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ABSTRACT

This study investigates aspects of performance management to determine if such a
system can be implemented in a further education college. The performance
management system used was based on the concept of the Balanced Scorecard
devised by Kaplan and Norton in 1992, The Balanced Scorecard is a performance
management system that enables institutions to translate their vision and strategic
aims into action. After 1993 colleges concentrated their planning strategies on
developmental activities to the detriment of other business processes. The Balanced
Scorecard perspectives identified as essential to the success in this college were
customers, finance, staff, systems and developments.

The performance management system was based on a team approach where the
strategic aims of the college were translated into operational objectives. In addition to
linking teams to the vision and strategic aims of the college, it was also an objective
to link individual performance of stafl and CPD to the operational objectives of the
team.

The methodology used was an action research study. Qualitative and quantitative
analysis were carried out to determine the effects of change on operational planning,
A questionnaire was used to determine the opinions of staff. A focus group
determined the opinions of senior managers. Visits to other colleges and industrial
organisations were sources of information which informed the practicalities of
implementing performance management.

The study concluded a performance management system is effective in promoting
teamwork and in ensuring that the vision and strategic aims of the college are
achieved. The Balanced Scorecard model developed for this study is an effective
method of linking the concept of performance management to operational planning.

Evidence from the stafl questionnaire led to the conclusion that the performance and
development review procedure was effective.

VIII



CHAPTER ONE

INTRODUCTION

There are two well known sayings about measurement and performance:

. What gets measured gets done.

. If you can’t measure it, you can’t manage it.
(Armstrong and Baron 2000)

This concept is further defined by Daniels (1987) who suggests that anything can be
measured and if it can be measured it can be improved.

Montgomery (1999: pp126-7) cites the work of Eisner (1985) who takes a
contrasting view in the context of measurement: “We are all too impatient about
attaining the educational ends that really matter. The press for accountability pushes
us towards short term goals. We are too eager to settle for what is quickly
demonstrable. We need to learn how to take a longer view and be held accountable
for more than the merely measurable.”

The focus of this study 1s on how a system of performance management was
developed and introduced into a further education college. Performance
management 1s a term, which has not been associated with education and the
measurement of performance of colleges, has been a difficult and contentious area.
The outcomes of the educational process of a college can be measured in either
quantitative or, qualitative terms or in some cases, 8 combination of both.
Quantitative measurements can be student's results relating to the achievement of
specific qualifications, units of achievement and learning outcomes, These outcomes

can to be compared statistically and comparisons made between individual students

and between individual institutions.

Qualitative outcomes can focus on processes and outcomes, which underpin the

learning process. These may include how well the student meets attendance criteria,



submission of work deadlines, punctuality, time management and take up of leaming
and tutor support. Students can also develop and enhance their social skills through
group and peer interaction. A combined approach using both qual itative and
quantitative measures to determine student ability would be where students are
streamed to a specific class. Evidence such as prior achievement, initial assessment,

an assessment of a piece of work or other criteria is used to determine the class or

group placing of a student.

The direct links between the performance of staff and student results is less tangible.
Lecturers’ unions are opposed to the direct measurement of the performance of stafl
in colleges and are also opposed to stafl appraisal systems. This opposition,
however, is not uniform across the further education sector and many colleges have
successfully introduced staff appraisal where the outcome of the appraisal process is
the agreement of training and development activities

Appraisal of this type is firmly focussed on the development of stafl and on how
their personal development enhances their career and progression in an institute.

There are unlikely to be any performance measurements made to indicate to the
member of stafl how successful or otherwise they may have been in their job.
Judgement on staff performance by their immediate line manager is a fundamental

requirement of the appraisal process in a commercial organisation.

Traditional performance measurement systems provided a means of control. The
focus in private organisations was primarily on financial measures of performance

such as profits. Public sector organisations were concerned more with controlling
inputs, rather than measuring outputs.

The Scottish Office considered appraisal to be the answer to achieving better
performance in colleges and published guidelines during 1991. Colleges developed
their own appraisal systems using the published guidelines, but many chose to call
their systems career reviews or training and development reviews, due to the fear of

union reaction to the idea of performance measurement, During 1993 all colleges



were incorporated as a result of the Education Scotland Act 1993. While
incorporation gave colleges their independence it required a more rigorous approach
to self management. Colleges had to meet the audit standards of Her Majesty’s
Inspectorate (HMI) and the quality standards of the Scottish Quality Management
System (SQMS). The Scottish Office also encouraged colleges to work towards the
achievement of the Investors In People Standard (1IP). IIP standards required
organisations to have systems of training and development for all staff in place and
evidence that the systems are effective. During 1998 the Scottish OfTice published
standards relating to quality and self-evaluation. Element C4 is a quality indicator
which requires a college to have in place effective staff development and systematic
arrangements for the review of performance to develop the potential of all stafT.
Investors In People Standards (2000) were changed to incorporate a performance
element. Evidence to support indicator 10 of the standard requires an organisation to
show that the development of people improves the performance of the organisation,

teams and individuals. Indicator 11 requires evidence to show that staff understand
the impact that the development of people has on the performance of the

organisation.

Investors In People now links performance with the development of staff. The

previous indicators had a greater emphasis on evaluation following appraisal and

development.

Elmwood College has been operating a system of annual appraisal for approximately
ten years. During the last six years it has also undergone two IIP audits. The
appraisal system, based on national guidelines published by the Scottish Office
during 1991 (National Guidelines for Stafl Development and Appraisal in Further
Education Scotland 1991), followed the traditional model where it was controlled
and administered by the college Personnel section. It was a totally confidential
system and offered no encouragement to discuss the outcome of the appraisal
interview with others. During the period from 1998 the College found that the
appraisal system did not fit well with the team structure which it had systematically
developed over the same timeframe. It became clear that we had to become more



performance orientated and that this would be more successfully introduced if it was

focussed on the development of teams 1n the college.

The principles of performance management have been well summansed by Industnal
Relations Services (IRS) (1996) as follows: |

. It translates corporate goals into individual, team, department and divisional
goals.

. It helps to clarify corporate goals.

. It is a continuous and evolutionary process in which performance improves
over time.

o It relies on consensus and co-operation rather than control or coercion.

o It creates a shared understanding of what is required to improve performance

and how this will be achieved.

. It encourages self-management of individual performance.

° It requires a management style that is open and honest and encourages two-
way communication between superiors and subordinates.

. It requires continuous feedback.

. Feedback loops enable the experiences and knowledge gained on the job by

individuals to modify corporate objectives.

The concept of performance management has a significant emphasis on the
development of teamwork. Colleges were being encouraged to develop systems of
measuring performance, a process directly linked to strategic and operational
planning where objectives have to be capable of being measured. A review of the
literature found that some colleges were attempting to address both of these issues by
reinforcing their quality procedures, with certain colleges developing their systems
using the European Foundation for Quality Management (EFQM) model. This
model had a significant emphasis on systems and very little evidence of improving

teamwork as a result of its implementation. Further research into the concept of

performance management reinforced the claims made by IRS.



A system of performance management, if it could be applied to a further education
college, had the potential of achieving two main objectives. The first was to further
the development of the team system in the college. The second was to develop a

system where teams and individuals could relate personal and team performance to

the achievement of agreed targets and objectives.

Performance management, developed during the nineties, was a relatively new

management concept. Research indicated that there were examples of its use in
industry but there were few examples of it being applied to a further education
college. If the concept could be applied to a further education college and could

prove to have the benefits indicated by IRS, then this was an i1ssue worthy of further

research.

As well as developing a team ethos and structure in the college, the overall style of
management was to be open and honest with staff and to foster a “no blame” culture.
The whole concept of performance management appeared to offer all of the changes
we wished to see. We wanted teams to have ownership of their own operational
objectives. We wanted a system of management which encouraged consensus and
co-operation. We also wanted to encourage self management of each individual’s

performance.

The success of teams taking ownership of and empowerment for their own direction
lies with the process of strategic and operational planning. Operational planning is
linked to strategic planning but has a different timescale. Strategic planning is about
developing the strategic vision and aims of the college. The main objectives of
strategic planning are to decide on decisions and strategies that will enable the
college to achieve its operational objectives. The strategic plan also includes the
college mission statement. Hannagan (2002) indicated that the strategic plan of an
organisation provides an idea of the overall direction of the organisation and the way
it is planning to develop. Hannagan also indicated that mission statements are a

single short statement that represents the vision or mission of an organisation. The



mission statement describes an organisation’s basic purpose. Characteristics of

mission statements are that they are succinct, distinctive and wide in scope.

Davies and Ellison (1999) state that strategic planning is the process of matching
activities to the emerging environment., The success of strategic planning is based on
there being a predictable environment which can be identified so that appropriate
strategies can be implemented in a rational, steady way. Davies and Ellison
developed their original model of development planning in 1992 (Davies and Ellison
1992:9) in order to provide a strategic picture of where a school is, where it is going
and how it intends to get there. The model shown in Figure 1.1 sub-divides activities
into core elements and support elements. The core elements represent the main
purpose of the school and the support elements facilitate the effective operation of

the core elements.

Figure 1.1
The original school development planning model.

Source: Davies and Ellison 1992.9, Financial Times Management.
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Ellison and Davies indicate that this model is more appropriate for shorter-term
operational planning. It does not allow for a longer-term holistic perspective. They

suggest that a more appropriate model involves futures thinking in order to develop a
vision about a desired future state and to then create scenarios which might represent
the school’s future. Davies and Ellison propose that this could be achieved through

an extension of the development planning process as can be seen in the following

figure 1.2.

Figure 1.2

The three-stage model.
Source: Davies and Ellison 1997a:76

1. Futures
Thinking S~ 15 years

3 - 5 years

3. Development
(Operational) 1 -3 years
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The importance of futures thinking is reinforced by Davies and Ellison. They
indicate that with the rapid changes which are taking place in the economy and
society, together with the revolution in teaching and leaming offered by the new
learning technologies 1t would seem very desirable that more fundamental long term
thinking should take place.

Davies and Ellison cite the work of Max Boisot (1995. Boisot suggests that
traditional strategic planning is ineflective because of turbulence caused by rapidly
increasing rates of change. He suggests that strategists have to be able to respond to

the phenomenon of increasing rates of change and suggests there are four basic types

of response.

1. Strategic Planning
2. Emergent Strategy
3. Intrapreneurship
4. Strategic Intent

Strategic planning relies on a stable environment where change is sufficiently slow
for there to be an eflective corporate response. Emergent strategy is an organisation
wide process of incremental adjustment to environmental states that cannot be
discerned or anticipated through a prior analysis of data (Mintzberg, 1985).

