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ABSTRACT

Differing Perspectives of Order and Control in a UK Retail Store’s Performance
Appraisal Scheme

Rona Mary O’Brien

The thesis is concerned with the differing perspectives of order and control within a retail
store’s performance appraisal scheme. The methodology used in the collection and
presentation of the empirical information is based on the work of Berger and Luckmann
(1966). The focus of the thesis is a case study, that highlights how order and control was
created and maintained by the participants in the performance appraisal scheme. The case
study details how the performance appraisal scheme was formulated as a solution to a
“problem” of order and control, within the organisation. But, it is proposed that the issue
was not order and control per se but the maintenance, influence and efficacy of
managerial order and control in the face of alternative orders and controls. An alternative
order and control emanated, mainly, from non-managerial participants in the
performance appraisal scheme. In asserting the validity of their order and control, non-
managerial participants gave a visibility to ideas of order and control that has. been
neglected in discussions of managerial control, particularly those based on a structural
functionalist perspective. Both managerial and non-managerial ideas of order and control
did interact with each other. The thesis concludes that it is in the creative interplay of
differing perspectives of order and control, that a fuller understanding of management

order and control may be had.
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INTRODUCTION

The thesis is concerned with an examination of how differing social groups created and
maintained order and control within a fashion retail store. In order to give focus to this
examination one aspect of the Store’s management control process: the Performance
Appraisal Scheme, is analysed. The theorising for the study has been informed by the
work of Berger and Luckmann (1971) and the empirical research was undertaken using
a case study method. The case study details how those who introduced and designed
(referred to as Personnel, hereafter) the Store’s performance appraisal scheme and those
who participated in the scheme (non-personnel employees referred to as Participants!,
hereafter) created and maintained order and control, within the performance appraisal
process. It is proposed, that Personnel and Participants exhibited such differences in
their articulation of ideas of order and control as to enable the attribution of differing
perspectives to each party. The differing perspectives were interpreted as that of
structural functionalism (Personnel) and an interpretative perspective (Participants).
From the empirical study I conclude that although differing perspectives were used in
the creation and maintenance of order and control, they were not unaffected by each
other. That there was a degree of recognition and acceptance by each party of each
other’s perspective. And that this recognition and acceptance meant that the perspectives
were integrated, not so as to make them unrecognisable as separate perspectives but,
that in order to be effective, in their own and in orgaﬁisations terms, orgariisational

~ actors accepted the ideas of other perspectives as legitimate and necessary inputs into

! Members of the Personnel Department also participate, as appraisees and appraisers, in the performance
appraisal scheme but in the thesis I have concentrated on their role as designers and implementors of

same.



their social interaction. The primary implication, of the ideas contained in the case
study, for the study of management control, is that ideas of managerial order and control
are dependent on the perspective used in its design and implementation. And that
management control, as a social construct, is dependent on legitimation for its existence.
An important element of this legitimation is the interaction of the perspective used in
management control with other perspectives, particularly of those who are “managed”.
Therefore a fuller understanding of management control, and its context organisational
order and control, may be gained from grounding that understanding in the social lives

and perspectives of the managed.

Chapter one argues that theorising about management control must be contextualised
within a framework of organisation theorising. It is proposed that despite the use of
other paradigms in research about organisations and management control the use and
influence of structural functionalism still dominates. The reasons for this continuing
domination is that structural functionalism, unlike many other paradigms, provides: a
strong degree of completeness and closure in its apriori reconciliation of structure and
action; a source of valid knowledge for the improvement of organisational performance;
and a protection of the legitimation of the status quo, i.e. capitalism. The management
control literature is reviewed in the light of this domination and the problems that this
might give rise to. Recognition is also given to those sections of the management
control literature that are exploring ways of expressing our knowledge of same, using
alternative paradigms. That these alternatives should be given credence is premised on
the idea that the main danger in using structural functionalism in theorising, or in
empirical research is that the preservation of the reflexive relationship between structure

and action is at risk. It is important to preserve this reflexivity so that the creative

i



interplay of action and structure within management control, plays its full part in our

exploration of same.

Chapter two takes up Richard Laughlin’s (1995) examination of how two very different,
streams of thought, positivism and subjectivism, have influenced methodologies in
management accounting and control research. In this chapter I argue that the streams of
thought, though different, are unified in their common source, the Enlightenment and
that this unification is stronger than their differentiation. This unity comes from the
central ideal of the Enlightenment: the rational, universal progress of man. This ideal
underpins many of the approaches to management control research. I suggest that
methodologies based on the Enlightenment ideal may be problematic, due to the
imposition of a meta-narrative, of rationality, progress and universality, on researchers
and the subjects of their research. The chapter proposes that a methodology based on the
idea of reality as a social construct may, but does not have to, encompass such a meta-

narrative.

The research question is also addressed in this chapter, it asks is there a problem of
order and control within organisations? In order for the empirical work, in chapter four
and five, to properly address this question, the chapter examines two perspectives,
structural functionalism and an interpretative perspective, that address the “problem of
order”, i.e. how order is created and maintained. In examining these perspectives it is
proposed that the “problem of order” is not the creation and control of order per se:
order is inherent in the social existence of man and control is integral to the formation of
any type of order (Berger and Luckmann, 1971). The “problem of order” is the
maintenance, power and efficacy of types of order. For management control the

“problem of order” is the maintenance, influence and efficacy of managerial order in the

il



face of alternative orders, containing their own control processes, mode of influence and

degrees of efficacy.

Chapter three relates the discussion of perspectives in chapter two to the method used to
undertake the empirical research. It is suggested in the chapter that the use of a case
study method best fits the epistemological position, i.e. Berger and Luckmann’s (1971)
proposal of reality as a social construct, that underpins this thesis. The appropriateness
of a case study method lies not in its ability to help researchers formulate general laws
but, in offering them an opportunity to ground their empirical work in the particular,
social situation that they are researching. Thus allowing researchers to flesh out their
perspectives with grounded empirical data. An important question that is asked of any
research undertaking is that of how much trust, usually stated in terms of objectivity,
can be placed in a researcher’s method? Positivistic methods of empirical investigation,
usually assumed to be objective because of the possibility of replication, may be found
wanting in both their ability to ground research sufficiently in a given social situation
and in securing objectivity. The desirability and possibility of objectivity, within a case
study method, is examined and discussed, particularly with regard to its role in the
empirical work presented in chapter four and discussed in chapter five. The chapter also
describes how the case study was carried out and, the research problems and

opportunities that occurred in the course of data collection in the empirical setting.

Chapter four provides, by means of a short history of performance appraisal, an
introduction to the source of performance appraisal schemes within modemn business
organisations. The chapter is primarily concerned with contextualising the discussion, in
chapter five, of how the design and implementation of the Store’s performance appraisal

scheme was grounded in the creation and maintenance of differing ideas of order and

v



control. It presents an account of the Store’s history, its current position in the UK’s
fashion retail market and details of its performance appraisal scheme. The main body of
the chapter is concerned with detailing the introduction, implementation and operation
of the Store’s performance appraisal scheme. The implementation of the scheme is
discussed with reference to ideas of performance appraisal, that are to be found in the
human resources literature. In sum the chapter focuses on how the performance

appraisal scheme operated in a specific set of social circumstances (Ryan et al., 1992).

Chapter five seeks to address the research question posed in chapter two. To do this in a
meaningful way the chapter examines the views and opinions of those who designed
and implemented the Store’s performance appraisal scheme, Personnel and those who
participated in the scheme, Participants. In the course of interpreting Personnel and
Participant’s meanings of performance appraisal no simple answer to the question posed
above was expected, or found. But significant differences in Personnel and Participant’s
articulation, the former a structural functionalism perspective and the latter an
interpretative perspective, of the performance appraisal process were uncovered. The
chapter shows how each perspective created, maintained and evidenced, for themselves
and others, their shared experience of order and control, within the process of
performance appraisal. It is also proposed in the chapter, that alongside the differing
articulations of order and control there existed a degree of accommodation and
integration. And that Personnel’s ideas of order and control were accepted, in part, by
Participants, as legitimate and necessary inputs into their social interaction, so that they

could be effective in their own and in organisations terms.



The conclusion reiterates the links between the research question and the empirical
work. This linkage emphasises those elements of social reality that management control
should take account of in order to maintain its legitimacy and effectiveness. The use of
the empirical work to interpret and ground the research question allows the articulation
of important areas for future research. And also highlights those elements of the
empirical work that can add to interpretations of the reality of management control,

using an interpretative perspective.
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Chapter One

A Review of Meaning in the Management Accounting and Control Literature

“Abraham falls victim to the following illusion: he cannot stand the uniformity of this
world. Now the world is known, however, to be uncommonly various, which can be
verified at any time by taking a handful of world and looking at it closely. Thus this
complaint at the uniformity of the world is really a complaint at not having been mixed
profoundly enough with the diversity of the world.”

Franz Kafka, Parables and Paradoxes

1.1 Introduction

Chapter one argues that theorising about management control must be contextualised
within a framework of organisation theorising. It is proposed that despite the use of
other paradigms in research about organisations and management control the use and
influence of structural functionalism still dominates. The reasons for this continuing
domination is that structural functionalism, unlike many other paradigms, provides: a
strong degree of completeness and closure in its reconciliation of structure and action; a
source of valid knowledge for the improvement of organisational performance; and a
protection of the legitimation of the status quo, i.e. capitalism. The management control
literature is reviewed in the light of this domination and the problems that this might
give rise to. Recognition is also given to those sections of the management control
literature that are exploring ways of expressing our knowledge of same using alternative

paradigms. That these alternatives should be given credence is premised on the idea that



the main danger in using structural functionalism in theorising, or in empirical research
is that the preservation of the reflexive relationship between structure and action is at
risk. It is important to preserve this reflexivity so that the creative interplay of action and

structure within management control, plays its full part in our exploration of same.

1.2 Organisation Theory: A Context for Management Control Theory

The phenomenon of management control is experienced within the phenomena of
organisations. Thus any review of concepts of management control is undertaken within
boundaries that are defined by our theorising about organisations. Therefore given that
research in management accounting and control implicitly, or explicitly proposes

meanings of organisations, we must ask what is meant by the term organisation?

The development of structural-functionalism, in sociology, has had a major influence on
theorising about organisations. The coupling of this approach with general systems
theory produced a generic systems perspective for organisational analysis and the
development of same (Hassard, 1995; Donaldson, 1995). Hassard traces a number of
developments within this perspective: beginning with the mechanical equilibrium
approach of the Hawthorne studies (Roethlisberger and Dickson, 1939); moving on to
the socio-technical approach of the Tavistock studies (Trist and Bamford, 1951; Rice,
1958; Emery and Trist, 1965); the contingency approach epitomised by Lawrence and
Lorsch (1967); and the boundary management of Peters and Watermann (1982). In the
late 60s and early 70s a revolution swept through Western sociology, it created a

movement that broke away from the dominance of structural functionalism and




extended research into a variety of perspectives (Hassard, 1995). This revolution was
prompted by denouncements of functionalism and the generic social systems approach:

"....its methodology is static and its ideology conservative. In emphasizing equilibrium
and integration, it fails to account for change and conflict. In emphasizing harmonious

relations between system parts, it overlooks the dysfunctional elements of social
differentiation.”

(Hassard, 1995, p. 56).

It may be said in defence of functionalism that its failure to account for change and
conflict does not imply that these elements were not recognised. Holmwood (1996)
argues, in relation to Parsons’ work, that “.. integrative processes’ take their meaning
as an issue of sociological interest precisely from a perception of the reality of change”
(p.94). Though Holmwood admits that Parsons offered a description, rather than an

explanation of change.

The positioning of organisation theory within the social sciences meant that it too was
influenced by these developments. Paradigm models (Hassard, 1995) were developed
for the exposition of differentiation and classification in organisation theorising (Scott,
1981; Pondy and Boje, 1981; Burrell and Morgan, 1979; Morgan, 1986). Burrell and
Morgan's model is very influential in the organisation and management control literature
(see Laughlin and Lowe, 1990). The source of this influence has been their unique
intersection of epistemological approaches to objectivity and subjectivity with
sociological stances of conflict and consensus. Burrell and Morgan expose the
underlying assumptions about ontology, epistemology, human nature and methodology
that makes an approach a paradigm. Cutting across the divide of subjectivity and
objectivity they add dimensions of change and consensus. Burrell and Morgan offer a
model that is sympathetic to, and makes possible, the multi-paradigmic nature of much

research in organisation and management control theory. Also they proffer routes that



can be used to evidence a move, deemed necessary by Laughlin and Lowe (1990) and

traced by Laughlin (1995), out of the functionalism paradigm.

Though models that embrace a multi-paradigm approach may be useful in providing a
systematic way of exploring how we theorise about organisations, they can be
problematic. One important problem may be that the application of Kuhn’s idea of a
sequential upheaval of paradigms is not appropriate in a theorising context in which
there exists, simultaneously, multiple paradigms. Research in organisation and
management control theory is not subject to a paradigmic structure that behaves
according to Kuhn's explanation of paradigm use. No one paradigm can be said to
dominate, not even functionalism in its many forms, to the extent of excluding all
others. Nor does one paradigm over a period of time clearly and fully replace another.
Also the use of multi-paradigm in research may give rise to problems of inappropriate
borrowing, classifications, relativism and incommeasurability (see discussion in
Hassard, 1995 pp. 67-69 and 77-81). But the promotion of a variety of paradigms, in
opposition to and including functionalism, may be viewed as a sign of the healthy multi-
paradigmic nature of theorising about organisations and management control
(Roslender, 1995). Though when faced with a multiplicity of perspectives and
methodological approaches we must be aware of the dangers of unsophisticated
eclecticism, or of creating a pre-eminent perspective and methodology.
Notwithstanding, researchers need to be mindful of the possibility that some

perspectives may be mutually exclusive, or at the very least make unhappy bedfellows.

1.2.1 Organisation Theory: Unity and Fragmentation

Developments in organisation theorising suggest a former unity of meaning, based on

the ideas of structural functionalism, that has now fragmented. But Holmwood (1996)



argues that structural functionalism retains its potency because it is premised on an
apriori reconciliation of structure and action. That premise is in fact based on the
reification of action (see Berger and Luckmann, 1971, pp. 106-9), i.e. ignoring the
reflexive, ongoing relationship between structure and action. Such is the potency of
structural functionalism that even approaches put forward as alternatives come to
converge on the ideas of structural functionalism, in that they seek to conserve its

(3

central premise, the reconciliation of structure and action, while “...addressing the

problems of its explanatory inadequacy” (Holmwood 1996, p. 102, see also discussion

of Giddens, Habermas, Althusser and Poulantzas, pp. 93-102).

Structural functionalism with its dualism, and its associated idea of correspondence, of
structure and action lends itself to the use of reification (see discussion of Parsons in
Heritage, 1984). This use is amplified in Donaldson’s idea of the relationship between

structure and action:

"The adaptation by the organisation is carried out by managers in pursuit of the
interests of the organization as a whole. Thus organizational managers are pro-
organizational in their conduct rather than narrowly pursuing their self-interest to the
detriment of the organizational collective. Hence managers make a positive contribution
to the organization, and thereby to society, by steering the organization towards
structures which are better fitting, thereby raising organizational effectiveness."

(Donaldson, 1995, p. 216)

When theorising about organisations, Donaldson (1985 and 1995) suggests that
structural functionalism should, because it is capable of generating valid knowledge, i.e.
useful knowledge, and does retain its dominant position. He proposes that when
contingency theory is coupled with structural functionalism it becomes a powerful

¢

paradigm, within which there is a “...commitment to serious, long-range, cumulative
knowledge development on topics which are of relevance to organisational

managers...” (Donaldson, 1995, p. 223). This cumulative knowledge takes academics



nearer to the “truth” and enables them to aid organisations in adapting to their
environment, thereby improving their performance. Holmwood suggests that the
strength of structural functionalism lies in its failure to “..think away’ modern
capitalism” (Holmwood, 1996, p. 95). The strength of structural functionalism also lies
in its ability to deny, in common with all other symbolic universes (see Berger and
Luckmann, 1971, p. 114 for a definition of the term symbolic universe), competing
perspectives their full articulation by ignoring"...the inevitable tensions of the process of
institutionalization” and “...the very fact that all social phenomena are 'constructions’
produced historically through human activity”, so that “no society is totally taken for

granted and so, 'a fortiori’, is no symbolic universe.” (Berger and Luckmann, 1971,

p-123).

The legitimation of capitalism may be in need of the protection offered by structural
functionalism: its propensity to reify, i.e. its power to create a discontinuity between
producers and their products. Capitalism, legitimated on the premises of freedom of
choice and the efficient allocation of resources, through the mechanisms of free markets,
has been strongly criticised. In Marx’s seminal critique the underlying basis of
capitalism is its alienation of the worker from that which he produces: “what is
embodied in the product of his labour is no longer his own” (Marx in Giddens, 1979,
pp. 10-16). More recently capitalism has been accused of encouraging an individualistic
economic approach that allows only the strongest to survive (Pope Pius XI,
Quadragesima Anno, 1931); of not giving visibility to differential power positions; and
of savagery and idolatry of the market (Pope John Paul II, Centesimus Annus, 1991).
Capitalism’s legitimation has also come under attack in management control research.

Laughlin and Lowe (1990) suggest that the development of paradigms other than



structural functionalism gives critical visibility to the status quo, in this case the
omnipotent legitimation of capitalism. And Puxty and Chua (1989) propose that
meanings can exist outside the legitimation of capitalism. But, can criticisms, of the
status quo, be meaningful within an existing legitimation of that same status quo? A
symbolic universe cannot meaningfully encompass that which questions its very
legitimation. Nor can we within an existing symbolic universe properly articulate the

consequences of such questions.

Within structural functionalism the meaning of organisation is decontextualised and
ahistorical. We are cognisant of the organisation's human composition but, an
organisation must appear to be more than the totality of these same bodies. The meaning
of organisations is removed from human authorship, so those same meanings become a
parody of their human producer. There is a meaning of organisation that in its reification
suggest that all, or some human producers are powerless to affect change. Organisations
are viewed as goal seeking entities that have needs and who are purposeful and rational,
in pursuit of their goals. As goal seeking entities organisations seek to maximise
adaptation and minimise dysfunction. To this end they require disciplined, though
always in need of improvement, useful bodies. To complete the task of reification not
only must organisations appear to be outside the reflexivity of the individual, so too
must be our theorising about organisations. The goal of organisation theorising is to
".....hasten the creation of valid science of organizational structure" (Donaldson, 1995,
p. 232), so that irrationality, novelty and fragmentation can be reduced and a

cumulative, coherent body of knowledge is made available to managers, for the

successful economic performance of organisations (ibid.).



1.3 Developments in Management Accounting and Control Perspectives

We cannot look for meanings of management control separate from those of
organisations. Legitimating organisation and management control meanings is an
interactive, reflexive and ongoing process: to know one is to know the other. Therefore
developments in organisational theorising have been mirrored (systems theory and
structural functionalism in particular) in theorising about management control. Some of
the paradigm frameworks used in organisational analysis have also been used to review
management control thought (for example, Burrell and Morgan, 1979; Scott, 1981).
Otley et al. (1995) used Scott's model of open/closed systems and natural/rational
models to classify work in management control, recognising that the classification are
not definitive or "neat". Laughlin and Lowe (1990) subsumed Scott's classification of
organisational theory into Burrell and Morgan's model, in part, to evaluate, in the
management control literature, a possible move away from functionalist thinking. The
above frameworks, in common with organisational analysis, have been used to explicate
from the literature the underlying assumptions that we bring to the study of management

control.

The review of management control literature, set out below, makes use of the
boundaries, and their flexibility, drawn up by Berry et al. (1995, pp. 31-33). Within
these boundaries, organisations are designated as legal entities with purposes;
controllers are managers at various levels within the organisation, who try to pursue
effectiveness and efficiency in terms of organisational purpose. The boundaries are open
to debate but, they usefully represent the assumptions underlying large areas of
management control theorising. This review does not explicitly use a paradigm model,

e.g. Burrell and Morgan or Scott’s for classification and articulation but, some



categorisation is probably inevitable. The principal task of the review is to trace the
development of management control within the functionalism paradigm that has and
continues to dominate our view of management control (Otley et al, 1995; Berry et al,
1995; Puxty and Chua, 1989; Laughlin and Lowe, 1990; Laughlin, 1995).
Developments that signal a movement away from this paradigm will be called upon as a

counterweight to the primary discourse of functionalism.

1.3.1 Perspectives of Management Accounting and Control

Anthony (1965) may be credited with the construction of a definitive framework
(Machin, 1983) that formalised the subject area of management control (Berry et al.,
1995; Laughlin and Lowe, 1990; Puxty and Chua, 1989; Otley et al, 1995). Anthony in
his seminal work of 1965 has been accused of reifying organisational order and of
introducing a degree of closure in his discussion of control in organisations. It has been
suggested that this closure was necessitated by the nature of the work, that of a useful
"..preliminary ground clearing exercise...” (Otley et al 1995, p. 32). Many researchers
have not been so kind, they have viewed the closure initiated by Anthony as having lead
to "...an emaciated concept of management control which may have been valuable as
an initial strategy, but is a present embarrassment in implying an over-narrow view of
the management control process” (Otley and Berry, 1980, p.235) and that has, more
seriously, lead to sowing "....the seeds of doubt as to the future direction of research

into management control systems" (Machin, 1983, p.12).

If Anthony's ideas are just that, a freeing up of a broad topic for further discussion his
influence would not be as powerful as it has been. The power of his ideas lies in the
very narrowness that is seen as problematic. A narrowness and power, shared with

structural functionalism, that gives closure and certainty to his ideas. Anthony presents a



framework that can and does sustain an identifiable body of research. His narrow
definition of management control allowed researchers to find what they "...were looking
for and, having found it, could find where it started and finished"” (Machin, 1983, p.11).
The restrictive definition of the subject area meant that the process of legitimation was

simplified, a neat model of reality could be transmitted to others.

More significantly Anthony produces a reified image of management control and its
organisational context. Despite his references to social psychology Anthony, presents a
world in which the logic of its creation is inherent, rather than humanly produced.
Organisations and management control become institutions and systems, respectively, in
which "...the dialectic between man: the producer and his products is lost to
consciousness” (Berger and Luckmann, 1971, p. 106). Humans are not the creators of
reality but, agents for the accomplishment of organisational goals. The powerful
articulation of reification, both in a Berger and Luckmann and Marx’s sense, contained
in Anthony's work means that it is an important contributor to the symbolic universe,
capitalism, within which it was articulated and is maintained. This presentation of
reification supports and reinforces the reification, or alienation by which capitalism is
maintained and legitimated. Anthony may appear to give us the world "out there" but,

"the world out there" gives us Anthony, as a necessary legitimator.

1.3.2 Systems Theory’s Influence

Anthony's "gift" to management control thought was to give other researchers a starting
point (see discussion in Machin, 1983) for their debates about the function and design of
management control systems, the problems arising thereof and possible solutions.
According to Anthony et al (1989) management control is: "All methods, procedures,

and devices, including management control systems, that management uses to ensure

10



compliance with organization policies and strategies” (p. 6). Otley et al. (1995)
suggests that Lowe (1971) expanded the definition of management control by explicitly
recognising the environmental and behavioural influences on management control:

"A system of organizational information seeking and gathering, accountability and
feedback designed to ensure that the enterprise adapts to changes in its substantive
environment and that the work behaviour of its employees is measured by reference to a

set of operational sub-goals (which conform with overall objectives) so that the
discrepancy between the two can be reconciled and corrected for.”

(. 5).

Though Lowe provides an enlarged definition it remains within the ascendant
functionalist paradigm of organisational theory and also, firmly within the systems
perspective. A perspective whose strength lies in providing ".....a rigorously defined

theory and a history of useful applications" (Machin, 1983, p.14).

Anthony et al (1989) differentiates management control from other control systems in
an organisation by stressing both its non-automotive and its motivational nature. The
objective of management control, the achievement of organisational goals, depends on
the correct performance of organisational activities and the speedy correction of errors.
Feedback is vital to this process; all parts of a control system must be in constant
communication with each other in order to facilitate corrections. But, Anthony's design
of control systems only allows for intervention when a situation is out of control. A
better arrangement would be to put in place a control system, cybernetics, that has the
ability to prevent out of control situations (Wiener, 1948 and for further insights:

Emery, 1969; Ashby, 1960 and expansion; Beer, 1966 and 1972).

Due to its origins, the idea of cybernetics was developed by Wiener and his colleagues
while refining devices for the control of gunfire, cybernetic systems theory is difficult to

apply to processes that involve non-cybernetic humans. Otley and Berry (1980) suggest
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that “cybernetics has yet to demonstrate that it can provide useful insights into the
design of organisational control systems” (p. 234). Amongst other factors, they thought
that cybernetics and its associated developments did not take account of the relationship
between controllers and those who are controlled, i.e. tﬁe human element in control
processes. Hofstede (1978) suggests that the social conditions in which cybernetic
control operates and the consequences of its operation have not received the attention
they deserve. Dermer and Lucas (1986) propose that cybernetics can lead to failures in
control because organisations are not unirational but, multirational. Cybernetics cannot
take sufficient account of the multiple worlds managers are faced with and the emerging
processes that evolve to cope with the resultant ambiguity. Therefore researchers have
sought to improve the design of systems by explicitly taking account of the human

element.

1.3.3 Accounting for Social Actors

Introducing humans as the pivotal factor in ideas of management control greatly
increased the pressure for empirical research. Anthony et al (1989) state that
management control is made operational by human agency: "It is a people oriented
process"” (p. 12) but we do not find, in Anthony's work, a comprehensive elucidation of
human interaction with the design and implementation of management control systems.
The purpose of a management control system is uncritically accepted, its impact on and
its interaction with people is considered to be unproblematic. Anthony was not the only
writer to consider and then disregard human interaction with control systems. The
scientific management of Taylor (1911) and the classical management theorists
(Mooney and Reiley, 1931; Gulick and Urwick, 1937; Fayol, 1949) sought to provide a

framework for the efficient achievement of organisational goals but, were of limited use
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in evidencing, or explaining personal and organisational interaction. Taylor’s ideas of
managerial control assumed that workers had a single goal: doing as little as possible for
as much as possible and that owners were only interested in the efficient creation of
profit. The classical management theorists with their provision of more sophisticated
arrangements for the governance of organisations, the establishment of a esprit de corps
and the promotion of cultural norms, recognised that employee’s interests had to be
combined with those of the organisation. But despite the many proposals for the "best"
way to manage organisations, the above authors did not produce any meaningful
insights into the motivations of humans in an organisational environment. It was enough
to propose an "ideal" control system, sure in the knowledge that organisational actors

would recognise its natural authority and superiority and submit themselves to it.

Many contributors thought differently, they sought to evaluate the interaction between
control systems and their willing, or unwilling participants. Berry et al (1991), used a
behavioural perspective, amongst others (see pp. 109-113), to examine the control
processes in a financial service company. The inclusion of a behavioural perspective
was deemed to add "...richness to the interpretation of the data..." (ibid. p. 113). Otley
(1990) found that information flows were determined as much by social interaction
between the superior and their subordinates, as by any insights gained from agency
theory. The contributors mentioned above (Hofstede, 1978; Otley and Berry, 1980;
Machin, 1983; Dermer and Lucas, 1986) and others (Buckley and Mckenna [review
article of the many others who could be included in this list], 1972; Ouchi, 1979;
Macintosh, 1985; Argyris, 1990) have all tried to gauge the interaction of people with
control systems. Even the technically dominated area of capital appraisal sought to take

account of the human element in management control (see King, 1975; Northcott, 1991;
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Jones and Dugdale, 1994). Researchers readiness to account for, albeit some in a very
limited fashion, participant’s social interaction with management control, meant that the
apparent simplicity of organisational life had gone, forever. Concepts of management
control had left Anthony's Garden of Eden, the original sin being the creation of
complexity through the legitimation of human interaction with management control; the
journey into a non-reified world had begun. But, in order to prevent research being
overwhelmed by complexity, humans had to be simplified: reduced to goal directed
organisms. Social actors and organisations, having been given the status of honorary
humans, were presumed to share a goal oriented life. Goal achievement was a necessary
condition of the creation of effective organisations. Effectiveness, in goal achievement
terms, became the "Holy Grail" for researchers of management control systems
(Machin, 1983). So that effective management control could be designed and
implemented a match between the goals of organisational participants and the
organisation had to be possible, i.e. goal congruence. This position is best amplified by
Horngren (1977), who suggests that control is best exercised by encouraging
"...behaviour such that individuals accept top management goals as their personal

goals" (p. 151).

