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ABSTRACT

Nowadays, hotel organizations endeavor to achieve long-term competitive advantage in thgaoautkebugh
the implementation of strategic performance measurement systems. The traditieaslire of hotel
performance is the hotel’s financial aspects, such as net profit, return on investment, return on assets, and
earnings per share. However, such aspects have a serious limitation thabhttmyezognize intangible factors.
Therefore, professors Robert Kaplan and David Norton developed a strategigemant tool called the
Balanced Scorecamodel (BSC). The BSC enables organizations to translate their missiam &isil strategy
into a comprehensive set of performance measures and to provide the framewtdt¢dgic measurement and
management, hoping that the Balanced Scorecard will supplement traditional finazasares with other three
key business perspectives that could be used to measure performance: customers, isiteesal gyocesses,
and learning and growth. This paper aims at identifying the key performance irglig@Rdy in hospitality
industry used for performance measurement. It also investigates BSC awarenesg avithin hotels. In
addition, the research aims to discuss how hospitality establishments can reap bemefitsplementing the
BSC and shows how BSC has the potential to deliver competitive advantage.ritoadeieve these goalks,
model is developed based on the BSC perspectives. This model has been transforangdeistionnaire. The
research sample includes mainly hotels' managers (Regional Managers, Assistaat Managers, and
Department ManagersiResults have revealed that many hospitality establishments already apply the BSC to
measure their performance. Moreover, despite the fachdkiEtmanagers strongly support the potential usefulness
of the BSC in their business, they still focus on traditional financial measuresasuring hotel performance.
Furthermore, the results have showed that the customer attribute is considered timeportesnt among the
four given core attributes, followed by the financial perspective, intetrmhdss processes perspective, and
learning and growth perspective, respectively. This indicates thas hmdelgements start to take into account
other indicators to assess performance than financial dimension. Alsojritieyut that it is hard to measure
performance when it only counts financial aspects due to the uniqueness of hotel products and services.

Keywords: Balanced Scorecard; Performance measurement; Performance management; Saategmant
Strategic mapdiotels; Financial and non-financial measures; KPI.

Introduction

Performance measurement is an important managerial activity for hotels toer delompetitive
advantagéPerformance measurement is the process of quantifying past actions to dattiktgbursuit of
organizational contrdt’Traditional performance measurement systems, meanwhile, typically stress the short-
term and past orientation while largely ignore the drivers of futurorpeaince’ Additionally, traditional
operational metrics provide a picture of profitability in terms of efficly, but they fail to provide a systematic
depiction of effectiveness in terms of achievement of strategic objettives.

Moreover, the traditional means of performance measurement are excessively profiuhaakaced,
unsatisfactory for businesses seeking a competitive advaiftagle, market orientatioh,lack accuracyand
non-holistic; therefore; over-reliance on them is no longer relevanttokbry’s managers.>*Measuring
organizational success and implementing effective strategies for success regwasanbus challenges for
manager$ Whilst financial measures are clearly important, new frameworks have emerged inyezssrthat
take into account a broader range of measures. These frameworks aim to responditicighes develed at
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financial measure¥®erformance measurement frameworks now need to move beyond the mere collection of
financial and non-financial measures and seek to identify causal links among meastategies, and
outcomesThe Balanced Scorecard model is one of a number of performance measurement and management
tools used to execute strategy. The BSC implementation can be said to acbemss sund popularity being
pioneered in the hospitality industry by Hilton Hotels in 1994 and Mafrifite Balanced Scorecard is a value-
adding system for manageméflso, a well-designed BSC can help management to translate the organization's
mission and vision into goals, actions and performance measures, align indawviduaiganizational goals, and
measure/guide progress towards goal attainfi€he usage of the Balanced Scorecard by hotel organizations is
utterly low due to the lack of knowledge about such m&tRecently, a growing number of academics have
acknowledged the need for formal, systematic and large-scale evaluation of the effectif/#re&SC"

Performance Measurement

Performance measurement has become incrdadimgortant due to the changing nature of work, increasing
competition, specific improvement initiatives, national and internationaltg@aliards, changing organizational
roles, the power of technology, and changing external derffand.

Organizations need to set clear goals and objectives, develop criteria foma@der measurement,
evaluate that performancand compare the performance against the goals and objectives of the organization.
Moreover, measuring performance plays an important role in planning and decigiog;nitaalso makes the
link between strategy, performance and strategic evaluation. Over the past few deeeiky af performance
measurement approaches or frameworks have emerged to help guide managers in achieving bettet outcomes.

“describes performance measuremest'a process of assessing progress towards achieving pre-
determined goals, including information on the efficiency by which resourcesaasformed into goods and
services, the quality of those outputs and outcomes, and the effectiveness of organizationalipetatios of
their specific contributions to organizational objectives." Performaneasurement is also defined as "the
systematic attempt to learn how responsive organization’s products and services are to the needs of the customer
and the oganization’s ability to improve effectiveness and efficiency in quantitative terms.”*

Furthermorée®considers performance measurement as "the process of quantifying the effaehcy
effectiveness of past actions".WHikkuggests that it is used favaluating how well organizations are managed
and the value they deliver for customers and other stakeholders". Mot&oesationed that'performance
measurement is the process of measuring work accomplishments and output, as welluaagriagprocess
parameters that affect work output and accomplishments."

