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1. INTRODUCTION 

1.1 Background 

Balanced Scorecard (BSC) developed by Kaplan and Norton (1992) contains 

multiple performance measures that complement traditional financial measures with 

operating measures of customer satisfaction, internal process, and learning and growth 

activities. An essential aspect of the BSC lies in its articulation of the linkage between 

business strategy and performance. This set of measures is designed to capture an 

organization’s desired business strategy (Kaplan and Norton 1993, 1996a) and includes 

drivers of performance in all areas critical to the organization. 

     Use of the Balanced Scorecard to communicate strategy is sweeping businesses 

across the world. A survey from Bain & Co. estimated approximately 50% of the 

Fortune 1,000 companies in North America and about 40% in Europe used a version of 

the BSC or were experimenting with the Balanced Scorecard (Gumbus and Lyons 

2002). 
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1.2 Motivation 

    Communication is a major factor in organizational success. If employees do not 

understand the vision of their company, they are less likely to understand a strategy 

intended to realize that vision. Without understanding vision and strategy, employees 

cannot improvise to find innovative ways to help the organization achieve its objectives 

(Kaplan and Norton 2001c).The leadership team should use every possible channel to 

communicate the strategy and reinforce it with every opportunity.  

Trevino at el. (1990) stated that communication is the primary process through 

which managers do their work. Managers must communicate with employees to 

motivate and lead employees to learn about and manage the environment, and to make 

decisions. When managers spend eighty percent of their time in communicating, 

effective communication is a significant contributor to individual and organizational 

performance (Minzberg, 1973).   

     In several narrative articles, BSC is described as a powerful device to 

communicate strategy in an organization, and is able to create an understandable and 

common reference for employees. This will help employees line their single task to the 

entire strategy. This important function, strategy communication, however, is not 

scrutinized statistically and many theories have been developed to explain the effects of 

media on communication (Fulk and Boyd 1991, Fulk and CollinJarvis in press, Walther 

1992). In this study, the focus will be on one widely known and used theory:  the 

media (information) richness theory (MRT) (Daft and Lengel 1986). There are two 

main premises in this theory. First, media differ in richness (the ability of information to 

change understanding within a time interval.) (Daft and Lengel 1986, p560). For 

example, face-to-face communication is the richest, while other leaner media are either 

not capable of sending as many cues or provide slower feedback. The second premise is 

that performance improves when managers use richer media for equivocal tasks (where 
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there are multiple and possibly conflicting interpretations of the available information) 

and leaner media for nonequivocal tasks (Daft and Lengel 1986). Therefore, this study 

takes this perspective of MRT to explore the field of BSC communication.  
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1.3 Research Questions 

RQ1: Does Balanced Scorecard Translate Strategy into Operation Terms in Its 
Logical Structure?   

In their survey of companies implementing BSC, Kaplan and Norton find five 

principles in the process of becoming a strategy-focused organization: (1) translate the 

strategy to organizational terms; (2) align the organization to strategy; (3) make strategy 

everyone’s everyday job; (4) make strategy a continual process and (5) mobilize 

leadership for change(2001b). In addition, Kaplan and Norton (2001a) assert that 

strategy maps and balanced scorecard, visual and logical communication devcses, are 

powerful tools in strategy communication. However, till the pres, little research has 

focused on BSC’s translation of strategic information, and testified it by rigorous 

analyses. This study mainly examines the extent to which BSC articulates strategy in its 

logical structure.   

 

RQ2: Does Balanced Scorecard Have An Impact on Communication within 
Organizations? 

Kaplan and Norton (1996a) assert that BSC not only helps create organizational 

strategy and knowledge, but also effectively communicates strategy and knowledge. 

Merchant (1989) argues that communication failure is an important cause of poor 

organizational performance. It is difficult for organizations to put strategy into practice 

without employees’ efforts. And the transition of strategic information and effectiveness 

of internal communication are imperative to the execution of strategy. Hence, can BSC 

have an impact on internal communication of strategy? At the same time, can manages 

in organization perceive this influence of BSC? 
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RQ3: Does The Experience of Involvement in Balanced Scorecard Design Have An 
Impact on Mangers’ Perception of Balanced Scorecard? 

Hopwood (1973) states that how people respond to control systems may depend 

upon the context to which the information from the system is used. Amounts of prior 

research examine the extent to which roles have an influence on assessment of projects 

(Zmud and Cox 1979; Dickson et al.1973; McKeen et al. 1994; Anderson 1995; 

McGowan 1998). Managers’ roles and involvement might affect their awareness of the 

BSC system.  
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1.4   The Contributions of This Study 

1.4.1 The Contribution to Academic Knowledge 

This study is exploratory, applying the concepts of Media Richness Theory into the 

Balanced Scorecard theoretical structure. For Communication research, this study can 

re-test the basic assumptions of MRT, especially under present circumstance which is 

full of new media, like emails and videoconferencing.  

For Balanced Scorecard study, through a systematic examination of the MRT, we 

will get a new understanding of the BSC communication effects. The results may lead 

more seminal issues to explore. 

 

1.4.2  The Contribution to Practical Application 

As mentioned, employees cannot help execute strategy without knowing and 

understanding it firmly. This study is expected to contribute to BSC practice in two 

ways. First, it will display results of managers’ awareness of strategy by way of BSC 

architecture. Second, the pattern of managers’ matching-media behaviors will offer 

scorecard practitioners a blue print in designing BSC campaign activities.  
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1.5   Outline of This Study 

This study is organized as follows. In section 2, it starts from fundamental 

concepts of BSC and MRT, and reviews BSC-related and Media-Richness-related 

literature. In section 3, it introduces research site background and balanced scored in it. 

In section 4, it mentions research methodology adopted in the present study. In Section 

5, research results are present. In Section 6, conclusions and implications from the 

results are drawn, and future research is suggested as well. Figure 1 is the process of 

this study. 

 
 
 
 

Figure 1: Thesis Structure 
(Source: this study) 
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2 LITERATURE REVIEW 

2.1 Balanced Scorecard Related Literature 

     Kaplan and Norton (1996b) assert that the BSC is not only an evaluation method, 

but is a strategic planning and communication device that (1) provides strategic 

guidance to divisional managers and (2) describes links among lagging and leading 

measures of financial and nonfinancial performance. The BSC purports to describe the 

cause-and-effect relationships necessary to reach financial success, such as, investing in 

knowledge of quality control to improve internal production processes. If 

cause–and-effect links are a valid reflection of a company’s administrative and 

productive processes and economic opportunities, then the BSC will embody the 

strategy and it will be easy to communicate the company’s operational strategy. 

Furthermore, effectively communicating these links throughout the organization can be 

crucial to implementing that strategy successfully (Tucker et al. 1996; West and Meyer 

1997). 

     Also, BSC draws a series of academic researches to examine its management and 

communication effect on managers. Atkinson et al(1997) regard the BSC as one of the 

most significant developments in management accounting, attracting intense research 

attention. Ittner and Larcker (1998) describe trends in linking strategy to performance; 

Baker et al(2000) provide empirical evidence for strategic linkages between financial 

and nonfinancial measures; Lipe and Salterio(2000) find that evaluations are based only 

on BSC measures that are common across different business units; Ittner et al(2003) 

find that the use of subjectivity in weighting the measures allows superiors to ignore 

many nonfinancial performance measures; Baker et al.(2004) find linked unique 

measures have a greater impact on evaluators than common non-linked measures using 

the Lipe and Salter’s experiment.  

     Malina and Selto (2001), based upon the review the literature, concluded that an 
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organizational communication device or system may be characterized by the attributes 

of its (1) processes and messages, (2) support of organizational culture, and (3) creation 

and exchange of knowledge. Their study shows that the BSC is an effective device for 

controlling corporate strategy, but no consistent evidence of specific relations between 

the attributes of effective communication and other factors exists in the BSC model. In 

other words, their study does not support that BSC is an effective communication 

device. Although the study finds little evidence of the impact of effective 

communication, there is abundant evidence that the one-way reporting is a direct cause 

of conflict or tension in companies which imposed the BSC as a diagnostic control and 

an evaluation measure. Subject managers feel ignored and trivialized because of their 

non-involvement in BSC. Hence, they conclude that ineffective communication, 

especially one-way reporting, has largely negative consequences for acceptance, 

perception, and reported uses of the BSC.   

     Kaplan and Norton (2004) re-emphasize the importance of communication in 

organizations during the implementation of the BSC. They state, “open communication 

is important for strategies that require high degree of integration, understanding” (p285); 

“the message and tone established by leaders influence others to voluntarily make 

day-to-day decision that enhance the organization’s long-term value” (p296); and 

“alignment generally requires two sequential steps: (1) creating awareness and (2) 

establishing incentives. First, Leader must communicate the high-level strategic 

objectives in ways that all employees can understand.”(p299) 



 - 14 -

2.1.1 Research in Balanced Scorecard 

2.1.1.1 Malina & Selto (2001) 

[Research Themes] 

     This paper presents evidence on the effectiveness of the Balanced Scorecard 

(BSC) as a strategic communication and management control device. After reviewing 

the literature that identifies attributes of effective communication and control of 

effectiveness, it offers a model of communication and control applicable to the BSC. 

Then, this study analyzes empirical interview results and archival data to model and 

assesses the communication and control effectiveness of the BSC. 

 

[Research Methods] 

     This study investigates its research questions with qualitative, interview data 

obtained directly from the company’s Distributor-BSC (DBSC). The archival data is 

obtained from managers who administer the DBSC. All interview data were acquired 

via telephone and interviews. The study used a semi-structured interview format and 

assured respondents of anonymity. 

 

[Research Samples] 

     The study seeks and obtains direct commentary from two DBSC designers, 

three managers who use it to evaluate distributors, and nine of the thirty-one 

distributors. At the time of the study, these distributors had a full six quarters’ 

experiences with DBSC. In addition, the sample of distributors also reflected 

geographic dispersion- three western, two midwestern, two southern, one northeastern 

U.S., and one Canadian. 

 

[Research Results] 

     The results indicate that this specific BSC, as designed and implemented, is an 

effective device to cultivate strategy control. They also reveal disagreement and 

tension between top and middle management in regard with the appropriateness of 

specific aspects of the BSC as a communication, control and evaluation mechanism. 

Specific results include evidence of causal relations between effective management 

control, motivation, strategic alignment and beneficial effects of the BSC. These 

beneficial effects are changes in processes and improvements in both the BSC and 

customer-oriented services. In contrast, ineffective communication and management 
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control cause poor motivation and conflict over the use of the BSC as an evaluation 

device.  

 

[Implication of This Research] 

     Unexpectedly, the study finds no consistent evidence of specific relations 

between the attributes of effective communication and other DBSC-model factors. 

However, partly as anticipated, the data provide support that ineffective 

communication, specifically one-way reporting, has largely negative consequences for 

acceptance, perceptions and reported uses of the DBSC, especially when employees 

feel excluded form DBSC. Accordingly, mutual communication may be able to 

improve BSC communication function. This initiates an idea to go deep into BSC 

communication function and to make use of other research methods to verify BSC 

narrative benefits.  
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2.1.1.2 Lipe & Salterio (2000)  

[Research Themes] 

     This paper examines judgmental effects of the Balanced Scorecard, especially 

(1) how a Balanced Scorecard that includes some measures common to multiple units 

and (2) other measures that are unique to a particular unit affects superiors’ evaluation 

of that unit’s performance.  

 

[Research Methods] 

     Participants in the experiment read a case asking them to take the role of a 

senior executive in a virtual company. The case materials focus on the two largest 

divisions and present their own scorecards. Based on these two divisions’ mission 

statements, the participants evaluate the performance of managers each division. 

 

[Research Samples] 

     58 first year M.B.A. students with, on average, more five years of work 

experience and 63 percent are male joining in this study. 

 

[Research Results] 

     The results suggest that unique measures in a business unit’s BSC may be 

underweighted in performance evaluation, whereas the common measures attract 

more attention. The results can be applied to an agent decision which is affected by 

items that are included in their performance evaluation and compensation. 

