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ABSTRACT

The BSC has been introduced by Robert Kaplan and David Norton for more than twenty
years. Many researchers have widely investigated the advantages and challenges of
implementing BSC. This paper aims to investigate issues of BSC implementation in
Chinese companies through literature review, and provide implications for Chinese
companies on BSC implementation taking into account the national -cultural
characteristics. In total, 48 BSC articles were reviewed out of which 41 articles
identified worldwide issues on BSC implementation and 14 articles specifically dealt
with issues of BSC implementation in China.

The findings show performance measures, reward system, top management involvement,
communication and feedback, and employee involvement are the five most widely
discussed issues in literature that relates to BSC implementation. Specifically, within
the Chinese context, issues on senior management and employee involvement,
communication, strategy, reward system, performance measures, information system
and the level of management are important considerations influencing BSC
implementation. In addition, the influence of Chinese culture on BSC application was
discussed. Suggestions were provided for Chinese companies to better implement the
BSC: (1) take the strategy as the orientation; (2) pay attention to top management; (3)
balance performance indicators; (4) link BSC to incentive system; (5) improve
enterprise information system; and (6) strengthen corporate culture construction.

Two limitations were considered in this study: (1) the articles on BSC implementation
in China are limited; (2) it is possible that not all the useful data in the reviewed articles
has been picked out and collected.

The study contributes to practice by identifying the challenges of BSC implementation
from previous studies and provides an insight into BSC implementation in China.
Future research may pay more attention on exploring the actual application of the BSC
in Chinese companies.



CHAPTER ONE: INTRODUCTION

The purpose of this study is to review the balanced scorecard (BSC) literature and
identify issues about BSC implementation in China. The study also aims to provide
insights into the application of BSC in China combined with national cultural
characteristics. This chapter provides an overall introduction to this study, which
consists of three sections. Section one gives a brief introduction of the background of
the study, including the concepts of performance management and the BSC. Section two
provides the objectives and research questions of this study. In the last section, the

structure of this study is presented.

1.1 Background and Justification for the Study

Performance management is the process set by an organization to ensure organizational
goals can be achieved in an effective manner. Over the past decade, performance
management techniques have been increasingly applied by organizations to help
managers manage performance and achieve strategic goals. The widely used
performance management techniques by organizations include benchmarking, strategy
maps, lean management and balanced scorecard. Among these techniques, BSC has
received considerable attention from both academics and users since it was introduced
to the public. The BSC was first put forward by Kaplan and Norton in the paper “The
balanced scorecard: measures that drive performance” in 1992. It was designed as a
performance management model to help organizations implement strategies and achieve
goals. The BSC consists of four perspectives: Financial, Customer, Internal Business
Process, and Learning and Growth. Traditionally, organizations have focused mainly on
financial measures such as sales and costs, or revenue generated compared to a planned
budget (Harden & Upton, 2016). The BSC is an approach that combines both financial
measures and nonfinancial measures to ensure a more “balanced” view to support
decision making and strategy implementation, which is considered to be the greatest
advantage. Financial perspective tracks the organization’s financial performance.
Customer perspective measures customers’ satisfaction and requirements. Internal

Business Process perspective focuses on identifying key processes that are most critical
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for achieving customer objectives. Learning and Growth perspective focuses on internal
skills and capabilities of the employees and corporate cultural attitudes. The
introduction of the BSC method has changed the fact that organizations only focus on
financial indicators for performance evaluation. Focusing only on financial indicators
may result in organizations overly concerned about short-term benefits and give up
long-term benefits, such as employee training and customer relationship. Therefore, the
four perspectives are connected with each other. By the use of the BSC, business
strategies can be translated into four perspectives to ensure measures are well linked to
business strategies. The BSC is a performance management system rather than a
performance measurement system as focusing only on performance measurement may
hinder the achievement of organizational objectives (Braam & Nijssen, 2004). It has
been widely used by managers around the world for more than twenty years and become
one of the most popular performance management techniques. In the UK and the US,
half of organizations were reported to use the BSC (Williams, 2001). In Jordan, 35.1
percent of responding companies used the BSC, while a further 30 percent were either
using or considering using the BSC (Sawalga, Holloway, & Alam, 2011). Although the
BSC was introduced in China later than Western countries, according to a survey in
2008, 53 percent of the responding firms had implemented the BSC (Sheng, Xiong &
Su, 2008). These findings indicate the BSC has become a global performance

management tool.

However, BSC has also received much criticism and debate from researchers. Narreklit
(2000) disputed the BSC failed to increase strategy awareness. This is also supported by
Lord et al. (2005) that there are difficulties for organizations in linking performance
measures to business strategy. Moreover, it is found that organizations still place higher
importance on financial measures than non-financial measures, which reflect the
objective of “balance” may not be achieved (Blundell, Sayers, & Shanahan, 2003). All
these issues may affect the success of BSC implementation, which lead 70 percent of
BSC implementation to fail (Lewy, 1998). Therefore, it is necessary to have a

comprehensive review on prior BSC studies to identify which issues have significant
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effects on successful implementation for BSC practicers, as well as people who have

interest in the BSC.

In recent years, Chinese companies are more interested in learning and introducing
Western advanced performance management technologies, including BSC. An essential
issue for BSC implementation in China is the national cultural differences, as the BSC
Is derived from western culture. However, there is not much BSC literature about China
taking into account the national culture. Thus, it is necessary to summarize experiences
of BSC implementation from previous studies, in order to provide an in-depth
understanding of BSC implementation for Chinese companies who have adopted BSC

or intend to.

1.2 Objective and Research Questions

This study provides a review of literature on BSC and performance management
systems for the last two decades. The objective of this study is to investigate main
issues of BSC implementation identified by previous studies, in order to provide
insights into the use of BSC for Chinese companies taking into account the national
culture. There are three research questions investigated in this study:

1. What are the issues related to BSC implementation identified by previous studies?

2. What are the issues related to the implementation of BSC in China?

3. What are the implications/suggestions for Chinese companies adopting BSC?

The first research question aims to identify key issues of BSC implementation around
the world through a review of BSC literature. The second research question aims to
identify issues of BSC implementation in China through literature review. The third
research question focuses on providing suggestions for BSC implementation in Chinese

companies on the basis of those issues identified in the first two research questions.



1.3 Structure of the study

This paper is organized as follows. Chapter Two reviews previous literature related to
global BSC implementation in the last two decades. It also includes literature review on
the relation between performance management systems implementation and national
culture. Chapter Three introduces research methodology used in this study. Findings of
this study are stated in Chapter Four. The last chapter provides a conclusion of this

study, including suggestions for future research directions.



