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Abstract:

Performance Measurement by leaps and bond became a
focus in Travel & Leisure industry. Balanced Scorecard
(BSC) is a performance measurement and strategic
management framework which appears suitable for use by all
types and sizes of business. BSC is one of the most prominent
approaches in this context, which Identifies a critical set of
key performance indicators that measures and evaluate the
performance of these organizations. The BSC’s greatest
strength for most businesses comes from its innate ability to
integrate financial and non-financial measures together by
measuring both strategic and business performance across
four interrelated perspectives. The researcher used the
Balanced Scorecard (BSC) as a tool for developing a proposed
model to evaluate the performance in Travel & Leisure
industry. This research formulates a new multidimensional
model inspired from BSC to be used as a performance
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measure tool in the Travel & Leisure organizations with
special emphasize, addressing performance evaluation of on
Egyptian organizations, through the four perspectives of the
balance scorecard: client, internal operating processes,
employees’ innovation/learning and growth, and financial. by
identifying the process that encompasses its inputs,
processing, and outputs, addresses performance evaluation. In
addition to the identification of the constructs and variable
suitable for each perspective. The research is a critical trial to
identify the key concerns of the travel and leisure
organizations quality of service throughout performance
improvement.
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Purpose:

This study evaluates the performance measurement of 4
travel and leisure organizations in Great Cairo, representing
best practice of Travel and Leisure industry in Egypt, in an
attempt to assess whether Egyptian travel and leisure
organizations can cope with the aspects of the BSC model
developed in this research as a tool for performance
evaluation.

Research limitations:

The outcomes of the research based on a limited survey
that were disseminated 40 travel & leisure organizations
within a geographical area located in Great Cairo and 350
questionnaires distributed travel & Leisure organizations top,
middle, and first line managers; it is recognized that further
research is necessary to establish the exact nature of the causal
linkages between performance measures and strategic intent
and also, to gain insights into practice elsewhere.

Key Words:

Egyptian Travel and Leisure Industry, Performance
Measurement Framework, performance evaluation, Balanced
Scorecard (BSC).

Research Problem:

Monitoring measurements of business success like the

internal operating processes measures can be detrimental to
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any industry and especially to Travel and Leisure industry.
Travel and leisure organizations should employ a
comprehensive view of measurements, including equal
emphasis on a group of performance indicators other than the
financial one. The lack of efficient data collection, reporting,
and process improvement methodology may hinder the
implementation of the modified BSC.

Objectives:

1. Measuring the impact of BSC framework on
performance of Travel and Leisure organization.

2. Investigating the sample responses towards the BSC
perspectives and the organization’s performance.

3. Measuring the effects of internal operational processes
perspective and Employee innovation/learning and
growth Perspective, on the financial performance
perspective taking into consideration the client
prospective.

4. To measure the validity of the proposed model for
improving the performance of the Travel and Leisure
industry.

Hypotheses:

1. There is no significant relationship between BSC
framework and the Travel and Leisure organization’s
performance.
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2. There is no effect of the internal constructs of BSC
framework (Internal operating processes, and Employee
innovation/learning and growth Perspective) on the
financial performance taking into consideration the client
prospective.

3. There are no significant statistical differences between
sample responses towards the BSC perspectives and the
organization performance.

4. The proposed new model is not a valid tool for
improving the performance of the Travel and Leisure
industry.

Introduction:

Giannopoulos, George, (2013), argued that the Balanced
Scorecard (BSC) is a strategic performance management
framework used by many organizations in the international
business environment. To my point of view, the bar of
competition is getting higher in terms of the notorious current
globalization that forces organizations to seek strategic
planning methods, that enable them to survive, develop, and
continually compete striving for their market share at present
and in the future. Balance Score Card appeared as a strategic
organizational framework for setting performance indicators
measures to improve the organizations performance. Kaplan,
R. S. & Norton, D. P. (1992) as the creators claim that
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Improving the performance of firms is a major challenge,
particularly for developing countries. In traditional
performance measurement approach, the most important goals
of evaluation are performance measurement while modern
approach has focused on evaluated growth and development
capacity (Niknazar, 2009). Traditional performance measures
are not relevant. The challenge is to devise new internal
managerial frameworks that will be supportive of the firm's
new strategy. Improving managerial performance measures
based on achieving these strategic goals should be developed
to replace the current emphasis on short-term Peter Drucker in
1954 argued that one potential solution was to introduce
“balanced” sets of measures. Market standings, innovation,
productivity, physical and financial resources, profitability,
manager performance and development, worker performance
and attitude, and public responsibility are appropriate
performance criteria (Neely, 2005). Modern evaluation
framework results in satisfaction, efficiency, and finally
effectiveness improvements of organizational activities
(Norton, 1999). As a way to measure nonfinancial
performance in an organization, Kaplan and Norton, (1996),
introduced balanced scorecard approach which balanced,
client, internal operations process, and innovation/learning
and growth measures against traditional financial measures.
Financial indicators never tell the entire story of an
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organization, since talent organizational culture, and client
relationships go a long way toward dictating future financial
performance. Bititci, Carrie, Mcdevitt, (1997), defined
performance management framework as Information
framework which is at the heart of the performance
management process, and it is of critical importance to the
effective and efficient functioning of the performance
management. Performance management framework defined
by Salem, M. et, al., (2012), Artelly (2001) as; The heart and
soul of the performance-based management process. Flowing
from the organizational mission, vision, and the strategic
planning process, it provides the data that will be collected,
analysed, reported, and, ultimately used to make sound
business decisions.

