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Abstract

In the last decade, following the development of the Balanced Scorecard by Kaplan
and Norton, organisations raced to implement this and other performance
measurement systems, for different reasons but with the ultimate goal of improving
business performance. Several studies show that this has resulted in unintended
impacts, both positive and negative, in addition to those sought by organisations.

Organisational culture is an encompassing concept; however studies exploring how it is
impacted by the introduction of performance measurement systems are scarce. Bititci
et al (2004) used Handy’s (1978) framework of culture ideologies to demonstrate a
change in five organisations; the pre-defined framework allowing a quick and relatively
large sample comparison, but at the expense of depth in understanding. The outcomes
were encouraging, triggering this research from a different theoretical basis, seeking
depth and breadth, studying organisations from multiple perspectives. This research is
conducted in the public sector, using a methodological approach that distances the

researcher from the case organisation in a quasi-experiment method.

Two government Technical Vocational Secondary Education Schools, managed by the
Directorate of Technical Education of Bahrain, were chosen as the case and control
organisations for this research. A Balanced Scorecard was developed and deployed in
the case school. Prior and post introduction of the Balanced Scorecard a qualitative
assessment of culture was conducted on both schools using semi-structured interviews
based on Martin’s (2002) three cultural perspectives theory. In addition a questionnaire
based on Schein’s (2004) basic assumptions was developed and administered to all
managerial, technical, support and teaching staff in both schools, to enable
identification of sub-groupings and to provide triangulation.

The research revealed, qualitatively and quantitatively, that the culture of the school
using the Balanced Scorecard strengthened; in essence its main themes becoming
both shared and salient among different functional groupings, sections and
backgrounds. Moreover, objectivity and pragmatism values were found to be prevalent

among most themes.
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1. Introduction

1.1. Research Overview

Performance measurement has become, in the last two decades, a prime concept
gaining widespread adoption. Although the debate is still continuing, many
organisations and scholars alike strongly believe that organisations using performance
measurement systems do better than others.

The literature highlights numerous reasons for organisations striving for performance
measures and systems'. Among the reasons which will be discussed in detail in
chapter two are : refining an organisation’s strategic goals, assisting in planning the
implementation of strategy, communicating the goals and providing direction, creating a
unified language, creating strategic alignment, creating a feedback mechanism, etc. In
addition to the benefits sought for introducing PMS in organisations, studies show that
there are other impacts. Among the positive impacts observed are:

e Change in employees’ assumptions about motivation; from extrinsic rewards to
being self-motivated (Robson, 2005),

e Increased top management commitment (Cavalluzzo and lttner, 2004, Niven,
2003),

e Creation of a unified language understood not only by the management who set
the goals and means to achieve them, but also by the employees (Kutucuoglu
et al. 2001),

e Improving the accountability of the management of the public departments
(Kloot, 1999).

From the objectives of introducing PMS stated above (and in chapter two), one can see
all objectives fall into the generic model for strategic management shown in Figure 1.
Based on the model, an organisation develops and deploys PMS to monitor progress

! Performance Measures and PM are interchangeably used in this thesis to mean a number of measures
used loosely to measure the performance of different areas in the business.

Performance Measurement System and PMS are interchangeably used in this thesis to mean a set of
measures integrated to measure the performance of the business as a whole or the performance of a
Strategic Business Unit.
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towards achieving its strategic goals. In the process of implementing its strategy, the
organisation would use performance measures firstly to articulate and communicate
what it is trying to achieve to its employees. The employees on the other hand also
prefer to see clear goals and know what they will be assessed on; so they work hard to
achieve them. Thus, emphasising the slogan ‘what gets measured gets done’. The
organisation then uses the measurement data to communicate how the organisation is
doing, trying to give a sense of direction, and hoping to reinforce the good work if
operations are meeting the targets or to redirect it if otherwise. The process of
communication, monitoring, providing guidance, and taking actions is an iterative
process and would continue as long as there are no major glitches in the contextual or

transactional environments surrounding the organisation.

/ ™ e ™
Management Management checks
decides what needs that actions
to be achieved, and are being completed
documents these and results are
decisions being achieved
N B AN ] L
&l — c icat = T T
Articulate ommunicate Monitor Manage ‘-/ Strategic N
i) i 102 — Activity Activity —\_ Success /
Strategy Strategy s \h____ ____,_../
Iy —— 7/
- ~ Ve ~
Management Management
communicates these takes action when
decisions to the results are
rest of the different from those
. organisation ) . expected )
N _/ N i

Figure 1: The Strategic Management Model

Source: Lawrie, Performance Management & the 3rd Generation Balanced Scorecard (2004)

Ideally, based on the system theory model and given no errors in the design and
implementation of the performance measurement system and no disturbances, the
system will achieve its intended results, which is "strategic management". However,
errors and disturbances are inevitable. Moreover, the organisations we work in are not
purely systematic, but instead mixtures of both system-based and organic (Mead,
1932). Organisations consist of individuals from different backgrounds and different
mindsets whose interaction with each other and the system in place creates a set of
beliefs and values that governs their daily work. Organisations have cultures and
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subcultures that act on and interact with their components and the surrounding

environment. From this perspective one can understand the emergence of unintended

consequences, such as:

Gaming against the measure to show that performance is better than the actual
one (Neely et al., 2002a)

Tunnel Vision, which is focusing on what is easily measured (Chwastiak, 2006)

Sub-optimisation, which happens when a department for example focuses on
its part without taking into consideration how it integrates with other
departments’ goals and operations.

Measure fixation, which happens when one tries to show one is doing well, but
purposefully ignores longer term consequences.

The unintended values were picked up individually in different researches of the impact

of performance measures on organisations. They with the intended impacts are

classified in the Performance Measurement literature review of this thesis (chapter 2)

into Process/Procedural and Value/Behaviour impacts. Processes and procedures are

the top level of the Schein (2004) culture model representing the artefacts. Values and

Behaviours are the middle level “Espoused beliefs and values”. Both of them are part

of a bigger concept, which is organisational culture (for more details about Schein’s

culture definition see section 3.2.3). Researches on the impact of introducing

performance measurement systems on organisational culture have been scarce. This

scarcity might be attributed to a few different reasons:

1.

PMS were only strongly picked up in the late 1990s after the publication of the
Kaplan and Norton (1996) book “The strategy Focused Organisation”, which in
effect led to the following.

Researches focused primarily on the individual stages of development and
deployment (design, implementation, use, and refresh) including success and
failure factors within each stage. Leadership, top management commitment,
parent company focus (Bourne and Neely, 2002b, Bourne and Neely, 2002a) in
addition to organisational culture were blamed for most PMS introduction
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failures as commented on in PMMI-Project (2006) "When the implementation of
performance measurement systems in organisations fails it is often blamed on
the culture of organisation. Nonetheless, there is a dearth of studies
investigating the impact of successful introduction of PMS on organisational

culture."

3. Researches interested in cases of development and deployment in different
industries.

4. Researches investigating whether or not performance measurement systems
have a positive impact on business performance. This shift in research occurred
after development and deployment researches reached a reasonable stage.

Bititci et al. (2004) and Bititci et al. (2006) are the first with their pioneer effort to
examine the impact of introducing a PMS in five industries from culture as internal
variable — corporate culture school of thought (this school of thought is explained in
section 3.2). Their research findings were very promising even though other changes
went on in the organisations during the implementation and use of the introduced
performance measurement system. This in effect encouraged the researcher to
embark on investigating the impact of introducing a PMS on organisational culture from
a deeper perspective of study of culture — the organisational symbolism school of
thought.

1.2. The Dynamics between Performance Measurement System, Organisational
Culture and Performance

The discussion as above about the relationship between performance measurement
systems and culture is unidirectional. However, in reality it is more complex and
dynamic and would link to the ultimate goal of businesses’ improved performance. At
an abstract level Figure 2 presents a hypothesis of the dynamics between Performance
Measurement Systems, Organisational Culture and Improved Performance.

The Impact of Performance Measures on Culture

Performance measurement systems as highlighted previously impact on behaviour
“What gets measured gets done”. The introduction of a performance measurement
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system will be complemented by a series of measures such as facilitation of strategy
maps, design of measures and abolishment of redundant ones, collection of data,
surveys, management change programmes, management review meetings etc, all of
which constitute part of an organisational culture and are considered artefacts in
Schein’s Culture model (shown as part of Figure 2). The actions and changes taken in
introducing and in concretising the use of the measures hypothetically should have an
impact on an understanding by staff of how and why things are done in their

organisation.

Moreover, performance measurement systems are tools used for different reasons as
will be discussed in Chapter 2, and organisations do not normally take a leap in the
dark by investing money and time in a performance measurement system (although
some might do so by simply following the latest management fads). Instead
management or leaders believe in one, a few, or all of the benefits that a performance
measurement system could bring to their organisation and hence opt for those. So,
these beliefs in the system (espoused beliefs in Figure 2), combined with the guidance
that a framework sets, drive the actions that will be taken in designing, implementing,
using and updating the system. These actions will, in effect, also trigger the
organisation members to question the reasons and hence create their beliefs, group
beliefs and subculture, and the culture of the organisation.

From a theoretical point of view, Bititci et al (2004) and Bititci et al (2006) from the
corporate culture school of thought claimed that the organisation culture of three
organisations out of their five case studies changed from role culture to achievement
culture after the introduction of a performance measurement system. Schein, from a
deeper level of culture understanding using his model (three layers of culture)
interestingly claimed that organisational artefacts (all that can be seen, heard, touched)
influence behaviour. These behaviours become, in the mid-term, norms and values and
in the long term, basic assumptions (theories in use) that the employees of an
organisation live by in their organisation. Performance measurement systems are
considered artefacts causing some impact on elements of organisational culture ; they
were either practices/processes or values/behaviours of which some are reported in
the literature ; Ackermann et al (2005), for example, state that performance measures
stimulate discussion to refine the strategic goals and integrate them. Whereas
Wisniewski and Dickson (2001) assert performance measurement systems encourage
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the planning of the implementation of strategy. Argyris (1991) and Argyris and Schon
(1996) stress that discussion of performance data facilitate and provide learning.
Kaplan and Norton (1996) assert that the Balanced Scorecard aligns the business
units, teams and individuals and unites the culture of merging organisations. Chapter 2
provides more detail of the impact of performance measures on elements of

organisational culture.

The Impacts of Culture on Performance Measurement

Culture impacts on how successful the introduction of the performance measurement
system is, what measures are key, how performance data is communicated, how data
are enacted on, how strategy and measures revised are in the longer term, etc. From

different levels it is believed to influence performance measurement systems.

From a national culture level, there are a number of researchers focused on national
culture and Management Control Systems (MCS) that can be broadly defined as a set
of tools, one of which is performance measurement systems, to assist management in
driving the organisation towards its strategic goals. Among these researchers are
Snodgrass and Grant (1986), who found that Japanese companies when compared to
American ones exhibit less explicit control in monitoring, evaluation and rewarding
employees. Uneo and Wu (1993) also found that American companies prefer to use
formal communications and exert more controllability in budgeting when compared to
their Japanese counterparts. Chenhall (2003) tried to draw the common themes from
the different researches on national culture and MCS, but due to the lack of overlaps in
terms of the theoretical grounds he could not create a generalisable conclusion.

From an organisational culture level, Chenhall (2003) flagged the lack of research
linking organisational culture and MCS and stressed the importance of making the
Balanced Scorecard (or any innovative MCS) consistent with the “control culture” of the
organisation and the need for culture understanding to influence the implementation
process. Busco et al, (2001) emphasised that lack of consideration of existing cultural
settings when introducing a performance measurement system could result in internal
resistance and hence a failure of the system to achieve its intended goals. For
example, in a research in a university context Vakkuri and Meklin (2003) found that a
university type culture tended to diminish the significance of the performance
measurement system by practising game rationalities and politics of representation.
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Letza (1996) and Bourne et al (2005; 376) assert “Alignment between the cultural
elements embedded in the measurement system and the users’ cultural preference is
beneficial” for organisations to successfully manage with measures. Franco and
Bourne (2003; 708) also state “culture is the most frequently cited factor, even more
important than leadership and senior management commitment” when discussing
factors influencing performance measurement systems’ introductions. Even though
they have not found a consensus on the most common aspects of the ideal
performance culture, some of the characteristics they bring to the fore are encouraging
team work, ownership of problems, risk taking, orientation to continuous improvement,
and no control and no punishment of people for errors. Moreover, in a research
involving the introduction of a pilot performance measurement system in six
manufacturers, Bourne et al (2002) found that culture was one of the three key factors
that led to a successful introduction of the system, since the organisational
“Paternalistic Culture” played a key role in reducing anxiety and resistance in the
implementation phase.

From a subculture or team level Mendibil and MacBryde (2006) found that companies
with power decentralised to teams had a better understanding of the team performance
measurement system and the process of management. Moreover, teams with
adaptable and flexible values were more inclined to design and implement a better
performance measurement system for the team. Mendibil and MacBryde also found

informal management constrains the design and implementation of teams.

The Impact of Performance Measurement Systems and Culture on Organisational

Performance

The third relationship shown in Figure 2 links both organisation culture and
performance measurement systems to improved performance. Performance
measurement systems’ practitioners and a school of theorists stress that the successful
introduction of performance measurement systems in organisations would improve
performance. Kaplan and Norton’s initial quest that led to the development of the
Balanced Scorecard, for example, stemmed from this belief which is now the
fundamental reason for the strong buy-in to the Balanced Scorecard, Performance
Prism, EFQM and other frameworks.
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From the organisational culture side a school of theorists has argued since the eighties
whether a strong culture that is characterised by its basic assumptions being shared
among all the organisation members would drive a better business performance. Some
theorists believe a strong culture does improve the business performance (Kotter and
Heskett, 1992) whereas others disagree and claim that a strong culture could paralyse
the organisation in a changing environment (Chatman and Eunyoung Cha, 2003).
Those who disagree ascribe the cause of paralysis to a lack of alertness that would
exist normally in subcultures or countercultures assisting in their survival. From what

has been highlighted in the subsections above fundamental questions arise:

1. How do performance measurement systems impact on organisational practices,
values and beliefs and more importantly on the basic assumptions? If it does
change the basic assumptions/theories in use, could it therefore be used as a
strategic change mechanism to change an organisation culture?

2. How does really understanding the culture of the organisation intending to
introduce a performance measurement system help in developing a system that
could be an integral part of the organisation and be seen by its employees as a
tool for them rather than one against them?

3. Is there a link between organisational performance, type of performance
measurement system (introduction approach, perspectives, performance
measures etc) and the type of organisational culture (integrated, differentiated
or fragmented) created as a result of the performance measurement system

introduction?

These are complex questions which many researchers are trying to answer. This
research will focus on the impact of introducing a performance measurement system to
an organisational culture and shed light on how understanding the culture can assist in
developing a performance measurement system for the organisation and its staff. The
researcher believes that knowing the effect of performance measurement systems on
organisational culture (whether it would create a strong culture or not) will be of
importance to both culture theorists and managers in organisations who believe culture
will impact on business performance one way or another. For example, if managers

believe a strong culture will improve the business performance they will opt to
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implement and use performance measurement systems in their organisations

otherwise they will just avoid them.
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1.3. Research Objectives

From the above discussion, the researcher set three questions to investigate in depth
the impact of introducing a performance measurement system on organisational
culture. He also sees benefit to be drawn from his reflection on the introduction of the
system in the organisation. In particular, shedding light on how understanding the
culture might assist in facilitating the development of a customised system to be widely
used and also guiding the Performance Measurement Team in implementing and using
the system in the organisation. The research objectives are:

1. Identify how introducing a performance measurement system would impact on

organisational culture.

2. Determine what culture manifestations (practices and forms) and basic
assumptions (cultural themes) would change with the introduction of a

performance measurement system?

3. Establish the degree to which the culture manifestations and basic assumptions
would change?

4. Draw out lessons for practice from developing and deploying the Performance
Measurement System in a government department in the Middle East.

1.4. The Overarching Approach

An action research philosophical stance will be taken in this research, resembling
however, a quasi-experimental approach. Two Technical Vocational Schools will be
chosen from the same directorate that the researcher is sponsored by. One school will
be the Case organisation where a performance measurement system will be
introduced. The second school will be the control setting. Culture assessment will take
place in both schools prior introducing the PMS in the Case School. The PMS chosen
for introduction in the school is the Balanced Scorecard, which is chosen for its
popularity (According to Neely (2005), the first article where the Balanced Scorecard
was first announced (Kaplan and Norton, 1992) is cited 119 times till 2005 (to date “31°*
May 08” 312 times)). A post-culture assessment after 18 months from the pre-
interviews will take place. The results of the assessments will be compared for each
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school post and pre and then against each other to identify any differences in culture.
Figure 3 below unfolds the plan of carrying out this project.
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Figure 3: The Unfolded Project Plan

The researcher’s role in the intervention will be kept to minimum. He will act as a
consultant working only with a dedicated team set up for the performance

measurement system (Performance Measurement Team).

1.5. Thesis Structure

This chapter (Chapter 1) sets the scene for what is coming next. It talks briefly about
the purpose of performance measurement systems as strategic management tools.
However, they, in addition to achieving their intended purpose, have other
consequences impacting on beliefs and practices, and hence organisational culture.
The interest in this research is also explored and its potential benefits to both
practitioners and academics. In conclusion, the chapter talks about the thesis structure.
The map in Figure 4 shows what the reader should expect in the coming chapters.
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Performance measurement systems changed and what we are asking of them is
continually on the rise. Organisations introduce PMS for different reasons. Many
systems achieve their goals, but others are accompanied by either positive or negative
consequences. In Chapter 2, classification of the intended and unintended impacts on
processes/procedures and values/behaviours is presented. Culture is an
encompassing term of artefacts, values and behaviours and basic assumptions as
defined by Schein. Studies of the impact of performance measurement system on
organisational culture are needed. A pioneer study was conducted early on in the
decade, which will be discussed with an emphasis on the need to study culture from a
deeper level and with a different approach.

Organisational culture schools of thoughts are presented in Chapter 3 stressing in
particular the basic assumptions behind them, what scholars try to investigate in each
and their implications. The focus in this chapter is on culture as an internal variable, of
which a previous study of the impact of PMS on organisational culture was conducted.
Moreover, it focuses on organisation symbolism, which the researcher has chosen as
the prime school of thought to conduct the research from. The chapter then justifies
why Martin’s theory of three perspectives of organisational culture has been chosen
and Schein’s framework to be the complementary framework for Martin’s theory — both

constituting the investigation framework.

Chapter 4: as this research is complicated in its nature, it starts with a summary of the
research strategy plan. The chapter discusses the philosophical stance that dictated
the investigation method and theories used for the culture study. It then covers a wide
range of subjects such as the selection of the case and control organisations, methods,
sampling, interview questions, interview and questionnaire validation process, and
research ethics. The chapter then goes on to describe the different analysis methods
for both qualitative and quantitative data and their suitability for this research. Finally,
abstracts of data analysis will be presented to provide the reader with a sense of how
the analysis was conducted.

Chapter 5 acknowledges the different approaches to introducing performance
measurement systems in organisations. It then describes the approach adapted for this
research and presents the Balanced Scorecards developed. Moreover, the chapter
talks about how the Performance Measurement Team in the Case organisation
implemented the system; additionally, it presents a guide for using the system.
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Chapter 6 presents the qualitative findings. The aim of this chapter is firstly to show
what themes emerged and changed due to the introduction of the PMS in the Case
School when compared to the Control School. Secondly, it shows the degree of
shared-ness of the themes across the different interviewee groups (both hierarchal and
functional). Thirdly, it discusses how the themes changed and constructed by referring
back to the forms and practices that predicate them.

Chapter 7 presents the quantitative findings based on Schein’s five cultural
assumptions. It presents both schools’ cultures descriptively, showing changes from
the pre-study and across the schools. Statistical analyses are then presented to show
what beliefs changed and the number of beliefs not affected (in order to show shared-
ness) in the schools. The analyses are conducted on the schools as wholes, across the
different types of sections, across the different (hypothetical) staff groupings within
sections, and across the different occupational levels (descriptively).

Chapter 8 is the discussion and conclusion chapter. It pinpoints where the research
questions were answered in the body of the thesis. The chapter synthesises the
qualitative and quantitative findings. It brings the values identified quantitatively
confirming the different qualitative themes to be presented in conjunction with the
performance indicators relating to those specific themes. The classification of
processes/procedurals and values/behaviours impacts is revisited after populating it
with the key values that found to be bonding most of the themes. The key contribution
of this research is also presented. Finally, difficulties faced and opportunities for further
research are discussed.
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2. Performance Measurement

2.1. Introduction

The first chapter portrayed the structure of this thesis and also presented a hypothesis
of the interaction between performance measurement systems, organisational cultural

and organisational performance.

This chapter starts by talking about the evolution of performance measures to what we
have today in terms of good performance measurement systems. It will then review the
literature about why organisations are looking for better performance measurement
systems. The chapter then reviews the expected impacts from introducing performance
measurement systems. These impacts are classified into a two-by-two matrix of
intended and unintended, processes/procedurals and values/behaviours of which most
fall into the encompassing concept of organisational cultural. A previous study on the
impact on organisational culture will be discussed stressing further research is needed
from another perspective of culture studies to advance the field further.

2.2. The Evolution of Performance Measurement Systems

Despite the history of performance measurement dating back to the late 13" century
when it was merely in the form of double-entry book keeping, no unified definition
existed till 1995 when Neely et al. (1995) defined performance measurement,

performance measures, and performance measurement systems as:

“Performance measurement can be defined as the process of quantifying the efficiency
and effectiveness of action.”

“A performance measure can be defined as a metric used to quantify the efficiency

and/or effectiveness of an action.”

“A performance measurement system can be defined as the set of metrics used to

quantify both the efficiency and effectiveness of actions.”

Double-entry book keeping was used until roughly 1850 when employee payment was
characterised by "payment by piece". During the 1850s operations in factories changed
from single to multiple operations, which inline necessitated a change in the employee
payment method to "payment by wages" rather than by the piece. These shifts had
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consequences, which mainly were: the cost of products was not known without keeping
records of output and wages paid, and employees had less intrinsic motive to work as
opposed to working by piece. Therefore a mean for staff performance measurement

and monitoring was necessary.

In the early 20" century, management accounting developed to almost what we have
today. No notable progress was observed between 1925 and 1987 when Johnson and
Kaplan published their book “Relevance Lost: The Rise and Fall of Management
Accounting” (Johnson and Kaplan, 1987). The publication of their book came at a time
when the West was falling behind Japan. The search for the reasons went in many
directions like quality, culture, and even some related to “out of date” performance
measures (Bourne, 2004a).

Criticism of the traditional accounting performance measurement systems spurred on
by the publication of Hayes and Abernathy (1980) article “Managing our way to
economic decline”. The decline in American businesses in the 70s was first blamed on
higher prices than the East that benefited from cheap labour. Later on in the decade,
American businesses even after cutting costs found themselves competing with
businesses that differentiated themselves. The accounting performance measurement
systems were then criticised for being only financially biased (Johnson and Kaplan,
1987), which led to a number of intertwined criticisms:

1. Backward and internally looking meant focusing primarily on cutting cost,
increasing profit and ignoring predictive future performance indicators like customer
satisfaction and relationship with suppliers (Dixon et al., 1990, Eccles, 1991,
Kaplan and Norton, 1992, Bourne et al., 2003).

2. Increased internal competition between the different business units to cut costs
instead of consolidation to achieve the organisation strategic goals (Keegan et al.,
1989b), which lead in effect to

e Not valuating the intangible and intellectual assets and curbing investment
on innovation and improvement initiatives (McAdam and Bannister, 2001).

e Encouraging short-termism rather than long-term sustained profitability
(Hayes and Abernathy, 1980, Johnson, 1987, Johnson and Kaplan, 1987,
Hayes and Garvin, 1982).
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Increased criticism of the traditional accounting performance measurement system

triggered a search for more appropriate measurement systems suitable for the new

business environment. Section 2.3 explains what characteristics make a good system.

2.3. Characteristics of Good Performance Measurement Systems

A research by Lingle and Schiemann, (1996) found organisations using balanced

performance measurement systems perform better than others. Kennerley and Neely

(2002) based on their study of the main performance measurement systems identified

the following key characteristics:

Enabling informed decisions to be taken (Neely, 1998).

Consistency of individual measures that are able to quantify the efficiency and
effectiveness of actions.

Consistency of a set of measures that are part of an integrated system for

measuring the organisation performance as a whole.

Having clear mechanisms and strong supporting infrastructure enabling data
collections, collation, analysis, and reporting and dissemination.

Providing a balanced perspective on the entire organisation’s business. Kaplan
and Norton (1996) Balanced Scorecards focus on financial and non-financial
measures. Fitzgerald et al. (1991) Determinants and Results balances also on
lead and lag measures. Keegan et al., (1989a) Support Matrix in addition to
focusing on cost and non-cost measures focus also on external and internal

measures to the business.

Having to cover the multi-dimensions of the business to ensure its success. For
example, the Performance Prism focuses on stakeholders (satisfaction and
contribution), processes, and strategies. The European Framework for Quality
Management (EFQM), which is considered the broadest framework used

covers nine dimensions split between enablers and results.

Providing a comprehensive picture of the business performance and
highlighting areas needing greater focus. For example, Neely et al. (1996) in
their book “Getting the Measures of your Business” present a number of ways
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such as the Ford approach used for presenting measures data to the

management team of a company.

e According to Kennerley and Neely (2002; 149) a reason for the success and
widespread use of the Balanced Scorecard is its “Succinct overview of the
organisation’s performance”. Basically the simplicity and logic of the framework
helps the staff of an organisation to understand their business performance and
relate to it.

e Bititci et al. (1998) and Tableau De Bord emphasise that performance
measures should allow for both hierarchical and horizontal cascading to form (if
needed) at the end an integrated system encouraging congruence of goals and
actions.

e Some might consider this point as part of the balance measurement systems,
but a performance measurement system should include both lead and lag
measures and results and determinants such as in the Tableau De Bord,
Results and Determinants, EFQM, the Balanced Scorecard (implicitly) and the
Performance Prism (implicitly). Having both measures help in planning and
control i.e. feed-forward, and feed-back respectively according to Ballantine and
Brignall (1994).

e Performance measures should be consistent with different types of comparison
and benchmarking to allow integration within other management tools such as
Total Quality Management (TQM), Activity Based Costing (ABC), etc.

The list of characteristics above is a synthesis of the strengths of the different balanced
performance measurement systems. The next section will describe the different

reasons for organisational adoption of performance measurement systems.

2.4. Focus of Measures in Organisations

Neely et al. (1995) were the first to propose definitions for performance measurement,

performance measures, and performance measurement system as:

“Performance measurement can be defined as the process of quantifying the efficiency

and effectiveness of action.”
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“A performance measure can be defined as a metric used to quantify the efficiency

and/or effectiveness of an action.”

“A performance measurement system can be defined as the set of metrics used to

quantify both the efficiency and effectiveness of actions.”

The definitions by Neely et al set the basic role of performance measurement,
measures, and system; however they are criticised for not fully satisfying the varied
objectives of performance measures. The literature related to introducing performance
measures and performance measurement systems in organisations circles round a

number of objectives and intended impacts and these primarily are:

1. Refine the strategic goals, and integrate the different elements of the strateqy

First and foremost performance measures stimulate discussion, achieving consensus
and confirming the strategic options for the organisation. Furthermore, they allow
refining these strategic options in the light of their applicability given the organisation's
issues and competencies and ensure their compatibility with each other. “The
development of performance indicators additionally tends to provide significant value in
the development of strategic options and the refining of strategies and goals.”
(Ackermann et al., 2005).

The process of developing performance measures legitimises/ensures that the
organisation mission is realistic and could be achieved through the organisation's
resources and capabilities. It questions how the different parts fit together to achieve
the ultimate goal of the organisation. Jackson (1995) in Wisniewski and Dickson (2001;
1059) emphasises “Most politically generated public service mission statements are
wishdriven. They are made with little reference to the organisation’s capabilities of
delivering them" and “One of the benefits of the scorecard approach, however, is that
tensions and conflicts between various parts of the overall strategy become evident.”
Scotland (1998; 15).

2. Encourage planning the implementation of the organisation's strateqy

The development of performance measures triggers the thinking of staff involved to
think about the approach and the process that they need to follow to achieve their
goals. “The scorecard offered the opportunity of ensuring that a comprehensive plan for
each initiative was developed and implemented and that suitable performance
measures could be ‘designed in’ at the planning stage... From the beginning, the unit
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saw the scorecard as a planning tool rather than simply a way of generating
performance measures.” Wisniewski and Dickson, (2001, 1061).

3. Articulate and communicate the organisation's goal, and provide guidance

Strategies in most organisations are developed by their senior directors and chiefs
without including representatives from the different hierarchies. Generally, no guidance
or clarification is provided to the working core, support staff, or techno-elements staff
about the developed strategy, which makes the strategy an alien to most of the staff
who are usually left alone to interpret it. Performance measures set what needs to be
achieved using simple equations that indirectly communicate the organisation's goals.

“... implementation (of strategy) was either patchy or, in the worst cases, non-existent.
It was not unknown for a beautifully presented strategic plan to gather dust in police
stations for almost a year whilst staff awaited guidance as to how they should
implement the general sentiments contained in it.” Hall in a police context in Wisniewski
and Dickson (2001).

Furthermore, Jackson comments in Wisniewski and Dickson (2001) ‘If mission and
vision remain in the minds of the senior management team and are not communicated

throughout the organisation then they are valueless.”

4. Strategic alignment

Performance measures stress and show to each employee, section, team, and
department their importance in the whole scheme of things. They enable the
employees to link their daily work with the organisation's vision, mission and strategy.
Simple performance measures show the importance of what every employee does to
the department's objectives, and how their department's operations link to the
organisation's goals.

“An effective measurement system links the vision with daily activities. Individuals and
groups understand their contribution in achieving the vision.” Hacker and Brotherton
(1998) in Wisniewski and Dickson (2001).

Moreover, Kaplan and Norton (1996) in their book “Strategy Focused Organisation”
asserted that companies used the Balanced Scorecard to align their business units,
shared business units, teams, and individuals.
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5. Creating a unified lanquage

A common occurrence in organisations is when a consultant or an external auditor
visits and asks the "Yoka Poka" questions (Yoka Poka in Japanese means the stupid
questions and asks the basic questions of What, How, and Why) and the answer will
be varied or, surprisingly, will be "we don't know!" indicating firstly that there is no
clarity and secondly that there is no consensus.

A performance measurement system creates a unified language that is understood not
only by the management who sets the goals and means to achieve them, but also by
the employees. It simply clarifies why the organisation is doing what it is doing to
achieve its optimum goal. For example, Kutucuoglu et al. (2001) in their research
showed how the staff of a manufacturing company which had always seen the
maintenance work as a ‘necessary evil’ realised its importance in contributing to the

company’s profits.

6. Provide direction towards achieving the strateqy and goals and information for

adjustment
Performance measures provide feedback about the implementation of the strategy

(Kaplan and Norton (1996) in Lawrie (2004). For example, the city manager of Chula
Vista Dave Rowlands (2003) in Niven (2003) describes the importance of the Balanced
Scorecard for the overall performance management as the compass for the traveller
that informs him/her if he/she is going in the right direction “I like to think of our strategy
as the direction we want to go in, and our staff and budget as the vehicle for taking us
there. In this analogy, the Balanced Scorecard serves as our compass by giving us the
information we need to focus our resources and efforts on what’s important: achieving
results for our citizens.” Moreover, Wisniewski and Dickson (2001) assert performance
information is the key objective justification for adjusting the distribution of resources to
satisfy the emerging priorities, “Performance information is a key element for planning,
resource control and performance review... (and)... is an essential element of best
value: if strategic and operational plans set the framework for best value then
performance information is the life-blood of the system.”

7. Facilitate/provide learning

According to Argyris (1991), Argyris and Schon (1996), the main reason for
organisations not to learn is that they never question why they are doing what they are
doing. The discussion of performance measures in a management meeting triggers
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thinking and hence leads to double loop learning. Moreover and inline with Argyris and
Schon, Jackson (1993) emphasises the use of performance measures should stimulate
learning rather than merely controlling staff and resources, “Performance monitoring
need not be used as a means of organisational control... In the strategic management
perspective... (it) is a means of organisational learning.” Jackson (1993) in Scotland
(1998).

8. Organisational Control

The history of performance measures tells us that accounting measures were initially
introduced to keep count of manufactured goods, and record cost of overheads in order
to control profit particularly when payment method changed from payment by "piece
work" to payment by "wages". Organisation control, although not a favourable term
nowadays and seldom used, the concept still exists in organisations with more
emphasis on accountability.

9. Accountability

Probably the newest form of organisational control is accountability where
responsibilities are given to departments and individuals within them, with specific
targets, roles and turfs that include both resources and area(s) of control. With the
introduction of performance measures and targets it is easier to deal with every
individual and direct questions regarding pre-specified targets. According to Wisniewski
in Scotland (1998) “The performance of an organisation is primarily a reflection of its
management.” and according to the Accounts Commission of Scotland and SODD
performance measures are a pre-requisite for accountability, value for money, and for

best value.

Accountability is a highly regarded objective of introducing performance measures in
organisations. Nonetheless, if the wrong measures are used in the organisation, severe
long-term consequences could result such as creating an organisational culture that is
based on individuality rather than one based on group efforts.

10. Benchmarking — Understanding the organisation's competitive position

Many large organisations and governments set performance measures to hold their
branches (local and global), business units, and departments accountable. In addition
to accountability reasons, organisations and governments set measures to know how

they are in whole and part doing against competitors or against international standards
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(in case of public organisations). League tables and ranking tables are good examples
of benchmarking. Such tables are usually developed by government agencies that act
independently to ensure objectivity.

11. Unite the cultures of merging organisations

Stemming from their generic purpose, performance measures emphasise to the
organisation what is important. This purpose assists merging organisations to focus
their efforts and hence unite them to compete as one organisation rather than working
against each other. “Rockwater’s first president Norman Chambers, used the Balanced
Scorecard, starting in 1993 to unite the culture and operating philosophy of the two
companies and to enable the new company to compete on the basic quality, safety,
and value-added relations with customers, not low prices.” (Kaplan and Norton, 1996).

2.5. Unplanned impacts of introducing performance measures

Achieving what the performance measurement systems were set to achieve is one
thing and getting unintended effects is another. Unintended impacts have been cited
since the emergence of the performance measurement concept. Gaming is the main
negative consequence and intrinsic motivation seems to be the key positive impact.
This section reviews the literature on the unintended impacts of performance measures
and classifies them into positive and negative impacts.

2.5.1. Positive Impacts

12. Changing human nature from Type X to Type Y

Robson (2004) found that performance measures could change the employees’
assumptions about rewards, changing them from being motivated by extrinsic rewards
(type X) to being motivated by intrinsic rewards i.e. self-motivation (type Y). He also
demonstrated that employees could change from being ‘type X’ that is seen by the
management as lazy and only motivated by materialistic rewards to being adaptable to
the assumptions held by the management about them and behaving in the opposite

direction to the management intention.

13. Changing Time QOrientation

Another impact observed was the short-term focus (also called Myopia according to
Smith (1995)) caused by the traditional performance measures which encouraged

managers in organisations to cut investment in infrastructure and human resources
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development, which in effect led to a loss of customers and business in the long-term.
Clearly, the type of measures implemented in organisations has an impact on the time
horizon that people work for and this is what led to the introduction of the balanced
performance measurement systems that encourage managers to think about the
longer-term objectives like customer and stakeholder satisfaction and continuity

through learning and improvement.

Other impacts reported in Martinez et al. (2004) include enhancing staff motivation
(Godener and Soderquist, 2004), and improving top management commitment
(Cavalluzo and lttner, 2004). In agreement, Niven (2003) states “Not only do measures
provide managers and executives with a tool to gauge organisational progress, but,
when well crafted, they can inspire and motivate all employees, set direction for the
organisation, and encourage alignment from top to bottom.”

2.5.2. Neqgative Impacts

In the early 19" century accounting measures drove managers to cut investment in
human resources and infrastructure, which led to short-termism (as explained above)
and narrow vision for examples. Among other impacts that were identified in the

literature are:

14. Tunnel Vision

Tunnel vision happens when managers focus on what is easy to measure or what has
been dictated to be measured (Chwastiak, 2006). This, in effect leads to ignoring other
important areas. Tunnel vision narrows the scope of a particular department and
reduces the balance between the different legitimate objectives of the organisation. For
example, waiting lists in the National Health Services (NHS) in the UK led to shortening
the waiting time for patients to see a specialist or receive treatment; however, it ignored
improving health care according to clinical priorities (Goddard et al., 2002).

15. Sub-Optimisation

Sub-optimisation occurs when managers in the organisation focus only on doing their
part without considering how it integrates with other departments and operations.
Examples of this are numerous particularly when service managers provide the same
service to all without considering the longer chain of activities and the different
priorities. In the Ministry of Education of Bahrain, the Services Director for example,
provides maintenance based on the request date. However, this could lead in some
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circumstances to displeased students, parents, and the public especially when
students are left without necessary facilities like water fountains or proper toilets.

16. Measure fixation

Measure fixation for a department stems from purposefully trying to show that the
department is doing exceptionally well. When a manager fixates, he/she measures
what is easily achieved rather than measuring the longer-term consequences like the
outcome. For example, a mobile phone store manager might try to increase sales by
seling as many handsets as possible without even providing accurate or full
information to customers about the contracts. He/she in the long-term would lose
customers as they turn to the competition who provide accurate and full information.

17. Misrepresentation

In addition to manipulating data to show that a department is doing well. Managers also
tinker with their reports for the same purpose. The greatest example of this was the
Enron story where they ‘cooked the books’ and just recently (beginning of January
2009) the Indian IT giant firm "Satyam" was found to be doing the same and was
criticised for being the "Indian Enron"

18. Misinterpretation

Figures and tables can be quite misleading or easily interpreted differently by different
people. Smith (1995) points out that in league tables for example there might not be a
real difference between the sequenced items; however, this might be evident through
the use of a single-point estimate.

19. Gaming
Neely et al. (2002a) describes a story where airport staff gamed because of poor

performance measure. The measure set was "the speed of the first piece of baggage to
hit the conveyor belt". Although the measure was set initially to speed the unloading of
baggage from the aircraft, it led the unloading-staff to run to the aircraft, pick the
smallest piece of baggage, run back with it and throw it on the conveyor belt. Once
they had delivered the first piece of baggage to the conveyor belt, the staff took things
easy.
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Smith (1990) also describes another type of gaming where managers or employees of
an organisation purposefully under-achieve to secure a lower target in the next cycle of

measurement.

20. Ossification

Ossification happens when performance measures are out of date and do not
contribute to achieving the organisational goals; however, they are still collected and
probably reported with no one in the organisation having the initiative or the capacity to
remove them. Professor Belton (2005) mentioned to the researcher that the NHS in
Scotland had 3000 performance measures that surely were not used and no one
thought of removing them!

2.6. Classification of Impacts into Process/Procedural and Value/Behaviour

Section 2.4 and section 2.5 above, discussed the objectives of introducing performance
measurement systems and the unintended consequences, respectively. One could
have noticed some of the objectives aimed at introducing new procedures such as
"encouraging strategic planning" or changing behavioural norms like "uniting the
cultures of merging organisations”. Consequences seemed to impact chiefly the
behavioural norms. Table 1 below classifies the objectives and consequences of
having 1) process/procedural impact, and 2) value/ behavioural impact.
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Process/Procedural Impact Value/ Behavioural Impact

Refine the strategic goals, and integrate the different elements of the strategy
Encourages planning the implementation of the organisation's strategy
Articulate and communicate the organisation's goal, and provide guidance
Strategic alignment

Creating a unified language

I;:;%r;i?g Provide direction towards achieving the strategy and goals and information for adjustment
Facilitate/provide learning
Organisational Control
Accountability
Benchmarking — Understanding the organisation's competitive position
Unite the cultures of merging organisations
Changing human nature from Type X to Type Y
Changing Time Orientation
Enhancing staff motivation
Improving top management commitment
Tunnel Vision
Unintended Sub-Optimisation

Impacts Myopia
Measure fixation

Misrepresentation

Misinterpretation

Gaming

Ossification

Table 1: Classification of Impacts into Process/Procedural and Value/Behavioural
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2.7. Studies of the impact of performance measurement system on
organisational culture

Most studies as highlighted in sections 2.4. and 2.5. focused primarily on one element
of organisational behaviour. Processes according to Schein’s model of organisational
culture are part of the organisational climate and artefacts. Behaviours and values are,
on the other hand, a level deeper in Schein’s model. However, studies that investigate
the deepest level of basic assumption, and make the connection of the disjointed
values in the organisation as impacted by performance measurement, are scarce. Two
publications by Bititci et al. (2004) and Bititci et al. (2006) describing the same research
are the main ones found so far that actually claim to study the impact of performance
measurement systems on organisational culture. Bititci et al used the Harrison, (1987)
and Hofstede (1980) framework of culture ideologies and management styles with five
industries to demonstrate that their organisational culture ideologies changed with the

implementation of performance measurement systems.

The findings from Bititci et al were promising, although the findings were not consistent
regarding the organisations’ cultures change. Bititci et al claimed that an organisation
culture should change from a power culture to an achievement culture provided they
have an authoritative management during the implementation phase of the
performance measurement system. There are two areas of improvement in Bititici et
al’'s study: 1) it seems that the cases’ organisation cultures were influenced by the
management style that was enforced by the researchers rather than the
implementation of performance measurement itself. 2) There were other changes going
on in most of the cases’ industries e.g. change of general manager in one organisation,
promotion of key players in the implementation process in another, introduction of a
new production line in the third case, etc. Surely, as researchers we sometimes try to
make the best possible outcomes of our involvement with organisations. It would be
ideal to capitalise on these areas of improvement using a research methodology that
would distance the researcher from the cases, so his/her influence would be reduced.
Moreover, to use a strategy approach that assimilates experimentation (quasi-
experiment) to identify effects solely due to the introduction of performance

measurement systems in the organisations.
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Furthermore, Bititici et al. studied the cases’ cultures using Harrison's (1978)
framework of organisational ideologies. The use of such a framework is ideal for quick
and relatively large sample comparison. Harrison’s framework stems from the “culture
as an internal variable — corporate culture” that will be discussed in more detail in the
next chapter. The culture as an internal variable — the corporate culture school of
thought has a number of features that are considered as limiting the breadth and depth
of study, and the multiple perspectives viewing of the organisation as seen by other
schools of thoughts’ scholars. Firstly, Harrison’s study is narrowly focused on two
elements, the interests of the people and interests of the organisation, (Harrison,
1972). Secondly, the framework does not go into depth as it only studies espoused
values and beliefs that could be stated to the external rather than studying the basic
assumptions that only could be inferred by the internal or through in-depth interviewing.
Thirdly, considering small numbers of elements to decipher the organisational culture
entails an integrated approach of studying culture assuming consistency across
organisational manifestations as opposed to differentiated and fragmented
interpretations of culture manifestations. To build on the achievement of Bititici et al
outcomes, further research needs to be conducted from another school of thought
seeking depth, breadth, and a multiple perspective viewing of organisational culture.

Last but not least, the pioneering conclusion of the Bititici et al study was a result of an
investigation into the private sector, which also calls for further research to be
conducted into the public sector departments as many of them are following the lead of

the private sectors in implementing performance measurement systems.

2.8. Conclusion

Chapter one talked about the claim to improved performance from the perspective of
performance measurement scholars and culture scholars. Moreover, it was highlighted
that in the literature, the interaction between culture and performance measurement is
found to be explored in an unbalanced form. The attention is more on how culture
impacts on the introduction of performance measures, and almost no attention is paid
to what impacts performance measures really have on culture except the research
conducted by Bititci et al. (2004).

This chapter’s overall goal is to explore the impact of performance measures on
organisational culture. It talked at the beginning about why performance measurement
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systems changed to cope with the needs of new business demands. It highlighted the
reasons behind the increased adoption of performance measurement systems in

organisations and the different impacts observed from introducing them.

