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Abstract
Private higher education institutions have been a focus of scholars because of their
increasing closures due to the lack of financial sustainability. Researchers have
demonstrated these closures limit society’s choices in higher education and have yet been
able to explore the perceptions of leaders of a small private university in Canada
regarding their university’s financial sustainability. The purpose of this study was to
explore these perceptions using Kaplan and Norton’s balanced scorecard conceptual
framework to analyze its four perspectives, particularly its financial perspective. Using
the qualitative, descriptive, single case study, data from fourteen leaders were collected
from focused interviews. The results of these analyses indicated the importance of
international students to grow enrollment, support services needed by the international
students, and the agile architecture structures required to provide services such as writing
and language support, housing and visa support, and mental health and well-being
support. Small private universities in Canada may benefit from the results of this study
demonstrating the need for enhanced support services for the international students who
are critical to their financial sustainability, and thus the retention of more choices in

institutions of higher education in Canada.
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Chapter 1: Introduction to the Study

The National Center for Education Statistics (2017) reported 138 degree-granting
private higher education institutions closed their doors between 2000 and 2010 in
America. This number more than doubled to 297 private higher education institutions
closing their doors in the 7 years from 2010 until 2017 (NCES, 2017). This trend is due
to an increase in financial pressures small private higher education leaders faced
compared to their elite counterparts in managing their institutions (Eide, 2018).

This study was conducted to further the understanding of the general management
problem of financial sustainability for small private higher education institutions. The
study findings provide further understanding of how perspectives of the balanced
scorecard system impacted the financial sustainability of a small private higher education
institution in Canada. Potential social implications of the study include adding to the
body of existing knowledge on financial sustainability as it relates to small private higher
education institutions in Canada.

The major sections of the first chapter include a background to the study. The
problem statement section has the general management problem along with the specific
management problem, both on financial sustainability, of small private higher education
institutions in general and a small private higher education institution in Canada in
particular. The purpose of the study is then discussed to explore how small private higher

education institutions use business tools such as the balanced scorecard (Reda, 2017).



Background of the Study

The balanced scorecard is a management tool introduced in 1992 by Kaplan and
Norton (1992) that evaluates an organization’s objectives and measures achievement of
those objectives from four perspectives: the customer perspective, the internal
perspective, the learning and growth perspective, and the financial perspective. It is
balanced in defining performance measures between financial-nonfinancial measures,
leading-lagging indicators, and internal and external constituents (Keser-Ozmantar &
Gedikoglu, 2016). Lagging indicators, such as student achievement, are measured at the
end, the last goals of the strategy, whereas leading indicators such as faculty development
are actions taken to help the institution achieve current goals as well as long-term
outcomes (Keser-Ozmantar & Gedikoglu, 2016). When there are no leading measures
with lag indicators, it is uncertain how goals can be met, and without lag measures for
leading indicators, there may be short-term benefits without improving outcomes for
stakeholders (Keser-Ozmantar & Gedikoglu, 2016).

The balanced scorecard can positively impact organizations with its four
perspectives by focusing on asking the following questions from Kaplan and Norton
(1992):

1. Financial perspective asks, “How will we look to our stakeholders and are we

meeting the expectations of our shareholders?”

2. Customer perspective asks, “How must we look to our customers and are we

delighting, or at least satisfying, our customers?”



3. Internal processes perspective asks, “What internal processes must we excel

at, and are we doing the right things and doing things right?”

4. Learning and growth perspective asks, “How can we learn and improve to be

prepared for the future?”

Agnihotri (2015) noted the great advances in technology and the proliferation of
online platforms have caused brick and mortar sites to close due to their lack of financial
sustainability. Agnihotri (2015) further found that the critical success factors necessary to
survive financially included developing certain capacities and the ability to leverage
assets. Carey (2014) found small brick and mortar private higher education institutions
experienced closures due to declines in enrollment and growing deficits with fewer
reserves than larger, more prestigious higher education institutions. It is the small private
higher education institution that must come up with more creative ways to improve their
financial sustainability. Murray (2020) found that small private higher education
institutions faced greater financial sustainability challenges that could lead to increasing
closures.

Christensen and Eyring (2011) wrote about the financial challenges facing
vulnerable higher education institutions, and Eide (2018) highlighted Christensen, from
the Harvard Business School, foreseeing 50% of all higher education institutions closing
in the coming decade. Higher education institutions face lower enrollment through the
declining rate of graduating high school students which has a greater negative effect on
small private higher education institutions. In the June 19, 2019, article in The Atlantic

Daily, Wong (2019) reported on Newbury College, a private higher education institution



closure. Wong (2019) purported the possibility that the closure could have been
prevented if the small private higher education institution had prioritized financial
sustainability. Newbury College’s final president, President Chillo, had considered
leveraging current fundraising channels, explored different revenue streams, and
diversifying the college’s financial portfolio prior to the closure (Wong, 2019).

The pace of closures for small private higher education institutions, those with
operating budgets under $100 million, is expected by Moody’s Investors Service to
increase with drops in enrollment and loss of market share to larger higher education
institutions with more resources (Gephardt, 2015). Lack of resources prohibited small
private higher education institutions to increase its investments into facilities, student life,
and even into academic programs that would attract prospective students (Gephardt,
2015). Larger higher education institutions had the key competitive advantage of
developing a variety of degree programs and offerings, along with a greater variety of
student support services (Gephardt, 2015). To address this problem, Kaplan and Norton’s
(1992) balanced scorecard provides the four perspectives that can help the small private
higher education institution uncover their own competitive advantage.

The financial perspective includes the productivity strategy and the growth
strategy (Kaplan & Norton, 2001). Han and Zhong (2015) did a study on how Tsinghua
University in China improved its financial sustainability by using Kaplan and Norton’s
(2004) balanced scorecard management tools. Han and Zhong (2015) called for more
studies using Kaplan and Norton’s (2004) balanced scorecard management tools to better

understand their effect on higher education institutions. Kaplan and Norton’s (1992)



balanced scorecard may help higher education institutions around the world with their
many challenges, including financial sustainability challenges leading to closures.
Problem Statement

Private higher education institutions have experienced increasing closures due to
lack of financial sustainability and face great financial challenges (Carey, 2014: Eide,
2018; Murray, 2020). Southern Vermont College, Concordia College of Alabama, Grace
University, and Marygrove College have all closed (Fain, 2019). In Canada, Charles Sturt
University closed its doors in 2016 after operating almost 10 years in Brampton, Ontario
(Usher, 2018). Canada’s private higher education institutions had an even more difficult
time since they do not receive the substantial government funding given to Canadian
public higher education institutions, that received $14 billion in 2017/2018 (Statistics
Canada, 2019). Although Canadian funding for public higher education institutions is the
responsibility of the provinces, Canada’s private higher education sector resembled that
of the United States (Usher, 2018).

Higher education institutions contribute to a nation’s development (Al-Kharusi &
Sree, 2017) and play an important role in social change; therefore, the closure of private
higher education institutions poses the social problem of a lack of diversity in higher
education offerings. The general management problem of this study was the lack of
financial sustainability of the private higher education institution leading to its closure
(Carey, 2014: Eide, 2018; Murray, 2020). The specific management problem was that
although a balanced scorecard has been used successfully in various private universities,

there is little information about how leaders of a private university in Canada perceive the



usefulness of the balanced scorecard in preventing the closure of their institution
(Murray, 2020).
Purpose of the Study

The purpose of this qualitative, descriptive, single case study was to explore the
perceptions of leaders of a small private higher education institution in Canada regarding
the impact of the balanced scorecard four perspectives on the university’s financial
sustainability. Murray (2020) measured financial sustainability with small private higher
education institutions’ profitability. I gathered data on the perceptions of the leaders of a
small private higher education institution in Canada on the financial sustainability of their
institution.

Research Question

The research question for this study was: What are the perceptions of leaders of a
small private university in Canada regarding the effect of the balanced scorecard
perspectives on the university’s financial sustainability?

Conceptual Framework

The conceptual framework for this study was Kaplan and Norton’s (2001)
balanced scorecard framework which assess sustainability from four perspectives: the
financial perspective, the customer perspective, the internal process perspective, and the
learning and growth perspective (Kaplan & Norton, 1992). The financial perspective
includes the productivity strategy and the growth strategy. Expanding revenue
opportunities drive the growth strategy, and the perceptions of the leaders of a small

private university in Canada with growing enrollment, was explored in this study.



The financial perspective is one of the four balanced scorecard perspectives and
provides the definition of tangible value in its objective of maximizing long-term
shareholder value through two dimensions, the productivity strategy and the growth
strategy (Kaplan & Norton, 2004). The financial perspective answers the question, “How
do we look to shareholders” (Kaplan & Norton, 1992)? Financial sustainability for higher
education institutions, according to Sazonov et al. (2015), is the ability to produce
sufficient income with stable financial structures to fulfill mission, education quality, and
long-term shareholder value.

One of the two financial perspective approaches of the balanced scorecard is the
growth strategy that focuses on expanding revenue opportunities through new products,
markets, and partners, as well as through enhancing customer value by improving
profitability of existing customers (Kaplan & Norton, 2004, p. 37). The other financial
perspective component of the balanced scorecard financial perspective, along with the
growth strategy, is the productivity strategy. The visual component of the balanced
scorecard conceptual framework is a strategy map which is a graphic representation of
the four perspectives of the balanced scorecard, providing the framework with a visual
representation of how the organization’s strategy connects its intangible assets to value-
creating processes (Kaplan & Norton, 2004).

The logical connections among the key elements of the balanced scorecard
financial perspective include its growth strategy component linking with financial
sustainability with a more thorough explanation in Chapter 2. The balanced scorecard

financial perspective growth strategy relates to the study approach and key research



questions by being the focus of the perceptions of the leaders of the smaller private
university in Canada experiencing growing enrollment. The study approach was a
qualitative, single case study in a small private university in Canada and the interview
questions were based on the perceptions of the leaders of this institution on the balanced
scorecard financial perspective growth strategy on the university’s financial
sustainability. The growth strategy component was explored regarding how the leaders of
the small private university in Canada perceived their growing enrollment.
Nature of the Study

The single case study methodology allows for an in-depth empirical investigation
into a current phenomenon in its specific context (Yin, 2018; Patton, 2015; Pang, 2018).
The single case study design is appropriate for a unique, critical, or revelatory case in
order to test established theory, analyze a phenomenon outside the limits of scientific
inquiry, or document a special case (Yin, 2018; Pang, 2018). The qualitative research
paradigm facilitated an understanding of the impact on a small private university’s
leadership teams from the balanced scorecard perspectives and the single case study
methodology allowed me an in-depth look into this complex phenomenon (see Yin,
2018). The unit of analysis was the leadership of the small private university in Canada
experiencing growing enrollment and the data came from interviews using the Zoom
application platform, and my observation notes made after the interviews. I used the
NVivo software program to assist in analyzing and organizing qualitative data from the
interviews. When I began using NVivo, [ first selected the Blank Project tab allowing me

to commence data organization and coding after importing my data sources into the



program by selecting Sources in the navigation menu and Data from the Ribbon
horizontal panel on the top of the screen (Walden, 2017b). Coding my data sources in
NVivo allowed me to connect references to specific themes, topics, observations, and
other concepts, as well as bringing different coded sources together into a single node,
which is a collection of these referenced materials, in order to find patterns in the
research data (Walden, 2017a). The population of this study consisted of the leaders of a
small Canadian private university’s major leadership teams.

Definitions

The following are definitions of key concepts and terms used in this study,
including citations identifying support from the professional literature. Knowing these
key concepts and terms help with understanding what is presented in this study.

Balanced scorecard: a management tool focusing on four perspectives of the
organization linking performance measures to the customer perspective, internal
perspective, innovation and learning perspective, and the financial perspective (Kaplan &
Norton, 1992).

Customer perspective: one of the four balanced scorecard perspectives that
focused on the differentiated value proposition for targeted customer segments by asking,
“How must we look to our customers and are we delighting, or at least satisfying, our
customers” (Kaplan & Norton, 2004)?

Financial perspective: one of the four balanced scorecard perspectives, provided
the definition of tangible value in its objective of maximizing long-term shareholder

value through two dimensions, the productivity strategy and the growth strategy (Kaplan
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& Norton, 2004). The financial perspective answers the question, “How do we look to
stakeholders and are we meeting the expectations of our shareholders” (Kaplan &
Norton, 1992)?

Financial sustainability: for higher education institutions, according to Sazonov
et al. (2015), was the ability to produce sufficient income with stable financial structures
to fulfill mission, education quality, and long-term shareholder value.

Growth strategy: one of the two financial perspective approaches of the balanced
scorecard focused on expanding revenue opportunities through new products, markets,
and partners, as well as through enhancing customer value by improving profitability of
existing customers (Kaplan & Norton, 2004, p. 37).

Internal perspective: one the four balanced scorecard perspectives focused on
producing and delivering the value proposition to the customers, as well as improving
processes to reduce costs for the financial perspective’s productivity strategy by asking,
“What internal processes must we excel at, and are we doing the right things and doing
things right” (Kaplan & Norton, 2004)?

Learning and growth perspective: one of the four balanced scorecard perspectives
focused on the organization’s intangible assets consisting of human capital, information
capital, and organization capital by asking, “How can we learn and improve to be
prepared for the future” (Kaplan & Norton, 2004)?

Productivity strategy: one of two components of the balanced scorecard financial

perspective along with the growth strategy (Kaplan & Norton, 2004).
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Small private university: Moody’s Investors Service defined the small private
higher education institution as having an operating budget under $100 million (Gephardt,
2015). A small private higher education institution has under 5000 students (CollegeData,
2020). The case used for this study had an operating budget of just over $18 million,
according to the independent auditor’s report conducted for the university’s 2019
financial statements, and 4000 students.

Assumptions

The assumptions of this study included participants being representative of the
university’s major leadership groups. I assumed that a sufficient number of members
from the major leadership groups would be willing to take part in the study and provide
open and honest answers to the questions I asked. I assumed that a sufficient number of
the members of the major leadership groups would have adequate knowledge of the
growing enrollment contributing to the financial sustainability of the small private higher
education institution in Canada.

I did not require participants to have a thorough knowledge of the balanced
scorecard conceptual framework because I asked open-ended questions regarding
growing enrollment contributing to the financial sustainability of the institution. I
recruited participants by visiting the Office of the Provost and informing them about my
study. I requested their help in contacting the members of the three leadership bodies by
directing me to their contact information; they did not ask anyone to participate in my
study. Once I had the contact information of the members of the leadership bodies, I

introduced myself to them via email with the participant consent form. I checked with the
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Vice Provost of Research at the institution to make sure I had permission to contact and
interview employees.
Scope and Delimitations

I studied one small private higher education institution in Canada as the scope of
this study. The institution I selected had fewer than 5000 students, an operating budget
under $100 million, and received no government funding. It fit the scope of my study that
focused on small private higher education institution closures, where small is defined as
under 5000 students (CollegeData, 2020). A small private higher education institution
also has under $100 million for its operating budget (Gephardt, 2015). I selected this
scope because it is small private higher education institutions that have been encountering
severe financial sustainability challenges leading to closures (see Woodhouse, 2015;
Eide, 2018; Murray, 2020). Higher education institutions that are both small in
enrollment numbers and budget, and are private with no government funding, are more
susceptible to closures (Eide, 2018; Murray, 2020). I also selected this scope because
although the balanced scorecard has been studied in private higher education institutions
around the world, including in Oman, Malaysia, Turkey, Indonesia, Macedonia, and
Nigeria, it had not been studied in relationship to a small private higher education
institution in Canada.

Budget and time considerations delimited me to not include more than the one
small private higher education institution in Canada with a sample population of 38

members of its major leadership bodies. Although differences exist between small private
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higher education institutions around the globe, the private higher education sector in Canada
resembled that of their neighbor to the south, the United States (Usher, 2018).

The specific aspect of the research problem that was addressed in the study are the
perceptions of the leaders of a small private higher education institution in Canada on the
effect of the balanced scorecard on the university’s financial sustainability. This specific
focus was chosen to address the general management problem of the financial
sustainability of small private higher education institutions, and the specific management
problem of the financial sustainability of a small private higher education institution in
Canada. Populations included in the study were all members of the major leadership
teams at the university. Populations excluded were any other university staff members
who are not members of these major leadership bodies. Nested in the conceptual
framework of the balanced scorecard, I focused on the four perspectives of the balanced
scorecard, and the two components of the financial perspective regarding growth and
productivity strategies. I investigated the other perspectives of the balanced scorecard
including the customer perspective, internal perspective, and the learning and growth
perspective.