In order to encourage goal congruent behaviour researchers looked to other disciplines
for insights, notable those concerned with behaviour. It was hoped that such insights
might lead to a greater understanding of that which motivates behaviour.
Comprehension would facilitate the provision of the "right" conditions; conditions in
which people could adjust their behaviour, with the minimum of direction. Control
would be effective because being human: it would combine the cybernetic feature of

learning and adjustment and fulfil the need for requisite variety. The process would
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ideally lead to the creation of a self-disciplined person needing minimum input from
control systems. This would make organisational participants more economically useful
and reduce the cost of control systems. Because the range of studies in human behaviour
and management control is extensive, it may be useful to look at one type of control:

budgetary control, commonly scrutinised in these studies.

The search for goal congruence, and its motivational source, has centred around
budgetary control and reward systems in organisations. Budgetary control's role in an
organisation is such that it supplies "...much of the fundamental information required for
overall planning and control” (Emmanuel et al, 1991, p. 160). If goal setting is a
process that defines our meaning of organisations (Hassard, 1995) and management
control is "....fundamentally concerned with the achievement of organisation’s goals
and purpose by the co-ordination of the work of managers..." (Otley, 1995 p. 46), then
budgets are the quintessential representation of this dynamic. If budgetary systems can
be arranged so that management, and their subordinates, will accept and perform (see
discussion of budgets as targets in Emmanuel et al, 1991) to budgetary standards then

the "needs" of the organisation will be satisfied.

The key factor in designing effective budgetary systems, so that they encompass the
motivational elements necessary for goal congruence, is an understanding of motivation
itself. Researchers looked to motivation to provide a nexus between organisational goals
and personal goals. Theories of human motivation (primarily, Maslow [an example of
content theory], 1954; and Lawler [an example of process theory], 1973) were applied to
budgetary control systems (see Ronen and Livingstone, 1975), to ensure that budgets
provided the "right" setting for the enactment of goal congruence. If this proved too

ambitious a task, and it did, motivation theories could at least explain "dysfunctional"
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behaviour (see Argyris, 1952; Read, 1962; Lowe and Shaw, 1968; Schiff and Lewin,
1970; Otley, 1978;) and suggest preventative measures. Notwithstanding the
inventiveness of researchers (see Stedry and Kay, 1966; Hofstede, 1968; Kenis, 1979;
Hopwood, 1972; Brownell, 1981; and for more recent discussion concerning the role of
reward within motivational processes see, Merchant and Riccaboni, 1990; McInnes and
Ramakrishnan, 1991; Barrett et al, 1992; Ross, 1995) in working human motivation into
the design of management control, we do not have a proven mechanism for ensuring

that a control system can provide an effective motivational climate for the attainment of

goal congruence.

Failure to build into the design of management control systems an assurance of goal
congruence may be due to the simplistic assumptions underpinning ideas of how goals
are developed and transferred, from one group to another. Dermer and Lucas (1986)
suggest that when problems of control occur:

"There is little acknowledgement that events may be emergent, that change may require
an understanding of the actors involved, and that the external manipulations of existing

controls may not suffice. And crucially, in our view, there is rarely any
acknowledgement of the political dimensions of control.” (pp. 471-2)

and Parker (1979) in agreement states: "7his classical perspective is limited however by
its concentration upon the formal structure of organisation and by its neglect of
individual personality, informal groups, intrafirm conflicts and decision processes" (p.
310). Parker offers a wide ranging discussion about the originators of goals, arguing that
organisations themselves do not have goals. We must recognise that there are a
multiplicity of emerging goals originating from the desires of those who constitute the
organisation. Dermer and Lucas (1986) see goal congruence as a, sometimes, necessary
illusion but, propose that an effective implementation of management control must

include a variety of perspectives and associated goals. Machin (1983) states that if
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management control systems are to be effective, manager's norms and expectations,

even if incongruent with organisational needs, must be taken into account.

1.3.4 Contingency Theory’s Influence

Researchers soon realised that bringing the behavioural aspects to the fore when
modelling effective control systems lead to complexities in design, that did not lend
themselves to easy solutions. A resolution of this situation might be found in an
approach that would provide:

"..an empirical model for systems research in organisations; an approach which can
subsume the premises of previous approaches. Contingency theory suggests that while

the traditions stemming from scientific management and human relations psychology
appear contradictory, they can in fact be reconciled.”

(Hassard, 1995, p. 44).

How is this rapprochement achieved? Contingency theory is grounded in the idea that
there is no universal control system, appropriateness of design and implementation is
situation specific, therefore the nature of a control system is contingent on the situation.
(Lawrence and Lorsch, 1967; Dermer, 1977, Otley, 1980). Researchers comforted by
the retention and expansion of systems theory started a search for the effective coupling
of organisation structures, management control systems, and external environments.
Effectiveness could be explained in terms of the success, or failure of appropriate fit. A
control system was not in itself ineffective but, inappropriately matched with structure
and external environment. Motivation was no longer a product of the unfathomable
workings of the mind but, determined solely by contingent externalities (see an
application of this idea in budgetary control in Burns and Waterhouse, 1975; Otley,
1978; Ezzamel, 1990). But contingency theory produced a number of theoretical
complexities (see Otley, 1980 pp. 425-426 for a critique and summary ). It suggests that

universality does not exist but does not provide a means whereby contingent factors can
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be recognised and applied (see also discussion of problems of causality in Hassard,

1995, pp. 53-56 and Hughes, 1996, pp. 17-68)

1.3.5 Alternative Perspectives

As in the field of organisation theorising, management control researchers theorise
about management control outside the boundaries of functionalism. Researchers are
using the non-functionalist paradigms in Burrell and Morgan's framework and the open
natural systems model in Scott's framework (see discussion in Laughlin and Lowe,
1990; and Otley et al., 1995). Sociology has made a major incursion into how ideas of
management control may be researched and articulated. Roslender (1990) discusses the
emergence and influence of sociology on the study of management accounting and
control. He builds his discussion around a number of developments in sociological and
philosophical thought: interpretative, labour process, critical theory and post
modernism, that have in different ways rejected the emphasis of structural functional
sociology. The interpretative perspective, in particular, has provided researchers with a
range and a richness lacking in systems theory and it has been used in a wide ranging
fashion (see Parker, 1979; Berry et al., 1985, 1991; Dermer and Lucas, 1986; Preston,
1986; Richardson, 1987; Colignon and Covaleski, 1988; Scapens and Roberts, 1993;
Northcott, 1991; Jones and Dugdale, 1994). A particularly interesting use of this
perspective has been in the area of culture and its interaction with management control
(Morgan, 1986, pp. 111-140; Dent, 1991; Brooks and Bates, 1994; Preston, 1995;
Langfield-Smith, 1995). The examination of culture has been extended to cross cultural
studies, that look at the influence of national culture on meanings and applications of
management accounting and control (Demirag, 1995; Williams et al., 1995; Currie,

1995).
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The use of the interpretative perspective is not confined to the arena of organisational
life. The impact of social, legal and political institutions on management control is
acknowledged, notably in research about the public sector and about organisational
change (Mouritsen, 1994; Broadbent, 1992 and 1995; Soin, 1995, Smith, 1995). Critical
theory (Laughlin, 1987) has become an influential approach in management control
research, it is used to question the exploitative, coercive nature of control systems. The
proponents of critical theory hope to aid the subjects of control systems in reclaiming
their ownership of the means of control. Critical theory is not the only vehicle used for
critically examining the legitimation of management control and it supporting economic
and political structures. The labour process perspective (see Roslender, 1995 for a
discussion of Hopper and Armstrong's work) also critically analyses management

control but, lacks the interpretative emphasis of critical theory.

Alongside the developments mentioned above, research in management control has
continued in a non-sociological vein. Attention has been paid to breaking down
Anthony's artificial barrier between management control and strategic planning
(Simons, 1990; Dent, 1990; Rickwood et al., 1990; Stacey, 1995, Coad, 1995).
Management control can no longer regard strategy as a given, the survival and success
of complex organisation depends on a holistic approach to strategy and control. Much
quantitative research continues to use the discipline of economics (see discussion in
Laughlin and Lowe, 1990 and Macintosh, 1994). The use of agency theory in
management control research has the advantage of reducing contingency theory to one
contingent factor: self-interest. Control is made possible by that universal motivation,
self-interest; requisite variety is produced by locally negotiated contracts; and feedback

is provided by continually reassessing contacts. Organisation's hierarchies and control
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systems can be explained without the "..need to muddy the theoretical waters with
theories from sociology, social philosophy, psychology or organisational theory”
(Macintosh, 1994, p.36). Adding to this simplicity is the removal of questions of power
in organisational hierarchies: owners and employees are equal, contracting team players
(ibid.). Also the theory reiterates the possibility of universal explanations and solutions.
Agency theory's simplicity and its assured legitimation within a capitalist universe

makes it an attractive theory for the analysis of management control.

Cooper and Burrell (1988) have suggested that despite the differences between the
perspectives used in organisation theorising, all are wedded to the ideal of an inherently
logical social world constituted by reason. With the end of modernity (disputed by
many, markedly by Habermas, 1981, 1987) postmodernism has gained an important
foothold in organisation and management control research, with Foucault as the primary
(superficially the most accessible of postmodernists) source of inspiration (Miller and
O'Leary, 1987; Hopwood, 1990; Hopper and Macintosh, 1993; Macintosh, 1994; Loft,
1995). Hassard (1995) proposes that postmodernism can be viewed "....as the signifier
of an historical periodization, or as a theoretical perspective” (p.115). Within the
management control literature Postmodernism is used, predominately, as a theoretical
perspective, rather than as a new historical period, i.e. post industrialism (see discussion
in Roslender, 1995). This focus allows researchers to put aside the historical
complexities of an epoch approach, e.g. definitions of what defines the end of an age
and the start of another, though the influence of postmodern production methods is
recognised, and to concentrate on the internal ahistorical life of an organisation. The
postmodernism perspective has been criticised, particularly by critical theorists, on the

grounds that the perspective does not allow for the creation of a meta-narrative. Also,
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neither the epoch or epistemological position "..develops a framework in which the
formal organization is acknowledged as a phenomenon which is accessible to
postmodern deconstruction” Hassard (1995, p. 134). Hassard suggests that the creation
of a middle ground position will allow theory building potential to develop. Despite the
criticisms and the often voiced need for management control research to mature from its
pre-paradigmatic position, postmodernism provides useful insights into knowledge and

<

power. It may also be more in tune with the spirit of the times, “..a ‘chaotic’ reality
that cannot be represented by consistent theoretical categories” (Holmwood, 1996, p.

118), than other discourses.

1.4 Conclusion

This chapter has discussed the efforts that have been made to broaden the factors taken
into account when designing and implementing management control systems. But
encompassing more elements of organisational life in the design of management control
may not improve and deepen the explanatory powers of management accounting and
control research, it may be necessary to move out of the dominant structural
functionalist perspective:

"The predominant ontological stance is realist, stemming from the original
concentration of the practical theorist on what they saw as real problems in practice.

The primary epistemological stance of these control theorists is positivist and
functionalism."

Otley et al (1995, p. 38)

According to Holmwood (1996) the greatest danger in any perspective is to anticipate
structure in advance of action, i.e. to lose the reflexive relationship between structure
and action. He proposes that the problem with structural functionalism lies not so much

in its conserving of the status quo but, in its lack of grounding in empirical situations.
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This lack of grounding is not due to ignoring the existence of social actors but in
ignoring, or manipulating rationales of actions that do not fit into an apriori explanatory
structure. Holmwood’s criticism is founded in structural functionalism’s loss of
explanatory power. This loss is inherently connected to a loss of recognition of realities,
and their forms of control, that may not be recognised as functional within apriori
structures. This loss of recognition underpins the research question that is addressed in
chapter two, i.e. is there a problem of order and control within organisations? This
question can only be asked in a perspective, structural functionalism, whose rationale is
founded in a purposeful lack of recognition of other realities and their mechanisms of
control. Chapter two places this question in a context other than structural functionalism
and further chapters seek an answer, to the question, grounded in the organisational

realities of organisational participants.
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Chapter Two

Methodology and the Research Question

"Rousseau asks why it is that man, who was born free, is nevertheless everywhere in
chains; one might as well ask says Maistre, why it is that sheep, who are born
carnivorous, nevertheless everywhere nibble grass.”

Berlin (1979, in Gray, 1995, p.123)

2.1 Introduction

Chapter two takes up Richard Laughlin’s (1995) examination of how two very different,
streams of thought, positivism and subjectivism, have influenced methodologies in
management accounting and control research. In this chapter I argue that the streams of
thought, though different, are unified in their common source, the Enlightenment and
that this unification is stronger than their differentiation. This unity comes from the
central ideal of the Enlightenment: the rational, universal progress of man. This ideal
underpins many of the approaches to management control research. I suggest that
methodologies based on the Enlightenment ideal may be problematic, due to the
imposition of a meta-narrative, of rationality, progress and universality, on researchers
and the subjects of their research. The chapter proposes that a méthodo]ogy, based on
the idea of reality as a social construct may, but does not have to, encompass such a

meta-narrative.

The research question is also addressed in this chapter, it asks is there a problem of
order and control within organisations? In order for the empirical work, in chapter four

and five, to properly address this question the chapter examines two perspectives,
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structural functionalism and an interpretative perspective, that address the “problem of
order”, i.e. how order is created and maintained. In examining these perspectives it is
proposed that the “problem of order” is not the creation and control of order per se:
order is inherent in the social existence of man and control is integral to the formation of
any type of order (Berger and Luckmann, 1971). The “problem of order” is the
maintenance, power and efficacy of types of order. For management control the
“problem of order” is the maintenance, influence and efficacy of managerial order in the
face of alternative orders, containing their own control processes, mode of influence and

degrees of efficacy.

2.2 The Dominant Paradigm]1: Its Source and Nature

To illuminate the debate concerning theoretical and methodological approaches and to
understand better the diverse approaches available, Richard Laughlin (1995) has traced
the source of two major developments within empirical research. Within the empirical
approach, that now holds centre stage in accounting and management control research,
there are those who wish to develop a positivistic, utilitarian theory of accounting and
control and those who wish to develop an understanding of accounting and control as a
social phenomenon, in organisational life. Laughlin proposes that the theoretical
positions within these developments may be derived from three major streams of
thought, admittedly with many diversions, that of Auguste Comte, Immanuel

Kant/Georg Hegel and Immanuel Kant/Johann Fichte. Kant, proposes a world in which

1T am using the words dominant paradigm while being aware that arguments exist as to the use of this
term in association with management control. If management control, due to its lack of theoretical
development, is pre-paradimic we can not have a dominant paradigm. But the term is used, if very
loosely, frequently in the management control literature and therefore has meaning for the participants in
that literature. Therefore to be consistent with this use I have used the term.
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"...all insights are inevitably subjective because no knowledge is generated distinct from
the observer.." (Laughlin, 1995, p.71); Comte, a world "...which would allow absolute
descriptions of the empirical world to be made distinct from any observer bias..."
(Laughlin, 1995, p.73). Hegel and Fichte, while adhering to the subjective nature of
Kant's thought, differ on the degree of subjectivity and the possibility of change. Fichte,
in particular, did more than differentiate himself from Kant, he is considered to be one

of the principle exponents of the Counter-Enlightenment (Berlin, in Gray, 1995).

The streams of thought from which Laughlin links developments in theoretical thinking
up to the present day, divide (the simplification is acknowledged by Laughlin) into a
subjective (Kant) and objective (Comte) world view. Within the boundaries of this
binary set the management control literature contains a variety of perspectives.
Management control is seen as a: purposeful system (Vickers, 1967; Lowe, 1971; Otley
and Berry, 1980; Anthony et al, 1989); creator of and participant in organisational
culture (Dent, 1991); a legitimator (Richardson, 1987); determinant of organisation's
destinies (Simons, 1990); panopticon (Hopwood, 1990); and a means of change
(Broadbent, 1992; Laughlin, 1991). The above list is not extensive or inclusive (see
Laughlin exposition, 1995, p.69) but it shows some examples of the diversity of
perspectives available to researchers. But, despite this diversity the "certainty” offered
by positivism remains very attractive. There appears to be agreement in the management
control literature (see Puxty and Chua, 1989; Laughlin and Lowe, 1990; Northcott,
1991; Laughlin, 1995; Otley et al, 1995), that in the epistemological battle Comtean
thought has the upper hand, while Kantian thought is undefeated but struggling

(Laughlin, 1995).
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The divisions suggested by the differing perspectives, mentioned above, are to some
extent illusory. The roots of our ideas about epistemology, and the uses to which
knowledge is put, are buried deep in the ideas of the Enlightenment: the "age" of
epistemology (Laughlin, 1995; Gray, 1995; Appelbaum, 1995). The ideas of the
Enlightenment gave birth to an era of modernism, an era in which management
accounting and control research has been undertaken. Thus, it is useful to articulate the

underlying premises of the Enlightenment:

"These were, in effect, the conviction that the world, or nature, was a single whole,
subject to a single set of laws, in principle discoverable by the intelligence of man; that
the laws which governed inanimate nature were in principle the same as those which
governed plants, animals and sentient beings, that man was capable of improvement,
that there existed certain objectively recognisable human goals which all men, rightly
so described, sought after, namely, happiness, knowledge, justice, liberty, and what was
somewhat vaguely described but well understood as virtue; that these goals were
common to all men as such, were not unattainable, nor incompatible, and that human
misery, vice and folly were mainly due to ignorance either of what these goals consisted
in or of the means of attaining them - ignorance due in turn to insufficient knowledge of
the laws of nature....Consequently the discovery of general laws that govern human
behaviour, their clear and logical integration into scientific systems - of psychology,
sociology, economics, political science and the like (though they did not use these
names ) - and the determination of their proper place in the great corpus of knowledge
that covered all discoverable facts, would, by replacing the chaotic amalgam of
guesswork, tradition, superstition, prejudice, dogma, fantasy and 'interested error' that
hitherto did service as human knowledge and human wisdom.....create a new, sane,
rational, happy, just and self perpetuating human society, which, having arrived at the
peak of attainable perfection, would persevere itself against all hostile influences..."

Berlin (1993, in Gray, 1995, pp. 136-7)

The dominant concept of the Enlightenment is the primacy of reason as a signifier of
what it is to be human. A reality based on reason is: universal, ahistorical, progressive,
goal oriented and in constant danger from the forces of chaos, i.e. irrationality and the
force of will. These assumptions underlie much organisation theorising (Hassard, 1995).
The strength of these assumptions can be seen in Donaldson's (1995) suggestion as to
one of the crucial issues in organisation theory today: ".....which organisational

structure will most enhance economic competitiveness, prosperity, innovativeness,
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safety and democracy" (p.135). Similarly we can see the workings of these assumptions
in the theory and practice of management control:

"In particular what would be sought would be a set of principles whereby substantive
personal rationality on the part of organisational members could be made consistent
with a substantive organisational rationality, such that both members and organisations
achieved their goals by 'rational’ means. Similarly, prescriptions for management
action would be based on a framework of formal rationality in the belief that this would
lead to substantive rational results.... it would seem that the majority of research would
be conducted within a rationalist framework, and would frame its findings within such a

construct. Rationality would be sought and found': and prescriptions for management
action would be based on the same set of ideas."

Puxty and Chua, (1989 p. 120)

Puxty and Chua while not proposing that all research and practice is in this vein, suggest
that a great deal is. The majority of research is still about the formulation of theory
within the "functionalism" classification of Burrell and Morgan (1979), or the

"high/high/low" classification of Laughlin (1995).

Laughlin and Lowe (1990) are concerned that researchers are using "...inappropriate
theories of organisation and society with inappropriate ontological, epistemological
and methodological assumptions” (p. 16). This results in "..unnecessary and
inappropriate constraints around the research endeavour” (ibid. p. 35). It is argued that
this may be "...the key reason for our present lack of understanding..." (ibid. p. 35),
regarding the social implications of designing and implementing accounting systems
The primary source of the constraints, that Laughlin and Lowe refer to, is that of neo-
classical economics, this is still the basis of much management accounting research
(Hopwood, 1990; Ryan et al., 1992). The inappropriateness of applying neo-classical
economics to the study of accounting lies in its: reductionist approach to human
behaviour; simplification of organisational life; and limited predictive powers. Ryan et
al. stress, that the use of neo-classical economic theory may be inappropriate, rather than

the theory itself. The inappropriate assumptions that Laughlin and Lowe refer to above
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are not due to, I suggest and argue below, the use of inappropriate theories as much as to
the influence of the Enlightenment ideal, of rationality, progress and universality, on
research methodologies. Many researchers (see Ryan et al., 1992; Laughlin and Lowe,
1990; Laughlin 1995; Berry and Otley, 1995, unpublished) propose alternative
approaches, some of which are highly critical of the status quo, to that of neo-classical
economics. And also encompass more fully the interrelationships between management
control systems, organisation structure, organisational participants and society. But
these approaches, excepting post modernism, are still influenced by the Enlightenment
ideal. Future searches for appropriateness, in research methodologies, may not only lead
research out of the constraints of neo-classical economics and functionalism but also

those of the of Enlightenment ideal.

2.2.1 Implications of Modernism for Research in Management Control

The positivist stream emanating from the Enlightenment embraces an idea of duality: a
concrete, already in existence world and its human actors. The correspondence
engendered by this duality is deterministic. Thus, the main task of management control
research is to expose the unitary, determinant nature of the "World" in order to create a
universal theory of management control. A theory in which the fundamental and
deterministic links between our (universal) actions and the rules of the "World” may be
discovered, explained and exploited. The creation and application of theories of
management control are reified, they are wholly independent of human reciprocal
enactment. It is forgotten that theory and rules are contingent on a human producer. The
focus is: "..a view of the universe as possessing an 'ultimate structure' as being
constructed out of this or that collection or combination of bits and pieces of ultimate

stuff’..." Berlin (1978, in Gray, 1995, p. 13).
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In the Kantian stream of Enlightenment ideas we are presented with the idea that our
social world is open to social construction, rather than being determined external,
deterministic forces. But the conditions for the creation of our social world are
proposed. The correct social world should emerge within the meta-narrative of the
Enlightenment ideal of rationality, progress and universality; a narrative that in effect
gives form to life before it is enacted. The impact of this narrative on research is that we
seek to discover a theory of management control that will provide: rational explanation;
some degree of prediction; and, in its more critical form, emancipate organisational
participants (see Hassard, pp. 116-120). In common with the positivistic stream of
though a universal theory of management control is sought not in positivistic terms,
were means and ends are deterministic and universal, but in terms of universal,
predetermined ends. Thus, the nature of management control is fundamentally the same
everywhere - it is irreducible, in terms of its goal. The goal is to create a design for the

"good" practice of management control.

The Enlightenment was underpinned by the idea that human society can and should
have a rational foundation, i.e. actions should be based on reason. Its fundamental task
was to recreate human thought and practice on those same foundations (Gray, 1995).
Management control theorising has for the most part been formulated on this rational

foundation:

"..there is, to a greater or lesser extent, rational behaviour of individuals within
organisations and that rational, deliberate action should be taken to ensure that
‘control’ is effected over their actions for the purpose of the organisations itself. It is in

this sense that management control is more purposive and more consciously rational

than the general run of studies of 'organisational behaviour'."
g g

Puxty and Chua (1989, p. 119)

There can be considerable specificity of and, simultaneously, flexibility in the meaning

of rationality. Rationality is deemed to be bounded (Simon, 1957) and relative to the
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interest of individuals, or groups in an organisation (Mouritsen, 1984). What might be
irrational from a managerial control perspective, is rational from the perspective of other
groups who have a “stake” in the organisation. Puxty and Chua (1989), suggest that
even in a control framework concerned "...with the cognition and application of, ideally,
substantive rational choice models.." (p. 134) space is created for the study of
“irrationality”, particularly in the areas of motivation and group processes. This space
contains a range of ideas that are in the main concern with making "irrationalities"
rational by: broadening the idea of rationality (see Jones and Dugdale, 1994); finding
multiple rationales (see discussion in Dermer and Lucas, 1986); grounding rationality in
the accepted norms of a society (Puxty and Chua, 1989); ﬁnding the agreed social
purposes of rationality (Mouritsen, 1994); and looking at actual practice (Northcott,

1991).

This extension and flexing of rationality allows rationality to retain its paramount
position. The ideal of a rational human is congruent with the premise of Western
economic and social life, i.e. "...the belief in intelligent choice "(see discussion in
Machintosh, 1994, p.155). The expectation of rationality is important for those who
design and apply management control systems (Dermer and Lucas, 1986). Man can
must be viewed as having a nature that is, aside from its artificial cloaking of culture,
naturally essentialist, i.e. rational and so is fundamentally predictable in its essence (see
discussion in Gray, 1995). Reality may emerge in many forms but, there is always in the
nature and aspiration of organisational participants a commonalty, based on rationality,
e.g. all reasonable participants are goal orientated. Rationality promises predictability: it
is common to all therefore it is known; if action is predicated on reason; we know what
a rational person will do. Irrationality, with its attributes of emotions and force of will,

makes humans unpredictable and therefore less easy to control. The reassurance of
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rationality is not only sought by those working in the economic based paradigms but,
also by those using more radical paradigms. The radical paradigms premise the design

of emancipative control systems on the rationality of social actors.

While critically evaluating the influence of modernism I recognise that any counter
movement must pay its respects to the Enlightenment, for its role in "...the illumination
of the human world by rational inquiry” (Gray, 1995 p. 9) and, for ushering in an age
that is "..one of the best and most hopeful episodes in the life of mankind” (Berlin,
1956, in Gray, 1995, p. 138). But, I share with the postmodernist movements a lack of
enthusiasm for the Enlightenment project of a meta-narrative. The promotion of a meta-
narrative is not restricted to the positivism stream of Enlightenment thought, it is also
sought by the subjective stream. The subjective stream perceives the world to be
determined subjectively, it is not a self-subsiding reality. Therefore, the form of the
world is coeval with our existence. If this is so, the world can take on many forms but it
does not, due to man’s essentialist nature, a nature which give this world a common
form. That nature, aside from oppressive influences, is good and reasonable and should

produce a world that endeavours to progress towards equality, rationality and tolerance.

