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ABSTRACT

Antje Brisch
The Interaction of Characteristics of Performance Management Systems and the

Role of the Management Accountant — a Comparative &e Study Approach

This study has a core research objective to inyat&i the interaction of key
characteristics of a performance management sygfhS) and the role of the
management accountant (MA). Based on case intesvigith matched pairs of MAs
and operative managers (OMSs) in sixteen organissitia cross-case analysis of each
occupational group is performed — considering the and OM perspective separately,
which is potentially new compared to prior managet@aecounting literature. Whereas
MAs tend to distinguish between three roles of skeeping, controlling and business
support, OMs are mainly concerned with the valudg#agl and non-value-adding
character of activities and thus support a dichgtahthe MAs roles. Extant PMS
characteristics are operationalised and amendédild a structure for the analysis of
interactions. Based on the role episode model d ked Kahn, the interaction is
described as a role-taking and role-making mechanistegrating the PMS
characteristics as surrounding conditions as weslldaveloping further influential
factors. This results in an updated role episoddeho

An original contribution to theory is the extensiohKatz and Kahn’'s model to the

context of management accounting which integratesnaled PMS characteristics. This
research also adds to management control literaiuteat the characteristics of a PMS
framework are extended and related to the rolehef MA as suggested by role

antecedents in prior literature. The research r@geals factors enabling or blocking the
business support role of the MA as well as the rhpé&role consensus or role conflict.

This study also depicts four PMS models of streragitth coherence, and highlights the
necessity for further research on the impact oéwo#takeholders. For practitioners, the
study reveals how the characteristics of a PMS migpact on the MAs role change

towards a business support role.

XXI



CHAPTER ONE: Background, objectives and overview of the

research

1.1 Introduction and background to the thesis

You could argue that a business is made up of @essef stereotypes. Sales
departments get any deal at any price. Risk depatsnare cautious and
conservative to a fault [...]. Accounting departmseare full of number-crunchers.
(Weaving, 1995, p. 56)

A management accountant without Excel, [...] tBissb to say, a double amputee.
(OM5)

If you ask a key account manager what managemeouating does, they do not
even know. (OM13)

The above assertions from literature and by diffeaperative managers (OM5, OM13)
of two case study organisations (see Chapters S6aradle illustrative of practitioner
annotations that triggered curiosity and led ts tl@search work. The initial thoughts
for this study emerged during work at a German imational company. A particular
focus of the researcher’'s education was manageaeauunting, resulting in having
several positions as a management accountant (Whe.researcher also realised how
many of the management accounting practices prslyidearned were undergoing a
period of change. The role of the MA was also ugdeg change. In particular, one
project in the area of business excellence as aifwaer performance management
system (PMS — see Section 2.3 for details) caughtdésearcher’s attention in relation
to role change. As will be revealed during the seuof this thesis, this aspect is
particularly interesting from an academic view, iasontains interactions of several
interesting areas of research, namely, the rolmarfiagement accounting (see Section
2.2), management control in the sense of PMS (se@dB 2.3) and role theory in the
sense of Katz and Kahn’s (1978) role episode mae Section 3.2.5). This in time led
to researching relevant literature, and composimgsaarch proposal on investigating
the interactions of the above named areas.



Turning to management accounting literatwesearch in the Germanic context is a
relatively nascent theoretical field within the aref business administration and is
typically more practice-driven (Messnet al, 2008, p. 136). Anglo-Saxon countries
have institutionalised management accounting asoegsion with organisations like
the Chartered Institute of Management Accounta@Gi8/A) in the United Kingdom
(UK) for example, whereas it cannot be consider®@m organised profession in the
Germanic context (Ahrens and Chapman, 2000). Thisne reason why different
management accounting approaches and roles of dbeumting function can be
observed in these contextual backgrounds (Ahre®87)1 Yet, one recurring role in
recent literature from the UK and Germany is tHe af “strategic business partner” or
“business support”, which is used multiple timesaaseferential role (Granlund and
Lukka, 1998; Jarvenpad, 2007; Lambert and Sponé68;Schaeffer and Schuermann,
2010). However, research with a common definitibrthis role is not widespread —
both across different countries as well as acrdiésrent functions (see Section 2.2).
Particularly operative managers (OMs — for a dethdlefinition see Section 4.7) and
MAs do not seem to have the same comprehensioneofale of the MA (Byrne and
Pierce, 2007).

Despite the above cited research in the manageasmdunting area, the extent to
which a PMS affects the role of the MA has not begtely researched. Ferreira and
Otley (2009) with their extended PMS framework aa explicitly refer to the MA as
an involved person. Byrne and Pierce (2007) givenesdirst indications on the
interaction by citing the PMS as one of the anteogslof the role of the MA. However,
they do not analyse how exactly the interactiorpeag and what the influential factors

are.

Thus, this thesis draws on these two sources ofreEalpknowledge — management
accounting and management control (particularly BMS- to generate an
interdisciplinary research result. As suggestedvabourrent literature in both strands
does not necessarily follow a coherent discourkes 3tudy will also suggest practical
recommendations on how characteristics of a PMS$hihggnerate or facilitate change
in the role of the MA and how this interaction ntiglevelop its impact for role change

towards a business support role.



1.2 Research objective and questions

The overall objective of this thesis is to anallise the characteristics of a PMS affect
the role of the MA. Additionally, the underlyingesis seeks to tease out factors which

cause the role to change, or not, as the case emay b

This interaction of the characteristics of a PM$wiihe role of the MA is interesting as
— based on three core studies, Byrne and Pieréé7){2Jarvenpaa, (2007); Ferreira and
Otley, (2009) — a tension is apparent in that MAssider themselves in a business
support role (Granlund and Lukka, 1998; Byrne armetde, 2007) but do not appear to
play a role in the wider PMS context (Henri, 2008, 538-539; Ferreira and Otley,
2009, p. 264). This prompts a question as to whysMwe not involved, even if they
claim to be omnipotent and business support-ortent&temming from this
contradictory situation, the core research objectivaws on a specific comment by
Parker (2012) who explicitly states that perform@amtanagement remains an area of

continuing importance. However,

[...] questions of [how the] organisational controystems, management
accounting and performance measurement and manageimeract, remain
outstanding. (Parker, 2012, p. 66)

This interdependence principle is taken up by Schéz et al. (2018, p. 2230) who
stipulate the “examination of multiple [PMS] compgorts” and the examination of “the
interdependencies (and conflicts) that likely ewrsen individuals hold multiple roles”.
As a part of this core objective, Byrne and Pid&@)7) define a PMS as an antecedent
of the role of the MA. However, they identify pemfeance systems only as one
antecedent among many others and do not investigatguestion of how and why this
is the case in more detail. This question is tleei$oof the underlying research.

Based on the overall objective and the above meediaensions and prior calls in
literature, two main research sub-questions (rS@®) two contextual rSQs are
presented below, which frame the thesis and guidedsearch. The main rSQs cover
the research objective (Section 4.2) with the axtBon of the characteristics of a PMS
with the role of the MA including influential faat® The contextual rSQs cover the role

of the MA and the characteristics of a PMS. Asc¢heonological order of analysis will



start with the contextual rSQs in Chapters 5 anthé,contextual rSQs are numbered
rSQ1 and rSQ2; the main rSQs are then numbered aBQ3SQ4. A separate analysis
of MAs’ and OMs’ views, followed by a comparativaadysis, structures the whole

research and may lead to further findings as thanéxiterature mainly consolidates

both views (Byrne and Pierce, 2007; Jarvenpaa, ;Zo&Tteira and Otley, 2009).

Explicitly, rSQ3 asks for the actual interactiontbé PMS characteristics with the role
of the MA. The interaction includes a potentialdback loop from the role of the MA
to the PMS characteristics. Byrne and Pierce (2@0riysider the PMS as an antecedent
of the role of the MA. However, the detailed intgren and the influencing factors
behind this interaction remain open. This resedhatther details this aspect by

investigating in rSQ3:

How do the characteristics of a PMS interact witle role of the MA and

vice versa?
Then, rSQ4 enquires on the influential factorshid interaction by asking:
What are the influential factors (or not)?

In order to analyse these main rSQs, it is necgssdease out the contextual rSQs first.
RSQ1 bases its structure on the roles describddwenpaa (2007) and investigates:

What are the perceived roles of the MA?

The second contextual rSQ investigates the detaledacteristics of a PMS. It aims at
the operationalisation of Ferreira and Otley’s @08xtended PMS framework and at
further input complementing the framework. Alsoaiins at a sound understanding of
the characteristics of a PMS in order to be abltiher work with the findings in the

subsequent parts. Thus, rSQ2 investigates:
What are the perceived key characteristics of @exaporary PMS?

Answering these four rSQs feeds into addressingctite research objective of this

study.



1.3 Research approach

The core research objective reflects how the sigdgonducted. Academic research
adopts certain philosophical assumptions, and &jlgia theoretical approach underpins
the interpretation of empirical data. A qualitati@pproach supports the philosophy of
this study. As will be outlined later (see Chaptgrthis thesis is adopting a constructive
ontology, an interpretive epistemology and a gatlie methodology. This means that
the researcher believes in an interactive link ketwthe researcher and the research
subjects (study participants) where realities apeiadly constructed. The aim of
interpretive management accounting research isaleersense of human actions and the
meanings attached to everyday life contexts (CH9&6). As a result, a qualitative

approach is used for the empirical research whest supports the research objective.

A case study method is best suited for this rebeascit investigates a contemporary
issue within a real-life situation and uses mudtisburces of evidence (mainly semi-
structured interviews and concept maps — see $etif) to understand the phenomena
of the study. A multiple case study (Eisenhardt89 Yin, 2009) is the adopted
research method (see Chapter 4). As already ntitetk is support within the extant
literature that a PMS is an antecedent of the obline MA (Byrne and Pierce, 2007).
However, what is not clear is how exactly the iat&ion works and what further
influential factors there are. Thus, the boundakbesveen phenomenon and context
remain unclear. Consequently, a case study methsuited to answering the “how” and

“why” questions of this research (Yin, 2009).

The study organisations were selected based onogiug sampling (Bryman,
2016) leading to information-rich case studies wibmprehensive details of the chosen
phenomenon (Patton, 2002). In this regard, uninalysis were chosen with reference
to the research objective to ensure the rSQs aweard. Semi-structured interviews
with 32 participants were conducted, mostly at csteely organisations in Germany.
The interviews covered MAs and OMs closely workitogether. Simultaneously, a
theoretical framework was considered with role tigesmd particularly Katz and Kahn’s
role episode model (1978). Role theory as a sagicéd theory fits well with the

context of this study as the role episode modelagxp the process by taking into



account the understanding of the role actantsMAs and OMs (see Chapter 3). Thus,

it reflects the dual character of the study.

While the main data collection technique was thloagmi-structured interviews, this
thesis adopts triangulation (Patton, 2002) of datiéection sources to strengthen the
validity and reliability of research findings (Ergeardt, 1989b; Miles, Huberman and
Saldana, 2014). This thesis employs a combinationterviews, archival records (e.g.
interviewee CVs, company publications and compargbsites — see Table 4.3),
concept maps and memos gathered during time spéht the interviewees. The
thorough data analysis of this study consists véis# steps: it begins with data coding
based on template analysis (King, 2012) followedhgyanalysis of the within-case and
cross-case findings (see also Appendix F to Appehyliwhich are then compared to
existing empirical and theoretical notions as sstgpgeby Eisenhardt (1989b). Finally, it
concludes with the development of an updated rgisode model including the
influential factors. To extend and build new theizad insights, the data analysis was an
iterative process (Eisenhardt, 1989b) going back farth between existing empirical
literature, theory and the empirical study materidie data were analysed following
rigorous qualitative techniques of template analyiing, 2012) assisted by the use of
the qualitative software QSR NVivo 11 and Excel.syg research validity was
evaluated following primarily Ryan, Scapens andoldad’s (2002) trains of thought
with reflexivity, procedural reliability, transfdsdity and contextual validity (see
Chapter 4).

1.4 Structure of the thesis

This thesis is structured into seven chapters lasre and schematised in Figure 1.1.



Introduction

$ i
Literature review
Management accounting: Management control:
roles of the MA 1 PMS characteristics
Theoretical framewolrk: role episode model
Methodology and methods
1 §

Findings of within-case analysis

MAS’ view OMS’ view

V.V Cr vy

Findings and discussion of cross-case analysis

Role perceptions of the MA Key characteristics of a PMS

Interaction of key characteristics of a PMS with the role of the MA and
influential factors

Conclusion

Figure 1.1: Structure of the thesis

After this chapter, Chapter 2 offers an in-deptcdssion of the relevant literature for
this thesis. Thus, it critically reviews the exigtibody of knowledge in two main areas:
the first part summarises academic literature @nrtiles of the MA; the second part
outlines empirical literature about contemporary $8M drawing on management
control literature. Chapter 3 then describes tie@tétical lens of this study, role theory.
After detailing its history and its vocabularypittlines the underlying causal model and
framework applied for this research with the rgdésede model (Katz and Kahn, 1978).
The chapter also gives a short overview regardieguse of role theory in management
accounting literature. To conclude this chaptes, itiain theories used in management
accounting literature are reviewed and briefly dgsed with regard to their potential fit

to the underlying research.

Chapter 4 describes general methodological assangptas well as the researcher’s
assumptions on knowledge. The structure of thisptemafollows the steps of the
realisation of the study. It points out how the umsptions relate to the research
objective, and how the underlying research is arilced by these assumptions. It
suggests how the theory chosen is supported byodetigy. The rSQs are derived and

explained in detail. The research strategy cornestihe basis for the empirical case



study which consists of qualitative semi-structurggrviews triangulated with further
data, mainly based on concept maps (see SectipnTh& data collection and the data
analysis methods are presented. The coding andpiatations follow a template
analysis method with an identification of categeri@ comparative case study analysis
constitutes the overall structure for data coltactianalysis and discussion. The chapter
concludes by presenting the validity of the redeard by addressing the limitations of
the methodology adopted.

Chapter 5 presents the first part of the analybis,findings of within-case analysis.
After a short case group description, each caslysigas divided into four major parts
following the rSQs: (1) analysis of perceived rotdgshe MA; (2) analysis of the key
characteristics of a PMS; (3) analysis of how tharacteristics of a PMS interact with
the role of the MA; and (4) analysis of the infltiahfactors of the interaction. The
analysis uses rich extracts and quotes from prirfiatgrviews) and secondary sources

(concept maps) to support empirical findings andrpretations of the cases.

Chapter 6 presents the second part of the analylsés,cross-case analysis and
discussion. This chapter discusses the empiriadirfgs and interpretations from the
within-case analysis and compares them in diffeferhats. Findings emerging from
within-case analysis are compared in order to inyate similarity (or not). It compares
inter-organisationally (organisation X vs. orgatima Y) or intra-organisationally
(MAX vs OMX) where similarities appear. These samilies arising from the data are
then reflected on with regard to the body of litera and with regard to potentially new
interpretations. In addition, the findings are eefed based on the role episode model
(Katz and Kahn, 1978) in order to offer an updateadel integrating the two main
rSQs.

The thesis concludes with Chapter 7 by discusdnggfindings, interpretations and
contributions in relation to prior empirical litévme. These are based on the overall
research objective with the two main rSQs of thewtAfter an overview of the thesis,
the chapter addresses the rSQs and discusses pivecamtheoretical, methodological

and contextual contributions of this thesis. Ittomwnes with a discussion of implications



for practice, limitations of this study and reconmdations for future research. Last but

not least, a brief conclusion of the thesis is give



CHAPTER TWO: Literature review

2.1 Introduction

To develop a comprehensive understanding of thectaifl research areas, it is first
advisable to acquaint oneself with the main reseatoeams that either implicitly or

explicitly deal with aspects of interaction betweba characteristics of a PMS and the
role of the MA. For this aim, a structured litensureview (Jesson, Matheson and
Lacey, 2011, p. 108) based on a traditional ctititarature review (Jesson, Matheson
and Lacey, 2011, pp. 73-75) with chronological (Hd©98, p. 191), conceptual

(Jesson, Matheson and Lacey, 2011, p. 76) andnsgsteelements (Bryman, 2016, pp.
98-105) has been performed. Figure 2.1 schematmathmarises this process.

e N

/" Scoping review for management accounting N\
/ and management control literature (> 500 \
articles)
l 777777777777777777777777777777777777777777777 . Eliminated articles due to title,
abstract and / or further content
check

Search results after content check
(~120 articles)

1 rrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrr » Detailed evaluation following a

. _ structured analysis pattern
Scope of empirical key literature for research

objective (4 articles out of ~85 core articles):

Jarvenpéaa (2007): Ferreira & Otley

roles of MA (2009): PMS
\\\ Parker (2012): Byrne & Pierce //
\ research gap (2007): interaction y
N e

Figure 2.1: Process of literature review

Thus, this chapter introduces two relevant emgdinieaearch streams: the role of the
MA based on management accounting literature (@®c.2) and PMSs with their
characteristics drawing on management controldlitee (Section 2.3). Afterwards,
Section 2.4 illustrates briefly the existing litenge on interactions between the two

streams and thus builds the base of the reseajettivi.
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2.2 Literature review — management accounting

This section is structured as follows. After a $hiatroduction, first, different role
concepts of MAs will be investigated detailing tthehotomy of roles (Friedman and
Lyne, 1997; Siegel, 2000; Burns and Baldvinsdo005; Byrne and Pierce, 2007,
Morales and Lambert, 2013) and further role distoms (Kuepper, Weber and Zuend,
1990; Chapman, 1997; Jarvenpaa, 2009; Lambert aodef, 2012). Secondly, the
impact of contextual factors on the role of the MdAdescribed. The section concludes
critiquing some of the reviewed literature and piaip out ideas for further research
based on the analysed deficiencies.

2.2.1 Relevant role concepts of MAs

The field of management accounting represents thmapy source of insight when
addressing the role of the MA. While managemenbactng is a relatively young
theoretical field, and only gained research focushe 1970s in the German-speaking
literature (Binder and Schaeffer, 2006, p. 3), aese on the role of the MA is even
more recent. Since about 1995, European acaderaies lieen focusing their research
on change in management accounting, with the rbenge being one of the focal
research issues (Burns, Ezzamel and Scapens, 18®8gver, as per Byrne and Pierce
(2007, p. 470), research on roles of the MA i$ Bigmented and there is a need for a
more comprehensive picture. According to their gsial existing research on the role
of the MA is contradictory. In the German contdhits is stressed by Ernet al. (2008,

p. 732) who did a quantitative survey of German pganies and found that 72% of the
companies had been explicitly dealing with role niity change of the MA.
Furthermore, the 2011 (Schaeffgral, 2011), 2014 (Schaeffer and Weber, 2014) and
2017 (Schaeffer and Weber, 20EKt)dies support this result and place the rolénef t
MA as “business partner” among one of the most n@mb future topics within the

domain of management accounting.

In order to keep the study focused on the intewactif management control with the
role of the MA, the researcher emphasises a speasfiect of roles. The majority of the
existing research on the MAs roles focuses onnatividual dimension and individual

characteristics (Lambert and Sponem, 2012, p. 36 Qrder to entirely understand the
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notion of a role, it should be considered as a ‘maton of the requirements with

which the system confronts the individual membeférring to the aspect of belonging
to a group (Katz and Kahn, 1978, p. 186). Thussaannot be observed directly but
require examination of diverging interactions (Katzd Kahn, 1978, p. 188). To date,
only a limited number of research studies have logeel this aspect further (Lambert
and Sponem, 2012, p. 567). Thus, the literaturearet focuses on roles in terms of
functional roles and in terms of activities. Purélghavioural research in the area of
management accounting was omitted from the anafsis is an area of its own. The
overall concept of “role” used for this researchi e further developed in Chapter 3 in

the context of role theory.

The remainder of this section is organised as \MialoFirst, three main concepts of
MASs’ roles according to Jarvenpaa (2007) are aea\y® have a structured overview
for the further study. Thus, the structure is namiented towards a further distinction of
roles of the MA (Kuepper, Weber and Zuend, 1990ahan, 1997; Jarvenpaa, 2009;
Lambert and Sponem, 2012) and not towards a dioho{@riedman and Lyne, 1997;

Siegel, 2000; Burns and Baldvinsdottir, 2005; Byarel Pierce, 2007; Morales and
Lambert, 2013). The other adjacent role conceptscansidered which will give an

overview about further possible approaches and lwipoint out that there is no

homogeneous discourse in management accountingtlite about the role of the MA.

Jarvenpaa (2007) defines three common roles oMAe- scorekeeping, controlling
and business support function. The following paapgs will give an overview about
the most commonly analysed roles of the MA startwmith the basic role of the
scorekeeping function. Jarvenpdd (2007) definesekeeping as gathering and
registering data or information as well as prepanaand dissemination of routine
reports. This role of the MA is very informationdeal. There is no generally accepted
definition of the term information. Whereas datar d& considered as unstructured
facts, information is created based on summarisgd @hich are presented in a way
that is useful to the information recipie® management information system (MIS)
ought to facilitate management and the steerinthefbusiness. Three activities in a
MIS — input, processing and output — produce thieriation organisations and

managers need to make decisions (Laudon and Lagd@oe, p. 7).
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The main role of the scorekeeping MA is to evalulte information needs of
information recipients (i.e. mainly managers) aadattain user-friendly data transfer
and processing. The MA needs to distinguish betwenen subjective information
demands and the objective needs of decision-mdkgrs, volume, quality). The level
of expected details has to be adapted to the dedievel in an organisation, supposing
an increased level at a lower hierarchy (Guen@t3, p. 276). The MA’s role can be
considered a central institution of information ragement in the company. The MA is
to improve transparency about economic issues amallaw for the implementation
needs of cost accounting and MIS (Ereisal, 2008, p. 730).

The role of the scorekeeping MA can be used gyit®rsymously with the role of the
bookkeeper. This means to “insure that reportednfiral information [...] is accurate
and that internal control practices conform to cogpe policy and procedures” (Sathe,
1983, p. 31). However, the risk of the MA being sidered as an “outsider” by
management might lead to ex-post compliance checkg (Sathe, 1983, p. 36).
Another synonym of the scorekeeping MA is the wdléhe discrete MA as described by
Lambert and Sponem (2012, p. 574). Beyond classgqairting activities, the discrete
MA restricts his tasks to bureaucratic dimensiods. is responsible for signalling
budget overruns and observes the compliance widgs rand procedures. The product
manager and marketing function is dominant in thosmpanies that use the discrete
MA's role. The latter is typical for industries imgh-potential growth markets (Lambert
and Sponem, 2012, pp. 572-575). The benefit of diserete MAs role is that
management remains creative and responsive; paltdiaflures in internal control

activities are the inconvenience (Lambert and Sppr®12, p. 574).

However, the requirements of today's managementnardonger met by this very
restricted approach (Ernet al, 2008, p. 730), even if it is still recognisedimportant
and even if the role is well fulfilled in most coarpes (Byrne and Pierce, 2007, p. 491).
The remainder of this section describes the widksrof the MA which are controlling

and business support.
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The controlling role of the MA comprises produciagd using surveillance, supporting
control information and looking after managers.sTapproach combines the decision
support-oriented MA and the coordination-based MA sammarised by Guenther
(2013). For the decision support-oriented MA, thalerfocuses on supporting
management decision-making by mainly operating anmphg, monitoring and
information system. Monetary earning targets arsosymous with organisational
performance and serve as the key indicator forttad planning and monitoring
activities. Strategic planning is not part of thgpeach (Guenther, 2013, p. 277). The
MA’s role in the decision process is mostly seenaasinfluencer, partner, guide,
recommender or referee and not as a decision-ni{Byene and Pierce, 2007, p. 482).
This is supported by cost-benefit analyses and Whatenarios conducted by MAs.
One third of the interviewed OMs by Byrne and Reef2007, p. 483) considered cost
management as the MA's main contribution. Withia trecision support function of the
MA, one can distinguish between decision-influegciand decision-facilitating
information. According to Sprinkle (2003, p. 29@gecision-influencing information
influences motivation and serves to reduce the ast-pincertainty. It is intended to
ensure that employees behave in an organisatiodafiirable way. On the other hand,
decision-facilitating information serves to redutiee ex-ante uncertainty for the
decision-maker (Sprinkle, 2003, p. 302). The usal@fision-facilitating information
improves the decision-maker’s knowledge and fostlesr competence to make
decisions that also meet the organisational olvjestiThe performance evaluation aims
at making better decisions in the future, by eviahgathe performance of past decisions
(Sprinkle, 2003, p. 305). Consequently, decisiasltating information plays a role in
judgements and decisions that concern the past gerfprmance evaluation) and the
future (e.g. planning). However, the risk of MAsVblvement in decision support is to
oppress OMSs’ creativity and initiative taking (Sathl983, p. 36). To conclude, the

decision support function is a very essential foteOM.

A more comprehensive role of the MA is the coortiotebased approach as firstly
presented by Horvath (1978). Within the role of tberdination-based MA, the limited
and comprehensive coordination approach can beinglisshed. The limited

coordination role is further described by Horva20X1) and includes the coordination

of the three sub-systems of planning, monitoring efiormation support. It is limited,
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as it does not cover other interfaces within thenaggment control framework. The
coordination role discriminates system building agdtem coupling coordination. The
first includes the elaboration of the planning, manng and information sub-systems
which fit together. It involves the establishmerit institutions responsible for the
coordination and problem-solving rules. The systempling coordination additionally
includes adjustment and improvement processesmii@ existing systems (Guenther,
2013, p. 277). Schmidt (1986) and Kuepperal. (2013) further expand the limited
coordination approach. They do not restrict therdmation function, but also include
the coordination of the entire management systesalfitto assure target-oriented
management control of the company. Consequentty,ctimprehensive coordination
approach also includes the establishment of adequgtanisational structures and the
design of target agreements and incentive systégwer(ther, 2013, p. 278). The
coordination-oriented MA is still the most frequignidescribed role in German
literature. It reflects the support function for mgement regarding the coordination of
planning, control and information processing. THU#és can facilitate a more effective
and efficient management. The coordination-orientelé is often criticised for its
describing character instead of explaining charaetkich results in a rationality-based
role development (Erngt al, 2008, p. 731) or business orientation which iscdbed

next.

The business support function comprises of manalfyeactive duties such as being an
advisor and patrticipating in the management a@wif{Jarvenpaa, 2007). Jarvenpaa
(2007) comes to the conclusion that the role shifhanagement accounting essentially
means the transition from being oriented aroundberacrunching and maintaining the

overall function of the accounting systems, to acra@asingly business-oriented role.
The business orientation of management accounsndefined as the personal and
organisational desire and ability of managemenbaatng to provide more added

value regarding decision-making and control to nenagement (Jarvenpaa, 2007, p.
100). Jarvenpéaéd’s study is one of the rare longialdanalysis of this topic based on a

case study in a multinational company between E@52001.

Based on a comparable meaning, Weber and Schae{fe999) rationality assuring

management accounting approach is based on theaificason of the general
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management process into volition, enforcement, @@t and monitoring. Rationality
is defined as “minimising scarce resources (metmsgach a given target (efficiency)
or achieving highest fulfilment of targets with givmeans (effectiveness)” (Guenther,
2013, p. 279). This understanding of rationality ¢ classified into a result-based
rationality, a process-based rationality and awtitigased rationality. Even if profit and
value orientation are commonly the leading objedivof a company they can be
suspended by ethical principles such as sustaityalol environmental protection.
Generally, the concept of rationality is open conog the dominating targets of the
company. According to the relevant management goghases, rationality can be
defined differently. In the phase of volition, iteans to find the optimal balance
between cognitive (reflection) and experience-driymtuition) decisions. During the
enforcement and monitoring phase, rationality isilifated by an adequate link of
realisation and execution experiences. FurthermaaBonality also interacts with
management decisions in other sub-systems (e.gamussources and organisation),

automatically integrating Kueppet al.’s (2013) comprehensive coordination approach.

Another function of this role is that MAs are tqport the management in the function
of “economic consciousness” and to restrain marsagetheir activities, if necessary.

This means that the MA can be considered as tHgtmadh and reflective counterpart of

the frequently intuitive approach of managementmngeguently, rationality-orientation

does not only include “corporate governance”. Hosvethe rationality-oriented role is

not precisely defined in the existing literaturteomhly hypothesises that the MA should
have very broad competencies (Erisal, 2008, p. 731).

A synonym of the business support function in ttositext, is the role of a business
partner. It stresses a more collaborative, forwaoking and strategic orientation
(Granlund and Lukka, 1998, p. 202). Byrne and Rief2007, p. 491) add to the
discussion by describing the role of a businessipagas acting as a guide or support to
senior management decision-making which typicalyolves preparing financial
analyses. Thus, they found that the role of theddAusiness partner is still ambiguous
for both MAs and OMs. Byrne and Pierce’s studyupported by Pierce and O’Dea’s
(2003) earlier publication on the perception of agars to MAs. The research reveals

that managers evaluate the future role of MAs asinéensified partnership with
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physical proximity to the operative departmentsemhteamwork and a good business
understanding are the core competencies. Theiinfysdsuggest that a combined control
and partnership role is most common which suppd@tgnlund and Lukka’s
(1998) findings of the enlarging roles and the ewtiof hybrid roles (Burns and
Baldvinsdottir, 2005). These hybrid roles requirsteength of character and can be
referred to as “strong” controllers (Sathe, 19833). Tensions can emerge due to role
conflicts between MAs and managers about the degfrbesiness involvement (Byrne
and Pierce, 2007, p. 492).

Lambert and Sponem (2012, p. 579) also call this partner function. The MA as a

partner holds authority and serves mainly local ag@ment, but also investors and
head office. In order for MAs to be partners witM§) knowledge needs to be shared
between both groups and operative activities nedztunderstandable. MAs generally
enjoy being integrated into the action, as thisas frequently the case working in a
support function. However, the partner role caw algpport a drift in governance with

the risk of losing internal control (Lambert ando8pm, 2012, pp. 580-581).

The early preoccupation with the role of a stratelgiisiness partner in the US is
outlined by Jablonsky, Keating and Heian (1993)pwhthe early 1990s describe that
the role of the MA is changing from corporate pefitan to business advocate. A study
of the Institute of Management Accountants (IMA)tie year 2003 suggests that the
business partner role appears to be reality in mamerican companies (Siegel,
Sorensen and Richtermeyer, 2003b). This interviagel study emphasises the strong
change effort which is necessary for a successfylamentation of this business
partner role. In an earlier publication, Siegel9@Ppoints out that a better integration
of IT systems and the integration of the MA intcergtive departments give more time
to MAs to focus on the support of decision-makipgoduct profitability, sourcing
decisions etc. This means that technological pssgoan be considered as one of the

drivers of change towards this role.
Burns, Ezzamel and Scapens (1999) reveal that théslvhore frequently asked to take

a business perspective as financial reporting &lwglly automatised. This is also

supported by Weber and Schaeffer, who are amongntie authors of the topic in
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German-speaking literature. The majority of thesaarch studies are quantitative and
based on the controller panel” which is an annual survey in German-spegkin
countries (Weber and Schaeffer, 1999; Weber, 2Bbietzki and Weber, 2012).

To conclude, according to Guenther (2013), the rmss support role of the MA
integrates the other roles discussed previouslycamdconsequently be considered as
the most comprehensive of the three analysed r@éser research considers roles
being rather exclusive (Maas and Bjka, 2009) than complementary (Chang, Ittner
and Paz, 2014). Apart from these three main rdléseoMA, there are also a few other

roles which merit at least a short comment in tileWwing paragraphs.

Numerous other roles of the MA have been discusséterature. Without claiming to

be a complete list, some further roles are nowgntesl. In American literature, Sathe
(1983) was one of the first authors to study the’dviidle in management. A key
proposition of Sathe is that the MA needs to kdep llalance between involvement
(essential for the management-service role andreacngagement in the decision-
making process) and independence (required for rimgsuntegrity of financial

information and effectiveness of compliance andtr@brprocedures) when performing
his tasks. Based on these two characteristics eSigfines four roles of the MA: the
“involved controller”, the “independent controllerthe “split controller” and the

“strong controller” (Sathe, 1983, pp. 35-37). Theekes are defined in different

degrees and possible combinations of the qualitigsJvement and independence.

Pietsch and Scherm (2001) create the reflectioented MAs role based on the
rationality-assuring role. Their management acdognsystem (MAS) focuses on the
reflection of decisions and derives the informatoipport function from there. The role
of the critical counterpart is easily combinablethwvthis approach, especially when
looking at perspective-oriented reflection. Furthere, Link (2004) develops a so-
called contributions-oriented management accountiagproach and Lingnhau
(2004) presents a controlling system approach fogu®n cognition processes.
Kuepper, Weber and Zuend (1990, pp. 286-287) refemn American study in the
1950s, that distinguishes the role of the MA ad aglan innovator. This role is needed

in an extremely volatile environment, where the M#épports problem solving and
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manages early warning systems. Thus, the roleeoMA as innovator stands out for its

future- and strategy-orientation.

Another role explored by Lambert and Sponem (2042575) is the role of the
safeguarding MA. The tasks include reporting, preggeand monitoring budgets which
are fulfilled without the implication of operativeanagement and disconnected from
daily operative activity. Consequently, the MA heoldtle authority and is considered as
a treasurer serving head office. He might evendmsidered as a spy from head office
in the local management view (Lambert and Sponedi22pp. 576-577). In this
philosophy, OMs are fully responsible for their jecis and financial impacts. The
management accounting profession lacks recognitias,a high staff turnover and is
just one position on the career path towards a giagalirector (Lambert and Sponem,
2012, p. 578). This leads to a lack of standardisaif the MA's role and may result in

financial decisions with room for improvement.

Granlund and Lukka (1998) describe the change agénivhich is the opposite role to
the historian or watchdog function. In this rollee tMA can be considered as an entire
member of the management team, which can be cordids the maximum imaginable
expansion of the MAs role (Granlund and Lukka, 89%. 187). Burns and
Baldvinsdottir (2005, p. 742) combine the role be tchange agent with the term
“hybridisation” of management accounting. As chaagents, MAs are key-members of
the teams and benefit from an expert role. Onéaf functions is to expel the wastage
that might have become accepted over the years.elmyw this hybridisation is
accompanied by a certain number of challenges [@yging MASs and the physical
workplace of the MA) (Burns and Baldvinsdottir, Z0@p. 743—-747).

The main function of Lambert and Sponem’s (2012,582-583) omnipotent role is to
centralise power in the hands of head office. AssVeke recruited and trained by
“senior controllers” in the head office, a strongtwork among MAs develops. OMs
need to account permanently for their actions wite MA basing his imperative
recommendations on these figures. The advantaghi®frole is that decisions are
consistently based on financials, the main probldresig a potential hindering of
innovations and blocking OMs (Lambert and Sponebi22p. 583).
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Sathe (1983) considers the “strong controller” les best role whatever the context.
However, Lambert and Sponem (2012) claim that agriulv management accounting
function is not the only way of achieving a finascand control focus. They join
Mouritsen’s (1996) findings about competition fasnsulting activities which means
that operative departments organise themselves rdiaga information flows,

management reporting and internal consulting.

Summing up all the above named research on roldeeoMA, there is no uniform
opinion within management accounting literaturewlibe role of an MA. A dichotomy
of roles of the MA distinguishing between businsgpport and bookkeepir{§riedman
and Lyne, 1997; Siegel, 2000; Burns and Baldvinggd@005; Byrne and Pierce, 2007;
Morales and Lambert, 2018jandsversus a more detailed classification of roleshef t
MA (Kuepper, Weber and Zuend, 1990; Chapman, 198®&,enpad, 2009; Lambert and
Sponem, 2012). The present study will seek indeoatiif a more dichotomy-based
approach is sufficient for the activities of the M if further role distinctions are
necessary in order to describe the activities atesrof an MA. In addition, the study
will illustrate if roles of the MA in the sample ganisations tend to be rather
complementary or exclusive and might thus furtrertigbute to the findings of Chang,
Ittner and Paz (2014).

2.2.2 Summary of critical analysis of relevant mangement accounting literature

Following the previously mentioned methodology fioe literature review (see Figure
2.1), roughly 30 studies regarding role conceptdviédfs across different contextual
backgrounds were analysed (see Appendix A). Theewed studies are mainly
empirically-based. Among the empirical studies, tigjority use qualitative methods.
Whereas surveying is the main quantitative approadhrviews and case studies are
the preferred qualitative approaches. With regardhe contextual background, the
majority of the analysed literature is German-spegaland Anglo-Saxon. As this study
uses Germany-based multi-national organisationsttier qualitative approach, this
complements the existing body of knowledge. Stgrimthe 1990s, the majority of the
underlying management accounting role literaturgouslished after the year 2000,
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which highlights the up to date relevance of th@d@nd the need for ongoing research.
It is striking that no real leading source journah be identified regarding the role of
the MA and that sources are very heterogene&isopean Accounting Review,
Accounting, Organizations and Societyd Management Accounting Reseasadtount
for half of the publications in focus. This divaysof sources might also be a reason for

the heterogeneity of the roles mentioned in manageccounting literature.

The following critiques can be applied to the kttere analysed above. Firstly, the
research to date on the roles of MAs is fragmeimetature (Chapman, 1997; Chenhall,
2003; Byrne and Pierce, 2007). Consequently, a nsoreprehensive picture of the
contemporary roles of MAs is needed. Byrne andcei€2007) make the first attempt
of bringing together in one study the antecedecisyracteristics and consequences
associated with the roles of MAs. However, empirieadence demonstrating clear
shifts regarding the roles of MAs remains uncomrficmmbert and Sponem, 2012, p.
565). Secondly, empirical research detects a odietay set of findings. Some studies
claim that MAs play an important part in organisatil decision-making processes
(Ahrens, 1997), while others claim that the roldsMAs are characterised as not
meeting the expectations regarding support of médron and extent of involvement in
organisational processes (Pierce and O’Dea, 200&ni@all and Langfield-Smith,
2007). Thirdly, the majority of research on roldstile MA focuses on individual
characteristics (Coad, 1999; Burns and YazdifaQ12@yrne and Pierce, 2007). The
underlying study is based on the management adogufuinction, meaning the set of
MAs rather than the individual (Mouritsen, 1996rv@hpaa, 2007). Fourthly, there are
some deficiencies in the specific underlying aesclAhrens (1999) combines case
studies in four companies and interviews in ten ganmes in his role research. He
distinguishes well between the Germanic terncartroller and the English-speaking
term of MA, his literature analysis is sound withiatorical view starting in the 1970s,
and the qualitative research methodology is presemh detail. Nevertheless, the
research is restricted to the brewery sector inraay and the UK. Other research, like
a few of the focused articles, is purely literatbesed (Burchelét al, 1980; Evangt
al., 1996). The literature reviews are sound and mdséised on a large historical
analysis of articles. Nevertheless, literature-dasesearch does not sufficiently

incorporate the pace of change of the role of theavid the recency of the topic. The
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underlying study will try to add to this body ofsearch, by integrating different sectors
and by complementing literature with empirical ddthus, the next section investigates
PMS literature.

2.3 Literature review — PMSs

As the main research objective of this study expliceals with the characteristics of a
PMS, it is essential to become familiar with exigtmanagement control, management
control system (MCS) and PMS literature. A PMS enegral is considered here as a
type of MCS according to the definition of Ferreaad Otley (2009, p. 264) and as
discussed in more detail in Section 2.3.4. Ferramd Otley (2009, p. 267) focus on a
framework which can be used in practice as a haurieol to facilitate the rapid
description of a PMS. This term and a practitiomeented definition of a PMS will be

maintained throughout the study in order for tleisearch to stay coherent.

