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Abstract

Purpose: The aim of the literature analysis and the research on the company was to develop a set of
factors which allow assessing the effectiveness of its functioning. The Balanced Scorecard was taken as
the basis for selection. Design/Methodology/Approach: The subject of the study is a small training
company located in Poznan, Poland. The method of data collection used was standardized in-depth
interview. On its basis, using Porter's five forces analysis, PEST analysis and SWOT analysis, the factors
significant for the company's functioning were compiled. Using the expert method, where both the
researcher and the organization management were involved, factor maps were developed.

Findings: The result of the work is a summary of the factors of the Balanced Scorecard for the Poznan
training company and the identification of the key ones, thanks to the analysis of links between them in
the form of factor maps. Practical Implications: A set of factors important from the point of view of
running a small family enterprise, such as OSZ, is a starting point for developing a set of specific
measures that allow us to assess the effectiveness of a company's functioning. At the same time, it can
be the basis for similar elaboration for other units of similar size. Originality/Value: Both BSC and
many other tools are dedicated to the analysis of medium and large enterprises. The conducted research
aims at introducing the possibility of using the Balanced Scorecard to study the effectiveness of small
companies' operations.

Keywords: Balanced Scorecard, small and medium-sized enterprises

Introduction

Conducting and overseeing the effectiveness of
business operations is a topic addressed by
numerous authors in their research (Sainaghi et
al, 2019; Osunsanwo and Dada, 2020; Tuan,

2020; Oliveira et al, 2021). They predominantly
concern medium and large companies, where it is
easier to apply or identify tools for such analyses.
In small enterprises, the assessment of the
effectiveness of functioning is sometimes more
difficult and intuitive. Typical financial indicators
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used for this purpose do not always work.
Therefore, those that concern various aspects of
the company's operation, including non-financial
ones, become much more reliable (Osunsanwo
and Dada, 2020).

Based on this assumption, an attempt was made
to use such a tool as a Balanced Scorecard for
measurement. It evaluates not only financial, but
also many other aspects (Malaguefio et al.,, 2018).
In the first stage of the research, the results of
which are presented in the following publication,
an attempt was made to select factors that best
describe all key areas of the company's
operations. Consequently, it was possible to
establish lists of such factors and the connections
between them. The mapping of factors was
conducted in two forms. The first one was in line
with BSC assumptions, i.e., divided into strategic,
progress measurement and operational areas.
The other included BSC's four analytical

perspectives, such as financial, customer,
internal  processes, and learning and
development. In each form, an attempt was made
to identify the most relevant factors from the
point of view of the operation of the company
under study.

BSC - four perspectives

The balanced scorecard was created based on the
belief that the company's achievements do not
come down only to financial results, but they also
include non-financial, qualitative aspects (Lada
and Kozarkiewicz, 2007). The importance of such
elements as flexibility in action, customer
satisfaction and loyalty, or employee competence
developmentis emphasized here (Massingham et
al, 2019). BSC is described by four perspectives
that form its foundation and are presented in
Table 1.

Table 1. Characteristics of the perspectives that make up the Balanced Scorecard

PERSPECTIVE

CHARACTERISTICS

Financial

Perception of the environment, the degree to
which the expectations of capital owners are met.

Client Customer perception

Internal processes

What will it stand out for

Learning and Development

How it wants to create value

Source: Authors’ own elaboration based on (Kaplan and Norton, 2001)

The first is the financial perspective. Financial
measures provide the most quantifiable
assessment of economic values and effects. They
make it possible to determine precisely whether
the implemented actions are bringing the
company closer to achieving predetermined
goals.

The success of the company is determined by the
opinion and attitude of the customer. Satisfying
their needs, offering high quality products or
services and building customer loyalty makes it
possible to establish and maintain the expected
competitive position. This is the area of interest
of the second perspective.

In the perspective of internal processes,
performance measures should be focused on
those that have the greatest impact on achieving
financial goals as well as customer satisfaction.
BSC also allows identifying and improving
completely new processes, the implementation
of which is sometimes crucial for the effective
functioning of the company.

