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Introduction 

Monitoring and measuring how public organizations operate plays a key part in changing things for the 

better in developing economies, since governments have to do more with less and ensure they are 

accountable (Chiu & Lin, 2019). Although scholars have discussed strategic management methods in 

public administration at a global level, using business-originated tools like the BCG Matrix within 

public organizations is rare and not well explained (Gray, 2021; Schmidt et al., 2025). 

Back in the 1970s, Bruce Henderson designed the BCG Matrix as a portfolio management method for 

private firms to properly use their resources by considering market growth and market share across their 

different business units (Hambrick et al., 1982; Musayeva, 2023). The matrix is used to divide 

businesses into Stars, Cash Cows, Question Marks, and Dogs to decide whether a firm should invest, 

keep, or sell a particular business unit. Even though Balanced Scorecard is widely recognized in 

companies, its impact on public sector evaluations in developing countries is still being tested 

(Manyaeva & Karapetyan, 2023; X. Yang et al., 2023). 

Developing countries’ public sector organizations usually find it challenging to achieve strategic 

alignment due to being considered inefficient, having roles that overlap, and being strongly affected by 

politics. On the other hand, these organizations often carry out tasks in areas such as health, education, 

agriculture, energy, and infrastructure where their performance should be measured by how costly their 
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services are, how well they perform, and if they remain sustainable (García-Vidal et al., 2023; Gray, 

2021). Here, strategic tools such as the BCG Matrix might be used to group PSEs according to how 

much value they give to the public and if their finances are stable. 

This literature review seeks to look into existing research and practical approaches that use the BCG 

Matrix to assess the performance of public entities in developing countries (Park, 2025). In particular, 

the research focuses on how the framework has been modified and used in real-life cases other than 

companies, and if it could be a useful tool for policy makers (Zaffran et al., 2025). 

The importance of this review is that it may develop a simpler yet practical model for evaluating 

performance that fits the specific conditions in developing countries. Examining and analyzing current 

works, this paper enriches discussions on strategic public management and gives a base for future 

empirical and policy-related studies (L. Yang et al., 2025). 

Following this section, Section 2 will give details on the narrative review methodology, Section 3 will 

cover the theories behind the BCG Matrix, Section 4 will feature overarching themes from the literature, 

Section 5 will suggest applying the BCG Matrix in the public sector, Section 6 will highlight policy 

suggestions, and Section 7 will detail directions for additional research. 

2. Methodology 

The study relies on a literature review to gather and carefully assess articles about applying the BCG 

Matrix as a framework for measuring performance in the public and developing sectors. Narrative 

reviews are more appropriate than systematic reviews for exploratory topics because the literature for 

them is often incomplete, covers several fields, or is fast changing (Amat & Wang, 2025). The narrative 

method lets researchers explore a variety of interpretations, add useful contexts, and rely on theories, 

which fits the BCG Matrix since its use in the public sector is evolving, not fully developed. 

2.1 Research Questions 

These research questions are what lead this study: 

1. How many cases are there of the BCG Matrix being put to use or adjusted for assessing 

performance in the public sector? 

2. What problems do the BCG Matrix and its approach face when they are implemented in 

developing countries’ public sector entities? 

3. Can the BCG Matrix be modified to fit the public sector’s needs for performance evaluation, 

especially in cases of limited resources? 

2.2 Literature Search Strategy 

An extensive search for literature was done between 1990 and 2025 on main academic databases such 

as: 

• Scopus 

• Web of Science 

• JSTOR 

• Google Scholar 

• ScienceDirect 

Keywords as well as Boolean operators were included in the approach. 

With the terms “BCG Matrix” OR “Boston Consulting Group Matrix,” and including “public sector,” 

“government entities,” or “state-owned enterprises,” then “developing economies” or “developing 

countries” as well as “performance evaluation” or “strategic management.” 

Only articles published in English between 1990 and 2025 were included to find important classics and 
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recent developments. Grey literature like reports, briefs, and studies from public institutions was 

examined to find uses of the BCG Matrix in any public planning settings. 

2.3 Inclusion and Exclusion Criteria 

Inclusion Criteria: 

• Research papers, peer-reviewed articles, and books that help explain how tools for 

evaluating performance are used in public sectors. 

• Research that relates to or mentions the BCG Matrix. 

• Works that describe using business tools in the public sector of developing countries. 

Exclusion Criteria: 

• Literature that limits itself to cases about the private sector. 

• Research done in high-income nations that has little impact on developing countries. 

• Non-English publications. 