 

[Implication of This Research]      

     This study states one of measures cognitive effect that unique measures to 

division receive less attention than common measures in performance review. This 

reminds me of the method of designing questionnaire. The BSC contents in 

questionnaire should be familiar to participants.  
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2.1.1.3 Kaplan & Norton (2001a) 

[Research Themes] 

     This paper describes the roles of strategy maps and balanced scorecards in 

developing performance objectives and measures linked to strategy. It begins with the 

premise that an exclusive reliance on financial measures in a management system is 

insufficient. Financial measures are lag indicators that report on the outcomes from 

past actions. Therefore, the Balanced Scorecard approach retains measures of 

financial performance, the lagging outcome indicators, but supplements them with 

measures on the drivers, the lead indicators, of future financial performances.  

 

[Implication of This Research] 

     Generally, measurements chosen by mangers communicate important messages 

to all organizational units and employees. The concept of balanced scorecard 

integrates this powerful advantage from a performance measurement to become a new 

strategic management system. By translating their strategy into the logical 

architectures of a strategy map and balanced scorecard, organizations create a 

common and understanding point of reference for all organizational units and 

employees. Strategy maps and balanced scorecards are stated as powerful strategy 

communication tools. However, the narration of BSC communication virtues will 

undergo a strict examination in this study.   
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2.1.1.4 Kaplan & Norton (2001b) 

[Research Themes] 

     First of all, this paper delineates how organizations use Balanced Scorecard and 

Strategy Map to accomplish comprehensive and integrated transformation and 

proposes a set of five principles that are used by successful balanced scorecard 

implementers. Bedsides, it discusses the relationship between the balanced scorecard 

and other financial and cost measurement initiatives, such as shareholder value 

metrics, activity-based costing, and quality programs. 

 

[Implication of This Research] 

     In this paper, three key points reveal that communication plays significant roles 

in Balanced Scorecard and that top-down communication is one deciding factor for 

strategy execution. (1) One of those five principles is to make strategy everyone’s job. 

This principle requires that all employees understand the strategy and conduct their 

day-to-day business in ways that contribute to the success of that strategy. Moreover, 

BALANCED SCORECARD is not just top-down direction, but top-down 

communication. (2) The last section of this paper organizes couple of good empirical 

work tests the causal linkages that underlie the construction of strategic maps (Itter 

and Larcker 1998; Backer et al. 2000) and assesses how individuals respond to reports 

containing financial and nonfinancial data (Lipe and Salterio 2000). (3) The topics 

stated in this paper include communication and education.  
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2.1.1.5 Itter, Larcker and Meyer (2003) 

[Research Themes] 

     This study examines how different types of performance measures are weighted 

in a subjective balanced scorecard bonus plan adopted by a major financial service 

firm. Drawing upon economic and psychological studies on performance evaluation 

and compensation criteria, they develop hypotheses regarding the weights placed on 

different types of measures. 

 

[Research Methods] 

     This paper uses the quantitative method to test the weights placed on various 

quantitative measures, the association between ratings in individual scorecard 

categories and overall ratings, the association between scorecard ratings and quarterly 

bonuses, and the association between nonfinancial measures and financial 

performance. Additionally, it examines the influence of balanced scorecard on 

managers’ perceived understanding of strategic goals and their attitudes toward 

performance evaluation criteria using data from internal employee surveys conducted 

in 1994 and 1996.  

 

[Research Samples] 

     Sample sizes were 77 for the 1994 survey and 83 for the 1996 survey. Response 

rates were 97 percent and 93 percent, respectively. This is due to that a total of 95 

branches were open at some point during the period covered by the study. Missing 

balanced scorecard data reduced the sample sizes in some of their quarterly tests.  

 

[Research Results] 

     This paper finds that subjectivity in the scorecard plan allowed superiors (1) to 

reduce the “balance” in bonus awards by placing the most weight on financial 

measures, (2) to incorporate factors other than scorecard measures in performance 

evaluations, (3) to change evaluation criteria from quarter to quarter, (4) to ignore 

measures that are predictive of future financial performance, and (5) to weight 

measures that are not predictive of desired results. 
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[Implication of This Research] 

     According to the survey, even though managers are skeptical about the fairness 

of compensation and certainty of criteria, the managers generally agreed that the 

strategy had become clear to them between 1995 and 1996, suggesting that the 

scorecard helps to communicate the company’s strategic goal. Base on this finding, I 

will progress from other perspectives to strengthen BALANCED SCORECARD 

communication effect on strategy. 
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2.1.1.6 Banker, Chang and Pizzini (2004) 

[Research Themes] 

     This study conducts an experiment to assess the extent to which individuals’ 

evaluations of the performance of business unit managers depend on strategically 

linked performance measures of a balanced scorecard. 

 

[Research Methods] 

     This paper replicates much of the structure of Lipe and Salterio’s (2000) 

experiment to maximize comparability of results. Participants in the experiment read a 

case asking them to assume the role of a senior executive of a clothing retailer. They 

are required to evaluate the performance measures of each strategic business unit 

(SBU) managers on the basis of the information provided in the case. After evaluating 

each manager, participants are asked to recommend one of two managers for 

promotion to the position of a Vice President. Participants are also provided with 

demographic information and answered questions with respect to case comprehension, 

task difficulty, and realism. 

 

[Research Samples] 

     A total of 480 students enrolled in a M.B.A. core course in accounting 

completed the experiment in the one hour allotted for it. 49 percent were male, and 

their average age was 29 years, 74 percent had lived in U.S. for at least five years, and 

96 percent had visited a retail clothing store in the past 12 months. Participants had an 

average of 6.4 year of full-time work experience in accounting, auditing or taxation, 

and 11 percent had work experience in marketing or sales. 
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[Research Results] 

     Statistical test results indicate that performance evaluation is influenced by 

strategically linked measures more than non-linked measures only when evaluators 

are provided detailed information about business strategy. The results also confirm 

Lipe and Salterio’s (2000) finding that evaluators rely more on common measures 

than on unique measures. Evaluators rely on strategically linked measures than on 

common measures when they are provided information on strategic linkage, but the 

reverse relation holds when they are not. 

 

[Implication of This Research] 

     The findings of this paper suggest that the performance evaluators, under a 

comprehension of the business strategy, will focus their attention on the 

strategy-linked measures to achieve whole organizational success. This shows that the 

importance of connection with strategy, and stresses integration role the balanced 

scorecard. However, to demonstrate employees the links between strategy and 

measure, selection of communication media to convey strategic information will give 

a rise to different amount of strategic awareness. In addition to effects, cost 

accompanying with communication media should be taken into consideration as well.  

 

     The literatures are summarized in following Table 1. 
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Table 1: The Summary of Balanced-Scorecard-Related Literature 

Author Year Title Samples Research Methods Conclusions Implication 
Malina & 

Selto 

2001 Communication 

and Controlling 

Strategy: An 

Empirical Study 

of the    

Effectiveness of 

the Balanced 

Scorecard 

 

Two DBSC 

designers, 

three 

managers 

who use it 

to evaluate 

distributors, 

and nine of 

the 

thirty-one 

distributors.

Empirical Field Study 

and Survey 

1. The results indicate that 

this specific BSC, as 

designed and 

implemented, is an 

effective device to 

cultivate strategy control. 

2. They also reveal 

disagreement and tension 

between top and middle 

management in regard 

with the appropriateness 

of specific aspects of the 

BSC as a communication, 

control and evaluation 

mechanism. 

3. The study finds no 

consistent evidence of 

specific relations between 

1. Mutual communication may 

be able to improve BSC 

communication function. 

2. To probe into BSC 

communication function 

and to consider other 

examinations to verify BSC 

narrative benefits. 
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Author Year Title Samples Research Methods Conclusions Implication 
the attributes of effective 

communication and other 

DBSC-model factors. 

Lipe &  

Salterio 

2000 The Balanced 

Scorecard: 

Judgmental 

Effects of 

Common and 

Unique 

Performance 

Measures 

 

Fifty-eight 

first year 

M.B.A. 

students 

with, on 

average, 

more five 

years of 

work 

experience 

and 63 

percent are 

male join in 

this study. 

 

Empirical Study. 1. The result suggests that 

unique measures in a 

business unit’s BSC may 

be underweighted in 

performance evaluation, 

whereas the common 

measures attract more 

attention.  

2. This result can be applied 

to an agent decision 

which is affected by items 

that are included in their 

performance evaluation 

and compensation. 

 

 

1. This study states one of 

measures cognitive effect 

that unique measures to 

division receive less 

attention than common 

measures in performance 

review. 

2. I will expand sensitivity 

effect on from measures to 

the other BSC elements, 

strategic themes, strategic 

objectives, measures and 

initiative. 
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Author Year Title Samples Research Methods Conclusions Implication 
Kaplan  

& Norton 

2001 Transforming the 

Balanced 

Scorecard form 

Performance 

Management to 

Strategic 

Management: part 

I. 

 

This is a 

commentary 

paper; there 

is no 

research in 

it. 

This is a commentary 

paper. 

1. The Balanced Scorecard 

concept integrates this 

powerful advantage from 

a performance 

measurement to become a 

new strategic 

management system.  

2. By translating their 

strategy into the logical 

architecture of a strategy 

map and Balanced 

Scorecard, organizations 

create a common and 

understanding point of 

reference for all 

organizational units and 

employees.  

3. Strategy maps and 

Balanced scorecard, this 

1. A clear set of guideline of 

BSC communication effect 

on strategy provide me with 

an interest to explore this 

effect.  

2. The different roles 

Scorecards and Strategy 

Maps play bring me an idea 

to sort them out as element 

to test their communication 

effect individually.  
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Author Year Title Samples Research Methods Conclusions Implication 
visual and logical 

communication devises, 

are stated as powerful 

strategy communication 

tools. 

Kaplan & 

Norton 

2001 Transforming the 

Balanced 

Scorecard from 

Performance 

Management to 

Strategic 

Management: part 

II. 

This is a 

commentary 

paper; there 

is no 

research in 

it. 

This is a commentary 

paper. 

1. This paper delineates how 

organizations use 

Balanced Scorecard and 

strategy maps to 

accomplish 

comprehensive and 

integrated transformation 

and proposes a set of five 

principles. 

2. It discusses the 

relationship between the 

Balanced Scorecard and 

other financial and cost 

measurement initiatives, 

1. One of those five principles 

is to require that all 

employees understand the 

strategy and conduct their 

day-to-day business in ways 

that contribute to the 

success of that strategy.  

2. The last section of this 

paper organizes couple of 

good empirical work tests 

the causal linkages that 

underlie the construction of 

strategic maps and assesses 

how individuals respond to 



 - 27 -

Author Year Title Samples Research Methods Conclusions Implication 
such as shareholder value 

metrics, activity-based 

costing, and quality 

programs. 

 

reports containing financial 

and nonfinancial data  

3. The paper states other 

topics worth advanced 

study, one of which is 

communication and 

education.  

 

Itter, 

Larcker 

and 

Meyer 

2003 Subjectivity and 

the Weighting of 

the Performance 

Measures: 

Evidence from a 

Balanced 

Scorecard 

 

Sample 

sizes were 

77 branches 

for the 1994 

survey and 

83 branches 

for the 1996 

survey. 

Empirical Field Study 

and Survey 

This paper finds that 

subjectivity in the scorecard 

plan allowed superiors : 

1. to reduce the “balance” in 

bonus awards by placing 

the most weight on 

financial measures,  

2. to incorporate factors 

other than scorecard 

measures in performance 

evaluations,  

1. Even though managers are 

skeptical about the fairness 

of compensation and 

certainty of criteria, the 

managers generally agreed 

that the strategy had 

become clear to them 

between 1995 and 1996, 

suggesting that the 

scorecard may help to 

communicate the 
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Author Year Title Samples Research Methods Conclusions Implication 
3. to change evaluation 

criteria from quarter to 

quarter,  

4. to ignore measures that 

are predictive of future 

financial performance, 

and  

5. to weight measures which 

are not predictive of 

desired results. 

company’s strategic goal.  

2. Base on this finding, I will 

progress from other 

perspectives to strengthen 

BSC communication effect 

on strategy. 