This section is structured as follows: First, déffoms of the term control will be given.
Second, different empirical approaches to orgaisisak control will be discussed and
outlined according to a managerial perspectiverdltihe evolution of the management
control definitions will be reviewed in order to foe a PMS. Fourth, different
frameworks of PMSs will be investigated. The settmoncludes by summarising
critically the reviewed literature. As the main easch objective is about the general
interaction of the characteristics of a PMS andrtie of the MA and not about specific
contextual backgrounds, the impact of inter-culte@text and organisational culture
on management control is not focused further heze &lso Section 4.7.3).

2.3.1 Definitions of control

Before entering the literature on organisationaitcm, the meaning of the notion of
control needs to be investigated in more detaile Tarm control is a strongly
ambiguous expression, as evidenced by Rathe’s {X@8hotations variety list and the
difficulty of translation into several European dmmages. Given this variety, some
attention will be paid to the definition and saftiof boundaries. The Oxford Advanced
Learner’s Dictionary gives the following definitidior the core sense of the verb “to

control”:
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1) to have power or authority over somebody/somethi
2) to limit or regulate something (Hornby, 2010).

With reference to the underlying research, the éxplanation is basically attributed to
the management function. In contrast, the secomptheation is strongly dedicated to
the management accounting function. The Collingi@iary completes this definition

by giving various complementary meanings:
to command, direct, or rule [...]
to check, limit, curb, or regulate; restrain [...]
to [...] operate [...]
to verify [...]
to examine [...]

to restrict [...] (Harper Collins Publisher, 2014).

Etymologically, to control is derived from the Latnoun contrarotulum which is
glossed as “counter-role” (Mepham, 1986, p. 103) which could be attributed to one
of the functions of the MA. Frequently, a thermostaused as an analogy for the
control process in an organisation. The standarpégature set is the budget, and if
there is a deviation between actual performancetl@dtandard, corrective action is
taken (Anthony, 1988, p. 8).

Within organisational literature, control is a “texh issue” of scientific management as
stated by various researchers (Copley, 1923, p. Bé6on, 1929, pp. 10-11; Bedeian
and Giglioni, 1974, p. 292). However, managemdrtdiure experiences “the serious
shortcoming of having different meanings in diffgreontexts” (Jerome, 1961, p. 42).
Hofstede (1968, p. 9) points out that control “efiditely not synonymous with its

original meaning in French: inspection. In sevdtaropean languages [...] the same
word exists, but it has kept the original Frenchamieg”. Consequently, the concept has
“scarcely any generally accepted principles, arehyne in the field, therefore, works

by intuition and folklore” (Anthony, 1965, p. VII)This variety of meanings can
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possibly be considered as a first indication ofl#fo& of common research and common

language within management control and managencenuating disciplines.

2.3.2 From organisational control to management cdrol

Before plunging into the organisational contragigture, it is important to sum up the
history of the terms manager and management caatibtheir origins. “A manager is a
person who is responsible for obtaining result®ugh the actions of other people”
(Anthony, 1988, p. 7). In certain views, managemextludes first-line supervisors
because they do not use the management controlidnacthat are described later.
Taking an analogy from the military, managers cgpond to officers, and first-line
supervisors to sergeants (Anthony, 1988, p. 7).t€hemanagementas its roots in the
19th century given that the modern way of leadingpmpany only began to develop
after 1830 (Pollard, 1965). Before, no designatelil fof management and no clearly
stated role or task could be found within orgamiset. Even if bookkeeping existed, the
functions dealing with control had not been essiidd. Only when cadets from the
American military school at West Point entered Ilusiness world in the US, can the
first indicators of the management control functim found. The military school was
one of the first organisations to introduce a nemwlosophy of management and
educational science that had been inspired by teecREcole PolytechniquéHoskin
and Macve, 1988). The key elements of this philbgopere writing, examination and
grading. Even if the function was not called mamaget control at that time, the
contents can be recognised as such (Bredmar, 201232). During World War I,
Harvard Business School trained officers for thenarlt was then that the faculty
responsible changed the name of this education frd@Business Policy” to
“Management Control”. The target of this educatieras the optimisation of
management of resources for the war (Vancil, 1989, IX—X). Translated into the
current environment, this means to optimise the agament of resources for an

imminent crisis.
From a historical perspective and focusing solelynsanagement control literature,

PMS and management control literature find theatson organisational control theory

(Demartini, 2014, p. 10). Organisational controleovery general level refers to a group
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of agents that implements a set of cooperative @udinated actions in order to
perform individual objectives based on organisatioobjectives (Cyert and March,

1992, pp. 31-32). Based on this general definitiorguld be argued that organisational
control is related to two main points: the inforrnatand accountability system and the
behavioural aspect. The first encompasses the dtipgrrules” of the activities that

individuals within the organisation have to accosipl and the latter involves the
“enforcement rules” of motivating managers to achi®rganisational goals (Arrow,

1964, p. 398).

According to Hewege (2012, p. 4), three eras of agament control research can be
discriminated: classical management era, moderntralortheory dominated by
accounting and the post-accounting era. Whereasntaeagement era focused on
organisational research, the era of control theaayg dominated by accounting, mainly
focused on cybernetics and systems theory. Onlytha era of post-accounting
management control were broader theoretical petispscsuch as structuration theory,
Foucauldian theory, anthropology (Section 3.3) applied (Hewege, 2012, p. 7). Amat
(1991) and Carenys (2012) distinguish three managéemrontrol research trends with
control conception as a formal mechanism, as ahesgrial mechanism and as a
cultural mechanism. In contrast to Hewege (2018)y tonly start their classification in
the accounting-dominated era. According to AmaB@)%nd Carenys (2012), research
initially started on mechanistic and formal contsystems, which include the classic
theories and contingency theory. The classic tkearonsider the rational and scientific
view of the companies under the assumption thal@raps are passive subjects, whose
performance can be entirely controlled by formalkchamisms. Contingency theory is
based on the premise of specific circumstances deéihe the MCS. Mechanistic
systems are characterised by established targdtmaasurable results in order to take
corrective actions if necessary. The key limitatminthese systems is that they are
difficult to adapt to environmental changes andt tteey do not take psychosocial

aspects of individuals into account (Carenys, 2p123f).
Looking at the historical development of managenuwanttrol literature, Giglioni and

Bedeian (1974, p. 294) identify some early scholarshe domain of management

control starting in the 1910s. Following Emersgii812) work, which introduces some
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operational control techniques in management, Churd914) and Fayol
(1949) consider control as one of the principattions of management. Church (1914,
p. 81) defines control as “that function which atioates all of the other functions and
in addition supervises their work” whereas Fay®4Q, p. 107) defines it as “verifying
whether everything occurs in conformity with tharmladopted, the instructions issued

and principles established”.

During the 1920s, the meaning of the managemerttaldanction is enlarged linking it

to planning. Lichtner (1924, pp. 5-6) describegdlgpning [a]s the managerial function
of working out the best combination of procedurésough co-ordinating the

requirements with the facilities for carrying obetwork of the division. Control is the
managerial function of putting these procedures eftect”. The planning and control
relationship is supported in more recent reseakcithpny, 1965; Kaplan, 1984). It was
also in the 1920s that Robinson (1925, p. 147)tifles forecasting results, recording
results and the assignment of responsibility toppeedor expected results as distinct

dimensions of control.

During the 1940s, research on management contiocipally covers functional
viewpoints such as operations, business, profitlassl (P&L) and finance (Rose and
Farr, 1957). Control can be located at all orgdiusal levels and can be exercised in
various ways and to various degrees. While DenB419nainly analyses budgetary
control, Trundle (1948) relates to the implemeptatf control within sales accounting,
manufacturing and industrial relations. During 119&0s, the publication of textbooks in
this period suggests that management control wasgreted in undergraduate
programmes and taught in management schools (Fa9db; Davis, 1951; Koontz,
1959).

In the middle of the 1960s, different authors si@rto write about the concept of
management control in a more systematic manneir, tegearch being dominated by
accounting and the mechanistic and formal contystesns (Bredmar, 2012, p. 482).
The starting point was an oral teaching method dase case studies at Harvard
Business School (Bredmar, 2012, p. 483). The mositlyd version is Anthony’s

(1965) classic definition of management control ekhis “the process by which
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managers assure that resources are obtained amcefisetively and efficiently in the
accomplishment of the organisation’s objectives’ntiony (1965) considers
management control as a mediator between the mesed strategic planning and
operational control: strategic planning focusessetting goals for the organisation in
the long-term; however, operational control focugeshe immediate accomplishment
of tasks. Management control links these proce§sethony, 1988, pp. 10-12). In his
time, this definition was considered to be a m#j@oretical contribution as it supports
management control theory being a domain on its ¢@menhall, 2003). In 1988,
Anthony (1988, p. 10) slightly revises his defioitj calling it a “process by which
managers influence other members of the organiséiomplement the organisation’s
strategies”. A part of this influence is steeredtliy remuneration and incentive system
of the company (Otley, 2003). However, he excluthesprocess of staffing from his
management control scope, as it is mainly formechbsan resource concepts and
processes (Anthony, 1988, p. 13). The broader acadaterest regarding the concept
of management control starts in the late 1960snwhkeearchers such as David Otley
and Tony Berry start investigating this area (Qt303). They were PhD candidates at
Manchester Business School at that time and th&srast was in Anthony’s research
(1965). The ongoing work with the concept resuttshie start of seminars for their
doctorates at Manchester. Later, these seminargnigdhe “Management Control
Association”; an organisation holding seminars aatferences even today (Otley,
2003). Anthony’'s management control technique iserounting-based approach that
consists of budget preparation, analysing and tewprfinancial performance and
incentive plans for executives (Chenhall, 2003)isTthamework suits large multi-
divisional, Anglo-American industrial manufacturingganisations that were used as the
basis for developing this framework in the 1960sWdge, 2012, p. 3). A main
assumption of classical management control thesryhat economic activities are
organised into corporations where the MCS ensinasthe work activities and subunits
conform to the top managers’ objectives and whesapplies the information to enable
the managerial hierarchy to correct any deviatibosn set plans. The relationship
between owners, managers and workers is largelp $emn the principal-agent

perspective (Hewege, 2012, p. 3).
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Based on Anthony’s work, a framework of managememttrol was accepted by
different researchers in the 1970s. It consistshoée different processes; namely
strategic planning and control, management comindl task control (Anthony, 1965, p.
15). Strategic planning and control is defined esiding on organisational objectives,
on potential changes of objectives, on resourcedtén the objectives and on policies
in the context of these objectives. Management robris the process by which
managers ensure that resources are used effecindlgfficiently. Task control relates
to the control of defined tasks and focuses on @@t (Anthony, 1965, pp. 16-18).
Around the same time as Anthony’s work, cyberngétenry is named as a management
accounting theory for effective control. In thisntext, Tocher (1970, 1976) identifies
four conditions for effective control. First, a desl objective is to be set by the
organisation. Second, the process outputs in teintbe stated objective should be
measurable. Third, the effect of alternative cdstmeeds to be predictable. Fourth,
actions need to be taken to avoid deviations frdme wDbjective. Hopwood
(1974) defines a less “classical” approach to @y distinguishing administrative,
social and self-control. While administrative cahtsticks to the classical approach,
social control consists of “the patterns of sodiaeraction” (Hopwood, 1974, p.

26) and stresses a more behavioural approach tmton

In the 1980s, strategic issues emerged in the dorméimanagement and were
consequently translated into management controthik vein, Lorange, Morton and
Ghoshal (1986, p. 19) developed a strategic comlystem defined as “a system to
support managers in assessing the relevance ofdgheaisation’s strategy to its progress
in the accomplishment of its goals and, where djzancies exist, to support areas
needing attention”. Consequently, management cobrdmal strategic management
became more intertwined and strategic managemepbuatng and strategic
management control were introduced (Simons, 199&jer authors like Flamholtz, Das
and Tsui (1985, p. 36) define management contrdatiempts by the organisation to
increase the probability that individuals and goupll behave in ways that lead to the
attainment of organisational goals”. Their framekvof organisational control refers to
the process of influencing the behaviour of indiats as members of a formal
organisation (Flamholtz, Das and Tsui, 1985, p.. 3)e framework distinguishes

between the “core control system” which directlfluances the behaviour and “control
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context factors” with only an indirect influence.ittin the “core control system” the
cybernetic process starts with the planning agtivihich generates a list of targets and
challenging standards for the operational subsysfEme outcomes of the latter are
measured by the different measurement systems,hwgnovide the information for
comparison against the pre-established objectimelsstandards. Observed deviations
are fed back into the operational subsystem forective action and into the planning
process for target or standard adjustment. A rewgstem assesses work performance
against goals and standards and influences wordvii@lrs. This core control system is
embedded in a wider control context which comprisésorganisational structure,
organisational culture and the relevant externalrenment (Flamholtz, Das and Tsuli,
1985, p. 45). This context might facilitate or inibithe effectiveness of the core control
system depending on the interaction of the fadabswork behaviours.

In the 1990s, scholars identified the need to mijstish between financial and
management control. While the latter involves “anggal management function
concerned with the achievement of overall orgameat aims and objectives”, the first
emphasises “the management of the finance funatidhin organisations” (Otley,
Broadbent and Berry, 1995, p. S35). After the Y0, corporate governance and risk
management aspects were continuously integratedM@Ss (Merchant and Van der
Stede, 2007). Bhimani (2009, p. 4), for examplsgds that “[p]lacing boundaries on
risk-taking and organisational functioning by idgnbhg acceptable variances from
predefined parameters of action is fully part @& tiefinition of management control for
most modern organisations”. Further authors likdey)t Broadbent and Berry
(1995) integrate more volatile environments andngefmanagement control [...as] the
process of guiding organisations into viable patielof activity in a changing
environment”. Chenhall (2003, p. 129) links theafusial and management control
concepts by referring to management accounting ‘@®liection of practices such as
budgeting” and to MAS as “the systematic use of ag@ment accounting to achieve
some goal’. MCS are defined as MAS as well as otbetrols like “personal or clan
controls”. But, there are also recent narrower gi@lout the definition of management
control. Merchant and Van der Stede (2007) defia@agement control as coping with
employees’ behaviour. Due to this variety of defoms and perspectives on the topic,

Malmi and Brown (2008, p. 290) resume four decamfemanagement control research
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and develop a framework of MCSs (see Section 2a8diFigure 2.3). Their definition
of MCSs excludes decision-making systems, becaoeg tlo not hold employees
accountable for their behaviour and they do naiteebehaviour to objectives (Malmi
and Brown, 2008, p. 295).

To conclude, a multitude of definitions has beenegated by different authors over the
analysed years. The effect of the broadness of imgaof the term “management
control” is that

[iln spite of the fact that management control e @f the basic management
functions, there is no comprehensive body of mamage control theory and
principles to which executives can turn for guidanm performing their

management control functions (Mockler, 1967, p. 80)

Furthermore, a tendency in research can be notimddcus on specific aspects of
control systems instead of adopting a more integrapproach (Chenhall, 2003; Malmi
and Brown, 2008). The above-described evolutiomsyelopment illustrates how the
control concept starts encompassing new manageateas. A similar change takes
place in management control due to a shift in mamamt approaches. This change and

its impact on PMSs will be discussed in the negtisa.

2.3.3 From management control towards a definitiorof a PMS

Starting in the 1970s, different practices as TQuaality Management and Just-in-Time
required more efficiency in production processes.@result, MCSs with new cost
management techniques and pressure on performaeasurement were introduced.
New performance management areas included quatibfral measures, inventory
control measures, material control measures, meclparformance measurement,
flexibility measures and innovation measurementp{ila, 1983; Garrison, 1991).
During the 1980s, management control scholars aigua shift in focus from MCSs

based on financial aspects towards performance uresadased on drivers for long-
term success (Peters and Waterman, 1982). Evée i$hift to performance measures
supported the new business challenges, the definiti the ternmperformanceproves to

be difficult for the management control scholarsecérding to Lebas (1995, p. 24),
“[p]erformanceper semay not be definable in the absolute. It is Eahtextual both in
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terms of user and in terms of purpose”. Anotheimnitedn he gives is “performance is
about deploying and managing well the componenti®fitausal model(s) that lead to
the timely attainment of stated objectives withonstraints specific to the firm and to
the situation” (Lebas, 1995, p. 29). On the othemd) Simons (1995, p. 5) asserts that
performance measurement and control systems ate “bminal, information-based
routines and procedures managers use to maintaaiter patterns in organisational
activities”. In this sense, different scholars depe characteristics to distinguish
between different performance measures and perfaxeneeasurement systems. One
way is to distinguish between performance measunesystems at the local and global
level (Clivillé, Berrah and Mauris, 2007, pp. 17¥2). While the former corresponds to
a framework to facilitate decision-making, either thoose or start actions for
improvement or to adjust objectives, the latteregponds to a multi-criteria framework
consisting of performance measures and organisédregard to the objectives of the

company.

In this context, the Balanced Scorecard (BSC) bpeRoKaplan and David Norton
(1992) extends the meaning of performance measutea®it is “a comprehensive
framework that can translate a company’s vision strategy into a coherent and linked
set of performance measures” (Kaplan and Nortofi6,1p. 55). Other scholars such as
Tuomela (2005) also acknowledge the need for anbath approach in performance

measurement systems and define it as

[...] collections of financial and/or non-financialegformance indicators that
managers use to evaluate their own or their up@idormance or the performance
of their subordinates (Tuomela, 2005, p. 297).

But what is the link between performance measur¢éraed a PMS? Some definitions
attempt to clarify the gap between performance oreasent systems and PMSs in the
literature. It is important to stress that reseanslperformance measurement systems is
more comprehensive than research on PMSs (Broadipenht.aughlin, 2009, p. 283).
The terms performance measurement and PMS are coljwmeed. However, the
meaning can differ substantially. It has been ctminthat PMS concepts seem to be
taken-for-granted concepts as they are only defeadicitly in 30% of the literature

analysed by Demartini (2014, p. 46). Simon (194dentifies three functions of
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management accounting information which are detisiaking, attention-directing and
scorekeeping. While a performance measurementrsyateomplishes only the last

function, a PMS fulfils all three functions.

In the context of management control literature33 are concerned with defining,
controlling and managing both the achievement dtamues or ends as well as the
means used to achieve these results at a societhloayanisational, rather than
individual, level” (Broadbent and Laughlin, 2009,383). Hopen (2004, p. 15) defines
a PMS as

[...] a daily management system that ensures an @#on accomplishes its
vision and becomes a high performing entity. [t.Ji]s based on a systematic
approach. [...] It focuses on assigning work, eingbivork to be carried out as

planned, and evaluating performance. [...] It Iedadsiutual success.
Other definitions are given by scholars like Ot{2999, p. 367) who define a PMS as

[...] a major mechanism that can be used to makeiciixgte set of means-end
relationships that the organisation has developedha methods it will use to

implement its strategic intent.
In a slightly edited version, Otley (2001, p. 25@ted that a PMS

[...] provides an umbrella under which we can study mmore formal processes
that organisations use in attempting to implembeeir tstrategic intent, and to adapt

to the circumstances in which they have to operate.

Abernethy and Chua (1996, p. 573) define it as

[...] a system that comprises a combination of cdntrechanisms designed and
implemented by management to increase the probatiiat organisational actors
will behave in ways consistent with the objectieégshe dominant organisational

coalition.

A more developed concept is developed by Ferraic @tley (2009, p. 264), who
define a PMS as

[...] the evolving formal and informal mechanismsogesses, systems, and

networks used by organisations for conveying thedtgectives and goals elicited
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by management, for assisting the strategic proeegs ongoing management
through analysis, planning, measurement, contrelwarding, and broadly
managing performance, and for supporting and fatiiig organisational learning

and change.

In order to encompass a more strategic focus,rjtirercker and Randall (2003, p.

715) discuss strategic performance measuremermnsydhat

(1) provide information that allows the firm to iéy the strategies offering the
highest potential for achieving the firm's objeetsy and (2) align management
processes, such as target setting, decision-makingj, performance evaluation,

with the achievement of the chosen strategic objest

Chenhall (2005) points out that the configuratiowl @haracteristics of these strategic
systems are not widely explored yet. He describ&tsagegic performance measurement
system as “designed to present managers with fialaaad non-financial measures
covering different perspectives which, in combioafi provide a way of translating
strategy into a coherent set of performance mesgsyféhenhall, 2005, p. 395). In
addition, several more specific perspectives hagently been focused like a research
and development (R&D) or customer relationship nganaent (CRM) perspective as
well as an environmental and corporate social perdmce measurement (Demartini,
2014, pp. 39-40).

On the other hand, a PMS is, for example, freqyemsled in the context of human
resource management (HRM) systems and used synasjynavith performance

appraisal. This HRM performance appraisal is coragas:
objective-setting: planning work and setting exptons,

performance coaching: continually monitoring periance, developing the capacity to

perform,

final review: evaluating and rewarding performargéemstrong and Baron, 2005, p.
14).

In the underlying study, performance managemerthzsen instead of performance

measurement, as it promises to build a more comepmate framework. As mentioned
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above, the analysed literature specifies in onBb 30 the cases an explicit definition of
the term or refers to a specific concept (Demar20il4, p. 46). This study, however,
wants to specify a definition and uses Ferreira @ttky's (2009) general PMS
definition, as it is a current definition and itsigns a comprehensive and extendable
framework (see Section 2.3.4). As mentioned iniBe@.2, behavioural aspects are not
the focus of this study. Consequently, the follayvsection will only focus on PMSs,
which refer to the research objective of detailaigracteristics of a PMS and which
give potential indicators for interaction with thade of the MA.

2.3.4 Relevant concepts of PMSs

The following paragraphs detail extant PMS reseandtich is potentially relevant for
investigating the interaction of the PMS charasters with the role of the MA. PMSs
including non-financial measures, strategy-drivéhS8 and PMSs as a framework are

examined in more detail.

The following paragraphs describe a PMS as inclyudion-financial measures. A
reliance solely on accounting measures has bedioisgd since the publication of
Relevance Lostby Johnson and Kaplan (1987). According to thedsearch,
management accounting information driven by tharfoial reporting system is “too
late, too aggregated, and too distorted to be a@lefor managers’ planning and control
decisions” (Johnson and Kaplan, 1987, p. 1). Tinesis is important for an intervention
as soon as variances occur (Johnson and Kaplai, p983). Aggregated performance
measures inhibit the ability to find the sourcevafiances (Johnson and Kaplan, 1987,
p. 194). Many researchers argue that financialspreson management control lead to
short-termism (Johnson and Kaplan, 1987, p. 196)rsf argumentation for the need
for non-financial and balanced performance measisragven in the last chapter of
Johnson and Kaplan’s book, where they stress thgpditance of non[-Jfinancial
indicators”; that is indicators that should be lobse the firm’s strategy and include key
measures of “manufacturing, marketing and R&D ssstéJohnson and Kaplan, 1987,
p. 256). They argue that “[s]hort-term financialaseres will have to be replaced by a
variety of non[-Jfinancial indicators that provideetter targets and predictors for the
firm’s long-term profitability goals” (Johnson ak@plan, 1987, p. 259).
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Based on this analysis, Kaplan and Norton develojped BSC, which “provides
executives with a comprehensive framework thatsleias a company’s strategic
objectives into a coherent set of performance nreasKaplan and Norton, 1993, p.
134). The authors criticise the management of treade for a lack of measurement of
strategic indicators that drive organisational perfance to an effective strategy
implementation. The BSC includes four main perdgpest which encompass both
financial targets and non-financial performance sneas. The latter are grouped into
internal business, customer and innovation andiegrperspectives. Each of these
perspectives are linked to one another in a candestiect relationship. In particular,
the financial perspective drives the overall sfyat®@bjectives; the customer perspective
drives the financial perspective; the internal bass perspective drives the customer
perspective; and the learning and growth perspeaiwes the customer perspective.
Kaplan and Norton stress that each user of the &®Qld adjust the number and focus
of perspectives and their measures to the buseressnment and case. Consequently,
the number of perspectives can be different froor fand the focus can be changed
according to the strategic issues that the firmuit has to monitor in order to be
successful (Kaplan and Norton, 1993, pp. 135-136).

The main strengths of the BSC tool are the focus nomtidimensionality in
management accounting and the tight performanegegly relationship. It is also
flexible as the BSC model can be easily customisgdrding both the number and
content of perspectives (Demartini, 2014, p. 64psjte these advantages, the
management accounting literature identifies a feeomnsistencies. It does not consider
the time lag between the input in the cause vaiaht the output in the effect variable.
Otley (1999, p. 375) criticises the conceptual folation of the BSC as relationships
between perspectives are not always linear. Mamh Selto (2001, p. 75) criticise the
top-down approach of the BSC by identifying the powate mission, vision and
strategic goals, and subsequently the drivers @& ftour areas. Another criticism
concerns the empirical usefulness of the BSC, aglied suggest that the
implementation of the tool does not show significgerformance improvements
(Neely, 2008, p. 22). Additionally, Ittner, Larckand Randall (2003, p. 739) find that

the model has frequently been used differently fitbin authors’ intent. All the above
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named deficiencies are reasons why a PMS includmgfinancial measures is not

considered sufficient for the underlying study.

The following paragraphs detail a strategy-drivémS? During the early 1990s, Robert
Simons developed a framework for control that pitesia “new, comprehensive theory
for controlling business strategy” (Simons, 19953p His framework criticises the
hierarchical or military model of “command and qofit where top management
defines the strategy to be implemented throughbatwhole organisation (Simons,
1995, p. 19). Simons stresses that strategy setiingalso be organised as a bottom-up
process — i.e., an emergent strategy — and thaicg$s of “balancing intended strategy
and emergent strategy” should be defined in or@@&nplement a strategy for long-term
survival (Simons, 1995, p. 20). Simons clearly stes that the effectiveness of the
framework does not derive from the technical desijeach system, but from the use
that managers make of these systems (Simons, p9%), The framework consists of
four systems, called “levers of control” (LOC) whiwvill be detailed in the following
paragraphs: i.e. beliefs systems, boundary systeimgnostic control systems and

interactive control systems.

Beliefs systems assure the coherence between gstrated organisational values.
Therefore they develop an explicit set of defimdthat senior managers communicate
formally and reinforce systematically to providesicavalues, purpose and direction for
the organisation” (Simons, 1995, p. 34). A good b@tween corporate values and
strategy supports the alignment of objectives betwthe single employee and the
organisation, which is a basic condition for ackhigvorganisational targets. Beliefs
systems stimulate managers in their creative reBeativity with the aim of producing
new value for the organisation they belong to. tdeo to steer this research activity
towards productive activities, restraints needeé@laced on employees which establish
limits of activity (Simons, 1995, p. 39). Thesetramts are called boundary systems.

Boundary systems handle avoidable risks and demearcanagerial action by setting
limits to the creativity that managers could usdéinding new solutions to problems or
discovering unpredictable opportunities to creatganisational value. This kind of

approach balances the benefits and dysfunctioms franagerial creativity, as beliefs
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systems confine the “opportunity domain as a subilsepportunity space within which

organisational participants can exercise their ggast (Simons, 1995, p. 41). Their
effectiveness is directly linked to punishment aaohctions as rewarding conformity
does not suggest being efficient (Simons, 19952p. Boundary systems are frequently
communicated by a code of conduct, while beliefsteayps are articulated using a

mission or vision statement (Widener, 2007, p. 259)

Diagnostic control systems concentrate on feedloackrols, i.e. “formal information

systems that managers use to monitor organisatmnabmes and correct deviations
from present standards of performance” (Simons,51%9 59). Many management
control tools such as budgets, business plansdatancost accounting systems and
management-by-objectives, are diagnostic contrelesys. Strategy is implemented by
comparing the planned value of relevant performasac@bles with the actual level. On
the one hand, diagnostic control systems prevemiviation and opportunity-seeking
and on the other hand, they assure the achieveaignedictable targets and reduce
variety. “Managing the tension between creativeovation and predictable goal

achievement is the essence of management con8iofiohs, 1995, p. 91).

Interactive control systems emphasise innovatioreld@ment because they “stimulate
search and learning, allowing new strategies torgenas participants throughout the
organisation respond to perceived opportunities @medats” (Simons, 1995, p. 91).
Managers at all organisational levels use themaalod of managerial attention is given
to the information they provide. Meetings betweepesiors and subordinates permit
the regular check of action plans and assumptionserning environmental changes.

Thus, interactive control systems form strategies dime.

More recent research identifies the relationshipsvben the four levers. Widener
(2007, p. 781) shows that interactive control gysteinfluence the boundary and
diagnostic systems and that the beliefs systenctaffeach of the other three. Although
Simons’ work is one of the most comprehensive fraorks to develop the linkage
between management control and strategy, otherlassh@valuate it as being
ambiguous. Firstly, it does not investigate whethienot the use of interactive control

systems makes companies more innovative or drivesvative companies to perform
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successfully (Bisbe and Otley, 2004, p. 709). SdlyprHenri claims that Simons’
framework does not define an explicit distinctiogtieeen organisational learning and
innovation (Henri, 2006, p. 548). Bisbe, Batistayftet and Chenhall (2007, p.
795) criticise the framework because the definibbmteractive control is not linked to
the related theory and emerges from practice. Eurtbre, the LOC framework takes
objectives and strategy as a starting point. Asym@aganisations satisfy the needs of
non-financial stakeholders and the assumption o§istent variables is not realistic in
certain contexts, the purely strategy-oriented @g@gh is considered problematic (Li
and Tang, 2009, p. 204). Tuomela (2005, p. 293béishes a case study on a Finnish
subsidiary of ABB in order to analyse the use dafitiPMS and discovers a few
difficulties regarding the use as an interactivatod system. These difficulties are the
resistance to the introduction of new non-finanamaéasures and the time spent
gathering data and discussing the results. Allatb@ve named deficiencies are reasons

why the LOC framework is not used as an underl{#MfS concept for this study.

PMSs have also been described as a managememgfamisational control package and
date back to the 1980s when scholars realisedhitbaerm system implies a too rational
perspective. The term package implies that “[diéfe elements are added by different
people at different times” (Otley, 1999, p. 379heTcontrols, in their entirety, are not
defined holistically as a single system, but asekpge of systems (Malmi and Brown,
2008, p. 291) instead. As dynamic sets of contretmanisms replace static sets, the
concept brings up a different research perspediey and Berry, 1980). A related
concept is the concept of “control mix” which idrmduced by Abernethy and Chua
who determine the MCS as an organisational conmtmpl, emphasising that “the
strategic choice of this mix is influenced by thegamisation’s institutional
environment” (Abernethy and Chua, 1996, p. 570)erEYf the authors criticise the
contingency perspective, they acknowledge thatcthrgext directly impacts the PMS
design. As the organisation can choose from atyaoiePMSs, the authors analyse how
organisations pick the control mechanisms thatsllagir integrated control package. A
control system works as a package when it is “iraty consistent”, i.e. it is “designed
to achieve similar ends” (Abernethy and Chua, 190673). Similarly, Gerdin (2005,
p. 100) stresses that “management control subsgsteay not only complement each

other but also substitute for each other”. The pgekaspect is also drawn upon by
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Cooper, Ezzamel and Robson (2018) who investidegenteraction of control systems

with multiple control mechanisms. They find thougfmat the metaphor of package is
not specific enough in order to describe the variewels of interdependence of the set
of PMS mechanisms.

This control package perspective has been adoptesd few scholars who introduced
their management control frameworks. In order talesstand Ferreira and Otley’s
(2009) framework, one needs to go back in timea®91when Otley developed a first

basic performance management framework based erkéy areas:
existence and assessment of organisational olgsctiv
formulation and implementation of strategies arahgl
existence and evaluation of performance targets
implementation of reward systems

implementation of adequate information flows anetfeacks in order to ensure the four
key areas above (Otley, 1999, p. 378).

As the framework was not considered to be comg@etkas research was considered to
be fragmentary regarding performance managemefgy @ontinued his research on
the subject. In 2009, he published a PMS framewmgkther with Ferreira. This model
seeks to provide a tool for a holistic empiricadaarch on MCSs for profit and non-
profit organisations. It is based on Otley’s fiveykareas and combines Simons’ LOC
framework. It integrates twelve areas for perforoemmanagement which are shown
schematically in Figure 2.2. The aspects of orgdmsal culture and contextual factors
(outer circle of Figure 2.2) are not explicitly adsglsed by the twelve questions. They
are considered more as contingent varidbdesl not as characteristics of the control
system that need to be integrated into a descnipliotheir view, the term PMS stresses
a shift to a broader perspective of control in ngamg organisational performance and

gives managerial emphasis (Ferreira and Otley, 2009

! Term originally used by Ferreira and Otley (2008 ds not taken in a positivist sense
throughout this study.
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Figure 2.2: PMS framework according to Ferreira aBtley (2009, p. 268)

The twelve characteristics are now describddion and mission statemergsrve to
give a broad orientation or a global direction tbaganisations wish to follow. The
vision describes the “desired future state: theraspn of the organisation” while the
mission is defined as the “purpose of the orgamisain line with the values or
expectations of stakeholders” (Johnson, ScholesVdhittington, 2008) Key success
factors (KSFs) are a concretion of the vision and missioma more condensed time-
frame and are important in the perception of thenagars concerned (Ferreira and
Otley, 2009, pp. 268—-269Prganisation structuraletermines the accountabilities and
responsibilities of individuals within the orgartisa. It also defines the activities that
should not be paid attention to (Ferreira and Ot2§09, p. 269). Strategy and
organisational structure are mutually interdependeithat they support and constrain
each other (Ferreira and Otley, 2009, p. 2B)ategyis the long term direction the
organisation chooses to follow in order to attaigamisational targets (Johnson, Scholes
and Whittington, 2008). One important element is achieve alignment by the
translation of strategic goals into operating go@@henhall, 2003, p. 150)Key
performance measureare the financial or non-financial indicators antkasures

applied at different organisational levels to eaddutarget achievemenfarget setting
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includes the tension for the target determinatietwieen what is expected and what is
feasible in terms of organisational performancerrgtea and Otley, 2009, p. 271).
Performance evaluationloes not concern solely individual performanceliatéons,
even though they are most observable. It also deduthe evaluation of groups of
individuals and the total organisation. Relativef@enance evaluation (RPE) is an
alternative in order to eliminate distortions imget achievement generated by factors
that cannot be controlled (Chenhall, 20(¢ward systemare the logical next step to
consider after performance evaluation, even if thitionship between rewards,
motivation and performance is complex. Rewardsbaoadly considered and financial
rewards as well as promotion are recognised bys@managementnformation flows,
systems and networkse the binding element that link the whole systerformation
flows aiming at the correction of past problems@ieack) can be distinguished from
those which try to anticipate and avoid future stmnings (feed-forward) (Ferreira and
Otley, 2009, p. 272). The characteristic PIfISs uses constituted of controls and
information as a key element of the PMS. It cannelse more significant than the
design of the control system itself (Ferreira arttey) 2009, p. 273)PMSs changes
becoming increasingly important as the rate of geasccelerates. It focuses on delays
in PMS design which lead to incoherencies (Ferraia Otley, 2009, p. 274%trength
and coherencare another key element. A PMS ought to be grehter the sum of its
single parts. Thus, even if the individual compdeeof the PMS are well-designed,
problems can occur if the components do not fietbgr. This research framework can
enable practices to be documented and correlatdd otier variables (Ferreira and
Otley, 2009, p. 275). Nevertheless, the frameworky oprovides a descriptive
framework to judge the use and design of a PMS.

At the same time, drawing on 40 years of manageroentrol research, Malmi and
Brown (2008, p. 291) developed a broad frameworkivef types of controls, namely
planning, cybernetic controls, reward and compémsaadministrative controls and
cultural controls (Figure 2.3). Malmi and Brown qumemed their framework with

Merchant and Van der Stede’s “object of controinirework (Merchant and Van der
Stede, 2007). It focuses on the broad scope ofdh&ols in the PMS as a framework
rather than the depth of discussion of individu@hponents (Malmi and Brown, 2008,

p. 291). Planning can be defined as a form of cbrEx ante. Planning activities are
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split into operational action planning for a 12-rttoperiod and strategical long-range
planning. Planning directs behaviour and effortskeiting goals to the functional areas
of the organisation. Additionally, it points ouetlevel of behaviour and effort expected
by providing standards. Lastly, it aligns goalstlbé organisation, thereby enabling
congruence of objectives and controlling activitedsindividuals (Malmi and Brown,
2008, p. 291). Cybernetic controls consist of fpme@cesses, according to Green and
Welsh (1988). Measures permit quantification angecives provide standards to be
achieved. A feedback process permits comparisatheofesult with the objective and
leads to an analysis of variances. As a resultectve action can be taken. In the
language of management control literature the comapts would be called budgets,
financial and non-financial measures and hybrigsv&d and compensation are used to
increase performance and motivation in order totrobrthe efforts of employees
(Flamholtz, Das and Tsui, 1985, p. 40). Administeatcontrols are composed of
organisation design and structure, governance méexha and policies and procedures
(Simons, 1987). Cultural controls describe the aociorms, beliefs and values
established to influence behaviour (Malmi and Bro@@08, p. 292). An overview of

the framework is shown in Figure 2.3.

Cultural Controls

Clans Values Symbols
Planning Cybernetic Controls
Reward and
Long Action Financial | Non-Financial Hybrid |Compensation
Range @ Planning Budgets Measurement Measurement Measurement
Planning Systems Systems Systems

Administrative Controls

Governance Structure Orgainsabtructure Policies and Praged

Figure 2.3: PMS framework according to Malmi and#n (2008, p.291)

Even if Malmi and Brown’s (2008) framework providese of the first designs of a
PMS, it suffers from a few conceptual shortcomirags revealed in the literature
(Ferreira and Otley, 2009, p. 265). The attributadnbudgeting to cybernetic control

43



instead of action planning is misleading, as budgedefines goals in terms of actions
and the authorised target lines of each functiomadiget for the future period
(Demartini, 2014, p. 75). Another critique is tinat all of the identified components of
cultural control are necessarily under managenatrol. Clan control is e.g. performed
by an organisational group of peers who share cambadiefs (Ouchi, 1979, p. 837).
Controlling these types of beliefs is frequentlyytwed the manager’s authority.
Furthermore, the relationships between the differelasses of control are not
sufficiently specified. Cultural controls reflect @ntextual frame for more specific
controls which set the basic principles for opersdi controls, i.e. administrative
controls. In conclusion, the perspective of a PNMSadramework provides a holistic
view of a PMS, which tries to eliminate partial we of PMS research. However,
systemic connections between the PMS mechanismddshe measured in order to

find out how they affect the overall system’s usefgs (Demartini, 2014, p. 76).

