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Abstract

Current research md1cates that an 0rgan1sat10n s value system plays a cru01al role in
the success of the organisation. One of the main reasons for developmg a value

system is to influence the attitudes and behaviour of employees.

"The objecti'Ve of this study is to gain an und'erstanding of whether‘senior‘managers see

a potent1al benefit in the adopt10n of a formal orgamsatlonal value system in relatron- ‘

to managmg employee performance

B R L e e A )

“©

' Research mvolved a rev1ew of the ex1st1ng body of l1terature on values and employee‘

performance in an effort to- establ1sh how value systems mﬂuence and 1mpact on

: employee performance "The role of semor managers in this ‘process was also

. ‘establlshed.

 The research methodol‘ogy employed was semi-structured' 'intervie'WS with a gr'oup of

'senior managers.. The 1nterv1ews 1nvest1gated senior managers perspectrves on theﬂ

l1nks between orgamsatlonal values and employee performance

The findings mdlcate that semor managers are famlllar w1th the concept of a value

system and could clearly 1dent1fy how it m1ght 1mpact on employee performance

- Senior managers md1cated that a ‘'value system would- assist them in managmg‘

employee performance by enablmg them set standards of behaviour against, which

employees could be assessed. The research -also suggeststhat the values must llnk

into the performance management system. if they .are to become " an e'ffective‘

- mechanijsm for driving improvements in employee performance.

. The claims of a link between orgamsanonal value systems and employee performance

: would indeed, appear to bea reallty
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, Chapter 1~:‘I'ntr.oduction and ReSéarch _Question -'

Setting the Scene

- The sub_]ect for this study and the fascination it holds for. me can, probably best be.- |

summed up by this extract from Lucas (1999)

' “Walk into the reception of any large: orgamsatron and you ll probably find a
statement of the corporate values pinned proudly on the: wall. The words -

: creat1v1ty and * ‘innovation’ are almost certainly i in there together W1th a few .

asprratlonal phrases llke strrvmg for excellence’ and - puttmg the customer

o=firsts -But~ -do~ these grand statements of ‘corporate” pnnclples really mean"_“"f SR

anythlng cor are they _]ust pretty words on glossy paper, deSIgned to convince -

the outsrde world that the company is really in touch wrth 1tself ”

- Why values are i_mp,(')rt.ant«

[y

-An organisation’s culture influences all aspects of organisational life and can exert a -
very strong inﬂuence on-employees’ behaviour. Corporate or organisational culture -

can be defined - 1n a number of ways. What it essentially means is “the system of

shared values- (what is 1mportant) and behefs (how thmgs work) that interact with a

company’s. people orgamsatronal structures, and ,contro__l systems to produce .

’behav1oura1 norms” (Boxx etal 1991)

 The concept of culture has been Wjdeiy,,used in the context of Aorganisati’ons'
" lpartic’ular.ly as an explanatron forvthe economic success of a number of .well k,nownj, '
.companies such as, General Electric, 3M,~.' He\}vllett-E‘ackard‘,r Sony and ,So'uthwe_sjt_
, A_irlihes. A number of the studies show that the presence of a “strong cu1.tu_re'_”‘is a
positive inﬂuence on organisational perfohn_ance. The arguments 'relating cultural |

strength to performance draw particular attention to the benefits of having greater"

~ internal consistency in goals and behaviour which can be brought about through the

value system.

The organisation’s. value system is one of the major influences on the culture and |

hence plays a crucial role in the success of the organisation. One of the main reasons



LR

“for the development.of a value system-is to Vinf__luence the- attitudes and behavic_')u‘r's of

. ‘e'mploye,esf who work for the organisation. Values_can ‘af‘t”ect the way‘employees are

supervised and ‘rewarded, the way customers: are treated and the ‘way in which the
future is anticipated _a'nd_managed., Values are often defined as an individual’s basic |

standards and heliefs about v'vhatvriys good and bad, acceptable and not_acceptable, s

- moral-and immoral (Miller & Yu 2003). .

_ Many researchers 1nd1cate the- 1mp0rtance of havmg a formal value system and the -

"resultmg beneﬁts in terms of 1mproved employee and organlsatlonal performance

- “‘(Peters & Waterman 1982, O Rellly 1992 Deal & Kennedy 1999 and Lucas-1999).
_Indeed as. Lucas ( 1999) says “it mlght be easy to, dlsmlss th1s .as Yet. more. soft, fluffy.

stuff 1f there werent 50 many shmmg examples of values dnven busmesses that' '

- / cons1stently out: perform their- compet1t0rs

o IThe Purpose of this Study _ ,
'_ _.'The purpose of this study is to'gain an understandlng of whether semor managers see.
. a potential benefit i in the adoptlon of a forrnal organisational value system in relation .. ’

- to managing employee performance. The research “will spec1ﬁcally address the

* following objectives:

e To 1dent1fy what senior managers see as the current values in the organlsanon

. .ee To explore w1th senior managers what values they feel the. orgamsat1on should

4 _have in order to'deliver-on. 1ts statutory functlons ,

" ee - To, 1dent1fy, from the senior managers perspectlve the potentlal impact that a

value system mi ght have on the management of employee performance

!

» The Context for this Study .
‘ .The research conducted as part of this study took place in a publ1c sector organisation
in May 2004. For the purposes of conﬁdentlallty and to protect the identities of those
who took ‘:part in this study no ‘information conceming the organi"sation will be
disclosed to the public reader. In keeping with this decision the name of the
organisation has been changed to The Commission for Administrative Affairs. (CAA).

1 am ‘prepared. to disclose that, as pan of the current government’s plans to



_ decentrahse the publ1c service, some sectlons of the organlsatlon w1ll be relocated.
The reader will see that this fact was mentioned by a number of the respondents in the

study.

The public sector presented a good context-for this study because of the lack of similar
studles W1th1n th1s 1ndustry sector and also because of the profess1onal nature of the .
organlsatlon Professionals perform work that is complex and autonomous rendermg _
tradltlonal control mechanlsms such as direct. superv1s1on impractical.. This makes the
~ organisation an approprlate setting for explonng the link between organisational value

systems-and employee performance.

e o cel e T TR s

;__Structure of this paper
"Each of the subsequent chapters in thls paper deals: w1th part of the research study
The ideas and methods are dlSCUSSCd usmg as little Jargon as possrble The paper is
j _‘-‘organlsed in the followmg way: -
Chapter 2 examines the ex1st1ng body of llterature concemed with the link between
organlsatlonal value systems and performance It is a critical review of the claims that
values:led .organisations ach1eve superior 'performance - It explains the nature .of
_ culture, its'. link w1th value systems and how they 1mpact on organlsatlonal ,
performance. The chapter then goes on to examine “this- 1mpact under’ a number.
‘ .themes common throughout the 11terature. The‘chapter ‘concludes with a brief look at
the case of General Electric under the leadership of Jack Welch.
The 1mportance of the appropnate research methodology is examlned in Chapter 3.
Thls chapter con51ders different research phllosophles 1nclud1ng p051t1v1sm and
‘ phenomenology and looks in detail at the chosen research strategy. It summarises the |
main differences between quantitative and qualitative data and then goes on-to outline
the route followed in this study. It looks in detail at the interview as a data collection
method and conclu_des by outlining some of the methods to overcome bias as used in-

this study.

In contrast to Chapter 2 the information contained in Chapter 4 is a report on the

flndlngs from the primary research phase of this study: It prov1des detarls from the

<.-7-



interviews that were conducted. The material is analysed and reported under the main

themes that formed the basis for the interview questions.

Chapter 5 then goes on to examine the research findings in the context of the already
' e_x'i‘stin'g body of literature as covered in Chapter 2. Tt outlines areas where similari‘tie‘s
and/Or diffe'rénces are found to exiét between the two bodies of knowledge. The
format for this chapter follows that used for the presentati‘bn of: findings. in the
. previous chapter. It concludes by looking at the research 'ob'jectii‘v'es' as set out at the
s'tat"'t;(()f the process. - o - i . |
.Chépter_ 6 briefly outlines some of the iimitatigins_ of this research étudy_ and the .

-implications for further research..



- . Chapter 2: The Impact of Organisational Values on Performance ,
Introductlon
To understand and apprec1ate the current empha51s on developrng values 1ed
organlsatlons and the claims that such 0rgan1sat1ons ach1eve supenor performance it is

' 1mp0rtant to study the- development of the existing body of llterature concerning these -

top1cs Th1s chapter exammes the 1mportant academic l1terature on these subjects

The concept of culture has ‘been wrdely used in- the context, of organ1satlons

part1cularly, as an explanatlon of why Japanese firms performed so well i in the 1980s

The view put forward ‘was that these ﬁrms "had’ managed to" develop h1ghly motlvated'. L

: ‘._- workforces held together by therr comm1tment toa common set of values and behefs -

(Demson as’ c1ted by Lim 1995) AT orgamsatron s culture 1nﬂuences all aspects of '
- orgamsat1ona1 hfe and can’ potent1ally develop a strong understandmg among -
employeesabout the way thlngs aré done around here Accordlng to Schein (1992

p 12) the culture of a group canbe deﬁned as

A pattern of shared baszc assumpttons that the group learned as it solved its "
‘ problems of external adaptatton and mternal zntegratton that has worked well '
enough to be constdered valtd and therefore to be taught 1o new members- as

' the correct way to percetve thmk and feel in relatlon to those problems
“To: many non academ1c observers thlS may seem a very theoretlcal deﬁn1t10n of
culture consequently much of the management llterature defines culture as the

. collectrve behefs values and approaches that are shared among members of the'

' orgamsatlon BOWdltCh and Buono (2001 p. 285) say that organisational culture 1s a 4

reflection of an orgamsahon s:pe'rsonallty and as such can assist us to predict attlt,udes,
and behaviours. | : o |
* Schein’s (1985, .p.14) view of culture as compr1s1ng three levels prov1des an

i

understandlng of how values link with culture:



. _;Level 1 Artifacts and Creatlons is the most v1S1ble level of culture con31st1ng of the”
‘ 'constructed physical and social env1ronment e. g phys1ca1 space ‘words and language :
and overt behavioiir of members.- '

- Levél 2 Values are less v1s1ble and provide the day to day operating’ pnn01ples that
gu1de members behav1our Accordrng to Sche1n values are “observed manlfestatlons
of the cultural essence ' , T

Level 3 Bas1c Assumptlons are.the essence of what culture really is, representing an
unconscious level 0f culture Basrc assumptlons are usually taken for granted ‘and

mv1s1ble and thus most d1ff1cult to change

:..The 1mpact of culture on organ1sat10nal behav1our has. rece1ved constant attent1on ‘
“from management rescarchers no doubt in large part due to the pervas1ve nature of .
culture and 1ts 1mphcat10ns for managers One of the major 1nﬂuences on .an
‘ organlsatlon s culture 18 its system of values and many Wwriters, have clalmed that
: 0rgan1sat1onal performance is greatly enhanced if the cultural values are congruent a

.

“with the. values of the employees L R - S &

' Strong Culture and its effects on performance .

4 "From the 1980s much attentlon ‘has focused on the v1ew that strong cultures deﬁned
as.a set of core beliefs and values that are w1dely shared and strongly held throughout .
the organisation - enhance orgamsatlonal performance "The view: is that w1despread

" agreement about the basic assumptions and values in- a ﬁrm should increase
behavioural con51stency and thereby enhance organ1sat10nal perforrnance Accordmg ‘

fo O Re1lly (1992) a strong culture glves a firm an advantage over 1ts competrtors by

B prov1d1ng a compet1t1ve edge through the fit of culture and strategy and through

mcreased commitment from employees o’ Rellly (199,2, p:454) also likened
organ1sat1onal culture, in the form of shared expectations, to a “social contr'ol system.”
~ These observations would appear to be somewhat borne out by Sorensen (2002) who
puts forward the view that having widely-shared and strongly held valu‘esvleads to:

¢ enhanced coordination-anid control, ‘ | v'

o greater ali gnment of orgamsatlonal and 1nd1v1dual goals, and

¢ increased employee effort

210-
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These three factors are’ what lead to the performance beneﬁts of havmg a strong T

culture Sorensen (2002) further suggest that quant1tat1ve analyses as conducted by
< Kotter and Heskett 1992, among others, support the argument that. ﬁrms w1th strong '

' Cultures outperform ﬁrms with weak cultures

Perhaps the most well known and probably among the ﬁrst proponents of the v1ew o

that strong culture ﬁrms outperform their weaker counterparts are Peters and

'Waterman (1982) In the1r book In Search of Excellence they cla1m that excellent

" compames (deﬁned by a range of measures from long term growth to 1nnovat1veness) '

. have e1ght attnbutes that are characterrst1c of such firms, one of . which relates

. spec1ﬁcally to values Hands On Value Driven.... .They. found that,. the excellent..; ‘

compan1es were brrllrant ori the bas1cs and. worked hard to keep th1ngs s1mple in a -

complex world Accordmg to them the real role of a CEO s to manage the values of L

‘an orgamsatron because organ1sat10nal purpose and values are deﬁned -more by what

K execut1ves do than" by what they say Every excellent company 1s clear on what it -

stands for and takes the process of’ value shap1ng seridusly. Not only the art1culat1on -
of values: but also the content of those values and probably the way they are sa1d is
what makes the: d1fference (Peters & Waterman 1982 p.281). 'So what in relat1on to.
values d1d these excellent compames have in common? In the book . Peters an,d‘:'
Waterman put forward a range of factors 1nclud1ng B ’
£ The values were almost always stated in qual1tat1ve terms
x F manc1al values when ment1oned were always ambitious. not precise, -
x ~There was always an effort to 1nsp1re people ' .
* ;;Specrﬁc content was narrow in scope and’ 1ncluded a few bas1c belrefs l1ke.‘ .
) “bemg the best” the 1mportance of execution, supenor quality, 1nformal1ty :
“to 1mprove commun1cat1on people and service”, and a belief in mnovatlon"_»;'

and the w1ll1ngness to support failure”.

