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Abstract 

This study investigates which objectives in the corporate balanced scorecard (CBSC) that 

corporate managers in large unlisted companies focus on within corporate control. It also 

investigates what the explanatory factors are for the corporate managers’ focus. The CBSC 

was proposed to alleviate the historical financial focus of managers in control activities. This 

study makes a contribution by reviewing corporate managers' focus on financial and non-

financial CBSC-objectives in corporate control. A multiple case study was conducted, 

consisting of a mutually owned and a governmentally owned company, where data was 

collected from semi-structured interviews, internal documents and observations.  

 

Results indicate that corporate managers from the mutually owned company primarily 

focused on financial and customer objectives. Corporate managers in the governmentally 

owned firm primarily focused on financial objectives, complemented with quality objectives. 

Although having a mixed influence, the perceived complexity of measures, relationship 

between objectives and capital market pressure promoted corporate managers’ focus. The 

conclusion of this study is that financial objectives are prioritised in corporate control because 

of the influence of the three explanatory factors. 

 

Keywords: Corporate balanced scorecard, corporate control, focus on objectives, complexity 

of measures, relationship between objectives, capital market pressure.  
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1 Introduction 

Historically, there has been a tendency for corporate managers to prioritise financial 

objectives in planning and control decisions. The submission of management accounting to 

external accounting practices can partly be traced to organisations’ increasing use of capital 

markets and public ownership of firms (Johnson & Kaplan, 1991, p. 13). Pressure to deliver in 

accordance with expected book values and demand for timely financial reports gave raise to 

financially controlled organisations that were run by the numbers (Johnson & Kaplan, 1991, 

p. 126). However, during the second half of the last century the shortcomings of primarily 

focusing on financial measures were becoming noticeable. Research showed that it was 

associated with dysfunctional management behaviour by overemphasising short-term profits 

at the expense of the organisations’ long-term values (Hopwood, 1972, p. 157). Prioritising 

financial objectives was also claimed to lack strategic considerations and was therefore 

considered insufficient for managing firms in the new era of an intensified global competition 

(Bromwich & Bhimani, 1989).  

 

Some researchers suggested an increased focus on intangible assets that were not captured by 

balance sheets or income statements, but still important for the companies’ long-term success. 

These intangible assets were argued to also be essential to include in managers’ planning and 

control decisions (Kaplan, 1984). Non-financial objectives (e.g. customer satisfaction, 

productivity, quality) were pointed out to be drivers of future financial performance and 

several multi-dimensional performance measurement systems (PMS) were developed for 

practitioners. These included for example the performance prism (Neely, Adams & 

Kennerley, 2002), the levers of control (Simons, 1995) and perhaps the most prominent 

model, the balanced scorecard (BSC) (Kaplan & Norton, 1992).  

 

The starting point for the BSC is the company's strategy which is formulated in financial and 

non-financial terms and translated to specific objectives in four interrelated perspectives 

(financial, customer, internal processes/operations, learning & growth). Objectives (or goals) 

are defined in this study as the desired conditions which the company attempts to realise 

(Etzioni, 1960, p. 257).  These objectives are quantified to leading and lagging measures that 

are interlinked through a cause-and-effect chain (Kaplan & Norton, 1996a). The BSC has 

made a footprint in the management accounting literature and gained both praise and criticism 

in highly ranked academic journals (e.g. Ahn, 2001; Davis & Albright, 2004; Ittner, Larcker 
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& Meyer, 2003; Nørreklit, 2003). The model has also received interest from practitioners. 

Research conducted in the United States has estimated that up to 60 % of large American 

companies have adopted the BSC (Silk, 1998). There are also survey studies from other 

countries that indicate that the BSC has been widely adopted internationally by organisations 

(Hoque & James, 2000; Kald & Nilsson, 2000; Nielsen & Sørensen, 2004; Speckbacher, 

Bischof & Pfeiffer, 2003). 

 

1.1 Corporate balanced scorecard and corporate control 

Kaplan and Norton (1992) originally developed the BSC for the business unit level and for 

companies in narrow industries. However, studies indicate that large companies, which are 

common adopters of the BSC, tend to implement it at the corporate level as well (Hoque & 

James, 2000; Kraus & Lind, 2010; Malmi, 2001; Speckbacher et al., 2003). Acknowledging 

this insight, Kaplan & Norton (2006a) argue in one of their latest books that large 

organisations with broad divisional portfolios and diverse shared-service units should 

implement the BSC at multiple organisational levels. At the top of the organisational 

hierarchy is the corporate balanced scorecard (CBSC). This type of scorecard consists of a 

template with strategic themes and objectives that business unit managers must relate to when 

designing their business units’ BSCs (Kaplan & Norton, 2006b, p. 104). Hence, there is a 

governance relationship between the corporate level and the business unit level. The latter 

should work in coherence to the first and strive to contribute to the achievement of the 

strategic objectives prescribed in the CBSC. This alignment is argued to be necessary in order 

for the organisation to benefit from synergies through, for example, sharing resources 

between business units and avoiding silo mentality (Kaplan & Norton, 2006b, p. 104). 

 

Corporate managers can apply different corporate control activities in the process of trying to 

align business unit managers to the strategic objectives. Firstly, they can set up long-term and 

short-term goals (planning controls). Moreover, managers can set up targets for metrics, 

measure and evaluate outcomes, and take corrective actions if needed (cybernetic controls). 

Lastly, corporate managers may set up incentives or penalties (compensation controls) 

(Chenhall, 2003; Malmi & Brown, 2008; Otley, 1999). Thus, corporate managers should use 

the strategic objectives in the CBSC as a reference point when setting up control activities 

over business unit managers. Linking multiple financial and non-financial scorecard 

objectives to control activities has been indicated to be practiced by managers (Malmi, 2001; 
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Speckbacher et al., 2003). These studies further suggest that the application of both financial 

and non-financial objectives in control activities allowed managers to align and steer the 

organisations towards achieving their strategies. However, other studies instead show that 

corporate managers may prioritise financial objectives when exercising control activities, 

despite also having multiple non-financial objectives in their scorecards (e.g. Dossi & Patelli, 

2010; Ittner et al., 2003; Kraus & Lind, 2010; Malina & Selto, 2004). For example, Kraus and 

Lind (2010) found that corporate managers tend to prioritise financial objectives in the CBSC, 

thus, focusing solely on financial metrics in target setting, evaluation and reward setting. A 

similar dominance of financial scorecard objectives can also be found in Dossi and Patelli’s 

(2010) study, where some non-financial objectives were used only complementary. 

 

1.2 Corporate managers’ challenges  

Prioritising financial objectives from the CBSC within control activities leads to financially 

controlled organisations. Arguably, this is in contrast to the purpose of the BSC considering 

that it was developed as a response to the shortcomings of prioritising on financial objectives 

in control activities. If corporate managers adopt a CBSC with strategic financial and non-

financial objectives but only apply the first in corporate control activities, the possibility of 

attaining strategic alignment and synergies can be disputed. Given the disparate findings of 

prior research, it is of interest to further examine if corporate managers focus on certain 

objectives in corporate control activities. Perhaps more importantly, it is of further importance 

to examine what the explanatory factors are for this focus. This study investigates three 

challenges that corporate managers face when working with the CBSC, which may favour 

certain objectives in control activities.  

 

Firstly, managers have been shown in prior research to consider the complexity of measures 

when selecting and using them for the CBSC. Non-financial metrics are usually more 

complex to retrieve compared to financial ones. Thus, the cost of collecting non-financial 

measures relative to its benefit has been suggested to favour financial ones (Malina & Selto, 

2004). Moreover, the need for comparable metrics to be used in benchmarking can be a 

prerequisite for corporate managers in the selection process. Both financial and non-financial 

measures have been shown to be suitable for benchmarking (Dossi & Patelli, 2010; Kraus & 

Lind, 2010; Lipe & Salterio, 2000). The number of measures to include in the CBSC can also 

have an effect on control activities. Having numerous financial and non-financial measures 
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can give corporate managers a holistic view of the firm's performance (Kaplan & Norton, 

2006a). However, too many measures can be considered cognitively difficult for corporate 

managers to handle. This may result in that corporate managers prioritise certain objectives 

and focus on them in corporate control activities. Thus, the cost of retrieving measures, the 

need for comparability and the number of measures may affect which objectives that are 

prioritised in control activities. 

 

Secondly, cause-and-effect relationships are considered essential in advanced BSCs 

(Speckbacher et al., 2003, p. 365-368) and may influence the objectives being applied in 

corporate control activities. Research shows that managers perceiving causal relationships 

between non-financial and financial objectives may be prone to apply both in corporate 

control activities (Francioli & Cinquini, 2014; Malina, Nørreklit & Selto, 2007). However, in 

the absence of causal relationships, corporate managers may instead perceive the multiple 

objectives as conflicting (Cheng, Luckett & Mahama, 2007; Lillis, 2002). These goal conflicts 

have been claimed to favour using financial objectives in corporate control activities when 

financial performance is considered the primary purpose of the firm (Jensen, 2002). Thus, the 

existence of either perceived causal relationships or goal conflicts between non-financial 

objectives and financial outcome may affect corporate managers’ focus in corporate control 

activities. 

 

Thirdly, the perceived capital market pressure may also affect corporate managers’ 

application of objectives in corporate control activities. A strongly perceived capital market 

pressure has been found to make corporate managers more inclined to apply financial 

objectives in corporate control activities (Kraus & Lind, 2010; Kraus & Strömsten, 2012). 

The perceived capital market pressure has in turn been shown to be influenced by several 

factors. These include ownership structure (Liljeblom & Vaihekoski, 2009), the firm’s 

financial situation in terms of profitability (Asel, Posch & Speckbacher, 2011; Dossi & 

Patelli, 2010) and capital needs (Matějka, Merchant & Van der Stede, 2009). Of particular 

interest in this study is ownership structure. Prior studies regarding managers’ focus in control 

activities have mainly investigated publicly listed firms (Kraus & Strömsten, 2012; 

Speckbacher et al., 2003) or have simply not taken the effect of ownership structure into 

account (Dossi & Patelli, 2010; Ittner et al., 2003; Malmi, 2001). Consequently, it is scarcely 

researched how corporate managers in non-listed companies, perhaps experiencing different 

capital market pressures, apply objectives in corporate control activities. 
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1.3 Research questions and specific aims 

To conclude, previous findings regarding which CBSC-objectives that corporate managers 

focus on in corporate control activities are both scarce and diffuse. In the limited research that 

has been conducted, ownership structure has either been disregarded or the focus has been on 

publicly listed companies. Moreover, the explanatory factors for corporate managers’ focus 

have not been clarified. Thus, this study seeks to answer two research questions. 

 

Which objectives in the CBSC do corporate managers in large non-listed companies focus on 

within corporate control activities? 

 

What are the explanatory factors for the corporate managers’ focus? 

 

In order to answer the research questions, this study firstly aims to describe which objectives 

that corporate managers in large non-listed companies focus on within planning, cybernetic 

and compensation controls. Secondly, it aims to examine the influence that perceived 

complexity of measures, relationship between objectives and capital market pressure have on 

corporate managers’ focus in these activities. 

 

1.4 Contribution 

This study makes a contribution to the existing theoretical literature in several aspects. The 

research of Kraus and Lind (2010) and Speckbacher et al. (2003) indicate that numerous 

companies have implemented the BSC at the corporate level (that is, a CBSC). Yet, most 

research concerning the BSC has been focused on the business unit level (e.g. Ahn, 2001; 

Davis & Albright, 2004; Malina et al., 2007; Papalexandris, Ioannou & Prastacos, 2004). 

Therefore, this study investigates the control activities used by managers in a relatively 

unexplored setting. This study can be seen as a response to suggested future research on the 

CBSC and control (Franco-Santos, Lucianetti & Bourne, 2012, p. 96; Kraus & Lind, 2010, p. 

276; Malmi, 2001, p. 211). Another rare characteristic of this study relative to prior research 

is that it examines non-listed companies. As indicated above, this might affect the perceived 

capital market pressure and the focus in corporate control activities. 

 

Moreover, this study contributes to a more profound understanding of the CBSC and 

corporate control activities. Previous research has either adopted a rather superficial or 
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isolated method for examining the role of the CBSC-objectives in corporate control activities. 

The studies of Malmi (2001), Speckbacher et al. (2003) as well as Kraus and Lind (2010) 

were limited to interviewing corporate managers. This meant leaving out business unit 

managers who might have a different opinion on which objectives their supervisors (i.e. 

corporate managers) focus on. Contrary, Dossi and Patelli’s (2010) study was limited to 

sending questionnaires and interviewing business unit managers, leaving out corporate 

managers. This study, in contrast to much of earlier research, includes both corporate and 

business unit managers. 