The intended impacts found fell mainly into processes and procedures classification
whereas unintended consequences into values and behavioural. These impacts were
also found to fall into two levels of organisational culture: Artefacts (processes and
procedures), and Beliefs and Values.

Bititci et al study without doubt advanced the field of studying the impact of
performance measures on culture and stimulated and encouraged this research in the
same vein, but was different in that:

e The theoretical basis that uses a culture theory seeking depth, breadth, and
looking into organisations from multiple perspectives.

e The methodological approach distances the researcher from the case in a

quasi-experiment assimilating method.
e The case and control are public sector organisations.

The next chapter will review the different culture schools of thoughts and the theories
that will be used as the culture assessment tool. Chapter four will discuss the research
methodology, the strategy used in conducting this research, and will provide

information about the case and control organisations.
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3. Organisational Culture

“It is easily used to cover everything and consequently nothing” Alvesson (2002) in
describing culture

3.1. Introduction

The previous chapter talked about the reasons organisations opt to introduce
performance measurement systems and the expected impacts of introducing one.
Organisational culture is an overarching concept for many of the impacts observed in
the previous chapter into which a leading research had been conducted investigating
the impact of performance measures on organisational culture from culture as an

internal variable — corporate culture on five private sector industries.

This chapter will talk about organisational cultures schools of thoughts. The focus will
be firmly on culture as an internal variable and organisational symbolism. Two emerged
internal variable schools of thought: corporate culture into which the previous study of
Bititici et al was conducted and organisational culture from which Schein’s assumptions
will be used as the complementary theory for the culture assessment. Moreover,
organisational symbolism schools of thought will be discussed, highlighting in particular
Martin’s theory of three perspectives on culture which will be used as the main theory
in developing the culture assessment tool. Furthermore, the chapter will discuss what
culture researchers really investigate when studying culture leading from it to the
conceptual framework that is based on Martin and Schein’s frameworks.

3.2. Organisational Culture Schools of Thought

Several researchers like Cameron and Ettington (1985), Ott (1989); Deshpande and
Webster (1989); Chang and Wiebe (1996); Berthon, et al. (2001) in Reigle (2003) claim
that the study of culture is rooted in the field of anthropology and dates back to the end
of the nineteenth century. Consensus on a single definition of culture did not exist,
which in effect encouraged anthropologists Kroeber and Kluckhohn in 1952 to
scrutinise 164 definitions to define commonalities between the existing definitions at
that time. Yanow and Adams (1997) on the other hand believe culture as a concept in
organisational context dates back to at least Elliott Jaques's (1951) study
(Organisational Development Study). They assert that it was not until the late 1970s in
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the US and early 1980s in Europe that the concept developed rapidly creating three
main schools of thought on the concept: Corporate culture, Organisational Culture, and
Organisational symbolism. Whereas Smircich (1983) beside Kroeber and Kluchhohn’s
functionalism at that time identified another four emergent schools of thought:

structural-functionalism, ethnoscience, symbolic anthropology, and structuralism.

Smircich (1983) in her article “Concepts of Culture and Organisational Analysis”
assimilates organisations with culture as both seek orderliness and patterning. She
bases her classification on Meadows (1967) organisation theory showing the
intersections inherent in the image of order. Figure 5 shows Smircich’s depiction of the
intersections between organisation theory and cultural theory. The five classifications
stem from two broad categories: (1) culture as a critical variable; and (2) culture as a
metaphor.
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Concepts of “Culture” from Themes in Organisation and

Anthropology Management Research

Culture is an instrument serving
human biological and
psychological needs e.g.
Malinowski’s functionalism

Culture functions as an
adaptive-regulatory mechanism.\
It unites individuals into social

structures. e.g., Radcliffe-
Brown’s Structural-functionalism

Culture is a system of shared
cognitions. The human mind
generates culture by means of a
finite number of rules. e.g.,
Goodenough’s ethnoscience

Culture is a system of shared
symbols and meanings.
Symbolic action needs to be
interpreted, read or deciphered
in order to be understood. e.g.,
Geertz’s symbolic anthropology

Culture is a projection of the \
mind’s universal unconscious

infrastructure. e.g., Levi-Strauss’

structuralism

Cross-Cultural
or
Comparative
Management

Corporate
Culture

Organisational
Cognition

Organisational
Symbolism

Unconscious
Processes
and
Organisation

o

Concepts of “Organisation” from
Organisation Theory

Organisations are social instruments\
for task accomplishments. e.g.,
classical management theory

Organisations are adaptive organisms
existing by a process of exchange

with the environment. e.g.,

contingency theory

J

\

knowledge. “Organisation” rests in the

Organisations are systems of

network of subjective meaning that
organisation members share to
varying degrees, and appear to
function in a rule-like manner. e.g.,

cognitive organisation theory

Organisations are patterns of
symbolic discourse. “Organisation” is
maintained through symbolic modes
such as language that facilitate
shared meanings and shared
realities. e.g., symbolic organisation
theory

Organisation forms and practices are
the manifestations of unconscious

processes. e.g., transformational

organisation theory /

Figure 5: Intersection of Culture Theory and Organisation Theory

Source: Smircich, Concepts of Culture and Organisational Analysis (1983)
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3.2.1. Culture as an Independent Variable: Cross-cultural or Comparative
Management Studies

In this school, culture is considered to be a background factor (almost synonymous
with staff nationality) and an explanatory variable that influences beliefs. It is believed
to be imported by members of the organisation. Scholars studying culture from this
perspective are concerned with practices and attitudes of the management and staff
across countries paying particular attention to actions and patterns of behaviour to
reveal the culture’s essence. The implications are to identify values and attitudes that
lead to organisational effectiveness and success so they could be transferred to
organisations elsewhere from the organisations studied. Figure 6 is a portrayal of this

typology influencing an organisation.
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Figure 6: Culture as an External Variable

Source: Smircich, Concepts of Culture and Organisational Analysis (1983)

Hofstede — National Culture

Hofstede is among the top 100 most cited authors in the Social Science Citation Index
(Hofstede and Hofstede, 2005, Hofstede, 2001). Between 1968 and 1972 Hofstede
conducted over 116,000 attitude surveys in IBM subsidiaries in 72 countries trying to
define differences of national cultures. His study identified five dimensions of national

influence:
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Power distance: defines the degree to which the lower level employees accept
and expect inequality in power distribution throughout the organisation. In low
power distance nations, inequality is minimised and decentralisation is
prevalent. Subordinates expect to be consulted by their superiors and symbols
of status are minimal. In high power distance societies, centralisation
dominates, inequalities between different ranks are desirable, and status
symbols do reflect these differences.

Uncertainty avoidance: reflects the extent to which an organisational culture
programs its members to deal with uncertainty and risk. It is simply how much
members of an organisation feel threatened by uncertain and ambiguous
situations. In weak uncertainty avoidance societies, people are tolerant to
unknown circumstances, and unfamiliar risks. People are comfortable with new
ideas and ‘thinking outside the box’ ideology. People are usually motivated by
accomplishments and self esteem. On the contrary, societies characterised by
high uncertainty avoidance tend to be scared of the unknown. People in them
normally resist innovation and are motivated by security.

Individualism vs. collectivism: represents a continuum in which members of an
organisation either stand up and look after themselves or remain integrated in a
group. In individualistic societies, the hiring contract is based on mutual benefit
between the organisation and the employee and promotion and incentives are
based on skills and productivity. On the other hand, contracts in collective
societies are based on moral ties such as family and social links. Hiring and
promotion decision are taken normally based on the relationship of the member
to the group.

Masculinity vs. femininity: refers to the degree of adherence to emotional roles
of genders such as competitiveness, ambition, assertiveness, accumulation of
wealth and material possessions. In high-masculinity societies, managers are
expected to be decisive and assertive. Competition is emphasised between
staff, and work is believed to be the ethos for life. Whereas in high femininity
society, managers strive for consensus and solidarity. Equality is the prevailing
assumption held among employees. Conflict is normally resolved through
compromise and negotiation and the main idea about work is that “one works to

live”.
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5. Long-term vs. short-term orientation: refers to the extent of delayed gratification
that members of an organisation accept for their material, social, and emotional
needs. Short-term orientation societies respect tradition and demand quick
results. Long-term orientation societies on the other hand adapt traditions to

modern contexts and request perseverance in task accomplishments.

3.2.2. Culture as an Internal Variable: Corporate and Organisational Culture

Organisations in this school of thought are considered themselves to be culture-
producing (Siehl and Martin, 1982), comprising and reproducing different cultural
artefacts such as systems, procedures, rituals, myths, stories, legends, etc. Culture is
believed to be the bond that brings the employees of the organisation together with its
values moulding the socio-culture manifested through the different artefacts. The
concern for researchers here is to interpret the socio-cultural embedded in the
organisation through linking and articulating patterns of meanings of the different
components of the artefacts. Early on, the researcher, from this perspective, focused
on studying formal practices of organisations like structure, technology, processes, and
procedures (Martin, 2002, Ott, 1989b). The implication of this culture typology is that as
organisations are part of the environment, managers act through system changes or
symbolic actions to respond to changes in the environment (Pfeffer, 1981). Two camps
emerged from this school of thought, Corporate Culture and Organisational Culture.

3.2.2.1. Corporate Culture

The noticeable advancement of the Japanese companies led the West (mainly the US)
to question the reasons for such advancements. Three books published in the early
1980s titled, ‘Theory Z’ by Ouchi (1981), ‘The Art of Japanese Management’ by
Pasquale and Athos (1981), and ‘In Search of Excellence’ by Peters and Waterman
(1982) initiated interest in organisational culture. These books touched on elements of
organisational culture, but it was Deal and Kennedy who published the first book that
incorporated the term “Corporate Cultures” in its title.

Research within this school is based on system theory and is mainly concerned with
demonstrating contingent relationships between organisational variables and
organisational survival or excellence, (Smircich, 1983). Variables like size, technology,
structure and leadership were traditionally used prior to the introduction of the more
subjective variable ‘culture’. Advocates of this school suggest that having the right
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culture artefacts would lead to better performance. For example, Deal and Kennedy
identified heroes, rituals and symbols of successful American companies and
advocated their use for companies wishing to be successful, (Yanow and Adams,
1997). Other researchers studied similar and different artefacts like stories, legends,
and specialised language.

Corporate culture scholars believe that culture is something that an organisation has.
Therefore, they use quantitative measures to identify the type of culture that the
organisation has and then suggest some artefacts to change the culture to the desired
one. The identification of type of culture is normally based on two or more
organisational elements that are operationalised in a survey to be distributed in an
organisation. Below is a brief description of the prominent studies that initiated this
school of thought.

Deal and Kennedy — Risk and Feedback

Deal and Kennedy identified four generic cultures, tough-guy macho, work hard / play
hard, bet your company and process cultures that are based on two factors in the
marketplace: the level of risk associated with the organisation’s activities and the speed
of feedback received on performance (see Figure 7 below).

An organisation with a tough-guy macho culture, such as a police department,
surgeons, and management consultants, expects quick returns from its high-risk
environment. Its staff take high risks and receive rapid feedback on the effectiveness of
their actions. It greatly emphasises the success of individual achievement in the short
term, but is unable to benefit from co-operative activities. This results in a high turnover
of staff. This also contributes to the result of internal tension and conflicts between staff
and an inability to develop a strong and cohesive culture.

In the culture of work hard / play hard, an organisation faces low level of risk but quick
feedback on performance. An organisation with this culture may use contests, games
or rallies to motivate staff. However, with a focus on the short-term future, high sales
volume might be achieved at the expense of service/product quality.

Organisations that take high risks with huge investment and look for long-term future
outcomes are identified with “Bet your company” culture. Such organisations are

aircraft manufacturers and pharmaceutical companies. Actions in this culture are
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detailed and planned, where the hierarchical nature of the culture is reinforced by
ritualistic business meetings to reinforce the top-down decision making process.
Employees who can fit into this culture are team players with a respect for authority,
and the technical ability and skills to work under pressure. With the focus on long-term
goals, a company with this culture produces high-quality innovations and scientific
discoveries, but the long-term goals make the company vulnerable in an economy and

a stock market that are more interested in short-term returns.

Risk
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Slow
Process Culture | Bet your Company
Culture
4
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1]
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©
@
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Work hard / Tough-guy Macho
Play Hard Culture
Rapid

Figure 7: Deal and Kennedy’s Organisational Cultures

Source: Capon, Understanding Organisational Context (2000)

The fourth type, with low risk and slow feedback is called “The Process Culture”.
Organisations with this kind of culture are common in the civil service, public sectors
and banks according to Kennedy and Deal (this view, in the researcher’s opinion, is
quite outdated as banks are now very agile compared to manufacturing). The speed of
response to action and decisions is very slow in this type of culture. The employees in
an organisation of this category focus primarily on how things are done rather than the
reasons for doing them in a certain way or the outcome. The culture is further
characterised by the significant emphasis on job titles and roles, which are symbolised
by the size of the office and the style of furniture. The position that a person occupies

51



determines the amount of his power. Organisations with this type of culture could

struggle in a changing environment as they lack the creativity and vision to adapt

rapidly to changing circumstances. Their preferred arenas are predictable and stable

environments.

Harrison/Handy Typology based on Power Structure

Based on the power structure in organisations, Harrison (1972) proposed four

typologies of culture: Power, Role, Task, and Person. Handy (1978) adapted Harrison’s

typology and depicted them in simple pictograms making reference to Greek mythology

as shown in Figure 8.

4
Power Culture Task Culture
(The Web) (Lattice)
Role Culture Person Culture
(Greek Temple) (Cluster)

Figure 8: Handy’s Depiction of Harrison’s Culture Typology
Source: Adapted from Handy (1985)

As the depiction shows, power culture has a single source of power. Influence radiates

from a single source to the different functional and specialist areas. Certain factors
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affect the internal organisation structure; in particular, trust, personal communication,
and empathy. Influence and authority are based on control of resources and charisma.
Bureaucracy is minimal and only a few rules are needed as control is central. In this
type of culture individuals are executers as negotiation is discouraged. The strength of
power culture is its ability to react to changes. However, this is mainly a result of the
power centre ability and skills. It is prone however to break up if the organisation grows

in size.

As the name entails, role culture is specialist or functional based, which is also its key
strength. The inherent speciality in this culture leads to bureaucracy driven by rules,
procedures, and job description. Power in this culture is dominated by position and
formal rank and to a lesser extent by expertise. This type of culture is most successful
in stable environments and where their products have a long life cycle. However, this
strength could become a weakness especially when change is necessary to meet
market or taxpayers’ demands.

Power is diffused in a matrix culture and expertise and knowledge are the bases for it.
This culture exists predominantly in organisations working on tasks or projects, like
advertising companies or companies producing products with short life cycles. Power in
this type of culture lies in the interstices. Internally, the organisation focuses on bringing
the necessary people and resources from different poles of expertise to accomplish the
job in hand. Its key strength is team work and speed of adaptability to needs and
demands, whereas its weakness is its inability to build up distinctive expertise. This
culture is considered ideal for young and middle level managers.

In person culture, individuals have almost complete autonomy and in decision making
they have equal influence or in extreme cases when power needs to be exercised the
person with the most experience takes the lead. Person cultures (organisations)
develop for the people who comprise them (Brown, 1995) e.g. a group of doctors,
barristers and architects who decide to gather for reasons of convenience of sharing
the cost of overheads. University professors and Research and Development
specialists could also be generally classified as loosely affiliated to their organisations
and often perceived to be part of a person culture.
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3.2.2.2. Organizational Culture

Under the structural-functionalist perspective, a spinoff camp emerged that seeks to
develop generalisable typologies of cultures informed by context specific data (Yanow
and Adams, 1997). Edgar Schein is the predominant writer in this camp. He is an
organisational psychologist who worked with organisations to try to change their
cultures based on their requests. Schein describes his research approach that is driven
by the client as the “clinical perspective”. He wrote a dedicated article titled “Clinical
Inquiry/Research” (Schein, 2001) to describe the different types of clinical perspectives
based on the degree of involvement.

Schein believed an organisation culture is the creation of the leadership. He also
believed that an organisation has only one culture, rejecting other claims that an
organisation could have subcultures or countercultures, although this argument has
been corrected in a later addition of his book “Organisational Culture and Leadership”.
The criticism he received is that he was very involved with the management of
organisations and only saw and believed that the culture is created from top to bottom
and that the management’s values will stream downwards to the lower level
employees. Schein’s arguments are still a field for debates on culture. Despite these
criticisms, his framework is the most comprehensive of all frameworks that exist for
culture and his book has been cited as one of the most remarkable influences on
management (Crainer and Hamel, 1997).
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Schein — Three Levels of Culture

Visible organisational structure
Artefacts and processes, which
performance measures are

T l/ part of

Espoused

Beliefs and Strategies, goals, philosophies
Values

Underlying Unconscious, taken-for-

granted beliefs, perceptions,
thoughts, and feelings...

Assumptions

Figure 9: The Culture Three Layers
Source: Adapted from Schein, Organizational Culture and Leadership (2004)

Schein in 1985 developed a model for organisational culture that is made up of three
levels as shown in Figure 9: Artefacts, Espoused Beliefs and Values, and Underlying
Assumptions. Schein’s model is a broad one. The artefacts represent the visible
organisational structure and processes that anyone new to the organisation can see,
hear, and feel such as offices layout, control systems, stories, jokes that people tell,
etc. Espoused Beliefs and Values are split between values that have already been
tested and became norms for the daily work, and reflections of someone’s original
beliefs and values of what ought to be, as distinct from what is, and yet have not been
tested. Examples of the espoused values are strategies, goals, and philosophies and
theories of operation. The Basic Underlying Assumptions are the result of the
successful deployment of certain beliefs and values that the group take-for-granted for
doing things in and around their organisation. To explain the meaning of basic
assumptions the researcher quotes this analogy by Schein (2004; 31), which is close to
the researcher’s engineering heart “in an occupation such as engineering, it would be
inconceivable to deliberately design something that is unsafe; it is a taken-for-granted
assumption that things should be safe”. Basic assumptions by Argyris, (1991) are the
“theories in use” that guide behaviour, perception, and thinking.

“The culture of a group is a pattern of shared basic assumptions that the group learned

as it solved its problems of external adaptation and internal integration that has worked
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well enough to be considered valid and, therefore, to be taught to new members as the
correct way to perceive, think, and feel in relation to those problems”
Schein (2004, 17)

Schein model was structured in levels to reflect the difficulty in deciphering the
organisation culture. Artefacts, despite being easy to observe, are very difficult to
decipher. Espoused Beliefs and Values are articulated reflections by members of the
organisation of their behaviour, which reveal part of the culture, however there are
deeper assumptions that the espoused values do not disclose. Categories of basic
assumptions instead can assist in fully understanding the roots of the culture. Schein
clustered the assumptions into basic assumptions and deeper basic assumptions:

1. Assumptions about the external adaptation issues

These are the assumptions held by the members of the organisation in coping
with any new or recurrent external environment challenges. These assumptions
would ensure the organisation’s survival. The elements of the coping cycle as
specified by Schein are the core mission and strategy, the goals derived from
the mission, the means to achieve the goals, the measurement and
management mechanism for evaluating and controlling the organisation in
achieving its goals, and finally the correction mechanism if deviation from the
set goals occurs.

2. Assumptions about managing internal integration
These are the assumptions concerned with maintaining stable internal
relationships within the organisation. They are concerned with the language and
conceptual categories used, criteria for inclusion and exclusion in the group,
criteria for power and status, criteria for rewards and punishments, and norms

of intimacy, friendship, and love.

The assumptions about external adaptation and internal integration reflect
deeper assumptions that any group must have a consensus on based on the
Schein argument. These assumptions are related to reality and truth, space and
time, and human nature, human activity, and human relationships. See Table 2
for their definitions.
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The Nature of Reality and Truth: The shared assumptions that define what is real and what
is not, what is a fact in the physical realm and the social realm, how truth is ultimately to be

determined, and whether truth is revealed or discovered.

The Nature of Time: The shared assumptions that define the basic concept of time in the
group, how time is defined and measured, how many kinds of time there are, and the

importance of time in the culture.

The Nature of Space: The shared assumptions about space and its distribution, how space
is allocated, the symbolic meaning of space around the person, and the role of space in

defining aspects of relationships such as degree of intimacy or definitions of privacy.

The Nature of Human Nature: The shared assumptions that define what it means to be
human and what human attributes are considered intrinsic or ultimate. Is human nature good,
evil, or neutral? Are human beings perfectible or not?

The Nature of Human Activity: The shared assumptions that define what is the right thing
for human beings to do in relating to their environment on the basis of the above assumptions
about reality and the nature of human nature. In one’s basic orientation to life, what is the
appropriate level of activity or passivity? At the organisational level, what is the relationship of

the organisation to its environment?

The Nature of Human Relationships: The shared assumptions that define what is ultimately
the right way for people to relate to each other, to distribute power and love. Is life cooperative
or competitive; individualistic, group-collaborative, or communal? What is the appropriate
psychological contract between employers and employees? Is authority ultimately based on
traditional lineal authority, moral consensus, law, or charisma? What are the basic

assumptions about how conflict should be resolved and how decisions should be made?

Table 2: Dimensions of Basic Underlying Assumptions

Source: Schein, Organizational Culture and Leadership (2004)

Theorists from Corporate Culture and organisational culture camps (structural-
functionalist school of thought) Yanow and Adams (1997) and Allaire and
Firsirotu(1984) in Plakoyiannaki (2002) argue that the culture is a predictor to
productivity, and organisational survival, (Martin, 2002). However, it is strongly
condemned by other culture researchers from other schools of thoughts, because
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structural-functionalist studies tend to take a managerial point of view and ignore or

work against the interests of lower level working employees, (Martin, 2002).

3.2.3. Organisational Cognition

“Culture is a system of shared cognitions or a system of knowledge and beliefs” Rossi
and O'Higgins (1980) in Smircich (1983; 348). It is concerned with how members of
organisations perceive events, practices, etc and infer from them a set of
(unconscious) rules for their daily life. Scholars studying culture from this perspective
try to elicit the unconscious set of rules from its members that shape the image of their
organisation and their behaviour. Harris and Cronen (1979) believe culture (or what
they call Master Contract) represent the organisation image that reproduces itself
through members’ interpersonal interactions and reactions. The implication from this
school of thought led to the emergence of a host of theories concerned with
organisational learning (Allaire and Firsirotu, 1984). Argyris and Schon (1978), Wacker,
(1981) and Litterer and Stanley (1981) are theorists whose work stemmed from this
school of thought and aimed at identifying misalignment between members’ behaviours
and underlying rules of actions with the overall master contract of the organisation.

3.2.4. Culture as Unconscious Processes

This school of thought forms the basis for the Levi-Strauss structural anthropology
where he believes that the human mind has built-in constraints structuring psychic and
physical content (Rossi, 1974). Through this perspective culture is believed to be the
expression of unconscious psychological processes (Smircich, 1983). Manifestations
such as practices, organisational structure, and forms are only projections of the
unconscious processes. Scholars studying culture from this perspective aim at
revealing the universal dimensions hidden in organisational members’ minds. They try
to identify a structure for their understanding of the unconscious mind consciously
projected. The implication of this school of thought is that the structure drawn from the
unconscious mind is to be used to solve problems deeper than the ones identified by
models, terms, etc that are generally agreed upon by most organisational members.

3.2.5. Organisational Symbolism

Proposed by the interpretive school, this school of thought focuses on how
organisational members interpret, understand, and link the meanings of their different
culture symbols and on how to relate these interpretations/understandings/meanings to
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activities or behaviours in the organisation, (Smircich, 1983). Culture analysis and
knowledge generated in this perspective reflects the understanding of organisational
members and their experiences of their specific situations as well as the researcher’s
interpretation of these understandings and experiences.

This school of thought gained strength in particular in 1990s when the focus of
research shifted from being dominated by managerial interest to critical culture studies
that challenged managerial assumptions, (Martin, 2002). This vested interest in critical
culture studies meant that the organisational culture was looked at from the
perspectives of the different groupings in organisations e.g. functional departments,
and shop floor. This in effect led to the creation of a new theory that views
organisations from different perspectives: integration, differentiation, and fragmentation
by Frost et al. (1991) and then Martin (1992) developed it further.

Martin - Three Perspectives Culture Study

The integration perspective studies’ main focus is on the belief that a cultural
manifestation is interpreted consistently across the organisation and that the different
manifestations have a unified meaning to all culture members where ambiguity is
alienated. According to Martin (2002; 94) “Culture is like a solid monolith that is seen
the same way by most people, no matter from which angle they view it”.

The differentiation perspective focuses on culture manifestations that are interpreted
differently by organisation members. The different manifestations have consistent
meaning for different groups creating groupings or subcultures. “Subcultures are like
islands of clarity in a sea of ambiguity”, (Martin, 2002; 94). Within subcultures clarity
prevails and ambiguity is channelled outside the subculture. Organisations could have
a number of subcultures that exist and work in harmony, independently, or in conflict

with each other.

The fragmentation perspective sees no consistency between manifestations’
interpretations i.e. relationships between manifestations do not exist. Each
manifestation is interpreted separately creating groups of consensus about individual
manifestations only. Martin (2002; 94) uses a metaphor to represent an organisation
with fragmented cultures “Imagine that individuals in a culture are each assigned a light
bulb. When an issue becomes salient (perhaps because a new policy has been
introduced or the environment of the collectivity has changed), some light bulbs will
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turn on, signalling who is actively involved (both approving and disapproving) in this
issue. At the same time, other light bulbs will remain off, signalling that these
individuals are indifferent to or unaware of this particular issue. Another issue would
turn on a different set of light bulbs. From a distance, patterns of light would appear
and disappear in a constant flux, with no pattern repeated twice”.

— Welbeing
Innowvation
««+s Egalitarianism

TOp
Middle Middle Middle
Low Low ol i Low
Engineering Marketing Production Engineering Marketing Production Engineering Marketing Production
Integration Differentiation Fragmentation

Figure 10: Martin's Three Perspectives of Culture

Source: Adapted from Martin (1992)

This research as was mentioned earlier and will be elaborated on in the next chapter,
intends to study and describe in depth the culture of the case and control
organisations. It is an exploratory research that intends to identify the impact of
performance measurement on the organisation as a whole i.e. from the perspective of
the different groupings within the organisation whether top management, middle
management, lower level staff, social groups, etc. Therefore, studying organisational
culture using this school of thought is more appropriate for answering the research

questions.

3.3. What culture manifestations do culture researchers study?

Culture manifestations are among one of the many dichotomies prevalent in the study
of culture. Two types of studies are identified, Generalist and Specialist studies. A
Generalist study examines many culture manifestations trying to obtain a holistic view
of the organisation. A specialist study, however, is a narrow study focusing on only one
or two manifestations. The argument made by Specialist studies is that interpretations
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from all manifestations are consistent and therefore there is no need to study more
than one or two manifestations. A Specialist study is indeed an integration study seeing
only consensus in an organisation, rejecting the idea of subcultures and ambiguity in

organisations.

Many types of manifestations exist, which Martin (1992) categorises into four main,
broad categories: Culture Forms, Formal Practices, Informal Practices, and Espoused
Values and Beliefs.

Culture Forms

Culture forms include rituals, ceremonies, stories, humour, jargon and physical
arrangements. A ritual is like a play that is carefully planned with defined activities and
roles for organisational members. It has a well defined beginning and end that is
carried out in a social context in the presence of an audience. Rituals and ceremonies
are similar except that a ritual is a repeated event whereas a ceremony is a onetime

event.

An Organisation story focuses on a single event sequence in which its central
characters are members of the organisation. A Story is known by a large number of
members of the organisation and is believed to be a true depiction of the facts. It
consists of a narrative describing the sequence of events and a set of meanings and
interpretations that vary based on the teller of the story, (Martin, 2002).

Humour to organisation members is a way for releasing tension and is a mechanism for
expressing what they are not supposed to express. It is the least examined
manifestation (Martin, 2002) as it is difficult to decipher by outsiders, and it is very
difficult to encourage participants to speak or mention their jokes without the context.

Jargon is the special language that only insiders of an organisation can understand.
There are two categories, Technical and Emotional. Technical Jargon is related to
tasks and operations such as vocabularies and acronyms. Technical Jargon is often
learned first by new members of an organisation as it is essential for accomplishing the
task. Emotional Jargon, on the other hand is concerned with feelings. Emotional Jargon

includes metaphors, nicknames, family names, place or position names, etc.
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Physical arrangements can be quite an informative manifestation. They are often used
by new managers to symbolise change. Physical arrangements include architecture,
interior décor, and dress code.

Formal Practices

Prior to the increase in awareness of the importance of culture forms discussed above,
formal practices were the centre of attention in culture studies. Formal practices are the
written practices. They are divided into four types of practices: Organisational
Structure, Task and Technology that are used in producing the goods or services,
Rules and Procedures that govern movements and stability in the organisation, and
Control Systems like financial control, quality systems, performance measures, etc.

Informal Practices

Informal practices are social rules that evolved through interaction. They are not written
down as otherwise they would reveal inconsistency between what is formally
documented as rules and procedures. They are basically encroachments that people
use in organisations to get things done the way they want them to be done or to speed
things up. They also create a limited or temporary space for relaxing the formal

requirements.

Espoused Values and Beliefs

These are the values used to make an impression on an audience(s). They could be
either sincerely espoused reflecting an organisation’s activities or corporate
propaganda that only aims at presenting the organisation nicely with little relationship
to its activities.

As mentioned above a study that uses many manifestations is a generalist study that
seeks to view the organisation holistically. Moreover, using many manifestations
enables identifying any congruencies of interpretations of the manifestations as well as
inconsistencies. In this research, all the manifestations mentioned above will be used.

Section 4.4.3 provides the interview questions developed from them.

3.4. Conceptual Framework

When an organisational culture is studied, what the researcher is trying to understand
and describe is the organisation’s basic assumptions. An interpretive approach like
Martin’s (1992) would be better to decipher an organisation’s culture. However, a
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methodological problem exists in using such a model alone in this comparative study
(prior and post culture study). The dilemma is about whom to interview prior to and post
the development and deployment of the performance measurement system. Would the
researcher interview the same people in the post that he interviewed in the prior study?
Would he choose completely new people? Would it be a mix — new and old? If the
researcher chooses new people he might get completely different responses in the
post from the prior. This will surely indicate a change in culture, but in fact it might be a
different group whose basic assumptions he missed in the prior study. If he chooses
the same group their beliefs might change knowing that he is interested in the
performance measurement used in the school. Surely the researcher will choose a mix
for the post culture study, but he will get different messages. Therefore, the use of a
questionnaire as a census prior and post the development and deployment of
performance measures will help drawing up a more accurate picture of the schools’
cultures.

The use of a questionnaire will help in overcoming the sampling dilemma, however
another issue arises which is what to base the questionnaire on. If the researcher
bases the questionnaire solely on the findings from the interviews he might need to
develop two sets of questionnaires, which will not be an issue practically. However, the
problem lies in the possibility of having two vastly different questionnaires as the group
interviewed prior and post have different beliefs. If he does develop two questionnaires
how would he be able to compare them (i.e. comparing apples and bananas).
Therefore, he needs to have a baseline for the comparison that also incorporates the

findings from the interviews.

Schein in his model (Three Level) described categories of basic assumptions. The
basic assumptions he described are very broad and holistic. Therefore, they will be
chosen and adapted based on the interview findings as the baseline for comparison
between the prior and post development and deployment of performance measurement
system. The researcher depicted the culture onion (Figure 11) to represent how both
models are integrated.

63



Formal & Informal
Practices

Deeper Assumptions about:

1. Reality and Truth
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Relationships

Physical
Arrangements

Figure 11: The Organisational Culture Onion

3.5. Conclusion

This chapter presented the five cultures’ schools of thought based on the two broad
classifications of the concept: Culture as a Variable and Culture as a Root Metaphor. It
also provided examples of the principal frameworks within some of the schools that
most studies of cultures are spurred from. The emphasis was on the implications of
each school, and what culture theorists study in each school and the frameworks within
them.

Culture as an independent variable was discounted for this research. Personal factors
are suspected to influence the organisation’s beliefs and values and hence a number of
independent variables were used in the questionnaire (discussed in the methodology
chapter).

Culture as an internal variable; the corporate culture camp is useful in comparative
studies. However, as this research is exploratory in its nature and tries to examine
possible changes to the organisation culture as a whole this camp could be
constraining as it generally focuses on two elements of culture. On the other hand,
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culture as an internal variable; the organisation culture camp is broad in nature and is
adapted for this research to supplement Martin’s (1992) theory of looking at
organisations from three perspectives: integrationist, differentiation, and fragmentation.
The researcher is guided by his belief that organisations’ cultures are understood from
the eyes of its people as will be discussed further in the philosophical stance in the
methodology chapter. However, for reasons of full inclusion (representation) of the
organisations’ participants in knowing their beliefs, avoiding influence on participants,
ensuring consistency when comparing the pre, post, case and control data, and for
triangulation purposes Schein’s framework is used for its breadth advantage over the
corporate culture camp.

The researcher, in the chapter, clearly favoured Matin’s framework. In a section guided
by Martin (2002), the researcher summoned what cultural scholars claim to investigate
when they study organisational culture. He links them with Schein’s basic assumption
in the conceptual framework used to asses the cultures of the schools.

Chapter 4 will elaborate on how these frameworks are used in assessing the culture
and how the data obtained using them are analysed.
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4. Research Methodology
4.1. Introduction

Chapter one explained what is the focus of this research. Chapter two reviewed the
literature regarding the impact of performance measures on organisational culture
highlighting strongly that there is a need for further research in the field, but from a
different perspective and using different methodology. Chapter three reviewed the
different theories for assessing organisational culture and made clear the choice of
theories that will be used in this thesis. This chapter aims at putting this research into

action.

Research methodology and methods always receive great attention from supervisors
and students alike. Probably it gets the most attention of all aspects of research. It is, to
a great extent, the training all of us as research students acquire to become successful
researchers. Perhaps this is why supervisors and examiners focus on it. As we are
being trained on specific methods we are taught how to justify the use of the different
approaches. All methods have strengths and weaknesses, which are capitalised on by
the research questions and investigation components i.e. there is no best approach,
but in most occasions the research questions overweigh one technique compared to
others. Therefore, prior to justifying and explaining how the different methods are used
in this research, it is important now to engage the reader here through the research

questions:

1. How would introducing a performance measurement system impact on

organisational culture?

2. What culture manifestations (practices and forms) and basic assumptions
(cultural themes) would change with the introduction of a performance

measurement system?

3. To what degree would the culture manifestations and basic assumptions
change?

4. How can lessons for practice be drawn out from developing and deploying the
Performance Measurement System in a government department in the Middle
East.
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To make it simple to the reader to understand how this research was conducted the
next section provides the research plan summary in pictorial form. In a logical order the
chapter will then talk about the different social science philosophical paradigms, and
the philosophical stances chosen. Section 4.4 will explain broadly the research strategy
while its subsections explain in detail the different techniques used, the details of, and
selection process of, the case and control organisations. Section 4.5, will talk about the
research ethics whereas section 4.6 will look at the questionnaire validation. Section
4.7, will explain how the pre-test and pilot tests were conducted and their findings.
Section 4.8, and its subsections will explain the qualitative and quantitative different
analytical methods and the reliability of the findings.

4.2. Research Plan Summary

The approach developed (shown in Figure 12) allows the obtaining of a sharper sense
of impact by comparison with a comparable (Control School) organisation.

The philosophical stance taken in this project is action research (for developing the
performance measurement system) and interpretivist (for assessing the organisational

culture), both resembling a quasi-experiment methodology.

One organisation was chosen to be the case organisation where a performance
measurement system was introduced. The second organisation acted as a control
setting i.e. no intervention. A prior introduction to the performance measurement
system culture assessment using semi-structured interviews and a questionnaire was
conducted in both organisations. The Balanced Scorecard - the performance
measurement system chosen for this project - was then introduced in the case
organisation. The main reason the Balanced Scorecard framework was chosen is its
popularity as well as its simplicity as a framework. In 18 months time from the design,
the post culture assessment using both semi-structured interviews and questionnaire
took place. The results of the assessments were compared (post and prior) separately
for each organisation, and then the results of the comparison were compared with the
other organisation. By comparing post and prior the researcher hoped to notice cultural
differences/changes in the case organisation and eliminate the effects of external
factors on the organisations themselves.

The use of semi-structured interviews was aimed at discovering the organisations’

basic assumptions and any changes in them after the introduction of the Balanced
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Scorecards whereas the main purpose of the questionnaire was to define the degree of
those changes, triangulate the findings, and cover the organisations’ populations.

|
|

Events in the

Develop Implement
Case School Use BSC

BSC BSC

Culture Assessment using
Semi-structured Interviews and
Questionnaire
Culture Assessment using
Semi-structured Interviews and
Questionnaire

[
[

|
|

Events in the
Control School

Culture Assessment using
Semi-structured Interviews and
Questionnaire
Culture Assessment using
Semi-structured Interviews and
Questionnaire

|
[

i Time
Prior introduction After 6

to BSC months from
(Starting point) start

Post implementation
and use (After 18
months from start)

Figure 12: The Unfolded Project Plan

4.3. Research Philosophy
4.3.1. Social Science Research Paradigms

Kuhn (1962) in his famous book “Structure of Scientific Revolutions” was the first to
coin an accepted definition for the term paradigm. He used it to describe the progress
of scientific discoveries, the majority of which, in reality, happen in a series of tiny steps
to advance the field, but occasionally experiments produce results that do not fit
existing models or theories requiring a change to the way we view the world (Easterby-
Smith et al,, 2002). “A paradigm may be viewed as a set of basic beliefs (or
metaphysics) that deals with ultimates or first principles. It represents a world view that
defines, for its holder, the nature of the “world”, the individual’s place in it, and the
range of possible relationships to that world and its parts, as, for example cosmologies
and theologies do” (Guba and Lincoln, 1994). This definition by Guba and Lincoln
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emphasises that a paradigm is the foundation or lens that we as individual makes
sense of our world through. Burrell and Morgan (1979), frequently cited in organisation
culture and organisation theory researches, were among the first to propose four
paradigmatic classifications based on two sets of basic assumptions. The first set of
assumptions is concerned with the “Nature of Social Science” whereas the second with
the “Nature of Society”.

Four sub-assumptions fall under the nature of social science and these are: (1)
Ontological assumptions about whether “reality” is external to the individual
consciousness or the product of his/her consciousness i.e. the reality is objective or
subjective; (2) Epistemological assumptions concerned with the ways used to
understand and inquire into the world around us and how to communicate it to others
i.e. whether knowledge is “hard and tangible” or “soft and subjective based on one’s
experience and insights”; (3) Human nature assumptions, which are concerned about
the way humans are viewed as either responding in @ mechanistic or deterministic
fashion to factors of the external environment i.e. humans as the product of their
environment or creative and creator of their environment; (4) Methodological
assumptions, which are guided by the other three assumptions and concerned with a
combination of techniques (methods) used to inquire about the situation under

investigation.

The second set of assumptions is concerned with “Regulation” and “Radical Change”.
The assumptions about Sociology of Regulations are concerned with providing
explanations about the unity and cohesion in society, paying particular attention to the
whys that explain how society holds together. Radical Change assumptions on the
other hand are concerned with explaining the radical changes and the deep-seated
structural conflicts, modes of dominations and structural contradictions (Burrell and
Morgan, 1979, Saunders et al., 2003), and adapting a critical perspective on
organisational life (society).

Burrell and Morgan’s four paradigms are shown in the two-by-two matrix in Figure 13.
The Functionalist paradigm as its position shows is based on the objective and
regulatory assumptions. Researchers in this paradigm seek to find rational explanation
for the organisational (or societal) status quo, order, and consensus. The outcomes
from this paradigm’s researches are supposed to be pragmatic aiming at generating
knowledge that can be put to use. The Interpretive paradigm (‘Social Constructionism’
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as called by Easterby-Smith et al) is based on the subjective and regulatory
assumptions. Researchers in this perspective try to understand the meanings attached
to organisational life according to the different people (individually or collectively).
Attention is normally paid to ways of communication and transcending of meanings, in
particular how the different individuals perceive different meanings from the same
events. Researches in this paradigm produce understandings and explanations of what
is going on (Bryman, 2004). The Radical Humanist paradigm shares with the
interpretive paradigm its subjective approach to social science. However, it adapts a
radical change (critical perspective) towards organisational life. Researchers working in
this paradigm would aim at changing the status quo and transcending the limitations of
the existing social arrangements. The Radical Structuralist paradigm according to
Burrell and Morgan (1979) advocates a sociology of radical change (emancipation)
from an objective point of view, trying to identify law-like explanations.

THE SOCIOLOGY OF RADICAL CHANGE

' |
' |
: |
| Radical Radical |
I Humanist Structuralist |
' |
' |
: |
SUBJECTIVE : OBJECTIVE

' |
' |
: |
I Interpretive Functionalist :
' |
' |
' |
I

-

THE SOCIOLOGY OF REGULATION

Figure 13: Four Paradigms for the Analysis of Social Science
Source: Burrell and Morgan (1979)

Note: the two sets of assumptions used in drawing the four paradigms are considered
to be continuum rather than discrete states and the intersection between them is
hypothetical. The researcher here stresses that one has not to consider the four
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quadrants in the two-by-two matrix in Figure 13 as mutually exclusive, but instead
overlaps exist between them. According to Dorfler (2009) a number of schools of
thought (methodology) fall into more than one quadrant; existing, however, in a

dominant matrix.

4.3.2. Philosophical Stance

Four objectives were set for this research. Three of them focus on the impact of
introducing a performance measurement system on organisational culture and one on
reflection on introducing the performance measurement system. The objectives related
to understanding changes in culture and the ontological preference of the researcher
encouraged his decision on the interpretivist (social constructionism) paradigm
whereas the action research paradigm was chosen for introducing the performance

measurement system.

The Interpretivist Paradigm

The researcher explained in the culture chapter that organisational culture could be
understood using different schools of thought. He strongly believes that culture is
understood through cultural participants — individuals and groups — within the
organisation based on their consciousness and interpretations of the different practices
and forms (Organisational symbolism school of thought). The researcher also believes
that organisations could have different subcultures existing within the dominant
organisational culture. Martin’s approach to assessing culture is founded on the basis
that organisations have integrated, differentiated, and fragmented cultures. Martin’s
framework will be used in this research as mentioned in section 3.4. Moreover, Guba
and Lincoln (1994; 113) acknowledge “ multiple ‘knowledges’ can coexist when equally
competent (or trusted) interpreters disagree, and/or depending on social, political,
cultural, economic, ethic, and gender factors that differentiate the interpreters.”
Furthermore, background, nationality, functional position, etc are believed to impact
organisational culture as believed by Hofstede (1980), Martin (1992), Smircich (1983),
Nasierowski and Mikula (1998), Schneider (1988), Hamden-Turner and Trompenaars
(2000). Therefore, the researcher decided to base his investigation of organisational
culture from this paradigm. Saunders et al. (2007; 107) support the decision taken
here, arguing that the interpritivist paradigm is highly appropriate in “fields as

organisational behaviour, marketing, and human resource management”.
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Radical Humanist / Action Research Paradigm

For implementing the performance measurement system, the researcher would firstly
have to understand the social context and reinterpret it. Secondly, he would get
involved in the change process. The understanding of the context from a subjective
stance would place the researcher closer to the Subjective end (Burrell and Morgan;
1979, and Beech 2005) of the Positivist/Subjective spectrum. On the other hand, the
involvement aspect in introducing the performance measurement system and playing a
part in influencing different individuals’ beliefs and perhaps actions, positions the
researcher at the radical change (Burrell and Morgan, 1979, Beech, 2005) end of the
Sociology of Regulation/Sociology of Radical Change spectrum. Thus, both arguments
position the researcher in the Action Research or Radical Humanist paradigm.