On the other hand, performance management is defined as a formal process usedrs mweduate,
and influence job-related attitudes, behaviors, and performance results wityeaspdMoreover, it is defined
by 20as “a process which contributes to the effective management of individuals and nearrerito achieve
high levels of organizational performafic However, performance management has been traditionally defined
as the process of finamticontrol,in which the mission and strategy are translated into budgets, and subsequently
the results are compared with budgets. The need for more flexible and responsiveatoganand valuable
resource utilization as well as shrinking budgets, heavy price pressndesprcern for costs and delivery
systems have created demands for effective performance mesweas a result, hospitality organizations
have to deal with performance measures in different performance dimengiens.iSa considerable degree of
concern that despite the progress taking place with regard to the design of mectieefberformance
measurement systems, hospitality organizations are still focusing on more traditiomal oo performance
measures which are narrow and easily quantifiable.

With the help of performance measurement tools, organizations can monitor the impiemeofteatheir
business plans and strategies, thereby contributing to their organizational $tittessole of performance
measurement systems: (1) help the organization assess whether it is recei@rpettted contributions from
employees and suppliers; (2) help the organization evaluate whether inig eich stakeholder group what it
needs to continue their support so the organizatorachieve its primary objectives; (3) assist the organization
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in implementing processes that contribute to achieving the strategicivdgeand (4) help therganization
assesses and monitor strategic planning in accordance with the agreements negotiated wkihatyess™

The key performance indicators (KPIs) for hotels are considered metrigadititoring the qualitative or
guantitative performance of strategic objectives, outcomes, or key result arAa [KiRy are als@bsolutely
critical to the success of an activity and growth of the organization overall. The pwpbstel KPIs is to
provide decision makers in the organization measurable indicators for measuringiog jthe organizational
performance and for measuring the achievements of organizational objectie=e Ky Performance
Indicators are represented in innovation, employee performance measures, the externaletyiopenational
performance, financial measures, service quality, customer satisfaction, oigaaldagarning, critical success
factors, and competitive environmént.

Balanced Scorecard Definitions

The simplest way to refer to the BSC is as a tool with diffepbetds: A comprehensive management and
strategic tool. The BSC is being usedaameasurement tool, performance management system, or strategic
management and control systéffihe following definitions of the Balanced Scorecard concept present a rich
picture from multiple angles:

. The Balanced Scorecard retains traditional financial measures. Finamecialires tell the story of past
events,an adequate story for industrial age companies for whislestmentsin long-term capabilities and
customer relationships are not critical for success. However, theseidinaeasures are inadequate for guiding
and evaluating the journey that information age companies musttmateate future value through investment
in customers, suppliers, employees, processes, technology, and inn8vation.

. The Balanced Scorecarid a tool that translategan organization's mission and strategy into a
comprehensive set of performance measures that provide the framework fategicstmeasurement and
management systefh.

. The Balanced Scorecaid a strategic planning and management systemishased extensivelyn
business and industry, government, and nonprofit organizations worldevalé@gn business activitie® the
vision and strategy of the organization, improve internal and extssnahunications, and monitor organization
performance against strategic goéls.

. The Balanced Scorecard has multiple meanings. The initial meaningjtwienfirst popularizeth the
early 90s, was a@n approach for generating a performance report through grouping performeaseres via
perspectives. fie most commonly used perspectives are financial, customer, internal proaessiesrning and
growth. Gradually, this management tool has evolieedhecome the basis for a performance management
system that uses strategic, operational and individual performance galdins basis for a communicating,
monitoring and improving organizational performafite.

This notion of different perspectives is unique to the Scorecard. Another importare feftie Scorecard is the
clear link between corporate strategy and measures throughout the organizati@mnnewe, by focusing on the
four perspectives, managers can articulate their core vision, strategy, and gosdstiagislating them into
specific measures, targets, and initiatives. The Scorecard provides a link betwegy atrdtoperatioris.

The Balanced Scorecard as a Performance Measurement System

The Balanced Scorecard (BSC) is a tool to create a framework for a strategicensnt and management
system, transforming an organization’s mission and strategies into a comprehensive set of performance
measurement8lt was developed by Kaplan and Norton in 1962address the limitations of the use of the
traditional financial performance measurement systems. The financial accooet@syres that are generally
used include the return on investment, the market share and the earnings per share, since these ooe@sures pr
results by relying on past performances. In the competitive environment of nowaidakisdhof information

may be misleading and insufficient, especially in areas relating to the deegibpnd the innovation of the
organizatiort“In addition, such information fail to measure the impact on the overall organiZz&isthermore,
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traditional performance measurement has he@itized for creating single focus and short-term orientation,
lacking strategic focusind discouraging continuous improvenfént

Although traditional financial performance measures offer an easy way of meadwwiggantitative
part of the performance of hotels, they have a serious limitation thatamewt recognizentangible factors,
such as customer/employee satisfaction, customer equity, and the brand image of tfi& hetatm-financial
indicators better reflect the investment and the performance of the more intasgibtts, which are so good at
predicting the future financial performance. These intangibles can be a sjustestainable competitive
advantage and are the resources that the organization owns. Also, they ardyriatitsse *The fundamental
factor to the success of any organization relies on the increasing role of intangilsiénassetting valué®

Furthermore?point out the mistakes that organizations make when trying to metsuren-financial
performance include: (1) Lack of alignment between measurements with stratedgey challenge is to
determine which non-financial measures need to be impleaef®) Validating the measurements: Do not
validate the model, which leads to measure many things, and most of them are irrelp&aitin@ up the right
goals and measures; and (4) Wrong measurements: Companies use metrics that havecab \sthdiiy.
According t3® most organizations use formal performance measurement systems that are extdrisiom
financial reports. The traditional financial accounting measures canngbleading signals for continuous
improvement and innovation in organizations, and they are generally non-aligned vaidipahbdities and skills
required for today's organizations in the preparation of their future. The me@sursystems have been
recognized as crucial elements to improving business performance and organizations.

