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Abstract 

The thesis starts by examining how organisations deploy strategy and performance 

measurement systems and reviews how well they fink to the employee appraisal 

process. Many organisations are still failing to provide the linkage that employees 
require to fully exploit their potential. Whilst companies have processes for strategy 

and appraisal construction, objective setting and support structures, including 

communications the research found that these lacked the effectiveness necessary to 

motivate employees. For strategy to become truly meaningful to employees, personal 

goals and objectives must be aligned with the organisational objectives. 

The methodology design detailed in this thesis assisted the research in determining 

that none of the current strategy and performance measurement models or fi-ameworks 

was able to combine strategy and appraisal processes into an integrated system that 

was effective. A strategy deployment process was developed which creates this link to 

the employee's appraisal system, ensuring that the actions of the individual are inline 

with the company goals. Four process requirements were identified in the model 

construction. The strategy deployment process is a new business model to integrate 

strategy and performance measurement systems to the appraisal process. This 

provides a greater understanding of the competencies required by management and 
the employees of the organisation. 

All businesses need to align their strategies, operations, competencies and resources in 

order to achieve the organisational. objectives but to gain the maximum from these the 

culture of the company has to be flexible and encouraging to achieve this. To ensure 
that cultural flexibility is sustained the research found that organisations should have: 

strategy allgned communication links, effective leadership and a coaching 

environment. From the beginning of the research, criteria for the evaluation of the 
quality of the research were developed. The thesis concludes with the evaluation of 
the research against these criteria. The results obtained demonstrate that the research 
has satisfactorily fuffilled academic requirements and has reached the standards 
outlined in the methodology. 
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Chapter I -Introduction 

Chapter I 

Why the need for change? 

1.0 Introduction 

1.1 Background 

The emphasis by academics and writers on the importance of developing strategy and 
linking performance measurement systems within the organisation has over the years 

resulted in a greater understanding of how the business should operate (Bititci et al 
1997; Porter 1996; Prahalad et al 1990). It is the relationship between the company 

strategy, performance measurement systems and the employee, which often appears to 
be at odds. Whilst academia espouse, the need to link strategies and employees 

appraisals, this is often not the case in practice. it is this apparent gap that this thesis 

will highlight and from this develop new and modified theory. 

Kaplan and Norton (2001) estimated that 70 percent of strategy failures was not bad 

strategy, or indeed no strategy, but bad execution. They also stated that execution is 

more important than a vision. Many writers and academics, including Kaplan and 
Norton (2001), Neely et al (2000), Gratton et al (1999) have highlighted the 
importance of deploying strategy through the organisation, using performance 

measurement systems. 

The problem that the writer is unravelling is how can the successful deployment of 

strategy to the lowest level employee in the organisation be transposed into achieving 
high performance by the individual. Thus ensuring the strategic direction of the 

organisation is maintained or advanced. 

Because of the author's knowledge and experience over many years in industry the 
use of these attributes could be utilised to advance the project. GurnmessoWs (2000) 
concept of preunderstanding has been used to enable the authors experience and 
knowledge to be developed; Chapter 3 will expand the use of this methodology. 
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Chapter I- Introduction 

The following case highlights the problem that interests the researcher. The case study 
illustrates the author's management experiences of working with people who wanted 
to be successful but in many cases found that the organisation failed to provide the 

structure and direction to enable this. Can this apparent lack of coordination between 

strategy, performance measures and personal objectives result in individuals not 

reaching their fiffl potential or indeed the organisations. Ile direction of this thesis is 

based initially on the researcher's personal knowledge and work experience. 

1.2 Introduction - preunderstanding the problem 

In order to start the project it is finportant to gain some insight into the background of 
both the area of research and who the researcher is. The researcher is employed in 

1BWs Global Services Division, which is located in Greenock, Scotland and the role 

of the division is to provide customer solutions in the Information Technology 

Business sector. Also within the Greenock campus is the PC manufacturing facility 

where production of laptop PC's, Servers and PC options are carried out. 

The researcher's current position is the e-Business Operations Manager and leader of 

a small group of employees (17), who have the responsibility of facilitating and 

managing the high availability of the IBM Internet services which is critical for 

providing an efficient shopping experience for the Company's customers when 
buying products and services. Ile researcher has been a people manager in a number 

of roles within manufacturing for over 13 years and has executed strategy and 
implemented and assessed many appraisals during this time. 

The problem that the writer has experienced is the Company's (IBM) apparent lack of 

effort to link the strategic direction of the organisation to the personal objectives of 
the individual. This did not seem a problem when the Company was experiencing a 

relatively successful period during the 80's and early 90's where it was implementing 

significant transformational change. At that time it made little difference to the fact 

that, there were many instances where it was difficult to see the relevance of what the 
company was trying to achieve overall. The primary objective of the individual was as 
long as the company was profitable and the infrastructure supported the individual 
this apparent lack of coordination did not matter. 
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Chapter I- Introduction 

Why was this the case? Each year the company would cascade the results of the 

previous years strategy and then communicate the future direction for the following 

year. The annual cascade was to all the employees by the Senior Management team 

and was always very positive despite the fact that in later years, it transpired the 

Corporation was experiencing major difficulties. The subsequent messages to the 

employees were to focus on "winning the battle" on costs, competition and 
implementing change with a broad outline of how this could be achieved through a 

number of initiatives. 

However, despite this tactic the strategy messages contained little or no performance 

measures to guide the organisation and were difficult to develop into personal targets 

for the majority of employees. During this early period mid 80s - early 90s the 

Company vision statement was always a broad statement, which in the writer's 

opinion failed to provide sufficient direction for the employees, Kaplan and Norton 

(2001) had previously suggested this was a cornnion problem in many organisations. 
When a new CEO joined the Company (IBM) in 1993, he decided that no vision 

statement or strategy definition was necessary from the top and subsequently dropped 

the practice (Carr 2000). The company at that time was in such a perilous state there 

was only one way to go, 'UP'. 

Despite these difficulties, the Company continued to intimate that all employee 

appraisals should be linked to the Company's strategy. However, this was very 
difficult since the strategy messages (such as they were) were targeted at a very high 

management level. It is the authors opinion that the absence of linking the goals of the 

Company to the employee's job objectives was a contributing factor in IBM failing to 

implement its earlier strategy quickly and at a sustainable cost, IBM bad lost $9bn 

over three years in the early 1990s (Carr 2000). 

IBM has reinvented itself in many ways over last 10 years but could the Company in 

today's environment still be severely affected by similar problems of the past despite 
its successful transformation? Therefore, could IBM and its employee's benefit more 
by having a structured and linked strategy to the employee appraisal process? The 
Company still does not use strategy to formulate its employee job objectives but 

prefers ranking employees to encourage development. 
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Chapter I- Introdiwtion 

Does linking strategy, performance measurement and individual achievement matter 

or indeed work? Is IBM alone in not providing a fink from strategy to personal 

performance or is this a problem for many other organisations. Therefore, in order to 

answer this, the problem and issues became important aspects of this research. 

1.3 Research aim, objectives and research questions 

The main issue that the story has unfolded so far is that deployment of company 

strategy and performance measures that are deemed essential to every employee and 
in many cases fail to be deployed throughout the organisation for the employee to 

utilise in hi&Ur daily responsibilities. Companies realise that a strategy is enormously 
important but as this short case study indicates, senior management can miss the 

opportunity to capitalise on creating an integrated process for the employees to 

perform to the highest level of their training and ability with regard to the company 
direction. 

Therefore, the aim of the company problem described above, which utilised the 

researchers preunderstanding of the problems, was to analyse why the linkage from 

strategy to personal performance was Ming by focussing on the analysis of the 
interdisciplinary and dynamic environments. 

The company illustration has been used to determine the initial research problem 

objectives and questions that can now be used to create the point of departure for this 

research. 

1.3.1 Tentative research problem 

It is the author's considered opinion that companies while creating strategy for 

success are failing to utilise the strength that this technique brings by not deploying 

the messages effectively enough throughout the organisation. Therefore, are managers 
ffiling to understand how to use and deploy strategy and is there a gap in knowledge 
that leads to this failure? In addition, do all employees understand the motivational 
aspects that can be gained from an effective deployment system? Alternatively, do 
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Chapter I- Introduction 

management assume that employees will understand strategy and performance 

measures as they perform their job role? 

1.3.2 Tentative research objectives 

1. Identify the gaps in the processes of linking strategy, performance 

measurement and appraisals systems that can lead to increasing the 

effectiveness of employee performance. 
2. To provide an analysis of current frameworks used to provide the links 

between strategy, performance measurement and employee performance 

systems. 
3. To develop a model that will be used as an instrument during the research to 

aid the findings and implement experiments for testing the validity and 

applicability of the deployment processes identified. 

1.3.3 Tentative research questions 

1. Why are companies failing to develop a deployment process for strategy? 

2. If by linking strategy, performance measurement and employee appraisal 

systems will this lead to employees being more effective? 
3. Is there an effective fi-amework or model to link strategy, performance 

measurement systems and appraisals? 
4. What other factors influence employee appraisal processes? 

1.4 Scope of the thesis 

From a methodological perspective, this thesis falls into 2 main parts Le. theory 

building and theory testing. Theory building represents an important part of this 

research followed by the practical validation of the theory and as a result, the 

literature review is distributed throughout the thesis. The literature on strategy, 

performance management and appraisal systems are as old as human endeavour 
across many centuries. The last 25 years have popuhqfiWd and indeed created an 

evolution in all these fields e. g. Porter (1980); Mintzberg, (1987a); Kaplan (1984) 
Neely et al (1994) and Gratton (1999) where new theories have been adapted and 
applied to many industrial environments during this time. This has been due to the 
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Chapter I- Introduction 

rapidly changing and complex world we now live in. Therefore, the literature 

reviewed in this thesis has mainly focused on the recent past within the last twenty 

years, because of the complexities of the area of research. Theory relevant to the 

research domain on different areas is taken into account to support this study. 

Although this research involves the study of different interdisciplinary areas, such as 

strategy, performance management, perfonnance appraisal and leadership among 
others, the research adopts a performance management position. The research does 

not pretend to evolve a new strategy but to enhance performance management theory 

that changes the value of an organisation or culture. It also studies why the interaction 

between these models fail to provide a reliable and sustainable linkage. Moreover, it 

analyses the propositions adopted by analysing the interdisciplinary activities that 

contribute to failure and where the gaps in knowledge exist. 

1.5 Structure of the thesis 

The research undertaken is described in this thesis using the structure in Figure 1.1 

below, which describes the chapter flow highlighting the important issues and how 

these relate to each other. The research phases are detailed showing the 

communication interface amng the thesis structure and research design presented in 

Chapter 3 (figure 3.4). 

In Chapter 1, the author introduces the background of the research, the motivation 
behind the study, point of departure and the research issues are discussed. The 

problems that are introduced provide a broader understanding of the problem domain 

by highlighting where the current problems in practice and theory are. The author's 

personal experience and knowledge was a major factor in building this understanding. 
Hence, the initial aims and objectives are proposed. Finally, the chapter concludes by 

stating what the scope of the thesis is, which was narrowed to the areas of the study. 

Chapter 2 begins by capturing and stating relevant theory related to the research 
domain. It analyses the relationship and development of strategy management in 
general, strategy and performance measurement fi-ameworks, and business processes 
and how it relates to each other. 11e most popular frameworks are analysed, which 
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Chapter I- Introduction 

highlighted gaps leading the researcher to identify specific problems in this research 
domain. Consequently, a review of the initial four research questions was undertaken 

and a revised set of five research questions formulated. This chapter is concerned with 
first of these - RQ1 Why are companies fitiling to deploy a deployment process for 

strategy? RQ2 If by linking strategy, performance measurement and employee 

appraisal systems will this lead to employees being more effective? However, this 

analysis led the researcher to identify that the research domain required to be 

increased and an additional area of research was necessary, which is described in 

Chapter 4. 

Having identified the research problem and objectives of this research, the next step 

was to study the scientific paradigms, research strategies and methods to formalise the 

research. Tberefore, the object of Chapter 3 is to position and describe the research 

within the basic principle of the methodologies, which could be used in this research. 
The chapter also defines the paradigm and the strategies used, as well as the research 

questions introducing the initial criteria to evaluate the quality of the research, 

reliability, validity, etc. Finally, the research methods are selected. 

Chapter 4 is split into two sections: the first extends the research domain identified in 

chapter 2 by capturing and stating the relevant theory relating to it. The analysis 

evaluates strategy in relation to the various design elements of appraisal systems and 
looks at why the appraisal design should incorporate strategy and performance 

measures. Consequently, the research questions I and 2 are now fully formulated. The 

second section starts to build theory highlighting that a model is necessary and it is in 

this section that the main model 'construct' is built. Each section of the model is 

described. Research questions 3 and 4 are formulated. 

Chapter 5 is dedicated to test theory by My answering research questions I and 2 
The chapter is split into three sections: the first stage is to apply a case study to gain 
feedback from management of eleven case studies undertaken and to detennine if the 

companies were experiencing the saw issues as literature suggests. The second stage 
focuses on the analysis of the evidence provided by the testing methods to validate the 

model. 
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Resemck 
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Summary and conclusions 

Evaluation ofthe Chapter 9 

research Discussion 

Figure Ll Structure of Thesis 

Chapter 6 in this chapter an analysis of the work completed thus far is discussed with 

an overview of the first two research questions and to fully answering research 

questions 3 and 4. In addition, an analysis of the how well the research questions have 

been answered and what direction the research should take. 

Chapter 7 is focused on developing the model and in particular the application of the 

model in an industrial situation. This chapter raises interesting controversy in the form 

of theory versus fact based on practice. The chapter discusses the various elements 
that contribute to the model and how these are applied in practice. Finally, the chapter 

concludes by answering question 5 
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Chapter I- Introdixtion 

Chapter 8 sumnwises and concludes the content and structure of the mdel, and 

discusses the contribution the research makes to knowledge and practice as well as 

answering the research questions. The chapter also discusses the strengths and 

limitations of the research and key lessons learned. The chapter concludes with a 

discussion on the potential issues for future research. 

Chapter 9 discusses the validation of the model results and compares these against the 

controls established in the methodology chapter 3. The results reveal that the model 

4construct' is valid, through demonstrating the validity and reliability of the research. 

Finally, the chapter closes with a critical retrospective analysis of this investigation. 

1.6 Conclusions of the chapter 

Having now reached the point of departure in the research through an exploratory 

analysis of strategy and appraisal practices within a company where gaps revealed 

that weaknesses from applying theory and from practice were established. Based on 

these findings, the research issue was identified, Le. the strategy deployment paradox 

of linking performance management and the individual's achievement. The initial 

aims and objectives were established from the exploratory investigation into a 

performance management problem highlighted in section 1.2 and these were: 

Identify the gaps in the processes of finking strategy, performance measurement 

and appraisals systems that can lead to increasing the effectiveness of employee 

performance. 

0 To provide an analysis of current fiwneworks used to provide the links between 

strategy, performance measurement and employee performance systems. 

0 To develop a model that will be used an instrument during the research to aid the 

findings and implement experiments for testing the validity and applicability of 

the processes identified. 

The scope of this research classifies this thesis in the theory building and theory. 

testing cnvironment and contains litcraturc from strategy, performance measurcment, 

management and appraisal processes from the last two decades. The chapter 

concludes with a brief introduction to the thesis structure and recognition that seven 

research phases are predominant. 
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Chapter 2 

Building an understanding of deploying strategy 

2.0 Reviewing Strategy & PMS Literature 

2.1 Introduction 

There has been a profound shift in thinking regarding the role that people play in the 

success of the business. With this is the growing view that the development and 

management of people is a key organisational capability and one that should be 

integrated with the aims of the business (Gratton et al 1999; Vrflson et al 2000). 

The complexities of the organisation. and the development of people within these 

structures have meant that the balance between the strategy of the company and the 

actions of the individual are important to the continuing success of the organisation 
(Neely et al 1994). 

There are several theories, approaches and perspectives on strategy, strategy 

management and the actions performed by the employee of the organisation (Schuler 

and Jackson 1987; Senge 1992; Kaplan and Norton 2001). The subject that this 

chapter is concerned with is vast, diverse, and highly complex and as such cannot be 

narrowed down to any one school of thought. However, the variety of perspectives 

analysed enables a better understanding and insights into the issues. 

To create a solid understanding of the research issue the chapter starts by defining the 

scope of the literature review. A review of key elements Le. creating a vision and 
strategy and what can go wrong is discussed. Strategy & performance measurement 

systems are also discussed and finally an analysis of several prominent fi-ameworks is 

conducted. The chapter finishes by drawing conclusions on the value of the current 
practices and the identification of the research question. 
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2.2 Defining the aim and scope of the literature review 

Strategy deployment and the linkage to appraisals has been a growing problem for 

many organisations and employees since the inception of the performance appraisal 
process was introduced in many companies as a formal process. Kaplan and Norton 
(2001) highlighted that, in a recent US survey (Bain's 2001 survey), two of the most 
popular senior management tools were. 

" Strategic planning: used by 76% 

" Mission and Vision statements: used by 70% 
But, 

"Less than I (YYo of strategies effectively fonnulated are effectively executed" 

=> "The problem Is that our age's mistaken belief that developing the right strategy 

will enable a company to rocket past competitors. In reality, strategy is less than 
half the battle. .. In the majority of cases - we estimate 70% - the real problem 
isn't (bad strateg)... It Is bad execution. " (Fortune Magazine 1999) 

Chapter I started with an exploratory case study based on the authors experience to 

get familiar with the research domain and identify the research issue Le. "Linking 

strategy, PMS to appraisals! '. To create a solid understanding of the research issue, 

chapter 2 starts by defining the scope of the literature review and is mainly focused on 

strategy and performance management, although the scope of the literature covers 
fields that surround this environment. 

The afin of the following sections is to undertake a comprehensive review of the 
different perspectives of linking strategy and employee performance. The review 
starts by identifying what causes the deployment of strategy to fail and concludes by 

analysing the effectiveness of the deployment practices in the current performance 

measurement fi-ameworks and how they relate to the individual. The field that this 

research covers is mainly aimed at the manufacturing and service sector. However, 

any field that employs strategy and performance measurement systems would benefit 
from this research. 
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2.3 Building a vision 

Before we get on to the main research area of investigating if there is a gap between 

strategy deployment and the effect that this has on an employee's effectiveness we 
must look at what starts the process. For many organisations, it is the vision of a 
company and those ideas that survive experimentation and testing eventually become 

the building blocks of the manager's vision for the company (Isenberg 1987). 

Isenberg (1987: 93) also suggests that while much has been written about how a 
leader's vision inspires and motivates workers throughout the organisation, what is 

equally important or just as important, the vision also helps top managers organise 
their own thoughts and actions i. e. 
"All of the managers actions are pieces of the same pattern. You can see that plan 

woven through everything. The manager is trying to get the threads to interweave, to 

make sure that things arefollowed roughly in the same pattern ". 

A manager's vision differs from a fortnal strategy plan. A strategy lists goals, which 

are usually objective, measurable and time-bound. By contrast, a manager's vision of 

the company's future direction is often general, qualitative, difficult to articulate - it 

might entail such things as becoming the "best" at a given function etc. Cowley et al 
(1997) stated that a vision is a statement, or a picture, of an ideal state of being or 

existence in the future that is inspiring and empowering for the stakeholders of the 

organisation. You must translate the vision from words to pictures with a vivid 
description of what it will be lile to achieve you goal (Collins and Porras, 1996). 

The process of developing a vision is in itself a tearn-spirit enhancing activity. The 

individual can also create a vision, for histber own future. The vision inspires, "A task 

without a vision is drudgery. " The characteristics of a good vision should meet several 
tests. (Cowley el al, 1997). 

It should be grounded in the reality of the organisation's present situation; that is, 
it should recognise challenges that the organisation now faces as having somehow 
been addressed in the ideal future. 

9 The vision ought to create some problems for the organisation. 
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41 The stakeholders of the organisation must be able to see themselves or their 
interests represented in the vision. 

* The vision should be the result of the integrated thinking of the management team, 

rather than a collection of individual visions, this can be called a shared vision. 

e The vision should invite and inspire people to want to bring it to fruition. 

Organisations intent on building shared visions continually encourage members to 
develop their personal visions. If people do not have their own vision, all they can do 

is "sign up" for someone else's. The result is compliance, never commitment (Senge 

1990). However, employees with a strong sense of personal direction can join 

together to create a powerfid synergy toward what they truly want. Little and 
Mendibil (2001) found this was particularly strong in the many companies they 

visited in the Basque Country of Spain, where companies emphasised this as a major 

tool for succcss. 

A well-conceived vision consists of two major components: core Ideology and 

envisioned future. Core ideology, the Yin in our scheme, defines what we stand for 

and why we exist. Yin is the unchanging and compliments Yang, the envisioned 
future. The envisioned fiiture is what we aspire to become, to achieve, to create- 

something that will require significant change and progress to attain (Collins and 
Porras 1996). Core ideology provides the glue that holds an organisation together as it 

grows, decentralises, diversifies, expands globally, and develops workplace diversity. 

Any effective vision must embody the core ideology of the organisation, which in turn 

consists of two distinct parts; core values, a system of guiding principles and tenants; 

and core purpose, the organisation's most fundamental reason for existing. Employees 

need a clear sense of an organisation's core values to form an allegiance to them 
(Golenmi, 1998). 

23.1 "Structuml conflict" 

To further examine this phenomenon of building a vision by individuals, Senge 
(1990) highlighted that most of us hold one of two contradictory beliefs that limit our 
ability to create what we really want. These beliefs consist of two areas, the more 
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common is belief in our powerlessness-our inability to bring into being all the things 

we really care about. The other belief is unworthiness that we do not deserve to have 

what we truly desire. 

Senge (1990) used a metaphor, which was developed from Robert Fritz who had 

worked with thousands of people to develop their creative abilities, and this is 

highlighted in figure 2.1 below. The metaphor centres on a person being pulled by a 

rubber band towards his/her powerlessness and unworthiness and a second rubber 
band pulling you towards the goal. This is what Senge called creative tension, puffing 

you in your intended direction but the tension anchoring us to our underlying beliefs. 

This "structural conflict" is caused by a structure of conflicting forces: pulling us 

simultaneously toward and away from what we want. Thus, the closer we get to our 

vision the more the second rubber band puHs us back. 

W in Your Your 

Povxrkmm Cumw Rmlhy Vision 

on unwor#jinm 

Adapted from: Seage (19") 
Figure 2.1 Fritzs Belief system 

A number of forces can manifest itself causing this negative tension, which if we are 

to succeed need to be overcome, (Senge 1990): 

we may lose our energy - questioning whether we want a vision in the first place, 

'Tmishing the job" might be increasingly difficult, 

unexpected obstacles develop in our path, 

people let us down and 

unawareness - deep beliefs of which we are largely unaware. 
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To overcome the problems that creative tension causes Senge suggests that there is 

nothing more inportant to an individual committed to his or her own growth than a 

supportive environment. An organisation committed to personal development and 

support can provide that environment by encouraging personal vision. 

2.3.2 Vision-culture Gap 

Having reviewed why the vision of the organisation and the individual is important, 

we need to understand the reasons why failures can occur and the reasons for this. 

Misalignment develops when senior management moves the company in a strategic 

direction that employees do not understand or support. The gap usually emerges when 

senior management establishes a vision that is too ambitious for the organisation to 

implement. 

The main symptom is normally a breach between rhetoric and reality. Disappointed 

managers often blame employees for resisting change and frustrated employees react 

with cynicism and suspicion. Such scape-goating and distrust is extremely dangerous 

for companies. Very much like a cancer, they eat away at the core of the organisation. 

To uncover possible gaps between the vision and culture, managers should ask the 

following questions of both themselves and the employees: (Hatch and Schultz, 2001) 

does your company practice the values it promotes? 

does your company's vision inspire all its subcultures? 

are your vision and culture sufficiently different from those of your competitors? 

Corporate vision and culture are themselves powerful tools. However, if the 

organisation and employees do not have a clear sense of direction and support, then 

developing the vision and culture into a strategy will prove fruitless. The vision can 

now be expressed into a strategy and the tools to measure these can now be evaluated. 

The next section will review the strategy creation and gaps. 
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2.4 Strategy the art of changing a business 

Business challenges today are becoming increasingly numerous, more threatening and 
increasingly more urgent. This is true whether they come in the form of industry 

reorganisations, global competition, or internet-driven upheaval; it is imperative that 

companies respond (Fuchs el al 2000; Porter 1996; Roberts 1994). Fuchs et al (2000) 

finiher elaborates this by stating that the problem with companies is not that they have 

made mistakes or that the issues to the responses are inappropriate but the problems 

usually arise as a result of the responses are not or cannot be integrated into a 

cohesive strategy. They do not take into account how the company direction and its 

execution capabilities should fit together. In today's environment, capabilities are 

generally accepted to be the backbone of sustainable competitive advantage; 

integration is one key capability that remains under-explored (Fuchs et al 2000). 

Strategies are both plans for the ftiture and patterns from the past (Mintzberg 1987a). 

If you ask anyone what strategy is, they will usually define it as a plan of some sort, 

an explicit guide to behaviour. Then ask them what strategy a competitor, government 

or indeed themselves have actually pursued. The chances are they will describe 

consistencies in past behaviour, a pattern in action over time. Mintzberg (1987a) 

explained this by describing strategy's formal definition and its Greek military origins 
do much to explain past actions as to describe intended behaviour. After all if 

strategies can be planned and intended, they can also be pursued and realised, or not 

as the case may be. 

Teare et al (1998) highlights strategy by defining it as a pattern or plan that integrates 

a company's major goals, policies and actions into a cohesive whole. He then 

referenced a study where this concept was defined by the writer, (Webster 1994) as 
the building block of strategic management and notes that a secure foundation, 

strategy, is needed if the process, strategy management, is to function properly. 
Strategy provides the link between where the organisation is at the present and would 
like to be in the future. Mintzberg (1994) defines strategy as a plan -a direction, a 

guide or a course of action for the future - and as a pattern, that is, consistency in 

behaviour over time. 

16 



Chapter 2- Building the understanding of deploying strategy 

Porter (1996) describes the foundation of strategy as the activities in which an 

organisation elects to excel: "Ultimately, all differences between companies in cost or 

price derive from the hundreds of activities required to create, produce, sell, and 

deliver their products or services... Similarly differentiation arises from both choice 

of activities and how they are performed". 

The essence of strategy is choosing to perform activities differently from competitors 

so as to provide a unique value proposition. Porter maintains that a sustainable 

strategic position comes from a system of activities, each of which reinforces the 

others. Kaplan et al (1996) espoused a similar theme when his balanced scorecard 

framework looked to fink activities of the organisation both internally and externally. 

However, strategy is only as good as the process that the company choose to make it 

and how it is executed and communicated to the organisation. The object of a good 

strategy is to give the company an advantage over the competition and this is what 

many of the writers have been expressing for many years (Porter 1994,1996,2000; 

Kaplan and Norton 200 1; Fuchs et al 2000). 

The variety of words and phrases that come from literature and researchers on strategy 

definition appear to be unable to agree on a standard terminology. Heracleous (1998) 

surnmarised 'Strategy Management' as the process of integrating strategy thinking 

and planning, illustrated in figure 2.2. 

Strategy Thinking 
The purpose of strategy thinking is to discover novel 

imaginative strategies, which can re-write the rules of the 
competitive game; and to envision potential futures 

significantly different from the present 

n Synthetic, Divergent, Creative 

Strategic Planning 

The Ofirpose of strategy planning is to operationalise the strategies 
developed through strategic thinking, and to support the strategy 

thinking process 
Analwical. Convereent. Conventional 

Adapted from: Heracleous (1"8) 

Figure Z2 Strategy - thinking A planning 
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From this definition, we can conclude that, strategy is a management discipline and 

can 
form the unique positioning of a company for different markets 

enable key decision makers at all levels of an organisation to develop formulation 

and implementation processes by considering their practical experience, business, 

market and environmental requirements 

e be long and short term 

provide the basis for trading-off and selecting options e. g. equipment, people, 

resource allocation etc. 

2.4.1 Strategy classifications 

Strategy has been the basis of many empirical studies and has led to the development 

on many models in order to describe and understand this phenomenon. A variety of 

researchers have proposed different generic strategies that are mostly based on 

previously work of luminaries such as Porter's generic strategies (1980). This process 

offered many organisations a fixed strategic proposition or classification according to 

their competitive advantage. However, there were other bespoke strategies that 

organisations could use instead of the generic one. Examples of these strategy are 

Hayes and Wheelwright (1984); Richardson et al (1985). 

The strategy management process is represented in broadly dichotomous terms, 

rational versus incremental (Goodman and Lawless 1994). Goodman el al (1994) 

states that although the rational approach is described as a "structured, systematic 

view of potential problem areas", this is in terms of monitoring. The incremental 

approach has no such wefl-defined system but uses a combination of rational 

measures and intuition. Chaffee (1985) recognised three main strategy processes, 

while Mintzberg (1987b, 1999) identified ten different schools of thought. These 

differences seem to show a lack of agreement on these major approaches. However, 

the researchers who identified their categories can explain why these differences exist. 

Acur (2002) identified that the various schools of thought can be grouped into three 
fundamental approaches to strategy management and deployment, see table 2.1. While 

this thesis is not about to analyse these approaches or the researchers who developed 
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the 23 strategy models discussed by Acur. The inclusion at this point is to broadly 

acknowledge the variations that exist for the strategist to consider and if relevant to an 

organisation to choose an appropriate model for the environment they operate in. 

Within the three approaches highlighted in table 2.1 is a list of those researchers who 
developed Strategy Management Models. However, this analysis is again only to 

provide the reader an opportunity to see the wide and distinct variation in the strategy 

management schemes that are evident. A number of these SMM will be subject of an 

analysis later in this chapter to provide an aid in determining what type of deployment 

process if any is built into those reviewed. 

Scope Strategy Levels Focus Area Strategy Mgt. 
Business Corporate Nfission, purpose, Andrews (1987) 
wide Business or Business unit business units, Ansoff 

survival (1965,1990) 
Pearson & Robinson (1988) 
Digman (1990) 
Thomson & Stricland (1990) 
Wheelen & Hunger (1990) 
Goodman & Lawless (1994) 
STRATEGEM Hughes (1996) 
Focus(2000) 

Functional Corporate Functional and Skinner (1969) 
Operational Business or Business unit operational Fine & Hax (1985) 

Operations/manufacturing business unit Schroeder et al(1986) 
support Horte et al (1987) 

Leong et al (1990) 
Anderson et al (199 1) 
Hill (1993,1999) 
Platts & Gregory (1996,1999) 
Hull & Wu (1997) 

Business Corporate Process and Edwards & Peppard (1994) 
process Business or Business unit business unit Freurer et al (1995) 

Business processes support Talwar (1997) 
Kaplan Norton (2001) 

J%UAIKCW llrUM-. ACEIr tAU9A) 

Table ZI StraleV Management Deployment Approaches 

2.4.2 Strategy defining the rules 

Hamel and Prahalad (1993; 1994) commented in a series of articles, which reviewed 
strategy from the mid 1980s to the mid 1990s, where the development of the 
traditional concept of strategy in terms of showing the importance of strategy intent 

and of leverage by stretching core competencies to provide competitive advantage 
were discussed. 
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Wheelwright (1984) and Mintzberg (1999) delved into the semantic minefield by 

showing in practice that the word "strategy" has been used in many different ways 

and implicitly accepting any number of definitions. This has resulted in the tendency 

to reserve only one for formal purposes. Different strategy definitions from many 

researchers can be attributed against the Mintzberg (1987a) concept of his 5 P's, 

which have been illustrated in table 2.2 Comparison of strateýý definitions, but is not 

exhaustive. 

Mintzberg (1987) Ansoff (1990) Hamel & Prahalad Wheelwright (1984) 
(1980-1990) 

Strategy as a.. Strategy management is a Strategy is.. Strategy is.. 
systematic approach for 
managing strategic change 

Plan: looking ahead -a Consistency of direction Describes lengthen 
direction, a guide or over the long-term point horizons to accomplish 
course of action into the of view about industry such activities and 
future. a path to get from evolution and how to observing their impact 

current situation to long- shapeit in the time being 
term result 
Pattern: looking at Provides a pattern of 
past behaviour decisions across a 

' sb areas varietý of 
Position: location of a Positioning of the firm Resource leverage Comprises of not only 
particular product in through strategy and Competition as resource allocation 
particular markets capability planning encirclement processes but also day- 

to-day operations at all 
levels of the 
organisation 

Ploy: competitive Real-time strategy response Stretching the business 

moves or manoeuvres through issues management beyond its apparent 
aimed at reducing the capacitý 
probability of competitor 
retaliation or in some 
way changing 
competitive bargaining 

_j2ower Perspective: Systematic management of Risk taking -a stretching Provides a discipline for 

organisational resistance during strategic aspiration that is de-risked managers to take a 
fundamental wav of implementation through the resource careful look at the 
doing things that reflects leverage impact. looking ahead 
corporate personality, Big bugs -& intellectual periodically instead of 
culture, ideology or and emotional looking back when time 
driving force and so on. commitment that ensures has elapsed 

consistency and constancy 

Table 22 Comparisons of Strategy Definitions 

Adapted from: Acur (2002) 

Like all effective strategies, strategy should be easy to understand as highlighted 

previously. If employees within the organisation are to achieve the objectives of the 

company then understanding the strategy is paramount, as is the communication 
methods used to cascade them throughout the organisation. Kaplan and Norton (2001) 

stated that strategy-focused organisation want employees to align their day-to-day 
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activities to accomplish the objectives and to find new and innovative ways of 
contnibuting to the organisational objectives. 

2.4.3 Strategy as simple rules 

Strategies can be grossly complex and as a result difficult to communicate but if they 

can be simplified and incorporated into simple rules. Simple rules are about being 

different. The difference does not arise from tightly linked activity systems or 
leveraged core competencies, as traditional strategies. It arises from focusing of key 

strategic processes and developing simple rules that shape those processes. When a 

pattern emerges from the process.... the result can be a long-term competitive 

advantage (Eisenhardt and Sull 2001). 

Organisation that use this approach in shnplifying strategy recognise the need for a 
few key strategic processes and a few simple rules to guide them through the chaos. 
Most managers quickly grasp the concept of focusing on these key strategic processes 
that will position their companies to where the opportunities arc most likely to be. But 

the problem some have is equating processes with detail routines; they can often miss 
the notion of simple rules. 

Yet, simple rules are essential. They poise the company on what is termed complexity 
theory " The edge of chaos, " providing just enough structure to allow it to capture the 
best opportunities. Many companies have used this strategy to enable them to n*mke 
fleeting opportunities arise and successful company examples that Eisenhardt and Sull 

(2001) used are AOL and Enron. See table 2.3 Simple Rules Summarised 

Type Purpose 

How-to-rules They spell out key features of how a process is executed - "What makes our 
process unique7" 

Boundary Rules They focus managers on which opportunities can be pursued and which are 
outside the pale. 

- Priority Rules They K elp managers rank the accepted opportunities. 

Timing Rules They synchronise managers with the pace of emerging opportunities and other 
parts of the company. 

Exit Rules They help managers decide when to pull out of yesterday's- opportunities. 

Table 23 Simple Rules Summarised 
niource: Elsemb"I & SmU (2401) 
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ne effect that this can have on all the employees raeans a greater opportunity to be 

able to focus closer on the real issues and set objectives that they can contribute to, 

effectively. 

2.4.4 What can go wrong with strategy? 

We have seen that a company vision is desirable even essential and a strategy if one is 

pursued should be understandable to the employees of the company and it should be 

constructed with simple rules to aid this. But what is wrong with strategy and what 

can kill this key process resulting in a potentially rudderless company. 

The most common management tool is the strategic plan but few executives are 

satisfied with it (Campbell and Alexander 1997; Beer and Eisenhardt 2000). Many 

planning sessions result in no new actions and the plans can end up in the bottom 

drawer never to be realised. So what is wrong with strategy or is it the way we 
develop it. Three explanations have been developed by Campbell et al (1997) to 

answer these. The first is we misuse objectives. Companies fail to distinguish between 

purpose, what an organisation exists to do, and constraints, what an organisation must 

do in order to survive. This results in a directionless strategy (Mintzberg 1994). 

The second problem identified is company managers are confounded by process. 
Objectives are intertwined with strategy and with implementation in a way that makes 
it difficult for organisations to decide where to start. Should managers set the 

objectives and develop strategies to achieve them? Or should they look for a winning 

strategy and then carve objectives out of their understanding of what is achievable? If 

this confusion exists in an organisation then it is no wonder planning paralysis can 

result (Porter 1996,2001). 

Tbirdly many organisations expect that phnning processes will lead to new and 

unproved strategies. However, the basic ingredient of a good strategy - insight into 

how to create value - rarely emerges at planning meetings. Strategy usually comes 
from hard-to-control ways; these are more to do with implementation than about 
strategy development. Managers who focus on a planning process often create flat- 
footed plans. 
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It is easier for a company to come up with a plan if they know what they are trying to 

achieve. Clear objectives are a necessary part of good planning but what objectives 
should a company have? The advice to managers is often confusing they are 

encouraged to develop visions, missions, strategic intent, shareholder value objectives 
and customer focus. However, we often hear of managers complaining that company 

objectives are not clear and "why don't corporate tell us what they want, then we can 
figure out how to do it. " 

A second area of problem is at corporate level where the issue of having unclear 

objectives is usually addressed "our objective is to provide a superior return to our 

shareholdere' and this can be seen in many annual reports. Other companies have 

stakeholder statements that encapsulate superior returns... better value... better 

salaries and career opportunities etc. Campbell et al (1997) states that stakeholder 

objectives are unsatisfactory in that they merely restates the rules of the economic 

game that companies play. But provide no help to strategists or employees, as they are 
just a different way of defining the universal objective of all companies: to develop 

and sustain con4)etitive advantage. 

71be answer to developing a good strategy is not new planning processes or better- 

designed plans but the benefit of having a well-articulated, stable purpose, and the 
importance of discovering, understanding, documenting, and exploiting insights about 
how to create more value than other companies do. If managers and employees 

understand the two fandamental points above then strategies will evolve (Teare er al 
1998). 

One of the most difficult aspects of defining and implementing strategy is in its 

execution; many CEO's and organisations have failed. Either the CEO has been fired 

and or the organisation has been taken over as a result of failure. In the Fortune 
Magazine (1999) article previously quoted, the main cause of failure was determined 

to be the execution of strategy. An example was provided when the new CEO of IBM 
Lou Gerstner was parachuted into fix the previous incumbent's shortcomings he 
focused on execution, decisiveness, simpli6ring the organisation for speed, and 
breaking the gridlock. 
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The same article reported that Jack Welch of GE created the right people for the right 
job. The motto of the successfid CEO is "people first, strategy second" but as Bartlett 

(1994) expressed capturing employees' attention and interest is crucial to the 

continued success of the organisation. By defining a company's objectives so that 

they have a personal meaning for employees is hard. Most statements are too vague to 
be useful to line managers, and often they are too out of touch with reality even to be 

credible. 

The stakeholder model, figure 2.3 below, is helpful in explaining the rules of the 

economic game and the link between stakeholder value and competitive advantage. 
Companies must win and retain loyalty from each of their active stakeholders and 

without this support they cannot function. This is particularly true with the employees 

of the organisation, especially those who deal with the customers and suppliers 
involved with the company. 

Many execs mistakenly believe that satisfying stakeholders is an objective that 
drives thinking about strategy. In fact, it's only a constraint, not an objective. 
Companies that don't win the loyalty of stakeholders will go out of business. 

F-Suppliers 
Shareholders 

Company 

I 
Employees 

II 
Customers 

I 

Source: Campbell & Alexander (1"7) 

Figure Z3 The Role of Stakeholders In StrateV 
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2.4.5 How to kill strategy? 

Having seen what can go wrong with strategy from an organisational structure view of 

point we will now look at the human areas that can kill strategy implementation. Beer 

and Eisenstat (2000) in comparing strategy to cholesterol by explaining that 

cholesterol is a "silent killer" because it blocks arteries with no outward signs. They 

stated that companies have silent killers also working below the surface. What are the 

barriers that were identified and how do they interact within the organisation. The 

following points highlight the 6 main areas. 

0 Top-down or laissez-fare senior management style, 

Unclear strategy and conflicting priorities, 

An ineffective senior management team, 

Poor vertical connnunication, 

Poor coordination across functions, businesses or borders and 

Inadequate down-the-line leadership skills and development. 

In their study Beer et al (2000) found that employees saw the overall problem rooted 
in fundamental issues of leadership, teamwork and strategic direction, not the 

commitment of people or their functional competence. Tefferia et al (2002) found 

similar themes in developing a teamwork model. Beer's model was created to show 
how the barriers interact within the organisational structure and this is represented in 

figure 2.4 below. 

As we have discussed in the preceding sections strategy evolves as decisions and 

courses of action are pursued. It is the deployment issues of Beer and Eisenstat model 
that this thesis is attempting to understand. In the proceeding sections the tools that 

are being used to cascade both strategy and performance measures throughout the 

organisation will be analysed. 
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How the six Strategy Kiflers Interact 
Three killers relate to incilective leadership at the top, two to irnplemcntation. The sixth 
suggests that leaders and implemcnters are neither talking honestly about problerns nor 
Learning. 

Ineffective Quality of Direction Top-Down or 
Senior lAissez-Faire 

Management Unclear 
Senior 

Team Strategies and 
Management Style 

Conflicting 
Priorities 

Oualitv of Learrung 

Poor Vertical 
Communication 

I+ 

Poor Coordination Quality of Implementation Inadequate 
Across Functions, -0. Down-the4ine 

Businesses Leadership sidlis 
or Borden and Development 

Searce: Beer and Lbeastat (Ztmm) 

Figure Z4 Six Strategy Killers 

If as Kaplan and Norton (2001) identified many prominent CEO failures concluded 

that the emphasis placed on strategy and vision created a mistaken belief that the right 

strategy was all that was needed to su=ed. "In the majority of cases - we estimated 

that 70% the real problem isnt bad strategy but ... bad execution: ' Fortune Magazine 

(1999). They concluded that with the failure rates reported in the 70 - 90% range, "we 

could appreciate why sophisticated investors have come to realise that execution is 

more important than good visioe. 

Therefore in the following sections some of the main strategy and performance 

measurement tools will be analysed and reviewed to determine if they overcome the 

apparent problems that have been identified in the previous sections or whether they 

suffer from the same nialdw. 

2.5 Strategy and performance measurement frameworks 

The business environment has changed dramatically since the 1980s. Traditional 

performance measurement systems that were developed in the mid-20s are less 
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relevant to the new dynamic enviromnent now required. New perfonnance 
measurement systems have been the subject of extensive research (Kaplan 1983; 
Gregory 1993; Eccles 1991) as a result. 

The development and application of the new performance measurement systems have 
increased significantly during the 1990s and much been published to reflect this. 
Researchers with different backgrounds have used different approaches to designing 

the new performance measurement systems. Some researchers use corporate vision 

and strategy as starting points, others use stakeholders' requirements, while yet others 

use strategic objectives of product groups. 

Research has produced significant results, but there are still many problems with the 

performance measurement systems, which affects organisations that use them and in 

particular the people who are the recipients and in some cases the designers of the 

performance metrics. These problems are areas that are being addressed by many 

researchers but the one area that this research is concerned with is that of deployment 

and the effect on the employee. 

One group of researchers lead by Neely el al (1992,1993,1994,1995,1997,1999, 

2000) have contributed significantly to the performance measurement approach and 
design and much of this group's work will be reflected within this research. 

Ilie current performance measurement systems have reshaped the concept of 

performance management. This can be seen from the numerous fi-ameworks and 
models contained in the many performance measurement systems that have been 

developed to date (Bititci et al 1997; Neely et al 1995; Kaplan and Norton 1996; 

Fitzgerald et al 1991; Dixon et al 1990 and others). The more popular ones will be 
discussed and anabsed in the fbHowing sections. 

2.5.1 Definition of Performance Measurement Systems 

The implementation of performance measurement systems in various organisations 
has revealed that people, employees often misunderstand what the statements 
performance measure, performance measurement and performance measurement 
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system are. To describe what performance measures mean you have to refer to the 

previous section, where strategy formulation requires the availability of knowledge 

for defining objectives and in determining cause-effect relationships between 

objectives and actions (Feurer and Chaharbaghi 1995). This has resulted from the 
increased competition and globalisation of markets, which has led to organisations to 

strive to differentiate themselves from their competition. This has required senior 

management to conununicate the organisation strategy and direction across a wider 
base; one way of achieving this is by using appropriate performance measures 
(McAdam and Bailie 2002). 

Performance measures provide a feedback mechanism and are considered extremely 
important as they can suggest the cffect of actions before they are fiffly implemented. 

Before we progress with analysing the frameworks that contribute to the performance 

measurement structure the following statements are some definitions relating to 

perforniance measurement systems. 

Performance Measures 

can be defined as a metric used to quantify the efficiency and/or effectiveness of 

an action (Neely et al 1995) 

* are the numerical or quantitative indicators that show how well each objective are 
being met (Pritchard et al 1991). 

are the vital signs of the organisation, which quantify how well the activities 

within a process, or the outputs of a process achieve a specified goal (Hronec 

1993). 

are indicators of quantified data, which measure the efficiency of an activity or a 

set of activities of a function in the process to reach the objectives (Dourneingts 

1995). 

Performance Measurement 

9 can be defined as the process of quantifying the efficiency and effectiveness of 
action (Neely 1995). 

* is the process of determining how successful organisations or individuals have 
been in attaining their objectives (Evangelidis 1992). 

28 



Chapter 2- Building the un&rstan&ng ofdeploying strategy 

9 is the systematic assignment of numbers to entities (Zairi 1994). 
Some authors do not deffie performance measurement explicitly. However, they 

underline that performance measurement is a process (De Toni and Tonchia, 1996). 

Performance Measurement Systems 

can be defined as the set of metrics used to quantify both efficiency and 

effectiveness of actions (Neely 1995). 

are a systematic way of evaluating the inputs, outputs, transforination and 

productivity in a manufacturing or non-manufacturing operation (Globerson 

1985). 

& is a tool for balancing multiple measures (cost, quality and times) across multiple 
levels (organisation, processes and people) "onec 1993). 

2.5.2 Why the need for Performance Measurement Systems 

Revolutions begin long before they are officially declared, stated Eccles (1991). 

Companies have long realised that new strategies and competitive realities demand 

new management systems. Different businesses with different strategies require 
different information for decision-making and performance measurement. This should 

not obscure the obviously fact that every company needs to have at least a few critical 
terms in common. Many large companies still do not and this and this has resulted 
from, as Eccles (1991) highlighted, years of acquisitions and divestitures, 

technological limitations, and at times a lack of management discipline leaving most 
big organisations with a comp ficated hodgepodge of definitions and variables with the 
bottom fine their only common denominator. Kaplan (1993), Gregory (1993) also 

supported this notion. 

Many organisations are looking to integrate their strategy and performance 
measurement systems. Performance measurement systems are intended to motivate 
and provide guidance for either individuals and or groups when performing tasks in an 
organisation. In many Companies the linking of strategy to performance measurement 
systems is not always achieved. Carrie and Macintosh (1992) identified the need for 

effective deployment of business objectives to be cascaded through the organisation 
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and the subsequent measuretnent of performance in critical areas as key elements of 
sustainable competitive advantage. 

This failure can have a severe impact on and in particular human resource 
management, training and development of the organisation. If the efforts of the 
organisation are not focussed on achieving the goals of the company then not only 
will the company fiffl to take advantage of the market it operates in but also the 
individuals within the structure will not realise their fiffl potential (Neely et al 1994; 
Bititci et al 1999; Gratton et al 1999). 

Measuring performance is a common process that all companies of any size do, 

whether it is purely measuring financial or production metrics or HR related 
measures. They may do this systematically and thoroughly, or on an ad hoc basis - 
but it is done. Why do organisation measure perforniance? Parker (2000) suggested 
that there are several kinds of reasons why an organisation uses measures usually they 

are to: 

" identify success, 

" identify whether they are meeting customer requirements: unless they measure, 
how do they know that they are providing the services/products that their 

customers require? 

* help them understand their processes: to confirm what they know or reveal what 

they do not know, 
identify where problem bottlenecks, waste, etc., exists and where improvements 

are necessary, 

ensure decisions are based on fact, not on supposition, emotion or faith or 
intuition, 

show if improvements planned, actuaUy bappen. 

Neely ef al (1994) espoused similar themes when proclaiming that performance 
measures influence behaviour. However, they have all determined that there is a gap 
in the link between organisational behaviour, control and strategy. Bevan and 
Thompson (1991) for example, suggested that any organisation with a performance 
measurement system should, 
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* have a shared vision of its objectives, or a mission statement, which it 

conununicates to all employees; 

* set individual perfortnance management targets which relate to operating unit and 

wider organisational objectives; 

9 conduct regular, formal review of progress towards these targets; 

* use the review process to identify trainirig, development, and reward outcomes; 

* evaluate the effectiveness of the whole process and its contribution to overall 

organisational performance to allow changes and improvements to be made. 

2.53 Shaping the culture & environment for PMS 

Hanna, Bums and Backhouse, (2000) described early research results that looked at 

work place behaviour. Where misaligned and mismatched variables cause groups of 

people to work in a way that can have a detrimental effect on the organisation. They 

proposed a consequence chart to help organise, and assess a cross section of variables 

that can be evident in ahnost all companies. The object was to identify where these 

variables are mismatched modify their state and present a consistent message. Their 

research assumed that if a consistent message was portrayed within the organisation 

then achievement of the targets should support the strategy and subsequent 

achievement of the company goals. 

The assumption from the research was the highest levels of performance are achieved 

when the work environment presents a uniform message to the individual. It is 

important when reviewing strategy and perfort-nance measures when tying this to 

individual performance appraisals that, if employees are to put out extraordinary 

efforts to realise company targets, they must be able to identify with them (Bartlett et 

al 1994). 

Hanna, Bums and Backhouse (2000) also commented from their research that the 

achievement of targets should support the Organisation's strategy and achievement of 

the company goals. They stated that it seems obvious that this should be so, but 

surprisingly, there appears to be a frequent mismatch, which leads employees to work 
in ways that seem bizarre when an outsider looks into a company. 
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However, not all systems create the most appropriate environment as performance 
measures and mis-aligned strategies cause a great deal of cynicism and scepticism 
over why and how they are deployed and eventually used (Parker 2000). However, if 

practice as presented by many writers who state that performance measures are crucial 
to the business and the continuing success of the organisation (Kaplan & Norton 
2001, Neely et al 1995; Hudson et al 2001, McAdam and Bailie 2001; Dixon et al 
1990). Then the importance of providing a sound and structure for performance 

measures creation and its creditability is highly important. 

Ghalayini and Noble (1996) stated that performance measures are used to compare the 

performance of dMerent organisations, plants, departments, teams and Mviduals. 

The success of any process and structure depends on individuals and teams 

performing to the highest level that will ensure sustained success and can be stated as 

working in a 'high perfommnce culture'. 

2.6 Performance Measurement Systems and their limitations 

Given that the "basic management technique§" have been in existence for a long time 

and that business performance measurement is undoubtedly one of these techniques, 

then surely most organisation should have a well developed performance 
measurement system in place by now. 

Neely et al (1999) states that even the most cursory examination of academic and 

practitioner literature would confirm that this is not the case. Numerous authors have 
discussed the problems with the performance measures used by organisations. 
Traditional performance measurement system are criticised because they have been 

primarily based on the management accounting system. Consequently, traditional 

performance measures have focused on financial data such as cost variance, 
productivity, return on investment, return on sales, sales per employee, profit per unit 
production and other financial ratios (Ghalayini and Noble 1996; Johnson and Kaplan 
1987; Dixon et al 1990; Neely et al 1995). 
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2.6.1 Traditional PMS limitations 

The failure of traditional performance measurement systems to provide relevant, 
comprehensive and timely information was recognised a long time ago. Eccles (1991) 
described an example of the early problems with PMS. He described the problem that 
General Electric had and how they realised that good perfon-nance on product cost and 

company profitability was not enough to guarantee long-term survival. A high-level 

task force was set up to identify key corporate performance measures. 

What they came up with was a list of key performance indicators, which not only 

consisted of cost and profitability measures, but also included market share, 

productivity, employee attitudes, public responsibility and a balance between short 

and long-term goals. However, dissatisfaction with traditional performance 

measurement systems were not realised worldwide until the late of 1980s when the 
business environment was changing enormously. 

Many researchers on what is called the new performance measurement systems have 

pointed out the limitations of traditional performance measurement systems (Kaplan 

1984; Johnson and Kaplan 1987; Maskell 1992; Zairi 1994; Dixon et al 1990; Cross 

and Lynch, 1988-1989). Practitioners have also observed the same limitations. It is 

claimed that traditional performance measurement systems are insufficient for use in 

the current dynamic business environment and the problems associated with them can 
be classified into two categories (Ghalayini and Noble 1996). 

1. general limitations 

2. specific measures limitations 

The foRowing are the seven most connnonly cited limitations. 

a) Failure to take into account the customer perspective 
Zairi (1994) pointed out that the biggest shortcoming of traditional perfort-nance 
measurement system is the failure to take into account the customer perspective, 
whether internal or external. Neely et al (1995) also supported this position. 
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b) Lack of relevance 
Maskell (1991) pointed out that traditional performance measurement financially 
based reports are: 

* not directly related to strategy, 

9 not meaningful for the control of production and distribution, 

* not relevant and misleading for pricing decisions. 

To be relevant performance measurement systems should also use non-financial 

reports in addition to financial reports, a balanced perspective (Kaplan and Norton 

1996; Neely et al 1995 pp 106). 

c) Lagging metrics 
Cost variance reports usually are reported monthly, while profitability reports are 

reported, at most, quarterly and during those periods nmy things imy happen. 

Managers may be supplied with the results of past decisions, the infonnation being 

too late to be useful (Johnson and Kaplan, 1987). 

d) Short-termism 

A performance measurement system is not only used to assess a company's 

performance, but also managers' performances. Measuring managers' performances 

using quarterly or annual profitability reports has encouraged managers to pursue 

short-tenn performance to the sacrifice of long-term performance (Maskell 1991; 

Johnson and Kaplan, 1987; Neely et al 1995 pp 106). 

e) Inflexibility 

Traditional performance measurement reports are inflexible in that they have a 
predetermined format that can be used across all departments and business units. 
However, departments within the same company have their own characteristics and 
priorities and the format of performance reports is unlikely to be the same (Maskell 
1991). 
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I) Does not foster Improvement 

Fisher (1992) argued that setting standards for performance measures conflicts with 

continuous improvement principles, in that workers may hesitate to perform to their 

maximum potential if they realise that the current standard may be revised upward if 

current results are too good. Neely et al (1995 pp 106) also supported this position. 

g) Cost distortion 

The internal and external environments of companies have changed dramatically and 

the patterns of cost elements have significantly changed in recent years. Indirect cost, 

rather than direct labour cost, is now the major part of production cost. Calculating 

overhead absorption based on the percentage of direct labour cost will distort product 

cost (Johnson and Kaplan, 1987). 

So far, the research has shown in the previous sections that strategy can have a 

number of negative issues when attempting to fink people together. The performance 

measurement systems also have problems in particular these older processes where 

organisations had traditionally monitored lagging measures. The effect both have on 

the employees of the company is to alienate them from the direction of the 

organisation. Therefore, would the new performance measurement systems that 

incorporate strategy and a balance of measures that try to ensure that people are 
involved. 

2.6.2 New PMS limitations & summary 

The researchers (Bititci et al 1997; Neely et at 1995 amongst others) who were 

constructing and developing the new performance measurement systems also found 

problems and difficulties with the later systems. The business performance literature 

suggests that if alignment between performance measures and business strategy is to 
be meaningfid and effective, then there must be "consistency of both decision making 
and action! '. This consistency, and hence alignment, can only be achieved in rapidly 
changing and complex environments by developing a more comprehensive range of 
performance measures. These measures must include dimensions such as financial, 

non-financial, tangible, intangible, balanced, mechanistic and organic. 
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Therefore, if we are to support a wider range of performance measures to achieve 

alignment with strategy then intangibles such as "management performance, quality 

of strategy, customer satisfaction and employee retention! ' must be addressed. 
Especially if measurement, monitoring and control of these aspects helps to "Pinpoint 

problems, improve processes and achieve company goaW' (McAdam and Bailie 

2002). 

However, the problem that has consistently been referred to throughout the literature 

has been hnplementation. Once a performance measurement system has been 

developed it has to be implemented. Neely (1999) determined that there were two 

questions to be answered when he looked at the PMS revolution - why is business 

performance measurement on the agenda and he determined that there were seven 

reasons: the changing nature of work; increasing competition; specific improvement 

activities; national and international awards; changing organisational roles; changing 

external demands; and power of information technology. The second question - what 
further research is required in the field? Nine topics were identified. 

1. What are the determinants of business performance? 
2. Can the relationship between different dimensions of business performance be 

nmpped? 
3. Can predictive perfbrmance measures, or leading indicators, be identified? 

4. What are the strengths and weaknesses of the various perfon-nance measures 

proposed in the academic and practitioners literature? 

5. How valid is each of these measures? 
6. Does the appropriateness and validity of the measures vary according to the 

country and cultural setting? 
7. How can measurement systems be implemented? 

S. How can measurement systems be used to manage business performance? 
9. How can the revolution of measurement systems be managed over the long term? 

It is this question of implementation or more appropriately the deployment of the 

process that creates the gap in knowledge between expectant theory of developing 

strategy and the link to individual or teams perfommee. The real challenges for 

managers come once they have developed their robust measurement system, for then 
they must implement the measures. Neely et al (2000) determined that as soon as 
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mangers seek to implement their PMS they encounter fear, politics, and subversion. 
Individuals begin to worry that the measures might expose their shortcomings. 
Different people seek to undermine the creditability of the measures in different ways. 
Others will seek to game the system, and the most concerning is others will seek to 

prevent it ever being implemented. Neely et al (2000) determined in order to resolve 

and move businesses forward the questions highlighted above need to be answered. 

2.7 Strategy and performance measurement systems: analysis & comparison 

In this section, we will analyse and compare the most popular fi-ameworks; found in 

literature. The definition of Popular fivanjeworks is not an easy subject to cater for and 

many that could fall into this category have been onlitted. The research was based on 

those firarneworks that were well referenced in literature, and was solely targeted to 

those frameworks that were general in concept or business wide as opposed to those 

fi-ameworks that were popular for a manufacturing company (Acur 2002). 

In the past decade, academic and practitioner communities have shown great interest 

in performance measurement, particularly in the last few years. Ever since people 

realised that traditional performance measures were out of date and no longer 

appropriate in today's competitive environment, numerous performance measurement 
frameworks have been developed. There is a vast amount of literature on performance 

measures and performance measurement frameworks out there, in the form of articles, 
books, conference papers, research papers, postgraduate dissertations & thesis' and 

academic & practitioner journals. 

This thesis wiff foHow the same theme but rather than describe the framework in 

detail the research will provide a brief outline and concentrate only on those attributes 
that are directly relevant to the direction of the researchers theory. 

The frameworks analysed are: See Appendix I for in depth analysis of each. 
1. Balanced Scorecard 

2. Cambridge Model (Strategy & Performance Measures) 

3. Determinants & Results Framework 

4. Dixon's Perfortnance Measurement Questionnaires 
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S. EFQM Business Excellence Model 

6. Hoshin Kanxi 

7. Investors in People (Ifl? ) 

8. Integrated Performance Measurement System (IPMS) Model 

9. Malcolm Baldrige National Qualfty Award (US) 

10. Performance Prism 

11. SMART System 

2.7.1 Integrating the performance mea3urement 3y3teM3 

Kaplan and Norton (1996) stated that "managers realised that focusing on individual 

performance measures such as cost, quality, time and flexibility will lead to local 

optimisation7. Performance measures must be treated as an integrated system to 

support a company's strategy. However, according to Kaplan and Norton (2001), 

Neely (2000) and Gratton (1999) the need to deploy strategy and the performance 

measurement through the organisation is paramount to the success of the framework 

employed and for the acceptance of the concept of measuring and managing 

performance of both the process and the individual's that work within the systems. 

T'his analysis will concentrate of the deployment and communication elements of the 

fi-amework but will also review general aspects as recommended by researchers such 

as Neely et al (1997,200 1) and Bititci el al (1996). 

Most researchers have mentioned the need for a 'good' performance measurement 

system. However, not many provide a complete description of the requirements or 

characteristics of a 'good' performance measurement system. Only two researchers 

have tried to describe these requirements, Neely et al (1997,2000) on performance 

measures and Bititci el al (1996) on performance measurement systems. 

After reviewing extensively the literature available on performance measurement 

systems, Neely ef al (1997) provided recommendations for designing performance 

measures see table 2.4. The recommendations are intended for designing performance 

measures, not for designing performance measurement systems, which Bititci et al 
(1996) described in table 2.5. 
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The recommendations in table 2.4 describe what a performance measure should be. 

even though some of them are common sense. Since performance measures are the 

output of designing a performance measurement system, the proposed 

recommendations are not very helpfid for designing a PM system. For example, the 

need for aligning perfort-nance, measures with external factors (competitor, market and 

stakeholder) is not strongly expressed in the recommendations and neither is the 

communication and deployment of those systems. 
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No Recommendation 

1 Performance measures should be derived from strategy 

2 Performance measures should be simple to understand 

3 Performance measures should provide timely and accurate feedback 

4 Performance measures should be based on quantity that can be influenced, or controlled. 

5 Performance measures should reflect the 'business process' 

6 Performance measures should relate to specific goals (targets) 

7 Performance measures should be relevant 

8 Performance measures should be part of a closed management loop 

9 Performance measures should be clearly defined 

10 Performance measures should have visual impact 

11 Performance measures should be focused on improvement 

12 Performance measures should be consistent 

13 Performance measures should provide fast feedback 

14 Performance measures should have an explicit purpose 

15 Performance measures should be based on an explicitly defined formula and source of data 

16 Performance measures should employ ratios rather than absolute number 

17 Performance measures should use data which are automatically collected 

18 Performance measures should be reported in a simple consistent format 

19 Performance measures should be reported on trends rather than snapshots 

20 Performance measures should provide information 

21 Performance measures should be precise - be exact about what is being measured 

22 Performance measures should be objective - not based on opinion 
Source: Neely ef at (1"7) 

Table Z4 Recommendationsfor designing performance measures 

Bititci et al (1996) on the other hand provided the requirements for an effective and 

efficient performance measurement system and the elements are formulated in Table 

2.5 below. 
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No Requirement 

1 Reflect stakeholders requirement 

2 Reflect external/competitive position of an organisation 

3 Reflect competitive criteria of the organisation markets 

4 Differentiate between control and improvement measures 

5 Facilitate strategy development 

6 Deploy strategic objectives through a logical path to business processes and activities 

7 Focus on critical areas of the business 

8 Be expressed in a locally meaningful terminology 

9 Facilitate resource bargaining 

10 Facilitate performance planning 

11 Promote proactive management by focusing on leading measures 

12 Accommodate both quantitative and qualitative measures 

13 Measure organisational capability and learning where appropriate 

14 Use measures at correct levels 

15 Promote understanding of the relationship between various measures 

16 1 Facilitate simple reporting - demonstrating trends where possible 
aource. - mugel er tw (17») 

Table ZS Requirementsfor an effective performance measurement sYstem 

These requirements are intended for designing performance measurement systems. 
Broader aspects of performance measurement have been covered, including: the 

requirement to consider external factors, resource bargaining, interaction between 

factors, objective deployment, characteristics of performance measures, strategy 
development and criticality of performance measures. Consequently, this requirement 
is very helpful for designing a performance measurement system. 