To conclude, the idea of a PMS framework appeaesniost comprehensive one.
Despite some of the above mentioned shortcomingsillibe used for the underlying
study for the following reasons. Ferreira and Osl€2009) framework provides a tool
which researchers can employ to describe the steichind use of the system of
controls. It is a structured, literature-based apph which requires further empirical
evidence through case study research to asseebuistness and adequacy (Ferreira and
Otley, 2009, p. 276). It provides a good meanshtéioing an overview of the PMSs
that are currently used in profit or non-profit angsations. Additionally, it renders the
connections between the components and sub-systansparent (Ferreira and Otley,
2009, p. 277). Furthermore, other scholars consldeframework to be useful for their
PMS research (Collier, 2005; Broadbent and LaugR@®9). Another advantage is that
the framework is open for extension which permite tntegration of new aspects
during the course of the study. Last but not le&streira and Otley (2009, p.
274) explicitly ask for the development and furtbeerationalisation of the concept of
use and further research which shall also be tddey this study. Also, they consider it
useful as a diagnostic tool for practitioners (EBea and Otley, 2009, p. 279). All these

reasons support the use of the framework for basis.
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2.3.5 Summary of relevant PMS literature

Following the methodology for the literature reviesummarised in Figure 2.1,
approximately 50 articles with the topic PMS weralgsed (see Appendix B). The
reviewed studies were mainly literature-based. Agndahe few empirically-based
studies, both quantitative and qualitative appreachere used. While the case study or
field study is the preferred qualitative approatife survey is the main quantitative
approach. The majority of the underlying PMS stadiere published after the year
2000 and only 30% before the year 2000 which sugdhs more recent interest in the
topic and the need for ongoing research. The maince of PMS literature is the
journal Accounting, Organisations and Socidttflowed by Management Accounting
Researchwhich account for less than 40% of the articlenee as relevant. However,
it is striking, that no other leading source jourcan be identified and that sources are
very heterogeneous. This may be a potential refmothe heterogeneity in theory in
PMS literature and the lack of common definitiorss asserted by Chenhall (2003),
Bredmar (2011, 2012), Strauss and Zecher (2012)jdda and McKinnon (1999). The
underlying study attempts to give transparencyheexisting definitions and empirical
literature. With regard to the contextual backgehumwo thirds of the analysed literature
on PMSs is Anglo-Saxon literature for both therétere research as well as for the
underlying survey or interview. As this study usesiore Germany-based panel for the
qualitative approach, it might complement the exgsbody of knowledge in this sense.

In this body of literature, scholars themselvesjdiently criticise various other aspects
of the existing performance management literatMvelener (2007) asks for further
research regarding the interaction of managementralomodels as substitutes or
complements. This aspect might be implicitly trelabe the underlying study, as the
interaction with the role of the MA will also shoeomplementary or substitutional
elements. Another point Widener misses in exislitggature is the evaluation of cost
and benefits of control systems. This aspect mayaogally covered by the underlying
study, as a positively connoted role of the MA d¢an considered for example as a
benefit. Another criticised point by Henri (2006)daFranco-Santos, Lucianetti and
Bourne (2012) is the lack of existing research ba tontribution of a PMS to
organisational performance. This remains anotherdéuopen area of research as the

research objective of this study does not covex délspect. As a further critique, Malmi
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and Brown (2008) claim that PMS frameworks needbéomore deeply investigated.
The underlying research might cover this gap bylysieg the existing literature
regarding PMS frameworks and complementing theredas the study data. Chenhall
(2003) mentions that there is a large body of diiére on contingency approaches to
MCS. However, these contingency approaches needbetocomplemented by
contemporary relevance and “alternate theoriesé dinderlying study uses role theory
(see Section 3) which has not yet been frequergBdun PMS research. The next
section gives an overview of the existing interghikcary literature linking PMSs and
the role of the MA.

2.4 Summary of literature linking PMSs and the roleof the MA

The literature for this section is mainly basedtba relevant literature analysed in
Sections 2.2 and 2.3, particularly focusing on ptigé links within the literature. In
addition, the remaining articles of Figure 2.1 waeened for potential hints on
research gaps detailing the interaction of the RM&racteristics and the role of the
MA. Before looking at the existing literature limgj a PMS and the role of the MA, it is
important to point out that tribalism exists withime disciplines which means that top
tier journals and authors of the disciplines manag® or management accounting tend
to treat management control separately (Euske arsind Malina, 2011, p. 278). This
tribalism is investigated in a quantitative studgpking at literature between 1981 and
2005. The reasons for this separation could beré¢tegively narrow structure and
specialisation of doctoral training, the relativeolwledge of economics, a lack of
academic demand and recognition for publicationsother disciplines or other
unmentioned reasons (Euske, Hesford and Malinal,2p1279). In the citation or
cross-citation structure between the two discigjrteuske, Hesford and Malina (2011)
investigate that management researchers are ke$g 10 quote accounting researchers
thanvice versaThe lack of communication between the disciplioesld also be based
on the breadth of topics that are considered tpdre of management control (Euske,
Hesford and Malina, 2011, p. 279). As a similading, Parker (2012, p. 66) explicitly
states that “[...] questions of [how the] organisadibcontrol systems, management
accounting and performance measurement and manageméeract, remain

outstanding”. He also acknowledges that performanasagement remains an area of

46



continuing importance. Also, having observed thepscfor greater involvement of
MAs in business processes, Chenhall and Langfieldk5(1998, p. 383) call for more
research on “ensuring effective interaction betwesperational personnel and
accountants”. In addition, Schleichetral. (2018, p. 2230) stipulate further research on
the examination of interdependencies between tihigiduals with multiple roles in the

PMS and on the examination of multiple PMS comptsien

In this sense, Byrne and Pierce (2007) are twhefféw authors who partly link both
strands of literature. Their study identifies a poehensive set of antecedents and
characteristics with respect to the roles of MAd arplores the consequences of how
these roles are discharged (see Figure 2.4). Acaptd Byrne and Pierce (2007), the
roles of MAs are perceived by both MAs and OMs aisd influenced by performance
systems. These systems operate on an individual (personal goals and objectives)
and on an organisational level (annual budget aretasting processes). The role itself
can be explained based on role theory (see Se@tidit for further explanation).
However, they identify performance management aslyne antecedent among others
(Figure 2.4) and do not investigate the questioha»¥ and why PMSs interact with the

role of the MA in more detail. This question is foeus of the underlying research.

a7



ANTECEDENTS

EXTERNAL
Ownership
Environment
Regulation
INTERNAL
Size
Structure
Culture
Technology
Management

Business nature and
circumstances

Location
Performance systems
INDIVIDUAL
Orientation

Background

THE ROLES OF

MANAGEMENT

ACCOUNTANTS
i

CONSEQUENCES

CHARACTERISTICS

INDIVIDUAL
Business knowledge

Interpersonal and
communication skills

IT skills

Flexibility

Personal qualities
Technical skills
Monitoring skills
Organisational influence
ACTIVITY

Information provider and
interpreter

Decision supporter

Periodic performance reporting
and planning

Project assignments
Ad hoc analyses
Administration

Use of techniques

Instructing OM s

INFLUENCING PERFORMANCE

With interaction:
- Enhanced decision making

- Better planning and control
- MAs more informed

Less interaction:
- Weaker control and performance

- MAs lack business knowledge

INFORMATION IMPACT

With interaction:

- Enhanced quality, use and value of
accounting information

- MAs appreciate non-financial criteria

- MAs can assess quality of incoming
information

Less interaction:
- Less interest and value attached to
management accounting information

ROLE INTERFACE

With interaction:
- Enhanced relationships

- Role conflicts
- Easier to challenge

- Managers more likely to present
issues

Less interaction:
- Less scope for conflicts

- Managers more remote

- Need to sell the MA role

Figure 2.4: Antecedents, characteristics and conseges of the role of the MA

according to Byrne and Pierce (2007, p. 488)

From a broader perspective, interdisciplinary regean management control could
look beyond boundaries and it might be interestiag future researchers of the
disciplines to build a common discourse communiithwegard to interdisciplinary

topics. This broader research should of courseobgptementary and not substitutional
by using different theoretical underpinnings anddenerating new types of research
gaps (Euske, Hesford and Malina, 2011, p. 280).sTlome of the objectives of this

research study is to overcome these boundaries tandnake an attempt at
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interdisciplinary research on management controketlaon the interaction of

characteristics of a PMS with the role of the MAdgsesearch objective in Section 1.2).

2.5 Chapter summary

This chapter presented the literature review penmtirio this thesis. The chapter began
with an overview about the roles of MAs accordingthe body of literature (Section
2.2). While the field has experienced rapid groswier the last decades, the definition
of roles of the MA remains heterogeneous. Seveefinitions were discussed and
criticised based on the structure of the scorekegpiontrolling and business support
function detailed by Jarvenpé&éa (2007). The studw da Sections 5.2.2, 5.3.2 and 6.2
might give further input and directions. Next, $&tt2.3 presented an overview about
the historical development and definitions of MCBiath was operationalised as a PMS
for this research. It focused on Ferreira and Gitl€2009) framework with the 12
characteristics which are considered the basic dveork for the overall research
objective of this study. These characteristicsaanly partly operationalised by Ferreira
and Otley (2009) and might be further detailed bage the study data in Sections
5.2.3, 5.3.3 and 6.3. Section 2.4 summarised tlsimy body of literature with the
interdisciplinary research in the field of the magsearch objective. Based on the
interaction of the characteristics of a PMS andrtie of the MA, Byrne and Pierce’s
(2007) study detailing the antecedents of the rofabe MA is revealed as particularly
interesting. The next chapter (Chapter 3) discugsesheoretical framework applied to

this research.
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CHAPTER THREE: Theoretical framework

3.1 Introduction

A theory is necessary in order to achieve undedstgn— to “organise [...] thoughts,
generate coherent explanations, and improve [...Hliptilens” (Hambrick, 2007, p.
1346). According to Gioia and Pitre’s (1990, p. p®road definition, “theory is any
coherent description or explanation of observederperienced phenomena”. As
management accounting is a more practice-drivéd &ied not theory itself, it generally
applies a broad range of theoretical disciplinemr®mics (Scapens, 1994), psychology
(Kenis, 1979), sociology (Hopwood, 1973) and pecditiscience have been used to
provide valid explanations for observed managenaenbunting practices. In order to
understand these practices, research requiresietyvarf perspectives rather than a
simple economic point of view (lttner, Larcker aMeyer, 2003, p. 754). For any
research work, a researcher needs to decide betweeeral potentially viable
theoretical approaches to guide the research. 8afaking a choice of theory, different
theories have been considered to evaluate theenpat value for the underlying
research objective (see also Section 3.3).

The structure of this chapter is the following.sfly, basics of role theory and existing
role theory studies will be reviewed, supported asguments why role theory best
informs the underlying research objective (SecBd?) and research strategy (Section
4.6). Then, other potential theoretical perspestiaee described and reviewed. The
theories were selected based on a literature asatirmawing on Granlund and Malmi’s
(2009) analysis of the main theories used in tep rmanagement accounting journals,
complemented by a study of Baxter and Chua (2008)albernative management
accounting research and based on the researchtiobje& short analysis of these
further theories in Section 3.3 will suggest tHayt are less suitable for this research

due to not fitting to the research objective o$thiudy.
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3.2 Role theory as basis for the empirical study

After an extensive review of potential theories fbllowing section focuses on role
theory as the underlying theory of this study. Befdiving into the depths of role
theory, it is important to understand that roleotlyels not one unique body of theory. It
is the title for a plethora of analysis of humareractions (Joas, 1973, p. 9). It is
important to stress that role theory involves datervocabulary and categories, but that
these categories are a means to an end but natdam éself (Joas, 1973, p. 11). The
following sections describe the etymology and hist@f role theory, existing
perspectives, concepts as well as terminology,rtfe episode model as a research
framework and existing criticism. To conclude, amalgsis of role theory used in

management accounting literature is presented.

3.2.1 Etymology of the term role and history of ra theory

This section deals with the original explanatiorthad term role, as well as the historical
development of the theory and the activities linkgth the historical steps. The word
role has its origins in Latin astula, the round and wooden dowel on which sheets of
parchment are fastened. The same term is usedtéatgnify an official volume of
papers for law courts. As a next step, parts ddttieal characters are read from “roles”.
Currently, role is either a part played by an actoa function assumed by a structure or
person. Another source of role concepts has beetiased fields like the theatre and
law. Sanctioning and terms such as law, norm arsioou are borrowed from legal
models (Biddle, 1979, p. 9).

Historically, in contrast to other theories, roleory has its origins in several social
sciences. This is why it is said to build a bridggween social psychology, sociology
and anthropology (Biddle, 1979, p. IX). It servasaaunifying meeting ground among
different disciplines. Role theory was developedha late 1920s and early 1930s by
researchers such as social philosopher George Hevtead (1934), anthropologist

Ralph Linton (1936) and psychologist Jacob Moret#84). These three are considered

to be the founders of role theory — even if theyked independently of each other.
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Three stages in the development of role theory lwardistinguished. A pre-cursive
stage, a stage of conceptual development and a sfagmpirical research. The first
stage (before the 1930s) mainly developed the temmdsvocabulary of role theory. In
psychology, the concept of identity is investigabgdJames (1890, pp. 330-336) and
the terms habits and play (in the sense of rolgimdg are analysed by McDougall
(1908, p. 354). Sociological authors like SImmeéQq&, pp. 35-41) introduced the role
vocabulary in the sense of a social role. The stdmvelopment stage (after the 1930s)
formalises concepts and applies them to the dismusd different social topics. Mead
(1934) laid the basis for the theory of symboli¢eractionism in this period. He
analysed the origins and impacts of behaviour amdngunication and introduces the
concept of role-taking (see Section 3.2.3). Thehrapologist Linton (1936, p.
113) brought up the ideas of status and role. Bo®gist Parsons defined role as “the
concept which links the subsystem of the actor psyahological behaving entity to the
distinctively social structure” (Parsons, 1954,280). The third stage (after 1950s)
applies role theory to different contexts from aqpical point of view (Biddle, 1979, p.
10). It reached its peak in the 1980s, where atl&8% of the articles published in
sociological journals contain the term role (Biddl®86, p. 76). Figure 3.1 gives an

overview of the number of publications regardinigsan comparison to groups.
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Figure 3.1: Development of role discussion vs. grdiscussion based on the number of

annual publications (Claessens, 1974, p. 11)
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It demonstrates an incremental increase of pulicatin the third stage (after the
1950s), which is now explained. Section 3.2.7 dbssrthe application of role theory in
management accounting research, where the periapmication starts in the 1960s
and continues to the present day. One of the mgsbritant studies in this third stage is
Dahrendorf’'s (2006Homo Sociologicugfirst edition in 1958). This is a concept which
defines the human being as role medium. Dahre@666) agrees with the American
researchers Gross, Mason and McEachern (1958) rtdhat means a grouping of
normative expectations towards positions. The egpens concern observable
behaviour as well as characteristics and attributésthe position owner. The
expectations of a group of contacts is called selgment or role sector (Joas, 1973, p.
17). If the expectations of different contact greupwards one position diverge, an
intra-role conflict is generated. If the expectaidowards the positions of one person
diverge, an inter-role conflict occurs. Dahrend@®06) distinguishes three levels of
expectations: mandatory, discretionary and optiangdectations with the respective
sanctions. The same scale applies to the clagsificaf roles (Joas, 1973, p. 18). The
objective of thehomo sociologicuss to give an explanatory theory of social actonl
not to describe realistically and correctly theunatof human beings. The pattern of
homo sociologicuss guided by théhomo oeconomicusf economic sciences. Based on
the latter, human action cannot be explained basesbcial motives or reasons, but it
mainly justifies profit maximisation as an overtget (Joas, 1973, p. 21). If the same
logic applies to thehomo sociologicushe main target of the concept would be the
minimisation of sanctions and the support of theiad of conformity strategies which

IS not a point of interest (Joas, 1973, p. 22).

The anthropologist Linton (1936) investigates tidejpendence of a social system of its
members, basing his study on primitive societiezxcié@ order is “activated” by the
members of society but not influenced by them. drintlefines status as the place an
individual takes in a system. Each status disposeghts and obligations which need
to be fulfilled. This fulfilment is called role amgtadually extended to attitudes, values
and expectations. The status can be ascribed bas@thorn characteristics or achieved
based on performance and skills. This distinctisnonly plausible if Linton’s
assumption of independence of the norms and smationships from the actions and

motives of the individual is true (Joas, 1973,(®). 3
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Parsons (1951) discusses a category system whexe aoncept is centrally placed.
This role concept, however, is defined in variousysy an organised part of action
orientation, expectations of interacting partneas.functional requirement for the
stability of a value system and a functional eletma&ina stable social system (Joas,
1973, p. 27). Parsons’ action frame of referencirgjuishes three simultaneously
existing systems: personality system, social systedhcultural system. The personality
system is defined as the organisation of valuentateons and action motivations of an
actant. The social system can be seen as an ip@rdent connection of actions of
several actants. Interaction is defined as mutgtbra orientation where one actant
needs the other to realise their own targets andatsfy their needs. This mutual
dependence leads to a common interest in a petmetud the relationship and thus to
a stabilisation. The patterns of relationship areesult of the cultural system. It
comprises of value orientations, belief systemsexpiessive symbols. It is not a result
of interactions, but ensures the stability of fielas. The cultural system is integrated
into the other two systems by institutionalisati@ocial system) and internalisation
(personality system) (Joas, 1973, p. 28). Intesatibn means that motivations for
action are formed based on the cultural system thed need for stabilisation.
Institutionalisation encompasses a common spetidicaf the common value system
and the definition of norms. Thus, Parsons strestwalue systems into value elements,
personal systems into need-dispositions and sagisiems into statuses (structural
aspect) and roles (functional aspect), i.e. thémments which result from values, which
rely on need-dispositions and which relate to axt#ons. Depending on the situation,
Parsons uses the term status-role-bundle (Joasg, 1©729). To conclude, Parsons
derives interactions from the value system. Basedhe internalisation concept, only

motives and interests of the value system are inaddg (Joas, 1973, p. 31).

Mead (1934) defines the term symbolic interactionigith the two main elements of
role and symbol. The definition of interactions dhd existence of non-institutionalised
role expectations are an example of human acti@ad{1934) develops his concept as
an anthropological theory of emergence of human ngomcation. He bases his
investigations on natural signs, animal gesture sigdificant symbols. Natural signs

are sensual stimuli which cause certain reactigneseces. Animal gestures depend on a
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certain form of sociality and are based on earbctiens of an animal which would
usually be the reaction to the total action (dogrlsmg when preparing an attack). If the
relationship is stable, the gesture at the begmoan replace the total action. However,
the communicative content of this gesture is nt#nded and is frequently unnoticed.
The same phenomenon can be found for the humag #&mas, 1973, p. 36). A special
form of gesture is the vocal gesture of human teittgs distinguished by the fact that
it can be perceived by the communicator as wethagartner. Thus, the reaction of the
partner coincides with the virtual reaction of t@mmunicator. The behaviour of the
other person can be anticipated which Mead retemsst“taking the role of the other”
(Joas, 1973, p. 37). Each actant anticipates thetiom of the respective partner who
anticipates the anticipation. In this context, roteeans a pattern of behavioural
expectations, which is created by interaction aaseld on a common agreement of the
partners (Joas, 1973, p. 38).

Turner (1978) extends Mead’s work and further defithe terms “role standpoint” and
“role-making” (see Section 3.2.3). The distinctiohboth terms makes it possible to
establish the term “role-taking” (see Section 3.,2.@&hich corresponds to the

imaginative construction of the role of the othehile separating the identities of both
partners (Joas, 1973, p. 40). Turner distinguistiese cases of role-making and
standpoints — in the identification case, role-mgkand the standpoint of the partner
coincide. In the second case, role-making is baseithe values of a third person which
is not part of the interaction. The reference damlarly be an external norm. In the

third case, the desired impact of interaction cantle directive for behaviour. The

interacting partners can have equal or conflicimgrests (Joas, 1973, p. 41). Symbolic
interactionism is based on the assumption thatsral® only generated during the
interaction and that roles can be permanently nadaé. According to Turner (1978), it

IS not plausible to have specified expectationsualizehaviour but he talks about
“preparedness” which defines the acceptable scépeaxtions (Joas, 1973, p. 42).
Thus, symbolic interactionism outplays functionaller theory in several aspects.
However, the problems of power, authority and c@mst are not picked out as a central
theme. Furthermore, it is not obvious how societg astitutions can be described
based on individual interactions (Joas, 1973, p. 44
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3.2.2 Perspectives of role theory

Looking at role theory across various authors, basic perspectives of role theory can
be distinguished — functional role theory, symbatfiteractionist role theory, structural
role theory, organisational role theory and cogeitiole theory. Each is now elaborated.

Functional role theory begins with Linton’s (1936prk, becomes formalised
with Parsons’ (1951) work and was the dominantgesatve until the 1970s. It
emphasises the representative behaviour of indiédwho occupy social
positions within a stable social system. This béhavis prescribed and
explained by normative expectations. Among othsuas, it is criticised by
Gallagher (1976) and Freidson (1970) for asso@atales with functions and

social positions like Parsons’ sick role.

Symbolic interactionist role theory starts with M&awork (1934) and stresses
the evolution of roles through social interactidrrae-taking and role-making.
Its epistemological approach favours ethnographyichvgives valuable input
regarding the research on informal interaction,ibdtequently criticised for its
lack of rigour regarding definitions of researahits and constraints.

Structural role theory examines structured rolati@hships mathematically and
focuses on “social structures” that share the sdmabaviour (roles) by
emphasising the social environment. It is frequestiticised for the purely

structural and mathematical approach.

Organisational role theory starts with Gross’s @9%nd Kahnet al.’s
(1964) work and emphasises social systems thataakeoriented, pre-planned
and hierarchical. Roles in these social systemsatirduted to social positions
and generated by expectations. Role conflicts $tion 3.2.4) are a common
phenomenon and need to be resolved in these oagjanis. Criticism exists
regarding non-normative expectations and regardmgces of dissatisfaction

other than role conflicts.

Cognitive role theory starts with Moreno’s work 849 on role playing and
mainly focuses on role expectations and behavlbbas the broadest empirical

base of the five perspectives and it is criticif@dnot studying the contextual
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limitations and for ignoring the dynamism of humateraction (Biddle, 1986,
pp. 70-76).

This research focuses on organisational role thashe Kahret al.'s (1964) work fits

best to the underlying research objective (seei@ext3.2.5 and 4.6). The sample
organisations (Section 4.7.3) are expected todledaented and hierarchical with roles
being generated by expectations and being attdbute social positions in the
organisation. Based on the above mentioned histony perspectives, role theory
incorporates a specific language with central cptecand terms which are introduced

in the following sections.

3.2.3 Role concept, variables of roles and role exgtations

After the perspectives of role theory, the mainalmdary and concepts relevant for the
research objective are now described. First ofsaltial role and further definitions of

the role are introduced in the following:

A social role is a comprehensive pattern of behavand attitudes, constituting a
strategy for coping with a recurrent set of sitiasi, which is socially identified
[...] as an entity. A social role is played recogblgaby different individuals, and
supplies a major basis for identifying and plagi@gsons in a group, organisation,

or society. (Turner, 1990, p. 87)

From the above definition, roles can be describeelaments of social systems and
subsystems on a structural level (Merton, 195%plé can also be described as a norm-
system withnorms being the components of a role (Jackson, 196@6p.and being
general expectations towards the role incumbenpZ(2009, p. 126). On a person- or
action-oriented level, however, roles are mostlgns@as elements of identity and
behavioural orientation (Turner, 1978). The generalivation for role behaviour lies in
extrinsic compensation. Intrinsic approaches alectthe individual through role
satisfaction (Katz and Kahn, 1978, p. 173). Fouthker groups of roles can be
distinguished: basic roles (e.g. gender), struttstatus roles (e.g. occupation),
functional group roles (e.g. mediator) and valdesde.g. hero) (Turner, 1990, p. 88).
The focus of this research is on the structurdusteole of the MA and the functional

group role of the MA.
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Closely related is the concept e set.According to Merton (1957), a role set is a
“complement of role-relationships in which persans involved by virtue of occupying

a particular social status” (Merton, 1957, p. 110)s important not to confuse role set
with “multiple roles” which refer to various sociatatuses in which individuals find

themselves (Merton, 1957, p. 111). The role sanimrganisation typically includes the
supervisor(s), the subordinates and various mendjettee same or other departments,
with whom the focal person ought to work togetheatz and Kahn, 1978, p. 189). A
role set has a stake in the focal person’s perfoc@aand this is why they develop

proscriptions and prescriptions that are called eipectations.

Role expectationsainly consist of preferences on what a persomlghdo or avoid
doing. They can equally refer to personal beli¢fgmughts and characteristics (see
Section 3.2.5) (Katz and Kahn, 1978, p. 190). Rbborists (Linton, 1936; Parsons,
1951; Katz and Kahn, 1978) say that they “shareeetgtions” for their own behaviour
and that of others. Role behaviour is controlledpordicted by expectations which
suggest that persons conform in their behavioexpectations they hold (Biddle, 1979,
pp. 115-116). Five assumptions are applied to thecept of role expectations:
sanctioning, correspondence, phenomenal equivglemomformity and simple
formation. According to Biddle (1979, p. 119), “@xpectation is a statement that
expresses a reaction about a characteristic obonere persons”. Expectations can be
characterised into enunciations (overt), concepti@@overt) and inscriptions (written)
(Biddle, 1979, pp. 119-121). Biddle (1979, pp. 1P2Z5) proposes three forms of
distinctions among expectations. Individual expegats which are held by a single
person and shared expectations which correspondng@nmsubjects. Personal
expectations are distinguished from positional eigt@ns which are held for object-
person positions. Finally, expectations of self fguosition) can be distinguished from

expectations of others.

Luhmann (1964) distinguishes three dimensions bofab®ural expectations: the time
dimension, the factual dimension and the social edision. The time dimension
discriminates the cognitive and normative expeatati Cognitive expectations change

in the case of deception, but normative expectati@e maintained against
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contradictory experiences (Joas, 1973, p. 54). Gdmnf norms can be implemented in
single steps or based on decisions and can béoleftialified authorities. The factual
dimension expands behavioural expectations frorgleiactions to a larger context.
Thus, a specific behavioural expectation becommdea The social dimension expands
the behavioural expectations to a larger circle eneh to non-involved third parties
(Joas, 1973, pp. 55-56). This is called institutibnese three dimensions (represented
by norms, roles and institutions) mutually influenceach other. Luhmann
(1964) concludes that normalisation starts forlgasintrollable actions which serve as
symbols for the acceptability of the total actidods, 1973, p. 57). Roles can be defined
as inter-subjectively valid rules of action whiche aexpressed in interaction as
reciprocal expectations. The latter are obligeddopt a form of typification scheme to
anticipate perceptions, typification meaning a aysbf relevance depending on interest
(Joas, 1973, p. 47). However, the dimension ofvegle context, the rigidity towards
rule anomalies and the expansion to a social coryntimt supports the validity of

these rules diverge (Joas, 1973, p. 66).

Expectations can be further described as the meatedlative of norms on a cognitive
level. Expectations are a prospect of what an iddad will or is supposed to do in a
particular situation or position. Consequently, tteem expectation has a double
meaning: an anticipatory (he will act) and a nomathe is supposed to act) character
(Wiswede, 1977, p. 39). According to Mead (1934huaan being mentally anticipates
the reactions of the other and thus modifies tbein behaviour based on the imagined
consequences of action. Anticipatory reaction gregtation learning is merely possible
if norms exist on which anticipation can be bad¢okms hereby refer to social reality
(Wiswede, 1977, p. 39). Expectations can be objelgtipronounced or can merely be
perceived expectations of the role receiver. Exgignis do not necessarily need to be
explicitly pronounced in order to have an impactbaihaviour. The internalisation of
expectations or roles are the result of sociabsatConformity research distinguishes
between acceptance (internal conformity) and campk (external conformity). The
higher the acceptance or internal conformity thghér the identification with the role
(Wiswede, 1977, p. 40). However, expectations db remain in the minds of the
members of a person’s role set. They tend to benuamcated in different ways:

sometimes directly, e.g. via superiors’ instrucsioand sometimes indirectly, e.g. via the
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disappointment with someone’s behaviour. As rolpeekations are communicated (or
sent) to the person, Kahn and his colleagues tefsuch expectations as teent role
(see Section 3.2.5). The members of a person’s sele transmitting the role
expectations are calledle sendersin addition, Kahn and his colleagues use the term
focal personfor any person who is exposed to role senderséetgbions (Katz and
Kahn, 1978, pp. 190-192).

A further important concept close to role expeotadiisrole behaviourRole behaviour

is behaviour which is system relevant (not necédgsaongruent with the requirements
and expectations of others) and which is exerclsed person who is accepted by
others as a member of the system. These criteziafirmed by the formalities of an
organisation. It is important to note that bothtesrta of membership and system
relevance are necessary and that neither is ith sigificient. One of the consequences
of this concept is the possibility of being detered by forces and pressures originating

outside the organisation in which the behaviouuos¢Kahnet al, 1964, p. 18).

Role-takingsignifies that the focal person takes the expeobésl of the role sender.
Two schools of thought can be discriminated regaydsuccessful role-taking — the
“accuracy of attributed expectations”, i.e. theestations of role takers to others match
those that others hold, and the “sophisticatiors@gial thought”, i.e. the role taker
assumes that others hold expectations that “mapthbeghts and actions of other
persons” (Biddle, 1986, p. 84). For Mead (1934)let#taking is essential for
socialisation, Linton (1936) considers roles to tweits of culture and Moreno
(1934) considers role playing to be the most ingdrelement (Biddle, 1979, p. IX).
Role-makingon the other hand can be described as an opti@newthe occupant can
choose with respect to methods, activities andesiiyhe focal person can elaborate the

role by exercising these options (Katz and Kah@g19. 219).

The termrole changecan be described as “a change in the shared domtegnd
execution of typical role performance and role lanes” (Turner, 1990, p. 88). It is
stressed that in a system of roles, a change inalealways generates a change in the
system of roles. Role-taking, according to Mead3@)9 cannot entirely describe role

change. If role transition or the process of rdlarnge is to be described, role-making
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comes into play. Consequently, taking over a rbd&gs means that the role incumbent
slightly modifies the role individually. Two peoptever fulfil a role in exactly the same
way. Role-taking is always role-making. The degoéeole change depends on the
rigidity of role instructions as well as on the feemance of the actant (Griese, Nikles
and Ruelcker, 1977, p. 44).

The role attributesare the real, assumed or expected characteridtiasperson with
regard to a determined role. Thus, role expectatt@iine what role incumbents have to
do, whereas role attributes define how role incumdbbave to be. This means that there
are assumptions which individual characteristiggeeson needs to possess in order to
fulfil a certain role successfully (Wiswede, 19p741). The distinction between visible
and invisible characteristics of a person is venportant for role attributes, as well as
the distinction between assigned and achievedbatés. Additionally, central and
circumferential role attributes can be distingudhenen circumferential role elements
gain in importance the more significant a role \Bidwede, 1977, p. 42). The role
attribute discussion fits with the theory of cogrétdissonance. Dissonances disturb the
balance in the eyes of the social environment. Tausle incumbent needs to possess
certain characteristics in order to fulfil a roldeguately from an observer’s point of
view. If this compatibility is not given, the obser suffers from cognitive dissonance.
This dissonance can be overcome by re-adjustingadieeattributes with regard to the

role or by re-adjusting one’s own perception (Wide/el977, p. 46).

Roles are generally not defined by society buth@ydocial context, i.e. involved groups
or involved parties. These groups or parties do nemtessarily agree on a common
understanding of the role, that mele dissentcan occur. Overall there can only be a
degree oftonsensusas dissent or consensus are considered as fimabmm a scale.
First, there can be diverging opinions about thacexharacteristics of a role and how
they are weighted. There are diverging views wl@gpectations need to be rigorously
fulfilled and which expectations can be potentialglected. Rights and duties of a role
can also be seen in different views (Wiswede, 19fY, 49-50). Second, several
conditions can be identified in order to establlsigh degrees of consensus. The
interaction hypothesislaims that the degree of consensus may depetitea@imilarity

of social and cultural background and also on éimgth of interaction/collaboration. On
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the other hand, a high degree of collaboration ralap lead to conflicts about the
“right” distribution of roles. Consensus can onlg mcreased if the interaction was
comfortable and positive for the role player. Thegtiency of interaction is another
influencing variable (Wiswede, 1977, p. 51). Tdt#action hypothesislaims that there
is a positive correlation between interaction artittaetion. Conformity research
suggests that conformity with group norms is a fiamcof cohesion of this group which
leads to thecohesion hypothesidhe homogeneity hypothes@daims that a common
origin, exposure, professional group etc. leatbte consensughe contrary might lead
to role dissent(Wiswede, 1977, pp. 52-53). Thmplication hypothesiss based on

similar consequences of role action for the invdlparties (Wiswede, 1977, p. 54).

3.2.4 Role conflict, role ambiguity and role clariy

After describing the facets of role expectatiorde rsender and role-taking/-making
above, this section examinesle conflict When human beings are confronted with
conflicting intra- or inter-role expectations andsiimpossible for them to comply with
the latter, role conflict occurs (Birnberg, Luftca8hields, 2006, p. 121). Katz and Kahn
(1978, p. 204) define role conflict “as the simokaus occurrence of two or more role
expectations such that compliance with one woulkeneompliance with the other
more difficult”. The degree of interference distimnghes these conflicts — compliance
with one might exclude compliance with the otheccérding to different empirical
studies, role conflict in the work situation is aespread phenomenon (Katz and Kahn,
1978, p. 205). It is assumed that the role conflamh be felt by the concerned person
and is not only visible to third party observersgWede, 1977, p. 115).

Different types of role conflict can be distingugshinter-role conflictoccurs when a
person holds a position in different systems whiemnot be easily combined. As
several interests need to be considered, the mareageof this type of conflict is
complex (Claessens, 1974, p. 7Mhtra-role conflictsdepend on the configuration of
one role and discriminat@&tra-senderandinter-sender conflictsintra-sender conflict
occurs when the role sender has contradictory slaimer-sender conflict occurs when
different role senders have contradictory expemtati These three conflicts can be
called objective as these conflicts are based endle senders, i.e. the environment of
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the focal person. One subjective conflictate overload where the focal person cannot
cope with the panoply of tasks and expectationgher available time and with the
required quality (Katz and Kahn, 1978, p. 185). teo subjective conflict iperson-
role-conflict where the focal person is confronted with a rokg B incompatible with
the self-concept of the person (Fischer and Wisw20@2, p. 466).

The initial conditions of role conflicts are diversSocial change is one important factor
which promotes inter-role conflict because valued morms are replaced by new ones.
The focal person loses orientation and stabilitpldsroles are given up and new roles
are not yet assimilated. Role ambiguity can ocsee (below) (Wiswede, 1977, pp. 118—
119). Further supporting factors are a pluralitycobrdination tasks and a plurality of
hierarchical levels, which lead to a complex gloggdtem. The lacking integration of
sub-systems in a global system is another reasorrole conflicts. The lack of
conciseness of expectations (i.e. role ambiguitgee following section) is another
factor in favour of role conflicts (Wiswede, 197Fp. 119-120). Further supporting
factors are a plurality of incompatible role ex@gicins and a weak insight by the focal
person into the consequences of non-conformityxjpeetations (Wiswede, 1977, p.
122).

In order to cope with role conflicts, the followirstrategies can be applied — structural
role redefinition (i.e. negotiating with the rolenslers to change their expectations),
personal role redefinition (i.e. restructuring anewn view) and reactive role behaviour
(i.e. adjusting one’s own behaviour) (Hall, 197246). A further strategy is shielding
the role action and decreasing the visibility todgathe role sender as a way of relief.
An additional option to cope with role conflictsdempartmentalisation or segregation,
where a spatio-temporal separation of potentialflobne situations is targeted
(Wiswede, 1977, p. 129). A further strategy is therging of roles, where a new role
develops which can be considered as a compromiseeée the conflicting roles. An
additional option to cope with role conflict is stick to the role where the sanction
balance is evaluated more positively. Lastly, tbeaf person can look for solidarity
among other concerned persons or groups and thtigataei role conflict (Wiswede,
1977, p. 130).
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After the description of role conflict abovele ambiguity,in contrast to role clarity, is
now detailed. As mentioned in the previous seatad@ ambiguity can be one reason for
role conflict. Role ambiguity in the context of edheory was first introduced by Kahn
et al. (1964) to identify the vagueness of a role (WissyetB77, p. 89). When human
beings experience uncertainty about what behavsoexpected of them, role ambiguity
occurs (Birnberg, Luft and Shields, 2006, p. 1Zijcording to empirical studies, the
consequences of role ambiguity are similar to waeflict: low job satisfaction, high
tension, low self-confidence, a sense of futiligguction of performance effectiveness
(Katz and Kahn, 1978, p. 206). Wiswede (1977, p.ditinguishes between subjective
and objective ambiguity, subjective meaning thatfthcal person is uncertain about the
expected behaviour and objective meaning that anapf individuals do not have a
clear definition of expected behaviour. Role amltignan be considered as a vacuum
of orientation which can be treated by role-mak{ogvn configuration of role) or
orientation towardsother persons (Wiswede, 1977, p. 91). The oppositeole
ambiguity isrole clarity and is defined as “certainty about duties, autioallocation

of time and relationship to others; the clarityearstence of guides, directives, policies;
and the ability to predict sanctions as outcomeshatiaviour” (Rizzo, House and
Lirtzman, 1970, p. 156).

Kahnet al. (1964) use the term role ambiguity, which is cqugelly similar to role
clarity (Sawyer, 1992). Role clarity is expressexdthe extent of certainty of role
expectations. Kahat al. (1964) claim that a lack of role clarity is derivigom a lack of
information regarding a given role which resultsunclear expectations and coping
behaviour by the actant. The latter can increas@tbbability that the role incumbent is
dissatisfied with the role and thus performs |déscévely (Bush and Busch, 1981, p.
17). Role ambiguity is generally defined as a latknformation or as an uncertainty
about expected job behaviour which is usually seehaving negative effects whereas
role clarity is associated with positive outcom@egner and Butterfield, 1978, p. 81).

3.2.5 The role episode model and its context

After explaining the diverse vocabulary of roledghein the previous sections, the role
episode model is now explained. It is identifiedaggarticularly useful framework for
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the underlying study for the following reasons.sHy;, the role episode model fits with
the research objective which asks how and why tteeacteristics of a PMS interact
with the role of the MA andice versaSection 1.2). In particular, the how question is
well supported by the role episode framework amkes external factors as well as
human behaviour into account. Thus, the model déscelops explanatory power and
enables the answer to the “why” question. Secorldéymodel has not been frequently
applied in qualitative accounting research (sedi@e®8.2.7) which leads to additional
potential with regard to the analysis of the d&thirdly, the role episode model is
considered to be appropriate for interdisciplineggearch as it takes role senders as
well as role receivers into account. Thus, manageénaecounting as well as
management control are analysed simultaneouslyhendnderlying study uses OMs as
role senders and MAs as role receivers (see Sedt®nwhich gives a sound basic
structure for interdisciplinary analysis. Fourthlihe role episode model permits
analysing a two-way relationship between both seleders and receivers as well as the
characteristics of a PMS. Thus, the feedback Isoptegrated into the model and can
be analysed adequately. Fifthly, the role episodsdeh permits making potential
interactions transparent and thus, making a quaktgrediction about the range of
potential interaction based on a framework. Lasklg, role episode model fits — as will
be shown in Chapter 4 — with the constructive aggland interpretive epistemology
of the study. This means that the social world a&lenof individuals who interact as role
senders and receivers and whose behaviour neédsinderpreted. It thus also fits with

the method of a comparative case study (see Sectiérand 4.7).

The role episode model also draws on role theorgabolary as explained in the
previous sections. It applies Turner’s (1990, p) &uctural status roles (e.g.
occupation) and functional group roles (e.g. med)atThe role set as defined by
Merton (1957) is restricted to a role sender whehim underlying study is represented
by the OM as a colleague. This OM has expectatwhikh are a statement that
expresses a reaction about a characteristic ofoon@ore persons, i.e. MAs in the
underlying research (Biddle, 1979, p. 119). Witthe role episode model, role-taking
and role-making take place, according to Mead (1884l Turner (1978). Role change
as “a change in the shared conception and execafidypical role performance and

role boundaries” (Turner, 1990, p. 88) can als@X@ained based on the role episode
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model. Another aspect which is a result of the icyoble episode is the term role
identity with a focus on its social identity thedoundations. According to Joas (1973,
p. 78), identity has two meanings. On the one hhednon-interchangeability which
can be detected by a third party. On the other hhadawareness of a person to be
different in distinctive actions but to be the sapsgson. The way that professionals
interpret their role identity is decisive for hohely act in work situations (Pradt al,
2006) which is an important aspect for the undedystudy. A further concept which is
of importance for the role episode model is rolenfbct “as the simultaneous
occurrence of two or more role expectations suah¢bmpliance with one would make
compliance with the other more difficult” (Katz akGhn, 1978, p. 204). One reason
for role conflict can be role ambiguity which ocsuwhen human beings experience
uncertainty about what behaviour is expected ofntH{@irnberg, Luft and Shields,
2006, p. 121). These are the main concepts to laeeaof when working with the role

episode model.

