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Abstract

The methodology Balanced Scorecard (BSC) focuses on the major critical is-
sues of modern organizations, whether with or without profit. The measure-
ment of the effective performance of the latter is by evaluating the successful
implementation of organizational strategy. The main results of the proposed
approach refers to evaluation of overall scores for each dimension of the BSC
methodology, financial, customer, internal processes, learning and growth.
These results are able to help the organization evaluate and revise their strat-
egy and, in general, to adopt management methods more accurately. The
findings highlight on balancing and alignment of strategic objectives, low
causality map, strategic communication insufficient and fragmented. The
performance indicators portray more meritocracy operational procedures of
social projects in the context of the Strategic Map determined in a short-term
over the long term. However, there is evidence of improved performance
management and strategic taken as a basis of planning as both the strategic
map structured. Therefore, the nonprofits need to adopt a form of manage-
ment that enables planning, setting objectives and targets that provide the
continuity of its activities, and generating instruments that can measure the
financial performance and non-financial, in order to develop strategic ac-
tions for growth and sustainability.

Keywords: Strategic Management. Performance Evaluation. Strategic Map.
Balanced Scorecard. Third Sector.
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1 Introduction

With the growth of organizations, his com-
positions became more complex, either in size or
importance that each occupies in society and, as
a result, made new and increasing challenges for
companies in multiple sectors to seek competi-
tive advantage to remain attractive in the market.
Among these differences is to search for best man-
agement practices and consequently by tools that
enable these organizations greater competitive ad-
vantage.

At that juncture, non-profit institutions,
know that it is vital to efficient and effective man-
agement. The challenge of competitiveness pro-
motes not only a financial assessment, but the cus-
tomer, people and processes; just as the creators of
the methodology we propose the balanced score-
card (BSC).

The study aims to clarify the nature of these
indicators and how is evaluated and monitored the
strategic map in the Association field communities
support — AACC, a non-governmental non-profit
association located in Natal, In the State of Rio
Grande do Norte.

The Specific objectives are : Describe the de-
velopment of the strategic planning process based
on the Balanced Scorecard ( BSC ) and the design
of the strategic map of a nonprofit organization;
Analyze the impact of the application of the meth-
od for the strategic management of the organiza-
tion ; Evaluate the Balanced Scorecard as a tool
for monitoring indicators for the studied segment
of the Association ; Identify innovations in the
strategic management of the Association , in order
to increase competitive advantage .

Already in relation to the overall objective,
aims to develop a study to highlight the dif-
ficulties of operating management and define
through a map of performance evaluation, con-

trol variables, goals and interpretations for the

Organization to present positive performance
and growth over time.

It is the choice of this subject on the basis
of the scenario of the non-profit institutions cur-
rently live a complex, dynamic and competitive
scenario, therefore, becomes an issue relevant to
the use of strategic business tools for the construc-
tion and improvement of efficient management.

The article is organized as follows, in addi-
tion to this introductory character section, section
2 presents the theoretical and empirical founda-
tions on the balanced scorecard; section 3 deals
with the methodological procedures; in section
4 is presented the analysis and results; section 5;
This is the final considerations of the work and
lastly is presented the bibliographical references.

This paper is useful for adding knowledge
about the contributions provided by the applica-
tion of the BSC in non-profit organizations. The
theme has academic relevance recorded by an en-
tity linked to advice the low-income communities,
which involves research and rural extension, oper-
ating in Rio Grande do Norte. The academic point
of view is adds another study to the situation of the
existing scientific literature on the implementation
of the BSC model in nonprofit organizations that

compound the third sector.

2 Balanced scorecard

The Balanced Scorecard provides a simple
method to articulate the strategy and monitor the
progress of the targets. Makes it possible to trans-
late the long term strategy of the organization in
terms of specific, that is, goals in different areas
of the Organization (financial, customer, inter-
nal business, innovation and learning). (Gendron,
1997; Kaplan, 1992; Botti, 2000; Greatbanks &
Tapp, 2007; Oliveira 2009).