CHAPTER TWO: LITERATURE REVIEW

2.1 Prior Studies on BSC implementation

The BSC is designed as a performance management system to help organizations
achieve strategic goals. It has received increasingly attention from both academic
researchers and organizations since the BSC was introduced to the public. Researchers
usually focus on three category empirical studies on BSC implementation: the first is to
investigate the rate and level of BSC implementation in countries; the second is to
explore the factors and issues associated with BSC implementation; and the third is to

explore how BSC is actually implemented within different context.

A number of studies provide evidence to support that the BSC has been increasingly
adopted by organizations around the world. Williams (2001) found about 50 percent of
US and UK organizations were reported to use the BSC. In Canada, Soderberg et al.
(2011) found 111 of the 149 organizations (74.5 percent) are BSC users. The BSC is
found to be often applied by managers for decision-making and decision-rationalizing,
coordination and self-monitoring (Wiersma, 2009). Davis and Albright (2004) provide

evidence to support that the BSC is useful for improving financial performance.

Although the BSC has been proved by a number of studies to be a helpful technique for
performance measurement and management, however, studies also suggest some issues
related to BSC implementation. One issue that has often been discussed in studies is the
low level of BSC application. Studies indicate there is a lack of fully developed BSC in
organizations. Organizations need to have sufficient knowledge about the BSC before
they intend to implement the BSC. To achieve a balance, organizations need to focus on
all the four perspectives. In fact, organizations still place greater importance on financial
measures than non-financial measures (Blundell, Sayers, & Shanahan, 2003).
Speckbacher et al. (2003) found one third BSC users lack the “learning and growth”
perspective and only about 7 percent of BSC users have employed a fully developed
BSC. This is also supported by Sawalqga et al. (2011) that only 45.8 percent of BSC

companies have used four perspectives. Soderberg et al. (2011) define a fully developed
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BSC that organizations have used their performance management systems to improve
learning, update strategy, and link employee’s reward to their measurement systems.
Their result shows 74.5 percent of respondent organizations are BSC users, but only
about 25 percent have fully developed BSCs. A number of studies have indicated the
importance of reward system for BSC implementation (e.g. Sharma &Gadenne, 2011,
Agostino & Arnaboldi, 2012). An appropriate employee reward and incentive system
can motivate employees to perform within the scorecard framework (Sharma &
Gadenne, 2011). Harden and Upton (2016) point out it is a challenge to link the BSC to
the employee’s reward system. The reason is if employees are to believe that
nonfinancial results and financial results have the same importance, however they
cannot be paid bonus timely when financial results are worse than the expectation, but
nonfinancial results are positive, they may think nonfinancial measures are less useful
and pay less attention on nonfinancial results (Makhijani & Creelman, 2011). Therefore,

it seems not to be easy for organizations to adopt a fully developed BSC.

The second problem is the effectiveness of BSC. The use of BSC should complement
and link to corporate strategy, which is the key element for organizations to design a
scorecard; otherwise it may not have positive influence on performance (Braam &
Nijssen, 2004). Malina (2013) suggests communication and review in the scorecard
process are important to ensure the BSC is effective for achieving goals.
Communication includes both top-bottom and bottom-top, the aim is to make sure that
each employee is clear with the goals and their tasks in the implementation process, as
well as building trust between top management and employees. As Sharma and
Gadenne (2011) suggest, the implementation of a new BSC system in a complex
environment reflects challenges in both leadership and employee motivation. This
requires both senior management and employees involved in developing and
implementing BSC process (Soderberg, 2011). Clarity of every employee’s role has a
positive influence on the achievement of organization’s goal (Greatbanks & Tapp,
2007). Periodically reviewing the effectiveness of BSC enables making changes in time

according to the changes of situation. Chi and Hung (2011) also suggest BSC
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implementation requires full support from top management, sufficient communication
with employees, and feedback during the process. Thus, communication, feedback, as
well as employee and top management involvement are factors that significantly
influence the effectiveness and success of BSC implementation. The selection of
appropriate measures for each perspective helps to enhance the BSC effectiveness.
Hoque (2014) indicates organizations tend to use too many measures in a single
scorecard. In fact, organizations still place greater importance on financial measures
than non-financial measures (Blundell, Sayers, & Shanahan, 2003). This is also found to
be true in non-profit organizations (Greiling, 2010). Blundell et al. (2003) suggest that
some organizations did not use a balanced mix of performance measures for each
perspective. They used many measures for financial perspective, but only one measure
for each of the other perspectives. Agostino and Arnaboldi (2012) confirm that there is a
prevalence of financial measures in BSC implementation process. They also suggest
that absence of clear targets and no link with the reward system are two other BSC
issues. A comprehensive set of measures for BSC can assist organizations in improving

overall performance and competitiveness.

Lack of a fully developed BSC and low effectiveness are two major issues of BSC
which have been often investigated and discussed by previous BSC studies. Each of
these two issues consists of several more detailed problems. The BSC can be used for
different purposes, no matter for which purpose managers choose to adopt the BSC, the
design and implementation of the BSC should complement and link to corporate
strategies; otherwise there will be a failure in BSC application. Moreover, from the
country-level, the success of BSC implementation is also affected by national culture,
for example, what financial indicators to select for a company may be influenced by
whether the country this company located in tends to focus on long-term orientation or

short-term orientation.



2.2 The Effects of Culture on Performance Management Systems
2.2.1 Performance Management Systems and National Culture

As a strategic and integrated process, performance management system delivers
sustained success to organization by improving the performance of the people who
works in them and by developing the capabilities of individual contributions and fears
(McAdam, Hazlett, & Casey, 2005). With the increased competition between companies
and the development of new management techniques, an increasing number of
companies are adopting a performance management system to help them achieve their
goals. It has been argued that performance management systems are important for
companies to keep competitive advantage (Blundell, Sayers, & Shanahan, 2003). In fact,
some organizations have difficulty in implementing a performance management system
because they have paid little attention to the influences of cultural factors on
performance management system implementation (de Waal, 2006). Rhodes et al. (2008)
indicate management practices are significantly affected by cultural values, since social
and cultural values affect the acceptance of performance management systems, such as
the BSC. Previous studies have provided evidence to confirm the importance of cultural
factors on implementing performance management systems. de Waal (2006) compared
the cultural differences and the use of a performance management system in the UK and
Netherlands, suggesting it is better to take into account Hofstede’s culture dimensions to
modify the performance management system in order to meet local needs. Macarthur
(2006) discussed the cultural influences on management accounting practices in German
and US. He points out uncertainty avoidance is a key cultural difference between two
countries which has effects on management accounting practices. The US culture with
weak uncertainty avoidance tends to be good at coming up with new ideas of
management accounting, including proposed new models, such as activity-based costing
and BSC. While Germany culture with strong uncertainty avoidance tends to be good at
developing and implementing those management accounting practices. For balanced
scorecard, Bourguignon et al. (2004) confirm that American cultural values are
embedded in the balanced scorecard and suggest the design and application of

management accounting systems need to consider the ideology of the local society.



