
Board of directors have to find  a way to monitor and control technology. Often financial 
and legal matters dominate the board meeting and this gets even reflected in the board 
composition. Based on research of especially the Antwerp Management School there is 
a dashboard approach developed which can help Boards in their digital governance. 

Digital governance,  
a dashboard approach 

In an era where technology is a crucial contributing factor 
to the competitiveness of many organizations, boards 
need to think more about how they approach technology. 
Indeed, more and more organizations   depend heavily on 
their digital assets for the creation of business value. 
 Digital disruption is all around us, and  digital transformation 
is something a vast number of  organizations around the 
globe is thinking about actively or perhaps even constantly. 

Monitoring key performance indicators (KPIs) via a 
 dashboard has become a common approach in many 
 areas. The challenge is to define a manageable and 
 meaningful number of KPIs: not too many and if possible 
with quantitative details. In practice, many organizations 
 develop their own dashboard depending on the strategic  
insights of the CIO and the results of dialogue with the 
board. In all too many cases, though, a logical  structure 
is missing and although individual KPIs offer some value, 
it is hard to come to an overall conclusion. 

Academic insights
Further dialog between industry peers and academics  
to develop a more mature dashboard could be of help. 
 Particularly relevant are the efforts of the Antwerp 
 Management School under the supervision of Professor  
S. de Haes. The group started a research program some 
years ago in this field with the aim of developing a  toolkit 
that can help boards to monitor their effectiveness  
in  taking on accountability for governing digital assets.  
Insights were collected in collaboration with field 
 practitioners and through interviews with board members. 
This article summarizes the main takeaways. 

The G20/OECD Principles of Corporate Governance state 
that one of the key functions of the board is “monitoring 
the effectiveness of the company’s governance practices 
and making changes as needed”. As digital governance 
forms an integral part of corporate governance,  
this  principle applies to digital governance as well. 

Balanced scorecard 
The structure of the board-level dashboard for digital 
 strategy and oversight was based on the balanced 
 scorecard, a widely used tool for performance 
 measurement. The balanced scorecard was introduced 
by Kaplan and Norton (1993) to encourage organizations 
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to use not only financial indicators to keep track of 
 performance. In addition to financial indicators, 
 organizations need to add measures relating to customer 
satisfaction, internal processes and learning and growth. 
This scorecard entails a top-down approach, it is 
 forward-looking, and it mixes internal and external 
 perspectives. 

The concepts of the balanced scorecard were translated 
to a board-level digital governance context. The resulting 
dashboard consists of four perspectives boards should 
monitor: corporate contribution, stakeholders’ orientation, 
internal practices and future orientation. 

Creating value 
The goal of digital governance is business value through 
the alignment of business and technology. That is why the 
financial perspective of the original balanced scorecard 
was translated into a “corporate contribution” perspective 
in the board-level digital governance balanced scorecard. 
The mission defined for this perspective is “Ensuring 
 maximum profit through technology with reasonable risk”. 

It is important to note that the scorecard perspectives are 
interlinked. Causal relationships between them can be 
 identified. For example, board members with appropriate 
digital expertise (future orientation) may have more  
 technology discussions (internal practices), which in turn 
will increase legal compliance (stakeholders’ orientation) 
and will ultimately lead to reduced IT risk (corporate 
 contribution). 

The road to digital governance 
A first step in implementing digital governance at board 
level is articulating an understanding of the role of  
 technology in the organization. This is about defining the 
strategic importance of technology and the way to 
 measure success. Differences in the importance of 
 technology require different digital governance approaches.

The best way for boards to take up their digital leadership 
role is not the same for every type of organization. 
 According to the strategic impact grid of Nolan and 
 McFarlan (2005), organizations can be situated along two 
axes (contingencies): the organization’s need for new 
 technology and the organization’s need for reliable 
 technology. Organizations with a high need for new 
 technology use innovation through technology for their 
competitiveness. This type of organization adopts an 
 offensive strategy. On the other hand, a low need for  
new technology entails a defensive strategy. The need  
for  reliable technology refers to the level to which the 
 business depends on the continuity, security, and smooth 
operation of technology. 

Figure 1: Use modes (Nolan and McFarlan Grid)
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“The goal of digital 
 governance is  business 
value through the 
 alignment of business 
and technology.”

Factory
mode

Lo
w

 t
o 

hi
gh

 n
ee

d 
 

fo
r 

re
lia

bl
e 

IT

Low (defensive) to high (offensive)  
need for new IT

Support
mode

Strategic
mode

Turnaround
mode



Use modes 
Combining these two contingencies results in four 
 technology use modes. Organizations in support mode 
only need technology to support employee’s activities. 
Factory mode organizations require highly reliable  
 technology but have a low need for new technology. When 
the need for new technology is high, but the organization 
does not rely on technology for the continuity of the 
 business, turnaround mode applies. Usually, companies 
do not spend a long time in this mode, as it is a transition 
state. Organizations with a high need for both reliable  

and new technology are situated in the strategic mode. 
As mentioned, these differences in use modes call for 
 different board level digital governance approaches.  
For example, boards of organizations in factory mode 
need to actively monitor the security of technology. 

How will you use the scorecard? 
The basic setup of the scorecard is already available. 
The call for action is to make it specific for your 
 organization. Depending on the use mode of technology, 
the focus on specific KPIs will differ and potentially also 
change over time as organizations move into another use 
mode.  Complexity arises if multiple use modes exist in 
one organization for different service lines or business 
units. Given the digital governance principle as briefly 
 outlined, it is better to start the journey and improve the 
scorecard. Making use of experts, both academics and 
peers, should be considered to speed up the maturity of 
the scorecard or just to benchmark it. 
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