute the operations strategy and achieve 

better operations management and improvement. These objectives will be categorized according 

to the strategic themes and BSCs perspectives.  

 The Customer Perspective 

In order to develop objectives for the customer perspective, the operations department 

should understand what adds values to customers. The operations department may select 

among three strategies: 

o Operational efficiency: to add value for customers by providing competitive 

pricing, superior quality, on-time delivery or diverse product lines. 

 
 BSC perspective Example from Bahrain 

1 

Financial perspective 

EWA 
Customer Perspective 

Internal processes perspective 

Learning and Growth perspective 

   

2 

Customer Perspective 

New version of BSC for EDD, 

DCC BSC 

Financial perspective 

Internal processes perspective 

Learning and Growth perspective 

   

3 

Stakeholders Perspective 

MOW 
Customer Perspective 

Internal processes perspective 

Learning and Growth perspective 

   

4 

Customer perspective 

Form literature  
Internal processes perspective 

Learning and Growth perspective 

Financial perspective 
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o Customer relationships: to add value for customers through personalized services 

and customized solutions, trust and brand loyalty, and other one to one relationships. 

o Innovative products and services: to add value through inventing creative 

products and features, excellent delivery of products and services, and other product 

leadership initiatives.   

Furthermore, for operations department in a governmental organization, the customer 

perspective may include strategic objectives related to the department dealer, agents or 

distributor. 

 The internal processes perspective 

Internal processes perspective focuses on the critical operations and activities that 

provide the highest impact on performance. These processes should be managed 

effectively and improved in order to achieve stakeholders and financial objectives. Due to 

that, the internal processes objectives should be defined after the customer perspective 

objectives. The three main areas that the strategic objectives of the internal processes 

focus on, are: 

o Product leadership: innovative new products; continuous improvement of existing 

products. 

o Customer relationship: customer support service; customer contact. 

o Operational excellence: reduce operating costs; improve quality; improve delivery 

time; improve supplier relationship. 

 Learning and growth perspective 

Learning and growth is the fourth BSCs perspective which works as the foundation that 

allows the operations department to achieve its objectives and execute the operations 

strategy through translating the required process skills, competencies, and changes into 

learning and growth plans. Learning and growth perspective covers many aspects which 

may differ among different industries or organizations but usually it will cover the 

following categories: 

o Information technology systems: such as applications and systems for execution 

of internal processes activities and operations. 

o Organization culture: such as motivation, alignment, communication, and other 

qualities of empowering the organization. 

o Workforce capabilities: technical skills; leadership skills; communication skills.  

 Financial perspective 

Financial objectives define the expected financial performance according to the 

organization strategy. Financial objectives are ultimate targets of private sector 

organizations and performance driver or enabler for the public sector organizations. Cost 
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reduction, productivity, and asset utilization are the major focus of public sector 

organizations. 

 Development of strategic objectives  

A fourth workshop will be conducted in order to define the strategic objectives for each 

of the BSCs perspectives. The operations department manager, business units’ heads, 

BSCs team members and the top management representative will be organized into four 

groups (the number of BSCs perspectives). The operations department manager, top 

management representative and the consultant will work as a facilitating and leading 

group during the strategic objectives development process. Each group will be 

responsible for one BSCs perspective where it is preferable to have people categorized on 

the groups according to their experience.  

At the end, all the developed objectives will be discussed between all groups taking into 

consideration the following points: 

o Objectives should be clear and specific without adding too much information in 

the objective statement. 

o Objectives always should be related to the vision and strategy achievement. 

o Differentiation between objectives and initiatives or targets. 

o The causal relationships between objectives through strategic themes and 

perspectives. 

 The facilitating and leading group should always work together with all groups in order 

to keep the number of objective to the minimum critical objectives that could be 

considered as the critical success factors. EWA and MOW have a maximum of 24 

objectives in their BSCs where it is recommended to keep the number between 20 and 25 

objectives. The final set of the strategic objectives will be approved by top management 

in order to proceed with the next implementation steps. 