The excellent compames went in for constant mon1tor1ng of how people were do1ng‘

- and were measurement happy and performance onented (Peters & Waterman 1982 ;

p.240). It could perhaps be argued that this factor had more of a part to play in the

success of such companies than their values. In later years Peters and Waterman were

=11 - .



criticised by others who claimed that their closed view based on a l1m1ted nurnber of

spec1ﬁc attributes was no longer valid.

Support for the‘ stand of Peters and Waterman ( 1982) was provided 'by. Boxx et al '

(1991) who conducted a study among not for profit organisations based on th’e seven

organ1sat10nal values. 1dent1ﬁed by Peters and ‘Waterman as ‘representing excellence

. Boxx et al ( 1991) concluded: that management in the publ1c sector should’ 1ncreas1ngly‘
'.empha51se the excellence values identified by Peters and Waterman and focus

attentlon on any d1fferences that may exist’ between the orgamsat10nal values and

o those of employees “Thus, all organ1sat10ns 1nclud1ng those in the pubhc sector

. should _guide thelr institutions toward _development. of a. strong allegtance to these
‘ values and the excellence Wthh they purport to represent” '(Boxx et al 1991 p 204).

" 'One could perhaps offer some criticism of the study as it el1c1ted views: only from'. |
middle and upper management officials: and. 1t may be that lower: level employees ‘

would not have the same view as regards appropnate values for the organ1sat10ns

, Deal and Kennedy ( 1999 p 25), however also offer support for the views of Peters

and Waterman by demonstrating through a reanalys1s of an earlier study by Kotter and

Heskett that “strong_culture companies ,_massrvel«y outperformed .weak'ones between’ o

B l§77 and. 1988, ln his own study- Sorensen {2002) set. aboutaddr'essing a shortcOming f
‘whrch he identified in the earlier research on strong culture compames ie. the lack of -
examlnatlon of how strong cultures affect performance var1ab111ty or the rehablllty of '7
‘,'ﬁrm performance His conclusion was ba51cally that' ‘strong cultures in general lead to
| reductions in performance varlab1l1ty In stable env1ronments strong culture

'compames demonstrate better and more reliable performance but there 15 somei" .

element of trade off when it comes to their adaptrve ab1l1ty in the case of fundamentalf o

env1ronmental change Sorensen s view is that the advantages that such compames -
K gam durlng,penods of incremental change help them weather perlods of upheaval. |
Organisational Values )
From the' earlier sect-ion of this 'chapter looking at strong corporate cultures, it should
be clear that organisational values play a significant part in how employees relate to '_ 4
their, organisation and consequently impact on how they perform. In the literatur'e a

number of central themes emerge. Before examining these however, [ propose to-set

-12-
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o

L'~ out an explanatlon of what is usually understood by orgamsatlonal values and

“value system within the general body of llterature

As has already been noted Schein‘deﬁne's values as “observed' manifestations of the

' cultural essence” For Schem all cultural- learnmg ultimately - reﬂects someone s

ongmal values the1r sense of what ought to be as distinct from what is (Schein 1985
p;l 5). In some cases where values are not' based on prior cultural leam}ng they_may‘ ’

come to be seen as espoused values” which will probabl“yipredict what someone w1ll

: say 1n a glven s1tuat10n but ‘may be out of l1ne w1th what they actually do. Actual

behav1our$does not match up to the espoused values

— A= I I P . JE T T S S e e aem. s m o
SR A g e e »

l Values are the fundamental bel1efs of the leaders and members of an organlsat1on

Organ1sat1onal value statements 'set out the bas1c shared bellefs within an organ1sat1on
and should help to explam the bas1s on which dec1s1ons are made "The assumption is
that these are bas1c bel1efs and- conv1ct1ons Wthl’l govern behav1our Finnegan (2000)

adopts the deﬁmtlon an endurlng belief that a. spec1ﬁc mode of conduct or end state

of ex1stence is personally or soc1ally preferable to an oppos1te or converse -mode. of By e

' control” For Armstrong (2000) the purpose of a'value statement is to help develop a '

value-drlven and comm1tted organ1sat1on that conducts 1ts business successfully byt.-

reference to shared bel1efs and an understandmg of what is best for the enterprlse

A Deal and Kennedy (1999 p4) offer a more everyday explanatlon of values what we

stand for as a group, what we're all about, what we. rally around even when things get
tough ” The -case of Johnson and Johnson -and its response to the Tylenol cnsrs (when
it 1ncurred huge costs in a product recall due to tamperlng) is c1ted as an example ofa’

company 11v1ng up to 1ts values in times of cr1s1s

As well as. prov1d1ng standards for evaluatron of behav1our values can also serve to

st1mu1ate ot d1scourage certa1n ways of behav1ng (Ada1r 2002, p.203). Adalr also

- . believes that. an orgamsatlon s mission statement should set out clearly the moral or '

ethical values that will guide the business into the’ futire regardless of what may have -
happened in the past lemg thought to ethical con51derat10ns is shared by. Deal and
Kennedy (1999) who believe that leaders must cons1der the issue of ethics when

establ1sh1ng a set 'of values. There are many ethical values that an organisation can v

" consider and it is 1mp0rtant to speclfy, them because they inform employees and

-13 -



managers what kinds of behav10ur will not be accepted While Deal and Kennedy
_ (1999) are generally opposed to highly prescriptive codification of values (because
they see this as st1ﬂ1ng employee creativity) they are of the view that ethical values

must be expl1c1tly stated

Another factor to' consi‘dervis‘ the fact that there"may be different and competing value
- systerns' oper‘ati(ng-'within an organisation. Morgan (1997, p-137) claims thi's can lead

to:amosaic,of organisalt'ional real_ities rather than a u{mﬁfo_rml corporate culture. Within
“ ..any‘ organisation t_h’ere'car_i bea multlpllcity of reasons-why differ’ing- values are held
(e.g: race, language professional groupS" religion friendship etc.) and these vatious
.systems can lead to the format10n of subcultures An, .some cases.employees. may. have

- divided loyalt1es and coal1t10ns can form where people are more interested in -

_developing values that advance personal rather ‘than orgamsanonal goals The

pol1t1cal manoeuvrmg that goes on in many organ1sat10nal groupmgs can lead to- the
. development of countercultures i 1n opposmon to the values that are espoused by those
-in charge. Morgan goes on to take what might be cons1dered a very darmg step by

declaring trade unions as foremost among organisational countercultures

1 Will now go on to examine some of the central themes that emerge in the literature,
‘concentrating on the mor‘e' prevalent ones. '

Role of Leaders and'S'enior Managers? |

~Almost all writers- refer to“the.role of leaders and senior executives in shaping and
mo’delling the appropriate values. In their study Peters and Waterman (1982) found
that - ‘in the excellent companies, the values are .acted out constantly by senior
' management and are well understood deep in the ranks. I have already mentioned the
role: which Peters’ vand Waterman attribute to the:CEO in managing the values of an
organisation. They .‘also found that ther'leader must hav'e sustained personal
commitment to’ the values and extraordinary pers1stence in remforcmg them. The role
of senior managers. in settmg the tone and instilling the values with one voice was
" common throughout the excellent compames (Peters & Waterman 1982, p.290).
Morgan (1997, p.147) p1cks up on this point where he refers to the fundamental task
of management as being one of creating appropnate ‘systems -of shared ‘meanings to

mobilise efforts of staff in pursult of desired aims.
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There is nothlng as powerful in, deve10p1ng a strong culture organlsat1on as that of ‘
" clear visible act1ons on the part of leaders in demonstrating support for the stated ‘
‘values. O’Reilly ( 1992) states that in strong culture orgamsatlons managers
' contlnually call attention to-what i is 1mportant in word and i 1n act1on Managers who

w1sh to influence the culture of an organisation must be aware of the 1mpact their

actions will have on employees and whether or not they live’ up to the values -

.Employees w1ll generally copy behaviour they see being demonstrated by

management as bemg the: way to behave and as be1ng 1mportant to get ahead in the

orgamsatlon The dlfﬁculty facmg leaders in their role as- models of organlsat1onal o

._values is aptly demonstrated in the study by Cha and Edmonson (2003)

This particularlongitud‘inal study carried out ina small adver“tising"agency'in 'a-city in
the northeast United States: cons1sted of a range.of 1nterv1ews w1th staff and the CEO.
Dur1ng the second phase of the study most employees descnbed certam aspects of the'
: CEO’S behavrour as violations ‘of the values (without thmklng that there may have
been legmmate reasons for these actions) and thus undermining t thelr comm1tment to
the bus1ness The researchers termed this a demonstratlon of hypocnsy attnbutron and )
g employees d1d it so a$ to make sense of the leader’s.actions. An explanat1on given for
this' was that employees expect leaders to act in ways consrstent with the values As
"leaders are perce1ved to have control over therr own actions breach1ng organrsat1ona1
‘values is likely to be seen as hypocrlsy ‘The consequence of this is that- employees
become disenchanted developmg feelmgs of bitterness, 1nd1gnat1on and loss of trust in
leaders with ‘a consequent impairment in job performance and’ orgamsanonal_ r

.effectlvenesls. Cha and Edmonson (2003, p.31) also identified a simil:ar'situation in

oL

other organisations including. Hewlett-Pac'kard when Carly Fiorina as CEO was seen B

- by some employees to have grossly violated the HP way. This led to a sharp drop in

employees enthusrasm for and effort on behalf of the company.. The overall?
- conclusion from thls study is that the positive effects of enhanced performance and
' employee motlvatlon caused by having communal values.. can be underm1ned by

. hypocrisy attribution. Managers can help overcome this éffect by: -

-a) Clear and systematic communication of the values SO that employee'

sensemakmg about the, values is consistent with the mtended mean1ngs
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) b) Proactrve explanat1on of reasons behind certam act1ons and re- afﬁnnauon of _
' commitment to the values ' ,
‘c) Promotrng feehngs of psycholog1cal safety SO that employees know 1t 1s okay'

to seek clarrﬁcat1on or challenge the leaders act1ons

,

‘Values and Conﬂlct ‘
‘ 4Both ends of the spectrum are covered in the hterature in that values are seen to_ be a

- source of conﬂlct and to assist'in the preventron of conflict. Conﬂrct arises whenever
f1nterests collrde and’ w111 always be present in 0rgamsat1ons Many organrsat1onal

'-fconﬂrcts become 1nst1tut10nahsed in the value system and i 1n such fonn the underlying

,.confhcts_can be. d1fﬁcult to: 1dent1fy and breakdown In such- cases~h1story can be seen, -

'_ to shape the present in subtie ways (Morgan 1997 p-170). Miller and Yu (2003) see
-"confhct as ar151ng through value clashes where the values of the 1nd1v1dual are not -
"consrstent wrth those espoused by the orgamsatron This .is especrally 1mp0rtant for
Jmanagers who are expected to be the role models of organ1sat10nal values-which canu
'be very d1fﬁcult where: there i is-a m1smatch between those same organisational values
and. the manager s. own. They- refer to research by Kouzes as demonstratmg that :
employees who hold values that are congruent with the1r organlsat1on s values ‘dre
‘more product1ve' and satlsﬁed -(M1ller and Yu 2003, p.140).. - Cha and Edmonson :

'.,'(2003) also noted value 1ncongruence by identifying two sets of values those :

developed by the CEO wh1ch they tenned “sent values and elaborated values

.jwhrch are sent values that have béen elaborated on by employees through infusion'.

. 'w1th personal assoc1at10ns The implication of - such mcongruence is that managers
' may be l1kely to unwrttmgly engage 1n behav1ours that employees see as inconsistent

. W1th the values

- Values can also provrde a broad framework of order within which employees can be

: g1ven freedom and thus ass1st 1n developmg creative capabrlrtres According to Peters
_ and Waterman (1982) havmg a»set-of shared values can provide the framework within
“which »people‘ can experiment because they know what is expected of them — shared
values can provide the requrred drscrplme in preference to loads of rules and
. procedures which can kill experrmentat1on A theme that surfaced with surprising
regularity in the Peters and Waterman (1982) study was the need to allow people

R develop their creat1ve capab111t1es and: the consequent support for fa11ure The N
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of 1mproved performance S

discipline that strongly held shared values provide was seen as cruéial to this aspect of © -

“the excel_lent companies.

,Most of the wuters allude to the benefit that strongly held shared values g1ve in

relation to goal al1gnment and the fact that there is usually less room for debate and

" conflict over what may be in the organisation’s best‘lnterest.