Delimitations included my choice of participants only belonging to the major
leadership groups at the smaller private higher education institution located in Canada. I
delimited to the qualitative study design, the case study methodology, and the period of
time during which I did my study. Also, I dealt with the separation of the role of
researcher versus the role of employee of the university by approaching the research

mindful of the need for objectivity. I stepped out of the shoes of an employee and into the
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shoes of the researcher and was aware of any biases that surfaced. By being aware of the
challenge, I was better able to deal with it.
Limitations

Limitations, challenges, and/or barriers that needed to be addressed when
conducting this study had to do with the people in my study. I was limited to people who
were willing to be part of my study. For those people who were willing to be part of my
study, I was limited by their willingness to answer questions openly and honestly. The
cost of software and time constraints were also considered and factored into the study.

Significance of the Study

This study was significant because it addressed the growing numbers of private
higher education institutions closing their doors (see Carey, 2014: Eide, 2018; Murray,
2020). Among the closures were Atlantic Union College in 2017, Mount Ida College in
2018, and Newbury College and Green Mountain College with closures in 2019 (Jaschik,
2019). After surviving for 125 years, Marylhurst University, just outside of Portland,
Oregon closed its doors (Duffy, 2018). Canada’s private higher education institutions
faced similar challenges with Charles Sturt University closing its doors in 2016 after
operating almost 10 years in Brampton, Ontario (Usher, 2018).

The study was significant because it addressed these closures and provided
findings that may improve the financial sustainability of private higher education
institutions with its focus on the balanced scorecard’s four perspectives. This study also
advanced the balanced scorecard as an effective conceptual framework by filling a gap in

the literature on the balanced scorecard management tool usage in universities (see Han
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& Zhong, 2015). Whereas Han and Zhong (2015) did their study on Tsinghua University

in China, they recommended further research on university leadership as it pertains to the
balance scorecard management tool. In this study, I explored the perceptions of the
leaders of a small private higher education institution in Canada experiencing growing
enrollment on the effect of the balanced scorecard perspectives on the financial
sustainability of the small private university.
Other gaps in the literature were found with the following studies. First, Murray (2020)
did a quantitative study limited to the state of Georgia on the relationship between
organizational culture and profitability of small, nonprofit, private higher education
institutions. Second, Lanre and Olufemi (2019) did a quantitative study on how the
leadership of Nigerian private universities affected suitable implementation of the
balanced scorecard perspectives. Last, Rosli et al. (2018) did a qualitative study using
semistructured interviews of leaders in Malaysian private institutions of higher learning
on the use of the balanced scorecard as a strategic performance measurement system. My
filled the gap in the literature by interviewing leaders of a Canadian private higher
education institution on their perspectives of the balanced scorecard perspectives effect
on financial sustainability.
Significance to Practice

The study also advanced the practice of using the balanced scorecard’s four
perspectives to assess a smaller private higher education institution’s financial
sustainability. The balanced scorecard has been widely used in business after it was

introduced by Kaplan and Norton in 1992. The private university, with no government
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funding and predominantly limited resources, benefitted from the practice of engaging
strategy through the balanced scorecard’s four perspectives, especially the financial
perspective with its overall objective in increasing long-term shareholder value through a
growth strategy focused on expanding revenue opportunities and enhancing customer
value (see Kaplan & Norton, 2004). Thus, the rationale for studying all four perspectives
of the balanced scorecard on the small private university in Canada was to advance the
practice of using the balanced scorecard to improve the financial sustainability of small
private higher education institutions.
Significance to Theory

The significance to theory was the potential contributions of this study to advance
knowledge in the management discipline. The study helped identify key elements of the
balanced scorecard perspectives used by a private higher education institution in Canada
to improve financial sustainability. The balanced scorecard had been predominantly
researched in business and management, but few studies had focused on the balanced
scorecard management tools in universities (Han & Zhong, 2015). Reda (2017)
highlighted universities embraced the balanced scorecard. Alani et al. (2018) found the
balanced scorecard’s four perspectives were utilized at Solar University in Oman. Han
and Zhong (2015) called for more research on the balance scorecard perspectives
management tools for universities. My study heeded their call by focusing on the
balanced scorecard’s perspectives to understand its impact on a small private higher

education institution in Canada to improve financial sustainability.
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Significance to Social Change

Potential implications for positive social change included adding to the body of
existing knowledge on the financial sustainability of private higher education institutions
because higher education institutions contribute to a nation’s economic, social, and
cultural development, improving the quality of life for its citizens (see Al Kharusi &
Sree, 2017; Eftimov et al., 2016; Murray, 2020). My study contributes to further
understanding of the requirements for financial sustainability at small private higher
education institutions so they can keep their doors open and provide a greater diversity of
choices in higher education. Cernostana (2018) posited that a private higher education
institution was a significant social entity providing society with high quality educated
specialists. Besides the choices of elite schools for top students and public higher
education institutions for most students, the smaller private higher education institution
can offer benefits such as mentoring and personalized attention from faculty with its
smaller class sizes and close-knit academic community (Eide, 2018). Smaller private
higher education institutions fulfill student needs for religious affiliation, gender-specific,
or minority focused education (Murray, 2020). The smaller private higher education
institution provides a diversity of choice that can foster positive social change (Eide,
2018; Murray, 2020).

Summary and Transition

In this chapter, I described the perceptions of the leaders of a small private higher

education institution of the balanced scorecard’s four perspectives on the financial

sustainability of their university. I addressed the general management problem of the
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financial sustainability of small private higher education institutions. The specific
management problem was that although a balanced scorecard has been used successfully
in various private higher education institutions, there is little information about how
leaders of a small private university in Canada perceived the effect of the balanced
scorecard perspectives on the financial sustainability of their small private higher
education institution (see Han & Zhong, 2015, Murray, 2020). Universities are more
frequently using management tools and my study focused on the balanced scorecard’s
four perspectives (Kaplan & Norton, 2004). I attempted to provide further understanding
about the financial sustainability of the small private higher education institution and how
the balanced scorecard four perspectives helped with financial sustainability.

I present the literature review in Chapter 2, covering the following topics:
literature search strategy, conceptual framework, balanced scorecard perspectives, small

private universities, strategy map, case study approach, and the gap in the literature.
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Chapter 2: Literature Review

Private higher education institutions are facing great financial challenges and have
experienced increasing closures due to lack of financial sustainability (Carey, 2014: Eide,
2018; Murray, 2020). Demographic declines in several countries around the world have
greatly contributed to the lower demand for private higher education, including private
higher education institutes in Latvia that closed due to low enrollment (Cernostana,
2018). Canada did not have the long tradition of private higher education of the United
States (Clift, 2016), but Charles Sturt University closed its doors in 2016 after operating
almost 10 years in Brampton, Ontario (Usher, 2018). The purpose of this qualitative,
descriptive, single case study was to explore the perceptions of leaders of a small private
higher education institution in Canada experiencing growing enrollment regarding the
effect of the balanced scorecard’s four perspectives on a university’s financial
sustainability.

In this chapter, I provide the literature search strategy with a listing of library
databases and the search engines that I used. I identify and define the concepts used in
this study and provide a detailed analysis of the conceptual framework. I also provide an
exhaustive review of the current literature on the topic of balanced scorecard use in
private higher education institutions, along with a section on the case study approach with
peer reviewed justification for my choices. Finally, the chapter ends with a summary and

conclusions.
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Literature Search Strategy

In this study, I searched the literature in the fields of business, the higher
education, and financial sustainability. The literature that focused on private higher
education and the balanced scorecard provided the foundation for this study. I explored
the effect of the balanced scorecard’s four perspectives on the financial sustainability of
small private higher education institutions. I discuss the relationship between the
balanced scorecard and the private higher education institution in the literature review. I
cover the challenges of financial sustainability faced by small private higher education
institutions leading to their closures.

I retrieved articles from databases that included Business Source Complete,
Business Premier Collection, Social Science Premier Collection, ERIC, Academic Search
Complete, Education Source, and Google Scholar using search words higher education,
balanced scorecard, and private university. From the retrieved articles, I used their
references listings to locate articles published within the last 5 years of 2017 to 2021.

I started with the term private university in the above databases and did not get
many results. Once I used the terms balanced scorecard and higher education, 1
identified more germane scholarship and current research. From the articles identified, I
did an exhaustive review of the references listings to find the research done within the
last 5 years. In total, [ used 47 articles, 2 dissertations, and six books.

Conceptual Framework
The conceptual framework of this study was the four perspectives in Kaplan and

Norton’s (2001) balanced scorecard. The financial perspective is one of four balanced
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scorecard perspectives with the other three including the customer perspective, internal
process perspective, and the learning and growth perspective. The customer perspective
focuses on the differentiated value proposition for targeted customer segments (Kaplan &
Norton, 2004). The internal process perspective focuses on efficiently producing and
delivering value proposition (Kaplan & Norton, 2004). The learning and growth
perspective focuses on the organization’s intangible assets consisting of human capital,
information capital, and organization capital (Kaplan & Norton, 2004). The financial
perspective provides the definition of tangible value in its objective of maximizing long-
term shareholder value through two dimensions, the productivity strategy and the growth
strategy (Kaplan & Norton, 2004). The financial perspective answered the question,
“How do we look to shareholders” (Kaplan & Norton, 1992)? Within the financial
perspective, the growth strategy focuses on expanding revenue opportunities through new
products, markets, and partners, as well as through enhancing customer value by
improving profitability of existing customers (Kaplan & Norton, 2004, p. 37). The
productivity strategy, on the other hand, focuses on improving cost structure and
increasing asset utilization (Kaplan & Norton, 2004).

Expanding revenue opportunities drive the balanced scorecard’s financial
perspective growth strategy with the focus of the balanced scorecard stating that if you
cannot measure it, then you cannot manage it (Kaplan & Norton, 1992). I studied the
perceptions of leaders of a small private higher education institution in Canada on the
balanced scorecard perspectives effect on the financial sustainability of their small

private university. The four perspectives of the balanced scorecard provide the
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framework to show how the organization’s strategy connects its intangible assets to
value-creating processes (Kaplan & Norton, 2004). The concept of Kaplan and Norton’s
(1992) balanced scorecard had been applied and articulated in previous research focusing
on the business sector. The current study benefitted from the balanced scorecard
framework perspectives affecting the financial sustainability of a small private higher
education institution in Canada.

The strength of the qualitative, descriptive, single case study approach was in the
ability to uncover in-depth perceptions from the members of the major leadership bodies
of the small private university in Canada. The rationale for selecting the balanced
scorecard conceptual framework and the concepts attached to the balanced scorecard was
in its four perspectives and how they were perceived to affect the financial sustainability
of the small private university in Canada. The balanced scorecard conceptual framework
has made a strong contribution to the business literature and has also had a presence in
the higher education literature as well.

Literature Review

Kaplan and Norton’s (1992) balanced scorecard conceptual framework is widely
accepted, and has been since it first came out and had further iterations in 1996 and 2001.
Kaplan and Norton (2004) then published their book focusing on the balanced scorecard
perspectives strategy map management tool in 2004. In 2004, Lawrie and Cobbold (2004)
wrote on what they called the third-generation balanced scorecard that focused on how
the balanced scorecard evolved into such a widely accepted and effective strategic

management tool. In 2010, Kaplan (2010) clarified the conceptual foundations of the
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balanced scorecard in a working paper. The following year, Rollins (2011) did a balanced
scorecard study on the University of California, San Diego (UCSD). Rollins (2011) found
that with its metrics-driven structure, the balanced scorecard perspectives provided
advantages to higher education institutions in response to financial sustainability.

Two reasons to measure operational concerns were to assess how the organization
achieved set objectives and to assess what contributes to the failure of reaching these
objectives (Lanre & Olufemi, 2019). These two reasons to measure or evaluate
performance looked to the past for the answers and the balance scorecard provided a
framework that also looked ahead to the future (Lanre & Olufemi, 2019). The balanced
scorecard did this by converting the organization’s mission and strategy into
comprehensive performance measures set in a framework to assist in the strategic
management of set objectives (Lanre & Olufemi, 2019). The balanced scorecard allows
organizations to have a picture of what is happening in several different areas at the same
time (Kaplan & Norton, 1992).

The balanced scorecard is a management tool, a scorecard, introduced in 1992 by
Kaplan and Norton (1992) that evaluates an organization’s objectives and measures from
four perspectives: the customer perspective, internal perspective, learning and growth
perspective, and the financial perspective. Ahmad and Soon (2015) elaborated on the
balanced scorecard’s four perspectives as they pertained to the higher education
institution. The customer perspective focuses on customers and markets, and for the
higher education institution, it can be developing relationships with foreign universities

(Ahmad & Soon, 2015, p. 66). The internal process perspective considers new products
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and new technologies that can provide effective learning and latest curriculum design in
the context of the higher education institution (Ahmad & Soon, 2015, p. 66). The learning
and growth perspective takes into account employee satisfaction, employee continuity,
and employee satisfaction in the higher education context, related to the training and
development of faculty and staff (Ahmad & Soon, 2015, p. 66). Finally, the financial
perspective in the higher education context included revenue sources from program
funding, human capital investment, enrolment trend, and endowments, to support
financial sustainability by fulfilling the interest of stakeholders in order to expand
earnings and effective resource management (Ahmad & Soon, 2015, p. 66).

The scorecard is balanced in defining performance measures between financial-
nonfinancial measures, leading-lagging indicators, and internal and external constituents
(Ozmantar & Gedikoglu, 2016). Lagging indicators, such as student achievement, are
measured at the end, the last goals of the strategy, whereas leading indicators such as
faculty development are actions taken to help the institution achieve present goals as well
as long-term outcomes (Ozmantar & Gedikoglu, 2016). When there are no leading
measures with lag indicators, we do not know how goals can be met, and without lag
measures for leading indicators, we may have short-term benefits without improving
outcomes for stakeholders (Ozmantar & Gedikoglu, 2016).

In its second iteration, the balanced scorecard was developed into a top-down
communication tool to transform strategic goals from the top into practice at all levels
through cause-and-effect linkages, translating mission into performance measures

(Kaplan & Norton, 1996; Cheowsuwan, 2016). The four main objectives of the balanced
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scorecard in the process of strategic management translate and make clear the vision of
the institution and its strategy, communicate these with strategic objectives and measures,
plan targets and strategic initiatives, and facilitate strategic feedback along with learning
and growth (Kaplan & Norton, 1996). Lawrie and Cobbold (2004) took the balanced
scorecard and focused it onto vision and mission in a third-generation iteration. The
balanced scorecard for them was a holistic approach and was introduced to education
institutions as a strategic performance management tool to evaluate performance of
faculty, staff, and the institution itself, as well as to improve management,
communication, and strategy (Ozmantar & Gedikoglu, 2016; Reda, 2017). When the
balanced scorecard had been implemented into education institutions, there had been an
increase in the quality of services resulting from organized teacher training and school
investments resulting in high stakeholder satisfaction leading to increased revenues
(Ozmantar & Gedikoglu, 2016). Ozmantar and Gedikoglu (2016) found that the
application and development of the balanced scorecard in education institutions required
the leadership support of upper management.

According to Eftimov et al. (2016), there were a total of eight phases broken
down into six phases for designing the balanced scorecard for higher education
institutions, along with two more phases for implementation. First, the higher education
institution needed to clarify its vision for the institution’s future by following a strengths,
weaknesses, opportunities, and threats (SWOT) analysis to identify external opportunities
and threats, along with internal strengths and weaknesses (Eftimov et al., 2016, p. 36).

Secondly, the institution’s vision was made specific in a defined mission explaining the
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purpose and intention of the institution’s existence that promoted a sense of expectation
among stakeholders (Eftimov et al., 2016). The third phase translated and operationalized
the mission into strategic goals that are specific, measurable, attainable, realistic, and
time-bound (SMART) (Eftimov et al., 2016). The fourth phase was when the strategy to
implement and achieve the strategic goals is formed, providing a bridge between the
institution’s current state and the desired state of the strategic goal (Eftimov et al., 2016).
The fifth phase was when the strategy map management tool was created to provide a
graphical representation of the institution’s goals and the connections, relationship, and
causal linkages between the balanced scorecard’s four perspectives (Eftimov et al., 2016).
The sixth and final phase was the design of the balanced scorecard itself by defining
strategic actions needed to achieve strategic goals, defining key performance indicators
(KPIs), and determining targets and standards for comparing the different measurements
shown in the designed balanced scorecard (Eftimov et al., 2016).