Eden and Huxham (2006) defines this paradigm as “Research Oriented — Action
Research requires both an involvement by the researcher with members of
organisations over matters that are of genuine concern to them and over which they
intend to take action, and most importantly, a primary commitment of the researcher to
advance a field of knowledge in a manner that has some general implications”. In this
research, the researcher will work with the case organisation to develop a performance
measurement system. The organisation is genuine in using a performance
measurement system to help them focus their efforts and manage strategically. As
stated above, this research paradigm will aim at shedding light on the phases of
introducing a performance measurement system in this new context (as highlighted in
chapter 1).

Level of Involvement of the Researcher in Introducing the Performance
Measurement System and its Impact on the Research Paradigm Selection
Decision

Guided by the research questions and governed by the philosophical stance, the
researcher had to consider thoroughly the level of involvement in developing,
implementing, and using the performance measurement system. He developed three
scenarios based on three dimensions: degree of impact on organisational culture,
probability of successful introduction of the performance measurement system, and
type of involvement of the researcher as given in Table 3. These scenarios could also
be reflected on the social science research paradigms matrix as shown in Figure 14. If
the researcher followed scenario 1, he would definitely fit into the interpretivist
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paradigm. If he followed scenario 3, he would be working solely from the action

research paradigm. Instead the researcher followed scenario 2 by trying to split his

research into an action research paradigm for the fourth objective and an interpretivist

paradigm for the first three objectives relating to the impact on organisational culture.

Working from two paradigms is unusual, but this is what the researcher believes would

be the ideal paradigmatic choice for such researches.

Degree of
involvement

Not involved

Moderately involved by
providing guidance, trade
offs between different
methods/approaches for
doing things, providing
examples of possible
consequences for actions

Very involved by directing
the PM team to do only
what | think is right, and
involved in management
meetings participating in
the decisions taking
process

Degree of change

Low risk as culture will
depend on the interaction
of PM team,

| don’t know???

Very high risk of myself
influencing change in

of culture management, use of
culture
balanced scorecard, and
people in the school
High. The use could be a
s G Low, but mainly depends | | believe that there is a better | result of power, which

implementing and
using balanced

on the team
understanding the
approach followed in

chance of the PM team
knowing what they should do
to use the balanced

could in the long term
lead to people losing
interest and the balanced

scorecard ; . .
implementation and use scorecard scorecard being
considered a fad
Reactive (although I'm
Ls:lpcﬁ\?efm o proactive in checking at

according to the

which stage the PM team is

need/request of the Passive ?r;[ :(r)];cperseg):rre fﬁirdpgr?(\:ltiadiipg Proactive involvement
PM team and the >ssary g
see deviation from the
school
common approach)
Scenario 1 Scenario 2 Scenario 3

Table 3 Hypothetical analysis of expected change in culture according to the level of

involvement in introducing the performance measurement system
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Figure 14: Social Research Paradigm Decision Scenario Analysis based on Level ol
Involvement in Introducing the Performance Measurement System and Culture
Changes

4.4. Research Strategy

The research summary plan presented in Figure 12 was developed as a result of: (1)
the research objectives; (2) The philosophical stance this research is driven by; and,
(3) the shortcomings found in previous research on the impact of performance
measurement on organisational culture. The research strategy could be split into two
parts:

1. Developing and deploying the Performance Measurement System in the case
School.

2. Describing the culture of two schools: Case School and the matched Control
School prior to and post the development and deployment of the Performance
Measurement System.

The need for a matched control group was determined because it would be difficult to
attribute any differences between the prior-and-post cultures of the Case School to the
Performance Measurement System deployment alone as there could be other external
influential factors that could cause the change between the cultures, (Oppenheim,
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1992). The Case and Control Schools are described in subsection 4.4.1 with their

selection process.

For each part of the research a number of methods will be used as shown in Table 4

below.
Method
Semi-structured . ] _

Interviews Diary | Workshops | Questionnaire
Part 1 v N N

one-to-one

\/

Part 2 one-to-one N N

& Group

Table 4: Anticipated Methods for the Different Research Parts

The methods used in part 1 will answer question 4 of this research whereas the
methods used in part 2 will answer questions 1, 2 and 3. It is the researcher’s belief
that the methods above have particular strengths offering advantages in comparison to
other methods in achieving the objectives of the research with the necessary depth of
understanding. Each method is described separately below with their strengths,
weaknesses, reasons for selecting them over other methods, and how some of the

methods’ weaknesses are overcome.

4.4.1. The Case and Control Organisations

The case and control organisations are government run Secondary Technical
Education schools. Aljabria (Case) and Jid Hafs (Control) are two of four schools
(Sheikh Khalifa Institute and Sheikh Abdulla Bin Isa School are the other two schools)
run by the Technical Education Directorate — the only body providing Technical and
Vocational Education at a Secondary Education level in the Kingdom of Bahrain. The
Technical Education Directorate is one of six educational directorates managed by the
Assistant Undersecretary for General and Vocational Education.

One might ask why those Bahrain schools were chosen. The main reason was ease of
access. The researcher being an employee and a student sponsored by the Ministry of
Education of Bahrain, specifically the Directorate of Technical Education, was
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privileged with ease of access to all schools run by the Technical Education
Directorate. He also had a detailed knowledge of the Ministry of Education, Technical
Education Directorate, the schools and the educational environment in general.
Moreover, he had the advantage of knowing the language together with an
understanding of the way the project’s participants live. Other reasons include being
able to ultimately benefit the Case School and the Directorate he worked for with the

knowledge acquired through the research.

The four schools were looked at from different perspectives in order to identify those
most alike for the case and control selection. The six criteria used for the purpose of
comparison were: Stability of Operation, Leadership Style, Length of Time the
Management Served in the School, Number of Sections and Specialisations,
Geographical Location of School, Intensity of Behavioural Issues, and Delegates’
Visits.

‘Stability of Operations’ is about how smoothly the school runs its day to day business
and was deemed important for the introduction of the performance measurement
system while keeping other influences to a minimum. ‘Leadership Style’ can not be
ignored ; having consistent leadership is seen as crucial to ensuring high buy-in and
momentum is continued and external influences are minimal. ‘Length of Time
Management has been Serving in the School’ implies how the changes that a new
leader would typically bring in might be sustained and might over shadow the impact of
introducing the system. ‘Number of Sections and Specialisations’ might impact on the
composition of possible internal groupings and subcultures. As to ‘Geographical
Location’ close proximity of schools reduces the variability due to regional values and
beliefs. ‘Intensity of Behavioural Issues’ and ‘Delegates’ Visits’ are important factors
pertaining to minimising disruption of the school routine, and therefore were considered
important for the successful introduction of the performance measurement system and
for its sustained use. The fewer issues and visits, the less disruption there would be.
Table 5 presents a comparison summary of the four schools with detailed commentary
following it.
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Most unstable school and was split
into 2 schools

Newly opened to replace Muharraq
School. Has 2 Business Units of
the Technical Education
Directorate

Always operated as a Technical
School. No change in the past few
years

Always operated as a Technical
School. No change in the past few
years

New Headmaster. Intense
guidance provided from the
Technical Education Directorate

Laissez-faire leadership style and
authority is dispersed

Consistent Headmaster with good
social skills

Headmaster advocates system use
and was involved in the pilot
introduction of the SQA Quality
System in the Technical Education
Directorate

New Headmaster, less than a year | 2 years in the new institute, 2 years 2 years
managing Muharraqg School before
that

13 sections. Additional to Jid Hafs 14 sections. Additional to Jid Hafs 12 sections. Additional to Jid Hafs 10 sections

are Office Equipment, Carbody
Repair and Plumbing

are Printing, Telecoms, Computer
Maintenance and Plumbing

are Plumbing and Carbody Work

Isa Town

Muharraq

Manama (Capital)

Jid Hafs (considered within the
capital)

¢ Has the most problematic
students in Bahrain

e Many delegate visits

Newest establishment and hence
under the spotlight with many
delegate visits

e Established in 1984 with
minimum delegate visits

o Better behaved students from
the surrounding villages

e Established in late 70s and
minimum delegate visits

* Better behaved students from the
surrounding villages

Table 5: Case and Control School Selection Criteria
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1.

Stability of Operations: Shaikh Abdulla School was known to be the messiest
school out of the four. Prior to the conduct of the research the school had a
commercial education unit and a technical education unit, which the Ministry
decided to split into two separate schools. Therefore, some of the staff had to stay
in the Technical School and others had to go to the Commercial School (Shaikh
Abdulla Bin Ali), which is run by the Commercial Education.

Shaikh Khalifa Institute comprised a Technical Education School, replacing
Muharraq School, and the Centre of Excellence, which is a new business unit of the
Technical Education Directorate. The Institute was recently opened and the School
and the Centre within its walls had to share almost all the resources available. This
in effect led to conflict between the management of the centre and the school and
their full time staff. Aljabria School and Jid Hafs School ran as Secondary Technical
Education Schools since their openings and had no operational issues or conflicts
associated with other Education Directorates or business units of the Technical
Education Directorate.

Leadership: Shaikh Abdulla School had a new Headmaster who was promoted
within a couple of years from a Head of Section to Deputy Headmaster to a
Headmaster. The Technical Education Directorate was providing a lot of guidance
to the management of the School to deal with arising issues. In addition the
Technical Education Specialist were continuously visiting the School for audits and
to provide guidance for improvement. Shaikh Khalifa Institute’s Headmaster had a
Laissez-Faire leadership style. Authority was dispersed between different
individuals, which made the researcher question the suitability of introducing the
PMS in the Institute. Jid Hafs Headmaster was a very systematic person. He had a
master in Quality and led the pilot introduction of the Quality Management System
in the Technical Education Schools in the late nineties and early on in this decade.
Aljabria School Headmaster was consistent throughout his career as a
Headmaster. He was known for his social skills and firmness.

Length of Time the Management has Served in the School: In Aljabria and Jid Hafs
the management served for an equal period of time (2 years). The Headmaster of
Shaikh Abdulla School as mentioned previously was new whereas the Headmaster
of Shaikh Khalifa Institute managed the institute since its opening and was
managing Muharraq School before that.
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4. Number of Sections with Similar Specialisations: The three schools had similar
number of sections and specialisations. However, the Institute had the Centre of
Excellence (different business unit) and other sections like printing, Computer
Maintenance and separate Telecommunications Section.

5. Geographical Location: The four schools are geographically dispersed in Bahrain
except Aljabria and Jid Hafs Schools. Shaikh Abdulla is in Isa Town, Shaikh Khalifa
Institute is in Muharraq. Aljabria in Manama and Jid Hafs is in Jid Hafs town
adjacent to Manama. The closeness of Aljabria and Jid Hafs geographically means
their staff and students are from the same wider boundary, which means their
regional beliefs and values will be similar.

6. Intensity of Behavioural Issues and Delegates Visits: Shaikh Abdulla School
students come from Isa Town and Riffa towns which are known for being a source
for maverick students. Dealing with students’ behavioural issues takes a lot of
efforts from Shaik Abdulla School as they usually seem to fire fight. The School is
also close to the Ministry of Education’s headquarter and quite often targeted for
quick visits by delegates enquiring about the Bahraini Education System. Shaikh
Khalifa Institute is the newest establishments of the Ministry of Education and
hence also under the spot light and visits by delegates. The other two schools are
the oldest out the four and their students come seem to be better behaved. The
schools days are quite routine and not usually interrupted by either major students’
issues or delegates’ visits.

Based on what was presented in Table 5 and described above Aljabria School and Jid
Hafs School are the most similar and therefore were selected to be the Case and
Control Schools.

The Director of Technical Education recommended Aljabria to be the Case as he
believes its management would be more collaborative. The researcher also considered
other factors such as he worked in it when he took his first job in the Ministry of
Education and hence understands how the school used to work then. Moreover, he has
good relationships with the people in the school, which he believes is crucial for the
development and deployment of the performance measurement system. Therefore, he
decided to choose Aljabria as the Case and Jid Hafs as the Control setting.

Both schools have ten common technical specialisations/sections: Electronics and
Telecommunications, Electrical, Air-Conditioning and Refrigeration, Technical Drawing,
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Mechanics and Problem-Solving, Automobile, Diesel, Welding, Machine-Shop, and
Carpentry. However, Aljabria has two more specialisations/sections: Car Bodywork and
Plumbing. Furthermore, both schools have eight common academic sections: Arabic
Language, Religious Studies, English Language, Mathematics, Physics, Contemporary
Issues, Physical Activities, and Computers.

Beside the core sections responsible for teaching there are four techno-sections: Social
Guidance, Registration, Quality Assurance, and Vocational Guidance. There are also
three administrative and support sections: Administration, Library, and Stores.

Aljabria and Jid Hafs Schools have about 250 and 153 staff respectively.

4.4.2. The Role of the Researcher in the Case School and the Events Timeline

The role of the researcher in the intervention in the Case School was minimal. He
acted as a consultant to the school working only with the Performance Measurement
Team (PM team). The researcher did not impose anything on the team and in fact the
initial strategy map and Balanced Scorecard that were developed at the start of the
field work were modified by the PM team based on their understanding of the
framework. The PM team prior to the researcher's presentation about the Balanced
Scorecard had no knowledge of performance measurement systems. He met the PM
team in July of 2006 almost on a daily basis to develop the Balanced Scorecard. He
provided the PM team with reference material and even translated some material into
Arabic to help them better understand the framework. Chapter 5 investigates the
different approaches used in developing performance measurement systems, details
how the Balanced Scorecard was developed and provides the strategy maps (Figure
24 and Figure 25) and the Balanced Scorecards (Table 17 to Table 21) developed.
Moreover, it explains how the PM team implemented the system and presents the
guide which was provided to the PM for the use stage.

In October 2006 the researcher visited the PM team to provide guidance for
implementing the Balanced Scorecard. During the same visit, the researcher
administered the pre-culture assessment questionnaire. In February 2007, a visit was
conducted to audit the implementation of the PMS in the school and provide guidance
about the use of the PM. In September 2007, the researcher visited the school and PM
team to audit the remaining measures, discuss with the team the limitations

encountered, and ways to address them for the year to follow. At the end of the visit,
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the post-culture assessment using interviews and questionnaire was conducted. Figure
15 shows a timescale of PM events, the timing of culture assessment, and the events
which occurred in the school during the period of the research.
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Open day
1% May

Mid term exams
112" Apr ’

Visits by MoE’s
Headmasters to
school 1%May for
a week

End of semester
exams 19" May-
3 Jun

End of semester
exams 25" Dec-
17" Jan

Timetable changes and
Preparation for Sheikh
Khalifa Prize (Sept)

Start of 2™
Semester

The school won
Sheikh Khalifa
rize 20" Mar

End of semester
practical exams 18"-
25" Dec

Administered Q’aire
5™-15" Nov

Pilot Q’aire
29"-31% OCt

Start of
Academic Year
(4" Sept)

practical exams
mid May

Conducted
Culture Interviews
End of May — End
of June

Student survey
implemented 19"-end
of Nov

Removed redundant
measure End of Mar

Team finished

Meeting with

Meeting with HoS, vsi management
committees & teachers analysing 26" Jun
19"_end of Nov student’s Q’aire

20" Mar
Meeting with
management
19" May

Development Electronic
Q’aire
End of Oct-Mid of Nov

Team finished
analysing
staff’'s Qaire

Student survey
implemented 17" May

Development of
Students and Staff
Q’aire End Sept-
Mid Oct

Start of
Academic Year
(4" Sept)

Conducted
Culture Interviews
End of Oct — End
of Nov

Administered Q’aire
End of Oct

The school’s academic

Culture assessment
phases

Performance Measurement
Development through use

June Dec June
200A 20NA 2007

Figure 15: Timeline of Performance Measurement Introduction, Cultural Assessments, and Events in the school during the period of the research
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4.4.3. Semi-Structured Interviews

Jones (1985) in Easterby-Smith et al. (2002; 87) emphasised that qualitative interviews
of which semi-structured interviews are part, give an understanding of “how individuals
construct the reality of their situation formed from the complex framework of beliefs and
values, which they have developed over their lives in order to help explain and predict
events in their world”. However, for this to happen, the interviewer should be sensitive
and skilled enough to enable a smooth flow of conversation, and to assist the
interviewees in exploring their own beliefs by asking the right questions.

Semi-structured interviews provide the researcher with the opportunity to probe the
interviewee’s answers, asking for elaboration, and justification. This becomes very
important when the researcher tries to find meanings that the interviewees ascribe to
events and artefacts that they hold as the basis for their beliefs, (Easterby-Smith et al.,
2002, Saunders et al., 2003).

Moreover, semi-structured interviews allow the interviewer to jump between the
different questions to follow interesting lines of inquiry and facilitating unbroken
discussion.

Semi-structured interviews were used by eminent researchers (Sapienza, 1985, Martin
et al, 1985, Schein, 2004, Johnson, 1987, and Phillips, 1990) in studying
organisations’ cultures in-depth according to Sackmann (1991); this significantly
influenced the researcher's decision to use this method for the investigation on hand.

Group Interviews

In addition to the positives of semi-structured interviews mentioned above, group-
based semi-structured interviews permit a group dynamic in which each member
triggers further thoughts and issues in the others’ minds, Milkman (1997) in Bryman
and Bell (2003). However, for an effective dynamic to occur, two kinds of skills will be
required for the interviewer to possess as described by Easterby-Smith et al. (2002) ;
initiation skills that are concerned with establishing and creating rapport prior to the
discussion, and facilitation skills to guide the discussion and to allow sufficient airtime
for each respondent. Lacking any of these skills could lead to poor data to be collected
as the discussion might be directed by the most projective person in the group.
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For part 1 of the research, a one-to-one interview was conducted with the Director of
Technical Education. He was asked four broad questions, which are presented in Table
6. The findings from the interview were used in facilitating the workshops for
developing the Balanced Scorecard.

1. As the school constitutes a part of the Technical Education Directorate what do
you expect it to deliver and achieve?

2. How do you think the school should achieve these goals? Or, What actions
should the school take to deliver what they are supposed to deliver?
How would you know that the school is performing well?
What information would you like to see so you can make a judgement about the

school’s performance?

Table 6: Questions the Director of Technical Education was asked

For part 2 of the research, twenty interviews were conducted in each school — ten in
the prior and ten in the post. The ten interviews at each stage and in each school were
a one-to-one interview with the headmaster, and nine group interviews. The interview
groups were selected based on purposive homogenous sampling process that focuses
on one particular subgroup in which all sample members are similar (Saunders et al.,
2003). See Figure 16 for illustration of the subgroups in the school. Each group
interview in the pre stage consisted of four respondents selected randomly from the
appropriate subgroup, except in the deputy headmasters group as there are only two
deputy headmasters. For the post culture study, ten interviews were conducted again
in each school; a one-to-one interview with the headmaster and nine group interviews.
The number of respondents in each group is similar to the prior study and the
respondents again were selected randomly. Nonetheless, this time not from the whole
school, but instead half the respondents from the prior culture study and the other half
from the school (i.e. respondents had not been selected previously). Refer to Appendix
1 for the list of interviewees for the prior and post phases for both schools.

84



Techno-Elements: Quality Heads of Heads of

Assurance, Guidance, ’-" Aceae:jdesmc?c Electrical Mechanical ] '~'
Registry Sections Engineering Engineering

Sections Sections

Administrative
Staff

Academic Sections

€ === JC === OC

Electrical Engineering
Teachers

Mechanical Engineering
Teachers

Figure 16: Interview Groupings (Each label indicates a group/individual interview)

The interview questions were developed from the culture manifestations described
above in section 3.3. Table 7 below presents the questions used in the interviews.

Forms

Practices (Formal and Informal)

Organisational structure and communication

Rituals

structure
Stories Task and Technology
Humour Rules and Procedures
Jargon Financial and other controls

Physical Arrangements (Architecture, Décor,
and Dress)

Rewards and reward systems

The word Form below is used just for
summarising the questions, but in the
interviews, questions were asked about each
individual manifestation

The word Practice is used just for
summarising the questions, but in the
interviews, questions were asked about each
individual manifestation
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What are the forms performed/told in the
school?

Can you describe a form from those you
listed? Or, can you describe the ritual A,
B, or C?

Ask for the meaning of the form, e.g.
a. What message does it send?

b. What does this mean to you (in your
own words)?

c. What lessons do you take away from

How would you describe the practice?

What are the implications for having this
practice? What does this practice mean
to you?

Why do you think so?
Who do you think agrees with you?

Why do you think they do (i.e. share the
same meaning of the practice)?

Who do you think disagrees with you?
Why do you think they disagree (i.e.

Is the meaning of the form clear to all
participants?

a. What does the form mean to others?
Or, think it means to others?

b. Who do you think agree with you on
the meaning? And who disagree?

¢c. Why do you think those see a

this?

Why do you think it means this (i.e.
the form)?

what different picture/meaning do they
comprehend from the practice)?

different meaning?

Table 7: Culture Interviews Question Summary

There are a number of constraints associated with the use of semi-structured

interviews and these are as follows:

1.

Method of data capturing

Three approaches are used in general in capturing data from interviews: (1)
using a tape recorder, (2) the interviewer taking notes him/herself, and (3)
hiring/inviting someone to take notes. The second and third approaches are
discounted. Taking notes could reduce the focus on following up the
interviewees’ responses therefore missing description and possibly meanings.
Whereas, hiring someone to take notes during the interview could cause
discomfort and a possible feeling of lack of privacy by the interviewees
especially when the interview questions involve sensitive questions about
beliefs and feelings. In addition there is the cost associated with hiring

someone.

The use of a tape-recorder in this research is advantageous because it will
allow a full focus on the interviewees’ responses plus the fact that the recoding
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will be available for further reference and analysis. However, there is a risk of
failure of the tape-recorder, which could be minimised by checking the tape-
recorder prior to each interview. Moreover, the use of a tape-recorder could
make the interviewees uncomfortable, although this could be overcome by
informing them about the intention for using a tape-recorder prior to the
interview so the interviewee prepares himself mentally. Moreover, interviewees
can be put at ease by creating a rapport through chatting about family, friends,
hobbies, prior to embarking with the questions, etc.

2. Transcribing the interviews
Transcribing the interviews is a tedious and time consuming exercise. The
process could be made less arduous by spreading the work over a longer
period of time while doing other work.

3. Reliability of the data analysis
Unlike quantitative methods where data analysis is to some extent mechanistic
and consistent regardless of who analyses it. In qualitative data, the analysis
could differ from one person to another. A good approach to ensure the
reliability of the data analysis is to have a colleague cross-check. (Miles and
Huberman, 1994). The reliability of the data analysis was conducted with the
assistance of three colleagues as described in section 4.8.1.

4.4.4. Workshops

A Workshop is a group interactive discussion in which the participants attempt to solve
or come up with suggestions for, a problem faced by the participants and their
organisation. The idea behind workshops is to bring all participants’ ideas and issues
into the open thus increasing the participants’ awareness of each other’s issues and as
a result the likelihood of taking on board the different issues to be considered in the
decision process. If workshops are facilitated correctly all participating members should
have an input to the decision without worrying about any organisational politics or their
views being suppressed.

A workshop could be either a tool for action or a tool for research. For the former, as
the name entails (tool for action) the workshop is set up and facilitated to bring issues,
suggestions, strategies, etc for taking an action in the organisation or, for example to
develop a system. Researchers like Kaplan and Norton (1996), Wisniewski and
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Dickson (2001), Eden and Ackermann (1998), Neely et al. (2002), Ackermann et al.
(2005) used workshops in this fashion extensively in developing strategy maps and

performance measurement systems.

In the latter type (workshop as a research tool), the workshop is set up and facilitated
to reveal the participants’ understandings of their reality. For a researcher, a workshop
is a substitute for a number of interviews, advantaged by being a collated set of data.
Schein (2004) and Belton (during a supervision meeting) are two of the theorists who
suggested the use of workshops in this way.

As highlighted at the beginning of this section, workshops are used in this project as an
action tool and not a research tool for two pragmatic reasons. The first is that the
researcher does not have experience in using workshops as a research tool and could
not compromise with time to learn the method due to time constraints. The second
reason is the inevitable difficulty in getting a large number of participants released from
duty at one time to participate in the workshops because of rigid timetables.

Although the focus groups method has not been mentioned in a dedicated section in
this report, it is crucial to briefly differentiate it from workshops and group interviews.
Focus groups as a research method originated from market research. However, it has
been adapted in the last century in politics to define what the public wants. In a focus
group session, a group of individuals participate to discuss a topic or a theme. The
approach differs from group interviews and workshops in that group interviews and
workshops are facilitated throughout by the facilitator. In the group interview, the
facilitator (interviewer) asks the questions and prompts each individual interviewee for
a response. Likewise in workshops ; however, as mentioned previously there is a
tangible output from a workshop (collated data of some form) as compared to
interviews. A focus group on the other hand facilitates itself. The role of the facilitator is
only to kick start the discussion by presenting the topic or theme of interest to the
participants. The participants then guide the discussion themselves. Focus groups are
useful for exploring a theme or a topic with an open mind for results as opposed to pre-
expected categories/results like in interviews that are based on predefined guiding
questions. Focus groups were not used in this project because this research has clear
objectives, and specific questions to define meanings rather than exploring
possibilities/dimensions which is normally the main aim of using focus groups.
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4.4.5. Diary

Diary as a method has different meanings in business research; therefore, the
researcher thinks it is crucial to make a distinction between the diary’s different uses
before reasoning his decision for selecting a particular method of use. According to
Bryman and Bell (2003) diaries are used in the following manners:

1. As a method of data collection

In which the researcher asks a sample of diarists to keep a diary about their
everyday work or certain events during that time. The degree of structure or
freedom of collecting data in the diaries is a matter specified by the researcher
and that is based on her/his epistemology and data analysis technique. Using
diaries in this way has a number of advantages. Firstly, it provides an emic i.e.
insider/employee view of the organisation. Secondly, it allows a large number of
diaries to be compared and contrasted simultaneously. Thirdly, the method
isolates the researcher from the data collection process (i.e. not being involved
in the data collection after the initial set up) so he/she can collect data using
different approaches.

For this research, diary will not be used in this manner for a number of reasons.
Firstly, for a confidentiality reason, as it would be difficult to convince a sample
of the staff of the schools of the confidentiality for their participation. Secondly,
the cost of the approach in terms of time and effort of participants. Thirdly, the
time required from the researcher to provide instructions to participants for
writing the diaries. Finally, the large amount of data that the researcher could
end up with and the efforts that would be required to analyse it.

2. As a document
Diaries are written by the diarist as their personal description and reflection of
their context, and are not based on the request of the researcher. A diary
written in this form could shade into autobiography according to Scott (1990) in
Bryman and Bell (2003) if it is written for wider consumption and publishing.
Autobiographies/biographies have been used in the study of organisational
culture such as that of Martin and Siehl’s (1983) study of General Motors (GM).

Using diaries or autobiographies in this research is not feasible because there
are no diaries or autobiographies for any of the school's members. A major

89



shortfall of using diaries/autobiographies as a method in culture studies is that
autobiographies are mainly written by top managers of organisations describing
and reflecting their views. For a culture study a researcher intends studying an
organisation’s beliefs and values as a whole as well as any differences between
any grouping beliefs and values. In order to do that he/she would also require to
study lower ranked employees’ diaries/autobiographies, which do not exist in

almost all organisations.

As a log of the researcher’s activities

In which the researcher keeps a log of his/her activities at different stages of the
research. Diaries as a log of the researcher activities is often used by
ethnographers and participant-observers when writing either their mental or
jotted notes. Notes written in these diaries would include detailed summaries of
events, behaviours and the researcher’s initial reflections on them.

For part 1 of this research, a diary was used as a log of the research activities
to document the processes that were followed in developing and deploying the
Performance Measurement System. In particular documenting the design,
implementation, use, and refresh phases as well as writing any reflections on

these processes.

For part 2 of the research, a diary was used again as a log for the research
activities when taking the role of interrupted-involvement participant observer
that is summarised and contrasted in Table 8 with other participant-observer
roles. The summary in the table is based on Easterby-Smith et al. (2002)
classification, which is a modification of Junkers’ (1960) original scheme.
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Researcher as
Employee

Research as Explicit
Role

Interrupted Involvement

Observation Alone

Researcher working

Have a role of
researcher, who can

Unlikely to contain actual
participation in work. Is a

The researcher avoids

ot | o o e e | COMAnalonof | susaned meracon i
them as in ethnography in the work as pbseryatlon and those under study
. interviews
appropriate

Types of data T T Quantitative, Qualitative o
collected Qualitative Qualitative or both Quantitative

Present sporadically over

ﬁ]%iréogu?ftﬂgne —MOVING | pepending on the event
Time of - . or practice being
. Several months Several months organisation to deal with
involvement : : observed. A day or few

other work, interviews,

: g days at most

observations in different

organisations
Role of .
Researcher Could be either, but Overt Overt Overt

(Overt or Covert)

mostly covert

Ethical Issues

High ethical issue as
employees of the
organisation don’t know
about the researcher

The employees know
about the researcher as
they would possibly
negotiate with him/her the
degree of access

Access is agreed with
management and
researcher would have to
negotiate with employees
interviews conduct

Access is agreed
although employees
dislike it as they feel the
researcher is snooping ;
they don’t form a
relationship with the
researcher nor trust him

Table 8: Participant-Observer Roles
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4.4.6. Questionnaire

There are strengths and weaknesses in every method of research. Incorporating
different methods will conceal the weaknesses and consolidate the strengths. The use
of semi-structured interviews and a diary when taking interrupted involvement
participant-observer role allocates this research nearly at the end of the deep end of

uncovering cultures in organisations continuum (See Figure 17 below).

“Outsider” Perspective “Insider” Perspective
(Etic) (Emic)
Deductive Inductive

Concepts are Introduced Concepts Emerge
Researcher as Onlooker Research as Participant
Semi-
Questionnaire Structured ~ Documentary Group Structured Participant-
Interviews Analysis Discussion Interviews Observations

Figure 17: Approaches for Uncovering Culture in Organisations and their Degree of
Depth
(Source: Adapted from Sackmann (1991) Uncovering Culture in Organisations, Journal of Applied Behavioural Science,

Vol. 27 No 3.)

“A questionnaire is a technique of data collection in which each person is asked to
respond to the same set of questions in a predetermined order”, (Saunders et al., 2003;
280). Questionnaires are used in two categories of researches: descriptive and
explanatory/analytical researches. Questionnaires used in explanatory/analytical
researches attempt to deal with association and explain cause-and-effect relationships
between variables. On the other hand, questionnaires used in descriptive research are
intended to count, describe and identify the variability in different phenomena such as
public-opinion polls and organisational practices questionnaires, attitude
guestionnaires, etc (Oppenheim, 1992, Saunders et al., 2003). Based on the questions
set at the outset of this research the questionnaires were used here to describe the
Case School and the Control School prior, and post the implementation and use of the
Performance Measurement System.

Two main types of questionnaires exist, self-administered (also called self-completion)
and interviewer-administered. The difference between the two types is that, as the
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names entail, in the self-administered questionnaire there is no interviewer to ask the
questions and the respondents have to read and answer the questions themselves. In
the interviewer-administered questionnaire, the interviewer asks the questions and
records the respondent’s answers. In this research, self-administered questionnaires
were used as a census to identify the different cultural groupings (if there were any)
and to concretise the findings from the two methods (semi-structured interviews and
diary). The questionnaire was the best method to draw complete pictures of the two
schools’ cultures as the questionnaire was distributed as a census. Moreover, it acted
as baseline for assessing the cultures of the schools at two different points of time,
consistently assisting in overcoming the sampling dilemma (for the semi-structured
interviews of whether to interview the same participants in the prior study in the post
study or should new participants be interviewed) and consequently the findings

dilemma (mentioned in more detail in section 3.4).

Furthermore, Figure 16 highlights that the sample for interviews is based on functions.
However, subcultures within organisations exist because of differences in functions,
nationalities, background beliefs, etc. Constructing a sample (for the interviews) to
cater for the different nationalities, and ethnic groupings, etc would have been
inappropriate as it would raise questions of racial and background differences among
the staff of the school. Using a questionnaire will help overcoming this issue as the

questionnaire will be administered as a census.
More general reasons to use questionnaires in the schools are as follows:

1. Cheaper to administer as it would save the researcher from travelling to Bahrain
and to the schools for an extended period.

2. Quicker to administer and saves time for the researcher. By sending the
questionnaires to the schools and while waiting for their return he will have time
for other work in the department of management science. The time saved will

enable him to meet the tight schedule set for the completion of the research.

3. No meeting scheduling is required. Arranging meetings with everyone in the
school could be an impossible task as everyone has a timetable, duties in
committees inside and outside the school and contacting them to arrange a
meeting would be costly both in terms of time and financial outlay.
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4. In interviewer-administered questionnaires there is a possibility that the
interviewer’s characteristics would bias the respondent’s answer. Sudman and
Bradburn (1982) in Bryman and Bell (2003) suggest that self-administered
questionnaires reduce the possibility of bias when a question carries a
possibility of such bias. Moreover, Tourangeau and smith (1996) in Bryman and
Bell (2003) found that “respondents are less likely to under-report activities that
induce anxiety or about which they feel sensitive in self-completion
questionnaires than in structured interviews (interviewer-administered
questionnaire)”. The same will also apply to group interviews. This will be
important in this research as the questions asked are sensitive questions about
beliefs and feelings about the schools, their managements, and behaviours

within them.

The researcher developed the questionnaire (attached to this document in Appendix 2
in both English and Arabic) based on the understanding of Schein’s basic assumptions
described earlier in Chapter 3 (subsection 3.2.3). He depicted his understanding in the
maps included in Appendix 3. Moreover, he used the findings from the preliminary
analysis of the interviews (based on twenty interviews) to assist in complementing the
options within Schein’s sub-dimensions and customising the questionnaire to the
school contexts. Figure 18 shows the flow of the key steps in developing the
questionnaire, data analysis, and how the questionnaire findings were triangulated with
qualitative findings. The number of sections highlighted in red points to where a
detailed explanation of the particular step can be found.

The problem with self-administered questionnaires is how to ensure that the
respondents will return them. To overcome this problem, the questionnaires for the
prior and post studies were sent to the schools through the Directorate of Technical
Education which emphasised to the population the extreme importance of returning
them. Moreover, two colleagues (Technical Education Specialists) were asked to follow
up the distribution and collection of the questionnaires.

The use of more than one method (triangulation) (Eden and Huxham, 2006) is
advocated and encouraged in social science research and was used in organisational
culture studies by Barley (1986), Deacon, Brymann, and Fenton (1998), Gundry and
Rousseau (1994), in Martin (2002), and by many more, which all made the researcher
believe that the methods used in this research would produce rigorous findings.
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Detailsin Section 4.8.1

Interview questions identified from Martin’s
Culture Theory (Section 4.4.3)

|

Conducted pilotinterview and refined
questions (Section 4.7)

|

Interviews were conducted

|

Interviews were preliminary analysed and
keythemes, values, practices and forms
were identified

|

Develop themes with detailed
corresponding practices and formsfor pre
and postand synthesise them as in
Chapter6

y

Countof number of practices and forms
linked to the identified themes for strength
and shared-ness of themes across
functional groupings

Use the quantitative
analysis to confirmthe
qualitative analysis
and draw conclusions

Synthesis in Chapter 8

Schein’s model of 3 levelsand 5
assumptions was studied

J

Key questions with options were developed

Y

Questions and options were revised based
oninterviews findings and language used
inthe school (Section 4.4.8)

!

Draftquestionnaire was validated with
supervisors and a number of theoristwere
written to but no response was received
(Section 4.6)

The questionnaire was pre-tested on the
department’s PhD students and was
amended based on feedback

y

The questionnaire was then translated to
Arabic, pre-tested with the Technical
Education Specialists and pilottested on
20 members of Sh. Abdulla School

The questionnaire was confirmed suitable,
administered to the Case and Control
Schools then data entered into SPSS

(Section 4.7 & 4.8)

Mode andrange analysis to identify

changesto beliefs and values descriptively

y

Mann-Whitney and Kruskal-Wallis to

investigate whether beliefs and values are

effected by personal attributes and section
type

Figure 18: Key Steps Followed in Questionnaire Development, Analysis and Findings

Synthesis

4.5 Research Ethics

Dealing with ethical issues was stressed at the outset of this research. The supervisors

of this work ensured that the researcher followed the University’s ethics requirements
in the different stages of this research. The Technical Education Directorate approval

was obtained for conducting this project on its schools and assisted the researcher in

contacting the Case School to demonstrate the idea of the project (See Appendix 4).

Interview informants were told why they were interviewed and what would happen to
the data they provided (See Appendix 4). Questionnaire respondents were also
informed of the purpose of the questionnaire and how their responses would be dealt

with (See page 2 of the Questionnaire — Appendix 2)
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4.6. Questionnaire Validation

The researcher wrote to a number of culture theorists for the purpose of validating the
questionnaire (see appendix 6 for letter). Unfortunately, however, no response was
received except from Prof. Joanne Martin who apologised for not being able to help
with the validation. Prof. Martin believes (as the researcher discussed earlier) that the
use of questionnaires would make the study more of a specialist study. The theorists
contacted are listed in Table 9.

Culture Theorist Name Institute
Prof. Edgar Schein Massachusetts Institute of Technology (MIT)
Prof. Joanne Martin Stanford University
Prof. Kim Cameron University of Michigan
Dr. Peter Mclnnes University of Strathclyde

Table 9 Theorists sought for Validation

Due to deadline pressure, the researcher had to proceed with the pre-test and pilot at

the beginning of the school academic year.

4.7. Pre-test and Pilot Study

The researcher interviewed in Arabic, and using the interview questions as a pilot
interviewed a Bahraini friend of his who was studying at the time in Glasgow. The
researcher immediately observed that the interviewee did not always understand the
questions or in some cases the interviewee required further clarification. The
researcher asked the interviewee “How did you find the interview questions?” and
“Why?” as a follow up question. “The questions are too theoretical” was the
interviewee’s response. Based on this input the researcher used simpler terminology
that could be more easily understood.

As a second step, and prior to conducting the interviews, the researcher checked the
wording of the questions with a colleague in Bahrain. Minor changes were then made

to the questions based on the discussion.

For the questionnaire, the researcher pre-tested the English version with the PhD
students in the department. He gave the students a few questions to bear in mind while
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they were completing the questionnaire. The questions are presented in Table 10.
Valuable comments were received and the questionnaire was modified accordingly.
Prior to going to Bahrain, the Arabic version of the questionnaire was already prepared
(Appendix 2). The researcher met with the Senior Education Specialist whose Arabic
writing skills are known to be the best in the Directorate. The researcher spent some
time with him amending the Arabic version of the questionnaire. Then the Arabic
version was pre-tested on the Technical Education Specialists; it was found to be
easily read and understood.

How long did it take you to fill in the questionnaire?
How easy did you find it to fill in the questionnaire?
What makes the questionnaire difficult to fill in?
Are there any ambiguous questions?

What do you think could be done to improve the questionnaire?

Table 10: Questions for the Pre-test and Pilot

For the pilot study the researcher planned to have two focus-groups from the other
Technical Education Schools. However, this was not possible due to the staff’'s
examination invigilation commitments. Instead the questionnaire was distributed to
twenty members of staff from different levels in Sheikh Abdulla School (one of the other
schools run by the Directorate of Technical Education) and they were asked to fill in the
guestionnaire based on their understanding of how their school works. Their responses
were collected and they were asked how they found the questionnaire based on the
questions he used on the pre-test (Table 10). No changes were made to the
questionnaire following the pilot as the questionnaire was understood by all the
participants in the pilot.

4.8. Data Analysis

Data analysis is the process of making sense of the data collected either qualitatively
or quantitatively. This dissertation involved the collection of both types of data as
mentioned earlier. In this section both types of data analysis will be described, followed
by the analysis technique used in this research and reasons for choosing them, some
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examples when appropriate, and reflexivity in qualitative analysis will be briefly
discussed.

Prior to embarking on describing the different data analyses, however, it is crucial to
emphasise the key objectives of the analyses in answering the research questions:

1. Identifying the key themes that emerged or changed,
Identifying the salience of the themes,
Identifying the degree of shared-ness of the themes in the Case School in the
post assessment in comparison to the pre assessment,
Comparing 1, 2 and 3 with the findings from the Control School.
Comparing manifestations including beliefs and values pre and post, across the
schools, and across the different functional groups and in relation to the Control
School.

4.8.1. Qualitative Data Analysis

“Although qualitative studies are rich in descriptions of settings, people, events, and
processes, they often say little about how the research got the information, and almost
nothing about how conclusions were drawn”. (Miles and Huberman, 1994; 281).
Moreover, Tesch (1990) in Croswell (1994) highlights "The process of data analysis is

eclectic; there is no "right way".".

The process of data analysis according to Miles and Huberman (1994) consists of
three activities: (1) data reduction — is the process of selecting, focusing, simplifying,
and transforming transcripts and field notes; (2) data display — consists of organising,
summarising the key findings for conclusion drawing; (3) conclusion drawing and
verification. These three activities are interwoven and form an interactive cyclical
process where the researcher repeatedly moves from one activity to another. Other
scholars like Taylor-Powell and Marcus (2003) define the process of analysis in five
steps as an expansion of the Miles and Humarban broad process.

Regardless of which process one uses, the key to successful research is that the road
used in achieving the conclusions must be clear to others. "Documentation must be
meticulous to ensure that 'the footsteps in the sand' can be traced clearly". (Lynch,
2007). The next few sections describe the key processes used in obtaining the findings

and drawing the conclusions.

98



4.8.1.1. Data Preparation

In this research forty culture interviews were conducted (twenty interviews in pre and
twenty in post). The interviews were transcribed into Arabic during each stage as it was
the language used for the interviews. An archiving mechanism was set to ensure
safekeeping of data and separation from pre to post, case from control, and for the
different informant groups. Each transcript was given a unique code and mapped to the
recording of the interview.

4.8.1.2. Inter-coder reliability

Definition and coding become sharper when more coders agree on coding the same
piece of transcript. Therefore, the process of inter-coder reliability was conducted prior
to coding all interviews. For the cross-checking, four different individuals coded a full
interview transcript (22 pages). Agreement — defined by coding the same piece of text
with the same code, and disagreement — defined by coding the same piece of text by
two or more coders with different codes, were compared. Table 11 below shows the
number of agreements and disagreements between the coders. Whereas Table 12
presents the coding reliability, which was computed using the following reliability

equation:

Reliability = number of agreements / (total number of agreements + disagreements)

Agreement Disagreement
Interviewer | Coder 1 | Coder 2 | Coder 3 | Interviewer | Coder 1 | Coder2 | Coder 3
Interviewer 15 15 13 7 8 6
Coder 1 15 12 11 7 7 8
Coder 2 15 12 13 8 7 5
Coder 3 13 11 13 6 8 5
Total

Aggregate 30 12

Agreement
Interviewer Coder 1 Coder 2 Coder 3

Interviewer 68 % 65 % 68 %
Coder 1 68 % 63 % 57 %
Coder 2 65 % 63 % 72 %
Coder 3 68 % 57 % 72 %

Aggregate o

reliability 1%

Table 11: Number of agreements and disagreement between coders

Table 12: Percentages of agreements and disagreement between coders
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To improve the coding, a discussion with the coders based on the reliability
percentages computed identified the following reasons for disagreements:

1. Misinterpretation of code definition by the coders, which necessitated re-writing
the code definitions based on input from the coders. As Miles and Huberman
(1994) highlighted that each coder has his own preferences and Johnson
(2004) emphasised in an MBA lecture that each individual sees the world

through his own frame.

2. Omission or oversight in coding happened when the coder failed to apply the
code to a relevant piece of text.

3. The coder not understanding the contextual background to a piece of text. For
example, when informants mentioned in one interview a historical moment in

the school involving a practice.

In addition to the inter-coder reliability check, the researcher carried out an intra-coder
reliability check in which he coded the same piece of text in two different intervals. The
intra-coder reliability was 77 %. Compared to Miles and Huberman (1994)
recommended reliability figure (80%). This achieved value is considered satisfactory.