'Change, Crrsrs and Decrslon Makmg

.Havmg a: clearly artrculated set of values that can act as gurdmg pnncrples in times of

]

. crisis or major change is another area: where there is general agreemetit 1n “the

: ;,lrterature I have already mentroned the case. of J ohnson and: J ohnson whrch»was crted -
: '—"';by many as'a case in po1nt Values can play a role in help1ng employees focus on

- what’s' 1mportant dunng tlmes of great” change (Lucas 1999 p: 10) Lucas exammes

* the case of Ulster Bank Group who faced a very turbulent compet1t1ve market in the

: ﬁnan01al services industry. The company decided that developrng a clear set of

corporate values would help employees understand and partlcrpate fully in the planned

.changes. The top team put an enormous amouint of energy rnto, this project. including

an intensive year long process of consultation resulting ‘in the adoption’ of seven

. corporate values. Lucas claims this has .clearly paid off in terrns'tof staff commitment |
and improved performance on the job. In 1997 a -staff '_survey showed that 54% of
employees were proud to .work for the‘company When the question was. asked 'again'. .

\receritly,"the 'ﬁgure had risen 'to' 82%. (Lucas 1999, p. i1). Within' the'article |

however there is llttle other evidence supplred by the author to substant1ate the clalms ’

[

o Rerlly (1992) belleves that dunng times of crisis or when people are ‘riew to a,
"s1tuatlon they will look to others for. gmdance about what to do and for 1nterpretat10n

of events. There is generally consensus in strong culture organlsatlons about these

questions. Morgan (1997), however, v1ews such consensus in a negative light- as 1t

can hinder ﬁndmg new and alternative ways of doing things.. In this way value

_systems, on which our .understanding of issues is based, can act as a block to finding a

solution to a crisis. Values also exert considerable influence over what dec1s10ns

eventually emerge from discussion by shaplng how we think and act.

-17-

3



Sorensen (2002) drscovered that strong cultures (values that are w1dely shared and '

strongly held’ throughout the organlsatron) face difficulty in times of env1ronmental
change because success in volat11e envrronments requires being able to learn from new
“and changmg srtuatrons The lack of 1ntemal dlver51ty in these organlsatrons miakes it

d1fflcult for them to adapt

Attractmg, Recrultmg and Retaining. Staff

Values can -assist compames in- the -war for talent and help self select the nght'

employees for an organrsatron Lucas (1999) claims that the knowledge workers of

~ the future are more lrkely to choose an organ1satron whose values are in tune with

therr own. LIf. a company is.clear on~what 1t stands- for then - peoplewwho share those -+« ..

belrefs w111 be attracted to the company Having a clear. value statemnent gives

potentlal employees gurdance on, what is consrdered 1mportant to the organisation.-

- L Mrller and Yu (2003 p- 141) point out that orgamsatrons nowadays are looking more

to recrurt staff -on the bas1s of the values they hold rather than their skills because

skrlls can be learned on the job but the values a potentlal employee brings. to the JOb '

are much harder to change

- Adair (2002, p.221) refers to a survey published by McKinsey which_showed that

people wanted to work for companres whose values and culture they admired and to
- be 1nsp1red by the busrness mission.

Shendan (1992) 1nvest1gated whether par’ucular cultural values help or hinder

organlsatrons in; retammg therr most productrve staff. What Sherldan concluded was . |
that profess1onals h1red in firms empha51s1ng mterpersonal relationship values (team - =

L onentatron respect for people ctc.) stayed fourteen months longer than those in fn’ms
| emphasrsrng work task values (deta11 and. stab111ty) This difference in survival rates

© was -felt to have 1mportant 1mpllcat10ns for organlsatronal performance and

effectlveness Consrdermg the total number of employees hired in each business

durrng the.study, Shendan estimated that a company emphasising task values 1_ncurred '

an ‘opportunity loss of. approximately $6 to $9 million more than a oompany
emphasising interpersonal relationship values. However, generalisations from this
research may be limited as it was conducted in the accounting profession which is

generally regarded as highly mobile. ‘Another limitation is that it was based on a
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purely quant1tat1ve approach which offers no explanatlon of how differing’ cultural . ’

values 1nﬂuence retent1on in specific organisations.

~Mampulatlon of Employees and development of cymclsm

A rathér critical view of the wr1t1ngs on the success of strong culture is taken by
'Mo_rgan _ (1997) “who .caut1ons ‘against management -nat1v,1ty in be11ev1ng that
‘ ‘modifl'catio‘ns to the e‘xisting‘culture will Kimprove producti‘vity This belief is causing

’management to focus attentron on what Morgan sees. as the potentially dangerous‘

‘trend of ‘values engineering”. The resultmg res1stance and reaction of employees to!'

such man1pulat1on is, according t to Morgan (1997), oﬁen overlooked in the wr1t1ngs

Mrller and Yu (2003) also cautlon agalnst the s1mphst1c view that adoptmg a set of -'
value statements will result in. changed employee behav1our Establlshmg a .
fashlonable set of values that do-not match the ‘business or- the employees can lead to
_the creation of cyn101sm de-motlvated employees and undermme management‘
cred1b1l1ty S . : B !

- Improved Organ’isational Perfo'rman'ce‘and Employee Commitment

_ In addition to. the points ¢ above and in many ways resulting from them, the one. aspect

of hav1ng a strong set of corporate values that’s most.often referred to-in the l1terature o

is that of the link with lmproved‘ organisational performance Back in 1982 Peters and
' Waterman extolled the virtues: of strong corporate cultures and clearly articulated the -
. view that such companies performed better that the1r counterparts ‘Deal and Kennedy
(1999) say that in the fifteen years since they ‘wrote- their ﬁrst book a number of
“studies have demonstrated SOlld quant1tat1ve evidence that compames with strong
cultures outperform run- of the- m111 companies by a massive margin. Based on an
- earlier study by Kotter an.d Heskett and through a reanalysis of their data, Deal and
Kennedy concluded that-:b L | ' |

1. Culturally strong companies averaged 571% higher gains 'in,operating earnings
over an eleven year period. ' .
- 2. Companies with highly rated cultures averaged 417% higher returns on

investment, and
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3 Companles w1th strong cultures saw the1r stock prlces lncrease 363%, -
rwhen compared w1th their culturally challenged peers: over the. penod of the study
Core values appear central in those companles classified as culturally robust by Deal "

g ;and Kennedy (1999)

Among the many beneﬁts of havmg aclear value statement put forward by Miller and
Yu (2003) is the development of more committed employees and improved '
7 product1v1ty They do not however put forward any quantitative data to support th1s
. contentlon but refer to the stud1es of others such as Dearlove and Coomber (1999) .

Boxx el al (1991) support this view and concluded in their’ study that most executives ‘

will agree that adhenng to the values espoused by. Peters and Waterman will, enhance; - ."__‘_ )

orgamsatlonal effectiveness and performance

_Sorensen (2002) 1n looklng at; env1ronmental effects on organlsational performance

. concluded that in. stable env1ronments compan1es that are perceived to have strong

cultures exhlbit supenor and more reliable performance These organisatlons are’ also

y able to use the advantages gamed durmg these stable penods to- help them overcome. o

- _difﬁculties in perlods of fundamental change o’ Rellly ( 1992) refers to a number of

R well known companies (3M Johnson & Johnson, Apple and Kimberley Clark) whose -
| --success 1s attributed to their d1st1nct1ve culture He also attnbutes the dramatic;’
'tumaround at an. NUMMI (]Oll’lt venture between Toyota and General Motors) plant in.

_ Callfomia to the development of a dlstlnctive culture which empowered employees tov |
ilmprove quality and the productlon process The result is that * product1v1ty is almost |
'double what GM gets 1n other fac1lit1es and the quality of the: automobiles is the

';highest in- the GM system” (O Rellly 1992 p.452). Another consequence of: ‘the. .
' changed culture is that absenteeism is 2% at the Californla plant compared to’ 8% at :

- other GM fac1l1t1es

L1m (1995) 1s onie of the few wrlters who' palnt a somewhat different picture. He

. "_highlighted a lack of con51stency in the performance measures used and the lack ofa

'commonly agreed definition and model of culture as some Of the methodologlcal
problems in other studies.. He cites research by Frame et a/ (1989) .and Quick (1_992)
o as providing no .emp'irical, evidence relating culture-to organisational performance.

There was.little -eVidence to support a relationship between the inculcation of a set of -
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values ina workforce and a resulting 1mprovement in organ1satlonal performance On
examlnatlon of research by Lewis (1994) camed out in an educatlonal 1nst1tut10n Lim
. (1995) concluded the f1nd1ngs suggested a negatwe or at-best no, relat1onsh1p
betweeii culture and performance contrary to the v1ews of Peters and Waterman -
{ 1982) or Deal and Kennedy ( 1999) Studies lookmg ‘at the. 1mpact of a strong ‘

: corporate culture failed to account for the 1nﬂuences of sub-cultures and other -
var1ables such as structure and leadershlp Lim’s overall conclusion is that despite - :

cla1ms ofa causalrelatlonsh1p, thecultureperformance l1nk‘_rema1ns, unclear.

ﬁsing Organis'at_'iona_l Values to Improve Employee Performance : 7

P . The key: t‘o,succeSSﬁill){t. using-an organisational.value:system to-‘drive p'erformance is -
| fo ensuré a clear link"with"the“perfonnanCe management 'systern in doperation.in the
business. If an organisation wish.es to ‘use values to improve. performance then,

| clearly, employees must be assessed on how t‘hey.dem'onstrate, and adhere. to these '

 values. ‘The literature would.s_ee'r'n to conﬁr_m' this is the case. For instance-all of the
eXcell'ent companies identified by Peters and Waterman (1982) measured adherence to

7' organi‘sational values and this was an inherent part of the performance ‘managem‘ent _
system Effective performance manage’rnent is crucial"for enhancing organisational
effectlveness and “the accompanymg ﬁnancral returns. - Current examples of
orgamsatlons that use values to drive performance are- General . Electnc, Hewlett-
Packard, . M1crosoft and’ Southwest A1rl1nes Accord1ng ‘to Ulnch and Smallwood
(2003) both General Electnc and Mlcrosoﬁ are among the most valuable brands in the -

world ,

--Perforruan'ce fclar'_l‘.be taken to mean the extent to which an employce fulfils his-or her .

B job requirements '(D:réher & D lougherty 2003, p. ‘140) This can be Seen in terms of

outcomes ach1eved and/or behav1our i.e. the way in which an 1nd1V1dual ‘gets work &
done.  Armstrong (2000, p.3) acknowledges the definition by Brumbrach

| “performance means both behaviours and results” as bringing both these’ concepts

together. Performance management should be seen as a strat_egic-‘ and‘integrated

| process whose fundamental goal, is to establish.a, culture that delivers sustained
success to the organisation by improving the performance of staff arid developing their

capabilities while at the same time improving business proCesses. Dreher & -
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ougherty (2003 p.140) see the role of performance management . as that of

identifying, measuring, revising and develop1ng human performance in. orgamsattons

High levels of organisational performance can only be achieved if employees have a
clear understanding of the strategies .and goals of “the organisation. 'Through a
performance management system corporate objectlves and values can be cascaded, ‘

-down through business unlts thus setting standards of performance -at.the iridividual

o level Standards define the behav1ours required for- successful performance .and

'-should reﬂect the “value system of the organ1sat1on Through the performance" -

management process organ1sat1ons can- ensure that the values are understood ‘and.”

,fqll_owed?t_hﬁroughout the business., Values 1nﬂuence .both the:focus.of performance

St management for example on: .customer . care, quality or . “innovation and' how .

- performance i is: management is camed out for example the th1ngs that are measured
.(IBEC 2002) Armstrong (2000 p 138) bel1eves that a s1gn1ﬁcant factor contnbutmg
. to: 0rgan1sat1onal effect1veness is_a value system that emphas1ses performance
capablllty, product1v1ty, quallty, customer serv1ce . teamwork and ﬂE:XIblllty
e Appropnately 1mplemented the performance management system can play a major ‘

contnbut1on to makmg this happen

-

I w1sh to conclude th1s chapter by takmg a br1ef look at how General Electric (GE) }
- managed performance during’ the time of J ack Welch - someone 1 consrder a master at -

using values to drive performance Since the early 19005 GE has been recogmsed as

one of the world’s leading busmesses and has regularly found itself at the top of the . . .- »

list of the most ‘admired companles GE has also been seen as, and W1dely followed '
as, a model of modern management pract1ce (Bartlett& "McLean: 2004) This much
- admlred model is rooted in the-organisation’s cultural values ‘

- Jack .Welch became Chairman and CEO in 1981 ‘and set each business within the :
corporat1on the goal of belng No. 1 or 2 in their business. Even though he conducted
a radical restructurmg programme ellmmatmg over 100,000 jobs up to the mid 1980s
he also invested heavily in management development programmes. In 1989 Welch

initiated a cultural change programme  called “Boundaryless” which would break

“down the. bamers that divided businesses, functlons and geographic regions. Welch . =

‘descnbed boundaryless as “the idea that will make the d1fference between GE and the
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e

_ rest of world busmess in the 19905” (Welch & Byrne 2003 p- 186) In order to-ensure |
that the new cultural values were bemg embedded in the company,nWelch 1ns1sted that :
' managers be graded not only on their performance against busrness objectrves but also
“on how they l1ved to the values In 1992 Welch did somethrng that. really made the ’.
~values (1nclud1ng boundaryless) come to life,. he developed a matrix to. ‘help 1dent1fy
~ the dlfferent types’ of managers,_based ~on therr ab111ty to deliver the numbers while

P maintfaining.;the:values (Welch & Byrne 2003, p.188j. This identiﬁed four types:

Type I: dellvers on commltments and shares the values _His. or her future isan

. easy call.