The next two phases, phase seven and phase eight, represented the
implementation process and began with the institutional alignment phase when the
designed balanced scorecard system went through a review and approval process by the
higher education institution’s management before it is operationalized (Eftimov et al.,
2016). This seventh phase was when the system was connected to software that can keep
track of achievements and goals and provided alerts for missing targets (Eftimov et al.,
2016). Then the balanced scorecard of the institution was cascaded down to
complementary balanced scorecards for different departments, each translating the higher

education institute’s mission into departmental KPIs, targets, and actions, and even
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further to the individual level to align employee activities with the institution’s mission
and strategy (Eftimov et al., 2016). The eighth and last phase was finalizing the strategic
management system by linking the strategic goals and balanced scorecard with resource
allocation, reporting, and rewarding processes, to keep track, control, and strategically
manage the whole system (Eftimov et al., 2016).

Eftimov et al. (2016) found that the greatest benefit of implementing the balanced
scorecard through the eight phases at the higher education institution in Macedonia was
the improved integrity and organizational cohesion among stakeholder employees. The
balanced scorecard provided the framework for increased communication among all
employees with clear lines of accountability. By implementing the balanced scorecard as
their strategic performance management tool, the higher education institution in
Macedonia was better able to get international accreditation (Eftimov et al., 2016).
Quesado et al. (2018) also identified benefits and advantages in implementing the
balanced scorecard. They did a review of the literature and systematically examined
theoretical/conceptual and empirical studies. Both private and public sector companies
were studied including the banking industry, health industry, and hotel industry. Quesado
et al. (2018) found that the balanced scorecard provided more than a straight-forward
performance evaluation system. It is an essential strategic management tool clarifying
and translating mission, along with the strategy of the organization, as well as facilitating
organizational learning, strategic alignment, and streamlined communications. Quesado

et al. (2018) called for case studies in organizations of both public and private sectors that
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have adopted balanced scorecard perspectives to identify advantages produced with its
implementation.

Kerai and Saleh (2017) found the balanced scorecard provided advantages in
improving student satisfaction, market share, and profitability. Since higher education
deals in intangible services, the balanced scorecard provided much more appropriate
measures than measuring on financial performance alone (Kerai & Saleh, 2017). Higher
education needed to focus on their main stakeholder, the students, and universities are
finding that satisfying this major stakeholder group is increasingly challenging (Kerai &
Selai, 2017). Current quality student learning emphasized an educational environment
allowing for greater student experiences and student views, along with professors
building interactions and personal communications with students (Kerai & Selai, 2017).

Sudaryo (2017) explored private colleges including their mission, vision,
performance measures, and objectives, along with key performance indicators and the
strategy mapping management tool. Sudaryo (2017) found that the financial perspective
focused on improving operational effectiveness and efficiency, the customer perspective
focused on increased satisfaction with the lecture method, the internal process perspective
focused on the development of academic services, and the learning and growth
perspective focused on commitment to faculty. Performance measures and evaluation
were also studied by Chimtengo et al. (2017) on the University of Malawi’s Polytechnic
using the balanced scorecard and found both the internal process perspective and the
innovation and learning perspective had strong correlations to these factors. Chimtengo et

al. (2017) recommended that university administrators needed to practice efficiency with
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performance targets set to achieve financial goals in order to fund internal processes,
along with innovation and learning. The focus of both the internal processes and the
innovation and learning processes should be the design of modern programs relevant to
today’s industries.

Hassanien (2017) did a study on the need for an innovative model of strategic
planning in higher education in order to remain sustainable in today’s challenging times.
Hassanien (2017) found the balanced scorecard an innovative model for strategic
planning in higher education that was used for developing strategy, implementation, and
key performance indicators for evaluation. Higher education strategy started with writing
a mission, vision, values statement, then taking into account the external and internal
environments, and finishing the process with stating strategic action plans and goals
(Hassanien, 2017). The value system unique to each higher education institution affected
the strategic planning process with a variety of stakeholders including students
(Hassanien, 2017). Hassanien (2017) found the balanced scorecard as the innovative
model for strategic planning by developing an academic dashboard to measure its four
perspectives, financial, customer, internal processes, and learning and growth, since the
vision and mission can be translated into key performance indicators.

Ilyasin and Zamroni (2017) found that the balanced scorecard needs to be
implemented according to a systematic and continuous management strategy plan with
quality as the ultimate goal in the Islamic higher education system of Indonesia. The
balanced scorecard was found to produce a scalable, comprehensive, balanced, and

coherent strategic plan for Indonesia’s Islamic higher education. Systematic and efficient
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allocation and deployment of human and financial resources were found to be the result
of applying the balanced scorecard key performance indicators to five private universities
in Jordan in a study by Hourani and Abdali (2017). Al-Bawab (2017) also studied the use
of the balanced scorecard perspectives in a case study on private universities in Jordan
and found only partial use of the balanced scorecard perspectives. Only the financial
perspective was found to be used and Al-Bawab (2017) recommended following-up on
graduates, focusing on student services and the use of information technology, as well as
putting aside funds for research and development.

Gamal and Soemantri (2017) professed private colleges were not expected to
survive for the long duration, and future private colleges would need a performance
measurement model, such as the balanced scorecard, to perform well. Gamal and
Soemantri (2017) found the four perspectives of the balanced scorecard significantly
affected the performance of the private college. Not only affecting the performance of
private colleges, Breus et al. (2017) found the balanced scorecard to be practical when
used in different higher educational institutions to contribute to future economic security.
Breus et al. (2017) “noted that in current economic environment of Ukraine there is no
comprehensive theoretical and practical research on economic security of higher
educational institutions (p. 105). Breus et al. (2017) found the use of the balanced
scorecard in higher educational institutions promote rational use of resources, spreading
autonomy, and improving operations. Whereas Breus (2017) focused on higher education
institutions in the Ukraine, Arzamastseva and Khayrullina (2017) focused on Russian

universities and found there are poor linkages of strategic objectives to operational
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activities, as well as poor upper management support for introducing a management tool
such as the balanced scorecard. The balanced scorecard would address the university
management’s major problem of bridging the gap between the current results of the
university to their future vision by increasing efficiency of university operations
(Arzamastseva & Khayrullina, 2017).

Fijatkowska and Oliveira (2018) found the balanced scorecard provided for better
accountability and transparency through its performance measurement framework for
higher education institutions (HEI). Fijatkowska and Oliveira (2018) emphasized,
“Without the measurement, evaluation, profound analysis, benchmarking and
communicating of HEI’s key performance indicators there will be no accountability and
transparency of universities. HEIs should become more entrepreneurial and evaluate the
effectiveness of their activities in order to be more competitive” (p. 77).

El-Junusi et al. (2019) found the balanced scorecard provided the management
tool for an Indonesian higher education institution to become a world class university. El-
Junusi et al. (2019) found “it is necessary to increase the number of lecturers holding
professors and doctoral degrees, through the policy of accelerating the development of
lecturer quality” (p. 109). Nazri et al. (2019) found the balanced scorecard positively
impacted organizational performance of higher education institutions in Malaysia. Nazri
et al. (2019) found the balanced scorecard offered senior management of higher
education institutions in Malaysia better insight for developing procedure and policy for
strategic decisions on operations and resources. Mohd-Ali et al. (2019) found top

administrators of Malaysian higher education institutions revealed how the balanced
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scorecard impacted efficiency and effectiveness. Mohd-Ali et al. (2019) called for further
research on leadership perspectives from all private and public Malaysian higher
education institutions. The present study researched the perspectives of the leaders of a
small private higher education institution in Canada.

Mirza (2020) found the balanced scorecard improved overall educational
standards in a university in Pakistan. Most noteworthy in Mirza’s (2020) study was one
of his research questions that asked about the perceptions of management and staff of the
balanced scorecard. The present study asked about the perceptions of leaders of a small
private higher education institution in Canada on the effect of the balanced scorecard on
the university’s financial sustainability. Mirza (2020) also used the case study and
interview-based approach that the present study also used.

Ilic et al. (2020) found the performance indicators in the balanced scorecard four
perspectives are suitable to measure and monitor higher education institutions in Serbia.
The benefits found for using the balanced scorecard would be balanced management of
resources and processes by the higher education institution, monitoring of defined goals
of the higher education institution by the government, and the facilitation of decision-
making in choosing a higher education institution by prospective students (Ilic et al.,
2020). Zhao et al. (2020) found the balanced scorecard could improve the core
competencies of private higher education institutions in China. Zhao et al. (2020) noted
that private higher education institutions in China do not get government funding and had
a weakened position in China’s higher education market. The balanced scorecard

provided the performance evaluation system to assist the private higher education
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institution to improve its competitiveness in China and to promote in the development of
future private higher education institutions in China.

Camilleri (2020) found the balanced scorecard was optimally structured to create
value for higher education institutions with its strategy-based performance management
system that allows for vision and mission clarity. Camilleri (2020) noted that the
balanced scorecard’s non-financial performance measures in the customer, internal
processes, and learning and growth perspectives, provided guidance into the future.
Camilleri (2020) called for future research into how the balanced scorecard results in the
financial sustainability of the university. Han and Zhong (2015) called for further
research on the balanced scorecard management tools after doing their case study of
Tsinghua University in China and found that balanced scorecard management tools
improved university management that contributed to improved performance and
competitiveness. Hladchenko (2015) conducted a comparative analysis of the balanced
scorecards of three German and one Austrian higher education institution and found it to
be an effective communication tool for both internal and external stakeholders to clearly
comprehend the university’s strategic goals, contributing to transparent strategic
implementations. Ahmad and Soon (2015) did a paper presentation in Malaysia that year
on the factors that influence higher education balanced scorecard implementation at the
International Symposium on Technology Management and Emerging Technologies and
found that the balanced scorecard provided a complete and comprehensive representation

of organizational performance to top management.
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In the following year, Eftimov et al. (2016) did a case study in Macedonia on the
design process going into the balanced scorecard when used as the higher education
institution’s strategic management system and found that, along with operational
improvements, the greatest benefit provided by the balanced scorecard was greater
integrity and cohesion among employees as a result of providing communication and
consensus building processes. Elola et al. (2016) analyzed the balanced scorecard’s
causal relationships for both private and public higher education institutions in Spain and
found that the balance scorecard financial perspective is the priority for private
universities in Spain. Cheowusuwan (2016) explored how the balanced scorecard was
applied in a case study of a higher education institution in Thailand and found it both
measured performance as well as managed the needed strategies to achieve long-term
objectives. Ozmantar and Gedikoglu (2016) studied the processes of developing and
implementing the balanced scorecard and found twelve design principles for a private
higher education institution in Turkey.

In 2017, Reda (2017) aimed to find congruence with the balanced scorecard and
quality assurance practices for higher education institutions. After a descriptive literature
review, Reda (2017) proposed a model of the balanced scorecard for higher education
institutions. Theresia et al. (2017) focused on chosen balanced scorecard indicators with a
case study on a higher education institution in Indonesia and found that the balanced
scorecard provided a systemic view of the institution’s strategy. The balanced scorecard’s
systemic view of strategy allowed it to be an efficient tool providing cohesion among the

different strategic elements, as well as being a dynamic communication tool assisting all
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stakeholders to know their part in achieving objectives and organizational goals (Theresia
etal., 2017).

Performance of higher education institutions were the focus of balanced scorecard
studies in 2018. Rosli et al. (2018) noted that the performance of higher education
institutions is an essential component in transforming Malaysia into an educational hub.
Therefore, performance management systems such as the balanced scorecard are key to
bring about this result. Rosli et al. (2018) explored how private higher education
institution in Malaysia applied and implemented the balance scorecard to execute
strategy, along with the difficulties faced in using the balanced scorecard. Alani et al.
(2018) found performance and effectiveness increased with the use of the balanced
scorecard as a performance evaluation management tool in Oman.

Performance evaluation was the focus of Lanre and Olufemi’s (2019) study in
south-western Nigeria. Lanre and Olufemi (2019) examined the capacity and suitability
of private higher education institutions in south-western Nigeria to implement the
balanced scorecard management tool. Lanre and Olufemi (2019) found that the balanced
scorecard management tool could be utilized to do performance evaluations on both
students through the customer perspective, and the staff through the internal perspective.
Mahdi (2019) found that strategic knowledge management increased the performance of
private higher education institutions in Iraq.

Fayazzuddin and Shushma (2020) approached studying the balanced scorecard
through content analysis of previous research for the past 25 years in addressing the

problem of quality standards in India’s private and public higher education institutions. A
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major finding was the necessary prerequisite of senior management support for the
successful implementation of the balanced scorecard perspectives in higher education
institutions (Fayazzuddin & Shushma, 2020). Fayazzuddin and Shushma (2020) also
linked the four perspectives of the balanced scorecard to performance indexes for higher
education institution evaluations. The impact of the financial perspective of the balanced
scorecard was linked to permanent endowment figures, corporate grant figures,
enrollment increases, and better use of facilities (Fayazzuddin & Shushma, 2020). The
customer perspective of the balanced scorecard was linked to student surveys measuring
learning and satisfaction, sharing skills and expertise across location, units, and work
function, hiring of students and expected remuneration, success of training programs
offered by the universities, and presence of alumni in community services, non-
governmental organizations, and public service ((Fayazzuddin & Shushma, 2020). The
internal process perspective of the balanced scorecard was linked to the quality and
frequency of new curriculum, courses, syllabi, and programs, number of students per
faculty member, institution expenses for each student, and available faculty in specialized
fields (Fayazzuddin & Shushma, 2020). Fayazzuddin and Shushma (2020) connected the
final balanced scorecard perspective, learning and growth, to faculty participation at
conferences, availability and training in new technology, publications in scholarly
journals, community involvements, and entrepreneurial ventures (Fayazzuddin &
Shushma, 2020).

In 2020, Nazari-Shirkouhi (2020) examined how the balanced scorecard impacted

financial performance of a higher education institution in Iran and found that a



37

performance evaluation system based on the balanced scorecard provides a framework
for the successful implementation of strategy by considering both financial and non-
financial indicators. Murray (2020) studied the financial sustainability challenges of
small private higher education institutions in the United States of America where there
had been increasing closures and found that a positive relationship between
organizational culture and profitability could not be confirmed.

Eide (2018) wrote on the closure of Burlington College in 2016. Dufty (2018)
wrote on the closure of Marylhurst University in Oregon. Harris (2018) wrote on the
closures of Wheelock College and St. Gregory’s University. Comeau (2019) wrote on the
closure of Atlantic Union College. Jaschik (2019) wrote on the closure of Mount Ida
College in 2018. Fain (2019) wrote on the closures of Southern Vermont College,
Concordia College of Alabama, Grace University, and Marygrove College. In other parts
of the world, private higher education institutions in Latvia closed due to low enrollment
(Cernostana, 2018) and, in Canada, Charles Sturt University closed in 2016 (Usher,
2018). The balanced scorecard might have helped these higher education institutions keep
their doors open because it would have made them focus on financial sustainability
through growing enrollment by going after different markets including international and
online learners, and in investing into updating internal processes and the learning and
growth of faculty and staff.

Although there had been studies on the balanced scorecard perspectives and
higher education institutions, as well as on private higher education institutions and

private higher education institution closures, what remained to be studied were the
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perceptions of the leaders of small private higher education institutions on the balanced
scorecard perspectives. Leaders and managers of higher education institutions required
training and needed skills to successfully implement the balanced scorecard perspectives
into their organizations with channels of communication for the institutions strategy to
reach all departments (Hladchenko, 2015; Fayazzuddin & Shushma, 2020). Senior
leadership must also be highly committed to the balanced scorecard perspectives in order
to affect the culture change necessary for successful implementation, and to weather
challenges that may arise (Fayazzuddin & Shushma, 2020). Higher education institutions
also needed an equitable process for recruiting, promoting, compensating staff, as well as
incentivizing staff based on performance (Fayazzuddin & Shushma, 2020).