 Strategic objectives owners 

For each strategic objective, an owner should be responsible for this objective. The 

objective owner is responsible for the objective performance, measures, initiatives, 

performance improvement programs, reporting and presenting of objective through the 

operational and strategic reviews. According to the managerial levels at service industrial 

operations department in the Bahraini public sector organizations, the objective owners 

will be the business units heads. A recommended practice is to have the operations 

department manager as an objective owner on the top level of the BSCs. 

g) Step Seven: performance measures of operations department 

 Performance measures selection 

In order to select and create the suitable set of performance measures and KPIs, a fifth 

workshop is needed with the same structure that was used in the process of defining 

perspectives (fourth workshop). The same four groups are responsible for developing 
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performance measures for the relative BSCs perspective taking into consideration the 

following points: 

o The measure type: leading measure (performance driver) especially in internal 

processes and learning and growth perspectives, or lagging measures (outcomes) 

especially in financial and customers perspectives.  

o Keep the number of measures controllable (critical few measures). 

o The measure should be linked to its relative strategic objective and representative 

of the objective performance. 

o The measure could be used for improving performance by defining targets to it. 

o There are available performance data sources for the measure. 

o The performance measure usefulness should justify the cost of collecting its data. 

o The performance measure should be comparable between other departments, 

business units or organizations and over time. 

Practically, a lot of the performance measures could be extracted from the present 

performance systems and processes in the operations department. The developed set of 

measures from this workshop will be considered as preliminary set of performance 

measures. Furthermore, in the fifth workshop the following tasks will be performed: 

o Identifying the data source for each of the selected measures. 

o Providing permissions for the measures owners to receive the needed data within 

a specified time period.  

o Identifying how each of these measures is going to impact the others through the 

cause and effect relationships. 

o Defining the performance functions and equations for any needed calculations to 

find each measure performance value. 

o Deciding the best data interpretation way to be used for each performance 

measure. 

The set of measures should be reviewed with the concerned employees as per their 

experience with this measure. The evaluation involves the linkage to the relative strategic 

objective, available performance data source and the frequency of measurements. As a 

result, the revision and evaluation comments will be analyzed by the BSCs team along 

with the operations department management and consequently any needed modification 

will be done. 

 Performance measures evaluation 

The next step is to use the available performance data in order to evaluate the usefulness 

of the defined performance measures. The evaluation process involves the previous 

mentioned points in developing measures in addition to consistency of measures with 
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each other through providing logical results. It is recommended to compare the 

preliminary set of measures with those of other similar departments within the same 

organization if the BSCs are already implemented or of different organizations. In 

addition to that, the KPIs libraries are useful for this purpose. 

 Performance measures owners 

The final step in defining the performance measures is to assign measure owner to each 

performance measure who will be kept accountable and responsible for the measure data 

updating and performance. Measure owners should be trained by the BSCs team or a 

training agency where the training should cover the measures details, the method of 

gathering data and updating it, the interpretation method, measure performance review, 

and fundamentals of performance analysis. In addition to that, the measures owners will 

be trained about the whole BSCs performance management system. 

h) Step eight: defining importance weights for BSC 

Usually some of KPIs or performance measures are more important to the operations department 

than others. However, it is unadvisable to neglect the less important key performance indicators. 

Therefore, importance weights for indicators and perspectives in the BSCs can solve this issue. 

The applied weights to a KPI or perspective in the BSCs represent its importance to the 

operations department and its impacts on the performance. Importance weights should be 

assigned by the BSCs team or a cross functional performance improvement focus group. 

Mission, strategy and objectives could be used as references in assigning importance weights. 

There should be an alignment between the strategic objectives importance and the assigned 

weights.  