 

The result of this study is of importance for practitioners as well. Like described above, 

Kaplan and Norton (2006a) introduced the CBSC as a response to the critique of solely 

relying on financial objectives. With the findings of this study, practitioners receive an 

awareness of the challenges that are evident when they try to achieve a balance between 

financial and non-financial objectives in corporate control activities. Having this awareness, 

practitioners are better prepared to handle the challenges that they face.  
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2 Theoretical framework 

The theoretical section consists of four parts. The first entails the key concepts of the 

corporate balanced scorecard. The second part describes corporate control and its connection 

to the scorecard. The third section contains the three explanatory factors which may affect 

corporate managers’ focus on objectives in control activities. Lastly, the summarised 

theoretical framework is presented, visualising the three previous parts and how they are 

connected.  

 

2.1 The corporate balanced scorecard 

The balanced scorecard was introduced as a PMS but has through continuous reviews and 

updates (Kaplan & Norton, 1996a; Kaplan & Norton, 2001; Kaplan & Norton, 2004; Kaplan 

& Norton, 2006a; Kaplan & Norton, 2008) transitioned to a management system, focusing on 

implementing and executing strategy. While it is outside this study's scope to present a review 

of over twenty years of BSC-research (for comprehensive review, see Hoque, 2014), the 

section below outlines the key concepts of the CBSC described by the prescriptive literature.  

 

Kaplan and Norton's (2001: 3) starting point is that strategy is formulated at the top but 

executed at the bottom of the organisation. This means that the scorecard should be 

implemented at all organisational levels, from the corporate level to business units, shared-

service units and even at the individual employee level. At the top of this organisational 

hierarchy of scorecards is the CBSC which is used to align the other units’ BSCs to the 

corporate strategy. The CBSC comprises of the common scorecard attributes. The four 

perspectives (financial, customer, internal processes/operations, learning & growth) consist of 

strategic objectives and themes which every business unit's BSC should be linked to (Kaplan 

& Norton, 2006b, p. 104). The strategic objectives are quantified to financial and non-

financial metrics and the latter are assumed to be leading indicators of the first. These cause-

and-effect relationships between non-financial and financial measures have been argued to be 

one of the cornerstones of the model (Bukh & Malmi, 2005, p. 3). The causal linkages 

between strategic objectives should also be visualised in the form of strategy maps which will, 

according to Kaplan and Norton (2004: 9), increase communication and understanding of the 

corporate strategy. Strategy maps have been found to enhance strategic understanding (Cheng 

& Humphrey, 2012) and can be viewed as a second cornerstone for the model. 
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The incitement for aligning the business units’ BSCs to the corporate level is to create 

corporate synergies like cross-selling, economies of scale, sharing customers between 

business units, and avoiding silo mentality (Kaplan & Norton, 2006b, p. 104). Through this 

alignment, the goal is to increase the company’s performance. It is based on the assumption 

that the collection of business units should lead to additional value if they are operating within 

the corporate umbrella than if they were operating autonomously (Müller-Stewens & Knoll, 

2008, p. 14). This means that the strategic objectives in the four perspectives are cascaded as a 

‘waterfall’ to the business units’ scorecards. Although, this does not necessarily mean a 

replicated version of the corporate scorecard to the business unit level and there are different 

ways to cascade strategic objectives (Bukh & Malmi, 2005, p. 15-17).  The central theme is 

that the business units’ scorecards must contribute to realising corporate strategy in order to 

benefit from synergies. The CBSC can be viewed as having a parenting role, where corporate 

managers may use it to control and align other units to work in coherence with the corporate 

strategy. 

 

Figure 1. Relationship between the CBSC and business units’ BSCs 
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2.2 Corporate control 

Managers can apply different activities in the process of controlling and aligning employees 

to common objectives (Anthony & Govindarajan, 2007; Malmi & Brown, 2008). When the 

focus of analysis is on corporate managers’ control activities, the process can be referred to as 

corporate control. This study defines corporate control in accordance with Kraus and Lind 

(2010) as the activities applied by corporate managers to ensure that business unit managers 

are working consistent with the corporate strategy, in order to realise corporate synergies.  

 

Corporate control activities can be viewed as interrelated parts of a package that combined 

constitute the organisation's control system (Chenhall, 2003; Malmi & Brown, 2008). In 

accordance with contingency theory, corporate control activities are also depended on the 

organisation's surroundings and circumstances (Otley, 1999, p. 367), meaning that the 

activities can differ from organisation to organisation. Planning, cybernetic and compensation 

controls are viewed as parts of such a package in this study. The three parts are based on the 

models of Ferreira and Otley (2009) as well as Malmi and Brown (2008), which were both 

developed from analysing decades of management control research.  

 

Including these three types of controls reduces the risk of erroneous conclusions, which is 

present when focusing on isolated control activities (e.g. only cybernetic controls) (Chenhall, 

2003). However, it should be noted that these three parts do not represent an exhaustive 

framework of corporate control. Cultural, organic and informal control activities could also be 

argued to be included in such a framework (Chenhall, 2003; Malmi & Brown, 2008). Thus, 

these three parts represent a somewhat limited set of control activities. Even so, planning, 

cybernetic and compensation controls have been pointed out to be tightly linked in 

contemporary organisations (Malmi & Brown, 2008, p. 295). Furthermore, similar control 

frameworks have been found in other studies to describe management control practices (e.g. 

Ahn, 2001; Kraus & Lind, 2010; Malmi, 2001; Tuomela, 2005). The breadth of including 

further types of controls would potentially harm the profoundness of the study’s aim, given 

the complexity of control systems and time constraints. The controls are described more 

detailed below. 

 

Planning controls are an ex ante form of control and refer to goal setting on both short-term 

and long-term. It specifies organisational priorities, points out acceptable outcomes and 

directs the organisation on how the goals should be attained (Malmi & Brown, 2008, p. 291). 
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These goals are the fundament for cybernetic and compensation controls (Ferreira & Otley, 

2009, p. 267). This study investigates which CBSC-objectives that corporate managers set up 

goals for and whether some goals are considered more important than others. 

 

When goals have been set up for different time horizons, it becomes necessary to measure and 

evaluate the organisation’s ongoing performance in achieving them. Cybernetic controls refer 

to setting up targets for the goals, measuring and evaluating outcomes with a certain 

frequency, and if necessary taking corrective actions (Ferreira & Otley, 2009; Malmi & 

Brown, 2008). Measuring goals has a signal value since managers tend to focus on the goals 

that are being measured (Ferreira & Otley, 2009, p. 272). Consequently, this study 

investigates for which goals that corporate managers establish targets, how often outcomes are 

measured and evaluated, how corrective actions are taken, and if some targets are considered 

more important than others to achieve. 

 

To improve the motivation in achieving goals, compensations can be linked to the set targets 

(Malmi & Brown, 2008, p. 293). Compensation controls concern the incitement of achieving 

goals, or the penalties for failing to do so (Ferreira & Otley, 2009, p. 273). Incitements can be 

financial in the form of bonus and promotion or non-financial in the form of informal praises 

and appreciations of subordinates’ progress. Penalties refer to, besides from the absence of 

incentives, hindering career opportunities or dismissal (Ferreira & Otley, 2009, p. 273). This 

study examines for which measures, if any, corporate managers link incentives or penalties to.   

 

Table 1. Corporate Control activities 

Planning Control Cybernetic Control Compensation Control 

Set short-term goals Set target linked to goals Connect incentives to measures 

Set long-term goals Measure outcome Connect penalties to measures 

  Evaluate   

  Take corrective action   

Based on Ferreira and Otley (2009) and Malmi and Brown (2008) 

 

2.3 Achieving a balanced control 

The normative literature of how to use the CBSC in corporate control activities appears clear. 

Based on the literature of Kaplan and Norton (1996a; 2006a), goals, targets, measures, 
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evaluations and rewards should be based on both financial and non-financial strategic 

objectives from the four generic scorecard perspectives. If corporate managers wish to control 

the business units towards alignment of the strategic objectives and benefit from synergies, 

control activities should rationally be designed for the financial and non-financial objectives 

in the CBSC-perspectives. 

 

However, practitioners do not always act according to theory and findings of managers’ 

application of financial and non-financial objectives in control activities are inconsistent. 

Some research indicates that managers use the scorecard like proposed by Kaplan and Norton 

(2006a). For example, Malmi (2001) found partial support that the BSC is connected to 

planning, cybernetic and compensation controls. Different objectives from the BSC were 

applied when setting goals and targets, measuring and monitoring outcomes, and rewarding 

managers (Malmi, 2001). Similar findings were reported by Speckbacher et al. (2003), where 

some managers developed BSCs that linked objectives to control activities such as target 

setting, action plans and reward setting. However, these results should be interpreted with 

prudence for two reasons. Firstly, the results of Malmi (2001) and Speckbacher et al. (2003) 

were inconclusive – some manager did not seem to use several or all the perspectives in these 

controls. Moreover, neither of the researchers explained more specifically which metrics that 

were used. Secondly, most of the focus in Malmi (2001) and Speckbacher et al. (2003) was on 

business units’ scorecards, in contrast to this study.  

 

Other studies have reported that corporate managers have remained focused on financial 

objectives and undermined non-financial ones in corporate control activities. Kraus and Lind 

(2010) conclude that only the financial objectives in the CBSC were used in corporate control 

activities in their study regarding Swedish publicly listed companies. Goals in the financial 

perspective were considered the most important ones, targets were only set for the financial 

goals, and evaluation and rewards were only based on financial measures. Dossi and Patelli 

(2010) also found a dominance of financial objectives in the relationship between corporate 

managers and business unit managers, where non-financial objectives were viewed as 

complementary. 

 

Some factors may explain why corporate managers focus on certain objectives in corporate 

control activities. As suggested by Chenhall (2003) and Otley (1999), an organisation’s 

management control system can be affected by various factors. Three factors seem to be 
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reoccurring in the literature as affecting the corporate managers’ application of objectives: the 

perceived complexity of measures, relationships between objectives and capital market 

pressure. 

 

2.3.1 Perceived complexity of measures 

A prerequisite for a valid CBSC is the selection of relevant measures. This enables corporate 

managers to quantify strategy and provides the foundation for corporate control activities 

(Kaplan & Norton, 1996a; Malina & Selto, 2004). Selecting measures is not only significant 

in the implementation phase. It is a continuous process which requires fine-tuning and 

replacing of metrics over time as strategy changes (Papalexandris et al., 2004, p. 364). When 

selecting measures, corporate managers have to consider the measures' cost-benefit, 

comparability and the number of measures to include in the CBSC. These factors have been 

shown to affect corporate control activities as explained below.  

 

Cost-benefit  

Several studies have considered the cost of developing measures in relation to the benefit of 

using them (e.g. Malina & Selto, 2004; Papalexandris et al., 2004). Potentially useful 

measures may be discarded from the scorecard or infrequently measured due to the cost and 

complexity of retrieving data. Malina and Selto (2004) found that a postulate for managers 

when selecting measures was a low cost of retrieving data. This resulted in that several non-

financial measures were not included in the scorecard, despite that they were considered 

useful. Papalexandris et al. (2004) found similar results, quantifying non-financial measures 

was reported to be complex and costly. However, traditional financial measures can be 

collected for a smaller cost since these have usually historically been measured by the 

companies (Malina & Selto, 2004). Thus, if costs and time consumption of developing and 

reviewing non-financial measures are considered high, corporate managers may confine 

themselves to measure non-financial metrics infrequently, use less relevant measures, or focus 

on traditional financial measures.  

 

Comparability  

Some measures can be selected for the CBSC with the premise to be used for comparing 

performance. Benchmarking is a form of evaluation which highlights the company's or 

business unit's performance in relation to industry peers or other business units (Anthony & 
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Govindarajan, 2007, p. 435). It has been shown in prior research that the comparability of a 

measure is important for corporate managers (Dossi & Patelli, 2010; Kraus & Lind, 2010). It 

is therefore likely that managers include measures suitable for benchmarking performance in 

the CBSC and use these in corporate control activities. 

 

Lipe and Salterio (2000) found from an experimental study that common measures between 

business units were almost exclusively focused on in evaluations instead of measures 

specifically linked to different business units. Since common measures are usually financial 

and specific measures non-financial, this may lead to a favouring of financial objectives and 

neglecting non-financial when comparing business units (Lipe & Salterio, 2000). Kraus and 

Lind (2010) found support for this notion in their study. Corporate managers reported to not 

perceive a standard way of measuring non-financial metrics. Therefore, financial ones were 

solely used in the CBSC for comparing performance either internally or externally (Kraus & 

Lind, 2010). In contrast to these two studies, Dossi and Patelli (2010) found that corporate 

managers may instead promote non-financial measures when comparing performance 

between business units. This may be particularly suitable for large multinational companies 

since non-financial measures are not affected by country specific accounting rules, which may 

distort the comparability (Dossi & Patelli, 2010, p. 513-514). Therefore, non-financial 

measures could be more suitable to use for internal comparisons of business units. 

 

Number of measures 

Kaplan and Norton (1996b) argue that no measure alone can provide corporate managers with 

a complete picture of how business units perform in the different strategic objectives. 

Therefore, it becomes necessary to include several measures (financial and non-financial) in 

order for corporate managers to receive more holistic information for corporate control 

activities. In accordance with Kaplan & Norton (1996b), certain agency theorists (Banker & 

Datar, 1989; Datar, Kulp & Lambert, 2001; Feltham & Xie, 1994; Lambert, 2001) suggest 

that measures having incremental information about the actions of an agent (in this setting 

business unit managers) should be included in a performance measurement system. 