4.8.1.3. Content Theme Analysis

Martin (1992; 37) defined content themes as "common threads of concern that are
seen as manifest in a subset of forms and practices. These themes can be deliberately
espoused to an external audience (e.g. when a corporate objective of fostering
innovation is publicised). Content themes can also be internal, either espoused
deliberately (such as, when a president declares that "conflict should be openly
confronted") or they may emerge as tacit, deeply held assumptions (e.g., the unstated
presupposition that financial planners must take a long-term perspective)."

The general concept of analysis used in this research depends on connecting the
different forms and practices that shared the same meaning into a content theme. As
the method for analysis used, the researcher first identified the different forms and
practices into the categories that were described in the literature review. Then he
coded these practices and forms using pattern coding.
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Pattern coding to Miles and Huberman (1994; 69) "is a way of grouping those
summaries (i.e. segments of data) into a smaller number of sets, themes, or
constructs". Codes could be identified based on a conceptual framework (i.e. priori
codes or organisational categories as Maxwell (2005) calls them) or based on inductive
approach like in grounded theory (Gibbs and Taylor, 2005). In this research codes
were identified inductively and based primarily on the interviewees' responses about
the meanings of forms and practices. The process of identifying the codes involved
reading and rereading the transcripts to ensure understanding the data and capturing
the meaning that informants were assigning to it. A total of 31 themes were identified
with corresponding opposites and confusion themes to represent the differentiated and
fragmented views of culture. For the full list of themes refer to Appendix 7. The list
changed during the coding of the interviews as some themes were not evident in the
first interviews analysed. This change in the themes necessitated revisiting the
interviews' transcripts over and over when new meanings were observed. This process
was anticipated as observed by Easterby-Smith et al. (2002) when comparing
quantitative and qualitative analyses that in qualitative analysis (specifically grounded
theory) the structure for analysis is derived from the data whereas in quantitative
analysis the structure is imposed on the data

After identifying the codes for the manifestations and the final list of codes for the
different themes, each interview was then coded with the two codes as shown in the

example below.

Formal Praclice

The vocational guidance used to provide some information to our students before going for their
industrial training. However, not all our students are allocated in industries. Therefore we are
instructed by the Technical Directorate to organise internal training i.e. in the students’ sections in
the school. A student’s behaviour could be one of the reasons the Directorate can’t allocate him
in a company. For those students who are being trained in the school there is lack of follow-up
and we don’t know if they are gaining the skills and attitudes of the workplace therefore this
committee helps in doing this. It also prepares the students who were allocated in companies for
their training. (The Deputy Headmaster)

Concern for Students
4.8.1.4. Presenting the data V

This section explains how the findings based on the objectives stated at the beginning
of the “4.8. Data Analysis” section are presented.
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Salience and Shared-ness Analysis (Analysis Objective 1,2, 3 & 4)

Following the identification of the themes, the next goal of the analysis was to measure
the salience of the themes and their shared-ness across the different functional groups.
Boyatzis (1998) describes five approaches for analysing and describing qualitative
findings with numeric representations: (1) Nominal — is concerned with determining the
category (coding option) in which the unit of analysis falls into; (2) Presence/Absence —
is about determining the presence or absence of the theme. Scores will be given to
both presence of a theme or its absence. A different scoring value will be given based
on the desirability of either the presence or absence of the theme; (3) Frequency
conditioned on the presence or absence of a particular theme leading to the coding of
other subthemes. In this approach a base theme has to exist (as present) prior to
coding the subsequent themes, which add up to constitute part of a total of 1 score for
the main theme; (4) Frequency without the condition of presence or absence with the
use of interval scale rather than ordinal. This type of coding requires having a normal
distribution and that the total number of units of coding examined for each unit of
analysis has sufficient instances of the phenomenon to be coded; (5) Intensity scoring
— is similar to the Frequency without the condition of presence or absence scoring;
however, the difference is conceptual or theoretical than empirical. For example,
factors relating to the length of piece of text (or tone as in narrative analysis) coded
may be used to indicate the intensity of the theme.

For identifying the salience and shared-ness in this research, nominal was used. All
manifestations related to a theme were used to represent the theme. To identify the
changes in percentages of salience, the representations of themes (i.e. number of
manifestations related to a specific theme) were totalled and percentages were
calculated accordingly (Driskill and Brenton, 2005) as follow:

Salience of Theme = (total number of manifestations representing a particular theme / total

number of manifestation for all themes * 100).

This equation was used for investigating all themes in the culture as well as
investigating the themes shared by a specific functional group. The salience of the
themes was compared as in Figure 28 and Figure 29 (Chapter 6).

Salience and shared-ness for the different functional groups were represented using
Bar Charts (Figure 30 to Figure 33 — Chapter 6).
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Note: Boyatzis (1998) points out that in intensity scoring bias could arise from the
different lengths of the interviews (or transcripts). The researcher also believes this
could happen in nominal scoring. However, this bias will not be applicable in this
research as all interviews took about an hour and a half (group interviews involving 4
interviewees) except for the Headmaster and Deputy Headmasters as they took an
hour. This difference in the length of interviews is compensated through extra airtime

for the informants.

Comparison of Manifestations across the schools (Analysis Objective 5)

Martin (1992), Martin (2002) used a matrix to represent the cultures studied. This
approach is ideal when presenting a small number of practices and forms, but when
minute details are required to identify changes in culture the same representation was
not suitable and hence improvisation was required. Maps as highlighted by Miles and
Huberman are a good way to represent large and interconnected codes. Therefore, for
each theme the researcher created a map to encompass all the manifestations related
to theme (Figure 35 to Figure 47). He used colour coding to distinguish between the
different practices (formal and informal), forms (stories, rituals, jargon, and physical
arrangements), and espoused values and beliefs. Figure 34 provides the legend for the
maps created. Moreover, the maps were shaded using two colours: (1) Red —
representing the pre-stage manifestations; (2) Blue: representing the post-stage
manifestations; the overlap indicates the common manifestations between pre and
post. Furthermore, codes were created to distinguish the different informant groups and
the pre and post stages. The codes listed in Table 22 were used in each concept of the
maps presented in the findings chapter.

4.8.1.5. Reliability and Reflexivity

Martin (2002) argues that in qualitative research, quantitative evaluation criteria such
as reliability, validity, and bias avoidance are less relevant. Reflexivity is a more
relevant evaluation criterion to qualitative research and in particular to culture studies. It
aims at bringing to the surface the many assumptions that are left unsaid or asserted
as truth (Chia, 1996, Clifford and Marcus, 1986).

Martin (2002; 225) defines reflexivity as "the need to write in the first person (I) — to
analyse how the eye of the beholder affected what was seen". Ostensibly reflexivity
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seems to show how the researcher influenced the outcome of the research; however, it
in fact increases its credibility (Maxwell, 2005).

To this account | (the researcher) provide a description of myself in this research.

‘I am Bahraini, graduated from a Technical School and then sponsored by
the Technical Directorate to the UK for my undergraduate education in
Engineering. Upon my return | took a teaching post in Al Jabria School (Case
School). On my return | was seen as the first of a new breed, as the pilot for
the Directorate’s new policy for improving the education system. | progressed
and succeeded in further training and in 2002 was transferred to the Head
Office as a Technical Education Specialist and Project Manager. During my
term in the Head Office in an autocratic directorate | had positional power as
well as social power. | was respected for who | was and for my
accomplishments and my enthusiasm to improve and develop the
Directorate. Moreover, | was still seen as the Directorate’s ‘trainee’.
Expectations of me were high from one perspective, but there was envy from
another. Coming back to do my research in the Directorate raised many
questions regarding the authenticity of the data that will be collected and |
believe many in my position in this region and developing countries will be in

a similar position.”

4.8.2. Quantitative Data Analysis

One key difference between quantitative and qualitative research is that the process of
data analysis is distinct from the data collection (Easterby-Smith et al., 2002). Prior to
the data collection, the variables and type of data to be collected are known to the
researcher. Three types of data in quantitative research exist: (1) nominal or
categorical — data that cannot be measured numerically or ranked, but can only be
classified into categories; (2) ordinal — data that can be placed in order; and (3) interval
— data that indicates the difference between two distinct values and uses an arbitrary
reference point to establish this difference.

Using the questionnaire, quantitative and qualitative data were collected. Two types of
quantitative data were collected: categorical, and ordinal. Moreover, qualitative data
were collected through the semi-structured questions. Categorical data were collected
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as independent variables about the respondents’ personal characteristics, ordinal and
qualitative data for the dependent variables about the beliefs and values. The
Statistical Package for Social Sciences (SPSS) version 15 (initially) and 16 were used
to analyse the data. A combination of descriptive (mode and range) and nonparametric
statistical (Mann-Whitney and Kruscal-Wallis) analyses were used in analysing the
quantitative data. The qualitative data were clustered and percentages were then
calculated for the different comparisons.

Multi-methods were used in this research for two main purposes: (1) triangulation, (2)
to ensure full representation of the populations of both schools (see section 4.4 in this
chapter). It was mentioned previously in the culture chapter that many culture studies
that use questionnaires focus on only two dimensions from which culture types are
then drawn. This study sought to use a broad base of dimensions to avoid lack of
comprehensiveness, which in effect led to having a large number of variables to
compare. Therefore and prior to embarking on analysing the questionnaire the
researcher had to decide as to whether he should analyse selectively only the
values/beliefs that were stated in the interviews or analyse all values/beliefs in the
questionnaire. The first choice would lead to a focused analysis and achieving
triangulation, whereas the second would lead to full representation of the schools’
participants, triangulation, and a more messy presentation of the findings. The
researcher decided on the latter choice with the aim to present the findings as clearly
as possible.

Five types of analysis were conducted as described in section 4.8.2.2 below; however,
prior to describing them it is appropriate to present first the different variables used in
the questionnaire.
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4.8.2.1. The gquestionnaire investigation components

a. Cultural beliefs

The questionnaire was designed based on the five dimensions of assumptions

proposed by the Schein organisational culture theory (Schein, 2004) explained in

section 3.2.3. The five dimensions of assumptions and the sub-dimensions within them

are as follows :

1. Assumptions about External Adaptation Issues

a.

Q

2. Assumptions about Internal Integration Issues
a.
b.
C.

f.

-~ o oo o

Mission
Means to get work done
Goals

Measuring Performance Criteria

Means of Staff Performance Measurement

Gathering information about performance mechanisms

Repair strategies

Communication and (Common Language)

Groups (Group boundaries)
Distribution of Power and Status

i. Power

ii. Status
Rewards

i. Reward for

ii. Reward by
Punishment

i. Punishment for

ii. Punishment by

Norms of intimacy

3. Assumptions about Space and Time

a. Distance and relative placement

b. The symbolic of space

C.

The symbolic of resources
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> @

. Body Language

Time orientation
Monochronic and polychronic
Planning time and development time

Temporal symmetry pacing

4. Assumptions about Reality and Truth

a.

® a o o

Physical reality or (External reality)
Social reality

Individual reality

Moralism and pragmatism

What is Information?

5. Deeper assumptions about Human Nature, Activity, and Relationships

a.
b.

=~ 0o o o0

The nature of human nature

Human activity (The doing orientation, the being orientation, the being-
in-becoming orientation)

Individualism and groupism

Power distance

Basic characteristics of role relationships

Activity orientation

b. Personal (Independent) Variables

Fourteen personal attributes were thought of as possibly influencing the different

beliefs. These attributes are:

1.

Nationality

2. Age

LS

Whether the respondent always worked in the school or not

Years worked in the school

Whether or not the respondent has worked in other Technical Education

schools

6. The school that the respondent worked in previously

The current job of the respondent

The section the respondent is working in
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9. Whether or not the respondent is a member of a school committee

10. The committee of which the respondent is a member

11. Whether or not the respondent is involved in a school committee

12. The committee in which the respondent is involved

13. Whether or not the respondent is involved in jobs authorised by the Ministry
of Education outside the school

14. The type of job the respondent is involved in outside the school

Unfortunately not all the above personal attributes were used in the analyses as there
were not enough data to enable the researcher to use them. Therefore, the researcher
sufficed by using the eight italicised attributes above.

4.8.2.2. The analyses conducted

Non-parametric inferential statistics were adopted as the assumptions for the
parametric statistics were not met. The analysis starts by investigating the difference
between pre and post across the populations of the schools. Then it goes into details
investigating the differences between the different sections, and follows with the

differences among their members.

The other analysis conducted is descriptive analysis to investigate the changes that
were not picked up by the statistical analysis.

How the different analyses were conducted is described below.

a. Descriptive Culture Analysis

This descriptive analysis was conducted for the schools as wholes. Modes and ranges
were used in a systematic approach to identify if there were similarities or shifts in
beliefs. The mode was used because it would identify if there was a shift in the
majority’s belief rather than taking the average or taking the median. This is how the

analysis was conducted.

Mode Shifts
The modes for each school were compared pre and post. In appendix 13 the mode
post is stated and by how much it changed from pre to indicate the change. When two

modes existed their average was taken.
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Changes in Range (Positive and Negative)

Percentiles were used to identify if the range changed. If the 25, 50, or 75 percentiles
increased in the post analysis from the pre analysis the conclusion is that the belief
shifted positively for any particular belief. However, if the percentiles decreased in the
post analysis from pre the conclusion is that the belief has shifted negatively.

Similarities

Are absolute equals i.e. no change in neither the mode nor the range.

The findings from this analysis is presented in section 7.3 using the data shown in
appendix 13.

b. Statistical Beliefs Comparison Prior and Post the Implementation of the
Performance Measurement System within and across the Schools for the
Schools as wholes

The Mann-Whitney test with a significance level p<0.05 (also size of rejection region
which is the default value in SPSS) was used to compare the distributions of each
school and the two schools as follows:

1. Comparing the distribution of the Case School and the Control School prior to
implementing the BSC.

2. Comparing the distribution of the Case School and the Control School post
implementing the BSC.

3. Comparing the distribution of the Case School prior to and post implementing
the BSC.

4. Comparing the distribution of the Control School prior to and post implementing
the BSC.

The null hypothesis used in all tests is that the first set of data has the same distribution
as the second i.e. in 1 and 2 above the distribution of the Case School is the same as
the distribution of the Control School and in 3 and 4 the distribution of the post is the
same as the distribution of the pre.

The findings from this analysis is presented in section 7.4.
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c. Beliefs comparison of the different types of sections within the different
schools pre and post

Kruskal-Wallis test was conducted to test whether the section type of the respondents
affected their cultural beliefs. The test was conducted with 101 cultural variables and
the different section types.

As the Technical Education School run by the Technical Education Directorate has on
average 20 Sections, the different sections were grouped into three main categories
based on their broad-subjects specialisation (as shown in Table 13) and based also on
how the staff of the Technical Education Directorate categorise the different sections
within the schools. The three different sections types are: (1) Academic Sections, (2)
Mechanical Sections, and (3) Electrical Sections.

Section
Section/Subject Type

Arabic Academic
Automobile Mechanical
Car Body Work Mechanical
Carpentry Mechanical
Computer Academic
Contemporary Issues & Geography Academic
Diesel Mechanical
Electrical Electrical
Electronics and Communications Electrical
English Academic
Machine Shop Mechanical
Mathematics Academic
Mechanics Academic
Physical Activity Academic
Plumbing Electrical
Problem Solving Academic
Refrigeration and Air Conditioning Electrical
Religion Academic
Science Academic
Technical Drawing Academic
Welding Mechanical

Table 13: The different Sections within the schools and their classifications into
Academic, Mechanical, and Electrical Sections
The Kruskal-Wallis test is like the one-way ANOVA test in that it does not detect which
group among the groups is different (Field, 2005, Brace et al., 2006), therefore the
Mann-Whitney test was conducted on pairs of sections to detect the differences
between them. To detect the differences between the groups one needs to conduct
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many Mann-Whitney tests, which according to Field (2005) could inflate the Type 1
error rate i.e. increasing it to more than 0.05. One method of overcoming this problem
is using Bonferroni correction (Field, 2005), which is using a critical value for
significance less than 0.05. Bonferroni correction is calculated by dividing 0.05 by the
number of tests conducted. Therefore, the new significance value based on Bonferroni
correction and having 3 tests to conduct (Academic Sections vs. Mechanical Sections,
Academic Sections vs. Electrical Sections, and Mechanical Sections vs. Electrical
Sections) is 0.05/3=0.0167.

The findings from this analysis is presented in section 7.5.

d. Exploring differences between the Different Groups within the different
Sections

This analysis investigates whether the personal attributes of the staff of the different
sections affect their beliefs. Six personal attributes were used in the Mann-Whitney
tests across each type of section. These personal attributes are as follows:

1. Nationality: Bahraini and Egyptian staff were compared as they constitute the
majority of the staff in the schools.

Committee membership.

Age: Junior (younger than 35) and Senior Teachers (35 and over).

Years worked in the school: less than 5 years and 5 years and over.

Whether or not the member of staff always worked in a school.

SIS I AN

Whether the member of staff has worked in other Technical Education Schools

or not.

Section 7.6 presents the findings from this analysis using the data shown in appendix 8
to 11.

e. Comparing Beliefs across the different Occupational Levels descriptively

This analysis aims to identify if the different occupational groups share similar beliefs
(consensus), have opposite beliefs (differentiated), or have multiple meanings for each
belief (fragmented). Due to the small number of respondents in each occupational level
which is inherent in the flatness of the organisational structure (academic/professional
structure) the findings here are based on descriptive statistics rather than inferential.
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Therefore, it is important to state the number of respondents for each occupational
group so the reader can have better understanding of the extent of representation.
Table 14 presents the average number of respondents for each occupational group.

Average number of Average number of
Occupational respondents for the Case respondents for the Control
Group School School

Pre Post Pre Post
Strategic Apex 1 1 0 0
Techno-Element 4 1 9 5
Middle Management 13 11 9 4
Support 1 1 2 3
Core — Teachers 95 89 77 51

Table 14: Average number of respondents in each occupational group in both schools
pre and post

To identify the type of belief (integrated, differentiated, or fragmented) of the different
occupational level, a subjective classification was made as follows:

e Integrated: if the modes of the different occupational levels are the same, there
is 1 range difference between them, or the modes are all in the same direction
and there is 2 range differences between them.

e Differentiated: if the modes of the different groups are in opposite poles.

e Fragmented: if the modes of the different groups span over 2 range differences

or more and cross the neutral scale.
Section 7.7 presents the findings from this analysis.

4.9. Conclusion

This chapter clarified the different parts of this dissertation; action and research. The
action involved developing the performance measurement system in the Case School
whereas the research is concerned about assessing the schools’ cultures. It talked
about the minimal role of the researcher in introducing the performance measurement
system and explained in detail how the culture assessment was conducted, analysed

and its reliability ensured.

Qualitative and quantitative methods were adopted for the purpose of triangulation and
to ensure full representation of the schools’ populations. The qualitative data collection
method included Semi-structured interviews and the use of diary. The interviews — both
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individual and group — were conducted on a representative sample from the different
occupational levels in the school. Pattern analysis and counts of presence of
manifestations in interviews were the techniques used for identifying the changes in
culture qualitatively. An extract of analysis was given to illustrate how pattern analysis
was carried out. Moreover, the researcher explained the findings’ presentations.
Reflexivity as a mean for ensuring the quality of data in qualitative research was also
talked about and an account from the researcher was provided.

For the quantitative part of the culture assessment a questionnaire was designed and
administered to the populations of both schools pre and post. The data obtained from
the questionnaire were analysed using non-parametric inferential statistics, specifically
Mann-Whitney and Kruskal-Wallis. Moreover, the qualitative data from the
questionnaire were analysed using cluster analysis based on similarity and then
analysed through simple frequency measure. Reliability in quantitative methods was
assured prior collecting the data through pre-pilot and pilot tests of the questionnaire.

The next two chapters present the qualitative and quantitative findings (in isolation)
respectively. Chapter six presents the schools’ cultures using “culture from multiple
perspectives” theory. Chapter seven presents the quantitative findings of the schools’
cultures based on Schein’s basic assumptions theory. The discussion chapter will, in
conclusion, bring the findings from the two finding chapters together.
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5. The Case School Balanced Scorecard Development and
Deployment

5.1. Introduction

The previous chapter discussed the philosophical stance taken in this research that
dictated the researcher’s level of involvement in the development and deployment of
the Balanced Scorecard (table 3). Section 4.4.2 talked briefly about the researcher’s
role in developing the BSC and showed the line of events of culture assessment in
conjunction with the introduction of the BSC.

This chapter is written specifically to give the reader a sense of the process used in
introducing the BSC. How the PM team were involved and how they carried forward the
system to be used in their school.

The chapter will review the literature concerned with performance measurement
systems introduction. Different models will be presented and a synthesis of the key
steps will be listed. Based on the decision taken in the methodology chapter, the
design steps and output from it — Strategy maps, and Balanced Scorecards — will be
presented. An explanation of the implementation will be provided and how the PM team
were advocated on the use of the BSC.

5.2. Performance Measurement Systems Introduction Approaches

Organisations are varied — be they public or private, small, medium or large — and
individuals involved in facilitating the introduction of performance measures in
organisations are different too; therefore, one can expect a number of approaches that
could be used.

Globerson (1985) for example was one of the first scholars proposing a model for
introducing performance measures in organisations. His model consists of four stages:
(1) choosing relevant performance measures (2) setting procedures to evaluate each
measure (3) assign standard/target for each measure (4) set a feedback loop to
respond to differences between targets and actual performance.

Keegan et al. (1989a) in their article “Are your performance measures obsolete?” set a
number of guidelines for changing a company’s performance measures. Firstly, they
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question whether the performance measures derive from the company’s strategy that is
built around the customer needs and competitive position of the company. They assert
that performance measures should be hierarchical and integrated across the business
functions. Moreover, they stress that performance measures for employees at the
lower level should be built on the organisation’s strategic goals. They also emphasise
that each employee should see how his/her work affects other employees’ work and
the overall goal. Second, is populating the developed measures for the organisation on
Keegan’s et al developed balanced performance measurement framework taking into
account the balance and consequences for each measure being placed on the matrix ?
Third, data relevant to the measures should be collected. Fourth, the data must be
analysed. Fifth, the analysis must be reported against the set target and the company’s
strategy. Sixth, discuss the reports and make decisions based on the report discussion
process. Lastly, performance measures should be instilled into management thinking to
ensure that the company is measure focused.

Wisner and Fawcett (1991) developed a similar model to that of Keegan et al. (1989a)
emphasising in addition the need for performance measures to be periodically
refreshed in the light of the organisation’s competitive environment. Figure 19 shows
Wisner and Fawcett model.
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—  Clearly define the firm’s mission statement.

Identify the firm’s strategic objectives using the mission statement as a guide.

¥

Develop an understanding of each functional area’s role in achieving the
various strategic objectives.

For each functional area, develop global performance measures capable of
defining the firm's overall competitive position to top management.
Communicate strategic objectives and performance goals to lower levels in
the organisation. Establish more specific performance criteria at each level.

Assure consistency with strategic objectives among the performance criteria
used at each level.

Assure the compatibility of performance measures used in all functional areas.

Use the performance measurement system to identify competitive position,
locate problem areas, assist the firm in updating strategic objectives and
making tactical decisions to achieve these objectives and supply feedback after
the decisions are implemented.

¥

Periodically re-evaluate the appropriateness of the established performance
measurement system in view of the current competitive environment.

Figure 19: Wisner and Fawcett Model for Developing Performance Measurement Systems
Source: Wisner and Fawcett (1991: 9)

Similarly, Armstrong (1994) presents in his book “Performance Management” the
performance management process as a continuous self-renewing loop that embraces
five main stages: (1) role definition; (2) performance contract; (3) development plan; (4)
managing performance; and (5) performance review. At the process outset the
purpose, accountabilities, and key capabilities required from the role holder are
defined. Further, consensual agreement should be achieved regarding the target level
of performance, how the stated performance standards/targets are going to be
measured, the extent to which capabilities have to be leveraged, and how leveraged
capabilities would be assessed. Once all the stages are developed the performance
management system is considered ready for daily operation organisation-wide during
which its effectiveness and suitability should be closely monitored by management.
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Inherent in the approach is a virtues loop that will allow continuous update to become
an embedded part of the system.

As the Balanced Scorecard gained popularity Kaplan and Norton recognised the need
to clarify how their performance measurement system could be introduced in
organisations. They initially set a process of eight steps in their article “Putting the
Balanced Scorecard to work”, which was then developed into four phases combining
ten steps in their book “The Balanced Scorecard — Translating Strategy into Action”
(Kaplan and Norton, 1996). Santos (2004) summarised Kaplan and Norton’s approach
as shown in Table 15.
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Activities

Description of Activities

i. Define the
Measurement
Architecture

1. Select the appropriate
organizational unit

The architect or process facilitator — the person responsible for designing
and developing the initial Balanced Scorecard - must identify the
business unit for which a top-level balanced scorecard is appropriate.

2. Identify
SBU/Corporate linkages

Once the strategic business unit has been identified, the architect should
learn about its relationships to other business units and to the divisional
and corporate organisation.

ii. Build Consensus around Strategic Objectives

3. Conduct first round of
interviews

Senior managers after receiving background information concerning the
balanced scorecard and the organisation’s vision, mission and strategy
are interviewed by the architect and asked to identify the company's
strategic objectives and possible performance measures for the
scorecard.

4. Synthesis session

Results from the first round of interviews are brought together and
discussed by the architect and other members of the design team in a
synthesis session, and a tentative list of objectives and measures for
each one of the four perspectives of the balanced scorecard should be
developed.

5. Executive workshop:
first round

The senior management group debates the proposed mission and
strategy statements until they reach a consensus. The architect then
asks the senior managers to answer the following question: “If | succeed
with my vision and strategy, how will my performance differ for
shareholders, for customers, for internal business processes, and for my
ability to grow and improve?” By the end of the workshop, a preliminary
version of the balanced scorecard will have been identified. That is, the
executive team will have identified three or four strategic objectives for
each perspective, a detailed descriptive statement for each objective,
and a list of potential measures for each objective.

iii. Select and Design Measures

6. Subgroup meetings

The architect reviews and summarises the output from the first executive
workshop and discusses the tentative balanced scorecard with four
subgroups, each responsible for one perspective of the scorecard. The
final output from the meetings with the subgroups should be, for each
perspective: a list of objectives accompanied by a detailed description of
each objective; a description of the performance measures for each
objective; an illustration of how these measures are linked within the
perspective and to measures or objectives in other perspectives.

7. Executive workshop:
second round

A larger workshop involving the senior managers, their direct
subordinates, and a larger number of middle managers, debates the
mission and strategy statements as well as the tentative scorecard. The
participants comment on the proposed objectives and measures and
start to develop an implementation plan. A brochure to communicate the
scorecard intentions and contents is sketched out and stretch targets are
formulated for each performance measure.

iv. Build the Implementation

Plan

8. Develop the
implementation plan

A new team formulates an implementation plan for the balanced
scorecard. This plan covers issues dealing with the linkage of measures
to databases and information systems, the communication of the
scorecard throughout the organisation and the development of second-
level metrics for decentralised units.

9. Executive workshop:
third round

The senior executive team meets for the third time to reach a final
consensus on the vision, objectives, and measurements developed in
the first two workshops, and to validate the stretch targets proposed by
the implementation team for each measure on the scorecard.

10. Finalise the
implementation plan

The Balanced Scorecard must be integrated into the organisation’s
management system and periodically reviewed.

Table 15: Kaplan and Norton’s approach
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Mike Bourne was another scholar who wrote extensively about performance
measurement systems and their introduction in organisations. Bourne et al. (2000)
describe the process for developing performance measurement system as consisting
of three main phases and these are:

1. The design of the performance measurement system, which consists as shown
in Figure 20 of identifying the key objectives to be measured and designing the
measures for these objectives. The objectives should be derived from the
company’s strategy and the measures should be designed with their impact on
staff behaviour in mind as asserted by Neely et al. (1997), Neely et al. (2002b)
and Bitton (1990) in Bourne et al. (2000).

2. The implementation of the performance measurement system is concerned with
the system or procedures that are or should be developed to collect and
analyse the data for the measures on regular basis. This process may involve
collecting data manually, through surveys, or captured through the use of
computer.

3. The use of the performance measures for two main purposes: (a) measuring
whether the organisation is achieving its strategy; and (b) to challenge the
strategic assumptions and test the validity of the strategy.

A key point to note here is that the described phases are not discrete or
sequential, but instead there is overlap between them in particular between the

implementation and use.
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Reflect
Measure
Review
Act
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Collation
Sorting / analyse
Dustribution

Designing
measures

Identifying ™
key objectives

(2) Developing measures

il
Reviewing
targets

-
(3) Reviewing measures

{4) Challenging stralegy

Figure 20: Phases in developing a performance measurement system

Sources: Bourne et al. (2000) - Designing, Implementing, and Updating Performance Measurement systems

Neely et al. (2002b) also developed a process-based approach to performance

measurement system design, which they incorporated in a workbook aimed for use by

managers, consultants and academics. Figure 21 shows the twelve steps process as it

appears in their book “Getting the measures of your business”.
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Figure 21: Two-levels process-based approach to introducing performance measurement

systems in organisations

Source: Neely et al (2002) — Getting the measures of your business

The key advantage of this process is that it shows clearly the Macro and Micro level
separation for developing performance measurement systems. Moreover, although the
process is very prescriptive there is scope for flexibility in implementing the different
steps e.g. use of strategy maps or product or stakeholders classification table, etc.

This approach is similar to Kaplan and Norton’s approach in different aspects; for
example, business objectives are defined by strategic business units or grouping
products. Moreover, the process of defining performance measures and introducing
them depends on gaining consensus from the top management and field areas
champions team about the developed performance measures, targets and
implementing the measures. Furthermore, the process of cascading the measures

down is also common between the two approaches.

Wisniewski (1998) in his guide “The measures for success — Developing a Balanced
Scorecard to measure performance” for the Accounts Commission for Scotland (1998)
developed a management framework for designing and using performance measures.
The framework shown in Figure 22 consists of 5 steps: (1) establish overall strategic
goals; (2) identify the key success factors and enablers needed for each strategic goal
identified in step 1 i.e. the “hows” of achieving each goal; (3) grouping the actions into
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four perspectives (or more (Wisniewski, 2005a)) to assure balance; (4) develop
performance measure(s) for each goal and key actions to assess the progress towards
achieving them. In this stage, a check should be conducted firstly to avoid replicating
the same measures as it might be existing in the organisation and secondly to assess
the appropriateness of the measure. Wisnieswki like Neely et al. (2002a) and Bourne
and Bourne (2000) provides a list of tests to be conducted on each measure as will be
explained in the next section; (5) Monitoring and acting on the results of the measures.

Step 1

Establish overall
strategic goals

Step 5 Step 2
Monitor the measures For each goal identify
and take action as the key actions or

appropriate initiatives required to

achieve this goal

Step 4 Step 3

For each action or Group these actions/

initiative determine initiatives into the 4

appropriate scorecard perspectives
performance measures to check for balance

Figure 22: Producing a management system with the Balanced Scorecard

Source: Wisnwieski (1998) — The measures for success — Developing a Balanced Scorecard to measure performance

From all the different approaches mentioned above about developing performance
measurement systems one can conclude that there is a lot of consensus, particularly:

1. Consensus about business objectives and means to achieve them should be
clear and managers should agree about them regardless of how they have
been identified.
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2. Measures should be driven from these objectives and should pass a number of
tests before being used.

3. Implementation plans should be put in place for using the measures and
removing old redundant measures, developing means to collect performance

data and analyse them, and report them for the use stage.

4. Consensus on using the measures to monitor progress in achieving the
business objectives and reviewing them in the longer term.

From the different approaches described above and governed by the level of
involvement of the researcher discussed in section 4.4.2, the following design process
(section 5.3) was used to introduce and develop the BSC for the case school. The
researcher educated the PM team about the implementation and use of the system and
provided them with section 5.5 as a guide.

5.3. Design of performance measurement systems

Bourne (2004) states that performance measurement system design consists of (1)
identifying key objectives, and (2) designing appropriate measures. In deciding what to
measure two approaches are typically used: (a) The customer/stakeholder matrix,
developed by Neely et al. (1996). The approach starts by identifying the business’s
customers and key stakeholders and their needs, which are then translated into the
business objectives. (b) The “what / how” or “cause / effect” approach, and called also
strategy mapping is a simple approach developed by Kaplan and Norton in early
1990’s to assist in developing the balanced scorecards by creating a sequence of logic
between the business objectives.

In developing a strategy map, the facilitator starts by asking the senior management
“what” are the key strategic goals. Each goal is considered the “what” that we want to
achieve, of which the facilitator then asks the question “how” could we achieve the
goal. Once a level of answers “Key success factors” is reached for the first goal, the
facilitator starts to deal with each answer as a new “what” question that needs
answering about “how” we could achieve it. Answering all the questions for the “Key
success factors” a second line of actions is developed, which Wisniewski (2005a) calls
“enablers”. Figure 23 demonstrates the process of strategy map development and
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Figure 24 and Figure 25 shows the strategy maps for the Case School’s three strategic
goals.

r @,
e e

Figure 23: Strategy Maps
Source: Mik (2006) — The Balance Scorecard
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Figure 24: Map for Strategic Goal 1

17) Strengthening
the principle of
self-learning among
students

24) Developing and

employing pioneer

projects and action
researches

23) employment of
different knowledge
and learning sources

26) Employing
evaluation results
inthe setting and
implementation of
development plans
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Figure 25: Map for Strategic Goal 2 and 3
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activities proposed
by the Mnistry of
Education and other
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27) Hfective
emrployment of the
school building,
facilities and
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5.3.1. Ensuring Balance of Measures

Bourne (2004) stated that all the balanced performance measurement systems
emerged from the categorisation of performance measures in organisations. His
argument stresses that the balance should stem from the strategic context
“...Performance measurements need to be positioned in a strategic context, as they
influence what people do. Measurement may be the “process of quantification”, but its
affect is to stimulate action, and as Mintzberg (1978) has pointed out, it is only through
consistency of action that strategies are realised. Neely (2005; 1231). This is why many
practitioners recommend using titles for measures suitable for the organisation

developing a performance measurement system.

In this research, and once the strategy maps were developed, the next step taken was
populating the four scorecards with the business objectives. The process, which is
subjective and based on the management team consensus, revealed that there was a
large number of objectives in the process scorecard. This imbalance necessitated
reviewing the whole map and its constituent constructs again. The review process
indicated that the process could be naturally clustered into processes related to
students, and processes related to other stakeholders.

The next step taken was designing the measures. Guidelines were provided to the
participants of the management workshop on how to design the performance measures
of which the key question that was emphasized for developing the measures was:

“What behaviour will you get from using the measures?”

Moreover, two tools were given and these were:
1. The performance dictionary template shown in Table 16
2. Performance measures appropriateness test tool shown in Figure 26.

The participants group was then split into smaller groups to work on each perspective.
The process took a long time and the team members had to meet for 10 working days
in total till all the measures, templates, and tests were performed. The resultant was
the measures shown in the five scorecards shown in Table 17 to Table 21.
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The title of the measure. A good title is self-explanatory, avoids jargon

LEEEITE and explains what the measure is and why it is important
Purpose If a measure has no purpose then why introduce it?
Relates to Identify the performance area (i.e. strategic goal, Key Success

Factor, or Enabler) that the measure relates to.

Scorecard Perspective

Identify the perspective that the measure relate to.

Target

Target specify the levels of performance we need to achieve and the
timescales within which we need to achieve them. Example targets:
1. X% improvement year on year. 2. y% reduction during the next 9
months.

Formula

How we measure something will effect the way people behave (what
gets measured gets done!). An appropriately defined formula should
drive people towards good business practice. Beware of any formula
that might stimulate behaviour we do not want!

Frequency

The frequency with which performance should be recorded and
reported is a function of the importance of the measure and the
volume of data available.

Who measures?

Identify the person who is to collect and report the data

Source of data

Specify where to get the data from. If we want to see how
performance changes over time, then we must get our data from the
same source.

Who acts on the data?

Identify the person who is going to act on the data.

What do they do?

Define the general management process to be followed in the case of
acceptable or unacceptable performance.

Notes and comments

Any specific features, issues, problems, to do with the measure.

Date/issue number

Table 16: Measure Dictionary Template
Source: Neely (2002) — Performance Prism

1.  The Truth Test — Are we really measuring what we set out to measure?

2. The Focus Test - Are we only measuring what we set out to measure?

3. The Relevancy Test — Is it the right measure of the performance factor we
want to track?

4. The consistency Test — Will the data always be collected in the same way
whoever measure it?

5. The Access Test — Is it easy to locate and capture the data needed to
make the measurement?

6. The Clarity Test — Is any ambiguity possible in interpreting the results?

7. The So-What Test — Can and will the reported data be acted upon?

8. The Timeliness Test — Can the data be accessed rapidly and frequently
enough for action?

9. The Cost Test — Is the measure worth the cost of measurement?

10. The Gaming Test — Is the measure likely to encourage undesirable or
inappropriate behaviours?

Figure 26: Appropriateness Tests

Source: Neely 2002 — Performance Prism
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Key Deliverables

Association
number with Performance Area Measure Who measures Frequency
Map
Formula 1(for employment): (Number of students in employment in
1 Improve opportunities of employment related areas to their school study / total number of graduates) * 100 Vocational quidance office Yearl
and higher education for students Formula 2 (for higher education): (Number of students in further and 9 y
higher education with an average over 2 / total numb
Winning comoetitions. and earnin Number of areas and number of leagues and competitions won within
g competitions, 9 each area Follow-up and
2 appreciation certificates and medals in Number of ad d arad hieved i - . h / d . . Yearly
various fields (Number of a vanced grades achieved in competitions in each area ocumentation committee
total number of participation) * 100
Enhanced work and social (Number of staff satisfied with social and work relationships / total
3 relationships between members of the &umtl;er offstaff)f 10? h hool The school management Every semester
educational establishment umber of transfers from the schoo
Number of transfers to the school
Achieving high levels of educational ((Student average at the end of current semester — student average at
4 attainment (executing the curricula the end of last semester) / student average at the end of last Registrar Every semester
according its comprehensive concept) semester) * 100
Enhancing the positive social and (Number of students satisfied with their teachers encouragement /
cing P total number of students) * 100 Quarterly (twice a
5 behavioural values possessed by the - . . PM team
students (Nymber of teachers satisfied with the students behaviours and semester)
attitude / total number of teachers) * 100
6 Improving thg image of the school in Image survey Public relations commlttee Yearly
the community and open day committee
12 Applying healthy and clear system of (Number of staff satisfied with the distribution of incentives / total PM team Yearly

incentives and motivation

number of staff) * 100

Table 17: Key Deliverables
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Learning and Improvement

Association
number with Performance Area Measure Who measures Frequency
Map
Effective communication between

20 the school workers and the outside | Staff, stakeholders (parents, other schools, etc) satisfied / total PM team Everv semester
society to enhance the educational | number y
development

(Number of sport activities / total number of activities) * 100
Organise and participate in sport (Number of. gtgdents involved in sport activities / total number .
10 activities of sport activities) * 100 Sports Committee Every semester
(Number of teachers involved in sport activities / total number
of sport activities) * 100
Immediate super-
((Evaluation mark after training - evaluation mark before ordinate to the Before and after
14 Personal development program training) / evaluation mark before training) * 100 employee in the work training
area that the employee
was trained in
Developing and employing pioneer | (Number of pioneered projects achieving xx% in . .
24 projects and action researches evaluation/total number of projects) * 100 Planning committee Yearly
Immediate super-

o5 Profe§3|onal|3|ng teachers in Difference in % between performance level after training and ordlnatfe to the Before and after
teaching, educational, etc before trainin employee in the work trainin
performance and practices 9 area that the employee 9

was trained in
Employing evaluation results in the . :
26 setting and implementation of (Number ?f Iplans *based on analysis of evaluation results / total Head of sections Every semester
development plans number of plans) * 100
Formula 1: (Number of dirty classrooms and premises / total
School cleanliness and aesthetic number of classrooms and premises) * 100 Formula 1: Teachers
29 Formula 2: (Number of aids relevant to the values the school Formula 2 and 3: The Every semester

appearance

intends to spread / total number of aids) * 100
Formula 3: Number of aesthetics additions

Technical Committee

Table 18: Learning and Improvement
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Processes Related to Other Stakeholders

Association
number with Performance Area Measure Who measures Frequency
Map
(Number of activities the school participated in / Total number
Participate in activities proposed by | of activities the school was invited to by the MoE) * 100 Follow-up and
8 the Ministry of Education and other | (Number of activities the school participated in / Total number documentation Yearly
authorities of activities the school was invited to by the other authorities) * committee
100
(Number of cultural, educational, art, and technical activities /
Organise and participate in total number of activities) * 100 , Follow-up and
9 cultural, educational, art and (Number of students involved in cultural, educational, art, and documentation Every semester
o e ’ technical / total number of students) * 100 .
technical activities : ; . committee
(Number of teachers involved in cultural, educational, art, and
technical / total number teachers) * 100
(Number of staff participating in each activity / total number
13 Organising social events, attracting | staff participating) * 100 The public relations Everv semester
and satisfying the majority of staff (Number of staff satisfied with the activities / total number of committee y
staff) * 100
Follow-up to students behavioural,
20 social and psyc_hologlcal prc_JbIems (Number of staff satisfied / total number of staff) *100 PM team Every semester
and treat them in an educational
manner
Use of effective and modern Public relations
21 advertising means internally and Number of request for information per advertisement method committee and learning | Every semester

externally

resource centre

Table 19: Processes Related to Other Stakeholders
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Processes Related to Students

Association
number with Performance Area Measure Who measures Frequency
Map
Utilise different means to inform
students about the different (Number of use of each method / total number of uses) * 100 Quarterly (twice
7 professions and education paths (Number of students satisfied with each method / total number PM team a semgster)
and to educate them about the of students) * 100
labour market required behaviours
Effective participation of scouts in (Number of activities the scouts get involved in the community /
11 Jparticipa total number of activities) * 100, (Number of students involved The scouts committee Every semester
community activities . - "
in scouts activities/total number of students) * 100
Employ a variety of modern (Number of students satisfied with the teaching methods / total Quarterly (twice
15 ; N PM team
teaching methods number of students) * 100 a semester)
16 Employing Formative Evaluation (Number of students satisfied/total number of students) * 100 PM team Quarterly (twice
methods a semester)
Strengthening the principle of self- | (Number of students satisfied with the level and type of home- Quarterly (twice
17 . N PM team
learning among students work / total number of students) * 100 a semester)
18 Effective class management (Number of students satisfied with activities, relationships, PM Team Quarterly (twice

participation, dialogues / total number of students) * 100

a semester)

Table 20: Processes Related to Students
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Resources

Association
number with Performance Area Measure Who measures Frequency
Map
. . (Number of student satisfied with the school environment / total
Creating a school environment that ber of stud *100 | .
19 will stimulate the teaching and number of stu ents)l . . . PM team Quarterly (twice
learning processes (Number of staff satisfied with the school environment / total a semester)
gp number of students) * 100
Employment of different knowledge
and Ie_arnlng sources b_y the SChOOI (Number of uses per source “measured in periods” / total Learning resource
23 faculties and the teaching staff in : . . Every semester
: . number of periods of subject or course) * 100 centre
the teaching and learning
processes
57 Effective employment of the school | (Time premises, facilities used / (total time of occupied and Registrar, and learning Everv semester
building, facilities and equipment unoccupied premises and facilities) * 100 resource centre y
Health and safety procedures in . . . Health and safety
28 s Continuous and regular inspection : Every semester
the facilities of the school committee
30 Maintenance of the school building | (Total number of premises and facilities not suitable for use / Heagd?;ii;ct:g?vseand Everv semester
and all its facilities and equipment | total number of premises and facilities in the school) * 100 Supervisory y
31 Make the most effective use of (balance / budget allocated) * 100 The financial supervisor Yearly

financial resources available

Table 21: Resources
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5.4. Implementing the Performance Measurement System

Once the measures were developed the team started developing the means for collecting
data. Secondary data were one source and questionnaires were developed for students,
teachers, and parents (appendices 14 and 15) as the other source. The researcher played

the role of an external advisor to revise the questionnaires.