1. The balanced scorecard (BSC) performance measures in
travel & leisure organizations:

The Balanced Scorecard (BSC) is a strategic
performance management framework used by many
organizations in the international business environment.
According to Kaplan and Norton (1992; 1996a), the creators
of BSC, this tool can balance both the financial and non-
financial measures that any organization uses. It split into four
interrelated  perspectives:  client  perspective, internal
operations perspective, innovation and learning perspective
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and financial perspective. According to Gumbus & Lussier
(2006), the BSC can be used in both large and small
businesses if employees are working towards achieving the
same targets and strategic goals. According to the results of
Rigby and Bilodeau, (2011), Numerous surveys have provided
evidence as to the BSC’s popularity and widespread
implementation by different types of organization Although
the BSC has been successfully adopted by many large
corporate businesses and non-profit organizations, it has been
subject to criticism from both theorists and practitioners
(Kaplan and Norton, 2001; Norreklit 2000). Despite its critics,
the BSC has produced tangible benefits for many of the large
organizations who have chosen to implement it. Theorists
predict similar benefits for smaller organizations and entities
who decide to adopt and implement the BSC (Bergen and
Benco, 2004).

2. Balanced Scorecard evolution: from performance
management framework to integrated management
frameworks:

Perkins et al., (2014) provide a taxonomy for the
different versions of the BSC through a process of identifying
and labelling the major and minor changes that have occurred.
This allows a more nuanced analysis of the BSC as a tool for
managing performance and adding precision to any critique,
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in that it is clear which version has been used. They proposed
four generations of the BSC split into eight separate versions.
The first is split into four different versions: The first laying
the groundwork for the scorecard concept; The second
beginning to focus on strategy; The third introducing specific
targets, developing the strategy and introducing causality; and
The fourth highlighting the role the scorecard plays as part of
a Performance Measurement system (PMS). Kaplan and
Norton stated that in order to have an integrated organization
performance assessment, the performance should be noticed
from four aspects; These four perspectives answer to four key
questions: How should we be in client view? In which internal
processes we should transcend? Can we stand in continuous
improvement and value creativity? How should we be in our
shareholders’ view?

2.1. The first generation of BSC consists of above
perspectives in addition to goal and metric in each
perspective. These four perspectives in their first generation
are explaining as follows:

2.1.1. Client perspective: The prominent factors of the any
organization mission statement focuses on clients. Throughout
creating him a value that gets beyond his expectations. BSC
supports managers interpret mission statement in four
necessary for clients in four categories: time, quality,
performance and service delivery, and price, that express their
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goals into specific metrics (Anderson and Sullivan, 1994).
Poureisa, Arman, et al., (2013) argued that Managers need to
focus on those key internal operations that develops their
capabilities to meet clients’ expectations. The client
perspective focuses on the clients’ opinion for the
organization, and how the organization wants to be viewed by
its clients (Norreklit, 2000), and can also act as a very
important key performance indicator on the efforts of the
business to be successful (Anderson and Sullivan, 1994).
Therefore, the organization has to align its targets according to
these four elements, and subsequently transform these targets
into specific measures (Kaplan and Norton, 1992).

2.1.2. Internal operational processes perspective:
Giannopoulos, George, (2013), argued should be aligned on
the business processes that focuses on the most effective
activities an organisation undertakes to satisfy its clients.
Organizations should decide in which processes they want to
be at top and define each metric related to these items. that
the internal business perspective focuses on the activities an
organisation undertakes to satisfy its clients.

2.1.3. Learning and growths perspective: After the metrics
and goals related to internal processes and client perspectives
identified, it is possible to understand that there is a gap
between current organizational infrastructures and optimized
level in order to achieve the goals. However, universal close
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competition makes organizations consider a continuous
improvement in their products and/or services and processes
and capable enough to identify new products and/or services.
The organization capability in innovation, improvement, and
learning directly affects the organization value. In other
words, organizations just by their capabilities in providing
new products and/or services, creating value for their clients
and continuous improvement of operational efficiency can
enter new markets and increase their profit and income,
(Kaplan and Norton, 1992). Giannopoulos, George, (2013)
reached to a result that the innovation and learning perspective
focuses on the capabilities and skills that the organization
must excel at to achieve superior internal business processes
that create value for clients and shareholders. Some of the
performance measures that might be used to measure
innovation and learning include employee education and skill
level, employee satisfaction and retention rates.

2.1.4. Financial perspective: Refers to the financial view of
an organization as concerned by its shareholders and if their
organizational strategy execution contributed to the first line
managers and the non-managerial employees’ improvement.
Metrics of financial perspective identify that whether the
strategy and its execution plays a role in organization
profitability improvement or not. Financial goals are usually
being defined in relation with profitability, growth and
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shareholders’ value.  Organizations should define their
financial perspective goals in a framework of sustainability,
success, and rapid economic wealth growth by cash flow,
success by seasonal sell growth, sections operational income,
and economic boom by market share and ROI improvements,
growth, profitability and shareholder value (Kaplan and
Norton, 1996a). Organizations should not use only financial
data but also strategic models and measurements that
emphasize the overall strategy. Some of the financial
measures that can be used are: gross margin percentage, cost
reductions and cut specific areas, ROI, and return on capital
employed (Kaplan and Norton, 1996a; Collis, Holt and
Hussey, 2012). Although the main goal of BSC first
generation was to make a balance between financial numbers
and future value creator derivers in organization performance
evaluation, however, Kaplan and Norton didn’t give a distinct
and clear definition of “what is a balanced scorecard?” and
just explained how to apply it and talked about BSC in
relation to other organizational factors.