2.4 Data Extraction and Synthesis 

Using a thematic approach, texts were studied to point out the recurring themes, ideas, practical ways 

to apply them, and issues with the BCG Matrix in other or public areas (Cheng & Hou, 2022; Guo et 

al., 2024). The work focused on only three main aspects. 

• The reasons behind using BCG Matrix in analyzing government organizations have been 

well established. 

• Mainly using cases and sectors in developing countries. 

• Legislation has changed or expanded the traditional model in various ways. 

Using this method, the paper tries to outline the main topics, identify what is missing, and present a way 

to modify the BCG Matrix for public organizations in underserved environments. 

3. Theoretical Framework 

3.1 The BCG Matrix: Origins and Core Constructs 

Bruce Henderson, for resource optimization purposes, developed the Boston Consulting Group (BCG) 

Matrix during the 1970s to aid businesses. It utilizes the rates of business units or product growth in the 

market and their market share to form two dimensions of the matrix (Chiu & Lin, 2019; Dong et al., 

2022). Using the matrix, it’s possible to distinguish between four groups. 

• Stars are products or services with quick growth and a strong position that need investment to 

hold their place and benefit from growing (Fu et al., 2022; Lin, 2023). 

• Cash Cows are the products or services where growth is limited, while their share in the market 

is high; these units bring surplus profits with little effort (Ahn, 2025; Schmidt et al., 2025). 

• Question Marks are the products or services with strong growth and a small market position; 

choices between keeping them and getting rid of them are needed due to uncertainty over the 

future (L. Yang et al., 2025; Zaffran et al., 2025). 

• Dogs reflect the products or services were normally, these have very little increase in value and 

sales; since they’re failing, it’s typical to suggest selling them or reorganizing their structure 

(Lim, 2025). 

Here, it is considered that companies operate in a competitive market, use revenue as main targets, and 

can make their own decisions without much interference. Because it was simple and clear to understand, 

it became a favorite tool for companies in their strategy in the late 20th century (Ha et al., 2021; L. 

Yang et al., 2025). 
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3.2 Strategic Management in the Public Sector 

The goals, structure of accountability, relationships with stakeholders, and measurements of 

performance differ a lot between the two sectors (Hollaar et al., 2025; Malhotra et al., 2025). Unlike 

private companies, public institutions usually strive to create value, ensure fairness, and assure the 

organization thrives into the future (Ismayilo et al., 2022; Shalom et al., 2025). Also, operating in 

monopolistic or controlled industries means that market-based measures such as market share do not 

apply to them (Prayag et al., 2024). 

Nevertheless, strategies from management have become more popular in public administration, mainly 

thanks to the New Public Management and Results-Based Management paradigms (Prayag et al., 2024; 

Z. Yang et al., 2025). They support efficiency, focus on results, and evidence-based distribution of 

resources ideas that are similar to the BCG framework (Chiu & Lin, 2019; Do et al., 2022). The changes 

include using performance scorecards, KPIs, and budgeting for programs in the public sector. 

3.3 Theoretical Adaptation: From Market Share to Public Value 

When using the BCG Matrix in the public sector, most especially in developing nations, its categories 

and axes should be redefined. Some scholars suggest that market share and growth rate can be 

represented by the following indicators: 

• Measuring success by service uptake, people’s satisfaction, results for society, or the effective 

spread of resources (Guo et al., 2024). 

• Operational Sustainability: Indicates that an entity is able to run within its set budget and 

comply with its responsibilities (X. Yang et al., 2023). 

It allows public sector entities to be divided into the following categories. 

• Stars are sustained, well-known businesses—these are companies that can be expanded further 

(Cheng & Hou, 2022). 

• Cash Cows are successful for running, though their growth is minimal—should be preserved 

and operated efficiently (Dong et al., 2022). 

• Question marks show potential, but do not meet expectations therefore, they need attention in 

the form of changes or added resources (Chiu & Lin, 2019). 

• Dogs: They do not perform well and are not essential, which makes them possible candidates 

for being rationalized or merged (Guo et al., 2024). 

Better understanding is required so that the BCG Matrix can help in situations where resources are 

limited, politics matter, and social responsibility is important (Cheng & Hou, 2022). 

3.4 Application in Developing Economies 

Such countries are usually challenged by disjointed institutions, being heavily controlled by donors, 

and having few resources, which prevent them from supporting many public bodies (Cheng & Hou, 

2022; Musayeva, 2023). If the BCG Matrix is applied wisely, it helps choose which reforms and 

investments to prioritize, instead of making choices only based on what politicians want. Yet, this 

application has to be examined closely to check if it fits the specific situation and is ethical (Dong et 

al., 2022). 

The study examines the BCG Matrix in this new light to figure out how it helps in aiding the reform 

plans of developing economies’ governments. 