Measures were then grouped based on functional responsibilities in the school. This
grouping was then used in a workshop to introduce the performance measurement system
to the staff and highlighting their responsibilities. The workshop conducted was one means
to communicate the system and its measures to the staff. It also served other purposes:
setting the performance targets, confirming understanding of the measures, confirming the
data sources, and agreeing responsibilities. The performance measures team also
provided one-to-one meetings with staff unfamiliar with the system to answer their
questions and concerns. These meetings were a very effective means to increase the buy-
in of the staff and raise observations. For example, a number of staff indicated some data
that was collected in the school was similar to the data for the newly designed measures.
The sources of these data were unified as suggested by Neely et al. (2002a).

5.5. The use of the measures

Literature talking about using performance measurement systems is minimal, therefore the
researcher developed this guide as a standalone guide, which was provided to the
Performance Measurement Team for using the performance measurement system

developed in the school.

It is based on a structure focusing on six main areas: data, analysis, reports,
interpretations, future actions, and follow-up as shown in the Figure 27.
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Data Set 1 Data Set 2

Reports &
Meeting

a2

Interpretations

Distributed Reports & Distributed
Reports Meeting Reports

Interpretations

Hethil}
iR

Time
Figure 27: Use framework

1. Data
According to Olve et al. (1999), Neely et al. (2002a) “Garbage in, garbage out”;
therefore, ensuring the data are valid and reliable is a key for the success for the
stages that follow. Neely (2002; 67) proposes a validity (also reliability the
researcher claim) check for the following four types of possible data abuses:

1. Dubious Data: data that are not reported in the required way as the people
are new to the data or not used to it.

2. Inconsistent data that is collected or collated differently from previous times.
Comparing inconsistent data can lead to misleading results or anomalies.

3. Sloppy data that is being collected in a sloppy fashion as apposed to
malevolent data.

4. Malevolent data that is being deliberately modified, manipulated or ‘gamed’.
Malevolent data raises very important questions regarding the culture and
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2. Analysis

behaviour of the data manipulators and the reasons behind this gaming. A
revision to the measures in place might be needed as the measures might

be the main cause for the gaming.

The above abuses could be identified by auditing. And, in resolving the first
three data abuses, education and follow-up could assist. However, for the

fourth abuse performance measures revision would be essential.

The analysis according to Bourne and Bourne (2000) and Neely et al. (2002a) is

mainly concerned with three types of analysis:

1.

Indicating trends

Lead measures (depending on how well the organisation structured its
measurement system) could inform the organisation about trends. They act
as early indicators for the chronically consequent lag measures. Simply,
what the data analyst should do is (1) analyse all measures to see how
each individual measure is doing; (2) Identify the lead measures and
analyse them to predict the future results (lag measures). To identify the
lead measures for a specific lag measure the data analyst should look at
the strategy map and identify the key success factors or enablers that fall
immediately below the strategic goal or key success factor consecutively for
the relevant lag measure in question. Note, this proposition is valid
theoretically and only if the map was constructed properly.

Correlating results

Correlate results of measures to draw conclusions and determine actions.
In other words and simply, try to find what effect on what, so you can
monitor it and then take the necessary actions when needed.

Year on year comparison
If you are consistent and persistent in measuring, build a bank of data and
use it to make a year on year comparison. The benefit of this is to have a
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3. Reporting

more informed judgement about the causes of change as many dips in
performance could be attributed to external factors to the organisation. The
time of year for example in Islamic countries and the use of the Islamic
calendar could have an impact on the performance of the organisation as
many holidays in the host country depend on this.

Reporting is the next stage to be performed once that data is analysed. Reports

are very important as they represent a medium for sending meanings. Therefore,

they need to be carefully crafted and thoroughly critiqued to investigate their

suitability for their audiences. Two types of reports whose existence the researcher

infers from the literature:

1.

Meeting reports

These reports are produced specifically for the purpose of management
meetings and serve them in three ways: (1) indicating status of
performance in comparison to target; (2) opening the discussion in which
lessons from good practices are learnt and reasons for poor performances
are underlined, and consequently (3) assist in proposing informed future

plans for actions.

Distributed reports

These reports are produced for the wider audience. They are intended to be
informative, indicating current performance status, shifting focus from the
well performing areas to areas needing attention, encouraging a sense of
responsibility and belongingness, and consequently motivating employees

for a better performance.

There are some common guidelines for producing both types of reports as well as

more specific to each. The researcher starts here by presenting the common ones :

Credibility and integrity of information are vital to ensure people will take the
results seriously and act on them.
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¢ Need to ensure graphs and figures are not out of date.

e Ensure graphs and figures are not hiding bad news because they could
lead to distrust in the measures.

e People need clarity and need to know what the priorities are. One way of
demonstrating the priorities is by using colour codes (e.g. traffic lights),
arrow systems, similes, or any other that could be indicative of the direction
of performance and where focus should lie. Moreover, people need
consistency therefore it is advisable to use just one approach for
presentation to avoid causing confusion.

e |f the organisation is not sure which approach to use in presenting the
report it should produce a pilot report and use the feedback from it to
improve the presentation and readability of the final report, .

e Communicate how measures in different parts of the business link together
to deliver the anticipated strategic goals. One way of achieving this is by
presenting the strategic map and link measures to the strategic goals, key
success factors, or enablers in the map by, for example, using numbers.

Guidelines for meeting reports and the people involved in meetings
1. Report

e Reports should be formatted based on the preference of the senior
managers in the organisation

e Use pictures/visualisations to help the review process e.g. Ford QOS or
Xerox

e Use an overhead projector to get the attention of all people involved

2. People

¢ Involve the people concerned with the measures and knowledge as
opposed to the chain of command only.
e Based on the specification of owners to measures (or one person to few

measures) that was conducted in the implementation phase, the owner of
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each measure (or group of measures) should be responsible for presenting
it to the group.

Ensure having a coordinator (or a facilitator) whose role also involves
keeping the necessary records and taking the minutes of the meeting.

Guidelines for distributed reports

The approach you take about how to present the reports (charts, figures,
tables, etc), how to distribute the reports (newsletter, poster, etc), what to
include in the reports, and where you distribute or advertise the reports has
a major impact on the perception of the importance of the measures (i.e.
how important the measures are) and how seriously individuals regard
subsequent actions to be. For example, display the reports professionally in
a public place where everyone can see the reports without going out of their
way. In the school, the notice board, signing-in office, administrative
supervisory, canteen notice board and staff rooms are good places to
present the reports as firstly they would be available for everyone to see
them without going out of their way, and secondly staff normally meet
coincidentally and hence it is a good chance for them to talk about how the
school is doing.

Measures specific to a particular area need to be displayed as close as
possible to this area so the people responsible can have a direct impact on
its performance.

Pay considerable attention to issues of confidentiality in particular if you do
not want your visitors to know how you are doing

Ensure the presentation of reports indicate that they are up-to-date e.g. use
different colours.

Include in your reports a note specifying the areas concerned with particular
measure or groups of measure.
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4. Interpretations

Decisions of the organisation should be based on the Interpretations of
performance measures reports (meeting reports). The process of managing
through measures is primarily based on how the management team discusses,
interprets the report and then takes the necessary actions. Without this process,
decisions could be arbitrary, individualistic or biased. The process of interpretation
is a group exercise where the whole management team should take part. The
collective thinking about the analysis in the reports should shed light on the
problem(s) from different perspectives and thus producing a cohesive solution
suitable for all individuals involved. For this process to happen a great deal of effort
is required from both the chair and the facilitator to first initiate and then guide the
discussion. Scholars like proposed questions to guide the interpretation process,
which the researcher has combined and listed in a sequential order below:

¢ What is the current performance?

e How does the actual performance compare with the target set? Are we on
course to achieve the target?

e What is going well?

o How to maintain success

o What can be learnt from those measures at which we excelled?

o Are there resources or initiatives that could be applied with equal
effectiveness to other measures?

e What is not going well?
¢ What are the main reasons why the target is not being met?

o Perhaps the target does not represent a meaningful challenge (Is
the target appropriate?)

o What supporting initiatives are devoted to this measure?

o If there are supporting initiatives, how are we progressing on these
initiatives? (i.e. the progress of these initiatives act as a lead
indicator)

o Do these results imply a flaw in our strategy?
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o How have other measures in the chain of cause and effect reacted
to this performance?
e What is the plan for corrective action? What has to be changed and how
can it be changed? What do you (the owner of a measure) propose to do?
e Will the proposed action have the desired impact on the results of the
measures? Why do you think so?

5. Future Action
These are the actions which stemmed from discussing and interpreting the reports.
Normally a list of assigned jobs/tasks and targets is also expected to be produced
at the end of the management meeting. Moreover, a date has to be set for the next
management meeting.

6. Follow-up
The follow-up is mainly about ensuring that the agreed actions are being executed.
For example, a follow-up mechanism is normally established, such as intermediate
checks or audits to ensure that the commitment made to the actions decided are
being kept. Moreover, in the management meeting the management could be
asked to follow up by asking the following questions:

e Has the action been taken?
¢ Did the action have the desired impact on the results of the measures? If
not, why do you think it did not?

5.6. Conclusion

In this chapter the strategy maps and the Balanced Scorecards the schools used were
presented. Moreover, the implementation and use approaches were articulated. This
chapter did not aim to show a break through, but instead to provide the reader with a
sense of how the school interacted with the researcher and the Balanced Scorecard.
Moreover, it aims to provide guidelines for future researchers who intend to replicate this
study on other organisations or using different framework.
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The next two chapters present the qualitative and quantitative findings respectively. The
last chapter of this research brings the key messages from the findings chapters for
triangulation purposes. It will link the triangulated findings with the performance measures
listed in the Balanced Scorecards presented in this chapter. Moreover, it will reflect on the
process of introducing the Balanced Scorecard in the school.
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6. Findings Chapter — Qualitative Data Findings

“Words are fatter than numbers and usually have multiple meanings. This makes them
harder to move around and work with”, Miles and Huberman (1994; 56)

“A subject is a good one if it supplies a demand or a deficiency that other minds have
already revealed.”, Watson (1987; 24).

6.1. Introduction

This chapter presents the findings of the semi-structured interviews and the diary. As
explained in the methodology chapter, ten interviews were conducted in each school at
each stage — prior and post introducing the performance measurement system. The list of
interviewees is provided in appendix 1. Each interview consisted of four participants,
except the Headmaster and the Deputy Headmaster interviews. The interviews aimed at:

1. Identifying what cultural basic assumptions emerged or changed and to what
extent.

2. ldentifying to what extent these basic assumptions are shared (opposed or
fragmented) among the different occupational groups.

3. Identifying what caused the emergence/changes of the basic assumptions.

Based on the aims of conducting the interviews, this chapter presents the findings in three
sections. Each section will start with presenting the findings from the Case School followed

by presenting the findings from the Control School.

6.2. What Cultural Basic Assumptions Emerged/Changed and to What Extent

In identifying the basic assumptions that emerged or changed and their degree of change,
the number of manifestations (forms and practices) for a specific theme from all the
interviews was totalled and divided by the total number of manifestations to identify the

salience of that particular theme (see section 4.8.1.4 for more details).
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6.2.1. The Case School

Figure 28 below shows the principal themes (for the definition of the themes see appendix
7) that emerged/changed in the Case School pre and post and their salience as a
percentage.

It is clearly evident that Concern for Students (main purpose of the school) has become
the prime, basic assumption. Fairness, Accountability, Autonomy, Transparency, Concern
for Staff, Partnership, Consistency, Support and Cooperation all strengthened, and
eagerness for Development and Improvement emerged as the prime guiding assumptions
for the Case School.

The figure below also shows how opposing negative beliefs such as Lack of Concern for
Students, Unfairness, Secrecy, Centrality, Lack of Responsibility and Initiative, Lack of
Cooperation, Lack of Trust and Lack of Support were suppressed as well as fragmented
beliefs like Ambiguity, and Confusion about Fairness.

6.2.2. The Control School

In the Control School, the themes Concern for Students and Fairness have strengthened.
However, there is a belief that there is Lack of Concern for Students as the school mainly
focuses on “Show”. Moreover, there is also some improvement in the Concern for Staff,
Transparency, Partnership, and Autonomy beliefs from the pre analysis (see Figure 29).
However, these improvements as percentage improvements are less than in the Case
School!
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Pre Support Post
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Development & improvement
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Partnership / Participatory

O Consistency
B Opposition
O Confusion
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Appreciation, motivation &
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Concern for staff
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Figure 28: Comparing the Salience of the Case School Themes Pre and Post
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Figure 29: Comparing the Salience of the Control School Themes Pre and Post
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6.3. To What Extent these Basic Assumptions are shared among the different
occupational groups

In identifying the shared-ness of the themes across the different functional groupings, first
the salience of a particular theme for a group was identified separately by calculating the
number of manifestations for the theme over the total number of manifestations mentioned
for the same group (as explained in section 4.8.1.4). For example, the Headmaster stated
100 practices and forms. Out of these 100 he focused on 11 of them, on how the school is
concerned about its students. Therefore, the concern for student theme, for the
Headmaster, represents 11% of his total themes. Secondly, the shares/percentages of all
the themes for each particular group is calculated and presented in stacked bars to allow
comparison with the other groups in the school as shown in Figure 30 to Figure 31.

6.3.1. The Case School

When investigating the guiding assumptions for the different groups post introducing the
PMS it was found that Concern for Students, Transparency, and Fairness have
strengthened for most of the occupational groups as well as being shared among them all.
The newly emerged theme (Development and Improvement), Accountability and
Autonomy became shared as well as salient themes across almost all the different
occupational groups (see Figure 30 and Figure 31 below).
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School Post
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6.3.2. The Control School

Figure 32 and Figure 33 show the themes for the different occupational groups. Concern
for Students and Fairness are the prime guiding themes in the school in the pre and the
post study. In fact, Fairness seemed to be a more prominent theme for some occupational
groups than Concern for Students. Autonomy and Partnership are other shared beliefs
across most occupational groupings. On the other hand lack of concern for students
seems to be also prominent in most of the occupational groups’ value systems in particular
the Electrical Teachers’ group.
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Figure 32: Shared-ness of the Themes across the Different Occupational Groups of the
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Figure 33: Shared-ness of the Themes across the Different Occupational Groups of the

Control School Post
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6.4. Why the Themes Changed or Emerged
6.4.1. The Case School

Based on a descending order of importance the themes are discussed here. Where
similarities of description of a manifestation by different occupational groups exist the best
articulated description is quoted.

In investigating each theme the researcher synthesised all manifestations from the
interviews for each phase on a map. He then compiled both maps on a single map for the
purpose of identifying the new and old (mentioned in the pre) manifestations that predicate
the particular theme. Figure 34 contains the key for the map. Colour codes were used to
distinguish the different practices (formal and informal), forms (stories, rituals, jargon, and
physical arrangements), and espoused values and beliefs. Shades were used to show the
manifestations in the pre and post. The red shade represents the pre-stage manifestations
and the blue shade represents the post-stage manifestations whereas the overlap
indicates the common manifestations between pre and post stages. Letters in brackets at
the end of each concept relate to the occupational groups. Table 22 provides for the full list
of abbreviations.
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Figure 34: Key for the Themes Maps

Abbreviation Occupational Group
HM Headmaster
DH Deputy Headmaster
AH Academic Sections Heads
EH Electrical Sections Heads
MH Mechanical Sections Heads
AT Academic Sections Teachers
ET Electrical Sections Teachers
MT Mechanical Sections Teachers
TG Techno-Element Group
SG Support Group

Table 22: Occupational Groups Abbreviation

Concern for Students

Figure 35 below shows the Concern for Students theme. Post implementing the PMS a
few structural changes occurred which staff saw as evidence of increased concern for

students. First of all was the creation of the Performance Measurement and Management
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committee. The committee was created when developing the PMS. This is what the
Learning Resource Centre Specialist had to say about it.

The performance measurement and management committee evaluates the school. Last year they
(members of committee) prepared a workshop. During last year they evaluated the satisfaction of
students with the school from different perspectives e.g. facilities, teaching, etc. At the end of last year
and at the beginning of this year, too, the committee members presented to us the school’s
performance and the Headmaster discussed the results with us and encouraged us to perform better.
(The Learning Resource Centre Specialist)

Secondly, the Technical Committee which is one of the principal committees in the school
and deals primarily with teaching and learning was split into three committees: ‘Teachers’
Performance Improvement Follow-up and the Classroom Environment’, ‘Students’
Attainment’, and ‘Audit of Students’ Results’.

These committees (new committees split from Technical Committee) are related directly or indirectly

to the students. We found there was a lot of work involved when they were under one committee

which impaired the follow-up process and dispersed focus, so we decided the job could be done
better with three committees instead. (The Deputy Headmaster)

The teachers’ performance improvement and classroom environment committee’s first purpose is to
develop teachers through training which in turn benefits the students. The second purpose is
improving the learning environment like the classrooms and academic buildings with posters, etc.
(Arabic Section Teacher)

Thirdly, a committee was created to cater for talented students. Fourthly, the Industrial
Training Follow-up committee was created to follow third year students who go for
industrial training as part of their course. The committee deals with problems arising every
semester such as students not allocated to industries, issues with the training companies,
etc. This is what the Deputy Headmaster had to say:

The vocational guidance used to provide some information to our students before going for their
industrial training. However, not all our students are allocated to industries. Therefore we are
instructed by the Technical Directorate to organise internal training i.e. in the students’ sections in the
school. A student’s behaviour could be one of the reasons the Directorate can’t allocate him in a
company. For those students who are being trained in the school there is a lack of follow-up and we
don’t know if they are gaining the skills and attitudes of the workplace. Therefore this committee helps
in doing this and also prepares the students who were allocated to companies for their training. (The
Deputy Headmaster)

The fifth structural change is a change in functionality. The Technical Education students
in Bahrain are considered maverick and do not want to study. The belief about most of
them in all the Technical Schools is that the students go to schools to fill their time instead
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of spending it outside in the streets i.e. the students see the schools as a place to
socialise. A lot of problems arise daily due to ill manners or misbehaviour in the classroom.
Teachers used to send the students immediately to the Administrative Guide who in most
cases merely shouts at the student and sends him back with a permission-to-let-in note.
This process did not solve the problem and did not change the students’ attitudes.

In dealing with this issue, the school management instructed Heads of Sections and
teachers that all students’ problems should go first to the Head of Section to be dealt with.
However, if there are more difficult and persistent cases the misbehaving student should
be sent either to the Social Guide or Administrative Guide.

Students’ discipline in sections improves the discipline in all the school. Teachers return to their Head

of Sections for all issues concerning students improved the students’ discipline. Moreover, it reduced

the load on the Administrative Guide. The practical section teacher and Heads of Sections are the

closest people to their students, which in itself encouraged us to choose the Academic Guides from
the practical (engineering) sections. (Electrical Section Head and Deputy Headmaster)

A Mechanical Section Head adds:

With teenage students, there is a positive relationship between the number of students and the
number of problems i.e. if their number increases their problems increase. We have to deal with their
issues and we shouldn’t send them to the Administrative Guide directly. Students study in our section
and we know them best. We call the father/guardian of a student if his problem persists in the
workshop. (Mechanical Section Head)

The problem of misbehaving was the most quoted problem in the workshop facilitated by
the performance measurement team when introducing the PMS in the school. This
problem again and again was reported with measures. The discussion led to recognising a
few of its causes. One of them was the high number of students going to a section that
was not theirs and talking to other students or distracting them while in the workshop. The
school, as one remedy introduced a new practice to tackle it which represents the sixth
change. Every section was instructed to assign different teachers to gate-watch at different
times. Although, to the researcher this is a short term remedy and has already received
criticism and antagonism from some of the school’s staff. However, the take away from it is
that the school thought about the problem and possible remedies.
Many students from different sections used to come to our section, but after the school introduced the

gate-watcher teachers now can teach their lessons. However, some arguments sometimes arise
between the teacher acting as gate-watcher and the intruding students. (Mechanical Section Teacher)
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The seventh structural change is the establishment of a Discipline Committee to deal with
students’ misbehaviour:
There was a discipline committee in the Arabic Section. It was created originally because there were
some Tunisian teachers who couldn’'t cope with misbehaving students. The creation of the committee
gave some power to those teachers and permitted them to teach their classes. This problem was

found later through discussion of measures to be a school wide problem, so the idea was discussed
and a committee for the whole school was set up. (Academic Section Teacher)

The discipline committee focuses on students’ behaviour and studies cases of students. (Techno-
Element member)

The eighth structural change was the establishment of the Students Board (Student
Committee):
A student board is one of the committees any school is obliged to have. However, in our school it
wasn’t effective at all. Now the members are elected, and students’ suggestions are executed. The
board meets the Headmaster every three weeks. The board has its own activities. On occasions they
invite external speakers. Moreover, they raise issues and negotiate their requirements. For example,
prices of food in the canteen increased. The board met with the social guides (responsible for the

canteen) and then with the school management and they managed to persuade the school
management to pressure the catering company to reduce its prices. (Techno-Element member)

Besides structural changes there were changes in other manifestations. For example, a
term was coined regarding a number of committees “Prime Committees” and when asked
about them a member of the support group defined them as:
Prime committees include quality, performance measurement and management, health and safety,
audit, attainment, and follow-up and documentation. They are prime because they represent the
backbone of the school and they deal with critical issues. For example, a Technical School is a
number of workshops with heavy machinery and it is absolutely top priority that we ensure all

machinery, equipment, workshops, etc are safe to use. Moreover, the prime committees deal with
learning and teaching. (Support member)

Formal practices is by far the most manifestation predicating concern for students. For
different benefits to students they could be further classified into : emphasis on attendance
and time management, measuring performance and diagnosing the situation, setting

customised plans, and finally rewarding those who improve attainment.

Staff discipline is paramount. It is emphasised for two main reasons. Firstly, in a school
where lessons are sequential and concurrent, absenteeism or lateness of a teacher could
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turn a class into a “war zone” (chaos) or even the school. It could also be hazardous for
the students:

Students when their teacher is late or absent, without a substitute could vandalise. Our sections are
full of machinery and tools. The students could hurt themselves or others. (Mechanical Section
Teacher)

Absenteeism, lateness and lacking the ability to manage the classrooms are all recipes for
low student attainment. These are the causes of punishment with the most severe type of
punishment (transfer or the sack). The Electrical Sections’ Teachers comment:

A teacher can’t teach if he can’t control his class. A teacher mustn’t send 4 or 5 students every few
minutes to the Administrative Guide. This wastes the time of the administrative guides and reduces
their focus on bigger issues. (An Electrical Section Teacher)

And another adds

Absenteeism or frequent lateness means recklessness... Recklessness leads to poor attainment and
hence unacceptable results. (An Electrical Section Teacher)

Secondly, it could ruin all efforts for improving the students’ behaviour. The school with
different endeavours encourages discipline of staff. They believe a change of behaviour
could be achieved by leading by example:

Staff have to sign in the school’s registry book when they arrive in the morning. Then they must sign
again in their section’s registry book. Two registry books encourage staff to arrive early. It also
encourages staff to go to their sections immediately after arriving in the school. When teachers are in
their sections they feel obliged to go to the morning assembly. Order in the morning assembly
projects order in the whole school. If students see their teachers present and respecting the morning
assembly they too will respect it and respect the school. (An Academic Section Teacher)

Other reasons as also highlighted by members of the Support group are:

When a teacher comes early he will be able to prepare for his lessons. For us as support groups we’ll
be there to provide timely services. For example, a Financial Supervisor has to be there at all times
just in case a section needs to buy something urgently and needs approval and cash. The Store
Keeper needs to be there to provide any materials or tools for teaching. The Learning Resource
Centre has to be open for students and staff from early morning and has to be supervised at all times
too. (Support Group)

Besides discipline the actual act of teaching and relevant tasks such as preparation,
marking, etc all reinforce concern for students. The Mechanical Sections Heads state how
important teaching their students is:
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Head of Sections are up to their necks with work. Even while we are teaching we receive documents,
requests from some of our staff for material, invitations to attend meetings with the management, etc.
We requested from the Ministry to free us from teaching. We still haven’t heard a satisfactory answer,
but the school management instructed us never to leave the students while we have a class with

them. They say to us “when you’re teaching the time is the students’ time”. (Mechanical Sections
Heads)

The second set of practices is related to measuring staff performance and the students’
attainment. Academic sections, for example, use checklist to evaluate their students during
the term as a continuous evaluation mechanism. Head of Sections mark and audit
samples of students’ notebooks. Moreover, exams and their results are analysed to be
used in planning (third set of practices):

Preparation is crucial and has to be continuous. We have a plan for the subject that everyone follows.
The other thing we concentrate on is continuous evaluation of students’ attainment. For it we use a
checklist that we use twice — before the mid term exam and after. The evaluation using the checklist is

feedback for the students which in effect motivates the students to improve. (Academic Section
Teacher)

Evidence of exams, and their analysis are very important to my work as a Head of Section. All our
plans for teaching and for the sections are based on them. (Academic Section Head)

And an academic teacher adds:
Sections set their own plans based on their situation and based on their needs.

Staff are evaluated from multiple perspectives. The major marks are for the things done
for, and with, the students. Head of Sections focus on ensuring their teachers deliver the
specified curricula through different means:

We look at the preparation plans, and mark students’ notebooks and compare them to the teacher’s
plans and objectives. (Electrical Section Head)

We also visit the teachers twice : at his desk and in his classroom. In the visit at his desk, | ask him for
all evidence for his work with the students such as exam papers, and marks. The classroom visit is for
the purpose of knowing the teachers strengths and weaknesses in teaching, to provide him feedback
and for me to plan on how to improve his teaching. (Electrical Section Head)

Another practice for diagnosing performance is listening to the students’ complaints about
their teachers (different practice from using the questionnaire). If a complaint is received
from the students about a teacher's weak comprehension/knowledge in his subject the
school will immediately investigate the situation and take the necessary action:
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The school will end the contract in the case of a foreign teacher and will transfer a Bahraini teacher to
another school if they receive a complaint from his students about his knowledge and capability in
teaching. The school fairly and thoroughly investigates the complaints. The students’ level could be
below the required standard prior coming to our school, so these things have to be checked. (Support
Group)

The last set of practices that are seen by the Headmaster, Mechanical Section Heads, and
Mechanical Section teachers to reinforce Concern for Students assumption relate to
rewards. Action is taken against staff who for different reasons as mentioned above could
impact negatively on student attainment, and learning or could put the students in danger.
Conversely, the school rewards staff who improve the attainment of students or produce a
project, research, new teaching methods, etc that could lead to improved attainment.

Cultural forms also enforce concern for student assumptions. Two stories were told by the
Electrical Section Heads that emphasise the importance of teaching and discipline.

| had a new teacher who wasn’t keen on teaching. He had every intention to leave, but he was
obliged by a contract. | tried in different ways to change his mind. | afforded him training, but he
refused. Therefore, | had no other option except informing the school management who in turn gave
him a warning and transferred him to another school.

There is a teacher in the school who left his students in the portacabins (classrooms) and went to the
staffroom to drink a cup of tea. The teacher teaching in the next classroom heard noises coming from
the adjacent classroom and called his Head of Section to investigate what was going on. The Head of
Section contacted the school management who immediately requested the teacher to go to his
classroom and then admonished him.

A number of rituals seem to be congruent with concern for students. The venue for the
open day ritual was moved from the school’s main hall to be performed in the sections.
Here is what the Headmaster reasoned:

The open day is a familial event for the teaching and administrative personnel, students and their
guardians. We clear the air and we give a chance to the students’ guardians to know the school.
Students’ guardians in the open day don’t go anymore to the school hall or to classrooms. Now, all
results are in the sections. The students’ guardians go to the sections where their sons are studying.
They meet their sons’ teachers and classmates. Guardians now appreciate what their sons are
studying. For example, they know now their son is studying automobile. They have an image of the
section and how serious their sons study is. In addition, to increasing the awareness of the parents,
the section also is the most knowledgeable about their sons — students spend about 18 hours a week
in the section. So, the students’ teachers in sections can give informed feedback to the guardians.

Other rituals and ceremonies were introduced like a football league to increase the

belongingness of students to the school, quizzes and award ceremonies, colloquiums
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either from our own staff or external speakers about important or emergent issues e.g.
smoking, industry and work ethics, sport injuries, etc.

Physical arrangements also are seen by most as confirming Concern for Student values.
An educational support hall for teaching using simulators or self-learning was created. The
area behind the management building was fenced, and was a prohibited area for students.
Now, it is a garden and there are chairs for students. The students are free to go anywhere
in the school. New toilets were built in the school. Water filters for every section were
installed. The entrance to the school was replaced. Sections themselves improve their
décor and change the layout of their machinery for better access and safety.

Fairness

Fairness has become more salient in the post culture study. A large number of
manifestations is common between the prior and post study. The new manifestations
seem to focus on evaluating staff from multiple facets, standardised mechanism for
evaluating sections, rewards and rewarding by clear written criteria, and assignment of
committee or management board membership is based on credentials.

To evaluate teachers fairly, the school management besides taking on board the Head of
Sections evaluations, also evaluated them by their students’ results:
We (management) evaluate teachers with a wider lens. Head of Sections evaluate their teachers

thoroughly according to specific criteria. They know their capabilities and the work they accomplished.
(The Deputy Headmaster)

QOur evaluation is normally distributed — a small number at the top and bottom, but the majority get
average evaluation. We use different measures and mechanisms. Mid-term and end of term exams
results, attendance and classroom management are some measures. Head of Sections, Education
Specialists, Head of Committees, Students through questionnaires all provide us with information
about teachers’ performance. We don’t use one evaluation criterion not even students’ results as they
could be biased or unreal. We have even to look at teachers past performances. (The Headmaster)

In the past, Heads of Sections used to evaluate their teachers using the Civil Service
Bureau evaluation form. It was and still is severely criticised. Heads of Sections used to
put a percentage for each teacher on his evaluation form and then try to divide the
percentage on the different perspectives in the form. The form is believed to be invalid.
The Deputy Headmaster proposed a form for each teacher to be filled in by the Head of
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Sections four times a year. At the end of the year the average mark is taken as a true,

more objective evaluation.

Not just the evaluation of teachers became fairer, but also the evaluation of section
projects and programmes. The criteria used focus on how beneficial the programs are to
the main stakeholders and how they are linked to performance data.

Another area where manifestations enforce fairness is assigning staff to the school’s prime
committees. In the past, all committee memberships were based on individuals’ will.
However, this changed with the introduction of the PMS. Will is not enough as a criterion.
Criteria such as experience, accomplishment, and performance are now top selection

criteria.

Anyone can nominate themselves for the management board. After all nominees are registered the
staff elect the members they want to be on the management board. There are permanent members
based on their functional area. Once the management board is formed a list of committees for the
purpose of serving the school’s different needs is suggested. The list is then distributed and staff can
nominate themselves for the different committees. If we look at the list of committees, there are prime
committees and less important committees. Primes like quality, control, performance management,
etc. Less important committees are e.g. agriculture. For the nomination for the prime committees
there are conditions staff have to meet. For example, for the Quality Committee someone with
experience in quality should apply. Even after staff nominated themselves it is not guaranteed they
will be assigned to the committee they chose. The school management studies the nominees and
decides on those who meet the set criteria. (Mechanical Sections Heads)
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Accountability

Accountability is another assumption shared by all functional groups. Pre introducing the
PMS, practices mainly focused on acknowledgment of decrees and procedures. The
school management mainly used evidences to hold staff accountable. For example, staff
signatures were required when a new procedure was introduced. Audits on evidences of
programmes and projects accomplishment were also conducted. Some of the practices
still exist in particular for acknowledgement of decrees, because the school is instructed by
the Ministry of Education. However, there are new practices noted during the post study
that focus more on results and outcomes.

The committees structure/chart changed. As mentioned earlier, the Technical Committee
was split and a Performance Measurement and Management Committee was created. The
Attainment Committee which emerged from the Technical Committee goes to sections to
study how their plans are inline with the results obtained by the Performance
Measurement and Management Committee. Sections now have plans and targets to meet.
Here is what the Electrical Section Heads and Support Groups had to say about the
Performance Measurement and Management Committee and the workshops associated
with it:
We had a meeting chaired by the Headmaster and the members of the Performance Committee. The

committee explained to us the school’s strategy, processes, how the different processes connect, our
responsibilities, and the targets we have to achieve. (Electrical Section Heads)

The Headmaster encouraged us to improve our performance. He praised the system and its clarity
and objectivity. He told us “now we’ll have robust data about how we perform”. (Support Group)

The PMS and performance indicators were not welcomed at first, because staff felt they
were going to be held accountable:

The Performance Measurement team were active, but there were some people who weren’t happy.
They were kind of worried that they will be held responsible. In the past staff used to feel more laid
back. However, now they know their efforts are evaluated. (Mechanical Section Head)

And another added:
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Staff know there is continuous follow-up and analysis of their results. Most teachers bear in mind now
there is evaluation of their efforts in the classroom. They think in advance that their students are going
to fill in a questionnaire about them and they think the students’ responses are going to be reported to
the schools’ management team. (Mechanical Section Head)

Performance data are compiled and investigated further to define the reasons for
unsatisfactory performance. The discussion starts in the management team meeting. Once
the overall area of poor performance is defined the Head of Section accountable takes this
problem to his staff to deal with.
When mid-term or end of term results are poor we (teachers) in the section and Heads of Sections
analyse the exam (exam as a whole and individual questions) to identify the reasons. Moreover, even
when there are complaints or low satisfaction from the students for example with the amount of

homework, teaching methods, classroom management, etc we as a group discuss the causes and
what we can do. (Mechanical Sections Teachers)

There is a chain of performance measures from bottom to top. Teachers are evaluated
and held accountable for their parts in their sections’ plans. Furthermore, sections are also
held accountable to play their part in the school’s overall plan. Teachers are followed-up
by their Heads of Section and Heads of Section are followed-up by the school

management.

Accountability applies to everyone in the school. Even some staff think working in
committees is voluntary, which is true, but under-performing is not an option.
Committees are formed at the beginning of the year. The school announces the available and
required committees. Staff then choose the committees they want to join from a list. After that the
committees are formed and their heads appointed, they could be members of the management board
or others who are not. During the year if there are no tangible/measured activities by the committee

the Headmaster dismisses the Head of the Committee and appoints someone else. (Mechanical
Sections Head)

A change in the secretary’s office was also seen to be reinforcing accountability. The
Secretary, Typist, Financial Administrator and Financial Technician used to share the
same office. Many staff in the school did not distinguish their staffs roles. They were
asking the Financial Administrator to photocopy some notes, asking him about where the
Headmaster was, some staff even used to go inside the office and help themselves to
what they needed or wanted such as photocopying, stationary, etc.

They used to do some of each others’ work as staff mixed their roles. The financial matters are quite
private and shouldn’t be exposed to everyone. There are calculations (budget and expenses),
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quotations, receipts, etc and if there is a mistake or something lost it could get the Financial
Administrator in trouble and the management too. (The Deputy Headmaster)
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Autonomy

Autonomy is the next salient theme. In the pre-study, autonomy mainly appeared in
processes related to sections. However, autonomy in post relates to both sections’
processes as well as committees’ processes.

Practices in pre seem to be passive. For Heads of Sections autonomy was more of a
facilitation job. For example, Heads of Sections had the ‘permission books’ and had the
responsibility for ensuring there was a substitute teacher with the students if the regular
teacher had to go out on a personal matter. Other practices included implementing the
school’s strategy and just reporting on what had been accomplished.

In the post study, Sections set their own plans based on their needs.

Every Head of Section has freedom in managing his section. (The Deputy Headmaster)

The needs of the sections come from the Heads of Sections. They know best. Therefore, the school
management gave them the freedom to set their own plans. They all have programmes and projects
for each semester and for the whole year. For example, their programmes include electronic teaching
materials, training courses for staff, and improving the learning environment in their section.
(Academic Section Teacher)

A Mechanical Section Teacher states what plans his section has:

We are trying to extend the section. We plan to build a new classroom and sign-off some machinery.
We are also going to train some of our teachers and provide some remedial classes for our weak
students. We as teachers in the section have to take part. Our Head of Section is going to evaluate us
even based on our part in completing the sections plans. (Mechanical Section Teacher)

Sections set their own plans, but they must inform the school management. The purpose,
according to The Electrical Head of Section, is to ensure that the sections’ plans
complement the school’s overall plan. Moreover, it will enable the school management to
identify what the sections’ requirements are and will enable follow up.

If a section is found to be underperforming, the Head of Section and the Section itself has
to improve its performance. A Mechanical Section Teacher told how they (teachers and
Head of Section) as one section dealt with poor results or dissatisfaction of students:

172



When mid-term or end of term results are poor we (teachers) in the section and Head of Sections
analyse the exam (exam as a whole and individual questions) to identify the reasons. Moreover, even
when there are complaints or low satisfaction from the students for example with amount of
homework, teaching methods, classroom management, etc we as a group discuss the causes and
what we can do. (Mechanical Sections Teachers)

The underperforming staff are questioned by their Head of Sections, but achievers are
praised and nominated for incentives. Different from the pre-study, staff who were
nominated during the use of the PMS were given incentives based on their Head of
Section’s recommendations.

Autonomy in running committees was observed through a number of formal practices.
Firstly, the Headmaster states that committees are given complete autonomy:

We have eight prime committees in the school and auxiliary committees. Each committee has a head,

a deputy head, and a secretary. The committees have general goals and more specific goals to do

their job in the school. To activate the committees we (management) gave complete autonomy. Each
committee is a unit by itself and works independently or with minimum direction. (The Headmaster)

Secondly; any member of staff can register to join a committee. Thirdly, when number of
nominees for a certain committee is above seven, the nominees are called to sit together
and decide who should be members of the committee. Fourthly, once the number of
members for the committee is between five and seven the members will sit together to
decide who should be head, deputy, and the secretary. Finally, committee heads could
also approach a member of the school’'s staff to ask him to join if there is a need or that
member has qualities that could benefit the committee.
Sometimes during the year new members are asked to join based on the activities performed in the

committee at that moment. For example, in my committee last year | needed someone expert in IT to
produce an idea we had, so | registered the IT teacher in my committee. (Mechanical Section Head)

Moreover, there are other practices in the pre which are common with the post and are
seen to mean autonomy for the Case School staff. These practices are concerned with
teachers’ evaluation, nomination for incentives, and Communication Structure. The main
observation in post is that more staff believe these practices mean autonomy as compared
to the pre where mainly the school management stated these practices encourage

autonomy.
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Transparency

Transparency prior to introducing the PMS was an assumption possessed primarily by the
Headmaster. In the post-study it is no longer a belief for a small group. Transparency is now
shared by all occupational groups.

In the pre-stage the Headmaster told the researcher two stories of staff going to ask him why
they did not receive incentives. The Headmaster told them “go and write me why | should give
you incentives”. The researcher remembers clearly how the Headmaster boasted about his
transparency. The Headmaster believed that staff know the criteria for incentives, but they
pretended they did not. To the researcher there is an apparent contradiction in what the
Headmaster told him i.e. if staff knew what the criteria were why would they come asking for

incentives? Similar stories did not happen in the period between pre and post studies of culture.

From the practices that were introduced is, announcing who received financial incentives at the
end of year ceremony in addition to announcing who received gratitude certificates. Although,
some staff highlighted that the reasons are not made known in the ceremony, they said they
know at least why the people in their sections received financial incentives. Some of them even
said it is not feasible to announce the reasons for the fifty incentives given. The researcher
might have another view on it and suggests at least announcing clusters of reasons.

Each Head of Section can nominate up to two of his teachers for a 100 Bahraini Dinar financial incentive.
Those who receive incentives are paid tributes in the end of year ceremony. (Electrical Section Teacher)

An academic Section Teacher’s reasons why the reasons for incentives are not announced:

The school has about 240-250 teachers, therefore, it is difficult to announce the achievements of all.
(Academic Section Teacher)

Transparency also was observed in manifestations related to the management board, and
committee membership. Most functional groups stated that members of the management board
are now elected as opposed to the majority being nominated by the school management pre the
introduction of the performance management system. For committee membership a list of all
committees is sent to all staff and staff select the committees they wish to join. Following the
deadline for submitting all forms, the forms are counted in the Learning Resource Centre in front
of the staff.

175



There is an election for the management board yearly. There are permanent members due to their roles and
those are: the Headmaster, Deputy Headmaster, Registrar, and Learning Resource Centre Specialist. There
are also elected members. Some staff nominate themselves and the rest of the staff vote for the ones they
want. There are prime committees and some more usually are suggested based on the school’s needs and
based on the recommendations of the management board. Once the required committees are agreed, the
school announces them and issues a list with committee names and requests the staff to select the
committees they want to join. After the staff select the committees they want to join, a count is made in the
Learning Resource Centre. The staff of each committee then meet to agree of who will lead, act as a deputy,
etc. Once agreed, they inform the management board. Finally the school sends a circular with the names of
committees and their members to the whole school. (Electrical Section Head)

Through direct communication with the performance measurement team the researcher was
informed by the team that there are overlaps in requests from different committees or functional
areas. This was sorted out i.e. the performance measurement team agreed with the different
individuals requesting information to unify the source and ask for the information once. The
impact of unifying the source was highlighted by one of the Academic Section Heads:

Since last year, there is more specificity e.g. the documentation committee request a number of specific

things instead of other committees. In the past, more than one committee used to request the same data in
different formats. We were quite confused, however, now we are not. (Academic Section Head)

Transparency was also reinforced through technology. The school created a website, to post its
latest news, information, etc.
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Concern for Staff

Concern for Staff changed in different ways; from being merely sympathetic to more needs
satisfying. In the pre-study, what was revealed of manifestations centred around helping
staff in tough times e.g. if a member of staff lost a relative, the school would send a
delegate to console him — this is something quite common in Arabic countries. Moreover,
roses were given to all teachers (teachers and Heads of Sections) on the Teacher’s Day.
To the Academic Section Teachers it was something exceptional. “It had never been done
before” the Academic Teachers said. They felt appreciated. They told the researcher that
some teachers almost cried when receiving the rose and when the Headmaster hugged
them.

In the post study, active engagement with the staff needs was observed. The creation of
the Performance Measurement Committee and administration of questionnaires to staff
about the school management signalled a new era. Issues of importance to staff were
rated such as dealing with student misbehaviour, facilities, transparency and fairness in
distributing rewards and perks, etc.

For some of the staff's persistent problems solutions were proposed and implemented.
Student misbehaviour was looked at in the light of a section’s experience. The Arabic
Section in the pre- study had a discipline committee. The idea was rolled-out in the post
after a discussion with the school management. Moreover, a practice was introduced that
states all student problems should be directed first to Heads of Sections. This helps two
groups of staff, the Administrative Guides and Teachers. In the past, the administrative
guide would receive every problem even the minor issues, which prevented him from
focusing fully on bigger issues. Teachers were not satisfied either. They felt their problem
with the student in fact worsened instead of being solved or improved. Students who used
to go to the Administrative Guidance used to come back and behave even worse. They felt
nothing would happen to them if they misbehaved. They knew they would be allowed to
return to class. The teachers felt powerless. Some of them even “bit the bullet” and kept
quiet and never again sent students to the Administrative Guide.

178



There is a vast number of problems caused by students. The Administrative Guides are under a lot of
pressure. They have classes to teach besides being Administrative Guides. On the other hand, the
section teachers know their students best and Head of Sections know their teachers. Now, all
problems are sent to the Head of Section, which has helped in improving students’ discipline and
reducing the load on the Administrative Guide office. (Electrical Section Head)

Another practice was introduced, which requests each section to assign a teacher to gate-
watch. The motive behind it was teachers’ were continuously distracted from intruding
students from other sections. The gate-watcher teacher now stops and questions any
student visiting a section that is not his.

The basis of training has changed. It is now based on staff needs. Headmaster, Deputy
Headmaster, and Heads of Sections all work on identifying teachers strengths and
weaknesses and recommend and facilitate the development of courses that meet those
needs. Even for new teachers there are courses in addition to the induction, which was
also a ritual in the pre-study.