The last perspective focuses on growth. The basis
for the long-term development of a company is
access to the necessary resources and the ability
to use them effectively. It is not enough to possess
the resources; one should also have the ability to
use them optimally. All the perspectives
described are interdependent and balanced, as
shown in Figure 1.
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Financial perspective

How shareholders should perceive us, to be
considered as financially successful

[TTT1

- aversll objectives
- measures
- zpecific objectives
- initiatives

Customer Perspective

How should customers perceive us
$0 we can achieve our vision

[ TTT]

|- overall objectives
|- measures
|- specific objectives
|- initiatives

G

i

U

Internal processes perspective

Which processes do we need to improve
to keep the owner and customers satisfied. |- overall objectives
- Measures

- =pecific objectives
- initiatives

2

%

Learning and Development perspective

How to maintain the ability to change and
improve effectivenass to achieve our vision

[ TTT]

- aversll objectives
- measures
- zpecific objectives
- initiatives

Figure 1. The four perspectives of the Balanced Scorecard and the relationships between them

Source: Authors’ own elaboration based on (Kaplan and Norton, 2001)

Developing a Balanced Scorecard is a lengthy
process that requires a lot of consultation,
analysis and meetings. The process often
involves people holding managerial positions in
the key divisions of the company - people who
strive for high results in their areas of
responsibility. Therefore, the development
should lead to consensus, follow a set procedure,
and take place periodically, along with
monitoring changes occurring in the company
and its environment.

Research Methodology

The conducted research was primary, qualitative.
The data were collected during work on the
author's bachelor's thesis, between March and
June 2021. The research methods used were
standardized in-depth interview, Porter's five
forces analysis, PEST analysis, SWOT analysis,
expert method and factor maps.

A standardized in-depth interview was adopted
as the method for collecting data on the company.
The interview was conducted with two
respondents. This method was chosen due to its
ability to conduct the interview in a structured

manner, reducing the risk of omitting the issues
of interest.

The research began with a literature analysis,
allowing the collection of information on the
sector, on the basis of which a survey
questionnaire was prepared. Information about
the analyzed company was obtained during a
conversation  held according to  this
questionnaire, in a way that allows the
interviewee to deepen his or her speech. The
interview was conducted with the president of
the company and additionally with its employee.
The information obtained enabled us to carry out
data analysis and facilitated the research
procedure.

The collected data and the information from the
literature research allowed us to conduct an
internal and external analysis of the company,
after which we proceeded to synthesize the
information obtained and create an ordered set
of factors, according to the decision-making areas
and perspectives of the Balanced Scorecard.

Company Description

Osrodek Szkolenia Zawodowego (OSZ - The
Vocational Training Centre) was established in
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Poznan in 1963 and currently consists of six
contracted employees. Additional trainers are
hired as needed. Since its foundation, there has
been one succession of the company from father
to daughter. She currently runs the company and
her husband, and two sons also work for her. In
the future, it is planned that one of them will take
over the company. The company can therefore be
regarded as a family business (Wiecek - Janka,
2020).

The area of operation covers mainly
Wielkopolska, occasionally customers from
outside the region. Most often these are regular
customers who, satisfied with the level of
training, are willing to cover the cost of travel of
0SZ employees to their headquarters. The 0SZ
has its own workshops and lecture halls with full
equipment allowing for comprehensive
implementation of training and vocational
exams. The Centre is an accredited unit of UDT
(Office of Technical Inspection).

The company under analysis operates using a
combination of two business models. These are
B2B (Business-to-Business) and B2C (Business-to-

Customer). The main activity of the company is
the provision of training and examinations in the
area of qualifications for materials handling
equipment, as well as in the area of equipment
maintenance, welding and power engineering.
These skills are essential for the operation of
production plants or logistics halls. Directing the
offer to such companies gives them the
opportunity to establish lasting cooperation,
regularity of training and, consequently, income.
It is important to maintain such relationships
because offers in the technical sector are difficult
to communicate and require expert knowledge
(Mazurek and Nosalska, 2018).

