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ABSTRACT

WiththestandardizationofInformationTechnology(IT)governancethroughISO/IEC38500inthe
lastdecade,agoodnumberoforganizationshaveimplementedITgovernance(ITG)frameworks.
Althoughitisnotafullyextendedpractice.Giventhefactthattheuseofbalancedscorecards(BSC)
onITGisnotanunknownpractice,theapplicationofBSCintheimplementationofISO/IEC38500
hasbeengivenlessimportance,sinceitnormallyappearsasjustexamplesofgoodpractices.This
worknotonlyexplainswhytheBSC’sapplicabilitytoalignITwithbusinessinISO/IEC38500
implementationsisnotincludedinthestandard,butalsojustifiestheimportanceofBSCtoreportto
theboardorseniorexecutiveteaminaclearway,withoutthedetailsoftheparticularimplementation
frameworkofthestandard.Thus,aframeworkthatallowsimplementingITBSCswithinthecontext
ofITgovernanceisproposed,cascadingobjectivesincludedinthestrategicmapthroughthetactical
andoperationallevelandbackwardsontheconstructionoftheKPIstobettermonitorIT.
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INTROdUCTION

Inaworldthatisincreasinglydigitalized,theneedforagoodITgovernance(ITG)implementation
seems evident, both for the correct decision-making regarding IT based on the organization’s
strategy,aswellasthecontrolthatthoseITareindeedalignedtotheneedsofthebusiness(Juiz&
Toomey,2015).Inthisregard,thede jureandde factostandardforITgovernancewasborntomainly
guideboardorseniorexecutiveteaminthesetwomatters,amongothers(ISO/IEC38500,2015).
Nevertheless,themaindifficultiestoimplementtheISO/IEC38500standardprobablycomefrom
theabsenceofconcreteinstrumentsforITGinorganizations.Particularly,thenatureofthestandard
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doesnotreferencehowtodirect,monitorandevaluateITassets,sincethestandardisconcernedof
whattogovernanddonotconcerninthesamemannerofhowtodoit.Infact,themaincontribution
oftheISO/IEC38500standardistomakepossibleharmonizingthegovernanceofanyofthebusiness
assets.Suchharmonizationshouldcomefromusingsimilardecision-makingmechanismsacross
alltypesofassetsasthecorebetweenstrategicalignmentandbusinessperformancemeasurement.

Some of the most useful good practices for implementing IT governance frameworks are
about how to direct and to control IT function, particularly, using tools for monitoring the IT
strategyperformancemanagement.Performanceindicatorsarecriticalingredientsofperformance
management,adisciplinethatalignsperformancewithstrategy(Juiz,Gómez,Bermejo,Cordero,
&Mory,2019).ManyorganizationsareadoptingBalancedScoreCards(BSC),asthefoundation
fortheirstrategicmanagementsystem.Martinsons,Davison,andTse(1999)claimedthattheBSC
emergedasadecisionsupporttoolatthestrategicmanagementlevel,morepreciselyinperformance
management.BSCare theresultofKaplanandNorton(1996b)proposalasameans toevaluate
organizationperformance fromfourdifferentperspectives: the financialperspective, the internal
businessprocessperspective,thecustomerperspective,andthelearningandgrowthperspective.

OncethereshouldbenolongeranydoubtsaboutthenecessityofITG(Juiz&Toomey,2015),
theproblemarisesonceitisattemptedtoimplementtheITalignmentmonitoringintheorganization.
ThemaincauseisthatISO/IEC38500standarddidnotemergeasasetofprocessestobeapplied,
whereasthisisthecommoncasewiththeITmanagement(ITM)standards.ButbeingtheISO/IEC
38500abehavior-basedstandard,thereiscommonlyaninterfacegapintheITassets’governance-
managementharmonization.ThisisduetoaviciouscycleinitsapplicabilitythatonlytheCIOcan
undo.Ontheonehand,ITmanagersareusedtoapplyingstandardsbasedonprocesses,procedures
andbestpractices,buttheyarenotbelongingoftopmanagementstructures.Ontheotherhand,top
management teamsnotonlyexpect theirstrategytobeexecutedbyITmanagersbutalsoexpect
measurableperformanceresultsthataredirectlyrelatedtothekeyperformanceindicators(KPIs)or
keyglobalindicators(KGIs)tocontrolthatexecution.However,topmanagersmaynothavetheIT
performanceinformationinunderstandablebusinesscontrols.Thisiswhatinthisworkisdefined
theinterfacegapbetweengovernanceandmanagement,i.e.,howtomovefrom“whattodo”to“how
todoit”inIT,andparticularly,howtofeedtheKPIintomanagementmeasures.

Successful IT governance implementations are using different tools as decision support at
strategyperformanceatleastonthestrategylevel,thatiswhyBSCsareemergingasoneofthese
tools to monitor business and IT performance. Thus, the main purpose of this work is building
BSCsinthelayersofgovernance,managementandoperations,basedonthenecessitytotranslate
strategicobjectivesandKPIs,bycascadingprocessesofBSCsfromgovernancelayer,intomanagerial
andoperationalmeasures in their respective layers,andbackwards.Byperforming that,abetter
interactionandcommunicationbetweenlayers,shouldimprovethedirectionandcontrolofITaspects
andreducethemisunderstandingsbetweengovernanceandmanagement,whatseemsessentialfor
implementingITgovernance(Holt,2013).EventhoughcascadingBSCsaremanagementinstruments,
notbehavior-based,asISO/IEC38500standardwasoriginallydesignedanddeveloped,withinthis
workobjectives,initiativesanditsrespectivemetricsarecascadedwiththeaimofusingelements
relatedtothebehaviorshowingthatBSCscanalsobeusedtoimplementITgovernancefollowing
theISO/IEC38500standard.

This paper is aimed to understand how to bridge the gap between IT governance and IT
managementinexplaininganITGframeworkusingtheBSCconcept.ThisworkdetailshowtheBSC
canserveasadecisionsupporttoolforboardsandseniorexecutives,inprivateandpublicorganizations
implementingtheISO/IEC38500andalsoinreportingtheminaclearway,withoutthedetailsofthe
particularimplementationframework.Inaddition,webelievethatthisisnotsufficientlyemphasized
inanystandardimplementationguidedocument.AsMartinsonsandcolleagesclaimed,BSCscanbe
appliednotonlytoassessthecontributionofaspecificinformationsystemorITproject,butalsoto
assessperformanceandguidetheactivitiesoffunctionalITdepartments,e.g.ITservices(Martinsons
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