Management non-profit organizations: an assessment of performance through the balanced scorecard



For Lingle, William (1996) designing a good
measurement system should promote the balance
between the establishment of the strategy and
clear communication to all involved about the
goals of the Organization, focus and alignment ef-
forts, and an appropriate organizational culture.
The balanced scorecard allows this balance.

Therefore, it is understood that performance
management initiatives for an organization in-
clude the development of key performance indi-
cators, a performance management system and
process development, which should be focused
on customer satisfaction. The working training of
the teams is essential in the implementation of a
shared services centre.

In this sense, there are systems of metrics that
demonstrate the value of promoting the strategic
alignment and operational performance. One of
the models of better management to organizations
can be considered the Balanced Scorecard, which
promotes a better expectation of management op-
timization in the institutions.

According to (Van Maanen, 1998a;
Kennerly & Neely, 2000), an effective perfor-
mance measurement system has the following
parts: “1 - individual metrics that quantify the
efficiency and effectiveness of the actions; 2-a
set of measures that allow access to the perfor-
mance of the Organization as a whole; and 3-a
structure that supports and enables the acqui-
sition, sorting, analysis, interpretation and dis-
semination of data.”

Given the above, the scope of this study re-
fers mainly to the aspect of measures that allow
access to the performance of the Organization
as a whole, in order to understand what the con-
cepts and techniques of management caused by
Balanced Scorecard to achieve established goals
(Mumford, 2001; Burton, 2003).

Shows then that, in accordance with the plans

of Heads of organizations, a long run if you must,
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quite substantially, which is directed by BSC as a
management tool, which envisages for the goals
reached. (Roberts, Albright & Hibbets, 2004).

For this reason, in order to obtain a satisfac-
tory result, it is not enough just to have a well-
structured Hospital organizationally and to have
well-qualified professionals, it is necessary to have
systemic vision of all the inherent activities of the
unit. So there will be a solidification of the areas,
leading to an effective administration with regard
to strategic management, competitive and dy-
namic (Askim, 2004; Chen et al., 2006; Toepoel,
2008).

In this context, (Patel, Chaussalet & Millard,
2006), They claim that many organizations in the
public and/or private sector, have focused on long-
term performance and the use of BSC as part of
performance management. The BSC soon presents
itself as a balanced representation of internal ob-
jectives performance so as external objectives.

However, in the current knowledge society,
marked by globalization, convergences between
the business and networking between people and
businesses, the financial health of a company
should not be the only aspect measured in an or-
ganization. %o need to measure the strategic health
of organizations in long run, bringing the Union of
tangible and intangible elements (Bryman, 2004;
Gainer & Padanyi 2002; Lee, 2008).

3 Methodological procedures

This proposal assumes that the choice of in-
dicators for management should not be restricted
to economic or financial information. So since it
is not possible to perform a safe flight relying only
on the speedometer of an airplane, financial indi-
cators are not sufficient to ensure that the compa-
ny is moving in the right direction. In this work ,

the foundation will support : (a ) literature (b ) in-
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terviews with people who have had practical expe-
rience with the problem studied and ( ¢ ) analysis
of examples that allow stimulate understanding of
the facts . From the standpoint of technical pro-
cedures, this research method falls within a Case
Study. The evidence to be used for the case study
will be derived from direct observations in meet-
ings with the coordinators of the AACC/RN, the
same interviews to assess the vision of each par-
ticipant in the process of strategic management.
Given the lack of knowledge of the concepts un-
derlying the method BSC uniformed group, some
explanations will be provided to the coordinators
on the BSC and System Dynamics, place an ac-
tive participation in the meetings and this being
another strategy for data collection. An analysis
of the evidence collected previously in the study
, seeking to explain the process of strategic man-
agement in the organization. The data occurred
through the content analysis and interpretations
in light of theoretical references compatible with
the requirements of the subject - problem of guid-
ing this investigation , the information obtained
by this study were organized in a clear and under-
standable.