The company regularly trains about 200 people
per month (Table 2.). This includes both in-
company and in-house training. For years,
business customers have been the majority over
individual customers in the number of ordered
and conducted training courses. We observe the
seasonality of increased interest, occurring in the
month of June and December. This is due to, in
the first case, the approaching vacation season
and, in the other case, the approaching end of the
year.

Table 2. Number of people on the registry of people trained by OSZ

Year 2017 2018 2019 2020 2.021

(until May)
Number of trained people 2161 2546 2957 1786 605
Average per month 180 212 246 148 121

Source: Authors’ own elaboration

Recently, we have observed an increase in the
number of individual clients over companies
sending employees for training. This behavior
may be due to the higher fluctuation of workers
in the market and an increased influx of workers
from abroad, who must have a proof of
qualifications in accordance with Polish law.

Research Results
The identification of BSC factors

The analysis of the competitive environment
using Porter's five forces method

The analysis began by identifying the threat from
competitors (Isabelle, 2020). 15 organizations
providing vocational training services located in
the city of Poznan were identified. The owners of
the OSZ are fully aware of the competition and

they are able to point it out unerringly. This
shows the good knowledge of the market, which
is a great asset for the business. At the same time,
the analysis of the number of training courses

and students revealed that the OSZ has about
20% of market share which puts them in a very
good competitive position.

The second force considered here in Porter's
analysis is the influence of suppliers. Since the
firm is in the service business, suppliers are also
defined as service providers, especially
examiners. The most important are those who
have the authority to examine and issue
certificates of qualification.
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The power of recipients' influence is the basic
element of building the competitive advantage
here. The activity conducted by the OSZ is aimed
at meeting the specific needs of the recipients.
They are identified as two groups. The first are
institutional customers who most often use the
services of the enterprise because of the need to
meet formal requirements in the field of the
education of employed workers. The other one
includes individuals who, in order to find and
take up a job, need to acquire the appropriate
formal credentials. For both, the level of
education and the certificates documenting its
completion are crucial.

Qualifications in the areas as specific as materials
handling equipment, welding or power

generation, always require appropriate training
and the validation of your knowledge and skills,
as these are high-risk activities. Preparation for
such training requires practical experience, so it
will be difficult to find an alternative way of
acquiring reliable qualifications.

The analysis of the macroeconomic
environment using the PEST method

As part of the analysis of the macroeconomic
environment of the company, a PEST analysis
was conducted (Ho, 2014), a summary of key
political, economic, social and technological
factors (Table 3.).

Table 3. Results of the PEST analysis for the analyzed company

ECONOMIC SEGMENT TECHNOLOGY SEGMENT

qualifications

Price of professional training New materials handling equipment on the market requiring

Wealth of customer companies Trend towards online theoretical training

Wealth of customer companies

Inflow of foreign workers requiring
recertification

pandemic

SOCIAL SEGMENT REGULATORY-LEGAL SPHERE

Changes in trends regarding the | Regulations regarding the frequency of maintenance of
importance of vocational education transportation equipment and the periodicity of the vested rights
Wealth of society Regulations governing the ability to hold meetings as a result of a

Source: Authors’ own elaboration

The conducted research identified several key
factors for action. The most significant of these,
by segment, are:

- economic - the influx of foreign workers
requiring re-qualification

- technological - the trend of conducting
theoretical training online

- social - changes in trends regarding the
importance of vocational education

- regulatory-legal - regulations
concerning, among others, the
timeliness of entitlements.