Carmona et al. (2011) examined the impact of national culture on BSC implementation
in Spain and the US. The US is a highly individualistic country with emphasis on
short-term outcomes, while Spain tends to be collectivistic and prefers long-term focus.
They found US participants prefer short-term financial goal project more than Spanish
participants even that project reflected the lowest aggregate BSC score. This result
confirms national culture has effects on management accounting and control systems.
Mendonca and Kanungo (1996) suggest although the implementation of performance
management techniques can bring benefits to organizations in developing countries, as
they are derived from western countries with western cultural values, organizations in
developing countries cannot simply transplant them due to different socio-cultural
environment. Therefore, the factor of national culture need to be taken into account

when consider BSC application in China.

2.2.2 Hofstede’s Culture Theory

Culture can be understood and defined in different ways. In business studies, the most
widely accepted definition of culture is provided by Hofstede (1980): culture is the
collective programming of the mind that distinguishes members of one human group
from another. To distinguish different national cultures, Hofstede (1980) has identified
four dimensions of cultural value: Power Distance, Uncertainty Avoidance,
Individualism versus Collectivism, and Masculinity versus Femininity. Later, the fifth
dimension, long-term orientation versus short-term orientation, was added after the prior
four dimensions. de Waal(2006) suggests when considering performance management
system implementation, it is better to take into account Hofstede’s cultural dimensions,
in order to meet local needs and national cultural characteristics. Hofstede’s cultural
dimensions are widely applied by accounting researchers as the theoretical basis to
investigate the influence of different cultural factors on accounting. These dimensions

are showed as follow:

(1) Power Distance.

Power distance refers to the extent to which the people within a culture accept that
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power in institutions and society is distributed unequally. In a high power distance
culture, the society tends to be more centralized, and people accept power is distributed
unequally. While in a society with a low power distance, the members tend to seek for

an equal power.

(2) Individualism versus Collectivism.

This dimension measures the degree to which individuals are integrated into groups. In
a high individualistic society, individualism is the core of the society. People prefer a
loose social structure and tend to focus on individual performance and achievement,
then the group goals. On the contrary, in a high collective society, there is a need for a
stable relationship. People of the society prefer a tight social structure in which the

group look after its members.

(3) Uncertainty Avoidance.

This dimension refers to the degree to which the members of a society feel
uncomfortable and threatened with uncertainty and ambiguity. In a high uncertainty
avoidance society, people always feel uncomfortable with ambiguity and want more
control over the environment, so there are more rules and controls to avoid uncertainty.
While in a low uncertainty avoidance society, people generally don't care much about

uncertainty and ambiguity as they feel relatively less uncomfortable.

(4) Masculinity versus Femininity.

Masculinity and femininity are used to describe the dominant social values. In high
masculinity cultures, people tend to focus on performance and achievement and lacking
of concern for others. However, in femininity cultures, people prefer a harmonious

relationship. They focus on cooperation and more concern for others.

(5) Long-term Orientation versus Short-term Orientation
Societies with long-term orientation have a sense of shame and encourage thrift, they

focus on the values for the future therefore accept results may take time to achieve.
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Societies with short-term orientation focus on values stressing on the past and present,

so they prefer to set results can be achieved within timeframe.

2.3 BSC and Performance Management Systems in China

In spite of an increase of BSC users in Asian countries in recent years, the
implementation of BSC and other performance management systems in Asian
companies is still relative low. In Singapore, it is found that BSC is more likely to be
adopted by large companies (Liu, Ratnatunga, & Yao, 2014). In India, BSC is used by
organizations as a performance measurement tool to create change and improve
performance (Farooq & Hussain, 2011). But according to Sulaiman et al. (2004), Indian
companies still prefer to use financial-based performance measures. This is also
supported by Anand et al. (2005) that among four BSC perspectives, financial
perspective is more important than others. They also found the key issue on the
application of the BSC in India was how to balance different perspectives and establish

cause and effect relation among these perspectives.

In China, although the BSC was introduced much later than in Western countries, recent
years, it has received increasingly attention from organizations and scholars. Currently,
Chinese BSC literature is more about introducing concepts and foreign experience, there
is a lack of literature on empirical BSC application in Chinese enterprises. This is partly
associated with China’s national conditions. Due to the absence of standard, strict and
scientific enterprise management system for a long time, as well as the absence of
innovation on management theory, the implementation of BSC in Chinese companies is
still relative low although BSC has been put forward more than twenty years. But along
with the constant development of enterprises reformation and the changes in enterprise
management system, management of enterprises has put more emphasis on performance
measurement. Now there is an increasing number of Chinese specialists and scholars
focus on BSC popularization and application in Chinese companies. According to a
survey, in 2002, only 5 percent of firms had implemented the BSC at different levels

(“HongKong,” 2002). Sheng et al. (2008) found 53 percent of firms reported they had
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adopted the BSC in 2008. Zeng and Luo (2013) indicate there is a significant increase
on BSC implementation rate in China in recent years, as managers in Chinese
companies need the BSC to achieve organizational goals and improve profits. BSC
application improves both organizational and personal performance in Chinese
companies, this influence is positively related to the level of BSC implementation (Lin,
Yu, & Zhang, 2014). However, Xu (2011) found BSC companies did not show an
obvious higher financial performance than non-BSC companies. Although the findings
on BSC implementation in China remain mixed, there is no denying that the BSC has
got an obvious development in China. At present, the modern enterprise management of
Chinese companies is at a beginning stage, it is necessary to draw lessons from foreign
advanced management theories and experience, while the BSC system provides a

scientific tool to Chinese companies for performance management and decision-making.