The strategic map in the Association field-
AACC communities should be designed including
the following steps:

Step 0 or pre-step: planning and capacity build-
ing;

Step I: definition of objectives and the construc-
tion of a map of the relationship. Through
meetings between directors and a group of
pedagogical and academic coordinators,
sought to translate the strategy into objec-
tives - action statements that explain how
to implement the strategy. Defined strate-
gic objectives, to build a map cause and ef-
fect, which relate to the strategic objectives

in perspectives: financial, customer, internal

processes and education and learning and
growth.

Step II — definition of key performance indica-
tors. For each strategic objective, set one or
more key performance indicators that mea-
sure and monitor the success of the strategy.
These were detailed in concept, the measure-
ment period, data source, responsible for de-
veloping and managing.

Step III - goal setting. In this step, the Balanced
Scorecard implementation team identified
what the indicators used for monitoring the
performance of strategic hypothesis.

Step IV — prioritization of the strategic initia-
tives. At this stage, strategic initiatives were
analysed, in progress in the Organization,
that support strategic objectives. This analy-
sis has resulted, in some cases, confirmation
of the initiatives and, in others, your relation-
ship and, sometimes, the design of new initia-
tives.

Step V — communication. The communication
process is continuous in order to keep em-
ployees informed about the goals, new ini-
tiatives, and strategic objectives indicators

changed.

4 Analysis and reached results

The main considerations in the analysis
of the strategies from the AACC were planning

structure:

a) The biggest problem detected in social proj-
ects is the lack of computerization of data.
No agility in information production accord-
ing the requirement of supporters or finan-
cial backers of the project.

b) Another problem is the non-qualification of

employees, whether in relation to knowledge

Management non-profit organizations: an assessment of performance through the balanced scorecard



of plans and targets, indicators or data pro-
cessing;

¢) The indicators really serve to administer
the Organization, is a powerful tool in the
power of a good Manager, able to orient to
the improvement of production, human re-
sources training and point to all areas of the
Association;

d) Often, the information disclosed shall be
stored and are not worked, because lack of
training staff to interpret the information;

e) There is no discussion about the mission, vi-
sion and strategy of the Organization AACC/
RN, because dealing with people already
working in the Organization and already has

knowledge on the subject;

Therefore, in the face of such problems, as
shown in the table 1, the plan of action for im-
plementation of methodologies that should serve
as guidance for achieving the high degree of ef-
ficiency and effectiveness of the Organization’s
performance.

The route to contemplate these strategic goals
starts with the design of the strategic map of the
entity, that is established from the Group of inter-
related goals that translate the strategy according
to the table 2. The systematic fulfillment of these
actions makes it possible to achieve the vision of
Future established.

According to Kaplan and Norton (1997) the
implementation of the BSC in non-profit organiza-
tions, can promote focus, motivation and respon-
sibility. Because the role of the BSC is to manage
the logical parts of these organizations (serve ru-
ral communities and stakeholders, to maintain
the internal and external communication of the
results and keep track of the critical factors of per-
formance) as shown in table 3.

According to Brown & Norberg, (2001), the
analysis through the tool Strength, Weakness,
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Table 1: Plan of actions from Swot Analysis and the problems
detected

Actions to develop inside the bsc's perspective

Financial perspective

- improve the relationship with the supporters of partners
[national and international resources);

- increase the cost control in the various areas of the
Organization's projects;

Costumer’s perspective (comunities)

- improve the training conditions in rural areas;

- improve the system of relationship with rural communities;
- improvements in the records of the farmers and farmers
assisted in programs;

- development of training and campaigns for unnecessary
use of natural resources.

- reform the physical area and carry out the acquisition of
equipment.