When Katz and Kahn published the model in 1978thkery integrated the findings of
the “application” period of role theory (see Seat2.1). Consequently, Katz and Kahn
(1978) are interested in generating an applical@éwork which can be used in other
disciplines. Thus, it has been used for researcihnanagement accounting where its
application is still relevant (see Section 3.2B3sed on the above comments, the role

episode model is chosen for this research andchawll be explained in detail.

Organisations are complex and the interdependentig® organisational members are
potent and subtle. Many variables tend to be rélaiecomplex manners and a model
providing a general orientation is essential. Thle episode model represents such a
framework with a complete cycle of role-sendingp@nse by the focal person and the
effects of this response on the role senders (Kalah, 1964, p. 26). Thus, the interplay
of the above mentioned concepts like role expextatirole sent, role conflict and role
ambiguity can be illustrated in one integrated nhodis “classic role process” (llgen
and Hollenbeck, 1991, p. 188) constitutes a caseglence (Kahmt al, 1964, p.
26) combining the role concepts outlined in thecpding sections. Role pressures are
assumed to find their origin in the expectationgh® members of the role set. Role

senders have expectations about the performantieedibcal person. They also have
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perceptions about the current performance of tisalfperson. Role senders correlate
both, and apply pressure to make the performanograent with the expectation.
Simultaneously, expectations are adjusted througttmel process. Thus, the episode
involves experience and response for both thegetelers and the focal person (Kahn
et al, 1964, p. 27). According to Katz and Kahn’s mad&I78), four concepts or events
constitute a role episode connected by arrows wimghly a causal sequence (see
Figure 3.2).

Attributes of
the person
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Figure 3.2: Role episode model according to Katd Kahn (1978, p. 196)

As illustrated in Figure 3.2, the episode startthwhe existence of a set oble
expectations (rectangle A) held by role sendersithdocal person and the behaviour.
Role expectations (see Section 3.2f) standards applied to the behaviour of a person
who occupies an office or a position in an orgaiosa Consequently, role expectations
represent attempts to influence the behaviour efftical person (Kahat al, 1964, p.
27). Role senders have certain expectations wigarceto the manner in which the focal
person should perform his or her role (arrow 1)eilThexperience is based on
perceptual, cognitive and evaluative componentsh(Ket al, 1964, p. 27). Role
senders also have their own perceptions of howfalal person is behaving and
performing. Correlating expectations and percegtigent roles (rectangle B) consist of

communications sent by members of the role setderato influence the focal person
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(Kahnet al, 1966, p. 278). Role senders are frequently uraeat their expectations
are an influencing factor (Kahet al, 1964, p. 27). Role pressure can be performed on
the focal person to make their performance condrusith the role sender’s
expectations. The objective environment of the lf@eason needs to be distinguished
from the psychological environment (Kaken al, 1964, p. 12). To determine the role
pressure, the expectations of the role senders heelbe studied separately. An
investigation of all the role expectations can gase indication of the potential of
conflict. Similarly, the degree of role clarity ambiguity can be evaluated by
investigating the expectations of the role set. Tdwal person’s experience of role
conflict can diverge from the view of the countetpaThe concept of the received role
(rectangle C) includes the focal person’s perceptibthe role-sendings, as well as the
auto-expectation of the focal person. Role behavioectangle D) corresponds to the
response of the focal person regarding the aboweedanfluencing factors. These
concepts are influenced by the motivations, cogn#iand behaviour of the role set and
of the focal person. This can be called adjustivenaladjustive responses (Kaanhal,
1964, p. 27). The degree to which the focal pessbehaviour conforms to the initial
expectations is expected to influence the expectatin the next role episode. In total
the role episode describes a cyclic and ongoingga® where the focal person’s
behaviour provides feedback to the role sendeo\a®). The following role-sendings
depend on the role sender’s evaluation of the fpeason’s behaviour. Afterwards, a

new role episode begins (Kabhal, 1966, p. 279) (arrow 1).

Effects of role pressure have both perceptual aguitve aspects. General predictions
are that a supportive expectation generates gdtmfa When expectations are
contradictory and direct to changes, they can eweksion, anger and indecision. The
reaction of the single focal person is determingdheir experience in that situation.
The person confronted by a role conflict neede#ztin some way as the person needs
to cope with the pressure (Kabhal, 1964, p. 28). Coping can be done by compliance,
persuasion, avoidance, distortion of reality, fotiora of affective or physiological
symptoms etc. Regardless of the coping strategy, uke focal person’s behaviour can
be assessed in relation to the expectations (kahh 1964, p. 29). The response of the
focal person to role pressures “feeds back” tathe sender (arrow 2) in ways that alter

or reinforce them. The next role-sending then ddpem the evaluation of the response
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to the last sending and a new episode starts (i€akah, 1964, p. 29) (arrow 1). Three
types of reactions occur in this process. Firgtsittns and frustrations of the focal
person can result in aggressive action and comratioic towards the role senders.
Second, the focal person can avoid or reject tleesenders with difficult expectations.
Third, the focal person can approach the role gefatejoint problem solving. Both
adjustive and maladjustive cycles are describedhks/framework. It is used here to
provide a way of thinking about a broad set ofdaxtin complex interactions (Kalat
al., 1964, p. 34) and as a basic guideline in ordstriecture the interaction of the PMS

characteristics with the role of the MA accordinghie research objective (Section 1.2).

The role episode process does not run in isolatiod is influenced by different
contextual factors or surrounding conditions (Katz Kahn, 1978, pp. 208-217). Other
role theorists like Biddle and Thomas (1966) ortierd (1971) share this consideration
of contextual factors. Thus, in order to fully unstand the role episode process, Katz
and Kahn (1978) integrate three surrounding vaembl individual, interpersonal and
organisational factors influence the subsequergestaf the role episode. Figure 3.2
depicts the core process (rectangles A — D andvarde2) and the contextual factors
(circles E — G and arrows 3-9). Taken in combimgtibese factors represent the context
where the episode occurs. These contextual faetiire explained in more detail in
the following paragraphs.

Organisational factors(circle E) tend to determine, to a large exteni tlole
expectations of the role set (arrow 3). Thus, theyregarded as antecedents of roles.
The organisational structure, the functional spesaaon and division of labour
dominate the content. These structural propertiesafficiently stable so that they can
be treated as independent of the person of thesedlelhe organisational factors (circle
E) represent a set of variables. Some of them itestine organisation as a whole, its
size, number of hierarchical levels, products, oiggtion of the role set or financial
base. Other variables represent the relation ¢dicepersons to the organisation (Kahn
et al, 1964, p. 31). The structure of the subsystemmdbpolicies, the technology of
the organisation and rewards and penalties infiei¢ne content of a given office (Katz
and Kahn, 1978, p. 197). Further factors can barosgtional culture, hierarchical
structure, rate of growth, purpose, ownership @ehnet al, 1966, p. 279). Arrow 3
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describes a causal relationship between the omgonsl variables and the role

expectations and pressures which are held towhedfotal person. The organisational
conditions of the role sender partly determine eékperience, the expectation and the
pressure exerted (Kalet al, 1964, p. 32).

Attributes of the person or personality factofsircle F) refer to all behavioural
variables of an individual including motives andlues, defence preferences,
sensitivities, habits and fears. They refer to falttors that describe a person’s
propensity to behave in certain ways and influeth@erole episode in various ways.
Arrow 4 depicts that individual factors evoke certhehaviours from role-senders. The
same sent role expectation or pressure can be ipedcelifferently by different
individuals (arrow 5). Preferences for coping €gés also tend to be based on
personality. At the same time, role behaviour hasnapact on personality (arrow 6)
(Katz and Kahn, 1978, p. 197). Kaknhal. (1966) describe these individual factors as
attributes of the persofhe effects of these factors on role processetharéollowing.
First, some of the factors directly affect the renders. Second, some of the factors
have a direct influence on the focal person, esgcanditioning variables between an
objective situation and the perception of the s@ader of this situation. Conditioning
variables may be personal factors such as abitionfidence, extroversion and
flexibility. Third, personality factors have an lménce on the focal person’s reaction to
role stress (Kahret al, 1966, p. 280). To conclude, attributes of thesperare
considered important determinants of reactionsote expectations and sensitivity to
role pressure (Kahet al, 1964, p. 32).

Interpersonal relationgcircle G) are defined as the patterns of intecacbetween the
role sender and the focal person. These relatiangde based on formal organisational
structure or on informal interactions and relatiops. The influence mechanisms of
interpersonal relations are very similar to perdipndactors. There might even be
affective links between the focal person and the sender such as trust in cooperation,
respect and a friendly style of communication. @theportant dimensions in this
context are the power or ability to influence, thierdependence between the actors and
the style of communication. Thus, interpersonaatrehs have an influence on role

sender’s actions and focal person’s responses (Kahal, 1966, pp. 280-281).
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Interpersonal factors alsaffect the quality of the relationship and commaitimn
between focal person and role set (arrow 7) and itherpretation of the sent
expectations (arrow 8). Furthermore, the behavioluthe focal person affects the
interpersonal factors and relationship with the redt (arrow 9) (Katz and Kahn, 1978,
p. 197).

3.2.6 Critical analysis of role theory and the roleepisode model

On one hand, role vocabulary appears to be amangntist extensive vocabulary in
sociology (Schuelein, 1989, p. 483). On the othrerdh the overall role discussion in
German literature has stagnated since the 1960duitteer major empirical work in
sociology has been done since then. Biddle (198&es that 10% of all articles
published in sociological journals use the termerdbut on the other hand a real
development of role theory is scarce (Schueleil8919. 484). Despite the various
applications or because of the various applicationdifferent areas of research, role
theory is frequently criticised. One criticism geslly concerns its preciseness in
describing human behaviour. For this study, theipemess of human behaviour is not
the focus, but the interaction between the charattes of a PMS and the role of the
MA. Another general criticism concerns the termerak being confusing, conflicting or
ambiguous (Coulson, 1972, p. 108). In this context areas of criticism can be
identified. First, critics argue that role theosybased on the illusion that normative
behavioural expectations reflect the real behavajuthe majority of individuals (e.g.
mother role). Consequently, roles are frequentlgedaon ideologies more than on
realities and are restricted to only one pattesteid of accepting diversity. Second,
role theory is said to promote social conformityd dsehaviours which exemplify the
“proper way to live”. Individuals acting outsideette norms are called “deviants” and
their deviating behaviour is assumedly explaindbjerole conflict (Jackson, 1998, p.
51). Third, role theory explains role acquisitionrole learning as an intergenerational
transfer of values and behaviours. This gives ay vauperficial explanation of
socialisation and completely leaves out the povimedsion. Fourth, role theory is said
not to take into account human agency and not tvige a framework for the
comprehension of human subjectivity (i.e. attempitsndividuals to adapt to their
situations despite certain roles) (Jackson, 19982). Fifth, role theory gives the
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illusion that life is split into different segmentghich can be treated separately and
independently. However, today’s life is more andrenmterdependent, e.g. including

household work, child care and profession (Jacks988, p. 53).

Another frequent critique is on role conflict, aertheory implies that role conflicts are
the only conflicts within organisations and tha¢ tbarticipants will be satisfied and
productive once role conflict is resolved (Biddl®86, p. 74). Role conflict is said to
divert the attention from real conflicts in socsftstems and from the possibility to
change the systems (Biddle, 1986, p. 82). Furthigcism deals with role theory as an
illusive theory (Haug, 1972, p. 101), as the rdieadry terms themselves are not
considered to be science. Another criticism death the applicability of role theory

which is said to be restricted to certain socigkta and to an industrial society (Haug,
1972, p. 106; 113). The last criticism deals witis@uring power and social control and

thus not supporting the detection of relevant figdi (Haug, 1972, p. 125).

According to Schuelein (1989), role theory losedrtportance in social sciences based
on two explanations — social dynamics and the miteproblems of theory. Social
dynamics are fashions or cycles and structuralyivighof different parties. For role
theory, the linguistic distinction of the colloguiarm role and the technical role term
add to the confusion and thus to the decreasetefest (Schuelein, 1989, p. 486).
Inherent problems of the theory itself add to teerdase of importance. Role theory is
plagued by conceptual and definitional confusiomsl @y authors with differing
perspectives (Biddle, 1986, p. 86). Biddle (1986)es that phenomena tend to be based
on simple assumptions and basic research remairderwesearched. Various
researchers (Plessner, 1960; Tenbruck, 1961; @aesd963; Griese, 1976) actively
criticise the various interpretations of differentthors within role theory. Thus, critique
on role theory tends to be personalised referantpé competence of role theorists and
temporised referring to outstanding future reseé8dnuelein, 1989, p. 487). Schuelein
(1989) counter-argues that role theory is matuck that the differing perspectives are
the result of theorising in the area of role theofphis means that role theory
deliberately reflects various peculiarities of natetion processes which can be
interpreted as a lack of abstraction (Schueleir891%®. 495). Thus, the variety of

different authors is not a weakness or lack in cetepce of the theorists but a reflection
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of the different forms of social systems (Schuelei®89, pp. 492-493). For the
underlying study, role is operationalised in tewh&atz and Kahn's role episode model
(Section 3.2.5) and in terms of the activities lbé tMA (Section 2.2.1). Thus, the
interpretations are based on a basic definitiomacept which leave less margin of

interpretation and which renders this critique ledevant for this study.

Overall, the researcher acknowledges that roleryhieas limitations, like all theories.
For the following reasons the author still conssdéruseful for this study. First and
foremost, role theory and especially the role efgsmodel provides a basic structure
for the underlying study being the starting pomt further inductive category building.
This means that role theory is not considered tdheeone and only truth but it is
considered to be a basic framework for furtherysial As acknowledged by the critics,
it can be used as an orientational concept (GetrhE®80). Another point is that the role
episode model stresses the “dual approach” ofttindystaking into account the views
of the MAs and of the OMs. This “dual approach’vexy well reflected by the role
episode model depicting the role sender (OM) amdftical person (MA). Thirdly, the
role episode model is a useful framework for answgethe research objective. It
supports the basic structure for the explanationthef “how” of the interaction and
leaves room for explaining the “why” and also teedback loop. As this study follows
a qualitative and interpretive approach, the risksaperficial generalisation and
explanatory restrictions based on a snapshot of @#ug, 1972, p. 78) as in positivist
research is minimised. Another point is that thisdg is not based on role theory in
order to be based on a theory, but in order tactlitee questioning in terms of focusing
the research (Haug, 1972, p. 101). Thus, the Wugheory criticism is not relevant for
the underlying research. The criticism with regarydhe applicability to an industrial
society or to certain layers of the society is lesdgvant for this research as it takes
place in a purely business environment (Haug, 1972,25). Also, the confusion of
concepts is less applicable as the research foamsése core role episode model and
not on the whole body of role theory. Overall, desparious critiques on role theory,
the role episode model is still considered usedulkiie underlying research. This is also
supported by its further application in managemactounting literature which is
described in the next section.
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3.2.7 Role theory in management accounting literate

This section briefly outlines the use of role thewr the extant management accounting
literature. Since the publication of Katz and Kahiirst edition of “The social
psychology of organisations” in 1966, role theorgda an impact on both conceptual
and empirical studies in the field of (managemewgounting. Publications in nine
leading accounting journdlsare analysed in the period from 1966 to presehis T
analysis revealed 27 studies that are informedaby theory (Appendix C). The last
decades of management accounting literature araaieaised by an increase in the use
of role theory, especially in the period from 196009 when 16 out of the 27 studies
are published. In the years from 2010 until presém development of further
publications in management accounting based on tldery has decreased; three
further recent studies were published @mitical Perspectives on Accountingnd
Qualitative Research in Accounting and Managem@&uussy, 2013; Walker, 2017;
Byrne and Pierce, 2018) and are thus not partefisih. Only three conceptual studies
based on role theory were published in the totabdeAmong the 24 empirical studies,
the guantitative survey method is applied mostuesdly (22 studies) whereby a few
combine survey data with additional insights gaitte@dugh interviews. A case study
approach is chosen in only two of the empiricatlgs. The following summary of role
theory in management accounting studies, focuseth@ndentified 27 studies which
explicitly refer to Kahn and his colleagues’ theamytheir argumentation or hypothesis
development. Appendix C summarises all identifiadlies based on the nine leading

journals.

Managers’ role stress has been revealed to be @hwat topic of the majority of
management accounting studies that are built o tleory (Decoster and Fertakis,
1968; Hopwood, 1972; Otley, 1978; Hirst, 1981; DufhR93; Ross, 1994; Abernethy
and Stoelwinder, 1995). DeCoster and Fertakis (L988re the first authors in
management accounting literature to investigate stdess based on role theory. They

2 Including the following A+ and A journals (accordino the Harzing list 2016 and VHB
ranking 2015): The Accounting ReviewAccounting, Organizations and Socjety
Contemporary Accounting ResearctManagement Accounting ResearcBournal of
Accounting Researc¢lEuropean Accounting Revigdournal of Accounting and Economics
Journal of Financial and Quantitative AnalysiReview of Accounting StudieRelevant
studies have been identified with the help of amaaded database search for “role theory”,
“role expectation”, “role stress”, “role conflictr “role ambiguity” in either title, abstract,
key words or full text.
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used role theory to interpret all types of commatan from superiors and the detailed
requirements regarding budgetary matters as rgeatations and as the “closest source
of pressure” for a manager (Decoster and Fertd®68, p. 242). Their study suggests
that budget-induced pressure is correlated with pasticular types of leadership
behaviour — initiating structure and considerati@®n the other hand, the study
illustrates that pressures from procedures for €dabtmg budgets or budget
administration are not related to either type dadiership behaviour (Decoster and
Fertakis, 1968, pp. 245—-246).

Hopwood (1972) uses role theory to connect supemyisstyles, tension and
dysfunctional behaviours. Hopwood (1972) distingass three supervisory styles: the
budget-constrained style (meet short-term budgefets), the profit-conscious style
(increase the general effectiveness of units’ dpers) and the non-accounting style
(accounting data unimportant for performance evalof Given the imperfect nature
of accounting performance measures, it is arguatatbudget-constrained supervisory
style leads to role conflict and role ambiguity ahhin turn cause managerial stress and
tension which result in dysfunctional behaviour®Mood, 1972). Thus, the “reliance
on accounting performance measures” (RAPM) resestrelam is created, based on the
investigation how role conflict and role ambiguityediate effects on tension,
dysfunctional behaviours and managerial performafigienberg, Luft and Shields,
2006, p. 122). Further examples of later RAPM ssdiuilt on role theory are Otley
(1978), Hirst (1981) and Ross (1994).

Apart from the investigation of role stress, thare some studies which use role theory
in a more holistic way (Collins, 1982; Jonsson, &9Marginson and Ogden, 2005;
Marginson, 2006). Role theory is applied as a piaif to elaborate on the relative
importance of MCSs in clarifying job requirementsdaprescribing normative role
behaviours in organisations. Collins (1982) develthpee propositions on the value of
MCSs which are informed by role theory. First, hhguas that MCSs are useful in
communicating role expectations to the focal persBecond, he stresses that the
systems are important for motivation, as they cdluence the intrinsic and extrinsic
desirability of performing a given task or role.iffh he analyses that MCSs are

expressive of the organisational atmosphere argl likipful in socialisation processes.
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MCSs indicate whether the organisational atmospieteureaucratic, democratic or
autocratic. In general, management is concernett wdéntifying and articulating
organisational purpose and also with directing oiggtional energy towards its
achievement. It is in this context that MCSs arpeeted to be of high importance as
they provide a valuable instrument to shape indiaig’ beliefs and focus organisational
energy (Collins, 1982, pp. 108-110).

While the above named studies primarily address agenrs and managerial role
perceptions, several other studies adopt role yhemithe jobs of auditors, financial
accountants and MAs (Hopper, 1980; Senatra, 198belR and Michaels, 1990; Byrne
and Pierce, 2007; Maas and WKk#, 2009). The most comprehensive and relevant
study for this research includes antecedents, ctaistics and consequences of the
roles of MAs and is provided by Byrne and Pierc0{@. Building on the work of
Hopper (1980), the authors identify an array ofdeswhich influence the roles of MAs
(Figure 2.4 and Section 2.4). Byrne and Pierce {2@@nsider operating managers as
role senders who communicate their role expectatioward MAs. Some managers are
reported to be comfortable with a narrower manag¢raecounting role which mainly
focuses on information provision, while others estp®As to occupy a broader
partnering role which includes participation in ge&mn-making. Additionally, Byrne
and Pierce’s (2007) findings illustrate that the $themselves are important drivers in
the design of their own roles. It is their attitadpersonalities and initiative that appear
to determine the role-making processes (Byrne aacc® 2007, pp. 487-489). Thus,
the work of Byrne and Pierce (2007) helps to unders the interaction of normative
role expectations, role-taking and role-making, cpared roles and actual role

behaviours.

To conclude, prior studies successfully transfey kencepts of role theory into
management accounting research and legitimate Hadie in the field. Role theory
appears to be “a theoretical research structurendravhich research on the behavioural
aspects of managerial accounting may be condu¢taliins, 1982, p. 108). It supports
the argumentation that MCSs and thus PMSs are sentsl part of the explicit
mechanisms of accountability that guide individualgerform the role behaviours that

the organisation prefers (Frink and Klimoski, 200415). Thus, the general use of role

77



theory in management accounting research is proglisecause the theory is broad
enough to provide researchers with a frameworkttieir research but also specific
enough to generate potentially testable hypoth@Sekins, 1982, p. 119) which are not
needed here. For this thesis, the role episode Infeele Section 3.2.5) will be used as a
guiding framework for a comparative case study @eetion 4.7 and Chapter 4). Role
theory and the role episode model are used to seageper the interaction between the
characteristics of a PMS and the role of the MAedasn the knowledge gained by
Byrne and Pierce (2007). The next section detallsitimnal theoretical perspectives

used in further management accounting research.

3.3 Further theoretical perspectives

Many theories have been used to analyse managereotnting and the role of the
MA. Two articles published respectively in the tdger journal Accounting,
Organizations and Societ{Baxter and Chua, 2003) and in tReropean Accounting
Review(Malmi and Granlund, 2009) summarise the main tlesarsed for management
accounting research. These summaries will be thsés dar the following analysis.
Institutional theory, contingency theory, structioa theory and actor-network theory
(ANT) as well asagency theory, information economics theory, theidaoldian
approach and goal setting theory are all theohasihformed the empirical literature in
the field. Additionally, systems theory appeared e a potentially considerable
approach. However, an analysis of the content irengetail suggests that all of these
theories can be considered less suitable with detarthe research objective of this
study. The reasons will be detailed in the follogvin

Agency theory, information economics theory, theud¢auldian approach and goal
setting theory can be disregarded on first exanondiecause they do not fit with the
research objective. Agency theory is not consideqgaropriate as it mainly deals with
problems of cooperative effort, information asymmeand opportunistic behaviour

(Eisenhardt, 1989a; Baiman, 1990) which are nofdhas of this research. Information
economics theory recognises that information ispeofect, that it can be expensive to
obtain information, that there are asymmetriesnéérimation and that the extent of

these asymmetries is impacted by companies andididils (Stiglitz, 2000, p. 1441).
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As the research objective is about the interactibthe PMS characteristics with the
role of the MA and the respective influential fastoand not about information
asymmetries, information economics theory is natsatered suitable for this study.
The Foucauldian approach focuses on dimensionswép knowledge, ethics, freedom
and independence (Ritzer, 2007, pp. 1776-1777)hwvhiaccording to prior research
such as Byrne and Pierce (2007) — do not play amnale for the underlying research
objective of interaction. Also, goal setting theonyth its focus on the impact of goals
on performance (Locke and Latham, 2006), is notsicamed suitable for a research
objective looking at the interaction of a PMS oa tble of the MAThe other theories

named above are now briefly explained with theiinmapplications in management
accounting research. The intent is to sketch oatuihderpinning assumptions of the
respective theories and map out their various dfran

Further theories like motivational theories, Boetdetc. are not further described and
not considered as firstly, their usefulness is@Ean management accounting research
and secondly, their usefulness could not be supgofbr the underlying research.
Motivational theories only show behavioural aspéBisnberg, Luft and Shields, 2006,
p. 117) and do not describe and explain interadietween the PMS characteristics and
the role of the MA. Bourdieu’s concept lodbitus capital and field is not considered to
be a suitable theory as it does not provide furtiygut on the interaction of a PMS with
the role of the MA. Furthermore, Bourdieu’s the@ynot strong in explanatory terms
(Wacquant, 2006) and the underlying research &goires an explanatory component.
The above named theories with a more common ueihterature review (Chapter 2)
and with a potentially more interesting applicatifmm this research are now briefly
summarised. The focus is on the application ofthe®ry in management accounting

context.

3.3.1 Institutional theory

An institution can be described as “a way of thdughaction of some prevalence and
permanence, which is embedded in the habits obapgor the customs of a people”
(Hamilton, 1932, p. 34). Hodgson (2006, p. 2) dedinnstitutions as a “system of
established and prevalent social rules that strecacial interactions”. This means that
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actions are impacted by habits and routines ofviddals or groups. Based on these
definitions, an organisation could be said to destrate characteristics of an
institutional nature and a PMS could be termedratitutional practice. However, the
following will suggest why a purely institutionapproach is considered to be less

suitable for this thesis.

Moll, Burns and Major (2006) differentiate instianal theory into old institutional
economics (OIE), new institutional economics (NHf)d new institutional sociology
(NIS). OIE mainly concerns rules and routines. Aggblto management accounting
context, “rules comprise the formal management @aaiiing systems” whereas routines
are the practices in use (Burns and Scapens, 32000). OIE provides a focus on
organisational routines and their changes whicesggecially relevant for research on
management accounting change or stability (BurdsSoapens, 2000, p. 4). Thus, OIE
has been applied in recent research on the ladhafige in management accounting
(Burns and Scapens, 2000; Burns and Baldvinsdd®)5). NIE assumes that
traditional economic concepts such as transactistsgMoll, Burns and Major, 2006,
p. 200) and rational optimisation (Moll, Burns avdjor, 2006, p. 189) are applicable.
Consequently, there is little importance of induadl group or external factors that
might influence institutions (Moll, Burns and Majd2006, p. 186). In management
accounting research NIE has been used by resesrtiker Vosselmann (2002) to
investigate MCSs with a transaction cost approatdwever, in comparison to OIE,
NIE focuses on the outcome of change neglectingptheess and the dynamics which
lead to the changed situation (Moll, Burns and M&006, p. 201). Recent accounting
research has also been influenced by NIS, with wadargy researchers using NIS to
explain how the adoption of accounting systemsfisiénced by external factors such
as political or cultural pressure (Moll, Burns awiajor, 2006, p. 190). In this type of
research, management accounting research and cprastiformed by professional
associations, society and government rules (MaltnB and Major, 2006, pp. 187-188).

While the above mentioned literature gives evidetiad institutional theory can be
utilised in research on management accounting ehanhis considered less suitable for
the objectives of this thesis. First, NIE is morgplanatory regarding observed

phenomena in the past and explains the outcoménarige, after it has taken place
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instead of the dynamics leading to change (SoelR@90, p. 41; Scott, 2008, p. 495).
However, the research objective of this study dskw the characteristics of a PMS
influence the role of the MA and why this is thesea— or not. Consequently, an
explanatory framework looking at the dynamics o firocess will be necessary to
support the research findings. A second pointas tbcognised management accounting
scholars like Scapens (2006) admit that institiiem (OIE) alone is not a theory
which can describe change in management accoumtinit needs to be supported by
other theories (Scapens, 2006, p. 9). As changapgposedly a part of the interaction
between characteristics of the PMS and the roléhefMA, OIE is considered less
appropriate. A third point is that some OIE ingtdnalists are only micro-oriented and
NIS is only macro-oriented and top-down-orientedr Fhe underlying research,
however, both views are considered necessary; tbeevel for the “how” and the
macro-level for the influential factors. WorkingtwiOIE/NIE or NIS would mean that
only extra-organisational or intra-organisatiomatitutions are considered which is not
the focus of this research. Furthermore, an OIEdmpn orientation claims that
institutions influence individuals but not vice-sar However, the underlying research
seeks to study the interaction between the PMSachenistics and the role of the MA
which is a two-way relationship study and also &®sion the feedback loop. A fourth
point is that OIE focuses on the process of chambereas the underlying research
objective emphasises the inter-actionist elemehtsfth point is that NIE generally
emphasises the institutional environment and uistihal arrangements and tries to
explain the existence of institutions through dlzeseconomic concepts (Moll, Burns
and Major, 2006, p. 188). However, this is not theus of the underlying research
which investigates the interaction or the relatiopsbetween an institution and
individual or group factors, i.e. a PMS and theerof the MA. According to NIE,
however, individual and group factors are not cdesd to be important for influencing
institutions (Moll, Burns and Major, 2006, p. 188).last point is that NIS is macro-
level-oriented and does not integrate the “genexatapacity of actors into the
perspective” (Moll, Burns and Major, 2006, p. 19Ihis is a further reason why it is
less suitable for the underlying study which alseds to take a micro-look at the
interaction of a PMS and the role of the MA. To code, institutional factors mainly
influence qualitative research in the form of ldadinal research (Burns and Scapens,
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2000, p. 23) whereas the underlying study will sseni-structured problem-centred

interviews as a base for a comparative case stedyChapter 4).

3.3.2 Contingency theory

Contingency theory, or the situational approachs vaveloped in organisational
research in the 1960s and 1970s (Preisendoerf@8, 20 78). The contingency theory
of organisational structure presently provides gom#&amework for the study of

organisations. It claims that the most effectivgamiisational structural design is where
the structure fits the contingencies (Donaldso®62@. 19). The contingency theory of
organisational structure can be referred to aststral contingency theory (Donaldson,
2006, p. 20). The assumption underlying contingethepry is that no single type of

organisational structure can be equally appliealltorganisations (Islam and Hu, 2012,
p. 5159). Each organisational structure is infl@éehby the situation of the organisation.
Thus, contingency theory is also called situaticagbroach (Preisendoerfer, 2008, p.
81). The situation of the organisation can be sptid dimensions of the internal and
external situation (Preisendoerfer, 2008, p. 83ethdd-wise, contingency theory
introduced empirical studies based on large samplets multivariate methods of

analysis into organisational sociology (PreisenfiweP008, p. 84).

In management accounting research, contingencyrythieas been used in order to
address three questions: the fit between orgaoisatcontrol and structure, the impact
of such fits on performance, the investigation aitiple contingencies and their impact
on organisational design (Islam and Hu, 2012, @®1»1Hofstede (1968) investigated
that cultural, economic, technological and socimal considerations had a
considerable impact on the functionality of a budgesystem. Hayes (1977) measured
the effectiveness of various departments in larggamsations and identified
contingency factors as the major predictors ofatiffeness for production departments.
Flamholtz, Das and Tsui (1985) reviewed the comtimay literature and found out that
the issue of control is studied along sociologiaministrative and psychological
perspectives. The sociological perspective focuseshe organisation itself and the
groups within it. The administrative perspective pliasises the individuals or

departments within an organisation. The psychobigperspective stresses goal and
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standard setting, rewards and feedback. Reseahdiase such as Govindarajan and
Gupta (1985) studied the relationship between comegastrategies and the design of
their control systems. Merchant (1985) discoveredtingent relationships between
corporate contextual factors, such as size of dmepany, product diversity, extent of
decentralisation and the use of budgetary infownmatBanker, Datar and Kemerer
(1991) investigated the impact of structural fagtand detected that companies which
implemented team-work programmes were more likelydeliver information about

performance to shop-floor workers. Some researtiolacs studied the influence of

external factors such as the impact of environniemteertainty. The latter was found to
be a main explanatory variable with regard to antiog data being appropriate in

evaluating the performance of business units (EBisher, 1998; Chenhall, 2003).

While it is obvious from the above mentioned litera that contingency theory can be
utilised in research on management accountings idleemed less suitable for the
objectives of this thesis. First, contingency tlyedoes not support the analysis of
individual actors (MA, manager etc.) and thus tbke rof the MA. While contingent
factors frequently play a role in a qualitativedstand Byrne and Pierce (2007) use it in
their study, contingencies are not the focus tagiche research. The main research
objective remains the interaction of the PMS charastics with the role of the MA
which necessitates an explanatory framework. Amofb@int is that contingency
research tends to deliver less surprising resesisecially from a practitioner’s point of
view (Kieser, 2002). A further criticism deals wittihe conservative impact of
contingency theory which does not sufficiently dése change (Kieser and Segler,
1981). As change is supposedly a part of the iotenra between characteristics of the
PMS and the role of the MA, contingency theoryassidered less appropriate for this

research.

3.3.3 Structuration theory

According to Baxter and Chua (2003), structuratloeory has contributed significantly
to qualitative management accounting researcls. $trongly characterised by Giddens
in different works, but principally in “The Constiton of Society” (1984). Stones
(2005) develops Giddens’ work, offering “strongusturation” theory. Both Giddens’
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and Stones’ concepts have been used by accoumtiodpss as a framework to analyse
accounting systems. The following is a brief summair the literature detailing both
structuration and “strong structuration” theory. dteaosh and Scapens (1990) used
structuration theory to examine the role of manag@maccounting in producing
meaning, power and morality and to examine the obkbese systems in organisational
change. Furthermore, they explored how MASs chaivge time and why there might
be resistance to change in management accountigiqes. Scapens (2006) generally
uses structuration theory in his own research @yraf management accounting in
order to make sense of practice after having egpeed the use of other different
theories. Ahrens and Chapman (2002) and Conradcj20€e structuration theory to
examine aspects of accountability as well as tadtebetween legitimacy, signification
and domination over time. The above mentioned stushow how structuration theory
can be used as a “sensitising framework” for thaelymis of MASs in organisations.
Several other researchers have also adopted @ sharcturation approach based on the
work of Stones (2005). Jack (2005) utilised stretgicturation theory to investigate
why certain accounting practices have persisted avé0 year period, specifically
examining the use of gross margin in UK agriculturdgack and Kholeif’s
(2008) investigation of how the introduction of enterprise resource planning (ERP)
system impacted the role of the MA was originallynducted using a mixture of
Giddens’ structuration and institutional theori€&ones’ (2005) strong structuration
theory facilitated an extended analysis of exisesmier work which is presented in
Jack and Kholeif (2008). Last, but not least, Caadl Herbert (2009) combined a
strong structuration approach with a skeletal maafethe structuration process to
analyse management accounting practices in a @cautility company. To conclude,
structuration theory applied in management accogntesearch mainly studies the
impact of the MA's behaviour on societal contextl drow society leaves an imprint on
behaviour (Englund and Gerdin, 2014, p. 2).

Even though the above mentioned literature givédeeee that structuration theory can
be used in research on the MAs role, it is lestable for the purposes of this thesis for
a number of reasons. Firstly, as structuration rtheanly provides a meta-level

framework for explaining agency and structure (@Gl 1984, p. 326), it is not

considered to be appropriate for the underlyingaesh which does not solely look at a
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meta-level but at the precise interaction betwedhVis and the role of the MA. The
“duality of structure” mainly supports the assuraptof interaction between PMSs and
MAs’ roles but does not try to explain the reasdmehind this interaction. Strong
structuration theory provides a meso-level framéwahich is supposed to give an
empirical explanation. Despite the fact that Stbsgeng structuration theory approach
provides a more explanatory approach (Stones, 2003), it still does not permit
predictions on interactions, but rather gives exalary elements for past behaviour.
However, these predictive elements in terms olaitial factors of the interaction are
an important part of this research. Secondly, #gezliback loop of the MAs role to the
characteristics of a PMS is not sufficiently desed within structuration theory. As this
feedback loop is an important part of the reseaobifective (andvice versd,
structuration theory is deemed less appropriat&diyh Jack and Kholeif (2007) are
particularly focused on the use of Stones’ (200&mkework to support longitudinal
research. However, for this study and its resealgactive (Section 4.7), longitudinal
research is not considered to be value-adding.tRgumeither Giddens’ (1984, p.
28) three dimensions of signification, legitimatiand domination nor Stones’ (2005, p.
84) four components of duality of structure (ex&drstructures, internal structures,
active agency, outcomes) are the focus of the Iyidgrresearch objective which
renders structuration theory less attractive fas ttudy. Fifthly, Giddens’ view of
structuration offers a conceptual mechanism forlarmg the reproduction of social
structure. However, Stinchcombe (1986) argues thhy some forms of social
reproduction succeed and become institutionalisetlhers do not, are questions of
more relevance to contemporary researchers. Itaapdbat structuration theory does
not offer direct answers for this type of questids.influential factors of the interaction
are also an important part of the research objec8tructuration theory appears to be
less appropriate with regard to this aspect. Ahfrricriticism is directed at the lack of
concrete empirical examples in Giddens’ own workti€s like Gregson (1989) argue
that Giddens’ abstract conceptual focus offers tdwes as to how to gather useful
understanding of the world of practice. As the eroal evidence collected in the world
of practice is the base data for this researchaanthe researcher’s world view is based
on a constructive ontology (see Section 4.3), stration theory also appears to show
some deficiencies for use in this research. Anolin@tation of structuration theory is

that it does not allow the examination of the ielahip between agency and structure
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beyond the recognition that structure both enadhesconstrains individuals (Monteiro
and Hanseth, 1996). The underlying research obgeiims at going beyond this point
and is consequently not applying structuration theo

3.3.4 ANT

ANT extends the concept of the actor to non-humaora and denotes them actants.
These actants are weaved together in the form tefanks. Networks are the elements
“out of which both individual identity and sociatganisation are constructed” (Ritzer,
2007, pp. 21-22). Translation is the creation of amtor-network and four stages
characterise the translation process. Problemiainsit the stage where the problem and
actors are defined and make themselves indispens@bling the interessement stage
the focal actor convinces the other actants topdbe definition of roles and identities.
Enrolment is the stage where the others accepfotted actor’s definition. The fourth
stage, mobilisation, seeks to solidify the netwkllon, 1986). Consequently, ANT is
based on the idea that all entities acquire thiearacteristics through their relations
with other entities.

Although ANT is seemingly less used than structamattheory in management
accounting, it is generally classified as one @f thp tier journal theories in empirical
management accounting literature (Malmi and Grah|@909). It has been used by a
number of management accounting scholars in studieshange and stability.
Correspondingly, ANT research within managementacting frequently illustrates
how management accounting numbers are construotedbgorb and follow diverse
interests within organisations (Baxter and Chud@32@®. 102). Alcouffe, Berland and
Levant (2008) use ANT to investigate how managenamgbunting innovations are
spread through the translation process. They sthdgnch cases of how two
management accounting techniques were includedtor-aetworks over an extended
time period. Their study uses ANT to investigateovations and the way accounting
figures are constructed in order to influence edés. Also further researchers place the
calculation at the heart of the research based\dh Aones and Dugdale (2002) studied
the story of activity-based costing. Further actmgnresearchers working with ANT
look at the effects of the implementation of acdamgtechnologies (e.g. see Briers and
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Chua, 2001; Emsley, 2008), intellectual capitad.(esee Mouritsen and Flagstad, 2005;
Mouritsen, 2006), their effects in inter-organieal arrangements (e.g. see Cuganesan
and Lee, 2006; Chua and Mahama, 2007; Mouritserhakt@ and Chua, 2010) and
accounting for water (e.g. see Egan, 2014; JollandsQuinn, 2017).

