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A bstract: Organizational management is based on the basic principles: planning, organizing, motivating, coordi-
nating and controlling. Proper (optimum) use of the work force, the introduction of control mechanisms, and the intro-
duction of a Balanced Score Card (BSC) can seriously affect the increase in the efficiency and productivity of organi-
zations and contribute to increasing their revenue. Managers' teams are up to the challenge to optimize resources for
work, improve quality of work, increase profits, increase productivity and efficiency of the organization, i.e. to perform
a greater amount of work with the optimum number of employees, while not sacrificing the quality of the work done.
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BAJTIAHCUPAHA KAPTA HA OLIEHA KAKO AJIATKA 3A 3IOJIEMYBAIBE HA EOUKACHOCTA,

IMPOAYKTUBHOCTA U ITAPAMETPUTE 3A KBAJIUTET HA CEPBUC BO KABEJICKH OITEPATOP

AmnctpakT MEHaIMEHTOT Ha OPraHU3aLIKTE CE 3aCHOBA HA OCHOBHUTE Hayela: INIaHHUpamke, OpraHu3Hu-
pame, MOTHBUPame, KOOPIHHUPAkhE M KOHTpoJMpambe. [IpaBUIIHOTO (ONTHMAaIHOTO) KOPUCTEeH:E Ha paboT-
HaTa CHJIA, BOBEJIYBAKETO HA KOHTPOIHUTE MEXaHU3MH, KAKO M BOBEAYBAKETO HA OalaHCHpaHATa KapTa
Ha onieHa (BKO), MmoxaT cepro3HO J1a BiIMjaaT Bp3 3rojieMyBambeTo Ha eUKacHOCTa U MPOJYKTHBHOCTA Ha
OpraHrU3alMUTE U J1a IPpUJIOHECAT 3a 3roJIEMYBAabC HA HUBHUTE TPUXOAU. MeHaI,IepCKI/ITe TUMOBH CC UCIIpa-
BEHH IpeJ1 MPEAN3BUKOT KAKO Jla TH ONTUMHM3UPAaT PECypCcHuTe 3a paboTa, Ja ro MOJUTHAT KBAJIUTETOT Ha
paboremeTo, Ja ro 3rojieMaT MpoQuTOT, Ja ja 3rojieMaT MPOIyKTUBHOCTA U e)MKACHOCTA HA OpraHU3allt-
jata, T.e. co ontUMaiieH Opoj BpaboTeHu Ja cpaboraT noroyieM obeM Ha paboTa, PUTOoa He KPTBYBAjKH I'o
KBQJIUTETOT HA CPabOTEHOTO.

Kiyunu 306opoBu: 6anancupana xapra Ha onieHa (bKO); ynpaByBame Co UOBEUKH pECYpCH;
ka0eJICKH onepaTop

INTRODUCTION

The Balanced Score Card (BSC) is a system
for strategic planning and management of organiza-
tions in order to improve internal and external con-
nection in the organization, to monitor its position
in order to fulfill its strategic goals and development
[1]. The goal is to show how with proper (optimal)
use of the work force, by introducing control mech-
anisms and introducing BSC, the results in the work

can be significantly improved. The efficiency and
productivity of the operator depends not only on the
number of employees it has, but also on the way
they are organized and motivated. The quality of
service (QoS) parameters, and above all the
thoughts of the satisfaction of its users, depend di-
rectly on the availability of its service, i.e. in which
period of time the user can use the services of the
operator uninterruptedly (television, internet and te-
lephony). In addition to increasing the efficiency and
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productivity of its employees, BSC seriously influ-
ences the performance of the operator's network, i.e.
in stabilizing the network. BSC as a tool for moti-
vating employees can be widely used in many com-
panies that have a large number of employees. Cer-
tainly, depending on the area in which the compa-
nies deal with, the parameters will be appropriately
defined, but the essence of measuring the results is
the same, the image that management receives for
each employee is the same and the possibility that
each employee receives for career development is
the same. The goals and parameters of the BSC are
derived from the organization's strategy, i.e. they
should not be ad hoc inserted, but should be corre-
lated with the mission and the strategy of the organ-
ization. The combination of all parameters should
be a balance between the results achieved and the
desired results.