 

Banker, 

Chang 

and 

Pizzini 

2004 The Balanced 

Scorecard: 

Judgmental 

Effects of 

Performance 

Measures Linked 

to Strategy 

 

A total of 

480 students 

enrolled in a 

M.B.A. core 

course in 

accounting 

completed 

the 

experiment. 

Empirical Study 1. Statistical test results 

indicate that performance 

evaluation is influenced 

by strategically linked 

measures more than 

non-linked measures only 

when evaluators are 

provided with detailed 

information about 

1. The findings of this paper 

suggest the performance 

evaluators, under a 

comprehension of the 

business strategy, will focus 

their attention on the key 

measures to achieve whole 

organizational success. This 

shows that the importance 
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Author Year Title Samples Research Methods Conclusions Implication 
business strategy.  

2. The results also confirm 

Lipe and Salterio’s (2000) 

finding that evaluators 

rely more on common 

measures than on unique 

measures. 

of connection with strategy, 

and stresses BSC 

integration role. 

2. In addition to effect, cost 

accompanying with 

communication media is a 

crucial consideration as 

well 
(Source: This Study) 
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2.2 Media Richness Related Literature 

Media Richness Theory (or Information Richness Theory) (Daft and Lengel, 

1984) postulates that communication media vary based on their capacity to facilitate 

the shared information. Communication media were proposed to fit along a 

continuum, as shown in Figure 2, including face-to-face discussion, phone calls,  

letters, written and numeric documents. 

Information Medium Information Richness

Face-to-Face

Telephone

W ritten, Personal
(letters, memos)

W ritten, Formal
(bulletins, documents)

Numeric Formal
(computer output)

Highest

High

Moderate

Low

Lowest

 
Figure 2: Communication Media and Information Richness  

(Source: Daft, R., L., and H. Lengel.1984. Information richness: a new approach to managerial 
behavior and organization design. Research in Organizational Behavior 6: 191-233. ) 

 

     The richness of each medium is based upon a combination of four criteria: (1) 

the availability of instant feedback, making it possible for communicators to quickly 

meet a common interpretation or understanding; (2) the capability of the medium to 

convey various cues such as body language, voice tone, and inflection to transit 

interpretations; (3) the use of natural language, rather than numbers, to convey 

subtleties; and (4) the personal focus of the medium. 
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2.2.1 Media Channels 

Face-to-face is treated as the richest form of information processing because it 

provides immediate feedback. With instant feedback, understanding can be checked 

and so are interpretations. The face-to-face medium also accommodates the 

simultaneous observation of multiple cues, including body language, facial expression 

and tone of voice, which convey information beyond the spoken message. And in 

physical presence, face-to-face is absolutely personal. 

  The telephone medium is a little less rich than face-to-face. Feedback capacity 

is fast, but visual cues are not available. Individuals have to rely upon language 

content and audio cues to reach understanding. Telephone supplies personal-focused 

source as face-to-face. 

  Written communications are less rich. Feedback is slow. Only the information 

that is written down is conveyed so visual cues are limited to that which is on paper. 

Audio cues are absent, although natural language can be utilized in writing. Addressed 

documents are of a personal nature and are richer than standard flyers and bulletins, 

which are anonymous and impersonal. 

  Formal numeric documents are the lowest in information richness. Quantitative 

reports from the computers would be one common example. Numbers tend to be 

useful for communicating about simple, quantifiable aspects of organizations. 

Numbers do not have the information-carrying capacity of natural language. These 

reports provide no opportunities for visual observation, feedback and personalization.  

  The explanation for the hierarchy of media richness is contained in Figure 3. 

Each medium differs in (1) feedback capacity, (2) communication channels capacity 

utilized, (3) source and (4) language (Bodensteiner 1970; Holland, Stead, & Leirbrock, 

1976) 
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NumericImpersonalLimited 
Visual

Very SlowNumeric, 
FormalLow

NaturalImpersonalLimited 
Visual

Very SlowW ritten, 
Formal

NaturalPersonalLimited 
Visual

SlowW ritten, 
Personal

NaturalPersonalAudioFastTelephone

Body, 
Natural

PersonalVisual, 
Audio

ImmediateFace-to-
Face

High
LanguageSourceChannelFeedbackMedium

Information 
Richness

 
Figure 3: The Characteristics of Media That Determine Richness of 

Information Process 
 (Source: Daft, R., L., and H. Lengel.1984. Information richness: a new approach to managerial 

behavior and organization design. Research in Organizational Behavior 6: 191-233. ) 
Trevino et al. (1990) stated that electronic mail systems have the capability to 

provide rapid, although not immediate, feedback. One individual sends an electronic 

mail message. The message is read when the receiver decides to turn on the computer 

and ask for his or her mail. Electronic mail uses natural language. However, it lacks 

cues such as inflection and tone. Some systems allow communicators to interact in 

real time producing an electronic conversation. Thus, feedback is immediate, but the 

voice cues are still missing. According to these communication attributes of electronic 

mail, the relative position of electronic mail in the hierarchy fit in Figure 4.  

Information Medium Information Richness

Face-to-Face

Telephone

Written, Personal
(letters, memos)

Written, Formal
(bulletins, documents)

Numeric Formal
(computer output)

High

Low

Electroniic Mail

 
Figure 4: Communication Media and Information Richness with Electronic Mails  

(Source: Trevino, L., R. L. Daft, and R. H. Legel, 1990. Understanding Managers’ Media Choice: 
A Symbolic Interactionist Perspective, Organizations and Communication Technology: 71-95.) 
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2.2.2 The Concepts of Uncertainty and Equivocality 

  Uncertainty comes to mean the absence of information. To put it another way, 

as information increases, uncertainty decreases. Galbraith (1973) defines uncertainty 

as “the difference between the amount of information required to perform the task and 

the amount of information already possessed by the organization.” Organizations 

respond to uncertainty by accruing information and analyzing data. In a situation of 

uncertainty, managers are able to ask questions and obtain answers. The organization 

can be structured to reduce uncertainty through periodic reports, rules and procedures, 

or group meetings. (Daft, Lengel and Trevino 1987) 

Equivocality (Daft and Lengel 1984), in contrast, means ambiguity, the 

existence of multiple and conflicting interpretations about a situation. High 

equivocality means confusion and lack of understanding. Multiple individuals may 

interpret information differently depending on their unique needs, background, and 

perspectives. Therefore, for shared meaning to be created, negotiation and feedback 

are required. The communicating individuals must rely upon each other to create a 

common definition through language and other social cues. Table 2 below summarizes 

theses two concepts. 

 

Table 2: The Concepts of Uncertainty and Equivocality 

 Definition Solutions 
Uncertainty The difference between the amounts of 

information required to perform the task 

and the amount of information already 

possessed by the organization. 

1 Accruing information 

and analyzing data. 

2 Periodic reports, rules 

and procedures, or group 

meetings. 

Equivocality The existence of multiple and 

conflicting interpretations about a 

situation. 

1 The communicating 

individuals must rely 

upon each other to create 

a common definition 

through language and 

other social cues. 

2 Negotiation and 

feedback. 
(Source: This Study) 
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    Equivocality may be high when the situation or message is ambiguous. Managers 

may not even be sure what questions to ask, and simple, in the meantime, objective 

answers are not available. Thus, confusion, lack of understanding, and differing 

interpretations are likely to arise. Most high level organizational decisions are made 

under conditions of ambiguity. Managers have to interpret the situation from vague 

cues and enact a solution (Mintzberg, Raisinghani, & Theoret 1976). 

Furthermore, equivocality is high when managers have different frames of 

reference. An R&D engineer may have difficulty in understanding the perspective of a 

manufacturing manager. Problems may be perceived differently by managers from 

different functional areas, just due to their different background and knowledge.  

     A major difference between uncertainty and equivocality is in the information 

processing response of managers. Uncertainty leads to the acquisition of data, while 

Equivocality results in the exchange of subjective views among managers to define 

the problem and resolve disagreements (Daft, and Lengel 1986).  
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2.2.3 Research in Media Richness 

2.2.3.1 Lengel & Daft. (1984)  

[Research Themes] 

     This paper introduces the concept of information richness and proposes three 

models of information processing. The models contain (1) managerial information 

behavior, (2) organizational mechanisms for informational coordination, and (3) 

organizational mechanisms for internal coordination. The premise of this paper is that 

the accomplishment of these information tasks as well as the ultimate success of the 

organization are both related to the balance of information richness used in the 

organization.  

 

[Implication of This Research] 

     The concept of information (media) richness is first presented in this paper. The 

authors propose a model of organizations as information processing systems. 

Basically, organizations have two information problems to solve: that of interpreting 

the environment and coordinating diverse internal activities. Both of them are related 

to two models of organizational information processing, vertical and horizontal.  

In the first place, the vertical organizational information processing of this 

paper is consistent BSC ideal implementation, top-down cascading. This strengthens 

the application of MRT concepts into BSC framework. The other one is hierarchy 

issue, sender and receiver perspectives.  
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2.2.3.2 Lengel & Daft. (1988). 

[Research Themes] 

     A media selection study was conducted to understand how executives and 

corporation can use media effectively. This study also challenges two long-standing 

myths of effective communication, (1). Executives who are good communicators can 

get the message across using any medium. (2). Executives prefer oral, personal 

communications. 

 

[Research Methods] 

     In the beginning of research, lengthy interviews were held with a few of general 

managers for the purpose of collecting actual examples of executive communication 

incidents and media used. Over 200 incidents were recorded, which were reduced to 

60 incidents after eliminating repetition and overlap. Then, a sample of 95 managers 

was given those 60 incidents and asked which of 10 communication media they would 

use to send or receive the messages.  

 

[Research Samples] 

     95 managers are in petrochemical company. 

 

[Research Results] 

     Results indicate that a preference for rich, face-to-face communication 

decreased as communication topics became more routine. The reverse was true for 

written media. A positive relationship is found between sensitivity to media richness 

and executive job performance. The authors, based on the findings, concluded six 

rules for managers to sharpen media selection skills.  
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[Implication of This Research] 

     Three major contributions are from this paper. First, it mentions that the use of 

rich media can help implementing company strategy, which implies that 

communicating more equivocal information, like strategy, needs higher rich media. 

Next, I adopt the research process used in this research, and accommodate the 

methodology into real practice of BSC in research site. Last, the communication 

channels list in this study is a good start to develop candidate media in questionnaire 

of my study.  
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2.2.3.3  Dennis & Kinney (1998) 

[Research Themes] 

     This paper studies the effects of the media richness on decision making, and 

holds a test in two-person teams, using “new media” (computer-mediated and video 

communication) to examine the central of Media Richness Theory, performance 

improves when team members use “richer’ media for equivocal tasks and “leaner” 

media for nonequivocal tasks. Among four factors to affect the media richness, the 

authors concentrate on multiplicity of cues and immediacy of feedback in particular, 

while controlling the other two factors, natural language and personal focus in the 

same time darning research.  

 

[Research Methods] 

     The research design was a 2×2×2×2 repeated measure design varying 

multiplicity(high: audio-video, low: CMC), immediacy of cues (immediate, delayed), 

task of equivocality (the repeated factors with value of higher and lower equivocality), 

and treatment order (high equivocality task first, lower equivocality task first). 

Subjects are assigned into one of the four media conditions (video-immediate 

feedback, video-delayed feedback, CMC-immediate feedback, and CMC-delayed 

feedback) and perform two tasks using that medium, one with lower equivocality and 

the other with higher equivocality.  

 

[Research Samples] 

     132 sophomores, junior and senior students recruited form a core business 

course with a requirement of experimental participation.  
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[Research Results] 

     The results find the significant media differences for decision time due to 

multiplicity of cues and immediacy of feedback, but not those proposed by media 

richness theory in new media. The use of the “leaner” media results in slower 

performance overall, but has a greater effect on the less equivocal task, the opposite 

effect to the predictions of media richness theory. 