But the Counter-Enlightenment: "...an intellectual movement of genuine power and
insight, whose vitality derived in part from its exploitation of self-undermining aspects
of the Enlightenment itself” (Gray, 1995, p. 135), gives us an idea of life governed by
human’s undetermined self-creation. As a movement it rejects the idea of reducibility
and universal forms of life; it embraces the primacy of radical will and change; and
proposes that the assumption of progress is not an inherent element in the creation of
reality. The Counter Enlightenment’s focus on the dissolution of reason as the sole, or

even primary bases of social life suggests that the reality than human make for
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themselves and others does not have to contain a opposititional, duality of rational and
irrational. Reality consists of all that which makes up human unconsciousness (and
unconsciousness): reason, will, instinct, impulse, emotions, prejudice, etc. We have no
bases for saying that one part of human makeup, rationality, should, or does dominate as
the foundation for the creation of reality. We do not know, and cannot know, that the
Enlightenment project of progress through reason is the only way to achieve progress, or
that any progress that has been made can be assigned, in the main, to the use of reason.
That is not to say that societies do not give more legitimation to some types of thinking
than to others, they do. Macintosh (1994) states that a "belief in intelligent choice" is the
" ..central ideological norm of Western civilisation” (p. 155). But, the legitimation of
one way of thinking should not exclude the legtimation, or use of other ways. Puxty and
Chua (1989) in examining the concept of rationality in management control suggest that
the question of rationality/irrationality is not valid in itself, that rationality and
irrationality are relative to the norms that a person operates within. I concur and suggest
that the suspension of this question is necessitated by a need to take a holistic view of
what humans bring to bear on the creation of reality. We need to examine the creation of
reality for what it is, rather than what it should be, i.e. unconstrained by preconceived
ideas of the purpose of reality, so as to better illuminate that which we create. And in
order to fully express the interrelationship between management control processes,
organisation structures, organisational participants and society, research must be
grounded in the realities enacted within and between the aforementioned. Research
should look for the variety and multiplicity that is there, the singularity and integration
of realities, in order to gain more understanding of ourselves and others not to
determine, or necessarily to improve our lives but, because such curiosity is probably

inevitable (Berlin in Gray, 1995).
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2.3 Methodology

The methodology, based on Berger and Luckmann’s work, used in examining and
discussing the empirical work, in chapters three, four and five, endeavours to take a
holistic and grounded view of how social reality is created. In order to do this the
methodology is predicated on the idea that reality is a social construct; a construct that
cannot be subject to a meta-narrative because we do not know, nor can we determine its
nature in advance of its creation. Berger and Luckmann’s proposal of how social reality
is constructed is detailed below. Though the methodology of the thesis is not completely
faithful to all aspects of their work, there is full agreement with their central idea: that

man creates himself and his society in an undeterministic fashion.

In Berger and Luckmann's seminal work: "The Social Construction of Reality: A
Treatise in the Sociology of Knowledge" (1966) they propose that to analysis how
reality is socially constructed we must study the relationship between human thought
and the social context in which it arises, the sociology of knowledge. The sociology of
knowledge is created in the everyday, common to most, reality in which humans make
sense of themselves and others. Berger and Luckmann propose that the reality presented
(and they include physical reality) to us in everyday life is socially constructed by those
to whom it is presented and that its coherence, depends on our subjectively giving
meaning to that presentation. For reality to exist we must enact our lives in the physical
and mental presents of others, i.e. we must be capable of intersubjectivity (see
discussion in Heritage, 1984, pp. 54-61 and Gray, 1995, p. 128). Intersubjectivity
creates an externalisation, that is shared, of reality: "...man is capable of producing a

world that he then experiences as something other than a human product..." (Berger and
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Luckmann, 1971, p. 78) but, simultaneously the product retains its dialectic nature:
"Society is a human product. Society is an objective reality. Man is a social product.”
(p. 79). Intersubjectivity (Schutz's term) or institutionalisation (Berger and Luckmann's
term) is made possible by typification. Typification occurs when habitualised actions,
relevant to the parties in question, are enacted in the presence's of others. They allows us
to encounter everyday reality without creating it anew each time it is experienced.
Typifications are sedimented and legitimised by the transmission of typified actions and
roles to persons, who have not themselves played a part in their initial creation. With
transmission, sedimentation and legitimation typifications become institutional bodies
of knowledge. Institutionalisation relies on legitimation, to facilitate present and future
participation in a given reality. Different levels of legitimation can be distinguished
from the simple proposal: "...this is how things are done" (Ibid. p. 112), to subsuming
institutional order into a symbolic universe: "...the matrix of all socially objectivated
and subjectively real meaning” (Ibid. p. 114). At this highest level of legitimation,
"..the entire historic society and the entire biography of the individual are seen as

events taking place within this universe"” (Ibid. p 114).

The central premise of Berger and Luckmann’s perspective is that reality is created by a
shared, ongoing, human enactment of that same reality. Any effort to give a specific
form to reality before it is enacted is doomed by the process of enactment itself. Life can
and is:

"...something we make up as we go along, according to our wishes, in endlessly

proliferating and competing versions, the unconscious, as Richard Rorty has remarked,
feeding us our best lines."

(Philips, 1993, p. xix)

One can only know reality in retrospect (Weick, 1979), even then its form will not be

fully fixed because, the process of retrospection is itself subjective and ongoing. That
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which appears to have a fixed form, shared stocks of knowledge, typified roles, etc. are
at all times contingent; their existence and maintenance rests on social agreement (see
discussion in Heritage, 1984, Ch. 3). Nor have humans a form that is natural, or
essentialist. Culture is not a cloak that "natural" humans assume, or one that they can
disregarded, once human communicated they became defined by that communication.
Humans create and are defined by a plurality of cultures: they create themselves:

“It will indeed be the capacity of the human to invent for itself through the exercise of
the powers of choice a diversity of natures, embodied in irreducibly distinct forms of life

containing goods (and evils) that are sometimes incommensurable and so rationally
incomparable, that constitutes the most distinctive mark of man.”

(Gray, 1995, p. 15)

That is not to say that Humans are wholly autonomous agents in this self-creation. As
Foucault states, in his rejection of the idea that self is given, man is "...formed by a host
of historically contingent rules, statutes, and norms, defined by the customs, practices
and institutions every human being must grow up within" (Miller, 1993, p. 69). Also, the
individual is not in an existentialist sense absolutely free, he is contained by others in

the objectification of the environment that he and they have made.

The analysis, above, of ideas of how social reality is created has an important bearing on
the research question that is articulated and examined in the thesis. The subject matter of
the question and its answer is dependent on the methodology that is used. And the
methodology is dependent on the view taken of social reality. The question asked, “is
there a problem of order and control within organisations?”, would be difficult to frame
in a positivistic view of reality. In such a reality the question would seek to discover the
laws governing order and control within organisations, and the corresponding
relationship between those laws and human agents. An interpretative view of reality
allows the question to be grounded in the differing perspectives of those who create the

realities of order and control within organisations.
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2.4 A Question of Order and Control

The research question, addressed by the empirical work in chapter four and the
discussion of same in chapter five, asks is there within organisations a problem of order
and control within organisations? In asking this question I was interested in looking at
how two groups, managerial and non-managerial employees, within the Organisation
viewed order and control. were there significant differences in how they perceive the
creation and implementation of order and control? If so, how are these differences
articulated and how did differing articulations of order and control interact with each
other. Also, what were the effects on social actors, in the Organisation, of the existence
of and interaction between differing perspectives of order and control? What degree of
interrelationship, between diffeﬁng perspectives, was evident and was necessary for the
maintenance of organisational order, in its totality. And given that the idea of
management control is a central theme in this thesis, to what extent were managerial
ideas of order and control accepted by non-managerial employees, as legitimate and
necessary inputs into their social interaction, so that they could be effective in their own
and in organisations terms. To examine these questions in a meaningful way I discuss
below two differing perspectives of order and control and in doing so define what is

meant by management control within each perspective.
2.4.1 A Problem of Order and Control

Parsons' attempt to resolve "...the Hobbesian ‘problem of order' " (Heritage, 1984, p.
15), i.e. why do people voluntarily "gift" the right to act only for themselves, is
grounded in Durkheim's ideas of collective subscription to, and internalisation of,

common norms and values (Heritage, 1984 and Seidman, 1994, pp. 105-109). Parsons
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tried to bridge the gap between self-interest, individual actions, both rational and
irrational, and the empirical existence of social equilibrium. Parsons reasoned that order
did not rely on the collective "gifting" to a sovereign, or otherwise of a society's liberty
because the foundation of this type of order is too fragile (see Heritage, 1984, pp. 15-
16). The fragility arises from the inherent instability, not of interests but, of the
interlocking of those same interests, i.e. what motivates the process of interlocking.
Also, such order relies ultimately on the existence of sanctions, that may or may not be
effective. Parsons suggested that a more durable foundation for order arises out of the
internalisation of norms: "...such systems of values, if held in common among the
members of society, will constitute a factor contributing to the explanation of social

organisation and social integration”(Heritage on Parsons , 1984, p. 14).

Thus, the creation of order would not depend on the hope that people would see the
sense of giving up their individual liberty but on a willingness to interact, that would
arise from a common view of the world, internalised at an early age and constantly
reinforced, so that it becomes the only world that is known. But, Parsons' view of order
also invoked a role for sanctions, as the ultimate motivation for social actors accepting
constraints on their actions, or if internalisation failed to work. Parsons' view of the role
of internalisation is very different from that of Berger and Luckmann (1971). For
Parsons the values that are internalised are those that are necessary for the maintenance
of an order, subject to general laws and expressive of:"...a logically exhaustive system of
metric whose combination and permutation would prove capable of expressing every
humanly meaningful value stance, whether individual, institutional or societal."”

(Heritage on Parsons, 1984, p. 20).
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Parsons did not suggest that human action is predictable but, that the combination of
values that explain actions are exhaustive and subject to universal law. He did not offer
an idea of order in which events could be predicted, that was not its stability, but he did
offer an order that is subject to explanation in advance of action, at a universal level;
that was its stability. Parsons was able to offer this stability because he rejected
reflexivity. Values and sanctions determine actions that are understood by other
because, they also share and fear those same values and sanctions. But, social actors do
not interact with the logic of shared values: values determine an actor's actions but those
same actions do not create shared values. For Berger and Luckmann internalisation does
not mean a passive, or unconscious acceptance of externally determined norms, it is a
process whereby an individual is "...inducted into participation in the societal dialectic”
(Berger and Luckmann, 1971, p. 149). Participation allows an individual to
simultaneously externalise his own being into his social world and to internalise that
same world as an objective reality (ibid.). Thus, internalisation begins, in childhood, a
process that allows an individual to reflexively interact with their social world. Parsons'
social actor is primarily "..seen as the 'bearer' of internalised value patterns..."
(Heritage, 1984, p. 21). An actor whose thoughts and feelings act as a conductor
"...through which the 'hidden hand' of institutional process determines conduct” (ibid. p.
27). Berger and Luckmann state that for an individual the internalisation of a social
world: "...may be seen as the most important confidence trick that society plays on the
individual - to make appear as necessity what is in fact a bundle of contingencies, and
thus to make meaningful the accident of his birth” (Berger and Luckmann, 1971, p.

155).

For Parsons the process of internalisation was not a trick but, a process necessitated by

the need for an individual to act correctly, i.e. rationally in a world "...whose existence
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and facticity are entirely independent of the ways in which they may be humanly known'
(Heritage, 1984, p. 24). An individual acts correctly when their actions are motivated by
knowledge that properly represents this world. Garfinkel articulated the difference
between ideas of order in a Parsonian and Schutz type world, this difference pivots on a
choice between:

"...allowing the actor's view and thereby allowing the individual as a source of change
in the system with the risk of indeterminism, or risk a gain in determinism at the cost of
turning the system into a table of organization that operates as a set of impersonal

forces that shove the individual around here and there, while taking it as a matter of
factual interest that he is correctly aware or not of what is happening to him."

(1952, in Heritage, 1984, p.-33)

Thus for Parsons objective order is given and an actor's actions can be explained in
terms of that same order, i.e. functionally. For Garfinkel and, Berger and Luckmann the
logic of order is within its own creation. Actors in their social interaction make order
meaningful but its meaning is not a function of that same order, it is an intrinsic element
of its creation: “all knowledge is ...... communally grounded in human practice, and
there is no way of reaching beyond this”’ (Hughes, 1996, p. 143). Berger and Luckmann
(1971) reason that "empirically human existence takes place in a context of order,
direction and stability” (p. 69). Order is founded in human’s ongoing externalisation
and is necessitated by the inherent instability of human drives2. Though Berger and
Luckmann (1971) state that "All social reality is precarious. All societies are
constructions in the face of chaos” (p. 121), chaos is empirically unavailable because
"Homo Sapiens" is always, and in the same measure, "Homo Socius” (p. 69). The
complex web of human relations which constitute social reality are not the result of
order, they are order. Humans are order, their every interaction is saturated with order.
2 Alternatively I suggest that we create order out of the biological uncertainty of our existence because,
we must come to terms with the fact that we are more transitory than the social reality that we help to

shape. Order removes, temporarily, the meaninglessness and impotency generated by a finite existence,
so that we can live in what we suppose is a consequential way.
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Order is so fundamental to our construction of reality that it is an element about which
there cannot exist sensible doubt (Wittgenstein’s later work as discussed in Grayling,

1988).

How the meaning of control is created and expressed is dependent on the differing
articulations of order, as discussed above. If, as in Parson' view, the creation of order
lies outside the interaction of social actors, then meanings of control are constructed in
terms of its functional necessity. The function of control is to ensure the sustainability of
order, by maintaining processes whereby institutional norms are disseminated,
internalised and integrated, so that there exists a known motivational bases for social
action. The function of control is not only legitimised by a need to maintain order but,
also by the possibility of obtaining objective knowledge, about the world. Because this
knowledge, though always incomplete, represents the true state of affairs actions based
on this knowledge have more chance of succeeding, in terms of their stated objectives
(Heritage, 1984, chapter 2). Thus social actors need this type of knowledge, knowledge
that is obtained by internalising valid norms. And because it possible to internalise
invalid norms, to act irrationally and thus risk failure, control is necessary to safeguard

the processes for internalising valid norms.

Using the discussion above we might define management control as a functional
necessity for the maintenance of managerial and thus organisational order (see Seidman,
1994, pp. 108-109 and Hassard, 1993, pp. 21-26). Management control must define for
organisational actors appropriate norms and knowledge. Organisational actors must
internalise organisational norms to ensure that organisational order is maintained. Thus,
management control must ensure effective internalisation so that organisational norms

provide the correct motivation for the actions of organisational actors.
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2.4.2 Is There a Problem of Order and Control?

Order for Garfinkel, and Berger and Luckmann and is grounded in the very thing, social
interaction, that makes humans human:

"Institutions also, by the very fact of their existence, control human conduct by setting
up predefined patterns of conduct ..... this controlling character is inherent in

institutionalization as such, prior to or apart from any mechanisms of sanctions
specifically set up to support an institution."

(Berger and Luckmann, 1971, p. 72)

Within Berger and Luckmann’s perspective order is not a matter of correspondence
between social actors and an independently existing world. Order is not imposed, by
social actors, on the world. In making their world, social actors have in fact made order.
Nor is control a functional necessity of order. There is no need for control to act as a
bridge between humans and order because integral to the creation of order is its
maintenance, control. Control and order are indivisible, order by its very existence
maintains itself, order by its very existence implies control. Therefore an understanding
of the meaning of management control is not to be found by asking how does
management control regulate and maintain organisational order? Because this question
can only be posed if management control is perceived as existing outside the logic of its
creation, i.e. divisible from organisational order, and if we assume that management

control is the only type of control that is integral to the existence of organisational order.

Within an interpretative perspective an understanding of management control (I am
mindful of the separate, i.e. separate from order, social construction of management
control) is grounded in a problem of legitimation, i.e. a legitimation of types of orders
and their control. Management control is grounded in a particular, dominant
legitimation of organisational order: managerial order. But orders are "...continually
threatened by the presence of realities that are meaningless in its terms" (Berger and

Luckmann, 1971, p. 121). Thus, due to the precariousness of any one form of social
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reality, i.e. order, management control meaning may be found in perceiving it as a
necessary "..procedure for reinstating and repairing the existence of a 'known-in-
common world'" (Heritage, 1994, p. 215), in the face of alternative orders. Management
control will not be the only procedure for the maintenance of organisational order, other
organisational participants will generate their own procedures for their ideas of order;
orders that help to make up the totality of organisational order. Hence management

control is expressive of a type of order whose legitimation is powerful but, not inherent.

The perspectives detailed above contain two very different meanings as to how order is
created and maintained, or controlled. For structural functionalism, order is created not
from the interaction of social actors but apriori to such interaction, and does in fact
determine the nature of their interaction. In an interpretative perspective, order is social
interaction, it exists because of and coeval with social interaction. Expressions of
control are integral to the creation of order, i.e. the knowledge that creates order, creates
the means to maintain same. Considering the two perspectives control can be viewed as
a functional necessity for the maintenance of order, or as an integral element in the
creation of order. These meanings impact on meanings of management control: does the
meaning of management control rests in a need to create order from chaos, or in a need
to maintaining its own order, managerial order, in the face of competing orders. The
differing ways, interpretative and structural functionalist, of articulating meanings of
order and control will be further explored in the empirical work, in chapters four and

five.
2.5 Conclusion

It is important that researchers articulate their choices with regard to, theory,

methodology and change, so that they, and their audience, can clearly interpret their
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analysis of their empirical work study. Laughlin (1995) attaches importance to making

‘“«

“..deliberate choices on these matters...” because “... all empirical research will be
partial, despite any truth claims to the contrary, and thus it would be better to be clear
about the biases and exclusions before launching into the empirical detail” (ibid. p. 65).
Berry and Otley (1995, unpublished), echoing Laughlin’s request, ask researchers to
" ..take pains as it were, to specify the theoretical and philosophical lenses through
which they intend to conduct their investigations....". Thus this chapter has tried to
satisfy this need for a full exposition of the methodology used in the empirical research,
presented in chapter four and five. The methodology has been explored by reference to
the major influences on methodologies for management accounting and control
research. The methodology used in the gathering, analysing and interpreting the
empirical work is not of a positivistic nature but, is based on an interpretative view of

reality. A view that seeks to ground the collection and interpretation of data in the social

lives of the researched.

The chapter has also articulated the research question which is concerned with critically
examining the nature of order and control within a organisation. But before undertaking
such an examination, theories Parsons and Berger and Luckmann in particular, of how
order is created and maintained have been compared and contrasted, so that meanings of
management control can be articulated within differing perspectives. In chapters four
and five the meanings that organisational participants gave to order and (management)
control will be articulated through a structural functionalist and interpretative
perspective. The next chapter will explain the context of, and how the empirical data

was collected and analysed.
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Chapter Three

Method

’

“The proper study of mankind is man.’

Cicero (106-43 BC) speaking of Socrates (470-399 BC)

3.1 Introduction

Chapter three relates the discussion of perspectives in chapter two to the method used to
undertake the empirical research. It is suggested in the chapter that the use of a case
study method best fits the epistemological position, i.e. Berger and Luckmann’s (1971)
proposal of reality as a social construct, that underpins this thesis. The appropriateness
of a case study method lies not in its ability to help researchers formulate general laws
but in offering them an opportunity to ground their empirical work in the particular,
social situation that they are researching. Thus allowing researchers to flesh out their
perspectives with grounded empirical data. An important question that is asked of any
research undertaking is that of how much trust, usually stated in terms of objectivity,
can be placed in a researcher’s method? Positivistic methods of empirical investigation,
usually assumed to be objective because of the possibility of replication, may be found
wanting in both their ability to ground research sufficiently in a given social situation
and in securing objectivity. The desirability and possibility of objectivity, within a case
study method, is examined and discussed, particularly with regard to its role in the
empirical work presented in chapter four and discussed in chapter five. The chapter also
describes how the case study was carried out and, the research problems and

opportunities that occurred in the course of data collection in the empirical setting.
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3.2 Methodology and Method

Laughlin (1995) proposes an approach to research in which "skeletal" theories of social
phenomena are fleshed out with empirical information. Laughlin does suggest a
methodology, critical theory, that can be used in the fleshing out process, although he
does not prescribe the use of that theory. But, his idea of middle range thinking does
denote a rejection of methodologies that promise absolute truths about reality. He also
rejects appeals to representation and simple amalgamations because, the former reifies
reality and the latter ignores fundamental contradictions. For Laughlin any methodology
must be grounded in the "...creative power of language and discourse..." (ibid. p. 78),
because these elements are distinctive human characteristics. Berger and Luckmann
(1971) do not enter into an extensive debate as to the methodological implications of
their treatise but, they reject functionalist and structuralist explanation of social
phenomena, as reifying and ahistorical. But they do seek scientific legitimation by
stressing that sociology is a science and that empirical investigations can be value free.
Heritage (1984) in his discussion of Schutz’s call for social scientists to seek fully
rational models of action and to present them with full clarity and articulation, again
highlights this need to seek legitimacy in a rational scientific method of empirical
enquiry. Heritage (1984) questions the possibility of producing clear, rational models of
action when Schutz’s theory "...stresses the tangled, discontinuous and undetermined
character of the network of typifications which the actors draw upon in dealing with
their everyday environments" (p. 72). The problematic desire of Berger and Luckmann
and Schutz for the “certainty” of scientific methods, in investigating emerging,

indeterminant and possible irrational social situations, is partly modified by Schutz’s
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belief that scientific activity is itself permeated with verstehende relations (see Heritage,
1984, p. 47) and his constant emphasis on the need to look beyond the overt features of
a social world: "...the emphasis on overt observable behaviour overlooks ....those beliefs
and convictions which go beyond the sensory realm but which are collectively defined
as real and are real in their consequences" (Schutz in Heritage, 1984, p. 47).
Nonetheless Schutz and, Berger and Luckmann are perhaps guilty of not fully following
through the implications of their epistemological ideas, i.e. that all instruments used in
the investigation of the natural and social world, and the results of same, are socially
and thus reflexively produced. And of a defensiveness in the face of positivism, a
position evident in their desire to legitimate sociology in the legitimation of science

(Seidman, 1994).

While Berger and Luckmann do not specify a particular methodology, the debate
outlined above sheds some light on the nature of empirical investigations that are
grounded in the idea of reality as a social construct. Despite Berger and Luckmann’s
insistence on the need for a "value free" researcher the central idea of their treatise, i.e.
the reflexive creation of social reality, suggests that research should be grounded in the
social constructions of that which it examines. And that researchers participate in and
are subject to the social processes of those construction that they examine. Within this
approach a researcher cannot have a Parsonian type privileged position, i.e. the granting
of privileged status to the empirical judgements of the researcher (see discussion of the
"sociology of error" in Heritage, 1984). Also the reflexive nature of the creation of
reality excludes a research methodology that seeks the discovery of "...of general laws
which transcend all social systems" (Ryan et al., 1992, p. 119). Nor can explanations of

reality be deducted from a set of laws and theories, that ignores their social production

and application:
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"This means that the researchers are not seeking universal laws (as in the natural
sciences) but the rules, both explicit and implicit, which structure social behaviour.
These rules, however, are themselves the outcome of social behaviour. In other words,
social structures are both a condition and a consequence of social action."

(Giddens in Scapens, 1990, p. 268)

Thus in seeking to understand the creation and implementation of management control
we must look at the circumstances in which it is created and legitimated. We must seek

the rationale of management control in its very social creation.

If, as suggested above, the role of research is not to generate positive type theories; what
then is it about? It is predominately about an ability to reawaken our wonder for an
astonishing phenomenon: "...a human world, made by men, inhabited by men, and, in
turn, making men, in an ongoing historical process" (Berger and Luckmann, 1971, p.
211). The wonder is that we create such a variety of "ways of doing" yet manage an
integration that allows variety to "hang together": differentiation coeval with
integration. That is not to say that integration gives us a static social order, it is a social
creation and as such is subject to conflict, change and transformation. Research should
seek to look behind the consensus of integration to discovery the variety in how people
organise their lives; how is it that this particular life is known as it is and not as

something else?

3.2.1 Methods of Inquiry

The management control literature (see Scapens, 1990; Spicer, 1992; Ryan et al., 1992;
Otley and Berry, 1994; Roslender, 1995; Berry and Otley, 1995, unpublished) favours
an elective rather than a relative stance, when considering the use of qualitative methods
of empirical enquiry. Laughlin (1995) clearly articulates the links between methodology
and method of enquiry and he emphasises the possible incommeasurabilities between

methodologies and methods. Thus, methods of empirical enquiry should be decided
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with reference to the researcher’s methodological position. If the methodological
position is ignored a situation may arise whereby the chosen method does not articulate
the methodological position, nor allowed modifications to it. Methods of empirical
enquiry are differentiated, not simply to provide a greater variety for researchers to
chose from but, because of the differing, epistemological positions that give rise to

them.

Berger and Luckmann (1971) stress the non-positivistic nature, notwithstanding their
desire for scientific legitimation, of their approach to knowledge. Heritage (1984) in his
discussion of Schutz’s work highlights the emerging nature of both social reality and
any examination of same. Therefor the method of empirical investigation best suited to
an interpretative perspective is a case study method because of its grounding (see
Laughlin stress on language and discourse above) in language and discourse: “Meaning
is profoundly to do with language considered not as a system of grammatical or
syntactial rules but as social interaction” (Hughes, 1996, pp. 116-7). Ryan et al. (1992)
suggests that the term case study is similar to the term "fieldwork" and that it is the
study of "...social practices in the field of activity in which they take place” (p. 113).
Spicer (1992) suggests that terms are not similar because, case study research is more
detailed and intense than field work and relates its findings to the individual case
contexts. Yin (1983) views case studies as a form of empirical enquiry that investigates
a phenomenon within its real-life context, under circumstances in which boundaries are
unclear and multiple sources of information are used. Though Yin offers a definition of
method and analytical rigour case studies, by their very nature, are not uniform in form
or process. Ryan et al. (1992) have tried to classify case studies (see pp. 114-116) as to
their purpose, though as the authors admit the delineation between types is debatable,

e.g. all case studies are, to a greater or lessor extent, descriptive. The explanatory type
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case study (ibid. p. 115) allows for the investigation of a real life phenomenon per se,
rather than using the method as a means to another end. The case study presented in this
thesis is of the explanatory type. It focuses on one specific organisation; emphasising

the relationship between theory and the particulars of the case study.

Research within a case study approach is never without bias, interpretations are a
mixture of self-disclosure and the reflexive exploration of a particular situation:

"Most studies of organisational functioning cannot be repeated except in the broadest
sense, their results cannot be used for the prediction, and the value of the study lies in
the insightful nature of descriptions and explanations offered. Thus a much greater

degree of reliance is placed on the skills and integrity of the investigators whose
influence can never be removed from the results presented."

Berry and Otley (1995, unpublished)

Therefore the use of this method entails an acceptance that this approach cannot deliver
more certainty and completeness than is contained in any social situation, i.e. it lacks
empirical generalisation. But, to look for empirical generalisation is to "...miss the point
of detailed ethnographic or case study research” (Watson, 1995, p. 7). Case study
research may enable one to "...generalise about processes managers get involved in, and
about basic organisational activities, rather than about 'all managers' or all

organisations, as such" (ibid. p. 7).

That which the case study method may be judged to lose in verifiability, is made up for
in the insights that are offered and in the fleshing out of perspectives. There is within
discourses about the use of case studies attempts to provide protocols, so as to engender
a high degree of trust in the results of case study based research. Ryan et al. (1992) and
Berry and Otley (1995, unpublished) suggest a number of protocols: triangulation,
feedback and teamwork that will engender the same degree of trust that is assigned to
research taking a quantitative approach. For Berry and Otley the aim is to ensure that

"...a fellow researcher using the same approach would produce a record which would
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be substantially similar”. This 1 agree is possible but, unlikely and it is probably
undesirable, after all one of the interesting aspects of empirical research is the
discontinuity between the various information sources in an organisation. The use of
team discussions, in my view, is more likely to produce another level of interpretation,
rather than a check on the verifiability of individual interpretation. Triangulation may

also raise more questions than it satisfies.