Consequently, adding more measures to the CBSC gives corporate managers more relevant 

information about the performance of business units. Since financial measures are backward-

looking and do not capture the long-term effects of a manager’s action, this literature suggests 

that non-financial measures give incremental information to corporate managers (Banker & 

Datar, 1989; Datar et al., 2001; Feltham & Xie, 1994; Lambert, 2001). 
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Although the number of measures is based on contingencies, Kaplan and Norton (1996b: 68) 

point out four to seven measures in each perspective as a guideline. Even so, empirical 

findings show that the number of measures can vary. Dossi and Patelli (2010: 507-509) found 

in their study of 141 subsidiaries that managers in average had 16 and at most 34 measures in 

the scorecards. Furthermore, in the case study of Papalexandris et al. (2004: 357), the case 

company identified 35 measures but only 20 could be incorporated in the scorecard. However, 

selecting numerous measures may involve large volumes of data which can expose corporate 

managers to information overload (Lipe & Salterio, 2002). This can hinder corporate 

managers’ judgement and decision making. It has also been suggested that managers facing 

information overload may focus on financial objectives (Kraus & Lind, 2010). In order to 

avoid information overload, it could be argued to include less than Kaplan and Norton’s 

(1996b: 68) recommendations of (up to) 28 measures. According to Dossi and Patelli (2010: 

507), the rule of thumb is to have 10 measures. That corresponds to cognitive psychology 

research which indicates that humans cannot process more than seven to nine pieces of 

information at the same time (Baddeley, 1994; Miller, 1956).  

 

Having numerous measures gives corporate managers a holistic view over business units and 

therefore an enhanced insight in operations. However, this comes with the risk of information 

overload due to cognitive limitations. Thus, having too many measures may result in that 

corporate managers prioritise certain objectives and focus on them in corporate control 

activities. On the other hand, having few measures does not give a holistic view, but reduces 

the risk of information overload. 

 

2.3.2 Perceived relationship between objectives 

Through its predictable ability of future outcomes, cause-and-effect relationships are 

considered essential in advanced scorecards (Speckbacher et al., 2003, p. 365-368). In the 

existence of causal relationships, it is in the corporate managers’ interest to achieve non-

financial objectives since these are indicators of future financial performance. The 

relationships between measures can be validated either through statistical analyses or 

considered to be finality relations. The former (e.g. statistically validated +1 % customer 

satisfaction generates +0,3 % sales) has been difficult for managers to establish in practise 

(Ittner & Larcker, 2003) and its usefulness has been questioned (Malina et al., 2007; 

Nørreklit, 2000). The latter, which is based on logic reasoning (e.g. satisfied customers buy 
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more products so sales should increase), has been found to be more applicable in practice 

(Bukh & Malmi, 2005; Francioli & Cinquini, 2014; Malina et al., 2007; Malmi, 2001). 

Regardless if statistically validated cause-and-effect relationships exist between measures, 

previous studies indicate that it is important that managers perceive such relationships in order 

to be motivated to accomplish non-financial objectives (Bukh & Malmi, 2005; Francioli & 

Cinquini, 2014; Malina et al., 2007). 

 

Finality relationships 

Malina et al. (2007) argue that perceived finality relationships between measures may serve as 

an effective control tool. The perceived relationships can be considered as a communication 

device which creates a credible story of how the company will succeed with its strategy 

(Malina et al., 2007). Awareness amongst employees that non-financial measures are KPIs for 

future financial outcome can increase motivation to achieve the company's multiple goals. 

Communicating this relationship with strategy maps is likely to enhance the control 

effectiveness since it has been shown in experimental research that strategy maps induce 

motivation for managers to reach multiple objectives (Farrell, Kadous & Towry, 2012). The 

findings of Malina et al. (2007) have been supported by other studies. Francioli and Cinquini 

(2014) found that perceived finality relationships between objectives can have control 

effectiveness by generating goal commitment and motivation amongst managers to meet 

multiple scorecard objectives. However, there are factors to consider in order to 'sell' the 

belief of causal relationships between objectives to the employees. In the case study of Malina 

et al. (2007), the perception of finality relations was reinforced by the company's financial 

success and through linking financial compensation to the scorecard objectives. These studies 

indicate that if corporate managers perceive that performing well in non-financial objectives 

results in an enhanced financial performance, then they are likely to focus on non-financial 

objectives in corporate control activities.  

 

Conflicting relationships 

Due to time lag between KPIs and financial outcome, finality relationships may be complex 

for managers to perceive. Nørreklit (2000: 71) points out that measures in the scorecard will 

have different effects on the financial outcome in different points of time. For example, 

customer objectives may have a more immediate impact than innovation which may take 

several years. Thus, determining the effect of specific measures on financial results is difficult 
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(Nørreklit, 2000, p. 71). In the absence of clear finality relationships, managers may instead 

perceive the objectives in the scorecard as conflicting. 

 

These conflicts are argued in a conceptual paper by Jensen (2002) to hinder managers in 

making purposeful decisions. Furthermore, Jensen (2002) claims that multiple objectives in a 

BSC cannot be maximized at the same time. Instead it needs to be one overarching objective 

in order for corporate managers to be able to make purposeful decisions. It is evident that 

Jensen (2002) does not consider the relationships in the scorecard as causally linked but 

instead as trade-offs which will make some objectives more prioritised than others. The 

findings of Cheng et al. (2007) support Jensen's (2002) conclusions. Their survey study 

showed that participants having multiple goals to meet, run the risk of perceiving goal 

conflicts. This was especially a potential risk when the different goals were perceived to be 

difficult to accomplish. Similar findings were also reported in the case study of Lillis (2002), 

who found that managers using a scorecard may perceive a conflict between attaining the 

different goals. Due to this goal conflict, corporate managers are likely to make trade-offs 

between which goals to prioritise and which to sacrifice. It is possible that this trade-off leads 

to a focus on financial objectives at the expense of non-financial ones (Jensen, 2002). 

 

To conclude, managers’ perception of the causal relationships between the objectives can 

affect which ones that are used in corporate control activities. If managers perceive the causal 

relationships between objectives as credible, the objectives are likely to be used in corporate 

control activities. On the other hand, if the relationships are considered weak or non-existing, 

managers may perceive the objectives as conflicting, and possibly make trade-offs between 

them. 

 

2.3.3 Perceived capital market pressure  

It was pointed out in the last section that non-financial measures are assumed to be leading 

indicators of future financial performance. Kaplan and Norton (2006a: 314-316) argue that 

capital market actors (e.g. owners, investors or creditors) should be interested in these leading 

indicators when assessing the firm's value. Thus, corporate managers should use key 

information from CBSC in addition to financial statements when communicating with these 

actors. However, there are ambiguous findings regarding capital market actors’ interests for 

non-financial information. Some research indicates in accordance with Kaplan and Norton 
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(2006a: 314-316) that financial and non-financial data is relevant for capital market actors 

(e.g. Callen, Gavious & Segal, 2010; García-Meca, Parra, Larrán & Martínez, 2005).  

 

Contrary, other studies show that primarily financial measures are relevant for capital market 

actors, leading to financial corporate control (Kraus & Lind, 2010; Roberts, Sanderson, 

Barker & Hendry, 2006). In the study of Roberts et al. (2006), corporate managers interacting 

with investors through face-to-face meetings perceived a capital market pressure to quickly 

deliver in accordance with investors' expectations of financial outcome. This study defines 

capital market pressure as a pressure for short-termism, which in turn can be defined as 

"decisions and outcomes that pursue a course of action that is best for the short term but 

suboptimal over the long term.” (Laverty, 1996, p. 826). If perceived, the pressure is claimed 

to be cascaded or 'mirrored' downwards in the organisation, leading to that business unit 

managers also perceive the pressure from the capital market’s expectations. Hence, if 

corporate managers perceive a capital market pressure to achieve financial expectations, it is 

likely to result in that financial objectives are focused on in corporate control activities (Kraus 

& Lind, 2010; Kraus & Strömsten, 2012; Roberts et al., 2006). 

 

Ownership structure   

The perceived pressure may in turn be influenced by the company’s ownership structure. 

Liljeblom and Vaihekoski (2009) found by studying large Finnish companies a relationship 

between pressure to deliver short-term financial results and ownership structure. Corporate 

managers in companies with long-term owners
1
 are generally experiencing lower pressure to 

meet short-term financial expectations, compared to those with short-term owners
2
. Corporate 

managers in companies governed by short-term owners are also more prone to take actions in 

order to deliver in accordance with the financial expectations. These actions may include 

layoffs, reduction in R&D or rejecting profitable investments (Liljeblom & Vaihekoski, 2009, 

p. 429). Along these lines, Kraus and Strömsten (2012) found that corporate managers in 

firms transitioning from private to public ones through initial public offerings, became more 

focused on reaching financial results from quarter to quarter. This had effects on the corporate 

control activities, which became more focused on financial metrics (e.g. cash flow, sales, 

                                                           
1
 Long-term owners refer to owners with a long-term investment perspective, e.g. cooperatives or governments 

(Liljeblom & Vaihekoski, 2009, p. 429). 
2
 Reversely, short-term owners are those with a short-term investment perspective, e.g. private equity or public 

companies (Liljeblom & Vaihekoski, 2009, p. 429). 
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debt-to-equity). Similar findings were also reported by Kraus and Lind (2010) and Roberts et 

al. (2006) among corporate managers in publicly listed firms.  

 

Financial situation 

More than ownership structure may affect this perceived capital market pressure. It is likely 

that the financial situation of the company affects the degree of pressure. Asel et al. (2011) 

found that corporate managers in Austrian companies with decreasing sales and profitability, 

seemed to shift their focus when exercising corporate control to financial objectives. 

Similarly, Dossi and Patelli (2010: 515) showed that profitability affected measures applied in 

corporate control. More emphasis was put on financial measures when subsidiaries of 

companies were making losses, relative to profitable ones. In addition to profitability, Matějka 

et al. (2009: 901, 903) pointed out in a survey study that firms experiencing difficulties in 

attracting capital to finance investment are likely to be more financially focused. 

 

To conclude, corporate managers’ interaction with capital market actors may affect corporate 

control activities. If these actors are solely focused on financial metrics, these measures are 

likely to be prioritised by corporate managers and cascaded downwards in the organisation 

through a focus on financial objectives in corporate control. A company's ownership structure 

may affect the pressure experienced by corporate managers to deliver short-term financial 

results. It is also likely that firms with poor profitability and firms in need of attracting capital 

experience a stronger pressure in the interaction with capital market actors. Consequently, 

they are more likely to be focused on financial objectives from the CBSC when exercising 

corporate control.  

 

Table 2. The three Explanatory factors of corporate control 

Complexity of measures Relationship between objectives Capital market pressure  

Cost-Benefit Finality relationships Ownership structure 

Comparability Conflicting relationships Financial situation 

Number of measures 
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2.4 The summarised theoretical framework 

The three parts outlined above make up this study’s summarised theoretical framework, which 

is presented in figure 2 below. Based on the literature review, several expectations are 

adopted in this study. It is anticipated that corporate managers’ focus in corporate control 

activities (consisting of planning, cybernetic and compensation controls), is influenced by the 

perceived complexity of measures, relationship between objectives and capital market 

pressure. 

 

Figure 2. Summarised Theoretical Framework 
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Regarding the explanatory factors, it is anticipated that measures which are less costly to 

collect relative to their benefit are applied in corporate control. Likewise, measures being 

suitable for comparing performance (either internally or externally) are likely to be used in 

corporate control. Corporate managers are also expected to prioritise certain measures if they 

perceive that the number of measures in the CBSC is more than what is cognitively 

manageable. Furthermore, non-financial objectives that are a part of perceived causal 

relationships are more likely to be used in corporate control, relative to those perceived to be 

in conflict with financial objectives. Lastly, it is anticipated that a perceived capital market 

pressure generates a focus on financial objectives in corporate control. The perceived capital 

market pressure is believed to be weak when there are long-term owners, a high profitability 

and a low demand for attracting capital.  
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3 Method 

The method section starts with a presentation regarding the research design which contains an 

outline of the reasons for choosing a case study strategy, the unit of analysis and the criteria 

for selecting business cases. This is followed by a section regarding data collection and 

analysis. Pilot interviews, semi-structured interviews, internal documents and observations 

were the data collection techniques adopted by this study, while the analysis technique was 

based on pattern matching.  

 

3.1 Research design 

The descripto-explanatory nature of this study’s aim which relates to how and why corporate 

managers focus on objectives in corporate control, favours a case study strategy. This is 

considered particularly suitable due to the complexity of the research questions which call for 

a qualitative and in-depth perspective. An alternative would be to use a survey strategy, 

considering that it has historically been common in some management accounting research 

(Scapens, 1990, p. 259). However, the descriptive nature of survey research would most likely 

be inadequate in this study. As discussed by Scapens (1990), case study design provides a 

better opportunity to understand the explanations for the observed behaviour, which is in line 

with this study's aim. Thus, this study adds to the number of existing case studies regarding 

the BSC (e.g. Ahn, 2001; Francioli & Cinquini, 2014; Malina et al., 2007; Papalexandris et 

al., 2004). 