The balanced scorecard perspectives helped establish a culture of accountability
and innovation in higher education institutions (Fayazzuddin & Shushma, 2020). Top
management needed to foster this culture and keep themselves up to date with the latest
technologies and trends to better serve the institution’s students and faculty (Fayazzuddin
& Shushma, 2020). The competing demands on leadership posed a challenge to private
universities (Fayazzuddin & Shushma, 2020). Therefore, the perceptions of leaders hold a
key role on the impact of the balanced scorecard perspectives. Nazari-Shirkouhi (2020)
noted the importance of the leaders of the higher education institution in Iran and
included the interviews of ten members of the university’s executive committee into their
study. For this study, the research question was, “What are the perceptions of leaders of a
small private university in Canada regarding the effect of the balanced scorecard

perspectives on the university’s financial sustainability?”
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Areas of controversy around the balanced scorecard included what components of
the balanced scorecard hold the most importance. Cheowsuwan (2016) stressed the
importance of the relationship between the strategy map management tool and the
balanced scorecard. The implementation of the balanced scorecard includes the strategy
map management tool in processes consisting of six implementation steps (Cheowsuwan,
2016). Cheowusuwan’s (2016) first step was the prerequisites to implementing the
balanced scorecard consisting of an initial strengths, weaknesses, opportunities, and
threats (SWOT) analysis. The second step was the model synthesis step consisting of
setting the vision, developing strategy, establishing key performance indicators (KPIs),
and constructing the strategy map management tool (Cheowsuwan, 2016). The third step
was the technical implementation consisting of foundational training for those
responsible for constructing the balanced scorecards incorporating the KPIs, establishing
both alarm and target levels with calculation formulas for consolidating data, software
installations, and providing graphical definitions for customized reports (Cheowsuwan,
2016). The fourth step was the organizational integration step consisting of delegating
responsibility for measuring data, communicating balanced scorecard objectives to
employees, re-engineering both the strategy and management process, as well as the
reporting process (Cheowsuwan, 2016). The fifth step was the technical integration
consisting of identifying imported measures and systems, analyzing database structures
and exporting operative system capabilities, setting up procedures for gathering data, and
implementing the connection from operative systems to the balanced scorecards

(Cheowsuwan, 2016). The sixth and final step was the operations step consisting of the



40

daily operations, updating measure values, analyzing balanced scorecard results,
reporting these balanced scorecard results, and continually refining the balanced
scorecard model (Cheowsuwan, 2016).

Nazari-Shirkouhi (2020) noted that presently there were a number of higher
education institutions utilizing the balanced scorecard, with some in the area of
performance evaluation as higher education institutions play an important role in society
and the sector is becoming increasingly competitive. When evaluating the performance of
a higher education institution in Iran, Nazari-Shirkouhi (2020) determined that the
learning and growth perspective, along with the customer perspective, were the main
contributors to a higher performance evaluation. Both teaching and support staff needed
to continually keep up with new systems and maintain a readiness to learn new skills,
technologies, capabilities, and adapting organizational structures (Nazari-Shirkouhi
(2020). This learning and growth from all university faculty and staff facilitated the
capacity to innovate that is paramount for the modern higher education institution
(Nazari-Shirkouhi (2020).

Along with the learning and growth perspective, the customer perspective
contributed to a high-performance evaluation (Nazari-Shirkouhi (2020). Increasing
faculty and staff satisfaction as the internal customers of the institution, as well as
increasing the number of students as external customers, both contributed to financial
performance of the higher education institution (Nazari-Shirkouhi (2020). Lanre and
Olufemi (2019) explored the suitability of implementing the balanced scorecard at private

universities in southwestern Nigeria. Similar to most countries around the world, private
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universities in Nigeria received no government funding and their main source of income
was from tuition fees (Lanre & Olufemi, 2019). Lanre and Olufemi (2019) found that
private universities in southwestern Nigeria had the capacity to implement the balanced
scorecard to measure their operational concerns versus their strategic priorities.
Balanced Scorecard Financial Perspective

The financial perspective was one of the four balanced scorecard perspectives,
that provided the definition of tangible value in its objective of maximizing long-term
shareholder value through two dimensions, the productivity strategy and the growth
strategy (Kaplan & Norton, 2004). The financial perspective answered the question,
“How do we look to shareholders” (Kaplan & Norton, 1992)? In this study, the smaller
private university was not a publicly traded education institution with shareholders, and
the financial perspective in this study will ask, “How do we look to stakeholders who
include funders, donors, faculty, staff, and students™? The financial perspective for the
higher education institution could also focus on securing research funding along with
other revenue sources (Cheowsuwan, 2016; Eftimov et al., 2016). This revenue could be
a key performance indicator for the goal of increasing revenues from various sources for
the strategic activity of financial management (Eftimov et al., 2016). Another goal could
be better utilization and control of resources using key performance indicators to measure
funds allocated for institutional expenses including salaries and facility improvements, as
well as compliance of income and expenditures, and the time to pay off liabilities

(Eftimov et al., 2016).
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Financial Sustainability

Financial sustainability under the finance theory means financial independence
(Al Kharusi & Sree, 2017). Agnihotri (2015) noted the great advances in technology and
the proliferation of online platforms, have caused brick and mortar sites to close due to
their lack of financial sustainability. Agnihotri (2015) analyzed critical success factors
necessary to survive financially, including developing certain capacities and the ability to
leverage assets. It is possible the closure of Newbury College could have been prevented
if the small private higher education institution had prioritized financial sustainability
through exploring different revenue streams (Wong, 2019). For higher education
institutions according to Sazonov, Kharlamova, Chekhovskaya, and Polyanskaya (2015),
financial sustainability was the ability to produce sufficient income with stable financial
structures to fulfill mission, education quality, and long-term shareholder value.

In their paper on the financial sustainability of private higher education
institutions, Al-Kharusi and Sree (2017) described sustainability as the ability to continue
operations, accomplish set goals, and add stakeholder value over a long period of time (p.
25). They used key financial ratios to measure financial sustainability for publicly traded
private higher education institutions, including profitability analysis, liquidity analysis,
long-term solvency analysis, and asset management analysis (Al-Kharusi & Sree, 2017,
p- 28). The first financial ratio, profitability analysis, looked at the three measures of the
net profit margin (NPM), the return on total assets (ROA), and the return on total equity
(ROE) (Al-Kharusi & Sree, 2017). NPM is the ratio of net profit to generated revenue,

ROA is profit generated from total assets invested in the university including land,
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buildings, and classroom equipment (Al-Kharusi & Sree, 2017, p. 29), and ROE was not
applicable because the small private university in Canada was not publicly traded.

The second financial ratio, liquidity analysis, shows if the higher education was
able to fulfill all short-term financial obligations with existing cash resources, and is
measured through current ratio, cash ratio, and ratio of net working capital to total assets
(Al-Kharusi & Sree, 2017, p. 29). The ratio of current assets to current liabilities is the
current ratio, whereas the cash ratio is the ratio of cash assets to current liabilities (Al-
Kharusi & Sree, 2017, p. 29-30). The third liquidity measure was the net working capital
(NWC) ratio of current assets against current liabilities (Al-Kharusi & Sree, 2017, p. 30).

The third financial ratio was asset management analysis looking at the efficient
management of the institution’s assets, measured with the net working capital turnover
ratio, the fixed assets turnover ratio, and the total assets turnover ratio where high total
asset turnover demonstrates more efficient asset management (Al-Kharusi & Sree, 2017,
p. 30). The fourth and final financial ratio was long-term solvency analysis dependent on
debt level and the ability to be able to service the debt, measuring debt burden size
through the total debt ratio and the debt equity ratio (Al-Kharusi & Sree, 2017, p. 31).
The growth of a higher education institution would be severely hindered by a large debt
burden (Al-Kharusi & Sree, 2017, p. 31). Instead, higher education institutions should not
be primarily funded by debt and should keep the profit generated to further growth (Al-

Kharusi & Sree, 2017, p. 35).
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Growth Strategy

The growth strategy was one of the two financial perspective approaches of the
balanced scorecard focusing on expanding revenue opportunities through new products,
markets, and partners, as well as through enhancing customer value by improving
profitability of existing customers (Kaplan & Norton, 2004, p. 37). It was balancing
between the four perspectives that successfully executes the strategy of the higher
education institution (Hladchenko, 2015). The strategic outcomes of the higher educaton
institution as a non-profit entity with intangible products requires the broader base of the
four perspectives that the balanced scorecard provides (Hladchenko, 2015). Even when
the balanced scorecard’s strategic goals, such as a growth strategy, came from the leaders
of the higher education institution, each separate department within the university had to
come up with its own balanced scorecard in alignment with the strategy of the university
as a whole (Hladchenko, 2015). The different functions of the balanced scorecard
allowed it to be a tool for strategy execution, controlling, operationalization, and
communication (Hladchenko, 2015). Although some higher education institutions had
other perspectives beyond the original four perspectives, all kept the financial perspective
that is sometimes called the resources perspective (Hladchenko, 2015). The growth
strategy and the productivity strategy are the two components of Kaplan and Norton’s
(2004) financial perspective.
Productivity Strategy

The productivity strategy is one of the two components of the balanced scorecard

financial perspective along with the growth strategy. Today’s global and competitive
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environment necessitates the higher education institution become more efficient,
productive, and accountable (Hladchenko, 2015). The different perspectives of the
balanced scorecard assisted the higher education institution to see itself functioning in
different roles including providing services for their students, lecturers, and researchers
(Hladchenko, 2015). These services could not be provided without a healthy financial
perspective prioritizing acquiring third-party funding, critically important for higher
education institutions that did not depend on government funding (Hladchenko, 2015).
The four perspectives of the balanced scorecard are themselves composed of different
elements and components consisting of initiatives, targets, measures, objectives, and
strategies (Hladchenko, 2015). Strategy implementation, including a productivity
strategy, has its foundation in the institution’s strategic goals and uses these to develop
projects that can be measured within certain parameters (Hladchenko, 2015).
Small Private University

Slightly modifying Carey’s (2014) description of the private college as having
little reserves and surviving mainly on tuition fees, the private university in this study
was also dependent on tuition fees, received no government funding, was moderate in
student numbers, attracted average students, was non-profit, and not publicly traded. The
private higher education institution did not have the financial support of government
funding (Rine & Guthrie, 2015). Instead, private higher education institutions depended
mainly on endowment returns and tuition fees (Rine & Guthrie, 2015). According to
Burgstahler and Sawers (2017), the reporting of net appreciation on endowment assets

impacted different stakeholder perceptions of the private university’s financial
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performance. Positive financial performance was getting increasingly difficult as private
higher education institutions faced lower enrollment through the declining rate of
graduating high school students (Eide, 2018).

Private education institutions that do not rely on government funding were able to
implement changes more easily, including arranging the budget according to the
institution’s priorities and needs, as well as improve both technological and physical
infrastructures (Ozmantar & Gedikoglu, 2016). These changes included implementing the
balanced scorecard, even though its application in the strategic management of higher
education institutions was varied due to the difficulty leaders of the institutions faced
with their lack of skill and familiarity with this management tool (Hladchenko, 2015),
especially in today’s global context. In their study on private universities in Canada,
Khadraoui et al. (2017) highlighted how higher education attracts students from around
the world who contribute greatly to the Canadian economy.

Case Study Approach

Han and Zhong (2015) noted that case studies are utilized the most to examine the
use of the balanced scorecard in universities and called for more empirical studies.
Nazari-Shirkouhi (2020) did a study including interviews from 10 professors on the
Executive Committee of a higher education institution in Iran and called for future
research with a greater sample. The current study filled this gap with the case study
approach I that drew from a sample of 38 members of the major leadership bodies who

underwent Zoom interviews on the complex description of their perceptions on how the
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balanced scorecard affects the financial sustainability of the small private higher
education institution in Canada.
The case study approach was prevalent in the balanced scorecard literature on

higher education institutions as the following research demonstrates:

e Wahba (2016) did their case study in Egypt.

e Eftimov et al. (2016) did their case study in Macedonia.

e Rollins (2011) did a case study on San Diego State University.
e Theresia et al. (2017) did a case study in Indonesia.

e Cheowsuwan (2016) did a case study in Thailand.

e Han and Zhong (2015) did their case study in China.

e Nazari-Shirkouhi et al. (2020) did their case study in Iran.

After reviewing the literature and finding the case study approach widely used to
research the many aspects of the balanced scorecard in relation to higher education
institutions, I chose the case study approach to research a private higher education
institution in Canada.

Gap in the Literature

Han and Zhong’s (2015) study had been on Tsinghua University in China, and
they called “for further exploration of university management, governance, and
leadership” (p. 950), as it pertains to the balance scorecard management tools. To fill the
gap in the literature, I explored the perceptions of the leaders of a small private higher

education institution in Canada experiencing growing enrollment on the effect of the
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balanced scorecard perspectives on the financial sustainability of the small private
university.

Additional gaps in the literature come from Murray (2020), who did a quantitative
study limited to the state of Georgia on the relationship between organizational culture
and profitability of small, nonprofit, private higher education institutions. The present
study filled the gap in the literature by doing a qualitative study on a small private higher
education institution in Canada and leadership perceptions of the balanced scorecard
perspectives on financial sustainability.

Lanre and Olufemi (2019) also did a quantitative study on how the leadership of
Nigerian private universities affected suitable implementation of the balanced scorecard
perspectives. The present study filled the gap in the literature by doing a qualitative study
on the perceptions of the leadership of a Canadian private university on the effect of the
balanced scorecard perspectives on financial sustainability. Rosli et al. (2018) did a
qualitative study using semi-structured interviews of leaders in Malaysian private
institutions of higher learning on the use of the balanced scorecard as a strategic
performance measurement system. The present study filled the gap in the literature by
interviewing leaders of a Canadian private higher education institution on their
perceptions of the balanced scorecard perspectives on financial sustainability.

Quesado et al. (2018) found that the balanced scorecard provided more than a
straight-forward performance evaluation system. It was an essential strategic
management tool clarifying and translating mission, along with the strategy of the

organization, as well as facilitating organizational learning, strategic alignment, and
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streamlined communications. Quesado et al. (2018) called for further research with case
studies in organizations of both public and private sectors that have adopted the balanced
scorecard to identify advantages produced with its implementation. The present study
addressed this call for further research with a case study about a small private higher
education institution in Canada on balanced scorecard perspectives.
Summary and Conclusions

From the existing literature, the private university with limited resources faced
financial sustainability challenges that Kaplan and Norton’s (2001) balanced scorecard
financial perspective addressed. Kaplan and Norton’s (1992) balanced scorecard is well
known to the management discipline and had been widely applied in the business sector.
What was not widely known in the management discipline related to the topic of study
are the perceptions of leaders of private higher education institutions on the effect of the
balanced scorecard financial perspective on the financial sustainability of their institution.
The present study filled the gap in literature on balanced scorecard management tools in
universities noted by Han and Zhong (2015) in order to extend knowledge in the
management discipline. This gap in literature called for empirical evidence of balance
scorecard management tools in universities and the present study utilized the qualitative
research method in order to explore balanced scorecard perspectives at a private
university in Canada.

I present the research method in Chapter 3, covering the following topics:
research design and rationale, role of the researcher, methodology, and issues of

trustworthiness.
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Chapter 3: Research Method

As mentioned in Chapter 1, the purpose of this qualitative, descriptive, single case
study was to explore the perceptions of leaders of a small private higher education
institution in Canada regarding the university’s financial sustainability using the balanced
scorecard system. The single case was a small private higher education institution in
Canada. Based on Han and Zhong’s (2015) research on management tools used in
universities, this study addressed the gap of needed empirical research on the balanced
scorecard management tool for universities. Although not a required strategy planning
process for universities, Reda (2017) noted the growing popularity in the use of the
balanced scorecard in higher education institutions. In this chapter, I review the research
design and rationale of why I chose the research tradition that I did and why other choices
would not have been as effective. I address my role as the researcher, my methodology,
issues of trustworthiness, and provide a summary at the end of the chapter.

Research Design and Rationale

The research question was: What are the perceptions of leaders of a small private
university in Canada regarding the effect of the balanced scorecard perspectives on the
university’s financial sustainability?

The central concept of the study was how the use of Kaplan and Norton’s (2001)
balanced scorecard is viewed by university leaders as a way to increase the sustainability
of the university. I explored the financial perspective, the first of the four balanced
scorecard perspectives used in the strategy map, with the other three perspectives

including the customer perspective, the internal process perspective, and the learning and
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growth perspective. I explored second perspective, the customer perspective, by focusing
on the differentiated value proposition for targeted customer segments (Kaplan & Norton,
2004). Then, I explored the third internal process perspective that focuses on producing
and delivering the value proposition to the customers, as well as improving processes to
reduce costs for the financial perspective’s productivity strategy (Kaplan & Norton,
2004). Lastly, I explored the learning and growth perspective that focuses on the
organization’s intangible assets consisting of human capital, information capital, and
organization capital (Kaplan & Norton, 2004).

The strength of the qualitative, descriptive, single case study approach was in my
ability to uncover in-depth perceptions from the members of the major leadership bodies
of the small private university in Canada. This study followed the qualitative research
tradition using the case study design. The rationale for choosing the qualitative research
tradition was for the use of in-depth interviews to uncover the perceptions of the leaders
regarding the effect of the balanced scorecard on the university’s financial sustainability.