4. Emerging from Literature 

Even though there is not much available material, what exists shows that the BCG Matrix can be used 

differently in the public sector, mostly in developing countries (Akyar et al., 2024a; Bernal Escoto et 

al., 2021). Such themes highlight the advantages and disadvantages involved in applying private sector 
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strategies in government (David et al., 2021). 

4.1 Adaptation of Strategic Tools for Public Sector Realities 

New Public Management (NPM) has led to more frequent use of strategic management tools in public 

administration, according to many public administration books. Several scholars note that while 

applying strategic prioritization is useful, there is a significant gap between the performance measures 

in public organizations and those in private companies (Gray, 2021; Ha et al., 2021). 

A number of experts believe that factors such as their reach, impact, integration, and budget success are 

better measures than market position and growth when it comes to understanding public sector 

businesses (DeCaro et al., 2025; Park, 2025). Because of this change, new ways of thinking about 

success are needed, so that more attention is given to equity, accessibility, and children’s well-being 

instead of financial profit (L. Yang et al., 2025). 

4.2 Selective Applications in SOEs and Quasi-Governmental Bodies 

The BCG Matrix is typically used by both state-owned enterprises (SOEs) and quasi-governmental 

bodies working in competitive market sectors (DeCaro et al., 2025; Hernes et al., 2025), for example in 

utilities, public transportation, farming, or industrial development programs. Here, the BCG Matrix is 

usually used to analyze different situations. 

• Classify companies that may benefit from privatization, restructuring, or merging processes 

(Hernes et al., 2025; Malhotra et al., 2025). 

• Check how much the costs are and how significant the strategy is in terms of achieving goals 

(ADB, 2016). 

• Direct donors help and development support by following the tiers assigned to the institution 

(Hollaar et al., 2025). 

Evidence from India, Kenya, South Africa, and Pakistan shows that the success of right to information 

(RTI) can change based on the support from political figures, amount of data, and how well the RTI is 

carried out. 

4.3 BCG Matrix as a Decision-Support Tool for Rationalization 

Several experts and policy makers suggest using the BCG Matrix to rationally manage and reform 

unsuccessful parts of the public sector (Plaček et al., 2025). When an excessive number of unproductive 

state organizations exist in a country, a modified BCG matrix may help by offering a straightforward 

way to look at the issue (Guo et al., 2024; Kumar et al., 2025). 

• Observing which “Dog” businesses are not well-performing and are unreliable for the 

company’s success. 

• Supporting “Star” organizations that give high-quality public services. 

• Making decisions on where to put money for uncertain businesses. 

• Smoothing the cash flow of “Cash Cow” companies to use their funds elsewhere. 

Aligning with the demands for fiscal restraint, handling excess risks, and better public administration 

is what such rationalization aims (David et al., 2021; Ha et al., 2021) for, mainly in IMF and World 

Bank funded programs. 

4.4 Challenges and Criticisms of Transferring Business Logic 

Even so, different criticisms have been raised about using the BCG Matrix in public organizations. 

Literature suggests that one must be careful with technocratic and mechanical adaptations of private 

sector models, mainly for services like human rights, those that are non-rival, or politically key (Akyar 

et al., 2024b; L. Yang et al., 2025). Critiques include: 
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• Trying to simplify the various tasks that the public sector must handle. 

• Disregard for issues that affect society overall and in the distant future. 

• Prioritizing money over other important aspects in education and healthcare. 

Scholars, for example, Hood (1995) and Osborne (2006), state that neglecting context may cause such 

tools to change public priorities unintentionally or lead to giving priority to quick results. 

4.5 Emerging Practices and Hybrid Models 

There are now suggestions for using a mix of BCG framework principles and public value ideas along 

with methods of participatory evaluation (Pham & Vu, 2025). So, for instance, some methods put in 

multi-criteria scorecards include talking with affected stakeholders or add both equity and sustainability 

data to the traditional BCG framework (Musa & Enggarsyah, 2025; L. Yang et al., 2025). They try to 

keep the simple nature of the matrix while adding more to its usefulness in making policies (Alibašić, 

2025; Zaffran et al., 2025). 

5. Proposed Adaptation of the BCG Matrix for Public Sector Entities in Developing Economies 

5.1 Rationale for Adaptation 

The analysts behind the classical BCG Matrix thought it would be useful for profit-focused businesses, 

given solid market statistics and a clear relationship between profits and business strategies (Ismayilo 

et al., 2022; Shalom et al., 2025). In some developing economies, these ideas tend not to be true in the 

public sector. Most of the time, public organizations act in areas without competition, try to achieve 

different goals, and answer to several groups of stakeholders (Moore & Schindler, 2022). 