Intrapreneurship is a strategy that is recommended where the perceived degree of
environmental turbulence facing a firm is high and can neither be handled
incrementally nor tamed by analysis (Pinchot, 1985). Strategic intent is a process of
coping with turbulence through a direct, intuitive understanding emanating from the
top of a firm and guiding its efforts. Davies and Ellison (1999) suggest that strategic
intent 1s an approach which seems to have a lot to offer schools, as an alternative to
traditional strategic planning. Boisot believes that an organisation operating in a
regime of strategic intent can use a common vision to keep the behaviour of its
employees aligned with a common purpose when it decentralises in response to

turbulence.



The relationship between the degree of turbulence and the relationship between

strategic intent and strategic planning can be seen 1n figure 1.3.

Figure 1.3
Strategic intent and strategic planning.

Source: Boisot 1995:40,

high strategic intent
-0
>
=
Qs
=
=
=
low strategic planning

low Understanding high

Davies and Ellison (1999) suggest that with strategic intent there needs to be a
process of coping with and using the rapid change and turbulence. It does this by
binding the staff together in the furtherance of focussed key prionties that become
core activities of the organisation. Strategic planning is where there is a determined
effort to release the effect of rapid change and turbulence by controlling more of the
specific details of the activity.

There is a strong link with strategic intent and the process of involving teams in
developing their own operational objectives with core areas. Strategic planning can
deal with the predictable areas of the college and the majonty of these are in the
support areas. Curriculum teams work in an area of high turbulence where they have
to respond to change more rapidly therefore strategic intent is more appropriate.



The work of Boisot has not been applied to this research study other than to show
that strategic planning over a three year period follows the traditional model. There
is the potential to explore the strategic intent model as there is a strong link to team

development, however this was not explored in this study.

Senior Managers of the college review their specific area of the college in terms of
its performance in meeting previously set objectives and targets. New developments
are considered and decisions are reached following a detailed risk analysis and
costing. The outcome of the planning day is the production of the college strategic

plan. This plan is submitted to the Funding Council following a formal approval by

the Board of Management. The strategic plan relates to a period of three years.

The strategic aims have to be developed by individual teams into operational plans.
The operational plan of the college details how the institution intends to deliver the
strategic plan. Each team in the college has to provide a plan for the next academic
year. The operational plan also has to review the success of the previous operational
plan. If an operational objective is not achieved consideration has to be given to its
inclusion in the current plan. Each objective included in the operational plan has to
cross reference one or more of the strategic objectives giving a direct link between

strategic and operational planning.

A sample analysis of previous operational plans revealed very little evidence that
teams had been involved in their production. Evidence indicated that line managers
and team leaders were primarily producing their operational plans without involving

their team. For performance management to be successful, teams had to have the
responsibility for their own operational planning. The analysis of the operational
plans also highlighted an imbalance in operational objectives which related to the
strategic aims of the college.

A review of the literature indicated that the concept of the Balanced Scorecard
provided the best opportunity to resolve this problem. The Balanced Scorecard,

10



developed by Kaplan and Norton (1992) is a conceptual framework for translating an
organisation’s vision into a set of performance indicators. It was their view that no
single measure can provide a clear performance target on the critical areas of
business. The concept of the Balanced Scorecard is reviewed and contrasted with

alternative models in chapter two.

This was the final part of the equation capable of producing a system where all of the

elements were brought together. As teamwork was one of the main objectives,
developing and testing a system of performance management using the balanced

scorecard approach offered a sound research 1dea.

Whilst there was no evidence that it had been tried before in further education, there
was evidence that the balanced scorecard had produced beneficial results in industrial
applications a sound initial reason for researching and developing the concept. The
college was in a position of having to prove to the Funding Council that performance
was being measured. Moreover the benefits, if 1t was found to be successful, could
be replicated in other further education colleges. The final reason why this issue was
worthy of research, was that the Scottish Further Education Funding Council were
also interested in the balanced scorecard approach 1o operational planning (McCabe,
2001).

The overall structure of this report deals initially with a literature review of appraisal,
continuing professional development and performance management. The research
aims and questions are developed before dealing with the methodology. Chapter
four looks in detail at how performance management was developed and

implemented in the college. Finally there is a detailed and comprehensive analysis of
the results and evaluation of the study:.

The majonty of the staff of the college were involved in the study. Academic teams
were the first to develop their operational plans using the balanced scorecard
approach. The development of the college scorecard involved a group specifically
set up for this purpose. Analysis of information was obtained from quantitative and

11



qualitative analysis of operational plans. Further information and evidence was
gathered by questionnaire and focus groups. Peer assessment was carried out using

senior staff from other colleges as a method of triangulation.

The limitation of this research is that, whilst the study is based on evidence gathered
over a two year period, further evidence may appear for some time afier this. The
study itself is therefore time bound. I expect there to be a change in culture,

however, which may take many years to develop fully. In this context the view of
Eisner (1983) that there 1s a need to take a longer view and be held accountable for

more than the merely measurable is also taken into consideration.

12



CHAPTER TWO

Rationale and literature review

2.1 Investigating the current appraisal strategy in further education

National guidelines for appraisal were published by the Scottish Office Education
Department during February 1991, The guidelines were designed to assist education

authorities (this was prior to incorporation) and further education colleges to plan a

systematic approach to staff development and appraisal.

The system of appraisal that was proposed involved the setting of objectives for each
individual related to their job description. Job descriptions had to contain a
statement of agreed objectives and their priornty and individual performance had to

be reviewed at least every two years against each of the objectives.

The current system of appraisal, based on guidelines published 1n 1991, 1s recognised
by Hartley (1992) as reflecting late nineteenth century managerial principles. These

principles included an element of performance related pay (Taylor 1911).
Montgomery (1999) indicated that until 1902 there was an element of payment
results included in teachers' pay, but this was discontinued by the Education Act of

1902. The performance of teachers was not an issue until 1976, 1t was during a
speech at Ruskin College during 1976 that Prime Minister James Callaghan argued

that education should be more accountable to the public for the way money was
spent. He questioned the new informal methods of teaching which were being

introduced at that time and proposed that there had to be a core curriculum of basic
knowledge. He also proposed that there had to be methods of monitoring the use of

resources and national standards of performance. The context of the speech was
aimed primarily at the English system of education which differs from the Scottish
system in many ways, but the fact that the Prime Minister was concerned on a
national basis meant that the thinking on this subject influenced the Scottish Office to
adopt a simular line, Appraisal in the formal sense was firmly established by the then

13



Secretary of State for Education, Sir Keith Joseph (1983) when he proposed that in

order to have accountability in education, teachers themselves must be appraised.

Appraisal of teachers was a major part of the educational agenda of the Conservative
government during the time of Mrs Thatcher and it was noted in policy documents of
1984. The National Committee for the In-Service Training of Teachers 1in Scotland
proposed the development of teacher appraisal and performance indicators and there

was a new managerial system evolving where teachers reported to line managers.

Teacher appraisal had been agreed in principle by 1986 following the teachers’
dispute of the previous two and a half years. The Main Report (1986) included an

agreement to co-operate in pilot studies on the introduction and evaluation of staff
development and career review schemes which would be common to all education
authorities. During 1989 the Scottish Education Department issued a consultation
paper on the professional development of teachers where it indicated that, if
professional development of stalf is to be effective and comprehensive, an

assessment or appraisal of the performance of individual teachers was required.

During 1991 the Scottish Office Education Department issued National Guidelines
for Staff Development and Appraisal in Further Education in Scotland (1991). This
document set out the background to staff development and appraisal to assist
colleges to develop a systematic approach and to encourage an appropriate degree of
consistency across all colleges. The objectives were to maximise the effectiveness
and efficiency of a college so as to enhance the quality of learning and teaching; to
maintain and improve standards of professional performance; to identify and meet

staff development needs; and to assist staff in the continuing development of their
careers. The guidelines emphasised that the appraisal process was an important

means of identifying staffl development needs. They were based on the style of
appraisal which was developed during the 1970s and 1980s and suggested that
appraisal should be a continuous process based on formal interviews and written
reports at least every two years. The procedure would be driven primarily by the
personnel section of the college and would be a top down process in which college

14



managers interview appraisees on their accomplishments over the previous appraisal
period. Colleges were also recommended to carry out an evaluation of the
performance of lecturers following an assessment of their teaching performance, the

results of the assessment being given a rating which indicated the level of

performance of the lecturer.

An important aspect of appraisal in colleges during the development period was the
composition of the FE college workforce. In all colleges there are management stafT,
academic staff (those involved in lecturing) and support staff (those involved in
administration, technical and clerical posts). Since incorporation little has changed.
Both groups have different terms and conditions and negotiate with management
separately. There has, however, been progress towards unification by using common
appraisal procedures and forms. Walker (1997) suggests that a single scheme would
help to promote a shared commitment to organisational objectives and, if introduced
sensitively, could have a positive impact on organisational culture which would be
critical to its effectiveness (Long, 1986, Anderson, 1993).

Walker (1997) identified three main issues affecting appraisal in Further Education.

o The strategic context of appraisal.
. Design, implementation and evaluation.
. Effectiveness of appraisal.

The strategic context of appraisal links appraisal with the college’s strategic
objectives. Anderson (1993) indicates that performance appraisal is a key element in
enabling organisations to evaluate, utilise and develop skills and abilities of their
employees and to ensure that organisational goals are achieved. Colleges produce
strategic and operational plans but are not required to evaluate if the outcomes of
appraisal have had an effect on these plans. Scribbens and Walton (1987) identified
appraisal schemes as hard or soft; hard schemes are based on an evaluative appraisal
of performance. Soft schemes do not appraise the performance of an individual but

agree that the outcomes of the appraisal are developmental needs, usually a training

15



related activity. The opposite dimensions indicate that soft schemes mainly deal with
career ambitions, staff training, dialogue and employee potential whereas hard
schemes are more directly concerned with disciplinary action, pay, performance
objectives and past performance. Lee (1991) reported on a pilot scheme in seven FE
colleges where an appraisal framework was tested. One of his conclusions was that
in order to benefit individuals and institutions, and thereby enhance the quality of
service provided, the links between individual approaches and corporate review need

to be firmly established. This approach is consistent with good management practice

as reinforced by the Investors in People initiative and consistent with the approach of
Anderson (1993) and Hartle (1995).

Where there have been attempts to link the appraisal process to the Colleges'

operational and strategic plans, these have been through the evaluation of staff
development activities which may have taken place as a result of the appraisal

process. The Investors in People process has stimulated organisations to ensure that

evaluation 1s carried out and that it is effective.