Strategic potential analysis using SWOT
method

What was the research stage thatyielded the best
results in the area of determining the factors that
are also important from the BSC point of view is
the SWOT analysis performed for the company
(Phadermrod, 2019). Its detailed results are
shown in Table 4.
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Table 4. SWOT analysis for OSZ

STRENGTHS

1. company with over 53 years on the market, with a stable position and wide brand recognition

2. organization and performance of trainings and examinations in the scope of acquiring qualifications for the
materials handling equipment and maintenance as well as welding and power engineering (professional
qualifications as a necessary element in the activity of production and logistics enterprises)

3. theoretical and practical training, and organizing examination meeting with UDT in OSZ premises

4. high flexibility of the offer, allowing it to be adapted to customer needs,

5. particular attention to customer satisfaction

6. Winner of the Eagles of Education 2020 award

7. possibility of on-site training in the center, on-site training at the customer's location, and currently the
theoretical part in the form of a webinar

8. ongoing monitoring of legal requirements updates

9. creation of a training package for similar devices, which increases the comfort of the employer, saving time and

organization, as well as customer finances

10. unit accredited by: UDT (Office of Technical Inspection), Welding Institute, CIOP (Central Institute for Labour
Protection)

11. own workshop and equipment on which workshops and practical exams are conducted

12. customers are aware of the high quality of training through the possibility of eye experience

13. no proforma invoices - cancellation possible without loss of funds - the customer pays for the services provided

14. qualified staff constantly expanding their qualifications in theory and practice (the president has 32 licenses, a
young employee already has 7), further education also in the field of modern effective forms of teaching

15. orderly record of documentation

16. free parking

17. bus connection,

18. proximity to cheaper hotel facilities

19. consistent marketing policy in terms of graphic and visual identification

20. quick response to situations - adaptation to conducting theoretical parts in the form of webinars

WEAKNESSES

1. inorder to meet customer demand, some activities are carried out in a short period of time, which leads to a

rush that can generate communication errors
LIMITED SPACE FOR DEVELOPMENT AND EXTENSION - need to enlarge the workshop
payment only for the completed service, no prepayments - may lead to delays in receivables (ensuring the
cyclicality of training, high frequency)
4. small number of branches - one branch that meets the demand in the region

OPPORTUNITIES
all entitlements and qualifications of the UDT will become will become valid on time
continuous demand for vocational training
increasing interest in vocational training by foreign workers (the need to have a certificate under Polish law)
several logistic halls will be built near the company in the next few years (proximity of railroad sidings), which
will result in the necessity to employ new workers and provide them with training
lack of possibility to conduct trainings preparing for qualification exams by UDT
in the geographical vicinity of the company there are warehousing and logistics halls

THREATS

high attachment of customers to the managing person

emergence of a competitor with a workshop park (building a hall - priority)
appearance of competitors copying / acting similarly

Pandemic

5. weather conditions making it impossible to conduct practical training outside

Elb ol

o v

b o

Source: Authors’ own elaboration

In the analysis conducted, by far the largest up to now, the business up has been oriented
number of factors were singled out among the towards development and ensuring high quality
strengths of the SWOT analysis. This means that, for the customer - most features are
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concentrated around these areas. The company is
prosperous, and its operating conditions are
favourable. Among the opportunities, six factors
were singled out, centred around the growing
demand for specialist training for handling
equipment, and related to the location of the
company.

Among the weaknesses, only four factors were
identified. They focus on the location of the
company, which, despite its location in the
vicinity of large workplaces, limits development
opportunities, especially the expansion of the
OSZ. Among the threats, there are factors
indicating the threats from potential competitors
or resulting from the lack of access to the covered
maneuver yard.

Factor maps and correlations

The factors identified through Porter's five forces
analysis, PEST analysis, and SWOT analysis, are
broken down into three areas: strategic, progress
measurement, and operational, consistent with

the BSC assumptions. This division is one of the
most common and most recommended (Truong
et al,, 2020). In order to plan and execute the
tasks at the lower levels effectively, it is
necessary to design the system properly at the
strategic level. Therefore, the map shows only
those factors which have connections with the
strategic factors (Figure 2.). Performance
measurement in the idea of a balanced scorecard
is based on a structured set of factors (Huynh,
2020). As a result of the research, three of the
four BSC perspectives were identified, and their
list was developed accordingly. The individual
factors were given alphanumeric codes, where a
letter stands for the area, the factor belongs to (S
- strategic, P - measurement of the progress, O -
operational) and the number is its consecutive
order number in the given area. The
alphanumeric codes are presented on the maps
of connections of factors and in the fifth column
(connections) in tables 5, 6 and 7. In the tables, to
increase the legibility, only the factors showing
connections with the strategic area factors are
presented.