The BSC suggests a combination of financial performance measures, with due attentistomer
requirements, business processes and tenmg-sustainability. The BSC is reflected by the balance between the
lagging indicators that represent the results of measurements, the past, andinelichigrs representative of
the future trends that will affect the results on the future. Moreover, the BS@Qalaasly translate strategy into
operational terms; it also aligns organizations with strategy, focusing busiritsand employees about their
role in performing tasks. The BSC complements traditional financial performance measures with thiozmladdi
perspectives, theustomer, internal process, and learning and growthas shown in Figure 1, allowing
matching the accompanying financial measures for monitoring progress in buildingaphbilities and
acquiring the intangible assets that are crucial for future grétth.

The BSC re-dimensioned the relative importance of the financial dimensionn wétiitierprise
management. It merely postulates that other dimensions (the cuslear@ing and growth, and internal
process) are equally important. Hence, the four dimensions are perfectly "dafdr@eave proposed that
continuous improvement in each of the non-financial perspectives would be monitored tovaethest is
translated ultimately into financial performance. If intangible investmaidtsot result in improved financial
performance, managers would need to redraw the strategy map.

The first step in management processes creation for the implemewifati@nstrategy involves the construction
of a consistent and reliable framework that represents the networlatdmehips that lead to the achievement
of objectives and the implementation of strategy. This framework is known as thed\stnaap'2‘which is a
series of cause-and-effect linkages among objectives of the four BalScceecard perspectives® A
strategy map for a BSC is a causal map depicting relations between varioungectmeasures and corporate
objectives. Causal maps express the judgment that certain events or actions will lead to paittontsd™*®*
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The main characteristic of The BSCis the presentation of a mixture of both financial and non-financial
measures in order to establish a complete view regarding the organization’s performance,*as it mixes different
measures: Financial and operational, and qualitative and quantitatiodinks long-term strategic objectives
with short-term action€Moreover,” points out that the BSC reflects the balance between short-term operational
controls and long-term vision, strategy and objectives, lagging and leadingtimdj@and between external and
internal performance perspectives.

Organizations should focus on the Key Performance Indicators (KPIs) of edled fujur Balanced
Scorecard perspectives for achieving the strategic “Harorder to secure an easy review process of the
property performance and enable managers to monitor their performance relative to goal$oma seleetmost
significant KPlIs for each perspectiigeperformedas follow?>?:

1- Customer perspective (how an organization should appear to customerd}j focuses on customer
satisfaction, market share, new customer acquisition, customer retention, and cipstditaduility. Customer
measures refer to the degree of meeting the customer’s needs and include the price level, customers’ rankings,
matching of deliveries with customers’ specification, promptness of service delivery, percentage of new
customers, and percentage of customers #ept.

The customers usually have four main concerns regarding the product or service: Time, qualityapesfand
service, and cost. Therefore, the company has to align its targets according to theskenfemts, and
subsequently transform these targets into specific meaSdfes.

2- Internal business perspective (what business processes the organization should excelltaihherently
focuses on the design, delivery of the services, and the degree of excellence &Ehighernore, this
perspective measures the internal business processes, core competencies, andi¢sctivaleguld satisfy
stakeholders and custom&fe internal measures for the Balanced Scorecard should aim at quality, employee
skills and productivity. In additiof, have mentioned that the indicators the manager can use to measure the
internal performance of the business include: employee turnover, revenue by segmptdint responses, etc.
While ' have argued thatn organization’s ability to innovate, improve, and learn ties directly to its value
Therefore, only through the ability to launch new products, create more valweisimmers, and improve
operating efficiencies continually can the organization penetrate new manketéncrease revenues and
margins—in short, grow, and thereby increase the shareholder alue.

3- Learning and growth perspective (innovation and learning) (how organization would sustaiits ability

to change and improve) It comes from three principle sources: people, systems, and organizational procedures
Learning and growth activities focus on translating strategies into atgioenhance the ability of the
organization, through its employees, to compete in the future and to achieve its current aretniong
goals®®Learning and growth measures focus on factors that facilitate continuous improvemeém
organization such as employee satisfaction, employee suggestions, employeenredeniloyee productivity,
computerization, and training and development sessions for empf8yleieslly, this perspective enables
managers to build a complete strategy map by defining the employee capabilitsallandechnology, and
corporate the climate needed to improve and support an effective strategy for th& future.

4- Finally, the financial perspective (how the organization should appear to stakeholderdj is still the

most commonly used measurement tool in performance measurement and management accheséng. T
measures focus on what has happened in the past and include mainly those measuresttaatjagizational
profitability, growth, and shareholder value. Moreover, key goals and measueegenerally involve [gross
and/or net] profitability, return on capital employed, economic value added, sales,gmavket position and
share, cash flow, eftlowever, financial objectives reflect economic consequences of actions alreaulyrtak
the other perspective$.

Importantly, it should also be noted that a causal relationship is overtgniged between the fou
perspectives, with the training programs provided for improving emplbydells and an investment in
information technology (learning and growth perspective) leads to an improvamdaelivering service (an
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internal process), which also leads to customer satisfaction and loyalty (cuptrsmactive), and this, in turn,
will increase revenue and profits (financial perspecti/&)*’ Table 1 lists examples of goalad measures that
may appear in each of the four measurement perspectives.

Table (1) Examples of Quadrant BSC Goals and Measures

Measures
(How do organizations know if they are achievi
their goals?)

Goals
(What do the organizations have to do?)

- Achieve a higher return on investment
- Achieve significant revenue from new produ ROI, ROCE
- Revenue growth
. . launch .