Appraisal in Further Education colleges is still not addressing whether there has been
a change in performance as a result of appraisal. Martinez (1999) suggests that
appraisal is open to four major objections. The individual focus of appraisal can be at
odds with the reality of day to day work in that the structure of colleges is usually
based on teams. It is time consuming and difficult to move from individual
evaluations to team performance review. He also indicates that some colleges have
not devoted time to appraisal and operate on a two year cycle. There is also evidence

that there is no direct assessment of an individual’s performance either by

observation or by direct knowledge.

A survey carried out by Walker (1997) found that 94% of colleges, from a 36%
sample of all UK colleges, had introduced an appraisal scheme. This figure has to be
treated with caution, as it is more likely that a college with an appraisal scheme will

respond to a survey whereas those who have not implemented appraisal may not. At
this stage, however it is the most up to date data that is available. Two main reasons

16



were identified for introducing appraisal. The first was to address stafl development
needs (92% of schemes) and the second was to identify targets linked to
organisational objectives (70% of schemes). Only 12 per cent indicated that their
schemes were linked to performance related pay, Walker suggest that this is
evidence that colleges see staff development and the setting of clear targets as more
effective in improving performance than the use of extrinsic motivators such as
performance related pay. Lecturers’ unions are completely opposed to the concept of
performance related pay which also has a significant effect on colleges wishing to

avoid this contentious area.

It was also found that the traditional approach to appraisal was being used in 82% of
colleges where line managers carried out appraisal. Peer appraisal 1s described by
Fletcher (1993) as having an appeal in academic and teaching institutions; however
evidence from the survey found that its use was relatively low due to the reluctance
of peers to undertake this role and also the perceived need for management input into
the appraisal process. As colleges move towards self-evaluation they collect
information from students who are effectively clients. There is information on
managerial effectiveness from course reviews and college inspections provide a wide
range of specific information. This will increase the need to be more performance

objective in carrying out appraisal.

Walker found that 2% of colleges used 360° appraisal models. Milliman et al (1995)
claims that 360° feedback will increase the probability that employees will meet their
performance objectives; however, Walker suggests that in practice it makes the
appraisal procedure more complicated than necessary. Ward (1997) defines the aim
of 360° feedback as to obtain performance information on an individual from those
with whom they interact most, such as their manager, team members and staff. Other
organisations extend the gathering of feedback beyond the organisation to customers,
suppliers and other stakeholders. The technique measures in detail the behaviours
and competencies shown by an individual or, in some advanced systems, a team or
group. It has a link with quality systems such as ISO and EFQM where it can be
used in the evidence gathering area of quality criteria. At a strategic level Ward
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indicates that it provides access to performance data on skills and performance. It
provides information where it is possible to measure the success of strategic
initiatives. A significant benefit of 360° feedback is that it is open and transparent
due to the fact that it encourages participants to share their feedback with others.
Ward found that organisations who have introduced 360° feedback have noticed that
it can have a morale-boosting effect. Participants find themselves asking for
feedback information. The technique can influence quantity and quality of

performance, communications and motivation.

It is a system, which cannot be introduced quickly in an organisation. My own visits
to organisations who have 360° feedback showed that it was only being applied to a
specific group of managers due to the significant amount of administration involved.

360° feedback is however becoming more popular as organisations focus on

employees emphasise performance measurement as a means of achieving strategic

goals.

Walker’s survey also found strong evidence (70% of schemes) that appraisal is
informed by targets identified in previous appraisals. It is suggested that this
provides a continuous quality improvement approach by building on previous
achievements. Observation of teaching was carried out in 64% of the colleges
surveyed. The finding of Walker on the design and implementation of appraisal was
that appraisal schemes in further education have been designed and implemented to
play a strategic role by continuing the development of the individual with a
contribution to organisational performance. This contrasts significantly with the
findings of Martinez (1999) who indicated that there was no evidence of a link
between appraisal and individual performance.

When analysing the effectiveness of appraisal schemes Walker found that the

benefits identified for the appraisee and appraiser were greater than that for the team

as a whole. There was some evidence that appraisal schemes do play some role at a

strategic level through the contribution of individual objectives meeting college

objectives. There was very little evidence linking appraisal to improving the learning
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experience of students or to achieving the Investors in People standard. Walker
concluded that appraisal outcomes have more impact at the individual than at the

organisational level.

By far the greatest disadvantage of appraisal is its heavy demand on time. Other
disadvantages have been identified by other researchers. Armstrong (1995) indicated
that appraisal schemes have tended to incorporate an uneasy mix of objective setting
and rating processes. They have ofien been the property of the personnel department
which has imposed them as a bureaucratic system on line managers who carry out
appraisals under duress and, therefore, badly. Managers dislike criticising appraisees
in interviews face to face and there is an inconsistency in the approach and skills of
managers in being able to handle appraisals and interviews. McGregor (1957)
highlighted problems of appraisal. If there is resistance to the appraisal process in an
organisation the resistance is overcome by the introduction of strict control
procedures. As aresult appraisal interviews are then done as a matter of routine and
the outcome is that the appraisal forms gather dust in the personnel department
forgotten and ignored.

In my own College the early warning signs were already there. Appraisal was
following a routine; there was inconsistency of approach between line managers; it
was not always completed on time; and staff were sceptical about its benefits- apart
from those who had received significant training and who as a result were therefore
attractive in a reducing labour market. Performance measures were discussed at
appraisal but there was no opportunity for others to see this as the confidentiality of
the system prevented 1t. It was also difficult to benchmark the level and depth of

appraisal to which each line manager was going with an appraisee, again due to the

confidentiality of the procedure. There is a correlation of these findings with the
work of Garaven et al (1999) where they indicate that managers often lack the
necessary skills to make it effective; that it may not be carried out honestly and
openly; it may become bureaucratic and time consuming; it may be perfunctory

without data gathering or planning and is sometimes not goal orientated but

retrospective.
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On the positive side, however, stafl were aware of the principles of the appraisal
process and could see the benefits relating to fraining and educational opportunities.
This is one feature which has seen the dissolving of union resistance, although the

threat of their withdrawing co-operation is always in the background.

Continuing Professional Development has become a positive outcome of appraisal in
my own college, being now established as a significant outcome of the appraisal
process and one which I would wish to see being continued and incorporated into a
performance management system. Other members of stafl also see this part of the
appraisal process as it is the most transparent aspect. They can draw comparisons
and can be motivated to aspire to the level of study of others. Due to the
confidentiality of the appraisal process the setting of objectives and tasks are not seen
and are not known to others and are therefore the preserve of the line manager and
the appraisee. This does not contribute to teamwork or trust between peers and line

managers.

Walker (1997) found that appraisal has been successfully implemented in the Further
Education Sector and his findings testify to the positive contribution appraisal can
make to individual and organisation performance. There was more evidence of

potential benefit being realised at the individual than at the organisation level. These
findings are reinforced by the view of Yeates (1990) that it is notoriously difficult to
evaluate the contribution appraisal can make to organisational performance.
Observation of teaching is important if a college is to be able to undertake self-

evaluation of teaching and learning.

It is clear from the literature and research evidence that the most widely used method
of appraisal s the line manager method. This has been found to be outdated and
does not meet the needs of a responsive college which relies on teamwork to meet
the changing demands of its clients. We are asking staff to work towards developing

themselves 1n a team approach towards the strategic aims of the college. Appraisal
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on its own will not achieve this but only as part of an integrated performance

management system.

Fletcher (1993) provides the following as the basis for change. Performance
management is associated with creating a shared vision of the purpose and aims of
the organisation; helping each employee understand and recognise their part in
contributing to them; and in so doing, managing and enhancing the performance of

both individual and the organtisation.

22  Continuing professional development and lifelong learning

Continuing Professional Development (CPD) is the term which is increasingly being
used to describe the on-going learning that professionals need to undertake
throughout their career in order to maintain their professional competence. Itis a
process where education and learning, linked to an individual’s vocational area,
provide the individual with the ability to remain up-to-date in their field. Education
can be formal qualifications which are necessary to practice in a vocational area.-
These qualifications can be graded to allow progress to higher positions. Leaming
new skills and procedures through specialist courses and seminars provide
individuals with the opportunity of leaming from others. Williams (1997) suggested
education should not be seen as an activity separated from work but as an integral
part of the career development of individuals. Many individuals may not see
learning as being integrated with their daily work which means that, when hoping to
establish CPD as an outcome of appraisal a change in the culture of an organisation
may also be required. CPD must be a shared process; the individual has

responsibility for personal and professional development and must be willing to

participate in training and development opportunities.

The organisation has to be able to provide resources and support to enable CPD to be

achieved and to ensure that staff can achieve the goals that have been set for them.
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Since the 1980s, the government has attempted to establish a completely new
framework for training and development. These initiatives include General Scottish
Vocational Qualifications (GSVQs) which are taken in schools and further education
colleges and are intended to develop core skills and specific understanding and
knowledge of broad occupational areas. Post-school Scottish Vocational
Qualifications (SVQs) are usually taken by people in the workplace where they have
to demonstrate competence in performance against a range of criteria. The Investors
in People standard encourages organisations to improve their performance by linking
their business goals to the development and training needs of their staff. These are

examples of how the government has attempted to improve the workforce by

promoting training and development.

There are four main reasons why stafl should involve themselves in CPD,

1) To update themselves on new developments especially in the vocational areas
of their teaching. Staff in universities, for example, have an advantage over
the FE lecturer. They are expected to be involved in a research element as

well as teach, which tends to keep them up to date in their specific field.

2) To develop themselves for additional roles and responsibilities where change

1s occurring. This will also assist them in preparing for additional
responsibility as a result of promotion.

3) To develop personal effectiveness in the way they manage themselves.

4) To seek professional status as a condition of their continuing employment.
Lecturers acquire this through teacher training and General Teaching Council
membership although at this time it is not yet mandatory for further education

lecturers.

Linked to the concept of CPD is the phrase Lifelong Learning which in a way is
intrinsically linked to CPD. Lifelong learning however, is less vocationally linked to
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the present vocation of an individual. Lifelong leaming is becoming a well know
phrase, the concept informs a key part of the current government’s education strategy
(Scottish Office 1998). So widespread has usage of the term “Lifelong Leaming”
become that it is in danger of losing all meaning (Coflield 1999). The range of
activities, which can be regarded as Lifelong Leaming opportunities, has become
significant, Osborne (1999) suggests that these include activities, which range from
New Deal to MBAs; from Adult Basic Education to staff training; and from Higher

Still to part time degrees. The range appears unlimited. Osborne quotes the work of
Cross when she endeavoured to define Lifelong Learning and quotes Richardson

(1979) “Lifelong Education means anything you want it to mean”. Osborne states
that two major strands can be discerned within current government thinking: the need
for social inclusion and the need for economic competitiveness. These two strands
of thinking have come to dominate the Lifelong Learning agenda.