P4

s3 8.15

sS4
S.6

P.10 P.9
S5 $.10

P P.8

RH\P.G P3 P2 P12 P7 P11

S.16 s.9 s

8.12 S.14 SA S.8 s.2 g7 .13

Figure 2. The strategy map for OSZ - breakdown of factors by area: green - strategic, yellow -
progress measurement, grey - operational

Source: Authors’ own elaboration

The identified factors were analyzed using the
pairwise comparison method. The occurrence of
relationships was examined using the expert
method with the participation of the authors of
the publication and the company's management.
The correlations between the factors indicate
that S.16 (competence - in organizing and
conducting specialized training and
examinations) is particularly important. The
number of its connections with other factors

suggests that the influence exerted by the factors
in direct relation with it had special strategic
significance for the company's activity. The
related elements are: profit (P.1), facilities (P.8),
developed courses (0.2), innovation (P.10),
building a maneuvering hall (P.9) and machinery
(0.8). S.16 is important because it is the only
element with which there is direct connection to
the financial factor - profit (P.1 - increase in
company revenue). Neglecting the influence of
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the factor S.16 may lead to permanent stagnation
of the company's income growth, which may
cascade to restricting the possibilities of the
functioning and development of the company.

The second factor with an extensive network of
relationships is from the area of measurement of
the progress of implementation - P.4 (flexibility /
machinery - the implementation of training in the
0SZ or in the customer's premises). All six factors
with which it is connected belong to the strategic
area: location (S.5., S.6. and S.10.), customer
relations (S.3. and S.4.) and competence (S.16.).
Location issues are a significant advantage for
the company. Its location near a developing
technology and logistics park ensures the
interest of potential customers. However, since it
has only one location, the company also offers
service delivery at the customer's premises. This
overcomes the territorial barrier and makes it
possible to expand the customer base. The
possibility to invite trainers to the customer's

premises becomes a significant advantage,
because it reduces the time of trained employees’
unavailability.

A summary of all the identified factors with brief
characteristics and their interrelationships is
presented in Table 5., Table 6. and Table 7. The
second column illustrates the belonging of the
factor to the different planes defined in the BSC
framework. These are respectively: F - financial
perspective, C - customer perspective, P - internal
processes perspective, D - learning and
development perspective. The third column
presents the key words that support the
identification and grouping of factors. The fourth
column is the description of the factor identified
as the result of previous analyses. The last
column illustrates the relationships between the
factors, pointing to factors from the other two
areas that show direct links with the described
factor.