Other possible choices, such as the quantitative research tradition, would have
been less effective because of the descriptive nature of the data I attempted to gather from
my in-depth interviews. Also, although the financial perspective lends itself to data from
numbers and figures, I researched the perceptions of the leaders regarding all four
perspectives of the balanced scorecard.

In order to study the perceptions of leaders of a small private university in Canada
regarding the university’s financial sustainability, the qualitative single case study was

the most appropriate since it allowed me to focus on the intangible thoughts and emotions
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making up the perceptions toward a particular concept. Rosli et al. (2018) studied the
perceptions of private institutions of higher learning in Malaysia on using the balanced
scorecard as their strategic management tool to ensure financial sustainability. The
particular concept I studied was the balanced scorecard perspectives on the university’s
financial sustainability and the perceptions that I studied were from the leaders of a small
private higher education institution in Canada. Financial sustainability for higher
education institutions, according to Sazonov et al. (2015), includes the ability to produce
sufficient income with stable financial structures to fulfill mission, education quality, and
long-term shareholder value.

Other qualitative designs would not have been as appropriate as the case study
design because the case study allowed me to focus on the perceptions of the leaders of
one small private university in Canada rather than their lived experience as in
phenomenology. My conceptual framework, balanced scorecard, had already been
generated by Kaplan and Norton (1992); therefore, the grounded theory design would not
have been as appropriate. Also, since I asked questions on the four perspectives of the
already established balanced scorecard framework, the narrative research design would
not have been as appropriate.

Role of the Researcher

My role as the researcher was to participant in the in-depth interview process with
my participants. I also designed this study, wrote the research question and the interview
questions, and analyzed the data. To get my data, I utilized the Zoom meeting platform to

conduct and record the interviews.
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I was the only one who collected the data from the Zoom meeting platform. The
frequency of data collection events was daily to weekly scheduled interviews for a
duration of 25 to 35 minutes for each interview. The interview data was only the audio
recording and the recording transcript obtained with the record function of the Zoom
platform. The other data collection source was my own participant observation sheets to
note eye contact, facial expressions and hand gestures, elocution, enthusiasm, and poise
during the interviews, and I completed these observation sheets directly following the in-
depth interviews.

Frequency of completing the participant observation sheets followed the
frequency of the interview data collection events. Duration of filling out the participant
observation sheets was between 25 to 35 minutes, the same duration as the interviews. I
used the Zoom platform Record function to save the data obtained with the interview
protocol data collection instrument.

While interviewing, my role as the researcher was to ask the questions during the
interviews and observe the interviewees for my observation notes after the interviews. I
used the interview transcripts to gather common themes using NVivo to code my data.
Any researcher bias was managed by approaching the research with the awareness of the
need for objectivity and by being aware of the challenge, I was better able to deal with it.

Bracketing allowed me, as the researcher, to enclose or bracket, past knowledge
and other information including biases, in order for me to focus objectively on the
gathered data (Patton, 2015). Another strategy I employed was keeping a reflective

journal in order to intentionally and regularly chronicle my thoughts, questions, concerns,
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emotions, struggles, and ideas (Ravitch & Carl, 2016). Writing over a period of time

allowed for continual self-reflection, developing good habits and intentionality in

research, structured reflection on research ideas and questions, keeping track of important

references, changes in practice, and evolving frameworks, as well as developing

significant questions to engage in scholarly dialogue (Ravitch & Carl, 2016).
Methodology

Participant Selection Logic

The logic behind my participant selection in this study was to focus on the leaders
of the smaller private university in Canada. My sampling strategy was to identify and
recruit from the major leadership bodies of the university comprising the population of
my study. I identified the major leadership bodies and asked the Office of the Provost to
provide contact information for the members of the major leadership bodies.

Participants were known to meet the criteria of being a leader of the smaller
private university by being on the contact list of the major leadership bodies provided by
the Office of the Provost. In total, the major leadership bodies provided 38 participants
since there was member overlap between the different leadership teams. I aimed for
thirteen to eighteen interviewees in total from the major leadership groups. The
relationship between saturation and sample size was that although my population size is
38 participants, saturation will be reached when common themes keep recurring and no
new themes emerge from the interviews coming out of my sample group. I followed-up
with the welcome email and consent form, containing Walden’s IRB approval number

11-24-21-0697960, to the members of the major leadership teams. I began with a few
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members of the major leadership bodies to request their participation in the study via
email and continued until all 38 individuals received email invitations.
Instrumentation

I was the main instrument of this study as the interviewer, and I used my Zoom
meeting function to conduct my interviews and record them. I used the interview protocol
provided in Appendix A that I produced to collect my data. The data collected from the
Zoom meeting recordings was sufficient to answer the research question that asked about
the perceptions of leaders of a smaller private university regarding the effect of the
balanced scorecard financial perspective on the university’s financial sustainability. I
produced the interview protocol by using the body of academic studies I found in my
literature review. Rubin and Rubin (2012) explained that the body of academic literature
“are suggestive of overview main questions” (p. 135). I asked the study participants their
perceptions on the small private university’s balanced scorecard perspectives on the small
private university’s financial sustainability and their answers generated sufficient data to
answer the research question.
Expert Review

I conducted an expert review with two experts, one in my topic and one in my
design by sending them the purpose of my study, my research question, and my interview
questions. I asked them to comment on the readability and understandability of my
questions, and whether the interview questions can be used to answer the research

question, as well as if these questions are appropriate for a case study.
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The first expert made positive comments regarding the purpose, readability, and
understandability of my research questions, whether they were appropriate for a case
study, and whether my interview questions can be used to answer my research question.
The second expert provided constructive comments on the provision of descriptors in the
interview questions provided in Appendix B.

The expert review provided insight into the need for more open-ended questions
and not the blind questions needing descriptors for the terms used in the questions. After
the expert review, I modified my interview questions to open-ended questions that do not
need descriptors.

Procedures for Recruitment, Participation, and Data Collection

I recruited participants by contacting the Office of the Provost and informing
them about my study. I requested their help for contact information on the members of
the major leadership bodies of the university within an agreed upon time frame. Once I
had the contact information of the members of the leadership bodies, I introduced myself
to them via email with the participant consent form. Once I received consent from
participants, and when the participants chose a time slot, I sent out calendar invites with
the Zoom link to my personal meeting room. When they logged into the Zoom link, they
arrived at my personal meeting room where I conducted the actual interview. I set up all
interviews in the same manner.

I was the only person collecting the data from the Zoom platform. The frequency

of data collection events was daily to weekly scheduled interviews for a duration of 25 to
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35 minutes for each interview. The interview data was audio recorded with the record
function of the Zoom meeting platform.

The other data collection source was my own participant observation sheets to
note eye contact, facial expressions and hand gestures, elocution, enthusiasm, and poise
during the interviews, and I completed these observation sheets directly following the in-
depth interviews. Frequency of completing the participant observation sheets followed
the frequency of the interview data collection events. Duration of filling out the
participant observation sheets will be between 25 to 35 minutes.

After I transcribed the interviews using the Zoom platform Record function’s
transcription capability, I began using NVivo by first selecting the Blank Project tab
allowing me to commence data organization and coding after importing my Zoom
transcripts into the program by selecting Sources in the navigation menu and Data from
the Ribbon horizontal panel on the top of the screen (Walden University, personal
communication, 2021). Coding my Zoom transcripts in NVivo allowed me to connect
references to specific themes, topics, observations, and other concepts, as well as bring
different coded sources together into a single node, which was a collection of these
referenced materials, in order to find patterns in the research data (Walden University,
personal communication, 2021). The interviewees exited the study after they finished
answering all my interview questions.

Data Analysis Plan
Yin (2018) explains that the data analysis phase “depends on a researcher’s own

style of rigorous empirical thinking, along with the sufficient presentation of evidence
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and careful consideration of alternative interpretations” (p. 165). To foster my own
rigorous thinking style, I employed Yin’s (2018) general analytic strategy on relying on
theoretical propositions.

Having the proposition that the balanced scorecard affects the financial
sustainability of a small private higher education institution allowed me to choose Yin’s
(2018) first general analytic study to “follow the theoretical propositions that led to your
case study” (p. 168). My basic proposition that the balanced scorecard affects the
financial sustainability of a small private higher education institution in Canada shaped
my data collection plan to gather information through in-depth interviews with the
leaders responsible for their institution’s financial sustainability. I also used my
participation observation notes completed after doing the interviews. The above data
collection plan provided analytic priorities focusing on the theoretical propositions that
shaped it. The proposition that the balanced scorecard affects a small private higher
education institution’s financial sustainability helped organize my data analysis,
highlighting important contextual conditions that I was able to describe for my
descriptive single case study.

For the in-depth Zoom interviews with the leaders of a smaller private university
in Canada, I ran a content analysis on the answers to the questions in the interview
protocol, to reveal possibly hidden realities in the raw data as it is being defined (Patton,
2015). I also used the descriptive analysis method to try to arrange and interpret the

research findings (Patton, 2015).
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I started by doing a text search in NVivo. I then coded the data, categorized, and
found common themes by linking the different codes into nodes to the four different
perspectives of the balanced scorecard.

Issues of Trustworthiness
Credibility

I aimed to establish credibility by having different data sources consisting of in-
depth interviews via the Zoom meeting platform and my observation notes after the
interviews, as well as publicly available university facts documents. The strategies of
having different data sources and saturation helped establish the credibility of this study,
along with bracketing and keeping a reflexive journal. The expert review from experts in
both the discipline and the methodology also lent to the credibility of the study.
Transferability

I aimed to establish transferability by ensuring I used thick descriptions when
going over both the interview transcripts and my own participant observation sheets. |
also have a variation of participants in the major leadership bodies of the university even
though there is participant overlap. Transferability was left to the reader based on my
thick rich description of methodology, results, and sample.

Dependability

I aimed to establish dependability with audit trails by keeping detailed records
describing how all findings are based solely on what my interviewees said in their
interviews. I also provided a transparent description of the collection and analysis

processes, along with the coding process. I included how I found themes from the
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individual codes and why I grouped certain codes together, solely to demonstrate why I
made my choices, and that all analysis systematically came from what my interviewees
said in their interviews.
Confirmability

I aimed to establish confirmability by keeping a reflexive journal where I entered
regular descriptions of methodological decisions and the reasoning behind them, details
of the research to keep track of my beliefs, preconceptions, assumption, and values
during the research process. I also reported to my chair and committee members on a
regular basis. Ravitch and Carl (2016) explained that to “minimize the personal biases
that I may have brought to my interpretations of the data was to perform an ‘external
audit’ on the data” (p. 476). My external auditors were the professors in the field of
strategy and leadership who were experienced in both interpreting and analyzing data that
provided my expert review.
Ethical Procedures

The small private higher education institution in Canada needed Walden’s
Institutional Review Board (IRB) approval first before they gave their approval.
Therefore, I went through Walden’s Institutional Review Board application to gain
institutional permission. Once I obtained conditional permission from Walden’s
Institutional Review Board (IRB), I brought the conditional approval to the human
research ethics board (HREB) at the small private university in Canada. Once the HREB
granted their approval, Walden’s IRB gave full approval to begin data collection and my

IRB approval number is 11-24-21-0697960.
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If participants refused to participate, I emailed other members of the major
leadership bodies of the small private university in Canada until saturation occurred at 14
participants. The informed consent form was the Walden Consent Form that included an
invitation to participate, introduction to myself as the researcher, background of the
study, procedures, voluntary nature of the study, risks and benefits of being in the study,
a non-payment clause, the importance of maintaining participants’ privacy, contact and
questions information, and a place to give consent. I emailed the members of the major
leadership groups at the small private university in Canada the Walden Consent Form and
those who agreed to participate replied to my email with the words “I consent.”

Data gathered are kept confidential in a secured data drive for a period of five
years after the completion of the study, and then will be destroyed. During the five years,
I am the only one with access to the secured data drive. All informed consents are in my
personal email where only I have the password and will be permanently deleted in five
years, along with the data on the secured data drive containing the Zoom audio
interviews. The confidentiality of Zoom has been considered and added security features
such as enabling the waiting room was employed during all interviews.

Zoom (2019) notes the following extra security measures, including pre-meeting
settings such as:

1. Waiting Rooms — an optional first level visual screening of participants.

2. Passcodes — an optional security feature only allowing people with passwords

to enter the meeting.
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3. Join by Domain — an authentication method requiring users to sign into their
Zoom account. It looks at a participants email address and makes sure they are
on an approved list.

Zoom (2019) also has in-meeting settings where only the host can determine
functions that include the following:

1. Recording control

2. Screen sharing

3. File sharing

4. Mic muting

5. Chat enabling/disabling

Zoom (2020) uses an encryption method that is a high level of security for their
customers and the Internet Technology department of the small private higher education
institution in Canada, the subject of this study, trusts Zoom’s security and encryption
methods to meet the needs for secure online communication.

Summary

The qualitative research method provided the study with the perceptions of the
leaders of a private university in Canada on the effect of the balanced scorecard’s
perspectives on the financial sustainability of their university. The leadership team was
the unit of analysis and the small private university in Canada was the single case in this
case study using different data sources including Zoom interviews, my own observation
notes from these interviews, and publicly available university facts documents. The

NVivo software program assisted me in organizing and coding data by connecting
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references to specific themes, topics, observations, and other concepts, as well as in
bringing different coded sources together into a single node, which is a collection of these
referenced materials, in order to find patterns in the research data (Walden, 2017a). These

helped provide the results I cover in Chapter 4.



64

Chapter 4: Results

The purpose of this qualitative, descriptive, single case study was to explore the
perceptions of leaders of a small private university in Canada regarding the effect of the
balanced scorecard four perspectives on their university’s financial sustainability. Murray
(2020) measured financial sustainability with small private higher education institutions’
profitability. I gathered data on the perceptions of members of the major leadership
bodies of a small private university in Canada on the financial sustainability of their small
private higher education institution. My research question was, “What are the perceptions
of leaders of a small private university in Canada regarding the effect of the balanced
scorecard perspectives on the university’s financial sustainability?” In this chapter, I
touch upon the expert review I introduced in Chapter 3. I also describe the research
setting, participant demographics, data collection, data analysis, evidence of
trustworthiness, study results, and a summary of the chapter.

Expert Review

As mentioned in Chapter 3, I conducted an expert review with one expert in my
research topic and one expert in my research design by sending them my study purpose,
research questions, and interview questions. I asked them to give me feedback on the
readability and understandability of the interview questions, whether the questions could
be used to answer the research questions, and if these questions were appropriate for my
case study.

The first expert, the expert on my research topic, gave positive feedback on my

purpose statement, readability and understandability of the research question including
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whether it was appropriate for my case study and whether my interview questions could
be used to answer my research questions. The second expert gave constructive feedback
on the provision of descriptors in the interview questions provided in Appendix A. The
expert review gave me the insight to use more open-ended questions and not questions
requiring further description so participants could understand and answer them. After the
expert review, I made changes to my interview questions to open-ended questions that
did not need descriptors.
Research Setting

Personal conditions that could have influenced my participants and their
experience at the time of my study and that may influence the interpretation of the study
results was the potential discomforts of coming out of a 2-year worldwide pandemic that
caused many organizational responses. The small private university heeded provincial
health mandates to suspend all in-person classes in the middle of March 2019, near the
end of the Spring 2019 semester. Originally designated face-to-face, in-person courses
had to shift to an online delivery format. Instructors who were not familiar with the Zoom
platform had to quickly learn to adapt course content for online delivery. Staff functions
also moved online, and the entire personnel of the small university had to shift to
providing all services online.