Knowledge and growthperspective

- professional training of employees;

- improvements in Human Resources support to employees;
- perform preventive actions of use of equipment, internal
spaces and social practices.

Internal processesses perspective

- deploy actions for compliance with requirements of
internal quality procedures.

Source: Elaborated by the authors, 2012.

Table 2: BSC indicators supporting communities Association of

the field

Results

indicators Tendency indicators

Perspective Strategic aims

a) Variation % of
satfisfaction with the
a) Increase the  a) level of  project in relation to

Infernal percentage  safisfaction the previous
Processes of targets b) Goals b Variation % donor
achieved in the  achieved  satisfaction with the
project. volume  results of the project
c) Variation %
completed goals
al
Identify 0
the level of a) Level of {‘Oﬂ;irﬁ:;iiéﬁz;
Rural exploitation  satisfaction according 1o the
Community — of farmers in b Level stens of imglememcr
[costumers)  leaming of of family P : 'pl :
the actions support tion of social projects
assigned in in rural areas.
frainings.
) a) Identify a)
Llearning " a) Proposal of a new
the level of  Satisfaction !
and Growth e project.
satisfaction Level

Source: Elaborated by the authors, 2012.

Opportunities and Threats - SWOT enhances the

Organization to identify the strategic planning
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Table 3: Success key-factors and variables proposals

Success key-factors Critical variables

Customer safisfaction, workshops and
frainings conducted, rural farmers per
course, participation in the community
and their families and transparency in
the use of resources of the supporters.

A) Customer satisfaction
(communities of Partners
and supporters)

Revenue collected for the period, costs
of the period, amount invested in human
resources and assets.

B) Financial sustain-

ability

Pedagogical support, adaptation of cur-
riculum with the social project objectives
defermined by the funder.

CJ Improve the quality
of training

Participation of students and teachers
in the projects, scholarships for
researchers, activities carried out in
the community, people served by the
exfension activities and financial results
of the extension projects.

D) Culture of research-
extension

Improvements in the level of knowledge
of employees, career plan and adapta-
tion to new technologies.

E) learning and
Growth

Source: Adapted from Kaplan and Norton, 1997.

guidelines to connect the relationship between the
strengths, weaknesses, threats and opportunities.
The primary function of this analysis in the orga-
nization is to provide the choice of an appropriate
strategy, together with an assessment of the inter-
nal and external environments (Serra et al. 2003).

Therefore, as shown in the picture 4 you can
identify by the swot analysis strengths and weak-
nesses, threats and opportunities of the AACC/

RN and so define the plans and assessment indi-

Table 4: Analysis SWOT of the AACC/RN

cators as the underpinning of the definition of per-
formance indicators.

Once systematized the information from the
questionnaires and evaluation of existing strategic
planning through the SWOT analysis related to
sustainability of the Association, shall establish a
strategic direction to perform this approximation
of the desired financial sustainability combined
with a vision of what the features will make, or
rather work with long-term goals.

In this sense, the proposition of a strategic
plan focused on sustainability and trailer service
improvements was rural communities with the ba-
sic structure in the following way to be adopted in
each social project as table 5:

The result of the SWOT analysis provided an
information base that, along with the mission set
and the intentions of AACC/RN, served to iden-
tify objectives to be achieved to reduce the uncer-
tainties and apply correctly the potentialities of
the entity.

The prospect of the top of the Scorecard will
be determined from the Mission of AACC/RN
and that it should draw its financial indicators of
financial statements which draws up, not for the
purpose of knowing if there was profit, but wheth-

er the resources are sufficient to carry out the steps

Internal analysis

External analysis

Strong points Weak points

Oportunities Treats

Credibility conquered in stocks
and high level of training of
employees;

Lean communication channels;

Brazilian Economic instability of
sources of financing of social
projects;

Potential demand of services in
rural areas of Rio Grande do
Norte;

Team with expertise in rural

. Few employees;
education; ployees,

International interest of new
potential funding pariners of the
projects;

Structural crisis of international
economies;

Poor logistics structure for
activities within the State;

Operational flexibility of the
team;

Increase in lines of research with
universities on issues of improve-

Reduction of expenses on water
use and soil by the Federal

ment of skills in rural areas; Government;

Broad portfolio of activities that
involve the main thematic axes o

T or obsolete infrastructure.
sustainability in the rural area.