How.then do we engender trust? In studying social phenomena we do not have the
certainty of replication to engender trust nor, can we offer certainty as to outcomes, we
are in effect not in full control of our research material. Therefore, legitimation cannot
be constructed from the norms of positivistic approaches but from those of non-
positivistic approaches. Berry and Otley suggest norms of non-positivistic approach
should include a need for researchers to pay attention to the quality of: research design;
data collection and analysis; and interpersonal and interpretative skills. They also point
out that researchers need to be aware of the need to acknowledge bias, in themselves
and their interpretations. It is important that we acknowledge the existence of bias but it
should also be recognised that its elimination, in positivistic and non-positivistic
approaches to research, is impossible and undesirable. Bias and incompleteness are a
necessary part of the everyday enactment of our lives, these elements are present in all
modes of research positivistic (Horgan, 1992; Cassidy, 1992), or otherwise (Heritage,
1984; Laughlin, 1995). Research would be the poorer, if not impossible, for the
exclusion of the interesting vagaries of the human mind. We must recognise our
individual, and not always fathomable, subjectivity and leave it open to scrutiny and‘
debate. We must also articulate honestly and thoroughly our research perspective and
seek coherence between our perspective and methods of enquiry. Thus quantitative

research calls for a high degree of trust in the researcher. Trust is not independent of a
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research project, it is constructed in the very act of research: in the interaction of
researchers, participants in research and those to whom the research is addressed, in sum

we must engender trust in ourselves.

3.2.2 The Research Case Study

The case study examines a performance appraisal scheme, over a period of two years
1993 - 1994, that was introduced into a UK department store in 1989, by the then
owners, the X Group. I worked for the Store as its Senior Financial Accountant, for a
period of three years, 1988 - 1991 and through personal contacts maintained contact
with the Store between 1991 and 1993. Though the empirical research was undertaken
after the X Group divested itself of the Store, the scheme that they had put in place was
unchanged and still in use when the interviews were undertaken (information about the
Store, its culture, systems, etc. originates from my time of employment in the Store
under the ownership of Group X). The new owners on taking over the Store
concentrated on improving merchandise and increasing turnover to the exclusion of
what were seen as peripheral issues, e.g. changing the performance appraisal scheme.
Also the Personnel Director, who designed and implemented the performance appraisal
scheme for the X Group, continued to be employed in the Store after its sale in 1991.
The timing of the interviéws (after the X Group had sold the Store) was advantageous in
that employees could speak freely about the X Group. Many of the comments made
about the Group and its performance appraisal scheme would not have been articulated
at the time when the Group owned the Store. Employees would have feared possible
breaches of confidentiality and they found it more meaningful to retrospectively reflect

on the effects of X Group’s ownership of the Store.
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The case study limits itself to an examination of the annual performance appraisals that
took place within the Store’s performance appraisal scheme, which was administered by
the Personnel Department (hereafter called Personnel). All employees should have had
to undergo a annual performance appraisal. Some of the senior executives were not
appraised under the company’s formal scheme, or their appraisal records were not held
by Personnel. At this level in the organisation performance appraisal under the Store’s
scheme was rather haphazard, it was dependent on appraisers and appraisees willingness
and time. Alongside annual appraisals there existed three month staff reviews, for new

or promoted staff. They are not dealt with in the case study.

3.2.3 Data Collection

The techniques used to collect data, during my period as an employee and as a
researcher, for the case study were similar to those used in a variety of ethnographic
studies (see Gill and Johnson, 1991, pp. 94-107): participant observation, semi-
structured interviews, informal conversations and official documentation In common
with such studies I was concerned with understanding the culture of the organisation,
the shared systems of meanings, beliefs and values not primarily "...to account for the
observed patterns of human activity” (ibid. p.92) but, to see how the social actors ..."go
about the business of constructing, testing, maintaining, altering, validating,
questioning, defining an order together" (Garfinkel, 1952, in Heritage, 1984, p. 71). I
sought to ground my understandings of the empirical date in the socio-cultural
environment of the Store. And to address the tension (see Watson, 1995 and Gill and
Johnson, 1991) that can exist between the need to safeguard the subjective point of
view, i.e. understanding the researched through their social constructions (Schutz, 1964,
in Heritage, 1984) and "going native". It is important that a researcher recognises and is

honest about the impact of such tension on their research. The existence of reflexivity,
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i.e. the researchers influence on the researched, should also be recognised, and can in

fact be exploited for the benefit of the research exercise (Gill and Johnson, 1991).

A major element of the data for the case study was obtained by: interviews on a formal
and informal basis.

Details of the interviews are as follows:

Non-Selling Staff

Job Gender Reports to: Years
Description Employed
Ex Financial Director'Male Board of Directors 3
Financial Controller? Female Finance Director 3
Personnel Director? Female Board of Directors 3
Personnel Manager Female Personnel Director 3
Training Manager Female Personnel Manager 3
Personnel Officer Female Personnel Manager 2
Payroll supervisor Female Financial Analyst 6
Cashier Female Financial Controller 4
Accounts Assistant Male Financial Accountant 6
Dissection Clerk Male Financial Analyst 4
Customer Accounts Female General Manager 30
Manager of Operations
Loading Bay Female Store Operations 10
Manager Manager
Junior Buyer* Male Buyer-1st & 2nd 2
1 Former X Group Employee
2 ibid.
3 ibid.
4 ibid.
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Assistant Buyer

Selling Staff

Floor Manager
-Ground Floor

Selling Supervisor

Sales Assistant
-Women's Wear

Sales Assistant
-Accessories

Sales Assistant
-Leisure Wear

Sales Assistant
-Lingerie

Sales Assistant
-Men's Wear

Sales Assistant
-Men's Tailoring

Sales Assistant>
-China & Glass

Female

Female

Female

Female

Female

Female

Female

Male

Male

Male

Floor

Buyer-1st & 2nd
Floor

Sales Director

Floor Manager

Selling Supervisor

Selling Supervisor

Selling Supervisor

Selling Supervisor

Selling Supervisor

Selling Supervisor

Selling Supervisor

2
(part-time)

1

19

The dominance of oral, rather than written communication in the Store meant that

interviews were a very important source of information. The predominance of oral

communication may have been due to the nature of the retail clothing trade. A retail

environment changes frequently and quickly, thus necessitating a speedy, flexible mode

of communication. Watson (1995, p. 182-186), stresses the importance of oral traditions

as a means for managers to generate, maintain and transmit culture in an organisation.

This was true of the Store; important positions were filled by long serving employees

5 ibid.
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(average 10-15 years) who relied on their memory and experiences for information
rather than written documentation, that was often stored off-site. The X Group
attempted to formalise communications by insisting on the use of written
documentation, as the primary means of transmitting information. This policy did not
meet with much success. The X Group did not own the Store for a sufficient length of
time to allow it to successfully replace one system with another and also, limited storage
space meant that only current year documents could be kept in the Store.
Documentation, other than that of the current year, was stored in a warehouse, at some

considerable distance from the Store and in such a way that retrieval was very difficult.

All interviewees were interviewed on a voluntary basis, no pressure to comply was
exerted, or was necessary. Formal interviews initial focused on the Store's performance
appraisal process but, in all interviews, conversation ranged over a number of topics and
these topics were often then incorporated into future questions. I also carried out a
number of formal interviews in the Personnel Department and observed, conversed and
had lunch with members of Personnel. Interviews were in the main semi-structured. A
number of questions were asked initially of each person but as an interview progressed
questions arose spontaneously, from what interviewees had said. The initial set of
questions helped introduce the interviewer and interviewees and allowed some
comparison of views, on particular subjects. At each interview interviewees were told
that the proceedings would be confidential but, that an overview of the opinions
expressed would be forwarded to Personnel. This overview would not include
information about: names, gender, position in the company, or the department that
participants worked in, i.e. it would not be possible to identify the source of any
opinion. Neither the nature of the interviews, or questions were determined by the need

to report to Personnel. The primacy of the research role was maintained above any
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obligation to provide Personnel with information. Once participants were assured of
confidentiality they were not concerned about inclusion in a report to Personnel. Thus I

do not think that, minimal, reporting to Personnel unduly influenced interviewees.

The interviews were not taped for reasons of confidentiality. The Store did not want
employees to be recorded on tape. Of most concern to the Store was that no information,
gathered in the course of my research, would appear in any newspaper. It was thought
that the existence of taped material, might facilitate such an event. The Store was very
careful about the image that it presented, it was the mainstay of its competitive
advantage, and as such was monitored closely. Also, customers, specifically and in
general, are promised high levels of confidentiality. Research information had in the
past been leaked to newspapers and the Store were anxious to avoid any repetition of
this. Notes were taken during the interviews and written up shortly afterwards. Unlike
the experience of a number of researchers mentioned in Gill and Johnson (1991), I did
not find that note taking in any way inhibited the interviewees. In fact the majority of
interviewees were unstoppable, appearing to lack any inhibitions with regard to the
interview process. Some male interviewees, mostly very young and only recently
employed by the Store, were self-conscious when asked to talk about their feeling but,

they relaxed after a period of time.

The majority of interviews were scheduled to last an hour but, many lasted for up to two
hours. It was only possible to formally interview each participant once because sales
floor staff could only be released for a limited period of time; non-selling staff were
willing to talk over a longer period of time but, were very constrained by time. Though
each interviewee was only spoken to once, the interviews were carried out over two
years and reflect some of the changes taking place in the Store. Also there were

opportunities to speak to staff informally during the research period.
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Personnel took on the task of contacting selling staff about their willingness to be
interviewed. It might be suggested that some bias would be evident in Personnel's
choice of potential interviewees but, I supervised the selection process and did not
detect any efforts to select interviewees according to criteria set by Personnel. The staff
in Personnel seemed to be unconcerned as to the possible opinions that might be
expressed, possibly because they were so sure of what these might be. A substantial
number of sales floor staff were very positive about the performance appraisal process
and personnel knew that this would be the case (I was made aware of personnel's
knowledge after I had completed my interviews), this may explain their lack of concern
as to who was interviewed. I was allowed to arrange all managerial interviews without
any supervision from personnel. Notwithstanding the fact that Personnel were aware
that the majority of these staff had very negative views about the appraisal process. But
Personnel knew that my familiarity with this group meant that I already knew their
views and that I could make arrangements to meet them without Personnel’s
intervention. Personnel's preconceived ideas were not always realised, the opinions of
the selling and non-selling groups were not as uniform as they imagined. Some of the
selling staff (mainly male staff) were very negative about the appraisal process;
conversely some of the non-selling staff (male and female) were quite positive about the

process.

In choosing interviewees I attempted to obtain a mix of: male and female; management
and non-management; selling and non-selling; and with varying lengths of service (see
table above). This was done in order to capture the view points of groups that might
have differing work and performance appraisal experiences. I thought that differences in
employee’s views of performance appraisal would be minimal (the Store is relatively

small and personal relationships are very close) but, as events unfolded notable
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differences were highlighted, particularly along gender and selling/non-selling lines. All
formal interviews, excepting one with an ex-employee, were carried out within the
Store. Sales staff, management and non-management, were the most willing to be
interviewed. Non-selling staff were not as willing to be interviewed, often citing as a
reason their lack of interest in performance appraisal, or their lack of ability to
contribute very much to an interview. But because of ties of friendship, or because of
having worked for me the majority of non-selling staff, who were approached agreed, to
be interviewed. At the executive and director level in the organisation few were willing
to be formally interviewed, some did convey information in informal conversations. The
most common reason given was that they did not have time, or were simply
uninterested. Some of the executives and directors thought that I, as an ex-employee,
should not be allowed to do a research project in the Store, they were worried about a
possible breach in confidentiality and so refused to be interviewed. As a result the
majority of interviewees consisted of non-management staff, or managers grouped at the
lower to middle end of the management scale. I regard this bias as a positive outcome of
the research project, as it focuses on those employees in the organisation that are often
ignored in studies of management control, i.e. the designated recipients of management
control. The preponderance of females on the shop floor, at all but the most senior levels
in the Store, meant that shop floor interviewees were mostly female. Even at the most
senior employment levels, controllers and buyers, women were represented and all but
one of the seven floor managers was female. One of the reasons for this level of female
involvement is that the Store caters mainly for women and so most sales assistants are
female. Also, where possible, the Store promoted internally, thus the preponderance of

women at lower levels was reflected upwards.
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3.2.4 Problems and Points to Note

To complement the data collected in the interviewing exercise other sources of
information were sought. I was not allowed access, for reasons of confidentiality, to
actual appraisal interviews or appraisal documentation. I think that little would have
been gained from observing an actual appraisal interview (I have of course taken part in,
as an appraiser and appraisee, many such interviews) because it is likely that the
participant's behaviour would have been subject to change, due to my intrusion. Thus,
the information gathered would be based on an appraisal interview in an abnormal
setting. And I did not feel that it was proper to observe the very personal process of an

appraisal interview.

I was allowed access to: training documentation; documentation used in appraisal
interviews; and to a variety of other non-sensitive documentation but, access was in
itself problematic. Current documentation was filed in the Store but previous years
documentation was warehoused off-site, so that storage did not take up valuable selling
space. The warehousing of documentation was unorganised, so that accessing any
documentation other than the current year was very difficult, if not impossible. No
priority was given to correcting this situation because the warehousing of goods for
resale took priority over the storage of documentation. Even financial information, that
"~ was frequently used, was inefficiently stored, employees were expected to keep
information “in their heads”. Thus I found that looking to documentation to give a fuller

picture of the Store was often a pointless exercise.

A useful source of information about the Store was the national press and television,
since the most recent takeover of the Store constraints on publicity have been relaxed, to

some extent, i.e. the new owners allowed a small number of press interviews to take
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place. Another important source of information has been my work experience in the
Store. When I worked in the Store I took part in all aspects of the performance appraisal
process, as an appraiser and appraisee. I had also attended many meetings with
Personnel and I have known for a lengthy period of time many of the people involved in
Personnel, and in other departments in the Store. Thus I am familiar with the culture of
the organisation and this knowledge was useful in contextualising the information

gathered in the research process.

Case studies using an interpretative approach seek to understand the subj e;:tive meaning
of social actors, and the forms in which those meaning are objectified. There is no
single, general "truth" that can be abstracted from a process in which social actors relate
their meanings, and their perception of objectified meanings. The issue of interest is that
of the skill of the interviewer in interpreting the meanings and feelings of those
interviewed. During and at the end of each interview, and in future conversations, where
possible, I checked that each interviewee was happy with my interpretation of their
opinions. No cross checking was done to verify the "truth" of what interviewees had
said. The reason for this was that there was no question of verification. Even
information that might be classified as capable of verification, i.e. details of the process
of performance appraisal, was perceived and experienced differently by individuals.
Participant's descriptions of the process of performance appraisal were not always
congruent with that provided by Personnel, e.g. appraisees, on the whole, thought that
performance review documentation was extensively used by Personnel, for a number of
purposes. The fact that Personnel made little use of this documentation is not to relegate
the views of appraisees to the realms of fantasy, or to suppose that appraisees had ill
informed opinions, that could easily be corrected. If I had informed (I did not)

appraisees as to what happened to documentation, then it might be correct to think that
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all participants would now undertake performance appraisal on the same "factual" basis,
with regard to Personnel’s role in reviewing documentation. But I would not have been
surprised to find that such information might be ignored, retained for a short period of
time, or modified in some way by the recipient. When discussing the subject of
verifiability we are in fact asking should the appraisees point of view, and its role in
their actions, be analysed by means intrinsic to, or external to, the structure of the
appraisees experience (Heritage, 1984). I took the former view and did not look for
validity extrinsic to the meanings vested in the performance appraisal process, by
Personnel and Participants. Interviewees may have been untruthful as to their true
feelings and opinions, but in common with many other research methods there is no
reliable way of checking what a person's real feelings, or opinions are. Even if there is, I
am not sure that an interviewer has the right to do so. The only property that any person
truly owns are their own feelings and perceptions, if they wish to lie about them, that is
their privilege. A researcher should accept that if a case study is to reflect, possible
imperfectly, that which they seek to understand, then the messiness of the empirical
situation should be transferred to the case study and used to enrich it. A case study of
the “facts” of the Store’s performance appraisal process could be produced but, would

not be worth relating to anyone.

3.3 Conclusion

Positivism's stance of applying methodological monism to research in the natural and
social sciences suggests that methods in empirical research are predetermined and
unchanging, with respect to subject matter, or a researcher's preferences.

Methodological pluralism may be necessary if we are to reflect properly our varied
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subject matter. A case study method can successfully encompass methodological
pluralism, because the flexibility in method and form allows the necessary fluidity. The
relationship between perspective, subject and methodology may not always be
determined apriori but may be uncovered during the course of a research project. Unlike
more positivistic methods a case study method admits to its social construction and so is
able to accommodate and articulate the variety, complexity and humanity of the realities

being studied.

Therefore the use of a case study method allowed a “contextual approach” (Otley and
Berry, 1994, p. 46) to the study of the Store’s performance appraisal schefne. Thus as
Mintzberg (1979) argues the research was not confined to the production of "statistically
significant” data, that abstracts findings from their organisational context, with a
resultant risk of loss of meaning. Also the use of a case study method allowed a close
match between the methodology, discussed in chapter two, and method, that underpins
the theoretical and empirical work in the thesis. The use of a case study method meant
that there was constant interaction between the researcher and the participants in the
research project. Thus allowing the empirical investigation to evolve in a reflexive way

with that which was being examined.

Tﬁese features of a case study method are an essential component of the presentation
and discussion of the empirical data, in chapter four and five. In chapter four the detail
of the performance appraisal scheme is presented in order to allow a discussion and
understanding in chapter five, of how differing ideas of order and control were grounded

in individual's experience of the Store’s performance appraisal scheme.
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Chapter Four

Case Study: The Context of Performance Appraisal

"As the machinery of production became larger and more complex, as the number of
workers and the division of labour increased, supervision became ever more necessary
and more difficult. It became a special function, which had nevertheless to form an
integral part of the production process to run parallel to it throughout its entire length.
A specialized personnel became indispensable, constantly present and distinct from the
workers..."

Foucault, (1991, p. 174)

4.1 Introduction

Chapter four provides, by means of a short history of performance appraisal, an
introduction to the source of performance appraisal schemes within modern business
organisations. The chapter is primarily concerned with contextualising the discussion, in
chapter five, of how the design and implementation of the Store’s performance appraisal
scheme was grounded in the creation and maintenance of differing ideas of order and
control. It presents an account of the Store’s history, its current position in the UK’s
fashion retail market and details of its performance appraisal scheme. The main body of
the chapter is concerned with detailing the introduction, implementation and operation
of the Store’s performance appraisal scheme. The implementation of the scheme is
discussed with reference to ideas of performance appraisal, that are to be found in the
human resources literature. In sum the chapter focuses on how the performance

appraisal scheme operated in a specific set of social circumstances (Ryan et al., 1992).

4.2 The Empirical Setting: the Store
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The information set out below does not provide a definitive history, or view of the Store
as it is today, it gives an impression of the Store, so that an understanding of the context
of the case study may be had. Great difficulties were experienced in amassing historical
information about the Store, due to its poor record keeping systems (see section 3.2.3).
A significant number of people had been employed by the Store for a lengthy period of
time; they should have been a rich source of historical information. But on the whole,
employees displayed little knowledge about and even less interest in the Store's history.
This lack of interest may have been due to the nature of fashion retailing. It is a fast
moving business, the Store's entire merchandise changed four times a year. Managers
and buyer were always planning one or two seasons ahead; harking back to the past
served no purpose. It appeared that in common with the Store's merchandise, reality was

created now and for the future, not the past.

The Store was founded in 1813 for the supply of linens. After the founder’s death his
daughter took over the business, in partnership with a friend of the family. The
surnames of both partners gave the Store its name. Under this partnership the Store
expanded to include the sale of oriental rugs, silks and fabrics and moved to its present
site in 1880, a prime location in London. At this time department stores, in existence
since 1838, began to sell ready-made clothing, usually made in workshops attached to
the stores (Wilson and Taylor, 1989). The Store followed this trend and made a natural
progression from selling drapery to selling clothing. Department stores copied and sold
Paris fashion designs, this meant that women could quickly obtain the latest Paris
models without the expense, or trouble of travelling to France. Such copies were made
in the Store’s workrooms. The workrooms employed up to two hundred staff each. The
workrooms survive today, on a much smaller scale, allowing the Store to offer an

alteration and repair service. According to a catalogue produced for the Store in the
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1920's, a customer could buy: gowns for day and evening wear; coats, lingerie, home
furnishing, millinery, shoes, bags and accessories. Departments existed, e.g. fur, shawl,
lace, handkerchief, flower (for attaching to dresses) and tea gowns, that you would not
see in a department store today. In the 1930's, furnishing fabrics and furniture were
added to the range of goods sold by the Store. Since the 1980's this aspect of the Store
has been reduced; the emphasis being on men and women's fashion. Though male
clothing, an 80s addition to the Store’s merchandise, did not have the prestige, or
importance of women's wear. The Store has become today a retailer at the leading edge

of the UK’s fashion retail market.

In 1967 extensive modernisation was undertaken. Originally the owners wanted to
demolish and rebuild the store, this option was discarded and a beautiful building was
saved. The work resulted in opening up the store so that customers had an unobstructed
view of the selling areas, an important consideration in the design of any retail store.
Further work was done in 1976, a restaurant, perfumery department and, a hairdressing
and beauty salon were added to the Store. More modernisation was carried out in
1985/86. In 1992 extensive changes were made a restaurant, foodhall and wine shop
opened in the Store and in 1996 a stand-alone restaurant was opened in London.
Excepting a small outlet in a hotel in Scotland and an unsuccessful effort to sell the
Store’s merchandise in other stores, since 1880 business had taken place in only one
Store and one location. In 1996 for the first time a branch was opened in the North of
England. Also, in 1996 the Store for the first time was floated on the Stock Exchange,
the company was valued at £185m (year end results, 1996). The owner, The Z Group,

retaining a majority shareholding.

Today the Store employs 814 (year end results, 1996) people and concentrates on selling

high fashion, high quality women's wear, this merchandise accounted for nearly half the
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Store's turnover. The Store, along with others, vied for the sole right to sell the clothing
and perfume of hugely popular American designers such as Donna Karan and Calvin
Klein. Its success in obtaining sole rights (usually for two to three years), particularly
for perfumes, provided important revenues and status. The Store did not neglect British
designers and was often the first to stock new, avant-garde designers. The Store has
always and continues to have a close relationship with the British Royal Family. In
recent years, due to effective modernisation and improved merchandise, the Store's
status and profile had increased. Amongst the providers of women's wear it stood, and
intended to remain at the pinnacle of UK fashion retailers: "...the Store has developed a
loyal following, among its credit card wielding power dressed clientele, for its high-

quality goods and personal service."!

The building was made up of seven floors. Four floors were dedicated to women's
fashion, accessories, make-up and perfumery. On two floors: men's wear; linens and
home furnishing were sold. The fifth floor had a wine shop and food hall and one of
London's most fashionable restaurants. Within the Store there was also a personal

shopping department, customer accounts and cash office.

The back office functions consisted of: buying and planning (merchandising); finance;
personnel and training; public relations; store operations; security; display and sales
promotion; and workrooms (see appendix one for full organisation chart). The shop
floor seniority structure was quite simple, there were four levels: director; floor
manager, supervisor and sales assistant. Seniority levels for non-selling staff (not in the
same building since 1991) were not as straightforward because titles and levels were

often created, ad hoc so that people could be promoted. On the whole the seniority

1 The Independent, Tuesday, 19th of March, 1996, p. 5.
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levels were: director; general manager/controller; manager/buyer; assistant

manager/foreman; supervisor; and administration.

4.2.1 Changes in Ownership

In 1919 the Store was taken over, for the first time, by the Y Group, a large chain of
general department stores. This loss of independent status made little difference to the
management style, or strategic direction of the Store: "the Y Group did not play any part
in the management of the Store".2 The Store’s strategy continued to be that of offering
high quality, fashionable clothing and home furnishings. In 1985 a retail multiple, the X
Group, bid £550m for the Y Group. The bid was bitterly contested but, the takeover was
eventually completed. Unlike the previous takeover, the protagonists of the 1985
takeover intended, though they did not always succeed, to make major changes to Group
Y’s financial, operating and personnel systems. The X Group's opinion of the Store was
that: “the staff were stuck up snobs; they did not live in the real world; there was no
management by pressure. Every thing was slower and less concerned with the bottom
line"3 The X Group sold men and women's wear at the mid to lower end of fashion
retailing. A number of senior staff: Finance and Personnel Directors; Merchandising and
Buying Director; Finance Controller; and the Display Manager were replaced by X.
Group employees. A new Managing Director, from New York, was also installed. With
the exception of the above, few redundancies resulted from the takeover. On the whole
natural wastage accounted any redeployment of X Group employees into the Store.

On the whole staff in the Store’s, particularly shop floor staff, disliked the change in
ownership, this was due to important differences in culture and in the type of

merchandise sold. X's culture was considered to be very "straight", macho, hierarchical

2 Store Operations Controller
3 Former Financial Director
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and systems dominated. Store employees who were gay, a considerable number, thought
that attitudes towards them would be very negative; female employees thought that only
men would be promoted; buyers feared the replacement of their instinctive approach to
buying with an, inferior, system approach. Everyone dreaded the diminution of the
friendly, close, particularly on the sales floor, relations that staff had with one and other.
The general opinion was that the X Group did not understand the Store’s customers,
culture, or merchandise. Above all staff viewed the X Group as being "cheap" with
regard to: image, merchandise, staff and customers. They were apprehensive that the
Store would go "down market": "the X Group were cheap, coarse and tacky. They did
not do us any favours".* The Chairman of the X Group was particularly disliked, he was
viewed as a person who had no understanding of "real" fashion,.or the nature of the
Store’s customers. The majority of employees felt that their opinion of him was fully

justified by the losses that the Store made under his stewardship.

The X Group played down the Store's change of ownership, publicity material rarely
mentioned the fact, fearing that it would be unpopular with regular customers. Initially
the Directors of the X Group did not express any special interest in the Store (in fact the
Store would have been sold if a suitable buyer could have been found), they were
interested in a chain of department stores that made up the majority holding in the Y
Group. But after a couple of years the Chairman of X Group became very interested in
the Store, he recognised the Store’s prestigious position in fashion retailing and sought
to garner some of it for himself (this strategy worked to some extent, he became
chairman of a major fashion event held annually in London). He implemented a number
of important strategic changes. Efforts were made to export the Store's name outside

London; to aggressively promote the Store; to increase sales; and to widen the customer

4 Customer Accounts Manager
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base. These efforts were on the whole unsuccessful and while doing little to improve
profits, succeeded in antagonising the majority of employees. Under X Group's
ownership the Store went from a profit to a loss making business, due to the effects of

the late 80's recession and the unsuccessful strategic direction pursued by X’s Chairman.

After the boom of the 80s the X Group experienced a serious fall in profits; to improve
the Group’s cash flow, it was proposed that the Store be sold. The Store was eventually
sold to the Z Group in October 1991. It was only sold after a considerable reduction in
price: from an asking price of £70m to the eventual selling price of £53.7m. Also part of
the deal was subject to arbitration, there was a disagreement about the depreciation of
assets in the accounts prepared for the sale. The X Group felt that it was unfairly treated
in the sale of the Store, i.e. that the Store was undervalued. Though at the time of the
sale, the city thought that the Store was overvalued and commentators were asking:
"would the Store prove a costly albatross around ..... neck?"”.5 At the time of its sale the
Store was losing £150,000 on a turnover of £54m. Staff had also experienced a number
of pay cuts:

"When the Store was not a success the X Group just threw more resources at it.

Ultimately this meant that no matter how good sales were the Store could not make a
profit, it could not cover the cost of over management by the X Group.”®

The Chairman of the X Group was eventually sacked by its board, not for failures with
regard to the Store but because certain aspects of his personal and business life made his
employment with the X Group untenable:

"He saw the Store as the jewel in the crown, he was the Store. He took his eye off the X.
Group and this may have lead to its lack of success and his downfall."