Following World Health Organization mandates and federal and provincial
government protocols was the goal of the leadership of the university, while at the same
time doing its best to serve the students who were also in a state of flux and rapid

adjustment to the worldwide pandemic. How the members of the major leadership bodies
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navigated the worldwide pandemic and their journey through the 2 years that it upended
regular organizational functions would be expected to influence the answers to the
interview questions. However, even during the worldwide pandemic, the balanced
scorecard’s four perspectives were found to affect the financial sustainability of the small
private university in Canada.
Demographics

Participant demographics relevant to the study are included in this section,
including the number of leadership positions held by the members of the major leadership
groups of the small private university in Canada. Two participants had been Chief
Executive Officers in the private sector and brought over 30 years of business
management experience; one was active at all levels of government, as well as in the
United Nations, and was part of the university senate with a terminal degree in
administration, while another, also a member of university’s senate, completed eight
successful turnarounds in various organizations with a terminal degree in resource
management. Two of the participants were leaders in the nonprofit sector, one with a
terminal degree in leadership and the other with extensive experience in the business
regulatory environment in Canada. Six male participants were members of the university
leadership council, two of them married with four children, and another with six children
leading the university’s nontraditional and global education programs. One participant
had been a curator of TEDx Seattle and an active member of civil government. One
female participant had been a member of the Office of the Cabinet Secretariat of an Asian

government, as well as part of the administration of the first female president in that
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country. The second of three female participants had been appointed to a Royal Society
of Canada’s College and led an international program of research on human rights. The
third female participant led global projects and directs global engagement with a focus on
the student experience. A male participant was a member of a National Council and is the
managing editor of a peer-reviewed scholarly article, while another male participant
provided expertise in communications, collaborative problem-solving, team learning, and
leadership design. The final male participant had a terminal degree in philosophy, had
authored numerous books and articles on ethics and philosophy, had held a Canadian
Executive Director position, and worked actively by providing leadership for national
Canadian groups in his field.

In total, I had 14 participants out of 38 emailed invitations. This resulted in a 37%
response rate, comprised of three females and 11 males. Five participants were from two
major leadership groups each, and four from the third major leadership group in the small
private university in Canada. There were five male participants who were members of
more than one of the major leadership groups of the university and interviews were
conducted until I reached data saturation with recurring themes on international students,
support services, and the need for agile architecture structures.

Table 1

Participant Demographics

One Leadership > One Leadership
Gender Body Member Body Member

Female 3 0
Male 6 5
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Data Collection

I collected study data from 14 participants, 13 via the Zoom meeting platform and
one from emailed answers to the interview questions. I conducted two to three interviews
weekly over a span of two months, and the duration of each data collection interview
session was between 20 to 35 minutes. When my participants entered my personal Zoom
meeting room, I enabled the Waiting Room function to ensure privacy. At the beginning
of the session, I thanked the participants for their willingness to participate and let them
know I would be keeping the audio recording and the meeting transcripts for my data
collection. The interview was then recorded with the Zoom record function. I asked the
participants my 12 interview questions. Once the participant answered the final interview
question, I thanked them for participating in my study.

Another data collection source was my participant observation sheets that noted
eye contact, facial expressions and hand gestures, elocution, enthusiasm, and poise during
the interviews. I was able to complete these immediately following the in-depth
interviews. The frequency of writing up my observations on the participants followed the
frequency of the interview data collection events and the duration for completing the
participant observation sheets was about 35 minutes.

After the interviews were transcribed by the Zoom transcription function, I started
a new project on NVivo for Mac after purchasing a lifetime license from the Walden
partner, On-the-Hub. I named my project “Dissertation” and began importing my
fourteen transcripts with the Create tab on the ribbon horizontal panel. I named each file

using the Pltranscript, P2transcript, ... P14transcript designations. Then I created twelve
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nodes following the main concepts of the twelve interview questions. I went through the
fourteen transcripts to move over the codes corresponding to the referenced node. Coding
the fourteen transcripts this way allowed me to connect references to specific concepts
together into a single node in order to find patterns in the research data. The participants
exited the study after they finished answering all my interview questions. There was the
one variation in data collection from the plan presented in Chapter 3 when one of my
participants answered my interview questions via email and I transcribed his answers
onto a word document to import into NVivo as my fourteenth transcript.
Data Analysis

While moving over my codes into their corresponding nodes, I moved inductively
from these coded units to the larger representations of themes to come up with three
recurring themes from the data. In this section, I described the specific codes first and
then the themes that emerged from the data using direct quotes from my participants to
emphasize importance. I also described divergent views and how they were factored into
my analysis. I began with concepts taken from the twelve interview questions that were
based on the balanced scorecard’s four perspectives consisting of financial, customer,
internal processes, and learning and growth perspectives. The financial perspective
comprises both the growth and productivity components and the majority of my interview
questions focused on the growth component of the financial perspective with the growing
enrollment as the determinant of growth for the small private university in Canada to
contribute to its financial sustainability. The interview questions also asked about the

customer perspective, internal processes perspective, learning and growth perspective.



My 12 NVivo nodes were based on the main concepts of the 12 interview

questions and titled as follows:

1.

2.

8.

9.

Enrollment Growth Contributing to Financial Sustainability
Dealing with the Growth in Enrollment

Quality Education Standards

Relationships with Different Stakeholder Partners
Reputation

Operations

Innovation

Student Body Concerns

Regulatory and Social Processes

10. Training and Developing Staff

11. Focus on Growing Enrollment

12. Faculty and Staff Preparedness for the Future

From the 12 nodes, I moved inductively to three main themes around international

students, support services, and structures and systems needing what I termed agile
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architecture. From the NVivo ribbon horizontal panel, I went to the query text search tab

and entered the terms to my three themes to determine the frequency of how many times

the specific term appeared in the data and the number of participants who endorsed the

theme to come up with the results in Table 2.
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Table 2

NVivo Text Query Results

Text Search Term Frequency #Participants
Systems 34 12
Support 46 9
International 40 8

Evidence of Trustworthiness

Credibility

I implemented credibility strategies by using different data sources consisting of
interviews via the Zoom meeting platform, my observation notes written after the
interviews, and publicly available university fact documents. Interviews were conducted
with members of the major university leadership bodies until three recurring themes were
identified denoting saturation has been reached. The strategies of using different data and
saturation helped establish the credibility of this study, along with bracketing and keeping
a reflexive journal. The expert review from experts in both the discipline and the
methodology also lent credibility to the study.
Transferability

I implemented transferability strategies by ensuring I searched out thick
descriptions when going over both the interview transcripts and my own participant
observation sheets. I also had variation in the three different leadership bodies of the
small private university in Canada. Transferability is left to the reader based on my thick

rich description of methodology, results, and sample.



72
Dependability

I implemented dependability strategies by keeping detailed records describing
how all findings are based solely on what my interviewees said in their interviews. I
provided a transparent description of the collection and analysis process, along with the
coding process. I included how I found themes from the individual codes and why I
grouped certain codes together, solely to demonstrate why I made my choices, and that
all analysis systematically came from what my interviewees said in their interviews.
Confirmability

I implemented confirmability strategies by keeping a reflexive journal where I
entered regular descriptions of methodological decisions and the reasoning behind them,
details of the research, and kept track of my beliefs, preconceptions, assumption, and
values during the research process. I also be reported to my chair on a regular basis on as
I went about the study. Ravitch and Carl (2016) explained that to “minimize the personal
biases that I may have brought to my interpretations of the data was to perform an
‘external audit’ on the data” (p. 476). My external auditors were the professors in the
field of strategy and leadership who were experienced in both interpreting and analyzing
data that I used for my expert reviews.

Study Results

The research question was, “What are the perceptions of leaders of a small private
university in Canada regarding the effect of the balanced scorecard perspectives on the
university’s financial sustainability”? This section is organized around the answers to the

research question through the concepts embedded in the interview questions. Each
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interview question focused on one of the four balanced scorecard perspectives, the
financial perspective, the customer perspective, the internal processes perspective, and
the learning and growth perspective. From the interview questions came 12 nodes where
three main themes and three subthemes were most endorsed as shown in Figure 1.
Figure 1

NVivo Text Query Breakdown by Participant

Interview Results
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Most Endorsed Theme: Systems

An unexpected theme that emerged from the data as I moved inductively from the
coded units was systems and the need for, what I have termed, “agile architecture” instead
of silos. P1 commented, “Where I was actually trained, especially in this area to focus in

how do you keep people to help them understand and work with teams in silos of teams.”
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P3 mentioned, “And how do we prepare for that, as far as the preparation of the
university staff faculty, I think, in some cases, and in some areas, we have silos and then
we have ingrained cultures. P5 noticed that in the high-growth departments, “the type of
staff that they have tend to work quite closely together as a unit, instead of being siloed at
the same time.” In contrast, P5 describes the “traditional programs are structured to
inhibit growth.... But I think sometimes those programs that actually by the very nature
of how they structure themselves actually inhibited growth or not adapted to ... offer
what the market is actually demanding.” P6 noted:
The growth in many ways may have outstripped and outpaced the architecture and
the infrastructure to adequately support accessible an excellent education, but I
think it has a commitment to that and is working to do architectural innovation so
that way, the finances the enrollment and the overall goals in the university are
better aligned and those goals can move forward ... to have a holistic approach
and think about our systems in terms of coordination, like an ecosystem and not
just look at the silo suffocation of our different systems.
P10 commented:
Senior leaders at the university need to be more well versed in change
management, so that we can help move people in the process of change ... change
is hard for most people, and so you have to be really wise about it, how you lead
change. Again, how do we create an environment that that encourages change that

welcomes change. How do we have the kinds of communication that people
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need? How do we move people through the stages of change so that they get on

board and we're not just fighting each other?

P12 stated, “We're still too siloed. I don't think our infrastructure is really designed to be
as scalable as it needs to be. As new initiatives pop up, sometimes paperwork and
bureaucracy can really throttle areas that need a little bit more wide-open space.” P12
contrasted that statement with, “Then there's other areas that have too much wide-open
space and could use a little throttling to bring them into a structure that allows them to be
more efficient and effective.

P13 commented, “I think one of the strengths of the university is that it's
relatively small, and so what that allows for is for a lot of collaboration across different
parts of the university, which in larger universities, is something that's often more
difficult.” P14 stated, “My perception is that many of our staff and faculty appear to
welcome opportunities to learn and improve in their jobs, especially with so many
changes occurring around us all. My experience would tell me that some are also more
reluctant in this regard.”

Second Theme: Support

The second theme was support and services needed for international students. P1
mentioned “how they can effectively meet the needs of international students from
diverse culture come to the university, because the way you and I think as Canadians is
very different.” PS5 noted, “We have made strides and have a good vision in terms of an

integrated service that we offer to students. I think what lets us down is not having
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integrated enough systems ... and support across silos which helps students to navigate
their life at the university really well.” P11 articulated:
We have to build the right systems. The reason it looks like we have to spend a lot
more money for growth is because the systems that we have as a university were
never designed for the university we have. The systems we have at the university
were designed for a university that no longer exists and so unless we're prepared
to change the systems, we are going to have to put a lot more money into
retrofitting antiquated systems to deal with new students who have different needs
... If we redesign the systems and think through systems that are most effective
for the new university students we have today, and the ones we will have in the
future, then we could do it in very cost-effective ways ... And that’s a cultural
change that has to take place, and it also frankly might be personnel change.
Maybe we don't have the right people today, to manage the growth for the future.
P12 saw the importance of starting “with identity and alignment. and then it takes
socialization of all members of the university. But without that identity and alignment,
the socialization is really more ad hoc and isn't necessarily working.” P13 described:
While the university is trying to maintain a high level of high touch and relational
experience so that the customer service experience is still rated very high for
students, but that that that part has always been something that's more of a

challenge, especially in programs, where the growth rates have been a lot higher.
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Third Theme: International

The third main theme that emerged from the data was international, describing the
students that contributed most to the small private university in Canada’s financial
sustainability.

P1 noted “international students, international recruitment has contributed greatly
to the financial growth of the university.” P11 emphasized the need “to understand our
growing enrollment is international enrollment, it's not domestic students ... thinking
about the issues of globalization, diversity, because that's where our growth this.” P13
stressed:

If the university wasn't focused on continuing the growth in its enrollment, it

wouldn't exist today. You know it's as simple as that it would not have made it

through Covid ... it’s really only been able to survive by shifting into emerging
markets such as international students and as long as it continues to do that, it can
continue to thrive, but if it takes its focus off that, it would not be able to sustain
its operations.
The three main themes endorsed the most by the participants stressed the systems and
support needed by the international students who contributed the most to the small
private university in Canada’s financial sustainability. To fully answer the research
question on the perceptions of leaders of the effect of the balanced scorecard perspectives
on the small private university in Canada’s financial sustainability, I will go through each
of the four perspectives embedded in the 12 interview question concepts that make up the

following coded nodes.
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Enrollment Growth Contributing to Financial Sustainability

The first concept I coded for by making a node for enrollment growth
contributing to financial sustainability that focused on the balanced scorecard financial
perspective growth component. P3 emphasized, “Growth is required to generate margin,
the university as any other service delivery organization or institution is largely based on
fixed costs.” Collins (2022) defined profit margin as “the difference between the selling
price of a product and the cost of producing and marketing it.” For the small private
university in Canada, their product is a post-secondary credential, and fixed costs include
faculty and staff salaries, asset upkeep, and marketing their different programs. The
selling price is the tuition generated from enrollment. P5 confirmed that the small private
university in Canada “does not have a large endowment; it is largely dependent on its
enrollment for university finances to be sustained.” P6 saw the growth in enrollment
coming from international students of “the global south, Africa, India, and China.”
Dealing with the Growth in Enrollment

I then moved over codes for the second node for dealing with the growth in
enrollment that focused on the balanced scorecard internal processes operational
component. P1 commented that the growth in enrollment “was driven by international
markets” and P1 emphasized that the small private university in Canada needed “to do
better, we need to prepare academically, we need to prepare the resources so that we can
meet the needs of international students and that's an area that I think we haven't done
well.” P2 described dealing with the growth in enrollment as “responding to growth

versus anticipating growth, and so they respond to growth and they always end up
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playing catch up, instead of having a good plan in advance.” P6 commented that “the
university is going through an understanding of experiencing some growth pains.” P6
believed that “the growth in many ways may have outstripped and outpaced the
architecture and the infrastructure to adequately support accessible and excellent
education.” Still, P6 was hopeful with the small private university in Canada’s
“commitment to that and is working to do architectural innovation so that way, the
finances, the enrollment, and the overall goals in the university are better aligned and
those goals can move forward.”

P10 thought it was “wonderful that we've had growth in enrollment, and we've
had the mechanisms to accept more students into the university”. On the other hand, P10
mentions “sometimes on the service side of things, we haven't always kept up ... hearing
from international students about what wasn't going well in terms of their experience, ...
and equipping staff for the different needs that international students have, and
international learners have.”

Quality Education Standards

I then moved codes on quality education standards into the third node focusing on
the balanced scorecard customer perspective. P6 believed the small private:

University has a deep commitment to highly rigorous, high quality education and

is working to keep that high quality up, to the services provided not only to

faculty, but the services that are provided to students in terms of what you may
call extracurricular services, writing services, project management services,

language services, time management services, career counseling services ... the
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university is working towards, I think, building better mechanisms to support all

learners.
P8 conceded that “a small university like us should actually be able to do much more on
quality.”
Relationships with Different Stakeholder Partners

The node on relationships with different stakeholder partners focused on the
balanced scorecard customer perspective that includes both internal and external
stakeholders. P1 mentioned that “we're also working with our partner universities, where
students are starting before they immigrated to Canada ... so stakeholder relationships are
critical to the growth and the health and well-being of” the small private university in
Canada. P3 echoed that “the university has some partnership with colleges that
institutions that focus on preparation for college; they recruit internationally, and they
feed students to our programs so that partnership has been very useful. We also have
local partnerships.” P5 talked about:

New arrivals to Canada from many other countries in the world and also

internationally ... there's a massive opportunity to build stakeholder relationships

There we have examples of ones that have gone very, very well in some of our

programs that have added so much to the fabric of the university, but I think

we've only touched the surface and in terms of the kinds of stakeholder

relationships we can build.

P6 posited that stakeholders could be:
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Agencies, are we talking families, are we talking scholars, and researchers. I think
the university moves forward with, and they can think of education and higher
education as an ecosystem and making sure that these different components are
working in complimentary fashions, and we don't get into a situation where you
have a bottom line of just enrollments as a financial mechanism where the goal is
to increase finances.

Instead P6 hopes “the goal is to increase capacity and excellence to access education and

only by working in relationship with all the partners can we move towards that reality”.

Reputation

The codes brought into the reputation node focused on the balanced scorecard
customer perspective. P3 “believed that internationally and within certain circles, we
have some reputation that has helped us.” P6 went further to:

Say that the faculty and staff across the board operate carefully what I mean by

that they operate with full of care they have a desire to operate full of care. Now,

part of the work to be done is to cross that chasm between the way things were
done when it was supporting a particular context, and how are things going to
shift, now that the context and the world need has changed.