The European Union has identified in its “Proposals by the European Association for
the Education of Adults” that we are at a turning point along the road to a leaming

society (EAEA 1998). The 1995 White Paper Teaching and Learning, quoted by the
EAEA, stated that education and training, whether acquired in the formal education

system, on the job or in more informal ways, is the key for everyone to control their
future and personal development. Three key purposes of learning which have been
identified by the European Union are social integration, the enhancement of
employability and personal fulfilment. Our own government is supportive of
Lifelong Learning and the Scottish University for Industry (SUFI) has been
established to lead a learning revolution which will exploit the new technologies to
bring learning opportunities into the workplace, the home and the community. It

intends to offer both individuals and organisations the type of learning they need,
delivered where and when it suits them best.

Colleges can access these opportunities for staff. Individual learning accounts
enabled staff to increase their knowledge through accessing courses which extended

their ability in areas directly associated with their vocation in college. Staffina
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college are likely to increasingly become involved in CPD and Lifelong Learning

through workplace learning and assessment,

The Further Education National Training Organisation (FENTO) has been
established as an independent provider of advice, guidance and information on CPD
for the FE sector. It commissions or carries out research into the skill issues that
concern colleges. Findings are published and used to inform colleges and
government. FENTO has developed occupational standards for Further Education
and these provide the basis for all FE teaching qualifications (with the exception of
Scotland where the Scottish Executive have provided similar standards).
Occupational standards for college managers have also been developed by FENTO.
They are intended to set standards for FE college managers and to 1dentify and

overcome skills gaps in college management.

Halliday (1996, p55) is critical of the trend that is. being promoted by organisations
such as FENTO. Occupational standards do not have prescribed links to theoretical
underpinning. This applies to teacher training and also management training.
Halliday suggests that theoretically informed practice, wherever the practice 1s
located, is directly opposed to the currently fashionable and impoverished concept of
teaching as a technical activity. This trend looks as if it may also become an option

for management training in further education.

Research carried out by FENTO (2001) indicates that there is a small but significant
proportion of lecturing staff neither trained nor qualified as lecturers. Thereis a
widespread skills gap in management teams and individual managers. The level of
information technology (IT) and information and learning technology (ILT) skaills

gaps for lecturers was a major cause for concern.

Guile and Lucas (1996) suggest that in the context of change there are emerging new
demands on colleges and FE lecturers. They have identified five broad categories.
The first is the demands that lecturers face in promoting the acquisition of skills and

knowledge by students, trainees and employers with a wide diversity of learning
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needs and attitudes. They suggest that lecturers need to broaden their forms of
expertise to include resource based learning, modular curriculum design and to
maximise the potential of ILT as a resource for leaming. FENTO (2001) also note
that 51.5% of colleges recognise that there is a skills gap in lecturning staff being able
to use IT in the curriculum. FENTO found that a high proportion of colleges

recognise that many staff cannot make suflicient use of IT for personal use.

The second category is the demand on FE lecturers to support students in developing
key skills or core skills. Key skills of literacy, numeracy and information technology
are mandatory for Scottish Vocational Qualifications (SVQs). Bailey (1991) and
Guile and Fonda (1998) argue that in future the emphasis will need to be more upon
broad work roles rather than specific jobs. There will be new demands on the FE
sector to develop broad-based forms of employability skills and knowledge.

Many colleges put college wide staff development activities before CPD and lifelong
learning needs of stafl; they prioritise organisational needs before individual needs.
A survey carried out by Rust (1998) found that there was a strong emphasis on
curriculum issues. Martinez also identified that curriculum managers seemed to play
the key role in the professional development of their staff. The UK Universities and
Colleges Staff Development Agency (UK UCoSDA) (1994) identified similar trends
in CPD across both the HE and FE sectors. Initiatives for staff development were
centrally designed and linked to institutional objectives and pniorities. Examples
identified were equal opportunities developments, quality initiatives and common IT
training. To support training it is commonplace to find that there is at least one
designated stafl' development person in each college who supports both academic and

support stafl. There 1s recognition of the need to plan more effectively for CPD by
making specific allocations within the organisation’s budget. The development of

systems of appraisal has raised staff expectations. Traditional appraisal systems used
by colleges focus on training as an outcome of this process. Universities have also
designed qualification routes which have a structured framework of accredited

awards at vartous levels to suit CPD of staff in FE colleges.
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Many colleges recognise that CPD is essential for senior staff and heads of
department to develop their managerial, leadership and administrative skills. UK
UCoSDA found that whilst there was evidence of initial training for a particular post,
usually induction orientation, there was little evidence of professional development

for succession planning.

It is clear that CPD in Further Education has to have a structured approach if it is to
be successful. Strategies have to be carefully thought out and responsibilities and
resources identified. CPD has to embrace all staff in a college. The ‘Investors In
People’ initiative requires that to happen; it is likely that this initiative has
contributed to a more structured approach being taken rather than ad hoc

arrangements.

Responsibility for CPD must be shared. Individual lecturers are responsible for
ensuring that they maintain up-to-date skills and knowledge of their subject area.
College senior managers have a responsibility to ensure that staff can achieve goals

that have been agreed and set. UK UCoSDA suggests that personal development
plans, developed by individuals in relationship with heads of section or school, form

a very effective basis for planning CPD. The implementation of CPD requires
resources, stafl time, equipment such as access to IT and support with books and
other learning matenials. Finance is usually the most contentious resource and

where a programme of CPD has been agreed across an institution, funding is usually
available. As the level of qualification increases, however there usually has tobe a
sharing of the costs. Insome cases, where an individual wishes to undertake a higher

degree qualification, he or she may have to contribute to the costs.

The time lecturers spend on CPD varies; Martinez (1999) found that a study of
Business Studies Lecturers showed they spent on average 10 days each year on
professional development, mostly in college. He also found that 53% of lecturers
reported three or more days of professional development outside college and just
under half of these (26%) had five or more days outside college. He found no

correlation between the amount of staff training and the length of a lecturer’s

20



experience. In a survey carried out by the Association of Colleges (1999) it was
found that the average training time was between five and six days. Data from the

European Union suggests that, on average, professional staff have some six days of

continuing vocational training each year (European Commission, 1997),

To ensure faimess of CPD, colleges have been developing policies for staff
development and codes of practice. These policies set out stafl entitlements,
responsibilities and methods of application and control. Staff undertaking CPD may
wish to build on previous successes and this is becoming more available through
accredited courses where there is the opportunity to build up points through the
qualifications gained. Accreditation of prior learning (APL), which allows staff to
incorporate their learning experiences as part of the process, may reduce the length
of a qualification.

It is important at this stage to consider the links between CPD and performance
management. UK UCoSDA suggests that there is anecdotal evidence 10 suggest that
CPD has been a key contributory factor to higher quality of applicants for posts and

lower levels of stafl tumover. On an international scale, nations such as Germany,
Japan and the USA have linked their relative economic success to investment in
continuous professional and vocational development. Industrial companies can cite

clear examples of links between CPD and better performance in terms of

productivity.

In summarising this chapter, conflicting pressures on the FE lecturer have to be

considered. The government, through the Scottish Executive and the Scottish
Further Education Funding Council, continues to seek efficiency savings (Burchill
1998) and also to set targets of achievement. This makes 1t difficult for colleges to
prioritise professional development and training. Guile and Lucas (1999) suggest
that it is precisely because of a lack of professional standards being in place that the

position of FE lecturers has been so easily subordinated to financial considerations.

Huddleston and Unwin (1997) indicate that, despite all the financial problems facing
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FE, the overwhelming majority of lecturers are still dedicated to helping individual

students learn, progress and achieve.

Colleges are moving from a period of post- incorporation, which saw raw
competitiveness (and no doubt wasteful marketing campaigns at significant cost), to
a period of collaboration and co-operation. Guile and Lucas argue that government
needs to develop a unified perspective on all strands of post-16 education and
training. They suggest that the FE lecturers' professional interests would be better
valued if there was a partnership between the GTC and FENTO. This partnership
would assist in overcoming the present fragmentation and undervaluing of FE
lecturers and encourage the development of FE lecturers as ‘learning professionals’
to ensure that all lecturers feel valued and capable of assisting students to respond to
the challenges of the future. Performance management encourages and directly
assists in this process; and, as funding councils increasingly see the development of
performance management as an indicator of success, this in itself should motivate
staff to become leaming professionals.

23  Performance management and systems of measurement

Measuring the performance for a Further Education College has been a difficult and
contentious area. Performance Indicators prescribed by the Scottish Office
Education Department (1998) are used to produce statistical data which are ranked
in comparison to other FE colleges. They also tend to be stand alone indicators

which are linked to the strategic and operational plans of the college.

In the UK it has been argued that outcome measurement is still in its infancy and that
too many Performance Indicators are poorly conceived (Smith 1992). Private sector
organisations tend 1o focus on financial measures of performance which include
profit margins and return on capital employed and earnings per share. Results are
usually measured in monetary terms. There has been growing criticism of traditional
management control systems which are narrowly focussed on financial measures.
Goldenberg and Hoflecker (1994) indicate that information on costs, revenues and

profitability provides the foundation for company decision making. Traditional
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financial measures show the results of past activities. Information of this kind can
lead to action inconsistent with strategic objectives. Peters (1992) points out that
managers tend to focus on monthly and quarterly reports, a factor which tends to
favour short term investment decisions. This short term perspective encourages
manipulation of financial measures, so that financial key ratios may be misleading
and lack credibility for purposes of analysis and decision making. Shank and
Govindarajan (1993) also indicate that financial measures are meaningless to alarge

part of the organisation who do not see how their work is related to the financial
information shown. Public sector organisations may measure actual expenditure

against budget and cost reductions. FE colleges are not profit centred and therefore
are more concerned with efficiencies such as how much curniculum can they deliver

on the funding which has been provided by the Funding Council.

Heyneman and Ranson (1990) take the view that academic achievement determines
the eventual economic benefits of education and Ashcroft and Foreman-Péck (1995)
indicate that the Government is increasingly interested in higher and further
education as an engine for growth in the economy. It is not the intention of this
study to examine specifically the links between assessment and the performance of
lecturers. Where assessment can be clearly linked to the achievement of students the
achievement and success of students will be a significant area of performance
measurement. Lecturers have to consider their assessment strategies as a result of
the on-going development of vocational qualifications and Government targets. It is
a government aim that 50% of students on NVQ/SVQ courses should have reached
Level 3 by the year 2000. Developments such as this have implications for
assessment and teaching methods. Students need to know the purposes of particular
forms of assessment that are used. Ashcroft and Foreman-Péck (1995) reinforce the
link of assessment between the lecturer and student. A successful assessment
scheme demonstrates coherence across the department or lecturing team;
innovations in assessment, however may be driven by the learning needs of external
agencies. One teamwork approach which a performance management system
encourages can be in the development of assessment. Otter (1992) suggests that

innovations by individual lecturers are likely to have limited impact or fail
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altogether, whereas a joint approach correctly validated will be more successful.
While assessments should enhance learning, as a general principle, the purpose of
assessment is to enable students to demonstrate that they have fulfilled the objectives
of a programme of study. The results of the students’ work is now used as a
Performance Indicator to enable comparisons to be made between individuals, teams
and colleges with the overall purpose of improving educational quality. Heyneman
and Ransom (1990) indicate that examination agencies have an important role to play
in increasing the effectiveness of educational provision by acting as retrospective

evaluators of educational achievement.