 

Conducting a rigorous case study is generally different from carrying out more descriptive 

and quantitative research when validity and reliability can (to a certain extent) be tested 

through statistical calculations. In contrast, this study relies on a set of criteria that have been 

developed for case study research (Yin & Nilsson, 2007, p. 54-60), which include construct 

validity, internal validity, external validity and reliability. These have been found by other 

researchers to represent a comprehensive reflection of what passes as a rigorous case study 

(Gibbert, Ruigrok & Wicki, 2008, p. 159). The four criteria have been considered during 

different phases of the research and are discussed throughout this chapter.  

 

A possible issue in explanatory case studies is that an explanation believed to have a certain 

effect on another variable can be false or due to another reason, which hampers internal 

validity (Yin & Nilsson, 2007, p. 56-57). This issue is relevant for this research, since several 
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factors may influence a company’s management control system (Chenhall, 2003; Otley, 

1999). Therefore, this study adopted an abductive approach, meaning that empirical data and 

theory were collected simultaneously (Saunders, Lewis & Thornhill, 2012, p. 147). This 

approach led to that the explanatory factors deemed most relevant could be chosen, since the 

most important explanations could be assessed during the data collection. Moreover, it 

allowed the study to confine itself to a manageable number of explanatory factors. However, 

it should be noted that the choice of limiting the number of explanatory factors may threaten 

internal validity, since other explanations also can be important. In a related vein, the 

explanatory factors might be affected by the design of the management control system, rather 

than the other way around. For example, Malina et al. (2007) stated that linking compensation 

to measures in a perceived finality relationship increases the perception of such a relationship.  

 

3.1.1 Multiple case study 

Selecting the number of cases is a trade-off between breadth and depth, which generally is 

depended on the aim of the study (Voss, Tsikriktsis & Frohlich, 2002, p. 199-201). The aim 

of this study, related to how and why corporate managers focus on certain objectives within 

corporate control activities, favours a multiple case study strategy. Focusing solely on one 

case may be preferable if the research is focused on exploring a significant phenomenon or if 

the case represents an extreme circumstance (Eisenhardt & Graebner, 2007, p. 27). However, 

these conditions do not apply for this study. As Yin and Nilsson (2007: 61-63) argue, unless 

these kinds of conditions exist, it is generally preferable to include more cases. Considering 

that case studies are characterized to be intense and demanding for researchers (Saunders et 

al., 2012, p. 180), this study was limited to two cases in order to have sufficient time for a 

high-quality analysis. Having two cases may improve construct validity relative to single case 

studies, since the latter are considered more vulnerable due to that data collection, analysis 

and conclusions are depended on just one case. This increases the risk of exaggerating easily 

available data, being biased in interpretations, and misjudging a single event (Voss et al., 

2002, p. 201-202). Findings are also generally considered more convincing in a multiple case 

study because of the direct replication of cases. This leads to an enhanced analysis section due 

to stronger external validity (Yin & Nilsson, 2007, p. 54, 68-69). 
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3.1.2 Unit of analysis 

Some clarifications should be pointed out regarding the unit of analysis. The scorecard is not 

a single unit that can be studied in isolation from social actors. Instead its usage is affected by 

the understanding and intuition of its users, as discussed by Nørreklit (2000; 2003). In this 

study, the users are corporate managers. The term corporate managers refers to employees 

having responsibilities for the whole group of business units rather than a single one. Thus, 

these managers were the units of analysis and served as the primary interview sources, which 

has also been the case in several previous studies (e.g. Kraus & Lind, 2010; Malmi, 2001). 

However, business unit managers may regularly interact with corporate managers and can be 

viewed as 'receivers' of corporate control activities (e.g. through attending evaluation 

meetings of their business units). Therefore, business unit managers were also interviewed in 

this study since they may have another perspective than their superiors, but they did not serve 

as the unit of analysis. The focus was on how they perceived the corporate control activities of 

corporate managers. Thus, the units of analysis in this study were corporate managers, but 

unlike earlier research (e.g. Kraus & Lind, 2010), it also included business unit managers as 

interviewees.  

 

3.1.3 Criteria for business cases  

The cases were selected based on judgemental sampling which is common for case study 

design (Saunders et al., 2012, p. 287) and the focus was on finding information-rich cases. 

Thus, this study cannot make statistical generalisations of the findings about any population. 

Instead, it focuses on an analytical generalisation of the findings, which is typical for case 

studies (Yin & Nilsson, 2007, p. 28, 53). Based on the research questions, three criteria were 

considered for selecting business cases. The study adopted a direct replication logic, meaning 

that results were expected to be the same in both cases (Yin & Nilsson, 2007, p. 68), which 

resulted in that both cases had the same three criteria. These are described below.  

 

The first criterion considered was that scorecards had to be adopted at both the corporate and 

business unit level. Previous research shows (e.g. Malmi, 2001; Speckbacher et al., 2003) that 

practitioners’ actual application of the BSC may differ from the theoretical recommendations 

by Kaplan and Norton (1996a; 2006a). Furthermore, due to the continuous updates of the 

model, it is challenging to define what specific characteristics that classify a company as a 

scorecard adaptor (Malmi, 2001, p. 215-216). It was considered that a company fulfilled the 
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first criterion if both the corporate and business unit level had a multiple perspective 

measurement system consisting of financial and non-financial metrics. These should have 

been strategically derived. The perspectives needed to be related to Kaplan and Norton's 

(1996a) original four (financial, customer, internal processes/operations, learning & growth), 

although the specific names and number of perspectives did not necessarily had to be the 

same. This is in accordance with Malmi’s (2001: 215-216) definition of a scorecard adopter, 

which has also been used in other studies (e.g. Kraus & Lind, 2010; Speckbacher et al., 2003; 

Wiersma, 2009).  

 

The second criterion considered was the size of the companies. Kaplan and Norton (2006a: 

18) claim that the CBSC is adopted by large companies with broad divisional portfolios and 

diverse shared-service units. Large companies have also been found in prior research to 

implement the CBSC (Hoque & James, 2000; Speckbacher et al., 2003). In order to make 

useful analytical generalisations and maintain external validity, the case companies of this 

study also needed to be large. This refers to companies with a minimum of 250 employees 

and more than 50 million Euros in revenues. This definition is based on a classification by 

The European Union Commission (Liikanen, 2003, p. 39)
3
. The third criterion considered was 

that the companies were required to be unlisted. As was pointed out in the introduction, this 

was considered important due to that previous research focused on listed companies or did not 

take ownership into account. Focusing on unlisted companies allowed this study to make 

contributing findings to existing literature. 

 

Two selected case companies fulfilled the three criteria, one state-owned company called 

State Inc., and one cooperatively (mutually) owned company called Mutual Inc. These are 

fictional names as the companies were granted anonymity. This was necessary due to the 

strategic nature of the CBSC and since corporate control activities can be sensitive to discuss. 

Granting anonymity may however decrease the reliability of the study since it restricts the 

information that can be disclosed. To counteract this possible limitation, the whole research 

design is otherwise as detailed and transparent as possible, in coherence with Yin and Nilsson 

(2007: 59). 

 

                                                           
3
 The classification of The European Union Commission (Liikanen, 2003, p. 39) stipulates that an enterprise 

having fewer employees than 250 and less or equal to 50 million Euros in sales can be considered as a small or 

medium-sized enterprise. This study thus assumes that a company not falling under this classification can be 

considered as a large enterprise. 
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3.2 Data collection and analysis 

In order to collect trustworthy data and thereby increase construct validity, this study 

combined multiple data sources. Hence, this study benefits from data triangulation by not 

solely relying on self-reported statements in interviews, but also on internal documents and 

observations, in accordance with Yin and Nilsson (2007: 125-128). The data was collected 

between December 2014 and April 2015, and pilot interviews were first conducted at both 

companies. Sequentially, data was collected from interviews, internal documents and 

participant observations. These three data collection techniques are all commonly used for 

data triangulation in case studies (Eisenhardt, 1989, p. 534; Yin & Nilsson, 2007, p. 113-121).  

 

3.2.1 Pilot interviews 

A potential risk with a case study strategy is that the cases turn out to be something else than 

expected as the research proceeds (Yin & Nilsson, 2007, p. 84-85). It was therefore important 

in this study to review that the cases were appropriate for the phenomena that were meant to 

be studied. Consequently, pilot interviews (see Appendix 8.1) were conducted at both 

companies. During these interviews, it was established that the two companies had scorecards 

in accordance with this study's definition and that the companies could spare necessary time, 

resources and access to data. By taking these actions, the risk of having cases that turned out 

to be inappropriate for this study’s aim was decreased. 

 

In accordance with the recommendation of Saunders et al. (2012: 220) and Yin and Nilsson 

(2007: 117-118), the principle informants at the companies were corporate managers which 

led to easy access to necessary resources. The seniority of the principle informants gave the 

opportunity to collect relevant and rich empirical data. At State Inc. the request was 

channelled through the CFO and the principle informant was a senior corporate controller. At 

Mutual Inc. the request was channelled through the head of business control and the principle 

informant was a senior corporate controller.  

 

3.2.2 Semi-structured interviews 

Semi-structured interviews were deemed suitable for the complexity of the research questions 

in this study, and are common in case studies (Yin & Nilsson, 2007, p. 116-120). The 

principle informants at the companies sent lists with suggestions of possible interviewees. 

Through this chain selection, the interviewees were not anonymous in the organisations. This 
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could potentially affect response bias (Saunders et al., 2012, p. 381) since the interviewees 

may have been reluctant to criticise the organisations’ scorecards, control activities or other 

interview themes. Anonymity of the organisations was believed to counteract this risk, and 

interviewees were given the opportunity to proof read the material before publishing. 

Interviewees were selected based on their abilities to contribute to answering the research 

questions. 

 

The interviews were structured around central themes regarding the research questions (e.g. 

corporate control activities, complexity of measures, relationships between objectives, capital 

market pressure). Themes varied between interviews depending on the interviewees’ positions 

and ability to answer certain types of questions. The semi-structure gave the interviewees 

opportunity to freely formulate their answers while some kind of structure still could be 

maintained around the central themes. At the corporate level the focus was on interviewing 

senior corporate managers to intercept a diverse set of actors in the companies (e.g. chief 

financial officers, senior controllers, treasury managers, strategy managers). At the business 

unit level, the focus was on interviewing business unit managers or controllers. See Appendix 

8.1 for a list of interviewees and Appendix 8.2 for main questions. 

 

The number of interviews was set based on the expected saturation level (Saunders et al., 

2012, p. 283). Seven managers were interviewed at Mutual Inc. and eleven at State Inc. The 

size of State Inc. in terms of employees was the reason for why a few more interviews were 

deemed appropriate. Including the pilot interviews, twenty-one interviews were conducted in 

total. The interviews were conducted face-to-face at the headquarters of the companies. The 

shortest interview lasted 50 minutes and the longest 85 minutes (while the average was 62 

minutes). Interviewees were sent information regarding the purpose and central themes of the 

study before the interviews. Audio recording was conducted with the interviewees’ 

permission, which allowed transcription and analysis of the data. Before conducting each 

interview, a protocol was set up with themes of questions and their relation to the research 

questions. These checklists made sure the relevant topics were to be covered in accordance 

with Voss et al.’s (2002: 205) recommendation. Leading questions were avoided and the 

interviewees were asked, when possible, to give examples and be specific in order to ensure 

rich empirical data. 
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3.2.3 Internal documents  

In order to triangulate empirical data, internal documents were reviewed in accordance with 

Saunders et al. (2012: 179) and Yin and Nilsson (2007: 125-128). This form of secondary data 

was used to compare the data obtained from the observations and interviews, which is an 

advantage of using data triangulation. The data consisted of documents regarding the 

scorecards, strategy maps, presentations of the scorecards used by managers to inform 

employees, materials used in executive board meetings, annual reports, and materials used 

when the scorecards were implemented. In contrast to the interviews, the internal documents 

were used primarily to fulfil the descriptive part of the study as the documents showed how 

the objectives had been applied in corporate control activities. However, some reasons for the 

objectives’ applications were also found in the documents. The internal documents allowed 

the study to see beyond the self-reported claims of managers, by also studying their actions 

taken.  

 

3.2.4 Observations  

Observations are common to include in case studies (Saunders et al., 2012, p. 179) and are 

particularly useful for studying present events (Yin & Nilsson, 2007, p. 120-121). 

Observations were therefore deemed appropriate to use in this study. One observation was 

conducted in Mutual Inc. and one in State Inc. The observation in Mutual Inc. was a 

communication day and consisted of a presentation of the outcomes of scorecard objectives 

and future goals. The presentation was directed to employees and held by the CFO. In State 

Inc., the observation was an evaluation meeting which was attended by a corporate controller, 

a business unit manager and subordinates of the business unit manager. During observations, 

passive roles were taken and notes were written down. Both authors of this study attended the 

observation in State Inc., while one attended the observation in Mutual Inc. The aim was to 

discover which strategic objectives that received most focus and tended to dominate the 

discussions. As with the internal documents, the observations allowed the study to see beyond 

the self-reported statements of managers by studying their behaviour in the observed contexts. 