5 Evening Standard, Thursday, 20th of August, 1992.
6 ibid.
7 ibid.
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The new owners of the Store, the Z Group, sold designer clothing and accessories in the
Far East. After the takeover, the Store’s MD was replaced by Z Group’s Financial
Director. A number of staff engaged by the X Group were made redundant, notable the
Merchandising and Display Director (a very unpopular person) and the Controller for
Women's Wear. Back office staff also experienced a number of redundancies. But
important personnel such as: the Sales Director; many of the Senior Buyers; the
Personnel and Financial Directors; the Financial Controller; and the Display Manager
(probably the best in the UK) remained in employment with the Z Group. In sharp
contrast to the takeover of 1985, and despite some redundancies, The Z Group’s control
of the Store was on the whole welcomed by staff:

"The X Group were out of their depth. Pay and conditions were good but they were not
good for the Store. New merchandise has been brought in, the foodhall is good and the
Store looks better. Customers are positive about the change and now we get customers
who buy. The Z Group is the Store’s last chance!"®

And:

"more money has been put into the Store. It has more expectations it is not just ticking
over as it was with the X Group. If there are more expectations the Store will do more.
There is a better future, more stores will open and that means a bigger job. ™.

"With the X Group takeover there was a paperwork change, with the last takeover
people’s attitudes changed for the better."?

But,

"There is a visible improvement on the shop floor but the back offices have had to cope
with the pressures of change, without seeing many benefits yet."1

"The takeover is good for the business but not for the employees. The system is geared
to Hong Kong, i.e. less benefits for staff. They wanted to stop our dress and travel
allowance. I cannot afford to work in the Store without the travel allowance. There is a
better work experience because we are a stand alone company but, unlike before we
need profits, so staff are cut. Too many staff have been cut."?

8 Store assistant

9 Financial Controller

101 0ading Bay Manager
11 Financial Controller
12 Accounts assistant
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While keeping and enhancing the qualities of the Store, that have made it unique and
very popular with a certain type of customer, the Z Group exerted great pressure on the
Store to be profitable. The Z Group ran a very successful empire and expected the Store
to contribute: "you never get away from the pressure to make more profit, or return on
investment”.13 The purchase of the Store did not disappointed the Z Group, it became a
profitable company: £6.5m profit on a turnover of £75m, in 1995 and £9.2m profit on
turnover a of £90.2m, in 1996. The Store was now thought to be worth three times what

it was when the Z Group bought it.14

4.3 A Short History of Performance Appraisal

The literature of personnel management traces the birth of modern personnel
management (see Watson, 1986; Farnham, 1990; Legge, 1995) to the social reformers
of the mid-19th Century. Alongside the movement to introduce legislation governing
conditions of work, efforts were made to move away from the "management" of labour
by compulsion, fear and force and to improve work place facilities (Farnham, 1990).
Employers began to perceive a connection between providing for the welfare of their
workers and increases in efficiency. Companies such as Cadbury, Lever Brothers and
Rowntree employed welfare officers to oversee the implementation of factory
legislation, provide personal counselling and look after amenities such as canteens, rest
rooms, etc. Though Legge (1995) states that employers, where possible, recouped the
cost of these facilities from employees. Conditions brought about by the First World

War, scarcity of labour coupled with a need for high productivity, meant that the

13 Financial Controller
14 Independent on Sunday, 24th of March, 1996.
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employment of welfare officers was not confined to concerned, paternalistic employers.
In 1915 the Government recommended that welfare supervisors should be employed in
all factories employing females. Their role was very similar to that of modern personnel
managers, their duties included:

"...engaging workers; keeping records; investigating the causes of absences and low
output, investigating dismissals; advising on working conditions, discipline and night

supervision, visiting the sick; arranging feeding, housing and transport; administering
thrift and benevolent funds; and organisizing some forms of training."

(Farnham, 1990, p. 21).

The Second World War brought important changes to the role of welfare officers, men
(it was a reserved occupation) began to replace women, who had heretofore dominated
this role, and the importance of welfare provision diminished. Welfare officers were
now called labour, or personnel officers. They were expected to increase efficiency,
through effective labour management and to administer the legal, administrative and
negotiating aspects of the control of labour in war time (Legge, 1995). The Institute of
Labour Management (it had changed its name in 1931 from that of The Institute of
Industrial Welfare) change its name, in 1946, to that of the Institute of Personnel
Management (IPM). The role of the Institute was greatly expanded by post war
conditions of full employment. Effective recruitment and selection and the negotiation
of pay and conditions with increasingly powerful trade unions became important issues,
within both the public and private sector (Farnham, 1990). The growth of the function of
personnel management continued well after the post war period. IPM membership

increased from 3,979, in 1956 to 35,548, in 1989 (IPM reports from 1957-89).15

Randell (1989) states that the first attempt at performance appraisal took place in the

early 1800s. Robert Owen, a Scottish mill owner, hung coloured wooden blocks,

15 For a more detailed history of the personnel management see references in Legge, 1995, p.10.
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different colours representing differing degrees of performance, over employee's
machines (a nice Foucauldian touch). His purpose was to give recognition to good
performers and encourage poor performers. Despite this early start performance
appraisal, as we would recognise it today, received its greatest impetus after the Second
World War, in the 1950s. An amount of performance appraisal had taken place in the
Army during the Two World Wars but the emphases had been on selection and grading,
rather than performance. This emphasis was unsurprising given the dynamics of a war

situation.

In the early part of the 20th century, effective job performance was thought to be the
result of a suitable match between workers and the physical needs (which could be
precisely measured) of a job. Townley (1994) traces the rationale of a shift from a
concentration on the physical body to the psyche, in order to gain a better knowledge of
performance, to the use of psychiatrists and psychologists in army selection procedures,
during the Second World War. The influence of the Human Relations School of
thought, one of the most well known examples of their work being the Hawthorne
experiments, was also important in the move from physical to psyche. Thus the model
for understanding employees and for formulating suitable management practices
changed from a mechanical one to a socio-emotional one, representing a shift to a
social-psychological paradigm (ibid. pp. 87-92). Some (see Whisler and Harper, 1962)
saw this change, in its initial stages, not as a shift but as a substitution. Measﬁrements in
terms of motivation, attitudes, behaviour, etc. were seen as surrogates for quantitative
performance measures, when these were not possible, rather than measures in their own
right. For performance appraisal to be accepted in its own right, it had to be
demonstrated that it was an essential element of human resource management, rather

than a substitute for work study type measurements. McGregor (1957) sought to shift
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the centre of the power of performance appraisal from the organisation to the appraisees.
This would give appraisees control over the process, in a way that work study did not.
Though Townley (1994) viewed this increase in the use of performance appraisal in
Faucauldian terms, i.e. encouraging the object (appraisee) to become a participating
subject, in their own control. In the 60s and 70s performance appraisal increased in
importance, evidenced by the publication of major studies and surveys of the use of
performance appraisal processes, in Britain and the US (see Randall, 1989, pp. 152-
154). Performance appraisal schemes have become very popular in the UK. Long (1986)
found that 82% of all organisations surveyed (306 organisations in all) had a scheme in
place. Performance appraisal schemes were not confined to large organisations, of the
82% with such schemes 79% were organisations with less than 500 employees. Nor was
the application of performance appraisal restricted to management grades, the
participation of first line supervisors had increased from 60% (Gill 1977) to 78% (Long
1986). Long also found significant increases in the proportion of clerical/secretarial
grades and shop floor operatives being appraised but, at the shop floor level the total
proportion is low, 24% of those surveyed. Townley (1989) found that in the US
performance appraisal schemes were more widespread and covered more employee
grades This may in part be explained by the close association of pay review processes

with performance appraisal schemes in the US.

4.4 The Store’s Performance Appraisal Scheme

On taking over the Store the X Group considered the Store's systems to be inadequate:

“..their systems belonged to the stone age".!® Therefore they put their own systems in

16 Eormer Financial Director
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place. One of the first major changes to be made was the appointment of a new
Personnel Director (an employee of the X Group, in one of their women’s fashion chain
stores) in December 1988 and the subsequent introduction of a performance appraisal
scheme. Prior to the Director's appointment there had been some form of annual review
for employees. From conversations with staff, these reviews appear to have been chiefly
concerned with deciding pay awards: "we had ad hoc appraisals/pay reviews carried
out by the buyers".'7 The review process appears to have made very little impact. Staff
who were interviewed could not remember very much about it, some even doubt that
such a review process existed. According to Personnel, appraisers had in the past only
verbally conveyed, annually, to appraisees their opinion of their performance.
Appraisees were not encouraged to contribute to this process and little, if any,
documentation was used. The Director of Personnel, and the X Group, did not hold the
former scheme in high regard. In 1989 the Personnel Director implemented the new
performance appraisal policy (actually Y's [the former holding company] policy see
appendix two). The speedy introduction of the scheme was aided by the Personnel and
Training Managers, engaged by the Director, who had extensive experience, outside the
X Group, of performance appraisal schemes. They shared and supported the Director's

positive view of such schemes.

The use of appropriate documentation was viewed by the Director as an important
element in successfully implementing the new performance appraisal scheme. Initially
X Group's performance appraisal documentation (see example in appendix three) was
used but, over a period of time this documentation was found to be unsuitable because it

offered little guidance as to how performance should be measured: "the format was very

17 Sales assistant
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undirected, i.e. made up of blank spaces with very little guidance as to how managers
should fill these in".'8 Y's documentation was introduced (see example in appendix four)
as a temporary remedy. The documentation used by Y was considered to be an
improvement: the format was simpler and easier to understand; it relied on the use of
rating scales as well as written descriptions; and forms were differentiated as to staff
levels. It was hoped that eventually documentation specifically for the Store could be
created, but the X Group were unwilling to authorise expenditure for this purpose
because, in their opinion the Store could and should use Group documentation. In 1992,
after the Store was sold to the Z Group the use of Y's documentation was not
appropriate and Personnel took the opportunity to commission the design of new forms

(see examples in appendix five).

Training was provided in order to ensure that performance appraisal was properly
undertaken. Its purpose was to explain the rationale for performance appraisal and to
ensure that appraisers had effective interview skills (see appendix six). The training
courses emphasised the objectives of appraisals and interviewing skills, little time was
spent on how to complete and use documentation. It was compulsory for new staff
(appraisers only) to attend a training course. Refresher training was provided for
existing appraisers but attendance was not mandatory, though all were encouraged to
partake. Staff unwilling to attend a refresher course, had to discuss their reasons for this
decision with personnel. Managers that were thought, by Personnel, to be successful in
implementing appraisals were not usually subject to any pressure to attend refresher
courses. In contrast to appraisers appraisees received no training in how they should
cope with the appraisal process. Appraisees, particularly those being appraised for the

first time, were often apprehensive about their appraisal interviews and would have

18 Training Manager
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liked the opportunity to receive appropriate training: "it could give you some idea of
what to expect, stop you worrying about the interview and put you in a better position to
ask questions".19 For some staff an outline of the appraisal process was provided as part
of their induction course, but the majority of non-appraising staff had to rely on the

Store’s handbook and their manager for information.

4.4.1 The Extent and Purpose of Performance Appraisal

Performance appraisal may take a number of forms: self-appraisal; multi-appraisal (see
study by Stinson and Stokes, 1980); peer appraisal (see Latham and Wexley, 1981); and
subordinate appraisal (see Redman and Snape, 1992). The most common type of
appraisal is peer appraisal. Long's survey of 1986 found that 98% of appraisals are done
in this way. The Store used peer appraisals and all Store employees were expected to
have an annual performance review: "everyone has an appraisal, from the owner
downwards".?0 But the Training Manager (in charge of the scheme) confessed: "I'm not
too sure how far up performance appraisal goes”. At senior levels in the Store,
controllership and above, the performance of formal appraisal was haphazard and may

not have taken place.

Brinkerhoff and Kanter (1980) view performance appraisal as a useful function in which
performance, and those factors that influence it, may be carefully and objectively
thought about. Personnel hoped that the introduction of a performance appraisal scheme
would produce a:

"positive, motivating system that encourages long term planning with regard to:

managing manpower, a person's career; setting and achieving goals; and anticipating
and coping with change.'?!

19 Sales Assistant
20 personnel Officer
21 personnel Director
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A number of writers (see Walker, 1983) emphasis the need for feedback to staff who
have special needs, high/low level performers, and the importance of planning
successions and promotions. For Personnel, this purpose had some importance:

"good performers are looked for. But, moves and promotion are supposed to be based
on selection interviews only, though information from review forms will influence your

opinion" We also look for low performers but from speaking to managers we usually
know about them already.’??

One of the most important purposes of performance appraisal within the Store was the
evaluation of staff training needs and the provision of appropriate training programmes.
Appraisers had to document on performance review forms an appraisee's development
and training needs for the next year. Approximately 50% of all training requests were
made using the review forms. Personnel thought that managers found it difficult to
articulate, on performance review forms, the proper connection between the nature of a
job and its training needs: "people are always asking for more training but they cannot
say what they want".23 Therefore, before designing a calendar of training events the
Training Manager spoke to each manager about the requests they had made on the

review forms.

The Personnel Director, the Personnel and Training Manager viewed training as the
principal tool for providing the necessary skills and knowledge not only to do a job but
also, to motivate and improve performance. According to the Training Manager
improved performance was vital in insuring that departmental and organisational goals
were achieved. To further the link between training and performance appraisal the
Personnel Director gave, unusually for the X Group, the Training Manager full
responsibility for implementing, operating and developing the Store’s performance

appraisal scheme.

22 personnel officer
23 Member of the training team
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4.4.2 The Appraisal Interview and Documentation

An appraisee's immediate line manager was responsibility for carrying out their
performance appraisals. On the sales floor the minimum seniority level for appraisers
was that of sales supervisors (equivalent to a department manager in any other retail
outlet). For the non-selling areas the minimum level was that of a supervisor. In
exceptional circumstances the duty to perform a performance appraisal was not the
responsibility of the immediate line manager, e.g. the head electrician in the Store did
not feel able to carry out appraisals, so his manager performed this duty in his stead.
This type of exception, to the normal policy of immediate line managers carrying out
appraisals, was not encouraged. It was thought best that the person in close day-to-day
contact with the appraisee should undertake their appraisal, as they were best placed to
obtain detailed knowledge of their performance and were responsible for motivating

their staff.

The use of a line manager's supervisor to carry out the appraisal may give a more
objective appraisal but, such a practice may undermine a line manager's position. Also, a
line manager’s supervisor may not have had sufficient knowledge of the job, or of the
person (Anderson, 1992). To help prevent problematic situations arising Anderson
(1992) suggested that reviewing appraisals secures the validity of data and consistency
of standards. Long's survey (1986) suggested that 20% of companies, using peer
appraisal, expected the appraiser's line manager to review their appraisals. In the Store
appraisers had to review the appraisals that they had carried out with their immediate
manager, who then initialled the documentation to evidence that the review had taken
place. Reviews were not always done and those that were done were usually done in a
very superficial way; in nearly all cases the procedure was simply a formality. The

reviewing manager was not supposed to become involved, and generally did not, in the
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details of each appraisal, they were only expected to have a general idea of what had
taken place. The exception to this was if an appraiser wished to discuss any problems
with their manager and any action that they might have taken. Throughout the appraisal
process the appraising manager had considerable autonomy for initiating appropriate
action: "at the end of the day managers say what must happen”.2* In order to check for
abuses of power and that appraisals had been carried out in an objective manner,
Personnel carried out informal reviews: "I know which manager's appraisals can be
taken at face value. For those managers that I am not sure of I talk to their staff on an
informal basis, to ascertain their views as to how their appraisal were carried out".? If
there were problems Personnel met the relevant manager on an informal basis and often

suggested further training.

Maier (1958) classified appraisal interview styles in the following way: tell and sell; tell
and listen; and problem solving. The styles move along a continuum of increasing
participation by the appraisee. The amount of participation is dependent on what the
appraisee/appraiser wants, or can handle. Torrington and Hall (1991) state that the
problem solving style is most popular, this style was used in the Store’s performance
appraisal scheme. The participation of the appraisee is of considerable importance in
allowing the appraisee to feel that they have ownership of the process (Greller, 1975).
To this end Store appraisees received a "Job Holder's Review Preparation Form" (see
appendix six), before their appraisal interview. The form requested information about an
appraisee's: main objectives for the previous year; the degree to which they have been
met; organisational or personal difficulties that may have affected performance; details

of major strengths and areas in need of improvement; and organisational and personal

24 personnel officer
25 Training Manager
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objectives for the current year. Appraisees were not obliged to use the form, many did
not, or did not receive it. Personnel were of the opinion that completing the form was a
useful exercise, it would serve as a useful reminder of issues that an appraisee might
wish to discuss. Completing the form would also ensure that an appraisee would give
due consideration to their appraisal interview. Appraisees could give the form to their
appraisers before or at their appraisal interview, the majority did so at their interview.
Appraisees had mixed feelings about the form, some found it useful: "it made me think
about my strengths and weaknesses, I was a bit more prepared”.26 Others did not feel
very confident about their ability to provide written opinions and would have preferred a
form that used rating scales. Some appraisees who had been appraised for the first time
and had not used the form regretted this because, they felt ill prepared. A number of
appraisees would have liked the opportunity to use the same form that their appraisers
used so that in their appraisal interview a more useful comparison of opinions could

have been undertaken.

Anderson (1992) suggests that allowing appraisees to document their own performance
encourages participation but he warns against a "contamination effect” (p. 193).
Contamination of the appraiser's view of the appraisee may occur if documentation is
presented before the evaluation of performance; if presented at the interview stage an
unpredictable situation may ensue. No one interviewed in the Store referred to any of
the problems suggested by Anderson. Of those who used the forms the majority felt, and
their managers agreed, that the contents of the self-appraisal form were well known to
their appraiser. A considerable number felt that there was little point in using such a

form because of this fact.

26 Dessection Clerk
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The details of the format of an appraisal was left to an appraiser's discretion. Personnel

did suggest that to encourage participation:

"The appraising manager must aim for a 80:20 ratio, with the appraisee doing 80% of
the talking, and the manager therefore listening, clarifying, summarising and guiding
for 80% of the time, and only talking for 20% of the time."?

And also that at least two weeks before their appraisal interview appraisees should be
notified of their interview date and reminded of previously agreed objectives. Before,
during, or after a performance appraisal interview appraisers had to complete a
performance review form. The majority of appraisers used the review form, completed
or not, as a basis for their discussions with appraisees. In appraisal interviews appraisees
and appraisers discussed issues that were not included on the review form, but that they
felt were important, e.g. how they felt about colleagues. After their performance review
form had been written-up, by their appraiser, appraisees had to sign the form, as
evidence of their agreement as to its contents. Torrington and Hall (1995) stress the
need for ownership of the system to reside with the participants rather than personnel, to
this end paperwork should be kept by participants rather than personnel. Appraisees
were allowed to write comments on their performance review forms and to make a copy,

for their own records.

If an appraisee disagreed with the content of the performance review form, or the
conduct of the interview they could refuse to sign the form. When this happened
appraisees often approached Personnel first, rather than their appraiser, or requested that
a member of Personnel be present, on an informal basis, when they talked to their
appraiser. The appraiser usually endeavoured to resolve the problem informally with the

appraisee, i.e. managers rewrote forms: "I do not like to be dishonest with staff and will

27 Training document
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rewrite if necessary though you do have to be tough with staff, i.e. I will not change
forms willy-nilly".28 Every effort was made to ensure that an appraisee signed their
review form. But if the matter could not be resolved, informally, the appraiser's manager
became involved. Again if a resolution of the problem was not possible, Personnel
would be called in, to arbitrate. Managers, particularly on the shop floor where they
work in close proximity to their staff, did not want the appraisal process to generate any
ill feeling. Thus appeals and unsigned review forms were a rare occurrence, the majority
of appraisees recorded negative comments on their form, rather than not signing them

but, occasionally such incidents did happen.

When the appraisal documentation had been signed by all concerned, i.e. the appraisee,
and the appraiser and their line manager, it was returned to the Personnel Department
for filing. Forms were confidential and care was taken over their security. The only
people who had a right of access were: the employee concerned; their manager; senior

personnel staff; and managerial staff who had the permission of Personnel.

4.4.3 Use and Disclosure of Appraisal Documentation

Full disclosure, to appraisees, of performance review documentation was expected and
did happen. This was consistent with Long’s findings (1986) that the disclosure of
performance appraisal reports had increased between 1977 and 1986 by 25%, so that
64% of the organisation's surveyed, in 1986, disclosed all parts of the appraisal report.
This increase in disclosure may be due to: the use of MBO (Walker, 1983; Anderson,
1992); a changing social climate with an emphasis on participation; the influence of
white collar unions and the need for feedback (Anderson, 1992). Personnel thought that

feedback was an very important part of performance appraisal; the process would be

28 Floor Manager
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seen to be fair and appraisees might benefit from reading the comments made in their
performance review forms. Appraisees only saw their review form when their appraiser
had completed it. Many appraisers, particularly those on the shop floor, did not
complete, or complete the form long after the appraisal interview. Therefore a number
of appraisees did not see their review forms, or saw it at such a late date as to render the
information irrelevant. Appraisees could ask Personnel to request that appraisers
complete their performance review form but, this was rarely done. Appraisees varied in
their reaction to delays in receiving documentation. Those who had worked for only a
short time for the Store, usually having received only one appraisal, tended to be
anxious, or frustrated by any lack of completion. Those who had worked for the Store
for longer periods of time were not as anxious, or frustrated, though they preferred early
completion. For these people completing documentation was, in the main, a formality.
They felt that if there were serious problems that their manager would have sought them

out.

Personnel's policy of full disclosure was viewed by them as being consistent with the
developmental aspects of performance appraisal. Appraisees could use their
performance review forms to track their self-development during the year and, to
measure what they had and could achieve. But communicating an opinion about an
appraisee’s potential could be problematic: "you must be careful not to build up false
expectations in staff- They may not be capable of promotion, or none may be
available".?® The majority of appraisers did not like to state that a person was unsuitable
for promotion unless, their performance was such that they might be subject to

disciplinary procedures. Extra training was often offered when promotion was not

29 Selling Supervisor
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available, though this practice usually only served to raise expectations of promotion.
Employees frustrated by a lack of promotion prospects, due to a low turnover of senior
staff and low growth in business, did ask foritheir job to be upgraded, or for a special
position to be created. The Store did upgrade and created new positions for key

members of staff,

Personnel made limited use of documentation and some staff, though not the majority,
were aware of this: “7 do not have a clue as to what happens to performance appraisal
forms - put away in a cupboard and not read. I have never had any feedback, if they
read them I would expect some"30 From the inception of the performance appraisal
scheme the main use of documentation was the evaluation of and provision for staff’s
training needs. Personnel also reviewed, if there was time, appraisal documentation on
an informal basis. They looked for staff who were low performers, though through
informal conversations with managers they usually knew about them, and to see if any
member of staff was likely to be subjected to disciplinary procedures. Personnel also
used this review of documentation to foresee problems, from the comments that
appraisers and appraisees had made on the form, that might arise with staff, in the

future, e.g. personality clashes between staff and their managers.

4.4.4 Performance Measurement and Reward

Offe (1976) offers a three fold typology of norms that may be used to classify what is
measured by performance appraisal schemes: technical rules (how is the job to be done);
regulatory norms (facilitating the operation of co-operative work processes); and extra
functional norms (supporting the organisations authority structure). Townley (1989)

subsumed Offe's criteria into a continuum stretching from task to social elements.

30 Junior Buyer
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Townley (pp. 99-101) found, in her examinati.on of a number of case studies, that most
methods concentrated on the social end of the continuum. For non-managerial staff in
the Store performance was measured using a descriptive ranking scale, made-up of ten
criteria, with possible rankings ranging from exceptional to unacceptable. Using Offe's
typology the criteria for sales staff was heavily weighted towards technical rules with
few regulatory, or extra functional norms. For non-selling staff technical rules were also
very important but, more weight was given to regulatory norms. Managerial staff’s
measurement criteria was heavily weighted towards Offe's regulatory and extra
functional norms. Each criteria was measured on a numerical ranking scale of one to
five (one marked the highest level of achievement). On the whole it can be said that as
seniority levels increased measurements using social rather than task based criteria were
more common. The Store's performance review forms also reflected, to some extent,
Long's findings (1986), that appraisal schemes for non-managerial employees tend to
measure personality traits rather than results. It cannot be said of performance review
forms that measurement was heavily biased towards personality traits but, measurement
for managerial staff was focused more on results and contribution to the organisation,

than were measurements for non-managerial staff.

Townley (1989) proposed, that an important objective of performance appraisal is to
encourage a bond between objectives, performance and pay. Long (1986) found that
notwithstanding an increased focus on performance objectives, only 40% (no change
from the 1977 survey by Gill) of the companies surveyed used performance appraisal to
determine pay (15% reviewed pay and performance at the same time). In common with
Long's findings the Store did not link pay reviews with its performance appraisal
scheme. Pay reviews were normally decided before the annual round of performance

appraisals commenced. Managers were allocated, annually, an amount, usually based on
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inflation, which they then distributed to individuals. Officially this amount should have
been divided up equally but, individuals did receive differing amounts, based on their
manager's opinion of their performance. If the Store had performed very well increases
in pay over the rate of inflation were allowed, this distribution had to be based on a
manager's opinion of a person's performance. Personnel would usually review, without
using performance appraisal information, proposed pay awards with managers, before
they became operational. They had no power to change the manager's decision but, they

could put pressure on a manager to modify a pay review that they did not agree with.

Though performance appraisal was not linked to annual pay reviews efforts had been
made to link objective setting, bonus payments and performance appraisal. The Store
utilised performance appraisal for the dissemination and achievement of organisational
goals. Employees were asked to state their personal goals and direction for the coming
year: "key objectives should be set in performance appraisal interviews".3! Performance
review forms asked appraisees to state: past objectives and levels of achievement; future
objectives; and to state a plan of action for the improvement and development of
performance. Objectives had to be formulated with the success of the business in mind
but, objectives that relate to personal development could also be included. The setting of
objectives had to be a joint process between an appraiser and appraisee; both playing an
equal part in the process. Target setting was considered to be an important part of
performance appraisal: "a good performance appraisal is when objectives and
developments are agreed, then we can go forward".3? Performance review forms stated
that objectives should be "S.M.A.R.T.": specific, measurable, achievable, result oriented

and timebound. Training documentation focused on facilitating participation in

31 personnel Officer
32 Financial Controller
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objective setting and problem solving. But if an appraisee did not participate fully, it
was the responsibility of their manager to set objectives and proscribe solutions, though
it was suggested by the training documentation that their appraisers did this in a non-

aggressive fashion.

Performance against objectives was usually only measured at an appraisees next
performance appraisal, few managers evaluated performance against objectives during
the year. An important vehicle for target setting, in the short term, was the weekly shop
floor meetings. At this meeting floor managers imparted information about: sales
achieved against target; new products; and methods for improving customer service.
Short term targets were set at the meeting and they related, primarily, to turnover and
customer service. Objectives set as part of the performance appraisal process were more
wide ranging and related to personal development as well as to business concerns. Daily
job performance was measured on a very informal basis. Job descriptions did not exist,
or were out of date; therefore on a day-to-day basis managers and colleagues explained
the content of jobs and set the standards required. Managers in their everyday
observations checked performance: "performance is satisfactory if there are no obvious
problems".33 Appraisees viewed good performance in the same way: "not being a
problem for your manager”3* On the shop floor performance was checked by test
shopping (about once a month); results were reported to personnel and the manager
concerned. The results of test shopping were on the whole very positive. Poor
performance on the shop floor was in the main associated with administration tasks, e.g.
stock taking and authorising customer spends, e.g. checking cheque cards. Shop floor

managers did not usually regard these failings as very important (bonuses were based on

33 Assistant Buyer
34 Sales Assistant
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sale’s targets only). Their main concern was to reduce, to a minimum, any stress that a

customer might feel.