In order to develop a strategic perfornmee measurement systený it is critically 
important to identify the properties of an effective development process. Without this, 
there can be little value for the business from the concept of strategic PM. As there is 

a shortage of appropriate analysis in literature in addressing these issues, a review is 

now undertaken to look at the process methodologies. 
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Hudson et al (2001) critically analysed the theory and the practical elements of a 

number of strategic PM systems and found that much of the analysis conducted had 

failed to address the features of PM development processes that enhance the 

likelihood of successfid implementation. He highlighted a number of deficiencies in 

the information on PM systems over the List decade and the number of different 

proposals and guidelines that attempted to explain the characteristics of strategic PM. 

Two examples of this have been depicted in tables 2.4 & 2.5. The research highlighted 
in the 22 areas defined in table 2.4, reconunendations for designing a PMS. However, 

there were many characteristics duplicated but the problem was addressed by the 
identification of a number of features that were then developed into three categories 
forming the typology for evaluating the PM approaches that have emerged from 

literature. Ile three categories are, 

" Development process requirements 

" Characteristics of performance measures 

" Dimensions of performance 

The theoretical model proposed by Hudson et al (2001), table 2.7 offers an analysis of 

what is required to develop a theoretically sound and improved strategy performance 

measurement process and this analysis will build on the theory developed by Hudson. 

Of the ten fi-ameworks highlighted by Hudson et al (2001) six Will be reviewed as 
being the most appropriate for the analysis under consideration. The remaining four 

was considered not to provide enough strength either in structure or relevance for the 

analysis. Hudson explained that the analysis that the researchers conducted was with 
Small, Medium Enterprises (SMEs) and that the significant differences in the 

structure and philosophy of SMEs as opposed to large enterprises result in a more 
taxing process for those smaller organisations to implement a strategy performance 
measurement system. However, many large organisations suffer from similar 
problems of implementation and sustainability with their performance measurement 
systems, admittedly on a larger and more complex scale. 
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Therefore, the analysis presented here is not only to review those attributes relevant to 
SMEs but also extend this to the larger organisations. A further five fi-ameworks will 
be included, Hoshin KanrL Perfortnance Prism, EFQM, Baldrige NQF and Investors- 

in-People. The Hoshin Kanri model is a strategy performance measurement 
fiameworks mainly used in larger organisation but is not as wen known as others. TlIe 

performance prism. is a new model, which is currently being developed as an 
improvement to many of the other similar constructs. 

The latter three models in the list of five above are not Strategy Perforniance 

Measurement frameworks in their own right but they facilitate an analysis of the tools 

and techniques that organisations use to develop operational excellence and therefore, 

are structured frameworks (Sadler 2000). The EFQM and Baldrige fiwnework will be 

analysed together with the main emphasis on EFQM. Appendix I provides the reader 

with an overview of each of the eleven fi-ameworks analysed in this thesis. 

2.8 Identifying the gaps in deploying strategy & PMS 

Using the typology in table 2.6 as the basis for analysis of the fi-arneworks, the 

objective was to identify their completeness within the areas that would influence the 
deployment of strategy and performance measures as they relate to the individual. 

This research will concentrate on the deployment process of a performance 

measurement process and how this can be effectively achieved in particular to the 
lowest levels of the organisation. The object of this review/analysis is to identify the 

gaps in the process in the deployment processes. To achieve this a number key 

characteristics are highlighted from the Hudson's model that are significant for the 
dissemination to the individual, the level at which the success of the process is 

inevitably approved and operated. 

Having reviewed the completeness of the requirements of an effective development 

process, a further element was added to the analysis and that was stakeholder 
requirements. This was necessary as both the IPMS and Performance Prism 
fiumeworks included these areas as key developmental attributes. However, as the 

research is designed to analyse the frameworks for a robust deployment process that 
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cascades the performance measurement outcomes to the lowest employee level of the 

organisations and not just the developmental aspects of PMS as descnibed by Hudson. 

The analysis provided by Hudson et al showed by using defined theoretical attributes 
for developing performance measurement systems, which they found from their 

research, could be used to develop and implement performance measurement systems 
in organisations. His analysis, comprehensive as it is did not address the deployment 

problen'4 identified in chapter 1, that this researcher was looking for and new 
theoretical attributes had to be found that completed this. 

The attributes that the author deemed necessary for good deployment practices in 

addition to those described by Hudson was found in Kennerley and Neely's (2002) 

research, which looked at the gap in literature, that described the forces that shape the 

evolution of the measurement system. This research was based on an analysis of 

company practices that affected the evolution of PMS and highlighted areas that 
facilitated positive practices and barriers to evolution. 

The key outcomes that this analysis provided were. 

" Integrating the PMS into the strategy and review process was essential. 

" Both strategy and PMS must evolve with the business requirements. 

" If people do not think measures are relevant they will not use them, the 
deployment process will fail, and the process will not evolve. 

" Developing an open and honest culture in which measurements are used to 

support rather than a tool to punish is crucial for evolution. 

A number of the facilitators used in the PMS evolution were used in conjunction with 
the analysis of PM development process and the author's preunderstanding, described 

in chapter I section 1.2. This provided the basis of the analysis of those attributes that 
determined if any or all of the fimneworks had the construction elements to fidfil the 
requirements that enable a strategy deployment process throughout an organisation. 
Table 2.6 below outlines the analysis of both the facilitators and barriers to evolving a 
performance measurement system and those elements taken from table 2.6 
(highlighted in bold and in yellow) were incorporated into the fiamework analysis in 
table 2.7. 
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Facilitators of Evolution Barriers to Evolution 
Process Integration of measurement with strategy Lack of proactive review process 

development & review. Inconsistent approach to measurement 
Integration of measurement with business a Over time 
process review. 0 Between location/business units 
PM "function" the focal point of measurement 0 No integrated measurement 
activity. function 
Forum to discuss appropriateness of measures. Insufficient time to review measures 
Implementation of common definitions Lack of management time 
metrics. Too much data reported 
Consistent approach to measurement across The need to trend measures limits ability 
all areas of the bmsiness. change 
Away day to measures. Lack of data analysis 
Involvement of external bodies. 
User involvement in measures. 

People Maintain PM capability. Lack of appropriate skills. 
Dedicated PM resource. 0 To identify appropriate 

Facilitation of use of measures measures 
Ensure action is taken a To design measures/quantify 
Prompt review of measures performance 
Credible sponsor 0 To collect accurate data 
IT and operational responsibilities a To analyse data 

Skills succession planning. High staff turnover. 
Involvement of those being measured4ocal Lack of management time. 
ownership of measures. Ownership of cross-ftinctional. 
Community of users of measures. 

Systems Develop in-house/customise IT systems. Inflexible legacy systems. 
Flexible 0 Data collection 
Web-based M Reporting 
Electronic reporting Inflexible ERP systems - loss of 
Hierarcky of measures functionality. 
Linked to shWeV development/ Inappropriate "off the shelf' systems. 
basimss process review 

Maintain internal systems development 
capabilities. 
Integration of operations & IT (budgets, 
responsibility, etc. ) 

Culture The need for evolution considered to be Senior management inertia. 
important. Individual inertia/resistance to 
Communication: measurement. 

Use accepted medinm Ad hoc approach to measurement. 
Feedback of acdons Lack of alignment of actions with 
Engage efl employees measures. 

MeL rement integrhy Is enconraged. In appropriate use of measures/measures 
Open A honest discussion of not used to manage the business. 
per fiormance Rigid remuneration and union system. 
No blame cubare 
Discourage 'gaming bekeyloxr" 

ONgOing Senior =6Xd9C=CXt 
supporilchamplonfor messurememL 

Condmuedfocus on measurement 
Identift & remove barriers to am 
change measares 

Establisk common undermanding of 
objectives. integradonlelignment of reward 
systemL Measurement not owned byfinance. 
Alignment of measures and rewarAL 

Source: Kemmerley & Neely (2002) 

Table Z6 Facilitators & Barriers of PMS Evolution 
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With this additional analysis, ftwther rows were added to the PMS development table 

(table 2.7), which highlighted those attributes that the research found desirable in 

order to facilitate an efficient deployment process that would effectively increase the 

acceptance of the performance measurement and strategy process from an employee 

viewpoint. The remainder of the analysis of the eleven PM development approaches 

as described in the available literature concentrated on the completeness of the 

approaches with regard to the derived framework table 2.7 illustrates the outcomes of 

this activity. 

The outcome of the analysis showed that of the ten frameworks, all had more than 

55% of the dimensions of performance that were necessary for a sound deployment 

process but only half exhibited many of the people properties necessary and when the 

additional attributes from table 2.6 were added, highlighted in Blue. The analysis 

showed that while many of the frameworks were competent in deriving a performance 

measurement system linked to strategy they all failed to provide implicit deployment 

guidance for employees to link to. 

Of the new frameworks that were analysed the Performance Prism (PP) (Neely and 

Adams 2001) was relatively new to this type of analysis. As little active research has 

been published on the use and acceptance of this framework to date the researcher has 

made an assessment based on his experience of similar models. However, according 

to the literature available and the excellent reputation of the researchers it was 

concluded that the majority of the attributes would be included in this framework. 

Therefore, from a deployment perspective, this model can be rated moderately, no 

more than 75% of the deployment criteria included, but this requires a more 

subjective in-depth research analysis by practitioners and academics to verify. 

Hoshin Kanri (Cowley and Domb 1997) while not a new framework has been used in 

a limited number of Western companies compared to the quite wide use in Japanese 

companies over the last twenty years (Witcher and Butterworth 1999). However, a 

number of publications are available and this review was conducted using these. From 
both a development and deployment view, this fi-amework covers both aspects with a 
degree of depth and can be rated as the performance prism in the assessment but is 

complex to implement. 
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The last fiarneworks analysed were EP and the EFQM and Baldrige models, while the 
later two were separated when compiling a list of fiwneworks to be included in this 

analysis both were combined for the analysis, as they are similar in their objectives. 
The object of including all three fi-arneworks was to review those audit frameworks 

that provide guidance and assessment for those organisations that are pursuing quality 

excellence in their company. If a company is using a combination of the IiP and 
EFQM fi-ameworks then they are more likely to have a structured system for strategy, 

performance management and people policy. 

While the remaining fivneworks did not have as many of the attributes that were 

considered essential to a deployment and people linkagc process one process has 

recognised, that these attributes are necessary and this is the Balanced Scorecard. 

Kaplan and Norton (2001) have attempted to close the gaps from their original 

concept. They realised that the original Balanced Scorecard concept was they thought 

about measurement, not about strategy. Therefore, to correct this shortfall the creation 

of a I'Strategy-Focused" direction was developed and a key element of this was a 

cascade process of performance measures from the top to bottom of the organisation. 
The balanced Scorecard process is by far the most popular concept used in business 

today and this is further confirmed by the case study research in chapter 6. 

2.9 Conclusions of the chapter 

The literature review has presented a wide critical view of strategy and performance 

measurements systems, deployment processes and their linkage to the individual. The 

focus of this chapter concentrated on. 

" What is strategy? 

" Strategy classifications. 

" Developing the rules of strategy and what can go wrong with it? 

" How strategy can be killed? 

" Analysis of frameworks with emphasis on deployment. 

The literature review also raised some questions on the interaction of strategy, 
performance measurement systems, deployment and linkage to the individual, Le. 

why are companies not implementing their strategies effectively to all employees and 
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why do they not realise the importance of deployment and the advantages that this can 
bring. 

The success that a deployment process can bring to an organisation is two fold. The 
first is to bring all the employees closer together through understanding strategy and 
performance measures set out by senior management and secondly, by providing a 
direction that each employee requires to assist in aligning job objectives with 

company direction. This is particularly relevant in the industrial companies. 

The chapter partially answered these issues by introducing and addressing the 

problem that current strategy and PMS models are failing to implement an intrinsic 

process that enables a deployment process to link strategy and performance 

measurement systems to the individual. 'Me models are consequently fidling to link 

these key elements effectively leading to the reduction in efficiency of the individual. 

From this review, the research found there are many elements that can contribute to 

the failure of organisations to successfiffly implement strategy (section 2.4). The 

research started out by looking at strategy and performance measurement systems and 

reviewed how these processes are failing to deploy to the lowest level of the 

organisation. In addition, Kaplan and Norton (2001) highlighted that strategy 
formulation and implementation were only successfid in less than 10% of companies. 

It became evident as a result of the literature review that the initial research questions 
identified in chapter one lacked sufficient width and depth to be able to answer the 

strategy, performance measurement system and individual issues. Therefore, this 

chapter re-evaluated the research questions. The initial research problem and 

objectives remain unchanged see section 1.3.1 & 1.3.2. 

The revised research questions have been changed in order to reflect the research 
findings thus far. 

1. Why are companies failing to effectively deploy strategy down to the individual? 
2. How can the research identify the gaps in the process and what are these? 
3. Is there and effective fiwwwork or model to link strategy, performance 

measurement systems and appraisals? 
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4. By identifýýing the gaps in knowledge, can the research design a fi-arnework to 

create a potential linkage that leads towards improvement in performance? 
5. If by linking strategy, PMS and appraisal processes will this lead to increasing 

employee effectiveness? 

The chapter also highlighted that further research is necessary into how to link 

appraisals to strategy deployment. This was found to be evident, as the literature 

reviewed thus far did not concentrate on this area of research. Chapter four will 
discuss further the gaps in deployment processes in particular within appraisal design 

and formulation. 

The research conducted on frameworks also concluded that there is no model 

available that enables a deployment process to be wholly effective either within an 

evolutionary or developmental concept. Therefore, the construction of a model that 

provides the linkages fi7om strategy formation to appraisal construction would be 

necessary and this will be discussed in the second section of chapter four. 

The differences found through empirical analysis of strategy and performance 

measurement systems, table 2.7 further emphasises, that no model structure is evident 
from literature that guides and enables a sound deployment process. The chapters aim 

was to demonstrate that the different approaches are not mutually exclusive, but rather 

as providing an integral solution to provide a better understanding by which strategy 

and performance measurement can improve the effectiveness of the individual. The 

following proposition determined from the literature review started to provide an 

answer to the research question I and 2. 

For strategy to become truly meaningful to employees, personal goals and 
objectives must be aligned with the organizational objectives (Kaplan and Norton 
2002). 

The chapter concludes with the first set of research questions, which have been 
formulated from this chapter. 
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I- Why are companies Wing to effectively deploy strategy down to the individual? 

2. How can the research identify the gaps in the process and are these valid? 

Chapter four further addresses the literature research question raised above and starts 

to build theory by designing a model that will aid the research direction. Therefore, 

questions 3 and 4 have also been formulated in this chapter. 

3. Is there an effective framework or model to link strategy, performance 

measurement systems and appraisals? 
4. By identifýing the gaps in knowledge, can the research design a framework to 

create a potential linkage that leads towards improvement in performance? 

Chapter 5 fully addresses these issues. However, before the research can address these 

questions, the methodological direction must now be determined to ensure the correct 

path is taken for the research and chapter 3 enables this while chapter 4 will build on 

the theory and research questions. 
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Chapter 3 

Research Methodology 

3.0 Design 

3.1 Introduction 

The preponderance of literature in the field of research methodology is extremely wide 

and varied as can be seen from the references used throughout this chapter. This 

researcher will not attempt to delve into all aspects of the subject but explore the areas 

and elements that have allowed this research to be formulated and progressed to a 

conclusion. 

Notable writers and academies on research methodology highlight that a wealth of 
information is available that may hamper the novitiate researcher (Buckley et al 1976). 

There is also a bewildering mve of terms, definitions and philosophical arguments, 

which confront the answers to the straightforward questions as follows. 

1. What is research? 
2. Who is a researcher? 
3. Where do research problems originate? 
4. How should the researcher go about solving the problem? 
5. Where should he/she go for the information? 

6. How does he/she know if the problem is solved? 

While it is difficult to answer these questions to the satisfaction of all concerned within 

the research topic, what this chapter attempts to do is provide the path that this 

researcher took and the frameworks that assisted in the attempt to provide answer(s) to 

the problems and initial and final research questions discussed in chapters I and 2. This 

chapter is one of the most important of the thesis because it is here that the research 

paradigm, which governs the entire methodology, is selected. The selection is made 
based on the rationalisation of the research needs. 
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The exploratory analysis of the existing literature presented in chapter 2 shaped the 
focus of the research. However, chapter I provided the first route to defining the 

research strategy, where the author's preunderstanding of issues was used to determine 

the initial research problems and questions. Hence, chapter three starts discussing the 

use of preunderstanding in research, then evaluates the scientific paradigms and 

research strategies appropriate to the research, which includes a selection of the strategy 
used. 

The chapter concludes by analysing the methods and techniques used for building and 
testing theory and includes the selection of criteria is selected for evaluating the 

research. Finally, figure 3.9 presents the research process map, which has been used to 
develop the research throughout the investigation period. The map outlines the various 

stages that the research completed showing the interaction between the steps and the 

outcomes, which evolved the research questions. This completes the chapter. 

3.2 Preunderstanding the problem 
Gummesson (2000) stated that qualitative methodology and case studies provide 
powerfid tools for many areas of management research and it is in this context that this 

thesis has evolved. The case study described in chapter I was used to develop the initial 

research questions that would guide the researcher to develop new knowledge and 
theory. 

However, in an attempt to highlight the thought process that has been used to formulate 

the emerging theory within this thesis the concept that was used and described by 

Gummesson, which is now discussed in this section, is the concept of preunderstanding 
(Gunimesson 2000). This concept refers to things such as people's knowledge, insights, 

and experiences and it is the author's intention to show that the author's knowledge and 

experience was the driving force to develop the early formulation of his new and 
modified theory. 

Gummesson describes his interest in the concept had derived from an essay written by a 
Swedish novelist and philosopher who wrote "Knowledge behind the Worde% which 
included an encyclopaedia description on how to serve at tennis. The emphasis was that 
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the description of the act was faultless but the reality was that an average player trying 
to emulate this was in many cases impossible. But in order to know this you needed to 

play tennis and experience the difficulties in trying to emulate the experts. 

The knowledge that underlies the ability to execute a perfect tennis serve is quite 
different from this encyclopaedia definition. Gummesson added that this is something 
that one simply allows to happen and there are no words that can adequately describe 

these actions. Life is full of this type of knowledge. The concept of preunderstanding 
enables the individual who has developed this to avoid having to bother with the 
interpretation of events that he or she has learned from everyday occurrences. This has 

been possible as; sense impressions, interpretation, understanding and language merge 
instantaneously, making it impossible to identify separate phases. 

A lack of preunderstanding as stated by Gummesson will cause the 

researcher/consultant to spend a considerable time gathering the basic information (e. g., 

about the industry etc. ) As most of the infort-nation, necessary to operate within a 

company can only be assessed by working in the environment and learning "how things 

work". As the author has considerable experience and company knowledge, this concept 

allowed him to develop the initial theory and the next section will describe what was 

achieve and the subsequent research questions that arose from this activity. 

However, this researcher was also aware as stated by (Gununesson 2000 p66) that it is 

essential that prcunderstanding be subject to change and that the researcher in this case 
be aware of paradigm selective perception, and personal defence mechanisms. 
Therefore, the need to be open, mature and honest in any investigation is paramount if 

the resultant theories are to be understood and successful. 
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Figure 3.1 Sources of Preunderstanding 

Figure 3.1 shows the main areas (circled) that contribute to the growth of the authors 

preunderstanding. Personal experience both from life and work was in this case the 

main area that contributed to the development of the theory that was evolving. 
However, additional knowledge was obtained from the intermediaries shown circled on 
the right-hand side of the figure where a combination of academic research and 
discussions with friends and work colleagues combined with the authors personal 
knowledge enabled him to create a store of knowledge that represented the 

preunderstanding at the start of this research. 

3.2.1 Creating the momentum for understanding 
Having discussed what initiated the interest in this subject and the short story of how a 

company had problems of linking strategy to the employees. The emerging theory and 

conclusion was not a sudden realisation of an answer but is an evolution of research 
learning and experience. Gummesson illustrated this phenomena through his description 

of understanding, see figure 3.2, by stating that the researcher when approaching a 

project always has a certain amount of preunderstanding. 
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Figure 3.2 Sourcesfor Understanding 

This knowledge is fimher enhanced by means of access, as participants in a process, 

such as the one discussed in chapter 1. Researchers are able to gain certain insights to 

add to their knowledge and as this writer highlighted in the case above, possess methods 

that allow analysis and interpretation of the experiences of others. Gummesson also 

stated that in scientific theory, reference is made to the hermeneuile circle and he 

Mustrated this by the Mowing statements "no understanding without 

preunderstanding" and "an understanding of the parts assumes an understanding of the 

whole". 
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Figure 3.3 The Hermeneutic Spiral 
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The hermeneutic circle or as Gurnmesson renamed it the hermeneutic spiral is an 
iterative process whereby each stage of the research provides us with knowledge and 
this is illustrated in figure 3.3 where we take a different level of preunderstanding to 

each level of the project (Gummesson 2000). 

3.3 Potential research design 

From the problem identified in chapter I and the literature reviewed in chapter 2 it 

became clear that the route to developing answers to the problems identified was 
through case study research. Voss et al (2002) stated that case research has consistently 
been one of the most powerfid research methods in operations management, particularly 
in the development of new theory. Therefore, the use of this methodology in this 

research seemed to be most appropriate. Voss further emphasises that pure case research 
that is research based on the analysis of a limited number of cases to which, at best, only 
limited statistical analysis can be applied. 

So why should this research point towards case research? Merideth (1998) detailed three 

outstanding strengths of case research put forward by Bebensat et al (1987): 

1. The phenomenon can be studied in its natural setting and meaningfulý relevant 
theory generated from the understanding gained through observing actual practice. 

2. The case method allows the questions of why, what and how to be answered with a 

relatively full understanding of the nature and complexity of the complete 

phenomenon. 
3. The case method lends itself to early, exploratory investigations where the variables 

are stifl unknown and the phenomenon not at all understood. 

The problems highlighted in the introduction (section 1.2) indicated that the cascade of 

strategy and performance measures through the organisation becomes highly effective 

when built into the appraisal process and the employees understand the implications. 

Therefore, it is important to understand the theory and the current practice and 
determine if a gap exists. Case research provides a suitable vehicle to achieve this but 
first a review of the research problems and questions is necessary to ensure the eventual 
design is valid for the research paradigm. 
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3.4 Research Objectives and Questions 

The research methods used in a research project depend on the nature of the research 
objectives and questions. Therefore, it is desirable before selecting the appropriate 

research method to outline these. After an exhaustive review process of the problem, the 

objectives and research questions were evolved. The initial objectives as stated initially 

in chapter I remain valid and are to: 
1. Identify the gaps in the processes of linking strategy, performance measurement and 

appraisals systems that can lead to increasing the effectiveness of employee 

performance. 
2. To provide an analysis of current frameworks used to provide the links between 

strategy, performance measurement and employee performance systems. 
3. Implement experiments for testing the validity and applicability of the processes 

identified. 

To achieve these objectives, the research questions were redefined: 
1. Why are companies &ifing to effectively deploy strategy down to the individual? 

2. How can the research identify the gaps in the process and are these valid? 
3. Is there an effective framework or model to fink strategy, performance measurement 

systems and appraisals? 
4. By identSying the gaps in knowledge, can the research design a framework to create 

a potential linkage that leads towards improvement in performance? 
5. If by linking strategy, PMS and appraisal processes will this lead to increasing 

employee effectiveness? 

The aim of this research methodology is to outline the research strategy pertaining to the 

study of how companies deploy their strategy throughout the organisation and the effect 
this has on employee performance when linked to the appraisal process. By identifying 

the gaps in theory and practice, it is also hoped to identify an appropriate model that 

guides and measures the performance outcomes identified by the appraisal process. 
Specifically, the research objectives are derived from identifying gaps in the literature 

and the subsequent research design embraces both qualitative and quantitative methods. 
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The deficiency in understanding raised by these research problems has implications for 

research methods in this area. An appropriate research method for building a causal 

explanation of linking strategy and appraisal processes is now introduced. 

3.5 Research Philosophy - selecting the theoretical paradigm 
Like any human action, research is grounded on the philosophical perspectives, 
implicitly or explicitly. ignoring philosophical issues, though not necessarily fatal, can 

seriously affect the quality of the research in management science. Understanding the 

philosophical positioning of research is particularly useful in helping the researcher 

clariý alternative designs and methods for a particular research, and identw*g which 
is more likely to work in practice (Easterby-Smith et al 199 1). 

(Easterby-Smith et al 1991) also argued that there are three reasons why an 

understanding of philosophical issues are finportant: 

1. It can help clarify research designs. 

2. Knowledge of philosophy can help the researcher to recognise, which research 
design may work and which may not. 

3. Knowledge of philosophy can help the researcher identify, and even create, designs 

that rmy be outside his or her experience. 

Before we examine the paradigm options that were analysed to identify what was the 

optimum route for this investigation a definition of what is meant by theoretical 

paradigm. Christie et al (2000) identified that a theoretical paradigm is the underlying 
basis that is used to construct a scientific investigation. It is a loose collection of 
logically held-together assumptions, concepts, and propositions that orients thinking and 

research. A paradigm can be defined as the basic belief system or world-view that 

guides the investigation/researcher. 

Three distinct philosophical approaches to developing research have been investigated 
in order to locate case studies as a research methodology within one of them. However, 

there has been the subject of a long-standing debate in science, positivism and 
phenomenological (realism) paradigms. These two paradigms lie at the two extremes of 
a continuum (EastcrbymSmith et al 1991) and while they have been researched widely, 
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this research will also look at a mixed approach (Amaratunga and Baldry 200% 
Remenyi et al 1998). 

3.5.1. Positivist Approach 

The positivist approach, often designated as quantitative research, believes that the 

subject under analysis should be measured through objective methods rather than being 
inferred subjectively - through sensation, reflection or intuition (Remenyi et al 1998). 

Among the major implications of this approach are the need for independence of the 

observer from the subject being observed, and the need to formulate hypotheses for 

subsequent verification. Positivism searches for causal explanations and fundamental 

laws, and generally reduces the whole into its simplest possible elements in order to 
facilitate analysis (Easterby-Smith 1991; Remenyi et al 1998). 

The primary mode of the research inquiry of positivism is theory testing based on 
deduction. The use of this hypothetico-deduction allows for statistical generalisation to 
be tested, with replaceable findings being true (Guba and Lincon, 1994). Also the 

principle data collection techniques include experiments and sample surveys that are 
out-come oriented and assume the natural laws and mechanisms. The researcher carries 

out data collection for the positivism approach, as he/she is remote from the phenomena 

under investigation. 

In contrast to the positivist paradign-4 the following two paradigms, realism and 

constructivism are more suitable for exploring complex social phenomena that require 

working with people and real life experiences and where the researchers seek to 

understand the problem by reflecting, probing, understanding and revising meanings, 
structures and issues CHirschman 1986; Orlikowski et al 1991). Not all research issues 

allow an entirely value-free, one-way mirror between phenomena and the researcher. 

The building of a strategy focused appraisal system does not seek to identify causal 
relationships as you would in the positivistic paradigm but would consider the complex 
nature of the research problem by reflecting, probing etc of the issues of the deployment 

of strategy and the development of objectives in the appraisal process. To build an 
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entirely value-ftee, one-way mirror between phenomena and the researcher would not 
be possible in this forin of research. 

3.5.2. Constructivism Approach 
This methodology investigates the beliefs of the individual rather than investigating an 

external reality, such as the tangible and comprehensible economic and technological 

dimensions of management. The constructivist paradigm, perception by itself is not 

reality but is a blend of perceptions and external reality. Perceptions are important for 

they assist is examining complex reality. Multiple realities cannot be the focus of 

constructivist research. Constructivism is interested in the values which are beneath the 

findings thus it uses inductive methods. 

The inductive methods of constructivism require the researcher to be a 'passionate 

participant' (Guba and Lincoln 1994) during fieldwork. The constructivist approach 

means problem solving through the construction of models, diagrams, plans, 

organisations etc. This mode of research is widely used in technical sciences, 

mathematics, operations analysis and clinical medicine (Kasanen and Sfitonen 1993). 

Christie et al (2000) stated that in contrast, any research that has to deal with multiple 

realities such as detailed in this thesis that has elements of both positivism and 

constructivism then that paradigm is realism. 

3.5.3. Phenomenological (realism) Approach 

The realism approach, also known as the interpretative or phenomenological approach, 

understands reality as holistic, and socially constructed, rather than objectively 
determined. (Susman and Evered 1978) talk of an "epistemological crisis" in 

management research which has arisen out of the application of the positivist model of 

science in the social sciences and hence realisin, an approach which arose in the last half 

of the twentieth century. 

According to this philosophy, the researcher should not gather facts or simply measure 
how often certain patterns occur, but rather appreciate the different constructions and 

meanings people place upon their own experiences and the reasons for these 
differences. The realism approach tries to understand and explain a phenomenon, rather 
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than search for external cause or fundamental laws (Easterby-Smith et al 1991; 

Remenyi 1998). Realism provides a worldview in which an actual social phenomenon 

can be ascertained even though it is imperfect. 

The central premise of non-positivist research is that the researcher should be concerned 

with understanding the phenomena in depth and that the understanding should result 
from attempting to find tentative answers to questions such as 'WhatT 'WhyT and 
'HowT Phenomenology (realism) contends that such an understanding can result from 

using methods other than measurement, unlike the assumption positivism, which is 

ultimately concerned with answering the questions of 'How manyT or 'How muchT 
(Remenyi et al 1998) 

For the realist the means to determine the reality of a social phenomenon is through the 

triangulation of cognition processes. A perception for realists is a window on to reality 
from which a picture of that reality can be triangulated with other perceptions (Christie 

et al 2000). Within this fiwwwork, the discovery of observable and non-observable 

structures and mechanism, independent of the events they generate, is the goal of this 

research methodology. Realism researchers observe the empirical domain to discover 

knowledge of the real world, by naming and describing the generative mechanisms that 

operate in the world and result in the events that may be observed. Given this 

complexity of the social science world, reality is considered real but Mble. 

Therefore, this methodology appears to fit the problem described in this thesis of how to 

maximise human effort through performance management by linking strategy to 

performance appraisal systems. As the investigation is to discover through identifying, 

describing and analysing the variables of the structures and generative mechanisms of 
the strategy deployment processes and the relationship that is necessary to improve 

individual and team performance. 

However, before the realism approach is concluded a further review of the three 

methodologies is required. The philosophical assumption that supports the three 

theoretical paradigms relate to ontology, epistemology and methodology and these are 

summarised below in table 3.1. Ontology is the essential assumption that is made 
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regarding the basic elements of reality. Epistemology examines the character and basis 

of knowledge or the characteristics of the relationship between reality and the 

researcher. Methodology is the procedure carried out by a researcher to explore that 

reafity (Guba and Lincon 1994). 

As we have discussed the three approaches of research paradigm and indicated that the 

phenomenological (realism) approach fitvours this research of "linking strategy to 

performance appraisal systen&' two of the main philosophical approaches to developing 

research, positivism and phenomenology have been subject to long-standing debate in 

management science. While the two approaches have been analysed above in relation to 

the research subject there is an argument that a pure approach can be unrealistic. 

Therefore, can a mixed approach can be considered an appropriate route (Amaratunga 

and Baldry 2001). 

Item Realism 
Paradigm Positivism Constructivism (Phenomenology) 
Ontology NaTye realism: Critical relativism: Critical realism: 

Reality is real and Multiple local and specific Reality is 'real' but only 
apprehensible 'constructed' realities imperfectly and 

probabilistically 
apprehensible and so 
triangulation from many 
sources is required to 
know it 

Epistemology Objectivist: Subjectivist: Modified objectivist: 
Findings true Finding created Findings probably true 

with awareness of values 
between them 

Common Experimentstsurveys: Hermeneutical/dialectical: Case studies/convergent 

methodologies 
Verification of Researcher is a 'passionate interviewing: 
hypothesis; chiefly participant' with the world triangulation, 
quantitative methods being investigated interpretation of research 

issues by qualitative 
methods. (i. e. structural 

I equation modelling) 
"WoIrce. quous 4x LJUCUIU 17714 

Table 3.1 Basic belief syssems of alternadve inquiry paradigms 

3.5.4. Mixed Approach 

The mixed approach Remenyi (1998) argues that positivism and realism are not totally 
different in terms of their impact on research, and in the generalisation of findings. Both 

approaches need a convincing argument that the findings are valid before these findings 

arc accepted as a valuable addition to the body of knowledge. Ultimately, it is more 
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useful to see these two approaches as complementary rather than as two opposite 

extremes (Remenyi et al 1998). 

The philosophical approach underlying this research is a balance between positivism 

and realism. This shows in the way the research questions were formed. Objectives 

were formulated to identify empirical evidence to rnatch theoretical propositions. 
Remenyi (1998) suggest that the world is essentially non-deterministic (in any absolute 

sense) and repeated positivist research will produce different results; a balanced 

approach is therefore more "realistic". Furthermore, because an intention was to 

understand the holistic context of strategy and performance measurement fiwwworks 

and appraisal approaches, a "realism" approach would help to provide the means to 

interpret practice allowing a study of the various different practices that companies use 

within the theoretical framework. 

A pure realism approach was not applied, as there was an expectation that, to a certain 
level, other researchers should be able to apply the same research methodology and 

obtain similar results. This assumption was incompatible with the basic fundamentals of 

a 64pure" realism approach where establishing "different views" is one of the preferred 

research methods. (See Table 3.2, to illustrate the principles of the mixed approach 

appUed to the research). 

'ositivist paradigm Phenomenological paradigm 
Basic beliefs: > the world is external and > the world is socially constructed 

objective and sub ective j 
> observer is independent > observer is part of what is 
> science is value-free observed 

> science is driven by human 
interests 

Researcher should: > focus on facts > focus on meaning 
> look for causality and > try to understand what is 

fimdamental laws happening 
> reduce phenomena to simplest > look at the totality of each 

elements situation 
> formulate hypotheses and then > develop ideas through induction 

test them from data 
Preferred methods > operationalising concepts so > using multiple methods to 
include: that they can be measured establish different views of 

> taking large samples phenomena 
> small samples investigated in 

depth or over time 
source: Laster"mits er ai iyv i 

Table 3. Z The characteristics ofpositivist andphenomenotogicalparadigms 
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Before we discuss the route that this research methodology has taken, it is appropriate to 

point out there is no single research method or strategy that is ideal for all types of 
research (Easterby-Smith et al 1991). Consequently, the researcher must continually use 
judgement to select the most appropriate research strategy. In fact, acquiring the 
knowledge and skill to select the most appropriate research strategy is one of the most 
important outcomes of conducting management research (Buchanan, 1980). 

I 
However, frameworks have been developed which can be used as guidelines in 

selecting the appropriate research method. Buckley et al (1976) proposed a 

comprehensive framework of research methodology as depicted in figure 3.4. Using this 

methodology framework the issues the investigation can be examined and outlined. 

3.5.5 Problem Definition 

Research methodology can be divided into two wide areas - problem finding and 

problem solving. Research problems may be generated formally or informally. Formal 

problem finding implies that carefid and methodical procedures are used to discover the 

research problems. Obviously, scientific research needs a formal approach to ascertain 
the research problems, while an informal approach uses a subjective and non-routine 

process of problem finding. Formal and informal methods are indicated as prescribed by 

Buckley (1976) in figure 3.4 

Problem definition is an important aspect in conducting research. Many research 

projects have failed because of poor problem definition. An appropriate research 

problem is characterised by the following attributes (Buckley et al 1976): 

1. The problem is defined properly. It is labelled and described accurately. 
2. The problem is expressed in solvable terms. 
3. The problem is connected logically to the environment from which it is drawn and 

the solution can be applied within such an enviromnent. 
4. The problem has been screened against the existing body of knowledge to assure its 

uniqueness, i. e. it has not been solved previously. 
5. The solution to the problem must be viewed as making a potential contribution to 

the body of knowledgc. 
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Buckley also emphasised that literature search is an important part of problem- 
definition. The intent is to see whether the problem has surfaced previously, to examine 
the environment from which it was drawn, and to evaluate proposed solutions to the 

problem. From the literature review conducted in this research, gaps in theory were 
identified from the literature review, which provide potential research areas. 
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3.5.6 Research Mode 

In Buckley's framework for research methodology, he highlighted two modes of 

research, induction and deduction. The characteristics of induction and deduction modes 

are Mghlighted in table 3.3. 

Research Mode Objective Hypothesis Type of Question 

Induction Theory generating, fact Priori Which, where, who, 
finding why, whether, how and 

what 
Deduction Theory testing A priori Will, is, if, set- 

responses questions, 
task-responses 

I questions. 
jLpeveiopea tor tais researcs 

Table 3.3 Characteristics of Induction and deduction modes 

Induction is the process by which theory is generated. Deduction is the process by 

which it is tested. If a researcher does not have an answer to a question and embarks on 

a fact-finding mission, he/she is engaged in inductive research. If the researcher has 

what he/she believes to be an answer to a research question, but wishes to confirra or 

apply it through further testing, he/she is engaged in deductive research (Buckley et al 
1976). 

3.5.6.1 Deductive Mode 

In deductive research, theory is tested. This may be done by validating theory or testing 

its applicability to a given set of circumstances. Deductive research is guided by "A 

priory" hypotheses, which precede the research activity. The results of the research may 

prove or disprove the hypotheses. Deductive mode is used when a researcher adopts 

positivism paradigm. Easterbyý-Smith et al (1991) pointed out that one of the 

implications of positivism ideas is that science proceeds through a process of 
hypothesising fundamental laws and then deducing what kinds of observations will 
demonstrate the truth or falsity of these hypotheses. He also stated that positivism 

paradigm tries to generalise about regularities in social behaviour through investigating 

sufficient size of samples. Deductive research moves from specific ideas to general 

phenomena as indicated in figure 3.5 below. 
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Specific 
ideas 

Inductive Deductive 
mode mode 

General 
phenomena 

Developed for this research 
Figure 3.5 Inductive and deductive mode 

Identification of whether research mode is induction or deduction is an important issue, 

since it affects the definition of problems, the researcher's attitudes and the selection of 

research methodology. A deductive research method entails the development of a 

conceptual and theoretical structure prior to its testing through empirical observation 
(Gill and Johnson 1997). The deductive theory-testing nomothetic research methods of 

positivism do not necessarily sufficiently capture the intricacy of social organisational 

settings (Kaplan 1986). 

3.5.6.2 Inductive Mode 

The aim of inductive research is to generate theory based on the fact-finding activities 
carried out in the research, that is when the researcher does not have an answer to a 

question on the research, or when the outcome of the research is not known in advance. 
In other words, there is no substantive "A priorr' hypothesis. Researchers who adopt the 

phenomenological research philosophy use inductive Mode. Easterby-Smith (1991) 

pointed out that one of key features of phenomenological paradigms is that the 

researcher develops ideas through induction from data. The research moves from 

general phenomena to a more specific idea as indicated in the figure 3.5 above. 

Inductive approaches are intended to aid an understanding of meaning in complex data 

through the development of summarised themes or categories from raw data. Gill and 
Johnson (1997) states that in sharp contrast to the deductive tradition, in which a 
conceptual and theoretical structure is developed prior to empirical research, theory is 

the outcome of induction. However, the modem justification for taking the inductive 
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approach tends to revolve around two related arguments. First, is that explanation of 

social phenomena are relatively worthless unless they are grounded in observation and 

experience. 

The most famous rendition of this view is provided by Glaser and Strauss (1967) in 

their book, 'The Discovery of Grounded Theory. The second argument arises from a 
critique of some of the philosophical assumption embraced by positivism. One of the 

main themes of positivisms and much of the deductive tradition is the conception of 

scientific method constructed from an approach in the natural sciences, particularly 

physics. This entails the construction of covering-laws that explain past and future 

observations, through causal analysis and hypothesis testing. The format of this 

explanation is; A causes B or variation in A causes variation in B that is stimulus A 

causes response B. Gill and Johnson (1997) commented on this critique of positivism 
that supporters of induction reject the causal model, illustrated by A; B above, because 

they considered that this kind of explanation is inappropriate. 

3.5.7 Research Strategy 

Buckley et a[ (1976) argued that research methodology consists of strategies, domains 

and techniques and he defined these as follows: 

e Methodology is the particular set of strategies, domains and techniques employed in 

generating or testing theory. 

9 Strategy refers to the essential nature of the data and the process by wWch it is found 

and analysed. 

e Domain refers to the data source and environment. 

9 Technique refers to the instrument that is used to find and analyse data. 

Four strategies can be adopted to conduct research. These are opinion, empirical, 

archival and analytic research. The domains and techniques that can be used for each 

research strategy are indicated in figure 3.4. The characteristics of these strategies are 
indicated in table 3.4. 
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It is clear that no research methodology is perfect. The objective of this chapter is to 

select the best methodology from the options available. 

Strategy Objective/Application Strengths Deficiencies 
Opinion 0 To seek the views, * 'Me ability to 0 The bias introduced 

judgements, or appraisals capture people's in survey 
of other persons impressions instruments 

0 Simplicity * Non-factual, 
0 it is best suited for 0 The ability to unrealistic 

research on attitudes, sample large 0 Unstable over time 
impressions, beliefs and population 
future research 0 The opportunity to 

analyse data 
through various 
statistical 
procedures 

Empirical To observe and/or 0 The contact with 0 It is limited to 
experience things for reality present situation 
oneself rather than 0 Using laboratory 0 Sensory error 
through mediation studies, the most 0 Psychological 

stringently interpretation 
It is best suited to analyse controlled research 0 Lack of precision 
actual behaviour, fact- can be carried out of the instruments 
finding and seeking reality used 

0 Bias due to the 
investigator's 
prejudice 

Archival 9 To examine recorded facts The ability to 0 Selective de- 
access and positioning 

0 It is best suited to manipulate a vast 0 Selective survival 
historical analysis, quantity of factual 0 Selective retrieval 
extrapolation of past information 0 Filling in the gaps 
trends into the fidure and 0 Skill deficiencies 
gathering hard evidence 

Analytical 0 By the use of internal Tlhe obviation of 0 Requires first-rate 
logic to break down the the need to search mental ability 
problem into its for additional data 4, Unwillingness or 
component parts in order The requirement inability to apply 
to discover its true nature for mental power to the scientific 
and the causal be brought to the method of research 
relationships among task 0 Can only create 
variables theory - hard to be 

proved 
0 It is best suited to cerebral 0 Logical error 

activity and provides most 0 Problem semantics 
scope for imagination and a Temptation to 
creativity focus on trivial and 

irrelevant problems 

Table 3.4 Characteristic of research strategies 

Source: Buckley eta/ (1976) 
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3.5.8 Selecting the Research Method 

Having determined what the problem is and having reviewed the many research 

methodologies, a method must be selected that is best suited to the prevailing 

circumstances. The framework used in this thesis for selecting the research method is 

depicted in figure 3.4. As there is more than one method, which can be used in research, 

especially if multiple problems exist as in this researclL Therefore, by analysing each 

problem identified the selection of an appropriate research methodology was achieved 

and the applied (Buckley et al 1976). 

The selection of the method to address the research question I was carried out as 

MOWS: 

Question I 
"y are companiesfailing to effectively deploy strategy down to the individual? 

Research Mode 

The first question is in the form of 'why' type mode, which is the type of question that 

must be solved using inductive research. 
Research Strategy 

The research intends to find a technique that will identify factors that influence linking 

strategy to appraisal performance by its nature in terms of the relationship and 

quantitative effects. In order to simplify the process it is also necessary to find a 

technique to break down one large problem into several smaller ones. This research is 

suited to the objectives and approach of Opinion research described as "To seek the 

views, judgements, or appraisals of other persons". 
Research Domain 

Opinion research has two domains, i. e. individual/Group. 

Research Technique 

Any of the four formal and informal techniques may be used to solve question 1. 

However, for this research survey and interviews will be the main techniques used. 

The same procedure is used to select the appropriate research methods to solve the other 

problems. A summary of the research methods selected to address each research 

problem is indicated in table 3.5 below. 
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Research Type of Question Research Research Research 
Problem - Research Mode Strategy Domain Techniques 

Question I Why? - Inductive Opinion Individual Logic Survey research 
and Interviews 

Question 2 How? - Inductive Opinion Individual Logic Survey research 
and Interviews 

Question 3 Task-response? - Empirical Case Study Goodness of fit 
Deductive and Observation 

Question 3 Is? - Deductive Empirical Case Study Goodness of fit 
and Observation 

Question 5 If? - Deductive Empirical Field Study Observation 

Table 3.5 Summary of the research methods selected 

Developed for this research 

The nature of the research at this stage meant that intensive research methods were 

preferred and in order to achieve this the case study route was confinned and selected. 
This was based on a well-defined methodology providing the means to scientifically 

answer the broader questions. Prior theory contributes in this investigation by creating 
the foundation and a means to refine the conceptual fi-amework collection. Additionally, 

prior theory in this research focused both on preunderstanding and the literature review, 

which assisted in develoPing the issues and schedule, along with a suitable research 
design and system of data coHection (Miles and Huberman 1984). 

Yin (1994) also defines case study as "an empirical investigation into contemporary 

phenomenon operating in a real life context". It is particularly valuable where the kind 

of control present in a laboratory is not feasible or ethically justified. 

Having now reviewed the research paradigms and decided that a 'ýnixed" approach is 

the most appropriate paradigm to use for this research. Buckley et al (1976) states, the 

research issue dictates the approach and methods to be used therefore, the paradigm 
decision was based on the rationalisation of the research needs, which led to the 
conclusion that the mixed paradigm could provide access to sufficient detail of the 

phenomena. 
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3.6 Building theory - case study design 

This section provides a review of case study methodology but why does this research 
demand this? Having defined the best research design above to address the research 

problems identified from chapter 1. It found that as the research was attempting to 

generate new theory and with the research mode identified, which was based on 

inductive research. This type of research is based on fact-finding activities using 'Prior' 

theory, which revolves around two related arguments, observation and experience. 

Therefore, a most suitable route was to embrace case method research as the appropriate 

vehicle to answer our research questions. 

The research methods are developed from the conclusions of the literature review in 

chapter 2 and as the research direction will now focus on case research, table 3.6 has 

been developed to highlight the various stages that the following section will now 
discuss. 

Case research is widely used in management disciplines, notably organisational. 
behaviour and strategy. Yin (1994) has described in great detail case study research 
design and Glaser and Strauss (1967) described the grounded theory method. Case 

research has its routes in the broader field of social sciences, in particular ethnographic 

studies and anthropology. 

Eisenhardt (1989) also stated that case study is a methodology that focuses on 

understanding the dynamics present in a management situation. Yin (1994) also defines 

case study as "an empirical investigation into contemporary phenomenon operating in a 

real life context". He emphasised that this route was particularly valuable where the 
kind of control present in a laboratory is not feasible or ethically justified. Therefore, 

this route satisfies the research design structure. 
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Research Phase Output 
Stage 1: Literature Research objectives: priori constructions 
review and relationships. 

" research problem 
" research issues 
" research variables Pilot study "Operationalibility" of research objectives; 
case study strategy. 

conceptual framework 
interview questions 

Stage 2: Case study In-depth and causal explanations of strategy 
and evaluation deployment and linkage to appraisal systems 

" case analysis 
" cross-case analysis 
" confirmation of conceptual fi-amework 
" peer evaluation Phase one analysis Initial qualitative findings: strategy /performance 
measurement and appraisal tools which form the 
interview and postal questionnaires. Questionnaire Quantitative support for qualitative data 

Survey and interview 
Stage 3: Building In-depth analysis of qualitative and quantitative 

research and theory building and verification 
" theory construction 
" model for deployment of strategy in appraisal 

construction 
0 future testing 

Source: developed for this research 

Table 3.6 Outline of Ike Research Strategy 

3.6.1. Multiple versus single case studies 
Case studies can be single or multiple-case designs. Multiple cases provide a more 
rigorous and complete approach than single research, thus increasing confidence in the 

robustness of the theory. This is due to the triangulation of evidence (Eisenhardt 1989; 

Stake 1994; Yin 1994). The use of multiple cases in this study underlines the 

complexity of the topic under investigation and develops the empirical evidence to 

support and sharpen the theory. The approach to the case studies involves theory 
building and verification rather than testing. 

The evidence from multiple case studies, however, is often considered more compelling 

and is regarded as more robust. Whether a resulting theory is "generalisable" is related 
to the complexity of external validity, i. e. whether external conditions are thought to 

produce much variation in the phenomenon being studied. In the context of this 

research, perhaps the most critical aspect of the case study approach is that it provides a 
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limited basis for the traditional "scientific generalisation" (Yin 1994; Remenyi el al 
1998). 

As with all experimental observations, case study results can be generalised to 

theoretical propositions, analytical generalisation, but not to populations or universes, 

statistical generalisation. Thus, the aim of case studies cannot be to infer global findings 

from a sample to a population, but rather to understand and articulate patterns and 
linkages of theoretical importance. Anwatunga and Baldy (2001) stated that it is 

important to emphasise that case studies deal with unique situations and, because of 
that, it is not possible to elaborate detailed and direct comparisons of data. 

According to Yin (1994), the quality of any given design can be judged according to the 
following four previously mentioned tests: construct validity, internal validity, external 

validity and reliability. The application of Case study methodology as a means of theory 
building in this research is illustrated in table 3.7. The validity and reliability tests were 

revisited as part of case study design. To further overcome limitations in case study 

research methods, some authors propose the use of combined or multiple methods, e. g. 
triangulation techniques. 

Yin (1994) determined that any research study, for it to be valid, should conform to, and 
"pass" certain design tests with regard to various levels of research validity and he 

refers to four tests as the criteria for judging the quality of the research design as: 

e construct validity - establishing correct operational measures for the concepts being 

studied; 
internal validity - establishing a causal relationship, whereby certain conditions are 

shown to lead to other conditions, as distinguished from spurious relationships; 

external validity - establishing the domain to which a study's findings can be 

generalised; 

reliability - demonstrating that the operations of a study - such as the data collection 
procedures can be repeated with the same results. 

The design tests, which along with those measures implemented to ensure design test 

acceptability. A number of key design checks have been incorporated within the 
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research, ensuring that it conforms to and repeats good academic practice as weff as 

making sure it remains relevant to the research outcomes. 

Tests Case study tactic Phase of research in 
which tactics occurs 

Construct Use of multiple sources of evidence Data collection 
Validity: Establish chain of evidence Data collection 

Have key informants review draft case Composition 
study report 

Internal Do pattern matching Data analysis 
Validity: Do explanation building Data analysis 

Do time-services analysis Data analysis 
External Use replication logic in multiple case Research design 
Validity: 

- 
studies a a 

Reliability: 
rUse 

case study protocol Data collection 
Develop case study data base Data collection 

SourCe: Yin (1994) 

Table 3.7 Validity and Reliability in Case Study Research 

Tying an emergent theory to existing literature enhances the internal validity and the 

generalisation of case study research. After cross-case comparisons of the propositions, 
the emergent theory is compared with the theoretical framework identified at the 
literature review phase. VVhile linking results to the literature is important in most 

research, it is particularly crucial in theory building research because the findings often 

rest on a very limited number of cases. In this situation, any fin1her corroboration or 
internal validity or its generalisation is an important improvement. 

3.6.2 Triangulation 

The need for triangulation (Stake 1995) arises from the ethical need to confirm the 

validity of the process. In case studies, triangulation can be achieved using multiple 

sources of data (Yin, 1994). The fundamental notion of the triangulation technique is 

that qualitative and quantitative methods should be viewed as complementary rather 
than as rival camps and is the combination of qualitative and quantitative methods in the 

study of the same phenomenon. 

The effectiveness of triangulation rests on the premise that the weaknesses in each 

single method will be compensated by the counterbalancing strengths of another - it is 

assumed that multiple and independent measures do not share the same weaknesses or 

potential bias. 
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Triangulation (via multiple methods) was used in this research for two purposes: first, to 

use quantitative methods to support the findings of the qualitative research and 

secondly, to use the quantitative findings to uncover formal relationships between the 

constructs (derived from the qualitative research), thus providing extra impetus to the 

direction of the qualitative analysis. The specific methods and techniques used are 
described in the next section. 

3.6.3 Forming and testing propositions 
Yin 1994) states that a case study is a "bounded system" where all facts and 

measurements are interconnected with each other. Therefore, each individual case study 

consists of a "whole" study that has to be able to stand alone in its own right. In the 

cross-ease analysis an explanation building approach is adopted this approach is 

complementary to the pattern matching approach, for the further formation of 

propositions but the aim is to analyse the data by building an explanation about the case. 

The final phase of the theory building process as outlined in Eisenhardt (1989) is that of 

comparing those propositions developed for each case. During this stage, it is possible 

to identify the central case, which is the strongest in terms of developing theory around 

the subject areas of strategy deployment and appraisal design. 

Pattern matching is improved in this research by using statistical quantitative indicators 

developed for a postal questionnaire survey. Searching for the typical behaviour and 

practical boundaries of quantitative indicators is the key strategy for increasing the 

accuracy of pattern matching and explanation building analysis. Non-structured 

discussions with practitioners and academies helped to refine finiher the interpretations 

of theory and practice. Such a "continuous learning procese' enhances the "accuracy" of 

interpretations, hence increasing the construct validity of the study (Yin, 1994). 

3.6.4 Case study construction 
For this research, quantitative research supports the qualitative (case study) research. It 

indicates fonnal relationships between the constructs and as a result, the initial findings 

were used as a basis for the subsequent postal and interview questionnaires that were 

used to obtain the quantitative data. The objective of the qualitative research is to build 
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theory, while the aim of quantitative research is to provide further evidence to support 
the emergent theory. The findings from the quantitative research indicate relationships 
in the qualitative data that would otherwise have gone unnoticed. It is important to note 

that the quantitative research is aimed not at finding causality, but rather at finding 

associations amongst the variables, which support the findings in the qualitative data. 

Having discussed the overall methodology in the previous sections where we 
highlighted that this research is based on multiple case evaluation and that we are using 
data collection methods and analysis, specifically to build new theory. However, before 

we discuss each of the case scenarios and the subsequent implications and analysis 

outputs, a research plan should be considered as an essential tool for guidance of the 

researcher. 

3.6.5 Case Study Research Plan 

The research plan for the case study process is the overall program of case research 
being undertaken, and involves the procedures this researcher carried out during the 

study. The case research plan provides procedural sign posts to direct and enable the 

researcher to focus on the desired direction. 

The replication approach to muhiple-case studies is illustrated in figure 3.6 (this 

approach was adapted from Yin, 1994) and the figure indicates that the initial steps in 

designing the study must consist of theory development and then the plan shows that 

case selection and the definition of specific measures are important steps in the design 

and data coUection process. 

Eisenhardt (1989) discusses methods and techniques, which can be used in the design of 

case research, including data collection and analysis, specifically to build theory. 

Eisenhardt develops a process for building theory from qualitative data, taking into 

account the problems of validity and reliability. These activities can be regarded as 
falling into the three categories highlighted in the figure 3.6 of data design, data 

collection and data analysis. 
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Figure 3. & Case Study Method 

a) Analytical strategy - the analysis of data fomis the head of the building of theory 

from case studies, but is the most difficult and least codified part of the process 
(Eisenhardt 1989). Appendix 3,4 &5 provide the statistical evidence compiled 
during the study. 

b) Within case analysis - the analysis of multiple case studies is based on the 

comparison between empirical evidence and the theoretical propositions developed 

at the initial stages of the study and involved detailed case study write-ups for each 

case (these are not included in the thesis due to size). The aim is to become 

intimately familiar with each case as a stand-alone entity. This process allowed the 

unique patterns of each case to emerge before pushing towards generalise patterns 

across cases. This also provides an ability to develop a rich familiarity with each 

case, accelerating cross-case comparisons. Appendix 3 provides the analysis of the 

comparisons between cases. 

c) Cross-case patterns - the tactics here are driven by the reality that people are poor 

processors of information (Eisenhardt 1989, Yin 1994). We tend to leap to 

conclusions based on limited data, ignore basic statistical properties and sometimes 
drop disconfirming evidence. Therefore, the key to good cross-ease comparison is 

counteracting these tendencies by looking at the data in many different ways. The 

cross-ease analysis used in this thesis uses the process that Yin (1994) calls 

replication logic, or pattern matching, similar to that used in multiple-experiments in 

science. 
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When a research is using the case study method then it is imperative that a case study 
protocol is employed. A protocol is more than an instrument for case research as it also 
contains procedures and general rules by which the case study activity should be 
followed. A protocol is essential if the research is using a multiple-case design and is a 
major tactic in increasing the reliability of case study research. The protocol is a list of 
activities from which a study should be tackled and should have a number of key 

sections, from determining the people to be interviewed, questions to be asked, 
description and analysis of case study reports and cross-case analysis. 

3.6.5.1 Cross-ease patterns of evaluation 
The key to good cross-case comparison is counteracting the researchers tendency to be 

poor processors of information as outlined in point V above and by looking at the data 

in many divergent ways such as using cross-case analysis will aid the reliability of the 

research. 

Yin (1994) describes the process of replication logic as - the logic underlying the use of 

multiple-case studies is the same. Each case is carefully selected so that either: 
a) predicts similar results, a literal replication. 
b) produces contrasting results but for predictable reasons, a theoretical replication. 

He also states that the ability to conduct six or ten case studies, arranged effectively 
within a multiple-case design, is analogous to the ability to conduct six to ten 

experiments on related topics. Two to three cases would be literal replications and four 

to six might be designed to pursue two different patterns of theoretical replications. If 

the six to ten cases turn out as predicted, in the aggregate the result would have 

provided a compelling support for the initial set of propositions (Yin 1994). 

There is agreement in literature that a case study is a "bounded systete' where all fitcts 

and measurements are interconnected with each other. Therefore, each individual case 
study consists of a "whole" study and that it has to be able to stand on its own right (Yin 
1994). 
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The final phase of theory building process as outlined in Eisenhardt (1989) is that of 
comparing those propositions developed for each case. It was at this point the a central 
case study was identified, IBM, which is the strongest in terms of developing the new 
theory around the subject of strategy deployment and appraisal processes and the 
linkage of employee performance to company strategy. The other case studies are 

compared to the central case to identify which of the propositions are supported, 

whether through congruence or though improved or lesser performance of processes. 

The overall quality of the pattern matching is improved in this research by using 

statistical quantitative indicators developed both for a postal questionnaire survey and a 

questionnaire survey taken prior to interviewing appraisal participants. The object of the 

questionnaires was to develop an understanding of the process of strategy deployment, 

communications, appraisal construction and linkage to strategy and performance 

measurement systems. 

This is a key strategy for increasing the accuracy of pattern matching and explanation 
building analysis. Semi-structured interviews were conducted with management and 
non-management employees to help refine further the interpretations of theory and 

practice of the strategy and appraisal processes within each of the organisations. By 

combining these tools, the process enhances the "accuracy" of interpretations, hence 
increasing the construct validity of the research (Yin 1994). 

The protocol step highlighted in figure 3.6, 'define the design' consists of a set of 

questions to be used in the interviews. The protocol also contains the procedures and 
general rules that should be used in using the instruments, and indicate who or from 

where different sets of information are to be sought. As briefly described above the 

questions outline the subjects to be covered during the interview, states the questions to 
be asked, and indicates the specific data required. The protocol serves both as a prompt 
for the interview and as a checklist to ensure that, all topics and elements have been 

covered. Voss et al (2002) comments that a well-designed protocol is particularly 
rtant in multi-case research. When developing the research protocol and 

instruments it is important to address triangulation (Yin 1994 and Easterby-Smith 
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1991). Case research data are not just coflected by interview. Frequently questionnaires 

are used in coffecting data within and across cases, as in this research. 

Yin (1994) when describing triangulation sights 4 types but concentrates on the main 

area, which is data triangulation. This is where infon-nation is collected from multiple 

sources but is aimed at corroborating the same fact or phenomenon. In figure 3.7 below 

distinguishes between two conditions - when you have really triangulated (upper 

portion) and when you have multiple sources that address different facts (lower 

portion). 

Convergo 

Documenh 

mce of multiple sources of evidence 
(single study) 

Archival 
Records 

I/ O"n-ended 
t-ý interviews 

FACT 

Observations Focused 
(direct & participant) interviews 

r 
Interviews& 

/I surveys 

Nonconvergence of multiple sources of evidence 
(separate substudies) 

Source: Via (1994) 

Figure 3.7 Convergence A Nonconvergence of Multiple Sources of Evidence 

3.6.6 Construction of the interview 

Easterby-Smith et al (1999) argued that the interview is an appropriate research method. 

An interview can be described as an interaction involving the interviewer and the 

interviewee in the fight of obtaining valid and reliable information. The technique has 

the benefit of gathering information quickly but can be complex and requires a high 

degree of skifl to ensure reliability. Hart (1987) compared the two approaches, 
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structured and non-structured interviewing techniques see table 3.8 and described each 

of these as essential techniques for investigation. 