Armstrong and Baron (2000) point out that measurement is an important concept in
performance management. It is the basis for providing and generating feedback; it
identifies where things are going well to provide the foundations for building further
success: and it indicates where things are not going so well, so that corrective action
can be taken. In general, it provides the basis for answering two fundamental
questions. “Is what is being done worth doing?”” and “Has it been done well?”

Armstrong (2000) states that if you can’t measure it, you can’t manage it and what
pets measured gets done.

This view repeated in much of the literature relating to performance management,

can originally be referred to the work of Kaplan and Norton (1996).1t is not normally
quoted in the text of other quality system writers however due to 1ts contentious

view.

Performance measurement is therefore required as a means of ensuring that there is

accountability and that an organisation is providing the best value for the money
which is invested in it. The performance of an organisation is a reflection of its

management. Hope (1998) points out that business should be value-driven rather
than cost driven. Value-based management is a philosophy of improvement while
cost-based management is a philosophy of control. Given that management style
reflects the performance of an organisation, a management style which is open,

encourages development of its staff and promotes teamwork is more aligned with a
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value-based management approach. Hope (1998) also stresses that 1) every business
has a unique value proposition which defines the value it uniquely delivers to its
customers and 2) that people cannot focus on value-added work if value-added has
not been defined. He also identifies problems associated with over-measurement.
Measures do not relate to strategy, measures are results based and do not tell

managers how the results were achieved and measures do not support a team based

management structure.

Colleges have to work within the framework of Performance Indicators proposed by
the Funding Council. Although these indicators themselves are under review, the
review looks like producing additional or alternative performance indicators.
Armstrong and Baron (2000) suggest that performance measures should be related to
strategic goals and measures which are significant to an organisation and which drive
business performance. They should also be relevant to the strategic aims of teams,
focusing on measurable outputs, accomplishments and behaviours that can be
defined and which can be supported by clear verifiable evidence. Performance
measures should support teams by providing feedback which can be used to inform
action plans which are owned by teams. Walters (1995) suggested that effective
performance is measured not merely by the delivery of results, but by delivering
satisfactory performance across all measures. Colleges are continuously measured
through Performance Indicators These indicators tend to be disparate and difficult
for teams to focus on while managers who are responsible for specific performance
indicators tend to focus on these to the exclusion of others. This can lead to
uncoordinated action where one manager may not be aware of the plans of the other
and how it will impact on other areas and teams. The reason for this is that

individuals tend to be more concerned with measurement and quantification.
Levinson (1970) asserted that the greater the emphasis on measurement and

quantification, the more likely the subtle, non-measurable elements of the task will
be sacrificed. Teams need to know how their work and effort impacts on a wide

range of measures if they are to be successful.
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Porter (1985) devised a "value chain " model which identified the processes which
would generate the right forms of value for customers. The model was found to be
useful for this purpose, identifying all processes from customer needs to the delivery
of the product or service. These processes are then analysed in further detail in order
to identify and remove all which do not directly or indirectly create value for the

customer.

Many performance measures use historic data. This tells an organisation how it has
done in the past rather than indicate how well it has to perform in the future to
achieve its strategic goals. If performance measurement is to be effective, it needs to
be forward looking as well as historic. Jackson (1993) stated performance indicators

play an important role in organisational learning processes.

Bourne and Bourne (2000) state that a good measurement system will help an
organisation to establish its current position, to communicate direction, to stimulate
action, facilitate learning and influence behaviour; whereas a badly constructed

performance measurement system will destroy performance by encouraging
emphasis on the wrong activities.

Within the quality framework of Further Education colleges, performance indicators
are important, but are dealt with in an isolated manner. Academic schools in the
College report, on an annual basis, their success in achieving the various indicators.
These indicators are then compared on a national basis. Other areas of the college do
not have specific indicators to report on but are encouraged to meet objectives which
are included in the College Strategic and Operational Plans. There is little coherence

between the various elements which make up the structure of these plans and this
makes robust measurement difficult.

For performance management to be successfully introduced, a system of
performance measurement is pre-requisite. This requires an approach which
identifies and sets goals, performance targets and success criteria which can then be

evaluated. There are various models which measure performance and, in deciding
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which model would be most applicable and beneficial to use in a further education

context, the following were reviewed.

o EFQM model: The European Foundation for Quality Management
www.efqm.org

. The SMART system: Strategic measurement and analysis reporting technique
Lynch and Cross (1991).

. TQM: Total Quality Management.

. The balanced scorecard.
Kaplan and Norton (19906).

My reasons for investigating these quality systems were that in all colleges there is a
comprehensive quality system usually led by a quality manager. The EFQM model
has been implemented in one other college that I am aware of. A system of TQM
would fit well with existing quality systems. The SMART system would also be
readily adaptable to the measurement of performance indicators in a college and it
would be relatively easy to adapt it to existing quality reporting systems. The detail
of these systems is discussed in the following sections of this chapter, however each
of these systems had interesting features which could be useful in a performance
management system. However, in the {inal analysis three were considered not to be
appropniate to the success of implementing a performance management system
which would be team based. The EFQM and TQM models are in themselves control
systems, they are suitable for an environment where measurement is a feature of the
control system. Quality then becomes the focus for the organisation. Peters and
Waterman (1982) give an example of how an organisation can become obsessed with
quality. “A quality focus is ubiquitous in Hewlett-Packard because the employees
don’t seem to be able to separate it from anything else they are doing. If you ask
them about personnel, they talk quality, If you ask them about field sales, they talk
quality. If you ask them about management-by-objectives, they talk about quality by
objectives.”
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This quotation summarises what I considered to be the likely outcome of introducing
another quality system. The focus of staff would move from one single objective
which was development to another single objective which would be quality. It was
for this reason that both of these models were discounted. The SMART model was
discounted for different reasons. The model is based on a hierarchical structure
driven from the top. This feature alone meant that it would not fit into the team
structure which had been developed in the college. Staff would only be involved at
the level that was appropriate to their position in the college. The hierarchical
management structure which had existed previously in the college, had eflectively
been dismantled and replaced with the team system. The pyramud structure
represented old fashioned thinking therefore it was for this reason that this model
was also discounted. Having discounted the quality system models the remaining
option was the Balanced Scorecard approach. The concept of this is discussed in
detail later in this chapter, however it was quickly realised that this would be the
appropriate model to use. It would foster teamwork and bring a balanced view to
setting operational planning objectives. There was growing evidence of it being used
successfully in various diflerent types of organisations. It did not have the sclf
possessing culture that is found in a system where quality is the only objective. The
advantages over the other models outweighed any potential disadvantages which
were largely developmental issues. It was for these reasons it was decided that the
Balanced Scorecard approach would be relevant.

2.3.1 EFOM model

This model indicates that customer satisfaction, people satisfaction and impact on

society are achieved through leadership. It is a framework used primarily as a self-
assessment benchmarking tool which drives the policy and strategy, people
management, resources and processes leading to excellence in business results. The
EFQM model shown in the following diagram Figure 2.1, divides up the business

into nine activities; “enablers of performance” and “results” are used to categorise

these activities. Enablers include processes, leadership and people management.
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The results side of the model looks at financial performance, people, customer and

society results. Innovation and learning support all of the activities.

Figure 2.1
The EFQM Model (adapted from www. EFOM.org).
Source: Bourne and Bourne (2000).

Enablers Results

People

Key
Performance
Results

Customer
Results

Leadership Policy & Processes
Strategy

Partnership
&

Society
Results

Resources

Innovation and Learning

Thomas (1995), commenting on EFQM states that organisations who adopt the
model accept the importance of performance measurement and work all the time to
improve the usefulness of their measures; but they also recognise that simply

measuring a problem does not improve it. Managers can often devolve their best
energies to the analysis, leaving little time for the remedy.

One fear of introducing the EFQM model as the means of measuring performance
management is overloading the quality system. Quality control is a major focus of
college systems, with stafl’ subjected to rigorous quality standards imposed by HMI,
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SQMS Quality Audit, SQA and systems of internal and external verification. Staff
would resist the imposition of another quality standard. Thomas (1995) does,
however, suggest that the EFQM model can help performance management by

developing an understanding of how business results are achieved, while processes

are improved by promoting performance management as a two-way dialogue.

2.3.2 s SMART system (performance id

This system was developed in the Wang Laboratories where there was dissatisfaction

with traditional performance measures.

Lynch and Cross (1991) display the concept in the form of a pyramid shown in
Figure 2.2. There is a hierarchy of measures commencing with vision at the top.
This is the corporate level from which business objectives are defined and resources
allocated. The level below this 1s defined as the business unit level where objectives
are defined in terms of market and financial performance. Third level measures are

operating systems of customer satisfaction, flexibility and productivity. The lowest
level represents departments and work centres.

Figure 2.2
Smart Performance Pyramid (adapted from Lynch & Cross, 1991).
Source: Bourne and Bourne (2000).
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The concept of this model is that, as measures are cascaded down in a business, they
need to be relevant to each level of the business. Senior managers deal with strategic
and corporate objectives, whereas those who are lower down in the hierarchy may
have no wish to be involved at this level, preferring to deal with the factors of the

hierarchy which are relevant and meaningful to them.

This framework represents a style of organisation which has an autocratic and

hierarchical style of leadership and control. It does not allow those at the lower
levels of the hierarchy to contribute to strategic planning and be involved in decision

making which would afTect their future strategic direction. This may be what some
people who do not want authority and prefer to work on single units or areas where

there is little opportunity of teamwork, want.

In some of the support stafT areas of the college I can see this framework operating,
There are examples where local managers actively encourage in their department a
structure which has a similar profile in terms of leadership and operation. These

managers are seen to be generally autocratic and resistant to change. As a result, this
framework would not suit the concept of performance management and, therefore,

has to be rejected as a method of measuring performance.