Balanced Score Card, as a new concept, was
first published in a Harvard Business Review article
in 1992. It is based on a one-year research project
run by the Nolan Norton Institute and based on re-
search done in twelve successful organizations on
the topic "Measuring Organizational Performance
in the Future" [2]. The research is conducted by
Robert S. Kaplan (Harvard Business School) and
David P. Norton, executive director of the Nolan
Norton Institute [3]. Robert S. Kaplan and David P.
Norton met with representatives of twelve organiza-
tions twice a month in order to create a new system
for measuring organizational performance [3]. The
goal of the project was how to measure the perfor-
mance of organizations' operations, not just through
traditional financial accounting indicators, but also
through the value of intangible resources they be-
lieved to play a central role in creating organiza-
tional value. The principle of this project was that
everything that can be valued, i.e. measure, can be
improved. Robert S. Kaplan and David P. Norton
believed that everything that can be valued is funda-
mental to both managers and scientists. If organiza-
tions can improve the management of intangible re-
sources.

To accomplish these goals, it is necessary:

1. To provide equal opportunity to all career
development staff within the organization itself by
measuring the single indicators for both the teams
and each employee. In this way, each employee
knows his place in the BSC ranking.

2. To provide an objective assessment of each
employee in a channeled team culture, not as strong
solo players, i.e. individuals.

3. To provide additional income to the salary
of each employee as a reward for the BSC ranking

which is a motivation for better and more successful
individual and team work for the employees.

4. Show single and clear goals to strive for.

5. Give us information on how well we do our
work according to the expectations and require-
ments of the company.

6. Give us information on how our users eval-
uate our work (through the so-called Customer Sat-
isfaction Surveys).

Prior to initiating the application of the BSC, it
is presented to all stakeholders (technicians and dis-
patchers), because the basic idea is that the Bal-
anced Scorecard is the basis for the further evalua-
tion of the employees. Of course, no one can be de-
scribed with a figure, i.e. there is no ideally made
system that will outline the operation of people by
number. So, aware that BSC is not an ideal system,
the basic idea at the beginning was to point out it’s
not ideality, but also to present our commitment to
continually upgrading and improving it. The prac-
tice will show that group and significant changes in
the parameters have been made on several occa-
sions, which will contribute to a more realistic rep-
resentation of the true picture.

The basic principles of the Balanced Score
Card are:

1. All employees work in the same conditions,
with equal workload, work with the same equipment
and serve the same users. They therefore have ex-
actly the same working conditions!

2. Parameters are measured in the same way
for everyone, i.e. the same data processing software
is used, so "not the accuracy of BSC" is all about the
same!

3. The results are always transparent and any-
one can check their individual achievements vis-a-
vis the achievements of the entire team.... There is a
greater influence of the participants themselves in
the creation of the changes and its improvement!

The model itself is not sufficient if it does not
exactly define all the parameters that will be moni-
tored every day, which will be their weight coeffici-
ents, how these parameters will be interconnected,
etc. The goal is to establish a system through which
the strategic goals and parameter has an appropriate
weight of 10 points in the final calculation.

Repeated ticket (installation): The number of
interventions on the field where the first 30 days be-
fore the installation was completed successfully,
was examined on the total number of successfully
completed installations. This parameter has an ap-
propriate weight of 10 points in the final calculation.
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Team results are a set of three parameters:

Productivity: The number of tasks carried out
in one region, each task being multiplied by an ap-
propriate weight coefficient (depending on the com-
plexity of the task, the number of technicians who
perform the task (one or two), the type of task ...),
the number of working hours from the respective re-
gion for the given period. This parameter has an ap-
propriate weight of 15 points in the final calculation.

Customer satisfaction: The percentage of sat-
isfied users of the total surveyed users for the re-
spective region. This parameter has an appropriate
weight of 10 points in the final calculation.

Independence to user: The percentage of dis-
satisfied users from the total surveyed users for the
respective region. This parameter has an appropriate
weight of 5 points in the final calculation.

The assessment by the immediate manager is a
set of two parameters:

Disciplinary / Work in the team: The man-
ager assesses how the technician adheres to the
work procedures set by the company, how it relates
to users and the means of work, whether it is team-
set ... This parameter has an appropriate weight of
10 points in the final calculation.

Technical acceptance: The manager assesses
the technical readiness of the technician, i.e. how
quickly and effectively he can perform tasks of all
kinds. This parameter has an appropriate weight of
10 points in the final calculation.

peon M rpag

In the maximum number of points that can be
earned on a monthly basis, individual scores affect
50 points (50%), team scores with 30 points (30%)
and grade by the manager with 20 points (20%), i.e.
the maximum is 100 points per month.