The importance weights are used for better evaluation of performance. Kaplan and Norton 

suggest a balanced weighting structure showing that nonfinancial measures are at least as 

important, if not more important, than financial measures. The facilitating and leading group at 

the fifth workshop discusses all performance measures and BSCs perspectives according to the 

importance of their strategic objectives. Accordingly, an importance weight will be assigned to 

each performance measure and BSCs perspective. The suggested perspectives importance 

weights by Kaplan and Norton are 22% for Financial, Customer, Learning and Growth 

perspectives and 34% for Internal Processes perspective. 

i) Step nine: strategy map formation 

The strategy map is a visual presentation that contains the operations strategy and the operations 

department defined strategic themes in addition to strategic objectives that are linked through the 

cause and effect relationships through the four BSCs perspectives. An innovative approach that 

is used by the MOW is to add the objectives owners’ names and their pictures on the BSCs 

strategy map aiming to increase the responsibility towards the BSCs successful implementation 

and objectives achievement. The BSCs team develops the strategy map of the operations 

department according to the developed strategic themes, perspectives, strategic objectives and 

performance measures. In addition, the cause and effect relationships between objectives through 

the perspectives should be reviewed by the concerned persons in the operations department 

(usually will be the objectives owners and performance measures owners). 



International Journal of Emerging Trends in Engineering and Development                  Issue 7, Vol. 1 (January 2017) 

Available online on http://www.rspublication.com/ijeted/ijeted_index.htm                                         ISSN 2249-6149 

©2017 RS Publication, rspublicationhouse@gmail.com Page 187 
 

- Stage two: BSC implementation  

For the operations department at a service industrial organization of the Bahraini public sector, it 

is recommended to have a steering committee within the department, which includes the 

department manager, business units heads (objectives owners) in addition to the BSCs team 

members. This committee is responsible for the strategic performance of the organization, which 

includes the decisions regarding performance targets approval and improvements, the strategic 

initiatives, cascading of BSCs to lower business units, BSCs periodic reviews and evaluation.  

a) Step ten: BSC automation 

BSC automation enhances the implementation, reporting and maintaining the BSCs. It helps in 

handling different operations management and performance information, and to send the 

accurate performance figures to the right people at the correct time. In other words, automation 

supports people in making enhanced judgments and improved decisions because it offers quick 

access to actual performance data. The BSCs team, according to the operations department needs 

and requirements, department managerial levels, related business units, workforce size, 

performance appraisal, and rewards and compensation systems will define the BSCs software 

specifications. After that, the available software applications in the market will be evaluated 

against these specifications. As a result, the BSCs team will choose the most suitable application 

to be approved and assigned the required budget and resources by the steering committee. 

Subsequently, the BSCs team and the information technology support department coordinate 

with the software provider for customization of the operations department BSCs components, 

installation, training and software support. 

Before using the BSCs software application, the BSCs team, themes owners, objectives owners, 

measures owners and operations department managers should be trained on using this 

application. In addition to that, levels of authority should be defined between these people, to 

have each individual dealing with his part of the BSCs without affecting others᾽ parts or being 

exposed to unneeded information. 

a) Step eleven: performance targets 

Measurement only is not enough. As soon as a set of appropriate KPIs have been defined for the 

operations department, the desired level of performance should be specified. Moreover, the 

workforce should be motivated in order to strive in achieving these defined targets. 

Consequently, targets should be mutually agreed between operations management department 

and the measures owners who are responsible for the progress to achieve these targets.  

The steering committee will assign each measure owner to be responsible for studying and 

analyzing the available performance data of his measure in order to come up with a proposed 

performance target. The measures owners while developing the performance targets should keep 

in mind the following points: 

 Achievable: the performance targets should be realistic based on the current performance 

data. If it is set too high (such as too ambitious target), not only it will be irrelevant but it 

will lead to failure. 

 Relevant: the desired level of performance should be linked and related to the 

achievement of the operations department objectives and strategy. 
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 Time related: the appropriate time interval and deadline is identified. It should be 

possible to collect the relevant information either as it happens or within a short time 

period, if not it will lose its significance. 