See Appendix 8.1 for an overview of observations. 

 

3.2.5 Data analysis technique 

The collected data was analysed based on Trochim’s (1989) pattern matching technique, 

which has been pointed out by Yin and Nilsson (2007: 145) to be a common technique for 
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analysing data in case studies. The technique is suitable for analysing the influence of 

independent variables on a dependent one (Saunders et al., 2012, p. 579). Pattern matching 

means that expected patterns based on the theoretical framework are compared with the actual 

observed patterns from empirical data (Trochim, 1989). More specifically, the empirical data 

was interpreted with the use of the summarised framework presented in the theoretical 

section. This meant that the theoretically expected influence of the three explanatory factors 

on corporate managers’ focus on objectives in corporate control was matched to the observed 

patterns from empirical data. 
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4 Empirical findings 

The empirical section contains the findings of the two business cases, Mutual Inc. and State 

Inc. Both of the companies have thousands of employees and billions of EUR in annual sales. 

They are active within different service industries and operate at different markets in the 

Nordic region. To preserve anonymity, further details regarding the companies' size and 

industries are not disclosed and certain industry-related goals and measures have been 

adjusted. The companies are presented separately, initially with their CBSCs. This is followed 

by the managers’ perceptions of the complexity of measures, relationships between 

objectives, and capital market pressure. The corporate control activities are presented last. 

 

4.1 Mutual Inc. 

The company's overall strategy consisted of attaining a competitive cost base and creating 

growth in related product markets. It also included strengthening the customer focus through 

long-term relationships and increasing cross-selling between business units. The strategy was 

translated to the company's CBSC, consisting of 4 perspectives, 13 goals and 38 measures 

(see Appendix 8.3 for Mutual Inc.'s CBSC). The objectives in the CBSC were cascaded 

downwards in the organisation to scorecards in business units, shared-service units and linked 

to the employee level. Thus, the CBSC's objectives and measures were reflected in the other 

organisational scorecards which were designed to contribute to the overall strategy. Corporate 

managers reported the rationale for using the CBSC to be coordinating organisational efforts 

toward common goals. The CBSC was implemented in 2013, but has continuously been fine-

tuned, which has meant replacing, adding and removing certain measures. 

 

4.1.1 Perceived complexity of measures   

Concerning cost-benefit, corporate managers considered it important that data for measures in 

the CBSC could be retrieved effortless. The BSC-manager elaborated on this issue and 

explained that having measures that were inexpensive and uncomplicated to retrieve, resulted 

in that some measures were left out of the scorecard. Referring to the time of implementing 

the CBSC, the BSC-manager explained:  

There was no data. The problem was to find data, so we almost always had to compromise. 

Then senior managers wanted to use certain measures, but then we had to remind them that it 

wasn’t possible. [...] This was mostly for non-financial measures. For the financial measures 

it’s pretty straight-forward. We have measured most of them historically in some context at 
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least. […] The most difficult is internal processes, where we in Mutual Inc. like many others are 

rather immature. We haven’t traditionally followed that. To know if you’re effective you have to 

map processes and so on, and we’re not quite there.       

                    (BSC-Manager) 

The head of strategy also recognised the challenges of obtaining data for non-financial metrics 

and particularly for internal efficiency. This was also corroborated through studying internal 

documents which showed that retrieving data inexpensively and effortless was problematic 

for some measures in the non-financial perspectives. Certain measures in the non-financial 

perspectives were applied in the CBSC even though more accurate and preferable measures 

had been identified. The latter were considered too costly and time consuming to retrieve.  

 

Comparability was also considered important for corporate managers. Consequently, 

comparable measures were included in the CBSC. Metrics within the financial and customer 

perspectives were considered most appropriate to use for comparing performance with 

competitors. The head of strategy explained: 

External benchmarking is important, market share is of course important, and Mutual Inc. has 

historically focused on sales in absolute numbers, but you have to know how you perform in 

relation to competitors [...] it is the same for relative yield on asset.   

                    (Head of Strategy) 

Similar notions were mentioned by the BSC-manager. The ability to use measures for external 

benchmarking was considered more important than internal benchmarking. The latter was 

reported by corporate managers to be too difficult to use due to the complexity and diversity 

of business units.  

 

Corporate managers considered that it was important to include several measures in the CBSC 

to generate a holistic view of the performance. This was also apparent considering that there 

were 38 measures in the CBSC. When asked about the number of measures and risk for 

information overload, the CFO explained: 

Theory of course says that they [the number of measures] need to be restricted, and I can 

understand that. But at the same time, we are a rather broad group, we have a diverse set of 

businesses which makes it difficult to find that fantastic KPI that covers the entire group. It’s 

almost over-theoretical; it doesn’t say that much.   

      (Chief Financial Officer)   

Some agreed with the CFO, others recognised that the large amount of information created a 

complex picture. While managers on the one hand wanted a CBSC that was rich of diverse 

information, there was on the other hand a risk of it being too complex.  
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In some sense I would like to have considerably fewer measures. But the business is complex 

and diverse, you have to work on several fronts simultaneously. As an alternative we have 

formulated some goals that in some way are more important than the others [cost savings, 

establishing a profitable growth in one of the businesses and digitalization of the business] [...] 

So, we look at measures [in the CBSC] regarding these goals especially careful.              

                (Head of Strategy) 

 

4.1.2 Perceived relationship between objectives 

The causal relationships between objectives in Mutual Inc. were finality relations. Corporate 

managers reported to not have developed statistical cause-and-effect relationships. Although 

attempts to calculate such relationships had been made in previous years, they were too 

complex to establish. Reviewing internal documents revealed that finality relationships 

between objectives were one of the bolts in creating the CBSC and the company had 

developed a strategy map in order to visualise the relationships (see Appendix 8.5). The 

perceived finality relationships were reported by corporate managers to enhance clarification 

of the strategic goals. Internal documents also showed that the relationships were perceived to 

increase awareness and to create a common picture of the driving factors of the organisation's 

financial performance. The CFO stated: 

     

Of course there is a correlation between the perspectives and its measures. If you are a 

successful company, most KPIs will be green. […]. The non-financial measures show that we 

are going towards the right direction. It’s a way for us to know that we are productive, that we 

have the right employees, that we work in the right way. That we spend time with our customers 

in the right manner, that we assemble enough with capital and use it efficiently. All that tells us 

how we get a good [financial] result.      

      (Chief Financial Officer)    

The relationship between customer measures and financial outcome was particularly pointed 

out by corporate managers during the interviews. The senior corporate controller explained: 

 

We have to work with satisfied customers, loyal customers are very important for us. If we have 

that, we will increase our [financial] result, we will keep them [the customers] longer and 

increase cross-selling.     

                             (Senior Corporate Controller) 

Despite perceived relationships of all of the objectives in the CBSC in the long-term, there 

were indications of trade-offs between certain objectives in the short-term. It was pointed out 

that crises occurring in the financial perspective have to be dealt with immediately, while 

crises in other perspectives (e.g. internal efficiency), eventuate themselves in the long-term. 

So when it comes to prioritising, the financial perspective became more prominent in the 

short-term.  
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There are a lot of KPIs. Which measures do I use for managing? The measures can partly be 

opposed to each other. Some measures you might have to accept that they are red in order to 

cope with others [...] therefore you might have to prioritise the financial [measures] over the 

non-financial. [...] So that’s a problem.     

        (Business Controller A) 

It was also found that the effect of non-financial measures were not easy to distinguish from 

quarter to quarter. The lag time of the effect on financial results appeared to be longer for 

internal efficiency than for the customer measures which seemed to be more in the short-term.  

                 

4.1.3 Perceived capital market pressure 

The latest annual report revealed that Mutual Inc. was in a sound financial situation and had 

moderately high profitability compared to industry-related peers. The corporate managers did 

not report any severe pressure from the owners to meet its targets. The ownership structure 

was pointed out be one of the reasons for the weakly perceived pressure. In the CFO’s words: 

We are a mutual company so we don’t have that much capital market pressure […]. For the 

representatives of owners, I use the scorecard to report. It’s a part of my reporting. So for the 

owner representatives, there is a wider perspective. For external parties [e.g. investors and 

partners], it’s 100 % financial measures.    

      (Chief Financial Officer) 

As the quotation illustrates, the owner representatives and external parties demanded different 

kinds of information. While the CBSC was used for interacting with the owner 

representatives, communication with external parties revolved solely around financial 

measures. When asked to elaborate regarding the ownership structure's impact on capital 

market pressure the CFO continued:  

If you are CFO in a publicly listed company, then you spend enormous amount of time talking 

to banks, journalists analysts etc. to “sell” in the stock. You always have to adjust yourself to 

the quarterly reports. We as a mutual company can have a completely different long-term 

approach. We are not in the hands of the capital market in the same way.  

          (Chief Financial Officer) 

There was consistency in the organisation regarding the CFO's quotation. The company had 

been a subsidiary of a publicly listed organisation and managers explained that they 

experienced a greater pressure to deliver short-term financial results with previous owners. 

Furthermore, there were no indications that external parties’ focus on financial measures 

pressured corporate managers or that it was cascaded downwards in the organisation. The 

business unit manager explained: 
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We are not as depended on quarterly results anymore. Before, we would get a beating if we 

didn’t deliver results. So then you had to stay near the budget and forecasts. 

      (Business Unit Manager) 

As the quotation above illustrates, the effect of a mutual ownership structure was a “relief” of 

the previous focus on financial objectives.  

 

4.1.4 Corporate control activities 

The organisation's long-term goals were set by the corporate managers and broken down to 

annual objectives. The goals were set for every CBSC-perspective and were consequently 

cascaded downwards to business unit scorecards. The corporate managers reported that all 

four CBSC-perspectives were important for company's long-term success. This was also 

noted in the observation where outcomes of measures compared to future goals were 

presented for all four perspectives, indicating that all perspective were considered important. 

However, certain objectives in the CBSC were reported by corporate managers to be more 

important than others. When asked about these objectives, the senior corporate controller 

explained: 

It is costs and cash flow, which are financial. Then it's full range customers that are also very 

important because it is a strategic initiative that will drive the other [financial goals], customer 

satisfaction is also very important.     

                     (Senior Corporate Controller) 

The priority of objectives within the financial and customer perspectives in the CBSC was a 

recurring theme during the interviews with corporate managers. Business unit managers also 

stated that in their interactions with superiors (i.e. corporate managers), these perspectives 

were emphasised. As the company's CBSC illustrates (see Appendix 8.3), the majority of 

objectives and measures were also found in the financial and customer perspectives, while 

relatively fewer were found in the employee and internal efficiency perspectives. 

 

Targets were set in all four perspectives, however, some targets were more considered as 

“forecasts” while others were more binding to accomplish. The latter included targets in the 

financial and customer perspectives like cash flow, costs, customer satisfaction, full range 

customers and relative yield on assets. Internal documents revealed that measurement 

frequency was significantly different between the CBSC-perspectives (see Appendix 8.3). All 

metrics in the financial perspective were measured on a monthly basis, while the other metrics 

were measured in different frequencies – from a monthly to a quarterly or yearly basis. The 
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importance of measurement frequency led to that the financial and customer perspectives 
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We can update some KPIs every month. Then you get a quite continuous dialog, while others, 

especially the employee and culture perspective, are not updated monthly but instead yearly. So 

it tends to revolve around those measures being updated frequently, and then you often wind up 

with the financial and customer perspectives.    

          (Chief Financial Officer) 

In terms of assessment, the Group Executive Team evaluated the entire CBSC on a quarterly 

basis and two interviewees in this study took direct part of these meetings: the CFO and the 

head of strategy. The meetings tended to revolve around the metrics that had yellow or red 

colour classification
4
, and action plans were set up for the measures with low outcome in 

relation to targets. However, the financial perspective was reviewed every month in a separate 

financial report. 

 

Compensation in form of financial rewards was linked to the achievement of certain targets in 

the CBSC. The compensation consisted of a profit sharing system, where the amount paid out 

was based on targets regarding costs, cash flow, relative yield on assets, customer satisfaction 

and full range customers (see Appendix 8.4). Thus, the profit sharing system was based 

entirely on metrics within the financial and customer perspectives. These targets were 

reported by corporate managers to be more important to achieve relative to other targets. 

Some non-financial compensation in the form of internal appraisal and recognition was also 

pointed out by corporate managers, but was not tied to any particular target in the CBSC. 

Furthermore, no penalties were identified for failing to achieve targets.  