From the above we can see that each task is
related to the weight coefficient, depending on the
complexity of the task and the time it takes to realize
it. But weight ratios also depend on the goals of the
organization and the direction of management. De-
pending on what management wants to achieve, the
coefficients, i.e. if we want to achieve a higher
workload with satisfactory quality, then we give
more weight to the productivity

The first three parameters aim to educate all
those who have worked on "old glory" until then,
and they were absent from work when they liked it.
The last parameter is aimed at encouraging the right
workers and all those who look long-term as em-
ployees in a company that has strictly and equally
valid rules for work.

The figures below show the original layout of
the spread sheet used to process the parameters re-
quired for the monthly calculation of the BSC. This
table lists all information entered by the dispatcher
when running the team. For example, there is: a task
completion date, who typed it, who performed it, a
task type, whether it was done by one or two tech-
nicians, and complexity of the task, which user is
the intervention, which comment is closed the
ticket, etc. Correctly filling this table, i.e. the correct
input of data by the operator is essential for the cor-
rect calculation of the monthly BSC and is the basis
for all reports related to BSC.

M fucnevep M gara

Iyr Mpunen
Janag Cronje sanag
Janag Cronje zanag
Janag Cronje zanag
Janag Cronje zanag
Janag Cronje zm@nag
Janag Cronje sanar
Janag Cronje sanag
Janag Cronje zanag
Janag Cronje zanag
3anag Cwonje 3anag
Janag Cronje sanag
Janag Cronje sanag
Janag Cronje zanag
Janag Cronje zanag
Janap Cronje zanag
Iyr Benec

Janag Cronje sanag
Janag Cronje sanag

01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011
01.12.2011

396730 Hucka
384768 Hueka
356090 Hucka
356328 Hucka
386174 Hucka
356313 Hucka
354444 Hucka
385263 Hueka
365252 Hucka
355248 Hucka
395641 Hucka
353483 Hueka
356646 Hutka
356567 Hucka
386139 Hucka
356699 Hucka
356853 sucoka
381055 Hueka
353638 Hueka
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15:29
11:10
11:11
11:12
11:12
14:39
1214
12:15
12:15
12:16
12:16
12:17
19:38
18:35
21:20
21:21
15:49
10:25
10:25

Mnannpana
MnaHupaxa
MnaHupaHa
MnaHupaHa
Mnanupana
naHnpaxa
MnaHnpaHa
MnaHupaxa
MnaHupaHa
MnaHupaHa
Mnannpana
MnaHupaHa
MnaHnpaHa
MnaHupaHa
Mnanupana
MnaHupaHa
MnaHnpaHa
MnaHupaHa
MnaHupaHa
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Fig. 1a. Working table for the calculation of BSC among field teams
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n Tun n Cratyc

n Texuwuapl n Texuwuap2

Teneq)orn 3ana||a= Wn MHT n Ten n 3abenewka

76663194 Mpobnem JIAH checking router ro_p Bnarojue Tpnkoc Tomucnae Cinprc 2 YCnewHo 3aeplieHo
779338 MNpohinem ATH Ha oaTe KaHa/m Gapa dwsen Prucrosok 1 Yaneumo 3a8puueH0
23246574 Mpobnem KW Uptime: 1 hour 43 mi ®uamn PUcToBCK 1 YcnewHo 3aBplueHo
33H 3343 Mpohinem ATH He 3saar o koral 07 dewsen Pucroso 1 Npesacoseno koH Mpexes Onepat s
23077089 Mpobnem KM 0 yTpo A0 16.004. ce ®MUaMn PUCTOBCK 1 MpeHacoueHo KoH MpesxHK Onepaummn
70676700 Mpotinem OTB NMPECKoHMaLE- pec Dw/sen Pwcioeos 1 Yonenso 3a8unesn

71791489 Mpobnem JIAH pecTapTMpad M nNak H Joemua Haymosc 1 YcnewHo 2aeplieHo

FF55850 Mpohinem JIAH HEMI BT A0 Kopeec |oesala Haysmoeo 1 Yonenso 3a8unesn

75230645 Mpobnem JIAH MMaaT TMMUTUPaHA K JoeKua HaymoBsc 1 YcnewHo 2aeplieHo

70693677 Mpohinem JIAH ping 92.53.53.160 AR| o ia Haysmoso 1 NpM NOCETATA HE & KOHCTATMaH Npofine
75285406 Mpobnem ATB Joww cnukm co cHer Joeuua Haymoeco 1 MpeHacoueHo KoH MpesxHK Onepaummn
536862 Npobnesm ITE Bapa aa my ce cwerm losvaa Haymoeno 1 Yoreus o FaeuueH0