2.3.3 TQM =Total Quality Management

Colleges, through pressure from HMI and the Funding Councils, have placed
considerable emphasis on monitoring their processes and achievements through
Performance Indicators. Performance Indicators are generally a guide to the
efficiency of processes. Sallis (1993) indicates that performance indicators provide
only rudimentary measures of the quality of learning, or of the effectiveness of the
institution in meeting its customers needs and suggest that the institution should look

seriously at TQM as a means of improving their standards of service.

TQM is a practical strategic approach to meeting the needs of customers and clients.

It puts learners first, followed by teams which comprise lecturers and support staf¥,
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then leaders. It follows the model of an inverted pyramid. TQM culture is one
where senior and middle managers act in a support role and empower teaching and
support stafl, not control them. Constant innovation, improvement and change are
stressed while a continuous improvement culture and a high level of trust between
staff exists at all levels. Sallis (1993) emphasises that TQM is a philosophy of
continuous improvement which can provide any educational institute with a set of
practical tools for meeting and exceeding present and future customer needs, wants

and expectations.

TQM requires a change of culture in an institution, which is usually difficult to
achieve and takes some time. Attitudes and traditional working methods have to
change and staff have to accept that there needs to be a very strong customer focus.

This in itself is not usually enough. Systems and strategies which are customer
orientated have to be planned and introduced. Managers have to trust staff and

accept that stafl are empowered to make decisions, especially at the customer level,
without having to refer to authority.

It is the change from a hierarchical approach with the potential of a loss of status by
managers that can cause one of the biggest barriers to the introduction of TQM.
Stafl themselves may fear the consequences of empowerment and there will always

be a certain amount of scepticism and cynicism by staff who may not be able to
grasp the change and see the long term benefits.

TQM is often used as a marketing tool by many organisations and quality kite marks
are to be seen on stationery and incorporated into advertisements. The reason behind
this 1s to impress clients that the organisation has a quality system superior to that of
an organisation which does not have the award. As education is about learning,

TQM has to address the quality of learning if it is to be successful. Performance
management can support TQM when it 1s applied in an educational context by
recognising that everyone in a college is a customer with customer expectations.
Armstrong (2000) indicated that, whilst TQM promotes the customer focus,
performance management can support total quality management processes by
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emphasising the importance of continuous improvement and achieving
improvements through a partnership between managers, their teams and individuals
in those teams. Guin (1992) recognised that the process of performance management
actually reinforces TQM because it gives managers the skills and tools to carry out
the management part of TQM. Performance management can enable managers to
sustain TQM as a vital part of the organisation’s culture. Teams are an integral part
of acollege, therefore TQM within a framework of performance management would

give a broader balance of measures to gauge leamer success than would the
application of TQM on its own.

2.3.4 s Bal¢ ! )4+ d APProd

The concept of the balanced scorecard was developed by Kaplan and Norton (1996).
It was their view that no single measure can provide a clear performance target on
the critical areas of business. Managers want a balanced presentation of both

financial and operational measures.

The Balanced Scorecard is a conceptual framework for translating an organisation’s
vision into a set of performance indicators in the context of four perspectives:
financial , customer, internal business processes, and learning and growth. For each
perspective there are clearly identified strategic aims, critical success factors and
measures of success. Kaplan and Norton emphasise that the Balanced Scorecard

approach puts strategy and vision, not control, at the centre. The objectives and

measures of the scorecard are derived from an organisation’s vision and strategy and
captures the critical value-creation activities created by skilled, motivated
organisational participants. The Balanced Scorecard emphasises that financial and

non financial measures must be part of the information system for employees at all

levels of the organisation. The objectives of the Balanced Scorecard are derived

from a top down process driven by mission and strategy. Kaplan and Norton suggest
that the Balanced Scorecard should translate an organisation’s mission and strategy

into tangible objectives and measures. The measures represent a balance between

external measures for customers and internal measures of critical business processes,
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innovation, learmning and growth. The measures are balanced between outcome
measures, the results from past efforts, and the measures that drive future

performance.

Kaplan and Norton state that the scorecard 1s more than a tactical or an operational
measurement system. It 1s a strategic management system to manage strategy and
the critical management processes of clarifying and translating vision and strategy. It

is a system of communicating and linking strategic objectives and measures, 1o
teams and individuals. It provides feedback and leaming about the strategy. The real

power of the Balanced Scorecard occurs when it is transformed from a measurement

system t0 a management system.

The Balanced Scorecard is particularly relevant to organisations which do not rely
entirely on profit and production as their strategic aim. The Accounts Commission
for Scotland (2000) recognises that measuring the performance of public sector
organisations has always been a difficult and contentious area. With continuing
pressure for accountability and value for money, however it is one which requires

increasing management attention. McWilliams (1996) reinforces the argument for
using the Balanced Scorecard approach. The balanced scorecard is perhaps the best
means available to gain consistent alignment between strategic vision and its

execution.

This study will develop the concept of the Balanced Scorecard to produce a
scorecard applicable to the context of a Further Education College.

The four perspectives identified by Kaplan and Norton are:

° Financial Perspective
To be successful how should we appear to those who provide our financial

resources?

. Customer Perspective

40



To be successful how should we appear to our customers and key
stakeholders?

. Internal Process Perspective

To be successful which business processes should we be good at?

° Innovation and Leaming Perspective

To be successful how will we sustain our ability to leam and improve?

Kaplan and Norton show in diagram Figure 2.3 the relationship of the four

perspectives.

Figure 2.3

The Balanced Scorecard provides a framework 1o translate a strategy into operational
terms.

Source: Robert S. Kaplan and David P. Norton, “Using the Balanced Scorecard as a
Strategic Management System,” Harvard Business Review (January-February 1996):
76.
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These four perspectives represented a balanced view of the organisation and
provided a framework for the development of a scorecard. In some organisations
more than four perspectives have been developed but this does not exceed five in the
many examples which were looked at for this study. Organisations themselves have
to decide what the specific measures will be and this may differ between

organisations.

The Balanced Scorecard enables employees to develop a better understanding of
their own organisation. Daily operations are based on a shared view of the direction
in which the organisation is going towards achieving its vision and mission
statement. Employees will be able to sce how they themselves exercise control and
will therefore become more highly motivated and develop a better understanding of
their organisation. They will become more open to change and participative in
implementing company decisions.

Kaplan and Norton state that the scorecard provides a framework- a language to

communicate mission and strategy. Using measurements to inform employees about
the drivers of current and future success, most importantly, the Balanced Scorecard

develops a communication, informing and leaming system rather than a controlling

system.

The four perépectives proposed by Kaplan and Norton balance short and long term
objectives, hard objectives and subjective measures.

Kaplan and Norton emphasise that the Balanced Scorecard should translate a

business units’ mission and strategy into tangible objectives and measures. The

measures represent a balance between external measures for shareholders and
customers and internal measures of critical business processes, innovation, and
learning and growth. The Balanced Scorecard is not just a practical or operational
measurement system; it is a strategic management system used to manage strategy
over the long term, 3-5 years. Using the Balanced Scorecard as a strategic

framework for action is shown in the following diagram Figure 2.4.
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Figure 2.4
The Balanced Scorecard as a strategic framework for action.

Source: Robert S. Kaplan and David. P Norton, “Using the Balanced Scorecard as a

Strategic Management System,” Harvard Business Review (January-February 1996):
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The process starts with the senior management team determining specific strategic

objectives. This enables the measurement focus of the scorecard to determine the

following critical management processes.

1. Clarifying and translate vision and strategy.
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2. Communicate and link strategic objectives and measures.
3. Plan, set targets, and align strategic initiatives.

4. Enhance strategic feedback and learning.

Kaplan and Norton indicate that the process of building a scorecard clarifies the
strategic objectives and identifies critical drivers of the strategic objectives. The fact
that the scorecard is developed as a team project therefore creates a shared model of
the entire business to which everyone has contnibuted. The scorecard objectives
become the joint accountability of the senior management team enabling it to serve
as the organisation framework for a broad array of team-based management

processes.

The Balanced Scorecard’s strategic objectives and measures have to be
communicated to all employees to ensure that they are aware of the cnitical
objectives which have to be achieved if the organisation’s strategy is to succeed.
Kaplan and Norton show this process diagrammatically as follows in Figure 2.5.

Figure 2.5
Personal goals alignment and measurement concept.
Source: Translating Strategy into Action The Balanced Scorecard, Robert S. Kaplan

and David P. Norton, 1996 p140.,

1. Top-Down Management Rollout
* Establish context tor BSC as a means (0
communicale shared Obiects
* Build ungerstanaing and acceptance of the BSC
Executive e Engage managers {0 adapt the measures 10 1!

Team their area of responsibility .

® Engage managers to track pertormance 1o
Top Management

@siablish A Daseine of information tof
eslablishing 1argots

® Engage managers 10 Covelop And sxecule An
implemeantation plan for cascaaing ine 8SC
down within their organizations

2. Employee Rollout 3. Protit Plarnv/Target Setting
* Communicate context, orgamzational . ® Impiement top-down process for cehning
strateQies. and mtialives linancial targets
* Introduce the BSC—-What is it: How 18 it ¢ impiament bOtOM-up process for estabhshing
being used; What's the impiementation targets for nonfinancial measures

plan; What's been accompiished; What are
the next steps?

Measurement Approach

Measure Evoives through impiementation

1. Percent 0! top managers exposed o BSC

2. Percent of statf exposed to BSC

3. Percent of top managers with personal goals
ahgned to BSC

4. Percent of sialf with personal goais angnad
10 BSC and percent of empioyees wno

achieved cersonail goals

4. Personal Goals Allgnment

s Each employes estabiishes a sirateQy-
aligned goal by iaentitying an activity
which they pertorm (and/or & maasure)
which will Impact a measuremaent on the
scorecard

¢ Personal goals established through
negot:ation process with managemeant

44



The conclusion of the communication and linkage process will ensure that everyone
in the organisation should understand what the long term goals are as well as the

strategy for achieving these goals. Individuals will also understand how they will
also contribute towards achieving these goals.

The Balanced Scorecard is particularly effective when it is used to drive
organisational change. Targets are set for the scorecard measures which if achieved
will lead to organisational change. The process of planning and target-setting using

scorecard measures enables an organisation to

e quantify the long term outcomes it wishes to achieve

e identify mechanisms and provide resources for achieving these outcomes

e establish short term milestones for the financial and non-financial measures on

the scorecard.

The final management process embeds the scorecard in a strategic learning
framework. Kaplan and Norton consider this 1o be the most innovative and most
important aspect of the entire scorecard management process. Management reviews

and updates move from reviewing the past to learning about the future. Managers

discuss not only how fast results have been achieved but also whether their
expectations for the future remain on track.

It is likely that environments will change during the lifetime of a strategy.
Opportunities and threats will arise which were not anticipated. The fact that all

employees are aware of the strategy enables managers, team leaders and individuals

to provide ideas for seizing new opportunities to counter threats and seize
opportunities (Simons, 1995).