M 
ndardised or structured interviews In Deep, focused or unstructured 

interviews 
Advantages Interviewer briefing and training 0 Questions can be deep searching 

simplified * Data rich and full 
Less scope for interviewer bias 0 Ifigh degree of validity 
Less interviewer variation 0 Probing possible 
Classifying, coding and analysis 0 Can obtain clarification of 
simpler ambiguities 
Results comparable 
Greater opportunity for 
measurement 

Disadvantages Questions must be simple and * interviewers need skill and training 
(usually) closed 0 Interviewer bias may increase 
Data lack depth 0 Greater interviewer variability 
Lower validity 0 Results often not comparable 
Cannot probe 0 Reliability questionable 
Cannot obtain clarification of 0 Less scope for measurement 
ambiguities II 

Table 3.8 Structured& non-structured interviewing teckniques 

b0mrCe: HArt (IV37) 

Easterby-Smith et al (1999) proposed that when using semi-structured or unstructured 
interviews these should only be used when certain conditions are met. 

* It is necessary to understand the constructs that the interviewee uses as a basis for 

his/her opinions and beliefs about a particular matter or situation; 

* One aim of the interview is to develop an understanding of the respondent's 'world' 

so that the researcher tnight influence it, either independently or collaborate, as 

tnight be the case with action research. 

In addition, thcy are uscfid whcn: 

0 The step-by-step logic of a situation is not clear; 
The subject matter is highly confidential or commercially sensitive; 
The interviewee may be reluctant to be truthful about this issue other than 

confidentiaUy in a one-to-one situation. 

The interviews carried out during the research concentrated on two areas. The first was 
to develop an understanding of the formal structure of each company within the study 
and a senior member of each organisation; typically a senior company manager was 
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approached and an unstructured format was deemed appropriate. A simple questionnaire 
format was devised and used during the interview to ensure that direction and relevance 

was maintained. The questionnaire was not provided to the interviewee prior to 

conducting the interview. However, an initial telephone call with follow-up calls to 

explain the research direction and where appropriate e-Mails were sent detailing the 

outline purpose of the research was provided. 

The second interview, which was arranged via the manager initially interviewed, was 

set-up to determine what the company espoused was in fact the reality of the situation. 
Again, a semi-structured interview format was adopted and the participants ranged from 

managers to staff workers. However, each of the employees interviewed received 

ongoing appraisals and were recipients of the company cascade on company strategy. 

This purpose of the interview was to determine if any linkages there was between 

deployed strategy and appraisals and how effective this was. The use of a pictorial 

representation of the strategy, performance measures and appraisal process was used see 

appendix 2. This enabled the respondents to fiffly appreciate what the interviewer was 
looking for during the interview. A questionnaire was sent to the participants prior to 

the interview and this was used as the interview discussion structure to be followed. 

No tape recordings were taken during the interviews as this was felt to be too intrusive 

by this researcher and as a result, copious notes were taken on preformatted work sheets 
to enable the notes to be taken speedily and reliably. The reason for adopting this 

approach was to ensure that a degree of confidentially and trust was built up between 

the interviewee and the interviewer. This was ffirther enhanced as the interviewer (was 

an experienced manager) had previously been trained in interviewing and a number of 

years experience. 

3.6.7 Construction and use of the questionnaire 
The main purpose of questionnaire research is to obtain information that cannot be 

easily observed or is not readily available in written form (Remenyi et al 1998). Three 

questionnaires were used during this research. The first questionnaire was to be used to 

aid the initial interview structure with the senior mangers that participated in the 
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research. The second questionnaire distributed, was a postal survey to elicit information 

on the respondent's status in their organisation. The objective was to elicit an insight 

into what employees thought of the company practices in relation to strategy, 

performance measurement and appraisals. The third questionnaire was used to 

determine attitudes and knowledge from employees who participate in the appraisal 

process. It was hoped that surveys would determine if the company rhetoric as 
determined from the interviews with the senior managers who participated in the initial 

interviews was in fact practiced. 

The questionnaires were sent to the company with a covering letter detailing that these 

were to be distributed throughout the organisation at different levels of seniority to 

enable as wide cross section of respondents as possible to ensure a variable range of 
interpretations of the systems practiced. The pre-testing of the questionnaires was 

achieved initially by discussions with work colleagues, fellow PhD students, academics 

and company representatives. An initial pilot study was undertaken in the University of 
Strathclyde involving the Personnel department and members of the DMEM faculty. 

From this modified structure and clarity of instructions and questions was developed. 

Remenyi et al (1998) recommends this form of pre-testing. 

The questionnaires were constructed to provide information on the processes that the 

companies used and to try and solicit an opinion from the respondents on their 

agreement or otherwise. Both open and close-ended questions were used. The open- 

ended questions were used in the first questionnaire but not used extensively in the 

subsequent questionnaires as they were designed to ensure as many recipients complete 

the questionnaire as possible. One major drawback with open-ended questions is 

thinking of an answer and then being articulate. However, the format was used. 
Examples of open-ended questions were, "are performance frameworks used and why" 

and "what three areas do you think would improve the appraisal procese'. 

The majority of the questions in the survey were of the closed-end type. The use of 

nominal scales for such areas as what "area of the company do you work for", what 
"types of measures do you use in appraisal setting" and "do you participate in an 

appraisal review". One of the most common forms in closed-ended questions is known 
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as a Likert scale in this research questionnaire design a5 point Lficert scale was used. 
The respondents were asked to ring one answer category indicating the strength of 

agreement or disagreement with the initial statement. 

Questionnaires usually comprise of sections. The initial section provide infort-nation 

through asking questions involving background information i. e. occupation, age, area of 
business you work for, appraisal rating etc. The next sections provided the attitudinal 

questions, which provide information on the strength of feeling or opinion about in this 

research strategy, performance measures and appraisal systems. The use of single-item 

scale was used with a5 point rating scale. Other questionnaire sections, in this case 
found in the third survey, used a series of fimel questions to provide a sequence of 

answers to the involvement of the employee and his/her leader in strategy, and the 

attitude of the employees' manager to strategy. Overall, the structure and format of the 

questionnaires followed recommendations highlighted by Remenyi et al (1998) and 
Easterby-Smith et al (199 1). 

3.6.8 Analysis of the data 
Analysis of the initial managers and employee interview data commenced after the 
interview notes were fully transcribed. A cross data matrix was created to highlight the 

various sections were formulated to aid GAP determination. These attributes of the 

current process are shown in appendix 4 and 5. A finiher review of the initial interview 

transcripts/data revealed an additional II areas, classified A-K in the analysis, which 

represented significant features in many of the organisations but were thought not to 
influence the research direction but were found to aid development of a potential 

solution. Data was totalled to provide a statistical frequency of results see appendix 3. 

The postal survey and the pre-interview questionnaire were analysed by tabular and 

graphical methods both by individual organisation and by summation of respondents' 
Likert scales were totalled to provide a representation of frequency of events. In the 

analysis of the data, interviewee's ratings were triangulated with other data collected to 

Provide a final result. Bias has been dealt with through the triangulation of respondents' 
conunents with other data sources see appendix 4&5. 
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The raw data was examined qualitatively for meaning. The data matrices constructed 

assisted in presenting the reduced data in a methodical way and assisted to centre and 

establish the data harmoniously. This process is prescribed by Miles & Huberman 

(1994). The matrices are presented graphically and in tabular form in order to organise 
ideas and methodically investigate relations in the data, as well as communicating the 

results, Neuman (1994) supported this structure. 

Because of this, four levels of analysis were carried out to identify patterns within the 

data. This is graphicafly represented in figure 3.8. 

Cmpa 
or 

Lewds 2&3 
(Lrvtl 4) 

Source: developed for this research 

Figure 3.8 Processfor the analysis of case data 

Each level was designed to analyse the data through comparison and the following 

bullets explain how this was achieved. 

a Level I and 2 is a cross-case analysis in which the cases from level one were 

compared for simflarities and differences. The activities of questions within specific 
interview questions across all cases were compared for patterns and represented on a 
data matrix. 

w Level 3 is a summation of all level 2 results for all cases. All scores were totalled for 

the interview questions and questionnaire results and an average was determined. 
Level 4 was an analysis of the comparison of level 3 and level 2 and the differences 

were examined to explain these. 
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3.6.9 Action Research 

This chapter started by discussing the importance of preunderstanding (Gummesson. 
2000) through the author's experience in the industrial environment. Therefore, to 

conclude the research through analysing the effects of this research via an industrial 

case study would ensure that the theories espoused from this research had a degree of 

external validity. 

To achieve this an industrial case study was conducted within the author's company to 
facilitate validating that the linkage of strategy, performance measurement systems and 
appraisal processes do create increased efficiency. The resulting process was a short in 

depth action research project. Remenyi et al (1998) stated that action research has 

proved particularly successful in the area of managing change and the study involved 

was to enable this. Action research is dependent upon an external view of a situation 

and as Remenyi describes, essentially involves: 

" taking a static picture of the organisation; 

" formulating a hypotheses based on the picture; 

" the manipulation of variables in control of the researcher; 

" taking and evaluating a second static picture of the situation. 

Gummesson (2000) states that the action researcher is involved in a real situation within 
the organisation where there is an expectation that a 'contribution to knowledge' should 
be inade, but also that the knowledge is usable and can be applied and validated in 

action. Action research as well as case study, uses different data collection techniques 

such as observation, questionnaires, etc. 
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3.7 Chapter Conclusions 

The chapter concludes with an epistemological discussion described in section 3.5 
Research Philosophy - Selecting the Theoretical Paradigm, concluded that this research 
does not adhere to any specific philosophical doctrine, and is a combination of 
positivism and realism in its aims and objectives, characterised by theory building and 
theory verification rather than a hypothesis testing process. It also incorporated 

triangulation by combining qualitative and quantitative research. 

A systematic approach for conducting case research was developed and although these 

steps have been set out in a sequential pattern, any researcher who has conducted case 

research will know that they are both parallel and iterative. The research questions were 

revisited during the case analysis and constructs refined and redefined during the 
investigation and analysis period. It is important to recognise this, while concluding the 

research. Although qualitative research has sometimes been viewed as somehow 
inferior to quantitative research, at least in terms of methodological rigour, but as 

exemplified by this case method, can be totally appropriate in a number of research 

situations and can be used with rigorous attention to methodological integrity as it was 
in this research. 

The importance of careful design of case study research cannot be overstated. More 

specifically, steps were taken to ensure construct validity, conformability, internal 

validity and creditability, external validity and transferability, and reliability and 
dependability were all achieved. Chapter 6 reviews the eleven case studies that were 

undertaken during this research using the structure highlighted in this chapter. 

The selection of the methods and techniques has been made based on the research 

questions and research paradigm previously outlined. These have been summarised in 

table 3.9 and are applied throughout the research. The selection of the research methods 

and techniques has been focused on the rationalisation of the research needs as well as 
on the construction of validity and reliability of the tools used in this research. 
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Research Selection criteria Research Quality 
Methods & 
Techniques 

Theory Bu Wing 
Decomposition: To find a different and coherent By ensuring a systematic process by 

explanation. To bring new insight decomposition, composing & interpreting to 
to the research. increase reliability & internal v 

Interpretation: To find explanations. By following a logical process to increase 
reliability & internal validity 

Theoretical To start building validity on the By building external validity 
replication model design by comparing 
logic: existing models and company 

practices. 
Triangulation To confirm data & leadtOTeliable By building construct validity 
of data: results. I 

Theory T sting 
Qualitative To bring in-depth & detailed data By using triangulation of data & methods., 
research: to maintain vigorous which brings insights to the research 

interpretation during data 

Mixed research To provide additional guidelines By providing additional controls such as 
approach: to the methodology, thus building contribution to practice, linking existing theory 

credibility. with theoretical novelty, thus increasing 
construct vii 

Case study: To pin a better understanding of By adopting a formal research design that is 
the problem. rigorous & accurate increases reliability 

Interviews: To collect description from real By providing additional source of evidence 
experiences to support the case that supports construct validity 
studies. 

Questionnaires To support interviews and gather By providing additional source of data that 
opinion. supports reliability 

Documents: To increase multiple sources of By providing additional source of evidence, 
data. that supports the case study. Also provides a 

potential source of data triangulation 
increasing Construct validity 

Research D esign 
Selection of To ensure the quality of data. By maximising construct validity 
multiple data 
collection 
techniques: 
Methodological To triangulate data especially on By increasing the internal validity 
triangulation: the development of the model 

I process 

Table 3.9 Selected methods A techniques 

Some: developed for this research 
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Figure 3.9 below illustrates the interconnected process that was followed while carrying 

out this research work. Several phases were established and a series of activities 
designed to facilitate the research direction. These started off with determining what the 

problem was and how this related to the researcher's experience. The final phase 

concluded by validating the research work carried out through literature, case study 

analysis and action research. At all stages of the research outcomes were the objective, 
to ensure the research was on track and relevant to the overall process and these 

concluded by leading to the final write-up as a PhD thesis. The research map provided 
the researcher will a structure that enabled the timely conclusion of research project. 
Although no time frame was added to the chart, the process was held to a strict 
timetable. 
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Chapter 4- Building an understanding of deploying sfrategýý, to the individual 

Chapter 4 

Building an understanding of deploying strategy 

4.0 Appraising the individual 

Without measurement, you are aiming at nothing and will surely hit it! " 
Source unknown. 

4.1 Introduction 

The research established in Chapter 2 that strategy and performance measures are 

extremely important to the organisation. However, the researcher also identified these 

often fail to be deployed to lowest levels of the organisation. The research also found 

that this does have a significant effect on the employees of the company and because 

of this. a further area of literature research was required to establish the link between 

strategy and appraisal systems. Chapter two also established that there are many 

strategy and PMS frameworks available to organisations. When these were analysed 

together under developmental and evolutionary facets the variations found between 

the frameworks indicated that no framework provided the overall structure that 

enables a deployment process that adequately links the individual to the organisational 

goals. 

The aim of this chapter is to first undertake a comprehensive review of literature, 

which links strategy and appraisal systems. From this an appraisal deployment 

analysis is constructed. The chapter continues with this analysis and develops the 

areas to construct a strategy, PMS, appraisal deployment model, which will be used to 

aid the research by identify the gaps that create the linkage and deployment failures. 

4.2 Linking the individual to strategy 

Gratton el al (1999) highlighted that it is widely acknowledged that the sources of 

sustained competitive advantage lie not only in access to finance or capital, but also 

within the organisation, in people and processes capable of delivering business 

strategies. What is the precise role of people and processes in delivering business 

strategy? Gratton et al developed fi7om their research that there was indeed a link 
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between business strategy and the performance of everybody in the organisation. 

Schuler and Jackson ( 1987,1999) also supported this. 

A number of propositions were developed and the first of these was the concept of 

several dimensions of linkage. The first, vertical linkage expresses the most visible of 

these in that linking of a business goal to an individual objective setting, to the 

measurement and rewarding of that business goal. The second of these was horizontal 

linkage is more complex as it ensures key people processes have cohesion and 

coherence and is likely to create synergistic benefits and the company's strategic 

plans are more Rely to be implemented as a result. However, these types of linkage 

are essentially static, expressing immediacy. The researchers created a third linkage 

temporal, which describes the linkage between the capability of the present and the 

aspiration of the future. 

The second proposition described by Gratton et al focused on the relationships 

between the core people processes which are primarily performance management 

processes, which link with the future primarily the transformational processes. This 

was expressed as a model in figure 4.1 which showed the more complex iterative 

relationships highlighted in the ovals. 

I, J&-rhcpJndpI 
4 . 'AIH« kdpnc-I 

. -g-tem cycle 

CED 

Source: Schuler and Jackson (1999) 

Figure 4.1 The People Process Model: embedding transformational change 

Essentially the model is divided between short-term and long-term goals. Gratton et a] 

(1999) added that to deliver the short-term goals the organisation needs the ability to 
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I. set objectives which are clearly and consistently linked to the business strategy. 

Kaplan and Norton (2001) also supported this; 

2. create performance metrics capable of measuring and reporting on those 

behaviours and performance outcomes which reflect the business goals. These 

were supported by (Zigon 1998; Boice and Kleiner 1997, Neely et al 1995 & 

1996), 

3. reward performance inline with business goals, 

4. provide short-term training capable of supporting the delivery of the short-term 

business goals. 

To develop the long-term goals depicted in the above figure, Gratton found that if 

creating a leadership cadre capable of delivering strategy over a long period of time 

then transforming the basic skills and aspirations of the workforce to prepare for the 

longer term was essential. This could be achieved by creating an organisational 

structure and value set which would underpin long-term success. 

In order to develop the long-term transformation continual adjustment of the 

processes was essential although this is not always achieved in organisations but 

where it is the following three elements are necessary and these are, the ability to 

I. scan and diagnose people capability; 

2. create an understanding of the gap between capability and business requirements 

(as expressed in strategy documents); and, through the analysis of this gap; 

3. create a people strategy (either implicitly or explicitly) which influences the 

design and delivery of the people processes. 

The third proposition that Gratton et al (1999) highlighted was the strength of the 

process. In attempting to create a linkage between the business strategy and individual 

performance Gratton developed a map of the processes and feedback elements which 

resulted in a strength and weaknesses chart which highlighted this in relation to 

individual and team objective linkage to business goals. The stronger the linkage in 

the model the better equipped the company is to succeed and this has been supported 

by many authors such as Neely et al (1994,1996,2001); Bititci et al (1994,1995, 

1997); Cowley and Domb (1997); Kaplan and Norton (1996,2001). Table 4.1 

summarises the findings that were developed from the cases investigated by Gratton 
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ef ul. Level I developed in the table 4.1 below provides the goal that this thesis 

attempts to emulate as the tools, models are developed. 

linkage 
- - - Level 1 th e 

t 
7e business objectives of the overall strategy plan are clearly articulated to 
individual and are transformed into clear objectives, which are discussed and agreed 
on an annual or bi-annual basis. 
Processes exist, which ensure that individual objectives are realigned to take account 
of annual changes in business strategy. 
The quality of the object i ve-setting process is monitored and changes are made to 
ensure it remains an effective process. 

Level 2 The business objectives of the overall strategic plan are clearly articulated to the 
individual. There is some linkage between these business plans and individual 
objectives, and some reshaping of individual objectives as business objectives 
change. 

Level 3 There is some articulation of the business strategy to the individual. Managers meet 
with their team at least annually to discuss the objectives for the coming year. These 
objectives are recorded and kept to be revised on an annual basis. However, there are 
no clear processes in place capable of clearly linking objectives to the business 
strategy, flexing these objectives as the business strategy is aligned. 

Level 4 There is no clear articulation of the business strategy to the individual. A 
proportion of managers meet annually with team members to talk about 
performance and set expectations for the coming years. These expectations relate to 
the individual and their managers, they do not have any clear link through to the 
business strategy and key imperatives. 

Level 5 There is no clear articulation of the business strategy to the individual. Whilst 
individuals and their managers talk about performance, these discussions are 
infrequent, vague, ad hov and unrecorded. 
I here are no mechanisms in place to link these discussions with the business. 
Veak linkage 

, wapieu irom; --otnuicr a nu invioun ý 1777) 

Table 4.1 Individual & team objectives linked to business goals 

4.2.1 Appraisal why the need? 

It is an innate part of human nature to appraise. Whether we do it consciously or 

unconsciously, we constantly appraise. We appraise behaviour, appearance, 

personality. status and intelligence. Organisational appraisal systems are simply a 

formalised version of these actions. designed to benefit both the individual and the 

organisation (Torrington and Hall 1991). 

Therefore, the overall purpose of performance appraisals is to increase organisational 

effectiveness and productivity. However. the most important single purpose served by 

performance appraisals is to let the employee know where they stand. Humans have a 

natural dislike for uncertainty and prefer bad news about their positions and destinies 
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in their organisation instead of' not knowing what those positions and destinies are 
(Spinks et al 1999; Boice and Kleiner 1997). Appraisals aim to improve performance 

through a mutual understanding of current performance, future objectives and how to 

achieve them, they also set out objectives for each individual and team and agree on a 

timescale for these to he achieved. 

Ednionstone ( 1996) sought to place pertiormance appraisal within tile broader context 

of performance management. The reason for doing so was to identify the purposes of' 

performance appraisal and to identify the issues that can come from it. This thesis has 

identified some of the reasons for doing appraisals and the subject of the difficulties 

associated with them will be reviewed later in this chapter. Edmonstone (1996) also 

suggested that performance appraisal is no panacea or "single bullet solution'" to the 

problems of companies trying to link strategý and individual achievement. 

One current problem which performance appraisal faces is that the term is often used 

synonymously with that of "performance management". Yet performance 

management is more than a new name for performance appraisal - Fletcher (1992) & 

Fletcher and 'Williams (1996: 170) define performance management as: 

''an approach to creating a shared vision of the purpose and aims of the 

organisation, helping each individual employee understand and recognise their part 

in contributing to them, and in so doing manage and enhance the performance of 

both individuals and the organisation - 

Fletcher el al (1992,1996) suggested that the minimum building blocks of such an 

approach as performance management include: 

Development of the organisation's mission statement and objectives; 

Enhancing communications within the organisation so that employees are not only 

aware of the objectives and the business plan, but can contribute to their 
formulation; 

Clarifying individual responsibilities and accountabilities; 
Defining and measuring individual performance; 

0 Implementing appropriate reward strategies; 
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* Developing staff to improve performance, and their career progression, further in 

the future. 

Zigon (1998) determined that most people interested in measuring performance do so 

for one of the following reasons. 

9 You can't manage what you can't measure. Managers, as well as self-managing 

professionals and teams, can detine what's expected, give feedback and provide 

recognition without performance measures. 

9 You can't improve what you can't measure. It"s eisý to saý. I et's trý this ne%% 

program" but without data before and after, you cannot see if performance is 

actually improving. 

High peýformanct, leams and individuals require clear goal. s. Creating hioli r-- 

performance requires a defmition so you'll know it when you see it. In addition. 

all hu-, h rerl'ormers Let there heCaLPSC thev have a clear PiCtUre of where they are 

goill'. 

Pay. lor pej. -lormance requircs inctric. s. lfýou %ýant to paý based on perl'ormancc. 

vou need to have sorne wav of knowing , N-hen the payout has been earned. 

Measurenient and appraisal of' performance becomes ý'Ital in organisations where 

responsibility is placed on individuals and teams. This measurement serves as the 

basis for management control, and therefore, serves as a means by which contribution 

of the business unit to the organisation can be recognised. An essential aspect of' 

performance management is the process that cascades business objectives into the 

objectives and responsibilities of individuals and teams. 

Gratton et al (1999) also suggested that this is increasingly important as many 

organisations are more and more decentralising, giving managers and employees more 

authority and responsibility for delivering the business objectives. By pushing down 

accountability could yield reduced costs to the organisation and create increased 

efficiency. This aspect of management involvement and communication is a critical 

element of the objective setting processes, which when linked to the business strategy 

creates a strong bond. 
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Recent studies in strategic human resource management have highlighted that the 

relationship between business strategy and people processes is variable where those 

organisations that have a strong relationship. these companies are capable of 

realignment and adaptation to change. On the other end of the spectrum those 

organisations that have weak relationships have an inability to adapt and realign their 

people processes as strategy changes (Gratton et al (1999). 

It is clear that within any organisation there are individuals and groups who can add 

positively to the organisation but having skills and or motivations, which are unique, 

or knowledge, or networks of contacts that cannot be imitated by the competition are 

extremely crucial to the organisatlon. While those individuals and groups are 
important. Gratton et a/ states that their skills and motivations are, in part, the result of 

a whole portfolio of people policies and processes, which enable training, 

development and enable retention. However, they themselves do not create a 

sustained competitive advantage and are not capable of doing so. 

They do in effect play an important role in the development of the human capital pool. 
The net of this is the systematic leverage of people policies and processes combined 

with the right practices can provide the vehicle for competitive advantage. Therefore, 

where a strong linkage is enabled between business strategy and human resource 

processes and polices there is a greater probability of a lead to greater competitiveness 

and organisational effectiveness. 

Performance appraisals can be useful in two main areas. Baruch (1996) suggested that 

the first, as a source for information for management and this could be used as 
feedback instrument for individuals employed in the organisation. Also in this area all 
information could be used to make decisions about promotions, training, salaries and 

many other areas. In this first area performance appraisals can enhance the 

development process and provide the impetus for the evaluation instrument. The 

second area is where feedback is the primary goal; the fundamental purpose is to 

provide employees with sufficient information that will improve personal 

performance. 
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Having defined what performance management is and how it affects and complements 

perforiTiance of the individual why has so much attention been placed on this 

technique and process. It has long been established that performance has been 

appraised in almost all areas of human endeavour but has it relevance in today's 

modem business environment. It would be unnecessary to continue this thesis if this 

phenomena were not widely used or at least recognised as an important tool for both 

the individual and the organisation as much academic writing has lead us to believe. 

A recent survey conducted by the Chartered Management Institute of 289 managers in 

large and small organisations revealed that in the UK two thirds of small businesses 

and three quarters of large organisations hold staff appraisals as well as training needs 

in almost all cases. So the conclusion that we can take from this survey is that 

company appraisal processes are deemed extremely important to a large section of the 

business community (Maybe and Thomson 2000). 

4.3 Performance appraisals - evolution 

Though not called performance appraisals, the evaluation of performance can be 

traced back in history to as early as the Han Dynasty, 206 BC-220 AD, where merit 

exams were used to aid decisions in selection and promotion (Wren 1994). However, 

it was not until the 1800's that performance appraisals were first used in industry. In 

the cotton mills of New Lanark. Scotland, Robert Owen used "silent monitors" to 

assess the performance of his workers. These silent monitors were small blocks of 

wood with different colours painted on four sides, which hung beside each 

employee's workstation. Each colour represented a rating of the employee's 

performance and at the end of each day the block was turned so that a particular 

colour was facing the aisle for everyone to see. In addition, the performance was 

noted in the "Book of Character" as a record of overall performance (New Lanark 

Conservation Trust 2000) 

In the late nineteenth and early twentieth century, performance appraisals were 

restricted to large organisations such as the military and government. They were used 

where a complex hierarchical structure existed. when the workforce was equally 

skflled and well qualified. when long-ten-n employment was the norm and where there 
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was a necessity to promote the top performers to higher organisational levels (Murphy 

and Cleveland 1995). it is not until recently, in the last thirty years or so, that 

performance appraisal has achieved wider recognition. The spread ofusage is due to 

the growing flexibility and constantly changing nature of organisations. To survive in 

the turbulent social and political environments, organisations are becoming 

increasingly dynamic. 

It was during the 1980s that many organisations became more 'performance- 

orientated'. There was an increased focus on defining the outputs of jobs, and on 

linking job performance to the objectives of the organisation. This was the era of 

'management by objectives'. Performance management began to grow out of its 

& appraisal" box and there was now an element of planning for performance. Reward 

systems also changed as an element of performance-related pay, usually in the form of 

bonuses were linked. 

Today, organisations have become more decentralised and complex levels of 

hierarchy are disappearing. Armstrong and Baron (1998) have neatly summarised 

some of the trends in the evolution of performance appraisal management, table 4.2 

highlights performance management evolution. 

1991 1998 
From To 

System Process 
Appraisal Joint Review 
Outputs Inputs 

PR-P (performance related pay) Development driven 
Ratings cornmon Ratings less common 

Top down 360-degree feedback 
Directive Supportive 

Monolithic Flexible 
Owned by IIR Owned by Users 

Source: Armstrong and Raron (1998) 

Table 4.2 Evolution Of Performance Management 

Gone is the homogenous workforce and in its place stands the job-specific employee, 

who is capable of changing jobs, even companies and certainly careers during his/her 

work life (Wiese and Buckley 1998). This is further enhanced due to the flattcr 
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organisations, creating an ever-increasing number of lateral transfers, wWch means 
that there is a greater need for perfonnance appraisals. 

Performance appraisals are no longer focussed on selecting and promoting the best 

employee in the organisation, but are used to identify the strengths and weaknesses of 
an individual and to develop their skills to benefit the individual and the organisation. 
Instead ofjust pushing employees up the ranks, performance appraisals can be used to 
help employees assess their current performance and make personal decisions about 
their future development (Wiese and Buckley 1998). Performance appraisals are now 

recognised. as an integral function in most organisations (Maybe and Thomson 2000). 

While the core purpose of performance appraisal is to monitor and evaluate an 

employee's behaviour and accomplishments over a specific period of time, 

performance appraisals are used to satisfy many other organisational objectives 
(DeVries et al 1981; Latham et al 1993). Performance appraisals are frequently linked 

to reward schemes and are used to determine the amount of salary increase, bonus or 

promotion (Murphy and Cleveland, 1995). They are often incorporated into human 

resource functions to obtain information regarding the effectiveness of the 

organisation's selection and placement programs, as well as identiýring gaps in 

training and development (Dubinsky et al 1989). 

In recent years there have been extraordinary changes that have crept up on the 
business world without most of us paying much attention to them, states Peter 

Drucker (2002). The first of these is a staggering number of people who work for 

organisations are no longer traditional employees of these organisations. And the 

second is the growing number of businesses that have outsourced employee relations; 
they no longer manage major aspects of their relationships with the people who are 
their formal employees. 

Drucker (2002) emphasises that the trend in this new phenomena is unlikely to stop in 
fact it is likely to accelerate as businesses attempt to become more flexible and to 

achieve this temporary workers give employers this type of flexibility. IBM has used 
this tactic for many years. A more plausible and likely explanation is those 

organisations that now employ companies termed PEOs or professional employee 
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organisations are in fact the employee's employer. This legally makes 

'6nonemployees" out of people who work for a business. 

The reason for this new phase in business is said to be the increasing costs and burden 

of rules and regulations for employers. Drucker (2002) goes on to explain that 

employers are increasing looking for knowledge workers to provide them with this 

flexibility that is necessary today. To overcome the increasing problems associated 

with this new phase in employee relation is the increasing participation ofthc PEO to 

become the eventual co employer for those that work for the companies suppliers, 
distributors, joint ventures and alliances. Performance measurement processes 

including the appraisal system will play a major part of the HR suite of tools used by 

PEOs and temp organisation as they attempt to sell their employees to potential 

partners. 

There are a myriad of other benefits such as: disciplining; counselling; raising morale; 

improving cornmunication; reinforcing management control; improving perceptions 

of organisation goals; and selecting people for promotion and redundancy (Wilson 

and Western, 2000). It is evident that performance appraisals in general can bring 

about numerous organisational benefits; however, the specific benefits depend on the 

appraisal scheme chosen. 

4.4 Appraisal design characteristics 

As the environment becomes more competitive, the necessity for employees to 

perform at ever-greater levels of efficiency is an imperative. Much has been written 

about the design of appraisal systems and the process by which management and the 

employee can participate (Boice et al 1997; Wynne 1997; Moon 1997, Fisher 1994). 

Many problems can be experienced with the misuse of such processes where 
inexperience and poor preparation of the fundamental issues leading to both the 

appraiser and the appraisee being at odds with what is required from either of' tile 

participants. Wilson et al (2000) suggested that organisational appraisal systems are 

an attempt to formulise these activities for the benefit of individuals and the 

organisation. 
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However, poorly or disparate performance measures linked to strategies that do not 

present a vision for the future are also an area that creates an environment that cause 
desirable and undesirable behaviour. All of which leads to poor communication and 

ýnistrust and at best an ineffective appraisal and measurement process. And it is this 

linkage of an appropriate measurable appraisal system, which will increase high 

performance activity in the individual. 

When we appraise something we rate its worth, usefulness and degree to which it 
displays various qualities. We also appraise ourselves as well as other people and 
included in this is behaviour, personality and systems. Everyone has been appraised at 

some point in his or her life sometimes with good results and at other times with bad 

outcomes. Most people have been evaluated at work and if You ask anyone who has 

been involved in this type of activity the experience is rather uncomfortable. Weise el 

al (1998) suggest that employees who have been evaluated find the whole process an 

uncomfortable unproductive experience by both appraisee and appraiser, then why do 

we do it. The primary reason is that these systems are fundamental to a number of 

other important organisational decisions such as pay, promotion, job retention etc. 
The next question is "why do these fon-nal performance appraisal systems exist? " 

Weise et al (1998) expressed that the performance appraisal process allows an 

organisation to measure and evaluate an individual employee's behaviour and results 

over a predetermined period of time. This is especially important as organisations 

evolve in the global market and evolve with larger organisation structures and 

professional management. It therefore, requires a more formal performance appraisal 

system, which, will act as an agent and asset on evaluation of individuals when 
decisions are required on employment status. A properly administered system will be 

an asset to any organisation only if the tools and goals of the performance appraisal 

process are in line with that of the organisations goals i. e. strategy and performance 

measures. Where this is not the case the appraisal system may, in fact, be detrimental 

to the effectiveness of the organisation, as stated by Barrett ( 1967). 

Not all performance appraisal systems are the same. The appraisal evolution has 

followed the same evolution as the strategy and performance measurement systems 
frameworks in that there are many variations, each serving the different elements of 
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an organisation, from design, reflection and audit. Moon ( 1997) stated that there was 

no 'right' system only the one that fits the organisation, culture and its people. Ile also 
indicated that this principle of 'the best fit' is known as 'the contingency theory of' 

management': which means that the system or process is contingent on the situation 

or operation dependencies within the organisation. Weightman (1996) suggested that 

in the "health sector" performance management process could have six steps, from 

creating job descriptions to an annual assessment that affects rewards. 

Appraisal systems are never static processes. Small changes may gradually be 

introduced, altering the process significantly and appraisers may not recognise this. 

All of which can and do result in possible differences of interpretation and these are 

never realised by the process designers. However, performance appraisals are part of 

the larger performance management system. The process can be described as a 

cyclical process for determining performance expectations; supporting pertbrillance 

expectations; reviewing and appraising performance and managing performance 

standards. 

Moon (1997) & Wynne (1997) advocate using the mnemonic 'SMART' process to 

assist with setting the performance characteristics of the appraisal system. SMART 

stands for 'Specific, Measurable, Agreed, Realistic, and Timed and is used to help 

those involved in the process to think about making the objectives "Smarter ... ? In 

addition effective objectives should be challenging - if they fail to stretch they will 

fail to motivate the individual to achieve them. 

4.4.1 Management appraisals versus Self-appraisal 

The maxim "What gets measured gels done" is certainly true in many cases, but who 

does the measuring, and what affect the measures have on the individual and 

organisation is a primary importance. We have discussed the need tbr goals to be 

created from a vision and strategy with perfon-nance measures linked to these and the 

need for a deployment methodology that enables the employee to relate to company 

goals via the appraisal system. 
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So why consider this route as part of our model. The appraisal process carried out in 

many companies is fast becoming an anachronism. While companies are, encouraging 
greater ownership and responsibility, the appraisal process must be one of the most 
disempowering tasks managers and subordinates endure. Ben (1994) highlighted an 

article in the Harvard Business Review article "Managing Management Time: Who's 

Got the MonkeyT many organisational managers suffer from this as their staff fail to 

take on appropriate responsibilities, which are then passed to the boss. 

The annual appraisal is one of these great monkeys. In theory, the idea is great. In 

practice, the comments of the one-to-one interviews detailed in chapter 5, which was 

undertaken in this research, it is hard to create an environment which does not put the 

manager in the role of judge and jury thus creating a lot of anxiety for both manager 

and subordinate. 

Tberefore, the only way to develop responsibility in people is to give it to them. 

Antonacopoulou (2000) describes how many organisations are starting to incorporate 

employee development through self-development in fight of the continuing changing 

needs of the individual and organisations self-development is promoted in recent 
times as a promising strategy for developing employees and managers (Pedler 1988, 

Megginson and Whitaker 1998). 

However, it is not only the development of the individual that is important to the 

company it is the process of enabling the individual to take more control over his/her 

contribution to the organisation and how the assessment of that contribution can be 

measured. A central characteristic of self-development is choice on the part of the 

individual. Unlike conventional processes, which treat individuals as passive 

recipients, self-development places the individual at the forefront of the development 

process. The underlying argument is that development is not a matter of expertise, but 

a matter of personal willingness and determination to commit oneself to a process that 

the individual values and believes in. The individual is therefore, free to choose the 

goals, decide how to achieve them, initiating action for achieving them and evaluating 

success (Pedler et al 1986, Megginson and Whitaker 1998). 
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The current practice and much development (and research), is concerned with the 
feedback process between subordinate and manager and in many companies, this 

management appraisal system is only one-way. It further emphasises the traditional 

tendency of vertical, downward information flow in organisations. 'This intbri-nation 

flow needs to be improved if employees need to strive towards a higher performance. 
There have been quite a number of academic sources on performance evaluation 

methods but the most neglected of these has been the self-appraisal system. Baruch 

(1996) stated that this area of research, which has been refierred to in a 1111111hel- ol' 

studies indicated positive results when used. 

The main process detractors for a more common use of this system has been rating 

variation between the employee's own evaluation and the more traditional method of 

evaluation. The mismatch between self and other performance appraisal systems has 

been reported in past papers and overrating errors was the main problem, which 

Nelsen et al (1993) also highlighted. This problem could be due to different appraisal 

methods, lack of objective measures, linking pay and performance and the concern 

that this can pose for employees. The rating problems that can result from sell'- 

appraisal i. e. under or over evaluating one's ability and achievement can be oil' 

putting to the organisation and this may well be the issue with its potential for wider 

use. 

Metcaltý ( 1996) conducted two research studies, which looked at self-appraisal and 

found that women were asked to rate their own performance, they tended to be much 

more self-critical than their male colleagues and that men had a tendency to overrate 

their own performance. Lindeman el al (1995) support this assertion when they 

conducted research in a Finnish company looked at self-assessment accuracy and 
found that two-thirds of men studied overestimated themselves whereas, among 

women, an equal proportion underestimated, overestimated or were accurate about 

their contribution. However, research indicates, that self-appraisal systems will be 

more valid and reliable if the employees have accurate knowledge ofthe pertormance 

appraisal system, this was supported by Williams and Levy (1992). 

Questions that are raised by many organisations who when realising a self-assessment 

process can have a beneficial effect, is, who monitors and corrects the anomalies that 
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inevitably transpire when the process is in use, and who does the training and guidmg 

of the employees if they are to gain the expertise and knowledge of the process. 

The advantage of a self-assessment appraisal system is to allow employees to take 

more accountability for their careers, by developing knowledge and contribution to 

the organisation and to create a two-way communications path. This has resulted from 

the old fashioned, multi-tiered hierarchical organisation, such as IBM, which was 

described in chapter 1, and has made the direct managers performance appraisal 

process an erroneous task, in some cases of becoming more and more difficult for the 

manager to handle in an objective and productive way. A simple example of this is 

where organisations have reduced the levels of management and those who are lefl 

have more employees reporting to them. This creates the problem of increased time 

necessary to create the appraisals and then deliver the feedback and counselling that 

the old processes necessitated. 

Under the self-appraisal system (SAS) the role of the manager would be as counsellor, 

motivator, mentor and finally arbiter when the final assessment is made. Table 4.3 

highlights the areas that are essential to the self-assessment appraisal process 

compared with the direct manager assessment system (DMAS). 

No. 4 Attribute Description SAS DMAS 
I Appraisal Setting Who sets the ohjecliýes for the appraise LMPIONLe Manager 
2 Appraisal Assessment Who assesses the results of-achieventent Linployce/Vigr Mana er 
3 Feedback Who performs the appraisal feedback FmploNee/Mgr Manager 
4 Feedback frequency What feedback fteqUenc) is required Quarterly Yearlý 
5 Feedback I echniques Who decides the "hat technique is emplo)ed 360-degrce Manager 
6I Mentoring Do senior members Mform this process Variou-., /Mgr Senior levels 
7 Coaching Do senior mernbers perform this proce-, s Various, /Mgr 'senior levels, 
8 Counselling Does the immediate manager perform this task Manager Manager 
9 StrategN/Direction Who establishes the organisations goals Manager Functional 
10 Arbitration process Who pertorms this process HR/Funct Mgt IIR/Funct Mgt 
11 Environment 10penness, 'Frust & Conim unicat ions fundamrital 

- 
Yes - Inbuill Yes - Lirnilcd 

12 Training jAre the participants trained in all aspects ol'appraisals 
F 

Yes No 
Source: adapted from Haruch (1996) 

Table 4.3 Management Appraisal Systems Comparisons Criteria 

4.4.2 Appraisal timing 

The term "performance appraisal" has generally meant the annual review interview 

that in most instances takes place between the employee and his/her manager to 

discuss the individuals job performance during the last 12 months. Moon (1997) 
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succinctly defined appraisal as a formal documented system Ibr the periodic 

review of an individual's performance". However, he does not state exactly how long 

a period should be. There is no standard rate for appraisal, but according to Wilson 

and Westem (2000) many organisations tend to carry out performance appraisals 

every six months or annually. Despite this, an annual appraisal is insufficient for 

monitoring, improving performance or for achieving effective training and 
development. Sahl (1990) argues, "no matter how clearly goals are presented and 

administered, if the review is an annual event that employees and managers don't 

think about until a week or two before evaluation time, the process isn't achieving its 

purpose". Therefore, performance appraisals should be an ongoing and systematic 

process. 

If performance appraisals are carried out as often as they should, then there should be 

no surprises at the annual appraisal. Any problems should be identified immediately 

and not left until appraisal time. The longer a problem is allowed to continue, the 

more difficult it is to take corrective action. If there is a surprise, the feedback 

obtained throughout the year is flawed and an investigation should be conducted to 

discover the cause (Boice and Kleiner 1997). The other reason for performing 
frequent appraisals is due to the selective memory of the appraiser and appraisee. 

Most people are inclined to remember events that occurred within the last month and 
highly significant ones. Thus, by conducting frequent appraisals the effects of 

selective memory would be avoided (Boice and Kleiner 1997). In these instances, 

monthly or quarterly reviews would be beneficial. Though it may not be necessary to 

have formal meetings at these times, the more frequent the appraisals are held, the 

more informed these employees are and the better equipped they are to perform their 

job. It should also be noted that no matter what appraisal frequency chosen, the 

appraisal should be conducted as close as possible to its due date. Any delays may 

suggest a low importance of the employee, which would be detrimental to further 

appraisals and future development (Schweiger and Sumners, 1994). 
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4.4.3 Measuring performance - the issues 

Wilson et al (2000) stated that of 74 respondents in a questionnaire and interview 

session where he described and highlighted a number of issues that do cause the 

performance appraisal process to less than perfect. His conclusion from this study was 
that the performance appraisal system was here to stay, as there is no real alternative 

to the current system designs. Therefore, it would appear that the "curse/panacea" of 

performance appraisal is Uely to remain for the foreseeable future, although he did 

recommend 20 activities that may be appfied to support the appraisal process. These 

are not discussed. 

So, why do appraisal systems fail to provide the panacea that it appears to offer? 
Longenecker (1997) explored the reasons and identified causes of ineffective 

appraisals in a qualitative research program. Table 4.4 below highlights the 10 

findings that were found from the study. Managers in the research clearly stated that 

performance is destined to fad without having clearly established performance criteria 

and at the same time, an appropriate method by which the appraisal can be measured. 
The other areas highlighted in table 4.4 have a significant effect on any appraisal 

system but this initial area of setting objectives and being able to measure them 

effectively if crucial to the process. 

No Top ten causes of ineffective managerial appraisals % 
I Unclear performance criteria/ineffective rating instrument 83 
2 Poor working relationship with your boss 79 
3 Superior lacks information on actual performance 75 
4 Lack of ongoing performance feedback 67 
5 Overtly negative/second guessing review 63 
6 Perceived political reviews 54 
7 Lack of focus on management development/improvement 42 
8 An ineifective link to reward systems 50 
9 Superior lacks rating skills/motivation 33 
10 1 Review process lacks structure/consistency 29 

I Adapted from: Lo"genecker (1997) 
Table 4.4 Top Ten causes on ineffective appraisals 

Longenecker (1997) when analysing the results for his research found that managers 
made it perfectly clear that appraising managerial performance as was in this case 
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destined to fail without have a clear established performance criteria by which to 
judge their perfonnance. If ambiguity surrounds the job description, goals, traits 

and/or the behaviours that will be the basis for the evaluation the process is doomed to 

fail from the start. Effective two-way communications must be part of the process 
from planning to evaluation. At the same time, an appropriate rating instrument must 

support the appraisal process. 

The rating instrument should be tailored to capture the critical desired behaviour and 

outcomes with corresponding meaningful performance standards and metrics. This 

problem is a frequent area for complaint and failure for the appraisee and appraiser 
(Longenecker 1997; Zigon 1998; Moon 1997; Wynne 1997). 

4.4.4 Appraisers training 

A key aspect for delivering an effective performance appraisal system is the training 

of appraisers. Employees that will be directly involved in implementing the appraisal 

system should be trained first, usually high-level management. Training should begin 

with people management skills, as these will be necessary when managing, assessing 

and motivating employees. Training should also provide other essential skills 
including: conflict resolution; setting adequate performance objectives and 

performance standards; providing adequate and timely feedback; avoiding bias and 

other failures; and linking the system to reward schemes, if applicable (Evans 1991). 

As self-appraisals are becoming increasingly common, this technique is the preferred 

method for this research, see chapter 8, training should be provided to all employees. 
This training should include appropriate skills for setting objectives, performing 

comprehensive self-assessments and charting progress and development. After an 

appraiser has completed the training procedure, refresher courses will be necessary to 

assist the appraiser in conducting optimal performance appraisals. Their skills can 

also be evaluated, which will ensure that each appraisal is conducted to a satisfactory 

and consistent standard (Boice and Kleiner 1997). 
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4.4.5 Appraisee feedback 

'Teedback about performance is an integral component of any organisational control 

system7' (Larson 1984). One of the main purposes of performance appraisal is 

employee development and feedback. If meaningful feedback is given, then it can 

produce significant improvements in performance. It is especially useful for 

development if the feedback identifies problems in specific behaviour and allows 
decisions to be made regarding corrective actions (Cleveland et al 1989). 

Some organisations extend the types of appraisers to include peers, subordinates and 

even customers and suppliers. This allows multi-rater (360 degree) feedback to be 

provided in which all aspects of the job is considered, consequently development can 
be achieved in all areas. Feedback should be given as soon as possible after the 

appraisal, because most of its value is lost if it is not given in a timely manner. (Boice 

and Kleiner 1997) 

4.4.6 Performance appraisal errors - Bias 

Performance appraisals are subject to numerous errors. A large percentage of these 

errors are due to appraiser bias (Cook 1995). These prejudices can stem from a variety 

of sources: 
Age 

Gender 

Ethnicity 

Physical Appearance 

Personal Like/Dislike 

Impression Management 

Various studies have shown that certain characteristics can have a serious effect on 

the results of a performance appraisal. For instance, Waldman and Avolio (1986) have 

found that older employees receive lower performance ratings than their colleagues. 
Gender is also a factor that can result in false assessments. It has been shown that 

sometimes women with masculine qualities are considered more promotable, 
especially in managerial circles. 
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Despite the new laws on ethnic discrimination, racial prejudice is still prevalent in 

some organisations. Appraisals can suffer from "own race" bias, where whites favour 

whites and blacks favour blacks, etc. (Cook, 1995). A subtler type of bias exists in the 
form of physical beauty. Although, this aspect should not affect performance 

appraisals, two separate studies have revealed compelling evidence indicating that 

attractiveness is linked to levels of salary (Frieze et al 1991; Roszell et al 1989). Both 

these studies conclude that the salary difference between the most and least attractive 

employees could be as great as E9,000. 

Another aspect that can affect the appraisal results is the appraiser's attitude of the 

employee. Longenecker (1997) suggests that a majority of appraisers artificially 
increase performance ratings for those they like and decrease ratings for those they 
dislike. Employees who help their managers to feel proud of being a good manager 

receive better appraisals. This is one example of impression management: a situation 

where managers are influenced by frivolous details, which bear no relation to job 

performance. Other types of impression management include using the right 

mannerisms, wearing the right clothes or using the right jargon (Cook 1995). 

Ingratiation is another method that is sometimes adopted in order to achieve better 

appraisals. Job-focused ingratiation is where the employee claims credit for his work, 

or for the work of others, or arrives early and leaves late to impress the manager. 
Supervisor-focused ingratiation is where the employee compliments the manager, 
takes an interest in their private life or does favours for the manager. Examples of 
Self-focused ingratiation could be presenting oneself as a polite and friendly person or 
habitually informing the manager that one is working hard (Wayne and Ferris 1990). 

These types of underhanded motives only serve to undermine the appraisal process 

and distort the true performance of the organisation. Furthermore, this type of 
deceitful behaviour tends to be bad for morale, especially when other employees see 
ingratiating behaviour being rewarded with promotion or bonuses. 
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4.4.7 Politics 

Unlike appraiser bias, which can be an unconscious decision, distorted appraisal 

results arising from politicking is very much intentional. Managers may have their 

own agenda, different to the objectives of the organisation. They may want to 

artificially enhance an employee's appraisal for the following reasons (Cook 1995; 

Wiese and Buckley 1998): 

To keep the employee satisfied 
To protect an employee whose poor performance is due to personal problems 
To prevent a loss in employee morale 
To avoid confrontation 
To continue a reputation of being a good manager 

Then again, a manager may want to deliberately lower appraisal results. Some reasons 
for doing these are listed below (Cook 1995; Wiese and Buckley 1998): 

To shock an employee so that he/she improves performance 
To teach a disobedient employee who is in charge 
To inform an employee that they should consider leaving the organisation 

a To document poor performance to speed up termination 

Nevertheless, whether an appraiser increases or decreases performance ratings, the 

true performance of the organisation will not be reflected in the appraisal results. 

4.4.8 Psychometric errors 

Another source of unconscious errors comes from the psychological predisposition of 
the appraiser (Bohlander et al 2001; Schweiger and Sumners 1994). Common 

psychometric errors could be generated by: 

Central Tendency - Appraiser's tendency to allocate similar ratings to different 

employees regardless of their performance levels. 

Leniency -A higher or lower rating than warranted by actual performance. 
Recency - Appraisal is based on the employee's most recent behaviour instead of 
the behaviour throughout the appraisal period 
Halo (Similar-to-me) - Appraisee receives the same rating on logically unrelated 
performance criteria due to the appraiser's overall impression of the employee 
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0 Contrast - An inappropriately high/low rating after a deserved low/high rating to 

the previous employee 

At first it may seem that there are too many errors to possibly represent a true 

performance of the employee, however, there are a few methods to reduce error rate. 
Although performance appraisals cannot detect bias caused by appearance, attitudes, 
impression management or ingratiation, performance appraisals can be analysed to 
identify bias caused by age, gender and ethnic origin. Multiple appraisers can be used 
to eradicate bias and political agendas. Finally, documentation can also be used to 

validate extreme ratings (Cook 1995). 

4.4.9 Legal Implications 

Performance appraisals have a profound effect on employee selection, demotion or 

dismissal. This is particularly true in the US. The Civil Rights Act of 1964 and 1991, 

the 1966 and 1970 Equal Employment Opportunity Commission Guidelines for 

Regulation of Selection Procedures, where the legal system is taking a greater 
involvement in analysing the tools and procedures used in conducting performance 

appraisals (Murphy and Cleveland, 1995; US Equal Employment Opportunity 

Commission 2002). 

Legislation in the UK does not pointedly reference appraisals although companies 

must ensure that the various legislative acts such as the Equal Opportunities Act 

which covers the Sex Discrimination Act 1975, Race Relations Act 1976, Disabilities 

Discrimination Act 1995 and the Human Rights Act 1998 are monitored for fairness 

in employee relations (UK Equal Opportunities Act 2002). Organisations need to 

ensure that their appraisal systems comply with these laws. Appraisals schemes in the 

past, which assessed employees on qualities and personality, had a considerable lack 

of job-related behaviour analysis in their evaluations and were primary targets for 

legal action. 
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4.5 Developing the strategy/PMS/appraisal deployment model 

This chapter has so far critically reviewed the relationship of strategy and the effect 

that this has on the Human Resource structure of the organisation. The research 
findings from section 4.2 showed that the linking of business goals to the employee 

was essential if the organisation was to be successful. This linkage, if strong would 

ensure that the structure of the company was geared towards success. 

A deployment process was therefore, a prerequisite to enable the business objectives 
to provide the direction the employee requires. By achieving this, it will be possible to 

create a deployment structure within the organisations that use performance 

appraisals. If this were linked to strategy and a performance measurement system then 

employees would have an environment to attain success. 

However, where this linkage is not strong then the business will fail to articulate the 

strategy to the individual resulting in a hit or miss affair with regard to achieving the 

goals, if any, set by the organisation. The resulting appraisal system will therefore, fail 

to provide the appropriate objectives that all employees require to function with 

passion and direction. 

Performance appraisals if designed correctly and implemented professionally and 
directly linked to strategy with the appropriate performance measures systems they 

are, undoubtedly, highly capable of helping an organisation to achieve its objectives 

whHe fuffiffing the corporate strategy. 

Effective performance appraisal systems can bring numerous benefits to the company 

and the previous sections highlighted a number of these, 

" improvements in relationship between manager and employee; 

" identification of gaps in training and development; 

" creation of plans for employee training and development; 

" assessment of employee performance; 
" creation of plans to improve employee performance; 
" support of human resource functions; 

" support of reward schemes; 
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0 powerful means of managerial control; 

w objective setting and achievement; 

creation of a motivated and committed organisation. 

"The very act of looking (conductingperformance appraisals) starts to make everyone 

aware of the systematic alignment in the organisation. Without alignment, everyone 

will be working very hard yet pulling in different directions, so the harder they work; 
the more it pulls apart and the worse the business gets. " 

Source: O'Connor and Semour (1994.240) 

Having determined that a strategy and appraisal process is key to the business and 
individual success, this could be measured by determining how effective the 

employee understands strategy and performance measures and how well these are 
incorporated into their job role. The research found that there is a lack of practical 

application of how to develop the linkage from strategy, performance measures to 

appraisal process and how they should be effectively linked together. The strategy 
frameworks analysed in chapter 2 do not implicitly create a link to people or the 

techniques that are necessary, if this link were to be defined. It is of little surprise that 

these frameworks focus on setting the business goals but fail to support the human 

resource tools i. e. appraisal, when cascading the measurements to the business. 

However, one of the major problems when researching the many 

strategy/performance measurement frameworks is the lack of sound deployment 

structures. Many of the frameworks have an element of people in their structure, the 
Balanced Scorecard is one of a few who have recognised this in later evolution but 

many others have not. Therefore, if deployment is an issue and the framework does 

not Provide a clear structure to develop this then the chances of getting to the 
individual to action the requirements of the business is remote. 

Appraisal processes have a similar problem in that they state that objectives should be 

measurable and derive from strategy and performance measures but fail to provide the 
tools and process structure for achieving this. In practice, this linkage may be more of 
a bother to the individual and his/her manager when attempting to provide a clear 
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linkage due to the difficulties of identifying what the strategy is and the metrics 

necessary for the individual to create a 'SMART' objective. 

Therefore, if we are to create an effective deployment process then strategy and 

performance measures must be closely linked to the individual and reflected in 

employee's job objectives. Table 4.5 below outlines the requirements that have been 

found to be necessary when developing a deployment process from strategy to 

appraisal linkage. The analysis has been derived from the elements detailed in table 

2.6, table 2.7, and the appraisal requirements found in section 4.5 of this chapter. 

The following section will review the constructs that the research has found so far that 

will enable a deployment process to be defined. However, to test this model and 

answer the research questions 3 and 4 will only be achieved in chapter 6 when the 

interviews and surveys are completed. 
3. Is there an effective framework or model to link strategy, performance 

measurement systems and appraisals? 
4. By identifying the gaps in knowledge, can the research design a framework to 

create a potential linkage that leads towards improvement in performance? 
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Model Definition of requirements Requirements 
Requirements reference 
Development of By creating a shared vision of purpose & Gratton et al (1999) 
mission statement aims of the organisation, helping the Schuler and Jackson 
and objectives. individual employee understand & recognise (1999) 

their part in contributing to them. Avoid Kaplan and Norton 
multiple strategies. Setting objectives in a (2000) 
hierarchical fashion is highly desirable. Hanna et al (2000) 

Organisational goals, Agreeing individual targets, which meet the Hanna et al (2000) 
performance organisational objectives of the company & Kennerley & Neely 
measures. the alignment of these will focus individual (2002) 

aviour. Edmonstone (1996) 
Enhancing By developing good communications within Edmonstone (1996) 
communications the organisation, the employee is not only Hudson et al (200 1) 
practices. aware of the objectives but can contribute to 

their formulation. Increase use of feedback 
W loops necessary. 

Clarifying individual The clarity of the role is seen as extremely Edmonstone (1996) 
S responsibilities. important especially when defining 

individual responsibilities and 
accountabilities. 

Providing appropriate Clear framing of initiatives, thus avoiding Hanna et al (2000) 
incentive scheme & ambiguity and the increasing saliency will Edmonstone (1996) 
organisational affect absorption. A clearly articulated need 

W structures. will influence the degree of acceptance of the 
t organisations initiatives. 

Defining & Clearly articulating the model to be used and Boice and Kleiner 
measuring individual by defining each level of performance will (1997) 

9 performance. help the employee to understand the Edmonstone (1996) 
accuracy of the measurement system. 

Leadership By developing for each employee a clear Gratton et al (1999) 
development. range of activities that include training, Schuler and Jackson 

coaching, self-improvement & provision for (1999) 
significant job experience. 

Changing the culture. Creating organisational change by Gratton et al (1999) 
identifying areas of influence that can Schuler and Jackson 
change the organisational identity, (1999) 
embedding performance management 

I systems and the involvement of managers. I 
bource; acvciopea ior inis rescarce 

Table 4.5 Key model requirementsfor a deploymentprocess 

4.5.1 Advantages of using a model structure 

Magretta (2002) defines the word "model" as telling a good story - stories that 

explain how an enterprise works. A good business model for example answers Peter 

Drucker's age-old questions: Who is the customer? Moreover, what does the customer 

value? Therefore, it is this concept that this research is aiming to incorporate. A good 
business model remains essential to every successful organisation. Nevertheless, 

before the organisation's managers can apply the concept, they need simple working 
definition that clears up the fi=iness associated with the term. This becomes essential 
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as the buy in to a new concept depends on avoiding distortion and misuse of the 

modeL which is the most common form of failure experienced by the company. 

Magretta (2002) also highlighted what happens when models fail to derive the 

expected results, you re-examine your model - you start with a hypothesis, which you 

then test in action and revise when necessary. To this extent, the linkage of strategy to 

appraisal processes is being re-examined in this research. A business model's strength 
is as a planning tool that focuses attention on how all the elements of the system fit 

into a whole. Business models describe, as a system, how the pieces of a business 

process fit together. 

Because a business model tells a positive story, it can be used to get everyone in the 

organisation aligned around the kind of value the company wants to create. Stories are 

easy to grasp and easy to remember. They help individuals to see their own jobs 

within the larger context of what the company is trying to do and to tailor their 

behaviour accordingly. Used in this way a good business model can become a 

powerful tool for improvement execution and it is this purpose that this research is 

using the model concept to assist in answering the research questions. When it comes 

to concepts that are so fundamental to performance, no organisation can afford 

unclear thfiling. 

4.5.2 Drivers of change 

Before we start to design and develop the road map that win be used to build and 

create the links from strategy through to appraisal systems we should review those 

drivers that were found in the earlier chapters that supported the need for change and 
improvement. In Chapter 2 and chapter 4 thus far, we discovered that strategy was 
integral to the appraisal process and that those organisations that created a strategy for 

their company less than 10% effectively deployed this through their organisation 
(Kaplan and Norton 2001). 

The research then analysed a number of strategy/performance measurement 
frameworks within a developmental and evolutionary structure to determine which 
framework had the most comprehensive suite of elements that aided this deployment 
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process. Again, the research found that none of the models had an inbuilt structure to 

enable a sound deployment process that linked the employee. See tables 2.6 and 2.7. 

In this chapter, we further discovered that if the appraisal process was closely linked 

to strategy and performance measurements and had the process/model requirements 
that are set out in table 4.4 then a deployment process could be achieved throughout 

the organisation. However, a number of areas were identified that could cause this to 
fail. One cause identified was the use of a reliable rating instrument section 4.4 fully 

describes this. A further cause of ineffective appraisals was poor leadership and if this 

were allied to, a lack of sound and clear strategy direction, the results would be poor 

organisational performance. 

The analysis provided by comparing the current strategy and PMS frameworks and 
the key requirements for appraisal design and application, resulted in developing the 

system requirements, see table 4.5, which enabled the research to determine the 

optimum deployment attributes. The eight requirements that make up the 4 themes; 

strategy processes, people systems appraisal systems organisational culture, were the 
key processes that would enable a deployment process to be constructed. 

The following section is the elements that were used to design the road map that will 

aid the research to progress in answering each of the research questions. To facilitate 

this we will develop a model, describing each step of the process. 

4.5.3 Designing the new Performance Measurement Paradigm - the 4 stages 

The research has now determined the scope of the shortfalls that are evident from the 

current strategy deployment and appraisal practices in particular the deployment 

process and linkage to the individual. The research can now define the areas that are 

to be built into the model, which were determined from the model requirements in 

table 4.5. Figure 4.2 below graphically outlines the main stages of the model, which 
has been developed from the authors experience and the literature research in chapter 
2 and 4. The legend in the figure represents the themes developed from table 4.5 and 

shows what part of the model they represent. 
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Figure 4.2 Linking Strategies to Performance Appraisals 

Following this section is a detailed description and analysis of the model elements. 

4.5.4 Strategy/Appraisal model outline description 

The model offers the reader a guide through the significance of strategy and 

performance measurement systems, performance appraisal construction and 

evaluation. The model also provides an awareness of the stages involved highlighting 

the potential benefits, pitfalls and indeed critical factors involved. So, what does the 

model provide for the individual and the organisation? In many companies, a strategy 
is generated and this is usually cascaded to the senior management team Chapter 5 

provides evidence of this from the case studies. 