Despite the fact that ANT is a potentially vialihedretical approach to study the role of
the MA and particularly the change of this rolejsitnot adopted in this thesis. ANT
looks at the behaviour of actors in the formatiba aetwork whereas the present study
looks at the how and why of the interaction of elateristics of a PMS with the role of
the MA. This means that a content-wise fit withaefjto the research objective cannot
be supported. Another point is that ANT researclery descriptive and does not try to
explain behaviour and the reasons behind an irtteraBloomfield and Vurdubakis,
1999; Miles, 2012). Another point of critique of ANs the position of the researcher.
The role of the researcher in labelling actorsinited) passage points, scoping the actor-
network, telling the story etc. is very influentialthe results that an ANT study delivers
(McLean and Hassard, 2004). The researchers ém@estady with their own theoretical
backgrounds, ideas and preconceptions (Clarke, )2@32 the present study is less
preshaped, ANT is not considered a suitable appro@arthermore, critics (McLean
and Hassard, 2004) assert that reliance on thagcwafion of actor-networks is not
enough to explain why and how some actors are emmgowered, while others are dis-
empowered. In addition, it is not considered sidfit to understand that actors hold
particular beliefs or interests. Instead, an amgligsneeded to understand how and why
a certain actor has taken these beliefs for graameldhow they have shaped the actor’s
interests. Monteiro (2000) highlights several issuegarding ANT as a methodology.
These include that unpacking a network will causexplosion in terms of complexity
as each actant can potentially be expanded intahanowhole actor-network.
Furthermore, ANT does not specify how to delineate actor-network from the next
(Monteiro, 2000). Looking beyond the criticisms ANT, a number of researchers
(Cordella and Shaikh, 2003) have argued that —gu8iNT as a lens in interpretive
research — contradicts ANT's fundamental ontoldgistances where reality is
constructed by the interplay of actors and not amlthe mind of the interpreter. As the
focus of the underlying research is different, Aldhot applied in this study.
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3.3.5 Systems theory

A system, in an abstract sense, can be seen dsoh @gects in which relationships
among the objects are formed (Ritzer, 2007, p. RR¥stems theory has the objective
to compare systems. Different types such as omgemisnachines, physico-chemical,
psychic and social systems can be distinguishedh{@&h, 2011, p. 2579). Systems
theory was applied to different empirical phenoménaociology as well as in other
disciplines. The major contribution is developingthodological and conceptual tools
to investigate complex interdependencies of sggle@nomena. This includes multi-
dimensionality, inter-structural problems and attiostructure loops. Multi-

dimensionality entails multi-level phenomena coasgily human agency as well as
institutionalism and culture. Inter-structural plerns involve social conflict and

instability which generate social transformationoniplex feedback loops between

institutions and their environment cause instap{Ritzer, 2007, p. 4927).

Systems theory is a very holistic approach and fhatitates the cooperation among
social, medical, natural and engineering sciendagthermore, it contributes to
common concepts and a common language in the ssm&ices. On the other hand,
systems theory is criticised for not providing coomtoncepts for all sub-branches of
social sciences and humanities. This means thadta theoretical framework is missing
in order to address major contemporary problems$zéRi 2007, p. 4928). Carenys
(2012) and Amigoni (1978) use systems theory ineord explain MCSs. Carenys
(2012) finds that limitations of MCSs need to bepsissed and that a meta framework
of management control is missing. Psychosocial anlural aspects need to be
integrated. Amigoni (1978) uses systems theory ndeio to propose a conceptual

framework applicable for the design and implemeoadf a MCS in any company.

While systems theory has been used in some researdiCSs, it is deemed less
suitable for the objectives of this thesis for toBowing reasons. First, the focus of
systems theory is on meta-theory and meta-framesyarkich makes it less appropriate
for the underlying study as this research focusesacspecific interaction between
characteristics of the PMS and the role of the IAcond, systems theory does not take
into account the actors (i.e. managers and MAs)pbuatarily systems. Even if actors

can be defined as systems on their own, it doesaddtess the research question
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sufficiently content-wise. Third, systems theorguees primarily on the description,
whereas the underlying research also requires pllar@tory part. A further criticism is
aimed at Luhmann’s (1984) assumption that systerasbailt and structured by
communication, i.e. a “special language” (Jense3991 pp. 395-396). This study
focuses on action and activities and not only ammainication which is another reason
for not using it. Last, in systems theory-basedliss interactions tend to be known
beforehand and a research model is built beforefartz, 2004, pp. 74-75) which does
not fit to the research methodology of this stu@idpter 4).

3.4 Chapter summary

This chapter focused on selecting a theoreticalagmh for explaining the interaction of
the characteristics of a PMS with the role of tha.NBased on further research in the
area and an extensive literature review, theolepeaspectives of role theory were
presented, particularly focusing on the concepitd arcabulary relevant to the role
episode model. Katz and Kahn’s (1978) role episonddel was then considered for its
relevance to the core research objective (Secti@b)3 It was identified as being
particularly suitable as it complements the expiaryaunderpinnings of the interaction
of the PMS characteristics with the role of the M#hen, role theory in the
management accounting literature was analysed demating its timeliness for
management accounting research. Various alterndgiigeretical approaches for this
research were also considered and outlined; reaseresgiven for not adopting them in
this thesis. Based on the research objective andhhbsen theoretical approach, the set
of assumptions on ontology, epistemology, methagioland methods will be

introduced in the next chapter.
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CHAPTER FOUR: Research methodology and methods

4.1 Introduction

A detailed study of management accounting and pednce management practice (see
Chapter 2) requires interaction with the field. Sbhapter outlines the research methods
employed in this study based on the theoreticatagmh proposed in Chapter 3. Crotty
(2015) suggests that the issues of philosophyrétieal perspective, methodology and
method represent distinct levels of decision-makauitpin this research design process.
This process is represented throughout this chapter

First, the main research objective and guiding r8fhis study are provided (Section
4.2). Next, the philosophical approach (Section) 4uhderpinning the chosen
methodology is described, defining the sociologmaiadigms existing in management
accounting literature (Section 4.4). Then, the appate research methodology is
detailed (Section 4.5). The research strategy @sgmted drawing on the role episode
model (Section 4.6). While Section 4.7 explains ¢heice of a case study method for
this research, Section 4.8 outlines the actual agstlused including data generation and
data analysis. Section 4.9 describes the qualitgri applied for this study. The
rationale behind the choices will be explicitly @iétd in the respective sections of the
chapter. The chapter closes with the limitationthefcase study approach and a chapter

summary.

4.2 Research objective and rSQs

The purpose of this section is to detail the redeabjective of this study with the rSQs
and to explain how the rSQs were derived basederiterature review (see Chapter
2). Section 4.6 will outline how the rSQs were @enalised further around the role
episode model. This research can be consideredistelinary as two main strands of
literature, management accounting (on the rolén@fMA) and management control (on
PMSs), are drawn upon. With regard to PMS litegtiarker (2012, p. 66) explicitly
states that performance management remains an adrezontinuing importance.

However,
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[...] questions of [how the] organisational controyseems, management
accounting and performance measurement and manageimeract, remain
outstanding (Parker, 2012, p. 66).

This interdependence principle is taken up by Sché et al. (2018, p. 2230) who
stipulate the “examination of multiple [PMS] comgoits” and the examination of “the
interdependencies (and conflicts) that likely ewrsen individuals hold multiple roles”.
As a part of this question, Byrne and Pierce (2af&f)ne PMSs as antecedents of the
role of the MA. However, they identify performanoegnagement as one antecedent
among many others and do not investigate the gqurestihow and why this is the case
in more detail. The overall research objective aedsies both strands of literature by
addressing the how and why of the interaction &M§S with the role of the MA and
vice versaln order to operationalise this overall reseasbfective, it is split into two
main rSQs (rSQ3, rSQ4) and two contextual rSQs S€Q2). Due to an
interdisciplinary research objective, an interpfioary sample (i.e. MAs and OMs —
see Section 4.7.3) is necessary. RSQ1 and rSQalbattwith two separate concepts or
units of investigation looked at coming from sepanr@search areas, whereas rSQ3 and
rSQ4 address the main research objective withriteeaction between the two concepts
and the potential influential factors. These rS€sdetailed below, following the order

of analysis and numerical order (and not the oofi@nportance — see Section 1.2).

RSQ1 deals with the role of the MA based on theviiets of the MA and more
precisely the role episode model by Katz and Kat8v8). It addresses “What
are the perceived roles of the MA?” It serves akgaund information on what
Is expected from the MA in the respective occupetiayroup or organisation
and what the MAs activities are. Furthermore, rS@Qdrtly draws on the
underlying role episode model (Section 3.2.5) andempirical management

accounting literature based on the research otdgaa (2007) (Section 2.2).

RSQ2 deals with the key characteristics of a copteary PMS and is derived
from the research of Ferreira and Otley (2009) wioosider a PMS as a
framework (Section 2.3.4). It asks, “What are tleecpived key characteristics
of a contemporary PMS?” This question is necesdaryunderstand the
characteristics and perceptions that interviewesge hin mind when talking

about the characteristics of a PMS. They can alstenpially base their
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experience on non-financial PMSs according to Ka@ad Norton (1993) or
strategy-driven PMSs according to Simons (1995)ct{&e 2.3.4). This
information needs to be investigated first to operalise the PMS
characteristics and to be able to draw further kmmns about a potential

interaction.

RSQ3 addresses the how of the interaction of baticepts detailed in rSQ1 and
rSQ2. It asks, “How do the characteristics of a PiM8ract with the role of the
MA andyvice vers&” It is based on the research of Byrne and Pig@@é7), who
declare a PMS as an antecedent of the role of thg3éction 2.4). However,
they do not clarify further how this antecedentuafces in detail and why it is
the case. Byrne and Pierce suggest further researthis area in terms of
“refinement to develop particular antecedents [.n{l aoles of MAs” (Byrne
and Pierce, 2007, p. 494). Another point is thatnByand Pierce do not go into
further detail and investigate the characteristicthe underlying PMS.

Last, rSQ4 deals with the influential factors ofemaction. This point is also

enlarging and structuring Byrne and Pierce’s (208Tecedents research, and
also adds to the PMS literature (Ferreira and Q#8%9) and the role episode
model (Katz and Kahn, 1978). The overall resealjbative and rSQs guide the

further choices described in this chapter.

4.3 Assumptions on knowledge and research philosoph

The term research philosophy relates to the natiukeowledge and to the development

of knowledge. The adopted philosophy contains apsioms about the way in which

the researcher views the world. These assumptiowierpin the research strategy,

methodology and the chosen methods (Saunders, laewiisThornhill, 2009, pp. 107—-

108). Thus, the following section reflects on thlgsophical choices and their impact

on the underlying study (Johnson and Clark, 200%)combination of certain

philosophical assumptions that guide thinking antloa defines potential paradigms

(Mertens, 2015, p. 7). In this context, the termagagm is defined “as the basic belief

system or world-view that guides the investigatat, only in choices of method but in

ontologically and epistemologically fundamental wayGuba and Lincoln, 1994, p.
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105). Any given paradigm represents the most inéafnaiew that its followers have
been able to develop. The answers to the questbrantology, epistemology and
methodology are human constructions and hence cutgehuman error (Guba and
Lincoln, 1994, p. 108). Four basic belief systenefind paradigms based on the
following questions drawn from Guba and Lincoln @30 pp. 167-169) and Mertens
(2015, p. 10):

1. The axiological question asks, “What is the natfrealues?”
2. The ontological question asks, “What is the reatf reality?”

3. The epistemological question asks, “What isrthteire of knowledge and

the relationship between the knower and the woel#down?”

4. The methodological question asks, “How can tmewer go about

obtaining the desired knowledge and understandings?

In Sections 4.3 and 4.4, the author’s paradigm dasequestions one to three of the
above and the effects on research are describdédtail. Question four is the focus of
Sections 4.5 to 4.8.

This research is based on the assumption thatichdils search for an understanding of
the world in which they live and work. Individuatkevelop subjective and multiple
meanings of their experiences, inducing the researto look for the complexity of
views rather than categorising ideas. The objeabivehe study relies on participants’
views. Questions in such research are broad andrgeso that the participant can
construct the meaning of the described situatiorthis study, the settings are formed
through interaction (a PMS with the role of the MAgartly historical (change) and
partly contextual norms (European organisationfe main process addressed is the
interaction though (Section 4.2). The researchengeises that one’s own professional
background forms the interpretation of the findingg additionally claims to make

sense of the meanings others have about the woréswell, 2014, p. 8).
Taking the axiological question per above, theofelhg is adopted in this research.
Axiology is a strand of philosophy that studiesgathents about value. Transparency of

the role of the researcher’s values are importardlli stages of the research process.
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Heron (1996, p. 11) claims that values are theiggigrinciple of all human action. He
argues that all choices of the research procesmffluenced by values. The choice of
the topic is influenced by a personal judgementimaportance, the choice of
philosophical approach is based on personal caawiebout the environment and the
choice of data collection technique is based ofepeaces of interaction. Last, personal
values lead to conclusions from the data analykislwmight not be drawn from fellow
researchers with other values (Saunders, LewisTadnhill, 2009, p. 118). For this
study, the research is based on values acquiradgdtive researcher’s education and
professional experience. The research topic waserhbased on practical relevance and
consideration of importance, and the philosophy #mchnique are based on the
preference of personal interaction with the fidkgsearch quality is also derived from
the researcher’s values and is further detailedhisrstudy in Section 4.9.

With regard to ontology, question two above, thesgtitutes a way of thinking about
research philosophy, that is, ontology examinesttare of reality. Objectivism is one
strain of ontology and describes how social erstiggist independently of social actors
(Saunders, Lewis and Thornhill, 2009, p. 110). Ofoyest studies focus on the
explanation of phenomena whereas constructive etudmphasise understanding
(Given, 2008, p. 116). For the study of the inteoas between characteristics of a PMS
and the role of the MA, the researcher deems itenaqpropriate to focus on the way
the MAs and OMs attach their meanings to theirvams and the way they think that
the occupation should be performed. This view sebdeon subjectivism which claims to
understand the meanings that individuals attackotoal phenomena (Saunders, Lewis
and Thornhill, 2009, p. 111). Thus, the detailshef situation need to be studied in order
to understand the reality. This is termed sociastwctionism, which considers reality
as being socially constructed by human beings eg ¢ingage with the world they are
interpreting and they do not reflect an objectixeemal world (Given, 2008, p. 118). It
is the role of the researcher to seek to understia@dsubjective reality of the social
actors in order to be able to understand and maksesof their intentions, motives and
actions in a way that is meaningful (Saunders, keand Thornhill, 2009, p. 111).
Constructive researchers construct meaning and watk objects in the world.
Meaning is born out of humans engaging with thaimbn world (Crotty, 2015, pp. 44—

45). This constructive idea is influenced by thenteneutic tradition which refers to the
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interpretation of texts — originally especially laiblical studies (Crotty, 2015, p. 87).
The German philosopher Heidegger (2018) transpottezl concept into social
philosophy relating it to the interpretation of hamn behaviour, language and
institutions (Ryan, Scapens and Theobald, 2002)koAting to hermeneutics, the
meaning of individual words depend on the contéxhe sentence andce versaThis
also applies to sections of the text in relationthe entire text and to individual
experience in relation to the social world. Thegass is called hermeneutic circle as
there is no starting or end point and meaning isldped in the dynamic process of
interpretation (Given, 2008, p. 116). This congikgc ontology is aligned with the
method, as the inquirer will use a semi-structurgerview guideline with open-ended
guestions, so that the participants can share thews in detail (see Section 4.8)
(Creswell, 2014, pp. 8-9) and so that the herménauerpretation can take place.

Epistemology, question three above, is concerned what is regarded as acceptable
knowledge in a discipline (Bryman, 2016, p. 24).eTtonstructive ontology, noted
above, is in line with an interpretive epistemologshich means to investigate the
subjective meanings motivating the actions of damidors, in order for the researcher
to be able to understand these actions. Businasstiens are not only complex, they
are also unique. They are a function of a partics#d of circumstances and individuals
coming together at a specific time (Saunders, Leavid Thornhill, 2009, p. 116).
Epistemology generally advocates what constituteg@table knowledge in a field of
study (Saunders, Lewis and Thornhill, 2009, p. 11@derpretivism implies that the
inquirer and the inquired-into are interlocked mm iateractive process and influence
each other (Mertens, 2015, p. 19). Taking the rekeabjective of the how and why of
the interaction of the characteristics of a PMS thedrole of the MA, a deep interaction
with the field is necessary and useful in ordegeét further insights which cannot be
found in existing documents or survey questionsusThthe researcher seeks to
understand the context or setting of the partidpahrough visiting this context and
gathering information personally. The researcheo aitterprets findings and shapes the
interpretation, through personal professional expee and background. An
interpretive epistemology is consequently alignath whe research objective and the
underlying methods (as shown later — see Sectidn®o4.8) (Creswell, 2014, pp. 8-9).
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Other streams of research philosophy are considessdappropriate for the following

reasons. Positivist research philosophy seeksil®wvgeneralisations similar to natural

scientists, which is not the focus of the undedystudy. Positivist research does not
look at the richness of patterns in relationships, at generalisable frameworks. For
this research, rich insights would be lost, redgcihe investigated interactions to
generalisable hypotheses. Furthermore, it is assuthat value-free research is
practically impossible, given the nature of theeimmiewees and the data sought
(Saunders, Lewis and Thornhill, 2009, p. 114). Reghilosophy is considered less
appropriate, as the researcher does not beliewereality independent of the human
mind, but supports a strong interaction betweem 8Saunders, Lewis and Thornhill,

2009, p. 115).

As a consequence, a constructive ontology combividtdan interpretive epistemology
is adopted in this thesis for several reasonst, Fing philosophy concurs with the
researcher’s world view. The knowledge that evoltl@®ugh a constructive lens is
based on the participants’ view of the situationre@vell, 2014, p. 8). While
constructive researchers do not seek the “trutmy twant to interpret the meanings
others have about the world. They believe they raate with the field while
acknowledging that their own subjectivity is shapthat reality (Creswell, 2014, pp. 8—
9). Second, social constructionism is well suieddse study research (see Section 4.7)
as in qualitative research, reality is “construcbgdindividuals interacting with their
social worlds” (Merriam, 1998, p. 6). Thus, the lpkophy is aligned with the
methodology and the methods based on the researehtive. This study will use a
case study method to tease out the interactioharfacteristics of a PMS and the role of
the MA. In this respect, social constructionism bapects of creating understanding,
integrating multiple participant meanings, consing a social and historical “reality”
and generating theory (Creswell, 2014, p. 6). Thusyrder to address the research
objective of this thesis with its relevant rSQsguiees detailed knowledge of the
relevant subjects (e.g. MAs, OMs, PMSs etc.) aral gbcial world in which they
operate. An understanding of this world providdeundation for interpretation for the
researcher. Thus, in summary, the adoption of pnétive epistemology and a
constructive view of ontology supports the naturéhe research objective in this thesis.
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4.4 Sociological paradigms in accounting research

A frequently cited classification of sociologicahnadigms is given by Burrell and
Morgan (1979). They present four basic paradignasely functionalist, interpretive,
radical humanist and radical structuralist. Accogdto this classification and to the
assumptions on knowledge in Section 4.3, the uyiderlresearch can be characterised
as interpretive. It is concerned with understandiregworld as it is and follows an anti-
positivist approach. It looks at the social workl & process which is created by the
individuals concerned. Explanations are considstdgective and based on individual
consciousness (Burrell and Morgan, 1979). HoppdrRmowell (1985) extend the ideas
of Burrell and Morgan (1979), by specifically apply the classification to accounting
research. They identify three main approaches obwatting research as mainstream,
radical and interpretive. In contrast to Burreldadorgan (1979), Hopper and Powell
(1985) treat the subjective-objective dimensiom @sntinuum rather than a dichotomy.
Thus, sub-divisions of schools of thought are pgmesand the radical anti-positivist
approach does not apply to this interpretatiorhefihterpretive paradigm (Hopper and
Powell, 1985, p. 432).

The adoption of this interpretive paradigm implesatthe following advantages and
potential issues for the research: Hopper, Otley @capens (2001, p. 282) consider it
advantageous that theory and empirics are clos@rdotical concerns and promote
interdisciplinarity. This point is important in thstudy, as it is based on interdisciplinary
literature (Chapter 2) and uses an interdiscipjirsample (Section 4.7.3). Another point
they stress is that case study research revedisdetail on internal organisational
processes which is the focus of the underlyingystirdcontrast to positivist research,
interpretive research assists in answering “how’esfjons and understanding
management accounting practices (Lukka and Mouwrit2002, p. 809) but does not
hold statistical rigour (Lukka and Mouritsen, 20@2,806). According to Ahrenst al.
(2008, p. 842), poly-centrism is an important sgtann interpretive research. It enables
the researchers to adapt their theories, methodslagnd methods to highly specific
research areas and questions. A new identity efpnetive accounting research may lie

in emphasising the accumulation of knowledge irste#fefocusing merely on novelty.
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On the other hand, interpretive accounting reselaashbeen criticised for not providing
“good data”, for not contributing to theory devetognt, for employing non-economic-
based frameworks and providing few empirically abt# theories (Zimmerman, 2001,
pp. 419-424). Hopper, Otley and Scapens (200183). &gue that interpretive research
shows a strong commitment to case study reseatubhws not without its problems. It
is said to lack generalisability and novelty tetmlprevail at the cost of theory building.
Additionally, it is said to lack rigour, to be “urientific’ and subjective, not to be
“value free” and not to produce verifiable trutlateiments (Guba and Lincoln, 2005;
Yin, 2009). These potential issues are firstly aighed by the above-named
advantages. Secondly, they apply only partly touth@erlying research as the data were
carefully and rigorously collected (see Section),4e8 the case study design permits
extension to other settings (see Section 4.7) andbaiilds on the role episode model as
a theoretical framework (see Section 4.6). Thirdlgualitative researcher investigates a
world of intangible relationships, understandingganings and interpretations which
are multidimensional and cannot exist independeanflyactors and researchers. All
researchers bring values, such as prior educatoneaperience, disciplinary focus,
understanding of literature and their paradigmtheir research. Recognising these
involvements, the researcher is able to structbeeinterpretation of the data and to
draw insightful conclusions. Fourthly, theoretidalpth, richness and uniqueness are the
focus of interpretive research. Thus, theoretiGdferability is targeted and difference
is rated as highly as similarity (Parker, 20031p). To conclude, Parker (2003) claims
that the above mentioned criticisms are mainly tluea lack of knowledge about
interpretive research, which is also reflected miaority use in the beginnings of the

academic discipline of accounting.

To cope with the above-mentioned minority use icoaating, there are several calls for
an intensified use of the interpretive perspectike Chua’s (1986) call for radical

development in accounting thought in 1986. In theye1980s there were calls for more
management accounting and control related fielceareh (Kaplan, 1983, 1984).
Research topics within interpretive management @autog research are diverse
(Ferreira and Merchant, 1992, p. 24). Burns (20dt4jes that, particularly between
2009 and 2014, articles published (ualitative Research in Accounting and

Managementocus on the development and change of managesweatinting practices
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over time (Moilanen, 2008; Busco and Scapens, 2@AncheRodriguez and

Spraakman, 2012; Elharidy, Nicholson and Scape@%3;2Rautiainen and Scapens,
2013). As Chua and Mahama (2012) claim, interpeetmanagement accounting
research produces contextualised knowledge of l@amge in accounting and control is
an interactive effect of complex and unpredictassociations of multiple entities. This
includes changes in social, cultural, political a@bnomic conditions. In contrast to
mainstream positivist management accounting rekedftese findings lead to a

reinterpretation of management accounting.

Further topics featured in interpretive managenaegbunting research are analysed by
Ferreira and Merchant (1992), who investigated 8alitative field studies between
1984 and 1992. According to Ferreira and Merchd®92, p. 4), field studies are
defined as studies where the researcher has doetact with the field, where real tasks
or processes are focused, where the research degaivwes with the study, where
context plays an important role and the academimneonity is addressed. Field
research is particularly powerful for studying issuthat are not yet well understood,
that are complex or contextually contingent, tregjuire analysis of data that are not
publicly available (Ferreira and Merchant, 199224). In this context, there are studies
about the impact of advanced manufacturing teclyiredoin the design and use of MISs
(Kaplan, 1990; Kellett and Sweeting, 1991). There also studies to develop new
classification systems (e.g. Simons, 1987), to lkbigvemeasures for previously
identified concepts (e.g. Banker and Datar, 198i) @ test theories and hypotheses
(e.g. Maher, 1987). Last but not least, field stadare also used for the analysis of
management control aspects (e.g. Merchant andifeert®85; Dent, 1987; Knights and
Collinson, 1987; Armstrong, 1989; Simons, 1990) ckhimakes the interpretive
approach especially appealing for the underlyingeaech. In addition, interpretive
research can also produce theory-driven explamatemd understandings (Van der
Meer-Kooistra and Vosselman, 2012, p. 253). The viewpoirthe researcher may be
informed by different theories which can either rhade explicit (e.g. Covaleski and
Dirsmith, 1986) or remain more diffuse (e.g. Vaiva®06). Regardless, a priori theories
serve as “guides” for researchers in formulatingeagch questions and in explaining
masses of “unstructured data” (Ahrens and Dent818Brens and Chapman, 2006). To
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conclude on paradigms, this section summarisedrélasons why the interpretive

paradigm is so valuable for this study.

4.5 Qualitative research strategy and research metiul

This section describes the use of qualitative nutho the present thesis. As described
in Section 4.3, a constructive philosophical appho& adopted which fits best with
qualitative methods. On the other hand, traditiopakitivist accounting research
methods are less able to provide the richnessalysis required to “explain individual
behaviour” (Ryan, Scapens and Theobald, 2002) amxkplain the “how”. Qualitative
methods used in interpretive studies take the relem beyond economics and
consultants’ views (Vaivio, 2008, p. 80). Marshafid Rossman (2011, p. 68) note
gualitative research designs are suited to exptapaiuestions such as understanding
business processes. As described in Section 21 2agement accounting is potentially
an institutionalised practice within organisatiomsyolving habitual behaviour and
routine that constitute to “how things are actuabne” (Burns and Scapens, 2000, p.
6). Thus, contact with an organisation is essenftlch contact is possible with
gualitative research methods, as such methodsuéiezl 40 “real life” contexts where

flexibility and pragmatism are required (Modell addmphrey, 2008, p. 93).

According to Trauth (2001, pp. 4-11), there are fiactors influencing the choice of
gualitative methods in research. The first and nsighificant factor is the research
problem itself. “That iswhat one wants to learn determinkeew one should go about
learning it” (Trauth, 2001, p. 4). In the underlyistudy, the research is about the how
and why of the interaction of the characteristitsad®MS with the role of the MA
(Section 4.2). As there is no explicit extant reskavailable on the research focus, one
method to find out is to immerse oneself in theld/af the MAs and OMs working on
a PMS. The second factor determining the choicequdlitative methods is the
theoretical lens used to frame the investigation.discussed in Section 4.3, this study
uses an interpretive paradigm with the intent tdewstand a deeper structure of the
interaction within contextual situations (TrautlQ02, p. 6). The level of uncertainty
surrounding the studied phenomenon is another iapbifactor in the choice of

gualitative methods. For the underlying study, a3Psl determined as an antecedent of
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the role of the MA by Byrne and Pierce (2007). Heare as mentioned, the how and
why of this relationship has not been studied yée last two influencing factors are
the researcher’s skills, knowledge and experiemzk the academic politics (Trauth,
2001, pp. 8-10). As the researcher is an expereno@anagement accounting
practitioner, qualitative research methods are mdosely linked to practitioner
experience than statistical methods. In additiba,researcher’s practitioner experience
has implied exposure to a graphical representatfanformation, which supports the
use of concepts maps (see Section 4.8.2) as wélleagraphical representation of the
analysis of findings (see Section 4.8.4 and Chagesind 6 for the findings). The last
factor, politics, did not play a major role in tbhoice of qualitative methods for this
study. Within qualitative research, there is a etgriof data collection methods which
will be presented in the following and evaluatetdhwiegard to the fit to the underlying
study. The basic types of qualitative research empesses ethnography, document

analysis, focus groups and case studies (Saundsvss and Thornhill, 2009).

For the underlying research, a case study metheddban semi-structured interviews
was chosen as a primary method of data collecsee Sections 4.7 and 4.8) as the
interaction of characteristics of a PMS with théerof the MA is considered to be
interactive and less observable. This choice resnlthe exclusion of certain research
strategies, and the most important qualitative axese strategies are now detailed.
Ethnography emanates from the field of anthropolegyl aims at presenting and
explaining the social world in the way the reseasubjects would describe it. As the
researcher needs to immerse in the social worldgbegsearched, it is a very time
consuming technique (Saunders, Lewis and Thorr2009, p. 149). Most ethnographic
studies include participant observation approactigish require an immersion of the
researcher in a social setting for a certain pef®alinders, Lewis and Thornhill, 2009,
p. 150). Observation is not considered suitablgterunderlying research objective, as
a very long research period is needed to draw osimis about potential observations
on the analysed interactions. Additionally, a maarly interesting case would be
necessary and accessible, which is not the caseth&npoint is that a longitudinal
approach is not necessary for answering the rdsednjective, which makes the cost-
benefit of this approach low for the underlyingdstu
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Pure document analysis or archival research wasarstidered appropriate, as there are
not sufficient documents available which could béase to answer the research
objective. The data to be analysed should be auptoaf day-to-day activities which
make them a part of the studied reality. This redeatrategy constrains the research to
an available set of data and the researcher neells wery concise about the exact
information available and about the fit to the egsh objective (Saunders, Lewis and
Thornhill, 2009, p. 150). As the data available tloe research objective of this study
are not sufficient, a document analysis strategytsconsidered appropriate.

Focus groups as a further qualitative researcheglyagrew out of therapeutic and
marketing traditions (Morgan, 1997) and were fused by social scientists more than
50 years ago (Merton, Fiske and Kendall, 1956).yThee used for an “in-depth
exploration of a topic about which little is know(Btewart and Shamdasani, 2015, p.
115). It is important to distinguish focus groupsnfi group interviewing, where focus
groups stress the discussion and interaction anpamticipants (Parker and Tritter,
2006, p. 26). As the target group of the studyhes tnanagerial level from different
organisations (see Section 4.7.3) it is logisticalifficult to organise a common
meeting among all the managers from different dsgdions. The organisation of face-
to-face interviews was difficult for this study és&ection 4.7.3), and it would have
been very difficult to organise a focus group settiEven if an alternative setting could
have been organised with another sample structaglenzore representatives of one
company to facilitate logistical issues, a singésearcher would have difficulties
organising, moderating and analysing the interactiithin a focus group — especially
as some companies have very restrictive audio atebwtaping rules. Thus, the focus
group method was considered less appropriate RitCa where a researcher is working
alone. Additionally, the analysis of data colleciadfocus groups is complex, due to
contextual and relational issues within the grdaarker and Tritter, 2006, p. 32) which
is another reason for not considering the methograggiate for the underlying

research.
As mentioned above, within a case study methodrvigws are the chosen form of data

collection and distinguish between three fundamemytaes of interviews: structured,

semi-structured and unstructured (Gafl al, 2008, p. 291). Structured or focused

103



interviews were developed by Merton in the 1940sinorm stimulus is followed by
questions following an interview guideline. The uks are aimed at generating
hypotheses for later quantitative studies or fdeaper interpretation of findings (Flick,
2006, pp. 150-154). For the underlying study, thectured interview is not considered
adequate as the very prestructured approach waildufficiently meet the criteria of
openness as structured questions steer potensiakas This approach would not be in
line with the researcher’s philosophy. Additionalliye use of a PMS in organisations
differs — depending on the organisation — and #aiceflexibility in the questions is
necessary to probe relevant issues which mighe ahising the interview. The other
extreme interview technique is the unstructurecharative interview, according to
Schuetze (1983). It emphasises openness and remeantion and focuses on first-
person narratives (Witzel and Reiter, 2012, p. B@wever, the underlying study needs
a certain steering of the interviewee to teasesibuations, where the characteristics of a
PMS interact with the role of the MA. Thus, an opemration is not expected to lead to
the necessary depth of data. Thus, the unstructatedriew is not considered useful
for this research. To conclude, a semi-structunéerview (Witzel and Reiter, 2012, p.

33) is considered most appropriate, which will kplained in detail in Section 4.8.1.

Thus, in summary, qualitative methods allow a redes to obtain a rich and detailed
understanding of the subjective and contextual reatdi organisations, processes and
people (Bryman, 2016). Reflecting on the reseatgbative as presented in Chapter 1
and Section 4.2, a qualitative research approacmase suited to obtaining the
necessary detail and understanding of organisatioas is required to interpret the
interaction of a PMS with the role of the MA ancdetinfluential factors. Within
qualitative research, the case study approachdbasesemi-structured interviews, is
considered to fit best to the underlying reseatgjeciive (Section 4.2) and philosophy
(Section 4.3). The research strategy is explairsd n

4.6 Research strategy and purpose of the role epg®model

This section outlines the compatibility of the rel@isode model (Section 3.2.5) with the
choices for this study described in this chaptére Theoretical approach of the role

episode model is supported by a constructive ogyoknd interpretive epistemology
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(Sections 4.3 and 4.4). That is, interaction isoaialy constructed phenomenon
between role senders and receivers — namely ferstoidy, MAs and OMs. Similarly,

the context and personal or interpersonal factoksatz and Kahn’s (1978) role episode
model are interpreted relative to actors. Thus, fiois thesis, the researcher’s
interpretive paradigm (Sections 4.3 and 4.4) sugptre qualitative methodology
(Section 4.5) leaning on the role episode modet¢stigating the how and why of the
interaction of the PMS characteristics with theerof the MA (research objective —
Section 4.2).

Role theory, or more precisely the role episode ehgaermits an empirical analysis of
organisational and cognitive phenomena, of theracteon between organisational
concepts and behavioural aspects of the MA. Thass in line with the constructive
and interpretive approach of the research (Seei8nh Role change can be caused by
two parties: the role set (managers, customerkeamles etc.) who acts on the identity
of the MA or MAs themselves who change their rolecaading to their proper
perception of their identity. The role episode nmqaevides a considerable explanatory
power by taking external factors as well as humahabiour into consideration. This
broad approach is also in line with a constructm@ology and an interpretive
epistemology. From a global perspective, the appba of the role episode model to
management accounting has still a potential, as mot yet frequently applied in
gualitative management accounting research (seeoB8e®.2.7) and can also lead to
new and innovative research approaches in combmatith interdisciplinary research.
An analysis of potentially alternative theories dig@ management accounting research

(see Section 3.3) supports the choice.

The underlying research strategy is based on theeabamed role episode model (see

Section 3.2.5) which is represented in Figure £lbw and described hereatfter.
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Figure 4.1: RSQs in relation to the role episode m«

The dark grey rectangle labelled PMS charactesisticd dotted arrows (arrows 3 and 4)
are the complementary or new elements investigatélis research (interaction of the
PMS characteristics). The core actors of the rpieagle model are represented by the
light grey boxes with OMs and MAs linked by arrowRlole expectations are standards
of the role sender (OM) applied to the behaviouthef focal person (MA). Based on
these role expectations, sent roles consist of aomgations sent by members of the
role set, here the OM (arrow 1). These expectatimmght also not be expressed
explicitly. The concept of the received role corsps the MAs perception of the role-
sending as well as the auto-expectation of the Mé further inputs. Role behaviour
corresponds to the response of the MA. These ctsmeep influenced by motivations,
cognitions and behaviour of the OM and of MA (Katzd Kahn, 1978, p. 195). The
whole role episode process is cyclic, as it isofekd by a feedback loop from the MA
to the OM (arrow 2). Arrows 3 and 4 depict the pted impact of the PMS
characteristics on the role of the MA aride versa

In order to be able to analyse the interaction®micg to the research objective, the
rSQs operationalise the research as describedcimo8et.2. These rSQs are combined

with the role episode model to design the reseatcategy of this study. For the
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contextual rSQ1, the roles of the MA are analysed. fThe other contextual rSQ, rSQ2,
then asks, what the key characteristics of a PMSnaorder to find hints where to place
the PMS characteristics in the role episode. Fumbes, the PMS characteristics are
operationalised by rSQ2 to prepare for the ansWeB@Q3. Potential role-taking (start at
arrow 1) or role-making (start at arrow 2) mecharsiscan potentially be relevant for
rSQ1 but also for further rSQs (see Section 3.28pws 3 and 4 then represent two
potential interactions of the PMS characteristiagthwhe role of the MA (targeting
rSQ3) and constitute the core research objectivee influential factors (white
rectangles with corresponding grey arrows, i.e.aoigational factors, interpersonal
factors and attributes of the person) are withiQ4%nd are intended to be expanded to
further factors by this research. As the relatigm&ietween the characteristics of a PMS
and the role of the MA are relatively unknown taedgsee Section 1.2), the role episode
model can help to examine and understand theseatitens. The PMS characteristics
might affect the role sender (arrow 3), organisatidactors, directly the MA etc. On
the other hand, the role of the MA might affect S characteristics in a feedback
loop (arrow 4). In this way, the role episode maogkslves as an overall research strategy
to investigate the interaction between the PMS attaristics and the role of the MA.

Based on this research strategy, the methods d@nal approach are explained next.

4.7 Case study method

This section describes a case study approach aadsdeome of the methodological

issues associated with this approach. Yin (20028pdefines a case study as

[...] an empirical inquiry that investigates a conparary phenomenon in depth
and within its real-life context, especially whemet boundaries between
phenomenon and context are not clearly eviderit.The case study inquiry copes
with the technically distinctive situation in whicthere will be many more

variables of interest than data points, and asresidt relies on multiple sources of
evidence, with data needing to converge in a taéatong fashion, and as another
result benefits from the prior development of tledioal propositions to guide data

collection and analysis.

According to Yin (2009, p. 8), the choice for theethod of study is based on the
following three characteristics — the type of reskajuestion, the control the researcher

107



has over behavioural events and the focus on cquery events as opposed to

historical events.

Based on this structure, a case study method Hifigel as the most suitable method
for this thesis. First, case study research isquaatrly useful in answering “how” and
“why” questions (Yin, 2009, p. 9), which encompastee overall research objective of
the underlying study. Consequently, the naturenofeulying evidence needed to answer
the research objective determines the method (@&sR2007, p. 95). The “what” or
contextual rSQs (rSQ1 and rSQ2) are of a desceiptature and could be answered by
a variety of methods. The two main “how” and “whyBQs (rSQ3 and rSQ4) and the
overall research objective of the interaction dmalihfluential factors, however, clearly
favour the use of a case study design.

Second, the research objective focuses on a contamypset of events over which the
researcher has little or no control (Yin, 200918). This is another distinct advantage
of the case study method. Case studies are coedidappropriate, when the
phenomenon being studied cannot be manipulatedis aso for the investigated
interaction. The interaction between the charasties of a PMS and the role of the MA
are part of a complex real-life situation, where tlesearcher has no control over the

events.