Staff needs for training is not only facilitated for those who were flagged by the school
management and Heads of Sections. The school also tries hard to enrol its staff in courses
they believe are beneficial for them and for their work. The Learning Resource Centre tells
how the Headmaster insisted on enrolling him for a training course the Technical
Education Directorate prepared even though the course was only for teachers:

There was a course in Computing and | wanted to attend the course. | wrote my name on the form
provided by the Technical Directorate, but a reply came from the Directorate saying that this particular
course is only for Teachers. | spoke to the Headmaster and explained to him why this course is
important. So, he called the Technical Directorate and pushed that | should be enrolled in it. (The
Learning Resource Specialist)

The human, compassionate side still exists in the school. Different stories were told about
how the school understands staff problems and helps them in every possible way. For
example, a teacher whose father had an operation had to stay with him for three days in
the hospital. The school management registered this teacher absent with sick-leave.
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Figure 40: Concern for Staff Theme and leading Manifestations
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Eagerness for Development and Improvement

Everyone is doing his job, but we all know that we work to develop the school. (An Academic Section
Head)

Development is a sense that all the staff of the school share. Staff when asked about the
purpose or meaning of different practices, and forms, their immediate response was “to
improve the school”.

Figure 41 shows the beliefs, practices, and forms that predicate to the Development and

Improvement assumption.

According the Deputy Headmaster, eagerness for Development and Improvement could
be observed from certain staffs’ behaviour. For example, initiative of staff to join training
courses, collaboration, staff self-development, participation in committees and willingness
to join the management board, and competitiveness increased. He strongly believes the
dynamics in staff behaviour could be traced back to a number of initiatives introduced
during the year. Section and staff evaluation are major influencers. Structural changes of
committees, in particular the Performance Measurement, Planning, and the committees
deriving from the Technical Committee meant there is evaluation as well as follow-up.
Furthermore, reasons for reward, and autonomy of sections could also have changed staff

behaviour.

Five groups in the school believed the creation and operation of the Performance
Measurement Committee aimed at continuous development and improvement. The
committee originally was called “Performance Improvement Committee”, which was then
changed after conducting the post-study interviews to its current name to reflect its
broader functionality. The Electrical Section Heads and Support Group remarked on the
initiation and purpose of the committee:

We had a meeting chaired by the Headmaster and the members of the Performance Committee. The

committee explained to us the school’s strategy, processes, how the different processes connect, our
responsibilities, and the targets we have to achieve. (Electrical Section Heads)

The Headmaster encouraged us to improve our performance. He praised the system and its clarity
and objectivity. He told us “now we’ll have robust data about how we perform”. (Support Group)
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As mentioned previously other committees were created in between the pre and post
study. The Planning Committee functions as an auditor on sections. It mainly focuses on
section development plans.

Each section sets its own plans. The planning committee receives sections’ plans and compares them
with the schools overall development strategy. (An Academic Section Teacher)

The Students’ Attainment Committee and Developing the Performance of Teachers’
Committee act also as auditors, but only for plans for improving students’ attainment and
teachers’ performance as their names entails.

Physical arrangement seemed to be a form highly indicative of development and
improvement assumptions.
The school’s décor changed vastly. Everyday there is a change or addition. For example, if you go to
the secretary’s office you’ll notice a change. We have a new academic building now, which we will
move to it soon. The school management always aims to improve things. Another example is the

supportive education hall. It was one of the development projects during last year and now we have it
— teachers could use it to teach online or for simulations. (Academic Sections Teachers)

The attitude for development and improvement in physical arrangements is further carried
on by the different sections. For example, Electrical Section Heads stated that educational
posters increased in the school, chairs were provided, and gardens planted, the school
management even agreed with a university department to build a greenhouse sometime
this year (was built actually during the write up of this project). Not only in the school’s
main corridors, main halls, and common areas has change happened, but also in section
layouts, furniture, and décor. In one of the Electrical Sections new worktops were installed.
In a Mechanical Section a new classroom was built and old machinery discarded. Lighting
was improved in all the classrooms. All this happened for a number of reasons as stated
previously in the themes above, but here is what the Electrical Sections Heads assert:

Improving the work environment is a main factor in continually improving performance. Not just for
staff, but also for students.
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6.4.2. The Control School

Concern for Students

No doubt the Control School’s top guiding assumption was and still is concern for
students. During the period of this research a number of formal practices were introduced.
Starting with structural modification, the school created two new committees: Talented
Students Committee, and Disabled Students follow-up committee.

The Talented Students Committee was still at its early stages of operations and had just
started to identify the talented students in the school and was discussing procedures to
identify them. The Disabled Students follow-up committee is an active committee in
particular during the exams periods. It was set by the Deputy Headmaster and its
members are the Social Guide and Vocational Guide. Here is what a Techno-Element
Group Specialist had to say about it :

It aims to follow-up and assist those students with minor disabilities. For example, if a student with a

poor vision is identified we could ask the teacher invigilating to read the question to the student.

Another example, if a student has a broken arm we put him in a separate room with a teacher so he

could dictate to the teacher to write on his behalf. A third example, we inform the invigilators if a
students with diabetes is in the exam hall to allow the students to go to the toilet.

Procedural practices were also seen to enforce concern for students in the Control School.
Stemming from the split of the Academic and Vocational Guidance a requirement was put
in place to create a complete record for each student. One part of the record about his
academic work would be held by the Academic Guide, and the other is about his
attendance, misbehaviours, and sick-leaves records, by the Administrative Guide.

Procedures were clarified on different fronts. The duties of the Social Guide and the
Administrative Guide were combined. According to a member of the Techno-Element

group:

Behavioural problems if they persist should be dealt with by the Social Guide who is specialised in
psychology. In the past, Mr. X used to carry out different duties and teachers didn’t distinguish
between the different functions. They used to take any problem to him. He left and the jobs had to be
clarified.
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Moreover, duties of Heads of Sections were also clarified. Here is what an Academic Head
of Section had to say:
In the past we used to think we have to ensure that teachers give students homework and give them

different activities to do. However, now we understand we have to follow-up students and sit with the
students.

The school tries to ensure students know the school’s system and procedures and this is
why it has an induction day. The school management, social guide, administrative guide,
academic guide, and registration participate in making the day successful and to help the
students start their studies from the first day.

Staff training even though indirectly relating to students is seen by the Support Group to
enforce Concern for Students. For example, in planning for courses the Learning
Resource Centre prepares schedules for training for teachers in particular the new ones —
training in either teaching methods or their specialised subjects.

Concern for Students was emphasised by the Deputy Headmaster through two informal
practices. The first is that he talks to students to encourage them to raise their issues with
their teachers, Heads of Section, and Social Guide. He stresses to them that if their issues
are not dealt with they should approach him to assist. He stressed to the researcher that
he deals with them as adults and admonishes them if they misbehave.

| don’t make the students stand when they are sent to me for misbehaving. Our culture dictates that

we make students stand. Even some of my teachers question why I'm doing this. | talk to students

and make them feel appreciated and so they open up to me and you see them come to my office for
anything they have. (The Deputy Headmaster)

For revision for exams the school takes some money from the students to pay for the
teachers who come in the afternoon or the night of the exam to teach. However, the school
recognises that some of the students in the villages nearby come from poor families. The
school management instructs Heads of Sections not to take money from those poor
students.

The end of year ceremony was modified from the year before to reflect encouragement for
students’ good achievement. The school started to invite its distinguished students to the
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end of year ceremony that was solely for its staff and was attended by the Director of

Technical Education and Technical Education and Curricula Specialists.

Concern for Students was also reflected in the reason for the school to write its name on
the students’ uniform. Here is how an Academic Section Teacher narrated the incident:

About 2 years ago, some vandalism happened in Sanabis Souq (market) by people wearing uniforms
like our students wear. The people in the market accused our students, so the school management
decided to prevent any future accusations by writing the schools’ name on the students’ uniforms.
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Fairness

The Fairness assumption is the second major guiding assumption in the Control School in
both the pre and post studies. The strength of this assumption in the post-study is due to
the emergence of a number of manifestations. Some of these manifestations are common
to the Case School in post and some are common to the Case School in both the pre and
post (see Figure 43).

Common to the post study in the Case School is “Heads of Sections visit their teachers in
the classroom ‘to ensure evaluation from multiple perspectives.” The Head of Section
would also sit with the students without the teacher present to get their opinion of the
teacher.
Staff is evaluated using the end of year form. The school management evaluates the attendance,
discipline, participation in the school’s activities, and how we deal with students’ misbehaviour

problems. The Heads of Sections are concerned with preparation for teaching and the act of teaching
itself. They visit their teachers three times every semester. (Academic Sections Teachers)

Common to the Case School Pre and Post are two practices. The first deals with
committee membership and the second with discipline. Now the school distributes a list of
all committees needed in the school and staff who wish to join any of them have to put
their names down. A count is then conducted just as is done in the Case School.

Regarding discipline the school in the past only used to issue warning letters for the
undisciplined teachers. However, now the school tries to be fairer through questioning the
staff about their slackness. If the reasons seem to be out of the staff’'s hands, the member
of staff will not be given a warning letter.

Different from the Case School is a number of formal practices and stories that reflect
fairness in dealing with issues either relating to staff or students. For example, an
argument arose between two teachers, one from a Mechanical Section and another from
an Academic Section. Here is what a Deputy Headmaster had to say about it and how the
school dealt with the problem:

An Academic Teacher said to a teacher from a Mechanical Section you are just a mechanic (in Arabic
cultures this is considered a menial job), so the Mechanical Teacher got upset and argued with the
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other teacher. We heard the story and | asked each teacher to write me a report of what happened. |
formed a committee from different functional groups and from different nationalities to ensure non
bias. | read the reports, prepared questions about them and then we conducted the meeting. We
discussed for two hours with the other members of the committee taking part. Both teachers were
treated equally and the guilty teacher recognised his mistake.

Two other cases the school management set committees for: the first was when a teacher
hit one of the students in front of his classmates, and the second, when a student was
caught cheating. For the first, the school management took action against the teacher and
the teacher apologised to the student. For the second, the head of the invigilation
committee took the case to the Headmaster, invited the invigilating teacher, and a teacher
from the subject that the student was caught cheating in. Evidence of cheating was found
in the student’s paper and the paper was rejected.

The remaining manifestations that emerged during the post study predicating fairness
relate to rewards. The school gives gratitude certificates to all staff who worked hard
during the year and gives those who worked in committees a better evaluation average
than those who did not. Furthermore, it recommended a teacher be rewarded as a
distinguished teacher for the whole Kingdom of Bahrain by the Prime Minister.
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Autonomy

When comparing Autonomy in the Control School with the Case School in both Pre and
Post one can notice that there are a number of forms, beliefs, and practices shared and
interpreted similarly. For example, in both Pre and Post four functional groups (HM, MH,
ET, SG) believe HoSs are managers in their sections. Moreover, the teachers’ evaluation
and nomination for incentives by their Heads of Section are also seen to reinforce
Autonomy. However, different from the Case School, sections prepare ceremonies by
themselves for graduating students or to celebrate the end of year.

In pre, the split of Academic and Vocational Guidance represents a hallmark for Autonomy
as believed by the Deputy Headmaster. He together with the Academic Heads emphasise

that work is also split and given to staff in sections based on their requests.

In post, and different from the Case School, Autonomy prevails in the freedom given to
staff in taking up jobs such as membership of committees or leading committees.
Autonomy was also recognised in doing the main tasks by the Techno-Element Group.
The school management applies the recommendations of the Administrative Supervisors
as dealing with misbehaving students as constituting their prime role. Moreover, autonomy
according to the Electrical Sections Heads is reinforced when the school management
asked (not ordered) an Electrical Section Head if he can send one of his teachers to fix the

intranet network.
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Accountability

Accountability was recognized in the Control School prior to introducing the BSC in the
Case School. Mostly, practices predicated accountability in the prior assessment. In the
post assessment two practices were stated and attributed to accountability. The first is
concerned with attendance and discipline of staff. The school management emphasized
that each member of staff is given a monthly report about his discipline. The purpose is to
demonstrate that there is a record of the number of times a member of staff came late,
went out early and the number of times he took permission to go out. The report even
states the total length of time the member of staff was not present in the school.

The second newly introduced practice is a structural change. The school introduced an
audit committee. This is what the Mechanical Heads had to say about it:
This year a new committee emerged from the documentation committee called "Committees follow-up

committee". The aim of this committee is to evaluate the schools’ committees. It is headed by the
Deputy Headmaster. Committees now feel there is some sort of follow-up.” Mechanical Section Head

Commonalities also exist between the schools. For example, staff in both pre and post are
required to sign for receiving documents and decrees, and are managed by objectives.
Two other practices were also found to be common between the Control and Case
Schools. However, in the Control School the practices are observed in both pre and post
whereas in the Case School only in the post study. These practices are: questioning
students’ results if they were weak, and analyses of results and exam results.

Transparency

Transparency in the Control School is the sixth salient guiding assumption. It became
more salient by almost 50%, whereas it doubled in the Case School, but ranks seventh.
Three manifestations out of seven were found to be common to the Case School: one with
pre (everything gets distributed), one with post (3 to 4 circulars arrive daily), and one with
pre and post (list of committees names distributed and teachers select the committees
they want to join).
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The other four manifestations deal with top down communication, bottom up
communication, procedural transparency for staff, and the last transparency with students
about committees membership for students.
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Figure 46: Transparency Theme and leading Manifestations
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Concern for Staff

This theme almost doubled in terms of salience in the Case School. In the Control School
it also improved. Cultural manifestations in post assessment comprise primarily
organisational stories. The stories stated could be classified into two types: stories about
supporting and providing teachers with assistance in difficult times, and stories supporting
staff against abusive students.

An example of the first type of story ; the school demonstrated concern for staff when an
Egyptian teacher who had just returned from his summer vacation and after 10 days of the
commencement of the academic year was allowed to travel back to Egypt when he was
informed that his son was diagnosed with cancer. Moreover, the school upon the return of
the teacher visited him and asked him about his son’s health and wished the son a speedy
recovery.

An example of the second type of story; a student who was abusive in the English section

was dismissed.

Formal practices were also designed particularly to cater for staff training needs like
sending circulars to announce condolences and creating a committee to discuss the case
of a cheating student.

When comparing both schools in terms of concern for staff the difference observed in the
Case School in post-study is taking on board how staff are managed through surveys
measuring their satisfaction with the school’'s administration.
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6.5. Conclusion of Interview Findings

This chapter presented the findings from a total of forty (40) interviews. It presented the
guiding assumptions that emerged, changed, their degree of change, and their degree
of change for the different occupational groups. It went further to investigate the
practices and forms that were stated by the different occupational groups and were
inferred to mean the guiding assumptions presented earlier.

The chapter showed that the culture of the Case School changed; a new theme
emerged "Eagerness for Development and Improvement" and others, although they
had existed prior to introducing the performance measurement system, strengthened
such as Transparency, Accountability, Autonomy, Support, and Fairness, and Concern
for Students. Table 23 and Table 24 provide summaries of the changes in the Case
School and Control School respectively. The strengthening of the guiding assumptions
as well as being shared by most occupational groups is an indication that the culture
has become more integrated. However, this conclusion is based on twenty (20)
interviews and a total of thirty five (35) members of staff out of 250 staff in the Case
School of which more than half the interviewees have been interviewed in both prior
and post. Therefore, the next chapter investigates the beliefs and values of the school
populations based on the Schein (2004) culture dimensions.
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Theme

Changed by

Shared-ness

Manifestation changed or

or Emerged emerged refer to figure
Concern for Students 7.4 All Figure 53 or Figure 35
Fairness 3.0 All except ET Figure 55 or Figure 36
Accountability 2.8 All except TG Figure 57 or Figure 37
Autonomy 4.3 All except TG Figure 59 or Figure 38
Transparency 2.8 All Figure 61 or Figure 39
All except MH, . )

Concern for Staff 1.9 ET & AH Figure 63 or Figure 40
Eagerness for

Development and Emerged Al excgq_t HM & Figure 65 or Figure 41
Improvement

Table 23: Summary of the Changes in the Case School
Changed by L Manifestation changed or
WEID or Emerged SENE IS emerged refer to figure

Concern for Students 3.8 All Figure 54 or Figure 42
Fairness 4.1 All Figure 56 or Figure 43
Accountability -1.0 HM, DI:A-I.’I.MH & Figure 58 or Figure 45
Autonomy 1.3 All Figure 60 or Figure 44
Transparency 0.9 All except MH Figure 62 or Figure 46
Concern for Staff 2.0 Al excg_pl)_t AT & Figure 64 or Figure 47

Table 24: Summary of the Changes in the Control School
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7. Findings Chapter — Questionnaire Findings

7.1. Introduction

This chapter presents the main findings from the culture questionnaire. As explained in
section 4.9 of the methodology chapter, the data analysis seeks to:

1. Identify the key themes that emerged or changed,
Identify the salience of the themes,
Identify the degree of shared-ness of the themes in the Case School in the post
assessment in comparison to the pre-assessment,
Compare 1, 2 and 3 with the findings from the Control School.
Compare manifestations including beliefs and values pre and post, across the
schools, and across the different functional groups and in relation to the Control
School.

Moreover, as emphasised in section 3.4 in the culture chapter, the difficulties inherent
in the quasi-experiment approach to detect changes in the culture necessitated the use
of a broad framework. Schein (2004) dimensions were translated into variables to
measure the beliefs and values of the staff of both schools prior and post the
implementation of the performance measurement system. The cultural themes of the
schools were identified qualitatively using the semi-structured interviews as was
presented in the previous chapter. This chapter will present all values and beliefs
based on Schein’s dimensions and obtained through the use of questionnaires. Some
of these values are constituent of the themes presented in the previous chapter, and
their triangulation will be presented in the discussion chapter. Therefore, here the
researcher presents all the values and beliefs and compares them according to
objective 5 listed above and the techniques described in section 4.8.2.2.

The questionnaire used was administered in two schools: the Case School and the
Control School prior and post the introduction of the Performance Measurement
System. This chapter presents firstly the response rates from both schools. Secondly,
the schools’ cultures are described based on a descriptive analysis that used the mode
and range of the different variables. Thirdly, the findings of the descriptive analysis are
compared across both schools as whole using the Mann-Whitney test to confirm
whether the changes are statistically significant or not. Fourthly, the chapter presents a
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comparison of the beliefs across the different types of sections (Academic, Mechanical,
and Electrical) within the schools using the Kruskal-Wallis and Mann-Whitney tests to
test whether the section types would affect the respondents’ beliefs. Fifthly, the beliefs
of the different groups (within the different section types) constructed based on the
different independent variables such as nationality, membership of committees, years
worked in the school, etc (listed in section 4.8.2.1) will be compared using the Mann-
Whitney tests. Finally, a descriptive comparison of the beliefs of the different
occupational levels will be conducted. The purpose of this comparison is to identify
whether or not the beliefs of the different groups (Strategic Apex, Techno-element,
Middle Management, Support, and operating core) specified by Mintzberg (1979) have
merged. At the end of this section a table is presented to synthesise the findings from
this section and the previous sections, which will show that the beliefs in the Case
School are more commonly shared in the post than in the pre.

7.2. The Response Rate
7.2.1. Response Rate for the Case and the Control Schools Prior

The questionnaire was administered to the populations of both schools. The total
number of staff who responded from the Case School was 145 out of 241 i.e. a
percentage of 60.2%. Whereas the total number of staff who responded from the
Control School was 105 out of 141 i.e. a percentage of 74.5%. A detailed investigation
was then conducted into the responses to define the response rate from the different
sections as well as the different job categories in the schools. Table 25 and Table 26
below show the breakdown of responses in comparison to the number of staff in each
section and in each job category.

Note that the difference between the total and the detailed break down is that some
respondents did not indicate their section or their job title.
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Case School

Control School

_ _ Number Number of % of staff_ _ _ Number Number of % of staff_
Section/Subject of staff staff responded in Section/Subject of staff staff responded in
responded Case School responded | Control School

Arabic 6 5 83.3 Arabic 4 5 125.0
Automobile 18 10 55.6 Automobile 8 8 100.0
Car Body Work 6 1 16.7 Car Body Work 0
Carpentry 8 2 25.0 Carpentry 7 7 100.0
Computer 10 8 80.0 Computer 5 4 80.0
Contemporary Issues & Geography 2 2 100.0 Contemporary Issues 1 0 0.0
Diesel 10 4 40.0 Diesel 6 0 0.0
Electrical 26 3 11.5 Electrical 19 15 78.9
Electronics and Communications 17 0 0.0 Electronics and Communications 11 8 72.7
English 12 8 66.7 English 9 7 77.8
Machine Shop 16 10 62.5 Machine Shop 7 5 71.4
Mathematics 12 4 33.3 Mathematics 8 4 50.0
Mechanics 4 3 75.0 Mechanics 1 1 100.0
Physical Activity 4 0 0.0 Physical Activity 2 3 150.0
Plumbing 6 5 83.3 Plumbing 0 0.0
Problem Solving 3 1 33.3 Problem Solving 2 0 0.0
Refrigeration and Air Conditioning 12 9 75.0 Refrigeration and Air Conditioning 8 5 62.5
Religion 3 1 33.3 Religion 2 0 0.0
Science 8 7 87.5 Science 4 5 125.0
Technical Drawing 11 6 54.5 Technical Drawing 6 5 83.3
Welding 14 5 35.7 Welding 10 5 50.0

Total 208 94 45.2 Total 120 87 72.5

Table 25: Responses break down in comparison with number of staff in each section

(Note: % of staff responded in some sections is higher than 100% and that is because the member of staff is teaching a subject but under the management of a different section than his subject as
the number of students in the school is small to have a dedicated section for the subject)
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Case School

Control School

Number of % of staff Number of % of staff
Job Tf";szr staff responded in Job Tf";szr staff responded in
responded Case School responded | Control School

Accountant 1 0 0.0 Accountant 0 0 0.0
Administrative Supervisory 4 0 0.0 Administrative Supervisory 2 1.5 75.0
Deputy Headmaster 2 1 50.0 Deputy Headmaster 2 0 0.0
Facilities Technician 2 0 0.0 Facilities Technician 1 0 0.0
Financial supervisor 1 0 0.0 Financial supervisor 1 0 0.0
Guard 3 0 0.0 Guard 0 0.0
Headmaster 1 0 0.0 Headmaster 1 0 0.0
Information Technician 1 0 0.0 Information Technician 0 0 0.0
Librarian 1 0 0.0 Librarian 1 1 100.0
Librarian Assistant 1 0 0.0 Librarian Assistant 1 1 100.0
Porter & Tea boy 3 0 0.0 Porter & Tea boy 2 0 0.0
Quality Specialist 1 0 0.0 Quality Specialist 0 0 0.0
Registration Specialist 1 1 100.0 Registration Specialist 1 0.5 50.0
Registration Technician 1 1.5 150.0 Registration Technician 2 2 100.0
Science Lab Technician 1 0 0.0 Science Lab Technician 1 1 100.0
Senior & Computer Lab Technician 2 1 50.0 Senior & Computer Lab Technician 1 0 0.0
Senior Facilities Technician 0 0 Senior Facilities Technician 0 0 0.0
Senior Information Technician 1 0 0.0 Senior Information Technician 1 0 0.0
Social Guidance Specialist 4 0 0.0 Social Guidance Specialist 1 2 200.0
Vocational Guidance Specialist 2 0 0.0 Vocational Guidance Specialist 3 3 100.0
Head of Sections and Temporary Head Head of Sections and Temporary
of Sections 20 12 60.0 Head of Sections 18 6 33.3
Teacher 188 108.5 57.7 Teacher 102 83 81.4

Total 241 125 51.9 Total 141 101 71.6

(Note: % of staff responded in some occupations is higher than 100% and that is because the staff is taking more than a job in the school)

Table 26: Responses break down in comparison with number of staff in each job category
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7.2.2. Response rate for Case and Control Schools Post

For the post-study the same questionnaire was administered to the populations of both
schools. The same length of time was given to the respondents to return the
questionnaire (10 days). The total number of staff who responded from the Case
School was 117 out 244 (48% response rate) and the number of staff who responded
from the Control School was 65 out of 152 (42.8% response rate). During the
qguestionnaire administration the managements of both schools were attending a
course organised by the Ministry of Education.

The researcher believes that the drop in response rate is due to the absence of the
management of both schools from their schools i.e. less control on staff to return the
questionnaire. Table 27 and Table 28 below show the breakdown of responses in
comparison to the number of staff in each section and in each job category.
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Case School Control School
% of staff % of staff
Number of Number of
Section/Subject Number of staff re_sponded Section/Subject Number staff r_esponded
staff responded in Case of staff responded in Control
School School
Arabic 6 1 16.7 Arabic 4 0 0.0
Automobile 16 9 56.3 Automobile 9 8 88.9
Car Body Work 7 0 0.0 Car Body Work 0 0 0.0
Carpentry 6 5 83.3 Carpentry 8 8 100.0
Computer 10 6 60.0 Computer 6 0 0.0
Contemporary Issues & Geography 3 3 100.0 Contemporary Issues 2 2 100.0
Diesel 11 9 81.8 Diesel 6 4 66.7
Electrical 29 10 34.5 Electrical 20 11 55.0
Electronics and Communications 18 7 38.9 Electronics and Communications 9 0 0.0
English 13 12 92.3 English 8 6 75.0
Machine Shop 14 0 0.0 Machine Shop 7 3 42.9
Mathematics 11 0 0.0 Mathematics 8 3 37.5
Mechanics 4 3 75.0 Mechanics 2 0 0.0
Physical Activity 4 0 0.0 Physical Activity 3 0 0.0
Plumbing 6 6 100.0 Plumbing 0 0 0.0
Problem Solving 4 2 50.0 Problem Solving 2 0 0.0
Refrigeration and Air Conditioning 10 0 0.0 Refrigeration and Air Conditioning 7 5 71.4
Religion 3 2 66.7 Religion 2 0 0.0
Science 8 8 100.0 Science 5 3 60.0
Technical Drawing 12 9 75.0 Technical Drawing 6 4 66.7
Welding 16 12 75.0 Welding 9 1 11.1
Total 211 104 49.3 Total 123 58 47.2

Table 27: Responses break down in comparison with number of staff in each section
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Case School Control School
Number Number of % of staff_ Number Number of % of staff_
Job of staff staff responded in Job of staff staff responded in
responded Case School responded | Control School

Accountant 1 0 0.0 Accountant 1 0 0.0
Administrative Supervisory 4 0 0.0 Administrative Supervisory 4 0 0.0
Deputy Headmaster 2 1 50.0 Deputy Headmaster 2 0 0.0
Facilities Technician 2 1 50.0 Facilities Technician 1 0 0.0
Financial supervisor 1 0 0.0 Financial supervisor 1 0 0.0
Guard 4 0 0.0 Guard 3 0 0.0
Headmaster 1 0 0.0 Headmaster 1 0 0.0
Information Technician 2 0 0.0 Information Technician 1 0 0.0
Librarian 1 0 0.0 Librarian 1 1 100.0
Librarian Assistant 1 0 0.0 Librarian Assistant 1 1 100.0
Porter & Tea boy 4 0 0.0 Porter & Tea boy 4 0 0.0
Quality Specialist 1 0 0.0 Quality Specialist 1 1 100.0
Registration Specialist 1 0 0.0 Registration Specialist 1 0 0.0
Registration Technician 1 1 100.0 Registration Technician 1 0 0.0
Science Lab Technician 1 0 0.0 Science Lab Technician 1 1 100.0
Senior & Computer Lab Technician 1 0 0.0 Senior & Computer Lab Technician 2 0 0.0
Senior Facilities Technician 0 0 0.0 Senior Facilities Technician 0 0 0.0
Senior Information Technician 1 0 0.0 Senior Information Technician 1 0 0.0
Social Guidance Specialist 4 0 0.0 Social Guidance Specialist 3 2 66.7
Vocational Guidance Specialist 3 0 0.0 Vocational Guidance Specialist 3 2 66.7
Head of Sections and Temporary Head Head of Sections and Temporary
of Sections 18 12 66.7 Head of Sections 16 4 25.0
Teacher 190 94 49.5 Teacher 103 53 51.5

Total 244 109 447 Total 152 65 42.8

Table 28: Responses break down in comparison with number of staff in each job category
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7.3. The Schools’ Cultures Explained Descriptively

Based on a systematic approach (explained in section 4.8.2.2) that uses the modes
and ranges of the different beliefs and values, the cultures of the schools at different
stages of time are described in this section. Appendix 13 provides the detailed data

from which this finding was drawn.

7.3.1. The Culture of the Case School Pre the Implementation of the Performance
Measurement System

External Adaption Issues

The mission of the school is seen to be based on meeting the needs of two
stakeholders, the students and the Ministry of Education. The school has multiple goals
and no consensus exists between the different occupational levels (for a full list of
goals identified see appendix 16). There is no prominent mean for assessing the
school’s performance as the school uses, to a minimal extent, both formal research
and feedback from stakeholders or senses from the external environment. Staff have
defined areas of control for doing their jobs, but they are not offended if they are given
advice in their areas. Their performance is measured chiefly by formal measures such
as statistical data or written evidence. The measures used to assess them are based
on and in order of importance are : accomplishing whatever jobs (not educational)
allocated to them by higher authority, Students’ results and success percentages, and
Teaching and the interaction of students with them. However, there are inconsistencies
between what they are measured by and what they want to be measured by, which in
affect influence the psychological contract. For a full list of the performance measures
by which the staff are measured, or want to be measured, see appendix 12.

Internal Integration Issues

Regarding the internal integration issues, the language used is fully understood; there
are no social groupings within the school, and relationships in the school are described
to be only work relationships. Influence is primarily derived from personal
characteristics, and formal rank and job description of which formal rank is based on
both education credentials and loyalty. The rewards in the school are given to those
loyal and those who do jobs other than their main job. On the other hand, action
against staff is to those who break either the employment regulations set by the
Ministry of Education or Civil Service Bureau, or to those who breach the school’s
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procedures. Rewarding is chiefly by gratitude certificates and to a lesser extent by
financial incentives at the end of the year. Staff against whom disciplinary action is

taken, receive warning letters.

Reality and Truth
In determining truth and reality members of the school would use objective testing to

determine the external physical reality. For social reality (the matters that can not be
objectively tested), the school depends on the person with the highest authority to
decide on the best decision. Individual reality is constructed through elder statesmen’s
experiences such as in lineal societies. In seeking validation of reality and also for
avoiding uncertainty the school seems to use both pragmatic and moral criteria. Lastly,
information provided to other functional groups are fully understood and the actions of
those groups confirm their understanding.

Space and Time

The basic time orientation prevailing in the school is worrying about getting the
immediate tasks done and also the near future tasks like the mid-term results. The time
format prevalent is monochronic where only one thing could be done at a time and staff

collaborate to work on similar time formats.

Spaces are believed to be shared in the school highlighting lack of privacy. However,
for those spaces distributed the belief that these spaces are distributed to ascribe the
perceived importance to the job as well as the needs of the job. The distribution of
resources on the other hand ascribes equally to status and power, the perceived
importance of the job, and the needs of the job. The management of the school have
an open door policy, their warm gestures towards staff emphasise their closeness to
the staff of the school.

Human Nature, Activity, and Relationships

The assumption held about the nature of staff is that they are socially participant,
primarily motivated by their social needs and relating to their peers and social groups.
Whereas the activity attitude that prevails in the school towards challenges is “we can
do something about them” (doing orientation). No one-sided scale is found to be
dominant in the Individualism and Groupism scale or Universalistic (stereotyping) and
Particularistic viewing of participants to each other’s scale. The bases for social status
are nor clearly defined, but seem to be based more on the person’s accomplishments.
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High power distance exists in the school and work is considered more important to staff
than their self interests.
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7.3.2. The Culture of the Case School Post the Implementation of the
Performance Measurement System

External Adaptation Issues

The mission of the school is seen to be based, in addition to meeting the needs of the
students and the Ministry of Education, on the needs of the labour market. There seem
to be consensus on the goals of the school of which the most stated three goals are :
develop the students’ knowledge and skills to satisfy the requirement of the labour
market, develop the students to be good citizens, and develop the quality of the
educational process. The school uses formal research to gauge its performance. Staff
don’t have defined areas of control for doing their jobs, and are not offended if they are
given advice in their areas as different opinions are valued. Staff performance is
measured chiefly by formal measures such as statistical data or written evidence. The
measures used to assess them are based on, and in order of, importance, they are:
teaching and interaction of students with them, students’ results and success
percentages, and accomplishing whatever jobs (not educational) allocated to them by a
higher authority. The measures staff are measured by are the same as the ones they
aspire to be measured by except the order of these measures.

Internal Integration Issues

Different from pre are the relationships in the school which became friendship and
familial relationships instead of work relationships. Moreover, influence is now also
derived from expertise and knowledge. Loyalty has become more important for having
a formal rank. The rewards in the school are now given for high performance in the
main job, doing other jobs than the main job, and also for adhering to the employment
regulations. Action is taken against staff who break the employment regulations set by
the Ministry of Education or Civil Service Bureau, to those who breach the school’s
procedures, to those who do not achieve high performance in their main area and also
to those who do not meet the specified targets. In addition to rewarding by gratitude
certificates the school now rewards by verbal thanking and by promotion to a higher
ranked position. Means of disciplinary action stayed the same — warning letters.

Reality and Truth
Social reality is now constructed through both the decision of the most experienced

person and the person with the highest authority. The school belief changed in relation
to seeking validation of reality, which became dependent on pragmatic criteria.
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Information provided to other functional groups is still fully understood, but these

groups don not act accordingly!

Space and Time

Time orientation has changed to chiefly worrying about getting the immediate tasks
done. The time format believed to be used in the school also changed to being
monochronic and polychronic, but collaborating staff still work on similar time formats.

The belief about the symbolism of space distribution has changed to symbolise status
and power, and perceived importance of the job. The distribution of resources on the
other hand now primarily ascribes the needs of the job. The management of the school
have an open door policy; their warm gestures towards staff have increased to
emphasise an increase in their closeness to the staff.

Human Nature, Activity, and Relationships

The assumption held about the nature of staff has also changed in addition to believing
that they are socially participant, primarily motivated by their social needs and relating
to their peers and social groups is that they are self-actualisers and need to be
challenged rather than controlled. Groupism now is the assumption held about how
people relate to each other in the school and Universalistic (stereotyping) viewing of
participants to each other became the dominant view.
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7.3.3. The Culture of the Control School Pre the Implementation of the
Performance Measurement System

External Adaptation Issues

The mission of the school is seen to be based on meeting the needs of the students,
the Ministry of Education, and other governmental departments. The school has
multiple goals but no consensus about them exists between the different occupational
levels. The school assesses its performance through feedback from stakeholders or
senses from the external environment. Staff do not have defined areas of control for
doing their jobs and they are not offended if they are given advice in their areas. Their
performance is measured chiefly by formal measures such as statistical data or written
evidence. The measures used to assess the staff performance are similar to the
measures aspired to by the staff. These measures are based on and in the order of
their importance are : teaching and interaction of students with them, accomplishing
whatever jobs (not educational) allocated to them by a higher authority, and students’
results and success percentages.

Internal Integration Issues

Regarding the internal integration issues the language used is fully understood, there
are no social groupings within the school, and relationships in the school are mixed
between work relationships and friendship and familial relationships. Influence is
derived from personal characteristics, formal rank and job description, network of
support and alliances, and expertise and knowledge. Formal rank is based on both
education credentials and loyalty. The rewards in the school are given for
accomplishing jobs for a higher authority, high performance in the main area, doing
jobs other than their main job, and adhering to the school’s procedures. Action against
staff on the other hand are to those who break the employment regulations set by the
Ministry of Education or Civil Service Bureau, breach the school’s procedures, do not
control their classrooms, do not achieve high performance in their main areas, and do
not accomplish jobs allocated by a higher authority. Rewarding is mainly by gratitude
certificates whereas action against staff is carried out by giving warning letters.

Reality and Truth
In determining truth and reality members of the school would use objective testing to

determine the external physical reality, the opinion of the person with the highest
authority to determine the social reality, and elder statesmen’s experiences for
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determining the individual reality. In seeking validation of reality and also for avoiding
uncertainty the school seems to use both pragmatic and moral criteria. Lastly,
information provided to other functional groups is fully understood and the actions of
those groups confirm their understanding.

Space and Time

The basic time orientation prevailing in the school is worrying about getting the
immediate tasks done and also the near future tasks like the mid-term results.
Monochronic and polychronic time formats are adapted in the school; however, staff

collaborate to work on similar time formats.

Spaces are believed to be shared in the school, which highlight a lack of privacy.
However, for those spaces distributed the belief is that these spaces are distributed to
ascribe status and power, perceived importance of the job as well as the needs of the
job. The distribution of resources on the other hand symbolises primarily the needs of
the job. The management of the school have an open door policy, their warm gestures
towards staff emphasise their closeness.

Human Nature, Activity, and Relationships

The assumption held about the nature of staff on one hand is that they are socially
participant, primarily motivated by their social needs and relating to their peers and
social groups, and on the other hand that they are self-motivated and need to be
challenged and not controlled. Whereas the activity attitude that prevails in the school
towards challenges is “we can do something about them” (doing orientation). Groupism
is the assumption held about how people relate to each other in the school. However,
there was no dominant scale on the Universalistic (stereotyping) and Particularistic
viewing of participants to each other scale. The bases for social status are clearly
defined and are based on the person’s accomplishments. Low power distance exists in
the school and work is considered more important to staff than their self interests.
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7.3.4. The Culture of the Control School Post the Implementation of the
Performance Measurement System

External Adaptation Issues

The mission of the school is now only based on meeting the needs of the students and
the Ministry of Education. The goals of the school have not changed nor their order of
importance. The school however now assesses its performance by means of formal
research. Means of getting work done now seem to be unclear i.e. staff neither have
defined areas of control nor areas of control. The measures used to assess the staff’'s
performance changed, and now include as a second measure “jobs accomplished for
the school management”, whereas in the pre it was “accomplishing jobs allocated by
higher authority”, which included Heads of Sections, but now only for the school

management.

Internal Integration Issues

Relationships in the school are mixed between work relationships and friendship and
familial relationships, but tend to be more on the work relationship side. Influence is
now derived mainly from personal characteristics, formal rank and job description, and
expertise and knowledge as opposed to pre that included network of support and
alliances. Formal rank is based presently on only education credentials. The rewards in
the school are given for accomplishing jobs for a higher authority, high performance in
the main area, doing jobs other than their main job, and adhering to the employment
regulations rather than the school’s procedures. Action against staff is taken now, in
addition to the previous misconducts, to staff who do not meet specified targets. Means
of rewarding has changed, and now include verbal thanking and to a lesser extent
rewarding by financial incentives at the end of the year. Means of taking disciplinary
action against staff has also changed to include admonishing the member of staff.

Reality and Truth
No big changes happened in relation to truth and reality except that the school became

more dependent on pragmatic criteria for seeking validation of reality.

Space and Time

The basic time orientation has changed to being more of worried about getting the
immediate tasks done.
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The beliefs of spaces did not change much except that staff now have allocated spaces
that others do not share simultaneously, which means increased privacy.

Human Nature, Activity, and Relationships

The assumption held about the nature of staff is still that they are socially participant,
primarily motivated by their social needs and relating to their peers and social groups,
and that they are self-motivated and need to be challenged and not controlled.
However, there has been an increase in the belief that they are self-actualisers. Role
relationships have shifted increasingly towards Universalistic (stereotyping) viewing of
participants to each other. Moreover, power distance has changed from low power
distance to high power distance.
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7.4. Statistical Beliefs Comparison Prior and Post the Implementation of the
Performance Measurement System within and across the Schools for the
Schools as a whole

The previous section presented the cultures of the schools descriptively. This section
goes a step further to investigate whether the changes which happened in the schools
are statistically significant or not. To achieve this goal, the schools were compared
across all variables (101) testing the five culture belief dimensions statistically using the
Mann-Whitney test. Table 29 below shows a summary of the findings from the tests

run.

Ten differences in beliefs were observed between the Case and the Control School
prior to implementing the PMS, and 5 differences between the schools post the
implementation. Moreover, 8 differences were found in the Case School from prior to
post, and 9 differences in the Control School from prior to post.

The result of comparing the schools post implementation suffers from type 1 error
indicating that the schools’ overall cultures are similar. Hence, one asks “what
happened in each school so that their cultures became similar?”

A number of changes happened across the different culture dimensions, which confirm
statistically the findings obtained and descriptively presented in section 7.3.

On the dimension of external adaptation issues, the Case School conducts formal
research to determine its performance as staff in post believe more (median=3, mean
rank=135) in comparison to pre (median=2, mean rank=113), z=-2.796, p=0.05, and r=-
0.16. Moreover, the statistical difference between the schools observed in the pre
about “using objective measures by the schools to evaluate their staff” does not exist in
the post. This change indicates that there is an increase in the belief of the Case
School and a decrease in the Control School leading to the convergence in post.

On the dimension of internal integration issues, rewards post implementing the PMS
are given less for loyalty, but instead are given for demonstrating high performance in
the main job. Action against staff on the other hand post implementing the PMS are
substantially for those who do not achieve high performance in their main areas of work
(Pre: median= 3, mean rank= 114.19; Post: median= 4, mean rank= 134.18, z= -2.261,
p= 0.024, r=-0.14).
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Rewards post implementation is statistically confirmed to be given in the form of “verbal
thanking” (Pre: median= 3, mean rank= 109.27; Post: median= 4, mean rank= 128.44,
z= -2.215, p= 0.027, r= -0.14) and given moderately by means of “promotion to a
higher rank position” (Pre: median= 2, mean rank= 104.67; Post: median= 2.5, mean
rank= 126.99, z= -2.261, p= 0.008, r= -0.17). Moreover, the Mann-Whitney test
confirms that relationships in the school are mainly “familial and friendship

relationship”.

In terms of beliefs and values related to Human Activity, Role and Relationship, the
Mann-Whitney test also confirms that “individuality” is reduced post introducing the
PMS in the Case School in comparison to before the PMS (Pre: median= 3, mean
rank= 132.14; Post: median= 2, mean rank= 107.29, z= -2.840, p= 0.004, r= -0.18).
Furthermore, “power distance” stayed the same in the Case School whereas it fell
significantly in the Control School.

On the dimension of space and time, “closeness of management to staff” (Pre:
median= 4, mean rank= 116.78; Post: median= 4, mean rank= 136.60, z= -2.228, p=
0.025, r=-0.14) increased in line with the change presented in the descriptive analysis
earlier. Two beliefs related to time were also confirmed: (1) the school worry about
getting the immediate tasks done (Pre: median= 4, mean rank= 115.41; Post: median=
4, mean rank= 134.70, z= -2.207, p= 0.027, r= -0.14); (2) time is tied to milestones like
the labour market or other stakeholders’ requirements - planning time.

Changes also happened in the Control School and are confirmed statistically, in
particular, values relating to internal integration issues. For example, the staff
significantly believe that “rewards are given for those who successfully accomplish
whatever jobs allocated by a higher authority” (Pre: median= 3, mean rank= 74.83;
Post: median= 4, mean rank= 89.46, z= -2.046, p= 0.041, r= -0.16). Action is taken
against those who “breach the school’'s procedures” (Pre: median= 4, mean rank=
77.61; Post: median= 4, mean rank= 92.89, z= -2.136, p= 0.033, r= -0.17).
Furthermore, the Mann-Whitney test also shows that staff of the Control School
significantly believe that the school rewards by means of “verbal thanking”. However,
the descriptive finding that the school rewards by financial incentives is not statistically

proven.

226



Power and influence beliefs were statistically confirmed in particular confirming the
belief that influence is now less dependent on network of support and alliance (Pre:
median= 4, mean rank= 87.82; Post: median= 3, mean rank= 71.83, , z= -2.192, p=
0.028, r=-0.17).

Regarding human, activity and relationship the “groupism” belief was slightly reduced
(Pre: median= 4, mean rank= 88.42; Post: median= 4, mean rank= 72.09, z= -2.259,

p= 0.024, r= -0.18) as found in the post study.