Argyris and Schon (1996) cited by Kaplan and Norton, argue that organisations need

the capacity for double-loop learning. Double loop learning occurs when managers
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question their underlying assumptions and reflect on whether the theory under which
they were operating remains consistent with current evidence, observation and

experience. Managers receive feedback about whether their planned strategy is
being executed according to plan - the single loop learning process. It is more

important, however, to consider if as a result of the feedback they are receiving
whether the planned strategy remains a viable and successful strategy - the double

loop learning process.

Kaplan and Norton indicate that a properly constructed Balanced Scorecard
articulates the theory of the business. The scorecard should be based on a series of

cause-and-effect relationships derived from the strategy. The Balanced Scorecard is

a new framework for integrating measures derived from the strategy; it fills a void
that exists in most management systems — the lack of a systematic process to
implement and obtain feedback about strategy. The real power of the Balanced
Scorecard, however, occurs when it is transformed from a measurement system to a

management system. The Balanced Scorecard can be used to achieve the following

o clanfy and gain consensus about strategy

e communicate strategy throughout the organisation

e align departmental and personal goals to the strategy

e link strategic objectives to long term targets and annual budgets

e identify and align strategic initiatives

e perform periodic and systematic strategic reviews

o obtain feedback to lean about and improve strategy.
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Management processes built around the scorecard enable the organisation to become

aligned and focussed on implementing the long term strategy.

Olve, Roy and Wetter (2000) have examined the application of how the Balanced
Scorecard has been used by various organisations. They were less concerned with

the theory of the Balanced Scorecard and more involved in the practical application

in various organisations.

Earlier in this chapter various models of performance management were reviewed

however it is important to also review altemative models to the Balanced Scorecard.

Olve, Roy and Wetter cite the scorecard produced by Maisel (1992). Maisel also

uses the same name as the Kaplan and Norton model and he also has four
perspectives from which the business should be measured as can be seen in the

following diagram Figure 2.6.

Figure 2.6
Maisel’s Balanced Scorecard.

Source: A Practical Guide to using the Balanced Scorecard, Nils-Géran Olve, Jan
Roy and Magnus Wetter (2000 p20).
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Maisel does not use a leaming and growth perspective instead he uses a human

resource perspective in his model. In this perspective he measures innovation as well
as factors like education and training. Maisel’s reason for using a separate employee
perspective is that management should be attentive to and should measure the

effectiveness of an organisation and its people.

Adams and Roberts (1993) provide another model which they call EP2M (effective

progress and performance measurement). According to Adams and Roberts it 1s

important above all to measure what the company does in four areas:
o External Measures — serving customers and markets
o Intemal Measures — improving effectiveness and efficiency

e Top-down measures - breaking the overall strategy down and speeding the

process of change

e Bottom-up measures — empowering ownership enhancing freedom of action.

Adams and Roberts model is shown in the following Figure 2.7.
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Figure 2.7
Adams and Roberts EP2M Model.

Source: A practical guide to using the Balanced Scorecard, Nils-Gdram Olve, Jan

Roy and Magnus Wetter (2000 p23).
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According to Adams and Roberts, the purpose of a measurement system is not only

to implement the company’s strategy but also to foster a culture in which constant

change is a normal way of life. Effective measures should permit review and provide

decision makers and strategic planners with rapid feedback.
The Balanced Scorecard developed by Kaplan and Norton provides the model which

other scorecards have been developed from. Figure 2.8 shows the model developed

by Kaplan and Norton.
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Figure 2.8
Comprehensive view of the process. Adapted and reprinted by permission of

Harvard Business Review. Exhibit from “Putting the balanced scorecard to Work”
by Robert S. Kaplan and David P. Norton, September-October 1993, p. 139.

Source: A Practical Guide to using the Balanced Scorecard, Performance Dnvers

Nils-Géram Olve, Jan Roy and Magnus Wetter (2000 p42).

Vision -
What is our vision of the future?

internal/ Learning
Perspective Business and
Processes Growth

Strategic Aims

If our vision succeeds,
how will we differ?

Critical Success Factors
What are the cnitical
+ success factors for
achieving our strategic

goals?

Strategic Measures

What are the critical
measurements that indicate
our strategic direction?

Commencing at the top of the model is the organisation’s vision. The vision is the

Action Plan

What should be our
action plan to succeed?

organisation’s ultimate goal in what it wishes to achieve. The vision is
communticated to and shared with all employees, in some organisations this is also
known as the mission statement. The next level descending downwards identifies the
perspectives. Many organisations use the perspectives identified by Kaplan and

Norton however this is not always the case. The perspectives identify the essential
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components which lead to the achievement of the vision of the organisation. Each
perspective is expressed as a number of strategic aims which are specific to
achieving the vision. Critical success factors are factors which are most cnitical for
the success of the organisation. Strategic measures are the measures and goals which
have to be set if the cnitical success factors are to be achieved. Finally the action
plan describes how the organisation is going to achieve its plans and identifies who is

responsible for achieving specific actions.

The scorecards developed by organisations broadly follow the Kaplan and Norton

model however the following models developed by different organisations clearly

show how the model can be adapted.

Olve, Roy and Wetter (2000) examined and evaluated the following organisations

scorecards.

The Halifax is a well known UK company. It decided to develop a new performance

management system based on the balanced scorecard approach early in 1994, the
main goals of the system were to:

o Keep existing customer and do more business with them
¢  Win new customers
e Promote a positive culture

e Improve management and branch performance

o Emphasise customer and service objectives
e Encourage employee development

¢ Reduce paperwork

The development of the scorecard identified four perspectives and these can be seen
in the following Figure 2.9,
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Figure 2.9
Halifax Balanced Scorecard.

Source: A practical guide to using the Balanced Scorecard, Performance Dnvers

Nils-Gdram Olve, Jan Roy and Magnus Wetter (2000 p92).
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The Balanced Scorecard

The Halifax developed between 2-5 measures in each perspective with a total of 16
measures for the whole scorecard. Many of the measures are checked in a daily basis
with those relating to customers updated twice a year., The scorecard was developed
as an operational management system. Objectives for each measure are set once a I
year but reviewed quarterly. Every measure has an “owner” who is responsible for

planning, managing, recording and improving the measure.

A balanced scorecard which has five perspectives has been developed by a Swedish
company Kappall which is a retail clothing chain, Kappall developed their scorecard
during the period 1995/96. It followed the development model of using a team of

employees to revise and develop the vision and mission statement. Kappall included “

a fifth perspective which was an employee or human perspective. Olve, Roy and
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Wetter (2000) argue that in their opinion any change in perspectives {from the
original Kaplan and Norton model should be based on strategic reasons and that there
is seldom a need for a separate employee perspective, since the employees are
already considered as resources. The Kappall balanced scorecard is shown in the
following Figure 2.10.

Figure 2.10
Kappall’s Overall Balanced Scorecard.

Source: A practical guide to using the Balanced Scorecard, Performance Drivers
Nils-Gdram Olve, Jan Roy and Magnus Wetter (2000 p75).
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It took until 1997/98 to fully introduce the scorecard to all of its stores. Inttially staff
were sceptical, the concept of the scorecard was unknown and stafl had worked with
TQM and a number of other change methods. The success of implementing the
balanced scorecard at Kappall is given to the managing director and the scorecard
development group. Business development, planning and monthly follow-up are

based on the scorecard of each unit.

Olve, Roy and Wetter summarise that the concept of the balanced scorecard is no
guarantee of a successful strategy and vision, but the great strength of the concept
lies in the very process of building the scorecard, a process which is an effective way
to express the company’s strategy and vision in tangible terms and to gather support
for it throughout the organisation. Viewing the company from different perspectives
and in different time dimensions provides a unique understanding of the business as a
whole. A common language and basis for discussion are established throughout the
organisation. In this way the employees can see their part in the total picture, as they
must if the company is to achieve its overall goals and comprehensive vision.

One effect of implementing a system of performance management may be a change
in the culture of the college. Peters and Waterman (1982) and Goldsmith and
Clutterbuck (1984) suggest that culture is a key component in the performance of
successful companies. This view is questioned by other writers for whom very little
evidence exists, of a strong association between culture and organisational
performance (Akin and Hopelain 1986). The work of Kilmann et al (1985) indicated
that there are three factors which would be important: cultural direction, cultural
strength and cultural pervasiveness. Cultural direction is the extent to which a
culture actually helps an organisation achieve its goals. Kilmann et al (1985) suggest
that cultures can be positive and facilitate goal achievement, or negative and inhibit
it. Pervasiveness is the extent to which an organisational culture is homogencous
(Rollinson et al 1996). Teams within the college will inevitably have their own sub-
cultures. There is a danger that, if there are many sub-cultures which are very

different, this could lead to inter-group conflict.
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The strength of a culture expresses the influence it has on the behaviour of people.
Rollinson et al (1996) suggest that a culture that is positive and strong will have a

beneficial impact whilst one which is strong and negative is likely to have adverse

consequences.

During the course of this study one of the teams was transferred to another college as

part of a collaborative development. There was a concemn that this would have a
detrimental effect on the other teams of the college. Afier a period of time there was
no evidence that the transfer had affected the other teams.
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CHAPTER THREE

Research aim and questions

This research study evolved through the recognition that, if a college was to be
successful, it had to have an operational planning process which encouraged
accountability; was measurable in terms of its achievement; and involved staff in
being responsible for achieving the college objectives. Performance management
was a concept which had the potential of developing in a further education college a
means of building accountability into the operational planning process. It provides

managers and staff with a shared responsibility for achieving the strategic aims of the

college.

A review of the literature found that performance management was well documented
for industnal organisations. Evidence was also obtained from two colleges dunng
the preliminary research part of the study. In one college the performance

management system was only being developed and had not gone through a complete
cycle. Inthe other it was found that the performance management system was not

concurrent with an up-to-date concept of performance management. An analysis of

both colleges is reported in chapter five.

Preliminary research revealed no literature on the balanced scorecard being applied
to a further education college. Given these early findings, it became clear that, if a
system of performance management using the balanced scorecard as an approach,
could be implemented in a college, this would provide new knowledge of this area. It
would also be relevant to the researcher who had a responsibility for operational
planning. It would also be relevant to the further education sector and would extend
the forefront of knowledge in operational planning. Given the advantages of both a
system of performance management and the balance scorecard approach, and the fact
that no evidence of a previous study of this nature could be found, it was concluded

that this was a study worthy of being carried out.
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While College appraisal systems were also being criticised (Walker, 1997), problems
and symptoms associated with a poor appraisal system were recognised in my own
college. To be able to review the appraisal system and refocus appraisal through a
performance and development review would also extend the knowledge of this area
for the further education sector. The direct interest of the researcher in whether the
concepts of performance management and the balanced scorecard could be applied to

a further education college led to the research aims of this study.