 

[Implication of This Research] 

     The findings indicate that increase either in multiplicity of cue or immediacy of 

feedback improves performance, the most apparent of which is on decision time. This 

advocates that richer will have an evident effect on communicating equivocality 

message, like strategy. Based on this finding, if less equivocal BSC contents are 

following the Media Richness Theory, matching those elements with proper media 

will improve managers’ performance. This relation will benefit company in designing 

information processing systems, when they feel like decreasing time to reach a 

common understanding, or accomplishing other objectives of communication.  
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2.2.3.4   Trevino, Lengel, Edwin and Muir (1990) 

[Research Themes] 

     This paper proposes a new thesis about the role of individual differences in 

managers’ media choice behavior. It argues that individual differences influence 

media choice only under condition of low message equivocality.  

 

[Research Methods] 

     In the research, subjects were given class time to complete the study measures 

over two class sessions, one week apart. In the first class session, demographic data 

was collected. The ambiguity tolerance and media choice questionnaires were also 

administered. During the second session, the Myers-Briggs TYPE Indicator (MBTI), a 

measure of cognitive style that has been used in many research investigations, was 

administered.  

 

[Research Samples] 

    The sample included 35 females and 56 males, ranging form 23 to 61 and with 

an average of 8 years of work experience and 4 years of supervisory experience.   

 

[Research Results] 

This paper provides further support for the general richness-matching 

hypothesis, the idea that message equivocality is a powerful influence on media 

choice process. Also, the study provides another empirical support for the theoretical 

placement of electronic mail on the media richness hierarchy approximately halfway 

between the telephone and a letter. Finally, mixed support is found for the notion that 

individual differences influence media choice under low-equivocality condition. The 

judging perceptive attitude was significantly related to media choice only in 

low-equivocality situations. 



 - 41 -

[Implication of This Research] 

This study surveys forty managers and professionals who have been using 

electronic mail extensively to rate email into richness hierarchy Lengel’s developed in 

1983. The communication channels list with email channel will be incorporated in my 

study. 

 

All of literatures are summarized in Table 3 in next page.  
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Table 3: The Summary of Media-Richness-Theory-Related Literature 
Author Year Title Samples Research Methods Conclusions Implication 

Lengel, & 

Daft. 

1984 Information 

Richness: A New 

Approach to 

Manager 

Information 

Processing and 

Organization 

Design 

 

This is a 

commentary 

paper; there is 

no research in 

it. 

This is a commentary 

paper; there is no 

research in it. 

1. The concept of 

information (media) 

richness is first presented 

in this paper.  

2. Organizations have two 

information problems to 

solve: that of interpreting 

the environment and that 

of coordinating diverse 

internal activities. Both of 

them are related to two 

models of organizational 

information processing, 

vertical and horizontal.  

 

 

 

 

1. The vertical organizational 

information processing of 

this paper is consistent BSC 

ideal implementation, 

top-down cascading which 

strengthens the application 

of MRT concept into BSC 

framework.  
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Author Year Title Samples Research Methods Conclusions Implication 
Lengel & 

Daft. 

1988 The Selection of 

Communication 

Media as an 

Executive Skill 

 

95 managers 

in 

petrochemical 

company. 

Empirical Field 

Study and Survey 

1. The results indicate that a 

preference for rich, 

face-to-face 

communication decreased 

as communication topics 

became more routine. The 

reverse was true for 

written media.  

2. A positive relationship is 

found between sensitivity 

to media richness and 

executive job 

performance.  

3. The authors, based on the 

findings, concluded six 

rules for managers to 

sharpen media selection 

skills throughout 

organizations.  

1. The paper mentions the use 

of rich media for 

implementing company 

strategy, which implies that 

communicating more 

equivocal information, like 

strategy, needs higher rich 

media.  

2. The idea of the research 

methodology in this 

research is followed, and 

accommodated to practice 

of my case company in 

term of their BSC contents.  

3. The communication 

channels list in this study is 

a good start to develop 

candidate media in 

questionnaire of my study. 
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Author Year Title Samples Research Methods Conclusions Implication 
Dennis, 

& Kinney 

1998 Testing Media 

Richness Theory 

in the New 

Media: The 

Effect of Cues, 

Feedback, and 

Task Equivocality

 

132 

sophomores, 

junior and 

senior 

students 

recruited 

form a core 

business 

course with a 

requirement 

of 

experimental 

participation. 

 

Empirical Field 

Study and Survey 

1. The results find 

significant media 

differences for decision 

time due to multiplicity of 

cues and immediacy of 

feedback, but not those 

proposed by media 

richness theory in new 

media. 

2. The use of the “leaner” 

media results in slower 

performance overall, but 

has a greater effect on the 

less equivocal task, the 

opposite effect to the 

predictions of media 

richness theory. 

1. The findings indicate that 

increase either in 

multiplicity of cue or 

immediacy of feedback 

improves performance, the 

most apparent of which is 

on decision time. This 

relation will benefit 

company in designing 

information processing 

systems, when they feel 

like decreasing time to 

reach a common 

understanding, or 

accomplishing other 

objectives of 

communication.  
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Author Year Title Samples Research Methods Conclusions Implication 
Trevino, 

Lengel, 

Edwin  

and  

Muir 

1990 The Richness 

Imperative and 

Cognitive Style: 

The Role of 

Individual 

Differences in 

Media Choice 

Behavior 

 

Subjects in 

the study 

consist of 91 

employed 

business 

school 

students in 

three evening 

course at a 

large 

southwest 

university. 

Empirical Field 

Study and Survey 

1. This paper provides 

further support for the 

general 

richness-matching 

hypothesis-the idea that 

message equivocality is a 

powerful influence on 

media choice process. 

2. The study provides 

another empirical support 

for the theoretical 

placement of electronic 

mail on the media 

richness hierarchy 

approximately halfway 

between the telephone 

and a letter.  

3. Mixed support was found 

for the notion that 

1. This study surveys forty 

managers and professionals 

who have been using 

electronic mail extensively 

to rate email into richness 

hierarchy Lengel’s 

developed in 1983. The 

communication channels 

list with email channel will 

be incorporated in my 

study. 
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Author Year Title Samples Research Methods Conclusions Implication 
individual differences 

influence media choice 

under low-equivocality 

condition. 
(Source: This Study) 
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2.3 The Extension of This Study 

2.3.1  Succession from The Prior Research 

     In research issues, Kaplan and Norton (2001a) state that, by translating strategy 

in to logical structure of BSC and Strategy Map, BSC is a powerful strategy 

communication tool and list a set of BSC Communication list. In order to verify the 

assertion of BSC’s effects, this study chooses two fundamental concepts in Media 

Richness Theory proposed by Daft and Lengel, richness of media and match of media 

based on information equivocality.  

     This study follows the format of questionnaire and part of research process in 

Daft and Lengel (1988) to testify the effects of BSC on strategy translation and of 

managers’ media selection. Also, as for managers’ perception of BSC communication 

effects, this study chooses the questions in Wu’s Master Thesis (2004) and related 

analysis methods.   

 

2.3.2  Supplements for The Prior Research 

     Most of prior studies in BSC focus on the performance/measures effects but 

communication, except for Malina and Selto (2001). According to the results in 

Malina and Selto’s study (2001), they find no support for that BSC is an effective 

communication devise, but results shows ineffective communication causes negative 

consequences for acceptance, perception and use of the BSC. This study regards BSC 

as a strategy communication devise from media-match perspective, and is trying to 

prove that BSC can improve internal communication of strategy. 

 

 

2.3.3  The Expectation of The Research Site 

     In the first place, the research site implemented BSC was to increase the 

frequency and effect of internal communication throughout the organization. After 

three-year implementation and continual education of BSC, the influences of BSC are 

not still through strict examination. By ways of this research, in addition to knowing 

the effect of BSC strategy communication, the site will get a clear understanding 

managers’ strategic awareness, and the effects of project involvement on managers’ 

recognition. 
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3. RESEARCH SITE 

3.1 The Overview of The Research Site  

     The research site is a motor group established in 1975, and its primary business 

activities comprise vehicle sales, vehicle service and vehicle-related loans. The 

majority of vehicle sales are sedans recreation vehicles (RVs) and commercial 

vehicles.  

In the recent years, around island, they have eighty-six sales branches and 

eighty-five service sites, all of which are directly-operated. Due to this 

directly-operated model, the host company delivers consistent professional motor 

service and stay ahead in the industry. Besides, the company started to duplicate its 

accumulated successful motor experience, including technical service know-hows and 

managerial knowledge, to enter Mainland China, a promising motor market. 

     The host company continually insists management philosophy that “by the best 

professional technicians to win the customers’ highest satisfaction, to create 

reasonable profits.” The company’s vision is “the prime on island, the best on 

mainland.” The mission is “the most valuable company in eyes of customers, 

employees and stockholders.” The organization chart is shown in Figure 5, which is 

also the field of BSC implementation.  



 - 49 -

Sales
Division

Operation 
Committee

Internal 
Auditors

Operation Dep

Board of 
Director

Chairman

President

Operational VP Managerial VP

Skills 
Research 
Division

Vice-Chairman

Service Dep Management Dep President Dep

Loan
Division

Marketing
Division

Parts
Division

Financial
Mgmt

Division

Mgmt
Division

HR
Division

Administration
Division

Public
Division

IT
Division

Service
Division

 
Figure 5: Organization Chart  

(Source: Research Site) 
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3.2 Balanced Scorecard in Research Site 

3.2.1 The Purposes of The Balanced Scorecard Implementation 

     The research site has implemented BSC for almost three years. To begin with, 

BSC was initiated by current President, who found there were various managerial 

problems happening internally. For example, managers had too many documents to 

deal with; managers had problems coaching subordinates, traditional functional silos 

problem was worsened, and the like. Hence, the President mad up his mind to carry in 

the BSC concepts for the purpose of integrating together internal strategic 

management systems, communication systems and performance appraisals systems. 

Here are two original expected objectives of BSC project.  

     A. Strategy Inheritance: The number of outstanding managers on the brink of 

retirement is growing. In order to help successors to seize from predecessors’ precious 

experiences, such as strategic thinking and strategic planning, BSC is a decent device 

to picture out abstract wisdom to grasp. 

     B. Internal Communication: During the process of BSC enforcement, all 

personnel can exchange their own opinions in order to achieve consciousness in 

common. The generation of strategy map is one of interactive processes in which 

high-level managers debate with each other their own observation and comprehension. 

After several fierce discussions, they come out an elaborated strategy and displayed it 

to employees. Through this multilateral interaction, every participant realizes 

company future direction and his/her contribution on its achievement.  
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3.2.2 The Contents of The Balanced Scorecard 

The research company’s BSC uses contribution method that the Corporate 

Scorecard provides a high-level template that defines common goals and themes to be 

adopted by all business units. Each business unit would be expected to reflect these 

goals in its strategy. Consequently, in questionnaire, the strategic themes are 

corporate-level and common across units, whereas the strategic objectives, measures 

and initiatives are from each business unit’s BSC, unique and reflective of units’ 

distinctive strategies. 

 However, in corporate-level strategy map, the strategic themes are composed 

of four main strategy paths that are intimate/ high-value sales, professional and 

reliable maintenance, duplication of valuable business management knowledge, sound 

and convenient administration. These are illustrated in Figure 6 as below.  

Finance 
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Customer 
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Learning and 
Growth Perspective
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M
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D
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M
anagem
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A
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Figure 6: Main Corporate Strategic Paths  

(Source: The Research Site) 
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3.2.3 Balanced Scorecard Team 

     BSC, in essence, is a change project which to some extent will result in 

opposition; therefore, executive involvement is one of the determinants of the success 

of whole project. For that reason, the President personally leads the BSC project, 

undertaking the role of director, and two vice-presidents assume the roles of 

vice-directors. Three of them guide the BSC project and provide team complete 

support. Such involvement shows their solid determination to keep this project going 

on and to embed BSC into organization. There are several key members and 

task-related they perform presented in Table 4 below. 

 

Table 4: Balanced Scorecard Team 
Titles In-Charge Tasks 

Leader/ Director President 1. The BSC Project Leader 
2. To commit the resource 
3. To continually support whole BSC 

Vice-Director VP 1. The BSC Project Leaders 
2. To commit the resource 
3. To continually support whole BSC 

Scorecard Owners Department 
Managers 

1. To achieve strategic objectives of 
each department 

2. To control and to plan project 
schedule 

3. To cooperate with project team 
Seed Members Department 

Junior 
Managers  

1. Representatives in project team 
2. To draft Strategy Map and KPIs. 

Project Team Department 
Senior/ Junior 
Managers  

1. To implement BSC system. 
2. To coordinate meetings, to plan, 

follow and report project results. 
3. To provide high-level managers with 

feedbacks. 
External Consultant BSC 

Professional 
1. To provide suggestion of project 

problems. 
2. To offer BSC theory and concepts. 