Table 5. Summary of strategic area factors for OSZ

STRATEGIC AREA FACTORS
L.P KEYWORD DESCRIPTION CONNECTIONS
S.1. (C loyalty a company with more than 53 years on the market and a stable position P.12.,0.10.
S.2. | C| recognition | widespread brand recognition P.7.,0.6., 0.10.
s3. |c customer creating a training package on similar equipment (increasing the employer's P2 P3. P4
i relations comfort, saving time, organization and client's finances) e
sa. |c customer customers are aware of the high quality of the training through hands-on P4
o relations experience o
ss. | p location in the g.eo.graphlcal surroundings of the company there are warehousing P4, 013,
and logistics halls
s6. |p location several logistics halls W|II'be bl.ll|t' |r'1 the vicinity of OSZ in the comlng.years = P4, P6, P13,
new employees will be hired, training and authorization will be provided
s7. |p knowledge of keeplng ab.reast of updates to the legal requirements for obtaining p7.P11,0.12,
law authorizations
lationshi . . '
S.8. [P rela |qns P accredited body by: UDT, Welding Institute, CIOP P-6.,P.7, P12
capital 0.8.
s.9. |P| machinery have Fhelr own workshop and equipment for teaching and practical P.9,P.13,0.2,
examinations 0.8.
5.10.[P| locati Il number of branch branch P4.,P.10,
.10. ocation small number of branches - one branc 0.11, 0.13.
S.11.| P knO\NILeVi:IIge of all certificates issued by the UDT will become valid in time P.6.,P.13.
lationshi ) - .
S.12. | P re :alsi?asl P the DTC may not provide training to prepare for examinations P.6.,0.2.
s.13.|P| technology havi.ng the technical background to enable remote working, online, P11, 012,
webinars
5.14. | D | competences quallfled staff constantly expanding their qualifications in theory and P2, P12, 0.2,
practice
lificati - ) ) .
s.15, | p | duaimica ions/ further training of staff in modern forms of effective teaching P.12.
competences
organization and performance of training courses and examinations for P.4.,P.10,P.8.,
S.16. | D [ competences e . X . R . . .
qualifications in materials handling equipment, maintenance, welding P.1.0.2,0.8.

Source: Authors’ own elaboration
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Table 6. Summary of progress measurement area factors for OSZ

FACTORS OF THE IMPLEMENTATION PROGRESS MEASUREMENT AREA
L.P KEYWORD DESCRIPTION CONNECTIONS
P1. | F profit Increase in enterprise revenue S.16., 0.1.
P.2. |C flexibility high flexibility of the offer $.3,8.14,0.9,0.7.
p3. | c custqmer adapting the‘offer‘to customer needs, paying special attention to $3.0.2,07.
relations customer satisfaction
A S.3.,,8.16.,5.4.,5.10.,
flexibility / o - - ; ; .
P4. | C hi K realization of training stationary in OSZ or in the customer's place $.5,5.6.,0.2,0.3,
machine parl 0.4.,05.,0.13.
number of s.7.,5.8,5.11, S.6.,
P6. |C . constant demand for vocational training $.12.0.2,0.8,0.3,
people trained 04.05. 041. 013
p7. lc number of | increasing interest in professional training by foreign employees (the 055373 50'84’ 00'25;’
people trained | need to have a certificate in Polish law) 0.1,0.12, 0.13.
ps. | c Facilities coopera-tlon Wlth‘ sw0|jn translators enabling realization of exams for 5.16, 0.8,
non-Polish speaking clients
construction of .
P9. | P the hall - priority emergence of a competitor who owns a workshop park s.9.,0.13.
p.10. | P | innovativeness P055|b|!|ty to conduct the theoretical part of the training in the form 516, 5.10, 0.2, 0.12.
of webinar
p.11. | p flexibility chk‘response to 5|tuat!ons - adjustment to conduct theoretical 57,513, 0.12.
parts in the form of webinars
. ) ] s.1.,S.8.,5.14.,
P.12 |D reputation 0OSZ the winner of the Eagles of Education 2020 award $15. 02
location / 57,512, .14,
P.13.| D | construction of | LIMITED SPACE FOR DEVELOPMENT AND EXPANSION
th 0.1, 0.3,
e hall
Source: Authors’ own elaboration
Table 7. Summary of operational area factors for OSZ
OPERATIONAL AREA FACTORS
L.P KEYWORD DESCRIPTION CONNECTIONS
developed P.3.,P.4, P.10.,P.12,,
0.2. |C theoretical and practical training P.13.,P.6,P.7,S.16,,
courses $.9.,5.14.,5.12.
customer
0.6. |C r:Iations high attachment of customers to the person managing the company S.2.
0.8. |P Machinery organizing examinations from UDT in OSZ premises P'G"SP'97"SP'1%’ 58,
0.10.p recognition ‘con5|-st‘ent-market|ng policy in terms of graphic and visual 51,52,
identification
communication | niektére dziatania realizowane sg w krdtkim czasie, w pospiechu
0.11. | P . . . S.10.
problems mogacym tworzy¢ btedy komunikacyjne
activity . S.7.,5.13,P.10.,P.5,
0.12. (P restrictions pandemic P.11,P.7.
0.13.|p construction of | weather conditions making it impossible to conduct practical training | P.4.,P.13.,P.6,,P.7,,
e the hall outdoors P.9.,5.10,, 5.5.