In the first year of the performance appraisal scheme, and for the first time in the Store,
a profit based bonus scheme, giving up to 60% of salary, was implemented. The X
Group thought that the motivational impact of performance appraisal, the "stick", would
be aided by a bonus scheme, the "carrot". The scheme was very successful in the rest of
the X Group because bonus was usually earned every year The scheme had three bonus
levels: "Min" (20% of salary); "Max" (40% of salary); and "Supermax" (60% of salary).
The name of each level referred to the amount of profit (before interest and tax) that had
to be earned by the Store to trigger one of the bonus levels. The target for each level was
set, annually, by the Group's Board of Directors. For an eligible employee to receive a
bonus the Store had to earn target profit and the individual had to achieve their targets in
full, i.e. 100%, as judged by their appraiser. Managers did not usually exclude people
who had not achieved their objectives, in full, from the bonus scheme, they recorded
that all objectives had been achieved. Only the occurrence of seriously deviant
behaviour, that had been subject to verbal or written warnings, prevented a person
receiving their bonus (this only happened once during the researcher’s employment in
the Store). The scheme applied to all staff who were not covered by the sales bonus
scheme (a bonus based on achieving sales targets). Staff covered by the sales bonus
scheme included not only shop floor staff (all levels), but all back office non-managerial
staff (this has since been changed). Thus, the profit bonus scheme only applied to back
office employees at managerial level and above; supervisors (a level between
managerial and non-managerial) were usually on the sales bonus scheme. From its
inception there were problems with the bonus scheme. Non-managerial, back office staff

were very resentful about their performance being rewarded on the basis of sales, on
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which they had no direct impact. In the first year of its operation eligible employees
struggled to achieve their objectives and the majority qualified for a bonus but, no bonus
was awarded, because the Store had not earned the required profit. Staff were very
demotivated. They felt that they had worked very hard to achieve targets. The staff felt
that the implementation of the bonus scheme had been a fiasco, achievement of targets
had not resulted in the expected reward. In the next round of performance appraisal
Personnel decoupled objectives from monetary reward. Objectives continued to be set as
part of the performance appraisal process but, the payment of bonus was now only
dependent on the Store reaching target profit. This change to the scheme was not
notified to Head Office, as they would not have agreed to it. Nor was this change
documented, or officially admitted to. In 1990 the Store reached a profit that triggered
the minimum bonus (20%) and the bonus was paid regardless of whether objectives had
been achieved, or not. The payment of this bonus caused resentment amongst back
office staff, who were rewarded under the sales bonus scheme. Under Grqup X’s
ownership the Store never achieved target profit again. The sales bonus scheme did not
encounter similar problems, the Store has always had a healthy turnover and bonuses
based on sales were frequently paid. Sales bonuses, though paid more frequently, were
for much smaller amounts than profit based bonuses. Sales bonuses on average
amounted to one to two hundred pounds, annually, after tax. Sales bonuses were not
dependent on individual performance but on that of a department, or the Store as a
whole. The majority of sales assistants appreciated the system: "it gives you a sense of

achievement, a goal' but, thought that the amounts paid were too low.

35 Sales assistant
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After the takeover by the Z Group a profit based bonus scheme that included selling and
non-selling staff was put in place. Non-managerial back office staff and managerial
selling staff were allowed to participate in the profit bonus scheme. The sales bonus
scheme was restricted to non-managerial selling staff. A profit bonus was awarded in
1994, a average 10% of salary. The criteria for earning this bonus was quite loose: "how
many problems had a person to overcome and how positive were they about their
situation".3¢ For 1995 the criteria for earning a bonus was a 100% achievement of
agreed, fixed targets. Not all targets were to be set within the performance appraisal
process, it was the intention that some would be set as a result of the proposed

introduction of TQM.
4.4.5 The Future

Personnel's future plans for the performance appraisal scheme centred around ideas of
the process becoming a “catalyst for change”;37 with the Personnel Department
becoming more “proactive”.3® Personnel thought that instead of waiting for managers to
approach them for advice, they could become more proactive by reviewing appraisal
documentation more thoroughly, so that they could actively help managers in solving
their problems. The Training Manager was of the opinion that the implementation of
these ideas depended on more frequent performance appraisals and a more intensive
review and use of the information provided by these appraisals. On the whole appraisers
thought that an increase in the frequency of appraisals would be useful, "7 think that we
should have more appraisal meetings, areas could be gone through in more detail”.’®

But managers did not express a need, or desire for Personnel to become involved in their

36 Financial Controller
37 Training Manager
38 ibid.

39 Floor Manager
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managerial role. Personnel thought that performance review forms should be used for
decisions concerning pay and promotion. Annual pay reviews in the Store took place (in
January) after performance appraisal interviews, in March, April and May (see appendix
seven). Personnel wanted to reschedule performance appraisal interviews so that
managers could use performance review forms could be used as a basis for pay review
decisions. Though ideally Personnel would like to have a separate appraisal for pay
review purposes, so that performance appraisal is not seen primarily as a pay review
mechanism. Personnel also wanted to use performance review forms to collect more
detailed information about job skill, thus allowing for the provision of more effective

training.

According to the Training Manager the changes, mentioned above, may not be
implemented due to her imminent departure from the Store. She will not be replaced;
the resulting increased pressure on existing staff means that the desired changes may not
be implemented. The Personnel Manager will be in charge of training and performance
appraisal, a job, in the Training Manager’s’s opinion, that is too big for one person. Also
for the foreseeable future heavy demands will be made on training, due to the
introduction of a new EPOS system and the lack of experience of the two remaining
staff, in the training department. There as a result of the problems detailed above the
Training Manager thought that the improvements to the performance appraisal scheme,

mentioned above, were unlikely to be implemented.

4.5 Conclusion

Throughout its long history the Store has always been an important part of the UK’s

fashion retail scene. Its ability to foresee and cater to leading trends, in fashion,
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furnishings and food meant that it had become a very modern, successful department
store and had built up a very loyal following. In reaching this situation the Store had
been subject to a number of changes in ownership, one of the most important being the
takeover by the X Group. This takeover had a major effect on the Store, in terms of its
strategy, processes and, to a lesser extent, its culture and. In this chapter the focus for

examining these changes has been the Store’s performance appraisal scheme.

Despite some problems with the collection of data, e.g. the heavy reliance on oral rather
that written material and the lack of participation by very senior staff (see section 3.2.3)
the elements that made up the performance appraisal process: purpose, interview style,
documentation and, performance measurement and reward have been presented in
enough detail to give an adequate basis for the discussion of order and control in chapter
five. This discussion will concentrate on the experience of performance appraisal by
differing groups within the store, in order to show how differing ideas of order and
control were shaped, reinforced and articulated within the Store’s performance appraisal

process.
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Chapter Five

Differing Perspectives: The Creation and Interaction of Realities

"To untangle a snarl, loosen all jams or knots and open a hole through the mass at the
point where the longest end leaves the snarl. Then proceed to roll or wind the end out
through the centre exactly as a stocking is rolled. Keep the snarl open and loose at all

times and do not pull on the end; permit it to unfold itself."

(The Ashley Book of Knots, in Proulx, 1994, p. 250)

5.1 Introduction

Chapter five seeks to address the research question posed in chapter two (see section
2.4): is there a problem of order and control within organisations? To do this in a
meaningful way the chapter examines the views and opinions of those who designed
and implemented the Store’s performance appraisal scheme, Personnel and those who
participated in the scheme, Participants. In the course of interpreting Personnel and
Participant’s meanings of performance appraisal no simple answer to the question posed
above was expected, or found. But significant differences in Personnel and Participant’s
articulation, the former a structural functionalism perspective and the latter an
interpretative perspective, of the performance appraisal process were uncovered. The
chapter shows how each perspective created, maintained and evidenced, for themselves
and others, their shared experience of order and control, within the process of
performance appraisal. It is also proposed in the chapter, that alongside the differing
articulations of order and control there existed a degree of accommodation and
integration. And that Personnel’s ideas of order and control were accepted, in part, by
Participants, as legitimate and necessary inputs into their social interaction, so that they

could be effective in their own and in the organisation’s terms.

94



5.2 The Structural Functionalist Perspective: A Problem of Order and Control

The X Group’s introduction of performance appraisal may be viewed as an integral part
of their implementation of a structural functionalist perspective (described and discussed
in chapters one and two) within the Store. The structural functionalist perspective
presupposes a problem of control (Holmwood, 1996), in that there is always a need to
reconcile structure and action, in advance of either element’s enactment. The need for
such reconciliation presupposes a gap between structure and action; a gap that is bridged
by the internalisation of norms. The X Group perceived that the Store had a control
problem, i.e. there was, according to the X Group, a lack of recognisable control
structures and thus appropriate actions. Norms, a means of reconciling structure and
action, could not function as a device for interlocking the interests (see section 2.4.1) of
the Store and the Group because, the norms of each were very different and neither
party had internalised each others norms. The X Group did not want to internalise the
norms of the Store and though Store employees were expected to internalised the norms
of the Group, they did not. The primary difference between the norms of the X Group
and those of the Store arose from their differing experiences of fashion retailing. As
detailed in chapter four, the Group and Store operated in very different areas of fashion
retailing; attracting their own particular type of customer and employee. The X Group
attempted to colonise the retail experience of the Store through its merchandise,
employees and customers. The employees of the Store viewed their cohesiveness, and
the success of the Store, as the result of sharing a deeply imbedded, instinctive
knowledge of the Store’s type of retailing. Staff knew what they had to do, and would

do it. The X Group distrusted this unspoken, informal, trusting and instinctual approach
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to the order and control of retailing. From the perspective of the X Group the Store was
in need of formal systems of control. Such systems, articulated through formal policies
and rules, would ensure that action would be evidenced within formal structures and
thus subject to examination and explanation. This visibility would ensure that actions
deemed inappropriate for the Store’s commercial success, would eventually disappear.
The new policy relating to performance appraisal reflected this view. For the first time,
alongside the introduction of other control systems: warehousing, distribution,
merchandising and finance, the Store had a performance appraisal scheme that could be
and was articulated through formal structures of control. The objective of the scheme
was to provide a proper structure within which employees could better contribute to the
success of the Store:

"Appraisers and appraisees should use performance appraisal to aid in improving their
personal skills and performance, and their ability to plan for, and cope with change.
Improving a managers ability to plan should be a significant benefit of carrying out
appraisals. Planning is an important way of reducing uncertainty, i.e. it forces
managers to face the possibility of the unexpected happening. Acceptance of
responsibility for problems and a willingness to search for solutions should be fostered

in staff. Employees should make better use of their time and show more initiative as a
result of a successful appraisal scheme.”!

Performance appraisal’s function, aided by training, was to promote and implement
appropriate modes of behaviour. Personnel s§ught to determine in advance the effect
that the performance appraisal scheme (structure) would have on behaviour (action).
According to Personnel there was a discoverable relationship between the structure for
measuring performance, i.e. the performance appraisal scheme and the actions of any
appraisee. This relationship could be manipulated so that an appraisee’s actions would
satisfy organisational needs: "it is important for staff’'s needs to be recognised and that

managers should direct, guide and support their staff".? Thus, for Personnel, the

! Training Manager
2 ibid.
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primary task was to discover and articulate an ideal mode of performance appraisal, that
would allow the most effective degree of causality between the structure of appraisal
and the behaviour, that it should promote. This focus was highlighted in Personnel’s
concern with designing and implementing the “correct” performance appraisal
interview:

"Staff should not be subject to comments, or criticisms relating to matters not previously
discussed with them. A positive attitude should be maintained at all times, even when

delivering adverse comments. The appraisal interview should not be dominated by the
need to fill out documentation, discussion rather than form filling is encouraged."

And also in Personnel’s concern with the provision of training:

“Performance appraisal documentation provides about 50% of our training requests.
We also review the documentation to see what type of training we should be providing.
By providing employees with the necessary skills and knowledge they will achieve

standards of performance that will ultimately achieve departmental and organisational
goals.”™

In seeking a high degree of, predictable, causality between structure and action
Personnel were very reluctant to meaningfully involve appraisers and appraisees in the
design of the performance appraisal scheme. This was emphasised in the role assigned
to appraisers in the design and introduction of new performance review documentation:

"we would have liked to introduce the forms on a trial basis and to have incorporated
feedback from the managers but, not enough time or money was made available. They
were asked, from a number of prototypes, to chose the form that they would like to work

with but we were not happy about the manager's choice of forms and replaced them
with forms that we preferred.”

Personnel’s desire to create, maintain and communicate their discourse: "we want
appraisals done our way",5 above all others, may be viewed as an effort to gain
knowledge of individuals so that Personnel’s function was “an important dimension of
productivity and profitability for the organisation...” (Townley, 1994, p. 106). But there

also seemed to a genuine desire on the part of Personnel to achieve complete causality

3 ibid.
4 ibid.
5 ibid.
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between structure and action, so that the Store could benefit from effective control

systems.

5.2.1 Problems of Design

It was suggested in chapter one that the power of structural functionalism, as an
explanatory model of order and control, lies in its ability to reconcile, in advance,
structure and action. In the opinion of Personnel this reconciliation would be effected by
providing a performance appraisal scheme (structure), that would integrated and
internalised organisational meanings, so that employees were motivated, mobilised, co-
ordinated and controlled. The correct design of structure was seen as a vital element in
promoting appropriate behaviour. But structures were subject to, in their design and
implementation, the efficacy, or lack of, of their human agents. The benefits that
personnel sought from the implementation of performance appraisal: improved training;
better motivated staff; and achieving objectives did not always materialise:

"in my last job training was routine and continuous, in the Store there is a very casual

attitude to training” and "there is a very short term view with regard to training and
expenditure.'’

"I don't think that performance appraisal is taken seriously, there is no outcome, i.e.
pay. There is no follow up and no review before the next appraisal - I don't care if 1
never have another appraisal!'™®

"targets are just a nice add on, if you don't get them it's not too serious."

Failures in the correct design and/or enactment of performance appraisal directed
attention to the finding of solutions. Thus, the reality of performance appraisal was for
Personnel an unending cycle of design, application, failure and solution. But design and

implementation difficulties were due to more than the deficiencies of human agency.

6 Sales assistant

7 Junior Buyer

8 Accounts Assistant
9 ibid.
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Difficulties arose from Personnel’s view that action, was causally related to structure
and that structure took precedent over action:

“Appraisers and appraisees should use the information gathered in appraisal
interviews to aid in improving their personal skills and performance, and their ability to
plan for, and cope with change. Improving a manager’s ability to plan should be a
significant benefit of carrying out appraisals. Acceptance of responsibility for problems
and a willingness to search for solutions should be fostered in staff. Employees should

make better use of their time and show more initiative as a result of a successful
appraisal scheme. ”’10

In sum Personnel endeavoured to promote a reified (ignoring the human authorship of a
social process [Berger and Luckmann, 1971]) model of performance appraisal: “a
positive outcome from an appraisal should not depend on the quality of the everyday
interaction between the two parties, it does not matter if you do not get on with the
person”11 And yet at the same time they recognised that problems might arise from
only seeking to understand the causes of action, rather than the logic of actions: "4n
appraisal were the manager is too objective, or appears to be neutral about the process,

will not engender motivation and will leave a person with the impression that their

efforts have not been recognised".12

Personnel’s need for clear, predictable links between structure and action and the
realisation that the implementation of the performance appraisal scheme could not be
fully controlled by them, necessitated constant reviews of practice and training, to
reinforce predictable causality. But this constant examination of the structure of
performance appraisal and the actions it should engender contained little recognition of:
the particular motivations of Participants; the plurality of meanings and values that
existed in the Store; the unequal distribution of power and; how gender (see Legge,

1995) might impact on the implementation of performance appraisal. The role of

10 Training Manager
ibid.
12 ibid.
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Performance appraisal was to determine social action, not to be created by it. Thus
reification became an important element in the design and implementation of

performance appraisal.

5.2.2 The Role of Reification

For Personnel, the need for performance appraisal was, or became a ‘“known fact”. The
design and implementation of the performance appraisal scheme may have been
problematic but, its existence was not. Not only did Personnel reify performance
appraisal for its recipients they too came to believe in that same reification. Personnel’s
desire to reconcile, in advance, structure and action was bolstered by two elements: the
need to provide, through planning, motivating and training, for the reified needs of the
Store, i.e. its objectives, and by Personnel’s view of appraisers and appraisees. Many of
the staff in Personnel had negative feelings about the abilities and personal attributes of
non-managerial staff, particularly shop floor staff. These feeling were palpable, when I
worked in the Store and when I was making arrangements to interview shop floor staff.
For example when a member of staff from the shop floor did not attend a prearranged
interview, a training officer said in exasperation: “what can you expect from these kind
of people”. The majority of non-managerial staff were felt to be not fully committed to
the Store's goals and so their motivation was suspect. Shop floor staff were particularly
singled out. They were viewed as belonging to a lower social class than those who work
for Personnel, and they were considered to be stupid, feckless and untrustworthy.
Without a rigid system of rules, and Personnel to enforce them, shop floor staff would
run amok. Shop floor managerial staff were viewed in a more positive light but they
were still suspect, probably because all of them had been promoted from the shop floor.
Back office managerial staff were perceived as being intelligent and committed but,

deficient in realising the important role Personnel should play in the management of
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their staff. Non-managerial back office staff were judged to be more intelligent that their
equivalents on the shop floor but, Personnel thought that they were cynical (and they
were) about Personnel’s role in helping the Store achieve its goals. Though such staff
were viewed as unstable with regard to their commitment to the store, their lack of
contact with customers meant that less damage was likely, as a result of this lack of
commitment. With this view of staff's motivations and attributes, it was reasonable, and
useful, for Personnel to promote their performance appraisal scheme as indispensable to
the effective management of the Store and for them to be reluctant to involve staff, in
the design of the performance appraisal scheme. Personnel advocated that performance
appraisal had an undeniable role to play in the creation and maintenance of
organisational equilibrium. It reduced the dichotomy between the Store and its
employees’ needs: “it is important that staff’s needs are recognised and that managers
should direct, guide and support their staff, in achieving the goals of the Store”.13 Also
Personnel could reduce the possibility of anarchic, in their view, informality in the Store

by providing a structure for formal control.

For Berger and Luckmann (1971) reification is perceived to be a passive act: "as soon
as an objective world is established, the possibility of reification is never far away"
(p-106). But within the structural functionalist perspective of Personnel, it is suggested
that, the reification of the performance appraisal process was not always a passive act, it
could be purposeful. Social interaction within the Store did not take place, informally or
formally, between equally, socially empowered individuals. An important tool for those
in the Store who had been assigned, or had taken dominant roles was the reification of

any processes that they wish to implement. Reification would mean that Participants

13 jbid.
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experienced performance appraisal as a fact over which they had no control. This
diminished, though never completely eliminated, the power of challenges to Personnel
and their scheme. Thus the need for Personnel to reinstate and repair performance
appraisal, as a process for the creation and maintenance of order, was reduced. Also
reification enabled Personnel’s vision of organisational order to “hang together” with an

impression of permanency, i.e. the fluidity of social interaction appeared fixed.

The reification of performance appraisal contained, potentially, the seed of its own
destruction. According to Personnel one of the major objectives of performance
appraisal was to empower and develop a sense of responsibility in Participants: “staff
should be invited to take responsibility for their own actions, they should be given
power by their manager to effect and execute decisions”.1* But in the process of taking
more responsibility, staff might come to recognise their own authorship and control of
performance appraisal. Thus the paradox engendered by appraisal was that its success,
in Personnel's terms, endangers reification, an important tool in Personnel's maintenance
of its power base. But despite Personnel's espousal of staff participation and
empowerment opportunities to put these values into practice were not taken, e.g. when
appraiser's choice of performance review documentation was disregarded; in not
providing appraisees with help in coping with performance appraisal interviews; and in

their desire for appraisal to be done their way.

The ability to reify the right to appraise was not only in the hands of Personnel;
Participants also played a part in this process. Participants did not seriously question the
legitimacy of Personnel in their role as designers and implementation of performance

appraisal, nor the right of managers to appraise them. Some Participants questioned the

14 Training Manager
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usefulness of appraisal, both from an individual and organisational view point, but the
right of Personnel and managers to appraise remained unquestioned: “management do

what they have to do '3 and “appraisal is a normal part of any job .16

Reification in a socially constructed universe is impossible (see Berger and Luckmann,
1971, pp. 106-109) because, as we enact our existence the world is continually
unreified. But the strength of typifications and the force of legitimation may lead an
individual to perceive their world, or parts of, as reified. In common with Simon's
(1957) idea of bounded rationality, I suggest that both Personnel and the Participants of
performance appraisal may have chosen to exhibit bounded subjectivity, so that the
process of performance appraisal could hang together, i.e. it was not subject to continual
questioning and doubt. But unlike Simon's idea of bounded rationality, the logic of
bounded subjectivity may not be due to an inherent limitation of our human capacity to
reason (nor might bounded rationality be) but, that it is a purposeful, reasonable act by
social individuals. Thus the reification of performance appraisal may have been

temporary and flexible; contingent on the ongoing choice of Personnel and Participants.

Through the use of reification- Personnel avoided having to recognise that Participants
had created their own reality of performance appraisal, a reality that differed in
important respects from theirs. Participants may also have used reification to feel less
powerless, when their reality of performance appraisal was not recognised by Personnel.
Berger and Luckmann propose that the facility for reification is strongest in infancy, i.e.
the child has to accept the world as given. They are in fact suggesting that the
propensity for reification increases when an individual has little authorship, or control

over their situation. The majority of appraisees in the Store had little choice about being

15 Dissection Clerk
16 Sales Assistant
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appraised, or the form by which they were appraised. Their act of reification may have
presented itself as a rational decision in the face of powerlessness, or served as a
defence against feelings of powerlessness. Both Personnel and Participants used
reification, for the reasons given above (and others that I may not have been aware of),
as a purposeful act: the former to create and maintain a position of power; the latter to

make sense of what they felt was presented as a given fact.

5.3 The Social Construction Perspective: The Creation of Order and Control

Participants, on the whole, rejected the X Group’s functional approach to order and
control and they wanted to articulate this rejection. Managing, using mainly a
functionalist perspective was not only a foreign idea for people in the Store but it was
also viewed as deficient, in that the sum of functional structures could not capture the
essence of the Store: “fo please a woman through her house, to provide clothes for her
man and herself; to be unique and easy to shop in; and to provide a place where famous
people can shop and relax”Therefore the Participants in performance appraisal
struggled, though not all and not at all times, for Personnel to acknowledge and accept,
their knowledge of performance appraisal. And for Personnel to realise that the
relationships between Participants, rather than the structure of performance appraisal,
held performance appraisal together. Performance appraisal became a vehicle, because it
was safer than attacking the X Group, though which Participants berated Personnel, as a
proxy for the X Group, for their lack of understanding of what was important for them

and the Store: “Polite and competent service; unique range of products; an eclectic

17 Sales Assistant
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array of the traditional, the wacky and the useful; talented designers and staff; and to

be an exceptional place”.18

For Personnel, Participants were passive beings, reacting only when performance
appraisal was not correctly design and implemented. The range and strength, which is
very difficult to convey, of emotions and relationships that saturated Participant's
experience of each other and of performance appraisal meant that they were anything
but, passive participants. The majority of Participants did accept the logic, or
inevitability of performance appraisal. Participant also appreciated that performance
appraisal did provide an important vehicle for the expression and reinforcement of
relationships within the Store. But they did not accept important aspects of Personnel’s
perspective, nor did they accept the legitimacy of the X Group’s desire to impose their
idea of order on the Store. I will discuss, below, five areas: motivation, control, goals,
rationality and gender, in which significant differences were exhibited between the

perspectives of Personnel and that of Participants.

5.3.1 Motivation

For Personnel, the process of performance appraisal was a vital link in the Store’s
motivational strategies because it encouraged: goal setting, responsibility, feedback and
team-building. Also it could be used as a vehicle for the provision of monetary reward.
The assumption underlying Personnel’s vision of performance appraisal was that
participant were not motivated, or that their motivation was suspect, i.e. that it may not
have been directed towards the good of the Store. Thus there was, for Personnel, a need
to create and use performance appraisal as a means for generating and directing

motivation:

18 Promotional Material
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"The appraisal process is a motivating force in the organisation. A person should be
positive, excited and motivated by performance appraisal to achieve their goals and the
goals of the department, which will lead to the achievement of the Store's goals." 19

Though appraisees did feel that Personnel’s interest in their motivation was short lived:

"after appraisals staff are motivated and then they are forgotten.'°

No Participant admitted that it was performance appraisal's function to generate or direct
their motivation, or that it was possible for it to do so: "performance appraisal does not
greatly motivate. I would not rush to do some thing because of my performance
appraisal’ and “I feel very self-motivated. Performance appraisal does not effect my
performance very much”.?2 In the main Participants consistently viewed motivation as a
phenomena that existed because of their interest and support, not of the goals of the
Store as such, but of what they perceived its purpose to be. Motivation was perceived to
be self-generated, rather than as something that a process, or person could give to any
individual. As has been mentioned above the Store was thought to be: special, unique,
exciting and above all aspirational. All interviewees, even those not happy with
management or their job, thought that the Store’s uniqueness gave them a particular
status, compared to employees of any other major store: “we are not tacky and the staff
are not coarse’?3. Thus it was important to preserve the uniqueness of the Store: “The
Store has a good reputation, it is known throughout the World, it sells top quality
product. It is my job to provide good customer service and maintain the reputation of
the Store”.2* All appraisee took a dim view, they thought that they should leave the

company, of anyone, that they suspected of not sharing the opinion stated above.
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Participants also felt that relationships, sometimes intimate, between colleagues and
their managers played an important part in their ability to motivate themselves. They
talked about their relationships in very personal terms; colleagues and managers were
often friends, and more than friends, in their social life, outside work. Bad performance
was viewed as letting yourself down in the eyes of someone, that you had a working and
a social relationship with. Even those interviewees who did not consider their manager
to be their friend, stressed that they were on friendly terms with them. Though some
degree of friendliness could be attributed to the power that managers were perceived to
have over their staff: "we can decide on lunch times, rotas and holidays but objectives

are laid down by the manager, with no discussion".2>

Even though managers had considerable power Participants did challenge them, when
they felt that their performance appraisal did not fairly represent them. On the whole
there seemed to be a considerable amount of genuine friendship between members of
staff, including those between managers and subordinates. Performance appraisal was
seen as an opportunity to reinforce relationships between managers and subordinates: "it
allows you to talk more openly because you have time to relax. We are too busy on a

day-to-day basis to sit down and chat "2

Though Participants often appreciate Personnel’s view of performance appraisal as a
motivating force: "implementing a performance appraisal system is a worthwhile
exercise for the Store because they do it to get the best out of staff”,?" the process did not
hold, for them, expectation of increased motivation. On the whole Participants sought

the recognition of their: individuality, feelings, work effort and validity of expression:
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"vou should leave feeling that the last year has been worth it",?8 rather than motivation
~ per se. Though appraisees considered themselves to be self-motivated, their ability to
motivate themselves was helped by being seen as an “individual, not just another
member of staff”.2% The disappointment when the opportunity to be visible was delayed,
or was perceived to not really exist, was palatable:

"the performance appraisal timetable should be kept to, otherwise the interview is a bit

of an anti-climax. Why should a routine task (performance appraisal) be cancelled
because a sale is on? A sale is not an unexpected event!"0

"Performance appraisal is made out to be more important that it is. The Company
should be more honest about its status. Forms should not be filed away and ignored and
more follow up by personnel should take place. !