Brown and McIntyre (1981) suggest that research questions arise from an analysis of

the problems of the practitioners in the situation and the immediate aim then
becomes that of understanding those problems. The researcher, at an early stage,

formulates speculative, general principles in relation to the problems that have been
identified.

Robson (1993) identifies three main purposes for undertaking research: exploratory,

descriptive and explanatory.

. Exploratory studies are usually but not always quantitative.

. Descriptive studies require extensive previous knowledge of the situation to
be recorded or described and aim to portray an accurate profile of persons,

events or situations. Descriptive studies may be qualitative or quantitative.

N Explanatory studies are designed to find out what is happening to seck new

insights, to ask questions and assess phenomena in a new light. Explanatory
studies can be qualitative or quantitative and seck an explanation of

situations or problems usually in the form of a causal relationship.

This study involved a large and complex group of staff in the college. The range of
staff varied from the Senior Management Team to individual teams of lecturers and
support stafl. The number of staff involved in the research exceeded two hundred
and could therefore be descril?ed as a large group process (Martin, 2001). Martin
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describes large group interventions or processes as events designed o engage
representatives of an entire system, whether it be an organisation or a community, in
thinking through and planning change. A full explanation of the work of Martin is
described in the chapter four.

The first and main aim of this research study was to investigate, implement and
evaluate a system of performance management using the balanced scorecard as an
approach. My hypothesis was that using a balanced scorecard approach would
develop efTective operational planning. Team Leaders would set a balance of
objectives with their teams which would reflect the focus areas of the scorecard. The
performance measures of the operational plan would be linked to the strategic plan of
the college. The effectiveness of this aim would be the establishment of outcome
measures where teams and individuals can determine how they contribute to
achieving the college aims and objectives. Objectives would become more
measurable and as a result achievable and therefore drive an improvement in the

performance of the college. Stafl would be able to demonstrate a link between their
own performance and the college as a whole

“The second aim was to determine how eflective the balance scorecard was in

producing an operational plan with a balanced set of objectives. My hypothesis to
support this aim was that Team Leaders and line managers would agree measurable
objectives with their teams which would reflect the cause and effect relationship of
the operational planning process. Achievement of the operational objectives should
lead to predictable improvements in the focus areas of the scorecard. The reason for
using the balanced scorecard was that performance management required a vehicle of
implementation and this would be the balanced scorecard approach. Without a

method of implementation there would only be a stand alone theory which lacked
focus for achievement and change.

An extensive analysis of the objectives which were defined during operational

planning for the year 2001-2002 was compared with the previous year, The

information in both plans was largely qualitative, the performance measures,
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however, were quantitative. Creswell (1998) defines qualitative research as an
inquiry process of understanding based on distinct methodological traditions of
enquiry that explore a social or human problem. The researcher builds a complex,
holistic picture, analysis, words, reports, detailed views of informants, and conducts
the study in a rural setting. The information which was available from the
operational plans was identifiable with the strategic aims of the college. The
performance measures for each aim were also intended to meet objectives which
were specific, measurable, achievable, related to the objective and time measurable.
This information provided the opportunity of not only using qualitative analysis but
to also use quantitative analysis for the interpretation of the information provided on
the operational plan throughout the current year and the previous year. A critical
analysis of the operational plans for the periods 2000-2001 and 2001-2002 enabled a
comparative analysis to be carried out to establish if there was evidence of change
occurring. Robson (1997) suggests that theories and concepts tend to arise from the
enquiry. They come afier data collection rather than before it. Bryman (1988) also
indicates that many of the differences between the two traditions are in the minds of
philosophers and theorists, rather than in the practices of rescarchers. IHe concludes

with the suggestion that quantitative research is associated with the testing of

theories, whilst qualitative research is associated with the generation of theories.

In order to achieve the first aim of the study, which was to implement a system of
performance management, a programme of development had to be devised. The
concept of performance management was introduced to the Principal and Senior
Management Team. They were advised of the principles of performance
management, the advantages and what would be involved in its introduction. At the
same meeting the group were also advised of the various methods of introducing a
system of performance management. These methods have been explained in chapter
2 sections 2.3.1 t0 2.3.4. The advantages of using the balanced scorecard convinced
the group that this would be the preferred option. The second aim of the study,
which was to determine if the college’s operational plan could be based on a

balanced scorecard, required a development team to be set up. The membership of
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the group, and a timetable of development and implementation was agreed by the

senior management team.

Changing the system of operational planning also involved the Personnel Commitiee
of the Board of Management. Both the senior management and the Board members

were enthusiastic and supported the proposals.

The detail covered during the implementation of the system of performance
management was significant. To include it in the text of this study would be

excessive. In order that the magnitude of the work can be assessed there are, in

Appendix 1, sample copies of meetings, information briefings and action plan dates.

The third aim of this study was to revise the system of appraisal in the college and to
produce a new system based on a performance and development review for each

member of staff. This revised system would have a direct link to the performance
management system.

My hypothesis for this was that stafl would see a direct link between their own
personal objectives and the achievement of the college operational plan. Without
this direct link staff would not be fully committed to the vision and aims of the
college and specifically to the aims of their own individual team. Animportant
outcome of the performance and development review was the identification of CPD.
Staff could identify how their own CPD contributed to the achievement of their team
objectives and therefore the overall college objectives. The fact that the college

objectives, team aims and individual members of stafl CPD were incxtricably linked,

meant that there was a closed loop system.

The implementation of the third aim also involved a team approach. A development

team was set up specifically to review and implement the change from appraisal to a

Performance and Development Review System. Staff received training in the new

system as all of the forms used to drive the process were changed. The detail of the
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change is not included in the text of this study; a copy of the procedure and each

revised form is included in Appendix 2.

The fourth aim of this study was to evaluate the findings of this study and to make
recommendations which would assist other Further Education Colleges to consider
adopting a system of performance management. The model which was devised had
five perspectives which were considered essential for the success of the college.
This model was different in many ways from the models developed in other fields.

As a consequence the knowledge of the Balanced Scorecard has been taken forward
and developed for the field of Education.
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CHAPTER FOUR

Methodology

The methodology of this study was essentially qualitative, although quantitative
techniques were used in analysing some of the data obtained from the research.

Birley and Moreland (1999) identified five common methods of research as:

. Experimental.

. Survey.

. Developmental.

. Action Research.

. Qualitative Research.

Experimental research attempts to control a situation so that only one item of interest

is studied. This method was not appropriate to the study.

Survey methods are used to acquire an overview of a particular situation where
information is required to inform policy decisions. Cohen, Manion and Morrison
(2000) suggest that surveys gather data at a particular point in time with the intention
of describing the nature of existing conditions, or identifying standards against which
existing conditions can be compared, or determining the relationships that exist

between specific events. This study used a number of small scale surveys which

included a semi structured interview, questionnaires issued to lecturing and support

staff and a focus group interview with senior managers.

These small scale surveys were used to gather data in support of the implementation
of performance management in the college. When the system had been operational
for some time statistical data was obtained from stafT questionnaires to determine if
change was occurring as a result of the introduction of performance management.
The information gathered from the surveys was instrumental in changing some of the

procedures of the performance management system. Attitudes were measured and

these informed the study to develop an improvement in communications in teams.
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Developmental methods are usually used to study a particular cohort over a specified

period of time. This time span may be over a significant period and was therefore

excluded as a method on that basis.

The methodology which was most appropriate to this study was action research using
qualitative methodology. Action research owes much to the work of Kurt Lewin
who stated that action research involves a spiral of cycles of planning, acting,
observing and reflecting (Lewin 1948). Planning is the general idea or starting point
of the research. Robson (1997) states that if planning is successful two items
emerge; an overall plan of how to reach the objective and a decision about the first
step of action. The next step is to take action to carry out the first step of the plan.
The process of observation and reflecting forms a circle of planning, executing and
fact finding to evaluate each step which can lead to modifying the overall plan.

The focus of this research project involved thirteen academic teams. Team Leaders

worked with their teams in the application of the development of the theory of
performance management. Team Leaders themselves were participants in action

research as the knowledge they gained was fed back to modify and develop the
original theory. Team Leaders were involved in a process of obscrvation, reflection,
planning and action as described in Kolb’s (1984) theory of learning. They were not
directly carrying out research but were involved in applying the theory to practice

with their teams. Kolb (1984) described leamning as a cyclical process involving four
developmental phases;

. Concrete experimentation - which refers 10 personal involvement, dealing

with people by being sensitive to their values and feelings.

o Reflective observation - which implies that information is gathered and
analysed.
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. Abstract conceptualisation - which is the “comprehension” process through

which order is introduced and models and schematics are built.

. Active experimentation - which is the stage when finally the abilities are

associated with acting and doing in the external world.

Birley and Moreland (1999) stated that action research is research conducted by a
professional into their own activity with a view to bringing about an improvement in
practice. The action which was carried out enabled data to be evaluated to determine

the efTectiveness of implementing the system of performance management. This
outcome of action research is reinforced by earlier researchers, Carr and Kemmis
(1986), who indicated that action research leads to, firstly, the improvement of
practice of some kind; secondly, the improvement of understanding of a practice by
its practitioners, and; thirdly, the improvement of the situation in which practice
takes place. Those involved in the practice being considered are to be involved in

the action research process in all its aspects of planning, acting, observing and
reflecting.

Action research is not without its critics. Cohen and Mannion (1991) stated that their
evaluation of the last {ifty studies which have been undertaken which compare the
outcomes of one teaching methodology with another is that they have contributed

almost nothing to our knowledge of the factors that influence the leaming process in
the classroom.

This cniticism s supported by other writers, Atkinson and Delamont (1985) and

Adelman (1989) who consider action research to be ‘inward looking and ahistorical’
and a denial of the need for systematic methods.

The literature 1dentifies action research as being linked to the case study approach
(Robson 1997). Lincoln and Guba (1985) use the term ‘naturalistic enquiry’ which
shares many characteristics with the case study approach. It says that the researcher
must work 1n a natural setting possibly without any formal theory or hypothesis. The



focus cannot be specified except in very broad terms and it is difficult to put
boundaries on the study. It is the human being that is the instrument in gathering
primary data. Qualitative rather than quantitative methods tend to be used, although
this is not exclusively the case. The research design emerges from the interaction
with the study.

This study used action research to evaluate a specific approach to performance
management in order to develop the theory of performance management, Teams in
the college worked together as participants in the overall research theme.

Robertson (2000) stated that action researchers ofien experience a complicated
research process, not only when conducting their research, but also when trying to
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