Taiwan is the most representative area of China on the use of BSC. As Taiwan’s
economy is more developed, management theory is also more closely linked to Western
developed countries. Therefore, the BSC has received much attention in Taiwan and
taken the lead in the implementation of BSC in Asian region. Chang et al. (2008) have
examined the BSC application in a Taiwan’s healthcare organization and suggest two
reasons for the successful implementation of BSC: senior management personnel
involved in the implementation process and BSCs are linked to budget planning. Chi
and Hung (2011) conducted a study between a BSC company and a non-BSC company
on the software industry in Taiwan, they found the performance of the BSC company
showed obvious progress and was better than the non-BSC company in all the four
perspectives of the BSC. Although at present in Taiwan some enterprises have
implemented the BSC and the majority of BSC enterprises have developed strategy,
performance indicators and disciplinary measures, they have not well combined with
information system, therefore the BSC is unable to provide complete and timely
information for decision-makers. As a consequence, unlike Western countries, the BSC
in Taiwan is mainly used as a performance evaluation system, rather than a performance

management system. The lessons of success and failure from Taiwanese companies on
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the use of BSC may bring some experience for those Chinese companies who are

interested in BSC.

The implementation of BSC in China faces various issues. When designing BSC system,
some Chinese companies do not have a comprehensive understanding of the BSC (Tai
& Liu, 2005). Strategy is important for BSC implementation, but some companies do
not have a clear strategy (Yao, 2007). Gao and Gurd (2015) found the BSC is
considered by some Chinese industries to provide a fair system incentives. However,
many companies do not develop an effective incentive system linked to the BSC (Gao,
2008). These issues have great impact on the success of BSC implementation. One of
the reasons for the low successful rate of BSC application that has often been
overlooked is the cultural barriers, which reflect in different cultural values according to
Hofstede (1980). Western performance management techniques are worthwhile
methods for firms in developing countries to adopt, but it is not easy to implement and
cannot be underestimated (de Waal, 2007). The BSC is rooted in American culture,
which is very different from Chinese culture. Zeng and Luo (2013) summarize some
barriers that affect BSC spread and implementation in China, including:

e Cultural barriers, such as the impact of Chinese Confucianism which stresses on
conflict avoidance; the differences in power distance and individualism between
China and America.

e Matching barriers, such as matching BSC system with organization’s existing

planning systems, performance measurement systems and information systems.

Thus, Chinese companies cannot simply copy the BSC model from Western countries
without making changes to adapt to the organizational environment. As Sandhu et al.
(2008) point out, BSC is not “ready made”, how to localize BSC should be concerned

by organizations.
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CHAPTER THREE: RESEARCH METHDOLOGY

Since this is only a 45 point dissertation, the study will draw on secondary data, the
available literature, and then provide insights into BSC application under Chinese
context. The approach of literature review is showed in Fig.1, which is based on

Hoque’s (2014) approach.

Figure 1 Literature review approach

Start with the general topic

!

Review aim

*  Formulate research questions
*  Provide implication and suggestion

g

Collect prior literature
e Databases
*  Web publications

U

Classify literature by

*  Topics
*  Research settings
*  Findings

g

Review literature and collect useful information

4

Analysis collected information and get the
findings

g

Conclude the review

Source: Adapted from: [Hoque, Z. (2014).]
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3.1 Research Methods

This research aims to summarize BSC issues identified by previous studies and
provide suggestions for Chinese firms on BSC application to address these issues.
This includes a review of literature on the balanced scorecard, mainly focusing on
literatures on accounting journals and other business journals. Literature related to
BSC application will be gathered from online databases to ensure a broad coverage of
literature (Albertsen & Lueg, 2014). Google search engine will also be used to allow
rich publications on the BSC and performance management systems to be acquired
(Hoque, 2014). Issues of BSC implementation will be identified from the analysis of
literature and categorized into some common themes. Then the research will review
literature on performance management practices to identify issues of BSC adoption in
China. On the basis of the issues identified from the first two research questions, this
study will indicate essential issues that need to be considered in implementing BSC in
China. With the consideration of Chinese context, this research is expected to provide

an in-depth understand of BSC implementation in China.

3.2 Data collection & analysis

The information needed for this research will be collected from literature. To examine
the first two research questions, qualitative data will be collected from literature about
BSC implementation and performance management systems implementation. The data
for the first research question includes world-wide common BSC implementation
problems; factors that have effects on successful BSC implementation; companies
with what characteristics are more likely to use BSC. The data for the second research
question is about the implementation of BSC and other performance management
system in China. The data includes the implementation degree of performance
management system; factors and challenges; factors that affect the level and result of

performance management system implementation.

The method used for analysis is thematic analysis. The data will be coded and

categorized based on what theme it refers to. The coding process will be finished
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manually by the use of an excel spreadsheet. First, themes will be identified from
literature, such as success factors of BSC implementation, and listed on the excel
spreadsheet. Then the information will be coded by the use of thematic coding
method, the codes can be key words and phrase. After all the data has been coded, it
will be put into predetermined themes if it is consistent with those themes. By data
analysis, common themes that emerge from literature review can be found, it can be
seen what are the issues of BSC implementation have received more attention from
literature. For the third research question, I will discuss the cultural characteristics of
China based on Hofstede’s cultural dimensions. By identifying issues of BSC and
Performance management system implementation from literature and analyzing
Chinese cultural characteristics, primary considerations of BSC implementation for

Chinese companies will be suggested.
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CHAPTER FOUR: FINDINGS AND DISCUSSION

4.1 Key issues of BSC identified from studies

To investigate what the issues on BSC implementation identified by previous studies
are, 41 articles that dealt with the BSC implementation were examined in this study.
The result shows the issue on performance measures of the BSC is the most discussed
by literature, followed by issues of reward system, top management involvement,

communication and feedback, and employee involvement.

Table 1 Frequency of BSC issues indicated by literature (Generally)

Issues of BSC application indicated in literature Number of articles indicated

Strategy 6
Senior management involvement 9
Employee involvement 7
Performance measures 13
Communication and feedback 8
Reward system 10

Organizational factors
The integration with other control tools
Information system

N O O

* Performance measures: Previous studies indicate companies still pay much
attention on financial measures and lack attention to other BSC perspectives, which
result in an unbalanced mixed of measures for the four perspectives, therefore the
four perspectives of the BSC are not balanced. Studies also point out companies
cannot overlook the link between performance measures and strategy, as well as the
cause and effect relationship among the four perspectives.

e Reward system: The implementation of the BSC does not link to the reward and
incentive system is an issue that is widely indentified by literature. Linking BSC
performance to reward systems is an essential measure to motivate employees and
ensure strategic goals can be successfully achieved.

e Senior management involvement: The introduction of the BSC system is
challenging for leadership since the development and implementation of the BSC is

a top-down process which cannot be realized without the support and involvement
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of top management. Top management needs to design the strategy and BSC
framework, if the BSC cannot get full support from top management, it will be
difficult to successfully implement the BSC.

e Communication and feedback: Communication is important in the whole process of
BSC development and implementation. Lack of communication with employees
will result in a low strategy awareness and BSC recognition for employees. In the
BSC implementation process, managers should often communicate to employees
for the feedback on the BSC, in order to revise the system in time.