But not all staff felt that visibility had to be evidenced through performance appraisal:
“for me performance appraisal has no real purpose, it is a bit of a waste of time. If 1
have a problem I'll talk to my manager”32 Above all, Participants enjoyed the
opportunity for individual expression either in a confessional mode, admitting to
weaknesses and a need to correct them, or as a vehicle of self-promotion. And Personnel
recognised this need for self-expression but not as a end in itself, as many Participants

did.

5.3.2 Control

Personnel constructed performance appraisal’s control function in terms of the self-
development of staff. Without self-development Participants could not achieve the goals
of the Store. There was a great deal of consensus between Personnel and Participants
about the role of performance appraisal in aiding self-development: “it can be used to

improve yourself and set your own goals”3 and “you get an understanding of what
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makes a person tick and you can improve on and recognise their achievements”.3* But
consensus disintegrated, when the control aspects of performance appraisal were made
obvious, i.e. when it was used as a fairly blunt instrument of control in disciplinary
situations. Participants were usually surprised and shocked by the use of appraisal
information in situations such as dismissals, warnings or serious criticisms, they felt as
if their confidence had been abused:

"I have been doing my job without comment for three years, everything was OK, I was

fine before I went in (to the appraisal interview) but, they are not happy with me. I am
being watched now, I am under pressure to achieve key objectives, I have to prove
myself. If the problem (his work rate) is not resolved the comments made will be put on
my file. It will look bad particularly to a new manager who does not know me very well.
I am not going to let the appraisal put me down, I have blotted out the interview. ">

Appraisees expected appraisals to be fair:

"there should be no surprises."6

"it should not be personal and things should not be blown out of proportion."3’
"I want a chance to comment on my negative points before my manager does."8
They also wanted to feel that they could trust the capabilities of their appraiser:

"I get on with my manager but I feel that he keeps things to himself, bad things about
staff. I'm still not sure what to expect of my manager. He takes things personally,
surprises staff with negative opinions and he dominated my appraisal interview."°

Appraisees who had worked for the Store for several years and who were at supervisory,
or management level, did not usually hesitate to take corrective action when they felt
that they had been unfairly treated:

"I had a bad appraisal. The person (the appraiser) had no experience and could not
handle it. I made the situation difficult. I did not think that this person should have
being doing the interview. It went on for three hours, I would agree nothing. I made her
life a misery. "0
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and on a more formal level:

“I was surprised and angry. The interview was personal and things were blown out of
proportion. I did not sign my performance review form until it was rewritten.

Participants did accept that managers needed to manage, that there had to be some rules
and regulations in place so that the Store ran smoothly, on a day-to-day basis. But petty
rules, e.g. having to wearing tights in hot weather, were seen as intrusive and
unnecessary. Issues of compliance were not seen as valid for inclusion in performance
appraisal, they should have been dealt with when an infraction occurred. For
Participants the role of performance appraisal was to uncover a real person and their,
meaningful, contribution to the Store, not a rule bound person:

"I am the only person in my department and I sell very well. I thought that my sales
performance would cancel out the lateness problem that was brought up in my
performance appraisal. The department is doing well but I am judged on other things.

Rules are very tight in the Store and there is very little management judgement, you are
wrong or right."*?

5.3.3 Goals and Expectations

For Personnel, the articulation and achievement of organisational goals was an
important function of performance appraisal. Participants, when questioned, had
problems relating to the idea of goals that were specific to the Store. The goals of the
Store were considered to be those of any business organisation: sales, profit, expansion,
etc. They were considered to be determined by the Store’s competitive environment,
thus they were a given fact, i.e. outside the power of employee’s influence. Back office
staff articulated goals in terms of their self-development and advancement; the
achievement of goals as dependent on: access to training; their own efforts; and their
relationship with their manager. Shop floor staff also wanted self-development and

advancement but closely linked the achievement of these goals with their and the
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Store’s ability to meet the expectation of customers: “we must provide the best of
designer clothing, the best in London. Give the customer quality, good service and nice
surroundings”’.*3 Through their day-to-day interaction with customers these expectation
became their own, to a degree that goals could not. This process was aided by the fact
that shop floor staff have been know to marry, or become good friends (one assistant
inherited a flat from one such friendship) of customers. The weight given to
expectations (means rather than ends), rather than goals was born out by the distress
experienced by staff when the Store was owned by the X Group. The goals of X Group
were not very much different from the goals of the Store, pervious to and after the X
Group’s term of ownership, but the Group’s expectations were perceived as being very
different: cheaper goods; more sales volume; and a broadening of the customer base.
This meant, according to the shop floor staff, that: merchandise became less original in
design; a lower class of customer was attracted to the Store; and the frequency of price
promotions and sales made the Store look cheap. This caused great consternation
amongst the staff, they were proud of the role that they play in creating and maintaining

expectations and felt that the Store had let them and their customers down.

The issue of ownership signalled a significant difference between Personnel and the
shop floor staff's view of goals. For Personnel goals were initially generated by the X
Group’s MD and then translated into departmental goals, that staff had to be motivated,
by their managers, to achieve. Floor managers in their everyday interaction with floor
staff stressed the Store’s goals: “making money through sales, making a profit is
emphasised everyday’** but, staff felt that the majority of factors, that influenced sales

and profit, e.g. inflation and interest rates, were outside their control and therefore not
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worth worrying about. Thus shop floor staff had little difficulty in ignoring pressure
from management with regard to goals. Pressure, from colleagues and customers, to
meet expectations was not ignored because, expectations were perceived to be within
their control and if met could help to achieve the Store’s goals. Thus for shop floor staff
performance appraisal was an opportunity to explain and discuss, with their manager,
their performance in the context of shared and owned expectations. For back office staff,
for whom customer based expectations were more muted, performance appraisal was
primarily an opportunity to review and set their own personal goals. They also felt, as
did the shop floor staff, removed from what was considered the “normal” goals of any

business organisation.

5.3.4 Expectations of Rationality

Personnel viewed performance appraisal as, primarily, a rational experience (see
discussion in section 2.2.1), i.e. an experience that was “...both rule-governed and
motivated” (Hughes, 1996, p. 98); an experience driven by sanctioned norms and
therefore predictable. Performance appraisal was to be implemented in a rational way;
by rational people; for rational ends: “The appraisal interview should take the form,
ideally, of that of a discussion between rational, reasonable employees”.4> Personnel’s
wish for rationality meant that appraisers had to fulfil a difficult role: they should be
rational but, not so as to appear devoid of emotion and thus unable to motivate.
Appraisees had to be rational but “excited”# by performance appraisal. Thus both

parties to a performance appraisal had to be capable of predictable, rational emotions.

43 Training Manager
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For Personnel, performance appraisal was viewed as a means to encourage rational
behaviour from staff, whose behavioural norms were considered to be in constant
danger, from the forces (emotions in the main) of irrationality. Personnel attributed
predictability to rational behaviour and ensuring predictability was an important
consideration in the design and implementation of performance appraisal. Without the
possibility of predictable behaviour the Store could not guarantee to meet the goals set
by the X Group. Personnel had to offer, the X Group, a rational control system that
could take its place amongst a range of rational control systems. To reduce the cost of
control the control system had to engender predictable behaviour, without frequent
intervention by Personnel. Therefore Personnel tried to ensure that it had designed a
process which, if properly implemented, gave rise to rational, and thus predictable,

behaviour, at the lowest cost possible.

Despite Personnel’s attempts to produce through rules and policy a normative, i.e.
removed from the unexplainable and unpredictable vagaries of human nature, model of
performance appraisal, Participants infused the process with themselves: their emotions,
reason and relationships. They viewed their behaviour as neither rational, or irrational
but simply their behaviour (see discussion at the end of section 2.3). Predictability of
behaviour depended on the relationship that they had built up, over the course of their
working and social life, with their manager. If a relationship was built on mutual
knowledge and trust, then a high degree of predictability was expected and delivered.
Therefore predictability was predicated on knowledge; on managers and subordinates
knowing what made the other party “tick”; and on making demands of each other, in the
strength of that knowledge. Thus the primary purpose of performance appraisal was not

to engender predictable behaviour per se but, to make visible and reinforce relationships

between managers and staff:
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"I talk to my manager all the time but I like the uninterrupted time. I appreciate it, it is
the one time that he tells me in writing what he thinks of me. It is his formal opinion of
me and not the department. Its a time for my staff to tell me what they think of me. They
have to be open with me, there is no one to hide behind. It is a chance for me to explain
myself to them. "7

"a frank and open discussion with your boss is useful, the rest is a waste of time."8

"I am interested in staff’s feedback, how they think. You do not spend time on discussing
day-to-day task but on them as a person."?

All managers stated, initially that they used performance appraisal documentation in
order to gain more knowledge about their staff, particularly in decisions regarding
promotion but as the interviews progressed, and they relaxed, comments similar to that
stated below where not uncommon: “performance appraisal is the last thing I would
look at, time and experience counts for more. If I know a person why would I look at
their performance appraisal.”5 Though occasionally a manager had used appraisal
documentation to make their staff visible and to adjust their behaviour, if necessary, in
the light of this knowledge:

“I am in charge of a new department and I looked at the review forms to know about the

staff's ambitions, past experience and what their objectives and capabilities are. Also I
don't want to put my foot in it, i.e. say the wrong thing to someone. !

Managerss also used the information generated by performance appraisal to inject a
degree of objectivity into what could be a very close, emotional relationship with their
staff: “it (performance appraisal) keeps my objectivity about staff”52; or if they wanted
to put some distance between themselves and their staff: “I/ would use performance

appraisal to justify a decision that I had already taken if the decision was negative, i.e.
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to explain to someone why they had not got a promotion, or why disciplinary

procedures are in force”.33

Appraisees thought that Personnel sought out, through their review of performance
appraisal documentation, detailed knowledge of Participants. Personnel were thought to
use this knowledge to evaluate Participants seeking promotion, or those who had a
special request, i.e. time off for a personal problem: “I would not like to get rid of it
(performance appraisal) because less information would go to personnel”>* Few
realised that Personnel did not, to any great extent, review performance appraisal
documentation. Personnel consistently stated that they could not properly review
performance appraisal forms because of pressures of work and too few staff. Functional
knowledge such as the training needs of staff was extracted from performance appraisal
documentation. But Personnel looked to satisfy the organisation’s need for rational,
predictable, goal orientated behaviour through the design and implementation of
appropriate structures, not through detailed knowledge of individual Participants.
Personnel sought the appropriate external, determinant of behaviour, not the reflexive
knowledge of behaviour itself. Therefore they produced a process in which participant’s
knowledge was down graded, or ignored: “put away (performance review forms) in a
cupboard and not read. I have never had any feedback, if they read them I would expect
some",>> unless a participant posed a threat to structure: “We also look for low

performers but from speaking to managers we usually know about them already". 35

5.3.5 Gender and Differing Expectations of Appraisal
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Male and female employees expressed differing expectations, about several aspects, of
performance appraisal. The primary difference between males and females centred on
their differing use of performance appraisal, as a vehicle to evidence important elements
of their personal and working lives. Male participants shared the same desire for
visibility as did female participants but they wanted a different type of visibility:
“performance appraisal is not a general chat but to show your manager what you have
done with a view to promotion” .57 Females also wanted promotion but they perceived
promotion to be a natural result of self-improvement. Performance appraisal aided this
objective by allowing self-examination to take place, in circumstances that were not
available on a day-to-day basis:

"How well am I doing my job? What are my strengths and weaknesses? What plans do 1
have for the future? Looking at my shortcoming and capabilities is an important part of

performance appraisal. It provides a chance for you to view your faults in a positive
way. "8

For males it was important not to display, or admit to their weaknesses. They expressed
genuine surprise when poor performance was mentioned in appraisal interviews: “it
made me realise that I'm not perfect”® but usually, if reluctantly, they agreed to
necessary improvements: “it was not a complete waste of time (the appraisal interview),
we agreed on things that needed improving”.®© On the whole males viewed
performance appraisal as a means of promoting themselves in a positive way, females
shared this view to a much lesser extent, they usually forcefully articulated their need to

improve.

The role of performance appraisal in reinforcing personal relationships between

managers and subordinates was non-existent for male interviewees but, very it was a
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very important aspect for female interviewees . Two (out of 5) males mentioned being
friendly with their manager but no male interviewees viewed their manager as a
personal friend, or socialised with them. Female interviewees, particularly those from
the shop floor, spoke, for the most part, of their managers as friends and that these
friendships existed outside the working environment. Instead of friendships males
stressed the concrete outcomes of performance appraisal, in particular the majority of
males felt that the evaluation of performance should be linked to salaries and bonuses:
“I see very little point in performance appraisal if it is not linked to pay”.5! The
majority of female interviewees (3 did not) also thought that financial rewards should be
differentiated by performance but, not necessarily within the context of performance
appraisal. They were concerned that if financial rewards were determined by the
performance appraisal process, the process would become more formal. This formality
might have prevented open, honest discussion with their appraisers and given too much
visibility to organisational, rather than personal, target setting. Females wanted
monetary rewards, as much as did their male colleagues, but they sought monetary
reward in an indirect, long term fashion. They expected that recognition of their good
performance would lead to: increased status; control over their job; promotion, if
desired; and that these factors would ultimately lead to financial reward. Male staff want

all of the above and short term financial reward.

Males focused on the appraisal interview, primary, as a vehicle for the display of their
performance and potential: “managers can tell you how you are doing and you can say
what you are doing, it’s (the appraisal interview) more forward looking than the three

month review”2 and “performance appraisal gives me something to judge my
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performance against”.63 Coupled with the desire for performance visibility was a need
to prepare for the appraisal interview: “I would do more preparation for the next
performance appraisal, in order to sell myself more”.% Females appreciated the
opportunity for private time with their managers, that performance appraisal interviews
afforded but they did not emphasise preparation because, usually they had more than
one channel of communication with their manager. Performance appraisal was on the
whole perceived, by females, to have a “low impact on your career, who your manager
is more important”.% For females, an annual performance reviews was important but,
provided problems were discussed as they arose, lengthy intervals (more than a year)
between appraisal interviews was acceptable. Males, in common with appraisers,
wanted more frequent appraisals, that would feed their strong need for feedback: “7
want feedback on targets between appraisals ”.66 The need expressed by male appraisees
for more frequent opportunities for appraisal was coupled with a call for clearly,
structured appraisal interviews with documented outputs: “I left the interview feeling
Sfrustrated because there was no end product; no concrete result and I do not feel
reassured”.67 Frustration was commonly expressed in relation to the time, several
months in some cases, that it could take for performance review forms to be finalised.
All male appriasees thought that they should be finalised at the end of the appraisal
interview but, female appraisees only viewed the completion of documentation as
important when a new manager, who would not know them very well, had been
appointed. Female staff were not happy with the performance review documentation,
they felt that ranking, as a performance measure, was very simplistic: “ranking does not

express an individuals performance because limited choices are available. Managers
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should be invited to record judgements rather than cut and dry rankings".®® Their
dissatisfaction with performance documentation and their belief in the importance of
close relations with their managers contributed to females demanding less of

performance appraisal, in terms of structure and documented outcome, than male staff.

The differences between male and female appraisees may be attributed to the differing
views that each group had of the process and purpose of performance appraisal. The
former tend to view their appraisal interview as a discrete event that focused primarily
on their demands of the Store, promotion, training, target setting, etc.; the latter placed
performance appraisal in a continuum of expressions and reinforcements of their
ongoing relationship with their manager. In the main it might be said that female
appraisees focused on the process of appraisal; males on the outcomes. But despite
significant differences, in female and male approaches, all staff were united in wanting
to be, above all, treated fairly within the process of performance appraisal. Fair
treatment, according to appraisees, consisted of their recognition as individuals with
expectations and needs, that the Store was not expected to completely satisfy but to at

least take account of, i.e. they want to be visible.

5.4 Discussion

The performance appraisal scheme was implemented, by the X Group and Personnel, to
answer, in part, the Store’s “problem” of order and control. Holmwood (1996) has
criticised structural functionalism (Parsons in particular) for endeavouring to give

‘

answers to problems in advance of their existence, i.e. separated from their “..specific
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social relationships and circumstances” (p.133). To do so is to suppose that there are
problems to be answered without actually asking Participants, do they have such
problems? The “problem” of order and control in the Store and its solution was
formulated without recourse to any “..specific claims about the nature of particular
social arrangements” (ibid. p.133) within the Store. Therefore it might be said that
Personnel, and the X Group, provided a, partial, solution, performance appraisal,

lacking in real world relevance.

For Personnel the design and implementation of performance appraisal was infused with
the idea of a separation between structure and action; a separation of knowledge and
participation. Performance appraisal (structure) had to engender predictable, appropriate
behaviour (action), so that appraisees would be: motivated, goal seeking, rational and
responsible. Personnel provided a bridge between structure and action by designing and
promoting appropriate norms, that would motivate action. Personnel’s confidence in
their ability to generate these behavioural norms was based on a belief, in common with

«

the X Group, that they could and had created order from nothing. But just as “..there
never was a ‘before’ society” (Ridley, 1997, p. 156), there never was a state of ‘before’
order in the Store. Personnel did not create performance appraisal out of nothing, or
even out of, or in the face of chaos, as they sometimes appeared to believed. Though the
differing perspectives used by Personnel and Participant, in the implementation of
performance appraisal, may have lead Personnel to believe that they had indeed created
something out of nothing. But, staff’s appraisal of each other had never relied, for its
existence, on a performance appraisal scheme. Nor had elements of staff’s working life,
such as motivation, goal setting, etc. relied on performance appraisal for their existence.

What Personnel had created was a structure and motivation for action, that differed from

existing structures and motivations, not the very elements themselves.
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Personnel appeared to have had the greatest input into the design and implementation of
performance appraisal but, their use of a structural functionalism perspective may
paradoxically have given them the least input. In order that performance appraisal might
engender appropriate behaviour, it had to ensure that Participants internalise Personnel’s
proposed norms of behaviour. The power to make others internalise norms is, within
structural functionalism (see Heritage, 1984 and section 2.4.1), derived from: the
imposition of sanctions; the classification of all unnormalised behaviour as irrational
and to be ignored; and presenting social actors with the realisation that if norms are not
internalised, they will not achieve their goals. Of these three ways of enforcing norms,
the area in which Personnel had the most power was that of ignoring unnormalised
behaviour and its perpetrators. But this power was compromised because Personnel
viewed irrational behaviour as the norm for non-managerial staff but, they could not
ignore the behaviour of this large group. Sanctions could only be imposed by Personnel
if managers reported infractions of rules. Unless a member of staff had committed a
very serious offence, usually theft, managers dealt with disciplinary problems on their
own. An individual’s power to achieve their goals was dependent on the strength of
relationships between managers and staff. Managers had the power to make available, to
their staff, the means by which goals were perceived to be achieved, e.g. training,
promotion, etc. The power of managers and the strong relationships built up between
staff and managers meant that if any norms were internalised, it was those of the
individual’s manager, not those promoted by Personnel. Thus Personnel had designed
and implemented a process that was unable to use, to any great extent, the sanctions
available in a functionalist perspective and so their power to determine behaviour,

within this perspective, was open to question.
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But it cannot be said that that Personnel and the performance appraisal scheme had no
impact on Participant’s perception of order and control. Nor can it be said that Personnel
completely ignored the needs of participants. Performance appraisal, as formulated by
Personnel, contained many elements unique to the Store, with regard to the Group as a
whole. For example the control elements of performance appraisal were down played
and stress was laid on the desirability of personal development. Also, the bonus scheme
was modified, when it failed to deliver payments, that Participants thought were rightly
theirs, without the knowledge of head office. Participant’s use of performance appraisal
as an expression of their order and control, that was not always confined to an
organisational context, did not take place against a backdrop of Personnel’s perspective
but, actively interacted with it. Personnel and Participants did not create completely
separate expression of performance appraisal in isolation, they overlapped and
influenced, not always equally, each other. Thus, the reality of performance appraisal
was not the reality of one perspective, or another but of both and of the variety within
each perspective. This interaction, and to some degree integration, was not the result of
shared norms leading to social integration, as suggested by Parsons, but the result of
Personnel and Participants enacting their lives in the mental and physical presents of
each other and subjectively giving meaning to that interaction (Berger and Luckmann,

1971).

There were many aspects of Personnel’s perspective that Participants found attractive
and were prepared to accept, as a legitimate input into their knowledge of performance
appraisal. Personnel’s self-development theme, focusing as it did on issues such as
training, setting personal goals and taking more responsibility, was eagerly taken up by
Participants. Though they tended to view self-development as useful for making them a

better, more employable person, not necessarily a more effective person in addressing
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organisational needs. But it should be noted that Participants did think that any self-
development was ultimately for the good of the Store. Participants also enjoyed making
demands of themselves and documenting those demands in appraisal interviews. Such
demands were often not articulated in the goal setting terms that Personnel would have
deemed appropriate but again, Participants viewed the satisfaction of these demands as
effective in achieving the goals of the Store, in as far as they could impact on same. The
one area of performance appraisal in which commonality between Personnel and
Participant was complete was in the provision of training. Both parties shared a deep
belief in the power of training as a means to develop and improve an employee’s
position in the Store. Participants did criticise aspects of the training programme and
how it was implemented but not its provision per se, or the emphasis given to recording
training needs in performance appraisal interviews. The one other area in which
Personnel and Participants closely interacted was in a desire to act in the best interests
of the Store. Acting in the best interests of the Store was a common desire, and an
important point of interaction, but each party had a very different ideas of how the
Store’s best interests would be served. Differences, in how the Store could achieve its
potential, arose because of the differing perspective of Personnel and Participants. For
Personnel acting in the best interests of the Store meant designing structures for
appropriate behaviour; for Participants it meant becoming a better developed person,

who would be useful to the Store.

It might be said of some Participants that they did more than interact with Personnel’s
perspective, they in fact coveted it, from time-to-time. Participants who used, at times,
Personnel’s perspective held managerial positions, though non-managerial male
employees and employees that expressed a strong desire to progress in the organisation,

did so as well. Early in their interviews, the type of Participants mentioned above,
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tended to express their experience of performance appraisal in terms that mimicked
those of Personnel. But usually after a period of questioning the functionalist use of
performance appraisal would disintegrate partially, or fully. In the case of non-
managerial staff disintegration was quite rapid, possibly because they were not as
practised as managers in producing the “party line”. Managers tended to switch between
perspectives, when it suited them to do so. This usually happened when managers were
in communication with Personnel, or wanted to appear objective to appraisees. Given
the high degree of informality in relations between managers and their staff, a use of
performance appraisal that stressed structure created a formality and distance, that was
sometimes useful, e.g. when disciplining staff, or explaining why a request had not been

allowed.

Personnel and Participants enacted performance appraisal in a public and intersubjective

‘“

manner but also “...with sharp division and conflict, the protaganists having no doubt
as to what divides them” (Hughes, 1996, p. 117). Personnel were reluctant, and were not
encouraged by the X Group, to acknowledge Participant’s meaning of performance
appraisal. They tended to view Participant’s knowledge as uninformed and in
competition with their legitimate knowledge of performance appraisal. How, they
thought, would Participants be able to produce a legitimate knowledge of performance
appraisal without: Personnel’s skill and experience; knowledge of motivation; and
knowing the needs of the Store. Participants were simply not considered to be legitimate
designers of performance appraisal, though through necessity they had to be allowed to
implement the process of performance appraisal. Participants rejected not so much
Personnel’s perspective, managers for example often used the same perspective in many

aspects of their job, but what it was intended to deliver, i.e. the means to engender

appropriate behaviour. Participants never accepted, to the same degree that Personnel
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did, that structure, and in particular X Group’s structures, determined action. For
Participants, to admit that imposed structures determined their behaviour meant
admitting that they were not autonomous human beings, they may not have been, but
none were prepared to admit this. Their behaviour might be manipulated by structures
but only with their consent. Structures might facilitate action, if participants so decided,
but they could not determine action. Action took place within structures but not because

of them.

It cannot be ignored that the rejection of some aspects of Personnel’s perspective may
be due to a rejection of X Group’s methods and plans for the Store. Participants under
different circumstances might have been quite happy to integrate more completely with
the functionalist perspective of Personnel, conversely under such circumstances
Personnel might not have used such a perspective. But I think that given the strength, if
not passion, of Participant’s ideas of how the Store should be ordered and controlled,
the X Group’s project of imposing a structural functionalist perspective on what they
saw as a tabula rasa, was never going to succeed in full. But, as mentioned above, there
was a degree of recognition and acceptance by each party of each other’s perspective.
And that this accommodation by each party meant that the perspectives were integrated,
not so as to make them unrecognisable as separate perspectives but, that in order to be
effective, in their own and in organisations terms, organisational participants accepted
the ideas of other perspectives as legitimate and necessary inputs into their social

interaction.
5.5 Conclusion

In this chapter my interpretation of the two differing perspectives, of Personnel and

Participants: the former a structural functionalism perspective and the latter an
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interpretative perspective, have been presented alongside information from the case
study, so that the perspectives may be fleshed out with empirical information. Important
attributes of each perspective have also been detailed using elements of the performance
appraisal process that were important to both parties: motivation, control, rationality,
goals and expectations and, gender. The perspectives of Personnel and the Participants
are not only detailed independently but important points of accommodation and
interaction have also been discussed. The final chapter, conclusions, concludes my
thoughts on how the research question is addressed by the empirical work. In doing so
the chapter highlights problems and incompleteness in the process of answering the

research question and also future areas of interest for management control research.
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Conclusions

)

“Now my charms are all o’erthrown, And what strength I hav’s mine own,’

(Epilogue, The Tempest, William Shakespeare)

The research question (see section 2.4) asks, is there a problem of order and control
within organisations? In chapter two the problem of order and control was discussed in a
theoretical sense, using two perspectives, structural functionalism and an interpretative
perspective. In chapters four and/ five the research question is fleshed out by the
empirical work. Informed by the discussion of theory and the empirical work, I suggest
that the answer to the research question depends on the perspective used to understand
reality. Within the structural functionalist perspective the existence of order and control
cannot be assumed: it must be created through the design of structures, the
internalisation of norms and, if necessary, the imposition of sanctions. Within an
interpretative perspective the existence of order and control is coeval with social

interaction; therefore, order and control per se is assured. But order is not uniform and

types of order may have to struggle for accommodation and recognition.

The empirical information suggests that for Personnel one of the important meanings
vested in management control was that of managing the “problem” of order and control.
For Personnel the very existence of the Store presupposed a “problem” of order and
control: how could the organisation ensure first, that order existed and second, that it
would engender behaviour suited to organisation’s ends? It might also be suggested, that
the very existence of Personnel depended on the existence of a problem of order and
control. Personnel’s primary concern was to develop structures of control that could

deliver predictable, appropriate behaviour. Performance appraisal was perceived to be
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such a structure of control; a structure that, alongside other structures, would motivate
appropriate behaviour, that in turn would achieve the goals of the Store. Thus, for
Personnel the reality of performance appraisal was a reality taken up with the task of
ensuring the efficient equilibrium of the Store, so that the Store could fulfils its
objectives. An organisation that could not control its resources effectively would not

have the means to achieve, and certainly not to maximise, its goals.