The BSCs team should start monitoring the progress of performance towards achieving the 

approved targets and the updating process through the BSCs software application. As a result, 

through the performance analysis and performance evaluation at the operational and strategic 

performance reviews, the steering committee is continually changing these targets according to 

the current performance and the desired one. 

b) Step twelve: performance analysis 

Performance analysis is an essential part of BSCs implementation in order to improve 

performance of the operations management. The steering committee is responsible for 

performance analysis that should be done on regular basis as decided by the committee but it 

should not be more than three months long. The main issues that should be discussed are:   

o Follow up the strategic themes performance. 

o Revise the strategic objectives performance reports. 

o Analyze KPIs bad performance results. 

o Validate KPIs and performance measures. 

o Discuss the progress of the strategic initiatives. 

o Issue performance data and reports to other departments. 

Furthermore, the BSCs software application is considered as a very useful instrument that 

provides many analyzing tools where the user can drill down to investigate the root causes and 

data of certain measure performance. In addition, the software application could be configured to 

provide certain reports that automatically send to predefined individuals to take necessary actions 

in the right time. 

c) Step thirteen: strategic initiatives and improvement programs 

As mentioned earlier, the steering committee is responsible for decisions regarding the strategic 

initiatives and improvement programs. The committee will coordinate with the organization top 

management during the budget allocation period (every two years in Bahrain) to have the 

required resources and budget in order to achieve the strategic objectives and to execute the 

operations strategy. Usually the different departments in the organization are competing for 

budget and resources. The operations department steering committee should ask for the needed 

budget and resources based on the BSCs results. Furthermore, the received budget and resources 

often are less than the requested by the departments. A recommended practice is to establish 

initiatives prioritization criteria. 

 Strategic initiatives prioritization 

The BSCs team should consider the following questions while thinking about the 

prioritization criteria for the initiatives: 
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o How the initiatives could support the expected outcomes (BSCs strategic 

objectives and operations strategy)? 

o What are the initiative requirements?  

o What are the initiative expenses? 

The MOW in Bahrain has developed an innovative procedure for prioritizing initiatives 

where the procedure includes the following points: 

o Strategic importance to the objectives achievement. 

o Needed resources. 

o Easiness of implementation. 

o Related risks. 

The steering committee could use the focus groups and the experts’ opinions as an initial 

proposal to introduce scores for each above mentioned points which will be used later to 

get the initiatives prioritized based on their total score and the committee decision. The 

committee will receive the prioritization criteria to be reviewed and approved. As a 

result, these criteria will be applied for any coming initiatives or improvement programs 

for final decision and allocation of budget and resources. 

- Stage Three: BSC evaluation  

The BSCs in order to be valid in measuring and managing the operations department 

performance, it should be periodically evaluated according to a predefined process. 

a) Step fourteen: BSC evaluation 

The operations department steering committee is responsible for arranging a sequence of regular 

meetings of two types: 

 Operational performance review meeting: Usually on monthly basis, and it includes 

the operations department business units heads, measures owners and a representative of 

the BSCs team. 

 Strategic performance review meeting: Usually on quarterly basis, and it includes the 

operations department themes owners, objectives owners, measures owners, and the 

BSCs team members. 

The feedback of the operational performance reviews is discussed in the strategic performance 

reviews as needed in certain cases such as: 

o Bad performance of certain objectives that needs immediate actions. 

o Unsatisfactory progress of strategic initiative which will affect the achievement of 

targets. 

o Any needed actions regarding KPIs modification, changing or removing. 