The model outlined in figure 4.2 pictorially describes the process developed from 

table 4.5. From the key model requirements, table 4.5 the research identified eight 

elements under 4 stages - Strategy processes, People processes, Appraisal systems 

and Organisational culture. These four stages are depicted in the legend in figure 4.2 

to provide the reader with a flow structure of the model. 
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The first stage is where the strategy processes of the organisation is developed by the 

senior management and cascaded to the organisation. Within this stage, strategy is 

developed and deployed for each subsequent organisational level or significant 
function. The strategy output created in the first stage is then developed into 

measurable objectives, which are then incorporated into the employee appraisal 

systems. 

The importance of developing the strategy into understandable and measurable 

statements is one of the problems that were seen from the case study in chapter I and 
it is for this reason that the individual employee is alienated from the strategy. By 

ensuring that strategy and performance measurement system metrics are developed 

from the main goals and then deployed to each level of the organisation only then will 

the employees encompass them and incorporate these into their performance 

objectives. 

By creating a close link between strategy, PMS and appraisals the individual is 

actively participating in changing the business in line with its goals and if constructed 

correctly the individual can map his contribution directly to this Neely et al (2000); 

Gratton et al (1999); Kaplan and Norton (2000). A significant test for any manager 

and employee is to ask how and where their job objectives are changing/improving 

the business. If the strategy is understood and deployed effectively, this should be 

easily explained and understood by the individual. 

In the second stage of the model, people systems, the employee is encouraged to 

participate in ensuring the practice of creating a linkage from strategy to appraisal 

processes by incorporating a balanced view of job and personal development. To 

achieve this a self-assessment approach is considered see section 4.4.1. The research 
found that if the individual/team can evaluate their own performance they were more 
likely to understand how their role fits into the organisation leading to a more 

meaningful objective setting process. 

Therefore, the success of this model relies on the individual having knowledge of the 

goals of the company and how this links to their job and importantly enables a two- 

way dialogue with his or her manager, which the more traditional systems may not 
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provide. Therefore, the presence of a strong two-way communication vehicle is 

required for this part of the model. Peer to peer, upward and downward feedback is a 

necessity to provide a balanced view of attairanent. Therefore, the use of sound 
feedback processes is necessary. Processes such as 360-degree become important 

areas to facilitate this and is especially significant where a self-assessment process is 

being considered as the need to balance the personal view of success criteria is offset 

or substantiated by an external view of the same success criteria is necessary. 

With the strategy/appraisal model, the measure of the individual's contribution is 

paramount Wilson et al (2000). Traditional methods have concentrated on 
determining rating levels where the later developments have eliminated these and 

emphasised the person's strengths and weaknesses, Armstrong and Baron (1998). 

Therefore, the model must include an evaluation process that complements the whole 

process and not just a limited assessment area, which is the case for many traditional 

methods. 

The third stage of the strategy/appraisal model, appraisal systems, is where appraisal 

construction is important when setting the employee performance objectives and 

quantifiable measures. These should offer a balanced view of the business and 
incorporate the individual's own personal and job development outlook within the 

appraisal construction. The stratcgy/appraisal model encourages the use of this format 

for both the organisation and individual to build their performance appraisal system 
By achieving this, the individual will develop not only their job objectives to 

encompass a wider view of their role but also personal and educational development 

that aids their overall expertise and contribution. 

The last stage of the strategy/appraisal model, changing the culture, is the glue that 

ensures that all the main elements work together. In a performance self-assessment 

environment like the one advocated in this thesis, coaching plays a greater role than in 

previous structures. Instead of the individual waiting to be managed, he or she is 

encouraged to actively participate on his or her own cognisance, resulting in the need 
for the manager to be less involved in directing the appraisal construction but in a 
more leading, encouraging and developing mode. This tool was found to be the most 
understated and under used technique in the companies researched see chapter 5. 
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Leadership therefore, takes on a much greater significance in this environment. From 

the research of the participating companies, those with a more successful 

strategy/appraisal process had a figurehead/leader that encouraged and supported all 

aspects of the organisation including employee performance. 

4.6 Chapter conclusion 

This chapter 4 has discussed the strategy linkage with the appraisal system reviewing 

the steps in the appraisal process, from linking strategy to constructing an employee 

appraisal. The research also demonstrated that to enable linkage to each other is 

fraught with various problems, which can result in the appraisal being divorced from 

the company strategy and therefore, failing to be executed. The review of the 

appraisal processes also revealed that there are numerous areas that can lead to the 

process failing. 

The chapter has addressed the development of three pieces of theory, strategy, 

appraisal linkage and the deployment model. 

The strategy and appraisal linkage is focused on the development and cascade of the 

strategy messages and appropriate performance measurement criteria. In operation, it 

was found that these are important to any organisation's effectiveness and future 

development. The global nature of business today has meant that positioning the 

company is vitally important and if the goals are to be met then the organisation must 

react in a positive way to achieve this. 

Meanwhile, the appraisal process is focussed on enabling the employee of the 

organisation to hook into the company structure while enabling him or her an 

opportunity to develop and practice their expertise while working towards achieving 
the goals set out in the strategy by achieving the best ways of working, managing and 

operating the processes within their job confines. 

The observations that were made from the case study in chapter I showed that the 
business environment is constantly changing and organisations have to adapt their 
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processes to meet these changing demands. Hence, the business not only requires 
product and services to make it successful but importantly their employees need the 

structures and direction to allow them to participate in the company's direction. 

Therefore, the research looks at resolving the gaps that are created through 

companies' failure to deploy and link strategy and performance measurement systems 
to appraisal processes. 

The research found that there is no model, (table 2.7 provides this analysis), that 

specifically concentrates on a deployment process that enables a link between the 

strategy of the organisation and the employee appraisal construction and development. 

The comparison of strategy and PMS frameworks against the requirements of a 
deployment and appraisal linkage process showed that there was no theory from 

business and human resource classifications that contradicts any stage of the 

strategy/appraisal model constructs. 

On the contrary, the support for linking strategy, performance measurement systems, 

and strategy with appraisals is robust but little evidence has been found that provides 

an integrated solution in creating a deployment process and enabling this linkage from 

strategy to the appraisal process. 

To sum up, the strategy, performance measurement and appraisal deployment process: 

9 Aligns the key operational elements that companies have to build to create this 

process flow. 

* Provides an integrated approach to building a structure that was not previously 

evident. 

To assist with exploring and developing the gaps in the strategy, performance 
measurement deployment and appraisal linkage, 4 themes (stages) were determined 
from the fi-amework analysis and from these eight requirements were designed for the 

proposed model shown in figure 4.2. 
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As a result, of this research investigation into appraisals, section 4.2 and the 
development of a deployment model, section 4.5 designed to aid identifying the gaps. 
The following research questions have further strengthened: 
1. "y are companiesfailing to effectively deploy strategy down to the individual? 
2. How can the research identify the gaps in the process and what are these? 

However, research questions I and 2 will not be fiffly answered until the case study 

research has been completed and this will be achieved in Chapter 5. 

Concluding this chapter the remaining two research questions, which were highlighted 

in chapter 2 have been validated because of the strategy/appraisal model now 
identified in this chapter, and these are: 
3. Is there an effective framework or model to link strategy, performance 

measurement systems and appraisals? 
4. By identijying the gaps in knowledge, can the research design a framework to 

create a potential linkage that leads towards improvement in performance? 

Chapter 6 wM answer these research questions. 
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Theory Testing 

5.0 Dealing with the realities of linking strategy and performance 

5.1 Introduction 

Chapter 2 introduced insights into developing the paradigm that there is a gap in the 
theory or deploying company strategy directives and the resultant performance 

management indices to the individual. Chapter 4 supported these by looking at the 

wider perspective of strategy linked to appraisals. The research questions I and 2 

emerged from chapter 2. 

1. Why are companiesfailing to effectively deploy strategy down to the individual? 

2. How can the research identify the gaps in the process and what are these? 

This was further enhanced with question 3 and 4 in chapter 4. 

3. Is there and effective framework or model to link strategy, performance 

measurement systems and appraisals? 
4. By identifying the gaps in knowledge, can the research design a framework to 

create a potential linkage that leads towards improvement in performance? 

The objective of this chapter is to provide evidence that wiU answer these four 

research questions. 

The object of this chapter is to review whether companies are successfully deploying 

strategy to the individual and the process starts with a case study outline and 

continues discussing the application of the pilot case study and its implications. 

Following on from this the chapter concentrates on the eleven case studies that were 
involved in the research. The order in which they are presented is based on the timing 

of each interview Le. FirstPlus was the first organisation interviewed in each of the 

stages. The chapter closes with some conclusions. 
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5.2 Structure and protocol of the case studies 

Having determined in Chapter 3 that the case study method was the most appropriate 
for this research and as a result, would be utilised as the main data collection method 
to validate the gaps in strategy, PMS and appraisal processes. The use of 

questionnaires, interviews, observation and documentation techniques were all 

selected to ensure that a multiple source of evidence was used to increase the 

construct validity of the research. Yin (1984) did not define what data collection 

approach should be used in case study research. However, Miles and Huberman 

(1984) highlighted the conceptual framework and research questions, which 
determined the type of data to be collected. 

The researcher used the strategy, PMS and the appraisal model created in chapter 4 

(section 4.5) and the research questions I and 2 as guides to gather data. More over, 
the researcher realised it is not just the collection of the data that provides evidence to 

answer the research questions but it is the way, which the data is collected, and this 

research used grounded theory. Grounded theory provides a more open approach to 
data collection and analysis as it is derived from the concepts and categories used by 

social actors themselves to interpret and organise their worlds, (Easterby-Smith et al 
1991). The content of the data is covered by the series of questionnaire and in-depth 

semi-structured interviews, which were split into three phases, as well as a collection 

of documentary evidence. Finally, the data collection process is guided by the case 

study protocol. 

To increase the reliability of the validation of the research, a case study protocol was 

applied (Yin 1994: 63). This process provided the rules and the procedure that guided 
this researcher throughput the investigation. The protocol's objective, which is 

described in chapter 3, section 3.6 was to ensure standard research policies provided 
the date to answer the research questions I&2. To help achieve this, a case study 

method was also used see figure 3.6. 

To achieve a rigorous case study design, the questionnaires and interviews were 
developed from three phases, as outlined in figure 5.1, which describes the structure 
followed during the research. 
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Figure S. I Research Strategy 

The first phase involved interviewing senior management of each organisation and 

was directed at finding out about the company practices of the strategy formation and 

communications, performance measurement systems, appraisal processes and their 

linkage. 

The second phase was directed at a cross section of the company hierarchy from shop 
floor to executive level personnel and was concerned with their opinion of the 

practices developed by the company and how that affected them in the role they 

performed. This phase checks the alignment of the strategy and appraisal direction 

studied in phase 1. 

The third phase was concerned with narrowing the field of companies and performing 

an in-depth interview with a selection of employees to investigate their opinion of the 

strategy and appraisal practices within their organisation. An attitudinal and practice 

survey was conducted prior to the interview to further aid the data validity. This final 

phase finiher checks the aligrunent of the processes as studied in phase 1. 

5.3 Pilot case study and interview and questionnaire process roll-out 

As determined from the research methodology semi-structured in-depth interviews 

with senior mangers and employees involved in the strategy and appraisal processes 

was the chosen path to complete the validation and quantification of the results found. 

This chapter reports on the interviews and the questionnaire results that contributed to 

the understanding of the current processes in use and the effect they have on the 

employees. Figure 5.1 shows the process direction taken. 

131 



Chapter 5- Theo? y Testing Case Study Reviews 

As we have discussed the review of literature in previous chapters then the next stage 
highlighted in figure 5.1 was to pilot a case study and the University of Strathclyde 

was wiffing to accommodate this. This allowed the researcher to use his department as 

a test case for interview structure and question construction. The Assistant Head of 

the University's Personnel department in coRaboration with the Universities HR 

expert in appraisal processes participated in these interviews. Thus enabling this 

researcher to determine if the interviewing and questioning techniques could stand the 

scrutiny of these experts and where any problems encountered would allow the 

researcher to rectify prior to a formal roll-out to those organisation who had agreed to 

participate. 

5.4 Gaining access to the organisations 

Compiling a fist of companies who would contribute to the case study review was not 

straightforward. Of the 14 organisations contacted ten responded positively and a 

series of telephone calls to arrange the initial meetings. It was during this part of the 

process that an interview structure was suggested coupled with a request to each of 
the contacts that the researcher gain access to the strategy and appraisal 
documentation. It was during the visits that the main data collection was performed. 

The first face-to-face interviews with the senior manager were conducted to determine 

the strategy structure and communication paths as well as the appraisal system used in 

each of the organisations. This series of interviews was to determine the formal status 

of the processes used by each company. During the interviews copies of strategy 
initiatives and appraisal documentation was provided. 

5.5 Senior Management interview structure and analysis 

Each interview started with the researcher providing the interviewee with some 
background to the research project, along with the aims of the study. To illustrate 

what the study aims were a pictorial diagram was used to aid the discussion direction 

and content and this can be reviewed in Appendix 2. This approach of using a 

pictorial flow diagram of the areas that the research was about proved useful in 

opening up the discussion. Having set the scene, the interviewer was now in a position 
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to start gathering inforrnation. The researcher was careftil to try and strike a balance 

between sticking to the guide, whilst remaining flexible to discuss important issues 

that came up in discussion. 

The agenda for the meetings was set down for the interviews and three main areas for 

discussion were identified: 'WhyT 'HowT 'Problem Issues' and 'Success Factors'. 

There was also a topics guide to make sure the interview stayed on track. See 

Appendix 3 interview questionnaire & notes guide, interview results analysis and 

statistics analysis. In closing the interview the researcher always asked if there was 

any question that the interviewee wanted to raise. This gave both parties an 

opportunity to explore any related avenues of discussion. Each interview lasted 

between 80 -100 minutes. 

5.6 Overview of processes in Companies & the interview results 

The companies that had agreed to participate in this research had been chosen, as one 

would expect, as a result of using an appraisal scheme for either an employees or a 

major section of them. Each company, except FirstPlus, had at sometime worked with 

the researcher's university department at Strathclyde University and the researcher 
knew a number of the organisations personally. This ensured that at least the initial 

investigations and interviews would take place allowing the researcher to see what 

type of process each company had in place and how it operated. Table 5.1 below 

highlights each organisation's area of business and where appropriate location, 

product and again where appropriate activity and lastly the number of employees 
involved with the location involved in the study. 

ýý rotelemployeeill 

No ! P; n: comps Mes 22=ýý Area studied Product activiq in area studied 

1 FirstPlus Financial Group PLC UK/chain Cardiff Consumer financial semces 340 

2 Allied Distillers; UK/FMCG Distilling (Processes) Spirits & blended liquors 580 
3 University of Strathclyde Public sector DMEM Education & Research 2200 
4 Litton Interconnect USrFNC Telecomunications Planar manufacturing 120 
5 BAE Systems Marine (YSL) Ltd UK/Construction Cdasgow/manufactunng Shipbuilders & Ship Repairers 3400 
6 IBM UsnNC UK/PCPD &Global Semces Consumer Goods& IT Services 5500 
7I Thales Optronics I FrenchnNC I UK/Oprtonics ce & Scientific equipment 670 
8 NCR USTNC Financial Solutions Dvision Banking rr equipment 830 
9 Services I-Ad. 1M IJK(rNC Upstream Services Exploration & Production 4400 
51 

MSygems 
UK/utiltty Soomsh headquarters Distribution (Electricity, Gas) 3100 

11 jUnited Biscuits (UK) Ltd. UK/FMCG UB Headquarters Biscuit manufacturing/distribunon 1000 
(I NU - tmEMOOOM corp=Um) 

Developed for this research 

Table S. I Participating companies 
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Before we can review and analyse the drivers, barriers and success factors of the 

strategy, PMS and the linkage to appraisals, this section will provide a short overview 

of each organisations process bringing out pertinent points and at the conclusion a 

sunmiary of the main attributes found. 

5.6.1 FirstPlus Financial Services (Cardifl) 

FirstPlus was introduced to the researcher as a result of a presentation he had made at 

a BAM conference in 2001. Contact was made with Claire Hurley the Business 

Excellence Manager who had responsibility for the appraisal process and she was 

pleased to be involved in this type of research. 

Claire advised that company strategy played a key role in the appraisal process, where 

employees had to incorporate the strategy output into their objectives. She also stated 

that the main elements of FirstPlus' process are as follows. 

" Monthly strategy awareness communications from Directors. 

" Performance measurement systems were used extensively for front line sales. 

" This company operates an appraisal system for all employees. 
Key focus was to develop the operational group to excel in sales and 

administration. 
5 key elements are determined and each of these carries a different weight 

to influence behaviour especially for sales admin. 

=: ý A further 5-10 objectives are set that are more of the softer issues and 
these are at the employees/managers discretion. 

* The professional areas i. e. those not on the front fine have a sirtiflar process. but 

not as rigorous as the operational group. 

* 360-degree feedback used at senior management level at present. 

9 Appraisal training is provided for both appraisee and appraiser. 

* The appraisal process allows individuals to review their manager's objectives, as 

each person should align theirs to his/her superior. 

o Appraisals construction is part of the employee/nianager relationship. 

134 



Chapter 5- Theory Testing Case Study Reviews 

Rewards are set monthly for the operational group and annually for others. Salaries 

are based on performance achievement and are set each January. A form of ranking is 

used to determine who are the top performers and who require close attention or 

separation if appropriate but this part was not used easily. The operations group each 

receive a monthly informal appraisal review of the 5 key areas. All other employees 

are given formal quarterly reviews with action plans to improve. The bedrock of the 

system was the EFQM model and the tenets were cascaded throughout the levels of 

the organisation. The appraisal process was a mixture of manual paperwork and 

software systems. 

5.6.2 Allied Distillers (Glasgow) 

Norman McInnes, Production Manager for the distilling plant agreed to be 

interviewed as he was involved in the development of the appraisal process from a 

management perspective and he felt he was qualffied to discuss this with this 

researcher. 

Company Strategy is created by the Board of Directors and is communicated every 

year to the senior management team who in turn cascade to their business unit 

employees. Strategy was updated every year with an outlook to the second year. The 

Business Unit (BU) Managers take their teams through the strategy process via 

workshops and present how well the company is doing against the strategy. This also 
includes the strength of each unit in the organisation, i. e. profitability etc., which 

creates a degree of competition. Performance measurements are encouraged and 

should be tied to the strategy. However, these were only available to staff and 

management grades as the shop floor operatives are members of Trade Unions and do 

not participate in the appraisal process. 

The use of the SMART system to create objectives is encouraged when setting up the 

annual appraisaL When asked about including the Balanced Scorecard measurements 

only the senior management team was using this at present. Previously the appraisal 
system was a disparate collection of systems but this had now been consolidated to 

one process during 2001 and uses a Nficrosoft software based system. Norman stated 
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that perforniance measures are used reflecting mainly quantifiable targets for 

production Le. quality, output and timeliness etc. 

Ile performance appraisal process is based on achieving 5 key result areas (KRA) 

and a number of competencies which depending on job responsibility, vary in width 
and depth. 'Me measurement process consists of a 30-matrix format, documentation 

was provided allowing greater in depth review. Also included in this is the 
development process where career choice is determined, agreed and strengths & 

weaknesses evaluated for training, job change and learning. Allied have a fast track 

process for moving people. This is usually for succession management. The appraisal 

process allows individuals to review their manager's objectives, as each person should 

align theirs to his superior. The manager is the appraiser in this system. 

The shop floor have a skills-based assessment process but as the Unions are dominant 

in this area the company feel they cannot impose the same system as the staff and 

management tearn. 360-degree feedback is used in this process and up to 10 

respondents is requested, and feedback is anonymous. The appraisals are annual but 

'job reviews' can occur 3-6 times during the year and cannot be refused by 

management. 

Rewards are linked to the appraisal result such as annual bonuses and salaries. Other 

forms of reward exist but this is usually restricted to energy and waste management 
initiatives. Promotion and advancement are linked to the development cycle but 

achievement in this area can only really be achieved with a combination of ability, 
personal attrilmes, performance success and support from the leadership. The use of 
the EFQM model %%-as not considered within the organisation but this may change 
through time. The company had succcssfiffly achieved UP. 

5.63 University of Strathclyde - Pilot study (Glasgow) 

Norman Bell, IIR Depute Director and Graerne Whyte, Senior Personnel Officer 

Participated in this review. Norman stated that in line with many other institutions 

there is a strategic mission for the university. 7111is is published in a booklet form, 

which is distributed to all Heads of Department to use and instruct the other members 
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of staff. From this the objectives for the group should be derived. Goals and mission 

statements are produced in the booklet Policies and General Guidelines, which is 

available to all and is on the Intranet. Credit Card format of Strategic Imperatives is 

provided to all employees. 

The appraisal system is geared to development issues and the process of defining 

objectives is based on this. There was no evidence of performance measures. The 

appraisal process had been updated this year and is currently being further updated to 

further enhance the liP requirements, (to include the researcher conununity). The 

process has been in operation for 12 years. 

Two processes exist, the first is geared exclusively for the academic and related stA 

researchers etc. and the second is for the support staff, technicians and clerical. The 

academic and related staff appraisals use a self-assessment approach where the 

appraisce assesses his or her own achievements and development needs. ne appraiser 

and appraisee detail the content of the review, which is then used for discussion. This 

enables a comparison using the same appraisal form. This appraisal output details 

strengths and weakness evaluation, whilst a numerical assessment of what the 

individual has achieved is completed the final assessment is about describing the 

achievement. The resultant output is used by Personnel to ensure the development of 
the individual is catered for. 11he Technical and Clerical staff appraisals are conducted 

sUghtly differcritly as this group use a skUl-based forrmt. 

A number of the employees in both the academic and support staff are Trade Union 

members and as a result this has limited the appraisal system to only the academic 

side of the university. Politics also play an important role in the processes as the 
fiInding for the University is Government appropriated this appears to limit 

development of the appraisal system. 

Appraisals arc conducted every two years for academic and every year for other staff 
but intermediate assessments can be conducted. New employees have 6 monthly and 

yearly appraisals. All intermediate reviews are for internal department use only. 
Training is provided for appraiser and employees on the process. Mentoring is also 

evident but only for academic stafE 360-degree feedback is not used in any area. 
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Appraisals are not geared to rewards systems. All promotion reviews especially for 

academic staff are related to skills, papers, books, etc. and is a form of performance 

measurement. The individual development plan (IDP) and review is conducted every 

two years and advancement has a high emphasis on the "leaders for tomorrow" 

process. This is seen as a major initiative for developing the academic leaders of the 

university. The appraisal process is a manual documentation process and does not use 

technology. 

The University does not use the EFQM framework. TWs was looked at recently, 2001 

but considered to complex for current operations structure to be considered. However, 

Investors-in-People has been awarded and this is used to provide the guidance for the 

universities employee development. 

5.6.4 Litton Interconnect Technologies (Glenrothes, Fife) 

This was the smallest of the companies involved in the study, 120 employees and Val 

McGhee the HR and Training manager outlined the process in use at Litton, which is 

a new appraisal system that was developed to support the groups efficiency and 
development and is part of the main company's global system. Strategy is a key area 

and the head of the unit the 'business leader' reviews the strategy from the 

corporation and creates the Litton version based on the company's order book and 

customer base. This is presented to the employees at the start of each year and 

reviewed regularly to update the employee population of what progress has been 

made. 

The business leader actively encourages upward feedback to ensure there is an 

understanding of the strategy and to see if there are opportunities spotted by the 

employees that the management may have missed. Performance measures are used 
but they are standard metrics i. e. fmancial, labour related etc., and are loosely 

connected to the strategy. 

One of the interesting management aspects of this company is the lack of use of 
traditional names for senior personnel. This is evident where the traditional manager 
name designation has been dropped and replaced by the "leader". The company 
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believed that this would encourage a greater team-working environment, which was 
ccrtainly cvidcnt during the rcsearch intcrvicws. 

The appraisal system is a new system created in conjunction with a consultancy 

organisation. Thomas International, who also specialise in psychometric testing 

techniques as well as appraisal setting. The process is based on setting key results and 

competencies for evaluation. All employees are required to participate. Competencies 

are divided into two groups; staff and leaders, all participate in the core competencies 

while the leaders have a series of leadership objectives. The company has created job 

descriptions for the maJority of roles in manufacturing with role expectations. Support 

areas do not have these yet. 

The leader evaluates appraisals annually but an interim review is set, further reviews 

can be also conducted if required. Setting of objectives is normally a joint effort 
between the leader and employee. At present the appraisal system output is rated from 

A; almost always to D; Seldom meets objectives but the prime aim of the process is to 
identify gaps in skill and knowledge. The company use psychometric tests to identify 

people attributes in order to place them in the best role required by the company. This 

concept is also used to evaluate new employees. 

The linking of rewards and career progression to the appraisal process is not part of 
the process. The size of the organisation approximately 120 people is considered too 

small for upward progression but job enrichment is the key to progression at Litton 

and it is in this area the employees are encourage to develop. 

Sahiry is linked to business success and not to performance rating; this may change at 

a later date. 360-degree feedback is not used in the appraisal process. Performance 

measurement systems are employed across the range of business activities mainly in 

manufacturing metrics. However, training challenges are set for employees who want 
to participate. The appraisal process is currently a manual process; reference 
documents are held on the Litton Intranet system and are then printed off. The use of 
the EFQM model has not been considered at Litton, but they are active in the IiP 

process. 
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5.6.5 BAE Systems Marine (YSL) Ltd (Glasgow) 

Judith Young, HR Expert explained that BAE systems operate three processes to 

evaluate their people. The older 'Marconi' manual system is used for employees 
below senior managers and Director level and the newer web enabled 'people 

manager process' system used for the senior staff. The people manager process is the 

latest web based system and this system includes 360-degree feedback. This system 

also includes the strategy formulating process that each section head would input and 

cascade to lower staff levels to be included in their appraisals. Strategy is not an 

ongoing communication process, except when customer survey feedback is fed back 

to all employees, only then does the company include strategy messages. Surveys are 

conducted twice per year. 

The new appraisal process was brought into practice during 2001 and the 

measurement process is based on 5 key competencies and 40 behaviours. This system 

also uses the 360-degree feedback process to ensure peer and customer evaluation. 
Documentation of the process was provided. 

The shop-floor system is a paper based process (no copies were provided as a separate 

organisation held the paperwork) and is the older 'Marconi' manual system. This 

process has a skills and personal development plan associated with it but no measures. 
This is due to the Trade Union rules on appraisals for shop-floor pcrsomcl. The shop- 
floor system relies on assessing training and skills gap analysis and provides for 

training plans to rectify the process also assesses competencies. Supervisor conducts 

appraisal with those employees. 

Career development was mostly described for senior management. Where the 
'spectrum code' system was created to highlight leadership competency. This system 

was used to evaluate progression and movement within the organisation and was part 
of the Performance Centred Leadership process. Job application process was the norm 
for the majority of job changes. Performance measurement systems were used and 
these were mainly fmancially and project management based led metrics. However, 
details of these were not provided. 
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Only performance incentive used was an annual bonus for senior personnel and was 
based on achievement. Other notable areas were the use of surveys. An employee 

survey was completed every 2 years and a customer survey was conducted monthly to 

enable feedback to employees. Coaching and mentoring was not a high objective for 

the management team and did not create good results when used, apparently. 

All but the shop-floor process is web enabled and looked to be a comprehensive and 

fairly easy system to use, printouts were provided of the core processes. The EFQM 

model was not used for the organisation but a leadership element had been devised 

and in use to determine the competencies required for senior management. The EP 

model was in use for training purposes. 

5.6.6 IBM UK Ltd - Principal case study (Greenock) 

IBM is the largest company participating in this research with over 5,500 employees 

in the Greenock location and 18,000 in the UY, It was also the researcher's employer. 

Therefore, in accordance with case methodology, this is the principle case and will be 

the key, from which all the others will be compared against. However, to ensure as 

much impartiality as possible an interview was agreed with Des Gallagher, the Senior 

HR Account Manager for the Greenock Site to provide the information of the 

processes used in the LJK 

Des advised that the Strategy process kicks off with a series of "imperativee', which 

are created at the European Corporate level, and these are transformed into business 

unit strategies. The strategic messages are presented at the start of each year at formal 

presentation meetings and involve all employees. These top-level initiatives include 

performance targets but are very top level in their construction. It is the first line 

manager's responsibility to develop with the employee the appropriate performance 

measures that should link to the strategy of the business unit (BU). 

The appraisal process was originally a top down system developed from the 1970's 

and has had two major revisions since. The current appraisal system is a collaborative 

system where the employee and the manager will create the objectives and the 
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evaluation. Normally the evaluation review periods are set annually but evaluations 
are encouraged at half yearly intervals but these are not always completed. 
The construction of the appraisal is to create objectives in three areas - 
* Win, where the objectives set define how the employee will change the business 

Execute, how the ob ectives set can be attained. Performance measurements j 

should be clearly demonstrated in this section. 
Team, who the participating employee will work with to achieve the objectives 
set. 

These headings try to ensure a balanced view for the employee to participate within 
the business and should be linked to the Corporate Strategy. Coupled to this is the 
development process or IDP (individual development plan) it is this process that 

assists the person to look at training and course work that will help with career and 
skill development. IBM provides a series of developmental databases, which are 

available for the employee to review courses, career structures and skill competencies 

necessary to achieve the Company goals. From this the development plan can be 

constructed. The process is web-based. 

The company does have succession planning at the higher level and does highlight 

future potential leadership and this is partially dependent on the appraisal process. The 

appraisal system is linked to the reward system and the final assessment determines 

the year-end bonus percentage. Any increases in salary level are also linked to 

appraisals but a second element is used and that is ranking. 

A ranking process is used to highlight the top performers and this allows the company 

not only to pay those exceptional employees the top increases but also determine 

promotional/development opportunities. Ranking results are with held from the 

employee. Des commented that this process could have a detrimental effect on 
teamwork as it is purely an individual assessment process but is seen as a way to 
focus success. All career planning is acweved via the individual development process 
QDP). Grade banding is used to differentiate job levels. 
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Training for appraisals is provided for new managers. Employees can receive 
instruction from the HR group and their first line manager. Appraisal measurement is 

based on 4 levels of assessment I-4 where I is an outstanding achievement. 360- 

degree feedback is voluntary. The EFQM model is used but is not a process that is 

well known throughout the company. HP has been the main framework within the 

organisation. Lastly, as a result of matrix management, these tools are deemed to be 

essential as task and people management are often separated. 

5.6.7 Thales Optronics (Glasgow) 

Liz Bell the HR Director and her senior staff officer Jfin Finlayson agreed to allow the 

researcher to review the company processes. This was encouraging as the company 

was involved in design and manufacturing within the armaments industry and as a 

result was traditionally difficult to allow access to an outsider. However, the 

researcher was provided a tour of the site, which was not afforded at BAE Systems. 

Jim advised that Thales strategy is created for the whole organisation and this is 

cascaded to each market segment of which the Glasgow group is part of one. Each 

market segment creates their own strategies from the global one and the strategy 

process is set for 3-10 years and usually covers a number of key areas some of which 

are; use of facilities, skills (reviewed annually), headcount etc. Every 6 months a 

review of the "state of the nation7 Le. how well the company is progressing with its 

performance is presented to the employees. Strategy is updated annually and 

published in a presentation format but this is not provided to the employees. 

Strategy is traditionally in the form of financial objectives and it is these that are the 

basis for the employee's objectives. The executives of the organisation have their 

mission and objectives set out in a departmental control book, book of master data 

that sets out what is to be achieved and by whom. The researcher was allowed to see 
this but not to take notes of the content. This shows the organisation structure of the 

senior management team with each person's objectives. Each executive will hold 

monthly reviews, briefings detailing where the successes and failures have occurred 

and what needs to be done to realign. 
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A formal appraisal process is in place for both the shop floor and professional staff 
levels. The staff system, ADR (Accom. development Review) incorporates 3-5 key 

objectives, which each manager will set out with the employee. Performance 

measurements will be developed that include; dates, quality, cost etc., are all 
incorporated in the appraisal. The employee writes own objectives after the 

management discussions. 

Objectives set, are in the form of KPI's (key performance indicators) or milestones 

plus behavioural. competencies and these are reviewed twice per year prior to the final 

appraisal evaluation. The company has job responsibility and behavioural charts that 

set out routes for employees to improve or sustain performance. The employee's 
immediate manager encourages coaching. 

The technical levels have II job families plus competencies plus skill levels, 10- 16 

depending on job family. This system concentrates on skills for the shop floor. The 

company could not create a common system as a result of Trade Unions but are trying 

to incorporate behavioural. elements as with the staff/management system. 

The appraisal rating at the year-end uses a reflection methodology where an overall 

rating of I exceptional -5 partially achieved plus a narrative of success is used. 
Ratings are checked to ensure a consistency exists and that all ratings are justified, a 
form of ranking. 

The appraisal year is reviewed in January and if no ADR completed then a salary 
increase is not paid. The reward system is based on salary scales i. e. the lower in the 

scale with a satisfactory rating the higher the increase. Career moves are based on job 

vacancy plus relevant experience and knowledge. Grade increases require the 

applicant to demonstrated evidence of capability and competence at the level of the 

new grade. This is then reviewed at career board. Senior grades attend a competency 
interview before they can be appointed. 

For staff and senior levels two career reviews are held each year and a new change is 
being implemented termed the "people review" element, which looks at the leadership 

competency of the individual. For senior personnel, succession planning is being 
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developed and the company is looking at mobility to other sites. Deemed as a 
development attribute in order to create greater 'rounding' of the individual. Where 

training is required to allow mobility to occur for senior people a new 
development/succession action plan is set enabling the release of the individual and an 

ongoing commitment from the releasing organisation. The use of frameworks is 

limited to EP. 

5.6.8 NCR Financial Solutions Division (Dundee) 

NCR7s Director of Organisational Development, Michael Cusack explained the 

strategy formation process, which starts out as a corporate vision, is then cascaded to 

each Division who in turn cascade to each Business Unit (BU). The BU sets its own 

strategy and performance targets, which are then cascaded to the employees via 
formal presentations from the top management team at the start of the year. These 

kick-off meetings are designed to bring the whole team together. Further updated 

presentations can follow but not all employees attend these. 

NCR set their performance measurement system from the functional global strategy 

team (GST). This is then cascaded to the various parts of the organisation via the 

management teams and deployed into the performance appraisal systems. The use of 
frameworks and models is evident in NCR and the main ones are EP for training & 

learning, and a software package CMMI that was developed to aid their strategy 
formation process. 

NCR as a global company are a matrix-managed organisation, where the more senior 

roles where setting the appraisal is not influenced by you immediate boss but by your 

career manager. This process is similar to IBM. 360-degree feedback is an integrated 

part of the appraisal evaluation. Performance measurement systems are influenced by 

fmancial considerations, which are uppermost in the individual's performance 

objectives. 

Michael did add however, add value is another key element of objective setting. Also 

"thinking out of the bo)C' is encouraged in all areas and these are built into the 

appraisal process. The formal appraisal process is only used in Dundee for staff and 
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management. The shop-floor operatives do not participate in the process, as a result of 
Trade Union involvement. The appraisal system uses up to 5 key objectives and a 

number of competencies/development areas, and the system is an online intranet site. 

Objectives and the review process are jointly achieved with the manager and the 

discussion on the performance outcome is based on both completing the process 

satisfactorily. The employee is encouraged to self-assess his performance before the 

formal appraisal process with the manger. The company encourages mentoring and 

coaching in between appraisal periods to ensure the maximum is achieved from all 

participants. The main elements of the appraisal process are potential of person, 

performance achieved and competencies. 

The shop floor work on a grading system, which in recent years has been reduced 
from 4 to 3 grades and progression from the shop floor, is based on education, 

competency and skills. Reward systems are given only if the performance has reached 

the minimum level or higher. Ranking is used to determine salary levels and relative 

position charts are used to determine this, normally results are withheld from the 

employee. Career development includes a 'talent management' scheme, which is used 
in conjunction with the three areas assessed in the appraisal process. Managers are 

trained in appraisal processes and they then coach their employees on the elements of 

the system. 

5.6.9 BP Exploration (Aberdeen) 

Ron Mudie, HR Manager at the Aberdeen office explained that the strategy formation 

is determined at the board level and is cascaded to the various business units who then 

re-interpret these to develop their own strategy initiatives. This is further cascaded to 

the unit's team leader, who is the senior manager for the business unit to determine 

his/ber unit's strategy and performance measures. Communication of the strategy and 

performance measures is normally cascaded via the senior management in team 

reviews. Strategy initiatives and challenges are available on the company intranet site, 

which is accessible by all employees. 
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BP employs a formal appraisal system and this is accessible within BP's web/intranet. 
Ron did provide the researcher access to intranet site to allow a hands on approach to 

the system. All aspects are based on 'people soft' databases within a Microsoft 

environment. The appraisal process is for all employees except contractors, the 

company does not differentiate between operations (oil rig staff) and professional 

grades. The process is geared on core objectives and developmental areas. 360-degree 

feedback loops are used for Business Unit leaders only and developmental 

competencies are also reviewed. 

The appraisal process is set by the manager and agreed with the employee. Individual 

performance measurement objectives are derived from a performance 'contract' 

established from the strategy. Ron stated that an earlier discussion was made 

sometime ago on the objectives following a balanced scorecard theme but this was not 
formally adopted. The appraisal process uses SMART objectives. 

The appraisal format and use of forms changed in 2000 to accommodate the various 

mergers BP acquired. The appraisal process is now seeking to develop a broader 

discussion format - "of the whole person7 and as a result is looking for a process that 

will encourage greater people involvement. 

An appraisal review is encouraged every 6 months before a final annual assessment is 

made. Ratings are from 1-5 with 5 exceeding expectations. From this the employees 

will be banded into three areas top 15% middle 35% and bottom 50%. Salary 

increases are linked to this performance. However, there are no ratings used to 
facilitate this. 

Variable pay is determined by achieving the company and business unit goals where 

each success can contribute a 10% bonus thereby giving an overall 20% total bonus 

payment. Developmental issues are normally held separately from the appraisal 

process but are linked. Appraisal training is provided to employees with people 

responsibility for appraisals and development areas. 

Formal frameworks are operated such as BSI and EP is used as the training model, but 

the EFQM model is not. 
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5.6.10 Scottish Power Systems (Glasgow) 

Jim Fingland, HR Manager had presented his company's IIR development process at 

a local IEE meeting in October 2001 and once contacted by this researcher agreed to 

participate in this study. Jim commented that the parent group of the company 

cascades to all member divisions the strategy from a top down perspective. The main 

objective of this is to exceed last years plan. The strategy fonns the operating plan and 

this annual cycle is then interpreted by 'Tower Systems" and once each department 

head has created their own focused direction this forms the strategy and performance 

criteria for the employees of the group. Each Business Unit (senior manager) is 

required to sign-off on the operating plan objectives and measures after which this is 

then presented to all the employees. 

Two formal appraisal systems are in operation within the company. The first is the 

management system, which includes all the elements of the operating plan measures. 

Objectives are set for each employee in this category also linked to this is leadership 

competencies. Salary and bonuses are linked to appraisal elements and a bonus is 

made up of 25% from operating plan success. The remaining 75% made up from 

leadership competencies. 

The second system is the staff appraisal, which is also based on the operating plan and 

competency framework. As with the management system, salary is based on appraisal 

achievement and the bonus is paid on achieving 60% on objectives and 40% on 

competencies. The rating scales used are 1-5 (5 being the highest achievement) for 

both systems. The shop floor does not have an appraisal system due to Trade 

Unionism 

The appraisal frequency is annual with an intermediary appraisal used for counselling 

and mentoring. The objective setting is initiated by the manager and usually involves 

the employee. The appraisal system is a purely manual system and can be time and 

people intensive. Jim advised that 360-degree feedback is only used for 

developmental purposes and not linked to salary. Nevertheless, the company was 

considering using this with their reward systems in the future but the current industrial 

climate at the time of the interview was deemed inappropriate. 
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Career development was based on the objective attainment and competency reviews. 
The process used is "population of interest" scheme where those with the correct 

attributes are highlighted for talent and succession potential. The employees selected 

are interviewed on a one-to-one basis and are mentored by senior management but 

promoted positions are withheld from the candidate until they are ready to be 

promoted. 

Psychometric testing conducted on all graduate hires to ensure 'right for the job' 

placement. Appraisal training is completed with 2-3 day courses supplemented with e- 
learning packages. The use of frameworks is limited to the HP framework and Jim 

Fingland expressed his opinion that EP was similar to the EFQM due to changes in 

the frameworks structure. Jim was also an EP assessor. 

5.6.11 United Biscuits (Glasgow) 

Steve Martin, Production Manager agreed that this study could prove interesting to his 

company as the history of McVities Biscuits in Tollcross is that of a traditional 

manufacturing site of command and control attributes. The current management team 

were trying to change this and become more people and customer focussed. The 

company were not a public listed organisation due to takeovers but had a strategy to 
become sufficiently profitable, which would result in being sold a public organisation 

after being owned by an investment group. 

Therefore, as a result of the unusual nature of this organisation the strategy formation 

process is to do with changing the organisations characteristics and the performance 

measures that relate to the financial and operating processes. Steve advised that only 
the management team is informed of these and the staff and shop floor may be 

informed if their manager tells them directly. The strategy and performance 

management cascade is given to the management team off-site. This is published and 

provided to management, some documentation was provided but not the strategy 

publication. The business targets use a balanced scorecard approach. 

The structure of the company organisation is split into 'zones'. Each zone is a 
management category i. e. zone I is director level, zone 2 is senior management - 
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factory manager, zone 3 is split into two section the upper section is manufacturing 

manager grade with the lower level plant manager level the last grade is zone 4, team 

leaders. The appraisal process is a new format to compliment the company structure 

and this was developed last year to assist with the changing environment. The shop 
floor operators are not involved in any appraisal process as they are involved with a 

Trade Union. 

Operational staff has the same appraisal structure as management. However, the 

objectives are a subset of the managers but there was no evidence that strategy and 

performance measures and objectives were closely linked. Each employee writes up 

his/her own appraisal based on his/her manager's objectives. This is then sent to the 

manager for approval, changed if necessary and then implemented. The measurement 

process is a non-numeric format and the criteria is as follows; DP=developing 

performance, used for new employees or a new job; MP=marginal performance; 

EP=effective performance; VE=very effective performance; OE=outstanding effective 

performance. 

The use of role profiling, technical skills, job competencies and requirements are all 

used to guide the employee in their career. Also used in people assessment is personal 

development planning. Psychometric testing is used to match the job to the person. 
Succession planning is used to develop the future company leaders. The system is a 
Lotus Notes database process and is linked to the company's intranet site. The use of 

EFQM and EP frameworks is not used in the organisation but the intent is to move to 

a TQM environment, which may lead to participating and obtaining these 

accreditations. 

5.7 Company interview summary 

All the respondents involved in the studies advised that the company practices 
discussed in this chapter were not perfect and that change was necessary periodically 

to ensure that the best practices are identified and implemented. Further discussion 

revealed that that there were several drivers that contributed to the evo. lution and 
development of their strategy, PMS and appraisal processes and this emanated from: 
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* Increased competition - aU organisations needed to ensure they employed the best 

practices in all parts of their processes and employees were the key to this. 

9 Financial pressures - all companies were under increased pressure to reduce costs 

and increase efficiencies and strategies had to reflect this, and be implemented. 

Customer satisfaction - greater emphasis has been on creating the correct 

environment for customers to repeat the buying process and this means the 

company must develop the correct structures to enable this. 

9 Employee development - companies had to review what they expected of their 

employees and create an environment that enabled them to attain the skills and 

abifities necessary to perform the job. 

Strategy should develop the performance measurements necessary for driving the 
business and this should also be linked to the employee appraisal process. 
However, this was dependent on the manager and employee relationship plus both 

having an understanding of the company direction. This was evident from the 
interviews with the managers of the more traditional hierarchical organisations, 
where a number indicated that the company rhetoric was supportive of a link but 

in reality this was more to do with the employee/manager relationship and strategy 

understanding. 

Potential problems were also discussed and the main areas identified were: 
One issue that was observed with deploying strategy through the organisation and 

subsequently creating a fink to the appraisal process is the dependency of the 

manager and employee relationship plus both having an understanding of the 

company direction. This is evident from the interviews with the managers of the 

more traditional organisations, where a number indicated that the company 
rhetoric was supportive of a link but in reality this was more to do with the 

employee/manager relationship and strategy understanding. 
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The need to link strategies, performance measurement and job objectives were 

necessary but only three of the organisations, FirstPlus, Litton and NCR could 

provide tangible evidence to support this. The first two companies interviewed 

were the smallest in the group and operated as SME's. This enabled the Director 

in charge to directly influence the employees and lead the way forward. NCR had 

evolved their own software structure for strategy cascade, which assisted in the 

deployment of strategy and PMS to the rnanagers/employees. This appeared to 

create a greater than average chance of employees creating a linkage to the 

company strategy in their job objectives. 

9 When discussing performance measures with each company these were aimed at 

quantity, cost, timeliness, developmental and quality. However, were these 

directly related to the top strategies of the organisation? No procedural evidence 

was found during the interviews or seen from the copies of the processes provided 

that led the researcher to believe a strong process was in practice. 

Leadership - this was seen as paramount to the success of any organisation 

especially where strategy formation and communications were concerned. The 

success that many had was down to the CEO/MD cascading the future of the 

organisation at the top level. However, only two companies had the MD lead the 

way directly to the workforce. Six others relied on the strength of their CEO 

sending out an inspiring message with the divisional heads cascading the goals 

throughout the organisation. The last three organisations relied on the 

manager/employee relationship and understanding to develop this. 

9 Static structures - ahnost all the organisation fought against allowing this to 

happen. Processes such as the appraisal system had changed significantly over a 

period of time. Some stated that they recognised the need for finther change 
initiatives to become more imaginative. This was evident in FirstPlus, BP and 
NCR. 
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* Politics and Bureaucracy - again this was seen as an area that necessitated a great 
deal of vigilance by both the management and employees to avoid what a number 

of organisations call "a tick in the box mentality". 50% of the organisations 

unfortunately felt that this was the norm rather than the exception. The principal 

case, IBM was particularly prone to this issue, in the author's opinion. 

A number of success factors were identified from the interviews: 

In almost all cases support and re-enforcement of the processes from the 

management team were seen as essential for the successful continuation and 
development of the processes. All companies stated that their executive 

management were the principle drivers and this was supported by the lower level 

teams. 

* Communications - all organisations stated that repeating the communications 

messages was necessary and it was essential to repeat these during the year. 

* Appraisal construction - All organisations stated that the processes they operated 

were essential to the success of the company and the development of their 

employees and the linking of strategy to appraisal objectives was Mghly desirable 

but only one organisation could provide tangible evidence of this, FirstPlus. 

5.7.1 Discussion on interviews and conclusions 

All organisations involved in the research stated that the use of appraisal systems was 

paramount for not only for guiding employees but to enable the organisation to 

achieve its goals. The importance of the appraisal process was stressed but what was 

not so convincing was the effect that the strategy communications had on the 

employee's job objectives or how they conducted their personal development. 

Each of the intervicwees stated that strategy and performance measures were 
fundamental to the success of the company. In the case of FirstPlus, direct selling 

enabled a close relationship between the financial strategy, performance metrics and 
linkage to the appraisal process was highly visible. FirstPlus was particularly proud of 
the people management policies, they had used the EFQM framework to design the 
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company structures to gain good operation results, and people buy in. Their appraisals 

and strategy processes appeared to be interlinked and a constant review and cascade 

was achieved to ensure the employees' direction was highly focussed. This company 

appeared to have a set of processes that many of the others lacked. 

Two of the companies, Litton and United Biscuits, had just introduced a new appraisal 

process and this was taking its time to establish this linkage but both agreed that 

linking strategy and performance metrics was important, but could not offer a 

structured process for doing so. However, Litton took the time to ensure that the 

employees understood what the strategy is by directly presenting this at 

communications meetings. 

Many of the companies provided the same structure but it was not clear if their 

messages and performance metrics were included in the employee's job objectives. 
United on the other hand aimed their process primarily at management as the 

company is striving for public ownership but recognise the need for the systems to be 

cascaded throughout the organisation. 

The larger organisation such as NCR, IBM, BP and Scottish Power all had long term 

established progranunes and were involved in continually seeking to improve them. 

These organisations had a well-defined process for cascading the company strategies 

and the associated targets throughout the year, certainly at a top level but depended on 

their management teams to understand them and encourage their employees to create 

the link to the objectives necessary for their appraisal. 

This was not evident from the interviews how successful this was as the stock answer 
from these companies was the managers who managed people needed to make this 

work. BP was the only organisation who felt they needed to try and reinvent the 

appraisal process in a radical way and were willing to look at any opportunity that 

may give them a people and business advantage. 

Overall, strategy formation and its cascade, performance measures and appraisal 

systems were evident in all companies. History of process development was basically 

similar in design and construction. However, there was no clear evidence that the 
154 



Chapter 5- 7heory Testing Case Study Reviews 

processes each organisation demonstrated was a panacea or that a direct link from 

strategy to job and development objectives necessary for a balanced performance 

appraisal system was clearly visible from these interviews. 

Case study is defined as a study of events within a real-life context and results in 

important implications for data collection. In this case, a structured questionnaire, 

appendix 3, was used in conjunction with the interviews detailed above. Data 

reduction, table 5.2, the first stage of case analysis, was completed at this stage of the 

research and provided a link to the research questions. An analysis was made of these 

and the key attributes that were extracted from the interviews and questionnaire to 

enable a comparison of processes and practices. 
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From the results a summary of the key metrics and observations were made. 

0 10 of the II companies stated that company strategy is cascaded to all 

employees 

9 73% of companies stated that strategy and PMS were closely linked to 

individuals 

* 73% of companies cascade strategy and PMS to all employees 

* 55% of companies stated that the appraisal process affected all employees while 

the remainder stated it only affected staff and management. 

* All employees are appraised by their immediate boss 

9 Only 45% of all employee used 360-degree feedback 

Other notable observations form the analysis, see table 5.2 were, 

* 64% of companies had a Trade Union present in some part of their 

in-ftastructure. This in effect stopped the appraisal process from cascading to 

this group of employees. However, skills and educational development was 

used to create an assessment process for these employees. It is important to note 

that unless this category of employee buy into the processes then difficulties 

will inevitably result in achieving company goals (Gratton et al (1999). 

9 36% of companies used some form of employee ranking for reward purposes. 

This type of assessment was used in conjunction with the formal appraisal 

process and allows an organisation to make an assessment of those employees 

contribution to the company and allocate suitable rewards. Ranking results are 

usually hidden from the employee making this process uncomfortable for those 

on the borderline. Ranking was used in five of the organisations interviewed. 

9 Employee surveys were used in 55% of companies. Half the organisation's 

participating used some form of survey to feed back to the employees. Three, 

IBM, BP and NCR used employee surveys, while all six, used customer survey 

feed back. 

* Psychometric testing was used in a quarter of companies. United and Scottish 

Power used this form of assessment for recruiting graduate hires. While Litton 
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used testing to not only to hire new employees but also to create a strong team- 

working environment. 

64% of companies used some form of mentoring and coaching to support 

employees who wanted or needed this. 

0 Matrix management structures used in 55% of participating companies 

Therefore, to conclude this section the evidence developed from the interviews with 

the management team has started to clarify that companies are not effectively 

deploying their strategy and performance measures to link with the objectives in the 

appraisal process. 

Therefore, the research question I and 2 has started to be answered. 
1. Why are companiesfailing to effectively deploy strategy down to the individual? 

2. How can this research identify the gaps in the process and what are these? 
However, further triangulated evidence is necessary as this is the first phase of a 
three-part investigation. 

The next section analyses the employee postal survey and will start to look closer at 
the practices experienced by the employees of strategy deployment throughout the 

organisation and the linkages to the appraisal systems to determining how wen 
these work. This section will fijrther answer the research questions I&2 and 
introduce research questions 3 and 4, as determined by the research map. 

5.8 Postal questionnaire - introduction 

Having interviewed and analysed the responses from managers of the eleven 

organisations and found that there is increasing evidence that a gap does exist 
between the deployment of strategy and a direct link to the appraisal processes. 
However, to fully address the research questions I and 2 further analysis is 

necessary to achieve a comprehensive answer. 

By looking back, to figure 5.1 the research strategy we are now at the stage where 
the research is ready to seek the opinion of the employees and this has been 
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achieved by implementing a postal questionnaire. The postal questionnaire provides 

a larger population of opinion and fact and will further aid construct and internal 

validation. However, as every questionnaire is different, rules can only be applied in 

very general terms and a common-sense approach must be taken. Most 

questionnaires start with a series of simple dichotomous questions about the 
individual. This type of questioning is useful to prepare the ground for a more in- 

depth set of questions and by getting the respondent into the swing of the process. 

An important aspect of questionnaire design is to group questions that are similar in 

subject order in this design to find out what the individual understands of the 

construction and importance of his/her strategy and appraisal processes. This is 

necessary to provide the questionnaire with a rational flow. Appendix 4 includes the 
letter requesting participation, Survey design and the results that will be discussed 

in the later sections. 

5.8.1 Response rate 

The researcher asked each of the managers initially interviewed if a questionnaire 

could be distributed to a cross section of the company's employees who currently 

participate in the appraisal process. All the managers agreed to this and packages 

containing 15 questionnaires and covering letters were posted to each company. 

Table 5.3 below, highlights the response rate that was received. Nine companies 

replied, giving a response rate of 53%. Unfortunately two companies did not send 

any questionnaires back and after a number of communications no satisfactory 

answers were received. This was also the case for one other company who only 

managed to return a very small number of the questionnaires. 

Overall the response rate was satisfactory as the respondents were a mix of mainly 

managers and staff employees who are all busy people and to answer a 

questionnaire no matter how simple or straight forward or easy to answer can and is 

a very low priority for them Also an additional factor is that this research and in 

particular this survey looks at the details of the respondents own appraisal rating. 
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Table 5.3 Survey statistics 

Developed for this research 

Of the responses, all were usable and while the sample was a very small population 

of the total number of employees who participate in their company's appraisal 

process, it did provide an opportunity to test the knowledge and feelings of 

employees. The survey while statistically very low (0.4% of the population) still 

provided the researcher with sufficient data that could contribute to new knowledge. 

While a larger sample would have ensured a more rigorous set of results, the data 

collected should provide future scope for research in this area. In addition, the 

researcher was time bound a larger survey would have taken too long to complete. 

5.8.2 Method of analysis 

From the questionnaires returned, the data supplied by each company was examined 
for completeness and then entered into a number of MS Excel spreadsheets, where 
it was possible to tabulate the data and conduct an analysis of the information. Each 

company was analysed as an individual entity and then combined with the other 

respondents to create a summarised package. The use of speciaUsed software such 

as SPSS, Statistical Package for Social Science, was not used as the data collected 

was considered to be insufficient to enable this. Thus it was decided to instead 

structure the questionnaire in such a way as to allow easy analysis using a standard 

spreadsheet package. 

5.8.3 Analysing the responses 

In this section we will consider the main elements of the questionnaire looking at 
each question, which is then followed by an explanation and, in some cases, a 
graphical representation of the results. Appendix 4 highlights the combined results 
of all the respondents and it is this analysis that is discussed in detailed here. 
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Questions I through to 4 are general and form the background of the respondent. 
The multi-choice questions relate to. 

QI&3 what are your main activities - the majority of the respondents work in 

the manufacturing and services sectors. 
Q2 what job category do you belong too - of the 88 returns 50 were from staff 
roles, 37 from managers and one executive manager. A good distribution ofjob 

roles, as the appraisal process affects every person in the organisation. 
Q4 how long have you been employed in the company -a good distribution of 

service was found. 64% of the recipients were employed for 4- 20 years, 19% 

less that 3, and 16% more than 20 years. 

Questions 5,6,7 & 22 continue the background of the participants but are now 
looking at the effect of the company processes on them. 

" Q5 asked if everyone was party to an appraisal and while the response was 97% 

the 3% were either a new start or potential lack of understanding of the 

question. 

" Q6 In this question the researcher wanted to know what appraisal rating the 

respondents had achieved in their most recent appraisal. The result showed that 
69% had achieved an "achieved/exceeded" rating or a '2' and 20% had 

achieved a "achieved some/most" rating or a '3' (5 being unsatisfactorily to I 
being extraordinary). These statistics were not uncommon across the majority of 

companies and demonstrated that appraisal practices in the companies meant 

some commonality was evident, or were these ratings a cop out to keep the 

majority of people happy? There were some anomalies, NCR respondents were 

all in the '2' category but this may be as a result of the response rate 40%. 

Allied respondents were mainly in the '3' category and this may be as a result of 
this company being in a more traditional UK manufacturing role. 
Q7 asked if the appraisal process was linked to any type of rewards and the 

respondents stated - 27% salary; 26% bonus; 20% promotion; 14% career 
movement and 12% stated that none of these applied. This later response 
affected mainly those companies who had introduced a relatively new process. 
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Question 8 was looking at knowledge and use of frameworks either incorporated 

within their appraisals or generally used in the company structure. In this question 

there was quite a large spread of knowledge of these. While vision, mission are not 
frameworks they are by implication part of most strategy frameworks and as a result 

were incorporated in this question to see if the company used these tools during 

communications. 
Question 8 

Company Frameworks 

Most models were recognised but the exceptions were the EFQM and Balanced 

Scorecard, these were used and recognised by mainly the larger organisations. 

However, FirstPlus was a proponent user of both and determined that their success 

with the company was partially based on applying the EFQM model to the company 

structures this was the only company in the interviews to state this. 

In a separate survey conducted by a post graduate student at the University of 

Strathclyde and coordinated by this researcher, To (2002) found that when he asked 

600 senior execs in 300 companies, "did they recognise and use a number of well 

known academic and industry standard frameworks" 
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The response showed that of the EFQM Business Excellence Model is by far the 

most recognised in the fist but the most used was the Balanced Scorecard. However, 

it was a surprise to the students that while the EFQM model was well recognised its 

use was not reflected. Could this be attributed to cost and expertise necessary to 

implement versus the Balanced Scorecard, which in comparison is relatively easier 

to use. 

Questions 9,10 &II we look at the strategy process to investigate if there is a link 

to setting appraisal objectives, these questions utilised the five-point Likert scale. 

* Q9 does your senior management communicate a clear sense of direction - the 

response from this question was 77% agreed that this did happen, with the 

remaining respondents sitting of the fence in response to this. This question was 

associated with question 10. 

9 QIO do you understand your company's strategy- the response suggested they 

did as 80% agreed with this. Therefore, is reasonable to assume that if the 

respondents know what the strategy means then the management team must be 

communicating down to a reasonable level. 

9 11 similarly this question is also closely linked to nine and ten when asked if 

there is a link between "me and the company direction" - the reply agreed that 

there was as 81% support this. 
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Questions 12 through to 16 review the appraisal structure and the types of measures 

used. 

9 Q12 asked who constructs the appraisal objectives - 71% of respondents stated 

that this was jointly done, with 13% completed by the manager and 16% 

completed by the individual. 

* Q13 the frequency of appraising the person was annually in all cases but this 

can be broken into several phases where reviews are completed once per year 

36%, respondents had 6 and 3 monthly interim reviews 20 & 25% respectfully. 

A unique case was the university where the official review period was every 

two years. 

9 Q14 respondents were asked if SMART objectives were used - 52% responded 

positively. 

o 15 in order to try and assess if a balanced view was being taken during the 

objective setting period respondents were asked what type of measures were in 

their appraisals. While this analysis indicated a reasonable balance the question 

did not look at the quality of the measures or the relevance of them to the job 

role. 
Question 15 

Types of Measures 
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* Q16 asked the respondents if they were working towards common objectives- 

78% responded that they agreed with this. 

Questions 17,18 & 19 investigated the understanding of the appraisal construction 

process. 

9 17 in this question we asked if the objective evaluation was subjective i. e. 

discussion only or objective, discussion with tangible evidence - the 

respondents indicated that 77% of them had objective measures. This was very 

evident in companies such as FirstPlus and Allied Distillers stated that their 

164 



Chapter 5- Theory Testing Case Study Reviews 

measures were all objective. The other organisations responded that 

approximately three quarters of measures were objective. 

Q 18 88% agree they understood the evaluation process used by their company. 

Q19 who evaluates your performance - 82% commented that it was a joint 

effort between manager and employee, with 9% stating it was the manager only, 
9% stated they completed it themselves. BP influenced this last category where 

some job roles allow this assessment type to be completed due to the remoteness 

of the work i. e. offshore. 

Questions 20 & 21 

" Q20 asked if ongoing feedback assists with improving performance - 65% 

agreed that it did. However, several respondents from IBM, BP and Scottish 

Power commented that more coaching was desirable and if this were coupled to 

mentoring then performance would be improved substantially. 

" Q21 when asked if 360-degree feedback was used in the evaluation process - 
45% said yes and 5% stated they used 540-degree feedback. 

Question 22 asked if people are rewarded according to their job performance - 55% 

agreed they were, 30% disagreed with this and 15% sat on the fence. 

Question 23 was the last section of the questionnaire and this was to ask the 

respondents what three areas of the strategy and appraisal processes would they 

choose to improve. From the result highlighted below the three most selected 

elements were 
Coaching for performance improvement 

Closer strategy linkage to objectives 

Career opportunities 
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Question 23 

The larger companies in the survey IBM, NCR, Scottish Power and BP pointed to 

improving coaching for performance as the top area for development while 

FirstPlus and IBM rated linking strategy to objectives high on the improvement list. 

5.8.4 Discussion on postal questionnaire and findings 

Although, the results obtained from the questionnaire alone cannot be used as 

irrefutable evidence that we have quantified and validated the factors identified in 

questions I&2. 

1. Why are companies failing to effectively deploy strategy down to the individual? 

2. How can the research identify the gaps in the process and what are these? 

This is due to the small sample size, nine of the eleven companies responded to the 

request and of those employees asked to contribute a success rate of 53% was 

attained. However, the postal survey coupled with the results of interviews with the 

company managers has provided an insight into the current theory and practices of 

the organisations. The research results have started to enable the researcher to 

deduce that questions I and 2 can be answered. However, this will not be completed 

until the last part of the research in this section is completed. 
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Overall, it the results show that the organisations that responded to the survey 

recognise that ahgnment of corporate strategy with performance measures and 

performance appraisals are necessary. They have also acknowledged that this is 

most efficient when al-I employees are involved in the process. Furthermore, it is 

encouraging to see that the majority of respondents when involved in performance 

appraisals almost always use a joint approach. However, evidence from the survey 

suggests that there is room for improvement, many of the comments from the open- 

ended sections of the survey provided a degree of doubt as to the overall 

satisfaction of strategy linkage and appraisal effectiveness. Question 23 provided 
further evidence that this was the case with the three top areas for improvement, 

coaching for improvement, closer link of strategy to objectives and developing 

career opportunities. 