For Participants the reality of performance appraisal was not invested with a “problem”
of order and control but, of being able to articulate their formulation of order and
control. That formulation was underpinned by their personal relationships and shared
knowledge of the Store’s: history and values; its merchandise; and its customers. But
Participant’s in creating their reality of performance appraisal could not ignore the
power of Personnel to, possibly, dominate that reality. It is evident in the empirical work
that Participants sought and struggled for visibility. The relationship between Personnel
and Participants was too complex to explain only in terms dominance. The thesis does
not pretend to have fully addressed the complexities of the relationship between
Personnel and Participants but, it is suggested that Personnel’s power to influence
thinking and behaviour did not come only, or primarily from their right to impose
sanctions. Personnel’s influence lay in the legitimacy that was given, by Personnel and
Participants, to the idea of performance appraisal and in Personnel’s right to design and
implement a performance appraisal scheme. This legitimacy was also buttressed by both

party’s ability to reify the practice and use of performance appraisal.

The empirical work suggests that within the process of performance appraisal two
perspectives coexisted and interacted. The two perspectives articulated very different

ideas as to the source and maintenance of order and control. For Personnel, order was
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contained within the design of appropriate structures, performance appraisal being one
such structure, and the task of control was to sustain those structures, often in the face of
competing, inappropriate structures. Therefore for Personnel the problem of order and
control was resolved, though not fully or permanently, through the design of effective
structures, that would ensure the internalisation of norms, or failing that deliver
corrective sanctions. For Participants, unlike Personnel, order predated their existence in
the Store. The control of that order, i.e. its maintenance was predicated on the
continuation of the social relationships that had created order, in the first instance, and
that Participant’s expectations of the Store would be met. Managers were viewed as
important in the effective organisation of the Store, they had explicit power to effect
change, but the creation and preservation of order and control was, ultimately, the

shared task of all social actors in the Store.

The empirical research was also concerned with uncovering the degree of integration,
that was evident, between the differing perspectives of Personnel and Participants.
Despite their differing perspectives, both Personnel and Participant’s lives in the Store
were grounded in a shared social reality. Thus the boundaries surrounding Personnel
and Participants were blurred. Personnel realised that their structures did not fully
explain the actions of Participants, though they never lost the desire that they might, and
Participants could not ignore the effect of these structure on their actions. Though
Personnel perceived their idea of order and control to be the most effective in achieving
goals, they drew back from any strong interference in the order and control created by
Participants. They recognised, even if they did not readily admit to it, the strength and
effectiveness of the order and control that Participants had created; they knew how
much disruption would result from any serious, sustained challenge to it. The X Group

did not share this sentiment and constantly pushed Personnel, and others, to force not
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just a compliance with a functionalist, systems dominated mode of order and control
but, for it to be internalised as an organisational norm. This did not happen and the X
Group’s frustration was aided, to some extent, by Personnel’s realisation that
compromise and accommodation, rather than dominance was a valid and useful way of

creating order and control.

Participants also sought to accommodate Personnel’s ideas of order and control as
legitimate and necessary inputs into their social interaction, so that they could be
effective in their own and in organisations terms. The details of the case study appear to
suggest that there was an acceptance of the legitimacy of management control per se;
there was, particularly in the area of goal setting, a strong expectation that management
should manage. And that expectation of management included Personnel and the
performance appraisal scheme. There was a common acceptance of performance
appraisal per se; it was a legitimate element of organisational order and control. This
acceptance gave a stability to performance appraisal, it allowed it to “hang together”.
The stability of Performance appraisal was founded not on a degree of integration
between perspectives but, on a common acceptance of the practice of performance
appraisal. But, within that acceptance there was also significant differences in the
meanings given, by Personnel and Participants, to the: motivational, control, goal
setting and rationality aspects of performance appraisal. Nor were Participants in
complete agreement with each other with regard to meanings within performance
appraisal; significant differences, particularly with regard to the use of performance
appraisal, were expressed along gender lines. There was a demand from the “managed”
that their expressions of these important aspects of performance appraisal be
acknowledged by those responsible for management control. And acknowledgement did

take place, if not always extensively, or publicly admitted too. It is also it is apparent
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that in this “battle” for visibility, the legitimacy of Personnel’s expressions of control

was dependent on a degree of acknowledgement of Participant’s expressions of control.

During the course of my empirical research problems of sourcing and collecting data
were evident. The data is, I think, most deficient its lack of “on the record” information
from senior levels of management, controllership and above. My presents in the Store
was not approved of by senior management, there were some exceptions, so formal
access was limited; this meant that any gaps in the data could not always be filled in.
More access to and use of documentation would have been useful, such information
might have been an interesting complement to the data collected from the interviews.
Also the articulation of the research question was unclear at the beginning of the
empirical investigations. This was both a strength and weakness of the empirical work.
It was a strength in that the empirical information informed the research question to a
significant degree, therefore the question was sufficiently grounded in the social
situation. It was a weakness in that the initial lack of clarity in the research question
meant that some of the questions, and the subsequent replies, were not relevant to the

research question but, were non-the-less useful, as background information.

But despite these difficulties I feel that some implications for the study and practice of
management control can be drawn from the empirical work. Management control, as its
name suggests, tends to view the creation of order and control as the remit of particular
social actors: managers. A structural functionalist view (still a very important
perspective in organisational and control theorising, see chapter one) with its separation
of structure and action presupposes a “problem” of order and control (Holmwood,
1996). But a structural functionalist perspective is a social construct, a construct open to

acceptance, or rejection, wholly or partially, by organisational participants. Thus the
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“problem” of order and control may not exist for all organisational participants, or may
exist in a different way. Therefore, though a structuralist functionalist perspective may
be powerfully legitimated in organisational theorising (see Donaldson, 1995) and in the
practice of management control; in reaching an understanding of the place of
management control, within organisational order and control, we should not restrict our
examination to one perspective and one set of social actors; we should strive to include
other perspectives and other social actors. In recognising and giving visibility to
differing perspectives of order and control within organisations, we may improve our
understanding of how we make sense of management control, and how we might
resolve any difficulties in creating and maintaining that sense, so that research

“...results in fruitful investigations which tell us something new” (Hughes, 1996).

Nor should we assign, as the X Group and Personnel did, only to management control
the task of achieving organisational effectiveness. If this is done we assume that we
know management control’s contribution in advance, i.e. we create a normative model
of that which drives effectiveness. But we have no way of knowing, in advance, which
orders actually contribute to organisational effectiveness, or for that matter what
constitutes effectiveness. In addressing organisational effectiveness only through
management control we may waste a lot of time and energy ordering that which is
already ordered; that which is already effective. Management control, as a process for
creating order and control, may be a redundant reality within an organisation.
Management control research and practice can only be enhanced by a recognition that

the power to create order and control belongs to all participants in an organisation.

The differing perspectives of Personnel and Participants were discussed under a number

of headings in chapter five: motivation, control, goals and expectations; rationality and
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gender. That discussion has brought to the surface a number of important issues that the
thesis has not, for reasons of time and space, focused on in depth. An issue that needs
further research is that of gender and its place in and impact on management control. As
can be seen from the empirical work (see section, 5.3.5) the shared meanings of social
actors are effected by gender. To date management accounting and control research has
not give enough visibility to this issue; yet gender must impact on the emerging process
of management control. Another issue that deserve further research, is how does
management control look from the perspective of the managed? If legitimacy is only
given to meanings of management control that are derived only, or mainly, from the
perspective of managers we risk losing the empirical richness, that comes from looking
at all contributions to meanings of management control. To gain a fuller understanding
of management control we must look from without as well as within. And finally, as the
empirical work has shown, in gaining a fuller understanding of management control we
must not forget that the process of creating types of order and control is saturated with
the humanity, and the resultant messiness, of social actors. The process of management
control research and practice should not be concerned with produce tidy solutions that
underpin social relationships but, with emerging solutions and actions underpinned by,

messy, social relationships.
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l POLICY NUMBER 1

-

Personnel Policy: - vmnl 2o

ISSUE CATE APPROVED BY SUPERSECES
PAGE 1 OF 2

January 1989

Lot .

SUBJECT

Appraisals _

PURPOSE

To detail :hi company policy on Appraisals and to outline the
procedures to be u_loptod to ansure ita implamentaton -

POLICY

fii)

{iif)

{iv)

(vi)

It is the policy of the company to formally appraise all employees at least once a year.
The main objectives of the formal appraisal system are::

~ To review past performance against the job description and pre-viously set
objectives/key tasks. .

\
— To provide a basis for the setting of future objectives/key tasks.

— " To help individuals to analyse their strengths and weaknesses and to relate
these o job performance.

— To discuss current job performance in relation to career development.
« To resolve any problems or uncertainties that may exist.

= To provide a means of identifying potential objectively within the company-
as an aid to succesaful planning. _ :
To establish trainirig needs with the individual and within the company.

All new employees are to be appraised three n;on:hs from their date of

commencement.

All pkomotedltransferred employees ace to be appraised three months from the
promotion/transfer date.

Appraisal forms must be used to record the content of the appraisal interview.

The overall Appraisal process is controlled by the Parsonnel Department, who will
be responsible for the issue of instructions, documentation, etc. and for all follow

up action.
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2.

3!'

4,
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PAGE 2 OF 2

Implementation
Appraisals should be conducted by the employee’s immediate Line Manager, ~

{il

fii}

(1)

fiv)

v

known as the Appraising Manager.

It is the responsibility of the Appraising Manager, to arrange the date of * °

interview and issue the personal notes to the employee prior to the

meeting. Employees should be given up to two weeks' rictice of the appraisal- -

interview. Following discussion, the Appraising Manager is responsible for™
completing the appraisal form. co.

Employees are to be given the opportunity to discuss, read the appraisal form,
sign and add such commentd as they feel appropriate.

The Appraising Manager's Line Superior, or his/her professional superior is
responsible for reviewing the appraisal and endorsing the appraisal form in
writing,

An employee has the right to anipeal against an appraisal should they feel it
is Inaccurate or unfair. Appeals should be processed through the standard
appeals procedure. )

Rights of Access

(i)

Appraisal forms are highly confidential documents. It is the responsfbﬂity
of all managers to ensure that such confidentiality is not breached, by ensuring

their secure use and storage. .

Employees have a right of access to their pwn performance appraisals by
request to the appropriate Personne] Department,

The employees Line or professional superior/s have a right of access to
performance appraisals by request to the appropriate Personnel Department.

The Personnel/Management Development/ Training functions bave a right of
access to appraisals of employees within their area of jurisdiction, by

arrangement with the appropriate Personnel Department.

Ad Hoc Appraisals

Where there is substantial reason for so doing, a Manager may instigate or an
individual request, the completion of an appraisal outside the normal cycle date. .
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2. Desribe aspects/areas of the job where performance could be improved.




An employea has a training need where there is an aspoct of current job perfarmancs that needs to be
improved, (For instancs, 3 need to acquire additional knowledge, or develop/improve a skill, or gain

axperience.
What are they? How do you think they could be met? 8y when?

Career Development .
ghat a?re the employee’s views on his/her future development within the Division or elsewhers in the
roup

Development Needs
Development needs occur when #n individual has potential to yndertake 3 bigger job and preparation is
required.

What are they? How do you think they couid be mat? By when?




What additional respensibilities do you recommend should be given for development purposes?

N

SECTION 3 - EMPLOYEE COMMENTS

Please read the comments in the above sections, Please sign the document if you believe the comments
reprasent a true reflection of the content of the Review Meeting. |f you wish to add any addmonal
comments before signing the document, please use the space below,




Ready to move to 3 higher
level immediately

Likely to be resdy for a move
within =12 months

Needs at least 12 months
before being considered

Naeds at least 2 years
before being ¢considered

Employee’'s Managers Comments

Reviawing Managers Comments (Two levels above the employes)

enER— S SR
.

Unlikely to progress further
(But aspires to)

Unlikely to progress further
{No desire t0) -

Too early to assess potential

THIS FORM SHOULD NOW BE HANDED TO THE PERSONNEL DEPARTMENT

€ & CO. (3635/A)




Section 1. - REVIEW OF KEY OBJECTIVES

(In order of priority) .
N.B. Where there is no job specific breakdown in Section 2, performance should also be measured

against the job description.

LEVEL OF
KEY TASKS/OBJECTIVES/RESPONSIBILITIES ACHIEVEMENT COMMENTS

LEVELS OF ACHIEVEMENT 1. Continually exceeds objectives
2 - Above average, frequently exceeds objectives 3 - Consistently achieves objectives

4 - Need for improvement to meet required standard 5 - Failure to meet required standard

ADDITIONAL COMMENTS



JOB TITLE

ASSISTANT DEPT. MANAGER

1. The Appraisee’s performance on each factor should be circled on the following scale:

1. - Continually demonstrates this ability to a very high standard.
2. - Demonstrates this ability, frequently to a high standard.

3. - Consistently demonstrates this ability.

4, - Need for improvement to meet required standard.

5. - Failure to meet requifed standard.

2. Comment should be made on specific details, together with suggestions for improvement where applicable.

Teachnical

FACTOR SCALE

COMMENT

Is fully conversant with department sales targets and monitors sales

performance, liaising with the Department Manager on action required to 12

maximise sales and profitability.

Achieves a high standard of housekeeping and merchandise handling 1 2

within the department and assists the Department Manager on the correct
application of visual merchandising policies.

Is fully conversant with all promotional, .advertising and ticketing activity 12

within the department and ensures correct promotional detail is represented

at all times.

Is fully conversant with relevant consumer law and deals with customer 12

complaints effectively and courteously, ensuring the correct application of

Company refund palicy.

Takes an active interest in competitor activity and broader commercial 1 2

issues and liaises with the Department Manager on sales planning strategy.

Implements merchandise and promotional policy and changes within the 12

store, following up to ensure immediate effective response to company

requirements.

3 4

Reviews stock levels and ranges within the department and liaises with 12

Department Manager on potential problems/sales opportunities.

Continues to develop knowledge of relevant sales/stock prints and uses

the information to effectively influence stock disciplines and merchandise 1 2

positioning in accordance with company merchandising guidelines.

Possesses a working knowledge of security procedures and merchandise 12

disciplines to minimise losses within the department and actively contributes
towards stock loss control.

« Works to a high standard of accuracy on all administration systems and 12

point of sale procedures, including Kimball Tag system and reconciliation
counts and all cash handling control.

« Assists the Department Manager in the planning and contro! of staff cover 12

o mest the requirements of the business at all times, liaising with the
epartment Manager to ensure control of agreed staffing budgets.

. Maintains a good standard of staff discipline within the department and 19

y liaison with the Department Manager, is developing a working knowledge
f Company disciplinary procedure and all appropriate employment

egislation.

Actively contributes towards the promotion of credit within the department

d advises the Department Manager on opportunities to maximise credit 12

erformance.




B. Management Communication

FACTOR SCALE COMMENT
1. Presents information in a confident, reasoned and clear manner. 12345
2. Provides clear and directive leadership to subordinates through:
a) Planning and prioritising the workload to meet deadlines
b) Motivating and involving them through communication, keeping them 12345
abreast of current activities, priorities and developments
¢) Delegating responsibility for defined areas/tasks
3.  Takes responsibility for and is effective at training ana developing staff. 12345
4. Makes and maintains effective working refationship and clear
communication at all levels. 12345
C. Personal Working Approach
FACTOR SCALE COMMENT
1. In approach to work is developing and beginning to demonstrate:
— a flexible working approachi/style to suit different 1 ’ 2 34°5
situations/people, initiative and willingness to take decisions
— resilience under pressure 1 23 405
— questioning approach 1 2 83 45
— reliability and commitment 12345
— self confidence 1 283 45
— decisive and positive approach 12345
— persistence in ensuring that department problems and
discrepancies are resolved. 12345
D. Work Organisation
FACTOR SCALE COMMENT
1. Plans, organises and controls work and resources effectively. 123 4 5.
2.  Assesses priorities and utilises resources to meet targets while retaining 1234 5
accuracy of resuits.
3.  Able to plan beyond immediate objectives. 12345
4.  Analyses problems and issues logically before recommending and 12345

implementing action.
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(1) Summarise and expand on what has been done well by the Appraisee, as profiled
in Sections 1 and 2:

(2) Summarise and expand on aspects/areas of performance where there could be
improvement, as profiled in Sections 1 and 2:

OYERALL PERFORMANCE RATING

Please give an overall performance rating RATING (circle)
in accordance with the scale below:
EVGAU

E - Continually exceeds objectives.

V - Frequently exceeds objectives

G - Consistently achieves objectives

A - Need for improvement to meet required standard
U - Failure to meet required standard



Section 4 - PERFORMANCE AND POTENTIAL SUMMARY

Please tick the appropriate box to indicate the current overall performance rating and, where
applicable, an assessment of the performance potential of the individual,in the current role.

Performance Potential

Excellent Continually exceeds objectives Excellent
1) (1

Very Good Frequently exceeds objectives Very Good
2) _ (2

Good “Consistently achieves objectives Good

(3) 3)

Adequate Need for improvement to reach the
4 required standard
“)

Unsatisfactory Failure to meet the required standard

%)

What are the appraisee’s reasonable aspirations for the future?

Likely next job:

From your discussion of the above, please discuss promotability and likely timescales and
record in the boxes below.

Promotability Practical
: Probability

Could move immediately

Could move within 6 months

Could move within 6 months to a year

Could move within 1 to 2 years

Too soon to evaluate

Unlikely to progress further at
this stage

Does not wish to progress further
than current role at present

What, if any, restrictions are there on mobility?



Section 5. - FUTURE OBJECTIVES

OBJECTIVE

COMPLETION
DATE

REVIEW
DATE

STRATEGY FOR ACHIEVING
OBJECTIVE
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SELLING

511 PERFORMANCE REVIEW

ﬁf‘ . NAME

I "~ POSITION

:: DATE OF REVIEW

| REVIEWING MANAGER

" PRIVATE AND CONFIDENTIAL
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REVIEW OF OBJECTIVES

Evaluate employee's performance against key objectives agreed upon for the performance review period just
completed. Include planned and achieved completion dates as appropniate.

OBJECTIVES RESULTS

NEW OBJECTIVES

The purpose of preparing these objectives is to ensure that the employee's objectives contribute to the success
of the Company. The means of achievement of clearly defined objectives must be within the employee's job
function and level of responsibility. The Objectives should be S.M.A.R.T. - Specific, Measurable,
Achievable, Results-Oriented, Timebound.

OBJECTIVES FOR NEXT HOW RESULTS WILL PLANNED
PERFORMANCE REVIEW PERIOD BE MEASURED COMPLETION DATE

Voz= W PV

Wom W Vo
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PERSONAL DEVELOPMENT PLAN

This development plan will enable the employee to improve performance on present job function and/or prepare
for future opportunities. An employee may have several skills that require development. Identify skills that will

have most impact on improving current performance.

MAJOR SKILLS FOR DEVELOPMENT.

PLAN OF ACTION

The plan of action should be realistic and practical in terms of targeting the employee's improved performance
level, and should mention specific dates/actions to quantify achievements. Include on-the-job opportunities e.g

projects and assignments, and training courses.
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REVIEW OF OBJECTIVES

Evaluate employee's performance against key objectives agreed upon for the performance review period just
completed. Include planned and achieved completion dates as appropriate.

OBJECTIVES RESULTS

NEW OBJECTIVES

The purpose of preparing these objectives is to ensure that the employee's objectives contribute to the success
of the Company. The means of achievement of clearly defined objectives must be within the employee's job
function and level of responsibility. The Objectives should be S.M.A.R.T. - Specific, Measurable,
Achievable, Results-Oriented, Timebound.

OBJECTIVES FOR NEXT HOW RESULTS WILL PLANNED
PERFORMANCE REVIEW PERIOD BE MEASURED COMPLETION DATE
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PERSONAL DEVELOPMENT PLAN

This development plan will enable the employee to improve performance on present job function and/or prepare
for future opportunities. An employee may have several skills that require development. [dentify skills that will

have most impact on improving current performance.

MAJOR SKILLS FOR DEVELOPMENT.

PLAN OF ACTION

«  The plan of action should be realistic and practical in terms of targeting the employee's improved performance
:!" level, and should mention specific dates/actions to quantify achievements. Include on-the-job opportunities ¢.g
! projects and assignments, and training courses.
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OVERALL PERFORMANCE RATING

= CONSISTENTLY PERFORMS AT AN EXCEPTIONAL LEVEL
= FREQUENTLY PERFORMS AT AN EXCEPTIONAL LEVEL, EXCEEDS EXPECTATIONS.

= MOST DUTIES SATISFACTORILY PERFORMED, SOME IMPROVEMENT NEEDED.
= CONSISTENTLY PERFORMS AT AN UNACCEPTABLE LEVEL.

[
2
[3] = CONSISTENTLY PERFORMS AT A SATISFACTORY LEVEL, MEETS EXPECTATIONS.
&
=

-
=
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| Signature of Reviewing Manager. 'I

| Signature of Employee. i



MANAGEMENT
PERFORMANCE REVIEW AND DEVELOPMENT PLAN.

Name: Date of Review:

Employment Position:

lI: Manager: 1
| Reviewing Manager: |
ll J
et e ettt SO S O SY SUY S S e S S S S S S S S ST S S WA N
.[.:J'l—'.=v.= R B n e B B BEESS (BB B B R BB P EETESS S E B BT L B et =r—.-——..—:-‘]
I i
| PERFORMANCE REVIEW INFORMATION |
L ]
| * _Individual Performance Factors. )
I These evaluate how well an employee is perforrmng in his or her present position. The ]

[.i.
|
I
I
I
I
|
I
|
I
I
I
I
h
I
L
I
II
II

level which most accurately describes the employee's performance is indicated.
Examples are given of positive and negative incidents or behaviours contributing to this
factor. Actions for improvement are specified, with any proposed manager contribution
to those actions noted.

* _Achieved Objectives. _
Performance against key objectives from the previous Performance Review period is
evaluated.

* New Objectives.
The individual's objectives are outlined, which contribute directly to the success of the
organisation. The Objectives should be S.M.A.R.T. - Specific, Measurable,

Achievable, Results-Oriented, Timebound.

* Personal Development Plan.
A plan of action is outlined which will enable the employee to improve performance
and develop skills. Specific actions include on-the-job opportunities such as projects
and assignments, as well as training courses.

* Overall Performance Level.
This is an overall evaluation of the employee's performance during the Review period.




RATINGS OF LEVELS OF PERFORMANCE

LEVEL
[[J= CONSISTENTLY PERFORMS AT AN EXCEPTIONAL LEVEL

[2l= FREQUENTLY PERFORMS AT AN EXCEPTIONAL LEVEL, EXCEEDS EXPECTATIONS.

(3]= CONSISTENTLY PERFORMS AT A SATISFACTORY LEVEL, MEETS EXPECTATIONS.
[4d]= MOST DUTIES SATISFACTORILY PERFORMED, SOME IMPROVEMENT NEEDED.
[S(l= CONSISTENTLY PERFORMS AT AN UNACCEPTABLE LEVEL.

N/A. THIS PERFORMANCE FACTOR IS NOT APPLICABLE.

(LEADERSHIP Delegates effectively to involve others in decisions and
& TEAM  setting objectives. Maintains a co-operative and motivated 11213 14

BUILDING team to achieve goals.

Descriptive Examples

Recommended action

-

(ORGANISATION Organises department, while keeping in sight both
AND short and long term targets. Follows through to meet '[ 2 :7) 4
PLANNING objectives. Forward plans according to Company needs.

Descriptive Examples

Recommended action

-

~\
(INITIATIVE Reviews and evaluates tasks using maximum initiative. )
AND Probes constantly to meet changing needs of Company 11213 |4 nAa
CREATIVITY with a flexible and innovative style.

Descriptive Examples

Recommended action

-




COMMUNICATION/ Communicates cffectively in own and other

RELATIONSHIPS. departments, with superiors, peers and subordinates

Maintains a high standard of customer relations.

ol

Ul

Descriptive examples

Recommended action

DECISION Makes effective timebased decisions, exercising judgement,
MAKING based on facts and the changing needs of the business.

i)escripﬁve examples

Recommended action

WORK  Works reliably and thoroughly with commitment and
RATE application to all tasks performed, to meet deadlines
where required.

g

Descriptive examples

Recommended action

ATTITUDE Demonstrates a positive and co-operative attitude and a
TO high level of responsibility for the best interests of
COMPANY  the Company.

_3,/ \_

Descriptive examples

Recommended action




GEVELOPMENT Identifies and assesses training needs of team to }
OF improve task performance and to maximise potential. 1 2 3 4 5 nAa
OTHERS Trains, guides and instructs effectively as required.

Descriptive examples

Recommended action

N _

The following box need only be used if applicable, otherwise leave blank.

IF THERE ARE ANY OTHER JOB SPECIFIC SKILLS AND ABILITIES NEEDED FOR THIS EMPLOYMENT
POSITION, WHICH HAVE NOT PREVIOUSLY BEEN MENTIONED ON THIS FORM PLEASE ENTER THEM
BELOW. USE THE SIDE COLUMNS FOR RATING, USING THE SAME SCALE AS BEFORE.

Skills and Abilities Describe performance 112131415




* Achieved Objectives
Evaluate individual's performance against key objectives agreed upon for the

performance review period just completed.

]

]

]

]

|

1

1

i

]

1

LL..V:'-_—_ N N N e e e e e N e =-'_—.'_'-=.-='h=%:\-:\-=\-=‘-.—_—‘_ﬁ-=_\='c=\='-'=‘:='~'=.¢':_]]
e TSR TG TN TN, T, T T T, T, T, T T T T T T T, T T T T T, TS T T, S = =,-=-.'?;':
* New Objectives. i

The individual's objectives are outlined, which contribute directly to the
success of the organisation. The Objectives should be S.M.A.R.T. - Specific, ]’}
Measurable, Achievable, Results-Oriented, Timebound. , ||
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* Contribution to Company/ Departmental Objectives.

Are there any Company or Departmental Objectives for the current year to which

i you think the reviewee can usefully contribute?

:
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| * Personal Development Plan. ”
| Outline any further actions which will enable the individual to improve I
| performance and develop skills. b
| ,l_l
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OVERALL PERFORMANCE RATING

[I] = CONSISTENTLY PERFORMS AT AN EXCEPTIONAL LEVEL

[2] = FREQUENTLY PERFORMS AT AN EXCEPTIONAL LEVEL, EXCEEDS EXPECTATIONS.
(3] = CONSISTENTLY PERFORMS AT A SATISFACTORY LEVEL, MEETS EXPECTATIONS.
[4] = MOST DUTIES SATISFACTORILY PERFORMED, SOME IMPROVEMENT NEEDED. J
[3] = CONSISTENTLY PERFORMS AT AN UNACCEPTABLE LEVEL. ;[
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SENIOR MANAGEMENT

ST

PERFORMANCE REVIEW AND DEVELOPMENT PLAN. "
i ]
-". - -u
| Name: Date of Review: ]
]
P Employment Position: ]
|
. Reviewing Manager: )|
i i
et e W e O e W e O e W e W e e A e W e T e W e W e O e O e A e W e W e e N e N e W e W e W W o W 0 e W e 0 e 0D e 80 3 .A]
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i |

PERFORMANCE REVIEW INFORMATION i
; 1
i * _Individual Performance Factors. )

=N

These evaluate how well an employee is performing in his or her present position. The |
level which most accurately describes the employee's performance is indicated. |
Examples are given of positive and negative incidents or behaviours contributing to this
factor. Actions for improvement are specified, with any proposed manager contribution l
to those actions noted. .

eI s

= gt 8
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- * _Achieved Objectives. 5
" Performance against key objectives from the previous Performance Review period is ;{
" evaluated. ”

= * New Objectives.
The individual's objectives are outlined, which contribute directly to the success of the i
= organisation. The Objectives should be S.M.A.R.T. - Specific, Measurable, II

; Achievable, Results-Oriented, Timebound. i

* Personal Development Plan, ‘ i
A plan of action is outlined which will enable the employee to improve performance ”
*  and develop skills. Specific actions include on-the-job opportunities such as projects
and assignments, as well as training courses. |

* Overall Performance Level, I
This is an overall evaluation of the employee's performance during the Review period.
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