International Journal of Emerging Trends in Engineering and Development                  Issue 7, Vol. 1 (January 2017) 

Available online on http://www.rspublication.com/ijeted/ijeted_index.htm                                         ISSN 2249-6149 

©2017 RS Publication, rspublicationhouse@gmail.com Page 190 
 

 

Furthermore, the BSCs team is responsible for evaluating the overall BSCs implementation and 

usage through the operations department business units. During the evaluation process, the 

operations department BSCs team should focus on the following: 

o The progress in achieving the operations strategy; through the analysis of the 

performance of each strategic theme. 

o Defining the weak points and obstacles at business units according to each 

strategic objective performance and desired achievement.  

o Assessment of KPIs validity and usefulness and the possibility of updating them. 

o The changes in the business or operating environment. 

o The workability and effectiveness of the automation software application. 

o The need for cascading or modifying the cascading and alignment levels of the 

BSCs. 

- Stage four: BSCs cascading stage 

Cascading the operations department BSC to its lower level business units and working groups is 

important where they cannot use this BSC directly. Cascading a BSC is to translate the first level 

BSC down to the next managerial levels (from corporate to directorate or department to business 

unit). The final level for cascading is after reaching the individuals level BSC. Furthermore, the 

cascading process depends on the feedback from the operations department BSC performance 

analysis, BSC evaluation and the steering committee decision. 

a) Step fifteen: alignment by cascading BSC 

According to the results of the strategic reviews, the steering committee along with the BSCs 

team decide the suitable time for cascading the BSCs to the operations department’ business 

units. Usually the cascading process will include the same steps mentioned earlier while 

developing the BSCs. The same groups will be engaged in addition to any needed business units 

staff of senior engineers and engineers, since it is the next lower level after the operations 

department.  

After making sure that the three levels of the BSC are correctly cascaded and aligned to the 

corporate vision and strategies, it is recommended that BSCs team start developing the individual 

BSCs with the operations department. The individual balanced scorecards will link the 

employees’ performance annual appraisal, compensation, and rewards systems to the operations 

management performance through the performance achievement and improvement according to 

the BSCs. For the public sector operation departments in Bahrain, the BSCs software should be 

compatible with the Civil Service Bureau human resources software in order to link the 

performance appraisal, compensation and rewards systems to the BSCs application. As a result, 

during the evaluation of the BSCs software application, this feature should be checked. 
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VALIDATION THROUGH IMPLEMENTATION 

The validation of the developed BSC implementation roadmap was achieved through applying 

the roadmap at a business unit which already has a BSC. After that, the developed BSC was 

compared to the existing BSC to check the similarities and differences. 

 Electricity Distribution Directorate (EDD) 

In order to validate the developed roadmap for the BSCs implementation at the operations 

department in service industrial organizations, it was applied at EDD which is an operational 

business unit at EWA. EDD was chosen due to the following reasons: 

1. The distribution of electricity is the final process of EWA operations. 

2. EDD considered as the link between the EWA and its different customers, 

contractors and part of the stakeholders. 

3. Most of EWA services are provided through EDD. 

4. Failure in execution of the EDD operations strategy will seriously affect EWA 

overall performance. 

5. EDD network and substations are the biggest part of EWA assets, and the network 

is distributed all over Bahrain. 

Through the application of the BSC roadmap, EDD BSC components were: 

- EDD strategic themes 

o Grow with Bahrain 

o Deliver operational excellence 

o Serve customer needs 

o Foster a Caring and Enabling Environment 

- EDD BSC perspectives along with their importance weights 

Table 3. shows the EDD BSC perspectives along with their importance weights 

Table 3. EDD BSC perspectives along with their importance weights 

 

- EDD strategy map 

EDD strategic objectives which were developed through BSC roadmap, EDD strategic themes 

and BSC perspectives are shown in Figure 3, which represents EDD strategy map. 
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 The improvements through the new EDD BSC 

The application of the BSC development roadmap has enhanced EDD BSC through: 

o The new arrangement of the BSC perspectives is a better representation of a public 

sector organization business unit. 

o The application of the BSC perspective importance weights helped the EDD 

management to better focus on operations management through reliable performance 

values which represent the actual situation. 

o Unnecessary objectives were eliminated especially if they serve the same need or 

requirement. 

o All strategic objectives were assigned with KPIs while some objectives in the old 

BSC kept without any performance measure. 

o In the old BSC the initiatives prioritization was done by the objectives owners 

themselves, however in the new EDD BSC it should be done through prioritization 

criteria and the approval of the EDD steering committee. 