The majority of changes observed in the five cultural dimensions were confirmed
statistically across the schools as a whole in this section. The next section will
investigate the degree of shared-ness of beliefs and values across the different

sections.
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Case vs. Control

Pre vs. Post

Belief

Pre

Post

Case

Control

Rewards either tangible or intangible in the school are given for loyalty

Case

Rewards either tangible or intangible in the school are given for demonstrating high performance in the
main job

Control

The management of the school in assessing (evaluating) the staff focuses on hard evidence such as
written evidence, statistical data and analysis

Control

The school conducts formal research to know its performance

Control

Post

Managers in the school welcoming/greeting gesture is very warm, indicating closeness and happiness in
meeting you

Control

Post

The people in the school worry only about how to get the immediate tasks done

Control

Post

Other functional groups act exactly according to the information | provide them

Control

In the school, if a group/committee worked on a project, each member tries to outshine others by showing
his own accomplishment

Case

Pre

If I have an issue or idea | can go straight to the management of the school to talk to them about it

Control

Relationships in the school are friendship and familial relationships

Control

Pre

Resource allocation to staff symbolises perceived importance of the job

Control

The school rewards by other forms of intangible rewards e.g. bigger project, asked to join a committee in
the school or to participate in an activity, etc

Control

In the school the management assumes that the staff are lazy and must therefore be motivated with
economic incentives and controlled by constant surveillance

Control

In the school, time for accomplishing things is tied to targets, milestones, or deadlines which are specified
in advance and related to external deadlines like labour market needs

Case

Social rewards such as status, task and project allocation are assigned on the basis of the person's
accomplishments

Control

Pre

The school rewards by promotion to a higher ranked position

Post

The school rewards by verbal thanking

Post

Post

The school takes action against staff who does not achieve high performance in their main area

Post

Rewards either tangible or intangible in the school are given for successful performance of whatever jobs
were allocated by higher authority

Post

The school rewards by other forms of intangible rewards e.g. bigger project, asked to join a committee in
the school or to participate in an activity, etc

Post

The school takes action against staff who break the school's procedures

Post
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Influence, control and authority in the school is based on the network of support and alliances Pre
The people in the school are living in the past reflecting on the good old days assuming things worked out Pre
then and must be good enough to work now and in the future

In the school, if a group/committee worked on a project, the group will present their achievement as a Pre
group

| do not trust anyone experience in the school unless it (the argument) is proven to me Pre

Table 29: Beliefs comparisons of the schools pre and post across and with themselves — The name of the school or stage indicate higher believe
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7.5. Beliefs comparison of the different types of sections within the different
schools pre and post

Similar to the qualitative analysis, the analysis in this section will investigate statistically
whether the beliefs and values are shared across the different section types. Table 30

presents the beliefs affected by the section types.

In the table below, 14 beliefs in the Case School and 15 beliefs in the Control School
are affected by the section type prior to the implementation of the Performance
Measurement System, which is also above the minimum of 0.05 of the variables for
Type 1 error to occur. Whereas for the post implementation, 12 beliefs are affected by
the section type in the Case School and 10 beliefs are affected in the Control School.
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Case

Control

Belief

Pre

Post

Pre

Post

Mission of the school is based upon meeting the needs of other governmental departments

The school rewards by giving gratitude certificate

The school rewards by nomination to attend a course or join a committee outside the school

Formal rank in the school is based on loyalty

The school takes action against staff who can not control their classrooms

Influence, control and authority in the school is based on the network of support and alliances

Managers in the school welcoming/greeting gesture is very warm, indicating closeness and happiness in
meeting you

In the school, time for developing and accomplishing tasks is characterised by "things will take as long as
they will take" as things can not be speeded up or slowed down

If a decision is to be made and there is a disagreement between two options, the decision will be based
on the majority vote

| trust elder-statesmen experiences in the school

The information | provide other functional groups are fully understood

Managers in the school have an open-door policy

People (management, Teachers, staff) in the school view each other based on stereotypes e.g. on job
type, religion, nationality, etc

People (management, Teachers, staff)in the school view each other in a very particularistic way as whole
person

< < ||| = < < |2

Space allocation to staff symbolises perceived importance of the job

The school rewards by other tangible rewards e.g. desk, computer, resources

The school rewards by other forms of intangible rewards e.g. bigger project, asked to join a committee in
the school or to participate in an activity, etc

< |22 <

When action is taken against a member of staff, the school ends the contract of the staff or transfer him to
another school

In the school the management assumes that the staff are lazy and must therefore be motivated with
economic incentives and controlled by constant surveillance

In the school the management assumes that the staff are self-motivated and need to be challenged and
channelled, not controlled
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Work to me is a higher priority in comparison to myself-interests

If | have a defined area of control, | would be insulted to be given advice in that area

The people in the school worry about the far future e.g. by investing heavily in research and development,

training, infrastructure, etc

The school has groups in which outsiders are treated with hostility or indifference whereas insiders
become privy to some more secret assumptions

Resource allocation to staff symbolises perceived importance of the job

The school rewards by the financial incentive at the end of the year

Formal rank in the school is based on education credential

The school takes action against staff who break the school's procedures

The school takes action against staff who does not accomplish whatever jobs were allocated to the
person by higher authority

2|22 || =<

Influence, control and authority in the school is based on Personal characteristics and track records e.g.
ability to negotiate, survive with your ideas, convince

2

In the school the management assumes that the staff are difficult to manage as they always adapt in
relation to what they have been told

In the school, | have a defined area of control which could include my subordinates, budget, physical
space, and all other resources that were allocated to me

Social rewards such as status, task and project allocation are assigned on the basis of the person's
accomplishments

Mission of the school is based upon meeting the needs of the parents

Influence, control and authority in the school is based on access and control of agendas

Other functional groups act exactly according to the information | provide them

Staff are allocated working spaces that others do not share simultaneously

< |2 <=

Table 30: Beliefs affected by the Section Type
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As mentioned in the methodology chapter (section 4.8.2.2) the Kruskal-Wallis test is

like the one-way ANOVA test in that it does not detect which group among the groups
is different (Field, 2005, Brace et al., 2006), therefore the Mann-Whitney test was
conducted on pairs of sections to detect the differences between them. Below the

researcher highlights the main findings.

The Case School pre

The Electrical Sections differed from both the Academic and Mechanical
Sections in 4 beliefs.

The mission of the school seems to the Electrical Sections to be more based on
the needs of other governmental departments (Elect median= 3; mean rank
(a)= 35.92, mean rank (m)= 26) when compared to the other two types of
sections. (Acad: median= 3, mean rank= 22.61; Mech: median= 3, mean rank=
17, z(a)= -3.050, p(a)= 0.002, r(a)= -0.43, z(m)= -2.435, p(m)= 0.015, r(m)= -
0.39).

The Electrical Sections also believe more (Elect Median= 5; mean rank (a)=
38.85, mean rank (m)= 31.44) that the body language of managers in the
school represented in the welcoming/greeting gesture indicates warmth and
closeness to staff (Acad: median= 4, mean rank= 25.62; Mech: median= 4,
mean rank= 19.78, z(a)=-2.813, p(a)= 0.004, r(a)= -0.37, z(m)= -2.897, p(m)=
0.003, r(m)=-0.42).

Time in the school for accomplishing tasks according to both the Mechanical
and Academic Sections is seen more (Acad: median= 4, mean rank= 32.16;
Mech: median= 3, mean rank= 27.55) as development time that is “things will
take as long as they will take”, (Elect Median= 1; mean rank (a)= 18.5, mean
rank (m)= 13.9, z(a)= -2.883, p(a)= 0.003, r(a)= -0.39, z(m)= -3.407, p(m)=
0.000, r(m)=-0.51).

The Electrical Sections believe less that influence is less based on the network
of support and alliances (Elect Median= 3; mean rank (a)= 15.86, mean rank
(m)= 15.21) when compared with the Academic and Mechanical Sections
(Acad: median= 4, mean rank= 32.15; Mech: median= 3.5, mean rank= 25.9,
z(a)=-3.421, p(a)= 0.000, r(a)= -0.46, z(m)=-2.710, p(m)= 0.006, r(m)= -0.41).
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The Electrical Sections and the Academic Sections differed in 4 beliefs.

The Electrical Sections believe more that the school rewards by means of
nomination to attending a course or being a member of a committee outside the
school (Elect: median= 3, mean rank= 35.67; Acad: median= 2, mean rank=
23.03, z= -2.655, p= 0.008, r=-0.37).

Moreover, under the internal integration dimension the Electrical Sections
believe more than the Academic Sections that the school takes action against
staff who cannot control their classrooms (Elect: median= 4, mean rank= 37.72;
Acad: median= 3, mean rank= 24.81, z= -2.773, p=0.005, r= -0.39).

The third belief is under social reality whereby the Electrical Sections believe
more than the Academic Sections that decisions in the school are based on the
vote of the majority when disagreements arise (Elect: median= 4, mean rank=
40.97; Acad: median= 2, mean rank= 24.73, z= -3.329, p= 0.001, r=-0.44).

Fourthly, the Electrical Sections believe that there is less power distance in the
school as managers have an open door policy (Elect: median= 4, mean rank=
38.65; Acad: median= 4, mean rank= 26.5, z= -2.550, p= 0.010, r=-.033).

The Electrical Sections and the Mechanical Sections differed in 2 beliefs.

Formal ranking in the school according to the Electrical Sections seem to be
less based on loyalty (Elect: median= 2, mean rank= 13.23; Mech: median= 4,
mean rank= 22.66, z= -2.402, p= 0.015, r= -0.38). Moreover, stereotyping staff
is less believed to be the belief about how people view each other (Elect:
median= 1, mean rank= 15.69; Mech: median= 3, mean rank= 27.03, z= -2.847,
p= 0.004, r=-0.42) in the school.

The Academic Sections differed from the Mechanical Sections in 1 belief only.

The Academic Sections believe more than the Mechanical Sections that the
school rewards by giving gratitude certificates (Acad: median= 5, mean rank=
37.92; Mech: median= 4.5, mean rank= 27.5, z= -2.417, p= 0.015, r=-0.30.
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After looking at the differences one can observe, and after doing the calculations one
can conclude, that the majority of differences (8 differences) are between the Academic
and Electrical Sections, followed by 6 differences between the Mechanical and
Electrical Sections, and only 1 difference between the Academic and Mechanical
Sections. These differences highlight that the Electrical Sections differ the most from
the other two types of sections. In another words, there seem to be a consensus
between the beliefs of the Academic and Mechanical Sections, however the Electrical
Sections beliefs are contradictory.

The Control School pre

e The Electrical Sections and the Mechanical Sections differed in 6 beliefs.

On the External Adaptation dimension, the Mechanical Sections believe more
that the staff of the school have defined areas of control, budget, and
subordinates that are not shared (Elect: median= 2, mean rank= 20.48; Mech:
median= 3, mean rank= 31.39, z= -2.727, p= 0.006, r= -0.39).

According to the Mechanical Sections the symbolic of resources allocation is
more dependent on the perceived importance of the job (Elect: median= 4,
mean rank= 20.35; Mech: median= 4, mean rank= 29.83, z= -2.460, p= 0.013,
r=-0.36). More on the Internal integration issue, the Mechanical Sections also
believe more than the Electrical Sections that the schools reward by financial
incentives at the end of every year (Elect: median= 3, mean rank= 19.10; Mech:
median= 4, mean rank= 28.74, z= -2.487, p= 0.012, r= -0.37).

The Mechanical Sections also seem to believe more that power and influence in
the school are based on the person’s track record like his ability to convince
and negotiate (Elect: median= 3, mean rank= 20.09; Mech: median= 4, mean
rank= 31.02, z= -2.777, p= 0.005, r=-0.40).

On the Human Nature, Activity and Relationship dimension, the Electrical
Sections believe more that the management assumes that the staff are difficult
to manage as they always adapt to what they have been told “Type Z” (Elect:
median= 2.5, mean rank= 31.12; Mech: median= 1, mean rank= 18.09, z= -
3.327, p= 0.001, r= -0.48). Whereas on they believe less that the staff in the
school see work is of higher priority than their self-interests (Elect: median= 2.5,
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mean rank= 20.37; Mech: median= 5, mean rank= 30.24, z= -2.525, p= 0.011,
r=-0.36.

e The Academic Sections and the Mechanical Sections differed in 2 Internal
Integration beliefs.

Formal rank in the school is believed, according the Mechanical Sections, to be
based more on educational credentials (Mech: median= 4, mean rank= 32.89;
Acad: median= 3.5, mean rank= 21.82, z= -2.800, p= 0.005, r= -0.39).
Moreover, the Mechanical Sections believe more that the school takes action
against staff who breach the school’'s procedures (Mech: median= 5, mean
rank= 33.75; Acad: median= 4, mean rank= 23.20, z= -2.637, p= 0.008, r= -
0.36).

e The Mechanical Sections differed from both the Electrical and Academic
Sections in 1 belief related to the dimension of time.

Mechanical Sections’ staff seem to believe more than both sections that the
time for accomplishing things in the school is characterised as being
“Development Time” that is things will take as long as they will take (Mech:
median= 3, mean rank (a)= 34, mean rank (e)= 29.89; Acad: median= 2, mean
rank= 23.69, Elect median= 2, mean rank= 19.54, z(a)= -2.463, p(a)= 0.013,
z(e)=-2.407, p(e)= 0.006, r (a)=-0.33, r (e)=-0.35.

e The Electrical Sections differed from both the Academic and Mechanical

Sections in 1 internal integration belief.

Rewards by other tangible means like a better desk, computer, etc seem to be
less the mean for reward for the Electrical Sections compared to the other
section types (Mech: median= 3, mean rank= 29.62; Acad: median= 2, mean
rank= 33.23, Elect median= 2, mean rank (a)= 21.72, mean rank (m)= 18.36, z
(a)=-2.857, z (m)=-2.987, p(a)= 0.004, p(m)= 0.002, r (a)= -0.39, r (m)= -0.44).

From the points above, most differences in beliefs exist between the Mechanical and
Electrical Sections (8 differences) whereas 4 differences exist between the Academic
and Mechanical Sections and no differences between the Electrical and Academic
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Sections. Therefore, one can conclude that there is a consensus in beliefs of the
Electrical and Academic Sections whereas the Mechanical Sections contradict both,
but primarily the Electrical Sections’ beliefs.

The Case School post

e The Mechanical Sections and the Electrical Sections differ in 5 beliefs.

Three of these beliefs are Human Nature, Activity, and Relationships : the
Mechanical Sections believe less than the Electrical Sections that the
management assumes that the staff are lazy and must be motivated by financial
incentives (Mech: median=2, mean rank= 22.66; Elect median= 3, mean rank=
34.55, z= -2.827, p= 0.004, r= -0.38). The Mechanical Sections also believe
less that the staff of the school individualise each other in comparison to the
Electrical Sections (Mech: median= 1, mean rank= 24.18; Elect median= 2,
mean rank= 35.18, z= -2.583, p= 0.010, r= -0.35). The Mechanical Sections
seem to believe more than the Electrical Sections that work to staff is more
important than their self-interests (Mech: median= 5, mean rank= 32.21; Elect
median= 4, mean rank= 21.68, z= -2.524, p= 0.012, r= -0.34.

The fourth belief is related to the Internal Integration issues’ dimension of which
the Mechanical Sections believe less that the school has groups (Mech:
median= 2, mean rank= 23.74 ; Elect median= 3, mean rank= 35.86, z= -2.802,
p= 0.005, r=-0.37).

The last belief relates to power distance of which the Mechanical Sections
believe that there is low power distance between the management and staff as
the managers have an open-door policy (Mech: median= 4, mean rank= 33.35;
Elect median= 2, mean rank= 21.00, z= -2.868, p= 0.003, r=-0.38).

e The Mechanical Sections and the Academic Sections differ in 2 beliefs.

One relates to Internal Integration issues and the other relates to External
Adaptation issues. In terms of Internal Integration, the Academic Sections
believe more than the Academic Sections that the school rewards by intangible
rewards such as rewarding by bigger projects or joining a committee (Mech:
median 3=, mean rank= 26.46; Acad: median= 3, mean rank= 37.09, z= -2.529,
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p= 0.012 , r= -0.31). For the External Adaptation issues, the Mechanical
Sections believe less that if staff have defined areas of control, they would be
insulted if they were provided with advice in their areas (Mech: median= 2,
mean rank= 32.57; Acad: median= 2, mean rank= 44.08, z= -2.463, p= 0.014,
r=-0.28).

e The Academic Sections and the Electrical Sections differ in 2 beliefs.

In the first, the Academic Sections believe less than the Electrical Sections that
the school ends the contract of staff or transfers them as a mean for taking
action (Acad: median= 3, mean rank= 29.29, Elect median= 4, mean rank=
41.37, z= -2.550, p= 0.011, r= -0.31). In the second, the Electrical Sections
believe more than the Academic Sections about the existence of Type Y in the
school — the management assumes that the staff are self-motivated and need to
be challenged and channelled, not controlled - (Acad: median= 3, mean rank=
28.21, Elect median= 4, mean rank= 39.57, z= -2.443, p= 0.014, r=-0.30).

e The Academic Sections differ from both the Electrical and Mechanical Sections
in 1 belief related to the symbolism of space.

Space allocation according to the Academic Sections is less based on the
perceived importance of the job (Acad: median= 3, mean rank (m)= 31.89, z
(m)= -3.252, p(m)= 0.001, r(m)= -0.37, mean rank (e)= 43.11, z (e)= -2.777,
p(e)= 0.005, r(e)= -0.34 ; Mech: median= 4, mean rank= 48.10, Elect median=
4, mean rank= 43.11.

e The Electrical Sections differ from the Academic and Mechanical Sections in 1
Time orientation belief where the Electrical Sections believe more that the
School thinks about the long-term and invest in it through research, training,
and improving infrastructure (Elect: median= 4, mean rank (a)= 33.64, z(a)= -
3.655, p(a)= 0.000; r(a)= -.045, mean rank (m)= 36.39, z(m)= -2.991, p(m)=
0.002, r(m)= -0.4, Acad: median= 2, mean rank= 28.12, Mech median= 2, mean
rank= 23.40.

Therefore, the total number of differences between the Mechanical Sections and
Electrical Sections is 6 differences, the total number of differences between the
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Mechanical Sections and Academic Sections is 4, and the total number of differences

between the Academic Sections and Electrical Sections is 4 differences. Being different

from the pre-analysis, one can observe here that the differences are not specific to a

type of section, but instead they are dispersed among the different types of sections.

The Control School post

The Mechanical Sections differ from both the Academic and Electrical Sections
in 2 beliefs; one related to Internal Integration and the other related to External
Adaptation issues. For the internal integration related belief the Mechanical
Sections believe more that the school rewards by financial rewards at the end
of the year (Mech: median= 4, mean rank (a)= 22.59, z (a)= -3.086, p(a)=
0.001, r(a)= -0.51 , mean rank (e)= 17.80, z (e)= -2.587, p (e)= 0.008, r (e) = -
0.47; Acad: median= 3, mean rank= 12.07, Elect median= 3, mean rank= 9.19).
For the External Adaptation issue, the Mechanical Sections believe less than
the Academic and Electrical Sections that the mission is based on the needs of
the parents (Mech: median= 2, mean rank (a)= 13.29; z (a) = -3.303, p (a)=
0.001, r (@)= -0.57, mean rank (e) = 13.02, z (e)= -2.470, p (e)= 0.013, r (e)= -
0.45, Acad: median= 3, mean rank= 24.31, Elect median= 4, mean rank=
21.28).

The Academic Sections and the Mechanical Sections differ in 3 beliefs relating
to Internal Integration, Space, and Human relationships dimensions. On the
Internal Integration belief, the Mechanical Sections believe more than the
Academic Sections that the school rewards by means of other tangible rewards
such as a new desk, computer, etc (Mech: median= 3, mean rank= 22.20;
Acad: median= 2, mean rank= 12.68, z= -2.745, p= 0.007, r= -0.46).

On the Space belief, the Mechanical Sections believe more than the Academic
Sections that the staff have allocated spaces that others do not share
simultaneously (Mech: median= 4, mean rank= 21.21; Acad: median= 3, mean
rank= 13.18, z= -2.364, p=, r=-0.4).

On the human role relationship belief, the Mechanical Sections believe less that
staff of the school view each other based on individualistic basis (Mech:
median=1, mean rank= 14.84; Acad: median= 3, mean rank= 24.25, z= -2.775,
p=0.006, r=-0.46.
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e The Electrical Sections and the Academic Sections differ in one belief related to
External Adaptation issues. The Electrical Sections believe less that staff in the
school have defined areas of control in which to get the job done (Elect:
median= 2, mean rank= 7.67, Acad median= 3.5, mean rank= 14.79, z= -2.526,
p= 0.009, r=-0.53).

e The Mechanical Sections and the Electrical Sections differ in one belief related
to the reality and truth dimension of which the Mechanical Sections believe less
than the Electrical Sections that staff in the school act according to the
information provided to them (Mech: median= 2, mean rank= 12.60; Elect:
median= 4, mean rank= 21.31, z= -2.610, p= 0.009, r= -0.48).

Hence, there are 3 differences in beliefs between the Mechanical and Electrical
Sections, 1 difference between the Electrical and Academic Sections, and 4 differences
between the Mechanical and Electrical Sections.

Similar beliefs affected by the section type

A few beliefs in Table 30 above seem to be commonly affected by the section type (in
italic) either when comparing both schools or comparing a school prior and post the
implementation of the BSC. A further investigation into these beliefs was conducted
using the Mann-Whitney test in appendix 3 to 1) to identify if the similarity is a result of
the section type or the school, 2) to identify if the commonality in beliefs pre and post is
due to non-change in beliefs of the different sections from pre to post.

Two beliefs are common between the school pre the implementation. These beliefs are
found to be affected by the school rather than by the section type or specialisation.

Two beliefs are common in the Case School in the pre and post, which are found to be
common not because of continuity of the belief of the respondents in the same section

type.

Four beliefs are common in the Control School in the pre and post. Two of these beliefs
are affected by the same section type in the post as in the pre, and the other two are

not.
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Moreover, a few other beliefs in Table 30 seem to be commonly affected by the section
type for both schools in different times e.g. the belief “The school takes action against
staff who can not control their classrooms” seem to be affected by the section type in
the Control School post and in the Case School pre. However, when the researcher
investigated these commonalities further he found no relationship between the beliefs
and the section type.
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7.6. Exploring differences between the Different Groups within the Different
Sections

As explained in the quantitative data analysis section (section 4.8.2.2), Mann-Whitney
is used to compare whether the different personal attributes (Nationality, Committee
Membership, Age, Years Worked in the School, Always Worked in a School, Worked in
other Technical Education Schools) effect the beliefs of the staff of the different

sections.

This section aims at presenting how many beliefs are shared between the different
individuals regardless of their personal background. It will discuss the number of beliefs
affected at each stage; however the interested reader could view appendix 8 to 11 for
the similarities and differences.

7.6.1. Prior To Implementing the Performance Measurement System

In the Case School, 3 attributes are found to affect the Academic Sections’ beliefs, 4
attributes affect the Mechanical Sections’ beliefs, and 3 attributes affect the Electrical
Sections’ beliefs. 5 or fewer differences in beliefs caused by an attribute were
considered to happen by chance (type 1 error) and were ignored. Nationality and
committee membership seem to influence the beliefs in all three different types of
sections. Nationality has the most impact on beliefs. In total, it affects 24 beliefs, of
which 6 of them are common between Electrical and Mechanical Sections, and another
3 are common between the Electrical and Academic Sections. For those beliefs that
are common, staff from the same nationality agreed about the same belief across the
different sections.

In the Control School, 1 personal attributes seemed to influence the Academic
Sections’ beliefs, no attributes affected the Mechanical Sections’ beliefs, and 4
attributes affected the Electrical Sections’ beliefs. The attribute “Worked in other
Technical Education Schools” was the only attribute that influenced both Academic and
Electrical Sections where 8 beliefs were affected, with 2 of them being common for
Academic and Electrical Sections. Again for those beliefs that were common, staff who
worked in other Technical Education Schools agreed about the same belief across the
different sections.
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Appendix 8, lists 67 cultural beliefs of the original 101 beliefs that seemed to be
affected by the personal attributes (before removing/ignoring the beliefs that suffer from
type 1 error). Of the 67 beliefs, 8 suffered from type 1 error, therefore reducing the
number of cultural beliefs that were affected by personal attributes to 59 beliefs. Of the
8 beliefs that suffer from type 1 error, 1 belief in italic was found to be influenced by the
type of section (“The School rewards by giving gratitude certificate” as shown in Table
30) i.e. bringing the total that were influenced by either the section type or personal
attributes in appendix 8 to 60 beliefs (52 affected by personal attributes only, 7 affected
by both personal attributes and type of sections, and 1 affected by the type of section
only). Therefore, the total number of beliefs that were influenced by personal attributes
(Appendix 8) and type of section (Table 30) was 52+14=66 beliefs. Therefore, one can
conclude that the different section types and groups within them share similar beliefs in
35 cultural beliefs (see Table 31 below). It could be either a consensus in the 35 beliefs
(or just some of them) or diversity in beliefs between the different groups within the
different types of sections. However, there are disagreements in the remaining 66
beliefs indicating that the school has fragmented subcultures where their members
agree on few beliefs or on a single belief. The beliefs that were affected by the
personal attributes are in bold in appendix 8.

In a similar manner to appendix 8, appendix 9 lists 51 cultural beliefs of the original 101
beliefs that seemed to be affected by the personal attributes (before removing/ignoring
the beliefs that suffer from type 1 error). Of the 51 beliefs, 17 suffered from type 1 error,
therefore reducing the number of cultural beliefs that were affected by personal
attributes to 34 beliefs (28 affected only by personal attributes, and 6 affected by both
personal attributes and type of section). Therefore, the total number of beliefs that were
influenced by personal attributes (appendix 9) and type of section (Table 30) is
28+15=43 beliefs.

Therefore, one can conclude that the different section types and groups within them
share similar beliefs in 58 cultural beliefs (see Table 31 below). It could be either a
consensus in the 58 beliefs (or just some of them) or diversity in beliefs between the
different groups within the different types of sections. However, there are
disagreements in 43 beliefs indicating that the school has fragmented subcultures
where their members agree on a few beliefs or on a single belief. The beliefs that are
affected by the personal attributes are in bold in appendix 9.
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From the previous two paragraphs, one can conclude that the Control School has a
stronger culture (58 beliefs are not affected by any personal attributes) than the Case
School (only 38 beliefs are not affected by any personal attributes).

Note that this conclusion covers Heads of Sections, and Teachers occupational levels
only and does not take into account the Strategic Apex, Techno-element and Support
staff, which were not included due to lack of significantly enough samples to make a
statistical conclusion.

7.6.2. Post Implementing the Performance Measurement System

Appendix 10 shows the 56 cultural beliefs affected by personal attributes (in bold) in
the Case School post the implementation of the BSC. Of the 56 beliefs, 10 beliefs are
also affected by the section type (in bold and italics). 2 other beliefs are affected by
the section type only “In the school the management assumes that the staff are self-
motivated and need to be challenged and channelled, not controlled” and “People
(management, teachers, staff) in the school view each other in a very particularistic
way as whole person”, which the second is italicised in appendix 10. Therefore, the
total number of beliefs either affected by personal attributes or section type is 101 —
(56+2) = 43 beliefs. The beliefs that are not affected are shown in Table 31.

Appendix 11 shows 65 beliefs that are affected by the personal attributes (in bold) in
the Control School. Of the 65 beliefs, 9 beliefs are affected also by the section type
(bold and italicised). One other belief (italicised) is affected by the section type “Work
to me is a higher priority in comparison to myself-interests”. Therefore, the total number
of cultural beliefs affected by the personal attributes and section type is 65 + 1 = 66
beliefs and the total number of beliefs that are not affected is 101 — 66 = 35 beliefs.
The beliefs that are neither affected by the personal attributes or the section type are
listed in Table 31.

7.7. Comparing Beliefs across the different Occupational Levels

This section shows the number of beliefs that are shared (integrated), differentiated, or
fragmented among the different occupational groups. The findings presented here are
based on descriptive statistics rather than inferential ones as the number of
respondents in some groups is small (Table 14).
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Table 31 presents all the beliefs studied and indicates with (\/) those beliefs that are
shared among the different occupational groups. Appendix 12 presents in detail the
analysis findings, but here the researcher suffices with shedding light on the key
changes following the introduction of the Performance Measurement System in the
schools:

Case School
e Increase in the number of beliefs that are commonly shared by all occupational
levels from 45 beliefs in pre to 53 beliefs in post.

e Decrease in the opposing beliefs from 44 beliefs in pre to 27 beliefs in post.

Control School

e Decrease in the beliefs that are commonly shared from 63 to 59 beliefs.

e Slight increase in the differentiated and fragmented beliefs.

In addition to Table 31 presenting the beliefs affected by the functional groups it also
synthesises all the comparison findings of the impact of the section type and personal
attributes. The key observation from the synthesis is that there is an increase in the
number of beliefs in the Case School that are not affected, which indicates an increase
in integration. The Control School on the other hand did not maintain its previous level
of integration. In fact, it has worsened due to the differences caused by personal
attributes of which the mechanical sections suffered the most as was explained in the
previous section also in appendix 11.
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Case School Control School

Pre Post Pre Post
. . . Q;\WE &Q;\fh: 2 Q;\fh: &Q;\VDE 9
Cultural Dimensions and Beliefs 355553 & |35I55l5¢e &) |35|55l5¢e| & 35|55(5 &
SS|EE(83 T |88|2E(88| = | (3828|588 2|88 gE|5s <
<ECN8 | 2IRETNI8 | 2] RTNE | 2[R817F8 |2
Assumptions about External Adaptation Issues
Mission
Mission of the school is based upon meeting the needs of the students N N N \
Mission of the school is based upon meeting the needs of the Ministry of o \ \ o
Education
Mission of the school is based upon meeting the needs of the parents N N NN AN
Mission of the school is based upon meeting the needs of other governmental
departments VIV V| VY
Mission of the school is based upon meeting the needs of labour market N N \
Mission of the school is based upon meeting the needs of universities N K \ N
Mission of the school is based upon the school's core competence and what it can NEN NE \ \
offer the society
Means of getting work done
In the school, | have a defined area of control which could include my
subordinates, budget, physical space, and all other resources that were allocated \ v | A \ \ VAW
to me
In the school, no one has a defined area of control such as subordinates, budget, o A A
physical space, or any other resources
If | have a defined area of control, | would be insulted to be given advice in that \/ \ \
area
Means of Staff Performance Measurement
The management of the school in assessing (evaluating) the staff focuses on hard NEN \ \ \
evidence such as written evidence, statistical data and analysis
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Case School Control School

3
©

T

3
©

Post r Post

Cultural Dimensions and Beliefs

Affected by
Section Type
Personal
Attributes
Occupational
Level
Not Affected
Affected by
Section Type
Personal
Attributes
Occupational
Level
Not Affected
Affected by
Section Type
Personal
Attributes
Occupational
Level
Not Affected
Affected by
Section Type
Personal
Attributes
Occupational
Level

Not Affected

The management of the school in assessing (evaluating) the staff focuses on soft
evidence e.g. walking around and talking to people

2

2
2
2

2
2
2

Gathering Information about Performance Mechanism

The school conducts formal research to know its performance N \ N \
The management of the school senses from different sources e.g. being told by a

stakeholder or observing trends in the society to know the performance of the v v v v
school

Assumptions about Internal Integration Issues

Common Language

The vocabulary people in the school use to communicate (e.g. terms, humour,

procedures e.g. rewards, punishment) with each other leads to a lot of \ \ \ S
misunderstanding

Groups

The school has groups in which outsiders are treated with hostility or indifference o
whereas insiders become privy to some more secret assumptions

Influence and Power

Influence, control and authority in the school is based on Personal characteristics Al
and track records e.g. ability to negotiate, survive with your ideas, convince

Influence, control and authority in the school is based on Formal rank and job \ \
description

Influence, control and authority in the school is based on the network of support N VR
and alliances

Influence, control and authority in the school is based on expertise and knowledge N N \

Influence, control and authority in the school is based on access and control of N N NERE
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Case School Control School

Pre Post Pre Post
. . . Q;\WE &Q;\‘h: 2 Q;\‘h: &Q;\VDE 9
Cultural Dimensions and Beliefs 3RI55|S| 8 135|558 81 (3555 S| 8 [35|5%(2¢ 8
SS(a8|S E (85 a8 3 E 5S5|o2|83| E[5S5|a8|8a| &
£5185(37| 3 |85(e5(3| 3| |85(85(37| 3 |85|e (57 3
<ECN8 | 2IRETNI8 | 2] RTNE | 2[R817F8 |2
| agendas
Influence, control and authority in the school is based on control of rewards \/ N \/ \/
Influence, control and authority in the school is based on ability to coerce, block, o \ o
interfere, or punish
Formal Rank
Formal rank in the school is based on personal background e.g. family N N N R
Formal rank in the school is based on education credential N N VIV MR
Formal rank in the school is based on loyalty K N N R
Rewards for
Rewards either tangible or intangible in the school are given for loyalty N R \ \
Rewards either tangible or intangible in the school are given for successful N N \
performance of whatever jobs were allocated by higher authority
Rewards either tangible or intangible in the school are given for demonstrating Al N
high performance in the main job
Rewards either tangible or intangible in the school are given for doing jobs other \
than the main job
Rewards either tangible or intangible in the school are given for adhering to the Al A NEY N
school's procedures
Rewards either tangible or intangible in the school are given for adhering to the
employment regulations either set by the ministry of education of civil service v v v v
bureau
Rewards by
The school rewards by the financial incentive at the end of the year N N N N NEEE
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Case School Control School

3
©

T

3
©

Post r Post

Cultural Dimensions and Beliefs

Affected by
Section Type
Personal
Attributes
Occupational
Level
Not Affected
Affected by
Section Type
Personal
Attributes
Occupational
Level
Not Affected
Affected by
Section Type
Personal
Attributes
Occupational
Level
Not Affected
Affected by
Section Type
Personal
Attributes
Occupational
Level

Not Affected

The school rewards by other tangible rewards e.g. desk, computer, resources

<]
< |
<]
< |
< |

The school rewards by promotion to a higher ranked position N

2|

The school rewards by giving gratitude certificate N

<
2|2 (<]
2|2 (=2 ]=2]

The school rewards by verbal thanking N R

The school rewards by nomination to attend a course or join a committee outside J A \
the school

The school rewards by other forms of intangible rewards e.g. bigger project, NI
asked to join a committee in the school or to participate in an activity, etc

Action for

The school takes action against staff who break the employment regulations \
either set by the ministry of education or civil service bureau

The school takes action against staff who break the school's procedures

The school takes action against staff who can not control their classrooms N

The school takes action against staff who does not achieve high performance in
their main area

<2
2 |2 2
<2
2]
<2

The school takes action against staff who does not accomplish whatever jobs
were allocated to the person by higher authority

2| 2 [ 2 |<2]1=2

The school takes action against staff who does not meet specified targets

< |
< |

Action by

When action is taken against a member of staff, the school gives a warning letter N N N

When action is taken against a member of staff, the school admonishes the N \/ \/ \/ \/
member of staff

When action is taken against a member of staff, the school halts in position N v \
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Case School Control School

3
©

T

3
©

Post r Post

Cultural Dimensions and Beliefs

Affected by
Section Type
Personal
Attributes
Occupational
Level
Not Affected
Affected by
Section Type
Personal
Attributes
Occupational
Level
Not Affected
Affected by
Section Type
Personal
Attributes
Occupational
Level
Not Affected
Affected by
Section Type
Personal
Attributes
Occupational
Level

Not Affected

When action is taken against a member of staff, the school deprives the staff from
projects and important tasks

2
<2

When action is taken against a member of staff, the school ends the contract of o NN N
the staff or transfer him to another school

< | =

Norms of Intimacy

Relationships in the school are friendship and familial relationships N N N
Relationships in the school are mainly work relationships N

Assumptions about Space and Time

a. Assumptions about Space

Distance and Relative Placement

Managers in the school have an open-door policy N

2|2

Staff are allocated working spaces that others do not share simultaneously N

2|2
2|
2
2|2

The Symbolic of Space

Space allocation to staff symbolises status, position, or power N N N

Space allocation to staff symbolises perceived importance of the job N V| A \

Space allocation to staff symbolises the needs of the job v \

The Symbolic of Resources

Resource allocation to staff symbolises status, position, or power N \ v
Resource allocation to staff symbolises perceived importance of the job N

2|2
22| 2] =l e <

Resource allocation to staff symbolises the needs of the job N N N

Body Language
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Case School Control School
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Post r Post

Cultural Dimensions and Beliefs

Affected by
Section Type
Personal
Attributes
Occupational
Level
Not Affected
Affected by
Section Type
Personal
Attributes
Occupational
Level
Not Affected
Affected by
Section Type
Personal
Attributes
Occupational
Level
Not Affected
Affected by
Section Type
Personal
Attributes
Occupational
Level

Not Affected

Managers in the school welcoming/greeting gesture is very warm, indicating
closeness and happiness in meeting you

2
2
2
2
2
2
2

In the school dressing style reflects position, power, and status N

<_|
2|
pa
< |

b. Assumptions about Time

Time Orientation

The people in the school are living in the past reflecting on the good old days
assuming things worked out then and must be good enough to work now and in
the future

The people in the school worry only about how to get the immediate tasks done

The people in the school worry mostly about the near future e.g. mid-term results
or end of term results

2 | 2 |2 <

The people in the school worry about the long-term e.g. by investing heavily in N
research and development, training, infrastructure, etc

Monochronic and Polychronic Time

In the school, time is divided into slots where only one task is performed at a time v | R \ R
In the school, the emphasis is placed on what has been accomplished within a S N N N
phase e.g. semester, month, a year rather than short time slots

Planning Time and Development Time

In the school, time for accomplishing things is tied to targets, milestones, or
deadlines which are specified in advance and related to external deadlines like \ \ S v Y
labour market needs

In the school, time for developing and accomplishing tasks is characterised by

"things will take as long as they will take" as things can not be speeded up or V|V \ \ \
slowed down
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Case School Control School

Pre Post Pre Post
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Temporal Symmetry and Pacing

In the school, | need to collaborate and work with other staff who work at different \/ \/ \ \/ \/
time pace from mine

Assumptions about Reality and Truth

Physical Reality

If there is a disagreement between two teachers (staff) about the accuracy of a

machine/equipment, they will resolve the disagreement by testing the \ \ \ v |V
machine/equipment

Social Reality

If a decision is to be made and there is a disagreement between two options, the S Al
most experienced person will decide on the best option

If a decision is to be made and there is a disagreement between two options, the N
decision will be based on the majority vote

If a decision is to be made and there is a disagreement between two options, the

person with the highest authority will decide M MR v
Individual Reality
| trust elder-statesmen experiences in the school NEAR N v \
: do not trust anyone experience in the school unless it (the argument) is proven N N N N
0 me

Moralism and Pragmatism

When the way of doing a specific thing e.g. teaching at the board with chalk is

questioned and a new approach is proposed, the attitude you take is "Why do we \ v \ vV
need to change! It has always been done this way"
When the way of doing a specific thing e.g. teaching at the board with chalk is N NI \ \
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Pre Post Pre Post
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questioned and a new approach is proposed, the attitude you take is "Our
headmaster/head of section wants to do it this way"

When the way of doing a specific thing e.g. teaching at the board with chalk is
questioned and a new approach is proposed, the attitude you take is "This v v \ \
decision belongs to the curriculum department, other departments or committees"

When the way of doing a specific thing e.g. teaching at the board with chalk is

questioned and a new approach is proposed, the attitude you take is "We debated J . . o
the new approach, committees studied it, and the approach is still sound, so we

will do it"

When the way of doing a specific thing e.g. teaching at the board with chalk is

questioned and a new approach is proposed, the attitude you take is "Let's try it \ \ \ \

out this way (i.e. the new approach) and evaluate how we are doing"

When the way of doing a specific thing e.g. teaching at the board with chalk is
questioned and a new approach is proposed, the attitude you take is "Our v v v v
research shows that this new approach is the right way to do it"

What is Information?

The information | provide other functional groups are fully understood N

2|2

Other functional groups act exactly according to the information | provide them

Assumptions about Human Nature, Activity, and Relationships

Nature of Human Nature (Theory X, Theory Y, and Theory Z)

In the school the management assumes that the staff are lazy and must therefore Al B
be motivated with economic incentives and controlled by constant surveillance

In the school the management assumes that the staff are self-motivated and need \ NE
to be challenged and channelled, not controlled
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Case School

Control School

Cultural Dimensions and Beliefs

3
©

T

Post

3
©

T

Post

Affected by
Section Type
Personal
Attributes
Occupational

Level

Not Affected

Affected by
Section Type
Personal

Attributes
Occupational

Level

Not Affected

Affected by
Section Type
Personal
Attributes
Occupational

Level
Not Affected
Affected by
Section Type
Personal
Attributes
Occupational

Level

Not Affected

In the school the management assumes that the staff are motivated by the need
to relate well to their peers and membership groups

<

<
<_

In the school the management assumes that the staff are difficult to manage as
they always adapt in relation to what they have been told

Appropriate Human Activity

The attitude in the school towards the problems it faces e.g. weak students or
students vandalism is "we can do something about them"

The attitude in the school towards the problems it faces e.g. weak students or
students vandalism is "we can do nothing about them and have to live with it"

The attitude in the school towards the problems it faces e.g. weak students or
students vandalism is "we can do nothing about them now, but we will develop
ourselves to deal with the situation"

Individualism and Groupism

In the school, if a group/committee worked on a project, the group will present
their achievement as a group

In the school, if a group/committee worked on a project, each member tries to
outshine others by showing his own accomplishment

Power Distance

If | have an issue or idea | can go straight to the management of the school to talk
to them about it

Basic Characteristics of Role Relationships

People (management, teachers, staff) in the school view each other based on
stereotypes e.g. on job type, religion, nationality, etc
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Case School Control School
Pre Post Pre Post
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People (management, teachers, staff)in the school view each other in a very I I . | . .
particularistic way as whole person
Social rewards such as status, task and project allocation are assigned on the N N
basis of the person's background, family, religion, nationality, etc.
Social rewards such as status, task and project allocation are assigned on the S o o
basis of the person's accomplishments
Activity Orientation
Work to me is a higher priority in comparison to my family or having a family v [ v [ N R
Work to me is a higher priority in comparison to myself-interests N NEREE VIV N
Total 14 |59 | 56 | 14 | 12 | 55 | 48 | 22 15 (34|38 |38 |10 | 65|42 | 20

Table 31: Summary of the beliefs affected and not affected by Section Type, Personal Attitude, and Occupational Level
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7.8. Conclusion

Statistically, the researcher can assert that there is an increase in the number of beliefs
that are not affected by the functional area, background, or occupational level of staff.
This in effect leads to the conclusion that the culture of the Case School has
strengthened and become an integrated culture.

Both the descriptive and statistical evidence also suggests the culture has changed as
follows:

1. Result/target oriented as the school conducts formal and objective research to
know its performance (see pages 217, 220 and 239).

2. Rewards and punishment linked to performance in one’s area (see pages 217,
220, 240, 386 and 387).

3. Resource distribution symbolises the needs of the job (see pages 242 and 389).

4. Closeness and groupism as managers show more happiness in meeting staff,
and staff who work on projects present their achievements as groups (see
pages 218 and 220).

5. Consideration for more key stakeholders (see pages 210 and 384).

6. Concern primarily for students elicited from mission, goals, and staff
performance criteria (see pages 210 and 401 to 417).

7. Initiative for objective continuous improvement elicited from changes in goals
and means of measuring performance measurement (see pages 210 and 401
to 417).

8. Pragmatism in making decisions through the use of researches and taking
expert’s opinion on board (see page 245).

9. Staff become more of self-motivated (see page 392) and an increase of work
status to staff in comparison to their self-interests (see page 393).