«;q-;b—ﬂ,%.,.a; B A S B o T .:.:,_—.———-uc.s B Rt

S

T Type 2 doesn t meet the comm1tments and doesn t share the values Agam an

" easy call but not a pleasant one -

Type 3 mlsses the commltments but- shares all the values Will be given’a
- second or: perhaps a th1rd chance to make a comeback '

Type 4. del1vers on the commrtments but'doesn’t’ share the values The mostf

dlfﬁcult to deal w1th as generally thrs type of manager forces performance out -

] 0f people

: In the new value system the Type 4 manager could not' rema1n at GE Welch made a |

.pomt -of lettlng the management teams know that not l1v1ng up. to the values was not,

'acceptable and what the result would be “ four were asked to go because they d1dn 1

practlce our values” (Welch & Byrne’ 2003 p. 189) These core values were what
" would ultlmately set GE’ apart from” 1ts compet1tors A group of over 5 000 GE

.- employees worked for a three -yéar penod to develop a values statement Welch*

1 ,cons1dered this statement so important that it was reproduced on a lam1nated card’

: -whlch everyone carried.

‘Over trme Welch further refined the performance management process by asking each -

manager to rank employees on a forced distribution of (l) the top 20%, (2) the highly o

valued 70% and (3) the least effective: 10%. This came to be known as the “vitality ..
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curve”. Managers were urged to counsel thOSe in the bottom 10% to 1mprove or move .

“otit of the company. Everyone had to- Walk the talk.
In his time at GE, Welch generated an average annual total retuin to shareholders in

excess of 23% (Bartlett & McLean 2004) ) S PR

Conclusmns o

Takmg the above studies into account it seems-to me that the evrdence is. clear that "

havmg a well understood and deeply rooted value system - leads to 1mproved'-"'

. ‘orgamsatronal perforrnance The-examination of the. l1terature has also demonstrated- =R
that those organisations with a value system pérform better - than those orgamsatrons

W1thout a clearly artrculated set of values

Working from that perspective it is now time to move on and put some of the findings
, ., from the literature to the test. The remaining chapters report on this process.

o .
B
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| Chapter 3: Res‘e‘arch Methodology
Introduction | |
Research can be deﬁned as something that people. undertake in order to find out things
ina systematic way, thereby increasing their knowledge (Saunders Lewis & Thornhill
2003). Research can be directed towards the confirmation of existing facts or the
discoirery of new knowledge. Whatever the ultimate aim of the research the nature of
- the 'process can.often ‘be relatively unstructured and frequently unpredictable thus
" leading Remenyi et al (l998y)lto'liken itto a voyage of discovery where the researcher
may end up not o’nlif‘ learning about lth‘e subject matter and research methodOIOgies but
also abou.t‘hi._m or herself. o i - i
This chapter sets out to explain the methodology I employed on such a voyage of
discovery, it w1ll also examine the underlying methodologlcal 1deology and outline the

research questions :

a Tl‘llS research' sets lout{_to‘gain an understanding of whether senior managets, in my '
' organisation,'-see a potential benefit in the .adoption of a formal set of organisational
values in relation- to‘managing employee performance ' Senior managers were chosen -
because of the crucial leadership role they play in the management of performance as

rhighlighted in the review of the literature outlmed in chapter two of this paper. .

- vRes’earch" methodology cah be. thought of as the procedural framework within which s
research is conducted ,or the instrument through which the research- obJectives are.
achieved It reﬂects a number of philosophical assumptions and can be seen as -

_bridging’ the gap between these higher phllosophical ideas and the actual research
o ﬁndings (Wass & Wells 1994 p.5). - ‘ '

-The Philosophical Traditions o

A common obJective for research in management and the social sc1ences is to explam
" social b_ehav1our. Researchers are divided when it comes to the interpretation of .
" explanations and how the study of the empirical world can be used to gain that
explanation. These positions, often seen as opposing, are characterized by alternative

philosophical assumptions between positivism and phenomenology.
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Poszttvrsm ' ‘
The key idea. of positivism is that the social world exists externally, and that its
properties should be measured: through objective methods, rather than being inferred
' subjectively 'through sensation, retlection or intuition - (Easterby-Smith, .-Thorpe
&Lowe, 1991) Some of the 1mpl1catrons of this ph1losoph1cal stance are: |
- @ The observer is 1ndependent of: and ne1ther affects nor is affected by the
subject of the research | ‘
e The empha51s is on quant1ﬁable observatlons that lend themselves to statlst1cal
analy51s ‘ ' o '
° -The methods employed should be ObjCCtIVe and 1mpart1al and 1mmune from;f
the 1nﬂuences of human- valtes and bellefs _ '
- e The ﬁnd1ngs of researchshould be capable of generalizatlon.
' AiAcco_rdingv o Saunders \é,t al (2003) the researcher in this:"’t'radition assumes the role of
, an objective“analys,'tf coolly m’aking detached interpretation's about those data that, have

‘been collected in an apparently value free manner.

Phenomenology N |
This research paradlgrn is sometlmes descnbed as. the 1nterpretat1ve approach . and '
1mp11es that every :event studied is a- unlque 1nc1dent in'its own nght Each situation is
seen .as unique and its meaning is a functlon of the c1rcumstances and the 1nd1v1duals
“involved (Remenyi et al 1998) This parad1gm developed largely in reaction to the
_appl1catlon of p051t1v1sm to the soc1al sciences. It v1ews the world and real1ty as belng" .
socially constructed and: glven meaning by people and not ob_]ectrve and extenor The

task here, i _rs not. to_ gathér facts but to apprec1ate t_he different constructions and
meanings that peOple place upon their eXperience' Human action arises from the ‘
- sense that people make of different s1tuat1ons rather than as a d1rect response from

"extemal st1mu11 (Easterby Smith et a/ 1991). Saunders et al (2003) say the role of the:

interpretivist 1s to seek to understand the subJect1ve reallty of those that they study 1n

order to be able to make sense of and understand their ‘motives, actlons and 1ntent1ons,
in a'way that is meaningful for these résearch participants:

Thlsparadlg‘m uses a much more inductive approach to social research which moves

from observation to the construction of theories rather than the other way around.
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Positivism or Phenomenology"

Taking both of these d1fferent ph1losoph1es and their respectlve advantages and d1s- '
advantages_ into account [ _formed the view ' that phenomenology was the most
appropriate‘-strategy vfor".‘ me to follow 1n this research. - .Positi'vism has ' trouble

explaining the ‘why. behind many orgamsat1onal 1ssues such as why people hate their

Jobs, why customer service is poor or why some corporate cultures can be centralised

and others need hlgh degrees of autonomy' This leads Remeny1 'et al (1998 p. 95) to ‘

state that “to cope: w1th the problems of people and orgamsatlons 1t is necessary to go

~beyond posmv1sm and use a phenomenologrcal approach to research”: lmpllClt in the .
- research bemg carried. out in thls study is.a requrrement to understand the why beh1nd

_ manager behavrour and attltudes |

It must also ‘be: remembered that the pos1tlons outllned above are pure examples of

each parad1gm In pract1ce many ‘researchiers do not hold ﬁrmly to one or other

) approach Whlle the d1st1nct10ns may be clear at the philosophical level when it

comes to the 1ssue of the use of qualltatlve or quant1tat1ve methods and to the i issue of

‘ research des1gn the d1st1nct10ns can break down (Easterby—Smlth et al 1991).

Quantitative: and Qualltatlve Approaches

-'Wlthm the research llterature many authors draw a distinction between quant1tat1ve

and quahtatwe research, w1th qualitative methods bemg most oﬂen associated with the

_phenomenologlcal paradlgm and quant1tat1ve methods assoc1ated w1th the positivist
o phllosophy Saunders et‘al (2003) set out the followmg as the distinctions between

'!quantltatlve and qual1tat1ve data

Table 3.1 Distinctions between QMantitative and qualitative datd -

Quantitative data =~ _ Qualltatlve data
e Based on meanings derived from o Based on meamngs expressed through
' numbers S ‘ words' ,
e Collection results in“n'umerical and . | ®- Collection results in non- standardlsed
standardised data g SR data requ1r1ng classrﬁcatron into
e  Analysis conducted through the use of i categorles
diagrams and vstatis'tﬂics ' ° Analy51s conducted through the use of
' conceptualisation

Source: Saunders, [ewis & Thornhill (2003).
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. Qual1tat1ve research can add new d1mens10ns to the area under study but. by its very S

.. nature it can be more demandmg on the researcher because ‘there are no formal ﬁxed

* rules govemlng qualltatlve research and analysis. Many researchers cla1m thatr
_qualitative . methods come into their own where the ‘research focus is ‘more on '
behav1oural or people i issues. When we want to 1nvest1gate feellngs att1tudes values '
'percept1ons - those unobservable fluid and 1ntang1ble factors Wl'llCl'l help explain
human behav1our - we need to ask quest1ons and collect data'in the form of words
rather than numbers (Riley et al 1998). Th1s type of research is labelled qual1tat1ve‘

and seeks to describe explanations based on non-numerlcal data. My main reason for ©

deciding on a qualitative route is most aptly summed up in this quotation from Sykes' T

:’(as cited i 1n Healey & Rawlmson 1994).« the main reason “for the potent1al superiority:

of qual1tat1ve approaches for obtaining mformat10n is that the flexible. and respons1ve',

interaction. wh1ch is poss1ble between 1nterv1ewer and respondent(s) allows meanmgs '

to be probed t0p1csito be covered from a var1ety of'angles and quest1ons made clear to -

. respondents”;

" Research Strategy | e
Research strategy is concerned ‘with-the overall approach' adopted to answeringr.the
research questlon There are various strateg1es that can be employed some belongmg'_

‘ ﬁrmly to the- pos1t1v1st approach and others ﬁnnly rooted in phenomenology It is
. v1mportant that the strategy selected 1s approprlate to the research question and .
objectives: The strategles ‘available 1nclude among others expenmentahon,, case
study, action research survey — 1n-depth and large scale — .and grounded theory _
’ Taking account of the nature of my research top1c and research ob]ect1ves I dec1ded to
| follow the i in- depth survey ‘This generally attempts to obtain detailed ev1dence from. a
relatively small number of informants through a series of interviews. Saunders et al
(2003) recOmmend this ‘approach where it is necessary for the r'e‘searcher to understand
-the reasons for the dec1s1ons taken by part1c1pants or to understand the reasons for

the1r attitudes and op1n1ons
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Rese'arch:Q_uesti'on' and Objectives

"The central research question.to be addressed is :

to gain an understanding of Whether senior managers see a potential benefit in the
adoption of a formal organisational value system in relation to ‘managing employee

performance.

The objectives set out as part-of thisre‘search &1uestion'.are: : | _
- 'To identify what senior managers see as the current values n the orgamsatlon o
- ®» To explore wrth senior managers what values they feel the organ1sat1on should
" have in order to deliver onits. statutory functlons S I
o To 1dent1fy from the semor managers perspéctive, the potent1al 1mpact that a.

value system m1ght have on the management ,of employee‘performance;

* Interviews as a Data Collectlon Method

Y
>

_-W1th1n bus1ness research 1nterv1ews .can range from the very structured (ask1ng
everyone the same set of quest1ons 1n an identical form) to d1scuss1ons on.a series of
items where quest1ons vary from one interview to another. Riley et al (1998) ma1nta1n
that 1ntervrew1ng is part1cularly su1ted when the researcheris seekmg 1ns1ght 1nto how
_ individuals or groups think about the1r world and how they construct the reallty of’ that
‘world. Easterby-Smlth et al (1991) see the interview as bemg 1mportant because’ it.
gwes the researcher the opportumty to probe deeply to uncover new clues open up |
new d1mensnons ofa problem and to sécure v1v1d accurate, 1nclus1ve accounts that are

o

based on- personal experience.

Structured 1nterv1ews are most suited to gathermg factual, quant1tat1ve or non-emotlve
lnformatlon and evidence. Non standard or sem1-structured interviews are su1table for

seeking explan_atlon and understanding and are often associated' with interpretative

reésearch which mainly ’us'es_ ‘qualitative forms of aralysis. In a s‘emi-structured.‘
interview the questionsposed'_vary' from one interview' to the next »according to how .
" the inte"rvievv develops, the'knovvledge of the respondent and level of understanding of
- the interviewer at the time. of the inter'view.(Healey& Rawlinson, 1994). In. this

situation the interaction between the interviewer and interviewee is emphasised rather

E3
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‘than minimiséd. It is ore like, a social process with the interviewee taking dn active
‘role. N ' - -
The Intervrew Process

‘ Therefore, it seemed to” me that a semi’ structured 1nterv1ew would be the most -

E , appropnate date COllCCthI'l method. Supplemented w1th my in- depth knowledge of the

o 0rgan1sat1on and my -access to a wide range and level of other data T felt that

N _1nterv1ews alone would be sufﬁc1ent as my primary method of data collect1on I felt.