(Source: Research Site) 
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3.2.4 The Schedule of The Balanced Scorecard Implementation  

     In January 2001, the president learned BSC concepts in National Cheng-Chi 

University EMBA program, and introduced BSC into the research site. In 2002, the 

company made use of well-known strategy analysis tools, such as Five-force analysis, 

SWOT analysis and group brainstorming, to emerge the corporate strategy. After 

elaborating on the corporate-level strategy, they began to cultivate corporate strategy 

map, and afterwards cascaded strategic ideas down to each department. In 2003, key 

performance indicators (KPIS), targets of KPIs, initiatives and budgeting were 

determined one after another. In 2004, the concentration of BSC project was on 

expansion of BSC to division-level, on integration among information systems, on 

links between BSC and yearly plans, and on rewarding support. Figure 7 illustrates 

the BSC history of research site.
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Phase1：Learning and  
Planning

Jan.2001 Jan.2002 Jan.2003 Jan.2004

Phase2：Strategy Map 

Phase4：Integration 

‧BSC Concept Education

‧To Clarify Mission, 
Vision, Strategy of Corp.

‧Draft Strategy Map of 
Corp.

BSC Project Mgmt / KM

‧Strategy Development

‧Corp-level Strategy 
Maps Spread

‧Cascading of Strategy 
Maps. 

Phase3：Scorecard

‧Scorecard Development

‧Initiatives and Budgeting

‧Appraisal 

‧Rewarding

‧Yearly Plans

 
Figure 7: The History of Balanced Scorecard in Research Site  

(Source: Research Site)
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4 RESEARCH METHODOLOGY 

4.1 Conceptual Structure 

         It is stated in that Balanced Scorecard explains the corporate strategy by its 

logic structure. However, this clarification has not been verified. Media richness 

theory, one of the well-known theories in the organizational information process area, 

presumes that high-performance managers match high-equivocal message with rich 

media. This study applies the two propositions of media richness theory and utilizes 

them into Balanced Scorecard structure to examine the communication effects. The 

first construct applied is manager’s perception on message in terms of equivocality. 

The second is managers’ message-media match. The conceptual structure of these 

factors is demonstrated in Figure 8. 

 

Effective/Efficient 
Selection of Media

Perception of BSC 
Message 

Balanced Scorecard 
Communication Effect

 
Figure 8: Conceptual Structure  

(Source: This Study) 
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4.2 Research Design  

     This study is a case-company research, incorporating field survey and 

questionnaire investigation. It begins with collecting host company-related data and 

its BSC material. In addition, intense discussions with core BSC project members 

acquaint me with real BSC situations and internal strategic information processing 

systems in the research site. On the basis of the initial understandings, a preliminary 

draft of a questionnaire was developed. After inquiries with professionals, tests with 

subjects and multiple modifications, a final copy of the questionnaire was designed 

(see the Appendix). The work of data-collecting, work-field-interview, giving 

questionnaire, and data-analyzing is to collectively verify preceding propositions. 
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4.3 Exploratory Tests Development 

The discussion above has argued that the concept of equivocality influences 

managerial information processing, especially in media choice. Nevertheless, one of 

merits of BSC is to translate corporate strategy into operational language by its logical 

structure (Kaplan and Norton 2001a). Wu (2003) states that the BSC is composed of 

critical components, including strategic themes, strategic objectives, strategic 

measurement, targets of performance measurement, initiatives, strategic budgeting, 

and compensation, as presented in Table 5 below. BSC provides a set of logical 

systems unfolding the ambiguous strategy. By elaborations of BSC, managers can 

systematically communicate the corporate strategy in order to embed the strategy into 

the organization. 

Table 5：The Contents of Balanced Scorecard

Balanced ScorecardBalanced Scorecard

ˇ

ˇ

ˇ

ˇ

6. 
Strategy  
Budgeting

ˇ

ˇ

ˇ

ˇ

4.
Targets of 
Strategy  
Measures

ˇ

ˇ

ˇ

ˇ

7. 

Strategy 
Rewarding

ˇ

ˇ

ˇ

ˇ

5. 
Strategy 
Initiatives

ˇ

ˇ

ˇ

ˇ

3. 
Strategy  
Measures

ˇˇLearning 
and Growth 
Aspect

ˇˇInternal 
and Process 
Aspect

ˇˇCustomer 
Aspect

ˇˇFinance 
Aspect

2. 
Strategy  
Objectiv
es

1.
Strategy 
Themes

C
orporate Strategy

 
(Source: Wu.2003. The essence, scope and integration of the BSC. Accounting 

 Research Monthly. 211(June): 45-55.) 

The first test is whether the concept of equivocality holds in BSC theoretical 

framework; that is to say, managers can explicitly interpret strategic information 

delivered by strategic themes, strategic objectives, measures and initiative in terms of 

unequivocality1.  

T1: Managers in organizations with Balanced Scorecard system will 
view the Balanced Scorecard contents, strategic themes, strategic 
objectives, strategic measurement and strategic initiatives, in 
accordance with unequivocality. 

                                                 
1 The concept of unequivocality is more intuitive than that of equivocality for managers.  
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McGcwan (1998) distinguishes two groups of participants: (1) users and (2) 

preparers. Users are those individuals for whom the system is being developed and 

maintained. Preparers are composed of analysts, accountants, programmers, managers 

and others assigned the task of developing, modifying and maintaining the system. In 

each of these groups, job titles and functions may vary. Managers’ experiences of 

involvement in BSC development might affect the extent of clearness which managers 

recognize from BSC contents. 

T1-A: Managers with experience of involvement in designing Balanced 
Scorecard system will view the Balanced Scorecard contents, 
strategic themes, strategic objectives, strategic measurement and 
strategic initiatives, in accordance with unequivocality. 

 
MRT assumes that managers should be capable of discerning the equivocality 

BSC contents, and then matching these strategic messages with media based upon the 

extent of equivocality. Therefore, the second test is that managers are intended to 

make use of rich media, such face-to-face, phone, to deal with high-equivocality BSC 

elements, such as strategic themes or strategic objectives, and match lean media, such 

as memorandum or document, to express less-equivocality messages, like measures or 

initiatives. At the same time, the experience of BSC-development might influence 

mangers’ media selection.  

T2: Managers in the organizations with Balanced Scorecard system will 
match richer or leaner communication channels with Balanced 
Scorecard contents of low or high unequivocality respectively. 

T2-A: Managers with experience of involvement in designing Balanced 
Scorecard system will match richer or leaner communication 
channels with Balanced Scorecard contents of low or high 
unequivocality respectively. 

Kaplan and Norton (1996a) state: “By articulating the outcomes the 

organization desires as well as the drivers of those outcomes [by using BSC], senior 

[managers] can channel energies, the abilities, and the specific knowledge held by 

people throughout the organization towards achieving the business’s long-term goals.” 

The last test is that managers can perceive communication effect along with BSC. In 

the same way, managers’ involvement in BSC projects could be a factor in their 

discernment in BSC communication influences.  

T3: Managers in the organizations with Balanced Scorecard system will 
perceive the communication effect of Balanced Scorecard. 

T3-A: Managers with experience of involvement in designing Balanced 
Scorecard system will perceive the communication effect of 
Balanced Scorecard. 
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4.4  The Definitions of The Variables 

4.4.1  The Process of The Questionnaire Design  

A number of phases in the process of developing the questionnaire are 

organized on the basis of extensive prior communication media research and 

BSC-related empirical investigations. The process begins with the collection of papers 

with empirical research and field investigations that are related to the MRT or a BSC. 

Then, consultation with several BSC professionals and practitioners adjust the former 

research into the reality of BSC practice in the research site. Later, the first draft of 

questionnaire is generated. In addition, a series of successive discussions with BSC 

team are conducted in order to modify wording in the questionnaire. A pilot test is 

used for refining ambiguities or improprieties in expression, and examining reliability 

of the instrument. In the end, the final copy of questionnaire is finished. All of the 

steps mentioned are depicted in Figure 9. 

Literature Collection

Draft of Questionnaire 

Pilot Test

Revision of Questionnaire

Final Copy of Questionnaire

Interview with BSC Team

Consultation with BSC Professionals

 
Figure 9: Flow Chart of Questionnaire Design Process  

(Source: This Study) 
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4.4.2 The Contents of The Questionnaire 

The questionnaire is composed of four sections2. The first one is to gathering 

demographic information of subjects. It contains gender, age, academic background, 

work experience, division, job titles, communication media preference and whether or 

not there is involvement in BSC-design.  

The second part is unequivocality rating of BSC elements, and provides 

Strategy Map and Scorecard contents that are from every specific division. The 

individualism of BSC contents is to display subjects with the BSC information with 

which they are most familiar3. Participants are required to give a rating to BSC 

information in a five-point scale of unequivocality (1=extremely equivocal, 

5=extremely unequivocal). 

The third is media-selection part. The objective of this section is to uncover the 

relationship between BSC contents and media preferred by managers. To keep 

subjects’ feeling toward answering consistent, the BSC message and sequence are the 

same as the former section. As for the list of communication media, it combines 

media selection of experiment conducted by Trevino et al4(1990) with existing 

internal communication system in the research site  

The last section is to validate BSC communication effects from organizational 

and individual perspectives. The question items used in the Wu’s master thesis (2003)5 

are adopted (1=strongly agree; 5=strongly disagree). In her study, the results indicate 

that BSC gives strength to an organization’s strategic communication, and brings an 

improvement to employees’ understanding. 

 

 

                                                 
2 One sample of the questionnaire is illustrated in the appendix. 
3 Banker et al.(2004) found, accompanying strategic information, managers are more sensitive in 
strategy-linked measure. Likewise, less strategic information render managers inclined to common 
measures. In their research, the strategic information includes vision, strategy and simple strategy maps 
with cause-and-effect. 
4 Trevino, Lengel, Bodensteiner, Gerloff and Muir (1990).In 1983, Lengel’s study in communication 
media was rated for media richness without electronic mail. However, electronic mail is becoming 
more widely used. They conducted a survey with 40 management and professional personnel. The 
placement of electronic mails is between the telephone and letter. 
5 Wu (2003) probed into BSC effects on organization and employee, and critical performance after 
implementing BSC. In organizational aspect, it includes clarity of strategy, strategy communication and 
awareness within departments, problems and cause defining, cooperation and communication among 
departments and synergies across departments. In employees aspect, it is composed of individual 
strategy awareness, individual link to strategy, identification of individual contribution to strategy and 
being active to propose initiatives. 
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4.4.3   Variable Measurement 

4.4.3.1 Balanced Scorecard Variables 

     Kaplan and Norton (1996b) state that one successful organization uses the 

structure of BSC to deal with these limitations on linkage strategy with budgeting. 

First, the strategy was divided into a series of themes. A scorecard and linkage chart 

were constructed for each theme. Three- to five-year stretch targets were developed. 

The initiatives required to achieve those targets were identified, along with their costs. 