Financial - N - Unit costs

- Maximize profitability
: - Value added measures

- Delight shareholders

- Cash flow

- Achieve cost reduction

- Market share
- Customer satisfaction
- Survey results
- Customer retention over
time
- Customer acquisition from
target group
- Ontime delivery

- Dominate major markets

- Delight targeted customers

Customer -Increase revenue through repeat purchase

-Grow business in a selected target group
- Create responsive supply

- Time to market for next

- Continually challenge competitor products in { generation of products

Intgrnal market place N - Production defect rates
Business - Compete on product reliability . Efficienc
Processes - Design productivity y

- Volumes of transactions

- Compete on product delivery channel mix conducted through each of delivery channels

- Number of training hours completed per hes

- Develop a skilled workforce .
- Employee retention

- Value staff .
. > ) - Peer evaluation measures
Learning - Create organizational alignment within/between teams
& - Provide internal information

- Information availability
- Employee satisfaction
- Turnover rates

Growth

Source ;08

In order to develop and implement the Balanced Scorecard, the organization would fofloey toertain steps
as mentioned BY #4043

— The first process: Clarify the vision: During this process managers develop a Balanced Scorecard that will
state the general goals and measures to be accomplished, and translate the vision into strategy.

— The second processCommunicate and link strategic objectives and measureManagers communicate
their strategy up and down the organization and link it to departmental and individual objectives.

— The third process: Business Planning This phase enables organizations to integrate their business and
financial plans, set targets, and align strategic initiatives.



Journal of Association of Arab Universities for Tourism and Hospitality Volume 12 - Dec 2015 - No 2 - Pages: (135: 158)

—The fourth process Feedback and learning:Existing feedback and review processes focus on whether the
company, its departments, or its individual employees have met their budgeted financial goals.

The purpose of the BSds to improve management effectiveness by having a shared and actionable view of the
strategy. It also provides a generic framework to translate strategy into op&régirms, a clear line of sight to

the vision and strategy of the organization, and feedback and guidaneeit Adsa tool for communicating the
strategy and the processes and systems required for strategy implementatiwrméue, it creates a system
approach or an integrated strategic management process, and draws a causet anddefigg to stakeholder
value-shareholder, cust@mn and employee. Moreover, it provides a balance between current performance and
long term competitive abilities financial and non-finanéfaldditionally, the initial objectives of the Balanced
Scorecard are the value creation, considering the intaraol intellectual capital as opposed to the traditional
systems of financial performan&and improving internal and external communicating.

The importance of implementing the BSC

Among the benefits of applying the Balanced Scorecard, these are the most sigiifieaBalanced Scorecard
helps align the business actions and activities to vision and stfafég§the Balanced Scorecard provides
management with a comprehensive picture of business operations; it &iltatnmunication and
understanding of business goals and strategies at all levels of an organizatiatives are continually
measured and evaluated against industry standitdgso provides strategic feedback and learifiigichieves
unique competitive advantage through reduced time-frames and improved procesgesyésrdecisions and
better solutions*® and it drives changend®® continuous improvement?

The Balanced Scorecard in the hospitality industry

One framework that provides a consistent approach to successfully manage the budioresange in the
hospitality industry is the Balanced Scorecard. This can be proved by the successful documentedeexjibrienc
the Balanced Scorecard implementation and use by Hilton hotels and Marriott franghite Lodging
Services, both worldwide recognized hotelier brahds.

Examples of hospitality industry related BSC objectives:®*

a. The customer dimension Increase in market share, increase in repeat business, increase tin gues
satisfaction, improve customer profitability, increase brand awareness, redtaaerucomplaints, and increase
the number of new customers.

b. The learning and growth dimension Adherence to recruitment procedures, training and development
programs, performance appraisals completed, control of staff turnover, inaneaeewledge, and control
payrollaspercentage of turnover.

c. The internal process dimensionlmprove reservations efficiency, check-in and check-out efficiency, time
and motion cleaning of rooms, food and beverage cost efficiency, and control property maintenance.

d. The financial dimension Increase average room rate, increase revenue per available room, increase non-
room revenue, control variable cost, and reduce fixed cost.

2.6. Criticism of the Balanced Scorecard
Most of the criticisms of the Balanced Scorecard model can be summarized into the following:

Filtering: The most common criticism of the Balanced Scoredartermed filtering or choosingpecific
measures to report. According’othe idea of limiting the number of measures in a perspective reduces the
value of lead indicatoré

Causality (cause-effect):Another criticism of the Balanced Scorecard surrounds the claim of ¢pusabng
the perspectives, that the causality links among the four perspectives are ambiguous and wedk at best.

Clustering: Another criticism of the Balanced Scorecard is clustering or grouping edlsumes into four
perspectives*Although'® have addressed this issue by saying that some organizations may need more than four
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perspectives, or the perspective names may need to be modified to meet the nbedsrgédrtization or
industry, this issue still arises.

General criticisms: Other criticisms include that the BSC does not incorporate environmental, comnaunit
social aspects, which are a growing concern for stakeholders and can negativelyaimpiagzinization if not
properly assessed. In addition, it does not incorporate competition or technological develoakiegtjt static
in a global environment where competition and technology are continually chdhtjgo, some argue that
any type of planning is futile because organizations are too mechanical and resistanig® lobeause
organizational culture prohibits it, and there is a separation of planners aatbogé As well, critics of the
BSC hold that the system is not useful in large organizations as a corporate emamag
systenm*®*8additionally, it is considered to be hard for an organization to implement performssasures for
new actions? Furthermore, the BSC does not include some intangible factors, such asnfhay’s image,
competencies, culture, external stakeholders and employee morale. Moreover, it is hard aaliztand
performance scores of an organizatiomH.