£ 'v'.that use of a questronna1re would not su1t the nature of the 1nformat10n [ sought to

'collect as- the 1nterpretat1on of certam values and the meanings behind them could. not
. be :adequately 4_covered ,.51n a serles- of;_set- questlons. Additionally; reasons behind
. réspondents replies COuld not be adequat'ely probed in a questionnaire These. issues
were s1gn1ﬁcant Teasons for the choice of sem1 structured -interviews as part of this

'research prO_] ect.

1 declde’d to use'. one-on-one. intervieWs and all senior managers whom I appro'ached,
"'agreed to part-icip'ate -One-on-one 1nterv1ews would allow. each part1c1pant express_
views freely and allow me to probe reasomngs behmd responses without causmg any
~ tensions Wthh [ felt might have happened in a group situation. This was 1ndeed borne:
out by some; of the 1nfom1at10n revealed to me that could ‘be interpreted by some as‘ )
: 'cr1t101s1ng members of one’s peer. group and other colleagues. 4
: Due to t1me l1m1tat10ns a total of seven managers were 1nterv1ewed and this represents:.'

"'60% of the populat1on and 50 I felt. it was extremely representatrve of the group.

Managers were selected so as to-cover the core sen1or layer W1th1n the orgamsat1on "

and also to ensure representatrves from. each of the three main structural divisions in
~the ‘organlsatlon were 1ncluded I approached all selected 1nd1v1duals 1n1t1ally and
expla1ned the Ob_]eCthCS behmd my research, why I wished to 1nterv1ew them, how
long the interview should take and the use to which my findings could be put-in terms
of beneﬁt to the organisation. The experlence noted by Saunders et al (2003 p. 251)'

“that once eXxpectations have been clearly establrshed about the length of time
‘ requlred and part1c1pants understand and agree with the objectives of the research
interview, they have generally been willing to agree to be interviewed” was borne out

in my s1tuat10n.
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- The average length of serv1ce of part1c1pants in the 0rgan1sation was approx1mately

' 'elght years ranging from almost ﬁfteen years to Just over six months’ and length of

“service in a senior management position ranged from ten years to just over six months.

The' original intention was to interview the CEO first and then to put his suggested
value set to the other senior managers within, my range of questions.” However, this

- did not . turn out_to.be possible because my 'interview ~with the CEO had’ to be

. - rescheduled unexpectedly and 1nterv1ews had already been arranged with some of the

other sen1or managers Wh1le a little disruptmg at the t1me the beneﬁt of this in .

T -h1nds1ght was that all the senior managers when asked to-. suggest the1r own values.

showed remarkable 51m1lar1ty Wthh I would- otherw1se have m1ssed Another pomt'
‘wh1ch they all raised was that the value set should be’ arrived at by consultatlon and'
- agreement and not dictated by those at'the ‘top of the orgamsation
.Healy and ll{a_w’linSOn (:l 994) state that the most important factors contributing'v to a
" successful’ interview are trust and rapport. ‘Sympathetic understanding is the attit_ude
* fost likely to_promote such an_atmosphere and hence yield the best 'response, The . -
“ social skills of the interviewer are.thus a key factor. I consider that through my role in
. the organisatioh as Hum’an Resources Manager I have built up a considerable level of
trust. with all the sénior management group: and they respect me as a person. of
1ntegr1ty I also have cons1derable 1nterv1ew expenence gained through a w1de range
of human resource management processes Such as, _recru1tment, couns_elling, gnevance
* “and disciplinéry investigations. This coupled with my sound knowledge of the
bus1ness itself. and the backgrounds of the 1nterv1ewees made for an open and detailed

ser1es of 1nterv1ews and | was able to assess the accuracy of the mformation offered

All ‘managers were assured' of conﬁdentiality and . anonymity ‘in‘.relatio"n to " the
dnforniation diSclosed. , -Riley et al (1998) mlake the point that it is.,pos‘sible. that
. gUarantees of .conﬁderitiality can increase “the reliability "and truthfulness of. -
. respondents’ inputs into your research. I wished to tape the interviews because this
would enable me to concentrate on listening and the phrasing and order of the
. questions rather than on extensive note taking. Once assurances were given that the
transcrib_ed records would not be appended to the re'port all managers we_re happy to

proceed on that basis. Many authors.,make the point that recording the interviews may
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< 1nh1bit the responses [Healey & Rawlinson (1994), Easterby-Smith et al (1991); Rlley
| et al (1998)] However 1 found this not to be the case, and all qu1ckly forgot about
the tape recorder as ev1denced by the open and frank" way in which 1nformation was
freely given; the, language used and the nature of the. examples put forward to 1llustrate
particular pomts of v1ew Each 1nterv1ew was transcribed as quickly as p0351ble after
“its occurrence (usually within hours) ‘this. helped to . control -bias and prov1de an

accurate and reliable data bank for- analys1s

Overcommg bias m the process 7
A number of data quality issues can be 1dent1f1ed in relation to the use. of semi-

structured 1nterv1ews related to I S o =

. 'Réliébility .

e Forms ofbias _ X , .

e Validity and generalisability Saunders ot al (2003 p- 252) |
In r.el'ation.‘to. qualitative research reliability is conCerned with.-"answering the‘.ql'iéstionr
“would thé same study carried out by two different res)earchers'using- the same
. technique produce' the same fmdin'gsf"}(Healey &.R'awlin‘s'on 1 9"94;,p. 132). The lack-of -
| standardiSation in qualitative research interviews can. lead to concerns about reliability'

. and this concern is also connected to blaS In these types of 1nterv1ew bias can occur

-' in two ways Intervrewer bias can occur where the researcher attempts to 1mpose their
-own beliefs and frame of reference through the questions asked thus. creating bias in

the- way that 1nterv1ewees respond “The interviewer -can also demonstrate bias in the
‘way in Wthh responses are. mterpreted The second form' of bias is interviewee bias
_and this can lead'to respondents providing only part1a1 mformatlon to ensure they are .'
cast in a good light orthat their organisation is cast in _either a pOSlthe of negative

fashlon

Validity. refers’ tb; the extent to which the researcher ga'ins, access to their participants’
‘kinowledge and .experience and is able to infer a meaning that the participants intended
from the language that was used by this person (Saunders et al 2003, p.253).. I have

already referred to the possible superiority of qualitative interviews especially with
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regards. to validity as evidence by the QUotation from Sykes outlined earlier in'this

chapter.

'

'Being aware of these issues I tried to design my research and data collection approach

in such a_way as'to r_educe the possibility of bias and error. "The techniques employed

. in my research incorporated many from the checklist “key measures to overcore bias

- in qualitati\;e,rnterviews” provided by Saunders ef a/'(2003) including the following;

The level of lnformatlon supplled to the 1nterv1ewee

All participants were supphed with relevant information at ]east a week in

“advance of the -interviews. Providing them with a llst of themes I w1shed to’
explore promoted va11d1ty and re11ab111ty by enablmg them cons1der the_
--‘mformatlon bemg sought and also by allowmg them time to prepare in
advance The interview themes were derived from my expenence of the +
_orgamsahon the 11terature [ had read; subjects I had covered as part of my"

".masters programme and d1scuss1or1 .with my superwsor A sample letter that I '

sent to partlclpants 18 attached at Appendlx A

The. nature of the openmg comments at “the commencement of the
mterVIews ‘ ‘ ' ‘ '

At the start of each sessmn I took the opportumty to agam thank the

‘ part1c1pants for agreelng to - the d1scuss1on and to reassure them. as to the

prev1ously.agreed_ right to conﬁdentrahty and anon_yr_mty. - The rlght.of the

participant not to answerany' question was stated and their option to stop the - .

tape recording if they so wished, Neither of these issues:arose durmg the - -

interviews. Participants were. also mformed that the written transcript of the -

“interview would be sent to them for- review. Each of these matters worked to
' increase the level of openness on the part of the part1c1pants and therefore

: reduce the possibility of b1as

Approach to questioning _ _
When conducted appropriately, your approach to q'uestioning', should reduce

the scope for bias during the interview and increase the reliability of the

~information obtained (Saunders et al 2003, p-258).. Being conscious of this I,
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' ensured that my ouestiOns were ciearly phrased'and f)osed in a neutral t'one of
voice. As’ much as possrble open questlons were. employed When I w1shed to
. focus- on d1scover1ng ‘Tesporses to spec1ﬁc altematlves a selectlon of probing
: questlons were used to improve or sharpen the 1nterv1ewee s reSponse

Theoretical concepts-and jargon were avoided as far as p0551b1e and where .

needed ‘I always en__sured that™ the ‘1ntervv1ewee understood my 1ntendedv .

meaning. Leading questions or-overly long questions were avoided.

‘.Where mterv1ewees tended to give long and’ somewhat rambhng answers to
--the questlons I used reﬂectlve and summansmg techmques to ensure my
,understandlng was: accurate.. ThlS can be a powerful technique for av01d1ng a.

= blased or 1ncomplete 1nterpretat10n

Based on the methodology set out above I then went on to conduct my . pnmary '

research and the findings from th1s are: outhned ini the next chapter.
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Chapter 4: Analysis'and Presentation io‘f‘ Findings

This chapter p‘resentthe results of my research and 'details‘fr"om the interviews. thatv
. were conducted.. All seven 1nterv1ews took place over a two week period and each
"lasted approximately 40 to 45 mlnutes All 1nterv1ewees were . asked the same main ..
questrons but the order of the questlons was changed in some cases dependmg on how

. the 1nterv1ew was ﬂowmg

“The analysis and ﬁndmgs are presented under the main themes of the questlons as 1’
 feel this will assist the reader to gain a better understandmg of the issues emergmg in -l
- theresults. As mentloned in the methodology chaptér all 1nterv1ewees.were assured3 of
confidentiality and anonymity. In keeping with this assurancé a summary'of the views
from the interviews are presented in this chapter "The interview transcnpts amount in

total to approximately 30,500 words and these are avallable separately for review, -

‘ These are the questlons I posed to each 1nterv1ewee For conﬁdent1al1ty reasons the

name of the organisation has been changed as outlined i in the introduction chapter.

-

1. Have you any experience of values systems from other organrsatlons you

.worked w1th and if so, what 1mpact the value system had on the orgamsatlon?
2. What do you see as the current values.of the Commission for Administrative

_Affairs?

+

3. What values do you th1nk this orgamsatron needs in order to dehver our

statutory obli gatlons?
4. How would you expect people to behave if living to these values?

5. Would you see a role for a value‘syst‘em in the CAA, and if so, how would you

"like to see it introduced?

6. What impact, lf any, would a value system have on the CAA?
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7. Woulda value system assist you in managing staff ‘pe‘rformance? '
8. Would you see a role for senior managers in reinforcing the values?

9. Whether you think‘hayi_ng a set of core vélu_e§ would have any impact on:
a. émployee commitment;‘ - |
b. recruiting staff; - |
c. dealing \;vith"‘co'nﬂiét';.change-gnd"c'f‘ises; ar‘u:i-j

d. decision making'in the CAA? 't' :

The remainder of this chapter presénts,avsummary of the findings under ‘each of the -

" main themes.
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fExperlence of. other orgamsatlons that had a core value set and what

‘_'lmpact that had

Intervnewee«No-._ 1.

AR . ! ‘-

¢ Organisations had S
| defined value sets .

BT AN

- One organisation-used | o
" value set to create . N
‘ posmve dynarruc
A env1ronment o .
: o -"Taken for granted used '
a asa baselme for-all ‘

activities . . ' - |e*
o' 'Strong customer serv1ce |
- values instilled.in , . o .
~ everyone
e [ntheother org’anisatron
-nature of competition v °
chaugEd and-organisation
"~ no l-‘ongle’r lived to
' \espous'edrvalue.s )
e Demoralising effect on, .
~ staff and.development of
cynicism -

Intei’yiewee No:2 -

Voluntary sector:
organisation-

-Fundamental values of
respect.for the 1nd1_v1dua} ‘

and teamwork

These twé values formed
the-bedrock for .
everything '

Values gave very clear

focus to the organisation

Professionalizing the .