Third, qualitative research — and thus case studi@sto the interpretive paradigm (see
Section 4.4). In this regard, the work of differemithors like Yin (2009), Scapens
(2004) and Merriam (1998) is adopted to formulateappropriate case study approach
for this thesis. Yin (2009) gives an explicit expddion of the single steps and follows a
rather rigid process regarding the quality critesee Section 4.9). Merriam
(1998) follows a more constructive approach anttheésefore referred to with regard to
ontological and epistemological decisions. ScapgA604) insights are important,
referring to a management accounting context. &srésearcher considers structured
approaches important to ensure the quality of ésearch (Section 4.9), Yin (2009) is
referred to frequently and other references as &ws2004) and Merriam (1998) are
only chosen for the relevant differing decisions.
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Fourth, role theory and more precisely the rolesege model are in line with the
research design and method (see Section 4.6). Yheaenerally applied to explain
and understand the specifics instead of producargeiglisations. Theory is useful as it
enables the researcher to provide convincing egfilams of the observed phenomena.
Explanatory case studies try to explain the reasmngbserved accounting practices. If
available theories do not provide sufficient expldons, it may be necessary to modify
them or to develop new theories. The objective eslearch is to add to theory that
provides good explanations of the case (Scapelgl)26or the underlying study, the

role episode model is drawn upon as a researdegyréFigure 4.1).

Additionally, a case study is chosen for its unigess regarding what it can reveal
about a phenomenon. This knowledge may not be wiberaccessible, as no other
method combines the same variety of analysis. Aglptases might be important for
understanding the variety of experience (Merria®98, p. 33). To sum up, in the
context of management accounting and managemeatiatieg change, the case study
method is a commonly-adopted method in interpratiamagement accounting research
(Otley and Berry, 1998; Scapens, 2004; Burns arndvBesdottir, 2005; Lambert and
Sponem, 2012; Lantto, 2014). With regard to theeaesh result, a case study is an
“intensive, holistic description and analysis okiagle entity, phenomenon or social
unit” (Merriam, 1998, p. 34). These are the reasuimg the case study is considered the
most suitable method for the underlying thesiscdioclude on methods, the steps of the
case study research process are summarised in Zdblalthough the table outlines a
linear process, some of the steps have been ukdertsamultaneously. The respective
steps of the case study process will be descritbétki following sections as indicated in
the table.
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Step | Issue Description Section of
thesis
Step 1 Identification of | Identified companies used within the cases basedtoh3
case companies| purposive sampling. Letters sent requesting
participation in the research.

Step 2 First collection of Familiarised with the companies and intervieweed.8.2
secondary data | prior to interviews via CVs and company websited.8.3

Step 3 Semi-structured | Conducted 37-117 minute interviews with 32 48.1
interviews participants between October 2016 and July 20174.8.3
Step 4 Concept mapping Gathered further secondary data within interviews1.8.2
within interviews through concept mapping and field notes. Octobe#.8.3

2016 to July 2017.
Step 5 Data analysis: Data categorisation and structuring. 48.4
coding
Step 6 Data analysis: | Described each case and identified codes and | 4.8.4
within-case themes. Data interpretation. Ch.5
Step 7| Data analysis: | Thematic analysis across the cases. Data 484
cross-case interpretation and discussion. Ch. 6
Step 8 Synthesis Re-examined transcripts. Intetjpetaf findings. | 4.8.4

Chs.5 &6

Table 4.1: Table of process steps of case stuaarels (based on Yin, 2009)

4.7.1 Multiple case study — comparative case study

This study adopts a multiple case study method.tiMelcases are considered more
robust in terms of findings as the empirical intimas are more convincing (Yin, 2009,
p. 53). Instead of sampling, replication is gergrased for multiple-case studies which
is analogous to multiple experiments. Each caselected in order to predict a similar
result (literal replication) or to predict contriagt results but for foreseeable reasons
(theoretical replication). This means that in npléti case studies, there is usually a
smaller number of cases representing literal rapba and another amount of cases
representing theoretical replication. An importaatt of this replication procedure is
the development of a rich theoretical frameworkisTfhamework becomes the base for
extending the findings to other cases and thusrgéng a rich framework (Yin, 2009,
p. 54). According to Scapens (2004), the seleaiiarases to be studied should follow a
clear specification of the research questions dred theoretical framework for the
research. Dissimilar cases can be chosen to analgeations from their comparison
and/or to extend the theory to a broader set @unistances. The direction in which
theoretical extension is desired will determine tiiéerences between the individual
cases. The objective of multiple cases is to dgvelorich theoretical framework,

capable of explaining a range of circumstances.
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For the underlying research objective, both apgresare taken into consideration. It
should be stressed that the “how” and “why” of ithkeractions of the characteristics of
a PMS and the role of the MA are investigated s 8tudy. Basing the study on a
purely management accounting view and doing a singke study would likely yield
limited results, as such an interaction is not a-way relationship. Thus, a second
perspective is deemed necessary in order to cbeeexternal view of the MA and of
the PMS. In this context, the extant literaturenitfiees some relevant factors impacting
on the role of the MA as management expectatiorspidr, 1980; Sathe, 1983) and
interdisciplinary interactions (Mouritsen, 1996;hdston, Brignall and Fitzgerald,
2002). Thus, understanding the roles of MAs netass procuring the perceptions of
experienced MAs and those whom MAs support, thafuisctional decision makers —
who are here labelled OMs. By ways of example, ¢his mean an operation manager
as OM and a management accounting manager — réisieofe the respective shop-
floor area — as MA. It can also mean a general genaf a BU together with the
responsible MA (see Table 4.2). A managerial levsklected specifically as the role of
the MA would typically relate to this level (Byrraand Pierce, 2007, p. 475). Following
this argumentation from the literature, and thes repisode model that defines a role
sender and receiver, the counter-part of the MBetinvestigated for this relationship is
most suitably represented by the functional deoisiaker or OM. For the underlying
study, this OM is defined as a manager with respditg for a defined function linked
to the product like manufacturing, sales, engimggrpurchasing etc. This OM is the
counter-part of the MA and is able — it is arguet “represent” the counter-part of the
MA and the characteristics of the PMS. Additionalpn OM is also used for
comparative means in other case studies (Byrnd*@&@rde, 2007; Lambert and Sponem,
2012). Thus, a comparative case study strategyeésndd most appropriate for this
thesis as it seeks to understand a phenomenondiftgrent angles, as defined by the
research objective and the underlying theory (h&leeepisode model see Section 3.2.5)
translated into the cases. To conclude, a comparatise study based on two cases —
i.e. two occupational groups of the MA and the ONk-deemed appropriate for the

research objective at hand. The unit of analysi®® described in more detail.
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4.7.2 Choice of the unit of analysis

The identification of the unit of analysis or thease” is relevant as it affects how

findings relate to theory. According to Patton (20p0. 229),

[...] the key issue in selecting and making decisiabsut the appropriate unit of
analysis is to decide what it is you want to besabl say [...] at the end of the

study.

The unit of analysis corresponds to the hierarchypggregation and can be people-
focused such as individuals or groups, or struefocesed such as projects or
organisations (Patton, 2002, p. 231).

In this study, the unit of analysis, and thus tlase; is defined as two occupational
groups/functions, namely MAs and OMs. Similar totdony (1988) and Lambert and
Sponem (2012), the MA's function or set of MAs tsosen rather than the individual
level. This is in line with role theory where agdet is analysed (Katz and Kahn, 1978,
p. 189). For these occupational groups, the ooitefor inclusion and exclusion needs to
be fixed. As the researcher follows a constructw&logy, the occupational group is
not researched by a representative survey, butyrosive sample of the respective
occupational group (see Section 4.7.3). The unitdafa collection remains the
individual who is chosen by purposive sampling ¢éodart of the group. According to
Yin (2009, p. 88), it is common to have the datlection at the individual source (e.g.
interviews with individuals), whereas the unit ofadysis is collective (e.g. the
organisation to which the individual belongs). Thisint needs to be taken into
consideration for the case study protocol (see ehsb and 6). According to Yin
(2009, p. 46), Figure 4.2 represents the overalctire of the underlying comparative
case study, with the unit of analysis being theupational groups of MAs and OMs and

the unit of data collection being the individual.
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Theoretical replication
- two views

Context Context

Case 1 Case 2

Management Operative

accountants managers
(MAs) (OMs)

Purposive sampling within each
\ professional group

Figure 4.2: The units of analysis based on Yin @0 46)

4.7.3 Case selection

This section details the selection of the cases thedcomposition and size of the
sample. As mentioned above, multiple case studgareb tends to adopt replication
rather than sampling. Replication is a term bormdvem experimental research and is
used to either predict similar results or contr@stults for predictable reasons (Yin,
2009, p. 54). Based on the dual structure, thexaetieplication is used in terms of
looking at both views of the two occupational greugdowever, within the occupational
groups or from an organisational perspective, aenuassical sampling strategy is
applied in order to find a sample of individualpresenting the occupational group.

Most sampling in qualitative research is based unpgsive sampling. This means that
the sampling within the organisational groups isi@avith reference to the research
objectives to ensure the rSQs are answered. Pugygampling is a non-probability

form of sampling and does not allow generalisati®arposive sampling is not to be
mixed up with convenience sampling, which is aydédaby chance to the researcher.
For purposive sampling, the researcher samples tWwélrespective research objective
and the relevant criterion in mind (Bryman, 2016420).
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The sample size within the occupational group ugudpends on the stage of data
saturation, i.e. until the additional data collelcterovide few, if any, new insights
(Saunders, Lewis and Thornhill, 2009, p. 235). GuBsnce and Johnson (2006, p.
76) propose that 12 in-depth interviews shouldiseffor research, where the target is
to explain a shared perception or belief withinaanbgeneous group. If the researcher
wants to determine how two or more groups diffenglone dimension, 12 participants
per group of interest need to be selected. A shydByrne and Pierce (2007), which is
also an interdisciplinary study with MAs and OMsgea 18 interviews per group. Thus,
a sample of 12-20 per occupational group was Ihiti@argeted. For this study, the
researcher derived a group of 16 organisations fudferent sectors of activity (see
Table 4.2) and 32 interview partners. When redalisafter approximately eight
interviews within the manufacturing sector thatnties started to be repeated, the focus

was set on further sectors of activity in the selo@truitment wave of participants.

No | Sector of activity Function of MA Function of OM
1 Transport services MA BU BU general manager
2 | Automotive MA sales Sales manager
3 | Automotive MA division Divisional general manager
4 | Automotive, industriall MA BU BU manager operations
technology
5 Tooling MA operations Operations manager
6 Automotive MA sales Sales manager
7 | Automotive MA division Divisional marketing manager
8 Sensor technologies MA division Divisional generalnamger
9 Tooling MA sales subsidiaries Sales manager
Chief financial officer (CFO) Chief commercial officer
10 | Retail subsidiary (CCO) subsidiary
11 | Marketing services MA corporate Sales manager
12 | Automotive MA operations Operations manager
Fast moving consumer CFO subsidiary Sales manager subsidiary
13 | goods (FMCG)
14 | Aviation MA operations Operations manager
15 | Maintenance services MA division Divisional salesmnager
1€ | Chemica MA sales Sales manag

Table 4.2: Table of participants of the study veéttors of activity and functions

In addition, the number of interviews can be restd based on economic reasons and
on reasons of focusing properly (Witzel and Rei2@d2, p. 62). Last but not least, the

final composition of the sample is limited by thellwgness of the potential
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interviewees to participate. While first contact poospective companies was not
anonymous, and generally through a personal coftaater work or university alumni
contact), only 16 out of 90 contacted organisatiarese willing to participate in
interviews. This is mainly due to the dual charaaté the study. Four additional
interviews were undertaken without finding a secapgropriate interview partner. The
interviewees without matching partner were solelglgsed after the main analysis and
are not included into the main findings (Chaptemd 6). Also based on these outliers,
no new relevant data seem to be showing up regaalitategory (Strauss and Corbin,

2008, p. 212). Thus, data saturation weeched for the underlying study.

The general case selection criteria for this panitiuctive study are based on theoretical
aspects as recommended by Ryan, Scapens and Tdh¢p0d2). Further case selection

criteria are briefed by the research objectivédplsws:

- A pair of one MA and one OM of the same companyinwestigate cross-
sectional views within each organisation. Basedhenrole episode model, it is
particularly important to obtain the expectationsl perceptions of those whom
MAs support who are functional decision-makers ¢900n the other hand, it
is important to examine the MAs themselves. MAs @nds are from the same
organisation and work closely together, giving bilitg to analyse the different
views accordingly and to render the contextual iocbpaimilarly. When
organising the interviews, either the MA or OM wideessed first and asked to
provide a counterpart of collaboration who is wdji to participate. This

recruiting model worked well for all of the inteewis.

. Company size: large companies were solghte interview questions were
discussed with an MA of a small company of appratety 20 employees. This
discussion and research by Mitchell and Reid (2@0®B86) on accounting in
small businesses supported the author’s suspib@ncompanies need to be of
sufficient size to have separate management aagogusauahd other organisational
functions. Consequently, the question of interactomly arises in companies

with a high division of labour. The equivalent eribn is also used by Byrne and

® The definition of large companies is based on tbledEfinition in the Official Journal of the
European Union, Annex, Art. 2 (European Union, 2(G023.124/39). It categorises companies
with more than 250 employees and an annual turnofverore than €50m (or balance sheet
sum of more than €43m) as large companies.
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Pierce (2007) who argue that a company should tefécient scale” in order
to have separate functions. A further argumentiro@ir of large companies is
that — according to role theory — role consensusdse probable within smaller
entities, organisations or groups (Wiswede, 19754p. It is considered that the
interaction is worthy of investigation, in the casferole conflict. This is why
large companies are selected. Among the sampl® afitérviewed companies,
there are three “smaller” companies with an antwalover of between €400m
and €700m and 900 to 5,000 employees. The othecob@anies show an
annual turnover of more than €1.3 billion up to &illion and have between
3,000 and 300,000 employees (figures in 2D15

Seniority with an average of 15 years of professiaxperience and not less
than 10 years. Less experience was consideredusesal as two further pilot
interviews with less senior MAs revealed some deficies (see Section 4.8.3).
First, the stated activities of the MA were maibBsed on current literature and
university teaching instead of living examples vihis not the objective of the
interview and the case study. Thus, the businggssstirole was stated by these
less senior MAs without being able to give examgites their daily business
support activities. Second, it was noticed thatdlveere mainly literature-based
examples with PMSs or that the examples given abkvays identical or not as
complete and rich as the examples from more samwloyees. A reason for
this missing experience might be that one needgdoh a certain managerial
level in a company in order to think about concaptapics like the design of a
PMS. In this study, managers are considered tdhbdsetwho have managerial
responsibilities, which means managers are or haee in charge of personnel.
The managerial responsibility is important, as nge@ns. are more frequently
obliged to do conceptual work and to question diffe processes. Furthermore,
it is important to address managers for the oparatiew as MAs typically
relate to manager levels (Byrne and Pierce, 200A47p). An average of 15
years experience is considered suitable when contp#ne average age of a
freshly qualified German university graduate agée2Z (Buschle and Haehnel,
2016, p. 20with the average age of a manager in Germany i #gagly 40s
(Deutsches Institut fur Wirtschaftsforschung, 20p7,43), also leads to an

* Figures in 2017/2018 are similar, mainly slightigiieasing across all the companies.
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average professional experience for the managéb gears. To target a longer
period of experience would mean to diminish theeptél number of

participants which is already limited due to thenparative study design.

Sectors of activity: broad activities across def@rindustrial and service sectors
are analysed. The best case access was to the aotmifg and automotive
sector, and this is where the study started. Afgating done interviews with the
first eight companies in the manufacturing sectiog, author realised that the
first themes were being repeated and decided trgmkthe sample to different
sectors of activity (fast moving consumer goods (®B), chemicals,
professional services, retail) which enriched theerall data analysis. In
Germany, the manufacturing and building industrg, itetail, transport and hotel
industry and the service sectoare considered particularly strong with
respectively 26%, 16% and 15% of gross value add@d17 Deutschland in
Zahlen — Volkswirtschaff017).

European organisations in Germany: On the one hhadpcus is on companies
in Germany for accessibility reasons. In additi@grmany carries a high
economic power, with the highest GDP in the Europdaion (Eurostat, 2017).
This suggests a certain success or reason fortiaybar interest. On the other
hand, a very culturally diverse sample might distioe results without having an
easily analysable cultural framework at hand. Hafets (1980) and Schein’s
(1985) concepts of culture have been used in mameage accounting and
management control research, see for example Karrsnd McKinnon

(1999) or Jarvenpaa (2007). But, nevertheless,sarokural research in this
area is still in its infancy (Harrison and McKinnat999, p. 502). Taking this
into account, the decision was taken to use Euromgganisations based in
Germany. The European factor was considered inbegesm terms of potential

findings which are typical for German organisatian€European subsidiaries in
Germany. Byrne and Pierce (2007) based their stuadyultinational companies
in Ireland and they considered it beneficial, fartier understanding, to

investigate these settings further.

® The classification of sectors is according to ttendard split of German industry sectors
(Deutschland in Zahlen — Volkswirtsch&017).
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4.8 Actual methods employed

This section describes the actual methods emplmgdading the detailed conception of
the interview guideline (see Appendix D) for semmisstured interviews and the
triangulation approach within the case study sujgabrby concept mapping (see

Appendix E for an example) and document analysis.

4.8.1 Semi-structured interviews

This section outlines the creation of an interviguideline for the semi-structured
interviews of this study and the choice of the mitaw type. The two main basic types
are the unstructured interview and the semi-stradtunterview (Bryman, 2016, p.
469). While unstructured interviews have the chiaraof a conversation with only a
brief set of predefined topics, semi-structurectriviews are based on a list of fairly
specific topics to be covered, which is frequertiyled an interview guide. Questions
may not exactly follow the order of the interviewideline and additional questions
may be added during the interview. In this stullgré is a clear focus on the research
objective and the rSQs from the outset (see Secdli@). Thus, semi-structured
interviews are considered advantageous in ordadtlress specific issues around the
rSQs (Bryman, 2016, pp. 471-472).

Particularly for semi-structured interviews anddepth interviews it is relevant to

carefully consider the approach of asking questiégdiswing an interviewee to talk

freely is unlikely to lead to a focused discussmmthe research topic (Robson, 2002).
The use of this approach is demanding and fornmgatine appropriate questions is
most relevant for the success of this approachefady, there is a distinction between
open questions, probing questions and specificdosed questions. Open questions
allow interviewees to describe and define a situmatdr example. It encourages the
participant to reply as they wish and it can bedusereveal facts or attitudes (Saunders,
Lewis and Thornhill, 2009, p. 337). The characteths study (see Sections 4.3 to 4.5)
recommends open questions. They are especiallyassadrration-generating questions
at the beginning of each of the five blocks of thierview guideline. These questions

are mainly used as an icebreaker. The interviewesblie to get used to the interview
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situation and to think about the global idea befedricting the focus to certain aspects
(Witzel and Reiter, 2012, p. 53). The answers efititerviewee to the open questions
do not need to be classified directly into a schelmg will be recorded with all
mentioned details (Bortz and Doering, 2006, p. 3@8pbing questions are aimed at
exploring significant responses. They can be worllleel open questions but may
require a certain focus. They also serve to retreakeasoning behind a narration. The
intention is to encourage exploration without afigra judgement by the interviewer
(Saunders, Lewis and Thornhill, 2009, pp. 338-33%se revelatory questions are
used as second main type of questioning for thidysin order to reveal certain details
which would not be addressed otherwise. Specifet @dosed questions are similar to
guestions used in structured interviews. They avstiyused to obtain a specific fact or
opinion. This type of question is only used oncehi@ interview guideline (apart from
the demographical questionnaire at the end). teseto find out the exact PMS used in
the company. To conclude, using proposing typequealstions is avoided, in order to
prevent any errors which may result from their (Saunders, Lewis and Thornhill,
2009, p. 339).

For a study based on semi-structured interviewfoua step approach is the most
common: preparing an interview guideline, leadirge tinterviews including the
recording, transcribing the interviews and analydime interviews. The drafting of the
interview guideline is introduced in this sectiorhil® leading the interview, the
recording, transcription and analysis are detadite8ections 4.8.3 and 4.8.4. To prepare
the interview guideline, it is recommended that thgearcher focuses on the puzzling
element of the research and that one thinks alb@ubbligatory elements in order to
answer the research objective or rSQs. It is recentd®d to put the questions in a
certain order (from general to specific), to foratel questions in a way that they will
potentially answer the rSQs, to use a comprehenddriguage, not to ask leading
guestions and to find out contextual informatiolwithe interviewee for analysis and
interpretation (Bryman, 2016, p. 473).

The interview guideline ensures that the focushef ihterview is maintained and that

the interviewee can disclose their experience @Viend Reiter, 2012, p. 52). On the

other hand, the guideline gives the flexibilityitdroduce new topics and questions if
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necessary. The semi-structured interview relatdbgmpenness of qualitative research
(Helfferich, 2009, p. 107). In order to obtain aatural” flow of information, the
interviewer needs some training and a proper doatatien through recording, memos
or note-taking (Witzel and Reiter, 2012, pp. 182)18 he semi-structured interview is
highly demanding for the interviewer as a decreabestandardisation leads to a
permanent process of operationalisation (Witzel Reder, 2012, p. 53). Therefore, a
constant translation of research questions intatedl interview questions takes place
which leads to a higher openness and a deepersaally the situation (Witzel and
Reiter, 2012, p. 80). This interaction and claatfion option is also a main reason why
oral interviews are preferred to written intervie\iaunders, Lewis and Thornhill,
2009, pp. 348-351) for this study. A semi-struaiurgerview contains key questions
which are asked to all the interviewees and optiqoastions which are not relevant for
all the interviewees (Saunders, Lewis and ThornBil09, p. 320). Another positive
aspect of semi-structured interviews is the stmiegy which leads to a better
comparability among the interviewees by ensurirgg the relevant topics are addressed
(Witzel and Reiter, 2012, p. 51).

To compare the interview context, interviews weosaducted personally by the author
and were mostly held in the rooms of the interviewehich corresponds to the
investigated professional context (Witzel and Reit2012, p. 64) and which is
indispensable for case study research. IntervielsSkype were conducted in four
exceptional cases with e.g. alumni intervieweesr Eomparison reasons, all
interviewees received the same standardised imntdetter with focal discussion
points for their individual preparation and werdyoconfronted with the real interview

questions during the interview situation.

To design the interview guideline, Helfferich (2008commends a four step approach:
to collect potential interview questions, to chegphkestions, to sort questions and to
subsume questions. In step one, all questions whight be relevant with regard to the
research objective were written down. A maximum hanof questions was gathered in
a first step neglecting the formulation and releeamll questions fitting to the research
focus were gathered and this resulted in approxin80 questions. In step two, the list

of generated questions was checked with regardido knowledge and openness. The
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list of 30 questions was reduced to 12 main questand structured. All the questions
were checked, filtered and eliminated based ontaokeriteria. First, facts were
switched to the demographic part. Second, quespatsntially asking explicitly for
prior knowledge were eliminated. Third, opennesstha questions was verified or
guestions were re-formulated. Fourth, the abstradivel was checked as the topics
were supposed to be operationalised properly. [Fifthe analysis question was
generated and explicitly integrated in the intawguideline (“why’-question number 9
of interview guideline; see Appendix D), as it caupposedly be answered by at least
some of the interviewedslelfferich, 2009, pp. 182-187).

Step three sorted the remaining questions. As tarlual sorting was not considered
useful, a thematic sorting was done and the guestitemselves were structured into
five blocks: one warm-up block, questions arounel filnction of the MA, questions

around PMSs, questions around the impact of chenatits of a PMS on the role of a
MA and a closing block. Finally, the 12 questionsrg&vsubsumed in those five blocks
by choosing a narration generating introductorystjoa at the beginning of each block.
Thus, questions were sorted from general questinmeore specific questions within

each block (Helfferich, 2009, p. 185). Figure dugnsarises this structure.

e ~_
// A \\
/ ‘ e \
4 A
Feedback AN 4
loop/ MA
closing
PMS
—~ MA <« |PMS

\ Order of questions /
\ Vgeneral :q> specific /
/

\\ -

Figure 4.3: Meta structure of interview guideline
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The general order of the interview guideline idaged by the outer arrows starting
with the warm-up, going to the MA, the PMS and theieraction. The closing question
gives the interviewee the opportunity to commentfuther ideas regarding the topic
which had not been previously discussed. Howewes, is only the basic structure as
the interviewer can jump according to the narratbthe interviewee. This is reflected
by the arrows in the middle. This interview guideliwas designed for both of the
occupational groups investigated — MAs and OMs. ddelng on the examples given
by the interviewee, the questions were slightly imed e.g. naming explicitly the PMS

mentioned by the interviewee instead of using theegal term PMS etc. This process
ensures, on the one hand, a comparability amongirtterviews and a proper

operationalisation of the rSQs, on the other hdhds, there is a direct link between the
rSQs guiding the research and the detailed intergigideline.

After having drafted a first interview guidelinecacding to the steps mentioned above
and with the described blocks, the preliminary gliree was discussed with two peers
and led to an amended guideline. This second gnelelas tested with two colleagues
— one management accounting manager and one OMh Wading the pilot interview,
the researcher noticed that the question stylaefjtiideline was still rather impersonal
and that it would be rather challenging to get asde the interviewees with this type of
guestion. Therefore, it was again reworked. Basedthis input, a third interview
guideline was drafted. This guideline was testetbur further pilot interviews which
were transcribed and analysed with QSR NVivo 110 B the four pilot interviews
were also used for a verification of the samplitrgtegy and case selection in terms of
job experience (Section 4.7.3). Slight modificaiowere done to derive the final
interview guideline which is the base for the mstindy (Appendix D). An overview of

this drafting process is presented in Figure 4.4.
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Figure 4.4: Process of drafting the interview guide

4.8.2 Secondary data sources

Parallel to the completion of the interviews andofging a constructive perspective
(Section 4.3), the content was complemented bynduktion to ensure that the
conclusions show a comprehensive view of the ingatd interaction. Triangulation
means that more than one method is used in they stidocial phenomena or that
several data sources are used. Further triangalaptons are investigator triangulation
among different researchers and theory trianguidtip using different perspectives for
the same data set (Patton, 2002, p. 247). Triahgnlaan operate within and across
research strategies and results in a greater @nded of findings (Bryman, 2016, p.
386). In the underlying case, triangulation consenethodological triangulation within
the qualitative research approach (interviews, ephanaps) and data triangulation
supported by different data sources (documentsisdrgpts, CVs). The following
secondary data sources were collected and anaas@desented in Table 4.3 each of

which is now described:
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Type of secondary source Number of sources:| Number of sources:
MAs OMs

- Concept maps 16 16

- Demographic questionnaires 16 16

- Field notes 16 16

- Company reports 16 16

- Curriculum Vitae 9 8

- Public corporate webpages 16 16

Table 4.3: Table of secondary sources

Concept maps were considered an appropriate todtiémgulation (Helfferich, 2009,
p. 36). The studied paths of interaction are canreid to be sufficiently simple in order
to be visualised with the help of a concept mapdlg a concept map is done after a
first analysis of the interview contents by theemiewer and validated in a second
meeting with the interviewee (Groeben, 2002, p.Hdfferich, 2009, p. 36). As such a
second meeting was not likely to be possible, alioed interview and concept map
approach was considered appropriate. Thus, theorawtbveloped a concept map
visualisation format for the end of the interviemsum up and visualise the discussions.
This was used at the end of each interview to as&riiewees to visualise the
interactions between the OM, the MA and the charéstics of a PMS with arrows on a

sheet of paper (see Appendix E).

A final part of the interview constitutes a demaurig questionnaire which clarifies the
open contextual issues of the interviewee. Addgilyn document analysis such as the
analysis of the field notes taken immediately atfiter interviews and the analysis of the
CVs of the interviewees complete the data triartgariaapproach. The activities of the
companies were analysed based on the webpages amed lon publicly available

company reports such as financial statements.

4.8.3 Data collection

This section presents the process of data colle&biothe study. Qualitative researchers
are frequently interested in the way people sayetbimg and thus interviews are
usually audio-recorded and transcribed. This isaathgeous for the interviewer, as the
person does not need to concentrate on taking rudesllel to asking questions

(Bryman, 2016, p. 482). The recording device sht@glaced with discretion in order
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to maintain a natural interview situation (WitzeldaReiter, 2012, p. 64). Transcribing
has several advantages. It allows a thorough asabtyswhat interviewees say and it
permits repeated analysis. It opens the data faeratesearchers who can evaluate the
analysis. It permits a certain neutrality and ipsdo support the interviewer’s memory.
It also allows the data to be reused for furthedsis (Bryman, 2016, p. 482).

The pilot interview phase took place between Mayg &wugust 2016. Overall, the
researcher conducted six pilot interviews with twterviews mainly focussing on the
sampling strategy (Figure 4.4). Two of the pilotenviews were transcribed and
analysed with the support of QSR NVivo 11. For asdslity reasons, the pilot
interviews were within one company. As describe®attion 4.7.3 and 4.8.1, the pilot
interviews modified the choice of the interviewesssl the structure of the interview
guideline. Additionally, the pilot interviews infunced the interview skills of the
researcher and the strategy for data analysispilttestudy was in line with the tension
between OMs and MAs having differing and sometim@sflicting views about PMSs
and consequently differing and sometimes conflgc@xpectations about the activities
of MAs. These conflicting views support the resbadesign of a comparative case

study based on the occupational groups of the Masé and the OMs’ case.

The main round of semi-structured interviews fas tstudy were conducted between
October 2016 and July 2017. The European Schodusiness (ESB) Reutlingen
alumni network was used, as well as personal ctmtatd the business networks xing
and Linkedin. Thus, as mentioned, 32 interviewseneonducted overall, thereof 16
with MAs and 16 with OMs of the respective compani€he length of the interviews
ranged from 37 to 117 minutes, the average lengtingb 64 minutes. Potential
interviewees were addressed by email in the iirstaince, with a personal message and
a standardised invitation letter. The invitatiottde gave an overview of the contents of
the interview and permitted a certain preparatibthe interviewee. When writing the
invitation letter, the author paid attention, titatontained an appropriate overview but

did not anticipate all the information and quessioh the interview.

The interviews were on-site, with the exceptiorianfr interviews held by telephone or

skype. All interviews except one were audio-taped @anscribed. For this interviewee
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notes were taken and summarised directly aftemtfeeview. Personal interviews were
audio-taped by a voice recorder, Skype intervievesewaudio-taped with a recording
software. The interviews were transcribed and aeaywith the help of QSR NVivo 11
software. Short interview memos and field notesitamthlly described the setting of
the interview and further observations of the regesr. QSR NVivo 11 combines all
the data sources and enables the researcher towitbrikhuge amounts of data while
staying focused and structured. The data analyils @SR NVivo 11 and Excel is
described in the next section.

4.8.4 Data analysis

This section outlines the data analysis procesthefstudy which consists of data
coding, within-case analysis and cross-case amsalyhe data analysis is also called the
identification and explanation of patterns by Scepé2004, p. 270), and is split into
several steps. First, a general sense of the gatheformation is generated by reading
through the material. Afterwards themes are idetiland the coding process takes
place. At the end, the analysis of the interviemedudes within-case analysis and cross-
case analysis. The findings of within-case analgsés presented in Chapter 5 and the
findings of cross-case analysis are further dissdiss Chapter 6. The process finishes
with the interpretation of the investigated intei@ers and writing up of a summary
(Creswell, 2014, pp. 194-201).

The first step of data analysis consists of datdingp of interview transcripts and
secondary data. To provide structure to the armlgsocess, this thesis follows the
process recommended by Creswell (2014, p. 197)leAhgure 4.5 suggests a linear

approach, the analysis process and stages areiteratéese than linear.
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Figure 4.5: Analysis process adapted from Cresy&éllL4, p. 197)

The data generated from the semi-structured irdeiviwere analysed with the help of
coding and template analysis from the work of K{2§12). The latter was considered
particularly useful for this study, as it allowsethomparison of groups within the data
set, allows the researcher to stay focused onetbwarch question or particular focus of
analysis and is considered to be useful for prejesth a sample of ten to twenty-five
hours of recording (King and Horrocks, 2010, p.)1@8l three apply to this research
study, except the interview hours are slightly lenbut still manageable. In addition, it
allows the combination of an interpretive approadth a focused analysis which is in
line with the philosophical stance of this studyu$, template analysis results in
defining a priori themes or codes from the extaetdture and a revolving deductive
inductive process (King and Horrocks, 2010, p. 188)ese themes are based on the
rSQs and the underlying theoretical framework & tble episode model. For this
thesis, the initial template was generated by frstlysing a set of data of ten semi-
structured interviews, corresponding to five pafdlAs and OMs. The group of MAs
was coded first, then the group of OMs in a secsie@. The initial template helped to
guide the analysis by providing a trade-off betwd#endetails and the overview of the
data. The author chose very different companiesitedviews for the initial template
for maximum diversity. Coding qualitative data, quises data segmentation into units
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and a rearrangement in order to facilitate anglysismparison and the development of
theory (Strauss and Corbin, 2008, p. 71). Accordmdvason (2002)the codes are
based on a combination of the data generated, ti{#oe role episode model for this
thesis) and extant literature. Thus, codes arergetbased on a mixed inductive and
deductive approach. This involved different stepditeral, interpretive and reflexive
reading of the data (Mason, 2002, p. 170). Theooraling to Richards (2009, p. 88),
descriptive and analytical codes emerge from the.dBhe coding is not separated
though between descriptive and analytical codesaumse template analysis assumes
that the two cannot be entirely separated (King ladocks, 2010, p. 168). This initial
template with the coding scheme was applied tatadun ten semi-structured interviews
and slightly adapted. Again, five pairs of MAs aDd1s were coded starting with the
MAs. The third wave of coding consisted of twelvams-structured interviews and
involved the analogous steps. The process invohhed same reading and coding
techniques as described above and led to the femaplate. During this step, the
gualitative software package QSR NVivo 11 assistéd the organisation of the data
and the codes. The software enabled a systematlgsesof the data generated along
the structure of the interview guideline as desatim Section 4.8.1. The five blocks of
the guideline (Figure 4.3) serve as a guiding meisha for the coding process. The
main codes for rSQ1 are located in block B, thenngaides for rSQ2 in block C and the
answers for the main rSQ3 and 4 are mainly locetddocks D, E and the triangulation
block. This prestructure facilitates the codinggass, while maintaining the necessary

openness to also find relevant information inladl bther blocks.

It is important to note that the researcher limitkh@ overall coding template to
approximately 20 codes in a first step, not tolgst in the structure and to ensure a
homogeneity of the code attribution. Following thghin-case analysis, described at
the end of this section, one template was develgmedoccupational group, i.e. per
case. Only for cross-case analysis, the templagzs merged and a common template
was developed. The concept maps established byntbeviewees at the end of the
interview were used as a triangulation of methaus$ @ a completion or extension of
their reality. This analysis encouraged the researdo approach the rSQs from
different angles and to investigate the puzzle imaualti-faceted way. It enhanced

validity as social phenomena are more than one+ftbioeal (Mason, 2002, p. 190). In
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addition, the visual support of the concept mapkpdtk to better understand the
complexity of rSQs 3 and 4. All the coding was ddmased on the German language
transcripts and summarised at the end in Englile. iiterview quotes which will be
presented in Chapter 5 and 6 were translated frenm@&n into English for the quoted

parts.

The within-case analysis is organised and preseintddur main steps. First, is the
analysis of case profiles by dissecting the unftamalysis. For this step, the case
profiles and overall sample are described in désailadditional information to Section
4.7.2 and 4.7.3). The companies and units of aisalyghin each occupational group
are detailed to provide an overview of the indusggtors and individuals within each
case (Section 5.1). Second, is analysis of theegtnte. the perception of the role of
the MA and the key characteristics of a PMS (rS@d i&Q2). For this step, rSQ1 and
rSQ2 are analysed based on the coding templatp.t®te is the preparative step for
steps three and four. The empirical findings aaenfed around the dichotomy of roles of
the MA (Friedman and Lyne, 1997; Siegel, 2000; Buand Baldvinsdottir, 2005; Byrne
and Pierce, 2007; Morales and Lambert, 2013) andreif@ and Otley’s
(2009) definition of a PMS — as previously deriviedm the literature review (see
Chapter 2). Empirical findings for each case regagrdSQ1 and rSQ2 are summarised
in Sections 5.2.2, 5.3.2 and 5.2.3, 5.3.3. Thedgnalysis of how the interaction of the
characteristics of a PMS and the role of the MAsr(n8Q3). This step concerns rSQ1
and analyses the interaction of the characterisfiesPMS with the role of the MA. The
three characteristics of a PMS have been analysttdrespect to the role of the MA
and based on Katz and Kahn's (1978) role episoddeidhe potential paths of
interaction as well as the most salient feedbadpdoof how the roles of the MA
influence back on the characteristics of a PMS ideatified. Empirical findings in
relation to rSQ3 are summarised in Sections 5.8d43.4. Fourth, is analysis of the
influential factors (rSQ4). This step concerns rS{pdl analyses the influential factors
for the interaction. Causes or influential factdos this interaction are identified,
analysed and discussed. The most salient findimgslation to rSQ4 for each case are
summarised in Sections 5.2.5 and 5.3.5. After thihinvcase analysis, cross-case
analysis was performed, which is described next.
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According to Eisenhardt (1989b, p. 540), it is prable to look at data in diverging
ways through different lenses. The general idearo$s-case analysis is to go deeper
into the data by looking at the data through défeérenses in a structured way. It is also
a way to ensure that potentially novel findings discovered in the data (Eisenhardt,
1989Db, p. 541). An additional view is the compamisd the MA and OM from the same
organisation or a cross-organisational view, whaghin helps to reveal novel findings
and adds an additional perspective to the anabfsise data. Comparative research is
generally interested in identifying the similargiand differences among macro-social
units (in the underlying case occupational groups)ich allows for “understanding,
explaining and interpreting historical outcomes anocesses and their significance for
current institutional arrangements” (Ragin, 19876 This is also a key reason for the

cross-case analysis in this study.

To proceed to cross-case analysis, the separatiergéoland framework matrices
mentioned in the previous paragraphs were extraictied Excel and integrated into
comparative templates (see for example AppendiAd)recommended by Eisenhardt
(1989b), summary tables were used to support twuriof analysis. Merging the two
templates into one makes the similarities and wifiees more obvious and permits a
structured cross-case comparison. The cross-cadgsmnwas organised and presented
in the same steps as described for within-caseysinalOn the one hand, the focus of
analysis was on the similarities and differencesvben the cases or occupational
groups. On the other hand, the focus was betweenMA and OM of the same
organisation. The similarities and differences othbcomparisons are presented and
discussed in the respective Sections 6.2 to 6.5.

Across the above mentioned analysis steps, canabisis integrates the emic with the
etic perspective which permits the link of an indual piece of interpretive research
with the extant body of knowledge (Lukka, 2014).iE&mn this context means how the
research subject develops its meaning whereametins the researcher’s interpretation
on the studied phenomena (Denzin, 1983; Headla®@))1 Thus, the underlying data
analysis is based on causality links which arenitéel to generate explanations out of
this causality. This does not require regularithisTway of analysis is called the

“conceptual move from the regularity to the coufatetual account of causality”
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(Lukka, 2014, p. 560). In combination with the qiaive research strategy and skills of
the researcher described in Section 4.5, this eofattual account of causality is
reflected in Chapters 5 and 6 by the presentatfofindings using graphical figures

(e.g. Figures 5.1 and 6.7). Thus, these figuresaiontend to express regularity but are

an analysis of causality based on an interprefpigt@mology (Lukka, 2014).

To conclude, the coding and overall analysis waslaoted to the following principles.
First, it is important to fit the material into @mext of communication. Second, the
analysis is a systematic process which followspiaeess steps of Creswell (2014, p.
197), even if in an iterative way. This means tiet analysis is based on predefined
rules which can be followed easily by other redears. Third, the counterfactual
account of causality requires a more graphicalyamal Fourth, the categories are one
focus of the analysis and contribute to the reliighof findings. Fourth, the assessment
of results according to quality criteria is consateimportant. This data reliability and

validity are detailed in the next section.