The results showed that the schemes in operation across the sectors analysed, were 

very similar and this surprised the researcher, given the amount of evidence that has 

been published on the importance of linking strategy to people in the public domain 

and in academic journals etc. The researcher would have thought at least one of the 

companies would have had a radical approach to deploying strategy and appraisals. 
However, it has started to prove that the research objectives were valid and 
important to industry. 

As the postal survey can offer several disadvantages especially where the 

population is low, apathy, loyalty and central tendency (when respondents rate 

everything as average) can impede the results. Although there was no evidence, any 

of these factors occurred in this survey. 

Have the research questions I and 2 been answered with this additional feedback 

from the postal survey? While the research has progressed towards a final answer 
this survey did not conclusively resolve the questions but added to the evidence that 

evolved from interviewing the company managers - that the reasons for failing to 
deploy strategy are complex and there are gaps in knowledge which results in the 
linkage from strategy to performance measurements and appraisals to fail. 
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Further investigation of the problems was required to complete the triangulation and 
add greater validity to answering the research questions. To achieve this a series of 
in-depth serni-structured interviews with the company employees was initiated as 
fonnulated in the research strategy figure 5.1 the research strategy, to gain 

additional qualitative information to fully answer research questions 1,2,3 & 4. 

5.9 Strategy & Appraisals - the employee interviews 

In sections 5.6, the manager's interview results, and 5.8, postal survey results, the 

analysis of the responses enabled the research to build up a broad picture of the 

extent and use of strategy deployment understanding and the effect that this has on 
the appraisal process. We also determined that the current processes do not 

necessarily recognise the need for individual's performance to be linked to a 

strategy deployment process and as a result, companies could create a superficial 
link rather than one built effectively into the process. 

Therefore, to fully answer the research questions, phase three of the research 

strategy, Rirther investigation was necessary. The research direction now was to ask 

the individual employee who participated in the process to comment on strategy, 

performance metrics and the appraisal processes. Also they were asked to comment 

on how this affected their performance. Therefore, the need to dig deeper and ask 

specific questions at this stage was deemed important in order to be able to move 

the research questions to conclusion. 

5.9.1 Regaining access to the organisations 

In the first series of interviews with the senior management, we determined that the 

use of semi-structured interviews was the optimum strategy to gather qualitative 
data. In this section the same strategy would also be used. While this may seem an 

easy enough task the e-mails sent to each of the previous interviewees to request 

access to their organisation in particular to a number of employees was proving 
difficult and in fact arranging these took considerably longer than expected. 
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The researcher asked the ten industrial companies to participate. It was thought that 

the university was not appropriate at this stage as a staff reduction programme was 

underway. Five organisations responded, IBM, BP, FirstPlus, Litton and Allied 

Distillers. The latter company Allied Distillers declined to participate further due to 

a staff reduction process had just been announced and the contacted manager felt 

continuing this research would be too intrusive at this stage. It was then decided to 

run with the four organisations and arrange a series of interviews that would take 

one day in each organisation, and as six interviews could be accommodated in a 
day, this was seen as the least disruptive route for the organisation involved. 

At the last minute, Litton advised that the contact person was leaving the company 

but the MD would be happy to take over the role of facilitator. However, it was 

recognised that this would take a lot of time out his busy schedule and had time 

permitted the researcher would have helped the MD identify an alternative person 

to assist with organising these interviews. As it was, with the time constraints 

available the other three organisations would provide enough information for this 

last piece of the jigsaw. 

One factor not discussed so far, which put constraints on the research process - 
finance. This was due to all university fees and travel costs being a self-funded 
initiative. Travel costs etc. associated with the research was down to the researcher 
himself No fimding was available from the university or indeed his company. 
Therefore, a balance had to be arrived at and not to travel to Glenrothes in Fife was 

offset by travelling to Cardiff and then to Aberdeen. At all stages of the project, 

every attempt was made to keep costs to a minimum. 

5.9.2 Modification to the interview structure 

The request was made to the companies to allow as wide a cross section of 

employees as possible for the interviews. The only stipulation was that all 

employees to be interviewed were currently participating in appraisals. Each 

organisation agreed and included, people managers, project managers, operations & 

administration staff and in the case of IBM and BP engineering staff of different 

grades. 
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Rather than write a narrative on the key aspects of the research and send this to each 

participant, there was a likelihood that this would not be read prior to the interview. 

The researcher decided to create a questionnaire, which covered the main elements 

of the research. This was sent to each of the participants and the front page 

contained a short narrative that introduced the research. Each person was asked to 

complete this prior to the interview, at least this would ensure some knowledge of 
the research was known before the interview see appendix 5, survey format and 

results analysis. 

It was hoped that this approach would provide an easier introduction to the subject 

and gain the interest of the participant and use the survey format as a prop. The 

previous survey was an anonymous one and therefore, to interview any of the 

previous participants could prove difficult. Each interview started by asking if the 

person had completed the questionnaire. Only four from the eighteen interviewees 

had not done so, an excellent result in this researcher's opinion and a good start to 

the process. Those who did not complete the questionnaire did so immediately after 
the interview. 

As with the previous interviews the researcher introduced the background of the 

research project. This was aided by showing the participant the research study 

outline diagram, which was the pictorial outline of the strategy, PMS and appraisal 

model. This provided an opportunity for the researcher to test out the models tenets 

with the participants, thus adding more validity to the research questions 3 and 4. 

See appendix 2 for the diagram. 

Prior to starting the discussion with the interviewees the researcher had an 

opportunity to present the previous postal and interview result with each of the 

senior managers. Unfortunately this was only with those companies who had agreed 
to participate in this second round of interviews. Cost considerations and response 
from the others negated a follow-up with them at this time. 

Having set the outline, the interviewer was now in a position to start gathering 

qualitative information. The agenda for the meeting was set out as in the previous 
interviews and the main areas for discussion: 'WhyT 'HowT and 'Problem Issues' 
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and 'Success Factors' were to be considered. All the other interview factors as 

previously discussed in the earlier interviews structure apply. These interviews 

lasted between sixty and ninety minutes. 

5.10 Strategy & Appraisals - the employee interview results 

As in previous interviews before proceeding to analyse the drivers, barriers and 

success factors, this section will provide a short overview of the pertinent points of 
how the link to strategy and appraisal processes works in each organisation. An 

overview of the questionnaire results will also be incorporated into the analysis. 

5.10.1 FirstPlus 

The interview volunteers had a mix of backgrounds as requested by the researcher. 
Two employees were involved in direct sales i. e. the public and their appraisals 

were heavily geared to achieving sale revenue targets and as a result were very 

aggressively pointed to achieving this. A finther employee was involved in direct 

sales but from the business side i. e. dealing with companies and his objectives were 

similar to the previous sales employees. All three sales people used the Internet and 

telephone as the tools to sell FirstPlus products. 

The interviews moved to the sales support team and of the three employees who 
fulfilled these roles one was a manager of IT and led a small group of IT staff. His 

objectives were to manage his team, IT equipment, software and developing new 
innovative tools for use by the company efficiently. The fifth employee interviewed 

was a financial accountant who had the responsibility to ensure that the software 

used to seU the company products was secure. 

His job was project oriented and objectives lacked the direct measurements that the 

sales teams had. The last person interviewed was a Human Resource Executive and 
her role was to provide the training for the FirstPlus employees. Her objectives 

were fairly well balanced across the four perspectives outlined in the questionnaire 

and she had a good mix of measurable and non-measurable areas. 
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The interviews were analysed and the following process strengths and weaknesses 

were apparent. 
Strengths: 

" lEgh degree of communications on strategy and performance objectives; 

" All employees had a clear vision of what they had to do; 

"A clear link between strategy and the appraisal system was evident; 

" The organisation had a good team working environment and close working 

relationships. Employee of the month recognition and best practice schemes 

were implemented; 

Training and employee development was seen as paramount to success; 

Committed leadership and high commitment to the company ethos from the 

employees; 

9 High degree of trust. 

Weaknesses: 

" Management has a tendency to over communicate many employees felt this 

could be reduced; 

" Upward communication on strategy is not effective. 

4P No evidence of a formal deployment process. 

In order to complement the interview results we will now consider the main 

elements of the questionnaire looking at each question, which is then followed by 

an explanation and in certain areas, a graphical representation of the result can be 

found in appendix 5. 

Question one through five reviews the objectives from type, quantity, to who sets 

them. 

QI and 2 is graphically represented in appendix 5 and shows the number of 

measurable objectives per employee and details how balanced they are. 
FirstPlus prescribes approximately seven objectives and these are on average 

evenly spread across the four perspectives. 
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9 Q3 who sets your objectives. 75% of those interviewed stated that theirs was set 
by the manager and agreed. 25% stated that they were set by themselves and 

agreed with their manager. 

9 Q4 do you have measurable targets. On average each respondent has 43% of 
his/her targets are measurable i. e. quantifiable. 

9 Q5 how many measurable targets are there in each of the four categories? On 

average there were I-2 per category. 

In question six we asked if the respondents knew what business strategy their 

company follows. This question was to try and verify how well the communication 

of the strategy message was cascaded. The answer varied between competing on 

cost, on cost & differation and other means. All replies were similarly answered and 
did not give a clear-cut answer. The question may be too ambiguous for a definitive 

answer. 

Question 7 and 8 were designed to find out how effective the manager and 

employee relationship is with strategy and appraisals. The question incorporates the 
5-point Likert scale and fimnel construction methods. See appendix 5 for response 
details but the main comment from both question for FirstPlus is that upward 

communication (Q7e) is not as effective as could be and the response (Q8e, f& g) 
that the management team do not always convey the importance of the linkage of 

objectives to strategy was mixed. 

Question 9 reviews those elements of the strategy and appraisal process that the 

respondents agree with. The response was deemed as moderately to extremely 
important for most areas except for the need to document your achievements, 

understanding the company's strategy and goals and understanding your 
department's goals were all deemed as extremely important. 

All the employees who were interviewed stated that the MD who was passionate 
about deploying the company strategy through regular communication sessions 
created a successful process. This meant that he and his senior management team 

could tackle the business results and while retaining a humanistic approach to 
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employee development. FirstPlus' success resulted in the company size. While they 

were part of a multinational organisation, they acted as a SME. 

Two of the more senior members of the company who were interviewed stated that 
if FirstPlus got bigger then the benefits they gain today would be lost. The 

researcher asked for a comment from each of the interviewees on the use and design 

of the pictorial model used to describe the strategy link to appraisals and all stated 
that it provided a clear view of the process. 

5.10.2 IBM (principal case study) 

The six IBM employees came from the two areas of the site, four from the IT 

service group and two from manufacturing. The interviewees were a mix of project 

managers Le. no direct reportees, and technical staff. All agreed that the cascade of 

strategy at the beginning of the year provided a good message all be it a high level 

one for all the employees. However, when it came to linking these directly with the 
incumbents job responsibilities this proved more problematical. The project 

management team tended to have less directly measurable objectives than those 

working in the manufacturing areas. Manufacturing areas supported output, quality 

and delivery and objectives were nearly all related to these metrics. The project 

management roles tended to manage tasks within teams but without the people 

responsibility, matrix management. 

All interviewees stated that the appraisal process could be a mechanical process as 
the previous objectives were copied from previous appraisals and in many 

occasions no innovation added to the new ones. Matrix management also added to 

the dilemma in that the division of the people and task manager can often result in 

competing allegiances as the individual attempts to satisfy two managers. Often the 

measurement of the appraisals is based of previous ratings and less on new 
achievement. But where measurement is stated the method of calculating the result 
can be fraught with inconsistencies, this may be an issue across many organisations 
and companies. The research did not venture down this route. 
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The interviews were analysed and the following strengths and weaknesses were 

apparent. 
Strengths: 

" Strong communications of company status and strategy messages; 

" Sense of loyalty to company; 

" Good use of intranet and electronic mail to inform employees of company 
direction; 

Training and employee development seen as paramount to company success. 

Weaknesses: 

" Upward communications not effective; 

" High-level strategies not cascaded to groups and reinterpreted to meet the needs 

of the job roles. 
Appraisal processes not linked to strategy; 
Managers do not communicate the strategic messages to their teams; 

" Processes rely on individual contribution not team working effort; 

" Reward systems reflect the individual effort, which can lead* to abdication of 

team practices. 

" No evidence of a formal strategy deployment process. 

As in the previous company, a review of the questionnaire sections wM be 

described, see appendix 5 for details. 

Question one through five is a review of objectives from type, quantity, to who sets 

them. 

" QI and 2 is graphically shown in appendix 5 and highlights the number of 

measurable objectives per employee and details how balanced they are. On 

average an IBM employee has 21 objectives and these relate to 37% on operate 

processes, 29% on customer, 24% on innovation, learning and others with 10% 

financial. 

" Q3 who sets your objectives. 67% set by themselves and agreed by the manager. 
33% stated their manager sets the objectives. 
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9 Q4 do you have measurable targets? The response indicated that for each 

employee 53% of Ws/her targets are measurable. 

9 Q5 how many measurable targets are there in each of the four categories? On 

average there were 1.5 -2 per category. 

Question six was answered in FirstPlus' analysis. Where the researcher though the 

question may be too ambiguous for a definitive answer. 

Question 7 and 8 were designed to find out how effective the manager and 

employee relationship is with strategy and appraisals. The question incorporates the 

5-point Likert scale and funnel construction methods. See appendix 4 for response 
details. The main comment from both questions for IBM is that upward 

communication is not effective despite the employees wanting to understand the 

strategy (Q7e). In Q7g the employee found that they could not agree if it was 
difficult to interpret strategic direction or not. Also in the question 8d, e, f&g the 

setting and communication of strategy and objectives, the respondents sat of the 
fence as regards whether the manager assists with this or not. 

Question 9 reviews those elements of the strategy and appraisal process that the 

respondents agree with. The response to all eleven questions was moderately - 
extremely important. Unlike FirstPlus, IBM is a large multinational organisation 

and its structure is operated as such all the respondents commented that the 

appraisal process did not effectively link to the strategy and performance metrics, 

which there were many and complex in their construction. These were not always 

reflected in the performance appraisal process. When asked why, each interviewee 

stated that to link these was difficult and would create a more complex appraisal 

process for both the manager and appraisee, this resulted in either party not 

pursuing this. 

The interviewees emphasised that their performance appraisals were relatively 

uninspiring and were not reviewed regularly either by them or their manager. All 

participants stated that this was fairly common in their opinion. When the 

researcher asked their opinion on the model used to describe the process during the 
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interview, the general feeling that is was positive and clarified to them what the 

process should be but often lacked in practice. 

5.10.3 BP Exploration 

The six BP employees came from a wide area of the business. The first interview 

was with a Team Leader whose role is to manage a number of teams in oil 

production. His role was primarily responsible for safety, teamwork and production. 
Appraisal objectives were designed to reflect his role but the link to strategy was 

not always direct but he did look at industry benchmarks and that had an influence 

on his objectives. 

The next interview was with a Technical Assistant who stated that strategy cascade 

was good and covered areas such as production, safety, costs and environmental 
issues. However, she felt that the link to strategy was not clear. The third interview 

was with a Health, Safety & Environmental Advisor. As he had spent a great deal of 
time on the rigs his opinion was that strategy was only for management and not for 

the "workers at the coal face". He did comment that appraisals did assist with 

training and development but in the main appraisals are largely mechanical in their 

use and construction. 

The following interview was with a Drilling Superintendent who stated that strategy 

was important and that all employees should know its content. BP updated the 

strategy via e-Mails and other communications but only selected items would be 

cascade to the workers. The DS did add that he did not have written objectives, as 
his role did not require them? His role had predefined targets created from the BU 

contract, which senior employees signed-up to and it was this that guided him. He 

also stated that construction of appraisals can depend on the relationship of the 

employee and manager but it can be a mechanical process. 

The fifth interview was with a Support Assistant who stated that she had a problem 

with strategy, as it was difficult to understand, especially in relation to her role. She 

felt her objectives were not directly related to strategy and her boss did not talk 

about strategy. However, the company had introduced an initiative called "Great 
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Operator" where all employees must work together and it was this initiative that 
highlighted strategy for her. The last interview was with a Drilling Engineer who 
had just joined the team and he was not aware of strategy linkage to his objectives 
but he was training in a specialised field of off production. However, he did have 

knowledge of the company strategy, which was now being more openly cascaded to 

his level. 

AU agreed that the cascade of strategy at the begirining of the year provided a good 

message, all be it a very high level one but when it came to linking these directly 

with the incumbents job responsibilities this proved more problematical. Matrix 

management was a major influence in the company. 

The interviews were analysed and the following strengths and weaknesses were 

apparent. 
Strengths: 

" Strong communications of company status and strategy messages; 

" All employees had a clear vision of what they had to achieve; 

" Sense of loyalty to company; 

" Good use of intranet and electronic mail to inform employees of company 
direction; 

* Training and employee development seen as paramount to company success; 

* Appraisal process web embled. 

* No evidence of a formal strategy deployment process. 

Weaknesses: 

" Upward communications on strategy not effective; 

" Strategy messages can be difficult to relate to; 

" Appraisal processes not always linked to strategy, 

" Appraisal discipline not always adhered to. 

As in the previous company analysis, a review of the questionnaire is described 

below and appendix 5 has the questionnaire and data results for each organisation. 
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Question I through 5 is a review of objectives from type, quantity, to who sets 
them. 

* Q1 and 2 is graphically shown in appendix 5 and highlights the number of 

measurable objectives per employee and details how balanced they are. On 

average an BP employee has 14 objectives and these relate to 42% on operate 

processes, 23% on customer, 27% on innovation, learning and others with 8% 

financial. 

9 Q3 who sets your objectives. 75% set by themselves and agreed by the mamger. 
25% stated their martager sets the objectives. 

* Q4 do you have measurable targets? The response indicated that each employee 
has 47% of his/her targets are measurable. 

o Q5 how many measurable targets are there in each of the four categories? On 

average there were 1.5 -2 per category. 

Question 6 was answered in FirstPlus' analysis and it was found that this question 

might be too ambiguous for a definitive answer. 

Question 7 and 8 were designed to find out how effective the manager and 

employee relationship is with strategy and appraisals. The question incorporates the 

5-point Likert scale and fimnel construction methods. See appendix 5 for response 
details. The main comment from both questions for BP is that upward 

communication is not effective (Q7e). A middle of the road response was indicated 

for Q7g "I find it difficult to interpret strategy directiorf'. Q8e, f&g also produced 

a middle of the road response where a positive reaction to strategy and appraisal 

communications between the manager and employee was sought. 

Question 9 reviews those elements of the strategy and appraisal process that the 

respondents agree with. The response was deemed as moderately to extremely 
important for most areas. Two areas were deemed only as moderately important, 

understanding the company's strategy and developing a strategy for your group 
from the corporate direction. 
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The results that emanated from these interviews showed that the more senior 

position held in the organisation the greater the influence strategy and performance 

measurements have on the role performed. This was particularly true with the team 

leader who was a very senior manager and he stated that his appraisal was very 

much influenced by company strategy. However, as the remaining interviewees did 

not hold similar senior positions and the link from strategy to appraisals became 

less tenable to the extent that half the participants could not relate their job 

objectives to any particular strategy. 

One comment from the senior manager which for this researcher encapsulated one 

of the problems large organisation have that possibly the smaller companies do not; 
is in his opinion of deploying strategy and linking it to appraisals is hampered by 

"employees are too busy fire fighting to worry about appraisals and the manager's 
find the process an inhibitor to getting the job done? " Apathy through over work 

may be a major contributor to linking strategy to the employees? 

5.10.4 Discussion of results 

Interviewing employees from the participating companies was designed to provide 

the last part of the answer as to whether the link from strategy to the appraisal 

process is a failure in practice or a failure in knowledge or both. Discussion with the 

recipients of the appraisal processes provides the best medium of gathering this type 

information. A small population of employees six from a medium sized company, 
FirstPlus and a further twelve employees from two large multinationals BP and 

crucially the principal case IBM, completed all eighteen interviews and the pre- 
interview questionnaires. 

This analysis, the final part of the three-phase study of company processes, was to 

enable discussions directly with the employees to solicit their opinion of the success 

or otherwise of linking strategy, performance measures and appraisals. 
Unfortunately, only three of the eleven organisations participated, reducing the 

cross matching at this stage. However, the responses gathered were deemed 

sufficient, in fight of the difficulties of encouraging companies to participate, to 

enable an analysis to be made. 
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Of the three organisations, IBM's employees articulated how the company did not 

practice this link from strategy to appraisal construction. Strategy formation was 

web enabled but was not structured in away the average employee could easfly tie 

the pieces into one document, which was possible in other organisations FirstPlus', 

Litton and NCR had better linkage. AH organisations did not have a strategy 

deployment process that communicated the messages they provide in a format that 

was easfly transferable in to action areas for the individual to use. FirstPlus' 

however, did provide a scalable structure as their business was seffing and the 

strategy was to increase revenue and customer care, creating a relatively simpler 

structure for the employees to use. 

All organisations had a very structured approach to strategy and appraisals 

construction but the larger organisations did not ensure that the strategy messages 
developed at the board level were devolved to employee level in a distinct and 

understandable way that could be easily related to the individual's job 

responsibility. Therefore, little or no evidence of strategy and performance 

measurements were seen in the larger organisations or that these been 

incorporated/developed into the performance appraisal process as tangible linked 

measurable objectives. One of the main reason observed when reviewing the top- 
level strategy as published was the complexity of its content and this was a 

contributing factor in the deployment failure. 

The results obtained during this research demonstrated that while strategy is 
fundamental to the success of the businesses and an inordinate amount of effort is 

spent in creating this. Direction and guidance that strategies and performance 

measurement systems provide, in many occasions these important tools are disabled 
directly from business processes such as appraisals. 

What was evident from the interviews with the senior manager's, who all stated that 

the company strategy messages were cascaded to all employees at least once during 

the year, was that the appraisal practices were not perfect. The majority of 

companies (75%) stated that strategy and appraisal should be linked; there was no 

conclusive evidence of this in nine of the organisations, FirstPlus and Litton being 

the only ones that provided adequate evidence to justify this accolade. Despite the 
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research receiving relevant appraisal and limited strategy documentation, only a 
third of the organisations made reference to incorporating strategy in the 

employees' appraisal. 

The interviews highlighted that linkage was not always achieved as a result. This 

was especially evident from the principal case IBM as the remaining organisations 

had similar difficulties in expressing corporate strategy into operational metrics. An 

assessment of this is documented in the case studies section 5.6. 

Therefore, answering the first research question: 
RQ- I Why, are companies failing to ýf . 

Teclively, deploy strategy down to the 

individual? 

While the answer is not simple, there were a number of reasons why this process 
fails. The first of these is a lack of a deployment process that formally links 

strategy to appraisals, communications is a major disadvantage, both 

understanding strategy and enabling upward communications and the last area is 

leadership, providing the structure and environment for all processes to work 
together. 

IBM, BP and FirstPlus provided key instances why these failures occur and this 

was supported in part by the other companies. This has been determined based 

on the empirical evidence provided by the triangulation of data (this was 
determined from the cross case studies increased the construct validity of the 
data analysis). Therefore, the results are validated from the analysis in chapter 5. 

From the postal questionnaire, strategy was also determined to be extremely 
important and the results indicated that if the employees are involved in strategy the 

more successftil the company was likely to be. Appraisals processes are very much 

part of strategy and the manager interviews highlighted that a direct link to this 

process is highly desirable and many companies believed that this was the case 
within their system. Again, evidence from the interviews did not support this. 

Leadership was found to be important in this process, as a knowledgeable manager 

was more liable to create a link. The questionnaires highlighted that the smaller 
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organisations i. e. FirstPlus and Litton were more liable to have closer links than the 

larger multinational organisations such as IBM, BP and Scottish Power. However. 

the interviews with NCR and Thales indicated that the process they operated had a 

close link from strategy and appraisals but as they did not participate in any other 

part of the research. this was difficult to corroborate. 

The second research question concentrated on the methods of identiý-ing tile gaps 

and verifying these. The triangulation of documents. surveys and open-ended 

interviexNs provided the source for establishing this. From the evidence obtained 
from the principal case, IBM and supported by the other case studies showed that 5 

key reasons -vvere identified for the failure from the 'strength & weaknesses' section 

5.10 of the employee interviews, these were, 

Based on the empirical evidence provided ýi section 5.8 the cross case analysis 

resulted in the methodological triangulation (Easterby-Smith el al 1999) a pattern 

logic was used to answer the second question 

Therefore, answering the second research question. 
RQ-2 Hou, can 117e research idenfifyý 1he gal). 'V in the processý and Vi'lial are lhe. VO 

Based on the empirical evidence provided by the analysis of data the researcher 

has been able to identify the gaps. By testing the respondents, the research is able 

to validate this as presented in chapter 5. 

The employee interviews provided the data to determine what the gaps are and 
from the weaknesses identified from the analysis the following 5 areas were 
highlighted: Communications; Strategy deployment design; Appraisal design 

limitations; Leadership, Reward systems. 

This analysis was supported by the postal questionnaire where responses to 

question 23 (section 5.8.1) added further evidence. 
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5.11 Conclusions 

In this chapter, the research has concluded that companies are not effectively 
deploying strategy down and that these could be identified and validated. Validation 

was performed through different research methods, including cross-case analysis, 

postal surveys, pattern matching and statistical data analysis. The triangulation of 
those methods increased the validity of identifying the problem. 

To increase the reliability of the research, a case study protocol and research 

strategy was mapped out (figure 3.6). This was coupled with a pilot case, which 

contributed to maintaining a high level of reliability. The Pilot study was used to 

test out the research direction and assisted in validating the research questions. 
Overall, the pilot study was used as a formative source that aided the development 

of the research. 

The cross-case -analysis demonstrated, through using a strategy, PMS and appraisal 

model for guidance, all the organisations contributed to validating the research 

questions that companies are failing to deploy their strategy and performance 

measurement system to the individual. Therefore, the result from the cross-case 

analysis and the statistical analysis provided the evidence to answer the first 

research question. 
1. Why are companiesfailing to effectively deploy strategy down to the individual? 

Three key areas were identified and determined through the triangulation of data 

obtained from the interviews, survey and documentation. The lack of a strategy 
deployment process, communications and leadership were the key areas 
highlighted. 

The second research question utilised the same validation methods of cross-case 
analysis and statistical data analysis. This showed that by adopting the research 
strategy the result from the questionnaires and interviews provided evidence the 
practices and the knowledge of deploying strategy effectively was being lost within 
the organisational structure. In the smaller organisation, this was not so evident as 
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the lack of hierarchy facilitated an improved conununications path. Therefore, the 

second research question has been answered. 
2. How can the research identify the gaps in the process and what are these? 

Five gaps were identified from the triangulation of data and this highlighted the 

following areas: Communications; Strategy deployment design; Appraisal design 

limitations; Leadership; Reward systems. 

During the interviews, the researcher used the model developed in chapter 4 to 

encourage, finther develop questions and elicit feedback on the processes used by 

the organisation. This enabled the third and fourth questions to emerge and these 

will be answered in chapter 6. 

3. Is there an effective framework or model to link strategy, performance 

measurement systems and appraisals? 
4. By identifying the gaps in knowledge, can the research design aframework to 

create a potential linkage that leads towards improvement in performance? 
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Chapter 6 

Further analysis and discussion 

6.0 Findings and analysis 

6.1 Introduction 

In chapter 1, the researcher stated that this research was based on a practical problem 
found in his company. The research undertaken was to investigate what causes this 

strategy deployment paradox, where there was an apparent problem of linking and 
deploying strategy, performance measurement systems to the individual and linking 

these to appraisal systems. The initial aims, problems and research questions were 
developed in this chapter. 

Chapter 2 provided the first indications that the gaps in the deployment processes and 
the ability of organisations to link their people effectively to the goals of the company 
were inconsistent between theory and practice. From the research that Kaplan and 
Norton (2001) had highlighted that less than 10% (percent) of strategies formulated 

were effectively executed. This was despite the fact that those companies involved in 

the research 76% incorporated strategy planning in their organisations. The chapter 
also found, if organisations were not careful there were many areas that could go 
wrong with strategy and it effectiveness. 

Beer and Eisenstat (2000) identified six strategy killers that organisations had to battle 

against and two key areas were identified, "Unclear strategies and conflicting 
priorities" and 'Toor vertical communications" section 2.4. The chapter proceeded to 
investigate the popular performance measurement frameworks to review their 
effectiveness in deployment through the organisation, in particular to the individual. 
The analysis found that the ten most popular frameworks found referenced in 
literature did not fully address the deployment issue or an effective link to the 
individual. The chapter concluded by reviewing the research questions, which were 
validated and changed in light of the research found thus far. An additional research 
question was also identified to review the gaps between strategy and appraisal 
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systems. Also identified was the need to create a model of the process envisaged to 

assist in answering the research questions 3&4. 

In Chapter 3, the methodology of the thesis was set out. The research process map 
highlighted the path that the research has taken, from preunderstanding of the 

problem, which was based on the researchers experience in an industrial environment 

to defining the research strategy (section 1.2), which determined that the problem 
identified utilised a mixed methodological paradigm, using an inductive approach 
based on grounded theory. Lastly, the research direction as indicated by the 

methodology supported multiple case research but importantly identified a central 

case study, which would be used to evaluate the findings (Eisenhardt 1989). 

In chapter 4, the research identified that appraisal systems need to be linked to the 

individual. Schuler and Jackson (1999) identified a strength and weakness chart, 

(table 4.1 ), to enable a linkage to be made. However, this research revealed there was 

no model or framework that provided a robust process to enable this. Following on 
from the conclusions in chapter 2 that to further the validation of the research a 
integrated deployment model was necessary. This chapter concluded by designing an 

outline of the model that encompassed the main researched areas that contribute to a 
deployment process, (table 4.5 & figure 4.2 highlight this). 

Up until this point, the research has focused on what the literature has had to say on 

the issues of deploying strategy and performance measurement systems through the 

levels of the organisation to inevitable link at the employee level. So far, the research 
has shown that while much has been written on the individual process as discussed in 

chapters 2 and 4 what has not been well documented is how this deployment and 
linkage to the individual can be achieved effectively. The research highlighted a 

proposition in chapter 2, which will be answered as the research questions are 
decomposed. 

For strategy to become truly meaningftil to employees, personal goals and 
objectives must be aligned with the organizational objectives (Kaplan and Norton 
2002). 
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In chapter 5, the research moved to developing the case studies, investigating the 

processes that operate in the participating companies. The analysis from both the 

qualitative, quantitative surveys and interviews has been developed to achieve this. To 

increase the reliability of the research, a case study protocol and pilot case study were 

used. The pilot case study was the formative source of the research and table 6.1 

below summarises the methods applied, which are used to increase the reliability, 
internal, construct and external reliability of the research. 

The model developed in chapter 4, section 4.5 assisted in enabling the researcher to 

obtain the results from the central/principal case with the ten participating companies 

supporting the empirical evidence in answering the research questions. The object of 

using this model was to provide a structure for discussions with the interview 

participants to ensure all areas developed from the literature review, and expressed in 

table 4.5, the key model elements and applied to figure 4.2 were valid. The interviews 

also provided the researcher with an opportunity to determine if bias had been avoided 
in the construction of the model. The resultant outcomes from the interviews showed 
that the model did enable the discussions to be focused and resulted in a detailed 

review of the process elements. Bias was avoided as the interviewees commented that 

the process was complete, as all elements were known. 

Chapter 5 addressed research questions I and 2 in that companies are failing to deploy 

strategy to the individual and that the gaps have been identified. From this evidence, 

the research was able to Provide a partial answer to questions 3 that there was no 

effective framework available and question 4 can the research design one to create a 
linkage that leads towards performance improvement. This chapter will provide full 

answers to research questions 3 and 4. 
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Data collection & Selection criteria Areas that ensure the 
analysis quality of the research 

Data Collection Methods 
Use of case study protocol & These methods provide the general These techniques increase 
case study research plan. rules & procedures that guide the the reliability of validating 

investigation. the gaps and model. 
Use of different respondents This enables verification of data This ensures that the 
from different organisations and from participants on strategy, internal validity of the data 
at deferent levels. performance measures and is increased. 

appraisals 
Multiple sources of evidence. To ensure the quality of data and Increases the construct 

finding new insights. validity of the case. 
Use of codes This enables the focus of the Increases the construct 

investigation by keeping a link validity of the research. 
among the research issues and tools 
(questionnaires) 

Standard data reduction as To make simple, unbiased and easy Increases the construct 
tables and graphs. data management. validity. 
Pilot case study. Used as a formative source to assist Enhances the reliability of 

the researcher to develop relevant the research tools. 
lines of questions. 

Review the questionnaire This is necessary to reasonably Increases the reliability of 
"question" by a third party. assure that the meaning of the the content of the 

question is expressed correctly. questionnaires. 
Use of multiple case studies. This ensures that the results of Increases the external 

strategy, PMS and appraisals are validity of the construct. 
valid. I I 

* This technique was not discussed in the methodology chapter 3 but is implicate in the analysis ofthe data. 

Data analysis 

Cross case analysis. To standardise the parameters when This process increases the 
analysing company data. internal validity of the 

results. 
Triangulation of data. To compare the results from the By increasing the construct 

different cross case studies and validity of the research, 
survey data. specifically of the data 

analysis. 
Methodological triangulation. To verify, corroborate and This process increases the 

strengthen the cross-case analysis internal validity. 
with the data analysis 

Pattern matching logic. Building a logic story from facts to This process increases the 
help in answering the research internal validity of the data 
questions. analysis. 

Explanation building. To help in the construction of the Increases the internal 
cross-case analysis. validity. 

Maintain a chain of evidence. Building a logic story of evidence to Increases the construct 
support the cross-case analysis. validity. 

Standard database. To build a standard toot to assist Increases the reliability of 
with the construction of the cross- the data analysis. 

I case analysis. I 
Source: Martinez-Hernandez (2003) 

Table U Data collection & selection metkods 
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6.2 Has the research met the research objectives? 

Before preceding further, a review of the research progress can be summarised. The 

last chapter has reported on the findings of the primary research carried out but has 

this research answered the original questions set down in the introduction outlined in 

chapter two, section 2.9 and further discussed in the section 3.2 of the methodology 

chapter 3. This stage of the research, the answer to research questions I and 2, which 

as the primary question of identi6ring, validating and quantifying factors for 

deploying strategy and the link to appraisals has been answered as the research has 

been validated through triangulation methods that companies are failing to deploy 

strategy effectively and the causes have been identified and quantified. 

Following on from these questions are the developmental questions 3 and 4 where the 

research identified the need for a model/framework that would narrow gaps and 

improve performance. These questions win now be answered. Lastly is research 

question 5, which is the reflective question to conclude the research project, which 

wiU be answered in chapter 7. 

6.2.1 Research question 1: 

1. "y are companiesfailing to effectively deploy stratqý dowr to the individual? 

Problem identification, & validation: 

A review of the literature in Chapter 2 identified and partly addressed this question. 

We find that the strategy formulation is highly developed and well served by models 

and frameworks but all suffer from a strategy deployment deficiency from an 

employee point of view. This can be seen from the numerous areas that the literature 

exposes (which is discussed in section 2.4) that can cause apparently sound processes 

to fail or be diluted in so far as to make it ineffective for the employee. 

Following in-depth semi-structured interviews with senior managers and employees in 

the eleven case studies across the UK, chapter 5 presented further evidence that in 

practice the strategy deployment processes on the surface look to be highly developed 

but when analysing this finiher several inconsistencies were exposed both in 
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knowledge of the effect this has on employees performance, which transpire into lack 

of practical application. 

The interviews showed that in the majority of companies who implemented strategy 

and appraisal systems commented that their communication processes linking these 

was appropriate for their organisation, (section 5.6 provides the discussion with the 

senior management teams and the analysis was detailed in table 5.2). However, on 
interviewing the employees of the three companies who participated found that the 

process of linking strategy and performance measures has not been developed 

sufficiently well enough to be effective for the majority of the employees, this was 

particularly evident in the larger companies and the seniority of the interviewee 

(section 5.10 discusses this). 

Strategy was deemed highly important in all companies involved in this research but 

the practice of deploying and linking strategy to appraisal performance systems was 

not achieved effectively. The researcher concluded from the triangulated results that 

knowledge of the effects of linking these processes to the employee was lacking. 

Kaplan and Norton (2001) suggest this also. The smaller organisations and those 

larger companies who had a management hierarchy that was compressed had the 

potential to overcome these issues such as Litton Interconnect and FirstPlus. 

In validating the research chapter 4, (section 4.2) highlighted that within the UK, 

many companies participated in the appraisal process and as proclaimed in a recent 
Chartered Management Institute Survey, (Mabey and Thomson 2000), where two 

thirds of SMEs and three quarters of large organisations are involved in appraising 
their employees. While the population of this survey was very small from an overall 

population point of view less than 1% of those employed by the participating 

organisations. A higher more significant result could have been possible given more 
time and resource. 

Chapter 6 ffirther assisted in validating and quantifying the problems that occurred 
while linking company strategy to the employee appraisal process. This question was 
addressed by means of primary research. The results of the postal survey carried out 
in early 2002 are My documented in Chapter 5. However, the questionnaires were 
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sent out to a small population of employees of the eleven participating companies. 
The survey attracted 88 responses from 9 of the companies, a response rate of 53%. 

This was considered to be a reasonable response considering the employees targeted 

ranged from senior executives, management and front line employees. 

Built into this questionnaire was a question that would show what each of the 

participants would like to see improved in their processes and it was this question that 

provided ftirther validation that the improvements highlighted would also be the 

problem areas and lead to the development of new theory. The four top areas 
identified were: 

" Coaching for performance improvement; 

" Closer strategy linkage to objectives; 

" Greater career opportunities 

" Enhanced performance evaluation process. 

Chapter 5 provides fiu-ther evidence that the problems with linking strategy and the 

performance appraisal process are valid (discussed in section 5.10). A ffirther 18 
interviews and questionnaires were conducted in three of the organisations, FirstPlus, 

BP and IBM the principal case study. These interviews provided face-to-face 

discussions on the issues and the pre-interview survey provided quantifiable statistics 
that supported the initial interview conclusions and the postal survey. 

Taking the evidence as elicited from the interviews and the survey responses at face 

value all companies in the research have had trouble with linking company strategies 
to the appraisal process. However, there was a wide gap in company strategy and 
appraisal practices. This was evident from the size of the organisation, where the 

smaller company could provide a more substantial link between their strategy and 
personal achievement. 

In answer to research question 1, we have determined that there is evidence (discussed 
in section 2.8) to suggest that there is a gap in deploying corporate strategy to the 
performance appraisal system, and linking these to the individual effectively. The gap 
is in applying the knowledge, which determined that strategy deployment is essential 

192 



Chapter 6 -Analysis & Discussion 

to all companies, and the practical implications require a sound process to enable an 

effective solution to be effective. 

An example of a company being relatively successfid with this process is FirstPlus. 

However, the advantage that they had over the larger organisation was they had a less 

complex product structure than IBM leading to a simpler strategy and performance 

measurement system which enabled the appraisal setting structure reflecting this 

linkage. The researcher found no evidence that FirstPlus was following theory but 

invoked the best management practice known to the team. 

6.2.2 Research Question 2: 

2. How can the research identify the gaps in the process and what are these? 

Problem identification, validation & quantification: 
Chapter 2 (section 2.8) found that the strategy and performance measurement system 
formulation is highly developed and well served by frameworks, (table 2.7) and these 

were described in appendix 1. The case studies provided an in-depth analysis of the 

interviews from both the managers and employees who described the positive and 

negative aspects of their processes (section 5.7 and 5.10). This analysis supported by 

the postal questionnaire, (section 5.8) which highlighted the operating structures of 

each company and provided further collaborative evidence of the negative and 

positive aspects of the company processes. 

The research identified several areas that would enhance the frameworks in order to 

achieve the employee linkage, but these same elements constitute the gaps in both 

knowledge and practice and as these were identified from the cross case evidence 
from the employees which validated the earlier literature review analysis (detailed in 

table 2.6 & 2.7). In answering the research question, five gaps were identified that 

contributed to the failure of strategy deployment and linkage to appraisals. The 
following were the main areas identified from the interviews (chapter 5) and the 
literature review (chapter 2& 4) and these are: communications; strategy deployment 
design; appraisal design limitations; leadership; reward systems. 
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6.2.3 Research questions 3&4 

In this section, the research question 3 and 4 are discussed and answered. However, 

before this is achieved, the main issues that the research has found to date are 
highlighted below. 

The research recognised that: 

"A model is necessary to aid the development of the strategy and appraisal 

processes and identify the gaps (discussed in sections 4.5). 

"A deployment process is necessary to link the employees of the company to the 

strategy to enable all participants to achieve the highest level of success possible 
(discussed in section 4.2). 

From chapter 2, the research concluded that in order to progress the research further 

forward we needed to develop a model of what a successful strategy development 

process would look Eke. Chapter 4, provided an opportunity to research appraisals 

and their linkage to strategy and from this and the researchers preunderstanding 
(section 1.2) a deployment process was developed (as highlighted in tables 2.6; 4.5). 

Overall, all organisations surveyed recognised that: 

" Alignment of corporate strategy with performance measures and performance 

appraisals are necessary as identified from the interviews with the senior managers 

and employees (discussed in section 5.6). 

" The companies acknowledged that appraisal development is most efficient when 

all employees are involved in the process (discussed in section 4.5 & 5.6). 

" The majority of respondents when conducting performance appraisals nearly all 

use a joint approach (discussed in sections 5.8 & 5.10). 

" The need to continually improve the processes was seen as crucial to the long- 

term development of the organisation and employees (discussed in section 5.5). 

Chapter 2 proposed that a strategy, PMS and appraisal deployment model be develop 
to aid organisations to understand the holistic approach that the research has taken. 
Chapter 4 developed a framework of the model and chapter 5 utilised the pictorial 
representation of the model during the company interviews. Appendix 2 shows the 
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model graphically. As a result, the research question 3 and 4 emerged and were 

validated in these chapters. 

From the strategy and PMS investigation conducted in the literature review into the 

most popular frameworks, (chapter 2), and a review of the appraisal systems currently 
in practice in industry, (chapter 4) the resulting cross-case analysis, (chapter 5) has 

provided evidence to answer the tbllowing questions. 

Therefore, in answering the third question: 

RQ -3 Is there an effective framework or model to link strateU, performance 

measurementsyslems and appraisals? 

The answer is no. This is based on the empirical evidence provided through 

triangulation of data from the literature research and the cross case analysis. The 

conclusion reached was that no framework provides all the elements that would 

create an effective and reliable process to deploy strategy to link to the employee 

appraisal process. This makes the conclusions in chapter 5 valid. 

Moving on to the fourth research question: 
The difficulty the researcher had when discussing the process of deploying strategy 

and linking this to the appraisal process was to justify why this was necessary and 
how this would/could work. It was evident from the analysis of the performance 

measurement frameworks that recognition of these processes was aided by pictorial 

representations of the process flow. 

It became evident from the questionnaire survey, (appendix 4) that the four most 

recognised processes were liP. EFQM, ISO 9001 and Balanced Scorecard. This was 
further supported by an independent survey (To, 2002), which also highlighted that 

most recognised frameworks were EFQM. Deming's Quality Model and Balanced 
Scorecard with the Cambridge and SMART frameworks also highlighted. However, 
in the same survey the most used frameworks identified the EFQM and Balanced 
Scorecard as the top processes of interest to this research. 

195 



Chapter 6- Analysis & Discussion 

The design of a new deployment model to aid the understanding of where gaps in 

knowledge and practice are evident in the current environment was achieved through 

the researchers personal knowledge, (section 1.2), analysis of current design and 

evolvement practices, (tables 2.6 & 2.7) and the cross case evaluation, (section 5.10). 

Therefore, by using the new model outline during the interviews proved beneficial to 

the interviewees as it enabled a pictorial view of what the research outline was trying 

to achieve. The conclusion from the managers was that they recognised the process 

and many practiced all the elements highlighted. The researcher did ask if they felt 

there was any part of the process that was key but omitted from the model. Overall, 

the consensus was it appeared complete. 

Employees had a different view of the model in that the process provided them with a 

pictorial end-to-end description that was not available to them before. The employees 
felt that by having a better understanding of what the company was trying to achieve, 

then their efforts could be more in line with the goals of the company. This was 

emphasised in the principal case (section 5.10). 

RQ -4 By identifying the gaps in Icnowledge, can the research design aframework 

Io creale a polemial linkage Ihai leadv lowards improvement in peýformallce? 

The answer is yes. The cross-case analysis of current practices provided further 

evidence that a new model could be designed and an outline was developed and used 
during the interview stages of the case research in chapter 5, (section 5.10). The 

responses from the employees indicated a realignment of effort could result with this 

new knowledge, therefore validating this research question. 

The researcher did express during the interviews that the model was not a 

comprehensive detailed model, this would require more work later, but it was an 
overview to enable constructive discussions. 
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6.3 Appraisal Development 

The research also found problems with many aspects of the current appraisal process, 

these were not always recognised by the companies who use them. Of the eleven 

organisations involved in the research, all have made significant changes to their 

processes, (commented in section 5.6). Many have evolved from a top down 

hierarchical process, which used a carrot and stick approach to attempt to build in a 

more humanistic format allowing more individualistic involvement and achievement, 
FirstPlus and Litton Interconnect were the best at this. BP indicated that they were 

trying to find a formula that would improve this. 

However, a small number of the organisations did not have an environment that 

enables them to develop this approach fully, they were by definition more traditional 
industrial organisations i. e. hierarchical in organisational structure with a rewards 

structure that was not conducive to incorporating the changes necessary, IBM, 

Scottish Power, United Biscuits, BAE Systems were typical examples of this type of 

organisation. IBM, and several other companies involved in the study had varying 
degrees of limited success with this. However, an evaluation of where the 

organisation sit with strategy, PMS and appraisal systems has been developed but not 
included in this thesis. 

The more proactive organisations have changed their appraisal processes but only one 

organisation, FirstPlus, ensured the linkage of strategy to appraisals was integrated 

this was not evident in all companies. Overall, the appraisal processes adopted by all 

organisations were similar in their construction and evaluation techniques, the 

researcher did not see any radical evolution of the processes despite some of the 

rhetoric. 

6.3.1 The Need for a Change in Process Thinking 

To design and implement a successful performance appraisal system, a number of 
rules have been devised from the analysis of literature and from the case studies that 

will assist in the building of a strategy focused appraisal system. Having identified the 

main contextual differences between the current ineffective practices and those that 

are deemed next generation and finally having investigated the problems, barriers and 
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success factors identified in the case research have led this researcher to conclude that 

there is a real and immediate need for a sound deployment process for strategy and 

performance measurements to have a significant link to appraisal construction. Also, 

there is a requirement to create a revised structure for appraisal design and 

construction specifically developed to encapsulate key corporate strategy elements 

and development of performance measures. It is for this reason that the next chapter 

will concentrate on how closing this gap can be attained. 

6.4 Chapter conclusion 

This chapter has analysed and discussed the findings of the research so far. The 

research questions that this researcher set out to prove were: there was a gap in 

knowledge and practice of linking strategy, performance measurement systems with 

appraisal processes: and the contextual differences between what companies know 

and practice today and what the literature states are significantly apart in that existing 
knowledge requires relearning and practice is in need of change; yet existing practices 

may be used as the basis for creating a structure redesign specifically to overcome the 

short comings of today's processes. Enlightened management in why the processes 

are in need of change will provide the knowledge that is essential if companies are to 

succeed with their workforce in the future. In chapter 1, (section 1.3) five research 

questions were developed to ffirther this aim. 

Tlis chapter has discussed the progress made in answering research questions 1,2,3 

&4 and having concluded that the research problems are valid. From the research 

methodology in chapter 3, the quality methods employed for the research had been 

determined and table 6.1, summarises the methods applied throughout the 
investigation to increase reliability and validity. The research is now sufficiently 

advanced that will now allow it to move on to answer research question 5 in chapter 7. 

5. If bY linking strategy, PMS and appraisal processes will this lead to increasing 

employees effectiveness? 
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Chapter 7 

Closing the gap 

7.0 Creating the link to Strategy, PMS & Appraisals 

7.1 Introduction 

The research so far has found that strategy and performance measurement systems to 
be deployed throughout the organisation and appraisal processes require to be linked 

closely for the individual and team to make a sustainable impact in the organisation. 
The case study analysis in Chapter 5 found that while industry recognise this problem 

of linking individual and team performance to strategy the current practices for those 

companies that implement performance appraisal systems demonstrated that this is 

not being achieved effectively. 

The gaps in knowledge and practice having been determined in chapter 2 and 4 was 
validated through eleven case studies as described in chapter 5, by the application of 
Oferent methods of data analysis and their triangulation. As a result, the research 
questions 1,2,3 and 4 were answered. During the application of the literature 

research and the application of the case studies, a new development tool was 
identified to assist with determining the gaps in knowledge and practice. 
Consequently, the fifth research questions emerged: 
5. If by linking strategy, PMS and appraisal processes uill this lead to increasing 

employee effectiveness? 

7.2 What is going to be achieved in this chapter? 

The object of this chapter is to explain in some detail the model developed in chapter 
4 and tested during the interview stages to putting it into practice and where possible 
testing its strength in an industrial setting. This approach aids validity as any 
construction of an answer should in this researcher's opinion be better shrouded in a 
framework rather than in individual disconnected improvements. Therefore, this 
research outcome is based on the structured/business model outlined in chapter 4, or 
what can be best described as a "road map". While the objective of the research is not 
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to create a model, as this would also necessitate an explanation on how to build one 

and test it, although this has been partly achieved in the pursuit of a more reliable 

conclusion to the research. The use of a model structure has many advantages, which 

can assist in devising a structured analysis of the elements that contribute to 

narrowing/closing the gaps identified earlier in the research (Magretta 2002). In order 
to set out the structure of the chapter more fully this chapter will examine the 

constructs of the model and the reason for selecting the steps. Finally, an action 

research initiative based on the model was created to assist in the validity to answer 

research question 5. 

7.3 Development of a structured model 

When analysing the case study organisations the strategy and appraisal structures used 
in each were vaguely similar in appearance and content. A number of the companies 
had embraced many of the newer appraisal trends highlighted in table 4.2. However, 

despite this the recipients of appraisals, the employees, highlighted via the 

questionnaires several key areas that influenced the effectiveness of the processes, 

which have an impact in sustaining performance and these are. 

" Coaching for performance improvement 

" Closer strategy linkage to objectives 

" Career opportunities 

" Enhanced performance evaluation process 

While the participants in the case study research found that strategy was, always 

created and conununicated to employees, the intensity and understanding was the 

main issue with the respondents. The research found that the messages and 
performance metrics associated with strategy and the measurements were in a number 
of cases seen as too high a level to be easily understood and developed for operational 
deployment (section 5.10). However, in one case this was not the truth as the 

organisation in question had a tendency to over communicate but this was seen as 
positive -a case of better too much that too little. 
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7.3.1 Strategy/Appraisal - Road Map Model objectives 

Having provided an overview of the strategy/appraisal process in chapter 4 we can 

now review each of the stages in detail. The road map model construction consists ol' 

a number of high-level elements, which provide the underlying structure. Four stages 

were developed (described in table 4.5) and these are: 

" Strategy processes 

" People systems 

" Appraisal systems 

" Organisational culture 

Before we examine the strategy/appraisal model each stage has an objective assigned 

to it, a construct, in order to ensure the structure is sound and can be applied in 
practice, (table 4.5 highlights this). 

Stage I- Strategy process formation and deployment is designed to present a 
business case for ensuring that the strategy is decomposed into manageable and 

understandable chunks to enable its deployment to be facilitated across and down 

through the organisation. This will ensure individuals and teams are provided with a 
formal structure to build their performance attainment plans, which link directly with 

organisational requirements. 

Stage 2- People systems, depends on good two-way communications and two areas 

that can provide this. Feedback for evaluation and development is a corner stone for 

performance attainment and the use of 360-degree feedback was seen as the most 

popular format from the survey conducted in this research. A much under used 

approach but similar to 360-degree feedback is 'catchball' the Iloshin Kanri teedback 

loop. Both techniques offer the recipients an opportunity to develop an understanding 

of themselves and the organisation. Incorporating a coaching mentality to ensure the 

self-appraisal process has a balanced edge further enhances these techniques. The 

company respondents highlighted this as an area that required greater attention 
(section 5.8). 
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Clarity of job responsibility and role is essential. I lowever, this can be obscured if an 

organisation uses a technique described as matrix management where the employee 

can be lead and managed by more that one boss'. This can lead to the individual being 

pulled in more than one direction. 55% of the organisations involved in the research 

stated they practiced some form of matrix management and this was due to the 

complexity of their products and processes. 

Stage 3- Appraisal systems, is where the construction and evaluation methods 
incorporate several techniques to provide the structure that facilitates the linkage to 

strategy. Two sub stages have been developed, incorporating a set of balanced job 

objective based on the balanced scorecard and this is used in conjunction with 

creating a self-appraisal evaluation format rather than the traditional format of direct 

managers appraisal. The associated evaluation, measurement structure is based on the 

business excellence models measurement technique and as this is a self-assessment 

methodology, complements the proposed structure. The BSC and EFQM models are 
discussed in appendix 1. The BSC was widely known by the company respondents, 

the research showed that many organisations have implemented some form of the 

balanced scorecard elements; this was highlighted in section 5.7 and 5.10. However, 

the business excellence model was less known by the respondents 2. 

Stage 4- Organisational change relies on leadership and management creating the 

infrastructure that allows the organisation to enable change to be effective. Essential 

for this new process is an environment that encourages and develops coaching, 

training, employee and job development. Leadership also plays a major role in the 

development of cultural change and a definition that was used by Buchanan and 
Huczynski (1997) states: 

Leadership is a social process in which one individual influences the behaviour of 
others without the use of threat of violence. 

1 This was not part of this research but table 5.2 provide an indication of the number of organisations 
who unitise this management technique. 
2A survey by To (2002) determine the EFQM and Balanced Scorecard frameworks were the most 
popular frameworks. 
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Kaplan and Norton (2001) recognised the strength of leadership in their new Balanced 

Scorecard framework and they stated that leadership is a set of processes that creates 

organisations in the first place or adapts them to significantly change circumstances. 
The transformational success necessary to implement new processes such as the BS 

and this strategy and appraisal process is 70 -90 percent leadership and only 10 - 30 

percent management, where management is a set of processes that can keep a 

complicated system of people and technology running smoothly. 

Little and Mendibil (2001) found similar leadership and management techniques 

being used in the Basque Country where leadership is paramount to the companies 

success. Irizar S Coop, luxury coachbuilder was the principal case that the researchers 
investigated and found that the management model that this company based itself on 

was a participative management model with shared leadership. This involved 

managing their processes using multi-disciplinary self-managed teams and a culture 

of people involvement. 

Self-attaimnent relies on good leadership and a management culture that enables the 
individual to develop the awareness of the process and practices that are necessary to 

sustain direction and to provide encouragement to enable effective participation. 
Individuals also need to develop self-awareness of what they need to achieve and 

what they can bring to themselves both in a personal context and to the company. 

The foRowing developmental sections provide a detailed description of each stage. 
Before embarking on presenting the fuR description of the process in detaiL it should 
be noted that the model outlined in figure 7.13 has been developed because of the 

review conducted in chapter 4 and defined in table 4.5. 

3 To aid the understanding of the model a legend was inserted to add clarity to the constructs. 
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7.4 Strategy & performance measures deployment - development stage 1 

Organisations consist of numerous sectors, business units, and specialised 
departments, each with their own agenda and strategy. Kaplan and Norton (2001) 

state that for organisational performance to become more than the sum of its parts, 
individual strategies must be linked and integrated. Therefore, the area that we are 

now reviewing from our model is how we can create a deployment path that enables 

employees to link their activities to these. Figure 7.2 highlights the part of the model 

this section will discuss. 
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The results that were seen from the case studies suggests that while strategy was 

created and cascaded to the employees this was at a high level and while this was 

perfectly adequate for senior management in many cases it proved to be insufficient 

for the majority of the employees. Where this was evident was in the larger 

organisations, especially those companies with a wide variety of interests. The smaller 

organisations showed that this was less of a problem as the hierarchical structures 

were simpler and communications easier to communicate and importantly more 

relevant to the individual job objectives. 

When reviewing the participating companies structure for deploying their strategy 

messages and performance measures, three forms of communications were used. The 

main method employed by the larger organisations was formal presentations followed 

by company publications, this included web site information sites and in one 

organisation word of mouth from the senior management to the employees. While 

these approaches have their merits, the majority failed to provide sufficient structured 
detail for the employees to create their own performance objectives. This was evident 
from the feedback fi7om the questionnaire where the second highest improvement area 

was linking strategy closer to objectives. 

7.4.1 Deployment issues 

The main issue with all the strategy deployment processes was the level of detail that 

the management placed on them and the deployment process used. One tactic that a 

number of the organisations have attempted to use to overcome this deployment 
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problem was to release each level of management's performance objectives to the 

succeeding levels of the organisation until you reach the front line workers. However, 

as this researcher can attest, to achieve the quality and depth of content within the 

objectives it is critical to the successful adoption of this process a high level of trust is 

in place. As a result this process has had mixed success. The main reason for this is 

the lack of linkage to the top-level strategy as found from the employee interviews. 

For strategy to become truly meaningful to employees, personal goals and objectives 

must be allgned with those of the organisation. For many organisations in our study, 

the setting of objectives for individuals was mainly established in the structure of the 

individual's organisational unit. This is more akin to management by objectives 

(MBO), which is reinforcing narrow, functional thinking. 

The three organisations that participated in the later part of the research had varying 

elements of this but it was the larger organisation, IBM in particular had demonstrated 

that establishing objectives relative to the department was still being initiated despite 

sound strategy from the senior management. BP had created a business unit contract 

that contained the measures by which success could be determined for the employees 

of the unit and this was derived from corporate strategy. However, the contract 

content was not always deployed to all employees. FirstPlus being a smaller and less 

hierarchical led management organisation had a closer link established. 

Kaplan and Norton (2001) in proposing a methodology for cascading objectives 
X- 

throughout the organisation found in their research that only 31 percent of UK senior 

managers had personal goals linked to strategy; 10 percent of UK middle managers 

had personal goals linked to strategy and lastly 3 percent of UK line employees had 

their personal objectives linked to strategy. Our case research would indicate that the 

results obtained while not conclusive due to sample size would support these figures. 

7.4.2 Developing the linkage 

As part of a recent research study on strategy and team working this researcher had 

the opportunity to visit a number of companies both in Scotland and in the Basque 

Country of Spain where the objectives were to see what initiatives were being 
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undertaken in each Country to improve manufacturing effectiveness. Of the nine 

companies visited it was the Spanish organisations that proved how effective strategy 

was when deployment was communicated to the lowest level of the organisation. IBM 

and Litton Interconnect were two of the nine organisations in the study and they have 

provided much of the research material for this project. 

Little and Mendibil (2001) described this initiative in their award winning IEE 

publication where one particular company, Irizar (2001) had an imaginative and 

successful strategy process where they produce a three to five year plan for the 

organisation and this is ftirther refined into yearly communication initiatives. The 

method of strategy deployment used by this company was by a number of means, 
including strategy publications, formal presentations and word of mouth. 

However, the effectiveness of the strategy conununications was further enhanced by 

using the Hoshin Kanri technique of 'catchbaW where the employees were asked to 

comment on the strategy messages and feedback acceptance or otherwise to senior 

management. A further period of strategy revision is conducted by the senior 

management where upon agreement of the strategy is reached and implemented. From 

this, a series of common goals and performance measures are incorporated into each 

employee's performance appraisal. This process was completed at the start of each 

year and its success was due to a high degree of trust and sound leadership, more of 

which will be discussed later in the chapter. 

Kaplan and Norton (2001) described the need to fink the strategy messages across the 

organisation using their balanced scorecard technique. They also realised, that the 

deployment of the strategy process was the key to successful organisational 

performance. They described the development of strategy maps for organisations in 

order to generate a generic architecture for describing a strategy and many of the 

organisations in our case research have this or at least the basis of it. The next stage is 

for the business units to create their own operationalise strategy by translating theirs 
from the corporate strategy and then to execute this at all levels of the organisation. 

To effectively implement any strategy it must be understood by all employees and this 

is aided by operationalising strategy to the unit where each employee works this 
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means tailoring the main strategy and performance measures to the business unit. 
However, to ensure that each unit does not create their own disjointed organisation a 

clear alignment of strategy elements must be determined in order that the behaviour of 
the people are also aligned to these and change adopted. 

For individuals to identify with the business unit and the corporate strategy with their 

own personal objectives a linkage must be developed. Kaplan and Norton (2001); 

Neely et al (1996); Bititci et al 1997) had similar constructs that showed how this 

could be effectively achieved through cascading measures down through each level of 
the organisation. If an organisation utilises this technique each employee can then 

relate to a set of common goals for their part of the organisation resulting in a closer 
fink. 

The use, or at least an understanding of a balanced scorecard approach to objective 

setting was visible in all the participating organisations. However, from the case study 

questionnaire the reference to the name, BSC was not evident but the principal was. 
Question 15 (313) in appendix 4 highlights that the employees initiated a balanced 

view of objectives where each had a mix of financial, customer, internal (business 

process) and personal learning and growth objectives. Therefore, by adopting the 

cascade methodology and incorporating a balanced approach to objective setting as 

shown in Figure 7.3 the balanced scorecard cascade process presents a clearer linkage 

to personal and organisational achievement. 

Companies have many ways to fink individuals' local behaviour to high-level 

business unit and corporate objectives. Homogeneous organisations whose outcomes 

are relatively easy to measure - such as FirstPlus who are a sales organisation - can 
focus on relatively few measures, mostly outcomes in the fumcial and customer 

areas. With these companies individuals and teams have a relatively easier task to 

improvise and innovate news ways to achieve the organisations goals. 