 

4.2 State Inc.  

State Inc.'s strategy consisted of creating a competitive cost base and increasing revenues in 

expanding markets. This included reviewing existing assumptions in the business model to 

respond to industry-related changes which had meant a lot of focus on cost control. The 

strategy was created with the aspiration of developing State Inc. to become the leading actor 

in their industry. The company's CBSC included 3 perspectives, 6 goals and 13 measures (see 

Appendix 8.6). These objectives were cascaded down in the organisation to scorecards at 

business units, shared-service units and to managers. Corporate managers reported that the 

                                                           
4
 In evaluation, the measures in the CBSC received colour classification, yellow, green or red, based on their status in relation 

to the target (green=over target, yellow=slightly below target, red=well below target). 
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rationale for using the CBSC was to work more proactive, to move from detail and see what 

drives value, to spot trends and follow up on deviations. The model had been implemented in 

2013 and the company worked with continuous improvements and reviewed the relevancy of 

measures.  

 

4.2.1 Perceived complexity of measures 

Cost-benefit was considered important by corporate managers - collecting data could not be 

too expensive. This led to that certain non-financial metrics were measured infrequently, even 

though they were considered to be important. It also led to that complex measures were 

excluded from the CBSC. The CFO and country manager explained:  

What ultimately counts for me to view it [a measure] as a good one is that it affects profitability 

[…] But then you might think that a measure would be really interesting, but it’s too much work 

and costs to get it, then it’s out. […]For example, corporate image is only measured on a 

quarterly basis, because it costs a lot and you don’t really get any wiser from it [from 

measuring it more frequently].                                       

      (Chief Financial Officer) 

[…] it has to be measurable, it can’t be [too] complex to get the measure. […] Some measures 

like leadership satisfaction, employee satisfaction and customer satisfaction are difficult to 

collect so we can’t measure them on a monthly basis.                     

                (Country Manager) 

In contrast, financial and quality measures had been historically measured and were therefore 

considered somewhat effortless to collect.  

 

Both internal and external comparability was considered important. The CFO, country 

manager, head of business control and the head of communication emphasised the need for 

external comparability. The most suitable measures for external benchmarking were found 

within the financial and growth perspectives. ROCE and EBIT-margin were considered 

suitable along with customer satisfaction and corporate image. The head of communication 

exemplified:  

For the customer satisfaction and corporate image indices [measures] a requirement was that 

we could use them to benchmark against relevant competitors.   

                          (Head of Communication) 

Regarding internal comparability, non-financial measures were pointed out by both corporate 

and business unit managers to be important. This was also corroborated through the 

observation where particularly quality was focused on. Although other non-financial measures 

were claimed to be used for internal benchmarking, their usefulness was partially questioned 
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since different business units had different conditions. The head of sustainability gave an 

example: 

There are different conditions in the countries […]. So concerning the sustainability measure, 

it’s not that easy to compare the countries [with each other].    

       (Head of Sustainability) 

Simplicity was also important according to the interviewees. This was evident in the CBSC 

which consisted of relatively few measures considering the company’s size (see Appendix 

8.6). Too many metrics in the CBSC was perceived to be problematic. The CFO explained 

this issue by referring to an older version of the scorecard: 

We used to report an extreme amount of figures to both the Group Executive Team and to the 

board. It was a lot, and very difficult for us who are trained to read this, to actually comprehend 

it. So we reduced the number of measures [reported] to the Group Executive Team and the 

board. […] I think that you have to decide which measures that are important […] because if 

you let every unit whish what measures they want, it’s a lot.  

                            (Chief Financial Officer) 

The need for simplicity led to restrictions of the measures being used in the CBSC. For 

example, productivity was considered important but could not be aggregated to a crude 

CBSC-measure. The head of control explained:  

Productivity is very important for a business as ours […]. At the corporate level, we should 

have rough measure for it. [...]. We would like too, but the businesses are too diverse. We have 

hundreds of KPIs related to it [productivity] but they are [too] specific.  

                         (Head of Business Control) 

 

4.2.2 Perceived relationship between objectives 

Internal documents regarding the workflow of quantifying strategy and breaking it down to 

measures revealed a cause-and-effect logic in the CBSC. However, State Inc. did not have a 

strategy map to visualise these relationships. The corporate managers reported to perceive 

finality relations rather than statistically validated cause-and-effect relationships, as such 

calculations would be too complex. The most frequently mentioned relationship was between 

quality KPIs and financial outcome. If quality was not delivered, customers would not be 

willing to pay premium prices which would affect sales and costs. The country manager 

explained: 

Of course there are measures that support the prioritised measures [financial]. We have a lot of 

KPIs that generate the overarching measures. [...] For example quality. If we have good quality 

of our products, we will have lower costs and better [financial] results.                      

                    (Country Manager) 
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Non-financial measures (employee satisfaction, sustainability, corporate image) were also 

considered important for State Inc.’s financial results. However, the relationships of these 

non-financial measures on financial outcome were pointed out to be important for the long-

term success but ambiguous in the short-term. Business unit manager A gave a paradoxically 

example: 

Lower employee and leadership indices lead to higher profitability. This is the conclusion we 

can make if we compare these indices with our financial outcome. It is a crazy paradox, but 

then again 2014 was a particular year.    

                        (Business Unit Manager A) 

There were indications that the lagging time between non-financial measures and financial 

outcome induced trade-offs in the short-term. However, the lagging time for quality’s effect 

on financial outcome was reported to be more immediate compared to employee satisfaction, 

sustainability and corporate image. This meant prioritising financial measures and quality. 

The CFO exemplified the priority of financial objectives:  

You could say that the balanced scorecard has been good since it shows what drives 

profitability. Have you attained the goals by making good products and having happy 

employees, or have you simply milked the company through bad employee satisfaction, 

customer satisfaction or image? [...] But I might have to sacrifice the others [non-financial 

objectives] one year, in able to reach the financial objectives that year. 

      (Chief Financial Officer) 

 

4.2.3 Perceived capital market pressure  

It was made clear that different capital market actors were interested in different types of 

information. The governmental owner was interested in both financial and non-financial 

measures. The credit analysts were on the other hand only interested in financial measures, 

the CFO explained: 

The credit analyst is very interested in credit ratios. They only want to look at debt-to-equity 

and EBITDA. I don’t think that they care about quality, they just want to know that there is no 

risk to lend us money [..] So they want to the see that we have positive cash flows and an 

EBITDA-development that is sustainable. So it's really important, otherwise we will be 

downgraded.      

                             (Chief Financial Officer) 

The latest annual report showed that State Inc. struggled with insufficient profitability which 

had led the company to perform below industry-related peers. The company had also 

increased its indebtedness for conducting investments in order to reach the strategic 
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objectives. There were indications that the financial situation resulted in certain capital market 

pressure, which was pointed out by the vice president of the group treasury: 

We have financed our development and transition by increasing our debt [..] when you stretch 

your ratios, debt levels and cash flow, then you also get increased capital market pressure.

            (Vice President of Group Treasury) 

In order to attract capital for needed investments, the company's rating grade was important. 

The measures connected to the rating grade were therefore considered important and 

communicated to business units. When asked how this pressure was mirrored in the 

organisation, the CFO stated: 

It is a lot about management - what you ask for gets prioritised. If we frequently ask about cash 

flows, the managers will begin to focus on cash flows. It is not enough to have the measure in 

the scorecard, but you have to continually ask: why does it look like that? To improve their 

interest in the measure, I always try to ask about cash flow.                  

                            (Chief Financial Officer) 

It was evident that this pressure was perceived by others in the organisation. Corporate 

managers believed that the importance of cash flow had been thoroughly communicated in the 

organisation. The pressure to meet financial results can be illustrated with the following 

quotation: 

From [the CEO and CFO] it’s a lot about the bottom-line and capital efficiency. If you would 

exaggerate a bit, it’s about the monthly results. Roll in the money, and [increase] capital 

efficiency. That’s the whole picture.    

               (Country Manager)  

 

4.2.4 Corporate control activities 

The CBSC of State Inc. was meant to be used for all relevant control activities. The corporate 

managers set up long-term goals and annual objectives for the CBSC through business plans. 

In the interviews, the corporate managers pointed out that all three perspectives and their 

related measures were important for the organisation's long-term success. However, when 

asked to rank the objectives, the financial ones were considered to be the most important ones, 

at least in the short-term. The explanations from the CFO and the head of sustainability gave 

representative opinions of this:  

In some sense there are some overarching [objectives] in my opinion. ROCE, EBIT and cash 

flow after capital expenditures are prioritised. Then the other [objectives] are more in a longer 

perspective so we don’t go under. So some objectives are more in the long-term while the 

prioritised are for every year and in the long run.    

         (Chief Financial Officer) 
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In my opinion, there is a tendency to control more with the financial objectives, mainly because 

you have greater faith that it is the correct control. But it is a gradual insight at the corporate 

level that you have to review the non-financial objectives in order to see the long term 

profitability.                            

                            (Head of Sustainability) 

The dominance of the financial perspective was repeatedly pointed out during interviews by 

both corporate managers and business unit managers. Quality objectives were also regarded as 

important ones. This was as well confirmed in the observation where a lot of focus was on 

quality, in addition to financial measures.  

 

Corporate and business unit managers were obligated to sign a goal contract with targets 

linked to the measures in the CBSC. This was done in accordance to State Inc.'s aspiration to 

be more goal oriented and strategy focused. However, there were indications of problematic 

target setting related to the employee goal. This was the country manager’s response when 

asked to elaborate on how the employee satisfaction target was set: 

That is a good question, you will have to ask HR about that. We have said that the number [the 

target in employee satisfaction] is not realistic. You don't go from 40 to 50 and then from 50 to 

55. It is not a realistic target, but it is still there.       

               (Country Manager) 

Internal documents revealed that metrics were measured with different frequencies. The 

financial and quality metrics were measured on a monthly basis. The other measures in the 

growth perspective and capabilities for growth perspective were measured half-yearly or 

annually (see Appendix 8.6).  

 

In terms of assessment, corporate managers reported to evaluate the CBSC on a monthly 

basis. However, since some metrics were measured quarterly, half-yearly or annually, they 

were not included in every monthly evaluation. During the evaluations, the focus was on 

measures that had been updated and which negatively deviated from targets. Corporate 

managers also stated that corrective actions were taken for those measures. However, the 

country manager explained that not only outcomes of measures set the agenda for evaluation 

meetings:  

We are very focused here [pointing towards financial measures] and generally very little here 

[pointing at non-financial measures] [...] in the Group Executive Team we are focused 70 % on 

financial and 30 % on non-financial measures. To be honest, it is a lot of talk about the full 

picture [financial and non- financial measures], but at the end of the day it is the financial that 

matters.                                                                                   

               (Country Manager) 
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Compensation in the form of monetary rewards was not available due the governmental 

ownership. The CBSC was instead connected to non-financial compensation in the form of a 

better situation in salary reviews, promotions, internal appraisals and recognition. However, it 

was unclear if achieving any particular objective in the CBSC would lead to these 

compensations, and they were claimed to be based on “the full picture”. Moreover, no 

penalties were identified for failing to achieve targets. 
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5 Analysis  

The analytical section follows the structure of the empirical section with the exception that the 

case companies are analysed under the same headings. Firstly, corporate managers’ perceived 

complexity of measures, relationship between objectives and capital market pressure are 

analysed with the question in mind: what objectives from the CBSC do these factors favour in 

corporate control activities? Secondly, these explanatory factors are entwined with the 

reported corporate control activities to show their influences.  

 

5.1 Perceived complexity of measures 

The empirical findings show that corporate managers experienced some degree of complexity 

when selecting metrics for the CBSC and using them in corporate control activities. Overall, 

this indicated to favour financial and customer metrics in Mutual Inc. and financial and 

quality metrics in State Inc.  

 

Cost Benefit 

Corporate managers in Mutual Inc. and State Inc. considered the cost to retrieve data to be 

important when selecting metrics for the CBSC, and applying them in corporate control 

activities. In accordance with the findings of Malina and Selto (2004), there were indications 

that metrics which were considered to be costly and time consuming to collect were excluded 

from the CBSC or measured infrequently. It was also evident that the cost of retrieving data 

sometimes led to that less adequate metrics were selected. Metrics in the internal efficiency 

perspective in Mutual Inc. were particularly pointed out as expensive and complex to retrieve. 

In State Inc., the most expensive to retrieve were customer and employee measures.  

 

This was potentially a recurring issue since selecting metrics for the CBSC and using them in 

corporate control activities are not one-time events. As Papalexandris et al. (2004) show, it is 

a continuous process which requires fine-tuning and replacing of metrics over time, as the 

strategy changes. Corporate managers in Mutual Inc. and State Inc. may therefore have been 

reluctant to spend significant amount of time and money to find and develop new metrics that 

had a short lifespan. Financial data was on the other hand reported to be easily accessible in 

both companies and was organisationally rooted since both companies had historically 

measured financial metrics. Additionally, the same applied for quality measures in State Inc. 

In accordance with Malina and Selto (2004), the historical focus could have made corporate 
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managers prone to focus on financial measures (and quality for State Inc.) since these were 

more effortless to retrieve. 