76689967 NMpobnem JI-TEN PING 10.255.135.103 | Mrop CTojaHOBCH 1 MpeHacoyeHo KOH MpexHi Onepauun
FLA6268 Npobnem JIAH chedking router mo_g; Mop Crojasosc 1 NpeHcOueH0 K0H Mpesos Onepa s
71644320 NMpobnem NaH 072/605-997 checking Mrop CTojaHoBCK 1 YcnewHo 3aepweHo

7369837 Npofinem JIAH HEM3 HIEAHA yomyra Mop Crojasosc 1 Yoneumo 3anuueHo

76555139 Npobnem JIAH Hema nHTepHeT, npn /bybuo Kpcres 2 YCnewHo 3aBpleHo

7D636105 Npofinem ATH AL KA HA oaTe K Baagpewp Hene 1 Yoneumo 3anuueHo

75303270 Npobnem JNAH checking router ro_gi Bragumup Hene. 1 YcnewHo 3aepleHo

Fig. 1b. Working table for the calculation of BSC among field teams

RESULTS FROM THE 6-YEAR APPLICATION
OF THE BALANCED SCORE CARD

A period of 6 years, 2011 to 2016, has been
considered. The goals set are not only achieved, but
they are also overwhelmed. The main focus was to

However, the main goal is to increase the com-
pany's profit. The increase in profits depends direct-
ly on improving more measurable parameters,
which are:

e then they should be subject to measuring or-
ganizational performance.

introduce order and discipline through a system for
objectively measuring and evaluating an employee's
performance. Once this is achieved, the results
themselves will come back.

The following table shows the historical devel-
opment of the BSC:

Table 1
Historical development of the BSC
Year Literature Development of BSC
1992 The BSC: Measures that Drive Balance between financial and non-financial indicators. Concept with four perspectives

Performance”

1993  “Putting the BSC to Work”

“Using the BSC as a Strategic
Management System”

Linking measures with organizational strategy

Four management processes:

— Translating the vision

The BSC: — Communication and connectivity
1996 . . . . i

Translating Strategy into Action — Business planning and goals

— Feedback and learning

“Linking the Balanced Score-

card to Strategy”
1999 ;l;grel Strategy Focused Organiza- A higher emphasis on BSC as the basis of the management system
2000 Having Trouble with Your Introducing "strategic maps"

Strategy” Then Map It.

Expanding the role of BSC in the strategic process with the concept of a "strategic map"
2004 Strategy Maps P & . giep oy P £ P
How to create, manage and communicate organizational strategy

The Office of Strategy Manage-

2005
ment

Creation of a new corporate department, a strategic management office
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BALANCED SCORE CARD - PRACTICAL
APPLICATION IN CABLE OPERATOR

BSC was first implemented in cable operator
in 2011. Its main goal is to represent a system
through which employees' efficiency and productiv-
ity will be increased, a distinction between better
and less quality employees would be made, employ-
ees would have the opportunity for monthly bo-
nuses, and with this they would be far more moti-
vated to work.

The main goal is, of course, the company to re-
duce its operating costs by properly and properly re-
ducing the number of employees and by reducing
unnecessary costs caused by poor quality of work
and inadequate control of daily work tasks.

CONCLUSION

There is not a sufficiently perfect method that
will impeccably bring order and discipline into an
organization; there is no single figure that will eval-
uate the work of the individual and the team without
a magic wand with which we can create a favorable
climate for a fair and equal competition between the
employees, but the Balanced Score Card, with all its
faults, showed that it is a method very close to the

ideal one. It's a good method for the employee, be-
cause it provides a number-based reliability, and for
the company, because it can recognize the right
workers. The method is easily applicable in any or-
ganization where there is an operational team that
performs every day tasks. It can be: a health institu-
tion, an administrative facility, a contact center, a
telephone sales center, etc. It is important to just de-
fine the parameters that we want to measure and im-
prove, to find an appropriate connection between
them, to control whether this connection is right or
not, to be transparent with all employees and they
know our ultimate goal and of course we have the
support of the senior management in conducting all
of this
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APPENDIX

94.5%

85.0% 85.0% 083
4__#-#_——_ \
15.0%
8.0% 6.0% 5.5% 5.0% 4.5%
2011 . 2012 2013 2014 | 2015 2016

Team performance

— Productivity (tasks per hour)

e (successfullly conpleated tasks)

Number of repeated tickets for defect)

Fig. 2. Counter balance between 3 parameters (productivity, team performance and repeated tickets)
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