‘ “service led to sense of

’ “team bemg lost
Importance of the

" professional became the -

‘ driving force and not the

delivery of service

Interviewee No. 3

Experience in

‘engineering company

Had olear objectives and
values

. Gteat pride in techmcal

competence of staff
Values drove
performance and
teamwork '

g _Staff recruited on bas1s

of yalues that were core:
to the organisation

. Inter\{i'eWee"No.4

. Worked in transport e
~company where- values i
‘more 1mp1101t than -, |e
exp11c1t : ) '

e Values used to.devel‘op o
standards of behaviour

° Peoplelearrled(,to comply |

o If people-strayed from-

values peer pressure.

would bﬁng‘therrl back

’ "-i.nto line E | e

-e  Very much part of the
‘ culture

Interviewee No. 5

Experierice in"different
industry sectors

Values usually implicit

- and concemed‘;with :
professionalism and

. competence

‘Professional nature of the'

organisations led to'.
values of integrity and
fairness o
Teamwork and -lyearning
from each other were
integral to success

Interviewee No. 6 '

 + Worked in _
' manufacturing company
and involved in

developing yalué system
Core values.around ' ‘
customer, product brand -
and employe'es

Charlges in competi_tive

* market led to lack of

attention on value system
and ultlmately it d1d not -
endure

: Intervnewee No.7
e Experience in education sector

e Core values around developing others and imparting knowl"edge

e Values generally shared by all but orgamsatlon did not-have mechamsms in place to deal
with those who didn’t live to the values :
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- Summary of Fmdmgs .
- All 1nterv1ewees had expenence of workmg 1in, orgamsatlons that had value systems
‘and could clearly 1dent1fy the positive and negatlve impact of them Many. also made

~ the d1st1nctron ‘betweenllmpllcrt and explicit values. ‘The most common values among ,

the various. organisations were teamwork, "a focus on the customer and -

‘professionalisvm A number of interviewees hig'hlighted changes in the competitive _

- " nature of thé industry which led to- a lack of attention belng pa1d to the values and the

consequent development of cymclsm among employees One referred to “a mismatch

between what was said and what was happenlng In those organlsatlons where the -

. 'values were deeply embedded 1nterv1ewees often referred to the culture of the
=norgan1sat10n and one remarked “values are 1mportant because for me they are the

. 'culture :

From th‘e*above it seems that the senior managers are familiar ’with the concept of

- value systems and have 51gn1ﬁcant experience of this from previous. employments.

coverlng a range of 1ndustry sectors
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- Current values in the Commission for Admihis’trat-ive,"Affai_'rs :

Inter'viewee No. 1 .

VStrong'-commitment to’

functional-teamwork.

Interviewee No. 2

Téamwork needs to be
improved '

Intérv_iewee No.3 -

+

Values not clearly

. Focus on technical
public service competence v articulated
e Supportive.and Premium on professional Commitment to publ‘ic
. - professiodial; opinion service and role of
o Balanced approach —'see . Deep pride ih importance ~ organisation
both sides ~ of the-organisation’s role Customer service but
Need more cross without clear focus

Interviewee No. 4 " | Interview No. § :Interviewee No.6 .-

wa

| @ Fairness and'inte'g'rity T e Competence and - .

. Competence and
Customer focus but not professionalism » expertise. ‘
' universa_l inther - .- | e Serv1ce to customers e - Some element of public
rorganisatlon " ® 2 Need greater sector complacency '

‘e Professional . - '. _commitmentto - ‘| « Should focus much more

e - Opei communications” mentoring staff - - on serving the customer

e Commitment of staff =~ | i

Interviewee No. 7

le. Shared comrmtment to public serv1ce

"e  Committed employees. '

e Development of expertlse and competence
e .- Freedom for professional staff v

et

Summary of Fmdmgs - ’ .

“In answermg this questlon many 1nterv1ewees made reference to the attempt to deﬁne :
corporate values .through the business, strategy documents and the implicit values
w1thm the orgamsat1on In answermg the questlon I asked them to focus on the values

they observed from peoples behav1our in the orgamsatlon

- Most saw -tl_le organisation as being professional in its approach and  having
 professional ‘staff but their definitions of professional behaviour differed ‘somewhat;
~-with some viewing it as linked closely with technical competence and othe_i‘s viewing
it in a very broad sense of one’s own abilities and also one’s dealings with other staff.
The majority interviewed felt that the commitment to public service and the public

service ethos ‘was a positive thing, in that tlle organisation .is -not tainted .by
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commercial interests and th1s allows for a fair and balanced approach to issues.- One -

interviewee, however thought the publ1c sector ethos led to -a certam level of

- complacency and a lack of focus on the 1mportance of our customers

'There was certa1nly a d1fference of opinion in relation to custonier service and how :

much this is valued w1th1n the organlsat1on Depending on 1nterv1ewee s roles wrth1n
the organisation they tended to see.the customer. from drfferent perspectrves and this
, seemed to 1nﬂuence therr Judgement as to the level of service offered to customers
) One commented that “we provrde a good serv1ce to our customers” whereas another

said “on a one- to -one: basrs people do their best but there wouldn t be an. overall

customer centred approach” ‘This. ﬁndrng d1d not surprise me as it is a debate that has -

been going on in the orgamsatron for some time.

A few. interviewees referred to the- ded1catlon and commrtment of staff as berng of

‘srgmﬁcant importance and a valie that should be h1ghly pnzed w1th1n the publ1c c

‘sector One interviewee commented “If you ask’ people to do anythlng in here they '

- will breakthelrnecks to do i’ . ' ,' , S EE "

- 40 -



Values n_é‘é_de(l in order to deliver its statutol'y obligations

Interviewee No. 1
. Strong public service
ethos. - - '
o Fairnéss 'ancl‘Balance
e~ More’ 1nf0rmat10n :
‘ V'dlssemmatlon
. W1111ngness to try new.
strategies '
| o Integrity and openness »f

| o Commitment to customer

. .
P Y

Interviewee No.:2

Implementation of best

practice

. Respect for individual
.Genuine collaboration

Belief in our own

competence .

Teamwork

Creative environment

Interviewee No. 3

.| ® ~ Drive and enthusiasm

¢ Professional competence

e - Teamwork

e  More-focus on core -
activities '

"o Achlevement orientation

Interviéwee No..4

‘e Using béstpractice
. Strong customer focus
o Integnty in all our
© " dealings
e fFa1rness and
proportlonallty

+
[ ]

Interviewee No. 5

Customer service

.. Professionalism

Leadership -

- .Competence °

.‘Open communication

Interviewee No. 6

. Values around the ]
o customer

.o Importance of image of

the organisation
. 'Employee centred valués
e Results orientation

'Iptertiiewée No. 7

¢ Best practice
| ® Accountability ,
. Professronahsm~ SR

' 0 Personal values like courtesy and empathy

-Summary of Fmdmgs

¥

" There was general agreement around the need for professronahsm and hlghly'

compe_tent staff and lmkmg back to the previous question most felt that these values -

already existed in the organisation:_'

‘As a development, on professionalism some -

- -inter\/iewees suggested that the ‘organisation 'needs to develop a mechanism for.

,_ensurmg best practwe in all act1v1t1es of the organisation. Many also saw the need for

,falrness and balance in our dealmgs with customers as a sub set of professionalism

" and this‘is understandable given the role and nature of the organisation.
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3

Those’ who ment1oned values focusmg on customer serv1ce ‘also made the pomt that
this should be one of the key values in the orgamsatlon and that- serv1ce dellvery to our

customers should inform all other strategies in the orgamsat1on

| 'Lookmg at the orgamsatlon from an internal perspectlve most suggested that values
like mtegnty, openness and the employees rlght to be listened: to are 1mportant Only
one interviewee mentioned leadershlp as a specific value that the. orgamsatlon should
have although leadersh1p as a concept was ment1oned by many mterv1ewees in
respondmg to subsequent questlons This. arose partlcularly in relatlon to'the role of

.

nsemor managers in demonstratmg the values

PIAEEN
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How would you expect people to behave if living to these values? .

Interviewee No. 1

People would have a .
‘sense of doing the right
~thing '

Everyone: would look at

the broad plcture ‘

A shared view and peer
~review would be .

commonplace

- Everyone is.open in their

communication
Fairness in dealings with
customers and staff

Interviewee No. 2

¢ People would meet to’

_ solve common problems

. Mgnagerrient would

provide a clear focus on -

‘what is importarit °.
o - People would work -

together.to find new and "

better methods

& ' Strong teams Where

~ éveéryone feels they have
something to contribute

Interviewee No. 3

e People would put in time
and effort to get the job - -
finished o

* No wasted énergy with
people~working against

I:each other '

- Everyone S contnbutlon

3 would'be recognised .

Interviewee No. 4

‘People are honest with B
“edch other and share
1nfonnat10n

It’s the norm for
everyone to put
thems‘elyes'in the .-
customers shées "~

All activities are looked -

at from the customers
perspective..

- Values are used asa-
pnsm for. analysmg all
behav1ours '

Interviewee No.S

.| ® ‘Everyone is looking at

the needs of customers -

. People are clear on what

" they-can and cannot
achieve ,
¢ People used-a broad
range of skills to deal
with p'roblerns and don’t
rely solely on techrucal
competence ‘ ‘
e Staffare open and honest
" in‘their deéli‘ngs with
each other - '

Interviewee No. 6

0 People would analyse

issues from perspectlve
of customer ‘

| . Managers and staff

behave in the same way .
e  Before taking any action |
-~ people-would ask
themselves who might
- this impact on '

X People would measure all

de0151ons against the ‘
values ‘

Interviewee No. 77

People would go-over the top to. get the job dor.éd. -

Everyone is up to speed with new techriological developments

Everyone is in agreement on the priorities for the organisation

People have instant access to a wide range of information

Summary of Findings
_ In tesponding to this question most interviewees envisaged an organisation where

" everyone would work towards common agreed goals and teamvt'ork‘would be the
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norm, OfgéniSatibnal activities would be dictated by the rieed to satisfy customer

requirements much more so than at present. .
.Hav?ing a value set was seen as a way of giving focus and clarity to staff who would

" come to wbrk knowing“v('hat was .required of thern and that their contribution would

be acknowledged.
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Role for a 'v'aﬂl’ue ‘system and how should it be'introduced

Interviewee No. 1

"Yes S
e Consultation with -
B ‘management and-staff
) Deﬁne agreed value set .
. Cross functional
» workgroups
. Identity, behaviours’ to.
" -reflect values -
L Use LT. system to.

‘ educate and dlssemmate a
"-mfomlatlon R

TInterviewee No. 2

Yes
¢ Facilitative process of

renewing/restating ¢ore .

values
. AIntroduce as part of
. réview-of" corporate
‘objectives

e  Use decentralisation as. -

catalyst to review how
" orgarisation operates

e Discussion and

agreement through team

.

meetings

Intérviewee No. 3 -

e Needto get staff buy-in
- and understanding . '
e _Examine nature of the .
organisation and
determine appropnate

values

e Consultation with all

work groups

Interviewee No. 4.

'YeAs_
e Use two pronged
.- approach' (1) examine
organiSation and
customers needs, (2)
identify implicit values.
e Develop programme for
staff involvement in
determmmg values
e Plan, of action to °
' inculcate new value
© system ..

TInterviewee No: 5

Yes

®  Start with valies

~ governing internal. .
‘relationships

o Integrate values into -

performance
. management system -

evaluate performance on‘, :

work objectives am_i
. demonstrating values -

‘Interviewee No. 6

"Yes

e Useconsultation
mechanism to include
staff, management and
unions

| . “Must take account of

nature of our busmess
" and customers

| " Learn from other

organisations -

'Interviewee,No, 7

N ot at this time

o Staff unsure and uncertam about future because of decentrallsatlon

| e Need to evaluate what it can achieve and what people would get from it

Summary of Flndmgs

Six of the seven 1nterv1ewees saw a role for mtroducmg a core, value set in the.

orgamsatlon

activities to- it being a mechanism to assist in managing staff performance.
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Reasons ranged from using a value set to give greater focus to our

One




commented “I think there are things that are lackmg around performance o) havmg a

valué set that helps that will help me”

~ The rnénager who responded that now is not the right' time to introduce a value system |
into the organisation does, hlowe‘ver, see merit in it as the reservations relate solely to
the current situation with regard to decentralisation and the uncertainty this is causing
for staff. At least three other managers suggested that as part of managing the
' decentréllisation project the way the business operates would need to be reviewed and
a new model ‘might be required. Within this new model of operations a value system
‘could be 1ntroduced and might in fact be useful for determmmg core pnn01ples to
guide- managers in deahng w1th decentrallsatlon - One comment was “the big
challenge facing us’is: decentrahsatlon and I thlnk our values are going to be terribly
important in how that is managed and how it is communicated and the perception staff

have.”

A nurnber of intervie\:vees mentioned the benefit-to be gained from enéuring as much
~as possible that_corporate values reﬂeeted the values held by individuals within the .
organisation. This could be better achreved By ensuring that employees had tne_
opportunity to input into the ehoice of values. All managers felt that the value system
-.c'ould only be’ suecessﬁllly implemented if staff had significant involvement 'in the
process and none of themA e'nvlisaged a situation where senior manag‘ementlal()ne
- would dec_ide .on the core'yalues to be adopted. ‘One stated “.buy-in is reallydnecess'ary
to get the benefit of people’s knowledge and understanding as‘well”. While another
commented “you always get best results by involving staff”. Another comment was ‘
“value sets aren’t sornething that management decide they can probably oe influenced

by management”.
" Two managers suggested that in determining the core values the customer should be

the driving force and the values should be those that will ensure delivery of the

* products and service our customers want.
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What impact, if any',AWOulvd fehvalue.system have on the CAA?

Interviewee No. 1

| ® Stronger alignment and
focus on.core message.

o Improved efﬁeiency ahd

‘ productivity : -

e . Clearer focus on

. customer .