This was the primary input to the budget. Wu (2003) states that it is clear that strategy 

will affect Balanced Scorecard. And BSC, in effect, consist of seven elements; (1) 

Strategic Themes, (2) Strategic Objectives, (3) Strategic Measures, (4) Targets of 

Strategic Measures, (5) Strategic Initiatives, (6) Strategic Budget, and (7) Strategic 

Rewarding. (See Table 5) 

There is no doubt that strategic themes, strategic objectives, measures, target of 

measures, initiatives, budget and rewarding have their distinctive functions. However, 

as far as communication is concerned, measures and their targets have numeric 

attributes. Initiatives and budget are narrative in expressing strategy to achieve the 

goal of linking strategy to operation. Rewarding, in essence, requires the use of 

detailed textual (i.e. non-numerical, non-visual) explanation. Hence, to zero in on 

communication effects of BSC, and for subjects to diminish noise from a similar 

choice to answer, measures incorporate the targets of themselves, and initiatives play 

a surrogate of the budget and rewarding. Table 6 provides definitions of BSC items 

form the Balanced Scorecard Collaborative.6

                                                 
6 A professional services firm, founded by BSC inventors Dr. Robert S. Kaplan and David P. Norton, 
facilitates the worldwide awareness, use, enhancement, and integrity of the Balanced Scorecard as a 
value-added management process.  
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Table 6: The Definitions of The Balanced Scorecard Items 
Balanced Scorecard Items Definition 

Strategic Themes (ST) (Strategic) Themes are descriptive statements representing a major component of a strategy, 
as articulated at the highest level in the Vision. Most strategies can be represented in 3-5 
themes. Themes are most often drawn from an organization’s internal processes or the 
customer value proposition, but may also be drawn from key financial goals. The key is that 
themes represent vertically linked groupings of objectives across several scorecard 
perspectives (at a minimum, Customer and Internal). Themes are often stated as catchy 
phrases or “buzz” words that are easy for the organization to remember and internalize, for 
example: “Top Innovator,” “Customer Intimate,” “Operationally Excellent” 
“Processes/Tools,” “Thinking,” “Content,” “Pipeline” (I/T Organization).  
 

Strategic Objectives (SO) 
 

(Strategic) Objectives are concise statement articulating a specific component of what the 
strategy must achieve/what is critical to its success. Each perspective usually contains 3-6 
primary objectives that state a key aspect of the strategy to be achieved over the next 3-5 
years. Objectives are best stated as action phrases (verb/object) and may include the means 
and/or desired results as well as the action, for example: “Increase Market Share Through 
Current Customers” (Financial), “Be Service Oriented” (Customer), “Achieve Order 
Fulfillment Excellence Through On-line Process Improvement” (Internal), and “Align 
Incentives and Rewards With Employee Roles for Increased Employee Satisfaction” 
(Learning & Growth).  
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Balanced Scorecard Items Definition 
Measures/ Indicators (M) 
 

Measures/ Indicators are statement of how success in achieving an objective will be 
measured and tracked. Measures are written statements of WHAT we will track and trend 
over time, NOT the actual targets such as direction and speed. A measure should include a 
statement of the unit to be measured ($, headcount, %, rating), for example: “Year over Year 
Sales ($)” (Financial), “Customer Satisfaction Rating” (Customer), “Service Error Rate (%)” 
(Internal), or “Strategic Skills Coverage Ratio” (Learning & Growth).  

Strategic Initiatives (SI) 
 

(Strategic) Initiatives key action programs developed to achieve objectives or close gap 
between measures performance and targets. Initiatives are often known as projects, actions, 
or activities. They differ from objectives in that they are more specific, have stated 
boundaries (beginning and end), have a person/team assigned to accomplish them, and have 
a budget. Several initiatives taken together may support a specific objective or theme. It is 
important for an organization to define the boundaries for Initiatives, such as “all strategic 
projects over $500k in size”. It is also important that Initiatives be strategic in nature, and not 
“operations as usual” projects, such as “Recruit a new Sales Rep." Example: “Develop 
Quality Management Program”, “Install ERP System”, “Revamp Supply Chain Process”, or 
“Develop Competencies Model." 

(Source: Balanced Scorecard Collaborative Website: http://www.bscol.com/index.cfm)
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4.4.3.2 Communication Media Variables 

Daft and Lengel (1984) developed the concept of media (information) richness 

or media richness, and proposed that communication channels differ in the extent to 

which they were able to bridge different frames of reference, make issues less 

ambiguous, or provide opportunities for learning in a given time interval (Daft and 

Lengel 1986). After their invention, there were many published empirical studies of 

the media/task/performance proposition from a media richness perspective. Zumd, 

Lind, and Young(1990) use 14 criteria representing accessibility, information quality, 

cue variety and feedback. The rating is normalized from 0.0 to 1.0 scale. Schmitz and 

Fulk (1990) set four items measuring timely feedback, nonverbal cues, tailored 

messages, and rich/varied language in a 5-point scale (1 = not at all rich to 5 = 

extremely rich). Fulk and Ryu (1990) make an adoption of the same criteria as 

Schmitz and Fulk. Trevino, Lengel, Bodensteiner, Gerloff and Muir (1990) adopt 

criteria of medium’s capacity for timely feedback, nonverbal cues, tailored messages, 

and rich/varied language in a 1 to 100 points scale. Table 7 summarizes the empirical 

rankings of media.  
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TABLE 7 The Empirical Rankings of Various Communication Media  

Along With Information Richness 
  Empirical Study 

Communication 
Medium 

Zmud, Lind, 
and Young(158)

Schmitz 
and 

Fulk(491)

Fulk and 
Ryu(58) 

Trevino, Lengel, Bodensteiner, 
Gerloff and Muir(40) 

Face-to-face 1.00 4.4 4.4 100.0 

Video － － － － 

Telephone 0.94 3.8 3.8 85.9 

Voice conferencing 0.79 － － － 

Group meeting 0.65 － － － 

Voice messaging 0.63 － － － 

Group gathering 0.59 － － － 

Chart/graphs 0.50 － － － 

Computer report 0.47 2.5 1.1 － 

Document/report 0.27 3.3 3.2 48.2 

Memos － 3.6 3.5 54.0 

Electronic mail 0.13 3.5 2.8 75.3 

Facsimile 0.11 － － － 

Handwritten note 0.11 － － 64.4 

Letter/message 0.00 － － 67.1 
(Adjusted from: Rice, R. 1992, Task Analyzability Use of New Media and Effectiveness: A 

Multi-Site exploration of Media Richness. Organization Science 3(Nov): 457-500) 
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The media list of this study chooses the ranking of Trevino, Lengel, 

Bodensteiner, Gerloff and Muir’s (1990) mainly for two reasons. First, Trevino et al. 

make a use of the methodology Daft and Lengel (1984) create, but involve the 

electronic mails into the media list to be selected. This study follows most of the 

structure of Daft and Lengel’s research (1984) as well. The same originality of 

research method could eliminate bias in the analysis results. The second reason for the 

adoption is that the media in Trevino et al. research are quite similar to existing 

communication systems deployed in the research site.  

In the research of Trevino et al., the media list included eight prevailing media: 

face-to face, telephone, electronic mail, letter, note, memorandum, special reports and 

flyer bulletin. The definitions of them are presented in Table 8.  

 

Table 8: The Definitions of The Communication Media 
Communication Media  Definition 
Face-to-face  Direct communication between two or more people in 

the physical presence of one another. 
Telephone  Private or multiple-party communication, two-way, 

voice only. 
Electronic Mails  Via internet system, mail edited by computer to 

specific individual or group.  
Letter(handwritten or 
typed) 

 Addressed to a specific individual or small group of 
individuals and delivered through the mail or other 
express mail service.  

Note  Short handwritten message addressed to specific 
individuals or groups that may be used for short-term 
record and reference.  

Memorandum  Typed message that is addressed to a specific 
individual or group. It is usually less than five pages in 
length and is often intended to serve as a reference 
document or permanent record 

Standard Document/ 
Reports 

 Printed document intended to describe ongoing 
activities, procedures or policies. This document may 
be a standing reference, such as a policy manual, or 
periodic reference such as computer printout. It is 
designed for general use. It may, however, be 
distributed on a selective basis.  

Flyer Bulletin  Handwritten, printed and/ or pictorial document 
directed at a general audience (not addressed). May be 
posted on wall or bulletin board or mass-mailed.  

(Source: Adjusted from Lengel 1983 and Trevino 1990) 
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4.5 Pilot Test 

A pilot test improves the questionnaire through the exclusion and refinement 

of items that appeared ambiguous, misleading, or inadvertently phrased to elicit a 

desired response. It increases the content validity of the questionnaires by judging the 

relevance of each item to the property being measured. This step also indirectly 

improved the reliability of the questionnaires by reducing measurement errors that are 

due to misunderstood questions and discrepancies in answers.  

Two units chosen in the pilot test are loan division- a strategic business unit 

(SBU) and administrative division, a strategic service unit (SSU). Five participants are 

from loan division and three administrative division. One is head of a division, one is 

senior (team) manager. Six juniors are included as well. Five of them were taking part 

in the process of designing BSC. Their average experience are 5.125 years, during 

4.25 years of which they worked in the research site. Five participants are male, and 

the other three are female. The age is 30. Table 9 presents the background of 

respondents who joined the pilot test.  
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Table 9: The Background of Participants in The Pilot Test 
Division Units(Number of Samples) Loan Division (5) 

Administrative Division (3) 
Gender Male: 5. Female: 3 
Average Age 30 Years 
Average Total Years Experience 5.125 Years 
Average Work Years in Case Company 4.25 Years 
Positions/ Title Head of Division Manager: 1 

Senior/ Team Manager: 1 
Junior Manager : 6. 

Participation in Designing BSC Yes: 5. No: 3. 
(Source: This Study) 

 

4.5.1 Reliability Analysis 

The reliability analysis is to assess the effectiveness of an instrument. This 

study refers to Cronbach’s α coefficient as the index to estimate the extent of 

consistency among the question items. The results of reliability analysis are displayed 

in Table 10. In accordance with Nunnally’s (1978) statement that 0.7 coefficient α is 

acceptable, the results offer support to the draft of the questionnaire for being overall 

reliable. 

  

Table 10: Reliability Analysis—Cronbach’s α 
Section of Questionnaire Cronbach's Alpha 

Whole Questionnaire .903 
First Section: BSC Strategic Information Translation .850 
Second Section: Media Matching .913 
Third Section: BSC Communication Effect .822 

(Source: This Study) 
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4.5.2 Validity Analysis 

Validity indicates the adequacy with which the questionnaire is designed to 

measure. It can be testified by three dominant aspects: predictive validity, content 

validity and construct validity (Nunnally 1978). In this study, due to this exploratory 

quality, the concentration is on the content and constructs validities only.    

Nunnally (1978) asserts that two major standards are used to ensure content 

validity: (1) a representative collection of items and (2) a “sensible” method of test 

construction. In the present study, to meet the first criterion, a series of discussion 

with the core BSC team members were conducted to determine what BSC contents 

are representative. Also, all of items in the questionnaire were directly from 

division-level BSC.  

Construct validity is concerned with the extent to which variables are able to 

be measured. This study mainly makes use of Media Richness Theory in the 

communication field, and Balanced Scorecard, in the management accounting 

respectively. These two well-founded theories strengthen the construct validity. 
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4.6 Samples 

     The scope of the primary test is employees at the headquarter of the research 

site, including four main departments and 12 divisions. The questionnaire is 

dispatched within one day in order to save time of arranging meetings with each 

division. Due to regular vacation and incidental days-off of employees, the number of 

questionnaires handed out was 173. 114 copies were returned, making a 65.9% return 

rate. After deleting obvious invalid answering, for example all answers are the same, 

or incomplete forms, the valid sample amounts to 71 with a validity rate of 62.28%. 