2.2. BSC second generation is characterized by introducing
first version strategy maps, and the further development of
this concept alongside the change to bottom-up ongoing
approach to the scorecard concept in the second version,
Robert Kaplan and David Norton (1996), translated strategy
form the theoretical framework to action throughout
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suggesting the cause-and-effect relationship  between
performance deriver metrics through lead and lag indicators.
In general, in second generation three key improvements
created in balanced scorecard: Choosing metrics based on
clear strategic goals. To identify cause-and-effect relationship
among strategic goals that results in designing in a strategic
communicational model. Creating four new managerial
processes which by using them, BSC transformed from a
performance evaluation framework to a strategic management
framework.

2.3. The third generation of the BSC identified has two
versions, with the first characterized by the addition of the
“destination statement” to the BSC and a greater focus on the
strategic linkage model, while the second version simplifies
the scorecard by removing many of the perspectives that are
considered in earlier versions. The particular version of the
BSC chosen for implementation must be carefully matched to
the organization’s needs to ensure success. Throughout the
third Generation of BSC there were still some weaknesses in
the second generation BSC concepts and identification.
Although Kaplan and Norton could not overcome the
weaknesses of metrics selection, however, there were still
some other problems. In 2" generation strategic
communicational model used to provide a cause-and-effect
relationship which was starting from client perspectives,
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learning and growth and by passing internal operations
processes and finally was ending to financial perspective.
Many experts such as Kennerley, Neely, (2002), argued that
these cause-and-effect relationship is unsuitable for many
organizations and necessarily do not link to macro goals and
vision of the organization. Because BSC method does not
have any monitoring and control on competitors and
technological development; therefore, cannot be considered as
a strategic control model. Mac Adam and Maisel (1992),
Poureisa, et, al., (2013), reviewed BSC based on TQM
framework and explained that TQM as a strategic
management are the main organization strategy factors which
should be evaluated and measured. Therefore, balanced
scorecard is only a tool to evaluate and measure organization
strategies and not a decision-making and strategy selection
tool. Kaplan and Norton added new metrics to the second
generation of BSC in order to increase strategic
communication and created the third generation of BSC based
on these changes. In the late 1990, two other metrics, strategic
destination and strategic themes were added to BSC. In
addition, cause-effect relationship model in last level equipped
with a more accurate tool which named strategy map.

2.4. Fourth generation of balanced scorecard Robert Kaplan,
(2008), answered the question “what are the most important
factors to execute strategies?” He stated that without effective
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leadership no strategy can execute successfully and after that
linking the strategy to operations is necessary. Both strategy
and operation are important but their performance in
comparison to each other is quite different. Conclusion in a
research Kaplan and Norton found out that 54% of
organizations under the research were using a formal process
of strategy execution management. 70% of these firms have
obtained a better performance in comparison to the similar
firms group. Using a formal framework to execute the strategy
makes the probability of success, two or three times higher. In
2008 Kaplan and Norton identified management frameworks
which cause to integration of strategy compiling tools and
operations management such as mission statement, vision,
strategy compiling methodology, dynamic budgeting and
resource allocation, quality methodology and process
improvement, learning organization and statistical and
economic analysis tools (Kaplan and Norton, 2008).

BSC Evelution

Driving forces of organizational change & balance
1% Generation (1992) 24 Generation (1996) 3" Generation (2000) 4™ Generation (2009)

Source: The researcher Based on Kaplan, R.S., & Norton, D. P, (2008), Inamdar, N., Kaplan, R. S, & Reynolds, K.
(2002), Kaplan, R.S. and Norton, D.P. (2001), Kaplan, R... and David N., (1996), Kaplan, R.S. and Norten, D.P. (1992).
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Proposed Model:

The research adopts a multidimensional model of BSC to
measure the performance of travel and leisure organizations in
Egypt the model encompasses four dimensions; inputs,
process, outputs, and measures. Brown, & McDonnell, (1995)
argued that Considering the model inputs (drivers) and how
they are managed depends on the mutual value added between
stakeholder and their business. i.e. the stockholders never be
attained unless they bring values to their business. It is
therefore the satisfaction levels of the employees, clients and
society together with the satisfaction of the business needs and
wants that drive the business results. Overall, it is the measure
and attainment of both the business’s wants and needs and the
stakeholder’s wants and needs that indicate the success of the
business at any one point in time. Consequently, with ongoing
review of the outputs and outcomes (via their related
measures) managers can determine if the attainment of the set
goal is sustainable and whether the core organisational
strategies are appropriate.

Hao-Chen Huan, (2007), implied that although the inputs-
outputs model helps in explaining the performance process in
a very simple linear approach, prior research in this area have
concluded that the interactions between inputs and outputs are
much more complex. The researcher undertaken this model in
order to handle the four perspectives of the balance scorecard
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by identifying the inputs, process, outputs and measures
suitable for each perspective. The researcher tried to identify
the key concern of the travel and leisure organizations travel
&leisure organizations to the quality of service through
improving the performance measures of the four perspectives
of the balance scorecard for a better understanding of
dimensions of performance measurement in these
organizations. Figure (2) the proposed model for travel and
leisure industry:

Inputs Processes Cutputs #} Outcomes
» Professional - Services « Products = Customer
Employees J\ Dl‘n.r'“b J\' gro uets Delighted
ES1E2NS - SErvices -
= Customer = N = Reputation

Expectations * E?_-Iic.msf":mc“ * F'rml"'?ml Market share
* Invested capital 1/ = Efficiency —l/- results Increment.
= Data base and

Information

pareaday
ssaunsng

Inputs Measures r/fProccssus Measures Outputs Measures _Outcomes Measures

Source: The researcher base d on: Brown, (1995), Phillips, Paul & Louvieris, Panos, (2000)