4.9 Data reliability and validity

This section is devoted to the quality criteria qpfalitative research. Following the
constructive approach, it is difficult to evaluaibe quality of a qualitative study. Thus,
alternative criteria to the quantitative approathetiability and validity are chosen for

this case study research (Lincoln and Guba, 198%a@nd Lincoln, 2005). Two main

concepts for qualitative research are applicablghis study. First, Cassell and Symon
(2004) mention the criterion of reflexivity for duative research. Second, Ryan,
Scapens and Theobald (2002) define quality critesracase studies which can be
particularly split into procedural reliability, maferability and contextual validity. Each

of these deserves explicit explanation in the foiig.

4.9.1 Reflexivity

According to Cassell and Symon (2004), reflexivibyresponds to the critical appraisal
of one’s own research practice in different aspef€isst, a critical appraisal of
methodology is part of reflexivity. This includdgetresearch design, the interpretations,

the role of the researcher and all the choicesnduthe research process. Critical
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appraisal means that the researcher criticallyectsl the other options with the
respective advantages and inconveniences andysaligues the choices made. This
research justifies the choices mainly in termshwfoty (Chapter 3) and in terms of
methodology (this chapter). Second, reflexivity @anpasses the recognition of the
researcher’s background’s influence on the produaesiviedge. For this study the
introduction (Chapter 1) revealed the practitiobackground of the researcher. Thus,
the choice of dual character of the study basedhtamviews with MAs and OMs as

well as from different organisations was particiyamportant in order to gain different

perspectives. The researcher purposively denieahbéee of only interviewing MAs

and of only staying within the researcher’s orgatmis (with a longitudinal case study

e.g.). Thus, overall the reflexivity criterion wagplied to this study.

4.9.2 Procedural reliability

According to Scapens (2004), it is important tHae tesearcher applies procedural
reliability, which consists of the adoption of appriate and reliable research methods.
This research disposes of a clear research stratedymethodology with a clearly
specified research objective and rSQs (see Sedlidnto 4.8). The case study process
is documented and a case study database is credite@SR NVivo 11 (Ryan, Scapens
and Theobald, 2002) and Excel. The database centaise study notes and memos,
primary records and secondary data collected duhagase study (Yin, 2009, p. 120).
Additionally, an audit trail of all the researchtiaities and the case analysis is
developed and constantly documented in a resegach (Ryan, Scapens and Theobald,
2002). Following these methods, procedural relighis achieved. The same procedural
reliability is applied to the literature review f@hapter 2 and to cross-case analysis

based on Excel tables for data analysis (see @gerdix | or Appendix J).

4.9.3 Transferability

Transferability is based on external validity fropmantitative research which means that
findings can be generalised to other settings (Rysapens and Theobald, 2002).
Statistical generalisation only applies to survesearch which is not able to explain the
how and why of an interaction and is consequentilyatapted to answer the research
objective for the underlying study. Only explorataase studies can suggest hypotheses
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for later empirical testing and thus contributestatistical generalisation (Ryan, Scapens
and Theobald, 2002). However, this case study tiserploratory but more descriptive
(Scapens, 2004) and intends to fulfil theoreticaéneyalisation. Theoretical
generalisation can be the extension of theorywoeder context or the extension of the
applicability of the case study findings to othentexts based on theory (Ryan, Scapens
and Theobald, 2002). Due to the risk of confustbe,term generalisation is avoided in
case study research. Instead, the term transfiyalsl used which refers to the
transferability of findings from one context to #mer and to the degree of
comparability of different contexts (Ryan, Scapand Theobald, 2002).

The present research is subject to extension msfearing the results to a broader
theory — which is the updated role episode modett{én 7.3.2) — and by transferring
the result to different contexts (Section 7.3.3).véy detailed description of the
participants and research process (see whole Chdptallows the reader to draw
conclusions regarding the transferability of thadings (Creswell, 2007, p. 209).
Additionally, the research design with a dual cagely looking at two occupational
groups with diverging views adds to the transfditgbas the data are analysed from an

interdisciplinary point of view.

4.9.4 Contextual validity

The traditional quantitative quality criterion oftérnal validity is concerned with the
choice among competing and falsifiable explanati@fgale, 1994, p. 166; Miles,
Huberman and Saldana, 2014, p. 312) and thus wehdemonstration of clear and
coherent case study findings (Patton, 2002, p..4B@)lowing Yin (2009, p. 42),
internal validity mainly refers to case studies whikee researcher tries to explain how
and why an event causes another event (causabrship). This internal validity is
replaced by contextual validity in interpretive eastudy research and refers to the
credibility of the findings and to the conclusiotgat are drawn (Ryan, Scapens and
Theobald, 2002).

Scapens (2004) suggests several tactics to copethdse concerns: data triangulation,
method triangulation and researcher triangulat&ecording to Yin (2009, pp. 116—
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117), “data triangulation [...] essentially providesultiple measures of the same
phenomenon”. For this study, multiple sources dadae collected in QSR NVivo 11,
coded, analysed and compared with existing thecoFigs process allows the researcher
to establish a chain of indications (Yin, 200948). Method triangulation refers to the
assessment of validity of sources of indicationscbmbining research methods. Thus,
this study combines semi-structured interviews vatimcept mapping. Regarding the
data analysis, within- and cross-case analysisnéegrated in the analysis process (see
Section 4.8.4). This is supported by the use ddta dnalysis software like QSR NVivo
11 which helps to transparently analyse larger artsoof data (Yin, 2009, p. 43). Based
on these analyses, it is possible to combine tidirfgs from the two cases and to build
first explanations for the investigated interactioResearcher triangulation refers to the
assessment of the validity of the researcher’srpnggations of the findings. This
potential interpretation error, is partly re-meddtby concept mapping as a written

concept of interaction leaves less room for intetgdion.

4.10 Limitations of case study approach

The sections above detail the strengths of the sasly approach. However, there are
certain limitations of this method that also appty the underlying study. First, a
potential lack of rigour in case study research sommon claim (Yin, 2009, p. 14).
This limitation is overcome by a very detailed dgg®n of the research process (see
Sections 4.7 and 4.8), by the application of qualiiteria (see Section 4.9) and by the
use of a research database in QSR NVivo 11. Se@rdmmon criticism is that the
generalisability of case study research is weakag€es, 2004). This thesis uses
purposive sampling (see Section 4.7.3) and nasstal random sampling and is — by
definition — not statistically generalisable. A®yously detailed a potential replication
is more of an analytical than statistical naturddiionally, an interpretive qualitative
researcher does not look for a larger generalisabil the findings but prefers a deeper
understanding of the underlying processes. Thiadecstudy research is criticised for
suffering from potential bias (Yin, 2009, p. 14Yiahgulation (refer to Section 4.8.2)
and reliability measures (see Section 4.9) are eyepl in order to reduce potential
errors and misinterpretations of the study. Foltayvtemplate analysis is a further

measure to mitigate such errors. Fourth, case segbarch can be time-consuming and
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expensive (Yin, 2009, p. 15). This comment is basedhe longitudinal character of
some single case studies or on a mix with ethndgragich generally takes more time.
The underlying study which took place between Oetd016 and July 2017 suggests
that a case study design is not necessarily mare-tonsuming than any other method.
For the underlying thesis, the richness of infororatoutweighs the above named
limitations — especially when considering that ajarigy of the limitations can be
overcome. It is argued that no other research mledifers a potential to obtain the
“deep understanding” and “richness” necessary tploeg the processes of an
organisation (Ahrens and Dent, 1998).

4.11 Chapter summary

In summary, this chapter described the methodstaddpr the underlying thesis based
on the research objective, a set of assumptionsi@iviedge and on a chosen theory.
The researcher utilised an interpretive paradigniis thesis. The choice of qualitative
research strategy and case study method were ghidé#oe nature of the research. A
comparative case study, combining semi-structurgdrriews (see Appendix D for
interview guideline) with secondary data (concepipping — example in Appendix E)
were described as triangulation. The case selegimtess was followed by an
explanation of the data analysis based on codirt ®SR NVivo 11 and analysis
tables in Excel. Next, the quality criteria of ttedy were outlined. Finally, the chapter
closed with some limitations of the case study m@thrhe next chapter presents the

within-case analysis of each case or occupatiomaiy
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CHAPTER FIVE: Empirical study — findings of within- case analysis

5.1 Introduction and case overview

Chapter 4 elicited the rationale for the researafthwdology and the design for
collecting and analysing data for the present stlitlis chapter describes the findings
of the case study and presents the within-case/semal The latter consist of a detailed
study of each individual case (i.e. occupationabugr of MAs and OMs). While

referring to some of the extant literature wher@rapriate, this chapter primarily

describes (rather than discusses) the empirica. dahapter 6 will reveal common
understandings and differences based on crossarzagsis. It will also present a

discussion and theoretical interpretation.

The analysis in this chapter is structured as ¥asloAfter the description of the steps of
analysis in Section 4.8.4, Section 5.1.1 presdr@common characteristics of the case
organisations, with Section 5.1.2 detailing therahteristics of the occupational groups
and individual participants — the MAs and OMs. Witleach case, the four rSQs
structure the sub-sections of the analysis of thes KBection 5.2) and the OMs (Section
5.3). After a description of the role of the MA atite characteristics of a PMS, the
interactions between the key characteristics aaddle of the MA are examined. Last,

the influential factors of this interaction are jsad and presented.

5.1.1 Common characteristics of the organisations

This section provides detail on the industry sedtomover and number of employees
of participant organisations. As the semi-strudurgerviews were conducted with one
MA and one OM in the same organisation, the compafoymation is only described
once. Large companies are the scope of the panesdttor and size see Section 4.7.3)
with 16 companies participating. Thirteen comparaes of German origin with their
headquarters (HQ) in Germany. Three companies faEumpean origin (France and
Italy) with a respective German subsidiary. To pobthe confidentiality of individuals
and organisations, interviewees are anonymousbBrned to using a lettering system.

The number indicates the organisation and ther¢eitelicate whether the interviewee is
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an MA or an OM. During the case selection prock#ss identified OMs with whom
they had a close working relationship (dce versa and thus the referencing also

reflects a matched pair from an organisation.

5.1.2 The MAs’and OMs’ cases as occupational grosp

This section provides detail on the MAs’ case arisCcase as occupational groups.
Thus, the participants’ gender, age range, focuasctvity, experience and educational
level are described.

The occupational group of MAs consists of thirteesle and three female interviewees
with seven participants aged between 30 and 4(paiticipants aged between 41 and
50 and three older participants. The range of gietsvof the interviewees is multitude —
two participants are chief financial officers (CHQd the German subsidiary, four
participants mainly support sales activities, thpagicipants support a broader scope of
sales activities on divisional level including daloP&L statement, three participants
mainly support the manufacturing and operationsadepent and four participants are
in charge of the broad worldwide scope of managéraecounting for a total division
or BU. The participants are hereafter referredstVél to MA16.

The MAs’ work experience includes the work expecerbefore they joined their
current employer. The MAs’ span of industry expece ranges from approximately 10
to 32 years, the average being 17 years. NineeoMAs have experience solely in the
current company, seven have worked in at leastdifferent companies. In terms of
educational background, the MAs are almost entisglycated to a university level,
only one is trained as an industrial clerk. Elevaeinthe MAs studied business
administration (thereof one after studying politisgiences and four after doing an
industrial clerk training), four MAs studied indust engineering. The interviews
within the case group lasted between 50 minutesladmalr and 57 minutes, the average

was 1 hour and 8 minutes.

The occupational group of OMs consists of fourtewte and two female interviewees
with five participants aged between 30 and 40, s@agticipants aged between 41 and
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50 and four older participants. The range of atéigiof the interviewees is multitude —
one participant is chief commercial officer (CCOf) the German subsidiary, eight
participants are sales or marketing managers, fradeipants are head of operations or
manufacturing and four participants are in charfea U or a total division. The

participants are hereafter referred to as OM1 tal6M

The OMs’ work experience includes the work expareewhich participants had before
they joined their current employer. The OMs’ spanndustry experience ranges from
11 to 33 years, the average being 22 years. Fiteeo©OMs solely have experience in
the current company, eleven of the OMs have workedt least two different

companies. In terms of educational background QNes are almost entirely educated
to a university level, only one started his caragran apprentice. Seven of the OMs
studied business administration, seven studiedneegng (thereof two industrial

engineering) and one studied biology. Two of the-basiness administration trained
OMs decided to do further business administrattadies during their later career. Two
other OMs possess a PhD qualification. The intersigvithin the case group lasted

between 37 minutes and 1 hour and 50minutes, thiege was 1 hour.

5.2 The MAS’ view

5.2.1 Introduction

This section summarises the within-case analysishi® MAs based on the structure of
the four rSQs, starting with the contextual rSQsorder to analyse the main rSQs
afterwards. The role perceptions of the MAs (rS@dljows the structure of the

literature Section 2.2 based on the functions & MA described by Jarvenpaa
(2007) (Section 5.2.2). In addition to the actasti how the activities are performed is
also revealed. The key characteristics of a PM®2)Sfollow the structure of the

literature chapter based on a PMS as a framewesk $ection 2.3.4) and the definition
of Ferreira and Otley (2009) — with its eight caed four pervading or enabling
characteristics (see Figure 2.2). This structut® viith the overall research objective
and the necessary operationalisation of charastsrisf a PMS (Section 5.2.3). The
interaction of the PMS characteristics with theerof the MA (rSQ3) is analysed in

Section 5.2.4 and based on Byrne and Pierce (20@¥}he role episode model (Figure
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3.2). Concept maps are used in addition to theggnnterview data. Section 5.2.5 on
influential factors develops potentially new fings based on Ferreira and Otley’s
(2009) extended PMS framework and on Katz and Kafi®78) role episode model.
All the quotes used in this section are exemplamptes and further details and
examples can be found in AppendixXdf rSQ1, Appendix G for rSQ2, Appendix H for
rSQ3 and Appendix L for rSQ4.

5.2.2 Perceptions on roles of MAs

This section analyses the MAs view on role perce® of MAs and thus deals with
rSQ1. All of the MAs interviewed considered prowigiinformation, analysis of the
business situation and reporting as a common kel td their activity. This is
particularly illustrated by remarks such as:

This means to provide reports, data, informatioth @npresent them in a way that
they provide the maximum content for the people whquire and need them.
(MA3)

Our daily business is mainly reporting. We prowviidga. (MA12)

Thus, reporting and providing information appearsstill be a core activity of the
interviewed MAs. This focus on reporting is alstemesting as the MAs involved in the
study all work closely together with OMs and canipetconsidered part of the corporate
accounting departments (see also Table 4.2) wherarea financial reporting activity
would be expected (Hermanson, Edwards and Ivante®i@l4, p. 6). Due to higher
availability of resources in their accounting depents and due to larger potential
economies of scale, large companies are perceovée among the first to implement
automation. This was not the case at the interuleggmpanies. Interestingly, none of
the MAs talked about shared services for reporgngposes (“finance factory”)
(Arbeitskreis Finanzierung der Schmalenbach-Gesell$ flr Betriebswirtschaft e.V.,
2017, p. 313) or further digitalisation yet (Arlshiteis Finanzierung der Schmalenbach-
Gesellschaft fur Betriebswirtschaft e.V., 2017, pp0—315). Business intelligence (BI)
solutions and SAP S4 Hana were mentioned as fpnajects (MA3, MA1). However,
none of the MAs had an implemented solution yetm&wmf the interviewed MAs
described how projects were just starting to fde ¢hallenge, “[...] tomorrow a tool
company will present us a Bl system solution” (MAB)[...] Then | hope that by 2019
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or perhaps in 2019 for the planning [...] anotherfgrenance process will be available
for an automatised budgeting [...] (with the helgsdf)” (MAL1). However, the majority
of the MAs did not even raise such points, or $idl’e major challenges to overcome
(“everybody talks about big data — | would likehtave big data but | don’t have any”,
MA9). Three out of sixteen MAs consider reportingdgroviding information as their
main task (MA11, MA13, MA15). This is reflected lspmmenting on the “P&L [...]
[where] we work closely together with [financiai@unting” (MA11l) and statements
like “we focus more on the P&L part, the sales stegis in the hands of the head of
sales” (MA1l). MA15 stated that they are “respolesitor the internal and external
accounting” where external means the legal entityiaternal means the departments in
the company. She added that “it is all customissling to the information needs of
the holding company”. All the above is an indicataf thescorekeeping functioaf the
MA described by Jarvenpaa (2007) as detailed ini@e2.2.1 which is — as presented

above — omnipresent among the MAs interviewed.

Planning and forecasting is another common actaaigording to the MAs interviewed.
Forecasting commonly concerns the ongoing year @dsebudgeting can concern only
the following year n+1 (MA4, MA5, MA15), a specifiear in the future (e.g. only the
year n+2 for MA10) or the next year plus severather years (e.g. for all the years
n+15 for MA1l, n+2 for MAG, n+3 for MA8, n+5 for MA9n+5 for MA11, n+3 for
MA12, n+3 for MA13, n+5 for MA14, n+3 for MA16). Thplanning of several years is
referred to as strategic planning (Hermanson, Edsveand Ivancevich, 2014, p.
4) where the number of relevant years depend offiféheycle of the products and the
volatility of the sector. In addition to the scoeelping and planning activities, three
MAs were strongly collaborating with sales departitseto whom they provide
calculations for certain pricing activities. Thispresents th&ier-Augen-Prinzip of
internal controls which can be attributed to thatodling function (Jarvenpaa, 2007).
No additional focus of activities were noted and faocus of activity was restricted to

pure “pricing” issues. This is supported by thédaing comment by MAG:

If we follow these [pricing] conditions, it mear®etfollowing revenue decrease vs.

planning but still € Xm of contribution margin. [..[f higher volumes are

® Literally translated as four-eyes-principle, twommaule or dual control principle. The
implication of two responsible people hinders umsbudubious or even criminal behaviour
(Burger and Schmelter, 2012, p. 145).
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concerned, it [the decision] is not only with thead of sales but goes up to the

CEOQ [...] so that nobody can say: we did not know.

Thus, the above mentioned pricing and internal robmictivities can be aligned to the

controlling functionof the MA (Jarvenpaa, 2007) together with the piag activity.

On the other hand, the majority of the interview#fls describe that their analyses are
of major importance for holistic decision-makingdasteering of the business. This is

further illustrated by the following quotes:

In the past we focused much more on monthly repgind [...] variance analysis.
This has changed. Now we more support the strapeggess based on all the

commercial questions [...]. (MA4)
My main task is to ensure [profitable] growth. (M&1

This typically concerned a limited area like protloic departments or a total business
field like a BU or division. These activities came lsategorised abusiness support

(Jarvenpada, 2007). It is interesting to note thatliusiness support function is mostly
performed in addition to the scorekeeping functiwwhich means that MAs tend to play
multiple roles at varying degrees and that roles t® be rather complementary and not

exclusive (Chang, Ittner and Paz, 2014).

Apart fromwhat activities MAs are performing, the MAs interviewatso notechow
the activities are performed. System-wise, it hasnbmentioned above that future
projects are running in some of the companiesrimdeof data analysis and automation
(MA1, MA3, MA10, MA12, MA13). Another explicity metioned tool for MAS’
current needs was a spreadsheet programme — lited Exas the available systems are
frequently not flexible enough for the reporting;as an Excel interface needed for the
further work with the data. Pivot tables, macro ggeanming and formulas were
explicitly stressed as important spreadsheet agapmics. Behaviour-wise some of the
interviewed MAs also stressed the discussion “omakderms” as an important
character trait. This means to have a discussiggesiing the same hierarchical level
and with equal voices. All of these “hows” can lgilauted to the three roles of the
MA, even if tool issues mostly concern the scorekeg role and the aspect of “on
equal terms” mostly concerns the business supgorbile.
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The focus of the MAs and role combination is a fiorcof the various factors of the
role episode model and further antecedents in\astilgby other researchers (Byrne and
Pierce, 2007; Chang, Ittner and Paz, 2014). Thigdysts thus in line with the existing
literature on MAS’ roles in terms of the dichotoroy roles — the scorekeeping and
business support roles are also found in the stladg. It is also in line with other
literature in terms of the dichotomy not being egloto describe the total activities of
the MA (Friedman and Lyne, 1997; Siegel, 2000; Buand Baldvinsdottir, 2005; Byrne
and Pierce, 2007; Morales and Lambert, 2013). Aaltiatly, it adds to the discourse of
roles being complementary rather than exclusivea(@h Ittner and Paz, 2014). The
data from the MAS’ case suggest that it is possilole the MA to work in a
scorekeeping, a controlling and a business supfporttion simultaneously. As
presented previously above, all of the MAs considlemselves taking the scorekeeping
function, nearly all of the MAs also noted a cofiing function and a majority also
claimed the business support function to be impbitatheir daily work (see Appendix
F). Very few of the MAsappear to be torn between the classical scorekgemin
controlling activities and the business support M3A This was particularly the case
for those who still spend a lot of time on scorgleg activities (MA11l, MA13,
MAL5). Interestingly, some were proactive and ckdihto protect their position despite
automation by focusing on added value and much tmaseness support:

My guys have added value (MA3);

If you take the current daily business from the [MA] there needs to be a new

future perspective. And this is what it is [bussespport] (MA3).

An additional interesting statement analysed actbsstotal group of MAs is that
activities and projects are constantly changindiwegard to certain nuances, or even
whole work processes of the MAs. MAS5 mentions puatiity reporting which has
increased in frequency from a monthly to a dailgorting in organisation 5. MA10

describes more fundamental changes for organisa@on

We had a budget and an ambition each year, budget lyour obligatory target
and ambition being a more ambitious add-on targbe year after, we had a

budget for the next year and an ambition for n+2other year, we erased n+2. The
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year after, we made a 5 year plan in the sensa afraition. [...] Meanwhile we

only have a target (neither budget nor ambitionnfe2. (MA10)

This comment provides an indication that the cutyedescribed activities of the MA
are not stable for many years, but underlie permaalkanges. These changes might
also be one reason for the diverse classificatioroles (Friedman and Lyne, 1997;
Siegel, 2000; Burns and Baldvinsdottir, 2005; Byarel Pierce, 2007; Morales and
Lambert, 2013). Also, such a volatile environmenttime-consuming and does not
permit the MA to take credit for work accomplishédl. these points need to be taken
into account when analysing the roles of the Mera

5.2.3 Perceptions on key characteristics of a PMS

This section operationalises and amends FerregaCdiey’'s (2009) core and enabling
characteristics based on the findings of the MAss&nalysis is necessary to prepare
the answer for rSQ2 (see Section 4.2 for rSQ2 aBddd the answer) and in order to
prepare the answer to the overall research obgctiie interaction of the key
characteristics of a PMS with the role of the MAegsSection 1.2). Table 5.1
summarises core characteristics represented irstigty data of the MAs, a basic

reference to literature and exemplary quotes.
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Literature (Ferreira and Otley, 2009)

Support/Further operationalisation by
MAs

Exemplary quotes MAs

[The company values] are vitality and

- Benchmark only used as internal approa
(MA9); and derived from past within
organisation (MA4)

- No evidence on achievability

_E - Vision: desired_ﬁ_Jture state (Johnson sense of responsibility. [...] We have a
2 _Smgls?gn?rgtg\rln'itgi?]gtoTj‘rzggg)Of - Explicitly mentioned by MA10 company vision that we update every two
2 or anisat-ion in line vslt% vglues / - Mission/vision available through secondgygars. And this vision is not a figure-
_5 ex%ectations of stakeholders data; based target. [...] It is even unrealistic but
'(>£ - General objective: how organisational :tsgilr:/:zr?llrec:gtézrt]érgt. ghgi%:ﬁsrte%lig?&" It
3 values are established / communicated definitiony(MAlo) P
[...] Since three or four years, [the
company is] more explicit in its
& - Truly critical to long term competitive| - KSFs more frequently explicitly stated thgstatements. [...] 10% turnover increase
0 success (Thompson and Strickland, 200i8jon/mission (MA8, MA9, MA10, MA13) | p.a. and 10% EBIT margin. And this ten-
i - KSF are operationalisation of vision |- Supports that KSFs are operationalisatioten was complemented one year later by
N and mission of vision and mission another ten. Turnover, EBIT and R&D
ratio. [...]. [...] And all this helps to make
L a strategy pursuable. (MA8)
c
g - Supports translation of goals from strategyou basically come from strategic
g - Translate strategic goals into operatinto operating goals ) planning [...] then realise in the operative
c‘g goals (Chenhall, 2003) f op—dolwn/bot_tom—éjp ?eneratlon more plannln_g that youharE[J st]||| away_f_roIT the
AR equently mentioned w/ target setting; not| strategic target that [...] was initially set.
'%} Erin%@g?r%éﬁp;gg\zgnisﬂrﬁ::El:tci)ct)tr?m- entioned w/ strategies and plans [...] Can we live with that — means that|
= addert)j vs Otley (1999) - Communication/empowerment (wider |we get one’s act together at the end or|is
5 involvement) especially lived with BSC |the deviation so big that we need to
= (MAB8) readjust somehow. (MAB)
@ We are in charge of the top 50 indicators.
2 They are discussed [...] with the
g o |- Strongly linked back to strategy and pasupports idea of indicators linked back talepartments. And will then be published
S g of implementation (Johnson, Scholes gstrategy inareport. [...] CO2, performance of IT
‘é_ ¢ |Whittington, 2008) - Further operationalisation: discussion |systems, if the elevators run properly [}..],
~ g - Restrain number of key measures in |about right and sufficient KPI linked back cleanliness of the toilets, [...]. This is
2 order to balance impact to strategy, bindingness of KPI (MA8)  |where | see, if | push the cost side too
= hard, what happens on the other side?|It
needs to stay an integrated whole. (MAL1)
And for the strategy process and ongoing
- Target setting mainly with financial management | try to introduce relative
measures with three approaches: targets. This is all about this hoshin kanri
* Budget driven process, 7,11, 15,16) | method. [...] We will fix these figures
* Strategy drivens, 9, 10, 12) [...] and will integrate it into the budget
= . : : * Mixed (1, 4, 13) planning next year. (MA1)
‘g i;’geg)smn. desired vs. feasible (Otey, - Focus on financial measures (MA7); non—Du_ring‘strategi(_: planr_1ing a target matrix is
n = Financial vs non-financial measures financial (MA1, MA8) ) built with five dimensions [.._.]. But we do
‘g - Targets 80-90 percent achievable | Pure top-down process appreciated by fewt break-down the targets in a structured
= (Merchant and Manzoni, 1989) (MA4, MA16) and lived by one (MA4); restway yet. (MA9) ) _
/I: - Benchmarks provide Iégitimacy of processes appear to be more mixed (fifhe top-down expectations, i.e. targets,
) bottom-up and then top-down) are frequently higher than the figures that

diave been consolidated bottom-up. [...]
This does not necessarily mean that we
can reduce our target, [...] but we
highlight at least our risks and opps.
(MA13)

6) Performance evaluation

- Follow up of individual, group or
organisational performance

- Objective, subjective, mixture

- Relative performance evaluation (RH
as alternative approach

Basic distinction:

- Individual performance (-)

- Group performance

- Organisational performance (+)

=> Trend to mutualise performance
evaluation

EDomination of mixture of objective and
subjective performance evaluation

- RPE only future idea of MA1

- Skills management aligned with
performance evaluation (MA6, MA15)

Here you have [what we call] individual
management. Individual management
means a monthly individual meeting with
your boss. So you have a mission for the
year. For this mission you set an ambit
indicator in each position. With a semi-
annual review and yearly review. (MA10)

7) Reward systems

- Recognition, financial reward,
promotion

- Target: align personal goals with
organisation (Hopwood, 1972)

- Basic requirement for impact of rewa|
on performance: skill management
(Bonner and Sprinkle, 2002)

- Group reward based on collective
achievement

I' . L.
Hnternatlonal move, divisional move)

- Financial reward: mixed (shopfloor,
global/local targets)

- Recognition: only MA16 mentions it (he
does not feel it)

- Promotion only discussed by MA14

- In line with literature for alignment

- Group reward not explicitly focused; furtl

We have a bonus payment for the
achievement of this [...] target. This is
how it works. (MA5)

I don't know if the rewarding part is thefe.
| don't feel it. (MA16)
her

aspects: townhall meetings

Table 5.1: Overview table of core PMS charactersfrom an MA’'s view
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In addition to the core characteristics of a PMScdbed in Table 5.1 above, five
enabling characteristics are revealed in the MAsdy data, and are detailed now.
Based on the findings, one of the four enablingrattaristics of Ferreira and Otley
(2009) was amended (see paragraph on informatmvsjland one core characteristic
was switched to enabling characteristics in a medlifvay (see Figure 6.1). Thus, the
core characteristic of organisation structure ig#ggwed to the enabling characteristics
and renamed intorganisational factorsThis characteristic appears to be mentioned by
the MAs more “incidentally” than explicitly. Thissiillustrated by the following

example quote on the organisational factors irctirgext of PMSs:

We need to take out all the brakes and smash thenisation. The organisation
slows us down. The organisation structure wadla tomplicated for a retailer. A
holding company. [...] Many hierarchies. [...] The aubmy of the countries was
very low. [...] And then they said that this orgamisa is all over. [...] We are now
a union of autonomous countries. There is no moldwide board of
management. [...] So each country can take autonordecisions up to €15m.
Play the game. (MA10)

Interestingly, the MAs in this study appear to édasthe organisational factors more as
an enabling characteristic of a PMS than as a famter. This is reflected by the fact
that the organisational factor is either mentiomezidentally or as a circumstance for
the other PMS characteristics. Expressions likamsgational change rather being “a
reaction than a part of the system” (MA4) and tigaaisation being a “brake” (MA10)
support this classification and enlargement. Thevabalso suggests that the view is
rather on the large view of various organisatiofadtors (size, change, products,
technologies — see Section 3.2.5), than solely hen limited view of organisation
structure as proposed by Ferreira and Otley. Tthes,MAs’ study data reveal that
organisational factors are more attributed to theosd level of Ferreira and Otley’s
(2009) framework (i.e. the inner circle in Figur@)@than to the first core level, and that
organisational factors rather replace Ferreira @ttey’'s (2009) characteristic of
organisation structure. This might develop a slightodified framework of a PMS with
modified prioritisations of characteristics in coanigon with the original model
advocated by Ferreira and Otley (2009) (see Seéti®dd and Figure 6.1).
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Another enabling characteristic of a PMS foundhie MAs’ data isinformation flows
(systems and networks) and their efficiefidyis idea of information flows is suggested

by the following quotes:

If something went wrong, we see it based on theatdr. And if it runs fine, we
also see it based on the indicator. Through thy dhiop-floor discussions [...]

employees learn which measures make them advadogtaoh less. (MA5S)

Only what is measured can be improved. This isadrair lean philosophies [...].
And the analysis where the deviations are, whezg dome from and to introduce

[...] corrective measures later. (MA14)

Apart from the MAs working with lean production atehn management methdds
(mainly MA5, MA14 only partly), the information fles represented in the study data
appear to be restrained to simple corrective manage meaning measures to close a
target gap or the simple improvement of a proc@sdy the daily closed loop or feed
forward information flows of lean management on thi@op-floor permitted the
organisation to learn continuously. This is suppbséue to a timely feedback in the
daily meeting and a learning culture which is aecelement of the lean management
system. This split is in line with Ferreira ande&t(2009, p. 273) who describe a simple
feedback or “single loop” process which means aeotive process as information
flows. Alternatively, a feed forward informatiorofy or “double loop” process enables

the organisation to learn.

Tool-wise, ERP systems were standard for the nigjofithe MAs and these systems
are mostly inter-dependent on other processes wduchot concern accounting alone.
However, the use of a more automated MIS with otito use big data analytics
applications and with integrated and flexible piagnmodules or even the integration
of non-financial data, was still not a feature lasven by the following quotes:

A big topic is actually big data. Basically we hae incredible amount of data at
our disposal. And currently | think we do not makeough out of this data. [...]

We have so many reports in our company and thetiqueis if they could not be

" Lean production or lean management (frequently dtdgn”) is a systematic method for
waste minimisation within a manufacturing systertheiit sacrificing productivity (Womack,
Jones and Roos, 1990).
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organised in a smarter way. [...] If it is a systemaaashboard or whatever, where

one can access the most essential data [...]. (MAG)

That [a PMS] is linked directly to the origin oftdd...]. That there are almost no
manual steps to establish a report. [...] Currently & lot of manual Excel, a lot of

copy-paste [...]. Not a very satisfying and qualifyiork. (MA11)

Such an automated information system, as an emgldlisystem, is claimed by many of
the MAs, but is not yet in place in any of the mtewed organisations. As discussed in
Section 5.2.2 some of the interviewed MAs descripegjects that have just started to
face this challenge, “[...] tomorrow a software cdtisg company will present us a Bl

system solution” (MA3) or “[...] Then | hope that 2019 or perhaps in 2019 for the
planning [...] another performance process will beailable for an automatised

budgeting [...] (with the help of SAP S4)” (MA1). halso means that the integration
of non-financial data or the integration of a mgkebal PMS into an automated system
appear to only be a second step or not even a tsodgar. This will also depend on the
potential options to convert the total PMS to anomated IT system. The lean
management system key performance indicators (KPB3$ used in organisation 5 —
might, for example, turn partially into an IT systéut only after a total implementation
of digitisation of the production areas (Industr@)4 With regard to the information

structure of such an automated IT system, the reouants appear to be derived from

the good availability and presentation of data:

I have had the experience that it is less an isfaentent than of presentation. The
requirements are not to have static information arye but more interactivity,

more flexibility in data analysis and data reporfhis is actually the issue:

dashboards, to know immediately where | am [...] alidhe KPIs at a glance,

with a traffic light logic. (MA3)

Based on the quote above and further findings, aadbrinformation scope, timely

availability on demand, different aggregation antkraction levels, as well as total
availability of details and a good orientation @hgh graphics for example) appear to
be the most important criteria for information flewl'hese criteria are in line with the
general criteria selection in literature (Amigob978; Chenhall and Morris, 1986) even

if the literature of the 1970s and 1980s could yeitimagine technical possibilities 40
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years later. This claim for efficiency of data mgement is illustrated by the following

example:

Such an [MIS] needs to show a certain efficienlig tmeans that cost and benefit
need to be balanced. It needs to be as efficiedtsamart and automatised as
possible. (MA11)

This leads to a potentially new operationalisattbra sub-characteristic of information
flows, which is information efficiency. This meathst the generation of PMS data does
not constitute an end in itself but is a meansnt@rd. Through an efficient generation
of data with easy access, the credibility and nadibn to work with the PMS can be

increased as shown by the following quote:

And then of course the topic of digitisation [...JatH can create the transparency
with the least personnel effort. And that | autas&ato the maximum. And that |
put all my resources [...] in data analysis and nateporting or data preparation.
(MA14)

New access to data analysis or artificial intelige is expected to increase the
efficiency even further. As these technologies had been widely available when
Ferreira and Otley published their extended framr&viro 2009, this issue was not yet
mentioned and needs to be added from a current pbunew. It could be expected that
this characteristic will gain in importance in tbeming years, due to further technical
progress and developments that cannot even benedhgpday. Due to the importance
of the topic, Ferreira and Otley's (2009) charaster of information flows, systems

and networks is tentatively renamed to informaftlows and their efficiency.

Another activity to enable information flows, areeetings or regularly organised

discussions. This is illustrated by the followingptes:

We are having reviews approximately three to fames a year. [...] With the big

markets [...] you are in close contact anyhow afpan the reviews. (MAG)

We have monthly review meetings, where [HQ] pasates partly where figures

are discussed, presented and explained. (MA13)

Formal or informal meetings constitute informatinatworks which are part of the

information system. Even if not explicitly menti@hén the literature, they can be

149



considered an integral component of the enablingradieristics. Also informal
networks of individuals are an integral part ofiaformation system. They are more
loosely coupled to the rest of the PMS and addrimébion about further aspects of
management control which do not need procedurahdbsation, like for example

office planning, knowledge about interfaces etc.:

We have this [...] global leadership programme. [...hene you basically
exchange. [...] It is expected that you exchange adapt other points of view.
[...] The teams are deliberately mixed from differdapartments [...]. And to say:

perhaps | can integrate best practice ideas inwmywork. (MAG)

We have monthly [...] management team meetings wheralo not necessarily
talk about performance. [...] We talk about open {@ss$, [...] recruitment, [...]
salary increase [of employees]. We talk about thitige if the office is well
equipped, [...] where we can go on our next compariing. We discuss how our
employees can better connect to the targets. [..t]Jmk® it is one of the most

important [panels]. (MA13)

Consequently, informal networks are also an immrfactor of information systems for
some of the MAs in line with the literature (Fereeand Otley, 2009, p. 274).

Another enabling characteristic is tRMSs usk Even if use is as diverse as the PMS
designs or frameworks used among the MAs of thdystihe use can be clustered into
more stable formal systems of measurement andnote learning-oriented and future-

oriented systems. The formal use is illustratetbbswing:

This big cockpit chart we call it is really highgommitted. There is really not
much which is so rarely challenged here. The corrocess below is more
ambiguous. (MA1)

The more learning-oriented or future-oriented gsepresented by the following quote:

There is no real structure. [Only] a vision whishupdated every two years. [...]
And a vision is not a figure-based target. [...pTHest changes. This is the only
constant and overall definition. [...] We have mouwtoaomy to decide and to take
risks. (MA10)

8 Denomination PMSs use has been used in the orifeakira and Otley (2009) framework
and is maintained in this study.
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However, there is also a mixed example using formethanisms as well as learning

orientation:

We have different elements how we structure ounrpleg cycles [...] short-, mid-
and long-term. [...] And this is what we finally liel in the last years. [...] And
this [...] consistency is an essential element [...] ingplement continuous

improvement and measure performance. And this Wvauld call system. (MA4)

This split of formal use and learning-oriented es@ be understood in the terms of
Simons’ LOC framework (1995) as diagnostic use iatetactive use. The study data of
the MAs thus operationalise the concept of usepraeg to Simons (1995). The
concept of relational and transactional use by @peat and Laughlin (2006) is
considered less suitable for this study as it gres absolute ideal types whereas the
study data represent further points along the nootn. The study examples above
suggest that even the diagnostic and interactigecas come as a mixed use and not

only in pure variants.

A further enabling characteristic of a PMSHMSs chandewith its antecedents and
consequences. This is illustrated in the study détthe MAs by, for example, the

following quote:

And growth was not stable — growth was even dirhing. [...] And the
profitability was stable or also diminishing. [...JKOwvhat to do? We need to take
out all the brakes and we need to destroy our asgaon. [...] Our DNA is chaos
management. [...] Just imagine what happened. 3,6(fogyees were working in
this organisation and you say: organisation desticy does not exist any more.
[...] [The vision and mission] is the only thing thédes not move. All the rest can
disappear from one day to the other. (MA10)

The above is an example where weak economic figem&zsl fundamental strategic and
organisational change which ripples across the P08y the vision remains a stable
overarching element, all the other characterigiicthhe PMS are subject to continuous
change. This example is the most extreme exampigepted by the data of the MAs.
There are also more technology-based changes wdnigat an efficient system as one

single source of truth as illustrated by the folilegvquote:

° Denomination PMSs change has been used in the nakigFerreira and Otley
(2009) framework and is maintained in this study.
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We are just about to develop such a system. Welag\wse we call it MIS, a
dashboard system where we can break down KPIstfsprievel to bottom level so
that the head of division can see right away winerstands with all his functions

and where the department head can also see higmepafigures [...]. (MA3)

The following quote illustrates continuous ratheart fundamental changes with regard

to the elements of the current PMS:

The BSC was introduced [in our company] in the ye&000s [...]. It regularly

undergoes such [...] cycles: we do a little bit eygush a little bit more. Then we
have more complexity. We are a technology-oriesttpany. This means that the
researcher DNA lives in all of us. We want to beyverecise. And then we realise
that it is too much and that it is no longer marsdde. And then we try with less

details and we realise at the end that we simpdg e reanimate a bit. (MA8)

Thus, the study data of the MAs represent differenels of change of a PMS.
Antecedents range from new organisational strusiute more self-service-based
information needs, to continuous improvement of BMS. The consequences range
from the focus on a very global vision, to a gafretiiciency of the MA, to a more
continuous involvement of the MA. Consequently,irik lto management accounting
change can be found in the study data as suggesgtib@ literature (Burns and Scapens,
2000; Burns and Vaivio, 2001; Scapens and Jaza3@0i3). The potential incoherence
among the characteristics of a PMS due to a lathefrate of change (Ferreira and
Otley, 2009, p. 275) could have become visiblergaaisation 10 where the change was
radical and the organisation ceased to be (see @idlA10 on p.151). However, the
focus of organisation 10 on the top level visiontleé PMS by leaving all elements
below more flexible, mitigated a potential lag bétrate of change of the further PMS
elements. Overall, the study data foster a moretiseachange of the PMS based on the

examples given above.