In the more complex organisations such as BP, NCR and IBM employees will require 

a share of the performance outcomes and strategies that they are trying to achieve and 
this allows each individual or team to define their personal objectives in order to have 

an impact on the organisational. objectives. The need for the structure to be linked 
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becomes even more necessary and formal if the company is to achieve its goals. This 

can be assisted when the organisational and personal objectives are developed through 

a balanced scorecard process and integrated with a quality deployment and HR 

development process. 

(9)c 

Figure 73 Cascading strategies to individuals & teams 
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7.5 Communications for evaluation and development - development stage 2 

In this section, the importance of communications is essential for the individual if the 

correct response to the organisation requirements is to be achieved. This research 
looks at various processes used by companies to achieve this. Figure 7.4 highlights the 

key areas that are important to the employee. 
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Figure 7.4 Employeefeedback methods 

The process most commonly used to achieve good appraisal communications is 360- 

degree feedback. This was used in 63% of the companies who participated in the 

research, and the last but most important is the influence that leadership has on the 

process as well as the individual. 

The current practice is concerned with the feedback process between subordinate and 

manager. In many organisations, the direct management appraisal system is only one- 

way. It further emphasises the traditional tendency of vertical, downward information 

flow in organisations. This type of infon-nation flow requires to be improved if 

employees are to strive towards a higher performance. 

During the 1990s, the trend of the more traditional appraisal methods had been 

criticised for being too insular and that the feedback processes needed to use more 
information. 360-degree feedback was an area that could provide more information 

from other sources than the direct manager route. This coupled to self-appraisal 

systems would provide an improved vehicle for conducting feedback during the 

evaluation process. 
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The total quality management movement, with emphasis on quality and customer 

satisfaction, acted as a driving force in the development of 360-degree feedback. In 

striving for quality excellence, 360-degree feedback acts as a very useful and 

powerful source of information because, with this method, customers and suppliers 

can provide feedback on various dimensions within the organisation (McCarthy and 
Garavan 200 1). 

The benefits that can be found from this multi-source appraisal process are it cuts 

across both the organisation and the individual. Organisational benefits include 

employee involvement and better working relationships within the organisation. 
Essentially, the organisational benefits revolve around an improvement in employee 

relations. Where the individual recipient of the feedback is concerned, it is the 

feedback data, which will be more valid, fair and reliable because it comes from a 

number of sources, see figure 8.10 below. As a result, 360-degree feedback Will 

provide the individual with a better guide for his/her self-awareness and this enhanced 

self-awareness is an initial step towards the career development process. 

Handy et al (1996) found that users of the 360-degree feedback process were positive 

about the tool's value reporting that 75% of respondent organisations in a study 

conducted into feedback processes judged it to be successful. Of the managers who 
had experienced the 360-degree feedback process, 92 percent found it more helpful 

than the traditional top-down model. 
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Figure 75 Potential raters in multi-source appraisal systems 
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Communication is not only about appraisal feedback. The myriad of communications 

tools that are available add to the general structure of any organisation. The many 

tools seen in the case study companies ranged from web based information, company 

newsletters, e-Mails and other formal and informal communication methods. These 

are seen as complimentary and important tools in the formal appraisal processes 

discussed in this section but not analysed, as they are concerned with more than the 

topic of this research. 

7.6 Appraisal construction & evaluation methods - development stage 3 

The purpose of this stage is to ftirther examine the appraisal construction elements 

that are necessary if the linkage of strategy to objectives is to be realised. The model 

therefore places considerable emphasis on this stage of the design and starts to 

encompass the human performance elements. See figure 7.6 for construct elements. 
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Figure 7.6 Appraisal & measurement construction 

7.6.1 Constructing objectives 

The need to integrate strategies and link these to objectives across all levels and 

ftinctions is becoming more critical as we have seen in chapters 2 and 4. The proposal 

of a "balanced scorecard" approach to job objective construction has been highlighted 

in the case research. In this approach, four measurement categories are integrated with 

the companies' strategy and vision. Figure 7.6 above provides a vivid picture of a 

cascading deployed strategy formation and incorporates the four perspectives that 
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ensure not only the organisation is aligned but also demonstrates to the employee how 

the structure should direct their objectives to meet the company ones. 

The balanced scorecard attempts to overcome the deficiencies of the financially 

driven measurement systems of the past. The approach is used to measure 

performance. and develop strategies by analysing results across a range of activities. 
At the very heart of the balanced scorecard method is the belief that organisational. 

success can best be achieved and measured when viewed objectively from the four 

perspectives highlighted in figure 7.4. Until recently there were few examples of how 

the balanced scorecard could be implemented at different levels of the organisation. 
However, this is becoming more common and much research has been published to 
highlight this (Davis 1996). 

The earlier design work by Kaplan and Norton (2001) on company activity was based 

on the higher levels of the organisation but recent they have developed personal 
balanced scorecards to address this problem and recognised the need for a deployment 

methodology. While none of the companies involved in our case studies refer to the 
BSC nomenclature, the objective setting practiced indicate that a balanced set of 

objectives is the norm. Therefore, the balanced scorecard is proving to be a powerful 

and widely accepted framework within an organisation. 

%ile the other strategy and PMS frameworks have not been considered for this new 

model, many of them do prescribe a balanced view of performance and a close 
linkage to strategy (reviewed in appendix 1). As a result, a small number offer similar 

potential for development as the balanced scorecard. However, where they fail to 

make an impact is they lack the wider acceptance in practice versus the scorecard and 
therefore, are not considered for development within this model. 

Much research has been conducted into the use of the balanced scorecard. construction 

and the pit falls that can be in-built if practitioners are not careful in the design of the 

structure. Roest (1997) suggested that to avoid many mistakes in implementing the 
balanced scorecard a review of ten golden rules should be considered. These rules 
have been developed from a review that involved a number of companies from around 
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the world that have use the balanced scorecard. The following are the ten golden 
rules: 

1 There are no standard solutions: all 6 Take a bottom-up and top-down approach to 
businesses differ. understanding what employees need to achieve. 

2 Top management support is 7 It is not a systems issue, but systems are an issue. 
essential. It is important not to assume that gathering and 

reporting of information must always be 
automated. 

3 Strategy is the starting point. 8 Consider delivery systems at the start. Where it is 
obvious that information systems of some scope 
will be necessary these should be considered early. 

4 Determine a limited and balanced 9 Consider the effect of performance indicators on 
number of objectives and behaviour. If this is not done, people may find 
measures. ways of behaving which deliver targets but not the 

intended benefit to the organisation. 
5 No in-depth analysis up front, but 10 Not all measures can be quantified. It is therefore 

refine by leaming and doing. important to recognise that measures will be both 
quantitative and qualitative. 

Table 71 Balanced Scorecard's ten golden rules 

Source: Roast (1997) 

So why should this model select the balanced scorecard as the process for individuals 

to use during the objective setting. As we have stated in this section the acceptance by 

employees to incorporate a balanced set of performance objectives in the appraisal 

construction has shown that current practice is very much in favour of this mode. 
Company leaders in our case studies must also have recognised the need for the 
development of the balanced approach to strategy and performance measures at the 

top end of the organisation for it to be cascaded down throughout the company, but is 

this enough? 

ARee (1999) suggested that there are other methods to expand the organisations 

performance indicators. As the knowledge economy that today's companies are now 
faced with forces a radical rethinking of corporate value many writers are beginning 

to realize that company value is more than what is shown in its traditional income 

statements. Hidden or intangible assets are playing a more important role as 

companies now trade as multiples of their book value. Investors are now valuing the 

company's future financial capital based on their mostly intuitive assessment of its 

competitive position, growth record, brand image, partnering capability, innovative 

potential and importantly management practices. 
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These value judgements factor in intangible assets such as employee competence, 

computer systems, work practices, relationships, customer lists and trademarks rather 
than physical assets such as property and equipment. The basic idea is that value is 

generated through facilitating a flow of knowledge across the enterprise and 

converting that knowledge into value in the form of relationship capital, human 

capital and structural capital. Maximising knowledge flow and value creation is 

dependent upon key enablers such as technology, culture and measurement. Adopting 

such values widens the pipeline and increases or constricts the movement and 

exchange of knowledge. The goal is to convert knowledge to value or "capitar' 

throughout the enterprise. 

In comparing these two models the knowledge management paradigm and the 

balanced scorecard, the balanced scorecard does not appear to be based on a dynamic 

model of value creation but rather on a "balance" model. As long as a comparable 

weight is given to each of the four perspectives the basic purpose of the model is 

achieved. The knowledge or Intellectual Capital model suggests that the dynamic flow 

or utilisation of knowledge increases capital accumulation in the areas of external, 
internal and structural capital. Therefore the suggestion is that the theory of 
knowledge and value creation is a more dynamic model than the balanced scorecard. 

Both of these approaches have expanded the thinking about value creation and 

organisation performance metrics in a number of important ways. They have emerged 

as a means to enable company managers and importantly employees in general with a 

means to see, measure and understand more of a company's dynamics than could be 

achieved through just financial measures alone. However, as Allee (1999) highlights 

both these models fiffl to capture the essential nature of the knowledge economy. This 

is because both models focus too closely on the old idea of enterprise with traditional 

boundaries about what is "inside" and what is "outside". The old thinking about the 

enterprise assumes a company to be a relatively closed system except for a few 

specific areas. This intangible model begins to expand this view, but only in a limited 

way. 

Pushing the boundaries of what needs to be done to create a process that stretches the 

organisation and individual is therefore necessary. Creating more measurement 
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categories within the old corporate "walls" still falls short of what might be possible, 
but if we are trying to embrace new thinking, then this needs a truly dynamic "Whole 

system7' view of the enterprise. This concept extends far beyond the boundaries of the 

company and companies do not exist in a social or environmental vacuum. Rarely do 
business models include dynamic exchanges within the larger society or with the earth 

and its recourses. This is deemed a rather narrow view and it is in these areas that this 

model will develop a wider perspective while using the balanced scorecard as its core 
but bring in the thinking that the knowledge management elements found in the 
intangible model as the basis for objective construction. The following sections will 
expand this concept as we develop the model through self-asscssment and the 

measurement process. 

7.6.2 Changing the Paradigm - towards self managed appraisals 

In chapter 4, the research introduced the concept of self-appraisal and the research 

showed that the only way to develop responsibility in people is to give it to them. 
FirstPlus and Litton Interconnect were good examples of this where the management 
team allowed the teams to develop their own initiatives to achieve the company goals 

and it is not only the development of the individual that is important to the company it 
is the process of enabling the individual to take more control over his/her contribution 
to the organisation and how the assessment of that contribution can be measured. 

The central characteristic of self-development, as discussed in section 4.4 is in the 

choice the individual can make when constructing his/her inputs and outputs. Unlike 

conventional processes, which treat individuals as passive recipients, self- 
development places the individual at the forefront of the development process. The 

underlying argument is that development is not a matter of expertise, but a matter of 

personal willingness and determination to commit oneself to a process that the 
individual values and believes in and is therefore, free to choose the goals, decide how 

to achieve them, initiate action for achieving them and evaluating success. 

However, as the overriding need for a self-assessment appraisal system is to allow 
employees to take more accountability for their careers, by developing knowledge and 
contribution to the organisation and to create a two-way communications path. This 
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has resulted from the old fashioned, multi-tiered hierarchical organisation such as 

some of those involved in this research, allied Distillers, IBM, BAE, Scottish Power 

and United biscuits, being out of fashion nowadays and has made the erroneous task, 

in some cases of the direct managers performance appraisal process becoming 

increasingly difficult for the manager to handle in an objective and productive way 

Under the self-appraisal, system the role of the manager would be as counsellor, 

motivator, mentor and finaUy arbiter when the final assessment is made. 

In the following section, we will review how the proposed self-assessment process 

can be measured and in order to achieve this the EFQM model is used in a modified 

state. By incorporating this model into ours, we will be able to include a "Whole 

systenf' approach to evaluating a person's contribution. 

7.6.3 Performance measurement self-assessment 

The area discussed in this section is the development of the Business Excellence 

Model as a means of creating a measurement tool that envelops the major people 

elements that are required to develop a "whole systenf' approach to maximising 

human performance in the organisational environment. The objective here is to reduce 

and where possible eliminate the subjectivity of the measurement process. By 

introducing a holistic view, of the many elements that make up an individual's 

portfolio within an organisation this can be represented within an appraisal system 

and the process applied to the individual. 

The BEM concept can be used as an effective tool for measuring performance of the 

organisation but this can also be tailored to the individual. By introducing self- 

appraisal into the organisation can lead to a greater degree of trust and potential 

success for both organisation and employee. However, prerequisites are required such 

as sound strategy and performance measures that create the environment for 

substantial success and longevity of the process. 

In this section, the research will focus on the EFQM model by describing how the 

model elements can be incorporated into a balanced scorecard construction process 
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and by using the EFQM measurement process to evaluate the major aspects of an 
individual's personal and job objectives. Firstly, what is the EFQM model, and how 

should it be used for people measurement. How will this process help the complex 

and emotive subject of appraisal and measurement? 

As many organisations now incorporate some form of balanced scorecard into their 

appraisal process, creating a close linkage to the EFQM measurement criteria is 

essential. It is important to see the comparison on how the elements of the business 

excellence model can be used to develop the personal objectives within the appraisal 

process and create a more holistic evaluation process for the assessment process. 

The fink between the models will provide a more robust framework that will enhance 

the appraisal system and outcomes. A tabular evaluation and comparison is created 
below in figure 7.7, which shows the link between 'Company Vision', 'Balanced 

Scorecard Framework', 'Business Excellence Model' criteria and 'Investors-in-People 

Framework'. This analysis was mainly based on Olve et al (2000) diagram, which 

was an evaluation from a large organisation's interpretation of the linkages. He 

described how one organisation had developed this link with the business excellence 

model in order to ensure a close relationship between strategy and performance 

measures to show that they were consistent with the company goals. This researcher 
linked the Investors-in-People framework to enhance the analysis. This was deemed 

necessary as the ET was used in the organisation's involved with this research. 

While the figure below provides an interesting evaluation of linkages between the 

models, it does provoke criticism with the evaluation of the BSC connections to the 

other models. The simplistic interpretation of the analysis leads the reader to think 

these connections are mono direction when in reality they are more complex. 
However, this research is not concerned with evaluating this analysis to correct it but 

recognises the strength the evaluation makes when pictorially describing the many 

connections between the models and the strength that this can provide for a company. 
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Figure 7.7 Companyframework comparison & linkage 

The primary focus of the balanced scorecard is translating the company's strategy into 

measurable goals and this is further emphasised that the link between corporate 

objectives and personal objectives of managers must be congruent and transparent. 

This can be further categorised to all employees within an organisation. 

To further explore the balanced scorecard within the self-assessment appraisal and 

measurement systems, McAdam et al (1999) summarised that ultimately each 

employee, operator could have a scorecard, which can be traced back to the overall 

strategic scorecard. This approach is seen as enabling employees to see clearly their 

own area of involvement and how it links to the "bigger picture". This was discussed 

in the earlier section. 

However, one of the drawbacks with the balanced scorecard is that there is no specific 
'leadership' model incorporated and this could lead to financial objectives 

outweighing the employee growth objectives and measures. A ftirther concern that is 

levelled at both the Balanced Scorecard and the Business Excellence Model 
frameworks is they rely very heavily on the assumption that business operations are 
based on business processes. 
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This is an area that has grown in recent years because of business process 

reengineering (Hammer and Champy 1996, Schonberger 1996) not all organisations 

operate this way and may have a mixture of business processes and ftinctional activity 

as highlighted by Telleria et al (2002). This may limit the design and results derived 

from the use of both fi7ameworks and could limit the ability of the operator to establish 

the correct metrics that develop the person and organisation fully. However, this 

researcher believes that this limitation is relatively small. 

7.6.4 Developing the EFQM Framework 

The EFQM (similar to the Baldrige Model) is now in widespread use in many 

organisations. By way of clarification the EFQM defined self-assessment as "... a 

cyclic, comprehensive, systematic and regular review of an organisation's activities 

and results against the European Quality Award model culminating in planned 
improvement actions". 

The European Quality Award (EQA) is represented by nine criteria, see figure 7.8 

below, and these represent a business in its entirety. The first five criteria the 

"enablers" consist of Leadership, Policy & Strategy, People, Partnership & Resources 

and Processes and these enablers concentrate on how the organisation is run and 

operated. The second grouping of criteria, the "results" consists of Customer Results, 

People Results, Society Results and Key Performance results. It is this grouping that 

the organisation concentrates on what is to be achieved by all of those that have an 
interest in this and how the achievement is measured and targeted. 

The full power of the model is derived from the relationships between the enabler and 

results criteria. Each of the nine elements of the model is a criterion which has been 

used to assess the organisation's progress towards excellence, and as will be seen can 
be adapted to evaluate an individual's performance. The Business Excellence Model 

provides scope for the organisation to assess not only the internal view of itself but as 
important the external view including society and environmental aspects. It is these 

external assessments that if used by the individual will expand knowledge and 
expertise and lead towards greater involvement and success within the company. 

220 



Chapter 7- Strategy, PMS & Appraisal - Closing the GAP 

Criterion 7 
Criterion 3 

People Results 
People 9% 

9% 

Criterion I Criterion 9 
Criterion 2 Criterion 6 

Leadership/ Policy & StratW 
Criterion 5 

Customer Results Key 

Supporters 10% 
8% 

Processes 14% 
20% Performance 

Results 15% 

Criterion 4 Criterion 8 
Partnerships Society Results 

& Resources 9% 6% 

Source: EFQM (1999) 
Figure 7.8 EFQM Excellence Model 

As stated above the model is split on an equal basis between the enabling & results 

criteria, which are concerned with how an organisation approaches its "business" and 

what an organisation has achieved and is achieving. Each of the areas is described by 

the criteria and sub-criteria. As the model is not prescriptive below the level of the 

criteria all of the elements described must be addressed when an assessment is being 

made but it is acceptable that, on occasions, it is possible that a sub-criterion may be 

irrelevant in particular circumstances. This is applicable in the total company analysis 

but in order to adapt the criteria to the "person" the criterion descriptions must be 

changed to enable the nine criteria to fit the individual achievement and table 7.2 

below highlights how this is achieved. 

The object of changing the description and measurement criteria is to ensure that the 

tenets of the EFQM model can be tailored to enhance the individual's contribution 

and level of involvement within the organisation. The higher the employee is in the 

hierarchy the more he/she would be able to influence and change the organisation. 

Therefore the individual would have a greater degree of influence and depth of 

involvement in the nine areas of the model. Lower down the organisation the 

individual would have less of an involvement in width and depth of the nine criteria 

and sub criteria. 

However, by ensuring the process is flexible enough to cater for seniority and job 

responsibility then the nine criteria could be used by the individual on a selective 
basis when constructing job objectives. A flexible measurement system is also 
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required to compensate for job responsibility and level of seniority and this will be 

discussed later in this section. Therefore, by creating this enhanced model for the 
EFQM frwnework the individual can now have a set of criteria and sub criteria, which 

can be used to expand his/her involvement both within the organisation. This new 

approach pushes the boundaries of the individual further but in a direction that not 

only supports the employees' personal commitment, learning and development but 

also the organisation to achieve the goals through its strategy. 
EFOM Criterion Criterion interpretation Modified EFQM Modified Criterion interpretation 

Criterion 
1. Leadership Relates to the behaviour ofail marWers in as Leadership Relates to the behaviour ofthe individual in 

much as how the team inspires, drives and as much as how hatshe irispires, drives and 
rcflwm total quality as the organisation's reflects total quality as the organisation's 
fundamental process for commuchus ftidamental process for continuous 
improverneM inv- 

2. Policy and Reviews and implements die orgamsation's Policy and Strategy Understands and urciprets it= organtsittion's 
Strategy mission, values, vision and strategic direction inission, values. vision and strategic 

How the organisation's policy and strategy direction. How the organisation's policy and 
reflect the stakeholder by the principles of strategy reflect die stakeholder by the 
total quality managemei-A as used in relevant primples oftotal quality management as 
policies, plans, objectives, targets and understood in relevant policies & plans, by 

processm selling objectives, targets and processes. 

3. People Studies the management ofthe organisation's Personal development How the individual develops and releases the 
people and how the organisation releases the fidl potential ofhWher kr"edge to 
M potential ofits people to improve its improve the organisattons business 
business continuously. continuously. 

4. Partnerships & Refers to the management, trultsation and Teamwork Refers to the individuals interaction and 
Resources continuity ofresources externally and Partnerships support ofresources externatly and internally 

internally and how these are effectively and how these are effectively communicated 
deployed in suppoit ofpolicy and strategy. and deployed in support ofpolicy and 

strategy. 

5. Processes Analyses the martaigenie: ofallvalue-adding Processes lisheracts in relevant processes by developing 
activities within the organisation. Addressing and supporting value-adding activities within 
how the processes are identified, reviewed the organhisation. Addressing how the 
and revised to ensure continuous processes are k1critifiecl, reviewed and revised 
improvement ofthe organisatioths business. to ensure continuous improvemend ofthe 

organisation's business. 

6. Customer Exanunes what the organtsanon is adneving Customer Results How the individual has contributed to what 
Results in relation tothe satisfiwtion ofits external he/she has achieved in relation to satis6ring 

customers the external customers 

7. People Results Investigates what the orgimisation is People Results What activities arid initiatives the iridividual 
achieving in relation to the satisfiiction ofit has achieved in relation to the attainment of 
peopleý histlier effort. 

S. Society Results Probes what the orgainsimon is schimng in Society Results Probes what the individual is involved in 
satisfYing the needs and cxpcmtions ofthe relation to external business networking 
community at large. involvement and conimunity activity. 

9. Key Reviews what the organisancia is achieving in Individual Reviews what the individual has achieved in 
Performance relation to its plumed business objectives arcl Performance Results relation to hislier planned business objectives 
Results in satisýýing die needs and expectations of and in satisfying the needs and expectations 

everyone with an interest in die organisation. ofthose who he or she interactswith. 

Source: Adapted from EFQM (1999) 
Table 72 The Business Excellence Model - Individual Criterion Description 

222 



Chapter 7- Strategy, PMS & Appraisal - Closing the GAP 

7.6.5 Balanced Scorecard and EFQM comparison evaluation 

The new process now allows individuals within an organisation to construct his/her 

performance objectives from strategy through a balanced set of perspectives, 
incorporating a set of criteria that enables a wider view of the company and 

surrounding influences both internally and externally than the previous traditional 

narrower view of the organisation. The research reviewed how the measurement 

process could be constructed to ensure achievement can be recognised and valued 
figuratively. An additional analysis can be made of the two frameworks to see how 

well they complement one another. 

Both the Balanced Scorecard and the Business Excellence Model have been analysed 
to see how many of the fi-arnework elements are similar. The analysis is looking for 

not just similarities but strengths from one model to complement the weaknesses in 

the other. Table 7.3 below highlights several elements that McAdam et al (1999) 

observed during a study in the service sector, which indicated five key findings. 

The first five elements show that the Business Excellence Model supports total quality 

management through improving business efficiency, customer satisfaction and 

encouraging a coaching and mentoring style of leadership. These areas were also 
determined from the questionnaire responses highlighted in chapter 6. The BEM also 
defines a rigorous process management approach. 

The Balanced Scorecard supported total quality management mainly through linking 

the organisation's strategy, improving customer measures and encouraging 
involvement at all levels. A ftirther two elements were added to the table to highlight 

the type of model each was and how easy each approach was to communicate an 

understanding across the organisation. Therefore, the analysis concluded that both 

frameworks could work together and create a workable tool for measuring and 

evaluating the individual. 
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Criteria Descriplion EFO Balanced Scoreca Evaluatio 

Strategically linked to business goals Lack of proactive Linked well to Criteria evaluates 
strategic approach - proactive growth different areas but will 
limited to business strategy compliment Appraisal 
efficiency system 

2 Customer understanding & satisfaction Make a significant The link with Mostly the same in 
is vital contribution to strategy ensures direction but looks at 

Customer satisfaction measures and issue slightly differently 
but does not identify objectives are linked will add value to 
new customer or 
markets 

to customers but does 
not identify new 

appraisal model 

customers or markets 
3 Employee understanding and People Mgt and Easier to involve Mostly the same in 

participation required at all levels satisfaction enabler, people at all levels direction but looks at 
people involvement and to relate to a issue slightly differently 
also can be evaluated specific job will add value to 
& benchmarked appraisal model 

4 Need for management commitment Encourages Little contribution to No relationship 
and consistency ofpurpose - leadership coach/mentor style of this element 

leadership 

5 Organisation is perceived as a series of Encourage rigorous Links process Description differs but 

processes process management measures to business both processes have 
strategy same meaning 

6 Types oftool/framework This model is an This model is an Criteria is dissimilar but 
audit toot of what is effective means to both will add to 
already happening measure strategy appraisal process design 
but does not indicate rather than deciding 
best practice it 

7 Ease of communicating and The EQA model is The BS is also rather Mostly the same in 
implementing the model rather complicated complicated and to direction but looks at 

and somewhat be effective, each issue slightly differently 
bureaucratic but can operative should will add value to 
be communicated have a BS linked to appraisal model 
through easily the overall one. 
understood Certain objectives 
approaches can be fragmented at 

I 
lower levels 

Adapted from: McAdam & O'NeiH (1999) 
Table 7.3 EFQMIBS Comparative Analysis 

7.6.6 Measurement Processes within the self-assessment perspective 

This process as stated in previous sections can be modified to enhance the appraisal 

process and when combined with a strategy model in our case the BS, can be used 

effectively by employees. The objective now have is to create a self-assessment 

process where the individual can use a set of criteria to formulate measurable 

challenges and then to evaluate these using a reliable and accurate measurement 

system. 

What many evaluation schemes have is they evaluate job content, splitting out the 

constituent tasks and apply measurable outcomes to these. The main objectives of 
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these schemes are to set the job objectives in several broad job areas of responsibility 
(Wynne 1997). 

" Routine job responsibility - the daily tasks. 

" Problem solving - how the person evaluates and resolves issues within the task. 

Innovation - what steps the person takes to resolve issues 

Cascaded objectives - those objectives such as health and safety etc. 
Personal development - vocational and training development 

However, not a objectives set are measurable and in many cases measurability is 

often a casualty of the process as a result of poorly thought out or developed to 

quickly to meet time frame constraints and it is this problem that this part of the 

research aims to minimise. 

Shergold and Reed (1996) described six different evaluation approaches to conducting 

self-assessment, table 7.4 below evaluates these approaches and this research will 
discuss further the most relevant to this appraisal process. However, key points to 

remember are: 
Each approach has its own merits and limitations 

The paramount objective of self-assessment is continuous improvement 

The most critical phase is action planning and implementation 
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Self-assessment area Process description 
Access - the British 1. RapidScore - which can be Both approaches are based on a 
Quality Foundation completed with minimal time and is questionnaire approach that can be 
developed two forms computerised. This is the method to be either PC or desk based. 
of assessment. adopted by the self-assessment Additionally, the results of these 

appraisal method as it provides an self-assessments are collated at the 
accurate and quick method to evaluate British Quality Foundation to 
the individual. provide benchmarking 
2. ValidScore -a more rigorous process information. With the ValidScore 

and time consuming and therefore not approach the self-assessment is 

considered for this process. also validated by the Foundation. 
Award simulation This involves the organisation undertaking the self-assessment in writing a 

full document, of up to 75 pages, based on the analysis of the organisation 
against the criteria & sub criteria of the model. External assessors assess the 
document. Who then agree strengths, areas for improvement and a score at 
each sub-criterion level. This is a very comprehensive and accurate approach 
but is potentially very time consuming and resource intensive. 

Pro-forma A set of pages is created, such as one page for each sub-criterion, on which 
can be recorder the strengths, areas of improvement and evidence used 
during self-assessment and scoring exercise. A well-constructed set of pro- 
forma pages is appropriate for all criteria but is particularly suited to address 
the enablers. This format was considered to complex for the appraisal 
process. 

Matrix This involves the creation of an organisationally specific, achievement matrix 
based on the framework of the BEM. It typically contains a series of 
statements of achievement against the criteria of the model on a0 -10 scale. 
A simple to use approach that can involve everyone in the organisation. 
There are time implications in the matrix creation. This approach was 
considered inappropriate for the appraisal format. 

Workshop Management has the responsibility to gather the data and presenting the 
evidence to their peers, at a workshop. Consensus on what the strengths and 
improvement areas are the first step then scoring is applied. Again for the 
appraisal system this format was considered as inappropriate due to the non- 
personal nature of the assessment. 

Questionnaire The use of questionnaires is another valid and useful approach to self- 
assessment, which is not resource intensive. It is an excellent approach to 
gathering information on the perceptions of the people in the organisation. 
This technique coupled to 360-degree feedback will provide a powerful tool 

I to complement the assessment process. 
Adapted frOM: bbergOld And Heed (1996) 

Table 74 Approaches to sey4ssessment 

The RapidScore technique was viewed as the best method for measuring the 

employee's objectives under a self-assessment process. The scoring method uses a 

matrix format to allocate a percentage score to each sub criteria. This is achieved by 

considering each of the elements and attributes of the matrix for each criterion in the 

model. A scoring summary sheet is used to combine the percentage scores and in 

certain cases weightings to give an overall score on a scale of 0-1000 points. The two 

advantages that this process provided was it can be completed with minimal time and 
it is computerised. 
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By adopting this self-assessment appraisal method, it provides an accurate and quick 

process to evaluating the individual. However, to enable this the structure of the 
EFQM criteria and sub-criteria would necessitate modification and this would be 

reflected in the assessment process to simplify the steps to be evaluated. 

As the research is trying to create a flexible process for measure people the rigid 

measurement process necessary for assessing the organisation and for the BQF 

benchmarking information gathering is not necessary. The process adopted here is 

company specific and as a result, the emphasis on allocating the enabling and results 

percentages can be modified to represent the individuals' contribution to the 

organisation. 

This adaptive process has a distinct advantage as all aspects of the criterion can be 

applied but the individual can modify the emphasis with agreement of his/her 

manager, resulting in a fairer result when the assessment is completed. An example of 

this can be seen in table 7.5 where depending on job responsibility and career 

progression the emphasis on the percentage weightings can be modified to reflect 
these. The standard criterion descriptions have been used for illustration purposes 

only. 

Std. Criterion description Std. factor Manager's factor Engineers factor 

1. Leadership 10 20 8 
2. Policy & Strategy 8 8 8 
3. People 9 - 9 is 
4. Partnership & Resources 9 12 9 
5. Processes 14 6 20 
6. Customer Results 20 10 10 
7. People Results 9 15 10 
8. Society Results 6 10 5 
9. Key Performance Results 16 10 15 

100% 1 100% LEON/. 
vemopee ior ints researco 

Table 7.5 Comparison of criterionfactors 

The points scoring and weighting with the criterion can remain the same as the 

company assessment practices but as expressed above this can also be modified to 

reflect the job and personal attributes of the individual. Where a job category or 

personal attribute does not lend itself to a particular criterion then this can be 
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eliminated but the others wil-I require to be increased to reflect the remaining elements 

of the job and person. The advantage that the measurement and assessment criterion 
brings is the results can be plotted for evaluation, comparison and benchmarked 

against company or industry standards. This will be discussed in the fourth stage. 

7.7 Organisational culture - development stage 4 

In this section, we will examine the supporting drivers that are necessary to ensure our 

model has any chance of survival. Three subsections are discussed here under the 

umbrella of changing the culture. While changing a culture is a large undertaking, this 

research is only intent on commenting on three facets in a very limited investigation 

to support the model development. The first, of these are leadership then coaching and 

lastly how the person can modify their perception and reality of what they need to 

achieve. Figure 7.9 represents this notion from our model and is shown below. 

Orltaiiational Cukum 

C-k-Im 

Nk. 

Figure 7.9 Setting the environment 

7.7.1 Influence of Leadership 

The research case studies showed that the companies with a strong linkage from 

strategy to the employee were those with a hierarchical structure that was closer to the 

employees. FirstPlus and Litton Interconnect each had this and both leaders presented 

themselves as charismatic, which commanded respect from the employees. 

Therefore, the research has determined that all senior managers must create clear and 

visible quality values and high expectations while building them into the way for the 

organisation to operate. The case study interviews also found that personal 
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commitment and involvement in substantial proportions are necessary. Most take part 
as role models in the creation of strategies, systems and methods for achieving 
excellence in all aspects of the organisation and this was visible from the discussions 

with their employees. 

Senior managers should position their companies in such a way that non-value add 

operations are eliminated. In addition, they should encourage leadership at all levels 

of management, particularly, in maintaining close relationships among the many 
divisions in an organisation, communicating goals and objectives down the 

organisation, educating employees about company direction and the necessity of 

change and continuous improvement. 

Boehnke et al (1999) suggested that a manager's ability to provide exceptional 

success depends on his/her talent to sustain extraordinary performance is dependent 

on certain behaviours and principles and these are summarised in table 7.6. 

Leadership and Performance 
Leadership Behaviours Performance 

W1111111 Transformational Transfbrinational leaders exhibit the following five behaviours significantly I I Beyond 
more than most other managers. Expectations 

" Visioning The leader clearly communicates a vision of the future that is shared broadly by the organisation's 
members. The vision describes the ultimate outcome people need to achieve, and the leader expresses 
optimism about the future. Transformational leaders lead by example. 

" Inspiring The leader generates excitement at work and heightens others' expectations through symbols and 
images. In communicating their vision, they express their dreams in highly motivational language. 

" Stimulating The leader arouses interest in new ideas and approaches and enables employees to think about 
problems in new ways. This leader encourages rethinking ofideas and questioning ofold methods. 

" Coaching The leader coachcsý advises, and provides hands-on help fbr others to improve their performance. He 
or she gives positive feedback for strong performance and effort, and provides opportunities for 
development by giving challenging and interesting tasks to followers. rather than keeping them to 
him/herself 

" Team The leader builds effective teams by selecting team members with complimentary skills. He or she 
Building increases trust and self-confidence in the team by sharing information, giving positive feedback, using 

' individual members skills and removing obstacles to team performance. 
Transactional The Transactional leader uses rewards and punishments. This leader recognises Meets Expectations 

" Rewardin and rewards employees in response to their meeting previously agreed-to- Below Expectations g 
criticism and erformance b If the leader em hasises h tf ll in standards 

" Coaching 
y p p s or a s . 

correcting behaviour as the primary responses, then the outcomes are more 
often below those expected. 

Laissez-Faire Some leaders' behaviour suggests they believe that the best leadership is the Below Expectations 

Avoiding least leadership. Although these leaders may think they are empowering their 
employees, they are abdicating more than delegating. To their followers, 
laissez-faire leaders seem unavailable and indecisive. 

Source: Beohoke etal(1999) 
Table Z6 Leadershipfor extraordinary performance - the highs & lows 

229 



Chapter 7- StrateSy, PMS &Appraisal - Closing the GAP 

7.7.2 Coaching for improvement 

Who needs a coach, well from our questionnaire results in this research almost 

everyone does. As organisations realise that talent and human capital are what 
distinguishes them in the marketplace, they are faced with a constrained labour market 
that has most organisations battling to retain there best - and internally develop - 
every employee they carL The question that many managers ask is it possible to instil 

the right stuff into someone "what we don't do is fix people" but companies must help 

employees be clear about what they want and how to close the gap between where 
they are now and where they want to be, or more importantly, where the company 

needs them to be. Most companies that have experience of coaching agree that this 

approach has improved performance among employees and introducing a self- 

assessment appraisal process the manager now needs to provide more of this role. 

Lucas (2000) stresses that organisations often rush into developing in-house coaches 

to coach the workforce, but when the development happens entirely in-house, it can 
be lopsided. Coaching should be about thinking of new ways and supporting 
individuals in who they are, what they most want and how they can achieve that. To 

create a really cffective coaching relationship it is got to be a voluntary process on 
both parties. 

Bolt (2000) developed the following Ten Commandments of coaching. 

1. Stop just managing - coaching is the key to success in today's organisation. 

2. Coaching means helping others to help themselves. 

3. Confidentiality is key - lose their trust and 'the game is over'. 

4. Establishing rapport is an absolutely essential coaching skill. 

5. There is no right way to coach - different people and different situations require 

different approaches. 
6. Coaching can also be very effective upwards and sideways in the organisation. 
7. In times of personal or organisational turbulence, coaching can be an absolute 

godsend. 
8. To become a real leader and to bring out the best in your people, learn the art of 

coaching. 
9. Remember: you need to coach the whole person not just the employee. 
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10. Coaching is for (almost) everybody - managers, parents, teachers, you and me. 

7.7.3 Self-awareness and development 

A key attitudinal measure is motivation, which is defined as the propensity of an 
individual to expend effort at work. While it is acknowledged that management may 

to some extent influence an individual's motivation at work, the main source of 

motivation comes from within the individual hini/herself. So how do we ensure that 

the individual has the tools to continue to be motivated and how can this be 

measured? 

We have so far found that for an employee to perform at the highest level in an 

organisation he/she needs to know what the strategy is and what part they can play in 

it. Having established this the next problem is how can the employee contribute to this 

through performance management. The research into developing this model found 

that by having a balanced set of objectives and sound measurement criteria was 

particularly important to enable the individual to make and create best use of their 

talents and expertise. 

This could be further aided by enabling the employee to create and evaluate his/her 

own performance through self-assessment and balance this against feedback loops 

such as coaching and with 360-degree appraisals. The person is more liable to achieve 
the goals he/she sets, all of which should be in line with the goals of the organisation. 
The assessment process developed in this chapter, utilised elements of the Business 

Excellence's Model. In particular, a modified version of the assessment criteria for 

measuring organisation attainment is considered. This modified format is proposed to 

represent the individual's objectives by creating a "whole system7 view of his/her 

contribution. 

The measurement process lends itself to be mapped and when results are completed 
and can be used to compare against best practice. This can be a valuable tool for 

employee development purposes and since the individual controls the effort then a 
high degree of trust can be built into the system. Figure 7.10 highlights two scenarios, 
which can be used to compare the development of the individual. 
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If a person is an aspiring manager/leader or a technical expert then individual 

performance results can be mapped against a suit of benchmarked results, this is 

indicated by the black line shape within the "spider diagram" in figure 7.10 This is 

the result and shape that is deemed to best fit a particular role. The yellow and red 
lined shape is indicating the progress toward the desired cognitive "shape" for the role 

the individual aspires to achieve. While this process is not a definitive answer of the 

individual's ability. This is one such tool that can be used to assist identifýýg the 

progress and performance of the individual. 

Bhopal and Thomson (1991) suggested that the way to assess the effectiveness of this 

method was to implement an audit cycle that has the following stages. 

1. Measure baseline; 2. Set standard; 

3. Measure practice; 4. Compare against standards; 

5. Identify opportunity for improvement; 6. Suggest change; 

7. Implement change; 8. Evaluate change; 

9. Review standards, setting new ones as appropriate. 

The cycle repeats itself to ensure progressive improvement and this can be before an 

appropriate appraisal review period. 
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7.8 Strategy/appraisal model discussion 

The research so far has focused on a process that enables an individual to develop 
his/her appraisal objectives from strategy and construct these within a self-assessment 
process. We have established so far in this chapter that this process allows the 
individual to assess their progress in attaining the goals set out. But as we have started 
to discuss why should the person want to participate in this process. The reality of any 
organisation is that not all employees want to progress up the corporate ladder. Many 

are happy to do a good job and try to enjoy their time in employment, and if possible 
be successful. So what enables people to want to participate in any organisation and 

allow strategy and performance management to direct their contribution. 

Two areas have been realised during the development of the model is that appraisal 

processes require a high degree of trust on the part of the individual and the boss. If 

this is not built in to the structure and environment then, processes that are emotive 

such as pay and rewards may bring the systems down. McGregor's Theory Y 

perspective on individuals i. e. developmental-humanism, aims at eliciting a 

commitment so that behaviour is primarily self-regulated rather than controlled by 

sanctions and pressures external to the individual. Therefore, relations within the 

organisation are based on high levels of trust (Wood 1996). 

If we adopt the view that understanding the relationship between the self-assessment 

appraisal process, which is an HR practice and organisation performance requires us 
to assess the impact on the individual, then any analysis should include a range of 

outcome measures. Guest and Conway (1997) proposed that trust is a key variable 
that explains how these practices impact employee attitudes. Other authors, including 

Legge (1995) have noted that employees will positively commit and give added value 
through labour if trust is incumbent in the organisational structure and they are trained 

and developed, with control over their own work. 

The second area was the need for employees to have the desire to participate but what 
makes the person want to in the first place, emotional intelligence (EI), is what drives 
the majority of employees to want to participate. There is a level of agreement 
amongst researchers on the domain of El but there is a difference of opinion when it 
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comes to the detailed description of the component parts that make up the key 

attributes of El. Dulewicz and Higgs (1999) validated a model for EI, where they 
described the components of the model, which are summarised below. 

9 Seylawareness - relates to an individual's self-knowledge. The tendency to be in- 

touch with one's feelings' and emotions and to make a realistic appraisal of one's 
strengths and weaknesses. 

* Emotional resilience - The ability to perform consistently in a range of situations 

under pressure and to adapt one's behaviour appropriately. The ability to retain 
focus on a course of action or the need for results in the face of personal challenge 

or criticism 

* Motivation - The drive and energy to achieve clear results and make an impact: 

and to balance both short and long-tenn goals. 

e Interpersonal sensitivity - The ability to be aware of, and take account of, the 

needs and perceptions of others when arriving at decisions and proposing 

solutions to problems and challenges. 

9 Influence - The ability to persuade others to change a viewpoint based on the 

understanding of their position and the recognition of the need to listen to this 

perspective and prove a rationale for change. 

e Intuitiveness (decisiveness) - The ability to arrive at clear decisions and drive their 
implementation when presented with incomplete or ambiguous information using 
both rational and "emotional" or insightfid perceptions of key issues and 
impfications. 

9 Conscientiousness - The ability to display clear commitment to a course of action 
in the face of challenge and to match "words and deeds" in encouraging others to 

support the chosen direction. The personal commitment to pursuing an ethical 

solution to a difficult business issue or problem. 

The proposed model in this chapter requires employees to have many of the above 
attributes in order to ensure the success of the structure and to aid them to measure 
their performance and gain the eventual rewards. While EI is normally evaluated in 

the development section of the appraisal process and not measured with the job 

objectives obviously one encourages the other significantly. Mapping of achievement 
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figure 7.10 provides a visual impact of how close this linking of the two elements can 
be. 

Dulewicz and Higgs (1999) went on to suggest that studies using the above 
components and associated instruments have demonstrated significant relationships 
between emotional intelligence and "success" in terms of advancement within the 

organisation and in terms of relationships between El and current performance. 
Goleman (1996) proposed that emotional intelligence can be seen in terms of- 

" Drivers - The core drivers of an individual's behaviour in a work context. The 

drivers are motivation and intuitive decision-making. 

" Constrainers - The elements, which constrain or limit an individual's behaviour 

and action. The constrainers are conscientiousness and emotional resilience. 

" Enablers - The elements, which facilitate achievement of results and goals. The 

enablers are interpersonal sensitivity, influence and self-awareness. 

Furthermore, they suggest that the enablers described above and depicted in figure 

7.11 below are more amenable to development than either the constrainers or drivers. 

These elements were seen as an integral part of the development of this model to aid 

answering the research question 5. 

FDrivers 
Enablers Constrainers 

000, 
ý 

Motivation Sensitivity Emotional Resilience 
Decisiveness Influence Conscientiousness 

Self Awareness Integrity 

Adapted from Coleman (1996) & Dulewicz and Higgs (1999) 
Figure 7 11 Emotional Intelligence 
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7.9 Evaluation of the model -A practical case study 

Having developed and presented the strategy/appraisal model, the research now needs 
to be validated. An action research programme would have been ideal but as this 

would entail implementing a full cycle, normally a full cycles worth of data, normally 

one year, this was determined to be unreasonable due to the time constraints of the 

researcher. However, a shorter cycle could be used to evaluate the main areas of the 

model and get feedback from the participants. Easterby-Smith et al (1999) describes 

classic action research as starting from an idea that if you want to understand 

something well you should try and change it and ideally, it is most easily done when 

working with individuals or small groups. As this researcher was a practicing manager 

and involved in both sides of the appraisal process his experience could be used to 

facilitate the project that would provide validation of the process. 

The research was carried out in IBM in the researchers department where 15 people 

participated in the study for a period of two months. The research was initiated at the 

start of the year when the appraisal review period kicked off. The objectives of the 

review were to determine how effective the process could be within the short 
timescale, available to the researcher and participants. The areas that the trial would 

cover are as follows. 

Setting strategy and perforniance measures. 
Constructing the appraisal objectives & start the implementation process. 

Measuring the outcomes. 
Conclusions 

Before we start to report on the results obtained from the study a short description of 

the group who participated in the research is required. The department is a service 

management group within the European Northern Region Sector of IBM's Global 

Services Division and facilitates and manages problems that emanate from Web 

products that IBM customers use to purchase products and services. The group was 
set-up to ensure that IBM services have a high availability from an end-to-end 
reliability. The members of the department work on a rotating shift basis, with 2 

people per shift working on a 5-shift rota and in additional to this team, there arc five 

IT support professionals and managers. Therefore, the study was small enough to 
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conduct but large enough to emble sufficient results to indicate whether this process 

could work. 

Setting strategy and performance measures: 

IBM's Strategy as discussed in section 5.6 is very comprehensive, (IBM 2003a) but 

suffers, as do many other company strategies of being set at too high a level and this 

was the problem when this study was undertaken. When trying to determine what the 

department's strategy was and how it linked to the overall Company strategy was not 

clear. The problem was that while the Northern Region, which covers an area from 

the M the Nordic Regions to South Africa and encompasses the group under study 

had a set strategy for the Region and it was difficult to determine how to apply it to 

the group and ensure it met the requirements that would support the corporate 

strategy. 

The researcher who was the leader of the group decided that further work was needed 

to determine how to create a link to this strategy and to do this the current strategy 

messages were reviewed to determine if they were or could be made applicable to the 

group in question. The European strategy messages were reviewed, as these should be 

determined from corporate strategy and the messages found were five statements as 
fbHows (IBM 2003b). 

1. We must demonstrate strong Leadership and Teamwork throughout our 

organisation and with our partners in IBM 

2. We must deliver World Class performance through World Class products, 

processes and people 
3. We must Win against our competitors 
4. We must Pull Ahead in all our chosen focus areas 
5. We must achieve excellent Customer Satisfaction 

Added to these 5 challenges were a further 5 leadership challenges to support the 

above, these have not been detailed here but will be discussed in later sections. After 

further investigating the strategy for the Northern Region, which this group were part 

of, were determined and these contained three focus areas that all the units in the 
Northern Region should aspire to. 
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1. Our Products must be more attractive to our customers. They need to be 

more competitive, imovative, more profitable, fastest to market and easy for our 
Sales force to seal and our customers to buy. 

2. Our Processes need to be more efficient, more effective and better enable us to be 

more agile whilst remaining compliant to our corporate commitments. They must 
be common, consistent, reusable, disciplined and simple. Our processes should be 

embodied in and making best use of the latest technology. 

3. Our People need to be continually trained, reskilled as requirements dictate. We 

will require optimal resource management processes. In addition, we must 

ensure that our people better understand the business of our customers and the 

value add of our products and processes. 

While all employees knew these strategy messages, few actually bothered to relate 

these directly to their job and the management team had not cascade their 

interpretations of the strategy into messages that were directly applicable to their 

employees or indeed how these would be translated into working performance 

measures. To further emphasize, this problem there were three layers of management 
below the Regional Management team and as far as this researcher could see the 

strategy messages effectively stopped at this level. 

This issue was further compounded by having no metrics associated with the strategy 

messages that would provide targets for the team to allgn to. This led to no effective 
deployment strategy in operation, which effectively cascades strategy to all the levels 

of the organisation. The problem ftirther highlights that the first research question is 

further validated - Why are companies failing to effectively deploy strategy doun to 

the individual? 

The next stage was to take the strategy messages above and apply these where 

possible and where relevant to the Command Centre role. The three strategy messages 

above were used as a guide for the team, as the Command Centre did not have a clear 
documented process of its own. It was now time to construct the appraisal objectives 
and align these to the stmtegy. 
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The deployment process started by reviewing the strategic themes as set out by the 
Board of Directors and attempting to follow the cascade of strategy through the 

various Divisions of the Company through to the part of the organisation that was 

applicable to this team. The strategy deployment stopped at level four, which was the 
Regional Level where the Vice President created a challenge for the Functional 

Groups within the Greenock Site. However, several levels of strategy were not 
included i. e. levels 1,2 and 5 were missing, as they proved dffficult to decipher from 

the very many web pages devoted to the Company strategy. In the case of level 5, this 

was non-existent, as this was at functional level within the site operations. 

However, there was sufficient detail strategy to enable the team at department level to 

create there own strategy and this can be seen from the figure 7.12 below. Many 

organisation involved in the case studies had similar structures some as complex as 
IBM others simpler in construction but from the investigation all suffered from a lack 

of deployment structure as described here. 

There were many comments from the team members in that they did not initially 

associate the strategy with the department but when the process was described to each 

of them, they could start to see the relevance of strategy to the command centre and 

therefore, see where they could start to influence it by creating job objectives that 
linked to this strategy. 

Performance metrics was also a major concern for the team in that the measures that 

were associated with the top-level strategies were difficult to associate with the 
departmental tearn, these included. 

Become number one in the industry by 2005 

Grow revenue above the industry average 
Overall customer satisfaction to be "extremely satisfied". 
Expenses to be kept under strict control 

This needed to be addressed in order for the team to truly sign up to the challenge. 
This lack of process is further evidence of the need for a deployment strategy that 

allows the leadership of any group to discuss and agree the way forward and 
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importantly apply perforniance metrics to each stage of the strategy and performance 

objectives. 

To overcome the metrics issue, the department strategy, which was now in place, 

could be used to create a suite of metrics that would provide a guide for each person 

within the team. Table 7.7 below sets out what was devised for the team members to 

use with their job objectives. Coupled to this was a suite of timeframes and guiding 

procedures that would be used in conjunction with these measurements. However, due 

to the proprietary nature of these figures they have not been included in the tabular 

structure. 
Measurement Description 

- 
Measurement Type 

I tioned. Create daily checklist to ensure processes are reviewed and 7 Check list 
All production mgt. reports to be created and distributed on time. Time frame 

3 All Site probes showing down condition to be actioned after 3 alerts. Visual check & Time 
4 Perform management escalation processes as per severity procedure 

all severity I issues to be actioned within 45 minutes. Time frame 
5 Key event/Critical Situation processes are escalated as per ops 

manual. Time frame 
6 Process documentation to be current as per quality system process. Time frame 
7 Create shift log daily & discuss with team to ensure quality handover. Time frame & qualitative 
8 Monitor and review use of probes for redundancy to reduce costs Costs $ 
9 Reduce costs of printing reports and data by controlling paper usage 

by 10% while maintaining service quality. Costs $ 
10 Prepare initial procedural documentation 2 weeks prior to a new 

service being introduced to the group. Time frame & qualitative 
II Office security & safety to ISO standards protecting occupants and 

information. Qualitative 
12 Process and personal development to be to the ITIL standard of 

Service Delivery Management practices. Time frame & qualitative 
bou"e: ocvciopea ior inis rcsearco 

Table 7.7 Departmental Strategy Measurements 

Comments from the team who participated in the project were manly positive. Many 

stated that if the appraisal process must continue then positive leadership and clear 

strategy was essential to ensure a successful outcome. The management team also felt 

that by setting clearer goals that were linked to strategy they could concentrate on 

coaching, releasing them to concentrate on bring in more work for the group. 
However, more than half the participant felt that a strong strategy message with 

performance measures is required whether a formal appraisal system is in place or not 

as this provides the guidance that they need. 
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Constructing the appraisal objectives & start the implementation process 

Having agreed what the strategy of the group was, setting the appraisal objectives was 

the next priority for the team. The management team sat down with the team and 

discussed how to design relevant measurements for the processes the team operated 

and how these would fit in with the strategy defined. A Est of objectives and measures 

were constructed that the team felt reflected the groups job responsibility. This was 

not a complete list as each team member had to detail how they would work with the 

department customers and what improvement projects they should work on to 

improve the processes and working environment. 

The full appraisal content was left to each member of the team to create. Each 

department member of the group used much of the model developed in this thesis. As 

much as possible each person used the four perspectives outlined in the balanced 

scorecard with each objective having a measure assigned to it as indicated in table 7.6 

above, which highlight the main operational measures. 

As this was the first time the team members had had, management support and effort 

spent on setting up their job objectives with appropriate measures. The team 

commented that this was an unusual but welcomed support. Previously employees 

were asked to set-up their own objectives, these were normally based on the previous 

years output, if you had a successful year these were nonnally left as is, and if you 

had a poor year you changed them. The team members were now asked to select or 

redesign their individual objectives based on the format and information that the 

management team had discussed and presented to them. Comments from the team 

members were supportive with this support and information they had received. 

This was an opportune time for the department members to also review their 

development needs now that there was a clear direction for the team. The leadership 

and teamwork objectives highlighted in the strategy section were discussed with the 

team and from this the team were able to define what development objective they 

required both from an operational and job perspective they needed. 
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Measuring the outcomes: 
One of the major problems with this stage of the process is being able to implement 

the BEMý measurement process. IBM while using the EFQM framework to assess the 

quality of their management and operating structure does not actively pursue the 

tenets of the EFQM model as part of their everyday process. As a result, to implement 

the RADAR measurement process in this short timeframe would prove fruitless. This 

means that the "whole system! ' view of an individual could not be achieved. 

However, to compensate for this the team members agreed to conduct a self- 

assessment performance review of their activity based on the objectives they had set 

and to compare these against the metrics outlined. A scoring system was devised that 

was similar to the RADAW system using a seven-point Likert rating scale. As well as 
the objectives of the job being measured, the teams educational, developmental and EI 

(Emotional Intelligence) factors were self-assessed. Peer-to-peer assessments were 

also used to balance the self-assessment outputs. While the 360-degree feedback 

should have been wider, the team wanted to contain the result internally during the 

study. 

While the results obtained showed that the individual effectiveness and understanding 

of the Company strategy had increased significantly, there was still reluctance by the 

team members to wholeheartedly commit to the process. This may be because of the 

length of time the study ran for and the need for the researcher to conclude his 

research. However, each member of the team agreed that their perception of what was 

required of them had risen considerably, trust in the management team also had risen 

significantly, poor quality had decreased by 30%, project work to improve customer 

expectations had risen by x2 and as a result the group were being asked to take on 
higher profile work loads. This has resulted in the Command Centre operations having 

to increase its headcount over the coming 12 months by 50% to meet demand. 

4 BEM - Business Excellence Model 
5 RADAR - Results, Approach, Deployment, Assessment & Review - EFQM (1999) 
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Case study conclusions: 
While many readers of this thesis would argue that the process outlined was not so 
different from what many organisation do today the researcher would argue that many 
do not use their company strategy and performance measurement practices to the full 

and if they had a deployment strategy that linked to the performance capabilities of 
their employees then industry would be able to compete at a much higher level. 

The case study above illustrates that by linking strategy, performance measures to the 

appraisal process is essential if employees are to achieve the best outcomes. This is 

not always achieved in many companies and the results obtained in this case study 

could be extended further. From comments of a number of managers approached, they 

stated that business pressure meant they were too busy to fulfil the effort necessary to 

make this process work. 

Yet, one of the strengths of this process was enabling managers to be coaches and 

perform a leadership role rather than be just a manager. This ability enabled the 

process in the above study to be successful. From enabling the strategy and 

performance measurement systems to be deployed to the employee level to coaching 
the individual allowed the opportunity to be successful. The significance of 
developing this linkage was important as seen from literature and practice. 

One final comment came from a senior manager who is leading IBM's technology 

strategy group. This group looks to see what areas of the business the company should 

participate in and how that should be accomplished. His comments of the research 

was IBM required to communicate more with its employees on strategy initiatives if 

they are to assist in getting the company to successfidly achieve them. In addition, the 

appraisal system needs to be aligned to strategy; it is not achieved in today's 

environment and in his opinion leads to confusion and wasted effort not just with the 
front line employees but also within the management structure. 
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7.10 Chapter conclusions 

Based on the empirical evidence provided both firorn this chapter the fifill research 

question can be answered. 

5. If by linking strateU, PMS and appraisal processes will this lead to increasing 

employee ýffecliveness? 

The answer is yes, the evidence from the evaluation of the model elements and 

their application to a real situation provided sufficient feedback to warrant this 

conclusion (section 7.9). To increase the construct validity and reliability of the 

model used to aid the research, triangulation of data and methods were used to 

support this (section 4.5). It is important to highlight that not every organisation 

will respond in exactly the same way but the process adopted provided a 

generalised process that could be replicated. 

For this researcher the evaluation of current processes frameworks, appendix 1, 

chapter 2, and the development of a strategy, performance measurement and appraisal 

process model, chapter 4, to aid the research identify the gaps in knowledge and 

practice was not enough. To test the new knowledge and practice was also important. 

The model was developed to test out if the gaps identified in the current processes 

could be elimýinated or narrowed to an extent that an improvement in efficiency 

resulted, which would allow the employees of the organisation to improve their 

contribution. From the data collected during the case study interviews, and through 

the application of the new model the researcher obtained employee fiýedback, resulted 
in lessons learned. 

It was found that many organisations believe their strategy is linked to the appraisal 

process but when tested this was not always the case. In addition, most organisations 

used traditional evaluation processes to determine the contribution of their employees 

and this does not necessarily link elYectively to the organisations goals and 

performance measures. This can result in a lack of focus on the organisation and 
development of the individual to meet the company goals. 
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Based on the feedback from the practical application of' the model, the process not 

only highlighted how the gaps can be closed but determined that to achieve tills, a 

high commitment and understanding of the process firom all participants is essential to 

enable the strategy deployment paradox is to be resolved. 
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Chapter 8 

Concluding the research 

8.0 Discussion and conclusions 

8.1 Introduction 

As outlined in Chapter 1, this research set out to resolve a practical issue that this 

researcher found in his company, IBM. The project evolved as the problem that 

presented itself in IBM, who as a progressive company having developed 

performance management systems such as employee appraisal systems, are now 
failing to link these to the goals of the organisation. This results in the organisation 

not capitalising on its prime assets, people. 

Many writers have included a deployment process in their frameworks these include 

Kaplan and Norton (2001); Neely el al (1996); Bititci el a/ (1997) and others have 

designed, developed and implemented perfon-nance measurement frameworks that 

encompass strategy, pcrtbrmance measurement construction techniques and processes 

to implement these. However, an empirical analysis of the current models undertaken 
by identification of differences and replication logic showed that the deployment 

processes and the linkage to the employee were either not available or etlbctivc. 

The deficiencies found through the empirical research made this researcher think that 

a deployment process that links company strategy to the perlbrmance appraisal 

process would be beneficial. Hence the research started by building a new process to 

enable the gaps in deployment and linkage to be identified. Consequently, the 

research is divided into two main parts 'theory building' and 'theory testing'. 

The research provided the author an opportunity to discuss this problem with a 

number of companies this resulted in data and evidence being gathered troni eleven 
case studies and an action research initiative. The research questions evolved during 

the initial stages of the research especially when reviewing the current kameworks 
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and case studies. At each stage of the research, different methodological techniques 

were applied to build validity and reliability. 

This chapter starts by summarising the main findings of the research briefly 

introduced. Proceeding to answer the research question, discussing the contribution to 

theory and practice and by showing how companies can gain from implementing this 

process. The chapter also summarises the key points of this research with a discussion 

of the limitations of the model and research. Finally, the chapter concludes with a 
look at the future for this research. 

8.2 Summary of the constructs & findings 

This thesis is built on four requirements that provide the constructs and subsequent 
theory. These were constructed in chapter 4, table 4.5. 

Strategy processes 
People systems 
Appraisal systems 
Organisational culture 

The analysis showed that there were gaps found in the strategy and performance 

measurement frameworks, table 2.7 summarised the strengths of each framework and 
highlights the areas that were considered weak when deploying to the individual. 

Further investigation was deemed essential to determine if the appraisal processes had 

similar gaps in linking to strategy and this was found to be the case, Gratton et al 
(1999) stated that the stronger the ling the better the company is to succeed. From this 

analysis the research decided to create a model of a strategy deployment process to 

aid the research determine if the gaps in the literature were to be found in practice as 

outlined in the preunderstanding section 1.2. This model was required to successfully 

map the link to employees of the organisation and to see if this integrated process can 
increase the effectiveness of the employee as they attempt to meet the company 
challenges. 

The current practices that organisation's use for the people systems vary considerably 
and the structure that many implement to communicate strategy, performance 
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measures and appraisal performance results (section 4.5; figure 7.12) are not always 

as successful as the rhetoric suggests. The strategy/appraisal process proposed an 
integrated solution of communication tools to capitalise on the potential of employees. 
The strategy/appraisal process proposes implementing self-assessment processes for 

appraisal performance assessment. The use of the Balanced Scorecard and the EFQM 

measurement model can provide a new structure, which can be developed to support 

this (section 7.6). 

A key area identified by the research was changing the culture of the company to 

ensure employees have the direction of educated management with leadership 

qualities that coach and enable the individual to validate their contribution to the 

organisation by mapping and measuring the effect of their efforts (section 7.7 figure 

7.10). 

The analysis of what and where are the gaps in current knowledge and practice has 

been validated through one principal case supported by ten case studies. Different 

methods and techniques were used such as, cross-case analysis, questionnaires, data 

evaluation and analysis of performance measurement frameworks. 

8.2.1 What has the research found so far? 

The research when evaluating the literature found that there were no comparable 

processes or frameworks that performed the same function as proposed. Therefore, 

tMs evaluation showed that there was no theory from business classifications that 

contradicted any of the management processes of the stratcgy/appraisal process. On 

the contrary, different models support the four constructs of this process. 

However, the construct of the process has linked the various elements together but no 

evidence has been found which creates a similar process. Consequently, the research 
claims to have developed an improved performance management process for 
deploying strategy and performance measures and linking these to employees while 
incorporating several key developmental techniques that encourage this discipline. 
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From a practical view the research presented sufficient arguments derived from the 
literature and from the company interviews to convince the reader that deployment of 

a company strategy was failing to provide the employees with the direction they 

require to remain effective (chapter 5; appendix 1). This area was further pursued in 

section 4.2, were the research looked at how well appraisals were linked to strategy 

and what problems existed. The research concluded that both areas were inextricably 

linked or at least should be if the research outcomes are to provide the link necessary 
to narrow the gap between strategy deployment practices and employee success. 