Figure (2): Inputs, Processes, Outputs and Outcomes

Client perspective:

Client satisfaction is the ultimate goal of travel &leisure
organizations. Table (1) shows a trial to design the client
perspective measures in travel & leisure organizations.
(Kaplan and Norton, 1996a; Collis, Holt and Hussey, 2012).
Communication with clients build relationships and encourage
loyalty. Face-to-face interaction between clients and staff
assist the collection of performance indicators. A client
history can also be built up through informal exchanges.
linking communication, educating, goals setting, and linking
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rewards to performance measures intense the organization
reputation, consequently clients being more likely to return if
they feel valued. Collating and interpreting client satisfaction
information, particularly in terms of anecdotal feed- back,
must be systematic and rigorous; digitizing MIS shouldl
facilitate this process. (Brown, 1995, Phillips, Paul &
Louvieris, Panos, 2005, NAGY, A, et, al., 2010).

Table (1): Client perspective of the proposed model

Iput |  Process [ Ouwpwt | Meswes |

1. Building chiant detailed 1. Number of regular and
profiles: satisfied chients out of the total

a- Reservation form chients of specific period
b- Chient comments, 1. Satisfied 2. Nunbrer of new chents from
¢- Freguency of reservations, | client specific areas subject o specific
d- Chent satisfaction 1 New Chents | markesting technigus,
Clienis g (Chentscomplains 3. Bulding 3. chients baing more hlely to
regarding sarvices. chients return if they feol valued,

2. Adequacy of Marksting relationships 4. Amecdotal feedbackvia staff
materials for attracting £, Client satisfaction ler als. &,
chients, Average spend

3, Commmics tion with clients, 7. Client satisfaetion lerels

4. Client profiling, 8. Client retention rate

Beservations | Providing chients with the nnst . . - .
lifiors | confortable sarvices chient satisfisd. | Number of conplains
1. moystery client initiative, L chient 1. the grading schemes offared
2. workwith focus proups from | satisfaction by organizations
Sarvice across chents’ data bass 1ch 2. Chient survevs
Quakiy 3. undertake benchnmrking retaniion 3. My stery client

with competitors, nationalk 3. Quahity of 4, Participation in grading

and ini i Fu Sarvice schemes

Internal operations process perspective:

The Internal operations process perspective is concerned
with improvement done in the organization as a result of the
feedback of the other perspectives. As shown in table (2),

T @l el

[ alsall



il sclow)l alyill ads - pugud] i ool
Measuring the Alignment of BSC with the Egyptian Travel

Emad Elwy Habib

(Kaplan and Norton, 1996a; Collis, Holt and Hussey, 2012).

this perspective was designed to improve the

Internal

operations process of the organization by using more
representative measures into consideration and compares these
measures with other organization or to match with qualifying
standards of Business Planning,
initiatives, allocating resources, and establishing milestones.
(Brown, 1995, Phillips, Paul & Louvieris, Panos, 2005,
NAGY, A, et, al., 2010).

goal

setting, strategic

Table (2): Internal operations process perspective of
the proposed model

| Tmut  [Proes [ Oupuw  [Meswrs |
Timet keeping records for time talen | Minim time fo
dﬁ 05V | by each chiant, servechmt Number of minutes serving each elimt
Clients F allow wp Quick response
. .. | Investing in staff Staff development .
Service quality Staff satisfaction surveys reviars Staff retention rate percentage
Monitaring of Continuous update for the I;}Pdd:ﬁfﬂﬁhh wal Number of improvements presented.
Failif far:ihnes N Tiazes () to ackiere Staff incentiv e schemes (.2, performance-
Multsfactor productivity o related pay)
1, Having clear objectives . .
2. Encouraging cieats to ﬁ?w
participate In stratesy desizn ny 1 - . ‘e .
J. Encourage adnuinistrative ;E;Eb acceptel ;ﬂrﬁgﬁlﬂ“’ parficipants m
Strateey design ?ﬁ;l‘”m”“mm U | 3 Les resstantfom | 2 hepercentageof participation by ach
4, Tracking chjectives aimmm'a{nesmﬂ' enployea
. Internal audifi 4, Complation of
' capitalprojects
Errorreports | Analysis of the ervor reports and Commecton of s 1-Number of Serv ke errors reported and
recaived act upon it 2 Conpliinr
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Employee Innovation/learning and growth perspective:
Employee innovation/learning and growth Perspective
discuss the ways to improve the staff capability through
training, development sessions, and practical training in
international travel &leisure organizations conducted by
specialized entities. As shown in table (3), (Kaplan and
Norton, 1996a; Collis, Holt and Hussey, 2012). Feedback &
Learning, articulating the shared vision, supplying strategic
feedback, and facilitating strategy review & learning. (Brown,
1995, Phillips, Paul & Louvieris, Panos, 2005, NAGY, A., et,