Methodology

The sample chosen in this study includes five stars hotels in Greater Cairo. Tegedesbf hotels are chosen

to be more knowledgeable and to have a basic understanding and acquaintance with the topic of research in order
to obtain meaningful data. Furthermore, the target population of the study is corap&g&dhotels’ managers
(including: Regional Managers, Assistant General Managers and Department Martagassjjeen randomly
selected.

A total of 150 questionnaires have been distributed and 130 are collected (for a reaf@os86%).
Only 125 are valid after the elimination of the incomplete ones.

The guestionnaire is composed of two sections: The first section is desigekclttdemographic data of the
respondents. The second section of the questionnaire@imgestigate BSC awareness and use within hotels,
clarify the KPI in hospitality industry, identify the attitude of hetehanagers toward the BSC, and rate the
importance of each item of the four perspectives in the BSC when éngluaittel’s performance.

The questionnaire has been structured that each BSC attribute is rated ugnogntaLikert scale,
ranging from 1 (least important) to 5 (most important), in the attributes’ part. A list of four perspectives has been
generated from the review of literature. These factors are: Customer peesp@wdincial perspective, internal
business perspective, and learning and growth perspective. Through the above 3Bacitiss jtems have been
generated in attempting to cover the BSC attributes and measure the four perspectives aneithensian in
the BSC model. This has includ@dtems supporting financial perspectidditems for customer perspectj@
items regarding internal business, aBdtems measuring learning and growth perspective; they have been
chosen based on previous studies as well as interviews with hospitality indo$éigsjgmals and experts. The
items measured are listed as follows:

Financial Perspective Return on investment (ROI) , revenue per available room (Rev PARhuewper
available guest (Rev PAG), return on sales (ROS), revenue growth rate, economic value added (EVA), return on
capital employed ( ROCE), return on assets (ROA) , and cost reduction.

Customer Perspective Customer retention, customer satisfaction, customer complaints, customexbpityfit
market share, new customer acquisition, hotel image, market segmentation, custoeyeandajuick response
to customer needs.

Internal Business Occupancy rate, technology adaptation ratio, restaurant seat turnover, custerntatiami
service failure rate, food and beverage sales per guest, check-in/out time, and inventory. turnover

Learning and Growth Perspective Employee satisfaction, training levels and time, compensation, employee’s
job aptitude, employee retention, union relation, managerial leadership, and control ofretaéfrtur
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Results

The first section provides background information on the respondents of the questionnaire. Demagifdpkic p
of respondents show that more than half of the respondents hold Assistant Genagetr, Regional Manager
and Department Manager positions. In terms of age, approximately 84 % of the resparedbata/een 41 and
50 years old. A majority of respondents falls into the category of 11-20 years of hotel workreoge

Table (2): The importance of each type of the performance measures

Performance measures| (5) Very (4) (3) (2) Q) Mean | Standard
important | Important Neutral| Not very Unimportant deviation
important
Financial | Frequencies 122 3 0 0 0 4.9760| .15366
measures
Percentage 97.6 % 24 % 0 0 0
Non- Frequencieg 24 89 10 2 0
financial 4.0800| .57642
measures| Percentage| 19.2% 71.2 % 8 % 1.6% 0

Theresultsin Table (2) indicate that despite the competitive environment of nowadayss' hetehgers still
focus on traditional financial measures for measuring hotel performance with theh(é@v60) than the non-
financial measures with the mean of (4.080®wever, it is worth mentioning that the traditional financial
measures may be misleading and insufficient, especially in areas reldtexidevelopment and innovation of
the organization.

Table (3): Awareness of the term Balanced Scorecard

Frequencieg Percentage

Yes 125 100 %

No 0 0%

Tale (3) indicates that all respondents are familiar with the term Balancedc&abie the hospitality industry
and aware of it.

Table (4). How the respondents learn about the Balanced Scorecard

Frequencieq Percentage

From your experience at hotel management 76 60.8 %
From other staff members with previous experience and knowledge about th 46 36.8 %
Through attending seminars and training sessions about BSC 3 2.4 %
From professional journals 0 0

From financial press 0 0
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From books 0 0

From academic literature 0 0

Table (4) shows that 60.8 % of the respondents assure learning aboutaheeB3torecard from their work
experience at hotel management, while 36.8 % has known about the BSC from otherestaérs and
managers with previous experience and knowledge about it. On the other hand, only 2 d&tnhabout the
BalancedScorecard through attending seminars and training sessions about the BSC.

Table (5): Respondents use of the Balanced Scorecard

Frequencieg Percentagg

Yes 125 100 %

No 0 0%

As shown in Table (5yespondents have assured that they use the Balanced Scorecard to measure their hotels
performance.

Table (6): How long has the hotel used the Balanced Scorecard

Frequencieg Percentage

Less than 1 year 74 59.2 %
1-3 yeas 17 13.6 %
More than 3 year 34 27.2 %

As shown inTable (6) more than half of the respondents (59.2 %) have used the Balanced Scorecasl for les
than one year in their hotels, while the percentage of (27.2%) of the respondetitxifiad their use of the

BSC for more than 3 years. In addition, the percentage of (13.6 %) has been using thenB$@ 3 years.
Therefore, this indicates that the BSC is a new approach that has been recdigly iaphospitality
management.

Table (7): The BSC perspective achieving the highest application in the hotels

Business Areas Yes No

Customer Frequencieg 125 0

Percentage 100 % 0

Internal business | Frequencies 3 122

Percentage 2.4 % | 97.6 %

Learning and growtlf Frequencies 5 120
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Percentagel 4% | 96 %
Financial Frequencies 125 0
Percentage 100 % 0

As displayed inTable (7), the respondents have mentioned that the dimensions used mostofongnee
measurement in their hotels are customer and financial dimensions, while hotegemamiz still pay little
attention to both internal business and learning and growth dimensions.