¢ Support equipment and outdated
acfivities within the State, sharing

Alliances with other

L Rural exodus communities-
organizations in exchange of

assisted exodus in search of

; income and work in the capital.
infrastructure.

Source: elaborated by the authors, 2012.
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Ll 3 il i ments, seeking foreign capital and companies

ltem Detaiiling/execution . . .
9/ that provide social projects;
Presentation of Detail the organizational evolution and
the entity achievements in social plans.
Present the characteristics of the training Finally the proposed indicators and frequen-

Presentation  services and the rural communities that care will

of the service  be provided and the impact on this community cy that must be evaluated and contained in table 6:

served
Ln;joki;:é Perform the justification of the project * Proposed Financial Indicators (Table 6);
o 1 indicator mers) Pr
Financial Perform cost-benefit analysis and feasibility of Society dicators  (costumers) oposed
planning training, Exchange and assistance; (Table 7);
Risks and Anticipation of possible problems and e Learning and growth Indicators (Table 8);
opportunities suggested solutions Lo
: : : : — e Internal Processes Proposed indicators (Table 9);
Deployment  Detail of the social projects with the specifica-
plan and  fion of the main activities, as well as the related
schedule deadlines and responsible. Table 6: Financial Indicators Proposed
Source: Elaborated by the authors, 2012. Indicator ~ Observations  Formula Me?:ure Periodicity
Monitors Project
of the project and whether the Organization had a Operational véherhe,r the  revenues
C g . self- onafions (pwotg) N % Quarterly
surplus that can be reapplied in the project. Most sustainabilin,  9enerated  application/
X . Y are covering inferest total
of the measures of the other perspectives is not the costs receipts
financial. Demonstrates Esjggl}/‘
Through these perspectives, the Association the eome rev-

o . Contribution  contribution f % Monthl
to support the communities of Field - AACC/RN margin rafio  percentage e::ri‘cfzgﬂ o onthly
expects some goals to be successful and perceived OL:;:ZEd (areas of

. . ti
by society, which are: experfise]
Demonstrates
the value of
e Increase the value perceived by the rural 'hedpioceeds Financial
used fo cover
communities: look for increasing levels of Global = hdgeted 'eUl ¥ RS Monthly
Resulting financial investment
improvements in training and on-call time in esults and | SXpenses
the communities, in order to add value to the investments
generated

work and the identity of the organization.
. . . Source: elaborated by the authors, 2012.
e Seek the expansion of fundraising with do-

mestic and international entities: ensure that

the Organization’s growth is reached through 5 Final considerations

positive growth rates from lasting and sus-

tainable projects; The aim of this work was to present the

e Pursue Mix of community activities: achieve Balanced Scorecard as a tool for analysis of al-
a selected mix of skills with communities ternative organizational performance of a non-
that can reach as many people as possible in profit entity. This tool is the one that integrates
various dimensions of actions agreed by so- the strategy of the organization with the vectors
cial projects; of performance.

e Optimize the Capital structure: seek to mini- To be able to manage the actions in order
mize the need for capital with local govern- to achieve the strategic objectives defined, it was

Lutif Janior, J.A.; Queiroz, J.V.; Hékis, H.R.; Queiroz, F.C.B.P.; Lima, N.C.; Furukava, M. 63
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Table 7: Society Indicators (Costumers) Proposed