. Improved morale and

. commitment

‘Interviewec No.2

. Peopte would see this as -

an organisation they -
would like to work in -
® Organisation would be
- 'more creative

o Ev_eryone feels they have °

a right to be heard and
_.contribute

' Organisation would be |
recognised by its peers as |-

_ being one of the best

Interviewee No. 3

® We could stand over
what we do .
° Contrlbutlon of all units

: - would be recognised

e " Greater focus.and - *
. alignment in what we do

Interviewee'No. 4 l

e Agreemeént on
- importance of customers
e Decisions made eg’ain'st
" value system
e ' More, open information
flows’ ,
e [f something goes wrong
" it would be: analysed
agamst value system ’

Interviewee No. 5

> Standards would be set
agalnst the: values

. Clanty'for staff in what

is expected of them

¢. Organisation would
clearly demonstrate its
commitment to staff

Interviewee No. 6 -

| # Customer would comé .

ﬁrst and orgamsatlon
second

¢ More recognition for the -
organisation extemallv, ‘

e Teams working more

productively ‘
e Improved commitment of
" employees |

R

Iptérviewee No. 7

o Clear priorities set

o Improved internal relatlonshlps

° Informatlon ﬂows freely -

- Prov1ded values hved by senior managers —

!

improved emoloyee commitme_nt

Summary of F mdmgs

Nearly all managers felt that the value system would beneﬁt the orgamsatlon by

. providing a clearer focus on what the core ObJCCthCS should be and" g;ve greater

agreement on how we should serve our customers —

focus by everyone on what is our message”.
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Many also made the po1nt that because employees would have greater clarity, in what ]
1s expected of them they would become more commltted and ofie. manager ‘commented

that this would ultimately impact on the organisation’s reputation externally.

The 1mportance of" ensunng that. the values were l1ved to ‘in order to avo1d the.

development of' cyn1c1sm was ment10ned by some managers
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‘Would a value system assist in managing staff performance?. -

‘Interviewee No. 1

Yes'
o  Especially unrierr
performance.
. . Manager could use
" values to help improve
. performance.
.. Peer group pressure.
" could also influence
" individuals_

. IntervieweelNo. 2

Yes -

| Values would help-

" support' managers "
° Values would make

performance assessments

. more rounded

s Would need less tight
control if value system."
adepted -

A In_terview.ee No.3 |

Yes .

o It would give a structure |
- against which to compare
performanée
¢ Would assist manager in-

-..giving feedback to staff. | -

Interviewee No. 4

Yes
o Would help manager
develop and enable’ staff

'] @ Values could assist’ in

' develeping'qualityA
7" pérformance indicators

Interviewee No. 5

Yes

) ;Values can beusedasa |

framework for dlscussmn'

and feedbaek with staff

| & Values would provide

. clarity to.staff on'how
- they are expected to

Interviewee No. 6 -~ -~

Yes B ‘

e - Values could beused to
burld new: competenmes ‘

‘e 'Could assist managers

focus on what’s -
_important

Interviewee No. 7

Yes

behave

e Staff woul‘d-ha;\}e clarity on what is expected of them |

° ,_Managers,wduld have up to date information on performance indicators

Summary

- All managers were unequivocal in their view that a value system would asslst them in o

rnanagmg staff performance subject. to the demonstration of those: values by the sen10r~

team, '

help”. This is expanded on further in the next questlon

“if we had a value set that was acted upon, then ‘withouit question it would

The main reason why managers felt it would assist them was because values could be’

used to set standards against which employees could be assessed and it would be easy

to explain to ernpleyees the behaviours required by using the values as a framework.

‘One manager commented “there is scope for what I call the value set to be ‘use‘d to.

.
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1nﬂuence performance and behav1ours Another sard “you cah use it as a framework -
' for d1scussron and development and- if you have clarrty w1th1n your value set and

- examples of what you mean, it can help resolve difficult issues-but 1t can also help '
_ people to recognlse what the orgamsat1on expects of them and how it expects them to- .

-

“behave g

- The ‘rnajority‘Suggested that the value system shduld be lmked into the perforrnan’ce
.management system so that staff would be assessed on what they achleved i.e. the
work ob]ect1ves and. also on how “they achieved these, 1e lrvrng the values An i
- indicative quote on this aspect 1s “if the values are to be values that we live by, then
- from my pomt of view. the performance management system has o give effect to
'them Another stated St would help if the value set was 1ntegrated more 1nto the
‘ performance management system, the .problem I have w1th the performance,.

‘, management system at the mrnute is, that it’s too mechanlstlc and add1ng the values

g would Thelp move that”.
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“Role for senior managers in reinforcing the values

Interviewee No. 1

‘e Senior managers should

-agree what behaviours
are required to give
- effect to values

e Senior managers should.

recognise and reward the -

» nght behaviours. = |

Interviewee No. 2

. © Must be the role models

.&  Demonstrate values and

support others'to do so -

¥

Interviewee No. 3

¢ Staff entitled to expect
' senior managers to live
. to the-values

' Must give guidance and

support to all staff to live
to the values

1

Intervnewee No. 4

| ; .AO,r Must all be: led by senior

managers

K Managersmust .

. demonstrate the values

lntérvieweé‘No. 5

o Mus-t be their top priorlty‘
) fonce estabhshed

1e Would need to work hard

T oat demonstratlng the
values

~Ii1tér_viewee No.6 .

v

K <Must give the example
| Whole téam has to 31gn

up to it

| Interviewee No.7 -

° - Manégers must believe in'it

| o~ Hastobe a priority for managers

Summary of Fmdmgs :

There was absolute agreement that senior managers must act as role models for the
rest of the staff It was seen as, part of their job to demonstrate the values on a daily
basis and that staff would _]udge them on how they lived to the values: There was also
agreement that staff had the right to expect this of the senior management team. Some

of the comments. include:

"‘the key thmg is not actually to tell people to do it but to demonstrate it yourself and :

- maybe. even ask- your staff, are you demonstratin g it”
* “in fact people will say if your man isn’t doing it then why should I bother”

“it. won’t be done unless senior managets do it and unless senior managers are on the

same wavelength”.
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' One manager felt that. the senlor team. must not. only demonstrate the values but
- recognise and.reward staff who also demonstrate them:: Th1s was seen as an important .

aspect to remforcmg the values throughout the organlsatlon

A few made reference to the development of cyn1c1sm in the organlsatlon 1f the senior
: managers did not l1ve to the values but expected staff’ to do s0 — “if senior managers
didn’t llve o them then it would affect morale it would affect performance and there
iwould be a knock on all the way ‘down”. - ‘

v

Some also pomted out the heavy workloads that managers carry -and this rmght take

thelr attentlon and pr10r1ty away from “making sure the value system was embedded in. "~

. the orgamsatlon
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Would hav1ng core values have any lmpact on: ‘
: ' employee commitment;
e ‘_recrmtmg.sta’ff, .
.. dealin’g'w‘.it.h'c'onﬂlet;,'rc;hang'e 'andjc.rises; and:

_ - | decision making-in the CAA?

| 'Employee Commltment
Five of the managers were sure. that the value- system would 1mpact posltlvely on employee
commitment. Reasons tanged from. ‘general 1mprovements ‘in morale  resulting from
Jemployees feelmg more appreciated and consulted to employees witnessing an improvement
“in orgamsatlonal performance and better relatlonshlps among colleagues Comments included
“we’ve seen.in. the past the differénce. a small thank you can make” and.¢ absolutely, that’s
kmd of almost one of the reasons. why you do it because it’s all about comrmtment v
"Of the two remammg managers one felt that: employees were already fully committed and the
other felt that 1t “could impact posmvely or: negatwely dependmg on the actlons of senior
management in demonstratmg the values ‘ e T : v

Recrumng Staff - . .
Most saw, the lmpact here around the values creatmg a good atmosphere at Work and the'
“organisation being known extemally as a good employer. but one did point out that this could
| take quite a long time to achieve. One stated “if we'get to become what we talked about, what
*it could be like in.the future- where people are seen as prepared to take on new ways of doing
thmgs where we train our staff properly and give them opportunities to expenence different
thmgs, then that will spread, you know and people will say: hell, yeah 1 could have an.| .
interesting job i in that place”. ' : ‘

Dealing with conflict, change and crises .

All managers saw the value systemn as havmg a pos1t1ve 1mpact on how the orgamsat1on would

| deal with conflict or respond to change or a crisis situation. Values would.act as- the backdrop

| or framework agamst whlch the change or crisis could be managed — “you have to manage it

. and stay in-touch with the valués all the time” and “the values would give you markers to lean
agamst to associate with” are two of the comments. Many- suggested that conflict could be |
avoided as the values would dictate how situations should be handled. A few made the point
‘that decentrahsatlon is a major change facing the organisation and values would be important
in. ensunng that -the change is implemented effectwely while also protectmg the mterests of

a our employees.

- Decision makmg . .
In common with responses to the previous point values were agam seen as a framework
‘against which organisational decision making would take place. One commented that if the
value system-was truly embedded in the organisation then all decisions would take the values
into account. Another saw the possibility of allowing decisions to be made lower down in the
organisation — “if we had that sort of system in place a decision could be made at the very
lowest level. Having»a value set is a guide for people as to what’s acceptable and what’s not
A’and within,that then-you could have freedom”. .
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'I picked these particular éspects to ask about as they were some of the main areas of
impact that came through' from the literature review. The next chapter dealing with -

:my conclusions from the prl:mary research will look again at these issues. .
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»Chapt'er:_S':-Believe;it or not, a value system can make a-difference

“The prev1ous chapter outlined the ﬁndmgs of my research based on an analys1s of the ‘
; 1nformatlon I gathered from the group: of sen1or managers Th1s -research was
conducted,in ,a.spemﬁc organisation and the topics covered in '_the interviews were:
)derived from a review of 'the current aCademic literature. - It is now. time to examine
the ﬁndmgs of the research in the context of the exrstmg literature to determine what
K "s1m11ar1t1es and/or differences ex1st between the two bodies of knowledge. Quest1ons

6.to- 9 are espec1ally drawn from the material in the literature:.

: Conclusron and Dlscusswn '

_ For ease of readmg and to mamtaln a con51stent style this chapter follows the same, |

format and structure as the previous chapter

‘ '1,‘~ Have. you any ‘eiXper'ie,nc:e of values _systems from other organisations you -
| vvorlfed vv-v'ith, ‘and if 'so, what- impact. the value system had on the
organiSation" : S o
From the information outlmed in response to this quest1on it lS clear that the senior
’ managers 1nterv1ewed understand what culture and values are all abouit and how they

B impact on orgamsational l1fe -Many of -the explanat1ons and meamngs coming

through in. the hterature as. outlmed in chapter two, were reflected in the language

’ ,used by’ the 1nterv1ewees For instance “values are 1mportant because for me they are .
"the culture and culture drlves performance in the orgamsation is a quote from one of .

the 1nterv1ewees while another said ¢ values formed the bedrock for everythmg

*In expanding on their examples of the impact that values had on organisations the = -

"inter«viewe'es demo‘nst’_rat‘ed an understanding not only of the impact but also how the '
impact came about;- Again. many of the issues mentioned in the literature were re-
it'eratedj by. the'“intervi_eweés; for ins;tance effects on employee commitment, values
:being: used to drive perforrnahce improvements; values used as a method to set
sta"ndards etc One interviewee talked about'peer pressure as a way of ensuring that
employees adhered to the value system thus echomg O’Reilly’s (1992) view of culture .

as a soc1al control system
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What are the 1mp11catlons for the Commrssmn for Adm1n1strat1ve Affa1rs'7 Well
clearly the semor ‘managers ‘in the orgamsatton have a breath of experience of this
1ssue from other organisations and would seem to have a respectable level of
knowledge on the subject. If the CAA is to set about mtroducmg a formal .value
: system then the existing knowledge and experlence of the senior managers should add
a value and richness to the debate i in the organ1sat1on This, ultimately, should lead to

a successful experience of a value system in the CAA.

2. What do you see as the current values. of the CAA? 0 - o

7' Wh11e there i is a certaln level of agreement on the values currently existing in the’
organisation it ‘is clear that there are also d1fferent values operatmg in d1fferent
divisions of the orgamsat1on Even where there i is general agreement on the label

given to a value such as profess1ona11sm competence customer service etc, in

describing the behaviours employees demonstrate it became obvious to me that the-

' lstandar“ds imposed by the senior managers differ. In identifying the values in place the’ -

managers used their own values and past experience as referencae'points'and_theSe

framed and influenced how they viewed others’ behaviours.
If the senior‘managem‘ent team was t6 act on-thie level of agreement around a need'fOr
1mproved teamwork thlS could perhaps be used as a, means of generatmg greater -

' agreement on the level of serv1ce that should. be g1ven 1o customers

- My ‘observation ﬁ'om all of this is-that if the CAA . is.to mtroduce a formal value

system then there is a clear. need for the senior managers to agree. and define the

values required and the underlymg standards and behavrours to ensure the. values are et

umform_l'_y applied.