* Employee involvement: Literature confirms that the level of employee involvement
affects the outcomes of BSC implementation. However, some companies have not
recognized the importance of employee involvement for BSC implementation. As
employees do not have sufficient strategy awareness and the understanding of the

BSC, they cannot actively participate in BSC implementation.

In addition to the above issues, literature also indicates various other issues related to
BSC implementation, including strategy formulation, the impact of organizational
environment on BSC implementation, the integration of BSC with other control systems
and the importance of information system. Among these examined articles, some of
them provide a relative comprehensive exploration and analysis on those issues that
may have impact on the success of BSC implementation. For example, Agostino and
Arnaboldi (2012) suggest the development of BSC should consider performance
measures, BSC cascading, target and reward systems, while BSC implementation
should consider the involvement of top managers and operational managers, as well as
face to face dialogue. Kopecka (2015) point out to effectively implement BSC, it is
important for companies to have smooth communication, clear indicators, deep control
and feedback. These issues identified by previous studies have significant impact on the

level and effectiveness of BSC implementation, even lead to a failure in BSC adoption.
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4.2 Issues of BSC implementation in China

The second research question is what the issues related to BSC implementation in China
are. As there is limited English literature focused on BSC implementation in China, to
investigate this research question, literature in Chinese language has also been collected.
In total, 14 articles were reviewed, including 7 articles in English language and 7
articles in Chinese language. The finding shows literature has indicated various aspects
of issues related to BSC implementation in Chinese organizations. Table 2 lists eight
key issues that indicated by literature on BSC application in China, including strategy
planning, senior management and employee involvement, communication, performance
measures, reward system, information system and management level. These issues have
important effects on the success of BSC implementation in Chinese organizations.
Compared with the result of the first research question, issue of senior management
involvement has received the most attention from literature, while management level is

a particular issue for Chinese companies.

Table 2 Frequency of BSC issues indicated by literature (China)

Issues of BSC application in Chinese Number of literature indicated
organizations

Strategy

Senior management involvement
Employee involvement
Communication

Performance measures

Reward system

Information system

Management level

W Pk~ BN

4.2.1 Lack of clear strategy

BSC is designed and implemented on the basis of the company’s strategy and translates
the strategy into four perspectives. As the scorecard consists of a set of measures
derived from the company’s strategy (Walker & Ainsworth, 2007), it is difficult to
develop BSC for performance evaluation if a company does not have clear strategy. Due

to the increasing market competition, it is extremely important for a company to have
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clear strategy, especially a clear planning on long-term strategy. The clear strategy can
effectively guide all the management activities of the company, to ensure that all
employees act in unison. At present in China, since some companies do not have a
sufficient understanding of their actual situation, the strategy may be impractical for
implementing. Some companies even do not have specific long-term strategic planning
or the strategy changes frequently, which result in a lack of a clear goal for employees.

These will become the barriers for BSC implementation.

After the strategy is formulated, all the activities of the company should take the
strategy as the start point and destination, so does the implementation of the BSC. In
China, some organizations’ performance management systems are separated with the
strategy, the performance objectives cannot effectively support the organization’s
strategy, even appears the cases that employees’ performance objectives are far from the
organization’s strategy. In addition, some companies run several programmes with
different targets at the same time, therefore cannot better serve the unified strategic goal,
and lead to be difficult for a company’s operation to truly realize the strategy-oriented

(Yang, Li, & Li, 2007).

4.2.2 Lack of senior management support

Lack of senior management support is not only an issue of BSC implementation in
Chinese companies, but also a common issue that has been widely indicated by global
BSC studies. The implementation of BSC is a great change throughout all levels of the
company. Changing performance management system may affect the management’s
benefits, as the BSC will significantly increase the transparency of performance
management systems. Since there is high power distance in Chinese companies, high
power distance leads to a large gap of the distribution of power between top
management and employees on decision making (Reddy, 2011), so senior management
has more rights on making organizational decisions. The BSC prevents the behaviour of
senior management from manipulating organization’s performance, which may hinder

the introduction and development of BSC in the organization (Zhang & Xu, 2014).
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The construction of a BSC model is from top to bottom. Strategy formulation is
dominated by senior management, and then the strategy is translated into a set of
performance measurement index system, in order to ensure the organization’s strategic
goal will be achieved through all the employees’ efforts. It is necessary to get support
from the top management of the organization in all the steps of BSC implementation
process, to ensure the construction of BSC will not become a mere formality (Gao,
2008). However, for some companies, only one or two departments involve in the actual
implementation process, which lacks of support from senior management. If the BSC
cannot obtain full support from senior management, it will be difficult for companies to

successfully implement BSC.

4.2.3 Lack of employee involvement

The BSC is a performance evaluation system on the basis of the company's strategy.
Since BSC is associated with all departments of the company, the implementation of
BSC requires every employee’s participation and cooperation, and each department
should ensure its employees successfully complete their tasks, from personal
perspective to support the realization of the company’s strategic goal. Therefore each
employee needs to be clear about the company’s strategy. However, Zhang and Xu
(2014) point out that in Chinese companies most employees do not understand much
about the company’s strategy, and some companies even set up a new position for one
specific person, this lead to employees cannot meet the requirement of their jobs and

reduce the positive effects of BSC on the company’s performance.

In the process of building BSC model, most companies have neglected to provide
sufficient BSC knowledge and training to their employees. Companies just provide a
simple introduction on four perspectives of the BSC, to enable employees to understand
the balanced scorecard is a performance evaluation system that consists of financial and
non-financial indicators. However, the difficulties and complexity of BSC

implementation are rarely mentioned, thereby the employees lack of interest and
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attention, even have resistance on BSC implementation (Yao, 2011). Although senior
management actively supports BSC implementation, employees cannot understand the
importance of BSC on achieving the company's goals and do their work in a perfunctory

manner. As a consequence, the BSC cannot be successfully and effectively applied.