 

Comparability 

Pursuant to Lipe and Salterio's (2000) and Kraus and Lind's (2010) findings, the corporate 

managers in Mutual Inc. and State Inc. considered comparability to be important when 

selecting metrics for the CBSC and using them in control activities. Both financial (e.g. 

relative yield on assets, ROCE) and customer metrics (e.g. customer satisfaction, corporate 

image) were pointed out to be suitable for external benchmarking. These findings are in 

contrast to Kraus and Lind's (2010) results which emphasised that corporate managers solely 

relied on financial metrics for comparing performance to other companies.  

 

Corporate managers in State Inc. internally benchmarked non-financial measures (particularly 

quality), although with prudence since different conditions could negatively affect a fair 

comparison. No internal benchmarking was conducted in Mutual Inc. Pursuant to Dossi and 

Patelli (2010) and in contrast to Lipe and Salterio (2000), non-financial metrics were seen by 

corporate managers in State Inc. as appropriate for comparing different business units. 

However, the explanation offered by Dossi and Patelli (2010) that different accounting rules 

would be the reason for using non-financial metrics, could not be determined in this study. 

This could be explained due to that the companies operated in the Nordic region with similar 

accounting rules. Corporate managers in both companies seemed to promote financial as well 

as non-financial metrics for external benchmarking. Since comparable metrics have been 

found to be important in corporate control activities (Kraus & Lind, 2010; Lipe & Salterio, 

2000), this indicates a favouring of financial and customer metrics in Mutual Inc. and State 

Inc. The internal benchmarking in State Inc. concerning particularly quality measures 

analogously indicates a favouring of these in corporate control activities.  

 

Number of measures  

Mutual Inc. had 38 measures in their CBSC which was relatively more than the highest 

number (34) reported in Dossi and Patelli's (2010) study. This gave the impression that 

corporate managers were keen on having information-rich data due to the complexity and 

diversity of the business. It was thought to generate a holistic view of the company's 

performance, as suggested by some researchers (Banker & Datar, 1989; Datar et al., 2001; 

Dossi & Patelli, 2010; Feltham & Xie, 1994; Lambert, 2001). However, the empirical 



43 
 

material indicates that certain corporate managers perceived the number of measures to be too 

many. As Lipe and Salterio (2002) pointed out in their study, too many measures can lead to 

information overload which hinders managers' judgements and decision making. Having to 

focus on 38 measures is considerably more than the suggested human capacity of processing 

7-9 pieces of information simultaneously (Baddeley, 1994; Miller, 1956). Arguably, the large 

number of measures in the CBSC could have led to that corporate managers were bound to 

prioritise certain metrics, as indicated by Kraus and Lind (2010). 

 

State Inc. had 13 metrics in the CBSC which was relatively lower than the average number 

(16) reported in Dossi and Patelli’s (2010) study. Corporate managers pointed out the 

cognitive limitations of including too many measures, like proposed by Baddeley (1994) and 

Miller (1956), and stressed the importance of simplicity. Given the limited number of 

measures, corporate managers in State Inc. did not run the same risk of information overload 

compared to Mutual Inc. However, due to the need for a restrictive amount of overview 

metrics, the selective process meant that some metrics were not included in the CBSC. Thus, 

a holistic view of the performance that more measures are claimed to create (Banker & Datar, 

1989; Datar et al., 2001; Dossi & Patelli, 2010; Feltham & Xie, 1994; Lambert, 2001) was 

potentially sacrificed to keep the CBSC cognitively manageable. For example, non-financial 

metrics within productivity were viewed as important enough by corporate managers to 

include in the CBSC. However, since it could not be aggregated to a crude metric, it was 

discarded. Hence, the need for simplicity and overview metrics could be argued to have 

reduced the risk of information overload, but still limited the corporate managers’ use of 

certain non-financial measures in corporate control. 

 

5.2 Perceived relationship between objectives 

The empirical findings point to that corporate managers perceived causally linked 

relationships between certain objectives while others were perceived to be at least partially 

conflicting. This indicated a favouring of financial and customer objectives in Mutual Inc. and 

financial and quality objectives in State Inc. 

 

Finality relationships 

The causal relationships had not been statistically validated in either of the companies but 

were instead perceived as finality relations, which has also been shown in prior studies 
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(Francioli & Cinquini, 2014; Malina et al., 2007). Also in accordance to previous studies, the 

corporate managers reported that it was too complex to validate relationships with statistical 

analyses (Ittner & Larcker, 2003). Despite this, the empirical findings show that the 

perception of finality relations had an effect and promoted certain objectives in the corporate 

control activities, as suggested by Francioli and Cinquini (2014) and Malina et al. (2007). 

 

Although the strategy map in Mutual Inc. indicated perceived finality relationships between 

several scorecard objectives (see Appendix 8.5), the clearest relationships were reported 

between financial and customer objectives. Thus, customer metrics (customer satisfaction, full 

range customers) were viewed as KPIs for future financial performance. The company did not 

experience financial distress, which would indicate no necessity amongst corporate managers 

to question the relationships. Furthermore, compensation was tied in the form of profit sharing 

to the customer measures in the finality relationships (see Appendix 8.4). It is reasonable that 

these factors may have enhanced the perception of the finality relationships amongst 

corporate managers, as pointed out by Malina et al. (2007). The relationships were likely 

strengthened by the use of the strategy map, which can according to Farrell et al. (2012) 

increase managers' motivation to accomplish non-financial targets. Thus, the finality 

relationships between customer measures and financial outcome indicate that corporate 

managers in Mutual Inc. would favour these in control activities.   

 

The clearest finality relationships perceived by corporate managers in State Inc. were between 

quality and financial objectives. Thus, quality measures were viewed as KPIs of future 

financial outcome. The relationships were not reinforced by the factors prescribed by Malina 

et al. (2007) since State Inc. was in a struggling financial situation and did not link 

compensation to the metrics in the perceived finality relationships. Furthermore, the company 

did not have strategy maps which could have enhanced the perceived relationships between 

measures and increased the focus on these KPIs (Farrell et al., 2012). Despite this, the 

importance of quality and its effect on financial results was widespread in the organisation. A 

possible explanation could be that the immediate effect of quality on financial outcome 

(relative to other objectives) was enough for corporate managers to perceive it as causally 

linked. This indicates, in contrast to Malina et al. (2007), that financial success and 

connecting compensation to scorecard objectives are not necessary in order to perceive causal 

linkages for control. Quality's perceived effect on financial outcome indicates that corporate 

managers would favour these objectives in corporate control activities.  
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Conflicting relationships 

Although corporate managers stated that most non-financial objectives were causally linked to 

the financial result in the long-term, the effects were reported to be indirect and unclear in the 

short-term. As discussed by Nørreklit (2000), the complexity of evaluating effects of different 

measures on the financial outcome due to time lag can make causal linkages difficult to 

perceive. It appears that the causal linkages were more evident for the measures that were 

perceived to have a short time lag and more immediate effect on the financial outcome (for 

Mutual Inc. customer measures and for State Inc. quality measures).  

   

The absence of clear finality relationships for certain objectives could explain why some 

corporate managers in Mutual Inc. reported trade-offs between financial and non-financial 

objectives in the short-term. However, they could not specify which objectives these trade-

offs concerned. This was more evident in State Inc. where trade-offs between the employee 

goal and financial objectives were apparent in the short-term. Thus, both corporate managers 

in Mutual Inc. and State Inc. seemed to perceive conflicting relationships between certain 

objectives, in line with the results of Lillis (2002). In accordance to Jensen's (2002) 

discussion, it could be interpreted that these multiple objectives could not be focused on at the 

same time, since they were seen as conflicting. It is also possible in line with Cheng et al.'s 

(2007) findings that that conflicts in State Inc. were enhanced due to the reported difficulty of 

accomplishing the targets in the employee goal. Corporate managers in State Inc. appeared to 

focus on the financial objectives at the expense of the employee one, which is a consequence 

of conflicting objectives (Jensen, 2002).  

 

5.3 Perceived capital market pressure 

Overall, the capital market pressure experienced by corporate managers in Mutual Inc. can be 

considered as weak, while it was relatively stronger in State Inc. The stronger perceived 

capital market pressure appeared to promote the application of financial objectives in 

corporate control activities. 

 

Ownership structure 

Mutual Inc. and State Inc. were governed by long-term owners according to Liljeblom and 

Vaihekoski’s (2009) classification. The empirical findings indicate, in accordance with 

Liljeblom and Vaihekoski (2009), that neither of the companies were pressured by the owners 
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to deliver short-term financial results. Naturally there were demands to deliver results in 

accordance to the owners’ expectations. Even so, no indications were found that pressure 

from owners would lead to short-termism and at the expense of the companies’ long-term 

values. Owners of Mutual Inc. and State Inc. were interested in both financial and non-

financial objectives from the CBSCs. This suggests, pursuant to Callen et al. (2006), García-

Meca et al. (2005) and Kaplan and Norton (2006a: 314-316), that the CBSC can be useful 

when communicating with owners. Thus, the fact that both Mutual and State Inc. had long-

term owners appeared to create less capital market pressure relative to public companies 

investigated by Kraus and Lind (2010), Kraus and Strömsten (2012) and Roberts et al. (2006). 

 

Financial situation 

The perceived capital market pressure that despite of the ownership structure was reported by 

corporate managers in State Inc., may have been due to its financial situation. Firstly, the 

struggling profitability of State Inc. can in accordance with Asel et al. (2011) and Dossi and 

Patelli (2010: 515) have made corporate managers keen to focus on financial objectives. 

Secondly, State Inc.’s demand for attracting capital may have led to, as indicated by Matějka 

et al. (2009), a more intense capital market pressure. This was shown in the communication 

with creditors. The CBSC was not used for communicating with creditors in contrast to 

Kaplan and Norton's (2006a: 314-316) recommendation and the studies of Callen et al. (2006) 

and García-Meca et al. (2005). These creditors were reported to be solely interested in 

measures related to the financial perspective. Hence, this focus in the communication may 

have been expected due to the struggling profitability and the need for capital.  

 

The perceived capital market pressure appeared to be cascaded down in State Inc. to the 

business units as suggested by Kraus and Strömsten’s (2012) and Roberts et al.’s (2006) 

findings. Business unit managers expressed a growing focus from corporate managers on 

financial objectives. Thus, corporate managers experiencing capital market pressure had a 

financial focus in corporate control activities, favouring financial objectives (Kraus & Lind, 

2010; Kraus & Strömsten, 2012). These tendencies could however not be found in Mutual 

Inc. since the company had more satisfactory profitability and was not in the same need of 

capital. Hence, it seemed that a low profitability and a high demand for capital promoted a 

focus on financial objectives in corporate control. 
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5.4 The resulting corporate control 

The findings indicate that corporate managers in Mutual Inc. seemed to favour financial and 

customer objectives in planning, cybernetic, and compensation controls, as can be seen in 

figure 3 below. The company’s weakly perceived capital market pressure due to the 

theoretically expected influence of ownership structure and financial situation (Asel et al., 

2011; Liljeblom & Vaihekoski, 2009; Matějka et al., 2009), allowed corporate managers to 

not confine themselves to financial objectives in the short-term. As suggested by the 

theoretical framework, the cost of retrieving metrics (Malina & Selto, 2004) and the need for 

comparability (Dossi & Patelli, 2010; Kraus & Lind, 2010; Lipe & Salterio, 2000), promoted 

a focus on financial and customer objectives.  

 

These objectives were also most strongly perceived by corporate managers to be interlinked 

through finality relationships. Like suggested in the theoretical framework, this further 

seemed to promote the application of them in corporate control activities (Francioli & 

Cinquini, 2014; Malina et al., 2007). Although it was the corporate managers’ aspiration to 

focus on achieving all the strategic objectives, the large number of measures (38) may have 

created a focus on certain metrics through cognitive limitations (Kraus & Lind, 2010; Lipe & 

Salterio, 2002), as posited in the theoretical framework. Considering that financial and 

customer objectives were perceived to be causally linked and included in the profit sharing 

plan, it is reasonable that corporate managers focused on these when facing cognitive 

limitations. 

 

A favouring of financial and customer objectives was evident in all corporate control 

activities, suggesting in line with Malmi and Brown (2008: 295) that these control activities 

tend to be tightly linked. Financial and customer goals were reported to be most important in 

the short-term. Out of the 38 measures in the CBSC, 25 were related to these goals. Financial 

and customer objectives were also reported to have more binding targets and were found to be 

most frequently measured and evaluated. The frequency of measurement and evaluation 

indicated their importance as suggested by Ferreira and Otley (2009). Perhaps the strongest 

indication of the focus on financial and customer objectives was their connection to the 

compensation controls, where the profit sharing plan was entirely based on metrics related to 

these objectives. 
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Corporate managers in State Inc. seemed to focus on financial and quality objectives in 

corporate control. In contrast to Mutual Inc., the corporate managers experienced a certain 

degree of capital market pressure from creditors due to the struggling financial situation, as 

suggested by Asel et al. (2011), Dossi and Patelli (2010), and Matějka et al. (2009). Like 

anticipated in the theoretical framework, the pressure led to that corporate managers were 

more prone towards applying financial objectives in corporate control activities (Kraus & 

Lind, 2010; Kraus & Strömsten, 2012). The cost of retrieving metrics (Malina & Selto, 2004) 

also promoted financial and quality objectives, while the need for comparability (Dossi & 

Patelli, 2010; Lipe & Salterio, 2000) favoured financial and several non-financial objectives 

(e.g. quality, customer satisfaction, corporate image). Thus, as expected in the theoretical 

framework, measures being effortless to retrieve and suitable to use for comparisons were 

focused on by corporate managers in corporate control activities.  