During the review of frameworks, it was identified that a strategy/appraisal model was 

necessary to aid the investigation into identifying gaps (section 4.5). The objective of 

the model was to identify what affect structured frameworks and quantitative 

measurement processes have on people's performance. The research found from the 

in-depth analysis those framework elements that could provide the vehicle for 

identifying and consequently narrowing the gaps. 

A lesson learnt from the case studies showed that to increase the success of the 

business management cannot simply use existing frameworks and models 
independently. Linking strategy and performance measurement systems to appraisals 

to create an integrated process (figure 7.1) is necessary to ensure they operate 

cffectively together. 

8.3 Answers to the research questions 

The research questions were initially developed in the first chapter, as a result, of the 

practical problem identified from industry. These were then further refined at the 

conclusion of chapter 2 as the researcher's experience evolved. 

RQ1 - Why are companies failing to effectively deploy strategy down to the 
individual? 

The cross case analysis demonstrated that the principal case study, IBM was failing to 
deploy its strategy to the lowest levels of the organisation. This was supported and 
validated from the cross case analysis provided by the ten companies involved, two 
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organisations, FirstPlus and Litton Interconnect enabled their strategy to be deployed 

to the worktbrce but it was the former who actually provided the link to appraisals. 

The remaining organisation, Scottish Power, United Biscuits, Allied Distillers and 

BAE Systems were all traditional hierarchical structured companies and had various 

strategy communication processes but all failed to connect effectively with their 

employees. NCR and Thales process sat in the middle of these organisations in 

communicating their strategy, chapter 5, section 5.6). 

The results from the data analysis and interviews conducted in each of the case 

studies and analysis of the data, previously discussed in chapter 5, (sections 5.6), 

provide the evidence that validates that companies are failing to provide a 

deployment process to enable a direct link to their employees job objective. 

Triangulation of both methods support this and consequently, the answer to the 

first research question that there is not a structured deployment process to enable 

all employees of the organisation to link effectively to the main company strategy. 

Therefore, the results validate the 'strategy process' theory outlined in chapter 4, 

(table 4.5). 

Based on the empirical evidence gathered in the first research question the second 

research question was also answered. 

RQ2 - Ilovv can the research idenfýfý the gaps in the process and lihal are Ihese? 

The evidence provided in research question I showed that the deployment process is 

not eflýctive as validated from the cross-case analysis. The interview analysis ofthe 

principal case, IBM, FirstPlus and BP highlighted from the strengths and weaknesses 

obtained ftom the interviews determined the live areas that contribute to the fiailure. 

The triangulation of the cross-case methods analysis, show both methods arrived at 

sin-tilar conclusions. 
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Based on the results from the case studies and the triangulation of them, the 

answer to the second research question determined that the gaps can be identified 

through the evaluation methods identified in question I and from the interviews 

with managers and employees from the organisations presented in chapter 5 is 

valid. 

The employee interviews provided the data to determine what the gaps are and 
from the weaknesses identified from the analysis and five areas were highlighted: 

Communications; Strategy deployment design, Appraisal design limitations; 

Leadership; Reward systems. These were further validated through the 

questionnaire results (chapter 5). 

Based on the early research of evaluating the current strategy/pertbrmance 

measurement frameworks in chapter 2 research questions 3 and 4 can be answered 

(chapter 6). 

RQ3 -A there an ef .) clive firamework or model to link strategy, peýlbrmance fe 

measuremenisystems to appraisals? 

Initially the research concentrated on analysing the most popular PMS frameworks 

Ibund and referenced in literature. Ofthe eleven ffitmeworks selected, eight were able 

to analyse an organisation and provide an structure that enabled peribrmance 

measures to be developed, two, EFQM and Baldrige were total quality systems, and 

considered for their ability to provide a overview of the whole organisation. The last 

framework was the Investment-in-People award, which was included as this process 

that was initially concerned with training but recently was evolving into a smaller 
EFQM framework (chapter 2 section 2.9; appendix 1). 

The evidence provided by this analysis showed that the current firameworks lacked the 

essential elements that would enable a deployment process that linked the appraisal 

process and consequently employees (table 2.7). The case studies also provided 

evidence that there were no formal frameworks or processes embedded in the 

organisations. The processes that were in practice were mainly diWinted between 
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strategy communication and the appraisal construction process. Firstillus and possibly 
NCR' were an exception by ensuring their strategy was developed into the appraisal 

process. 

Based on the analysis of the current frameworks, the answer to the third question is 

there are no processes available that provide all the structure that is required to 

create a deployment process (chapter 2. chapter 5) 

Therefore, logic of the research determined the next research question. 

RQ4 - By idenlýfting the gaps in knowledge, can the research design aftamework to 

create a potential linkage that leads towards improvement in peýlbrmance 

The answer is yes to the fourth question. The model created to aid the research 
demonstrated that a future design could be developed. A framework would prove 

advantageous to the understanding of the components and how the linkage in a 
deployed process and would assist in raising employee performance. 

The feedback from both the managers and the employees indicated that the pictorial 
description of a strategy/appraisal process was positive and this showed how the 

process could develop the linkage necessary to enable the strategy and peribi-mance 

measures to be deployed (chapter 5 section 5.8; 10; chapter 7). Performance 

improvement would only be achieved if the culture allowed the process to capture tile 

elements ofthe deployment and linkage ofthe constructs. It is important to state that 

the fiýedback from the interviews was conceptual, as the employees would need to see 

the process ffilly developed. 

As a result, of identifying the gaps from the case studies and questionnaires the last 

question was determined. 

' NCR has developed a sofiware package that enables strategy to be deployed to employees but tile 
research tailed to develop the case study past the second stage and was not able to investigate this 
organisation further. 
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RQ5 - Y' by linking stralegy, PMS and appraisal processes will Ihis lead Io 

increasing employee ý#ývfiveness? 

The answer to the fifth question is yes. The action research showed that the 

employees reacted positively to this change. 

The research has highlighted that the process flow used to cascade strategy and 

performance measures throughout the organisation can have a major impact in the 

way in which the employee operates and if this is coupled to a pcrl'ormance 

enhancement process as described in chapter 7 then the etYcctivencss ofthc employee 

can be increased. Feedback was obtained from knowledgeable persons both within 

IBM and outwith. The overlying consensus was that businesses require improved 

deployment processes and that if the organisations are to achieve their goals then the 

employees must work towards them. Only by achieving this will both the company 

and the employee develop positively. 

Therefore, the proposition highlighted in chapter 2 is validated. 

For strategy to become truly meaningful to employees, personal goals and 
objectives must be aligned with the organizational objectives (Kaplan and Norton 
2002). 

8.4 Contribution to theory and practice 

The research methodology set out in chapter 3, classified this research as a mixed 

approach, and argues that positivism and realism are not totally seperate (Remenyi el 

al 1998). Therelbre, the emphasis that this research has is on fkt-finding activities, 

which are grounded in observation and experience. 

The most important criterion for a IN) is the research must contribute to knowledge 

(Fasterby-Smith ef al 1999; Yin 1994) Hence, two important aspects ofthis research 

are the contribution to knowledge and the contribution to practice. This section 

outlines the contributions to both areas by highlighting the important issues, which arc 
known now but were not befibre this research. 
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8.4.1 Contribution to Theory 

The contribution that this research has made to knowledge of performance 

management systems has been more fully explained in previous chapters. However, 

the following statements are a summary of the contribution made 

*A review of literature on strategy and performance measurement frameworks 

found that current practice of deploying these to the individual was ineffective 

(chapter 2 and 4). 

e The review of literature enabled strategy, performance measurement systems and 

appraisal systems to be merged together as a linked process. 

9 The literature review also showed that there are many management and process 

pitfaRs (section 2.4.4 & 2.4.5). 

> Companies misuse objectives. 
> Manager can be confounded by the strategy and objective setting 

process. 
> Failure to set clear and unambiguous objectives. 
> Unclear strategies and conflicting priorities. 
> Poor communications. 
> Ineffective management and leadership skills. 

e Tbrough testing the new deployment framework it has shown it can influence 

organisations to implement an appropriate culture to ensure strategy and 

performance measurement systems are effective in linking the employee appraisal 

processes with company goals (chapter 4). 

e The research found there was not a prescribed framework for linking strategy to 

appraisal processes (section 2.8 table 2.6 and 2.7) but found that by using a 

structured model this could be developed (section 4.5). 

The strategy, PMS and appraisal process is a new business model oriented towards 

effective strategy deployment by linking employee appraisals directly (chapter 7). 

The empirical work on creating a deployment and linkage model of strategy to 

appraisals has not been addressed before. Therefore, the researcher claims 
innovation in this new process. 
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8.4.2 Contribution to practice 

The research also has practical contributions, particularly focused on management and 
development. 

" Initial primary research indicated that a number of senior managers in 

organisations considered that strategy and PMS have a significant link to their 

appraisal process. Closer investigation from the case studies revealed that the 

people within the organisation did not always agree with this (chapter 5). 

" The model provides a set of guidelines of how appraisals can be used in the 

evaluation of the 'whole' person evaluation process, by incorporating the EFQM 

Radar self-assessment measurement process into appraisals. Thus creating a new 

novel proposition (chapter 7) 

The new appraisal structure provides 'footprints' in the shape of spider diagrams 

for individual development assessment (chapter 7). 

The new strategy and appraisal structure tested in IBM will be adopted in practice 
by the group. 

8.5 How is the Strategy/PMS/Appraisal system used? 

The research had discussed the identification of how to determine and identify the 

gaps in the current processes that lead to deployment failures but little has been 

commented on the uses the new process would have within the organisation. 

Therefore, this section briefly addresses some of the uses the deployed and linked 

process would have. 

The advantages of using the strategy/appraisal process are: 

To identify the shortcoming in the management process when identffying strategy 

Policy. 

" To realign leadership competencies. 

" To guide, allgn and manage the business resources, capabilities and competencies 
by ensuring the link to the employee is communicated effectively. 

" To self-assess, the individual for attainment and development against 
benchmarked standards leading to improvement practices. 

" To change the cultural awareness of the business. 
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8.6 Limitations of the research 

While we have ascertained that the research has contributed to the field of 

performance management, the research is not without its problems and limitations. In 

order to provide rigour to the research process from an academic perspective this 

researcher has been forced, throughout the period of the research and write-up, to 

critically evaluate the work on a continual basis. This has meant reviewing the 

research methodology and the overall investigation approach to ensure this has been 

held to the highest ethical and academic standards. 

At the beginning of this research, the author initially visualised that the outcomes 

could be applied to manufacturing and service sectors of industry (section 2.2). This 

was supported by the choice of the case studies as these concentrated on this category 

of organisation. The exception was the University of Strathclyde who was used as the 

pilot. As this research was aimed at these industry sectors for the results to be 

applicable to other business sectors, further work would be necessary for the research 

range to be expanded. 

A further consideration of this research is the use of the researcher's knowledge and 

experience. VAiRst this was a benefit in the initial construction of the research subject, 

this could also influence the final interpretation of the results by introducing bias. 

However, the researcher did recognise that this could be a potential problem and a 

great effort was made to reduce this by employing a triangulation of sources such as 
literature and documentation research, survey evidence and interviews. 

The research has had its problems in that the final validation process could not be 

extensively validated. The reason why this was not possible was due to time 

limitations, which was fiffly discussed in chapters 6 and 7. Wust the researcher 

recognises that the action research was limited the investigation did provide sufficient 
feedback that allowed the conclusions to be relevant and valid. The problem does 

however; offer an opportunity for future research in this field. 
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8.7 Key points of this research 

Table 8.1 provides a summary of the key points and the essence ofthis research. 

For strateVý to become truly meaninoul to employees, personal goalv and objectives 
must be aligned with the organizational objectives (Kaplan and Norton 2002). 

That there are no current models or frameworks to combine strategy and appraisal 
processes into an integrated process that is effective (chapter 2 and 4). 

The Strategy and PMS deployment process creates a link to the employee's appraisal 
system, ensuring that the actions of the individual are inline with the company goals. 

There are 4 process requirements that 
are depicted in the model (chapter 4) 

A. tý 

ýýý 

The Strategy deployment process is a 
new business model to integrate 
strategy & performance measurement 
systems to the appraisal process. 

This provides a greater understanding 
of the competencies required by 
management and the employees of 
the organisation (chapter 5 and 7). AIIýd 

The process can be used to develop the individual by giving the best direction from 
strategy and by enabling employees to develop achievement through a self- 
assessment route. This encourages the employee to evaluate their performance and 
personal achievement in line with the goals but expands this to the 'whole' person 
concept. All of which will lead to greater organisational benefit (chapter 7). 

All businesses need to align their strategies, operations, competencies and resources 
in order to achieve organisational objectives but to gain the maximum from these the 
culture of the company has to be flexible and encouraging to achieve this (chapter 2, 
4 and 5). To ensure that cultural flexibility is sustained the organisation should have: 

" Create good communication links 
" Provide effective leadership and skills 
" Coaching environment 

The development of the EFQM measurement and the resultant gap assessment tools 
was based on the results 'spider' diagrams to identify where an individual was 
achieving particular competency levels (chapter 7, table 7.5, figure 7.10. 

Table S. I Kcj, Points of the Research 
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8.8 Value of the research to the researcher 

This research, which started of as a practical problem that the researcher had 

experienced and identified in his organisation when the strategy that his company had 

set out failed to link directly with the employee's daily tasks. This resulted in an 
appraisal process that was mechanical in execution and uninspiring. It was during this 

period while employed as a people manager where he found that the rhetoric of the 

company did not match the reality. A considerable amount of time was then spent in 

discussion with various experts in an attempt to resolve the problems experienced. 

The project which started as a performance measurement and evaluation problem was 
then developed into a workable practical solution, then raised in stature to a full 

research initiative to identify the where, why and how of the problem. A potential 

solution was to develop new initiatives to solve the many issues found. In doing so a 

gap was found and new process was developed by rethinking the current approach 

resulting in a creative and novel way to solving the problems. 

This research project carried out an in-depth study within the field of performance 

management research, which resulted in successfully identifying the causes that led to 

many of the issues of improving an employee's contnibution. The research programme 

also outlined a potential new way of thinking which was to improve the performance 
contribution of employees, through developing an effective process for linking 

strategy, performance measurement and appraisals. 

The use of known tools such as the balanced scorecard and the EFQM model, which 
are used extensively throughout industry, have been integrated to enhance the 

structure. A coaching and self-assessment approach has also been developed as a 

method of creating a bottom up approach to integrate the performance management 
systems. 

This structure has resulted in the researcher believing that he has extended the 
boundaries of knowledge by taking a step into an area of performance management 
that has had little research into linking many of the areas including company strategy 
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through to individual performance attainment needs and requirements. All of which 
are essential for organisational and human success. 

In addition, the researcher has found the process of carrying out research to this level, 

a valuable learning process. Repeatedly the researcher has sought to question and 
evaluate and re-evaluate his work and as a result, the research skills gained have been 

extremely valuable. This coupled with the new knowledge gained is obviously a 
desirable and transferable asset. 

8.9 Future work 

Based on the experience while conducting this research and compiling the results, the 

researcher has found that the following areas should be addressed in future research. 

* Implementing the process in various organisations to gain more experience and 
inforination on the validity, usability and acceptability. 
Develop a workbook-bascd methodology, encompassing the process steps and 
functions to assist companies implement a deployment process for strategy, 

performance measurement systems while creating an effective link to the 

employee appraisal systems. 

* Assess the appropriateness of the weightings of the Business Excellence Model's 

measurement system to meet the development needs of job and human skills 
categories. 

9 Research the design and dynamics of a new model. As the business changes so 

must the model elements to meet the needs of the person, the business and social 

environments. Therefore, it is important to review these factors for best fit. 

8.10 What does the future look like? 

This thesis has proposed an integrated model to maximise human effort through 

performance management, by creating an effective strategy deployment process, 
which is closely linked to performance appraisals. The use of the Balanced Scorecard 

and the Business Excellence Model as drivers for creating a "whole" systems 
approach to a bottom-up appraisal system that encourages employee achievement has 

also been developed. The potential of this approach for industrial and commercial 
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organisations would appear to be positive especially for those larger organisations that 
have difficulty with ensuring strategy and performance measurement initiatives hit the 

correct areas of the organisation because of their size. 

Many smaller organisations do not have the problems that many of the larger 

companies have primarily due to shorter communication levels in hierarchy. This also 
helps the leaders to become closer to the workforce. However, many companies 

regardless of size need to develop the correct strategy and ensure this is linked to the 

performance of their people. So why is this process different from today's 

environment and what does the future hold for these types of systems? 

Bowen (1995) distinguishes the ranking process, which many appraisal aspire to, from 

others where he describes the current practice of society and learning as relying on 

some kind of ranking and he suggests that this is common throughout one's life from 

school through into the working life. The ranking process is a cornerstone of many 

companies by means such as performance appraisal systems and many other methods 

and is pervasive throughout the whole western world. The suggestion is that these 

systems need to be replaced by new forms of encouragement and he goes on to 

suggest that an alternative method is co-operation, which could pave the way forward 

for the future. 

The need to learn and develop by means of co-operation, developing creativity, and 
individualism from an early age can be achieved by redefining methods of assessing 

performance. By removing grading systems and supporting the view that everyone 

can be a winner, not just the few, presents a major paradigm shift in thinking. This 

researcher is exponent of "positive thinking" and uses this to focus on his own 
development and career both from a social and work life perspective. If people are 

allowed to develop their skills, they will continue to be an asset to their organisation 

and importantly develop greater self-esteem. 

Many of the advocates of positive thinking proclaim that in life, you need coaching in 

order to develop and it is by finding a "life coaclP someone who can make a huge 
difference to the individual's achievement. In this research the employee would 
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develop this through his/her manager. Whilst this has many difficulties not discussed 

in the research, it is the start of the paradigm shift. 

The way that this can be realised is if the process that provides the guidance and 
leadership provides the environment that enables good communications and trust 

where the person has little fear, and if we can change this sufficiently the knowledge 

of humiliation. Creativity should also be encouraged and this can be described as 
"seeing new ways to perform and enjoy our work". Team working rather than 
individual reward systems are encouraged in this environment. This was evident in the 

Basque Country investigation conducted by this researcher and a fellow PhD research 

colleague. 

As competition exists in an organisation and is often encouraged and this can be seen 
by the organisations as in our case research has shown through the use of traditional 

strategy and appraisal processes. Ranking is an intrinsic force that affects all 

employees throughout their lives. We are compared to others based on ranking and 

yet all we want to be are winners. The consequences are that most are losers. So if we 

are to break this then the future of appraisal system is a radical overhaul and to be 

replaced by a co-operative working environment, which results in the cohesion of the 

team. Thus team building will give rise to improved motivation, quality and 

performance. 

If organisations and for that matter the UK wishes to succeed against competition 
from other companies and countries it may need to remove ranking from many areas 

of life including the organisation systems. However, this should be the subject of 
further research as it may also necessitate political intervention - but it is fitting to 

conclude this thesis with a suggestion of future possibilities. It is hoped that the 

strategy deployment process and self-assessment appraisal route will go some way 
along the path towards the radical change that is needed in individual performance 
management. 
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Chapter 9 

Research quality 

9.0 An assessment process 

9.1 Introduction 

This thesis has taken the research from a practical issue to an exploratory analysis of 
deploying strategy and performance measurement systems through the organisation 

with the objective of creating a link with the employee appraisal process (chapters I- 
8). To aid the investigation a model was designed to assist the validation of the 

research. Although the model construct was validated, the research questions 
answered, this research is not fiffly complete. To reach a high quality in research 

standards, it is important to critically assess several aspects of this research against the 

criteria defined for evaluation. 

This fmal chapter discusses the quality of the research against the four design tests, 

the criteria by which the research can be validated, developed in chapter 3. The 

chapter also raises issues on the rigor of the process, including the validity and 
reliability of the research, evidence to support the constructs and contribution to 

practice and knowledge. Finally, the thesis concludes with a retrospective analysis 
from the researchers perspective. 

9.2 Evaluating the research criteria 

The quality of research is reflected in being able to maximise the reliability of the 

actions taken and four tests have been identified, internal validity, external validity, 
construct validity and reliability (Easterby-Smith et al 1999; Yin 1994; Voss et al 
2002). However, a number of writers suggest that to implement additional criteria for 

evaluation of 'a PhD research study' will strengthen the quality assessment of the 
research and this was achieved with this research (Easterby-Smith et al 1999; Yin 
1994; Phillips and Pugh 2000). 
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The tests or the criteria of evaluation were developed in chapter 3 (table 3.7) and these 

were added to by a further two criteria, contribution to knowledge and practice 
(Easterby-Smith et al 19999; Yin 1994). Therefore, to evaluate the success of failure 

of the three criteria, the table constructed in chapter 3 has been expanded in this 

chapter to enable this assessment to be made. Consequently, the table design has 

columns added to assess whether the research coped with the criteria, how it was 
fulMed and the overall result of the assessment of each criterion. 

Did the Criteria Criterion research How was the criterion fulfilled? 
assessment 

cope? 
I Rigor of the research process Yes Different theory building & testing, 

- to show proof of a logical research design, data collection & 
research methodology. The data analysis methods, tools and 
tests are: techniques were applied to achieve Satisfactory 
1.1 Construct Validity Yes this criterion. Table 9.2 presents a 
1.2 Internal Validity Yes summary of the methods & tools 
1.3 External Validity Yes applied. Table 3.9 highlights an in- 
1.4 Reliability Yes depth view of these methods enhance 

the quality of this research. 
2 Contribution to knowledge Yes This research has contributed to Satisfactory 

knowledge and these are discussed in 
chapter 8 section 8.4 

3 Contribution to practice Yes This research has contributed to Satisfactory 
practice and these are discussed in 
chapter 8, section 8.4 

z5ource. ucvciopeu ior tuis rescarcu 

Table 9.1 Evaluation of the Research Quality 

The following section discusses each criterion and test, which table 9.2 summarises 

the results of the evaluation. 

9.3 Criteria 1- Rigour of the research 

Easterbya-Smith et al (1999); Yin 1994); Phillips and Pugh (2000) highlighted that the 

rigor of the research process is reflected in the proof of logic and rational research 

methodology. To assess the logic and consistency of the research methodology, four 

tests are used - construct validity, internal validity, external validity and reliability. 
These will now be addressed separately. 
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Construct Validity - is concerned with the construction of the research problem and 
the design undertaken and My addresses the research questions and research 

objectives (Yin 1994; Easterby-Smith et al 1999). 

To increase the construct validity, Yin (1994), Voss et al (2002) suggest that the use 

of multiple sources of evidence, triangulation of data and establish a chain of evidence 

among others are necessary. 

Internal Validity - is the extent to which a researcher can establish a causal (or 

explanatory) relationship, where the investigator is trying to determine whether the 
first event leads to a subsequent event or if a spurious relationship has caused it (Yin 

1994; Easterby-Smith et al 1999). 

The aim of this research is not just to find a causal relationship but also to increase the 

understanding of the case research in order to justify the direction taken. In doing so, 

methodology triangulation, use of different respondents, pattern matching and 

explanation building were used to maximise the internal validity, which are 

recommended by Yin (1994). 

External Validity - deals with the problem of knowing whether a study's findings 

can be generalisable beyond the immediate case study (Yin 1994: 34). The basic 

unpinning of external validity is being able to replicate the findings in other areas to 

validate and this is usuaUy limited to the positivist view. Yin (1994); Voss et al (2002) 

suggest that to overcome the problems with this test the use of replication logic and 

multiple case studies can be adopted to maximise the validity of the researclL 

The external validity of this research and the five research questions was achieved by 

theoretical replication, analytical generalisation and multiple case studies (table 9.2). 

By creating the strategy/appraisal model, some capabilities of the process were 
generalised and external validity played an important role in this research not only for 

the design of the model but highlighting the gaps. Hence, the methods and techniques 

of external validity were particularly applied to theory building and testing stages. Yin 
(1994) highlights that in case studies it is difficult to generalise from one case to 
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another, as it is near impossible to select a representative case. This research utilised 

companies for case material who were interested in the problem presented. Therefore, 

there was no technique in the research design to maximise external validity, as there 

was no requirement to generalise the research. 

Reliability - is the extent to which a study's operation can be repeated. The object of 

reliability is consistency of research where if a later researcher followed the same 

procedures as described by the earlier investigator he/she would find the same 
findings and conclusion (Yin 1994; Easterby-Smith et al 1999). To maximise 

reliability Yin (1994) & Voss et al (2002) suggested that the use of a case study 

protocol, develop a case study database and use a pilot study will provide the structure 

necessary for repeatability. 

Table 9.2 summaries the methods and techniques used to build the four tests at each 

stage of this research and particularly for each research question. There is five 

research stages: research design, theory building, theory testing, data collection and 
data analysis. Data collection and analysis are extensions of theory testing. 

Stages 
Link to 

Research Internal Construct External Reliability 
questions Validity Validity Validity 

Research RQ 1,2,3,4, Methodological e Selection of 0 NA 0 Implementation 

Design & 5. (Chapter triangulation multiple data of controls 
3) collection 

I techniques 
Theory RQ 1,2,3 &4 Decomposition e Triangulation off 0 Theoretical 0 Decomposition 

Building (see table 3.9, Categorical data replication 0 Categorical 
chapters 2 &4) Aggregation logic Aggregation 

0 Interpretation 0 Interpretation 

Theory RQ3&4 * Expandedin 9 Documentation * See data 0 Multiple case 
Testing (chapter 5) Data Collection * Grounded theory collection & study design 

RQ 5 (chapter & Data Analysis * Multiple Case Study data analysis 0 Questionnaires 
7) 

Data RQ I -Ch 5 0 Use different 0 Multiple evidence 0 Use of multiple 0 Use of study 
Collection RQ 2- Ch 5 respondents 0 Standard data case studies protocol 

RQ3-Ch6 from different reduction as tables 0 Pilot case study 
RQ4-Ch6 companies and and graphs * Review of 
RQ5-Ch7 organisational questions by 

levels other twwns 
Data RQ I -Ch 5 Cross-case 9 Triangulation of Analytical 0 Standard 
Analysis RQ2-Ch5 analysis data generalisations database 

RQ3-Ch6 Methodological * Explanation 
RQ4-Ch6 triangulation building 
RQ5-Ch7 Pattern 

matching logic 
Explanation 
building 

Source: Developed for this research 

Table 9.2 Research Methods & Techniques 
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Chapter 3 also introduced table 3.9, which explained why each method was selected 
and why they contributed towards setting the standards for the research quality. Table 
9.2 summaries the methods and techniques from table 3.9. 

9.4 Criteria 2- Contribution to Knowledge 

Easterby-Smith et al (1999) and Rernenyi et al (1998) highlighted the importance of 
the contribution to knowledge from PhD research as well as from as wen as from a 

constructive research approach. The contributions to knowledge provided by this 

research are discussed in section 8.4. This research has contributed to knowledge with 
five new issues that were not known before. 

9.5 Criteria 3- Contribution to Practice 

Kasanen et al (1993) highlighted the importance of the application of construct to the 

real-world problems. The strategy, PMS and appraisal process provides a guide for 

the practitioner to overcome difficulties in deploying strategy and linking these 
directly to the employee of the organisation. The process highlighted three different 

contributions to practice (section 8.4). As a result, it can be concluded that the 
identification of gaps in deploying strategy and providing a link to appraisal systems 

provides a contribution to improve business and employee performance. 

9.6 Did the research fulfil the criterion outcomes? 

The quality of this research was evaluated through three different criteria. The results 
demonstrated that this research has successfully fulfilled each criterion. Table 9.1 

provides a summary of the results of the evaluation. Therefore, it can be concluded 
that this research did reach the quality standards demanded of a PhD research. 

9.7 Retrospective analysis 

The researcher really enjoyed the development of this research, but if he had to start 
again, he might make some changes or implement new issues to improve this 
research. 
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One of these would be finding collaborative organisations to participate in this 

research, which was not easy, although eleven started with the research three 

remained to complete the investigation. If he were starting the research again, a 
formal invitation and an initial workshop may have provided more case-organisations. 
Part of the problem though was the time required from the organisations and the 

researcher to enable sustained collaboration. 

A final meeting with the collaborative organisations would have been beneficial to 

gain fiirther insights but time constraints made this difficult. 

The research has enabled the author to speak with many people, experts and novices 

alike on the topics contained in this research over the last three years. This consensus 
that the researcher has determined from this is there is a wide agreement that strategy 

needs to be better understood by all and closer links to the employee necessary. 
However, there is stiff a lot of work to develop in this wide and interesting field. 

The researcher found the experience of investigating a particular problem that was 
first identified in his place of employment and developing this into this research an 

extremely rewarding and demanding experience. What the research has done though 
is ensure the researcher questions and evaluates his work, which coupled with the new 
knowledge that has been found contribute to valuable skills also gained. 

268 



Thesis Referewes 

References 

Acur N. (200 1). "Strategy Management as a Business Process", Published PhD 
Thesis, University of Strathclyde, Glasgow, UY, 

Allee V. (1999) "The art and practice of being a revolutionary" Journal ofKnowledge 
Management Vol. 3 No2 pp 121-131 

Amaratunga, D., Baldry, D. (2001). "Case study methodology as a means of theory 
building: performance measurement in facilities management organisations. " Work 
Study 50(3) MCB University Press, 95-104 

Antonacopoulou E. P. (2000) "Employee development through self-development in 
three retail barA&'Personnel Review Vol. 29 No 4 pp491 - 508 

Armstrong M., Baron A. (1998) "Performance Management: the New Realitiee' 
Institute ofPersonnel Development 

Barrett, R. S. (1967) "Performance Rating". Science Research Associates, Inc. 

Bartlett, C. A., Ghoshal S. (1994) "Changing the Role of Top Management: Beyond 
Strategy to Purpose. " Harvard Business Review HBR, 79 -88. November-December 

Baruch Y. (1996) " Self performance appraisal vs direct-manager appraisal: A case of 
congruence'Journal ofManagerial Psychology Vol. II No6 pp50 - 65 

Bell M. (1994) "Towards Self-managed Appraisal"Management Development 
Review Vol. 7 No 4 pp5 -8 

Bell E., Taylor S., Thorpe R. (2002) "A Step in the Right Direction? Investors in 
People and the Learning Organizatiorf'British, 4cademy ofManagement Vol. 13 
ppl6l - 171 

Beer M., Eisenstat R. A. (2000) "The Silent Killers of Strategy Implementation and 
Learning" IEEE Engineering Management Review Vol. 28 No4 pp35 - 43 

Beer S. (1985) "Diagnosing the Systemfor Organisation", Wiley, Chichester 

Bevan, S., Thompson M. (199 1) "Performance Management at the Crossroads". 
Personnel Management November pp36-39. 

Bhopal R. S., Thomson R. (199 1) "A form to help learn and teach about assessing 
medical audit papers" British Medical Journal December Vol. 303 pi 520 

Bititci U. S., Carrie A. S., McDevitt L. (1996)"Performance Measurement: A 
Business Process View" Proceedings of IMP WG5.7 workshop on Modeling 
Techniques, Business Process and Benchmarking, Bordeaux, France, April 

Bititci U. S., Carrie A. S., McDevitt L. (1997) "Integrated performance measurement 
systems: a development guide. " MOPM 17(5) pp522 - 534 

269 



Thesis References 

Bititci U. S., Turner T. J., Ball P. D. (1999). "The viable business structure for 
managing agility. " International Journal ofAgile Management Systems 1(3) pp 190 - 
199 

Bititci U. S., Turner T., Begemann C. (2000) "Dynamics of performance measurement 
systems" International Journal of Operations & Production Management 20(6) 
pp692 -704 

Boehnke K, DiStefano A. C., DiStefano J. J., Bontis N. (1999) "Leadership for 
Extraordinary Performance" IEEE Engineering Management Review Vol. 27 No I 
pp32 -37 

Bohlander, Snell, Sherman (200 1) "Managing Human Resources", Southwestern, 
Thomson Learning 

Boh P. (2000) "Coachingfor Growth: How to Bring Out the Best in Your Team and 
Yourself' Oak Tree Press 

Boice D. F., Keiner B. H. (1997) "Designing effective performance appraisal systems. " 
Work Study 46(6) pp 197-201 

Bourne M., Bourne P. (2000) "Understanding the Balanced Scorecard - in a week! " 
Institute of Management (95) V edition. 

Bourne M. (200 1) "Handbook ofPerformance Measurement. " GEE, A Thompson 
Company 

Bowen P. (1995) "Winners or Losers? Ranking or co-operation? Trainingfor Quality 
Vol. 3 No4 pp5-8 

Buchanan, C. (1980) "Gaining Management Skills through Academic Research 
Work", Personnel Management, Vol. 12 No. 4 pp45-48 

Buchanan D., Huczynsk I A. (1997) "Organizational behavior an introductory text" 
Prentice Hall International (UK) Ltd. 

Buckley J. W., Buckley. M. H., Chiang Hung-Fu (1976). "Research Methodology & 
Business Decisions". National Associations of Accountants (8 1) 1 st edition. 

Campbell A., Alexander M. (1997) "What's Wrong with Strategy" Harvard Business 
Review November-December pp42 - 51 

Carr D. (2000) "IBM Redux - Lou Gerstner & The Business Turnaround of The 
Decade " Wiley & Sons Inc. NY I' edition 

Carrie A. S., Macintosh I, (1992) "UK research in manufacturing systems integratioh" 
Integration in production Management Systems, Elsevier, pp323 -336 

Carroll B. P. (199 1) "IBM Is Said to Plan Tougher Reviews of Performance of 
Employees in U. S. " The Wall Street Journal" New York Oct 1. 

270 



Thesis References 

Chaffee E. E. (1985)'Three Models of Strategy" Academy ofManagement Review 
Vol. 15 No6 pp89-98 

Chapman M. (1994) "Investing in People for Business success", Quality World, 
October pp670 - 672 

Cleveland LN., Murphy KR., Williams R. E. (1989) "Multiple uses of performance 
appraisal: prevalence and correlates", Journal ofApplied Psychology, Vol. 74, pp. 
ppl30 -5 

Collins J. C., Porras J. 1. (1996) "Building Your Company's Vision" Harvard Business 
Review Vol. 74 No. 5 pp65-77 

Cook M. (1995) "Performance Appraisal and True Performance".. Journal of 
Managerial Psychology, Vol. 10, No. 7, pp3 -7 

Co wley M., Do mb E. (199 7) "Beyond Strategy Vision - Effective Corporate A ction 
with Hoshin Planning" Butterworth-Heinemann (239) 1" edition 

Christie M., R. P., Perry C., Chamard L (2000) "Implementation of Realism in Case 
Study Research Methodology" International Councilfor Small Business 

Davis T. R-V. (1996) "Developing an employee balanced scorecard: lhiking frontline 
performance to corporate objectives" Management Decision Vol. 34 No 4 pp 14-18 

De Toni A., Tonchia S. (1996) "Lean organisation, management by process and 
performance measurement "International Journal of Operations & Production 
Management 16(2) pp 135 - 144 

DeVries D. L., Morrison A. M., Shullman S. L., Gerlach M. L. (198 1) "Performance 
, 4ppraisal On The Line". Centre for Creative Leadership, Greensboro 

Dixon J. R., Nanni A. J., Vollmann T. E. (1990) "The New Performance Challenge - Measuring Operationsfor world-Class Competition". Richard D. Irwin Inc. I st 
edition. 

Douglas A., Kirk D., Brennan C., Ingram A. (1999) " The impact of Investors in 
People on Scottish Local Government Services", Journal of Workplace Learning 
Vol. II No5 pp 164 - 169 

Doumeingts G., Clave f, Ducq Y. (1995) "ECOGRAI -a method to design and to 
implement Performance Measurement Systems for industrial organisations" 
Benchmarking Theory and Practice Chapman & Hall, London 

Drucker P. F. (2002) "They're Not Employees, They're People" Harvard Business 
Review February pp70 - 77 

Dubinsky A. J., Skinner S. J., VAlittler T. E. (1989) "Evaluating sales personnel: an 
attribution theory perspective", Journal ofPersonal Selling and Sales Management, 
Vol. IX, pp9 - 21 

271 



Thesis References 

Dulewicz S. V., Higgs M. J. (1999) "Can emotional intelligence be measured and 
developedT' The Leadership and Organisational Development Journal Vol. 20 No 5 
pp242 -252 

Easterby-Smith M., Thorpe R., Lowe A. (1999). "Management Research - An 
Introduction". Sage Publishing Ltd. I st edition. 

Eccles R. G. (199 1) "The Performance Measurement Manifesto" Harvard Business 
Review January-February pp 13 1- 13 7 

Edmonstone J. (1996) "Appraising the state of Performance Appraisar', Health 
Manpower Management, Vol. 22, No. 6, pp9 - 13 

Eisenhardt, KM. (1989), "Building theory from case study research", Academy of 
Management Review, Vol. 14 No. 4, pp532-550 

Eisenhardt K, Sull D. N. (200 1) "Strategy the simple Rules" Harvard Business 
Review January pp, 107 - 116 

ESPRIT Consortium AMICE (1991) "Integrated Manufacturing: a challenge for the 
1990s". International Journal of Computing and Control Engineering, May 

European Foundation for Quality Management (1999) "The EFQM Excellence 
Model. " The European Foundation for Quality Management 

Evangelidis K (1992) "Performance measured performance gained" The Treasurer, 
February pp45 - 47 

Fine C. H. (1998) Clockspeed: Winning Control in the Age of Temporary Advantage 
Reading, MA, Perseus Books 

Evans E. M. (199 1) "Designing and effective performance management systenf', 
Journal of Compensation and Benefits, pp25 - 29. 

Feurer I-, Chaharbaghi K (1995) "Performance measurement in strategic change' 
Benchmarkingfor Quality Management & Technology Vol. 2 No2 pp64 - 83 

Fisher C. M. (1994) "The Differences between Appraisal Schemes: Variation and 
Acceptability - Part I", Personnel Review 23(8) pp3348 

Fitzgerald L., Johnston R., Brignall S., Silvestro R., Voss C. (199 1). "Performance 
Measures in Services Industries" The Chartered Institute of Management Accountants 
(126) Ist edition. 

Fitzgerald, L., Moon P. (1996). "Performance Measures in Services Industries: 
Making it Work" The Chartered Institute of Management Accountants (109) 1 st 
edition. 

272 



Yhesis References 

Fletcher C. (1992) "Performance management. its nature and research base", 
Developing a Performance-oriented Culture, Association for Management Education 
and Development, London 

Fletcher C., Williamson R. (1996) Terformance Management, Job satisfaction and 
organisational Commitment", British Journal ofManagement Vol. 7 pp 169 - 179 

Fortune Magazine (June 21 1999) Vol. 139, No. 12 

Frieze I. H., Olson, J. E. Russell J. (199 1) "Attractiveness and income for men and 
women in management", Journal ofApplied Social Psychology, Vol. 21 pp1039 -1057 

Gardner M. (1965) "The A nnotated A lice", - Penguin, Harmondsworth, pp. 268 

Fuchs P. H., Mifflin YLE., Miller D., VvUtney J. 0. (2000) "Strategy Integration: 
Competing in the Age of Capabilitiee' California Management Review Vol. 42 No3 
ppI 18 - 147 

Garvin D. A. (199 1) "How the Baldrige Award Really Works. " Harvard Business 
Review, November-December pp80-92 

Gill J., Johnson, P. (1997) "Research Methodsfor Managers". Paul Chapman 
Publishing (I 82). 2nd edition. 

Ghalayini A. M., Noble J. S. (1996) "The changing basis of performance 
measurement. " International Journal of Operations & Production Management 16(8) 
pp63-80 

Glaser, B. J., Strauss, A. L. (1967) The Discovery of Grounded Theory. Strategiesfor 
Qualitative Research, Aldine De Gruyter, New York, NY. 

Globerson S. (1985) "Issue in developing a performance criteria system for an 
organisatiore'International Journal ofProduction Research Vol. 23 No4 pp639 - 646 

Goodman P., Lewless D. (1994) "Technology and Strategy' Oxford University Press 
I" edition 

Goleman D. (1998) "Working with Emotional Intelligence" Bloomsbury Publishing 
(3 83) 1 'edition 

Guba, E. G., Lincoln, Y. S. (1994) "Competing paradigms in qualitative research" in 
Handbook of Qualitative Research. Sage, Thousand Oaks. 

Gurnmesson E. (2000) "Qualitive Methods in Management Research" Sage 
publications Inc. (250) 2nd edition. 

Gratton L., Hailey H. V., Stiles P., Truss C. (1999) "Strategic Human Resource 
Management - Corporate Rhetoric and Human Reality". Oxford University Press I" 
edition 

273 



Yhesis References 

Gregory M. (1993) "Integrated performance measurement: a review of current 
practice and emerging trende' International Journal ofProduction Economics Vol. 30 
NoM pp281 - 296 

Hart S. (1987) "The Use of the Survey in Industrial Market Research" Journal of 
Marketing Management Vol. 3 No I pp25 -38 

Hamel G., Prahalad C. K (1993) "Strategy as Stretch and Leverage" Harvard 
Business Review, March-April pp75 - 84 

Hamel G., Prahalad C. K. (1994) "Competing for the Future'Harvard Business 
Review, July-August ppl22 - 128 

Hamel G. (2000) "Waking Up IBM"Harvard Business Review, July-August, ppl37 - 
146 

Hammer M., Champy J. (1996) "Reengineering the Corporation -A Manifestofor 
Business Revolution" 0 edition HarperCollins Inc. 

Handy L., Devine M., Heath L. (1996) "360-degree Feedback- Unguided Missile or 
Powerful Weapon? " Ashbridge Management Research Group, Berkhamsted 

Hanna V., Bums N. D., Blackhouse C. J. (2000) "Realigning organisational variables 
to support workplace behaviour. " International Journal of Operations & Production 
Management 20(12) ppl380-1391 

Hatch M. J., Schultz M. (200 1) "Are the Strategy Stars alignedfor Your Corporate 
Brand "Harvard Business Review Vol. 79 No. 2 pp 128-134 

Hayes H. R., Wheelwright G. S. (1984) "Restoring our Competitive Edge", Wiley, 
New York, USA 

Heracleous L. (1998) "Strategy Thinking or Strategy Planning? Long R. Planning 
Vol. 31 No3 pp443 - 450 

Hirschman, E. C. (1986) "Human inquiry in marketing research: philosophy, method 
and criteria7, Journal ofMarketing Research, Vol. 23 pp237-249 

Hudson M., Smart A., Bourne M. (2001) "Ibeory and practice in SME performance 
measurement systems. " International Journal of Operations & Production 
Management 21(8) pp 1096-1115 

Hronec S. M. (1993) "Vital Signs: Using Quality, Time and Cost Performance 
Measurements to Chart your Company's Future" Amacom, New York 

IBM (2003a) http: //w3. ibmconVannuahnecting/2003/ 

IBM (2203b) http: //w3. ibm. com/articles/scorecard/2003/lq/strategy/index. html 

Irizar Luxury Coach Builder (2001) www. irf=. com 

274 



Aesis References 

Isenberg D. J. (1987) "Tbe tactics of strategy opportunism7' Harvard Business Review 
Vol. 67 No. 3 pp92-97 

Kaplan R. S. (1983) Measuring Manufacturing Performance: a new Challenge for 
Managerial Account Research The Accounting Review Vol. 58 No4 pp686 - 705 

Kaplan R. S. (1984) "Yesterday's accounting undermines production. " Harvard 
Business Review July-August pp95 - 101 

Kaplan R. S. (1984) "The evolution of management accounting". The Accounting 
Review Vol. 59 No3 pp390 - 418 

Kaplan, R. S. (1986) "Ibe role of empirical research in management accounting", 
Accounting, Organization and Society, Vol. II No. 4-5 pp429-452 

Kaplan R. S. (1986) "Accounting lag: the obsolescence of cost accounting systems" 
California Management Review Vol. 18 No2 ppl74 - 199. 

Kaplan R. S., Norton D. P. (1996) "The Balanced Scorecard" Harvard Business 

. School Press. (322) 1 st edition. 

Kaplan R. S., Norton D. P. (200 1) "The Strategy-Focused Organization" Harvard 
Business School Press. (400) 1 st edition. 

Kaplan. R. S., Norton D. P. (2001) "The Strategy Focused Organization " Harvard 
Business School Press, Boston, MA 

Kasanen, E., Lukka, K., Sfitonen, A. (1993). "The Constructive Approach in 
Management Accounting Research"Journal ofManagementAccounting Research 
pp243-264 Fall 

Kaye M., Dyason M. D. (1998) "Harnessing human resources to achieve business 
excellence. " The TQMMagazine 10(5), 387-396 

Kennerley M., Neely A. (2002) "A framework of the factors affecting the evolution of 
performance measurement systems" International Journal of Operations & 
Production Management Vol 22 No. II pp 1222 - 1245 

Larson, J. R. (1984) "I'lie performance feedback process: a preliminary moder', 
Organisational Behaviour and Human Performance, Vol. 33, February, pp42 - 76. 

Latham G. P., Skarlicki D., Irvine D., Siegel, J. P. (1993) "The increased importance of 
Performance appraisals to employee effectiveness in organisational settings in North 
America", International Review of Industrial and Organisational Psychology, John 
Wiley and Sons, Ch. 8, pp87 - 133. 

Legge K. (1995) "Human Resource Management. - Rhetorics and Realities 
(Management, Work and Organisations)" MacMillan Business 

275 



Thesis References 

Lehaney B., Clarke, S. (1995). "A framework for research evaluation in management 
science. " International Journal ofEducation Management Vol. 9 No. 4 MCB 
University Press, 14-18 

Little D. Mendibil K (2001) "Lessons from the Basque Country" Manufacturing 
Engineer, IEE Vol. 80 Nol pp27 - 32 (publication of the year award winner) 

Little D., Mendibil K., MacBryde J. (200 1) "Reengineering Strategy Thinking: 
Applying Results to Measuring Teamwork Performance" What Really Matters in 
Operations Management, European Operations Management Association 8"' 
International Annual Conference, Bath June 3-5 pp 1046 - 1067 

Little D. (200 1) "Measuring People Performance using the EFQM Structure " British 
Academy of Management Conference 2001 Cardiff University 5 -7 September 
(Working Paper). 

Lindeman M., Sundvik L, Rouhiainen P. (1995) "Under- or Overestimation of SeffT 
Journal ofSocial Behaviour and Personality " Vol. 10 No I 

Lloyd B. (1994) "IBM: Decline or ResurrectionTManagement Decision Vol 32 No. 8 
PP5 - 10 

Longenecker C. O. (1997) "Why managerial performance appraisals are ineffective: 
cause and lessons. " Career Development International 2(5) MCB University Press, 
pp212-218 

Lucas E. (2000) "Coaching and the comfort zone" Professional Manager - Institute of 
Management Vol. 9 No 6 pp 10 - 12 

Lynch, R. L., Cross KE. (1995) "Measure Up! How to Measure Corporate 
Performance", Blackwell Publishing (243) 1 st Edition. 

Mabey C., Thomson A. (2000) "A survey of UK management development at the 
millennium ", Chartered Management Institute, December 

Magretta J. (2002) "Why Business Models Matter" Harvard Business Review, May 
pp86 - 92 

Malcolm Baldrige National Quality Award (2000) "Baldrige National Quality 
Program" www. quafity. nist. gov 

Martinez-Hernandez V. (2003). "Understanding Value Creation: The Value Matrix 
and the Value Cube". Published PhD Thesis, University of Strathclyde, Glasgow, UYL 

Maskell B. H. (1992) "Performance Measurementfor World Class Manufacturing: A 
Modelfor American Companies", Productivity Press, Boston MA 

Meyer M. W. (2003) "Rethinking Performance Measurement: Beyond the Balanced 
Scorecard" Cambridge University Press 

276 



Mesis References 

McAdam R., Bailie B. (2002) "Business performance measures and alignment impact 
on strategy The role of business improvement models" International Journal of 
Operations & Production Management 22(9) pp972 - 996 

McAdam R., O'Neill E. (1999). "Taking a critical perspective to the European 
Business Excellence Model using a balanced scorecard approach: a case study in the 
service sector. " Managing Service Quality Vol. 9 No3 pp 191-197 

McCarthy A. M., Garavan T. N. (200 1) "3 60-degree feedback process: performance, 
improvement and employee career development" Journal ofEuropean Industrial 
Training Vol. 25 No I pp5 - 32 

Megginson D., Whitaker V. (1998) "Cultivating Seý&Develqpment IPD London 

Medori D., Steeple D. (2000) "A Framework for Auditing and enhancing performance 
measurement systen&'International Journal of Operations & Production 
Management 20(5) pp520 - 533 

Meredith, J. (1998) "Building operation management theory through case and field 
researcif'.. Journal of Operations Management, Vol. 16, pp441-451 

Metcalfe B. (1996) Personnel Today October 15 

Miles, M. B., Huberman, A. M. (1984) "Qualitative data analysis: A sourcebook of 
New Methods, (l' edition) Sage, New York. 

Mintzberg H. (I 987a) "Crafting strategy" Harvard Business Review July-August pp66 
-75 

Mintzberg H. (I 987b) "The Strategy Concept 1: Five Ps for Strategy" California 
Management Review Vol. 27 No3 pp 11-24 

Mintzberg H. (1994) "The fall and rise of strategy planning" Harvard Business 
Review January- February pp 107 - 114 

Mintzberg H., Quinn J. B., Ghoshal S. (1998) "The Strategy Process" London: 
Prentice Hall 

Mintzberg H. (1999) "Strategy Safari " Simon & Schuster Inc. Prentice Hall Europe, 
Herefordshire 

Moad J. (2003) " The Blue Horizon7' e- Week The Enterprise Newsweekly Vol 20 No 
Ipp26 - 28 

Moon P. (1997) "Appraising your StafjT' Kogan Page Limited. (147) 2nd edition. 

Murphy K. K, Cleveland J. N. (1995) "Understanding Performance Appraisal: Social, 
Organisational and Goal-based Perspectives", Sage Publications, Thousand Oaks, 
CA. 

277 



lhesis References 

Neely, A., Wilson J. R. (1992) "Measuring product goal congruence: an exploratory 
study. " International Journal of Operations & Production Management 12(4) pp45 - 52 

Neely A., Mills J. (1993) "Manufacturing in the UK - Report on a Survey of 
Performance Measurement and Strategy Issues in UK Manufacturing Companies. " 
Manufacturing Engineering Group, London, June 

Neely A., Mills J., Platts K, Gregory M., Richards H. (1994) "Realizing Strategy 
through Measurement. " International Journal on Operations Management 14(3) 
ppl40-152 

Neely A., Gregory M., Platts Y, (1995) 'Terformance measurement systems design A 
literature review and research agenda. " International Journal of Operations & 
Production Management 15(4) pp80-116 

Neely A., Mills J., Gregory M., Richards H., Bourne M. (I 996a) "Creating a winning 
businessformuld". University of Cambridge. 

Neely A., Mills J., Gregory M., Richards H., Bourne A (I 996b) "Getting the 
measure ofyour business". University of Cambridge. 

Neely A., Richards H., Mills J., Platts K, Bourne M. (1997) "Designing performance 
measures: a structured approach. " International Journal of Operations & Production 
Management 17(11) pp 1131-1152 

Neely A. (1999) "Tbe performance measurement revolution: why now and what 
next. " International Journal of Operations & Production Management 19(2) pp205 - 
228 

Neely A., Miffs J., Platts YL, Richards H., Gregory M., Bourne M., Kennerley M. 
(2000) "Performance measurement system design: developing and testing a process- 
based approach. " International Journal of Operations & Production Management 
20(10) pp 1119 -1145 

Neely, A., Adams C. (2000) "Perspectives on performance: The Performance Prism". 
Cranfield School of Management - EPSRC sponsored grant number GR/K88637 

Nilsen D., Campbell D. P. (1993) "Self-observer rating discrepancies: once overrater, 
always an overrater"Human Resource Management Vol. 32 Nos. 213 pp265 - 282 

New Lanark Conservation Trust (2000) www. newlanark. org/kids/robertowen. htm 

Neuman W. L. (1994) "Social Research Methods ", Allyn and Bacon, Needham 
Heights 

O'Connor J. and Sernour J. (1994) 'Training with NEP - Skillsfor Managers, 
Trainers and Communicators", The Aquarian Press, CA, pp. 240 

278 



Yhesis References 

Olve N-G., Roy J., Wetter M. (2000) "Performance Drivers -A Practical Guide to 
using the Balanced Scorecard' I' edition John Wiley & sons Inc. 

OrlikowskL W. J., BaroudL J. J. (199 1) "Studying information technology in 
organisations: research approaches and assumptions", Information Systems Research, 
Vol. 2 No. 1 ppl-14 

Parker C. (2000) "Performance measurement. " Work Study 49(2) MCB University 
Press, 63-66 

Pedler M., Burgoyne J., Boydell T. (1986) "A Managers Guide to SeIr-Development" 
2'd edition McGraw-Hill, London 

Pedler M. (1988) "Self-development and work organisations" APPlYing Set& 
Development in Organisations Prentice Hall, London 

Phillips E. M., Pugh D. S. (2000) "How to get a PhD A handbookfor students and 
their supervisors" Yd edition Open University Press, Buckingham - Philadelphia 

Pitt D. J. (1999) "Improving performance through self-assessment" International 
Journal ofHealth Care Quality Assurance Vol. 12 No2 pp45 - 53 

Porter M. E., (1980) "Competitive Stratee'Free Press, New York, USA. 

Porter M. E., (1996) "What Is StrategyT'Harvard Business Review 
November/December pp6l- 78 

Prahalad C. K., Hamel G. (1990) "The Core Competence of the Corporation. " 
Harvard Business Review HBR, pp79 -9I. May/June 

Pritchard R. D., Roth P. L., Jones S. D., Roth P. G. (199 1) "Implementing feedback 
systems to enhance productivity: a practical guide" National Productivity Review 
Winter, pp57 - 67 

Remenyi D., W. B., Money A., Swartz E. (1998). "Doing Research in Business and 
Manqgement'ý Sage Publications I st edition. 

Richardson P. R., Taylor A. J., Gordon J. R. (1985) "A Strategic approach to evaluating 
manufacturing Performance" Interfaces, Vol. 15 No6 pp 15 - 27 

Roberts A. (1994) "Integrating Strategy with Performance Measures. " Management 
Development Review Vol. 7 No6 MCB University Press pp 13 - 15 

Rocst P. (1997) "The golden rules for implementing the balanced business scorecard" 
Information Management & Computer Security Vol-5 No 5 pp 163-165 

Sadler G. (2000) "Quality audit identifies BEST practice. " Professional Manager, 
pp34-36 

279 



Yhesis References 

Sahl R. J. (1990) "Design effective performance appraisals", Personnel Journal, 
Vol. 69, No. 3 pp53 - 60 

Schonberger R.. J. (1996) "World Class Manufacturing: The Next Decade "I "' edition 
Simon & Schuster Inc. 

Schuler R. S., Jackson S. E. (1987) "Linking Competitive Strategies with Human 
Resource Management Practices". The Academy ofManagement Executive 1(3) 
pp207-219 

Schuler R. S., Jackson S. E. (1999) "Strategic Human Resource Management: A 
Reader", Blackwell Publishing Ltd. Chapters 8,10 & 24, pp 143 -15 8; pp 178-190; 
pp463-482 

Schweiger I., Sumners G. E. (1994) "Optimizing the Value of Performance 
Appraisals", Managerial Auditing Journal, Vo. 19, No 8 pp3 -7 

Senge P. M. (1992) "The Fifth Discipline - The Art & Practice of The Learning 
Organisation" Currency Doubleday (423) 1" edition 

Spinks N., Wells B., Meche M. (1999) "Appraising the appraisals: computerized 
performance appraisal systems", Career Development International 4(2) pp94-1 00 

Shergold K., Reed D. M. (1996) "Striving for excellence: how self-assessment using 
the Business Excellence Model can result in all areas of the business activitiee' The 
TQMMagazine Vol. 8 No6 pp48 - 52 

Spencer E. (2003) "The New Blue Lou Gerstner saved Big Blue" BusinessWeek Mar 
17 http: //proquest. umi. com 

Stake R. E. (1995) "The Art Of Case Study Research ". Sage Publications (175) 1 st 
edition. 

Susman, G. I., Evered, R. D. (1978) " An assessment of the scientific merits of action 
research", Administrative Science Quarterly, Vol. 23 No. 4 pp 582-603 

Teare R. E., Costa J., Eccles G (1998) "Relating strategy, structure and performance. " 
Journal of Workplace Learning Vol. 10 No2 MCB University Press pp5 8- 75 

Telleria M. K, Little D., MacBryde J. (2002) "Managing Processes through 
teamwork! 'Business Process Management Journal Vol. 8 No4 pp338- 350 

To S. (2002) "A Review and Study ofPerformance Measurement Frameworks" MEng 
Dissertation 5h Year Report (56.503) University of Strathclyde, Glasgow 

Torrington D., Hall L. (199 1) "Personnel Management -A New Approach", Prentice- 
Hall International, UK, pp480 - 481 

LJK Equal Opportunities Act. (2002) http: //www. dti. gov. uk/er/ 

280 



Thesis References 

US Equal Employment opportunity Commission (2002) http: //eeoc. gov/ 

Voss, C., Tsikriktsis, N., Frohlich, M. (2002) "Case Research in Operations 
Management. " International journal ofProduction Management Vol. 22 No. 2 ppl95- 
219 

Waldman D. A., Avolio B. J. (1986) "A meta-analysis of age differences in job 
performance", Journal ofApplied Psychology, Vol. 71 pp333 -8 

Walker K. B. (1996) "Corporate performance reporting revisited - the balanced 
scorecard and dynamic management reporting" Industrial Management & Data 
Systems, Vol. 24 No3 pp24 - 30 

Wayne S. J., Ferris G. R. (1990) "Influence tactic affect, and exchange quality in 
supervisor-subordinate interactions: a laboratory and field study". Journal ofApplied 
Psychology, Vol. 75 pp487 - 99 

Weightman J. (1996) "Managing People in the Health Service. " Institute ofPersonnel 
andDevelopment 

Weise D. S, Buckley R. M. (1998) "The Evolution of the performance appraisal 
process. " Journal ofManagement History 4(3) MCB University Press, pp233-249 

Wheelwright C. S. (1984) "Manufacturing Strategy: defining the Missing Link", 
Strategy Management Journal Vol. 5 pp6 - 20 

Witcher B., Butterworth R. (1999) "Hoshin Kanri: An annotated Bibliograph)P 
http: //mvajo. sys. uea. ac. uk/people/bw. htm 

Williams J. R., Levy P. E. (1992) "The effects of perceived system knowledge on the 
agreement between self-ratings and supervisor ratings" Personnel Psychology Vol. 45 
No4 pp835 - 847 

Wilson J. P, Western. S. (2000) "Performance appraisal: an obstacle to training and 
development. " Career Development International 6(2) MCB University Press, pp93- 
99 

Wong S. (1997) "Making an Investment in People", Quality World, October pp848 - 
849 

Wood S. (1996) "High commitment management and unionisation in the UK' 
International Journal ofHuman Resource Management Vol. 23 No2 pp23 - 35 

Wren D. A. (1994) "The Evolution of Management Thought", John Wiley & Sons, 
Inc., New York 

Wynne B. (1997) "Performance Appraisal", FT Pitman Publishing. I st edition 

Yin PLK (1994) "Case Study Research: Design and Methods" Sage Publications 
(171) 2nd edition 

281 



Thesis References 

Zairi M. (1994) "Measuring Performancefor Business Results" Chapman & HaU, 
London 

Zigon J. (1998) "Measuring the Hard Stuff. Teams and Other Hard-to-Measure 
Work" http: //zigonperfcom/hudstuff. htm: Zigon Performance Group 22 

282 



Aesis References 

Selected Bibliography 

Argyris, C. (1999) "On Organizational Learning". BlackweU Business. (464). 2nd 
edition. 

Baker M., Barker. M., Thorne J., Dutnell M. (1997) "Leveraging Human Capital. " 
The Journal ofKnowledge Management 1 (1) pp63 -73 September 

Becker B. E.; Huselid M. A.; Ulrich D. (2001) "The HR Scorecard Linking PEOPLE, 
STRATEGY, and PERFORAIANCE'. Harvard Business School Press. I st edition. 

Banerjee S. K. (2000) "Developing manufacturing management strategies: Influence 
of technology and other issues. " International Journal ofProduction Economics" 
(64) Elsevier, 79-90 

Beech N., Crane. 0. (1999) "High performance teams and a climate of community. " 
Team Performance Management 5(3) pp87-102 

Bernhard W. (1996) "Personality-Type Based Simulation Education" Secondary 
"Personality-Type Based Simulation Education", Budapest University of Economic 
Sciences 

Bowerman J., Collins. G. (1999) "The Coaching Network -A different approach to 
real-time learning. " CPD Journal 2 pp93 -99 

Cacioppe, R. (1999) "Using team - individual reward and recognition strategies to 
drive organizational success. " Leadership & Organization Development Journal 
20(6), pp322-331 

Cacioppe R. (1999) "Creating spirit at work: re-visioning organization development 
and leadership - part 11. " Leadership and Organization Development Journal 21(2) 
PPI 10-119 

Checkland, P. (1981) "Systems Thinking Systems Practice". John Wylie &Sons. (330) 
I st edition 

Collins J. (2001). "Level 5 Leadership. " HBR 79(l) pp67-76. January 

Dakin S., Nilakant. V., Jensen R. (1994) "The Role of Personality Testing in 
Managerial Selection. " Journal ofManagerial Psychology 9(5) 3-11 

Drucker Foundation. (1997) "The Organization ofthe Future". Jossey-Bass 
Publishers. (3 97) 1 st edition. 

Edgeman R. L. (1998) "Principled-centered leadership and core value deployment. " 
The TQMMagazine 10(3), pp190-193 

Eysenck M. W. (1993) "Principles of Cognitive Psychology" Taylor & Francis Ltd., 
V edition. 