The distribution of sampling in divisions and detailed information are present in Table 

11.
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Table 11: The Distribution of The Subjects  
Research Site Returned Sample (Return Rate) Valid Sample(Validity Rate) 

Marketing Division 5 (62.50%) 3 (60.00%) 
Loan Division 9 (81.82%) 6 (66.67%) Operation 

Department 
Sales Division 4 (44.44%) 2 (50.00%) 

Sub-Total: 18 (15.45%) 11 (61.11%) 
Skills Research Division 3 (23.08%) 2 (66.67%) 
Parts Division 2 (28.57%) 1 (50.00%) Service Department 
Service Division 9 (100.00%) 1 (11.11%) 

Sub-Total: 14 (12.73%) 4 (28.57%) 
Human Resource Division 10 (83.33%) 6 (60.00%) 
Financial Management 
Division 20 (83.33%) 15 (75.00%) Management 

Department 
Management Division 17 (89.47%) 13 (76.47%) 

Sub-Total: 47 (33.64%) 34 (72.34%) 
Administrative Division 6 (66.67%) 4 (66.67%) 
Public relation Division 10 (47.62%) 7 (70.00%) President 

Department Information Technology 
Division 19 (76.00%) 11 (57.89%) 

Sub-Total: 35 (29.09%) 22 (62.86%) 
Total 114 (65.90%) 71 (62.28%) 

(Source: this Study)
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4.7 The Method of The Data Analysis  

In the questionnaire, the first section and the last one use simple descriptive 

statistical analysis to examine the unequivocality of BSC information as well as 

participants’ background. The media match section was an adoption of multiple 

regression analysis to verify the extent to which BSC contents influence managers’ 

media choice. Moreover, a t-test is used to identify the difference between two panels 

of respondents-these involved and those not involved in the process of the BSC 

development. In the BSC communication part, the t-test undertaken in 

McGrowan(1998) is employed. It compares against 3 (5= strongly agree, 1 =strongly 

disagree) to tell whether the significance of managers’ perception on BSC effects 

communication.  
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5 RESEARCH RESULTS 
5.1 Demographic Background 

     Table 12 summarizes the demographic information of participants. Among valid 

returned samples, 37 are male (52.11%), and 34 are female (47.89%). The academic 

background is distributed as follow: two are high-school graduates (2.28%), 20 have 

attained a degree from a college (28.17%), 36 have attained a degree from a university 

(50.7%), 13 have attained a masters degree (18.31%), and no one attained a Ph.D. The 

11 valid samples are from the Operation Department (15.49%), four are from the 

Service Department (5.63), 34 are from the Management Department (47.89%) and 

22 are from the President Department (30.99%). The breakdown of participants’ titles 

is as follows: 62 are junior managers (83.32%), five are senior managers (7.04%), 

three are heads of division, and one is head of department. Among respondents, 25 

take part in BSC designing (35.21%), and 46 do not (64.79%).   

Table 12: The Demographic Background of The Subjects 
Demographic  Counts  % 

Gender  Male  37  52.11% 

  Female  34  47.89% 

Academic Background  High School (and under)  2  2.82% 

  Bachelor o of College  20  28.17% 

  Bachelor of University  36  50.70% 

  Master  13  18.31% 

  Ph.D.  0  0.00% 

Department  Operation Department  11  15.49% 

  Service Department  4  5.63% 

  Management Department  34  47.89% 

  President Department  22  30.99% 

Job Titles  Junior Manager  62  87.32% 

  Senior Manager  5  7.04% 

  Head of Division  3  4.23% 

  Head of Department  1  1.41% 

  Vice President and President  0  0.00% 

Designing BSC  Involvement  25  35.21% 

  Noninvolvement  46  64.79% 

a. The age of participants is 31.1 on average. The average of their total work experience is 6.3 years, 4.8 of which are in 

case company.  

(Source: this Study) 
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5.2 Balanced Scorecard Unequivocality Rating 

Generally speaking, as shown in Figure 10, strategic themes are the most 

ambiguous element in expressing strategic information, no matter from the 

perspective of unit or entirety. In addition, from the slopes between strategic themes 

and strategic objectives, it is clear that strategic objectives greatly improve transition 

effect, helping managers understand the corporate strategy. However, not all measures 

of department continue to ascend in unequivocality. The rating of measure in the 

Management Department just increases slightly; at the same time, measure in the 

Operation Department soars. The Presidential Department, on the contrary, declines to 

some extent. On the whole, measures increase. As for initiatives, the decreasing trend 

in unequivocality prevails for all departments.        

The results indicate that managers more strategic information form strategic 

objectives than strategic themes, and more strategic information form measures than 

strategic objectives. In the research site, strategic themes are corporate-level and 

demonstrate important and general instructions in the future. Therefore, employees 

are not able to understand the company’s strategy only by corporate-level strategic 

themes. Unit-level strategic objectives, however, clearly explain the strategic themes 

based upon the contributions from individual department or division. 

Measure transforms textual explanation of strategy into numbers or rates. But 

the results in this study show that measures provide little strategic message to 

managers’ recognition. Initiatives convey less strategic message than measures, and 

even less than strategic objectives. There are two reasons for the unexpected results of 

initiatives. First of all, the initiatives in the case company are assigned to specific 

project teams or units. Managers cannot easily access the initiatives and understand 

their links to strategic objectives or measure. Second, employees who are in the 

initiatives are just responsible of part of it, may not be aware of whole idea of the 

initiatives. In the questionnaire, it only presents the name of initiative instead of 

detailed information. Such expression of the strategic initiatives might not pass clear 

and complete information of the strategic initiatives to the participants.  
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All Samples(71) 3.3427 3.6683 3.6740 3.5141 

OPE(11)b 3.0303 3.6104 3.8961 3.7727 

SER(4)b 4.0000 3.8929 3.5357 3.3750 

MGMT(34)b 3.2353 3.5000 3.5294 3.2647 

PRED(22)b 3.4833 3.8871 3.7357 3.7000 

STa SOa Ma SIa

 
a. ST: Strategic theme; SO: Strategic objective; M: Measure; SI: Strategic Initiative 
b. OPE: Operation Department, SER: Service Department, MGMT: Management Department, and PRED: Presidential Department. () is the  
  number of valid samples.  

                            Figure10: BSC Unequivocality Rating in Divisions 
                                               (Source: this Study) 
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     Given the potential nature of involvement variable, the samples are classified 

into two groups-users and preparers. This categorization is determined by whether 

respondents participated in the process of designing BSC. According to the previous 

analysis, 25 of the participants have experience in BSC-designing, while 46 are do 

not.  

The results in Table 13 indicate that preparers’ perception of BSC elements in 

unequivocality is significantly different form the perception of users (t-ValueST=4.613, 

P-ValueST<0.01. t-ValueSO=6.774, P-ValueSO<0.01. t-ValueM=6.150, P-ValueM<0.01. 

t-ValueAP=4.054, P-ValueAP<0.01). In general, preparers’ recognition of BSC 

clearness is higher than users’, which is shown in Figure 11. The results are similar as 

stated by McKeen et al (1994) and Doktor et al (1979). That is, users and preparers 

are unalike in their evaluation of newly implemented information system.          
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Table 13: Experimental Results of BSC Elements Unequivocality Rating 

BSC Elements  All Samplea  Involvementa  Noninvolvementa  t-Test 

  Mean Std. Deviation  Mean Std. Deviation  Mean Std. Deviation  t-Value P-Value 

STb  3.3427  1.0595   3.7733  0.9942   3.1087  1.0230   4.613  0.000***  

SOb  3.6683  0.9885   4.0897  0.7721   3.4297  1.0189   6.774  0.000***  

Mb  3.6740  1.0769   4.0629  0.9893   3.4627  1.0650   6.150  0.000***  

SIb  3.5141  1.0635   3.9800  0.8687   3.2609  1.0779   4.054  0.000*** 

***: Significant at 0.01 level.  
a. Number is 71. The N of participants in designing BSC is 25 and 46 did not join the designing.  
b. ST: Strategy theme; SO: Strategy objective; M: Measure; SI: Strategy initiative.  
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a.ST: Strategic theme; SO: Strategic objective; M: Measure; SI: Strategic Initiative 
                   Figure11: BSC Unequivocality Rating in (Non) involvement 
                                         (Source: this Study) 
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5.3 The Match of Balanced Scorecard Components and Media  

     The results of the moderated regression analysis as presented in Table 14 

indicate that managers, on the whole, do not select communication media based upon 

their perception of those unequivocality of BSC messages. The coefficient of 

determination (adjusted R2) is 0.117, which means that the model is not able to 

explain managers’ behaviors of media selection well. However, after separating 

respondents into the managers with involvement in BSC design and the managers 

without that experience, the adjusted R2 greatly increases (Adjusted. R2
INV=0.227; 

Adjusted. R2
NONINV=0.434), and there is a statistically positive relationship, as 

assumed in MRT, between communication media and BSC element in the managers 

involved in the BSC designing7 (t-Value=-2.304, P<0. 05). This relation, nevertheless, 

does not hold for managers who are not involved in BSC development.  

     In addition, the total work experience, whether preparers, users, or both 

consistently demonstrates influence on managers’ media choice. The results show that 

the longer work experience is, the richer media managers prefer (t-ValueALL=1.973; 

P<0.05. t-ValueINV=2.939; P<0.01. t-ValueNONINV=2.681; P<0.01.). Job titles have a 

positive influence on communication media used when all of samples are pooled. The 

results that department is not different significantly implies that the question items 

have no statistical differences among division. The sex and education level are 

positively-related to media use.   

          

 

 

 

 

 

 

 

                                                 
7 In the questionnaire, the rating for BSC elements is in accordance with unequivocality. Higher ratings 
mean that BSC messages are clearer in expressing the strategy. The coefficient of BSC is -7.005. The 
higher (clearer) BSC contents will make managers choose lean media. Media richness Theory assumes 
that well-performed managers will match equivocality message with lean media. Therefore, the results 
are consistent with the presumption of MRT.   
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Table 14: The Experimental Results of Media Choice from Statistical Regression 
Media

a=α0  +α1 BSC +α2 TI +α3 WEX_T +α4 WEX_C.+α5 DEP +α6 INV +α7 SEX+α8 EDU+α9 AGE +ε 
Dependable Variablesc All Samples d  Involvement d  Noninvolvement d 

 Coefficient  Std. Error t-value P-value  Coefficient Std. Error t-value P-value  Coefficient Std. Error t-value  P-value 

Constant 42.497  11.4 3.728 0.000***  42.071 17.94 2.345 0.021**  1.544 0.216 7.157  0.000*** 

BSC -1.046  1.576 -0.664 0.507  -7.005 3.04 -2.304 0.023**  0 0.001 0.243  0.808 

TI 6.642  2.91 2.283 0.023**  1.56 3.677 0.424 0.672  - e - e - e  - e 

WEX_T 1.38  0.7 1.973 0.050**  3.921 1.334 2.939 0.004***  0.097 0.036 2.681  0.008*** 

WEX_C -0.608  0.62 -0.98 0.328  -0.056 1.142 -0.049 0.961  0.034 0.015 2.211  0.028** 

DEP -1.454  1.357 -1.071 0.285  -1.193 1.999 -0.597 0.552  -0.076 0.11 -0.69  0.491 

SEX 6.57  2.819 2.33 0.021**  9.723 4.929 1.972 0.052*  -0.054 0.007 -8.176  0.000*** 

EDU 11.363  2.566 4.429 0.000***  16.742 3.929 4.261 0.000***  0.069 0.014 4.973  0.000*** 

AGE -0.013  0.283 -0.045 0.964  -0.159 0.41 -0.387 0.7  -0.091 0.063 -1.441  0.151 

INV -1.605  3.181 -0.505 0.614             

 N= 71  Adj.f R-Square: 0.117    
F: 5.155    P-value: 0.000***  

N= 25  Adj.f R-Square: 0.277    
F: 5.741    P-value: 0.000***  

N= 46  Adj.f R-Square: 0.434    
F: 21.053   P-value: 0.000* 

***: Significant at 0.01 level.  
**: Significant at 0.05 level.  
*: Significant at 0.1 level.  

a. The rating of media richness uses the study of Trevino, Lengel, Gerloff and Muir in 1990. They duplicate the method Daft and Lengel used in 1984., and add electronic mails in the media list to testify the 
position of this new media in the richness continuum form 1-100. The results present that the richness ratings are face-to-face=100, telephone=85.86, electronic mails=75.32, note=64.36, 
memorandum=54.04, standard document/reports=48.18, flyer/bulletin=13.17. The subjects are 40 management and professional personnel in the computer center of a large eastern university.   

b. BSC=unequivocality rating from previous section (see Table 13). TI= job titles in case company(including Head of Department, Head of Division, Senior Manager, Junior Manager). WEX_T= the total of 
work experience in years. WEX_C= work experience in case company in years. DEP= departments in which respondents work. SEX=gender of respondents. EDU= education levels. AGE=age. INV= 
whether or not joining in BSC-designing (0=Involvement, 1=Noninvolvement). 

c. THis study adopts VIF (Variance Inflation Factor) to verify multicollinearity. The VIFs are distributed form 1.895 to 6.283, none of which is higher than 10. It is declared that no multicollinearity exists in 
this regression model.  

d. The total number of managers is 71, 25 of which participated in BSC designing and 46 did not join in BSC designing. 
e. The positions of managers who did not join to design BSC are all junior managers. Therefore, this variable does not appear in the results.  
f. Adj.=Adjusted R-Square 

(Source: this Study) 
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5.4 Balanced Scorecard Communication Effects      

     Table 15 shows that respondents’ perceptions of the communication effect of 

BSC are moderate, but significant, except for synergies across departments (ORG_5.). 