Table 8: Learning and growth indicators Proposed

Measure

Indicator  Observations  Formula in Periodicity Indicator  Observations  Formula Me?sure Periodicity
Index f(ﬁ::ﬁ;s ?rgo?izoiiono\ —
Safisfaction  extracted | o : izati climaie survey Lrganizaion ifi
: f | f dissatisfied/ 9 Every six Orgohwzot|ono| that monitors  specific Specific Annual
index for rura rom % Climat
total number months imate internal iteri score
communities  research of families n ff”?’ criena
communities served safisfaction
Measures the Monitor
evolution of eTotevr:r TC;wTe
the number xent )
Index of Database . vacancies o Vacancies
: of calls to Vacancies !
evolution of to report the T formally open  filled by
: people who : 5 filled inter-
service fo o production % Quarterly functions are employees/ % Annual
live in the nally (except ) )
farmers and X of at- disclosed  jobs offered
farmers countryside, tendances transfers) and filled - transfer
tici t
participons internally
of a training developed
or activity. pe\r/son?e\
Number
N q N}OWOLS T?e of new Evolution of iil?;tﬁf: Growth of
New eguea aunch © Service SEIVICES £l ary six education the index of % Annual
Y f the level of
tional courses new projects catalo intro- months index ot the level o schooling
launched  that expands 9 duced education
the number of and
frainings. enforced Mornitors the
~ " evolution
alances the of the fotal
institutional investment
Granfing of action on . Total in technol-  Investment
income or thzee;!gle Amount of relofiolrr]w o investment in  ogy made by in Tl / TOTOl % Annual
financial aid vvhopdo r?wot features vaconcies Annual fechnology ~ AACC/RN,  Collection
for use in the have i offered fered compared fo
field ave income offere the evolution
vs. people of the fotal
served who collection.
have income
Source: elaborated by the authors, 2012. Source: elaborated by the authors, 2012.
decided to implement the Balanced Scorecard, Table 9: Internal Process indicators Proposed
strategic objectives describe what needs to be Measure
. . Indicator ~ Observations  Formula ; Periodicity
achieved and what is critical to the success of the n
o . Monitors th
Organization (perspectives). o
. . Investment in . Total value
From the context presented in this research, improvements "YeSMents it ) |
N ; ; fintemal  communication ments/total & Annua
it is possible to observe from the analysis of the ofinternal . "l ation fo
o ) ) ) communicafion T revenue
results the general objective confirmation that this revgnuesy
is about the degree of contribution of a strategic Monftors
map combined with evaluation of case manage- :Oﬁ TUCZ
the deftine
ment by indicators and the potential of the BSC as processes
. Process  were mapped  Absolute
a management instrument. . apRe % Annual
index map  (formalized in  value
The use of management tools was able to in Pfocedwels
in interna
AACC/RN to permit the advancement of the de- standard of
standards)

velopment of a new organizational model for the

monitoring of strategies. Thus, non-profit asso-

Source: elaborated by the authors, 2012.
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ciations need to apply a form of management that
enable planning, clear objectives and goals from
determining the continuity of operations, and
managing forms in order to facilitate the measure-
ment of financial and non-financial performance,
with the aim of promoting strategic actions for de-
velopment and sustainability.

In this sense, the work enlarges the un-
derstanding regarding the use of the BSC from
strategic planning in non-profit organizations.
Regardless of size, in the manner of performance,
and the environment in which organizations are
inserted, their real role and organizational com-
petence will be directly related to the core values
that constitute its foundation and its development.

Was adapted to assisted and community sus-
tainability perspective, in which there is an in-
volvement and concern for rural society, seeking
to promote social transformation initiatives and
improvements of the families served; contribute to
economic development; achieve improvements in
the quality of life of rural people.

Thus, the study sought to collaborate with
the insertion of a management model that can be
adapted for other non-profit organizations, with
the goal of creating measures and standards that
make it possible to develop and provide continu-
ity of sustainable fashion designs and at the same
time make internal and external improvements in

the processes.
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