Table (8): The key performance indicators (KPIs) used in hotels to evaluate performance

3) (2) D) Mean | Standard | Rank
Used Used Not Deviation
regularly | rarely | used
1- Measure D customers’ | Frequencies 125 0 0 1
satisfaction through surveys a 3.0000 .00000
number of complaints Percentage 100 %
2- Market share of a specific tyf] Frequencies 125 0 0 2
of customer or market 3.0000 .00000
Percentagef 100 %
3- Number of new products Frequencieg 1 119 5 5
1.9680 21761
Percentage 0.8 % 95.2%| 4%
4- Ontime deliveries Frequencieg 125 0 0 3
3.0000 .00000
Percentagef 100 %
5-Employees’ satisfaction rates Frequencieg 2 64 59 7
1.5440 53134
Percentage 1.6 % 51.2%)| 47.2 %
6- Employees’ education and | Frequencies 2 5 118 8
skill levels 1.0720 31562
Percentage 1.6 % 4% | 94.4%
7- Revenue growth Frequencieg 125 0 0 4
3.0000 .00000
Percentagef 100 %
8- Revenue from new products | Frequencies 3 70 52 6
1.6080 53726
Percentage 2.4 % 56 % | 41.6%
9- Environmental and soci¢ Frequencies 1 1 123 | 1.0240 19935 9
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responsibility Percentage 0.8 % 0.8% | 98.4%

Table 8 indicates that the key performance indicators (KPIs) hotels use tatevtdeir performance are
respectively customers’ satisfaction, market share, on-time deliveries, revenue growth, number of new products
offered, revenue from new products , employees’ satisfaction rates, employees’ education and skill levels, and
finally environmental and social responsibility.

Table (9): The importance of the following objectives for hotels' managers

(5) (4) 3) (2) D Mean | Stand| Ran
Very | Impor N Not | Unimp ard k
. eutr :
import | tant al very | ortant Deviat
ant import ion
ant
1- Frequenci | 115 10 0 0 0 1
Increase | es 4,920 | .2723
sales 0 8
Percentaggd 92 % | 8 %
2- Frequenci | 107 18 0 0 0 5
Increase g 4.856 | .3525
profits 0 0
Percentagg 85.6 14.4
% %
3- Frequenci | 111 14 0 0 0 3
Increase | es
revenue 4.388 .3L1166
Percentagg 88.8 11.2
% %
4- Frequenci 72 53 0 0 0 8
Customer g 4576 | 4961
satisfactio 0 8
n Percentagg 57.6 | 42.4
% %
5- Frequenci | 106 19 0 0 0 6
Increase |68 4.848 | .3604
the 0 2
number of| Percentagg 84.8 | 15.2
customers % %
6- Frequenci | 110 15 0 0 0 4
Increase | es 4.880 | .3262
market 0 7
share Percentagg 88 % | 12 %
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7- Frequenci | 102 23 0 0 0 7
Increase | €s 4.816 | .3890
productivi 0 4
ty Percentagg 81.6 18.4

% %
8- Frequenci 4 63 5 38 15 9
Improve | €s 3.024 | 1.194
the 0o | 50
employeeq Percentagg 3.2% | 504 | 4% | 304 | 12%
> skills % %
9- Frequenci 9 51 2 23 40 10
Increase | es
employee 2.728 | 1.450
’ Percentagg 7.2 % | 40.8 1.6 184 32 % 0 12
satisfactio % % %
n.
10- Frequenci | 113 12 0 0 0 2
Improve | es
the quality 4.904 | .2957
of Percentagg 90.4 | 9.6 % 0 8
products/s %
ervices

Table (10): Attitude of hotels’ managers toward the BSC

The respondents have been asked to rate the importance of the objectiveis fmtels. It is noticeable thite
financial areas are considered the most important objectives for hotels emeemdg; it got higher rates
represented in increasing sales, improving the quality of products/services, increasing regsragng market
share, increasing profits, increasing the number of customers, and increasing ptpdib#ge results confirm

the study of Kim and Le¥. Also, the customer perspective is considered the second objective represented in
customer satisfaction; and finally the interest of employsest the last stage represented in improving the
employees’ skills and increasing employees’ satisfaction.

(5) 4) 3) (2) (1) Mean | Standard
Strongly | Agree Neutral Disagree ngzn?i Deviation
agree 9
1- BSC is an effectivg Frequencie§ 41 70 14 0 0
performance 4.2160| .62970
measurement system| Percentage 32.8% | 56 % | 11.2 %
2- My hotel is| Frequencie§ 53 69 3 0 0
satisfied with the us 4.4000| 53882
of the BSC Percentage 42.4% | 55.2 | 24 % ' '
%
3- It is a performanc{ Frequencies 91 33 1 0 0 4.7200| .46835
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measurement tod