4.2.4 Lack of communication

Communication is very important to ensure the BSC will be accepted by employees and
successful implemented. BSC requires the organization to have a great communication
mechanism in order to enable information can be spread to employees timely. In China,
many companies do not have a good communication mechanism on BSC. When
companies have decided to adopt the BSC system, some of them did not provide a
comprehensive introduction to the employees, to let the employees have a clear
understanding on the BSC. In the stage of strategic planning, senior management do not
have much communication with employees. They often close the door to strategize and
do not get participation and support from employees, therefore employees know less
about the company’s strategy. In the process of BSC implementation, managers do not
have timely communication with employees about new problems and the progress of the
plan, to constantly modify and improve the BSC and promote employees to achieve
personal goals, thus achieve organizational goals. Due to a lack of communication,
managers only assign performance indicators to the employees without consideration of
employees’ attitude, employees just passively work under pressure, therefore cannot get
support and cooperation from employees. Without an open and transparent
communication mechanism as the foundation, is difficult to successfully implement

BSC and get expected outcomes.

4.2.5 Put too much emphasis on financial performance

In China, as the profound influence of traditional performance measurement systems,
many companies have put too much emphasis on short-term financial performance. In
pursue of personal value, the management often takes the short-term financial

performance as the central goal of the work. The pressure may result in companies have
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to reduce the spending on market development, new customer development, new
product and service development, database and information system update, and
customer satisfaction. In a short period, the spending cuts are treated and reported as an
increase in income. However, in the long run, this behaviour will erode the company’s
assets and the ability to create the future economic value. Focus too much on short-term
financial results will increase managers’ speculative behaviour and enable companies to
be reluctant to use capital investment for achieving long-term strategic goals instead of
short-term profit target, so that the company may invest too much on short-term
performance and less on long-term value creation. It is this dangerous idea that hinders
the BSC development in Chinese companies and creates problems for the sustainable

development to the company.

In addition, as many Chinese companies tend to place great emphasis on financial
performance measures, the other three perspectives of the BSC have often been
overlooked. As a consequence, companies set up too many performance measures on
financial perspective, but few measures on non-financial perspectives, which result in
the BSC not “balanced”. However, lack of emphasis on non-financial performance will

significantly affect the company’s long-term benefits.

4.2.6 Lack of effective reward systems linked to the BSC

Many studies point out it is important to link the BSC to reward system, but this can be
challenging. Lack of connection between the strategy and reward system is one of the
barriers for strategy implementation. In order to ensure the BSC can be effectively
implemented, it is necessary to link the results of BSC to reward systems to motivate
employees (Zhang, 2006). In China, some companies fail to effectively combine reward
systems with its development strategy and integrate into the whole management
mechanism. Chinese companies are facing challenges on the issue of how to introduce

reward systems and link to the BSC system.
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4.2.7 Obstacles on information systems

With the fast development of economy and information technology, organizations have
become increasingly rely on information systems. In today’s information age, the
implementation of performance management systems requires the support from
management information systems. When the organization has set up the BSC system
and begun to use the BSC for tracking and review the performance, it is necessary to get
support from appropriate information systems. The development and implementation of
BSC involves acquisition and analysis of a large number of performance indicators. It is
a relative complex process, which is usually realized through management software.
The current situation is many companies just bought management software but have not
considered whether the software is suitable for performance management systems
implementation, and have not made changes on the program to adapt to the needs of the

company.

Information systems play a crucial role in tracking performance indicators. When there
is an unexpected BSC signal appears, the management can query information systems
and find out the root of the problem. Compared with Western countries, the
informationization process of Chinese enterprises is relative slow and the quality of
information is relative low, this will largely affect the application of BSC. The low level
of information quality may affect the truth and accuracy of performance indicators,

therefore unable to effectively measure the company’s real business performance.

4.2.8 The relative low level of management

This is a specific BSC issue for Chinese companies. The BSC is derived from Western
countries. Due to the alternation and innovation of Western management theories, as
well as rich experience on management practices, which lead to the BSC has appeared.
Because of historical reasons, the management foundation of Chinese companies is
relative low. It is in recent years that Chinese companies begin to realize the importance
of performance management (Tai & Liu, 2005). Especially some domestic companies

have not introduced strategic management yet, which lead to the implementation of the
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BSC in China faces many difficulties. In addition, since some enterprises have loose
management for a long time and there is a lack of new management theory system
based on national conditions, most companies only passively accept the achievements of
western management theory therefore overlook the impact of national economic and

social environment on company management.

4.3 Implication/Suggestions

The third research question is what the implications/suggestions are for Chinese
companies adopting BSC. To investigate this research question, the influences of
Chinese culture on BSC implementation are discussed on the basis of Hofstede’s
cultural dimensions. Then the study provides some suggestions for BSC implementation

in Chinese companies.

4.3.1 Impact of Chinese culture on BSC implementation
It can be seen that national culture has impact on management practices and
performance management system implementation through a review of literature in
chapter two. Therefore cultural factors have to be taken into account when designing
and applying BSCs for performance evaluation. Table 3 shows the scores on Hofstede’s
cultural dimensions for the U.S. and China. According to Hofstede’s dimensions, the
cultural characteristics of China can be concluded as follows:

e Collectivism is the core value of the society which is the most striking feature of
China. Collective interests are more important than individual interests. People
attach importance to social order and harmonious interpersonal relationships.

* China has a large power distance. The legal system remains to be perfected. There
is much economic intervention from government and people have little freedom of
choice. The pyramidal power structure results in power play a crucial role in the
society and economy.

* China has a lower degree of uncertainty avoidance for the future which reflects
people tend to accept ambiguity and do not feel threatened of uncertainty.

* The society tends to be masculine that people are more likely driven by successful,

competition and achievement. Chinese people tend to put their job before family.
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* Chinese people tend to emphasize on persistence and perseverance, so they will try

to achieve the goals even if much time is required.

Table 3 Scores on Hofstede’s cultural dimensions for America and China

Cultural dimensions America China
Power Distance 40 80
Individualism 91 20
Masculinity 62 66
Uncertainty Avoidance 46 30
Long-term Orientation 26 87

It is easy to see America and China have significant differences on power distance,
individualism (collectivism) and long-term (short-term) orientation. The BSC is derived
from American culture which has low power distance and high individualism, while this
is opposite with Chinese culture. In Chinese companies, most top managers do not like
to share goals and strategies with employees but think that employees know the strategy
plan will lose the authority of the leaders. Top management often owns the power to
make decisions and give less employee empowerment. Employees only accept tasks
from managers and do not express their thoughts directly even they have different
opinions since they accept the rights distribution in the organization. Moreover, saving
face is a characteristic of Chinese people, for some leaders, they may not like to listen
and live with employees’ different opinions because they think they will lose face. This
significantly affects the vertical communication and the involvement of the employees

in the BSC implementation process.