Fig 3: EDD strategy map developed through BSC development roadmap 
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BSC ROADMAP APPLICATION  

After developing new EDD BSC using the suggested roadmap, the roadmap was used to develop 

a BSC for the Distribution Control Center (DCC). The DCC strategic themes and BSC 

perspectives along with their importance weights were the same as those of the EDD BSC 

described in Section 4 above. DCC strategic objectives which were developed through BSC 

roadmap, DCC strategic themes and BSC perspectives are shown in Figure 4, which represents 

DCC strategy map. 

Fig 4: DCC strategy map developed through BSC development roadmap 

 

CONCLUSION AND RECOMMENDATIONS  

This paper focused on the BSCs implementation in the public sector in Bahrain by studying 

EWA and MOW BSCs implementation practices. The study provided insights about the 

relationship of performance improvement of operations management and BSCs implementation. 

In addition to that, the research findings and the literature reviewed best practices have been 

employed to develop a BSCs implementation roadmap for public sector operations departments 
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at the industrial service organizations. The roadmap focused on improving the operations 

management through its various steps. 

It is recommended that this roadmap can be used for successful implementation of the BSCs in 

operations departments by following the steps and actions embedded in the map. Furthermore, it 

is believed that the following points are important for the management of operations department 

in order to avoid others’ pitfalls and wrong implementation of BSCs. 

 The BSCs should be designed by people who will use it and will be responsible for it. It 

could not be copied from others as a readymade product. There are many similarities 

between different BSCs of organizations, although, still each of them has unique 

components. For example, similar BSC perspectives do not mean similar strategic 

objectives or performance measures. 

 While developing the strategic objectives, key performance indicators and performance 

targets, the relevant staff who is directly in touch with these BSC components and have 

experience and knowledge should be involved. The absence of experienced staff will 

cause these components not to be well defined or may not be defined at all.  

 In order to push the BSCs implementation process, strategic objectives and key 

performance measures should be assigned to decision makers’ staff at the department. It 

is recommended to assign strategic objectives to the first managerial level at operations 

department and the key performance indicators to the next lower level. 

 One of the most important steps during BSCs implementation and usage is performance 

analysis. The goal of implementing the BSCs is not having nice KPIs or charts but 

measuring the current performance and getting it improved through setting suitable 

performance targets. Operations management department and BSCs team should analyze 

the performance continuously through a predetermined schedule and any required actions 

should be taken accordingly. The analysis of performance should be started with the 

measures owners, then by the objectives owners and finally through operations 

management or steering committee. 

 The public sector operations departments are usually bigger in size and workforce than 

private sector. Due to that, awareness programs should be continuously conducted by the 

BSCs team at all managerial levels. Detailed training programs should be arranged for 

BSCs related staff such as objectives owners or measures owners. Unaware staff usually 

manipulates BSCs measures and performance results as a threat or to get better rewards 

and bonuses. 

 The public sector operations departments in Bahrain are usually related to many other 

departments and public utilities. A recommended practice is to integrate the relationship 

with these parties through the BSC design and software application especially if they are 

affecting the department performance.  

 Alignment of the BSCs and employee incentives and rewards system is recommended in 

the BSCs literature. In the case of the governmental organizations in Bahrain, this 

alignment should include all the related agencies like Civil Service Bureau and Ministry 

of Finance or any other related organization. 

A much broader study involving a larger sample of Bahraini organizations may find out more 

ways about BSCs development and its role in improving operations management performance. 

Furthermore, researchers could compare the operations management performance improvement 
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with other organizations in the Gulf Cooperation Council since there is opportunity to share 

knowledge between these organizations. 
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