al., 2010).
Table (3): Employee Innovation/learning and growth perspective of

the proposed model

s Lo . . Specialized and 1-Number of staff membars
g:m Providing ralmigprogramE | B staff attendal the raining courses
membears, 2-Training howrs per emplovees
. 1. expert staff, L Number of conferences hald,
1-Confaremces attended by the 2. Inproving thestaff | 2 Number of staff members
2.The scholarships provided o the g“’]'ﬁ“m"m_ e imm an acad enic degree from
staff memher to et acad amic or HET 3 Thal § .
professional degress from sbroad, | SEAYES - T be nunber of promotions
3 Review of fhe administrative 4. job satisfaction grantal eachyear to the
Staff e .‘dmmm and loyalty. administrative staffhased on
inprov ement H“-‘“P‘”* “.“"'ﬁ"m oyesshy | & Saffasriversof | qualification
and dev dopment pmmﬂhg’fﬁmﬂ‘? !m immovation. 4, The mumher of full time
instead of part time contracts. fei:m ;}:rﬁgmh; theq =l
- poouraging tammorke 7.Membership of | 5 Number of new produetsservices
: Srosssenior compart tradeprofessiomal | 6. Courses conpleted by staff
7. Participation in grading schemes | | - 7. Lerd of multiskilline
8. Process improvement initiatives Plh:dmliriy
1. Accurateand fair . e
Performance . . ., y Reports indicate the performance
Evalmtion Yawhing saffappraisal heirjoh | alfdppraial | of thestaff a a pervent outof 100
system for staff F dl- depending on the mardet situation,
Enployee Deesicn a unified proced ures for Recruiting Qualifial | Number of processal recruit
recruitment recruiting personmel E nployes application,
Resigmationsof | Processing resisnation forns with Decreasing mumber
employes cogunitive reasons. of exiting employees. Rate of turmover

T @il sl ==
iyiullg gyl ciluwlyall & ololl &lsall




il sclow)l alyill ads - pugud] i ool
Measuring the Alignment of BSC with the Egyptian Travel ..........

Emad Elwy Habib

Financial perspective:

The financial perspective is the main aim of any profit-
oriented organization. Translating, clarifying the vision, and
gaining consensus are the core factors of this perspective
which should be taken into consideration with the other three
perspectives on an equal basis and not as the only perspective
to be taken care of. (Kaplan and Norton, 1996a; Collis, Holt
and Hussey, 2012). The travel &leisure organizations need the
resources in order to achieve the other three perspectives. So,
the resources available for the travel &leisure organizations
must be used wisely and to achieve the strategic objectives of
the travel &leisure organization without any exaggeration in
expenses. As shown in table (4), the recourses assigned to the
travel &leisure organizations must be controlled by efficient
and effective measures. (Brown, 1995, Phillips, Paul &
Louvieris, Panos, 2005, NAGY, A, et, al., 2010).
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Table (4): Financial perspective of the proposed model

Measures

The Empirical Study:

The empirical study of the research based on a limited
surveying questionnaire that was designed and directed to
managers in travel & leisure organizations located in Great
Cairo to extract information on the respondents’ awareness of
the BSC framework, attitude, intention, and evaluation of the

performance

towards the

l.lquReu?ldsufa]laIEg}asuf . Monitoring the amount of
Adeguacy of f?a:sﬁ - aur:ﬁ Trenas Up-to-date records of expenses oy er time series of
Tesources - tine 5y and eXpenses, ﬁsﬂlﬂ:?:pmﬂm
information systems,
Adequacy of resources to
T he client cost | keep record of the client . ;flﬂl.em] El]ﬂm}hl]m The average cost per chient
service,
Overhead . s 1 Ohj ectivity in allocating | Conmparing the cost allocation
E xpenses D mmgll::g?tmlageuf the overhead for each base with those of other Travd
allocation Sqense type of expenses, & laisure organizations shroad.
Asseszing the
Tneome Conparing the total profit of the ﬁ;ﬂgfm'nm:::ufﬂlenad Tutalcpmlmgnﬂtpruﬁl over
siatements organization with time series analysig ith the pnermusl}'em‘ time series rsis
resulis
The ability of the travd
T he mumber of & ldsure organization o
resarvations and| Caloulating the contribution margin | determine the Contribution margin per
detailed cost achieved by each resarvation resary ations eeded to resarvation
information achieve specific financal
ohjective
1. Determuining the Cost saving and variance
variances betwaan the analysis for Cost vs budget
Thesctmland | Comparing the budget cost with the | Pdget and actnal ensts | Adhering to budget
budset cost actual cost fioures in order to enhancethe | Meating financial targets
- ‘e ability of the managers | Achieving predicted room and
epar for taking decisions occupancy rates
ralatad to cost control Revenue per reservation Cash
2. Budgetary Control Berw
. L. Comparing fimnpenlratios of
1A and P . .
]mﬂmﬁ ial the organization with leading
Finaneial Financial Ratios and E conongsical erf, eof the competitors
Statements Value Added (EVA) Erg izafion 2. Gross operating profit
. 3, Net operating profit
2. Profitability 4, Sales achieved

four

perspectlves

of BSC
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framework. The sample included travel & Leisure
organizations managers who were exposed to the BSC
framework or previously used or non-user of the framework.
Judgmental sample included 40 travel & leisure
organizations the geographical area located in Great Cairo and
350 questionnaires distributed travel & Leisure organizations
top, middle, and first line managers; Covering the
performance evaluation process using the BSC. proposed
model. Our responds were 211, and 31 questionnaires were
excluded for non-validity, to reach approximately 180 valid
questionnaires that were returned with respondent rate of
51.43 % which is statistically acceptable for data analysis.
Data obtained was analysed by using Statistical Package for
Social Sciences (SPSS). Frequencies and percentages were
made for all the constructs, a bundle of different techniques
were used including cross tabulation, descriptive statistics,
correlation coefficient and regression analysis. Secondary data
was collected from relevant textbooks, journals. The
implementation interval is chosen at the beginning of spring
2010. The research contributed to knowledge on analytical
performance measurement process, its requirements, problems
and needs of the Travel & Leisure industry to improve its
performance evaluation process, design of proposed model for
improving the performance measurements process in the
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Travel & Leisure industry and increasing travel and Leisure
organizations profits.