In addition to power distance, low employee involvement also caused by the high
collectivism of the Chinese society. As China is deeply influenced by collectivism,
Chinese companies stress more on collective interests and team work rather than
individual achievement, which is different from Western cultures. This will have
influences on individual motivation of the employees to actively participant in the
completion of individual tasks although the BSC cannot be successfully implemented

without cooperation. In addition, Confucianism, traditional Chinese culture, represents
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harmony and relationship, therefore individual activities and competition are not
received as much emphasis as Western countries in Chinese companies. High power
distance, low individualism and Confucianism lead to be challenging for Chinese

companies to implement the BSC.

4.3.2 Factors to help achieve success in BSC implementation in China

Although there are many barriers on the implementation of the BSC system in China,
only if companies identify barriers and find a way to clear the barriers, constantly
explore in practice and take feasible measures, they may achieve success on BSC

implementation.

1. Take the strategy as the orientation

BSC requires organizations to set up goals based on the strategy in order to make the
strategy specific. To apply the BSC, companies must take strategy as the guide, it is
particularly important to Chinese companies. Although in the process of BSC
development, the BSC enables companies to re-recognize and make changes to the
strategy, but if there is no clear strategic planning and only rely on the BSC to formulate
strategy, it is impractical. Companies should set up appropriate long-term strategic goals
with the consideration of its actual situation and carry out all activities around the
strategy, to ensure the company will develop along the correct direction. Moreover,
strategy must be adapted to the company’s external environment, thus, the formulation
and implementation of the strategy needs to be corrected according to the changes of the
environment. Kim and Kang (2016) suggest when adopting BSC system, companies
may develop a conceptual framework to identify the overall strategic goals, expected
outcomes and responsibilities of participants. Companies will be equipped with the
prerequisite of implementing the BSC only after they have formulated clear long-term

strategy and implement to details.

2. Pay attention to top management involvement and employee involvement

In the process of BSC implementation, get strong support from top management is

28



necessary. Since the company’s strategy is developed by top management, the strategic
awareness of middle management is not as high as the top management. Thus the BSC
should not be developed by middle management, but by top management, because the
BSC needs to reflect the strategy of the top management. Moreover, due to top
management owns the rights of control and resource allocation, and there is a large
power distance in Chinese organizations, employees have little power on making
decisions and accept that power is distributed unequally. Therefore top management
support is especially important for Chinese companies to implement the BSC. To win
the support of the top management on the BSC, the first is to find senior managers who
trust and need a comprehensive set of performance management methods. Top manager
who once involved in strategic planning and understand the specific goals is usually
easier to accept the BSC. The second is to attach top management’s attention through
the introduction of successful cases of those BSC companies. In addition, top
management needs to change management style, from traditional hierarchical
management gradually transforms into cooperation management and share information

with employees in time (Zhao, 2012).

As the BSC is rooted in American culture with low power distance, it works with the
conditions of active involvement and smooth vertical communication in an organization
(Zeng and Luo, 2013). Therefore implementation of BSC requires not only top
management support, but also employee involvement. The most ideal state of BSC
implementation in a company is to make the strategy to be understood by each
employee that is each employee can contribute to successfully achieve the strategy
under the guidance of top management (Tai & Liu, 2005). However, top management
usually pays less attention on the communication of strategy than the creation of
strategy (Carmona, lyer, & Reckers, 2011). Top management must fully involve in the
formulation of the strategy and promote the implementation of the strategy within the
company. If top management wants to increase employees’ strategy awareness and
receive more support in the entire company, they need to attach great importance to

employee communication and let employees involve in the strategy formulation and
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implementation. Therefore, managers can make employees to participate in the
management’s discussion through forming groups, to design the BSC together and put
forward suggestions for the company’s development. Only employees accept the BSC
and actively complete personal goals, at the same time also help the company to achieve
strategic objectives, a complete and sustainable strategic management system can be
established, to ensure the development of the BSC. In short, implementation of the
balanced scorecard in Chinese companies requires the company has a sound
communication mechanism to ensure fluent vertical communication and employees
actively participate in each work. The management needs to have enlightened thought
and reforming consciousness that is able to accept the opinions from employees at

different levels.

3. Balance performance indicators and focus on long-term benefits

Studies point out Chinese companies often put too much emphasis on short-term
financial performance and neglect non-financial aspects. Since the four perspectives of
the BSC are interconnected, it is necessary to improve the performance of the other
three aspects if the company wants to increase its financial performance. The BSC
evaluates company performance through a series of interrelated key performance
indicators, which can reflect the company’s strategy, so the establishment of the key
performance indicators is the essence of the BSC. Figure 2 illustrates the relationship
between BSC four perspectives and the strategy. There are some problems need to be
considered when establish performance indicators. First, to establish performance
indicators for each perspective of the BSC, it is necessary to regard the strategy as the
centre and guidance, decompose the strategy into each indicator, and therefore make the
strategy become operational behaviour. Second is to consider the link between each
indicator. When setting up short-term performance indicators, companies have to fully
consider whether the indicators are adapted to the long-term strategy. Third, the number
of indicators for each perspective should not be too many and should be objective and

quantifiable.
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Both financial indicator and non-financial indicator have advantages and disadvantages.
Each of them is an indispensable part for corporate performance evaluation. But
non-financial indicator is only an auxiliary tool that helps the achievement of financial
indicator, while financial indicator directly reflects a company’s profitability. Therefore,
companies should maintain the dominant position of the financial indicator. Only
organic combination of financial indicators and non-financial indicators can a company
realize long-term sustainable development. It is necessary for companies to develop a
strategy map since a strategy map is useful to ensure the performance indicators link to

the strategy and the integration of the indicators.

Figure 2 Relationship between BSC and strategy

Financial perspective:
“How should we look to our

shareholders?”
A

Customer perspective: Internal business perspective:
The strategy

Y

“How do customers see us?” < “What processes must we

excel at?”

v
\ Learning & growth perspective: /

“How do we continue to improve

and create value?”

Source: Adapted from: [Kaplan & Norton 1992]

4. Link BSC to incentive system

Since the BSC is derived from high individualistic culture which is opposite to Chinese
culture, the implementation of BSC prefers the environment that emphasizes on
competition among individuals. While in China, companies prefer to stress on
collectivism, employees are accustomed to rely on the group and prefer group-based
activities, which may affect individual initiative on the completion of personal goals

(Zeng and Luo, 2013). Thus, when implementing BSC, except bonuses, companies
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should also develop different incentive systems linked to the individual performance,
such as adequate employee empowerment, personnel promotion and non-financial
reward. The design of performance evaluation system should make employee feel fair
and the assessment program should be reasonable. It is helpful to link the BSC to the
variable compensation system for strategy implementation since it will motivate every
member to actively participate in their work. The design of variable pay must consider
the cooperative relationship between different departments and the four perspectives of
the BSC. BSC application in Chinese companies requires companies to focus on both
individual performance and department performance, only each employee and
department complete their targets, the company goals therefore can be possibly

achieved.