Percentagel 72.8% | 26.4 | 0.8%

relevant for hotels %

4- It is easy to apply Frequencie 89 35 1 0

the BSC in hotels 4.7040| .47560

Percentagel 71.2% | 28% | 0.8%

5- It is easier tq Frequencie§ 60 59 4 2

achieve the goals ¢

the hotel wher| Percentage 48 % 472 | 32% | 16% 4.4160 63733

applying the BSC %

6- It evaluates bettq Frequencie§ 49 73 3 0

the strategy of th

hotel Percentage 39.2% | 58.4 | 2.4 % 4.3680 53183
%

7- It balances the long Frequencie§ 55 68 2 0

term goals and shor

term goals of thqd Percentage 44 % 544 | 1.6% 44240 52769

business %

8- With the BSC thq Frequencie§ 30 95 0 0

employees understar

better the strategy ar] Percentage 24 % | 76 % 4.2400| .42880

the vision of the

business

9-Information from thg Frequencie§ 77 48 0 0

BSC can help

managers to improv| Percentage 61.6 % | 38.4 4.6160( .48832

the custome %

satisfaction

10- Information from| Frequenciey 68 57 0 0

the BSC can hel

managers to improv| Percentage 54.4 % | 45.6 4.5440( .50006

the  efficiency in %

operation

11- Information from| Frequencie§ 59 66 0 0

the BSC can hel

managers to improv| Percentage 47.2% | 52.8 4.4720) 50122

the employees’ skills %

12- Information from| Frequenciey 51 74 0 0

the BSC can hel

managers to increay Percentage 40.8 % | 59.2 4.4080| .49344

the employees’
satisfaction levels

%
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13- Information from| Frequenciey 83 42 0 0 0
the BSC can hel
managers to increay Percentage 66.4 % | 33.6
market share %

4.6640| .47424

14 - Information from| Frequencie§ 76 49 0 0 0
the BSC can hel
managers to impr@/| Percentageg 60.8 % | 39.2

4.6080| .49016

the products/service 5

delivery time to

customers

15 - Information from Frequencie§ 88 37 0 0 0

the BSC can hel
managers to increay Percentage 70.4 % | 29.6
profits %

4.7040| .45833

16 - Information from Frequencie§ 80 45 0 0 0
the BSC can hel
managers to reduq Percentage 64 % | 36 %
costs

4.6400| .48193

Total attitude 4.5090 4359

To understand the managers attitude toward implementing the Balanced Scorecardh@8&Spondents have
been asked to rate their level of agreement with a number ofaBSiites’ statements listed above (in Table
10). The respondents have answered on a scale of one to five where one means 'Stromgl/ Bighdjve
means 'Strongly agree'.

As shown above, the agreement level of respondents with all statem@oisitive with mean (4.5090) and
standard deviation (.4359), which mealt® most managers’ attitude is toward the scale of agree and strongly
agree. This, in turn, leads to that managers have a positive attitvalel BSC.

Table (11): The importance of each attribute when evaluating hotelperformance

(5) (4) 3) (2) Q) Mean | Standa| Ra
Very | Import N Not Unimp rd nk
. eut ,
import | ant ral very | ortant Deviat
ant import ion
ant
1- Financial Perspective: 4.596
4
- ROI Frequenc| 92 32 1 0 0
(Return ies
on #7281 46448
Investmen| Percentag 73.6 | 25.6 %| 0.8 0 0
t) e % %
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- ROS Frequenc| 90 35 0 0
(Return ies
on Sales) 4'820 45081
Percentag 72% | 28 % 0 0
e
- Revenue| Frequenc| 91 33 1 0
Growth ies
Rate 4720 | 46835
Percentag 72.8 | 26.4 %| 0.8 0
e % %
- EVA Frequenc| 59 66 0 0
(Economi ies
c Value 4'372 50122
Added) Percentag 47.2 | 52.8%]| 0 0
e %
- ROCE Frequenc| 61 64 0 0
(Return ies
On 4.488
Capital Percentag 48.8 [ 51.2%| 0 0 0 50187
Employed e %
)
-ROA Frequenc| 57 68 0 0
(Return ies
On #2901 50006
Assets) Percentag 45.6 | 54.4%|0 0
e %
- Cost Frequenc| 81 44 0 0
reduction ies
4'348 47952
Percentag 64.8 | 35.2%( 0 0
e %
- REV Frequenc| 69 56 0 0
PAR ies
4.552
gg;/enue Percentag 55.2 | 44.8%]| 0 0 o | 49929
, e %
Available
Room
Frequenc| 73 52 0 0
ies
-P,F;cE;V 4'884 49488
Percentag 58.4 | 41.6 %| 0 0
e %
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2- Customer Perspective:
4.623
2
- Frequenc| 84 40 1 0
Customer ies
retention 4'864 49095
Percentag 67.2 | 32% | 0.8 0
e % %
- Frequenc| 93 32 0 0
Customer ies
satisfactio 4'344 43818
n Percentag 74.4 | 25.6 %| 0 0
e %
- Frequenc| 79 46 0 0
Customer ies
complaint 4'832 48420
S Percentag 63.2 | 36.8 %| 0 0
e %
- Frequenc| 91 34 0 0
Customer ies
profitabili 4'328 44678
ty Percentag 72.8 | 27.2%| 0 0
e %
- Market | Frequenc| 89 36 0 0
share ies
4'812 45465
Percentag 71.2 | 28.8%]| 0 0
e %
- New Frequenc| 44 65 16 0
customer ies
acquisitio 4224 5825
n Percentag 35.2 | 52% | 12.8 0
e % %
- Hotel Frequenc| 87 38 0 0
image ies
+09%1 6183
Percentag 69.6 |304%| O 0
e %
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- Market | Frequenc| 75 45 5 (0 0
segmentat ies
ion 4'860 57361
Percentag 60% | 36% | 4% |0 0
e
- Frequenc| 69 56 0 0 0
Customer ies
value 4'852 49929
Percentag 55.2 | 44.8%| 0 0 0
e %
- Quick Frequenc| 90 35 0 0 0
response ies
to 7201 45081
customer | Percentad 72% | 28% |0 0 0
needs e
3 - Internal Business: 1.540
0
- Frequenc| 1 0 14 59 51
Occupanc ies
y rate
Percentag 0.8 % 0 112 | 472 | 40.8% | 1.728 72263
e % % 0
- Frequenc| O 0 7 63 55
Technolo ies
ay 1'816 59275
adaptation| Percentag O 0 56 | 504 | 44 %
ratio e % %
- Frequenc| O 1 0 84 40
Restauran ies
t seat 1'896 51154
turnover | Percentag O 0.8% 67.2 32%
e %
- Frequenc| O 0 2 39 84
Customer ies
orientatio 1'344 .50965
n Percentag O 0 1.6 312 | 67.2%
e % %
- Serwce Fre_quenc 0 0 0 51 74 1.408 49344
failure ies 0
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rate Percentag 0 40.8 | 59.2%
e %
- Food Frequenc 0 57 68
and ies
beverage 1'8"56 .50006
sales per | Percentagd 0 456 | 544 %
guest e %
- Check- | Frequenc 11 44 70
in/out ies
time 1'228 .65471
Percentag 8.8 35.2 56 %
e % %
- Frequenc 9 50 66
Inventory ies
turnover 1'244 .62867
Percentag 7.2 | 40% | 52.8 %
e %
4 - Learning and Growth Perspective : 1.517
0
- Frequenc 0 60 65
Employee ies
s’ 1'380 50161
satisfactio | Percentag 0 48% | 52%
n e
-Training | Frequenc 1 41 83
levels and ies
time 1544\ 49357
Percentag 0.8 32.8 | 66.4%
e % %
Compensg Frequenc 0 79 46
tion ies
1092\ 48420
Percentag 0 63.2 | 36.8%
e %
- Frequenc 0 57 68
Employee ies
$* job 1458 50006
aptitude | Percentag 0 456 | 544 %
e %
- Frequenc 0 82 43 1.656 47695
Employee ies 0
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S o Percentag O 0 0 65.6 | 34.4 %
retention o
e %0
-Union Frequenc| O 0 0 71 54
relation ies
1908 49735
Percentag O 0 0 56.8 | 43.2%
e %
- Frequenc 0 0 4 47 74
Manageri ies
al 1'340 .55938
leadership| Percentag O 0 3.2 37.6 | 59.2 %
e % %
- Control | Frequenc| O 0 0 70 55
of staff ies
turnover 1'860 49838
Percentag O 0 0 56% | 4%
e