The benefits of communication that managers can feel include clarity of strategy 

(mean=3.4225, t-value=3.1518, p<0.01), strategy communication and awareness 

within departments (mean=3.3803, t-value=2.7258, p<0.01), problems and cause 

defining (mean=3.3521, t-value=3.1994, p<0.01), cooperation and communication 

among departments (mean=3.169, t-value=1.3003, p<0.1), individual strategy 

awareness (mean=3.6338, t-value=5.3224, p<0.01), individual links to strategy 

(mean=3.4225, t-value=3.1877, p<0.01), identification of individual contribution to 

strategy (mean=3.3944, t-value=3.1288, p<0.01), and being active in proposing 

initiatives (mean=3.338, t-value=2.7723, p<0.01).  

The functional silos problems are not solved effectively by BSC 

implementation. But, in individual aspects, BSC effectively helps managers gain an 

understanding of the corporate strategy and individual relations through strategy. 

Meanwhile in organizational aspects, BSC also improves communication benefits and 

problem solving within departments. All of the empirical results are summarized in 

Table 15.  
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Table 15: The Results of BSC Communication Effects 
Dependable Variablea Allb  Involvementb  Noninvolvementb  t-Test 

 Mean Std. Deviation  t-Valuec P-Valuec  Mean Std. Deviation  Mean Std. Deviation  t-Value P-Value 

ORG_1 3.4225  1.1296   3.1518 0.001***  4.0400 0.8406   3.0870 1.1319   4.203 0.000***  

ORG_2 3.3803  1.1755   2.7258 0.004***  3.9600 1.0198   3.0652 1.1431   3.268 0.0012***  

ORG_3 3.3521  0.9273   3.1994 0.001***  3.4800 0.9183   3.2826 0.9348   0.855 0.396  

ORG_4 3.1690  1.0953   1.3003 0.099*   3.2800 1.1000   3.1087 1.1001   0.627 0.533  

ORG_5 3.1408  1.0323   1.1497 0.127   3.3600 1.0755   3.0217 0.9998   1.326 0.189  

IND_1 3.6338  1.0034   5.3223 0.000***  4.2000 0.6455   3.3261 1.0340   4.375 0.000***  

IND_2 3.4225  1.1169   3.1877 0.001***  4.0000 1.0408   3.1087 1.0377   3.453 0.001***  

IND_3 3.3944  1.0621   3.1288 0.001***  3.9200 0.8622   3.1087 1.0589   3.282 0.002***  

IND_4 3.3380  1.0274   2.7723 0.004***  3.6800 0.9000   3.1522 1.0534   2.119 0.038**  
***: Significant at 0.01 level.  

  **: Significant at 0.5 level.  
*: Significant at 0.1 level. 

a. ORG_1= clarity of strategy 
ORG_2= strategy communication and awareness within departments 
ORG_3= problems and cause defining 
ORG_4= cooperation and communication among departments 
ORG_5= synergies across departments 
IND_1= individual strategy awareness 
IND_2= individual links to strategy 
IND_3= identification of individual contribution to strategy 
IND_4= being active in proposing the initiatives  

b. The total number of managers is 71, 25 of which participated in BSC designing and 46 did not join in BSC designing. 
c. Test value (mean >3, 5= strongly agree, 1 =strongly disagree) 

(Source: this Study) 
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6. CONCLUSION AND SUGGESTION 

6.1 Research Conclusions  

A. BSC Translate the Strategy into Operational Terms Partially 

This study verifies the communication function of BSC by way of the 

examination of equivocality testing. After the analysis of completed questionnaires, 

the results show that managers can perceive different extents of strategy information 

conveyed in different BSC contents (excluding strategic initiatives). Such distinction 

of transition proves that BSC use its logic structure to interpret high-level strategy 

step-by-step, and greatly improves employees’ strategic awareness.  

 
B. Balanced Scorecard Has An Impact on Communication within 

Organizations    

    The participants agree that BSC results in great facilitated communication for the 

workplace. The question items “synergies across departments” and “cooperation and 

communication among departments” are rated low by managers. These results imply 

that the BSC in case company does not work well among departments. However, in 

individual aspects, managers generally give a positive response, indicating that BSC 

brings benefits to personal communication and contribution to the company.  

 

C. The Experience of Involvement in Balanced Scorecard Design Has An 

Impact on Mangers’ Perception of Balanced Scorecard 

    The results of t-test that pertains to the unequivocality of BSC contents, and the 

BSC communication show that involvement in BSC-building has a significant 

influence on managers’ perception of BSC (the awareness of “problem and cause 

defining” and ”cooperation and communication among departments” are not affected 

by the involvement in BSC development). The results indicate that managers’ 

devotion to BSC greatly influence their recognition of contents, media match and 

benefits of BSC. 
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6.2 The Suggestions to The Research Site 

A. To Create Cooperation among Department 

     According to the results of BSC communication effect, it is clear that managers 

have no substantial perception of effects of BSC on departments. It is more likely that 

managers pay more attentions to intra-departmental initiatives than inter-departmental 

ones. When the case company reviews measures and initiates projects, it can place 

more weight on intra-departmental measuring and projects. The shift can create an 

environment in which separate functional units assume measure or run projects 

collectively and create more chances for across-unit interactions and synergy.  

  

B. To Campaign for Making-up for Noninvolvement in BSC Designing 

     The results state that the involvement in designing BSC is one of determinants 

of understanding BSC contents. The case company should involve more managers 

into regular review to familiarize themselves with BSC structure and usage. At the 

same time, after considering the media choice results of this study, a project team can 

adjust different types of communication in the campaign activities.  

 

C. To Strengthen Communication of Strategic Measure and Strategic 

Initiatives 

     Tables 11 and 12 show that managers’ reception of strategic information from 

strategic measures and strategic initiatives is relatively weak. These two BSC factors 

are critical links that can put the strategy into practice and are highly-related to 

managers’ tasks. Managers should have a keen awareness of strategic measures and 

strategic initiatives. The case company can reinforce and disseminate not only 

strategic definition of measures and initiative, but also their relation to strategy. 

.  

     The conclusions and suggestions above are summarized in Table 16.  
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Table 16: The Summary of the Empirical Results 
Perspectives Research Question Result Implication 

T1: Managers in organizations with 
Balanced Scorecard system will view 
the Balanced Scorecard contents, 
strategic themes, strategic objectives, 
strategic measurement and strategic 
initiatives, in accordance with 
unequivocality. 

Partially 
Support 

Unequivocality of 
Balanced Scorecard 
Contents 

T1-A: Managers with experience of 
involvement in designing Balanced 
Scorecard system will view the 
Balanced Scorecard contents, 
strategic themes, strategic objectives, 
strategic measurement and strategic 
initiatives, in accordance with 
unequivocality. 

Partially 
Support 

1. The results show that managers can perceive different 
extents of strategy information conveyed in different 
BSC contents (excluding strategic initiatives). Such 
distinction of transition proves that BSC uses its logic 
structure to interpret high-level strategy step-by-step, 
and greatly improves employees’ strategic awareness.  

2. The case company can reinforce and disseminate not 
only strategic definition of measures and initiative, 
but also their relation to strategy. 

Media Match  
 
 

T2: Managers in the organizations with 
Balanced Scorecard system will 
match richer or leaner 
communication channels with 
Balanced Scorecard contents of low 
or high unequivocality respectively. 

No Support 3. The case company should involve more managers into 
regular review to familiarize themselves with BSC 
structure and usage. At the same time, after 
considering the media choice results of this study, the 
project team can adjust different types of 
communication in the campaign activities. 
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Perspectives Research Question Result Implication 
T2-A: Managers with experience of 

involvement in designing Balanced 
Scorecard system will match richer 
or leaner communication channels 
with Balanced Scorecard contents of 
low or high unequivocality 
respectively. 

Support 

T3: Managers in the organizations with 
Balanced Scorecard system will 
perceive the communication effect of 
Balanced Scorecard. 

 

Partially 
Support 

Balanced Scorecard 
Communication 
Effect 

T3-A: Managers with experience of 
involvement in designing Balanced 
Scorecard system will perceive the 
communication effect of Balanced 
Scorecard. 

Partially 
Support 

1. These results imply that the BSC in case company 
does not work well among departments. However, in 
individual aspects, managers generally indicate that 
BSC brings benefits to personal communication and 
contribution to the company. 

2. The results indicate that managers’ devotion to BSC 
greatly influence their recognition of contents, media 
match and benefits of BSC. 

3. The research site can place more weight on 
intra-departmental measuring and projects. The shift 
can create an environment in which separate 
functional units assume measure or run projects 
collectively and create more chances for across-unit 
interactions and synergy. 

(Source: this Study) 
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6.3 Research Limitations 

A. The Limitations on Inference of Case Research 

     This research chooses field study and uses a case company to probe into BSC 

communication effect. Although the field study method can generate steady results 

and eliminate noise owing to industry feature, inference and implication of the results 

this study results are limited.   

 

B. The Limitations on the Number of Samples 

     During the data-gathering, the final valid samples were 71 overall, and the 

samples from Management Department were more than 30. There are limits to the 

diversity among departments and the extent to which the sample represent.  

 

C. The Limitations on Control of Variables 

In order to accommodate the respondent’s familiarity with the BSC contents, 

the items in the questionnaire were designed in the same format, but contents were 

different, and specific to BSC of each division. Even the results of regression show 

that no significant difference exists among questionnaires of divisions, the consistency 

among the questionnaires are not tested rigorously. Moreover, other factors besides 

message equivocality, like time pressure, distance, legitimacy and 

formality/informality are not controlled strictly in this study. They might very well 

have an influence on managers’ media use. 

 

D. Limitations on New Media 

     With the appearance of new communications media, such as electronic mail, 

videoconferencing and instant messaging, much criticism exists of MRT and of its 

logic. These new channels of communication challenge the MRT, which was 

developed in an age when such channels had not been invented. On one hand, much 

prior research states that new media follow the assumptions of MRT. On the other 

hand, several other research results find no support for MRT being applicable to new 

media. Electronic mail is included in the media list of this study, and might cause bias 

in the analysis results.  

 

 



 - 88 -

6.4 Future Research 

A. The Extension of This Methodology to Other Industries 

     This research methodology is tested in the vehicle dealer industry, and 

generates meaningful results that BSC can express strategy via its logic structure. 

Managers with involvement in designing BSC have stronger sense of strategy 

information with BSC and feel more communication advantage of BSC. Therefore, it 

is recommended to apply this method and questionnaire in different industries, like 

non-profit organizations or governments. Comparison of the results from these 

different industries can improve the completeness of BSC communication effects.    

 

B. The Exploration of Accountability on Mangers’ Perception on Strategic 

Information 

     The results of BSC unequivocality rating show that strategic initiatives in the 

research site provide less expression of strategy than strategic objectives and measures. 

After considering that participants are assigned strategic initiative, it is found that 

accountability might be one of the possible variables affecting managers’ awareness 

of BSC contents. Future research can add this factor when evaluating the performance 

of strategic initiatives.  

 

C. Strict Research Methods to Explore The Effects of BSC Communication 

     This study merely adopts the notion of message equivocality to explore BSC 

communication effects. In symbolic interactionism framework, there are three types 

of variables that have influences on managerial media choices: (1) the equivocality of 

the message, (2) contextual determinants and (3) the symbolic cues conveyed by the 

media itself above and beyond lateral language (Trevino et al, 1990). This study has 

no strict control over the contextual determinants and the symbolic cue factors. Future 

research can use the method of laboratory experiment to limit these two factors in 

order to better grasp the effects of BSC on communication. 

 