Thus, a special version of the BCG Matrix should be used that keeps it simple, logical, and suits the 

priorities and challenges found in developing countries (Guo et al., 2024; X. Yang et al., 2023). 

5.2 Proposed Axes for Public Sector Use 

For our graph, we use two public sector-related markers rather than the traditional Market Growth Rate 

and Relative Market Share ones. 

• The X-axis represents the Relation of the sector to the strategic goals of the country. This axis 

reviews how much an entity helps achieve national goals such as addressing poverty issues, 

ensuring food security, providing energy, or moving toward a digital society. For example, 

indicators can be in the form of policy agreement, combining efforts from various sectors, and 

suitability with SDGs. 

• Y-Axis: How well the institution operates and its ability to operate financially 

It reviews how successfully the entity manages its tasks and uses the resources given to it. Metric 

examples you may use are the rate of funding used, how well services are delivered, if audits are 

followed, how efficiently finances are managed, and the capacity to get funding from different resources 

(Guo et al., 2024). 

5.3 Reinterpreted Quadrants for Public Entities 

The following list includes the outcomes of applying this framework: 

• Strategic Catalysts (Stars) 

Sharing the country’s goals and running with high levels of efficiency (Chiu & Lin, 2019; Dong 

et al., 2022). They are at the core of change and should be provided with the main support, new 

innovations, and ways to grow. 

• Public Utilities (Cash Cows) 

Entities with high operational sustainability but lower strategic centrality. They often provide 

routine but essential services (e.g., civil registry, basic utilities) and can generate surplus or cost 
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savings for the state (Cheng & Hou, 2022; X. Yang et al., 2023). 

• Policy Dilemmas (Question Marks) 

High strategic relevance but low effectiveness or sustainability. These entities are often 

politically important but plagued by inefficiency, underfunding, or poor management. Strategic 

interventions or reforms are needed (Chiu & Lin, 2019; Dong et al., 2022). 

• Reform Candidates (Dogs) 

Entities with low strategic contribution and low effectiveness. Products or services with low 

value to the organization and struggle to perform well. These organizations may not be needed, 

serve the same purpose, or do not function properly, so some sort of restructuring is required 

(Guo et al., 2024; X. Yang et al., 2023). 

5.4 Application Potential 

This approach provides management in the public sector a reliable way to assess and report on different 

areas of their performance: 

• State-Owned Enterprises (SOEs) 

• Public-Private Partnerships (PPPs) 

• Government-Affiliated Boards, Authorities, or Trusts 

• Sectoral Programs with autonomous governance (e.g., Agri-livestock or Urban Development 

bodies) 

When entity-level problems are coordinated with national policies, this matrix allows the government 

to distribute funds wisely, restructure the organization, and work toward reform in the public sector, 

which are all important in resource-short areas (Chiu & Lin, 2019). 

5.5 Case of Punjab Agriculture & Meat Company (PAMCO) 

Punjab Agriculture & Meat Company (PAMCO), a government-owned enterprise operating in the Agri-

livestock sector of Pakistan, exemplifies the need for a contextualized strategic evaluation model such 

as the adapted BCG Matrix. Since its formation, PAMCO was meant to support Pakistan’s red meat 

sector, grow exports, and promote modern farming, but it has suffered from livestock and agriculture 

sectoral issues coupled with financial constraints (Afshar M. Z., 2023). 

PAMCO’s Assessment through the Adapted BCG Matrix 

Criteria Assessment 

Strategic Relevance/ NDG 

Alignment 

High — aligns with Pakistan’s goals for food security, rural 

livelihoods, and meat export diversification. 

Operational Effectiveness/ 

Sustainability 

Moderate to Low — constrained by inconsistent funding, sectoral 

gaps, limited scale-up of abattoir infrastructure, and underutilized 

assets. 

PAMCO is key in contributing to farming changes, promoting exported goods, and boosting livestock 

production in both public and private sectors. Nonetheless, its working problems including unpaid 

debts, separation of duties, and underperformance on the market make it harder for it to thrive 

continuously. By this measure, PAMCO is defined as a policy dilemma that needs interventions instead 

of being eliminated. Recommended strategies include: 

• Institutional realignment with the Livestock & Dairy Development Department (L&DDD). 

• Governance streamlining through conversion into a special-purpose enterprise focused on 

sectoral development. 

• Capacity building in quality certification, market intelligence, and meat value chain integration. 
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• Govt. loan conversion into equity coupled with provision of adequate endowment funding for 

revamping the infrastructure. 