Statistical analysis:
Table (5): Frequency distribution

™™ot TMse Tse (m—I130)

H Characteristics of

Lo =0
Constracts T | o T o | o
Milan agerial Positiom
CIEO —_— —_— 1a 123
Executive 13 260 11 |25
Mwlanager =24 A8 O -3-3 33.8
Supervisor =4 .0 35 2T_T
First lime managers b= 180 23 1+.7F
Droanization Em ployees (srownps)
« SO —_— —_—— s L
SO 2 160 20 1514
1S5S0 22 A4 O 32 248
250 1a = 24 125

-+ 200 4 2 .0 4a 35 4

™SMumber of top managers participated im the implem entation

« Ly 20 DO 32 248
1120 =4 2.0 38 2o 2
Z21-30 = 1&.0 29 223
3140 18 360 =24 185
—+ <40 ——— — —— —— 7 = 4
Sumber of fir st ime level managcers and employvees (oroup s)
« S0 12 24 = = 431
S1-150 <4 =2 22 1.9
A1S1-250 Zz5 S0 1= 13.8
Z2S51-300 = 10 23 177
—+ 300D = 2 11 8.5
Thetime lime for review
1 weelc 1 =2 1=s 11.5
2 weecks 1= =24 = 3.1
3w ecks = 1= 11 8.5
a4 w eclks 20 =24 &0 S 2
1 monith =2 1 =310 I0O.8

Table (5) shows, the managerial position, Organizational
Employees, Number of top managers participated in the
implementation, Number of first line-level managers and
employees, the timing of balanced scorecard, and the time line
for review were presented to clarify the skills of the
respondents and the if their organizations are applying the
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BSC., who is involved and engaged, and the time for review.
In addition to, clarifying and differentiating between the
respondents whom are familiar and not familiar with the BSC.
The researcher is precise and confident with the answers of
the questionnaire that are based on the characteristics of
respondents in the outcomes of the frequencies.

Pearson Correlation Table (6) indicated that all the constructs
(BSC perspective) financial perspective, Internal operating
processes Perspective, Employee innovation/learning and
growth Perspective, and Client Perspective are significant at
the 0.01 level, in addition to the positive relationship between
the BSC perspective and performance measurement. The
researcher applied the reliability test on outcomes of the study
through Inter Consistency Test (ICT), Pearson Correlation
Coefficient used to check validity of the four perspectives of
the study and Cronbach’ Alpha test for measuring the
reliability of constructs (perspective) for measuring the
constructs of the study. Moreover, table (6) illustration of the
validity and reliability outcomes, which clarified that all the
constructs of the study are highly significant as indicated by
the correlation level at a high level of significant at 0.01
ranged from 0.445 to 0.878 with one insignificant exception
of the sub-construct related to the providence of the
organizations for the staff members to get academic or
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professional degrees for the staff less than minimum level of
significance at 0.05.

The reliability levels of Cronbach’ Alpha ranged from
0.806 to 0.87, which indicated higher levels of reliability and
homogeneity between the sub-constructs within the four
perspectives. Based on validity and reliability of the research
tool (questionnaire), the researcher concluded that the
questionnaire tests well the reliability and validity of testing
the hypothesis of the research. And the proposed constructs of
the model tested are with great degree of validity and
reliability to represent the performance development process

in the Travel & Leisure industry.
Table (6): Reliability and Validity tests for the four perspectives of
the model

. . Pearson Correlation] Chronbach’
Model’s Constructs and Variables coefficient Alpha (o)

Financial Perspective 0.746%* 0.806
Internal operating processes Perspective 0.598=~ 0.871
Emp]oye.e imnovation/learning and growth 0.725%= 0.868
Perspective

Client Perspective 0.617%* 0.822

** Significant at the 0.01 level * Significant at the 0.05 level
Testing of Hypotheses:

The researcher will present next the statistical analysis
outcomes that will support the hypotheses verification and
achieve the research objectives.
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First Hypothesis (Hy: There is no significant relationship
between BSC framework and the Travel and Leisure
organization’s performance.

The researcher used Pearson Correlation and Stepwise
Regression Analysis statistical approaches to verify H1.

1. Pearson Correlation used to indicate the co-relation
between the constructs and the performance of the travel and

leisure organizations.
Table (7): Pearson Correlation Coefficient

Constracts O 1t D2t O3t L 2=
Ol 1 0. 7TTe=~= o885 = D_S48~
L Jed 1 0_F88== DTS
O3 1 D_8Sas~=
Q4 1

** Denote to Pearson Correlation Coefficient significant at 0.01 level of significant
Table (7) indicated that all the constructs of the model are

significant at the 0.01 level and indicated the positive
relationship between the perspectives and each other within a
ranged from 0.759 to 0.885 which indicated the strength of
this relationships.

2. Stepwise Regression Analysis to indicate the best
combination of constructs that can improve the
performance of the travel and leisure organizations and
explain the performance changes.
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Table (8): Stepwise Regression model

Y= -0.554+0.919" g1t + 0.647 ¥ g3t - 0.280 ¥ g4 + 0.560 +0.416"
- 02253 1977 (5.130)™ (3.536) T (-2.176) "

F-Ratio= 83 444%* Sig f=0.000
df= (3, 176) sig. at 0.01
S E= 0.846, RI=58.7%4

** Denote to the F& T- test is significant at 0.01. * Denote to the T-test is significant
at 0.05.

Table (8) showed the most influential perspectives on the
performance of the travel and leisure organizations according
to coefficient constructs of each perspective. These
perspectives are, Financial perspective positive relation,
Employee innovation/learning and growth Perspective
positive relation, Client perspective negative relation, and
Internal operating processes perspective excluded. The value
of the F-Test equals 83.444 which is significant at the 0.01
level with degree of freedom df = (3,176). This value
indicates that the model is highly significant and can be relied
on and applied with minimum errors to calculate the effect of
the three previous perspectives on the performance of travel
and leisure organizations.