Source: Authors’ own elaboration

Financial Perspective

There are only a few factors from this
perspective. Only one appears on the map - the
growing revenues of the company. They reflect

the good condition of the company and
customers’ great interest in offered trainings. At
the same time, they enable the development of
the company, including the new ways of
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conducting courses and the expansion of the
training park.

The Customer Perspective

What is particularly important for the continuity
of the company's operations is the loyalty of its
customers, both in terms of their return and
recommending training to others. It helps to
establish the base of returning corporate
customers that has allowed the OSZ to function in
a long-term and stable way in a highly
competitive market. Stable position is also built
owing to recognizability and identifying the
quality of offered trainings with consistent
marketing policy. The changing requirements of
customers contribute to the continuous
development of the company, realized in two
ways: the ability to create training packages and
the ability to observe training by the customer.
Packages are developed according to the
individual requirements of corporate customers
and offered on attractive terms.

Concentration also occurs around the topics of
convenience and flexibility, customer relations,
and the number of people trained. One
convenience is the possibility of cancelling a
service freely, for whatever reason, without the
loss of funds. Another is work with certified
translators. Non-Polish speaking clients have the
opportunity to learn and pass in their native
language and the certification of the translator
ensures the validity of all information provided.

Efficient communication with customers is also
an important aspect. It facilitates lasting
relations, which are the basis of long-term
cooperation and mutual support in activities.
However, the company is currently in the
succession phase and its management is to be
taken over by sons. As a result, this may reduce
the interest of customers, who wanted to
maintain contacts primarily because of the
quality of training provided personally by the
manager.

Internal Process Perspective

The location of the center is not accidental, being
close to large customers and the prospect of
attracting more from the nearest area were the
main reasons for the location. Unfortunately,
despite a very good position on the market, the
company has only one head office. There are bug
growth prospects, allowing the company to plan
expansion also in other locations.

Flexible response to the pandemic situation
enabled the rapid resumption of the
implementation of theoretical training, which
was conducted in the form of remote webinars.
Although this required investment in equipment
and technology, it brought a very positive
response and customers were eager to take
advantage of such an offer. As a result of positive
evaluations of the training and maintaining the
pass rate of the exams, it was permanently
included in the OSZ offer.

A diverse and fully accessible fleet of machines is
needed for the efficient delivery of training
courses, which provides the facility with many
customers and is the basis for daily operations.
To this end, a project is underway to build a new
logistics hall.

Learning And Development Perspective

Business is shaped to a large extent by the legal
requirements of the professions requiring
certified qualifications. Regulations in this area
are often amended and adapted to the developing
sector. What was an important change was the
implementation of a limited validity period of
certificates granted by the UDT. This means an
increase in demand for training, in which, in
addition to customers who want to acquire
qualifications for the first time, there will be
people who will have to re-qualify and renew
their certificates.

As the company is a unit accredited by
certification bodies, it creates much higher trust
of a potential customer. An example of previous
activities in this area is the establishment of an
agreement with the UDT, according to which
examination sessions are held in the OSZ. This is
quite convenient for the customer who contacts
only the OSZ in order to acquire knowledge and
skills and obtain a certificate for them. As a result,
the process is shortened from several weeks to
one week, during which a full service is provided
- from training to examination. The quality of
training is also confirmed by the Eagles of
Education 2020 award was granted to the OSZ,
which is a significant distinction confirming the
competences of the educational institution.

The map (Figure 3) shows the correlations of
factors by perspective - financial, customer,
internal  processes, and learning and
development. This identification allows us to see
the interdependencies and groups of factors in
the inter-area dimension (Wu, 2012).