3. '-What val’u‘es"(.l_o you'think this 'organisation, needs in order to deliver our

| Statutory .obligation's" o ' - -

e .‘Most ‘managers accepted that hav1ng a formal value system would 1mprove how the "
~ organisation delivers on its statutory. obhgatlons Many of the values noted as already

emstmg in the orgamsatton were repeated by the managers in responding to th1s

‘question. The implication of this is that the CAA does ot need to introduce a totally

new value system but a system that formalises what is already there that is good and

B
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1ntroduce whatever new values are requ1red Thls pomt was made by one of the
‘managers in responding to question 'S who suggested that what the orgamsatlon

requires is perhaps an incremental change in-the value system. -

The key issue of 'focus«on the customer first, as made by a‘ number of writers in the"
‘.'l1terature 1nclud1ng Peters and Waterman (1982), was echoed by .a few of the
managers in the1r responses. Other values and attnbutes of the excellent compames
(as 1dent1ﬁed by Peters and Waterman) that were ment1oned 1nclude open,
_commun1cat1ons be11ef in 1nnovat10n ‘and creat1v1ty and focus on core act1v1t1es ‘
' Another theme from the literature as highlighted in_ Sher1dan s (1992) study, the"‘
..‘1mportance of hav1ng what mlght be termed 1nterpersonal values ‘was. reﬂected in a

~. number of.the values suggested by the managers |
4. How would you expect people to behave if llvmg to these values" L o
The: responses to this quest1on in many ways reflected the attnbutes of strong. culture:
) compames as outllned in. chapter two. Many talked about staff having a clear focus
and common goals to-work towards and greater agreement on what is important for

the orgamsatlon The responses in many ways re-iterate the factors identified* by

~Sorensen (2002) I | T

° Enhanced co- ord1nat10n and control
e Greater al1gnment of organ1sat10nal and 1nd1v1dual goals

b . Increased employee effort

' 5 Would you see a role for a value system-in the CAA and if so, how would you. '
' like to see it mtroduced" ‘ ' '

_‘The clear agreement among the group on the merit of 1ntroducmg a value' system in

'fthe orgamsat1on is encouragmg and it seems likély: that they would be very supportrve

" of such a move. Again they were all in agreement on the need to consult w1th and

include staff in the . project from the outset. It would seem, therefore that the. '

‘implementation of such a syStem should be given careful consideration and could in

fact form part of the new business strategy arising from decentralisation.

-57-7



All managers saw decentrallsatlon as a major challenge facmg the organisation and
" many commented that ‘in managing such a major change our values would be
extremely important, thus echoing the view that values can act as a guldmg principle

in times-of change or crisis as articulated in the literature.

Perhaps the case of Ulster Bank Group (Lucas 1999), as outlined in chapter two,
where the company decided that developing a clear set of corporate values would help
employees understand and participate fully in the planned changes might be a useful

model for the CAA to examine.

Another issue from the literature that the managers picked up was that of alignment of
individual and corporate values as much as pessible and the beneﬁts this could bﬁng.
6. What |mpact if any, would a value system have on the CAA?

This is the one area where managers most reflected the themes from the literature with
all agreemg that the introduction of a value system would have a positive 1mpact on
the organisation. The greatest impact would be around the provision of a clearer focus
for staff, improved orgariisational and :employee performance, increased employee

commitment and enhancing organisational image.

It would seem that the findings in the general body of literature as to the benefits of
having a formal value sy;stem are borne out by my research in the CAA. The negative
impact that could develop. if the values were only written on paper but not lived by

staff was also mentioned.

7. Would a value system assist you in managlng staff performance"

As outlmed in the previous chapter there was universal agreement among the
managers that an organisational value system would assist them in managing staff
performance. Many of them reflected the idea from the literature that values can be
used as a mechanism for determining and controlling employee behavieur. The
literature is also clear it its view that through the performance management ptocess
organisations can ensure that the values are understood and followed throughout the
business. In my research this theme also emerged with the majority suggesting that

the values must link into the performance management system if they are to become
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an effective mechanism for driving improvements in employee performance. The

idea of values formmg part of a social control system as outlined by O’Reilly (1992) - }

" was agaln re-iterated by reference to peer pressure to ensure adherence to the values

'If the CAA is to 1ntr0duce a formal value system then based oii the ﬁndmgs of my
_research the orgamsatlon ‘should gam a number of benefits culm1nat1ng in
1mprovements in organlsatlonal and employee performance The evidence from th1s»

study is that the 'senior management team 1§’ very clear on how a value system can be '

" used to del1ver such beneﬁts

8 Would you see a role for senlor managers in remforcmg the. values"

W1th1n the 11terature there is un1versal agreement on the role of leaders and senior -

managers 1n shap1ng and modelllng the approprlate values Peters and Waterman
(1982) and Morgan (1997) make this point and also the necess1ty for the semor team

to act in unlform on the quest1on of what values are appropnate Th1s is also one of

- the core messages commg through from my research w1th the inferviewees

hlghllghtlng the respon51b111ty that would be placed upon them w1th the mtroduct1on o

of a formal value system.

The. problems and d1fﬁcult1es that can arise in an, orgamsatlon where the senior
managers do not live to the values. also came through in my research. Within the -
11terature th1s is aptly demonstrated in the case study by Cha & Edmonson (2003)
The development of cynicism; lowenng of morale, loss of trust in. leadershlp and :

consequent 1mpamnent of performanoe as drscovered by Cha & Edmonson were

'among some of..the . possible consequences 1dent1ﬁed by semor managers in. -

respondmg to th1s questlon These negatlve aspects were h1ghl1ghted by Mlller & Yu.
(2003) as well '

W1th the level of understandlng, about this sub_|ect that the senior managers d1splayed.
throughout the 1nterv1ews I am confident that with thelr full support the 1ntr0duct10n )
of a formal value system into the CAA would be. successful The” semor team are

acutely aware of their own responsibilities in th1s regard and it appeared to me thatl

they would take this responsibility very se’riou_sly., .



9.

a)

Whethen;yoli'th_ink haying a set of core val'ues' would have any impact on:

Employee commltment

L Much of the prev10us research .as outlmed in chapter two puts forward the view

~ that having a cléar value.statement leads to the development of more commltted

-employees and this in turn leads to 1mpr0ved product1v1ty "The senior managers

interviewed as part of my research would seem to ‘share this opinion. Many of

':-them are . convmced that a formal value system would 1mpact positively on'.

b).

employee comm1tment and th1s would actas a lever for other 1mpr0vements

Recrultmg staff

* The main theme in the literature is that'a value system can assist compames in the 3

“war for talent and help self select the nght employees for'an organ1sat10n Having

a clear value statement can . also give: potent1al employees gu1dance on what is

: ‘cons1dered 1mportant to the organisation.

Shen'dan’s (1992) study concluded that. ‘organisati'ons emphasising interpersonal‘

relat10nsh1p values - (team orientation, respect for pe0ple etc.) refained nhew

‘employees on average fourteen months longer than organ1sat1ons emphasising .-~

work task values (deta1l and stab111ty) Ina way one of the 1nterV1ewees in my

R research. seems to have p1cked up on th1s when suggestmg that personal values llke :

: ,1ntegnty, honesty, courtesy and respect« mlght have more influence in attractmg

, staff

"
kS

_In general my research findings mirror what came through from the literature that -

having a formal value set can enhance the reputat1on of an organisation and thus.

help it to attract staff

Dealing wrth conﬂrct change and crises

" The senior managers interviewed as part. of this research project all saw the value g

system as'a useful framework against which an 0rgan1sat1on can manage change or
deal with a crisis. A few mentioned that the values (once firmly embedded) would
in some way help predict how employees would act in'a crisis situation. This

almost matches exactly the view that'comes through from the literature discussed
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in chapter two — having a clearly 'articulated set of values can act as .guiding -
i)rinciples in times of crisis or major change. -Earlier in this chapter [ reférred to-
the major change facing the CAA in the form of decentralisation and the work of

Lucas at Ulster Bank Group.

Morgan (1997) cautlons that the consensus that such value systems can bring may

hinder employees from ﬁndmg new and alternative ways of doing thmgs but this

. aspect was not an issue in my research.

d)

One other area where there are. differences between the literature and this research.

is that of dealing with conflict. Both ends of the spectrum are covered in the

literaturé with values seen as a source of conﬂlct and asslstmg in the preventlon of
conflict. Only the latter view was put forward by the managers 'in. my research
with them viewing the value system as something that could help avoid conflict.
Decision making in the CAA

As reported in the previous- chapter one of the interviewees in my study

‘commented that a value system would allow decisions to be'made further down.in

the organisation based on the v_iew that the values act as a guide for people as tov'
what_ is acceptable and what:isn’t and within this framework employees could be. .
given freedom. While this particular aspect was examining decision making the.
manager s comment mirrors a view from Peters & Waterman (1982) as outlmed in

chapter two under the headlng Values and Conﬂlct

The interviewees in this study again saw the values as providing a framework.

against which decision mak'ing.' would take place. In the literature values were

seen as exerting considerable influence over what decisions eventually emerge

from discussion by shaping how we.think and act. This was reflected in the -

responses in my own research.

Convergence or Divergence

In this paper claims that a relationship exists between organisational value systems

and performance have been examined by reviewing the existing’.'literature in this area

and by conducting new research in a public sector organisation. Taking account of all
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" of the material ‘ouflined in thlS and the prevrous chapter it seems reasonable to .
" corclude that there is. more of a convergence of op1n1on than a d1vergence between the '
‘literature and_ .my research. I have, _however, outlinéd one or two minor areas’ of

- disagreement between the two bodi_es of knowledge.

. The material presented in this’ chapter has also answered the research quest1on and
objectives as outlmed in chapter three of this’ paper namely

to gam :an understandmg of whether séniof managers 'see a potent1al beneﬁt in ‘the
adoption of a formal orgamsat1onal value system in relation to managing employee

performance

The ob_]ectlves set out as part of th1s research questlon were:
o To 1dent1fy what senior managers see as the current values in the organisation |
+e . To explore w1th sen1or managers what values they feel the organisation should

) ) have in order to dellver on its statutory functions )

e .To 1dent1fy, from the senior. managers perspective the potential 1mpact that a..

. value. system mlght have.on the management of employee performance

The overall vconclusion from this. study is that -seni‘or managers agree that- shared
~values -are a very 51gniﬁcant‘1ssue in organ1sat1onal life.” They also accept that
' 1ntroduc1ng a, formal value system would deliver beneﬁts 1n terms of managing
employee performance |
}A’s mentioned in Chapter 3 "'Remenyi et-al (.‘1998)l likened the research process to a
voyage of d1scovery I am now at the end of that voyage and it is opportuné to ask
what have | d1scovered about myself 1 have certamly learned that the research
| process can 1ndeed at times be unpred1ctable and I had to adapt and learn’ to cope

with unexpected changes. ThlS helped glve me a d1fferent perspective. | reallsed in

some cases that my percept1ons of people and issues were in fact'incorrect.

While at ti_mes‘ I had feelings of frustration, anger and, on occasion, despair the

journey has certainly been worthwhile and I think I’'m more patient as a result.
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- Chapter 6: Limitations and implications for further research

While this research has produced interesting results it is important to remember that it
concentrated on one partlcular orgamsatlon and all part1c1pants were from the semor
management group. It was also carried out at a tlme when the orgamsatlon is faced

with a major change in the operatlon of 1 1ts business.

Whether or not these results will generalise across other organisations and ‘populations'

_ isa questlon that could be explored in the future. Recogmsmg these 11m1tat10ns does

‘not in any way undercut ‘the main ﬁndlngs with’ regard to the 1mpact that a

organisational value systems can have on employee performance.

It is clear from this research that the senior managers’ own backgrounds and the
professronal nature of the orgamsatlon influenced their v1ews on the potential benefits
. ofa formal value system Future research could perhaps examine the effect of these

o vanables.
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Appendix A

Dear
Thank you for agreeing to meet with me in relation to my dissertation research.

The main subject of my research is the impact that a set of core organisational values
c¢an have on employee performance. From the review of the current.literature that I
have carried out, it seems that a strong case can be made that those organisations with
a set of core values perform better than organisations without a core value system. 1
want to gain an understandmg of whether the adoption of a formal value system would
assist senior managers in managmg employee performance

Values can be thought of as the fundamental beliefs of ]eaders and memt;ers ofan
organisation, what people stand for as a group and turn to when things get tough. The -
assumption is that these are basic beliefs and convictions which govern behaviour.

Themes 1 would like to explore in our discussion include:

What you see as current values of the organisation
- What values do you think we need to deliver our ‘statutory obli; gatlons — and why -
How you would like to see these values introduced
What behavioural indicators would people demonstrate if living to these values-
What impact you think they might have, on what, on whom'and how
Whether these values could assist you managing staff performance
Your role as Senior Manager in reinforcing the.values
What experience of values systems you may have from other orgamsatrons you,
. worked with :
o Whether you think having a set of core values would have any 1mpact on
employee commitment; recruiting staff; dealing with conﬂlct change and crises;
and decision makmg within this organisation.

[ would like to assure you that the views you express will be confidential and not
attributed to you in my report. With your permission I would like'to record the
conversation as this will assist me in analysing the findings and writing up my report.

: Again, many thanks for your assistance and 1 look forward to our drscussmn next
) Thursday
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