This chapter has presented the findings from the questionnaires and chapter five
presented the qualitative findings. Both chapters showed that following the introduction
of the performance measurement system the school has become more focused on the
needs of students and more objective and result oriented. It has also increased
motivation and eagerness for improvement, etc. The next chapter will bring together
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the different findings (qualitative and quantitative) and will link them to the different
measures implemented in the school. It will compare the synthesised findings of the
changes observed in the case with those observed in the Control School. Moreover, it
will reflect on the conclusion in the light of the existing literature on the topic.
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8. Discussion Chapter

“Questions (Concerning strategic alignment with objectives) can only be answered by
analysing the activities that are needed to attain objectives” Peter Drucker in Lawson et
al. (2003; 26)

8.1. Introduction

This research was set to investigate whether organisational culture would change with
the introduction of a performance measurement system (PMS). It aimed at answering
the following research questions:

1. How would introducing a performance measurement system impact on

organisational culture?

2. What culture manifestations (practices and forms) and basic assumptions
(cultural themes) would change by the introduction of a performance

measurement system ?

3. To what degree would the culture manifestations and basic assumptions
change?

4. What lessons for practice can be learnt from developing and deploying the
Performance Measurement System in a government department in the Middle
East.

A unique methodology was used in this exploratory research; quasi-experiment and
action research methodology. The cultures of two schools were studied prior to
introducing a performance measurement system in one of the schools. Almost 18
months after introducing the performance measurement system in the Case School the
culture in both schools was examined again. Forty interviews were conducted in total;
twenty interviews in each school between the pre and post stages. Questionnaires
based on Schein (2004) understanding of culture were administered following each
stage of interviews. The interviews were analysed using theme analysis and the
guestionnaires were analysed statistically using Mann-Whitney and Kruskal-Wallis and
descriptively. Chapter 7 presented the quantitative findings from the case and Control
Schools pre and post introducing the PMS whereas chapter 6 presented the qualitative
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findings. There were differences found between the culture of the Case School and the
Control School. However, these findings were presented earlier in isolation from each
other. This chapter looks at affirming the interview findings by comparing them with the
qguestionnaire findings. It then visits the classifications of intended and unintended
impacts and synthesises the findings of this research into the matrix. The chapter then
discusses whether other performance measurement frameworks would yield the same
results obtained using the (adapted) Balanced Scorecard. Moreover, it will reflect on
the introduction of the Balanced Scorecard in the school, dividing it into factors relating
to the development of the Balanced Scorecard, creating the PM Team and drivers for
the implementation and use. Finally, the chapter discusses the limitations of this
research and identifies future research areas.

8.2. Answers to research questions 1, 2and 3

The main conclusion (answer to question 1) from this research points out that

implementing a performance measurement system in an organisation creates a
stronger culture (integrated) that is characterised by a wide consensus and consistency
in both behaviour and values.

Figure 31 in chapter 6 shows how the main cultural themes in the Case School became
shared after introducing the performance measurement system in the Case School
specifically, Concern for Students, Transparency, Fairness, Appreciation and
Motivation and Family and Bringing Staff Together. Moreover, Development and
Improvement, Accountability, Autonomy and Concern for Staff are shared by almost all

groups.

Integration of the culture was also observed in the questionnaire findings. The
statistical analysis showed that the number of beliefs affected by Personal Attributes
such as nationality, age, number of years worked in school, membership of
committees, etc (see section 7.6), Section Type (see section 7.5), and Occupational
Level (see section 7.7) reduced to a total of 79 from 87 beliefs in the pre.

The next sub-sections answer the research questions in particular guestion 2 and 3. As

the answers are interlaced, they will be discussed in themes (as introduced in the
interviews findings). Values and beliefs (interviews and questionnaire findings), and
manifestations such as espoused values, practices and forms (interviews,

questionnaire findings, and Performance Measures) will be embedded in the
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discussion of the theme. Only the main themes that emerged or changed and were
discussed in the qualitative findings chapter will be discussed here.

The figures presented in this section synthesise the key changes observed in the
interview findings from pre to post, values and beliefs that confirm them from the
questionnaire findings and the KPIs that are believed to have led to the changes.
Figure 52 below provides the key for Figure 53 to Figure 65.

Figure 52: Key of the Themes Synthesis

Key changes fo_und qualitatively Theme Confirming \_/alqe and belief Degree of change
about the practices and forms name y found quantitatively and shared-ness

Comments about a group of
beliefs or non confirming beliefs

8.2.1. Concern for Students

Concern for students strengthened and became shared across all the occupational
groups interviewed. Opposing beliefs and ambiguity around the theme reduced as a
result, too (Figure 30 and Figure 31 in interview findings). In the Control School the
theme also strengthened, but not to the same extent. Confirming the findings of the
interviews, the beliefs related to concern for students in the questionnaire (and are
different from the Control School) are presented in the figure below in red. The
questionnaire findings show that there is consensus on the goals of the school by all
the different occupational groups. Mission is based on students needs and also shared
by all. Rewards for, and action by, changed and are related to work done for students.
Staff psychological contracts are geared towards improving student outcomes and are
aligned with the same performance measures used by the school to evaluate them.
These changes which occurred in the Case School could be linked easily to the
performance measures set (see the figure below for performance measures related to
changes in the concern for students theme).

The improvement in this theme and other themes like concern for staff and familial
relationship (shown in Figure 31) are signs of strategic alignment and having unified
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language throughout the school as they were part of the school's strategic goals (given
in chapter 5 — Design of Performance Measurement System). The findings also show
that the culture of the school became more integrated as more groups shared common
beliefs.

8.2.2. Fairness

Manifestations related to this theme are mainly about assignment of jobs, influence,
rewards and punishment. The theme strengthened in both schools. In fact, in the
Control School the theme is more salient than in the Case School. However, the key
difference between them is that the theme both qualitatively and quantitatively
(descriptively and statistically based on the beliefs used in the questionnaire) is shared
among the staff of the Case School whereas not in the Control School. This finding
also confirms the integration and consensus observed in the Concern for Students
theme. In the Control School confusion about the theme and different belief statements

in the questionnaire exists.

This change in culture is linked also to the Case School's strategy in particular
"Applying healthy and clear system of incentives and motivation" and as part of
monitoring this goal the school developed a questionnaire for staff, which is shown in
appendix 15.

This also confirms that performance measures assisted in achieving the goals they

were set to measure.
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Structural changes

e Performance measurement committee

¢ HoS deals with students behavioural issues

e Teachers to supervise at section gate

¢ Discipline committee e Technical committee split

e Student committee ¢ Talented students committee

¢ Industrial training committee

Formal Practices

¢ Attendance is emphasised

¢ Monitoring performance and diagnosing the situation

e Rewarding those who improve attainment

e Controlling the classroom is a must

e School management requested HoS not to leave their students
even if they were called by a higher person

e Checklist for measuring staff performance

e Analysis of exam results to be used in planning

e Listening to students complaints

¢ Rewards for improving the students attainment

¢ Punishment is given for who don't teach properly

¢ Open day was moved to be held in sections

Informal Practices

¢ Football league

Physical Arrangements

e Educational support hall for teaching using simulators and self-

Concern for
Students

learning
e Gardens o Water filters
¢ New toilets ¢ Replacement of entrance decoration

(Number of students in employment in related areas to their school study / total number of graduates) * 100

L[]

¢ (Number of students in further and higher education with an average over 2 / total numb

* ((Student average at the end of current semester — student average at the end of last semester) / student
average at the end of last semester) * 100

¢ (Number of students satisfied with their teachers encouragement / total number of students) * 100

¢ (Number of teachers satisfied with the students behaviours and attitude / total number of teachers) * 100

¢ Image survey

e (Number of students involved in sport activities / total number of sport activities) * 100

¢ (Number of plans based on analysis of evaluation results / total number of plans) * 100

e (Number of dirty classrooms and premises / total number of classrooms and premises) * 100

¢ (Number of aids relevant to the values the school intends to spread / total number of aids) * 100

e Number of aesthetics additions

Consensus on goals:

e develop the students’ knowledge and skills to satisfy the requirements of the labour market,
¢ develop the students to be good citizens, and

¢ develop the quality of the educational process

Misginn of the achonol is hased nn meetina the needs of stiidents +ve ranae. shared hv all

+ve mode. affected by OL
+ ve mode, affected by PA

Rewards are given for:
¢ high performance in the main job,
e adhering to the employment regulations

Actions against staff are given for:
9 9 +ve range, shared by all

e breaking the employment regulations and the school’s procedures,

+ ve mode & range, affected by OL

¢ not achieving high performance in main area, “ve mode & range. affected by PA

¢ not meetina specified taraets |

Actual staff performance measures are:
e teaching and Interaction with the students,
e students’ results, and

e accomplishing whatever jobs by higher authority Agreement between actual and aspired

performance measures indicate alignment

Aspired staff performance measures are: between the organisation and staff

e teaching and Interaction with the students,
e accomplishing whatever jobs by higher authority, and
e education, knowledae and experience

¢ (Number of staff satisfied with follow-up to students behavioural, social and psychological problems /
total number of staff) *100

¢ (Number of use of each method / total number of uses) * 100

e (Number of students satisfied with each method / total number of students) * 100

¢ (Number of students satisfied with the teaching methods / total number of students) * 100

¢ (Number of students satisfied with formative evaluation / total number of students) * 100

¢ (Number of students satisfied with the level and type of home-work / total number of students) * 100

¢ (Number of students satisfied with activities, relationships, participation, dialogues in classroom / total
number of students) * 100

¢ (Number of student satisfied with the school environment / total number of students) * 100

¢ (Number of uses per source “measured in periods” / total number of periods of subject or course) * 100

e Continuous and reaular inspection to the health and safetv nrocedures and facilities in the school

Figure 53: Concern for Students Impacted by PM - Case School
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Structural changes

e Talented students committee

¢ Disabled students follow-up committee.

Formal Practices

e Complete record for each student.

¢ Roles of Social and Admin guides were clarified.

¢ Roles of HoSs clarified.

e Schedule for training (new) teachers.

e Advertisements for students to join committee

¢ Punishment for going to classes late.

e The school magazine.

Informal Practices

e Deputy Headmaster talks to students to encourage
them to raise their issues.

e School provide free remedial classes to students from
poor background.

¢ Deputy Headmaster admonishes students.

Physical Arrangements

e The school's name is written on the students' uniform.

Rituals

e Students' induction day

e School invites distinguished students in end of year
ceremony.

¢ The school management meets HoSs weekly.

Multiple goals the most common are:

e develop the students’ knowledge and skills to satisfy the requirements
of the labour market,

e improve the students’ educational and practical skills, and

e accomplish the aoals of the local communitv

Concern for Rewards are aiven for adherina to the emplovment reaulations |
‘ Students

Punishment is aiven equally to all reasons |

Dispersed actual staff performance measures, the common are:
e teaching and Interaction with the students,
e jobs accomplished for the school management, and

* students’ results No agreement between actual and aspired

performance measures indicating lack of
Aspired staff performance measures are: alignment between the organisation and staff
e teaching and Interaction with the students,

e students’ results and equally Education,

¢ knowledge and experience

Figure 54: Concern for Students - Control School
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Influence, control and authority in the school is based on expertise and knowledge.  +ve mode, shared by all

Structural changes _ _ The school rewards by the financial incentive at the end of the year +ve mode. shared bv all
¢ Meritocratic Assignment in committees and management

board; experience, accomplishments, and performance.

e Any member of staff can nominate themselves to join Formal rank in the school is not based on personal background e.g. family Shared by all
committees.

;A?&eaqtgf:ciﬁgg ftee. Formal rank in the school is usually based on loyalty. +ve mode, shared by all

¢ HoS sections evaluate their teachers

e Sections are evaluated through their added value to the Rewards either tangible or intangible in the school are given for demonstrating high +ve mode
students and are linked to performance data. . performance in the main job. shared by all

¢ No of incentives are given to sections is given relative to their ‘Fa'mess
Sz . The school rewards somewhat by promotion to a higher ranked position Shared by all

e Action is taken against staff who come late or leave early.

e Evaluation from multiple facets

« Evaluation by students results, attendance, students The management of the school in assessing (evaluating) the staff focuses on hard evidence  +ve mode
questionnaire, feedback from peer staff, evaluation by MoE such as written evidence, statistical data and analysis. shared by all
personnel.

* Standardised mechanism for evaluating sections Resource allocation to staff symbolises the needs of the job +ve mode, shared by all

¢ Rewards and rewarding through clear written criteria

¢ Allinfluence statements are not affected by any attribute which indicate fairness

e Equity in rewards for indicates evaluation from multiple facets for evaluation

e Action against staff are affected primarily by personal attributes in particular "committee membership",
which could indicate fairness as staff who joined committees understand the reasons better than others

e (Number of staff satisfied with the distribution of incentives / total number of staff) * 100 e (Number of aids relevant to the values the school intends to spread / total number of aids)
¢ (Number of staff satisfied with social and work relationships / total number of staff) * 100 *100
e Number of transfers from the school e Number of aesthetics additions
e Number of transfers to the school ¢ (Number of students satisfied with the teaching methods / total number of students) * 100
¢ ((Student average at the end of current semester — student average at the end of last ¢ (Number of students satisfied with formative evaluation methods/total number of students)
semester) / student average at the end of last semester) * 100 *100
¢ (Number of students satisfied with their teachers encouragement / total number of students)  (Number of students satisfied/total number of students) * 100
*100 ¢ (Number of students satisfied with activities, relationships, participation, dialogues / total
e (Number of dirty classrooms and premises / total number of classrooms and premises) * 100 number of students) * 100

Figure 55: Fairness Impacted by PM - Case School
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8.2.3. Accountability

In accordance with the interview findings, beliefs regarding objective performance
evaluation strengthened, particularly in evaluating the staff performance (mode= 5) and
in assessing the school performance where statistical difference was found using the
Mann-Whitney analysis. Moreover, the findings from the questionnaire confirm that
rewards were given to staff who achieved their set target in improving the students'
outcomes (mode=4) and to those who adhered to the employment regulations
(mode=4). In Accountability, action against staff who did not achieve their specified
targets has shown statistical and descriptive change (mode=4).

In the Control School, neither the same forms nor practices that were evident in the
Case School were mentioned in relation to accountability.

This increase in the degree of accountability was reported as an impact/purpose of
performance measures by Wisniewski in Scotland (1998).

8.2.4. Autonomy

Autonomy is the forth salient theme in the Case School whereas it is the third in the
Control School. Congruent with the interview findings there was a change in the degree
of influence based on expertise and knowledge in the questionnaire findings. Moreover,
there was a decrease in centrality in decision making. Nonetheless, other findings were
not confirmed. One reason could be because the performance measures that could
lead to this theme are few in the school.
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Structural changes

e Management board is elected.

Formal Practices

e Evaluation from multiple facets.

e HoSs sit with the students to evaluate their teachers.

e Any member of staff can nominate themselves to join
committees.

e Staff are questioned about their slackness.

e Gratitude certificates to all staff worked hard.

e Evidence required for all work.

e Action is taken against staff who come late or leave
early.

e Work description were distributed to all staff.

e Criteria for incentives were distributed to staff.

Informal Practices

¢ Better evaluation for staff who worked in committees.

Stories

e Argument between a mechanical teacher and an
academic teacher.

e Teacher hit a student in the classroom.

e Student caught cheating.

e Distinguished teacher in maths rewarded by the Prime
Minister.

Jargon

e Distinquished teacher.

Influence, control and authority in the school is based on network of  -ve mode, affected
support and alliances. by PA & OL

Action against staff is mainly by warning letters and admonishment Mostly shared by all

Formal rank in the school is not based on personal background e.g.  Affected by PA & OL
familv |

Formal rank in the school is often based on loyalty.

Affected by PA & OL

1
Affected by PA & OL
I

The management of the school in assessing (evaluating) the staff
focuses on soft evidence e.g. walking around and talking to people

The school rewards somewhat by promotion to a higher ranked position  Shared by all

Fairness é

The management of the school in assessing (evaluating) the staff -ve mode, affected by
focuses on hard evidence such as written evidence, statistical data and pa
analvsis. |

e Influence and power are mostly not effected by any attribute indicating fairness

e Equity in rewards for indicates evaluation from multiple facets for evaluation

e Action against staff are taken against staff equally and usually for all types of
infringements and mostly in not effected by any attribute

Figure 56: Fairness - Control School
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Structural changes

e Technical committee was spilit.

¢ Performance management committee was created.

Formal Practices

e Signature for acknowledgement of decrees

e Attainment committee visits sections

e Technical committee studies sections plans and follow them up.

e Sections are evaluated by their achievements to their plans and
follow up from the management (MBO).

¢ Results and performance data are analysed and discussed in
management meetings.

e Student questionnaire is used in evaluation.

¢ Responses to exams questions are analysed.

e Under performing head of committees are asked to leave.

¢ Questionnaire for staff about the school administration

¢ Folders for staff accomplishments and failures.

e Work duties were distributed to all staff

¢ Using performance indicators.

Physical Arrangements

¢ Dedicating a working space for the financial supervisor.

o Staff, stakeholders (parents, other schools, etc) satisfied with communication/ total number

¢ Difference in % between performance level after training and before training

The management of the school in assessing (evaluating) the staff focuses on hard evidence  +ve mode

such as written evidence, statistical data and analysis shared by all
The school conducts formal research to know its performance +ve mode
Rewards either tangible or intangible in the school are given for demonstrating high +ve mode
- performance in the main job shared by all
. Accountability
1
Rewards either tangible or intangible in the school are given for adhering to the employment o mode

regulations either set by the ministry of education of civil service bureau

The school takes action against staff who does not meet specified targets +ve mode. +ve range

When the way of doing a specific thing e.g. teaching at the board with chalk is questioned and
a new approach is proposed, the attitude you take is "We debated the new approach,
committees studied it. and the aoproach is still sound. so we will do it"

"Space allocation to staff symbolises the needs of the job." Doesn't confirm the Financial
Administrator story for accountability

'When action is taken against a member of staff, the school deprives the staff from projects and
important tasks." Doesn't confirm Autonomy — Doesn't confirm what was stated in the interviews about
removing the head of committee (may be because it is a rare thing). But, this indicate concern for staff
feelings (if this is the case there is inconsistency between the different themes (Accountability and
Concern for staff) they don't go so much together or they go together with governing rules.

Number of students satisfied with the level and type of home-work / total number of students) * 100

Number of student satisfied with the school environment / total number of students) * 100

oX(

¢ (Number of pioneered projects achieving xx% in evaluation/total number of projects) * 100 ¢ (Number of students satisfied with activities, relationships, participation, dialogues / total number of students) * 100
* (
oX(

¢ (Number of students satisfied with the teaching methods / total number of students) * 100

¢ (Number of students satisfied/total number of students) * 100

Number of staff satisfied with the school environment / total number of students) * 100(balance / budget allocated)
*100

Figure 57: Accountability Impacted by PM - Case School
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Structural changes

e Committees follow-up committee.

Formal Practices

¢ Report sent monthly to each member of staff about
their attendance.

e Signature for acknowledgement of decrees

e Sections are evaluated by their achievements to their
plans and follow up from the management (MBO).

e Questioning about weak students' results.

* Responses to exams questions are analysed.

Accountability is less shared theme in the post
assessment (shared by 4 groups) as compared to pre (5

groups)

. Accountability

Rewards either tangible or intangible in the school are given for +ve mode. affected

adhering to the employment regulations either set by the ministry of

education of civil service bureau." Qy%
"The school conducts formal research to know its performance” Affected by PA

"The management of the school senses from different sources e.g. !
being told by a stakeholder or observing trends in the society to know Affected by PA
the performance of the school" |

"The management of the school in assessing (evaluating) the staff !
focuses on hard evidence such as written evidence, statistical data and Affected by PA
analysis"

"The school takes action against staff who does not meet specified +ve mode, shared by
taraets" all

"The management of the school in assessing (evaluating) the staff -ve mode, affected
focuses on hard evidence such as written evidence, statistical data and by PA
analysis." Accountability reduced.

"The school takes action against staff who break the employment
regulations either set by the ministry of education or civil service bureau."
Accountability reduced

-ve mode, shared by
all

Figure 58: Accountability - Control School
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Espoused Values

e Every HoS is a manager in his section

Structural changes

e HoSs are communication link with the management.

Formal Practices

e Sections set their own plans (management by
objectives).

¢ HoSs analyse their data from exams and from surveys.

¢ HoSs nominate teachers for incentives.

e Staff join committees willingly.

e Nominees of committees decide who should be
members if number exceeds the set limit.

e Committee members decide who should lead.

e Committee members approach experienced staff to
join their committee.

Physical Arrangements

¢ Dedicated working space for the financial supervisor.

e Sections organise their workshops and layout of
machinery.

Rituals

e Every section prepares courses for his staff.

. Autonomy

Influence, control and authority in the school is based on expertise and

+ve mode, shared

knowledge. Goes inline with what Autonomy in particular employing staff

o . : ]
to join committees who have experience lQVL
If a decision is to be made and there is a disagreement between two !
-ve mode

options, the person with the highest authority will decide. Also there is
reduction in centrality, which also could highlight autonomy |

¢ "In the school, | have a defined area of control which could include my
subordinates, budget, physical space, and all other resources that were allocated
to me." Autonomy did not increase as claimed in interviews

¢ "When action is taken against a member of staff, the school deprives the staff
from projects and important tasks.” Doesn't confirm Autonomy — Doesn't confirm
what was stated in the interviews about removing the head of committee (may be
because it is a rare thing). But, this indicate concern for staff feelings (if this is the
case there is inconsistency between the different themes (Accountability and
Concern for staff) they don't go so much together or they go together with
governing rules

¢ (Number of plans based on analysis of evaluation results / total number of plans) * 100
¢ (Total number of premises and facilities not suitable for use / total number of premises and facilities in the school) * 100

Figure 59: Autonomy Impacted by PM - Case School
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Inferred Values

e Every HoS is a manager in his section

Structural changes

e Staff join committees willingly.

e HoSs are communication link with the management.

Formal Practices

e HoSs nominate teachers for incentives.

¢ School applies recommendations of Administrative
supervisors.

¢ The school management request students’
performance reports from HoSs.

e Committee members decide who should lead.

¢ Head of committee the members for his committee.

Informal Practices

e Electrical HoS was asked to send a teacher to fix the
network.
Rituals

e Sections prepare ceremonies.

. Autonomy

"In the school, no one has a defined area of control such as +ve mode,
subordinates, budget, physical space, or any other resources". affected by PA

The vocabulary people in the school use to communicate (e.g. terms, +ve range,

humour, procedures e.g. rewards, punishment) with each other leads to  affected by OL
a lot of misunderstanding |

The school rewards by other forms of intangible rewards e.g. bigger !

project, asked to join a committee in the school or to participate in an +ve range,
activity, etc affected by PA
I

Staff are allocated working spaces that others do not share +ve mode, affected by
simultaneously PA,OL, ST

¢ "In the school, | have a defined area of control which could include my
subordinates, budget, physical space, and all other resources that were
allocated to me." Autonomy did not increase as claimed in interviews

¢ In the school, no one has a defined area of control such as subordinates,

budget, physical space, or any other resources. Autonomy did change as
claimed in the interviews.

¢ Influence, control and authority in the school is based on expertise and
knowledge. Autonomy did change as claimed in the interviews.

Figure 60: Autonomy - Control School
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8.2.5. Transparency

In agreement with the findings from the interviews, beliefs relating to influence, formal
rank, rewards and punishment are shared across the Case School as found
statistically.

In the Control School on the other hand the beliefs congruent with the interviews
findings are affected by the different factors (personal attributes, occupational level,
and section type). The comparison between the two schools shows that performance

measures create transparency and clarity.

This finding (improved and shared transparency) confirms the assertion by Wisniewski
and Dickson (2001) that performance measures assist in articulating and
communicating the strategy and provide guidance about achieving it.

8.2.6. Concern for Staff

Concern for staff is another theme that improved post implementing the PMS in the
Case School. The main beliefs in the questionnaire that could predicate power distance
did not change as claimed in the interviews. This to the researcher was a surprise,
which necessitated looking for further evidence. Indirect evidence is that action
depriving staff of important tasks lessened, meaning that the school cares about the
staff's feelings. Moreover, meeting staff needs for courses is done using formal
research and assessing staff performance objectively. These two findings are in line

with what was said in the interviews.

In the Control School, concern for staff also improved and opposing beliefs about it
reduced. On the improvement side, action by admonishment confirms the findings from
the interviews. However, other beliefs did not reduce or change like the belief about
stereotyping, which links directly to the story of quarrelling teachers about who is
superior.

The take away from this comparison is that the Case School besides being ‘nice’ to its
staff is more geared towards satisfying their needs based on objective measures
whereas the Control School is merely focusing on being ‘nice’ to its staff.
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Espoused Values

e Open door policy

Structural changes

e Election for management board membership.

¢ Unifying the sources of information for similar requests
of data.

e A website was created.

Formal Practices

o Staff know why rewarded staff in their sections
received incentives.

e Circular with the list of committees' members is
distributed to all sections.

e Staff are required to sign for receiving documents.

e 3 to 4 circulars are distributed a day.

o Staff list the committees they would like to join and the
count is done in the Learning Resources Centre.

Rituals

¢ Announcement of who received financial incentives
and who received gratitude certificates.

. Transparency

The vocabulary people in the school use to communicate (e.g. terms,
humour, procedures e.g. rewards, punishment) with each other leads to
a lot of misunderstanding.

The information | provide other functional groups are fully understood

Influence, control and authority in the school is based on Formal rank

Affected by OL

Affected by OL

and job description +Vve range affected by PA

¢ Transparency could be inferred also from consensus in many beliefs

e (Number of staff satisfied with social and work relationships / total number of staff) * 100
¢ Number of transfers from the school
¢ Number of transfers to the school

e (Number of staff satisfied with the distribution of incentives / total number of staff) * 100

o Staff, stakeholders (parents, other schools, etc) satisfied / total number

¢ (Number of cultural, educational, art, and technical activities / total number of activities) * 100

e (Number of students involved in cultural, educational, art, and technical / total number of students) * 100
¢ (Number of teachers involved in cultural, educational, art, and technical / total number teachers) * 100

o (Number of staff satisfied / total number of staff) *100

Figure 61: Transparency Impacted by PM - Case School
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Formal Practices

¢ 3 to 4 circulars are distributed a day.

o Staff list the committees they would like to join and the
count is done in the Learning Resources Centre.

¢ Minutes of school management meeting are distributed
and HoSs show them to their teachers.

¢ Flow chart prepared to deal with the students
behavioural issues.

¢ Advertisement for students to join committees.

Physical Arrangements

e Suggestion box.

The vocabulary people in the school use to communicate (e.g. terms,
humour, procedures e.g. rewards, punishment) with each other leads to

: : y
a lot of misunderstanding. Affected by OL

‘Transparency The information | provide other functional groups are fully understoc Shared by all

Influence, control and authority in the school is based on Formal rank
and job description +ve range, shared by all

The school conducts formal research to know its performance Affected by OL

e Most influence statements are not affected by any attribute indicating transparency

¢ "Knowledge about incentives criteria is not shared across the school". Confirms
with the findings from the interviews as the number of groups in post mentioning
their knowledge about incentives in the post is less than the pre

¢ Reasons for taking actions against staff seem to be shared among employees
indicating transparency

¢ "Managers in the school have an open-door policy". In post the belief is effected by OL.

¢ "If | have an issue or idea | can go straight to the management of the school to talk to
them about it". The mode reduced substantially defying what was said in the interviews

Figure 62: Transparency - Control School
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When action is taken against a member of staff, the school deprives the staff from
projects and important tasks.(The mode decreased to 2.5 and also the range
dropped) Doesn't confirm Autonomy — Doesn't confirm what was stated in the
interviews about removing the head of committee (may be because it is a rare
thing). But, this indicate concern for staff feelings (if this is the case there is
inconsistency between the different themes (Accountability and Concern for staff)

Inferred Values

e Courses based on staff needs.
Structural changes

e Discipline committee.

* Teachers to gate watch. they don't go so much together or they go together with governing rules

Formal Practices Concern for Staff

¢ Questionnaire about students' behaviour, facilities, :
transparency, fairness. ‘ Managers in the school welcoming/greeting gesture is very warm, indicating +ve range

* All students problems to be directed to HoSs. closeness and happiness in meeting you. |

Stories

e Teacher stayed in hospital with his father for 3 days If | have an issue or idea | can go straight to the management of the school to talk

e Teacher looking after his mother. to them abhout it

Physical Arrangements

* Garden ¢ "Managers in the school have an open-door policy." Although it is rated as agree,

it didn't increase to confirm the interviews findings.

¢ "If | have an issue or idea | can go straight to the management of the school to
talk to them about it." It didn't change from pre.

¢ (Number of staff satisfied with social and work relationships / total number of staff) * 100

e Number of transfers from the school

e Number of transfers to the school

¢ (Number of staff satisfied with the distribution of incentives / total number of staff) * 100

¢ (Number of dirty classrooms and premises / total number of classrooms and premises) * 100

¢ (Number of aids relevant to the values the school intends to spread / total number of aids) * 100
e Number of aesthetics additions

e (Number of staff participating in each activity / total number staff participating) * 100

¢ (Number of staff satisfied with the activities / total number of staff) * 100

¢ (Number of staff satisfied with the follow-up of students behavioural, social, and psychological problems / total number of staff) *100
¢ (Number of staff satisfied with the school environment / total number of students) * 100

Figure 63: Concern for Staff Impacted by PM - Case School
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Structural changes

e Committee to discuss the cases of cheating students.

Formal Practices

e Circular to announce condolences.

e Training committee.

Physical Arrangements

e Educational guidance and posters.

e Suggestion box.

Stories

¢ A teacher was allowed to travel back to Egypt after 10
days of the start of semester.

e Argument between two teachers (Practical and
Academic)

e |l tempered student in English section was dismissed.

e Teacher has problem with his kids.

e Student prohibited from exam.

When action is taken against a member of staff, the school admonishes
the member of staff.

+ve mode, affected
by PA & OL

‘Concern for Staff If a decision is to be made and there is a disagreement between two
options, the decision will be based on the majority vote

+ve range, d by PA
& OL

People (management, teachers, staff) in the school view each other
based on stereotypes e.g. on job type, religion, nationality, etc

+ve mode, affected
by PA

Managers in the school have an open-door policy

Affected by OL

¢ "Relationships in the school are friendship and familial relationships." —ve

mode and affected by OL.

¢ "If | have an issue or idea | can go straight to the management of the school

to talk to them about it." —ve mode, and affected by OL.

Figure 64: Concern for Staff - Control School
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8.2.7. Eagerness for Development and Improvement

This is the theme that emerged in the Case School. Findings from the questionnaire
confirm those of the interviews. For example, rewards in addition to being given for
improving students outcomes, are also given for doing jobs other than the main job.
This shows that the school strikes a balance between short-termism and long term
goals, which agrees with what was found in the literature and the reason for the

evolution of the balanced performance measurement framework.

Furthermore, the school attitude towards the problem it faces changed; it now thinks
that it can develop to deal with its current issues. Reality is now tested pragmatically,
which is confirmed through using performance measures and checklists for evaluating
students.

Evidence for performance measures to improve development and improvement
willingness was not highlighted in the literature, nor was pragmatism that is considered
part of constructing this theme in this research. The other dimension "Human Nature"
change from type X to type Y was observed by Robson (2004).
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Espoused Values

e We work to develop the school.

Inferred Values

e Competition increased between staff.

¢ |nitiative increased to join the management board.

e Staff self-development increased and willingness to join
courses.

e Collaboration and cooperation increased.

Structural changes

¢ Planning committee

e PM committee.

e Technical committee split.

Formal Practices

e HoSs have folders for teachers' accomplishments and
weaknesses.

¢ Headmaster speech about PM and PM committee.

e Checklist for evaluating students.

e Multiple facet evaluation of teachers.

¢ Incentives for extra work.

e Workshop about PM.

Physical Arrangements

e The school gate and carpentry entrance décors
changed.

Jargon
Distinguished teacher

e ((Evaluation mark after training - evaluation mark before training) / evaluation mark before

training) * 100

¢ (Number of pioneered projects achieving xx% in evaluation/total number of projects) * 100

Eagerness for
Development &

. Improvement

e Difference in % between performance level after training and before training

e (Number of dirty classrooms and premises / total number of classrooms and premises) * 100
¢ (Number of aids relevant to the values the school intends to spread / total number of aids) * 100

¢ Number of aesthetics additions

Rewards either tangible or intangible in the school are given for doing jobs other than
the main job. Confirms what was found in the interviews Shared by all

The attitude in the school towards the problems it faces e.g. weak students or students
vandalism is "we can do nothing about them now, but we will develop ourselves to deal
with the situation"

Increase of rewards goes inline with eagerness for improvement and development in
interviews

When the way of doing a specific thing e.g. teaching at the board with chalk is +ve range
questioned and a new approach is proposed, the attitude you take is "Let's try it out
this way (i.e. the new approach) and evaluate how we are doina". +ve chanae in ranae

When the way of doing a specific thing e.g. teaching at the board with chalk is
questioned and a new approach is proposed, the attitude you take is "Our research
shows that this new aporoach is the riaht wav to do it"

In the school the management assumes that the staff are self-motivated and need to
be challenged and channeled, not controlled

The attitude in the school towards the problems it faces e.g. weak students or students
vandalism is "we can do nothing about them and have to live with it". -ve range

e Increase of rewards goes inline with eagerness for improvement and development in interviews

¢ (Number of staff participating in each activity / total number staff participating) * 100

¢ (Number of staff satisfied with the activities / total number of staff) * 100

¢ (Number of student satisfied with the school environment / total number of students) * 100

e (Number of staff satisfied with the school environment / total number of students) * 100

¢ (Total number of premises and facilities not suitable foe use / total number of premises and
facilities in the school) * 100

Figure 65: Eagerness for Development and Improvement Impacted by PM — Case School
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8.3. Synthesis of the Impacts of Performance Measures and the Contribution of
this Research

Through the discussed themes there are a number of values/beliefs that act as the
bond or the thread for creating consistency across the different themes. These beliefs
only emerged and strengthened in the Case School. In this section, the classification
obtained from the literature review about the impacts of performance measurement is
revisited so that the key outcomes found in this research, which have a substantial
contribution to both theory and practice, could be confirmed and added to it.

Table 32 shows in red the main contributions in relation to the literature. There are two
additions: (1) the key themes that changed and emerged, and (2) the key values/beliefs
that bonded all the themes to create an integrated culture.

In terms of process/procedural intended impacts in Table 32, performance
measures encourage integration of the different elements of the strategy. It was
observed in the Case School that to meeting the staff needs the school provided its
staff with courses. These courses were inline with the school's goals and based on
identified staff weaknesses or the school's future aspirations for the staff.

Another procedural impact is communicating the school's goals and providing guidance
about performance (Transparency). The introduction of the PMS provided the school
with an opportunity to hold workshops and meetings with its staff to communicate the
school's goals. Reports with Performance Measures’ information were discussed in
management meetings and distributed to all sections and key areas in the school.
These reports from time to time pointed to the school's main focus, highlighted the
performance direction and indicated where efforts should be directed.

Furthermore, the school's goals were also communicated indirectly through rewards,
punishment and distribution of resources criteria.

In terms of value/behaviour intended impacts, Goals (also including Key Success
Factors, and Enablers) of the different functional areas were grouped and provided to
them to stress their part in achieving the school's strategic goals (strategic alignment).
Data regarding these functional areas' performances were also collected indicating to
the different functional areas their importance as part of the whole schools' focus.
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Moreover, guidance through discussion about the specific goals and processes took

place in meetings to reinforce these functional areas’ roles.

In terms of process/procedural unintended impacts, performance measures set a
mechanism for frequent consistent evaluation of the school's performance. Moreover, it
initiated rewards and punishments to support the outcome of performance data. Staff
who met their specified targets or those who improved student outcomes received
rewards, whereas those who were less conscientious in their main jobs had remedial

action taken against them.

Accountability was not intended to be an objective behind introducing the PMS in the
Case School. The system was always seen to direct focus, to provide objective
evaluation for school performance and to identify areas of weaknesses. Accountability
was an inherent feature of the PMS. Once the system was in use, staff started feeling
that their performance would eventually be evaluated based on their performance in
their areas of responsibility. For example, once the student questionnaire was
administered teachers felt that the students would evaluate their teaching in the
classroom. The school on many occasions when meeting with the staff stressed that
the measures would be used for assisting them in knowing their weaknesses and to
provide them with support.

Another impact is the process used in selecting staff for the "Prime Committees". The
current criteria are experience and knowledge besides the will, as opposed to the
previous criterion that was based solely on will. Moreover, discussions in meetings now
are based on objective data and diagnoses as opposed to subjective opinions and the
Headmaster's judgment as the only truth at the end of each argument.

In terms of value/behaviour unintended impacts changing the nature of human
nature type from Type X to Type Y was confirmed. Participation and groupism
improved in the school and the school management is closer to staff. The management
dedicate time for visiting the different sections to talk to them and attend section
ceremonies. Moreover, the school's initiative for improvement and development
increased and became a common reason for their unusual actions whether done
individually or in groups. Motivation also increased as the school more readily
appreciates the efforts exerted by the staff either to raise the level of their main work or
to develop other areas further. Rewarding was carried out by many means. The school
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management took extraordinary steps to reward as many people as possible. They
split the typical financial reward into two. These steps made the staff feel more
appreciated and changed their attitude towards their work.

Table 32 also shows in blue the values and processes reported in the literature review
and were confirmed through the research and these are articulating and
communicating the goals of the organisation, providing guidance towards achieving the
strategy, accountability, facilitate learning, creating a unified language, strategic
alignment and enhancing staff motivation.

In practice all the contributions described above are of great importance. In particular,
the outcome of integration as it could be of utmost important to managers and
organisation leaders who work on strengthening their organisation's culture.
Performance measures, therefore is surely one of the tools to be used.
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Intended
Impacts

Unintended
Impacts

Process/Procedural Impact Behaviour/Value Impact

Refine the strategic goals, and integrate the different elements of the strategy Strategic alignment
Concern for staff improved and based on their needs Concern for Students

Fairness
Encourages planning the implementation of the organisation's strategy Consideration for more stakeholders

Articulate and communicate the organisation's goal, and provide guidance
Transparency

Creating a unified language
Provide direction towards achieving the strategy and goals and information for adjustment
Facilitate/provide learning
Organisational Control
Accountability

Benchmarking — Understanding the organisation's competitive position Unite the cultures of merging organisations

Objectivity, Results and Target Oriented Integration of culture
Initiative for development and Improvement

Groupism

Low power distance

Changing human nature from Type X to Type Y

Changing Time Orientation

Pragmatism Enhancing staff motivation

Improving top management commitment

Accountability Tunnel Vision Sub-Optimisation
Myopia Measure fixation

Misrepresentation Ossification

Gaming Misinterpretation

Table 32: The Key Contributions to Theory and Practice
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8.4. Would other Frameworks yield the same result?

The outcomes obtained from this research are a result of introducing the Balanced
Scorecard in the Case School. The question that poses itself here is whether or not
using another framework would yield the same outcomes.

Actually the question has no definite answer. Let me pose anther question first, “Would
the same framework yield the same result in a different context?”. The answer would
depend primarily on the paradigm one comes from. If one is from a positivist paradigm
or critical realism he/she would most probably say “yes”, but if he/she comes from the
action research or interpretivist he/she would say “maybe” or “no”. To the positivist,
systems would encourage specific behaviours, whereas to the interpretivist systems
become part of the context triggering context and individual specific interactions
leading to specific meanings. Whether a positivist (viewing the outcome of this
research as concrete evidence) or an interpretivist aim to benefit from the outcomes of
this research, they could surely assimilate the outcomes from this research to other
contexts. Therefore, one can also say other frameworks similar or sharing similar
aspects to the Balanced Scorecard used in this research could be used to obtain
similar outcomes to the outcomes obtained here.

Referring back to Figure 53 to Figure 65, hypothetically and based on the
manifestations and values, the changes which occurred in the Case School could be
linked back to the performance measures shown in Table 33. The measures fall under
the five perspectives of the adapted Balanced Scorecard: Key Deliverables, Processes
Related to Students, Processes Related to other Stakeholders, Learning and
Improvement and Resources — with some measures seeming to impact on more than
one theme. In other words, measures from all the different perspectives influenced the
change in culture. Therefore, if we look at the key balanced performance measurement
systems (Supportive Performance Measure, SMART Pyramid, Results and
Determinants Matrix and the Performance Prism), we could compare their different
perspectives with the one developed here and suggest that similar perspectives might
change the same themes and values.

The generality of the Supportive Performance Measurement System allows the
measures developed for the Case School to be slotted into the four; internal/external
and cost/non-cost balanced perspectives. However, would developing measures with
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the assistance of the framework yield similar measures to the one developed using the
Balanced Scorecard? This of course is questionable!. The advantage of the Balanced
Scorecard is that it is specific in guiding organisations towards the right thing to do. The
balance in the Balanced Scorecard is not, per se, a Balance in number of measures on
the same continuum as the case with the Supportive Performance Measurement

System. Instead it is a balance in what the focus should be on.

The SMART Pyramid system shares with the Balanced Scorecard the specificity of
perspectives. However, it is short of employee, and learning and improvement
perspectives. Although the original Balanced Scorecard does not cater for employee
satisfaction (Bourne, 2004b), the developed Balanced Scorecard for the Case School
considered employee satisfaction highly, in particular, in Processes for Other
Stakeholders and in Key Deliverables perspectives. Another obstacle in yielding the
same results using the Pyramid is that it was developed for large cooperations and
customising it for a branch of a business unit might include to some degree variability
emerging from the consultant, PM team, and/or the organisational structure. Therefore,
one can conclude that using the Pyramid system might improve concern for students,
accountability and autonomy themes, and objectivity value.

The measures developed for the Case School and listed in Table 33 certainly fall into
Resources Utilisation, Flexibility and Quality of Service and Competitiveness
Perspectives of the Results and Determinants Matrix. The framework like the Pyramid
framework is short of perspectives related to employees, and learning and
improvement. This means again that the framework will impact on some of the themes

such as concern for students, accountability and autonomy.

The last balanced performance measurement system discussed in chapter two is the
Performance Prism. As stated previously, it is the most comprehensive and using it will
undoubtedly yield similar results. Perhaps it will impact on other beliefs due to the bi-
directional relationship with other stakeholders necessitated by the Stakeholders
Perspectives — needs and contribution.
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Perspective

Performance Measures

Impacted on

Concern for
Students

Fairness

Accountability

Autonomy

Transparency

Concern
for Staff

Eagerness for Development
and Improvement

Key Deliverables

((Student average at the end of current semester —
student average at the end of last semester) / student
average at the end of last semester) * 100

v

<

(Number of staff satisfied with social and work
relationships / total number of staff) * 100

(Number of staff satisfied with the distribution of
incentives / total number of staff) * 100

(Number of students satisfied with their teachers
encouragement / total number of students) * 100

<

Number of transfers to the school

NSNS S

(Number of students in employment in related areas to
their school study / total number of graduates) * 100

(Number of students in further and higher education with
an average over 2/ total numb

(Number of teachers satisfied with the students
behaviours and attitude / total number of teachers) * 100

Image survey

Learning and Improvement

(Number of aids relevant to the values the school
intends to spread / total number of aids) * 100

(Number of dirty classrooms and premises / total
number of classrooms and premises) * 100

SESN NS S

(Number of pioneered projects achieving xx% in
evaluation/total number of projects) * 100

(Number of plans based on analysis of evaluation
results / total number of plans) * 100

Difference in % between performance level after training
and before training

Number of aesthetics additions

284




Staff, stakeholders (parents, other schools, etc) satisfied
with communication/ total number

((Evaluation mark after training - evaluation mark before
training) / evaluation mark before training) * 100

(Number of students involved in sport activities / total
number of sport activities) * 100

Process related to other

Stakeholders

(Number of staff participating in each activity / total
number staff participating) * 100

(Number of staff satisfied with the activities / total
number of staff) * 100

(Number of staff satisfied with follow-up to students
behavioural, social and psychological problems / total
number of staff) *100

(Number of cultural, educational, art, and technical
activities / total number of activities) * 100

(Number of students involved in cultural, educational,
art, and technical / tota