Malgorzata KACZMAREK and Daria MOTALA, Journal of Human Resources Management Research,

DOI:10.5171/2022.834140



11 Journal of Human Resources Management Research
P4 8.3 %.15
S.4
S6
P10 P9 P.13 P6 |P3 Ea P12 P7 P11
85 10
P P8
16 s.9 s.11 14 14 |s1| [s8 s.ﬂ s7 13
13 0.1 02
1 0.6 1
0.8

Figure 3: Strategy map for the OSZ - breakdown by BSC perspective

Source: Authors’ own elaboration

Figure 4: Color code for BSC perspectives

PERSPECTIVE

Financial

Customer

Internal processes

Learning and Development

Source: Authors’ own elaboration

Also in this view, S.16 appears as a key factor,
related to factors from all other perspectives,
which reflects the mission of the company under
study, which is to organize and carry out training
to acquire specialized qualifications. In the
financial perspective, it is associated with an
increase in the company's revenue (P.1). In the
customer perspective, we can see the adaptation
to their expectations by providing training of
both theoretical and practical character (0.2),
offering them both in the OSZ, or at the
customer's place (P.4) and allowing non-Polish
speaking customers to pass exams (P.8). On the
other hand, presenting theory in the form of
webinars (P.10), organizing training at the
company's headquarters (0.8) and beginning the
construction of a roofed hall for practical training
belong to the perspective of internal processes.

The second factor with a differentiated
relationship is P.12 - obtaining the Education

Eagles 2020 award. This is primarily due to the
long-term experience of the surveyed company
(S.1 - customer perspective), which pays off in
the form of the continuous improvement of
qualifications by its employees (S.14 - learning
and development perspective), also in the field of
modern forms of education (S.15 - learning and
development perspective) and obtaining
accreditation from the UDT, CIOP and the
Welding Institute (S.8 - internal processes
perspective).

The factors from the perspective of internal
processes reveal the greatest number of
connections on the map, which is justified by
their number. At the same time, however, it
allows one to conclude that changes taking place
within them will most significantly influence
factors from other perspectives. Those from the
group of development and science are in the
second place (five factors on the map), and there
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are significantly fewer of them than the area of
internal processes (17), or customer (12). It
proves the high importance of this area for the
functioning of the researched company.

Conclusion

The issue of monitoring the effectiveness of
functioning in a dynamically changing
environment is the increasingly frequent subject
of interest of entrepreneurs. Many of them decide
to implement tools enabling such observations,
among others, the Balanced Scorecard proposed
for the examined family enterprise. Taking into
account the priorities and goals that the company
intends to achieve, a dedicated Balanced
Scorecard was prepared as a tool to measure the
achievements in the best possible way. The result
of the conducted research procedure is not only
the created Balanced Scorecard, but also a
strategy map. Such a combination allows us to
precisely visualize the connections between
factors, which translates into the better
understanding of the content and, ultimately,
into the effectiveness of the implemented
activities.

First of all, measures were selected to measure
achievements within the BSC, thus creating a
comprehensive tool. However, in order to
observe the long-term effects of its application, it
should be noted that change resulting from the
improvement of one or several factors is not
enough. Only a well-functioning system of related
factors (presented in the maps) will allow
achieving satisfactory, visible results (Kober and
Northcott, 2021). It becomes necessary to
develop many of them in parallel and evenly. The
achievement of long-term effects resulting from
the application of the BSC will be possible in the
situation of controlled changes in many related
factors. This is illustrated, among other things, by
the presented strategy map. Only a well-
functioning system of related factors will make it
possible to achieve satisfactory, visible results.

Monitoring changes in the factors and the
correlations between them, together with the
introduction of appropriate metrics, dedicated to
the identified factors, will allow the company to
keep an eye on the state of the company properly.
The development of a system of metrics is the
next planned stage of research, the final effect of
which is to be the development and
implementation of a dedicated Balanced
Scorecard in the OSZ.
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