In Table 11, respondents have been asked to rate and identify the importance of eactleaigmof the four
perspectives in the BSC when evaluating a hotel’s performance using a 5-point Likert scalg5 being the most
important). The results of the study indicates thatctieomer dimensionis the strongest among other drivers
when evaluating &aotel’s performance with the highest meah §232) thenfinancial dimensionwith the mean
(4.5964),which indicates that hotels managensehave started to pay more attention to other drivers (the
customer) than the financial dimension, and they have found out that it ihashsure performance when it
only counts financial aspects due to the uniqueness of hotel products and services. Om bamaiinéernal
businessis at the third rank with the mea.5400) followed bylearning and Growth perspectivewith the
mean (.5170).

Moreover, the results clarify the core attributes among the four perspectittes BSC model (one for each
perspective in the BSCROI in financial, customer satisfactionin customer,occupancy ratein internal
business process, aathployees' retention in learning and growth.

Furthermore, the study shows that top managements pay attention to financial goals, while heads of units
and departments tend to be more focused on non-financial than on financial obj&ttvessults makes s&n
since department managers are faced withfiraineial issues (customers’ complaints, fluctuations of staff and
quality of services) on a daily basis, while financial questions are moreeréonibtem; and they appreciate that
the importance of intangible assets is highettittat of the: traditional physical assets .
Conclusion

Nowadays hotel organizations operate and compete in a very dynamic environment. Thierbémames
necessary to add more value to the business through initiatives that incorporate changes in the wayiafjperfo
the work, changes in processes, and adequacy of skills. These initiatives shauidebsirigly strategic to
ensure alignment with the organization's goals. In order to achieve the expecté&sl itesuhecessary to
continually improve, so that they remain appropriate and aligned with the orgam&atrategy measurement
systems. A growing number of hotel organizations have been using performance measomsdhbwever,

due to the recent advances in performance measurement, hotels' managers have constarily bolexd
effective measurement system to evaluate Hotmsformance. Since previous performance measures have
focused on financial factors, they do not include other important non-finaneée that need to be addressed.
Hotels managements find that it is hard to measure actual performance wHertdtuons financial aspects due
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to the uniqueness of hotel products and services. The BSC model overcomes some ofdhes @sdnciated
with traditional performance measures. It emphasizes the importance anicibgl among the four areas:
financial, customer, internal business process, and learning and growth perspectivesmBret the BSC
integrates the organization's strategic objectives across these four peespddtis study offers several useful
insights into the importance of the BSC modkich includes clarifying and updating strategy, communicating
strategy throughout the hotel, aligning individual goals with stratéging strategic objectives to long-term
targets and annual budget, identifying and aligning strategic initiatives, addatmg periodic performance
reviews to learn about and improve strategy.

Moreover, this study aimed at identifying the effects of the implementatitmedBalanced Scorecard on the
hospitality organizations, such as hotels, with a good performance measurement system thataieridge
better performance and competitive advantage.

Finally, the ability to react to the dynamic business environment, interconneitteth& necessary internal
changes, is a challenge that calls for a particular attention, and deserves temtienain a performance
management tool. Moreover, competitive factors associated with innovation and knoisledgea challenge
in the current business climate. The frameworks that ignore this new reality mpyooase the sustainable
future of the organizations.

The study recommends that it is necessargeqoloy the concept of the Balanced Scorethrdugh scientific
conferences, seminars, amdining courses. Moreover, hotels managers need to taphee reality about the importance
of the intangible assets for adding value in measuring performance. Also, speai@bratmust be placed on
properly deploying the intangible assets inherent in the learning and growth, and internalipesspect
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