283 



Thesis References 

Gilgeous V., Gilgeous. M. (1999) "A Framework for manufacturing excellence. " 
Integrated Manufacturing System I 0(l) pp33-44 

Gilgeous V. (2000) "The Strategic Role of Manufacturing. " International Journal of 
Production Research 39(6) Taylor & Francis Ltd., 1257-1287 

Goleman D. (1999) "What makes a LeaderT'IEEE Engineering Management Review 
27(l) IEER, 4-1 I. Spring 

Gross FL, Mcllveen R. (1997) "Cognitive Psychology" Hodder & Soughton, I" 
edition. 

Huber, G. P., Power D. J. (1985) "Retrospective Reports of Strategic-Level Managers: 
Guidelines for Increasing their Accuracy. " Strategy Management Journal 6, pp 17 1- 
180 
Johnson H. T., Kaplan R. S. (1987) "Relevance Lost-The rise and Fall ofManagement 
Accounting" Harvard Business School Press, Boston, M. A. 

Kolay, M. K., Sahu K. C. (1995) 'Terfonimce measurement as a surrogate value of 
organizational human resource. " IJOPM 15(5) pp4O-59 

LeSaint-Grant F. (1992) "Performance Evaluation: all the answers. " Management 
Accounting, pp42-46 

Mutchler A. M. (1998) "The use of the Myers-Briggs Type Indicator and Team 
Management Systems in Teams" Center for the Study of Work Teams University of 
North Texas 1-9 

Murray R. (2002) "How to write a thesis " Open University Press, I" edition. 

Nicholson A., C. L. (2000). "Developing successful employees: perceptions of 
industry leaders and academics. " Education and Training 42(6) pp366-371 

Osterloh M., Frey B. S. (1998) "Does Pay for Performance really motivate 
Employeee' Performance Measurement - Theory and Practice. Centrefor Business 
Performance, University of Cambridge, pp357-363. 

Peters T. (1997) The Circle of Innovation: You Can't Shrink Your Way to Greatness 
London, Hodder & Stoughton 

Pfeffer J. Veiga J. F. (1999) "Putting People First for Organizational Success. " IEEE 
Engineering Management Review 27(3) IEEE, pp4l-44. Fall 

Rappaport, A. (1999) "New Thinking on How to Link Executive Pay with 
Performance. " HBR, pp9l-101. 

Telleria Mendibil K, MacBryde. J. C., Bititci U. S. (2001)"Facilitating Team 
Performance Management". New Directions in Organizational Performance 
Conference, Newcastle. 

284 



7hesis References 

Tranfield D., Parry. I., Wilson S., Smith S., Foster M. (1998) "Teamwork 
organizational engineering: getting the most out of tearnworking. " Management 
Decision 36(6) pp378-384 

Vargas, G., Cardenas L. (1999) ""Hard" practices, "Soft" practices and business 
management in manufacturing firms: how cffective are theyT'Managing Operations 
Networks. EurOMA, pp629-635 

Zairi M. (1999) "Managing excellence: Leadership. " The TQM Magazine 11 (4), 
pp215-220 

Zobal C. (1998) "rhe "ideal" team compensation system - an overview: Part L" Team 
Performance Management 4(5) pp235-249 

Zobal C. (1999) "The "ideal" team compensation system - an overview. Part 2. " Team 
Performance Management 5(l) pp23-45 

285 



Case Study. 4ppendices 

APPENDICES 

Appendix I Analysis of Strategy & Performance Measurement Systems 

Appendix 2 Research Study outline Diagram 

Appendix 3 Company Interview Results 

Appendix 4 Postal Questionnaire 

Appendix 5 Interview Questionnaire 



Case Study Appendices 

Appendix 1 

Strategy & Performance Measurement Systems 

1. Balanced Scorecard 
2. Cambridge Model (Strategy & Performance Measures) 
3. Determinants & Results Framework 
4. Dixon's Performance Measurement Questionnaires 
5. EFQM Business Excellence Model 
6. Hoshin Kanri 
7. Investors in People (HP) 
8. Integrated Performance Measurement System (IPMS) Model 
9. Malcolm Baldrige National Quality Award (US) 
10. Performance Prism 
11. SMART System 
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Balanced Scorecard 

The Balanced Scorecard is the most popular model of the new performance 
measurement systems (Neely et al 1995). The structure of the Balanced Scorecard is 
illustrated in the figure below. 
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d. o do-we'l. ook 
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*How do the -Return on sales 

-customers "a 
Sales growth Outuattle 

-us? 
Walue addectlemployee, yll-_ý,, * 

*What must we excel at? 

ir Perspectiv Internal Process 
r satisfaction 

I: 

P*rspoctive 

I 

C On-time deMOryrMM 
Sales from new 63upplienll 

: products 100, : Cosi bf. fk nforman 
_S' 

On. -time delivery 
"'man 

Lead tlme*r; ei on] 

40 
. Innovation & Learninl; : 
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-on time *Can we continue to 
-Trahng plans *Improve and create 
-completed walue? 
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Adapted from: Bourne ef at (2000) 

The Balanced Scorecard -four perspectives 

The Balanced Scorecard performance measures identification starts from a vision and 
business strategy with the business strategy translated into four objectives and 
measures perspectives: financial, customers, internal business process, learning, and 
growth. The financial objectives serve as a focus for the objectives and measures in all 
the other scorecard perspectives. Every measure selected should be part of a link of a 
cause-and-effect relationship that culminates in improving financial performance. 

The financial objectives are translated into customer objectives. In this perspective, 
the company identifies the customer and market segments in which it has chosen to 

compete. The generic measures of customer perspective are customer satisfaction, 
customer acquisition, customer retention, and market share and customer profitability. 
In the internal business process perspective, managers identify the most critical 
process for achieving customer and financial objectives. 

Kaplan and Norton (1996) provided the generic value-chain model, which consists of 
three principal business processes: innovation, operation and post-sale service. This 
generic value- chain can be used as a guideline for identifying internal business 
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processes. The final perspective of the Balanced Scorecard develops objectives and 
measures to drive leaming and growth of the organisations. This perspective will 
sustain the long running survival of the company. 

The balanced scorecard is essentially designed to provides a framework for 
identifying key areas where performance needs to be measured, communicate strategy 
and promote learning However, the scorecard does not tell us how to measure 

Performance and provides no mechanism for maintaining the relevance of defined 

measures (Hudson et al 2001; Walker 1996) making execution of strategy 

problematic. Kaplan et al (2001) realised that these issues were a disadvantage in the 

original work and to address these they created "Iffie Strategy-Focused Organizatiorf' 

which addresses some of the issues and provides a path for deployment to the 
individual. 

One argument that has been found especiaUy in the US where the balanced scorecard. 
has been adopted extensively is that it does not solve the underlying problems of 

performance measurement and may exacerbate them because it provides no guidance 

as to how to combine dissimilar measures into an overall appraisal of performance 
(Meyer 2003). 

7 
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Cambridge Performance Measurement Process 

Is the second of' the more popular acadernic firarneworks which was developed fly 

Prof Andy Neely and his fellow researchers felt that very little attention has hccn 

devoted to the question of how various frameworks, such as the Balanced Scoreclrd. 

can be populated i. e. how managers can decide specifically which mcaSUrcs to adopt. 
The research they initiated was aimed to address the IbIlowing questions: 
I- Can a detailed process for designing a performance measurement system be 

specified, and if so: 
2. What would that process involve? 

Following an extensive literature review on perl'ormance measurement. the 

researchers developed a framework, which identifies the desirable characteristics ot'Ll 

performance measurement system design and development process. This I'mmework 

provided guidelines that helped them to develop a process-based apprwich to PMS 

design. In the end, they developed what now known as the Cambridge model. The 

structure of the Cambridge model is given below by figure below. 

Part I 
(frouping Product. ý 

Pa r 12 
Agreeing busines. v 
oýjeclive. % 

Parl 3 
Aýzrevitjýz performatice 
in c as ur es fi) rIhc 
business objectivc. % 

-V------- Is 
Parl 4 
Alapping performance 
measures and aclivitie. ý 

Parl 5 
Evaluating Options 

vi hich ol fliese are Par/ S 
cL Implein eptlai i, m 

Parl 0 oniýom. v 

Agreeing perforinam c 

measuresfi)r Ilic AcY 
activities 

Source: Neely ef a/ (1996) 

Cambridge model of*performance measurement sYstem 
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Unlike the Balanced Scorecard, the Cambridge Model does not derive its business 

strategy as the starting point, but uses product groups as a basis for ident ificat loll of' 

performance measures. Products are grouped and based on: 

o sales as a percentage oftotal sales. 

contribution as a percentage of total contribution. 

market share, ranking/number of competitor. 

e sales growth, 

o market growth/life cycle stage. 

The business obýjectives of each product group are agreed and their related 

perl'ormance measures and key activities are then identified. For each performance 

measure used, the model provides a PM record sheet to describe the measure as 

depicted in Figure below. 

Performance Measure Record Sheet 

Title 
Purpose: 
Relates to: 
Ta rget: 
Formula: 
Frequency of measurement* 
Frequency of review 
Who measures: 
Source of data: 
Who own the measures: 
What do they do: 
Who acts on the clataý 
Notes arid comments- 

Source: Neel) et al (I I)')(, 

Perf6rmance measure record sheet 

Since the model provides a framework, the design process l'ollows a logical and 

structured methodology that makes it accessible to potential users. In addition, file 

model Ibcuscs on the flow of the process and does not describe it in exhaustive dctall. 

Only the appropriate tools and techniques that need to be employed at each stage are 
described, making it much more user ftiendly. 

Perhaps the most distinguishing týature ofthis approach, which sets it apart from all 

the other frameworks out there. is that it actually provides a step-by-step guide to 
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designing measurement systems. Neely el a/ (1995) Point Out that writing abollt 

perlbirmance measurement to date has been Iýr too superficial, in that it ignores tile 

complexity involved in the actual design of measurement systems. Involvement in tile 

process is necessary as it helps with the understanding of the periormance system. 

making 'buy-in'and therefore support lbr the system less difficult. 

The model does not seem to consider the external monitor. Monitoring ofexternal 

position of the organisation against competitors is vital 1br identilýing the 

development needs ofthe business. It also does not seem to recognise diflýrcllt levels 

of' organisation. or have a clear deployment procedure making it dlffiCUlt lior the 

individual or team to directly benefit from its structure. Overall, the Cambridge model 

is a robust PMS design process, which can produce a balanced set ofmeasures aligned 

to the organisation's objectives, hence making the company's strategy explicit 

(Hudson el al (2002). 
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Results and Determinants Model 

Fitzgerald et al (1991) determined that service companies have four U111LILIC 

characteristics that distinguish them from manufacturing companies. and these arc: 

* Simultaneity - This is where customers can see the entire "manu fact uring" 

process because the production and consumption of' many scrviccs are 

simultaneous i. e. when receiving dental treatment the customer has to bc thcre 

during the treatment process and will see everything that is happening. Thcrd'ore. 

many services cannot be counted, measured, inspected. tested or verilicd in 

advance of sale for subsequent delivery to the customer. 

" Perishability - This basically means that services cannot be stored. This 

perishability removes the buffer frequently used in manullicturing companies to 

cope with fluctuations in demand. 

" Heterogeneity - The standard of service may vary it' the service company has 11 

high labour content, resulting in heterogeneous service outputs. I fence, it will 

difficult to achieve consistent quality from the same worker day aficr day and to 

get comparability between employees. 

" Intangibility - Most services unlike manufacturing outputs are intangible. I lericc, 

ldentflýing what the customer values ftom the complex inix of tangible goods in(] 

intangible services is difficult. 

These four characteristics create problems fior performance measurement and 

evaluation in terms ot'identifying what to measure, and in particular vihen and hou- to 

measure performance. Fitzgerald el al (1991) recognises that the narrow confines of' 

traditional performance measures based on accounting data does not serve the service 

sector well at all. Like many others, they believe a more balanced view that takes into 

account the complexity ol'the service sector is needed. This is particularlý true todaý 

as we now live in a service-orientated world (Fitzgerald and Moon 1996). 

Fitzgerald ef a/ (1991) developed after a two-year research study of' per to rrna lice 

measurement in the service sector the Results & Determinants matrix. Similar to (fie 

Balanced Scorecard, this model suggests other specific areas that should be nicasured 
in order to obtain a balanced picture. However, whereas Kaplan and Norton focuses 

on four dimensions, Fitzgerald proposed that service business perlim-mance should be 

L 
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measured over six generic performance dimensions. Thc six dimensions of' the 

determinants and results framework are: 
I- Competitiveness 

2. Financial performance 
3. Quality of service 
4. Flexibility 

5. Resource utilisation 
6. Innovation 

Resultv 

Dimensions of Performance I Types of Measures 

2. Financial performance 

" Relative market share & position 
" Sales growth 
" Measures of the customer base 

" Profitability 
" Liquidity 
" Capital structure 
" Market ratios 

3. Quality of service 0 Reliability 
0 Responsiveness 
0 Aesthetics/appearance 
* Clean liness/tidiness 

Determinants 0 Corn fort 
0 Friendliness 
0 Communication 
0 Courtesy 
0 Competence 
0 Access 
e Availability 
0 Security 

4. Flexibility 0 Volume flexibility 
0 Delivery speed flexibility 
0 Specification flexibility 

5. Resource utilisation 41 Productivity 
0 1: 111ciency 

6. Innovation 0 Performance ofinnovation process 
* Pertbi-mance of- individual innovations, 

-itzgerald e1a/(1991 S Source: I 

Results & Determinants Matrix 

The framework is essentially based on the premise that there are two basic types of 

peribi-mance measure in any organisation. The first type of' performance measure 

relates to results i. e. competitiveness, financial peribrinancc. These reflect the success 

ofthe chosen strategy. The second type focuses Oil the ilelerminallis of tile results Le. 
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quality, flexibility, resource utilisation and innovation. These measures determine 

competitive success. The advantage ofthis distinction is that it highlights the fact that 

the results obtained are a function of past business performance with regard to specific 

determinants. That is, results are lagging indicators and determinants are leading 

indicators. 

Another benefit of this model is that it distinguishes the mix and importance of 

measures will depend on business and marketing strategies ofthe organisation. I fence. 

the framework is very flexible and can be used to create a system, which focuses on 

key features that are critical to difterent organisations. Ifthe delivery ofa high quality 

service is what is most important for the company. then quality measures should 

dominate the perl'ormance measures. However, if lowest cost of service when 

compared with competitors is the key strategic variable, then tight management of 

budgets will be a key feature of the control system. 

As with any measurement system is there is a tendency to measure what is easy to 

measure, rather than what is relevant for driving the business forward. This can be 

especially prominent in the service sector because the intangibility of' the service 

process makes it difficult to identify what the customer values. Furthermore, it is 

actually quite difficult to measure the four dimensions ol'quality. flexibility. resource 

utilisation and innovation. So although dimensions other than financial are being 

looked at, the difficulty of- measuring them may mean that people will Just measure 

what is easy to measure i. e. the financial measures. 

Hudson el al (2001) concluded that a fatal flaw in the matrix is it does not include 

customers or human resources as dimensions of peribi-mance and thercibre cannot 

provide the truly balanced view of performance. it also Uls to provide a sound 

deployment process to include the individual. concentrating on the business measures. 
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Dixon's Performance Measurement Questionnaires 

In 1980s manufacturing environment underwent I'Lindaniental changes. These cli, 111ges 

affected three interconnected areas - strategy, actions and measures. Dixon el (11 
(1990) argued that in the current context, strategy, actions and measures arc 
interconnected. Actions are required to support strategy. Traditionally, strategy is 

always assumed to come first and then the required actions. Dixon el al ( 1990) 

considered that actions also lead to changes in strategy. Actions as a result of' 
improvement programmes place a business in a better position to gain new 

Competitive advantage Resulting in strategy can be changed to optimally exploit this 

new competitive advantage. 

Finally, measures must support the strategy and actions. Different strategies require 

different actions, which necessitate diMrent measures. The results ofactions will be 

reflected in performance measurement data and these may lead to changes in strategy. 

The figure below indicates the interconnected relations between strategy. actions and 

measures'? 

Strategy 

Actions Measure 

Siource: Dixon ef a/ ( 1990) 

Questionnaire interconnections 

Dixon el al (1990) went on to develop the Performance Measurement Quest lonnalre 
during the late 1980s and early 1990s. Surprisingly, the Peribrniance Measurement 

Questionnaire is not actually a specific set of' questions but rather it is a process. It 

provides a fiýamework to assist an organisation to create and maintain stratcgic 

alignment within a balanced view of stakeholder needs that the organisation has 

determined independently. In addition, it also tackles an array of issues related to 
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changing a performance measurement system. The process developed into 16LIr sets of' 

questionnaires, which could be used to design perlbrmance measurement systems. 
The questionnaires were constructed based on the strategy, actions and nicasurcs 
interconnection concepts. The objective(s) of each questionnaire is indicated in the 

table below. 

Questionnaire Objective(s) 
To gather data on: 

Questionnaire I the management level and manufacturing affiliation of thc respondents in 
order to examine the degree of consensus among managerial levels and 
functional areas. 
To gather data on: 
the relative degree of the importance of improvement areas. 
to what extent current performance measures support or inhibit the 
improvement in that area. 

Questionnaire 11 The model provides 24 items of generic improvement areas. 

To gather data on: 
the degree of importance of achieving excellence in performance factors or 
measures for the long running survival of the company, 

Questionnaires III the company's current emphasis on performance measures. 
To gather data on: 

Questionnaires IV the most important measures against which respondents' individual 
performance should be judged. 

Objectives of each Questionnaire 

Adspled from: Dixon il at (19911) 

The Performance Measurement Questionnaire is a simple generic survey instrument 

designed to help an organisation to: 

* articulate its improvement needs 
determine the extent to which its existing measurement systems support those 

needs 

0 establish an agenda for ehanging the measures so they better support improvement 

The Pertbrynance Measurement Questionnaire is a very etkctive alignment tool 
because: 

0 it reveals the degree to which respondents share a single vision ol'the strategy and 

its improvement priorities and 
it reveals to what degree the performance measurement system supports tlizit 

vision and those priorities. 

/ C) 
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It also allows organisations to see: 

" what managers think is strategically important 

" what managers think needs to be improved in order to execute the strategy? 

" which performance measures are obsolete, missing or misunderstood; 

" how much agreement exists within the organisation about (lie above. 

Performance Measurement Questionnaire analysis is typically based on the responses 
from a large cross-section of a company's management personnel. Both diflerent 

management levels and different functional groups are represented. 

Data once collected through the questionnaires can then be interpreted using several 

analytical methods. The benefit of this is these methods can reveal where tile 

company's measurement system reflects outdated priorities also areas that are 

important but no longer improvement-orientated. The analysis will also reveal the 

extent to which the system supports and encourages improvement on new or current 

strategic priorities. 

Similar to the Balanced Scorecard, this model is designed to represent a balanced 

view. However, while the Balanced Scorecard ignores the other stakeholder in the 

business, this approach does take account of other stakeholder needs in the 

organisation. 

Overall, Dixon's Performance Measurement Questionnaires is a simple but powerful 

audit methodology fior assisting in the process of' developing and maintaining 

alignment among an organisation's actions, performance measures and strategy. 

However, as the approach consists of several diflýrcnt tools it is potentially 

complicated to understand and use. Medori (1998) stated that the tool fails to provide 

an explicit process for developing a pertbrmance measurement system and does not 
take into account the human resource dimension. 

I(I 
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EFQM Business Excellence Model/Malcolm Baldrige NQA 

The Business Excellence Model and the M13NQA arc wide-ranging and popular 

measurement frameworks The models are based on the premises that customer 

satisfaction, people (employee) satisfaction and impact on society arc achieved 

through leadership driving policy and strategy. people management, resources aild 

processes, leading ultimately to excellence in business results. 

A set of fundamental concepts underpin the Business Excellence Model and the 

MBNQA and these are, 

" Results orientation - excellence depends on balancing and satisfying the needs of 

all relevant stakeholders. 

" Customer focus - the customer is the final arbiter of product and service quality. 

" Leadership and constancy of purpose - the behaviour of an organisation's leaders 

creates a clarity and unity of purpose within the organisation. 

" Management by process and facts - organisations perform more ellýctively when 

all inter-related activities are understood and systematically managed, and 

decisions and planned improvements are made using reliable intiorination that 

includes stakeholder perceptions. 

" People development and involvement - the full potential of' an orginisation's 

people is best released through shared values and a culture of' trust and 

empowerment, which encourages the involvement of everyone. 

" Continuous learning, innovation and improvement - organisational performance is 

maximised when it is based on the management and sharing ol'knowledge Within 

a culture of continuous learning. innovation and improvement. 

" Partnership development - an organisation works more efficiently when it has 

mutually beneficial relationships, built on trust, sharing knowledge and integration 

with its partners 

" Public responsibility - adopting an ethical approach and exceeding tile 

expectations and regulations of the community at large best serve the long-term 

interests ofthe organisation and its people 

The Business Excellence Model is a non-prescripliveftameivork outlined by nine 
dillerent criteria. It consists of two distinct subsets ol'perl'Ormance Iktors, broadly 

12 
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classified as Enablers and Results. The structure of the model is shown below in the 

figure below. 

People People Results 
9% 9% 

Kev 
Leadership 

Policy & Processes Customer Remits Perforiýance 
10% Strategy 20% Results 

8% 14% 15% 

Partnership & 
3 Society Result 

Resources 6% 
9% 

The EFQM Business Ercellence Model - systems perspective 

Source: EFQM (1999) 

The 'enabler criteria' of the model are concerned with how the organisation 

approaches business excellence. The 'result criteria' of the model are concerned with 

what the organisation has achieved and is achieving. 

The Malcolm Baldrige National quality Award is simflar to the EFQM but differs by 

having seven criteria. It consists of two subsets of performance factors, broadly 

classified as Enablers and Results. The structure of the model is shown below in 

figure 2.11 The MBNQA - systems perspective. 

Customer and Market Focused 
Strategy and Action Plans 

Strategic Hum n Resource 
Planning Focus 

7 

Leadership 
Business 
Results 

3 
Customer and 
Market Focus t 

4 
Information and Analysis 

The MBNQA -systems perspective 

Source: BNQP (2000) 
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Both models can be used by organisations in many ways, as the models are 
frameworks used primarily as a self-assessment benchmarking tool. One of the major 
benefits of conducting self-assessment is that it forces organisations to define a 
balanced range of performance measures (Kaye and Dyason 1998; Garvin 1991). 

Some of the other benefits from self-assessment include: 

* Identifies an organisation's strengths and areas for improvement. 

9 Provides a structured, fact-based approach to identifying and assessing an 

organisation and measuring progress regularly. 

9 Creates a common language and framework for managing and improving an 

organisation. 

* Involves people at all levels (and potentially outside) of an organisation in all units 

in process improvement. 

Identifies and allows the sharing of "good or best practice" within an organisation. 

Facilitates comparisons with other organisations of a similar or diverse nature, 

using a set of criteria that is widely accepted across the world. 

* Improves the development of strategic business planning. 

The Business Excellence Model also assists in comparisons and benchmarking 

activity. Organisations can compare their self-assessment scores and this can help in 

improving the value-chain if used with supplier or partners. The model can also be 

used as a basis for surveys involving customers, suppliers, partners or employees. 
occasionally companies might use the framework for their performance measurement 

system. 

While this model is indeed comprehensive, taking account of the external 

environment beyond the direct customers of the business, and it also includes other 

stakeholders in the business, such as employees, suppliers etc., (something which the 

Balanced Scorecard does not do). It can be argued that it is complex since it has nine 
dimensions to the scorecards four. Therefore, the model would be difficult to 

operationalise. Furthermore, it is similar to the Results and Determinants framework, 

some of the dimensions are difficult to measure with any degree of accuracy, such as 
leadership and policy and strategy. The MBNQA has similar advantages and 
disadvantages. 

14- 
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Hoshin Kanri 

The failure to link the achievement of top management with daily management at an 
operational level is suggested to be a major cause of loss of momentum in change 

management. Hoshin Kanri (translatable as policy management) provides a planning, 
implementation and review process for managed change (Witcher and Butterworth 
1999). The process has been developed over twenty years in Japanese companies and 
has been use in a small number of Western companies, such as Hewlett-Packard and 
Xerox. Unfortunately, the phenomenon is wholly absent from strategic management 
literature, even though the thinking in this area now puts more emphasis on the 

strategy process and its implementation (Mintzberg et al 1998). 

Hoshin Kanri means policy management, and its practice is not specific to any 

particular sector. It is an approach used by management to manage annual strategy, 
and has four parts to the model. 

Top management formulates a vital few strategy priorities 
These strategies priorities are translated into action plans for the coming year by 

other management and grass roots employees 

9 Routine daily management when plans are managed at an operational. level 

0 An examination of policy and strategy in an organisation-wide review of 
perfornmce 

This order of things is not unique to Hoshin Kanri's brand of strategy management. 
Good practice strategy management involves: 

" Top management to focus the organisation on those areas that are vital 

" Align local strategy with company-wide priorities across the whole organisation 
Individuals and teams working in a way that ensures progress, where strategy is 

fully integrated into daily work. This is where strategy fails as related activities 
are crowded out by short-term expediency 
Top management to review what has been achieved, which is important if 

management is to learn from experience. Feedback will ensure future strategy 
formulation and management 

Ir 
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To summarise the Hoshin Kanri model Witcher and Butterworth (1999) highlighted 

that the good practice strategy management does four things and these are represented 
in the foflowing figure. 

Vital Few Strategy Priorities 

Annual Audit Annual Planning 
I 

VIE IALIGNNCNT 

TEGRATIO 

Daily Management 

Source: Witcher & Buttervmrth (1999) 

FAIR Model of Strategy Management 

The unique nature of Hoshin Kanri fies in Total Quality Management-based form of 

strategy management where the PCDA (Deming) cycle is applied (Cowley & Domb 

(1997). Another area that is unique is the top down and bottoms up approach to 

management and this is particularly powerful through the iterative communication 

process called catchball (named after a child's game of throwing a ball back and 
forth). Thus, the managers and their teams pass around suggestions and possibilities to 

agree how to align plans, taking into account those things they expect to do anyway. 
This process when coming to the end of the catchball period, units, teams and 

sometimes individuals, as part of their appraisal process, drew up activity plans for the 

year ahead. 

To make the process works the management team are required to take a long and 
short-term view of their environment. The process is rather involved and complex to 
install and maintain and fails to show a relation between levels clearly. 

16 
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Investors in People 

The Investors in People award while not a prescriptive strategy model as previously 
discussed it is closely linked to the EFQM framework and while it does not create an 
implementation plan for strategy or performance measures it relies on these concepts 
being in place for those individuals to achieve the goals that the model seeks to 

promote. Bell et al (2002) comments that the Investors in People standard encourages 

managers to achieve a base level of good practice in people management, which 

should be achievable in any organisation. It provides a framework for the introduction 

and dissemination of 'best' practice in key operational areas of human resource 

management. The standard is based on organisational. diagnosis and development 

using pre-established criteria that enables managers to benchmark their current 

employee training and development practices. 

Recognition as an Investor in People is based on assessment against a series of 12 

indicators, which reflect the four main principles that define the standard and these 

are, 'commitment', 'planning', 'action' and 'evaluation'. To gain recognition, 

managers must provide evidence of action against 33 fields, covering areas such as 
induction, business planning and development review, in the form of a documentary 

portfolio to demonstrate that the assessment criteria has been met. Evaluation, in order 
to judge whether the organisation meets the standard is conducted by external 

assessors on an annual or three-yearly basis. 

Chapman (1994) listed a number of benefits that came with achieving the standard, 

above average business performance, improved quality, less waste, rework and rejects 
leading to increased sales and market share, all of which lead to higher profitability. 
Wong (1997) expressed that liP brought other benefits, which could be divided 

between employees, the organisation and its customers. Bringing benefits for 

employees in job satisfaction, and recognition coupled with skill and career 
development opportunities as well as pride in belonging to a successful organisation. 

The drawback with this standard is organisation can use the minimum effort to 

achieve the recognition and not place the effort in maintaining the emphasis of good 
Practice, resulting in the "plaque on the wall" syndrome (Bell et al 2002; Douglas et 
al 1999). 

/Y 
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Integrated Performance Measurement System (IPMS) 

The Integrated Performance Measurement System QPMS) is a Performance 

Measurement reference model that describes the structure and constituent parts of an 

organisations performance measurement system. It also contains an audit 
methodology, the only framework that allows both aspects to be conducted. This can 
be valuable when required to assess the robustness and integrity of perforniance 

measurement systems used within manufacturing industries, which this was originaUy 
designed for. Bititci el al (2000) developed the IPMS model from the viable systems 
theory as prescribed by Beer (1985) and the CIM-OSA business process architecture 
formulated by the ESPRIT Consortium ANUCE (1991). The structure of the model is 

shown in the figure below. 

The Business 
I 

EzI.. W bl. *- ::: -- 
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BusinessUnits 

B.. W- tWMCh-ifk&dmkROXA/ROI Tat% 

:-... Sbdbidm 

x2laud MdLw 
Business Processes 

r-- 
: ::: 

: Obj. IIM 

M. ý C 

: 71 

Activities 

Sym- Chuoksom 

Source: Bititcl del (1997) 
Integrated Performance Measurement System Model 

At each level of the business, the model requires the organisation to: 

9 recognisc and understand its stakeholder requirements, 

externally monitor its position against competitors and world class performance to 
identify the development needs of the business, 
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e set objectives based on implications and criticality of the development needs 
together with appropriate targets and time scales, 
define, report, monitor and review these objectives through a performance 

measures report. 
deploy the objectives to the lower organisatiorial levels 

This model covers broad aspects of performance measurement, which includes: 

Consideration of external factors 

Resource bargaining interaction between factors 

Objective deployment 

Characteristics of performance measures 
Strategy development 

Criticality of performance measures 

The Integrated Performance Measurement System methodology (Bititci et al 1997) 

covers much of the criteria required for a comprehensive performance measurement 

system. However, the methodology fails to provide a structured process that specifies 

objectives and timescales for development and its implementation (Hudson et al 
(2001). 

Iq 
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The Performance Prism 
The Performance Prism is a relatively new and sophisticated performance 
measurement framework that distinguishes itself from most of the previous 
frameworks reviewed, because it is explicitly a multi-stakeholder and multi-level 
approach. 

The performance Prism starts with the premise that performance measures should be 
derived from the needs of stakeholders as opposed to the traditional thinking of 
strategy. The argument is that organisations can only exist if they satisfy their various 
stakeholders' wants and needs, so these requirements should be the starting point for 
developing a performance measurement system. 

The performance prism has five facets (the top and bottom facets arc stakeholder 
satisfaction and stakeholder contribution). The three side facets arc strategy, processes 
and capabilities, see figure below. 

The model was designed to try and answer the question of why is there an apparent 
preponderance of multiple and seemingly conflicting frameworks and methodologies 
in existence. Neely and Adams (2001) stated that this problem is simple in that all the 

models that are available coexist because they all add value. They all provide unique 
perspectives on performance and as the researchers suggest furnish managers with a 
different set of lenses through which they can view an organisations performance. 

The models design criteria recognised that organisations aspiring to be successful in 

the long term within today's business environment have an exceptionally clear picture 
Of who their key stakeholders are and what they want. They define what strategies 
they will pursue to ensure that value is delivered to these stakeholders. They 

understand what processes the enterprise requires if these strategies are to be 
delivered and have defined what capabilities they need to execute these processes. 

The most sophisticated of them will have also thought careftilly about what it is that 
the Organisation wants from its stakeholders - Is it, employee loyalty? Customer 

profitability? Long-term investments? Overall, they have a clear business model and 
an explicit understanding of what constitutes and drives goof performance. 

-go 
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The two stakeholderfacels of theperformanceprism 

Stake olde Stakeholders include 
atisfactiolp 

Investors 
Customers & 
Intermediaries 

Employees 
L 

Stakeholder%, Regulators & 
ontribution % Communities 

%% Suppliers 

Three internalfacets of the performance prism 

S tr't" capaýoities trategieg Pro4esses 

" Corporate - Develop Products & services * People 
" Business Unit - Generate Demands 9 Practices 
" Bra ndstProd ucts/Services - Fulfil Demand - Technology 
" Operating - Plan & Manage Enterprise - Infrastructure 

Source: Neely & Adams (2001) 

Five Facets of the Performance Prism 

Although this framework is quite sophisticated and would appear to cover the 

elements found in the earlier Cambridge model, it still manages to be kept relatively 

simply since it only has five perspectives, unlike the Business Excellence Model's 

nine, and just one more than the balanced scorecard. Perhaps the greatest benefit of 
this framework is that measures are not derived from organisational strategy. 

Tbc researchers argue that to derive measure from strategy is to misunderstand 
fundamentally the purpose of measurement and the role of strategy. Performance 

measures are designed to help people track whether they have reached or are going to 

reach the destination that they set out to reach. Strategy however, is about Choosing 
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the route to take and has nothing to do with the destination i. e. how to reach the 
desired destination. 

Shareholders have long been the most important stakeholders. In today's business 

environment now requires organisations to recognise other stakeholder groups, most 

notably customers and employees. Companies outsourcing ever-increasing amounts of 

non-core activity seem to be the general trend in the past few years, making them 
increasingly more dependent of the suppliers. 

This phenomenon is most evident in e-commerce transacted on the Internet, where 
intermediaries (quasi customers or suppliers) are often highly involved in the sales 

and logistics activities that are required to deliver the product or service. In fact, the e- 

commerce revolution has probably prompted the need for performance measurement 
frameworks that takes on the multi-stakeholder concept. Since the Performance Prism 

appears to be one of the first of its kind, it is unique in the myriad of performance 

measurement frameworks. However, as with the Cambridge model a deployment 

process is not implicate in its structure. 
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SMART System 

The SMART (Strategic Measurement Analysis and Reporting jechnique) System 

was developed at Wang Laboratory, Inc., Lowell, Massachusetts by Cross and Lynch 

during 1988-1989. This process resulted from their success in implementing a Just-In- 

Time approach and as a result, additional effort was sought to try and define a 
framework for: 

Measuring departments and functions to ascertain if they were contributing 

separately and/or together in meeting manufacturing's strategic mission. 
Linking operations to strategic goals. 
Integrating financial and non-financial information in a way that could be used by 

operating managers. 
Focusing all business activities on the future requirements of the business, as 
dictated by customers. 
Changing performance, incentive and reward systems as necessary. 

Cross and Lynch (1995) developed their design where performance measures are 
displayed in the form of a pyramid with a hierarchy of other measures cascading 
down the organisation. This process started from the vision and the pyramid is divided 

broadly into four levels. See figure below. 

THE Corporate 
VISION 

Business Units 
MARKET FINANCIAL 

MEASURES MEASURES 

Business Operating 
CUSTOMER 

SATISFACTION 

I 

FLEXIBILITY 

I 

PRODUCTIVITY Systems 

Departments and 
QUALITY DELIVERY PROCESS TIME 

I 

COST Works Centres 

OPERATIONS 

External Internal 
Focus Focus 

Sourct: Cross & Lyncb (1995) 

The SMART Performance Pyramid 

23 
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At the top level, the business vision forms the basis for corporate strategy. 
Management then can assign a corporate portfolio role to each business such as cash 
flow, growth and innovation. The resources are allocated to support the roles. 
However, it is not clear how management assign roles and allocate resources to each 
business unit. 

At the second level, objectives for each business unit are defined in market and 
financial terms. Strategies to meet these objectives are then outlined. Most business 

units define their success in terms of: 

e Reaching the short-term goals of specified levels of positive cash flow and 

profitabflity. 

e Achieving long-tenn goals of growth and market penetration. 

At the third, Business Operating System (BOS) level supporting business strategy, 
tangible operating objectives and priorities can be defined in terms of 'customer 

satisfaction', 'flexibility' and 'productivity. The SMART system recognises the 

existence of Business Operating Systems such as 'filling customer orders', 'new 

product introduction', and 'change control' and 'sales administration'. 

At the lowest level, the objectives of any function or department in the Business 

Operating Systems are to increase 'quality', 'delivery' and reduce 'process time' and 
(cost'. 

In contrast to the balanced scorecard, the performance pyramid provides an explicit 
link between strategy and operations, and encourages a user-centred design. The key 

I 
problem as highlighted by Hudson et al (2001) is this approach fails to specify, in any 
detail, either the form of the measures or the process for developing them. It therefore, 
lacks a sound deployment process and a clear human resource dimension. 

7-4 
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Appendix 2 

Research Study Outline Diagram 
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Appendix 3 

Company Interview Results 

1. Interview questionnaire and results notes 

11. Interview analysis & results statistics 
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Interview results statistics 

.I Is there a Company Strategy 
cascaded to all emolovees 

the Strategy and to who are they 

a Company Strategy and 
)rmance Measures linked & are 
linked to individuals? 

percentage percentage 
answering answering 
positively negatively 

91% 9% 

3scaded Cascaded to 
to all Staff Groupsl Is not 

iDlovees 

I 

Manamment 

I 

cascaded 

36% 1 55% 1 9% 

Linked & to Linked & to was 
Individuals Individuals found 

73% 18% 9% 

Casaded to I Casa to I Casaded to 
iff employeeslall employeesi management 
via groups individually only 

Q4. How is the cascade of Strategy and 
Performance Measures achieved and to 55% 18% 27% 

1 

whom? 

EFQM-- lip Others 

5.1 What frameworks does the Company 
use? 

I 

27% 100% 9% 

mere a tormai appraisal process in 
e organisation and what groups does 
affect- 

: asaded Casaded to No formai 
to all Staff & processin 

nployees Management place 

64% 36% 0% 

process well process 
established new 

7. Ils the appraisal process well 82% 18% 
established? 

Appraisals Appraisals No formal 
applied to all apply to Staff process in 
employees and Mgt. place 

Q8. Does the appraisal process cover all I 
employees from shopfloor to Mgt. 55% 45% 0% 
Who is aDDraiseO 
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Interview results statistics - continued 

employees only sets 
sets process process 

1 09. lWho set the objectives and are they 82% 18% 
linked to the PMS & Strateqv? 

I 

appraises 
employee.; 

100% 0% 

4x Year 2x Year x Year Other 
QII. I Frequency of appraisals How often it 

I 

27% 37% 27% 9% the individual appraised? 

45% 

career 

rewards 

82% 

37% 

Used for Not used 
ProflMgt in appraisal 

only process 

18% 37% 

Proflmgt to appraisal 
only process 
9% 

1 

9% 

ProflMgt to appraisal 
only process 

45% 

1 

18% 

all employees Managers provided I 

only 

I 

Q 15. Do effiployees and appraisees receive 55% 36% 9% Itrainino 
in the aDDraisal Drocess9 
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Interview results statistics - continued 

Other Areas Analysed 

Yes used/ 
involved in 

organisation 

No not used/ 
involved in 

organisation 
A Trade Unions are involved in the fabric of Org- 64% 36% 
B Skills based competency use inplace of apprasials 73% 27% 
C Ranking used for salarylpromotion 36% 64% 
D Collective Bargaining in use for groups of employees 55% 45% 
F Employee Surveys employed 55% 45% 
GI Psychometric Testing used 27% 73% 
H MentonnglCoaching used as a development tool 64% 36% 
1 Use of SMART Objectives in appraisal process 64% 36% 
J Appralsal Process ComputerisedlWeb enabled 64% 36% 
K Matrix Management Structure Employed 55% 45% 
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Appendix 4 

Postal questionnaire 

1. Letter to participate 

11. Survey format 

Ill. Survey results analysis 
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um Iýtmsl Iv ()P NTR. M ICL MI 

17 January 2002 

Dear Colleague 

In today's global organisation we are being asked to do more and do it in a highly 
effective way. Scnior management are showing increased interest in performance 
management, especially in how we can achieve the goals of the organisation more 
consioently. 

This survey, which is being undertaken as part of my PhD research, is to develop all 
integrated performance management system that will go some way to answer the 
questions being posed. 

My research is aimed at developing a flcxible and my-to-u. w performance 
management system and, in order to do this, I need your asgistance to help me find out 
about the different appraisal systems in use across a number of compariic. s. Therefoic, 
the importance of gaining your insight and perception of what you know and practice 
when being appraised is very important for this research. 

To this end, I have attached a short questionnaire that will take approximately 10 
minutes to complete and it is completely anonymous. All you need to do is complete 
the questionnaire in full, but if them is any question you don't understand, or can't 
ansNver, then just leave it blank. 

A self-addressed envelope has been included with the ques(ionnaire it) enable you to 
post it back directly to me. However, you can also tax the questionnaire to me at the 
number below. 

May I (ake the opportunity to thank you for participating in this survey and If you 
would like to ]cam more of my research then please feel free to contact me. 

Your% sincerely 

. 

)ZýL 
Derek Little 

Tel: 0141 548 2589 
Fax: 0 141 552 0557 

VESPGN MANMAC FURE 
I FOLUMEERWG AM NA GEMEN 7 

(FNTREFORSIkA[I('. I( MANITACT11RIM. 
I'll tie-, Welf Bliddi liv, 

1\1 L-K 
Tt-1. t-WOO-11 
F. w i-I-I W141-51.1 0-, -, 7 
CS. Mardmem viath a( A 

Dirt% t(w. Dr Umit s lWat i 



Performance Management Research IDN 
Employee Appraisal Design Questionnaire 

Please complete all sections ofthe survey and return it to Derek Little at I Iniversity of' 
Strathclyde, Centre for Strategic Manufacturing MI03. James Weir Building, 75 
Montrose Street, Glasgow GI lXJ or Fax: 44 (0) 141 552 0557. Mailing instructions 
are also at end of the form. 

Instructions 
The survey contains seven sections (Personal Background. Company Strategy, 

I Appraisal Systems, Appraising 01ýjectives. Performance Feedback. Future Design and 
Survey Exit. If you have any questions please contact the author, liull details of' 
telephone and email address at end of form. This survey is voluntary and will IV 
treated as confidential information. This is also an anonymous survey. 

Definitions 
Please read the following definitions as they pertain to this survey. 
"Organisation" refers to the particular part of the company you receive business 
direct ton/tiunctional guidance. For example, the division, business unit, service 
segment, or function from which you receive direction. 
"Manager" refers to the person who has personnel management responsibility Ibr 

you (e. g., completes your appraisal and communicates reward decisions). 
"SMART" refers to expressing objectives in a way, which mininuises the scope for 
differences in interpretation. The mnemonic 'smart' stands tbr Specific, Measurable. 
Agreed, Realistic & Timed. 
"360 degree feedback" refers to the review process that others provide on how you 
are perceived in order to increase individual awareness. For example, fýcdback koin 

your peers, immediate superior, and customers lbr whom you have worked with. 

Ouestionnaire Sections 

1. Personal Background Details/I n formation 
A vital aspect of survey results analysis consists ol' grouping data lbr people with 
varying experience and backgrounds. Your responses to the following questions are 
voluntary and will be treated as contidential infiorniation. 

A. My main activities are in the IbIlowing areas: (please select most relevant area) 

a) Design 
b) Manufacturing 
C) Services 
d) Research and Development 
e) Training 
1) Distribution 
g) Consultancy 
h) Other 
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Employee Appraisal Design Questionnaire 

B. Which of the foRowing best describes your job category? 

a) Senior Executive (Director, Vice President) 
b) Manager (other than an executive, with people 

management responsibility) 
C) Staff (employees, except executives and managers with 

people management responsibilities) 

C. Which of the following best describes the area in which you work? (please select 
the most appropriate area(s) 

a) Administration (Secretarial/Assistant/Admin support) 
b) Finance 
C) Human Resources 
d) Information Technology and IT Services 
e) Manufacturing (Technician, Production, Mgt., etc. ) 
0 Manufacturing Engineer 
g) Marketing 
h) Research and Development 
i) Sales 
j) Supply Chain (Procurement, Distribution, Fulfilment, etc) 
k) Other 

D. How long have you been employed by your company? 

a) Less than I year 
b) I to 3 years 
C) 4 to 10 years 
d) II to 20 years 
e) 21 or more years 

Do you participate in a regular appraisal process? 

a) Yes 
b) No 
C) Other 

F. What was your recent performance appraisal rating or equivalent assessmcnt? 
(you may need to evaluate and estimate where your assessment result falls into) 

a) Extraordinary 
b) Achieved / Exceeded 
C) Achieved Some / Most 
d) Unsatisfactory 
e) I have never had a performance assessment 
f) Other 

2 
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Employee Appraisal Design Questionnaire 

G. Is your performance appraisal rating linked to your pay/bonus/career? (please 
select all relevant areas) 

a) Salary 
b) Bonus 
C) Promotion 
d) Career move 
e) None 
f) Other 

2. Company Strategy and Support Frameworks 
In this section the following questions relate to company direction and the support 
that the management structures provide. 

A. Are you aware of your organisation having any of the Mowing? (please select all 
relevant areas) 

a) Vision 
b) Mission Statement 
C) Strategy 
d) Investors-in-People 
e) EFQM (European Foundation for Quality Management) Model 
f) BSI (9000/14000) 
g) Balanced Scorecard Framework 
h) Other 

B. Does your senior management communicate a clear sense of direction? 

a) Strongly agree 
b) Agree 
C) Neither agree or disagree 
d) Disagree 
e) Strongly disagree Li 

C. Do you understand your company's strategy? 

a) Strongly agree 
b) Agree 
C) Neither agree or disagree 
d) Disagree 
e) Strongly disagree 

3 
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Employee Appraisal Design Questionnaire 

D. I see a clear link between my work objectives and my company's direction? 

a) Strongly agree 
b) Agree 
C) Neither agree or disagree 
d) Disagree 
e) Strongly disagree 

3. Appraisal systems - objective setting 
In this section we are looking to the content format Of Your appraisal- 

A. Objectives of your appraisal are constructed by whom: 

a) You complete your objectives yourself 
b) Your manager initiates and writes up the objectives for you 
C) You and your manager jointly agree and you write up your 

objectives 

B. How often do you review your appraisal objectives with your appraiser (more than 
one can be selected). 

a) Monthly 
b) Quarterly 
C) Six months 
d) Annually 
e) Other 

C. When setting your appraisal did or do you use SMART objectives? 

a) Yes 
b) No R 
D. What type of objectives and measures do you have? (Select and add appropriate 

areas) 

a) Financial measures 
b) Customers measures 
C) Business processes measures 
d) Personal Learning measures 
e) None of the above 
f) Others 

4 
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Employee Appraisal Design Questionnaire 

E. In my organisation, we are all working toward common objectives. 

a) Strongly agree 
b) Agree 
C) Neither agree or disagree 
d) Disagree 
e) Strongly disagree 

4. Appraising objectives - measurement systems 
In this section we are reviewing the measurement process. 

A. What type of measurement process, is used in your opinion to assess your 
performance? 

a) Subjective (discussion only) 
b) Objective (discussion with tangible evidence) 
C) Other 

B. I understand clearly the process that is used to evaluate my performance? 

a) Strongly agree 
b) Agree 
C) Neither agree or disagree 
d) Disagree 
e) Strongly disagree Li 

C. Who evaluates your achievements within your appraisal objectives? 

a) You complete your objective evaluation yourself 
b) Your manager completes this for you. 
C) You and your manager jointly evaluate your objectives. 
d) Other 

5. Performance feedback 
A. I receive ongoing feedback that helps me improve my performance? 

a) Strongly agree 
b) Agree 
C) Neither agree or disagree 
d) Disagree 
e) Strongly disagree 



Performance Management Research 
Employee Appraisal Design Questionnaire 

B. Do you use 360-degree feedback to assist with your perforniance evaluation? 

a) Yes 
b) No 
C) Other 

C. In my organisation, people are rewarded according to theirjob perforniance. 

a) Strongly agree 
b) Agree 
C) Neither agree or disagree 
d) Disagree 
e) Strongly disagree Lj 

6. Future Appraisal Design 
In light of your involvement in the appraisal process what would you recommend that 
Would improve any or all elements of your company's process. Please choose the top 
THREE sources from the list below. (Where possible please state why? ) 

a) Clearer organisational. vision 
b) Closer strategy linkage to objectives 
C) Competitive strategies 
d) Enhanced performance evaluation process 
e) Self-assessment performance evaluation process 
f) Easy to use web enabled appraisal process 
9) Manual appraisal process 
h) Coaching for performance improvement 
i) Mentoring 
i) Opportunity assessment 
k) Opportunity planning 
1) Career opportunities 
M) Freedom to make decisions 
n) Degree of challenge in my work 
0) People management skills of my immediate manager 
P) Other 
q) Comments 
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Employee Appraisal Design Questionnaire 

7. Survey Exit 

You are now at the end of the survey please return the questionnaire by 

February 28'h 2002. 

To 

Derek Little 
Centre for Strategic Manufacturing M103 

University of Strathclyde 
James Weir Building 
75 Montrose Street 

Glasgow G1 I XJ 

E-mail: derek. little(a-)strath. ac. uk 
Tel: 44 (0) 1415482588 
Fax: 44 (0) 1415520557 

Thank you very much for participating. 
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AH Companies 

Q4 
ID Length of Service 

Less than 1 
21 Years or year 

More 1% 1-3 Years 
16% 19% 

11-20 Years 4-10 Years 
34% 30% 

05 
IE Appraisal Participation 

Kl- Other 

Yes 
97% 

06 
IF Performance Appraisal Rating 

Never had One 
Unsatisfactory 2% - 

Extraordinary 
2% 1 '0000,7% 

Achieved 
Some/Most 

20% Achieved/ 
Exceeded 

69% 
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AH ComDanies 

Q7 
IG Appraisal Linkage 

None Other 
12% 1% Salary 

Career 27% 
Movement-,,,,, 

14% 

Promotion_,,, " Bonus 
20% 26% 

Q8 
2A Company Frameworks 

E0 CL 

09 
213 

Ce 

Direction from Mgt 

Disagree 
Neither 7% 

Interview Analysis of Companies Page 3 



Performance Aggraisal Quesionnaire Results 
AH Companies 

Q10 
2C Understand Company Strategy 

Disagree 

Oil 
2D Linkage between Me & Company Direction 

Disagree 

Neither 2% 

Q12 
3A 

Jointly Agree 
71% 

Interview Analysis of Companies 

Agree 
81% 

Mgr Completes 
13% 

Page 4 

'A 

Objective Setting 

Complete 



Performance Appraisal Quesionnaire Results 
AH Companies 

Q13 
. %r2 I Frequency of Appraisal 

Every 2 Years Monthly 

Annualy 
36% 

014 
3C 

No 
43% 

Q15 
3D 

Quarterly 
25% 

Do you use SMART Targets 

Other 
5% 

Yes 
52% 

Types of Measures 

Interview Analysis of Companies Page 5 

Six Months 
20% 



Performance Alpgraisal Quesionnaire Results 
Aff ComDanies 

Q16 
3E We%ritinn tr%%mmrAQ r-r%mmf%n nhi, -. rtivp,. 

Q17 
4A 

vvý 

Disagree 
Neither 7% 

agree/dfsagree---_. 
15% 

Agree 
78% 

Appraisal Measurement System 

Other 
1% Subjective 
I /- 22% 

Objective 
77% 

018 
4B Understanding the Evaluation Process 

Disagree 

Agree 
88% 

Interview Analysis of Companies Page 6 



Performance Aggraisal Quesionnaire Results 
AH! COMDanies 

Qiq 
4C Who Evaluates your Appraisal Results 

Complete 
Yourself 

9% 
Mgr Completes 

9% 

Q20 
5A 

Disagree 
15% 

Agiee 
65% 

021 
5B 360-Degree Feedback 

Other 
Yes 
45% 

50% 

Interview Analysis of Companies Page 7 



Performance A12graisal Quesionnaire Results 
AH Companie 

Q22 
5C Rewarded for their Performance 

Disagree 
30% 

55% 
Neither 

agree/disagree 
15% 

023 1 
6 Appraisal Improvement Areas 

E0 

a 10 

Interview Analysis of Companies Page 8 



Case Study Appendices 

Appendix 5 

Interview questionnaire 
1. Survey format 

11. Survey results analysis 



Employee Survey - Performance Management research into the effect of strategy 
& performance measures on appraisal setting and achievement. 

Survey questionnaire and interview 

This survey is to be used as a precursor to the employee/researcher interview and 
should be completed prior to the discussion. 

If you wish to receive a summary of the results, please provide your name, job title, 
and the name of your department and company. This information will be kept 
confidential. 

1. Name of respondent 

2. Position of respondent 

3. Name of department 

4. Name of company + address 

5. e-Mail address if appropriate 

6. Type of Industry 

Please return to Derek Little 
Department of Design, Manufacturing & Engincering Management 
University of Strathclyde, Glasgow 

Creation Date: 05/10/03 



Employee Survey - Performance Management research into the effect of strategy 
& performance measures on appraisal setting and achievement. 

Section A: Detailed Appraisal Structure in this section the following statements 
highlight and measure your involvement in creating and developing your appraisal 
process. 

Please indicate your responses by either placing a tick or a numeric value in the box. 

1. When completing your appraisal input how many 
objectives do you list? (Total number of objectives). 

2. What type of objectives do you have? (How many in each ca ego 
a) Financial (costs, targets) 
b) Customers (areas that improve ex/internal satisfaction) 
C) Business Processes 
d) Innovation & Personal Learning 
e) Other (please specifý) E-1 
3. Are the ob . ectives set by you or for you by your team leader/manager? 

a) Set by me and agreed with my leader/manager 
b) Set by my leader/manager and agreed by me 
C) Set by me and agreed with no one in the organisation 
d) Set by my leader/manager and given to me 
e) Other (please specify) 

4. Do you have measurable targets in your objectives, what type do they represent? 
a) Dates to be accompfished 
b) Financial targets (cost parameters) 
C) Numeric targets (production output) 
d) Achievement targets (successful or fail) 
e) Others (please specify) 

5. How many measurable targets do you have in each category? 
a) Financial measures 
b) Customers measures 
C) Business processes measures 
d) Personal Leaming measures 
e) Other (please specify) 

6. Please indicate the business strategy that your company follo s? 
a) Competing on cost 
b) Competing through other means 
C) Competing on both cost and differentiation 
d) No particular strategy is followed 
e) Other (please specify) 

Please return to Derek Little 
Department of Design, Manufacturing & Engineering Management 
University of Strathclyde, Glasgo", 

2 Creation Date: 05/10/03 



Employee Survey - Performance Management research into the effect of strategy 
& performance measures on appraisal setting and achievement. 

Section B: Strategy & Appraisal Linkage in this section the following statements 
measure your understanding and involvement with the strategic direction of your 
organisation. 

Please indicate the extent of your agreement with these statements by circling the 
appropriate response. 

7. Involvement of the employee and Strongly Neither Strongly 
leader/manager. agree agree/nor disagree 

disagree 

a) As an employee I actively seek to 1 234 5 

understand my company's business and 
the kind of competitive advantage it is 
pursuing. 

b) I believe the strategic direction my 1 234 5 

company is pursuing is the right one. 

C) I view my role as being only reactive to 1 234 5 
the demands of the business. 

d) I am involved in strategy debates with my 1 234 5 
management team but only after they 
have been cascaded to the organisation. 

e) My views on strategy issues are not 1 234 5 

effiectively cascaded into the corporate 
policy debates. 

As an employee of the company I spend 1 234 5 
most of my time in dealing with day-to- 
day operating issues. 

g) As an employee I find it difficult to 1 234 5 
interpret the strategic direction into 
measurable objectives. 

h) I view the strategic direction of the 1 234 5 
company as only affecting the senior 
management of the company. 

Please return to Derek Little 
Department of Design, Manufacturing & Engineering Management 
University of Strathclyde, Glasgow 

3 Creation Date: 05/10/03 



Employee Survey - Performance Management research into the effect of strategy 
& Performance measures on appraisal setting and achievement. 

Section C: Strategy & Appraisal Linkage in this section the following statements 
measure the involvement and attitude of the leadership/manager towards strategy and 
the appraisal process. 

Please indicate the extent of your agreement with these statements by circling the 
appropriate response. 

8. Involvement & attitude of the Strongly Neither Strongly 
leader/manager. agree agree/nor disagree 

disagree 

a) My leader / manager considers strategy to 1 2345 
be incapable of influencing competitive 
success. 

b) My leader / manager minimises their 1 2345 
involvement in strategic direction issues. 

C) My leader / manager actively encourages 1 2345 
me to follow previous appraisal practices 
and the measurement process associated 
with this. 

d) My leader / manager views the 1 2345 
development of objectives as important to 
the group success. 

e) My leader / manager assists with my 1 2345 
appraisal objectives with regard to 
involving measurable targets. 

My leader / manager frequently 1 2345 
communicates with me strategic direction 
in order to understand its importance 
within the appraisal process. 

g) I continually review my targets and 1 2345 
development with my leader / manager 
and my achievement as it relates to 
strategy. 

Please return to Derek Little 
Department of Design, Manufacturing & Engineering Management 
University of Strathclyde, Glasgo%% 

4 Creation Date: 05/10/03 



Em ployee Survey - Performance Management research into the effect of strategy 
&p erformance measures on appraisal settin g and achievement. 

Section D: Strategy & Appraisal Linkage in this section the following statements 
measure the relative importance of strategy and the linkage to the appraisal process. 

Plea se indicate the extent of your agreement wi th these statements by circling the 

appropriate response. 

9. Strategy and appraisals: Not Moderately Extremely 
important important important 

a) Close working relationship with my 12345 
leader / manager is essential. 

b) Appraisal processes as a too] to aid 12345 

personal development. 

C) Appraisal process as a aid to increasing 12345 

operational efficiency. 

d) Documenting your achievements. 12345 

e) Understanding the company's strategy 12345 
goals. 

f) Developing a strategy for your group 12345 
from the corporate one. 

g) Understanding the group / departments 12345 
strategy / goals. 

h) Frequent feedback on performance 12345 
success and failure. 

i) Having measures that relate to my tasks 12345 
and operational unit that can be achieved. 

j) Provision for strategies to be clearly 12345 
cascaded to all employees. 

k) Provision for strategy feedback. 12345 

Please return to Derek Little 
Department of Design, Manufacturing & Enginecring Managcment 
University of Strathclyde. GlasgoNN 

5 Creation Date: 05/10/03 



Case Study Appendices 

Analysis of Questions from Employee Interview Survey 

Companies: FirstPlus/IBM/BP 

Q1 &2 FirstPlus - Number of objectivestEmployee = Total 7 

Innovation & Other 
Personal 7% (0.5) 

Financial 

Learning 
/ 21% (1.5) 

21% (1.5) 

\ 

Business 
Processes 
21% (1.5) 

Customer 
30% (2) 

)Number ofObjectives 

Q1 &2 IBM - Number of objectives/Employee = Total 21 

Other Financial 

Innovation & 

7% (1.5) 10% (1) 

Personal Customer 
Learning 29% (6) 
17% (3.5) 

Business 
Processes 
37% (8) )Number ofO bjectives 

QI &2 BP - Number of objectives/Employee = Total 14 

Other Financial 

15% (2) 8% (1) 

Innovation & 
Personal 
Learning 
12% (1.5) 

Customer 
23% (3) 

Business 
Processes 
42% (5.5) 

Survey conducted between, 16 September- 7 October 2002 
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Case Study Appendices 

Analysis of Questions from Employee Interview Survey 

Companies: FirstPlus/IBM/BP 

Strongly Neither Strongly 
Q7 Involvement of the employee and leader/manager. agree agree/nor disagree 

disagree 

As an employee I actively seek to understand my company's 12 3 4 5 a) business and the kind of competitive advantage it is pursuing. 
T 

b) I believe the strategic direction my company is pursuing is the 12 3 4 5 
right one. , 

C) 
I view my role as being only reactive to the demands of the 12 3 5 
business. 

d) I am involved in strategy debates with my management. team 12 3 5 
but only aft r they have been cascaded to the organisation. 

e) 
My views on strategy issues are not effectively cascaded into 

3 4 5 
the corporate policy debates. 
As an employee of the company I spend most of my time in 12 3 4 5 
dealing wit day-to-day operating issues. 

9) 
As an employee I find it difficult to interpret the strategic 12 3 5 
direction into measurable objectives. 

h) iew th strategic direction of the company as only v 
ýý9 

12 4 ý the senior management of the company. 

Strongly Neither Strongly 
Q8 Involvement & attitude of the leader/manager. agree 

I 

agree/nor disagree 
disagree 

a) 
My leader/manager considers strategy to be incapable of 12345 influencing competitive success. 

b) 
leader/manager minimises their involvement in strategic my 

3 12345 direction issues. 
My leader/mgr actively encourages me to follow previous 

c) appraisal practices and the measurement process associated 34 I @) 345 

, with this. 

d) My leader/manager views the development of objectives as 1245 
important to the group success. 

e) 
My ieader/manager assists with my appraisal objectives with 12345 
regard to involving measurable targets. 
My leader/mgr frequently communicates with me strategic 
direction in order to understand its importance within the 12 35 

I 

appraisal process. 

9) 
1 continually review my targets and development with my 1235 

L. leader/manager and my achievement as it relates to strategy. I 
Legend = IBM (P BP (jýFirstPlus (ýýverage 

Survey conducted between, 16 September -7 October 2002 

-11- 



Case Study Appendices 

Analysis of Questions from Employee Interview Survey 

Companies: FirstPlus/IBM/BP 

Q9 Strategy and appraisals: 
Not 

important] 
Moderately I 
imp 

Extremely 

important 

a) Close working relationship with my leader/mgr is essential. 12 3 4 5 

b) Appraisal processes as a tool to aid personal development. 12 3 4 5 

C) Appraisal process as a aid to increasing operational efficiency. 12 3 4 5 

d) Documenting your achievements. 12 3 4 

e) Understanding the company's strategy / goals. 12 4 

0 Developing a strategy for your group from the corporate one. 12 4 5 

g) Understanding the group / departments strategy / goals. 12 3 4 (ýý 

h) 
I 
Frequent feedback on performance success and failure. 12 3 4 5 

i) 
Having measures that relate to my tasks and operational unit 

Ithat 

can be achieved. 
12 3 4 5 

j) Provision for strategy to be clearly cascaded to all employees. 12 3 4 5 

k) Provision for strategy feedback. 12 3 C4) 5 

Survey conducted between, 16 September -7 October 2002 

S, 