The small private university in Canada’s standing in the world is evident as P7
highlighted that “we're going through the accreditation process with the top accreditation
worldwide at the moment; this the same body that accredited Harvard and Yale ... and
just the fact that we're now affiliated with them and going through the process.” P8 firmly

b 13

believes the small private university in Canada’s “reputation ... is able to attract more
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international students.” P10 presented a different view when stating that the small private
university “across Canada ... has a strong reputation and so that would draw a certain
demographic or type of student. As abroad, from what I hear from international students,
we just we don't have the kind of reputation obviously ... we're just not that big.”
Operations

The next node created was on operations and codes containing that concept
focused on the balanced scorecard internal processes perspective operational component.
P3 stated “growth has brought in some strains in terms of our capacity.” With the strains,
P3 noted “we've built some gathering spaces, collaborative spaces, such as the pavilion
outside. We've also improved our civil services, that is to say, our water supply onto
campus to accommodate a larger” campus population. P5 noted that the “traditional part
of the university, the more established programs, we have a long way to go in terms of
managing growth, in fact, in some ways, I think the way that our traditional programs are
structured inhibit growth.”

P7 described the small private university in Canada’s operations “people that
actually do the work in the organization are really good, really dedicated, and really enjoy
our students and I think those three things have just made a huge difference.” P7 talks
about:

This warmth and calmness that comes through. I hear that a lot from students,

especially the students when they leave and go back to their homes and ... this

warmth, the students miss it deeply ... warm relationship now there's certainly in
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this community that just embraces them for who they are, and they don't want to

leave. It's pretty cool.

P9 speaks to “long established systems, well established systems. Our research,
our infrastructure is actually strong, relatively strong, so I don't see there's a problem. I
think that's the least of our problems.” Instead, P9 asks “can we maintain growth, and is it
feasible too. It's not great to have a budget model that's contingent upon constant growth
because, how do you maintain that growth, which is the lesson of the pandemic isn't it.”
P9 was the first to explicitly mention the Covid-19 worldwide pandemic that stopped in-
person classes in March 2019 of the Spring 2019 semester.

P10 shared that “once a student gets here, we haven't necessarily figured out how
to manage the operations ... there's more internal operations that we need to strengthen.”
P10 observed that the small private university in Canada “doesn't always have the best
retention statistics.” P11 emphasized that to:

Manage growth we don't have to build more buildings and more university

infrastructure. We have to come to terms with the fact that the university of the

future is changing.” This university of the future according to P11 could be “a

classroom-less university where students come, they congregate, they have events

and activities they participate in. Housing and sports, but they attend all their
classes online. So, I could see the future university not requiring a library of any

substance; all library materials will be online. At some point we're not requiring a

bookstore, not requiring even a cafeteria. You can bring in outside service

providers to have food services.
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P11 still maintained that “you would require faculty and offices and ways of
engaging with students all around the world. But I think in order to manage growth,
universities are going to have to come to terms with what's essential and critical for the
operation of a 21% century global university and what things are artifacts of the past.” P11
concedes “artifacts of the past may still be valuable and important from a brand and
reputational position. But we have to understand whether they are encumbrances when it
comes to the management of growth, so we may have those things in place in order to
maintain a business, who we are, this is what it looks like to be at a university.” P11
considers:

It would be a mistake to build more of those that I would call long term

encumbrances, highly costly infrastructure investments that.

aren't necessary to manage growth, and I think the university has to think very

carefully through what are those things that are essential and critical to manage

the growth of the university and what are those things that we retain in order to
maintain a reputation and brand of who we are ... we should be putting our future
in investment into the new type of learner and the new type of learning that is
emerging today all around the world.

Innovation

The node titled innovation was the home to codes focusing on the balanced
scorecard internal processes innovation component. P5 considered:

Are we an innovative culture as a whole, I would say no, not across the entire

scope and spectrum. I think my sense is that there's a large number of people who,
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who really crave and desire a sort of a level of stability and continuity, the ability
to continue to do their own thing. The challenges is that I don't think that that's
actually possible to ... thrive in the kind of market of higher education that we
face today and not continue to innovate and update our approach and our
products.

The small private university in Canada had launched updated product offerings to a

global market where P5 saw the need to “support those students and our global impact

can actually expand so we're not limiting ourselves, but I think to live into that fully, we

need to become a much more innovative place that we currently are.” P6 stated:
What we're seeing at this particular university is what Clayton Christensen called
the innovators dilemma. We have a particular set of folks on campus who really
are striving for innovation and disruption, and to do that innovation actually
fundamentally changes infrastructure and systems that are resistant to change.
And what we're seeing now is what I would like to call architectural innovation.
Where we can look at these innovations, not just for innovations sake, not just for
disruption, not just to meet a particular need, in a context that we see at the
moment. But how can the particular challenges and needs that we are now facing
today actually helpe to shape and shift the architecture in the infrastructure and
the operations, and that's slow, that takes time, it's messy work.

P10 agrees “you have to cultivate a certain kind of culture in your organization to help

people innovate and one of those things is trust and psychological safety, the ability to do

things and fail.” P10 admits that the small private university in Canada “still doesn't quite
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have that culture at large in the staff dynamic yet where people feel like it's safe to
innovate and where they can fail, where people can have really honest conversations.”
P10 finds “we're getting there in certain pockets, especially post-covid because in covid,
we were forced to work across department lines in a new way, which was really good ...
but we need to continue to work on creating a culture that will foster innovation.” On the
other hand, P11 states:
The University operates as really two coexisting cultures. One culture is a culture
that is the stable, long standing, traditional culture of the university, and the other
culture is a rapidly growing, student centric, student focused, evolving, and
innovative culture, and some would say you have to eliminate one to have the
other. I would disagree. The strength comes in understanding the value of both
cultures and helping to ensure that they stay in a sort of an equilibrium and
balance, and I think we need the traditional research faculty and they're the
infrastructure that goes with sustaining the core of the traditional university, but
we may not want to grow that part of the university. And we need innovative,
creative, technologically advanced growth corridors of the university, and it
would be a mistake to think the future is to eliminate one in order to have the
other. I think the future is in mutual appreciation and valuing of the contribution
that both parts make to creating a better whole.
Student Body Concerns
The student body concerns node took in codes focusing on the balanced scorecard

internal processes customer management component. As P1 noted, “Now we've got
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diversity. You've got a high number of Chinese students, a high number of Iraqi students,
a high number of Iranian students, a high number of Indian students, and even African
students, so now things have shifted.” P1 believes the small private university in Canada
“needs to do better understanding culture and see how they can effectively meet the needs
of international students from diverse cultures.” Regarding student body concerns, P2
concedes, “That's a tough one because the university sees themselves as handling it very
well, but the student body sees it as being absent.” P3 sees the small private university in
Canada as “really student focused so everything that is approved by the leadership is
based on an examination of its impact on students.” P3 states, “This is an intentional
measure to change the mindset of the organization so there are a lot of practical measures
that have been taken ... to address student needs.” P4 states:
We do reasonably well in that students will always have concerns about
something that happened in a class or a grade that they receive. And so we created
structures so that the student is encouraged, first of all to talk to the professor, and
if that doesn't lead to a successful outcome, then they talk to their chair or their
Dean, and there's the written appeal processes that they can follow. We also have
the student council that can act as an ombudsperson so that's a person that the
students can go to, to get some assistance. And then we have institutional policies
to deal with other concerns like harassment or things like that, that students can
access.
PS5 agrees “the university is starting to really have the right conversations and one of

those key conversations ... recognizing when we look at our graduation rates and our
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retention rates which relate to student experience and concerns and how do we address
those well.” P5 noted the difference between the ability:
To bring a student to the university, it's another thing to help them to be
successful, to make sure they have a transformational experience and to bring
them to the point of being able to graduate and your launched well into their next
stage and that we're not doing our job effectively if we're not retaining students to
graduation.
What is lacking according to PS5 is:
Integrated enough systems ... support across silos which helps students to
navigate their life at the university really well, which make it easy for them to
actually operate as a student, and so I think we make it too difficult for students to
be able to express their concerns and then to get their needs met.
P9 also notes “some gaps there. I do worry about the students who don't fit the typical
undergraduate domestic Canadian student profile.” P9 expresses “worry whether we have
sufficient supports ... extracurricular supports and other supports.” P9 appears to
“wonder about students who would be new to the Canadian context, plus online ... we've
made good strides in providing strong online support services, but I believe there's
probably still a way to go.”
P10 noted “if there were ways that students felt like their concerns were being
taken seriously ... students across the board, and I think, maybe it's a little bit more
representative of a culture where they don't feel like they can give feedback”. In contrast,

participant 13 (P13) states:



&9

It comes back to this very community-oriented culture. I think that there's lots of
forum spaces, where students can express concerns. There’re the formal kinds of
structures, a student council, and you know part of what that illustrates is the
university's investment in developing student leaders and so they have
opportunities to connect with a lot of other students, where you get a level of
information about student concerns that’s probably more accurate than [through]
many formal processes.

P13 also mentions that the small private university in Canada has:
Organized response teams to move in and deal with emerging student issues on
the academic side, faculty are very responsive and proactive in terms of inquiring
into how students are doing and being a conduit for raising student concerns to
higher levels of administration ... the university's administration at various
different levels is responsive to entering into dialogues with students and student
groups that are concerned about different issues, and there's progressive response
to just working those out and responding to those both in immediate and longer
term ways ... an intentionality of just engaging with students and the concerns
that they have.

Regulatory and Social Processes
The fourth component of the balanced scorecard internal processes perspective is

the regulatory and social processes. These processes aid in allowing the organization to

retain its license to operate in their society. P6 considers the small private university in

Canada’s “regulatory processes are managed ... but the same time, some of these
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policies, create necessary frictions and I think the university stays on top of the
regulations and aligns accordingly.” For social processes, P7 admits, “This is one that's a
little bit more difficult ... there's not that much engagement on certain social issues.” P10
mentioned “mental health and accountability and conduct issues. I'm finding that there's
not a lot of good communication between ... areas of the university and some of that
would be helped by having systems that would help us communicate.” P10 saw the need
for “a CRM customer relationship management tool. We were starting the conversation
around, how can we use that kind of a system to keep track of students socially, what
they're struggling with so that we can better care for them ... and share information
across different departments ... getting everybody on board for that work.” P11 noted:
Social processes are affected by the culture around us. Our students come from
that culture. They bring their culture that they've gained from the public education
system ... Canadian society, and we need to take a place in that society and speak
into that society ... and be a valued contributor to those conversations. That's the
biggest challenge. How are we a positive, active, valued voice in the conversation
... being friends, being good partners, being good neighbors in the local
community and the global community, that's where the starting point is.
In describing the small private university in Canada, P13 understands “because it's a
small university, that there's the human resource issue to some degree. In terms of
universities, they’re complex entities and there's a lot of different complex regulatory

requirements that they have to be aware of and respond to.”
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Training and Developing Staff

The training and developing staff node focus on the codes from the balanced
scorecard learning and growth perspective. P1 understood that training and developing
staff was “about creating healthy environments that are conducive to learning.” P3
believed “that this is a work of progress ... how does this improve the student experience
and we give priority in some resource allocation to things that improve the student
experience, but I believe we've just begun.” P5 went further to say, “On the other side on
the positive side, we're starting to diversify our team ... and it's really improved our team.
But the next stage is, then, how do you help those individuals to succeed, to find a sense
of belonging.”

P8 did not “think we're doing enough in that area I don't think we have. We don't
have a structured staff development program. I don't think we give a lot of avenues for
professional development for staff.” P10 who:

Was on the international student task force ... development is so much of what we

do with students, there is a way that staff are being developed ... we need to be

better because ... the changing needs of the demographics of our students, it's
something we need to do so that we can figure out our staff needs to be
developed.
P13 saw that the small private university in Canada “commits some financial resources to
support development of staff, faculty so there's modest layers of professional
development funds that can be accessed on an individual level or departmental level.”

P13 also conceded:
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But it's definitely an area that there's kind of weaknesses with the university as a
whole, as well just in the sense that there's limited resources for investment ... in
terms of people's time is the development side of things. I’'m speaking as a whole,
so there's pockets and individuals that are highly focused on developing
themselves, developing others, but as a whole, there's good intentions, modest
efforts, but there's also a sort of under-resourced area.

Focusing on Growing Enrollment
Focusing on growing enrollment was the eleventh node for codes on the balanced

scorecard financial perspective growth component. P4 “would say that it's a vulnerability

for the of the institution to be so dependent on enrollment.” Especially as P4 highlighted:
Coming out of Covid, now we have experienced in terms of enrollments this year,
a drop of about 10% in enrollment. And so that's a significant financial impact on
the organization and so, in terms of focusing on enrollment growth, that is a
vulnerability. It means that we have to be very diligent in ensuring that we're
doing well in recruiting students.

PS5 concurs and states:
An environment of growing enrollment causes people to sort of act in a way, as if
this enrollment will grow forever, and so you know we can continue to ask for
more, to spend more, to not have to be efficient with finances, and I think that it's
a generalization but one of the challenges that we've seen is that, as our
enrollment has grown over the last six years, our finances and expenses have just

kept at the same pace. And we haven't necessarily built in efficiencies to realize
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that extra growth and the problem of that is that it doesn't allow the university to
invest into new and innovative ideas, so what you'd hope with enrollment growth
is essentially eventually you get the type of efficiency and your core operations,
where the extra that comes from that enrollment growth can help you to build
sustainability for the future, to put money aside for a rainy day and to invest in
innovation ... and steward your resources in a way that when you inevitably have
a global pandemic hit those tailwinds, that you've given yourself a buffer so that
you can manage it.
P10 stated concerns on “becoming too business focused and you know we're pushing
enrollment and you should really be focusing on delivering quality education.”
P10 believes “we do need to listen to those concerns and make sure that we're addressing
them well, even as we grow, and so I wouldn't want us to grow enrollment at the expense
of our losing our mission and vision.”
Faculty and Staff Preparedness for the Future
The balanced scorecard learning and growth perspective is the focus of the faculty
and staff preparedness for the future node. P3 wondered, “How do we prepare for that, as
far as the preparation of the university staff faculty, I think, in some cases, and in some
areas we have silos and then we have ingrained cultures.” P3 continued, “There is, you
know, there is that culture that needs to be changed, there is that mindset that needs to be
changed, but I think we've started the work of doing that.” About preparedness for the
future, P4 mentioned that “in terms of seeking input from staff and faculty, so I think

that's a that's a good example of how we can be aligned institutionally in terms of where
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we're going and what the future looks like.” PS5 commented on the past two years of the

worldwide pandemic with:
Well, on a positive note, I think our staff and faculty proved during this global
pandemic, the last two years, that even those who are among the most
conservative and don't love change, that we do have more capacity to adjust to
pivot and to change in the way that we deliver education and how we support our
students and the way that we work together with cross-functional teams than we
had initially thought. So, I think now the challenge for us and the opportunity is to
leverage that even as we come out of the pandemic. It really becomes the way we
do things around here. So, I actually feel optimistic about the capacity that our
faculty and staff have shown to be able to leverage and be innovative, but I think
traditionally the culture of that has not been as much within the traditional,
undergraduate area of the university, so it remains to be seen to me whether it will
be like a rubber band where everything snaps back or whether what we've been
stretched to do and to grow and to learn has proven to ourselves that we can
actually be successful and operate in the new environment that we face in higher
education in the 2020s and beyond.

P6 “saw faculty and staff rolling up their sleeves and participating in the types of

professional development and training that we had ... nearly 80% of all faculty

participated in six-week mini courses and they were not being paid extra.” Instead, P6

saw that “they were committing their time to do this, because this was the need, this was

what it meant to serve.”
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When rating faculty and staff preparedness for the future, P12 gave “it a six out of
10. Some people are 10 out of 10 and some people are zero.” P12’s:
Experience tells me that in order for people to buy into change for the future, they
have to see themselves in that change ... but often don't have the right skill set,
nor do they have the right motivation, personal motivation to go through the pain
that it will take to build the university into the university of the future. And I think
that's our biggest deficit. Our biggest deficit is we don't have enough people who
are willing to sacrifice enough for the long-term future of where the university
needs to go, and therefore we find ourselves kind of continually falling back into
the same ruts and the same patterns.
P12 believes the university needs divisions with:
Younger faculty, a younger staff, people who understand the needs and trends that
are happening around the world there they largely embrace new educational
models, delivery structure systems. They embrace international students and
upgrade structures to support international students [to be] uniquely positioned to
really be successful in managing and leading into the 21st century type of the
university that is emerging. I say this is a combination of individual.
level skill sets so obviously the people that you have as a part of this are
incredibly important. But then, also the institutional culture and process is
incredibly important. So, the idea is as you're trying to attract or at least inform

employees, whether they be faculty or staff about who we are and then you're
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trying to help people first of all identify if that's a good fit for them ... we're
trying to do is then socialize them into a culture of success.