This application proves that it is possible for the BCG Matrix to support provincial or national 

administration in evidence-based decisions, which would prevent entities such as PAMCO from being 

ignored or disbanded prematurely. 

 

Figure 1: Adapted BCG Matrix for Public Sector Entities in Developing Economies 

6. Policy Implications 

With the help of the BCG Matrix, regulations and plans can be designed to fit the structural, financial, 

and growth needs of government organizations in developing economies. This framework has important 

policy implications because it links the evaluation of different entities with the country’s national 

development plans: 

6.1 Strategic Resource Allocation 

Through the matrix, decisions are taken based on the evidence available. Strategic Catalysts (Stars) 

institutions should receive more investments, additional funds for innovation, and extra organizational 

support, since their achievements are vital to important transformations. Likewise, governments can use 

Reform Candidates (Dogs) to identify areas for restructuring, consolidation, or getting rid of them so 

as to divert money to more important sectors. 

6.2 Institutional Reform and Rationalization 

There are too many different and overlapping functions in ministries and other government 

organizations in the developing countries. The matrix helps find parts of the government sectors that 

are not performing well and have low alignment, so that public sector rationalization can be carried out. 

Such as PAMCO, examples in this category prove that targeted adjustments are needed instead of 

allowing the businesses to be neglected or closed. Authorities may perform reviews, audits, and 

interventions to correct the problems in a department’s organization. 
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6.3 Performance-Based Governance and Accountability 

Applying this model encourages officials to concentrate on results and impact, instead of just what is 

done. Using this matrix, organizations in the public sector can be designed to think about ongoing 

improvements. Therefore, public sector boards, oversight committees, and donor agencies can review 

the budget as well as discuss whether or not the agency contributes to job creation, makes climate 

change less of a problem, or promotes digital inclusion. 

6.4 Enhancing Intergovernmental and Interagency Coordination 

Organizations that are part of the Policy Dilemmas or Cash Cow groups usually have to follow rules 

set in place by several federal agencies. The matrix ensures that members of all tiers of government can 

understand one another and therefore cooperate in planning, arranging co-financing, and combining 

efforts between departments or ministries. 

6.5 Evidence for Development Partners and Multilateral Institutions 

Identifying strong and important public sector organizations in developing markets can be tough for 

many development financing institutions and donor agencies. Using the BCG Matrix makes it possible 

for donors to decide which entities in the portfolio to address, since targeting those with both high 

strategy and low sustainability might highly benefit development. 

7. Conclusion and Future Study Requirements 

7.1 Conclusion 

The traditional BCG Matrix has been examined in this review to see how applicable it is to assess 

performance in developing economies’ public sectors. Although the original concept was made for 

firms trying to make profits in competition, the public sector works under its own set of rules, such as 

promoting development, being answerable to citizens, and facing spending limits. 

To solve the challenge, the study suggested adapting the BCG Matrix by including two extra factors on 

the axes. 

• Ensuring the strategy helps to accomplish what the government has aimed at. 

• Ensuring the organization is operating sustainably through resource optimization. 

Although diagnostic clarity is kept, this view also considers that public sector performance is influenced 

by a number of factors. When entities are sorted as Strategic Catalysts, Public Utilities, Policy 

Dilemmas, or Reform Candidates, the model gives policymakers an easy-to-use and logical decision-

making resource (Chiu & Lin, 2019; Manyaeva & Karapetyan, 2023). 

This approach was highlighted in the case of Punjab Agriculture & Meat Company (PAMCO), which 

led to the realization that there were problems between strategy and the strength of the company, so 

appropriate reforms could be made instead of the organization abandoning its path. 

7.2 Future Study Requirements 

Despite being a useful tool, the modified BCG Matrix can be improved and confirmed with evidence 

through more research and policy efforts. Important areas to study in the future are: 

• Empirical Testing Across Sectors: Using the modified matrix in multiple public sectors (for 

example, health, education, agriculture, and infrastructure) in different developing countries to 

see if it is reliable and can be used to various ends. 

• Indicator Development: Reformulation of measures for both relevance and operations by 

examining public sources, collecting opinions from others, and consulting with experts. 

• Integration with Other Models: Combining this adapted matrix with the Public Value 

Scorecard, Logic Models, or Theory of Change frameworks helps in carrying out a 
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multidimensional assessment. 

• Longitudinal and Comparative Studies: Examining how public sector entities transition 

across matrix quadrants over time, especially in response to policy reforms, leadership changes, 

or funding variations. 

• Digital Tools and Dashboards: Making use of digital platforms or analytical tools to monitor 

organizations in real time by public sector boards, ministries, or donor agencies. 
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