 

In contrast to Mutual Inc., the relatively few measures in the CBSC of State Inc. led to that 

corporate managers did not face the same risks of information overload, as suggested by the 

theoretical framework (Lipe & Salterio, 2002). The effect of the number of CBSC-measures 

on corporate control activities could not be determined, besides that it did not limit corporate 

managers cognitive abilities. However, considering that certain non-financial measures were 

disqualified (e.g. productivity), it could be interpreted that the restrictive number of measures 

hindered the inclusion of important non-financial ones. Furthermore, the causal link between 

financial and quality objectives made corporate manager keen on focusing on them in 

corporate control activities, as expected by the theoretical framework (Francioli & Cinquini, 

2014; Malina et al., 2007).  

 

The focus on financial and quality objectives was shown in planning and cybernetic controls. 

Financial and quality objectives were considered the most important goals and targets in the 

short-term. Furthermore, they were most frequently measured and evaluated, and also tended 

to receive most attention in meetings. This seemed to have a signal value of the objectives’ 

importance in line with Ferreira and Otley (2009). Which objectives that compensation 

controls were based on was however unclear. Therefore, determining if there was a potential 

focus in this control activity was not possible. 
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Figure 3. Summary of Explanatory factors’ influence on corporate control  

 

 

 

Company Complexity of measures  Relationship between objectives  Capital market pressure 

Mutual Inc. 

Cost-benefit favoured 

financial objectives 

 

Comparability favoured 

financial and customer 

objectives 

 

The number of metrics 

hindered the ability to 

focus on all 38 measures 

 

Finality relationships favoured 

financial and customer objectives 

 

 

Possible trade-offs between certain 

objectives favoured  financial ones 

in the short-term 

 

 

 

Owners did not pressure corporate 

managers to confine themselves to 

financial objectives 

 

 

Creditors did not pressure 

corporate managers to confine 

themselves to financial objectives 

 

 

State Inc. 

Cost-benefit favoured 

financial and quality 

objectives 

 

Comparability favoured 

financial and non-financial 

objectives (particularly 

quality) 

 

The number of measures 

did not hinder the ability to 

focus on all 13 measures 

but may disqualified certain 

non-financial measures 

 

 

Finality relationships favoured 

financial and quality objectives 

 

 

Trade-offs between employee 

objectives and financial ones 

favoured the latter in the short-term 

 

 

 

 

Owners did not pressure corporate 

managers to confine themselves to 

financial objectives 

 

 

Creditors pressured corporate 

managers to confine themselves to 

financial objectives 

 

 

 

 

Company Planning Control Cybernetic Control Compensation Control 

Mutual Inc. 

Goals were set for all 

perspectives in the long 

and short-term  

 

Financial and customer 

goals were focused on in 

the short-term  

 

Binding targets were set for metrics 

regarding financial and customer objectives  

 

Financial and customer metrics were most 

frequently measured and evaluated 

 

Corrective actions were taken for measures 

where outcomes were lower than targets  

 

Profit sharing plan was linked to 

financial and customer metrics 

 

Internal appraisal and recognition 

was not reported to be based on 

any particular metric 

 

No penalties were found 

 

State Inc. 

 

 

Goals were set for all 

perspectives in the long 

and short-term  

 

Financial and quality 

goals were focused on in 

the short-term 

 

Binding targets were set for metrics 

regarding financial and quality objectives  

 

Financial and quality metrics were most 

frequently measured and evaluated 

 

Corrective actions were taken for measures 

where outcomes were lower than targets  

 

No monetary rewards available 

 

Internal appraisal and recognition 

was not reported to be based on 

any particular metric 

 

No penalties were found 
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The empirical findings indicate that both Mutual and State Inc. controlled their business units 

by using the CBSC. This meant setting up goals and targets, measuring, evaluating, taking 

corrective action and (in Mutual Inc.) rewarding business units based on CBSC-objectives. 

Corporate managers to some extent applied all objectives in these control activities, which has 

also been indicated in prior studies (Malmi, 2001; Speckbacher et al., 2003). Thus, financial 

objectives were not the only ones considered in corporate control activities in contrast to the 

study of Kraus and Lind (2010), where corporate managers in publicly listed companies 

solely focused on financial objectives. The results of this study therefore point to that there 

might be a difference between how corporate managers in public and non-listed companies 

(with long-term owners) apply objectives in corporate control. Corporate managers in the 

unlisted companies studied had an aspiration to focus on all strategic objectives, unlike 

corporate managers in publicly listed companies (Kraus & Lind, 2010). In both Mutual and 

State Inc., corporate managers were therefore focused on non-financial objectives to a greater 

extent than the equivalents in Kraus and Lind's (2010) study. However, being a corporate 

manager in a non-listed company might not be enough in order to achieve a balance between 

financial and non-financial objectives. As this study has shown, they are faced with several 

challenges in their daily work which may hindered their attempts of focusing on all CBSC-

objectives. 

 

Perceived complexity of measures, relationship between objectives and capital market 

pressure are likely to have an influence on the objectives focused on in corporate control 

activities. Consequently, corporate managers may find themselves focusing on certain 

objectives in the CBSC.  This study indicates a dominance of financial objectives in corporate 

control activities in combination with customer (Mutual Inc.) and quality (State Inc.) 

objectives. The dominance of financial objectives with complementary non-financial ones 

corresponds to the findings of Dossi and Patelli (2010). Thus, these objectives were more 

likely to be used in order to steer or control the organisations in this particular study. It should 

be pointed out that the explanatory factors do not have an isolated effect on corporate control 

but appear to be dependent on each other. For example, struggling profitability may hinder 

corporate managers to develop costly CBSC with non-financial measures despite the value it 

would create. How the explanatory factors are interdependent could not be established in this 

study. 
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6 Conclusion 

The research questions of this study regarded which objectives in the CBSC that corporate 

managers in large non-listed companies focus on within corporate control, and the 

explanatory factors for the corporate managers’ focus. Results from two case companies 

showed that corporate managers applied all objectives to a certain extent in planning, 

cybernetic, and compensation controls. Goals and targets were set up in CBSC-perspectives, 

outcomes of metrics were measured and evaluated, and dealt with if they were below targets. 

Thus, corporate managers clearly did not entirely focus on financial objectives in corporate 

control activities, in contrast to earlier research of corporate managers in publicly listed 

companies. Despite these results, all objectives cannot be claimed to have had the same 

importance in corporate control activities. Financial goals were often prioritised in the short-

term along with customer and quality goals. Moreover, financial metrics were in general 

measured and evaluated most frequently accompanied with customer or quality measures. 

Financial rewards were based entirely on financial and customer metrics in the case company 

that had variable compensation. Hence, the conclusion is that financial objectives were 

dominant in corporate control activities, but complemented with non-financial objectives in 

varying degrees. Three challenges that corporate managers face can explain these results. 

 

Firstly, the complexity of measures had a mixed influence, but generally seemed to favour 

financial objectives and a few complementary non-financial ones. Secondly, relationship 

between objectives, in the form of finality relations, favoured a focus on the non-financial 

objectives that were included in such relationships. On the other hand, corporate managers 

discouraged the application of non-financial objectives which were in conflict with financial 

ones. Lastly, if exposed to a perceived capital market pressure, corporate managers were more 

willing to focus on financial objectives in corporate control activities. Although corporate 

managers in unlisted companies with long-term owners do not seem to experience as much 

pressure from owners as their colleagues in publicly listed companies, struggling profitability 

and the need to attract capital might instead generate this pressure. Thus, practitioners should 

be aware of these challenges when working with the CBSC.  

 

The CBSC of Kaplan and Norton (2006a) emerged as a response to corporate managers’ 

overly large reliance on financial objectives when managing firms. By applying all strategic 

objectives in the perspectives, corporate managers were alleged to be able to benefit from 
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organisational alignment and synergies. However, these effects are dependent on that 

corporate managers apply all strategic objectives in the non-financial perspectives and view 

them as equally important. The results of this study can therefore question the potential of 

attaining these effects. The search for the perfect balance between financial and non-financial 

objectives seems to continue.   

 

6.1 Limitations and future research 

This study has some limitations that future research can take into consideration when further 

investigating this phenomenon. Firstly, this study is mainly based on interviews, although 

data from internal documents and observations were also collected. As was reported in the 

method section, much of the empirical material is based on managers’ self-reported 

descriptions, which may be affected by response bias. Consequently, longitudinal case studies 

are needed in order to validate the results of this research and strengthen its construct validity. 

These should investigate not only how corporate managers claim to apply objectives from the 

CBSC in control activities but also if they do so in practice.  

 

Furthermore, the possibility of alternative explanations (e.g. that management control system 

may affect the explanatory factors) can through longitudinal case studies be investigated. 

Doing so enhances internal validity, which in this study can questioned due to its confinement 

to three explanatory factors. Future studies can also elaborate what corporate control consist 

of. This study has confined itself to planning, cybernetic and compensation controls, since 

they tend to be tightly linked (Malmi & Brown, 2008, p. 295). However, future research can 

include more informal controls such as cultural controls. By expanding the control framework 

of this study, the risk of making erroneous conclusions can be further reduced (Chenhall, 

2003). 

 

Moreover, future research can investigate whether business unit managers apply the same 

objectives in management control activities as corporate managers do. Investigating this was 

out of this study’s scope, but may be interesting since the CBSC aims to align the behaviour 

of business unit managers. Are there any differences between these levels? Finally, there is 

also a need for studies of a quantitative nature since this study is limited to analytical 

generalisations and cannot make statistical ones. Therefore, research adopting a survey 

strategy can examine whether the findings of this study can be statistically generalised to a 
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certain population. For example, how does ownership structure affect corporate mangers' 

focus on objectives in corporate control? 
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8 Appendix. 

 

8.1 List of interviewees and observations 
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8.2 Main questions 

These are only the main questions asked to interviewees. For each interview, questions were 

adapted to the individual interviewees. More specific questions related to the individual 

companies were also asked, as more knowledge about the companies were acquired. Where 

applicable, interviewees were asked to give examples. 

 

Background 

Could you tell us about your position at the company? 

- How long have you worked at the company?  

- What are your duties and responsibilities? 

How well spread is the scorecard spread in the organization? 

Could you tell us about the scorecard? 

- How many perspectives are there? Could you please name them? 

- How many measures are there? Could you please name them? 

 

Which possibilities do you see with the scorecard? 

Do you experience any problems with the scorecard? 

 

Corporate control activities 

 

Planning controls 

What is important for you company to prosper in the future? 

How are goals set in your company? How does the process look like? 

Are goals set for every measure? How often are goals set? 

Are some goals more important than others? If yes, which? 

 

Cybernetic controls 

Do you set up any specific targets related to the goals? 

How often are KPIs measured? 

How does the evaluation process look like in your company at the corporate level? 

How often is evaluation conducted by corporate managers? 

Are some measure more frequently evaluated than others? 

Which types of measures do you tend to spend most time on during evaluations? 

Are some measures considered more important than others? If yes, which? 
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Are there any policies concerning corrective actions for KPIs where outcome is lower than 

targets? 

 

Compensation controls 

Is there any form of compensation based on the measures in the scorecard? 

If yes, which measures in the scorecard is the compensation based on? 

 

Explanatory factors 

 

Complexity of measures 

Are there any specific attributes that makes a measure a “good one”? Which? 

 

Cost-benefit 

Are some measures more costly than others to collect? If yes, which ones? 

Does this have any implications? 

 

Comparability 

Do you usually use measures for internal or external benchmarking? 

Which measures are particularly suitable for this? 

 

Number of measures 

How many measures should a balanced scorecard consist of, in your opinion? 

Is there some information that you think is missing in the current scorecard? If yes, what?  

You have x number of measures in your scorecard, can you use all of them or do you have to 

confine yourself to some of them? 

 

Perceived relationship between objectives 

Is there a cause-and-effect relationship between the measures? 

If yes, have you developed cause-and-effect relationships that are statistically significant, or is 

it based on logic reasoning? 

Have you noticed any conflict between the measures? In other words, do you have to sacrifice 

some measures to improve others?  

 

Perceived capital market pressure 
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Are you in contact with any capital market actors? Owner representatives? Creditors? 

Analysts? 

If yes, how do you communicate with these actors? Does it differ? 

Do you use the CBSC for this communication? 

What do you tend to discuss or report when interacting with these actors? Do some measures 

dominate? 

Does the information that capital market actors demand affect what you prioritize in your 

work? If yes, how? 
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8.3 Corporate balanced scorecard of Mutual Inc. 
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8.4 Profit sharing of Mutual Inc. 

 
 

8.5 Strategy map of Mutual Inc. 
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8.6 Corporate balanced scorecard of State Inc.  
 

 

 

 

 

 

 

 

 

 

 

 