When describing the faculty and staff, P13 stated:
I think highly committed and capable to respond to those challenges. My
perception is the university is at a tipping point in its innovation, culture.
Historically, the big areas of growth were in business and leadership and
particularly for both of those programs, it was that those programs pursued
international student markets and that's part of the reason why the university has
grown in those areas ... half the university was recruited and developed and held
accountable to have a growth mindset and to develop the competencies and
experiences to support that growth. The other half of the university was in more
of a traditional, sustainable pattern of enrollment where its operations, we know
we're pretty much at a consistent level year over year, and it was more in a
management mode. It was maintaining and so it had a high level of quality, it
excelled in that area. But the capacity of that half of the university wasn't focused
on responding to change at the same pace in terms of we're growing the programs,
we are changing and adapting to respond to changes in interest. And so where the
university is at this point is that the subculture of innovation has now become an
equal to the traditional parts of the university and so you look at the university as
a whole, you could say, well, the university has a lot of capacity to grow ... the

next phase of the university's history.
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The above quotes from the study’s participants demonstrate the breadth of balanced
scorecard perspectives effect on the small private higher education institution in Canada.
Summary

There were many varied answers to the research question, “What are the
perceptions of leaders of a small private university in Canada regarding the effect of the
balanced scorecard perspectives on the university’s financial sustainability”? The
balanced scorecard perspectives are the financial perspective comprised of growth and
productivity components, customer perspective, internal processes perspective comprised
of operational, customer management, innovation, and regulatory and social components,
as well as the learning and growth perspective. The perceptions of leaders of a small
private university in Canada regarding the effect of these perspectives on the university’s
financial sustainability were gathered through twelve interview questions delivered via a
Zoom platform interview lasting 20 to 35 minutes. The perceptions of these leaders
focused on the importance of these perspectives to the sustainability of the small private
university in Canada. The leaders provided thoughtful and in-depth answers highlighting
the significance of focusing on the different perspectives of the balanced scorecard as
they were presented in the interview questions. As P13 emphatically stated, “If the
university wasn't focused on continuing the growth in its enrollment, it wouldn't exist
today. You know it's as simple as that it would not have made it through Covid.” In

Chapter 5, I provide my discussions, conclusions, and recommendations.
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Chapter 5: Discussion, Conclusions, and Recommendations

The purpose of this qualitative, descriptive, single case study was to explore the
perceptions of leaders of a small private higher education institution in Canada regarding
the effect of the balanced scorecard’s four perspectives on the university’s financial
sustainability using the research question, “What are the perceptions of leaders of a small
private university in Canada regarding the effect of the balanced scorecard perspectives
on the university’s financial sustainability”? The nature of the study was a single case
study methodology allowing for an in-depth empirical investigation into a current
phenomenon in its specific context (see Yin, 2018; Patton, 2015; Pang, 2018). The
qualitative research paradigm facilitated an understanding of the balanced scorecard’s
four perspectives and the single case study methodology allowed me an in-depth look
into this complex phenomenon (see Yin, 2018). Key findings included the significance of
international students on the financial sustainability of the university, the lack of adequate
support services for these international students, and an unexpected finding was about the
presence of silos and the need for what I termed “agile architecture” in Chapter 4.

Interpretation of Findings

In Chapter 2, I wrote about Nazari-Shirkouhi (2020) emphasizing the need for
support staff and faculty to stay current with new systems, technologies, and changing
organizational structures. My findings confirmed this from the answers to Interview
Question 10 in particular, and 12 more generally. Answers to Question 10 stressed that
training and developing staff was “about creating healthy environments that are

conducive to learning” (P1). The small university had “to be better because ... the
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changing needs of the demographics of our students, it's something we need to do so that
we can figure out our staff needs to be developed” (P10). The data revealed “it's
definitely an area that there's kind of weaknesses with the university as a whole” (P13).
From the answers to Question 12, findings revealed “in some areas we have silos and
then we have ingrained cultures” (P2). The data showed that “there is that culture that
needs to be changed, there is that mindset that needs to be changed, but I think we've
started the work of doing that” (P3). As P5 optimistically described the past 2 years of the
global pandemic:
Well, on a positive note, I think our staff and faculty proved during this global
pandemic, the last two years, that even those who are among the most
conservative and don't love change, that we do have more capacity to adjust to
pivot and to change in the way that we deliver education and how we support our
students and the way that we work together with cross-functional teams than we
had initially thought. So, I think now the challenge for us and the opportunity is to
leverage that even as we come out of the pandemic. It really becomes the way we
do things around here. So, I actually feel optimistic about the capacity that our
faculty and staff have shown to be able to leverage and be innovative, but I think
traditionally the culture of that has not been as much within the traditional,
undergraduate area of the university, so it remains to be seen to me whether it will
be like a rubber band where everything snaps back or whether what we've been

stretched to do and to grow and to learn has proven to ourselves that we can



100

actually be successful and operate in the new environment that we face in higher

education in the 2020s and beyond.

However, a different perspective was given by P11 who revealed:

Experience tells me that in order for people to buy into change for the future, they

have to see themselves in that change ... but often don't have the right skill set,

nor do they have the right motivation, personal motivation to go through the pain
that it will take to build the university into the university of the future. And I think
that's our biggest deficit. Our biggest deficit is we don't have enough people who
are willing to sacrifice enough for the long-term future of where the university
needs to go, and therefore we find ourselves kind of continually falling back into
the same ruts and the same patterns.

In Chapter 2, Camilleri (2020) noted that the balanced scorecard’s nonfinancial
performance measures in the customer, internal processes, and learning and growth
perspectives provided guidance into the future. My findings confirmed this in the three
emergent themes of (a) international students representing customers in the balanced
scorecard’s customer perspective, (b) support services for these international students
representing the internal processes perspective, and (c) moving to systems that
incorporate what I termed ““agile architecture” instead of silos representing the balanced
scorecard’s learning and growth perspective. My findings also found support in the
literature on all four balanced scorecard perspectives including the financial perspective,
the customer perspective, the internal processes perspective, as well as the learning and

growth perspective.
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The main finding was that the focus on the growth component of the balanced
scorecard financial perspective affected the financial sustainability of a small private
university in Canada and this found support with Gamal and Soemantri (2017) findings
that the balanced scorecard significantly affects the performance of private higher
education institutions. The findings on the customer perspective linked the small private
university in Canada’s innovative department found support with Hassanien (2017) who
stressed the need for innovation in higher education to remain sustainable in today’s
challenging times. The findings of this study on the internal process perspective
disagreed with Breus et al. (2017) who found the use of the balanced scorecard in higher
educational institutions promoted improvement in operations. Instead, the study
uncovered the need for improved systems to accommodate the different support needs of
international students. The study’s findings on the learning and growth perspective did
find support with Fayazzuddin and Shushma (2020) who connected learning and growth
to faculty participation in new technology training. Both faculty and staff of the small
private university in Canada participated in new technology training when classes moved
online due to the worldwide Covid pandemic.

This study also extended knowledge in the management discipline because
although the balanced scorecard was explored in the following case studies, a case study

on a small, private university in Canada had not been done:

e Wahba (2016) did their case study in Egypt.
e Eftimov et al. (2016) did their case study in Macedonia.

e Rollins (2011) did a case study on San Diego State University.
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e Theresia et al. (2017) did a case study in Indonesia.
e Cheowsuwan (2016) did a case study in Thailand.
e Han and Zhong (2015) did their case study in China.

e Nazari-Shirkouhi et al. (2020) did their case study in Iran.

Limitations of the Study

Limitations, challenges, and/or barriers that arose from the execution of the study
had to do with the people in my study. I was limited to members of the major leadership
bodies of the small private university in Canada who were willing to be part of my
study. For those members of the major leadership bodies of the small private university
in Canada who were willing to be part of my study, I was limited by their willingness to
answer questions openly and honestly. The cost of software and time constraints was
also considered and factored into the study. I was able to buy the full NVivo licence
from the Walden University partner On-the-Hub.

Recommendations

My recommendations for further research are grounded in the strengths and
limitations of this study, as well as on the literature reviewed in Chapter 2 without
exceeding this study’s boundaries. The literature reviewed in Chapter 2 showed the
extensive use of the case study methodology in studying the use of the balanced
scorecard perspectives in higher education institutions. This study’s findings focused on
the three themes of international students driving growing enrollment, support services
for these international students, and the need for what I term “agile architecture” in

systems and structures instead of silos. Therefore, I recommend that further research be
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done using the quantitative research method to see the actual numbers of international
students in private higher education institutions compared to domestic students and the
rate of growth per year. The quantitative research method could find more patterns in
enrollment growth for private higher education institutions in Canada in particular, and in
other countries in general.

The second theme from my data analysis was the need for support services for the
growing number of international students. Although this study mentioned support
services that the leaders of a small private university in Canada believed international
students needed, further research into what support services the international students
themselves believe they need would be a recommendation for further study.

The unexpected theme that emerged from the data was the need for, as I termed it,
“agile architecture” in systems and structures instead of silos. Nazari-Shirkouhi (2020)
recognized that faculty and staff must continually learn new skills to adapt to new
systems, technologies, and changing organizational structures, and Camilleri (2020)
highlighted the balanced scorecard’s non-financial performance measures in the
customer, internal processes, and learning and growth perspectives, provided guidance
into the future. Therefore, I recommend studies into antiquated systems of higher
education institutions that may be hindering the sustainability of these institutions. Other
qualitative designs such as phenomenology could be used in studying the lived
experience of those who underwent a closure of the higher education institution they

worked at because of antiquated systems in that institution.
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Implications

Implications for positive social change from this study include adding to the body
of existing knowledge on the financial sustainability of private higher education
institutions because higher education institutions contribute to a nation’s economic,
social, and cultural development, improving the quality of life for its citizens (Al Kharusi
& Sree, 2017; Eftimov et al., 2016; Murray, 2020). This study contributed to further
understanding of the requirements for financial sustainability at a small private higher
education institution in Canada, in order for it to be financially sustainable and provide a
greater diversity of choices in Canadian higher education. Cernostana (2018) posited that
a private higher education institution was a significant social entity providing society
with high quality educated specialists. Besides the choices of elite schools for top
students and public higher education institutions for everyone else, the smaller private
higher education institution can offer benefits such as mentoring and personalized
attention from faculty with its smaller class sizes and close-knit academic community
(Eide, 2018). Smaller private higher education institutions fulfill student needs for
religious affiliation, gender-specific, or minority focus education (Murray, 2020). The
smaller private higher education institution provides a diversity of choice that can foster
positive social change (Eide, 2018; Murray, 2020).

The financial sustainability of smaller private higher education institutions gives
the individual student greater freedom of choice to pursue unique careers through
diversified offerings and environments. These students can then become productive

members of society, building strong and resilient families, and contributing to
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organizational and societal flourishing. However, the student experience must be
supported by services for the different needs of the different students. Increasingly, the
students we see on campuses such as that of the small private university in Canada that
was the subject of this study, are international students. Since international students
contribute greatly to the financial sustainability of small private universities in Canada, as
found in this study, there is the need for necessary support services for them in place.
These services cannot always be provided by the structures and systems that served a
different demographic of students in the past. Instead, the different silos in the higher
education institutions must adapt what I term an ““agile architecture” where shift and
pivoting to student needs can happen effectively and efficiently.

Implications for practice include improved financial sustainability for the small
private university with no government funding and limited resources, through a growth
strategy focused on expanding revenue opportunities and enhancing customer value
(Kaplan & Norton, 2004). Implications for theory include advancing knowledge in the
management discipline and identifying key elements of the balanced scorecard
perspectives used by a private higher education institution in Canada to improve financial
sustainability.

Conclusions

Private higher education institutions provide a great service for the flourishing of
society. International students allow these institutions to thrive and survive. Therefore,
having structures and systems with agile architecture to adapt to international student

needs was a recurring theme for a small private higher education institution in Canada.



106

The financially sustainable small private higher education institution can contribute to the
nation’s social, cultural, and economic development, ultimately improving the standard
of life for its citizenry (Al Kharusi & Sree, 2017; Eftimov et al., 2016; Murray, 2020).
The four perspectives of the balanced scorecard provided the necessary framework for
the small private university of this study to continue to contribute to Canada’s social,

cultural, and economic development by remaining financially sustainable for its citizens.
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Appendix A: Interview Protocol

How do you perceive the university’s growth in enrollment contributing to its
financial sustainability?

How do you perceive the university has dealt with the growth in enrollment?

How do you perceive the university maintaining its quality education standards
with the growth in enrollment?

How do you perceive the university’s relationships with different stakeholder
partners contributing to the growth in enrollment?

How do you perceive the university’s reputation contributing to the growth in
enrollment

How do you perceive the university’s operations successfully dealing with the
growth in enrollment?

How do you perceive the university managing innovation?
How do you perceive the university managing student body concerns?

How do you perceive the university managing regulatory and social processes?

10) How do you perceive the university’s ability to train and develop its staff better

serve the growing enrollment?

11) How do you perceive the impact of focusing on growing enrollment on the

university’s financial sustainability?

12) How do you perceive the university’s staff and faculty’s ability to learn and

improve to be prepared for the future?
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Appendix B: Expert Review

The first expert provided the following comments:

1)

2)

3)

4)

5)

6)

7)

Your dissertation research approach is timely as the university is currently
working to address best practices which fall in line with your research.

The research questions probe the university leadership teams on tangible avenues
for growth.

When asking the interview question on the university’s productivity strategys, it
would be wise to include growth from an enrolment perspective as it helps define
productivity strategy better.

When asking the interview question on different stakeholders, clarification is
required, such as whether they are donors, recruiting agents, parents, or alumni.
When asking the interview question on information capital, would you define it as
looking at the research publications at the university?

How do you think focusing on all the above components of the balanced
scorecard strategy map’s four perspectives impact the university’s financial
sustainability? Excellent question since this allows the university leaders to speak
of its wider vision and mission.

Are there any other components of the balanced scorecard strategy map that you
perceive impacts the university’s financial sustainability? A good open-door

question to allow internal ideas to be added to the scholarship research.

The second expert asked the following regarding initial interview questions:
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Is there a descriptor provided of the growth strategy, productivity strategy, brand
image, how the university manages operations, innovation, as well as regulatory
and social processes, or is the question intended for awareness only? A blind
question without opportunity to review the present strategy map may result in a
lesser response to the question, especially if they are unfamiliar with the
university’s growth strategy.

Is there a descriptor of what quality education offered to students is supposed to
look like or offered, or is this intended for awareness only? A blind question
without opportunity to review the present quality of education offered to students
may result in a lesser response to your question. Especially if they are unfamiliar
with the quality education expectations or standards expected by the university.
Is there a descriptor of what university relationships are, or is this intended for
awareness only? A blind question without opportunity to review present
university relationships with different stakeholder partners may result in a lesser
response to your question. Especially if they are unfamiliar with present
university relationships.

Is there a descriptor of what student body concerns are, or is this or is this an
open-ended question looking for responses that may raise concerns? This question
seems to ask for more than a simple response. Are you looking for how they have
experienced student body concerns? A blind question without opportunity to

understand student body concerns may result in a lesser response to your
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question. Especially if they are unfamiliar with the requirements the university
has for addressing student body concerns.

Is there a definition of the university’s human capital as it relates to learning and
growth, or is this intended for awareness only? A blind question without
opportunity to review a definition of the university’s human capital as it relates to
learning and growth may result in a lesser response to your question. Especially if
they are unfamiliar with the university’s definition of human capital as it relates to
learning and growth.

Is there a descriptor of the university’s information capital policies and
procedures, or is this intended for awareness only? A blind question without
opportunity to review the university’s information capital policies and procedures
may result in a lesser response to your question. Especially if they are unfamiliar
with the university’s information capital policies and procedures.

Is there a descriptor of the university’s organization capital policies and
procedures, or is this intended for awareness only? A blind question without
opportunity to review the university’s organization capital policies and procedures
may result in a lesser response to your question. Especially if they are unfamiliar
with the university’s organization capital policies and procedures.

Is there a descriptor of the university’s financial sustainability? A blind question
without opportunity to review the university’s financial sustainability may result
in a lesser response to your question. Especially if they are unfamiliar with

university’s financial sustainability plan to compare to the BSC.
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9) Are there any other components of the balanced scorecard strategy map that you
perceive impacts the university’s financial sustainability? This works in light of

provision of information related to the question above.
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