5. Improve enterprise information system

Information system has played a great role in assisting managers in the analysis of
performance evaluation results. When unexpected signal appears to the evaluation
results, managers can use information system to find out the root of the problem in time.
But if the organization has chosen improper information system that is not sensitive
enough, the information system cannot meet the organization’s information needs for
fair evaluation of performance indicators. Therefore, in the process of BSC
implementation, organizations should choose information system based on their own
needs. The design of information system should consider whether it can satisfy the
organization’s information requirements, including the sensitivity of the information
system. Organizations also need to constantly improve the information system
according to internal and external environment change, so that the information system
can not only provide ongoing effective information for managers, but also help

managers combine information system with decision-making.

6. Strengthen corporate culture construction
Corporate culture affects every member in a company and guides the corporate

behaviour. Because of Chinese culture and Western culture are different, it is necessary
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to strengthen the construction of corporate culture to improve the influences of Chinese
culture on company management. The learning and growth perspective of the BSC
makes a claim on employee’s working efficiency, while corporate culture is just the
booster for the improvement of employee’s working efficiency. In China, very few
companies have corporate culture that has been accepted by all the employees.
Therefore, companies should grasp the core spirit of the BSC and learn competitive
working attitude from the Western, to promote employee learning and growth.
Furthermore, senior management should try to build unique cultural atmosphere, for the
purpose of attracting employees to work for the company, so that the BSC will be

recognized by more employees.

4.4 Summary of findings

The findings of this study were discussed in this chapter. It is found performance
measures, reward system, top management involvement, communication and feedback,
and employee involvement are the five most widely discussed issues in literature that
relates to BSC implementation. Within the Chinese context, eight issues on BSC
implementation were identified, including: (1) lack of clear strategy; (2) lack of senior
management support; (3) lack of employee involvement; (4) lack of communication; (5)
put too much emphasis on financial performance; (6) lack of effective reward system
linked to the BSC; (7) obstacles on information system; and (8) the relative low level of
management. On the basis of these issues, the study provided some suggestions taking
into consideration the Chinese cultural characteristics: (1) take the strategy as the
orientation; (2) pay attention to top management; (3) balance performance indicators; (4)
link BSC to incentive system; (5) improve enterprise information system; and (6)

strengthen corporate culture construction.
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CHAPTER FIVE: CONCLUSIONS

5.1 Conclusions of the research

Although there are some successful cases in Chinese companies after the BSC has been
introduced in China, most companies have not obvious effects. The aim of this study is
to investigate the most indicated issues on the use of BSC by literature and provide
suggestions for BSC implementation in Chinese companies. This study reviews 41
articles to find out important issues and factors that have impact on BSC
implementation generally. The finding shows issues on performance measures, reward
system, top management involvement, communication and feedback, and employee
involvement are the five most widely discussed issues by literature that related to BSC
implementation. This study also reviews 14 articles dealing with BSC implementation
in China, issues on senior management and employee involvement, communication,
strategy, reward system, performance measures, information system and the level of
management have been indicated and explained. Through the findings of the two
research questions can be seen, issues of BSC implementation in China and in the world
are similar, however, compared with Western countries, Chinese companies have a
lower management level, which against the implementation of the BSC in China. This
study also discusses the influence of Chinese culture on BSC implementation, and
provides suggestions for Chinese companies to better apply the BSC on the basis of the
issues indentified from literature. The suggestions include: take the strategy as the
orientation; pay attention to top management involvement and employee involvement;
balance performance indicators and focus on long-term benefits; link the BSC to
incentive system; perfect enterprise information systems; and strengthen corporate

culture construction.

The BSC can be used to guide an enterprise’s management behaviour and the allocation
of resources, a complete BSC system links the performance evaluation system and the
incentive system together and it should not just be a performance evaluation system but
a performance management system. As the BSC is derived from Western culture,

Chinese companies cannot blindly copy the BSC model from Western countries. They
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should first have a comprehensive understanding on the BSC concept and then adopt the
BSC with the consideration of its own actual conditions. Through a study of the Sichuan
Ertan Industrial Corporation (SEICO), a Chinese company, Li et al. (2012) suggest
three key steps from this case to design performance management systems: (1) link
strategy and performance measures at company-level; (2) distribution of them to
everybody’s day-to-day jobs; (3) link them to an incentive plan to motivate employees.
The case of SEICO can be used as a good reference by Chinese companies to apply the
BSC as it reveals the process of designing and implementing an integrated performance
measurement system. However, different companies face different competitive
environment and have different strategic goals. Therefore when applying the BSC,
every company needs to establish indicator system with the consideration of its actual
conditions, to develop BSC system on the basis of its own characteristics. Actively
explore the creative application of BSC concept in Chinese companies will make the

BSC to play a larger role in the enterprise management.

5.2 Contributions, limitations and suggestions for future research

This study contributes to practice by identifying the challenges for Chinese companies
to implement the BSC through a review on previous literature. Those companies that
have already adopted the BSC may perfect the BSC system through improving the
indicated aspects. For those companies that are considering to adopt the BSC, they
should pay more attention on those issues when implement the BSC, to avoid those

issues have negative effects on BSC implementation.

Like most research studies, this study also has some limitations. First, the number of
articles on BSC in China is not sufficient enough. At present, there are very few
empirical studies focusing on the implementation of BSC in China, it is relative difficult
to collect needed literature for the second research question. Future research may collect
more articles from broader approaches to examine this topic, to see whether the key

issues of BSC implementation are same as the findings in this paper.
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Second, the method used in this study for data collection and analysis is another
limitation. As the data used for this study is secondary data that collected from literature,
it is possible that not all the useful data in the reviewed articles has been picked out and
collected. This may have influence on the result of this study although best effort has
been made to improve the accuracy of the result. Moreover, the coding process is

finished manually, it may be less accurate than coding through the use of software.

Currently, not many studies focus on BSC implementation in Chinese companies. As
the BSC has some development in China recent years, future research may pay more
attention on the actual application of the BSC in Chinese companies to fill the gap,

moreover, to provide more ideas for BSC implementation in Chinese companies.
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