The correlation (R?) value indicated that the proposed model
can explain 59% of constructs that can affect the travel and
leisure organizations performance. From the previous analysis
we can deny and reject the first hypothesis. The statistics and
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analysis indicated that the BSC framework has great impact
on the performance of the Travel & Leisure organizations and
this was represented by rejecting the first hypothesis. These
outcomes reflected the importance of the four perspectives of
the BSC framework in the following rank: Financial
perspective, Employee innovation/learning and growth
Perspective, Client perspective, and at last Internal operating
process perspective.

Second Hypothesis (H,): There is no effect of the internal
constructs of BSC framework (Internal operating processes,
and Employee innovation/learning and growth Perspective) on
the financial performance taking into consideration the client
prospective. Path Analysis and Direct and Indirect Effect
Analysis as statistical approaches are used to verify the second
hypothesis, that can be illustrated in figure (2):
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The path analysis was conducted based on table (9):
1. Independent constructs represented via internal operating
processes (Q2t), and Employee learning and growth (Q3t)
2. Dependent constructs represented via financial perspective
(Q11).
3. Intermediate variable represented by Client perspective
(Q11).
Table (9): Direct and Indirect Effect outcomes for The Path
Analysis:

Independent Indirect Effect Direct effect
constructs Path (value)

— 0, —>
Qt Qat 0-203 Qut 0.848 Qut +0.207

Qgt Qgtm Q4t (F48>Qlt +0.721

The researcher concluded the following from table (9):

There is a preference for direct effect outcomes over the
indirect outcomes for the independent constructs. And a
preference for the Employee innovation/learning and growth
Perspective on the internal operating processes perspective
which was revealed by the direct and indirect effect analysis.
So that all the effects of the independent constructs were
positive despite of being direct or indirect.

The statistical analysis indicated the significance of the
Internal  operating  processes  perspective, Employee
innovation/ learning and growth Perspective with their direct
and indirect effect on the financial perspective through
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intermediate constructs which is the client perspective. The
statistical analysis indicated also, the superiority of the
Employee innovation/ learning and growth Perspective
through the values presented for the direct and indirect effect
on the financial perspective over the values presented for the
Internal operating processes perspective. These outcomes
indicated the importance of financial performance measures
presented by the researcher regarding these two perspectives
and their significance for the performance development
process. Based on the previous outcomes the second
hypothesis was rejected.

Third Hypothesis (Hs): There are no significant statistical
differences between sample responses towards the BSC
perspectives and the organization performance.

T-Test and the Mann-Whitney test as statistical
approaches are used to verify the third hypothesis, as shown in
table (10). T-test identify if there are statistical differences
between the means of two groups. T-test is appropriate to
compare the means of two groups, and especially appropriate
as the analysis for the post test-only two-group randomized
experimental design.

Mann-Whitney test: Table (11) a non-parametric test
(distribution-free) used to compare two independent groups of
sampled data. It is the alternative test to the t-test. Mann-
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Whitney test is a non-parametric test that is used to compare

two population means that come from the same population.
Table (10): Outcomes of T-Test

Descriptive Statistics

Persp ectives BSC CI for mean
Mean | SE | it 95%

RLE LTI

- : Not Use(a) | 3.058 | 0.087 | (2.88, 3.223
S () @832 |

Perspective Use (b) 3.540 | 0LOT3 | (2.402,32.083) (120
Internal operating S48++
p rocesses Use (k) 2.885 (32.734,4.035) 4.(1{]{]}

Emplovee Not Use (a) (2.843.3.292)
innovation/learning 41745+
& growth Use (b) . (2.485,3.765) (178

p erspectiv e.
Not Use(a) (3.044.3.489) 3. 085%*
(119)

Not Use (a) | 3.242 (2.024,3.460)

Client Perspective

** denote to that T-test values have a Sig. At (0.01) level of significant.
The outcomes of table (10) indicated that there was high
acceptance to apply the different perspectives of the BSC.
This was clear because all the outcomes were significant at
0.01 in favour of all the BSC perspectives implementation.
Table (11) illustrated the impact of using BSC on the
organization performance.
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Table (11): Mann-Whitney test

MNean Descriptive Statistics
Ranks Niean S E
Not Use 77.7 3.580 0.134
Use 95.42 3.823 0.124
Z=2136 . Sig =0.033 (P<0.05) Sig_at 0.05

Groups

The outcomes from Mann-Whitney test indicated that
there was a significant statistical difference for BSC
implementation and this was emphasised by the outcomes of
Mann- Whitney test and outcomes of Mean Ranks. The
statistical analysis indicated the significant of all the measures
proposed through the model and its positive relationship with
the dependent constructs which is the development process.
The T-Test and the Mann-Whitney analysis indicated along
with the F-value the significant of the BSC model and also,
indicated the usage of the model from the respondent’s
answers analysis. These outcomes indicate the importance of
the accounting performance measures presented by the
researcher regarding the four perspectives and their
significance for the performance development process. Based
on the previous outcomes the third hypothesis was rejected.
Fourth Hypothesis (H4): The proposed model is not a valid
tool for improving the performance of the Travel & Leisure
industry.
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Two Sample Z-test and the Kolmogorov-Smirnov test as
statistical approaches are used to verify the fourth hypothesis,
to compare two proportions created by two random samples or
two subgroups of one random sample. Table (12) shows the
outcomes of Kolmogorov-Smirnov test (K-S test), a
nonparametric test for the equality of continuous, one-
dimensional probability distributions that can be used to
compare a sample with a reference probability distribution to
compare two samples.

The researcher concluded from table (12), that Z-Test
outcomes indicated a significant statistical difference in
favour to BSC implementation in Travel & Leisure
organizations. These differences indicated the emphasis of the
organization on continuous Improvement of the organization
result on the long term, increasing client orientation and focus,
and that the framework supports the organization to
implement the long term strategy, in addition to enhancing the

investment in intangibles.
Table (12): Outcomes of Two Sample Z-Test and Kolmogorov-Smirnov

The benefits of the framework:

Continuous Improvement of the organization result
on the long term.

Improved understanding of cause and effect
relationships in the organization.

0.000 (P« 0.01)

0.919 (N.S)

Increasing client orientation and focus 0.022 (P< 0.05)

Enhancing the investment in intangibles . 0.001 (P« 0.01)
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Higher consideration of the non-financial drivers of
performance.

Enhancing business process re-engineering
opportunities.

The framework accomplishes the organization
objectives.

0.167 (N.S)

0.762 (N.S)

0.016 (P« 0.05)

The framework supports the organization to

- 0.000 (P« 0.01
implement the long term strategy (B<0.01)

The framework designed for creating tangible and

. . . . P<0.01
intangible strategies. 0-000 (P<0.01)

The framework encompasses a formal written
balance scorecard strategic implementation plan.
Framework implementation problems:

Lack of planning and communication. 0.983 (N.S)
High cost for BSC processing. 0.116 (N.S)
Time consuming in the implementation. 0.018 (P« 0.05)
Complexity in the implementation in adjacent with
inadequate KPI’s.

Inadequate involvement of all the organization
employees.

10 0.958 (N.S)

0.210 (N.S)

0.449 (N.S)

These constructs are consecutively ranked in accordance
to their importance in the proposed model. The rest of the
constructs were not significant to the implementation of the
proposed model.

Kolmogorov—Smirnov test outcomes indicated that there
were significant statistical differences from the sample
responses at 0.05 level. The probability distribution of
responses indicated the tendency toward the Proposed model
implementation which conorganizationed by the acceptance of
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69.2% of the sample responses of BSC users to the proposed
model implementation against 48% of non-BSC users.
Moreover, Kolmogorov—Smirnov test indicated that there
were significant statistical differences from the sample
responses which was significant at 0.01 level. The probability
distribution of responses indicated the tendency toward the
proposed model implementation which conorganizationed by
the acceptance of 80% of the sample responses of BSC users
to the proposed model implementation against 32% of non-
BSC users.

Z-Test outcomes indicated that there was a significant
statistical difference against BSC implementation in Travel &
Leisure organizations regarding Time consuming in the
implementation element. The result was verified by the
sample responses as 24% of the non-BSC users against 41.5%
of BSC users. The rest of the constructs have no significant
statistical differences as a problem in implementing the
proposed model.

The outcomes from Kolmogorov-Smirnov test indicated that
there were significant statistical differences from the sample
responses which was significant at 0.01 level. The probability
distribution of responses indicated the tendency toward the
Proposed model implementation which conorganizationed by
the acceptance of 69.3% of the sample responses of BSC users
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to the proposed model implementation against42% of non-
BSC users.

The framework has balance scorecard implementation plan in
written element has no significant statistical differences
between the non-BSC users against BSC users.

The statistical analysis indicated that all of the proposed
measures in the model significant, and its positive relationship
with the dependent constructs which is the development
process, which indicated the importance of the proposed
model from the respondents’ perception. Moreover, the
outcomes in return indicated the possibility of the
implementation of the proposed model formally as a written
plan considering the barriers of implementation. Based on the
previous outcomes the forth hypothesis was denied and
rejected.

Research Outcomes:

» Performance measures used in the Egyptian travel and
leisure organizations has to be modified by developing
more efficiency measures and by directing these
measures more toward other perspectives than the
financial perspective.

» The proposed model application will enhance the
accounting performance measures used in the travel &
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leisure industry by trying to present quantitative
measures for the four perspectives of the model.

» Empirical study indicated also, that some of the
measures included in the model is already exist but
without being taken into consideration in the overall
evaluation process.

» The empirical outcomes of the proposed model show
that non-financial performance measures (i.e., the
learning and growth perspective, internal operating
process perspective, and client perspective) not only
directly influence the financial performance measures,
but also indirectly affect performance through the
cause-and-effect  relationships among  different
perspectives.

Recommendations:

» The adoption of proposed model is recommended in
order to verify the efficiency of performance
measurement framework and identify aspects of
strength (weakness) and identify opportunities for
improvement.

> All members of the staff play a vital role in achieving
the travel and leisure organizations mission. Thus it is
important that skills and knowledge are regularly
updated to enable them to continue to per-form at the
highest level. To this end the travel and leisure
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organizations are committed to the developed plan for
its staff.

» Conducting an annual program of staff development
courses and activities which should be continuously
monitored and updated to achieve balance between the
needs of the travel and Leisure organizations and skilled
staff available.

» Modify the reporting framework used to cope with the
new quantifying information needed by the model.

Future Research:

The approach outlined in this study can be replicated in
other nations, industries and organizations. Therefore, future
studies may focus on validating the proposed BSC model and
associated strategic objectives and performance measures, as
well as on implementing the BSC to the other industries or
organizations to test the effectiveness of this BSC strategic
management approach.
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