The last of the enabling characteristicstiength and coherenad the elements of the

PMS. This means that the system or framework ial,tid greater than the sum of its
parts. The following quote by one MA provides amli@ation of various levels of

coherence:

The problem is: what do you want with a single bass case? The transparency is

not helpful if you do not understand the total iriga..] And now we are about to
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convert the business case to the business plan. tAandheck the actual
performance: what happens after SOP [start of mtimh]j with your business
cases? [...] And now we see that the formerly pasitusiness cases are now

negative in the real world. And this is restruatgrphase two. (MA7)

As further quotes also suggest (see Appendix G}jcp&arly organisations 5 and 8
appear to show a special coherence. OrganisatwithSregard to the coherence of the
lean system within the production area and org#éois& with regard to the use of the
BSC throughout the company. Even if Ferreira (20§tajes that control failures can
happen if there is no fitting of the single partsdahat mismatches can be created,
organisation 1 and 10 for example explicitly livenatching top-level PMS with more
individual freedom for the line managers below. dite¢ically, mismatches could be
created as elements for the line managers are nedefined but are based on their
discretionary power. This concept could be dudéosectors of activity of the company
where MAL stresses that they “have the problem [iaty] have a zoo of business
areas” and where MA10 stresses that they “needki® fisks” and that they “have full

autonomy to sign everything up to €15m”.

In addition, the study data of the MAs show tharéhis only one organisation which
appears to manage the BSC as a global steeringpagbprand as a real system
throughout the organisation. Further systems, tlieelean production system, can only
be found within one functional area, which is ire tanderlying case the production
department — even if initiatives were mentionedspoead the idea to other functions
(organisation 14). This supports Otley (1980) wlooinfd that PMSs tended to be
composed of sets of loosely coupled elements amed thes rather called packages than
control systems (Ferreira and Otley, 2009, p. 2Z6pking at the whole study data of
the MAs, both aspects of systems (MA1, MA5, MA8, MA and packages (remaining
MAS) can be found, packages being the more freqapptoach. The reasons for these
different approaches might lie in the organisatiofators and further contingent
characteristics (i.e. culture, context, attribudéthe person, interpersonal factors) of the
PMS (see Section 6.3.1), an important componenigbthe discipline (OM4) of the
organisation with its individuals (see Sections%&nd 6.3.2). Based on this PMS and
package distinction, this study supports Cooperakel and Robson (2018), who

rather define different levels of interdependentéhe PMS concepts than just talking
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about packages. A structure of interdependencdslaan also be supported by this

study and will be defined in more detail in Sectt®8.2.

To conclude on enabling characteristics, the stddia of the MAs contain two
complementary characteristics which cannot be batted to one of the previous

characteristics: thattributes of a persoandinterpersonal factors

And this cockpit that we discussed in the very beiig is a 100% committed
[...]. All the rest is less structured. [...] Where thmiman factor and the

collaboration factor are apportioned to. (MA1)

These characteristics are only explicitly mentiobgdne of the MAs, possibly as they
are not part of the key characteristics which &ee dore and enabling characteristics,
but more a contingent factor. Even if not partidylaupported by different MAs, these
two factors should be integrated into the outesleiof the PMS framework. This outer
circle, however, is not further focused for thiQ&of the key characteristics of a PMS
but rather for the influential factors of rSQ4 (seainly Section 6.5). This is also in line
with Ferreira and Otley’s (2009) key scope of tidSPand their view on the outer

circle of contingent variables.

5.2.4 Interaction of the key characteristics of a S with the role of the MA

Before looking at the interactions, a focus is give the PMS characteristics as a
surrounding condition. According to Katz and Kahi®78), organisational factors,

attributes of the person and interpersonal facéwes all surrounding conditions and

contextual factors of the role episode. For thisdgt attributes of the person and
interpersonal factors are rather contextual ouatitial factors than part of the core role
episode process and will be detailed in Sectio@s55and 5.3.5 together with other
influential factors. Organisational factors, howevare part of the enabling PMS

characteristics as detailed in 5.2.3 and will biited in 5.3.3. Thus, they are part of the
interaction investigated for rSQ1. Organisatioradtérs — as will be shown — can be
considered an antecedent of the role of the foeedgm, here MA (see Section 3.2.5).
This is also in line with Byrne and Pierce (200Howdentify a PMS as an antecedent

of the role of the MA. However, they identify a PMS one of the antecedents among
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others and the further details of the interactiom laft open. Characteristics of a PMS

are not further detailed here (see Section 5.2a8)er a PMS is considered as a whole.

The MAs view on the interaction of key charactgas of a PMS (see Section 5.2.3)
with the role of the MA (see Section 5.2.2) is nawmalysed. Katz and Kahn’'s
(1978) role episode model (see Section 3.2.5)esl tis derive an updated role episode
model. Thus, findings are placed on the updateel @pisode model with a discussion
following in Section 6.4. The updated model issthated in Figure 5.1 and is described
in more detail below. Before going into further alk, it is important to translate the
theoretical role episode model (see Section 3.2FEgdre 3.2) into the underlying
findings of the study data. Thus, the focal persommesponds to the MA and the role
senders correspond to the OM (the counter-panvieteee). The following paragraphs
focus on the process of how these parameters ohtigcan an MA's point of view. An
additional analysis of which characteristic of PMfight generate which role of the
MA, together with reference to literature and dssian, will be presented in the cross-

case analysis in Section 6.4. Further exemplaryegucan be found in Appendix H.
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Figure 5.1: Updated role episode model (Katz anthiKal978)
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The following paragraphs detail arrows 1-3 of Fegbrl based on the view of the MA.
This means that certain parts are evaluated fridmrdparty view i.e. arrows 1b and 3a.
Despite claims of MA10 that his job “is to accomparhaos [and that] there are no
well-defined interactions”, a certain basic modmh de identified across the study data
as illustrated in Figure 5.1. Arrows 1la, 2a andcBarespond to the classical core

concepts of the role episode (Katz and Kahn, 1978).

Firstly, the core role episode starts when OM hasle@expectation and sends a role to
the MA, who receives it and translates it into rbhaviour (arrow 1a). According to
some of the MAs, this process might concern issués regard to target setting or
target break-down (MA5), to PMS design or PMS immatation (MA9), to KPlIs
(MA3), to strategy (MA12) or to exchange on comnmralecisions (MA11,12).
Interestingly, the examples given concern primagkpectations about the controlling
and business support function and less the scqueilgeéunction. Just focussing on the

process, this is illustrated from an MA's pointvidw in the following quote:

Well generally our sales department is also vemoth and they think about so
many things how to gain money [...]. And we are [.hén aligning the people and
define clear processes which structure the whatepamy. [...] Well what | wanted

to describe is that in my view the MA is the oneowik responsible for such a
PMS. Who places and edits the requirements of theagement, of the OM.

(MA11)

Appendix H gives more detailed exemplary quotesdestriptions, talking for example
about “conveying objectives” (MA5) or “mutual exclge” (MA12) which are
expectations going beyond the scorekeeping actfitiie MA.

Parallelly or alternatively at any stage later lne role episode, the OM may directly
influence the characteristics of the PMS (arrow dibjeedback to the PMS. This input
into the PMS may directly concern different chagastics as target setting, reward

systems or general requirements. This input isithated by the following quote:

And then feedback is necessary from the OM to dinget system in order to stay

realistic. Otherwise we end up with fairy tales A
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Secondly, the MA could give feedback to the OM loe dne hand (arrow 2a), and to the
characteristics of the PMS on the other hand (ar2byv Arrows 2a and 2b can run
parallel, in a sequence or as alternatives. Thebfeek of the MA to the OM (arrow 2a)
can be activities directly referring to the rolebmyond. The feedback includes strategy
and ongoing management, measures and efficiendyatim, requests with regard to
the development of reporting KPIs, result discusstiscussion of measures for target
achievement, coordination of operative planning €kgs is illustrated by the following

quote:

If we are not on budget for a key account, thedfrg to check with the sales
director how we can get back on track. So how camy@nerate additional volumes

if volumes are missindMA13)

The following quotes illustrate the direct feedbatkhe MA into the PMS (arrow 2b).
This feedback may concern both core and enabliagackeristics. First, the feedback to
core characteristics concerns e.g. key performareasures, target setting, performance
evaluation and strategies and plans:

We were discussing that the MA is very importamnt tfte topic target definition:
what exactly do you want to achieve with it? Whatwd be the right indicator?
What is calculable, what not? [...] He would do ttedcalation [...] And in the

sense of control, what are the measures that wecde((MAS8)

So this concerns the more long-term-oriented fir@rgoals that we support here
from finance together with HQ and where we delitrex input to fix the strategy
[...]- (MA13)

The feedback into the enabling characteristics.gs BRMSs change and information

flows and their efficiency is detailed in the follimg:

This is what | would consider an ideal or a visjar]: [the MA] indicates the need
for change. (MA4)

And if you do not communicate that constantly arydtd change it in the heads:
this switch, that euros pay our salary and not dagen[...]. By discussing it in
reviews [...] you can show the people [...] what is enamportant for the

organisation. (MA13)
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Before looking at the next steps, the impact ofaargational factors needs to be
investigated. Based on the relevant interview détidne MAs, potential reorganisation

of the structure, age of the organisation, econiiation, variety of sectors, strength
of hierarchies and alignment of steering structité reporting structure determine the
main organisational factors. Particularly the fastof age of the organisation and strong

hierarchies are illustrated by the following quotes

It is a little difficult because you intervene irs@ucture which is 40 years old [...].
(MA12)

But we were not capable yet as we were so spliteendverybody had his small
empire [...]. (MA15)

Thus, organisational factors have an overall impacthe updated role episode model
and are thus part of the influential factors asated in Figure 5.1 and further explained
in Section 5.2.5.

Thirdly, the characteristics of the PMS may on rth@art have influence on the OM
(arrow 3a). Both core and enabling characteristitshe PMS can be a source of
interaction. First, the following quotes illustratere characteristics as reward systems,

target setting and performance evaluation as asafrinteraction:

The problem was that sales focused too much onmesu And this meant that
there was zero result responsibility of the sakysadtment. [...] Currently sales is
more involved in result responsibility through théystem and we feel an
improvement because they are directly measured wwithntives based on the
result of this system. (MA2)

And when it comes to deduce operative issues ftosnRMS [...] then | consider
it as a task of [...] the OM to break them down aioang level. (MA9)

The findings also illustrate enabling charactaeststias a source of interaction.
Particularly strength and coherence, informatioow and PMSs change were

mentioned by the MAs. This is represented by tievong quote:

If something went wrong we see it based on thecatdr. And if something was

good we also see it based on the indicator. Anautiin the daily scheduled shop-
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floor discussions [...] the employees learn [...] ethineasure makes them advance

[...] and which are not so efficient. (MA5)

Alternatively, parallel or in sequence, the chagstics of the PMS may directly
impact on the role of the MA (arrow 3b). Again bathre and enabling characteristics of
the PMS can be a source of interaction. The folhgwexample illustrates the core
characteristics where performance evaluation,egjres and plans and key performance

measures can be a source of interaction:

So for me, if this here [the manual reporting] mitted, the MA has much more
time to use the MIS and to check: are we on tr&xé&s the strategy fit? Where do

we need to assess [...] measures? (MA3)

On the other hand, the findings of the MA alsoslhate enabling characteristics of a
PMS as a source of interaction. This might conageformation flows, organisational
factors or strength and coherence of the PMS wikiglartly illustrated by the following

examples:

It changed in terms of steering the business maeradionally with a set of
available organisation and meetings [...] where theidMrepresented. [...] Before
the MA was the killjoy because he criticised budgmtbecause he did not approve
investments because of payback periods etc. We haweich stronger outcome

orientation now. (MA4)

Today | strongly work on the topic big data e.gu¥mow: we generate 20% of our
business online. There is a lot of data to analysdso work a lot with logistics.
(MA10)

The above mainly describes the first round of thle episode. The role episode runs in
circles and classically takes some time to be g¥feon the MA as a focal person. Also,
the acceptance of the PMS in the iterating rolesae may take some time. This overall

process is shown by the following quotes:

It was not a process which happened over nighitbhabk some time. It actually
took a few years until the sales colleagues inteseh it [the result orientation].
(MA2)
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At the beginning we were not highly welcome becauseslightly stepped on the
toes of the people [...]. [...] After a few monthscitanged. They suddenly asked

for reasons why we had to cancel a meeting [...]. {2A

The order of the above described arrows is theraflthe classical role episode la, 2a
and 3a with the described add-ons or alternatikisrnatively, the order can change
and may for example also start with an impetus ogniiom the MA. The majority of
the modifications suggested by the MAs are withrible episode starting at 2b. Also,
the further overall order may slightly change. Thehanges are illustrated by the
following quotes by way of example:

What directly comes to my mind is the [...] manuadbtablished [...] comparison:
result of a customer order or customer project wébard to a long-term goal
direction. [...] And since we have this closed systand since we discuss it
regularly there is a new bindingness in this topic]. And this was an internal
impetus. We did of course not manage to introdaicavérnight. [...] With this

decision | know the impact for my future. (MA4) [2B a starting point]

Now there are two cases: either it is within thérge conditions or it is out of
range. Within the conditions it runs through, thigans within target price [...].
Then there is no interaction with me but the intBoa is with the system. The
interaction with me starts if the target pricebglpw planning ...]. Then there is a

request. (MAG) [starting with 1b and following widla, then taking up 1a etc.]

There were also three MAs who consider the roleagfg 1a, 2a and 3a between OM
and MA as basic interaction. According to theirwjighe PMS characteristics are the
result of this interaction or give the frame ofeirgiction. This is supported by the design
and description of the respective concept maps. fohewing quotes illustrate this

view:

We as an MA [...] are part of the target definitiamdeoperative support [...] and
are in permanent exchange with the OM. [And the H8S$he permanent status
exchange. (MA2)

This would be my picture. [...] In the middle | hatree characteristics of a PMS
where everybody agreed on [...]. And then OM and Mduad. [...] This is the
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specification [PMS] and they [OM, MA] buzz arourtdst specification [...]. [...]
And for the daily exchange it is an exchange oraktgrms. (MA7)

The sales target is given, the strategy is givenu jist have to make it happen.
[...] You will do this [work] where these two [OM, MAare involved. [...] They
are peers. (MA16)

Interestingly, the concept maps developed at tliecérthe interview permitted further
analysis on parts of the three described intenastiabove which were only partly
mentioned during the interviews. From an MAs poaiftview, the impact of further
stakeholders (e.g. HQ, the board of management |Bohé CFO, the supervisory
board® etc.) is revealed as an additional influentiatdadased on the concept maps.
These stakeholders are basically considered asaddirole senders and thus situated
parallel to the OM. Figure 5.2 portrays an inteigratof stakeholders into the updated
role episode model.
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Figure 5.2: Updated role episode model (Katz anchiKal978) complemented by
stakeholders

In some countries — including Germany — the superyi board is a group of people who
meet regularly to approve the decisions of the @yjs board of directors. The supervisory
board for example reviews the company’s finandatesnents (Cambridge University Press,
2011).
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When re-analysing the interviews based on Figuge ib.was concluded that support
can be found for the majority of the arrows wherplieitly looking for it in the

interview data. This is illustrated by the followiguotes:

And the targets per country are written down is thidget letter and sent to us [by
HQ]. [...] These budget figures will first of all &e on my desk [...] and we will
respectively distribute them to the management feainAnd this is more or less

the top-down approach. (MA13) — 1a

| start at the top with governance. Supervisoryrth@ad BoM. [...] We could also
add investors. [...] The task of the BoM is to adesit [the PMS] as a whole. And
then to translate it into the strategy process [Thie BoM does it in circles with
their OMs by informing themselves “what do you thiabout it?” “how does it
work?” (MAl) - 1a

This means that the MA is the one to discuss tf@rnmation of the PMS with the
management [BoM] and who gives recommendations &sthe management
[BoM], based on the information of the PMS. (MA92a

The quotes above mainly explain the BoM, HQ, theesusory board and investors as

further stakeholders intervening in the updated episode model.

Based on the case study findings of the MAs, OM famtther stakeholders interact on
different topics with regard to their expectatiowards the MA which is symbolised by
the double arrow between OM and further stakeheldéris interaction requires further

research as findings in this study are scarce laursdrated by the following quotes:

| start at the top with governance. Supervisoryrtd@and BoM. [...] We could also
add investors. [...] The task of the BoM is to ddesit as a whole. [...] He does it
in circles with their OMs by informing themselvestfat do you think about it?”
“how does it work?” (MA1)

I will call this BoM and division. And the charadtgics are more or less given in
collaboration with the OM [...]. (MA15)
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5.2.5 Influential factors of interaction

This section refers to rSQ4 and presents the fgediof the influential factors on the

interaction of the PMS characteristics with thesrof the MA as revealed based on the
MAs’ data. Previous sections dealt with the otHf&@s (Sections 5.2.2 to 5.2.4) and
suggested influential factors which are summares®ticomplemented here. The factors
are contextual factors, culture (Ferreira and Otli2909), organisational factors,

interpersonal factors and attributes of the pe(&@tz and Kahn, 1978). Organisational
factors being part of the enabling PMS characiesisivere primarily dealt with in

Section 5.2.3. Only potentially new operationalmat are noted here. In addition,
further novel influential factors or dimensionssarg from the interview data which are
described in this section are then further disalisseSection 6.5. Further exemplary

qguotes are illustrated in Appendix L.

Ferreira and Otley's (2009) PMS framework suggests contingent factors or
influencing factors, culture and context (see Fegw.2). When looking at their
framework and the influential factors, these aspect the third level of the extended
PMS framework still merit further analysis and ad@malisation. This is due to the fact
that Ferreira and Otley (2009, p. 277) intentionddiit them unexplored because they
claim that they focused their framework on a dggiste mechanism not focusing on the
relationship with external circumstances. Basedhennterview data, culture refers not
only to national culture but also to organisatiooalture. According to the MAs, the
following aspects of culture influence the interactof the characteristics of a PMS
with the role of the MA — the attitude towards wakd responsibility of employees,
interdisciplinary thinking or spirit (see quote &A1l below), the acceptance of
transparency by the OM, living a discussion cult{gee quote of MA7 below) and the
values of an organisation. This is illustrated hg following exemplary quotes talking

about the need for interdisciplinarity and transpay:

And it is very important for us to collaborate a&swrganisations. [...] We live in

very strong bubbles or boxes. (MA1)

That everybody knows how it actually interacts.] [So with transparency you
manage to enhance the discussion culture. [...] Foitns mainly this functional
view, the own interest from the function, why iashes. As already mentioned we

try to [...] connect the business case and businessview [...]. (MA7)
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Context as the second influential factor is desttitby the MAs as including
internationalisation, economic situation of the gamy, impact of digitalisation or new
technologies, legal requirements and sector oviacor business model. The economic
situation as well as the sector of activity areliexty mentioned as follows:

It also depends on the success of the company.ahmoer company has been

successful for the last 10, 15 years. (MA2)

It's a very complex market that we have and algodisiness model. (MA11)

Indications for the surrounding factors of the refgsode model (Katz and Kahn, 1978)
can also be found in the study, i.e. attributethefperson, interpersonal factors and an
additional aspect of organisational factors. Thkigllustrated by several findings and
further fosters the use of the updated role episoodel (see Figure 5.1) in this context.
According to the MASs’ data, attributes of the persmomprise experience, maturity,
standing, personality, mindset, qualification, mation, stress resistance, non-
embarrassment, curiosity and openness. Personaléyperience are illustrated by the

following quotes:

These guys were really stupid. [...] The only thihgyt knew was Excel. [...] This
was their right to exist. (MA1)

You will never be the same MA at 20 compared witHykars]. (MA3)

Based on the MAS’ interview data, interpersonatdesscomprise mutual understanding
and acceptance, mutual confidence and a discussibare on equal terms. Mutual

understanding and acceptance are illuminated biotlmeving quote:

We currently still have major challenges to overeofven if we understand each

other very well on an interpersonal level. (MA14)

A further aspect of influential organisational fast revealed from the data is resources.
Based on the MASs’ data, this factor mainly coveusn resources, time resources (i.e.
prioritisation), information resources (includin@ bystems) and implicitly, monetary

resources. The following exemplary quotes illugttiie significance of this aspect:

Then we lack in resources, with regard to infororags well as time. (MA13)
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There is a gap in relation to the information tisadlso available. (MA16)

Based on the organisational factor of resourcefyrther dimension of influential
factors arises from the MAS’ interview data — amalding or blocking impact on
interaction. Four enabling factors are identifieahi the data. First, a substantial gap is
considered as one important influential factor. Tfag can concern tools or concepts
modelling the future of an organisation. This gdpappropriate tools for simulation
planning and decision-orientation is consideredntérest for the organisation where
the MA can take initiative and come up with newaislérole-making — see Section 3.2).
This gap and initiative of the MA to fill the gapan be considered a starting point and
influential factor for the interaction of the PM8aracteristics with the role of the MA.

This is illustrated by the following quotes:

Where | have liberties is with regard to the futdreere are no really good systems

[...]- And this is where the creative leeway is A4)

We developed models in Excel where you simulatédiwita cost centre group
where you have for example five electricians torefja.] and where we discussed
this result with the other departments in the cxnté the operative and strategic
planning. Who [...] needs such a qualification peofnd who could take them
over, so what would be the career destination? iShighat we actually started very

early and it developed over time. (MA14)

A second gap concerned a process-related gap afrgfamisation which is considered
relevant by the OM. Based on this revealed gap,Mieinitiates the role-making
process and thus influences the PMS characterigtatsinfluence back on the role of

the MA. This process is reflected by the followmngptes:

A MA is always a driver if there are major gapseftthe MA must be a driver.
(MA13)

I mean they [OMs] saw a value. | mean this is wtey bwiilt that thing for them.
And we [MAs] also saw the value of the informati¢MA16)

Further enabling factors of role-making of the MAdathe interaction of the PMS

characteristics with the role of the MA are timiagpects of the PMS. This concerns
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both the timing of the implementation of the PM8d dhe timing of the use. Both are
important to enable role-making of the MA as atstdirthe interaction. The timing of

the implementation is illustrated by the followiggote:

Timing is also important. It is the main point thi&id is harrowed and ploughed.

Then you can do everything. (MA1)

A further enabling factor for role-making of the M#&the aspect of engagement of third
parties. Involving the OMs in particular makes theupport the shaping of the PMS
and increases acceptance. This leads to a higleeconsensus in the interaction of the
PMS characteristics with the role of the MA. Thisgagement is represented by the
following quote:

| also involved people around me that somehow reedlde information etc. We

made like a bigger case of this. So of course weeased the acceptance. (MA16)

The last enabling influential factor of role-makingvealed by the MAs’ data is the
inner motivation of the MA combined with future jgderspectives considered by the
MA. According to the MAs’ data, the inner motivatiof the MA positively shapes the
role and thus enables role consensus and leadsetadtion. This is illustrated by the

following quote:

And for me, if this step is cancelled [manual reéjng], the MA has much more
time to use the MIS and to check: are we on tricthe strategy fine, where do we
need measures [...]? If you take away the currentatipe activity of the MA...]

he needs to have a future perspective. And thida it is. (MA3)

On the other hand, there are also blocking factbreole-making — thus basing the

interaction of the characteristics of a PMS with thle of the MA on the basis of role

conflict. This is the case for the influential facof lack of resources, which can be due
to lacking or contradictory prioritisations or ackeoffice reduction. This is represented
by the quotes below:

We don't have much time to think strategically hesmathere are so many [...]

diverse operative tasks. (MA2)

We will work on a shared service idea [...] to haverencapacity [...]. (MA12)
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This lack of resources can also refer to a ladkfoirmation or resources for IT systems

as explained in the following quotes:
Then we lack in resources, with regard to infororatis well as time. (MA13)

There is a gap in relation to the information dlsat is available [meaning: there is

a gap with regard to the availability of informatjo(MA16)

A further influential factor blocking role-makingnd thus basing the interaction of the
characteristics of a PMS with the role of the MAikigh division of labour. The mutual
dependencies of departments and the high divididebour can lead to “box thinking”
and role conflict. It prevents from thinking morelgally or from having the liberties of
implementing quick and easily helpful PMS aspettss factor is represented by the
following quote:

The issue is that | am not all alone. [...] But othere dependent on me and |
depend on them. (MAB)

All these factors together with the enabling andcking dimensions are considered
influential factors from an MAs point of view. Theext section summarises the OM’s

view on the four rSQs.

5.3 The OMS’ view

5.3.1 Introduction

This section summarises the within-case analysishi® case of the OMs based on the
structure of the four rSQs. The structure is id=ttio within-case analysis for the MAs
(see Section 5.2.1). Again, all the quotes giverthia section are merely exemplary
qguotes and further examples can be found in AppeRdior rSQ1, Appendix G for
rSQ2, Appendix H for rSQ3 and Appendix L for rSQ4.

5.3.2 Perceptions on roles of MAs

This section analyses the findings with regardSQ1 and based on the OMs’ view.
Before looking at the findings of the OMs, it neg¢dde stressed that there is little non-

accounting literature on the roles or activitiestlod MA. However, several studies in
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accounting literature on roles of the MA include MAand OMs’ views (Byrne and
Pierce, 2007; Goretzki, 2012; Lambert and Spondii2P Analysing this accounting
literature, OMs’ views appear to be an indistingaisle part of the existing accounting
research. Thus, a discussion of the findings espeby OMs is possible in the light of

the indistinguishable views of both groups in theaunting literature.

Similarly to the MAs’ view, the OMs’ view is analgd based on the activities following
Jarvenpada (2007) and based on “how” the activiies performed. In line with the
MAs, all of the OMs involved consider providing @amfmation and reporting as a
common key task of the MAs activity. Interestingtphree OMs explicitly regret the
high reporting share of their management accourde@gartments and would appreciate
a decrease of top-level reporting in favour of mactive steering and supporting

activities. OM15 explicitly states

[...] that this [management accounting activity] isn@ reporting than controlling
or support of the operative [departments]] [This is due to HQ. I think that we

use 80% of our time just to report figures to trexdrchy.
According to OM13,

[...] management accounting tasks are rather regpdiiented [...] [and] mainly

tasks from ltaly [i.e. HQ] are processed here.

OM11 describes how the management accounting aeeartmainly prepares “reports
for the shareholders and the BoM” and that the ntepare not sufficiently detailed in
order for a country manager to steer the businéssn a global OM’s perspective,
reporting and providing information represents #fterekeeping functionf the MA

described by Jarvenpéaa (2007) and thus supportsaithe of “scorekeeping” literature

from an OM’s point of view.

According to some of the OMs interviewed, anotlativety is planning and forecasting

as the following quote illustrates:

One big field [of activity of the MA] is planning...] Operative planning, budget
planning and strategic planning. For the budgetrpltay we coordinate very
closely. What are the assumptions? [...] | see mysdlie same boat as Ms MA9.
(OM9)
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Some other OMs mention planning implicitly, talkiagout targets or variance analysis,
while some do not even mention planning at all. @ufing quotes can be found in
Appendix F with OM12 and OM15. Regarding the “imt&rcontrol” activity for pricing
issues OM2, 6 and 9 accept the approval procesBrouit partially too slow and too
bureaucratic (OM9). In order to gain efficiency asgeed, systems have been
introduced in order to make the process more stdisda and transparent. In line with
the literature, this activity can be attributed ttee controlling functionof the MA
(Jarvenpéa, 2007) together with the planning dgtivnhdications of this activity are

fewer though than for the scorekeeping function.

Based on the arguments of several OMs, the MAdyaaa are of major importance for
general business support, holistic decision-makimg) steering of the business which is

illustrated by the following quotes:

All that concerns strategy implementation, projéatk-offs, profitability of
projects, project stop criteria, location decisioM€0O decisions ... The MA is
everywhere. [..] The MA is a strong support on an operational llerel a strong

support for strategy implementation. (OM8)

And they [the MAs] are more in the process to lthk normal activities of the
P&L with the products and to have the link.][cause and effect..[] They [the
MAs] are supporting [...] the mind in the future aauticipate what can happen.
(OM10)

This support may concern a function (e.g. operati@M5, OM12, OM14) or a
business field like a BU or division (OM1, OM3, OM®M7, OM8, OM9, OM15).
Some OMs describe that there are projects or w@rgjeat activities of the MAs are
about to change with a stronger focus on the swpgadecision-making and strategy
execution. This activity can be categorisedbasiness support functio@arvenpaa,
2007). In line with the MAs, the business suppanmdtion is mostly performed in
addition to the scorekeeping function and thus dempntary (Chang, Ittner and Paz,
2014). On the other hand, the following commeniissitate that some OMs even
complain that the MA does not sufficiently perfomore value-adding tasks, “steering
is impossible like that” (OM13), “basically | do nhbave a steering tool. | do not like
that. | would even take the time to design one iity§®@M15). To compensate for this

lack of steering, two of the three concerned OMsspss additional sales planning and
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steering departments who were put as an interfetveeen the MA and the OM to avoid
the OMs receiving questions without added valugHeroperative business (see OM11)

and to support the business and steering for thg($al OM11).

If you ask a key account manager what managemeouating does, they do not
even know. (OM13)

OM15 comments that

[...] virtually speaking we have more work [with theporting/management

accounting] than it facilitates our work.

However, OM15 compensates for the lack of steersupport by individually
influencing the MA in charge and by partly genargtihe steering-relevant information
on his own. Following the definition of Friedmandalyne (1997, p. 19), in these very
few cases MAs appear to take the role of the dakbean-counter. Thus — according to
these OMs — the scorekeeping function is considepatradictory to a business support
function due to e.g. time reasons, organisaticgasons or further individual reasons.

In addition towhatactivities MAs are performing, the interviewed ORlso talk about
howthe activities are performed. In IT system tersmne of the OMs suggest a strong
claim with regard to data analysis and automat@kl{, OM3, OM12, OM13, OM14).
Another tool that appears to be crucial for MAsEscel where the use of “special
formulas” as well as databases made OM5 come upaniickname “Excel acrobat” or
“Excel hero” for the MA.OM5 comments that a “MA without Excel is like a ddel
amputee” which reflects the strong link that is endmbtween the MA's work and the
systems on which the MA bases the analyses. Belmawise, several of the
interviewed OMs also stress the discussion “on letpens” as an important character
trait of an MA. All of these “hows” can be attrilaat to the three roles of the MA, even
if tool issues mostly concern the scorekeeping eold discussion “on equal terms”

mostly concerns the business supporting role.

The above findings of the OM view, support the g body of literature on the MA's
roles in terms of a dichotomy of roles (Friedmau &gne, 1997; Siegel, 2000; Burns
and Baldvinsdottir, 2005; Byrne and Pierce, 200ardles and Lambert, 2013). The

roles of scorekeeping and business support firmhgtsupport in the study data of the
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OMs. The controlling function shows little suppa@nd could be attributed to the
scorekeeping function in the eyes of the OMs, &sftinction does not appear to add
value to the operative business. Additionally, @es’ view adds to the discourse of
roles of being both complementary and exclusivea(@h Ittner and Paz, 2014) as
scorekeeping and business support are considengpl@mentary by the majority of the
OMs whereas three OMs explicitly appear to considerfunctions as more exclusive.
The latter OMs consider it more a matter of prisation to do business support or
scorekeeping. These OMs tend to want more busswggsort and stress the value-add
of the MA's activities (OM15). In order to cope Withis exclusivity, OM11 and OM13
compensated their need by the installation of afitiatal sales support department
which fulfils the business support function for thgerative department and answers the
reporting questions of the MAs.

5.3.3 Perceptions on key characteristics of a PMS

This section refers to rSQ2 and operationalises aménds Ferreira and Otley’s
(2009) core and enabling characteristics basedhenfihdings of the OMs. This is
necessary in order to prepare for the answers éomhin rSQ3 and 4. Table 5.2
summarises the core characteristics representditkistudy data of the OMs, a basic

reference to literature and exemplary quotes.
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Literature (Ferreira and Otley, 2009)

Support/Further operationalisation by

Exemplary quotes OMs

ant

OMs

S - Vision: desired future state (Johnson
7] Scholes and Whittington, 2008) ) - )
% - Mission: overrriding purpose of ] ng%%vzgfggggz?lgégmrsou h second It helps [...] to bring up the really relev
= organisation in line with values / data: 9 ngs with the strategy map and to omit
% expectations of stakeholders ' many things. (OM8)
S - General objective: how organisational
= values are established / communicated

We have our magical triangle [...]. On

one side we have costs which are our

} - .. |- KSFs are more frequently explicitly stategfficiency indicators, productivities etc,

g sJ gg(leysgn(t.ll%%lr;% é%%gé:ﬁ&rgg?g(&?gw; n vision / mission (OM4,0M5,0M8, Then we have a second column V\_/hich
% - KSF are operationalisation of visi<’)n 9) ! - suppl_y avallgbnlty. [".'] A_nd the third
N and mission - Supports that KSFs are operationalisatiotopic is quality. We think in terms of ou

vision and mission

is

triangle which has been heard and seen a
hundred thousand times by everybody.
(OM5)

- Translate strategic goals into operati
goals (Chenhall, 2003)

- Generation: top-down and/or bottorm
- Empowerment and communication
added vs Otley (1999)

r% operating goals

Lflrequently mentioned with target setting an|

- Supports translation of goals from strate
~Top-down and bottom-up generation mo

ot together with strategies and plans

- Communication/empowerment (in terms
wider involvement) especially lived with
lean (OM5, OM14) and BSC (OM8)

giyhave a long-term planning [...]. This is

dresult] target out of the business plan

ofalue add etc. as targets. This means if |

what | can compare to the strategy. [...
€lo my business plan now, then | get a
and
from this | can derive [...] fixed costs,

add up the components | should come
with the result again. (OM4)

up

4) Key performance | 3) Strategies and plan$

arBupports idea of indicators linked back tp

[...] Classical pyramid. At the top | have
my EBIT and below [...] | need to take

achievement

aspects: townhall meetings

o |- Strongly linked back to strategy and p 3
£ |of implementation (Johnson, Scholes gdstrategy care that | still have KP1 and not only PJ.
> L . T . [...] we had a very comprehensive
¢ |Whittington, 2008) - Further operationalisation: discussion strategy process [...]. We have two
o ) . ) ]
et e o ey messures I o e o el o ogs. O s mpsmentatoncontol e
p 9 classical milestone tracking. And then we
do result control. (OM3)
- Target setting mainly with financial [...] Our target is always what is feasible
measures with three approaches: and we feel emotionally comfortable if ive
Mainly strategy driven process, less budgedn say that we overachieved by +5% |or
= driven and mixed +2% or whatever. This means that we are
= - Tension: desired vs. feasible (Otley, |- Focus on financial measures (OM2); norj-above plan — this is what we like. [...]
@ 1999) financial (OM8) What is always an awkward process is the
g - Financial vs non-financial measures |- Top-down process not appreciated (OMid&rival of the top-down targets. [...] Injan
o - Targets 80-90 percent achievable |against non-involvement); rest of processearea of management accountants and CFOs
& (Merchant and Manzoni, 1989) appear to be more mixed (first bottom-up ane always have such periods of bazar
& - Benchmarks provide legitimacy then top-down) negotiations. This is how it works
- Ext. Benchmark only used as best practiceverywhere. | am an engineer — | don’t
(OM1) like this game. But | play the game. [...] It
- Few evidence on achievability (OM1, always reminds me of collective
ys
OM15) bargaining. (OM1)
E o o s e
T - Grou er?ormance competencies that a manager should
Tju ] Orgaﬁigational performance possess. Depending on the position on
& Follc_JW tug of| |nd|\f/c|)dual, group or => trend to mutualise performance evalua %lﬁterer_lt Ie(;/eAs.d[.tH] A t?rglet pr?Iflle is
8 | ”Gbjectve, subjectve, mxure |- Domination of mture of objective and | Crn Ll " i 2l o we negd
g - Re{ative r;erfo#mance’ evaluation (Rpégbjective performance evaluation (some to finrzj meas.ﬁ.res based onga ?ool kit [ ]
£ as alternative approach mpanies play it more openly OM9) And on employee level, we have the
% . glz:lzs rr}r?;nrgggtrlr?:ridaligne d with normal performance ar;praisal discussjons
o - ificati i i ,
2 performance evaluation (OM2, OM11, and qu_allfl;:]atlon dllscusspnshwhere W(f
OM12, OM16) try to trim the employees in the sense g
' the organisation. (OM12)
} - ) ’ - Financial reward: (+) almost all => global . ) )
g Recognition, financial reward, financial targets = trend Approximately eight times a year |
o promotion - Non-financial reward: organise team breakfasts with the blue|
%) - Target: align personal goals with : : ) ! collars. All kinds of questions can be
7 organisation (Hopwood, 1972) Considered very important but mixed asked and the current status is presented
S gan (Fop ! %J'tuations (OM4 no appreciation) L ] P '
= - Basic requirement for impact of rewayt bromotion only OM16 This is where current topics emerge from
S on performance: skill management nli ith li y for ali the shopfloor. The alignment with my
& (Bonner and Sprinkle, 2002) - Inline with literature for alignment level is very important. [...] The most
= - Group reward based on collective | _ Group reward not explicitly focused; furt portant thing is personal appreciation

ce to face. (OM14)

Table 5.2: Overview table of core PMS charactecsfrom an OM's view
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In addition to the core characteristics of a PM8egiin Table 5.2, five enabling
characteristics can be found in the study datda®fQMs. These overall characteristics
are in line with the MASs’ findings (see Section B)and are detailed here. In line with
the MAs, the characteristic of organisation struetis switched from the core to the
enabling characteristics and renamed caganisational factors It appears to be
mentioned by the OMs more as a circumstantial ciaratic as illustrated by the

following quote:

An organisation can support, but it cannot repldcdere are no precise ideas
about certain [...] responsibilities. [...] [We sttue our business] with job
descriptions and not with boxes and organisatieméls. [...] This has the soft
factor that people do not stay within their boxasIbok for global responsibilities.

It is some kind of moral responsibility not to &tolleague down. (OM1)

Also OM15 mentions the corporate group as an emglhctor for their performance
management, e.g. when he talks about the diff@aRt systems and the heterogeneity
of the group. So interestingly, the OMs of the gtagpear to consider the organisation
more as an influential or enabling factor of a PM&n as a core characteristic. Also,
organisation is rather considered in a wider s€hsFarchies, products — see Section
3.2.5) and thus as an organisational factor thangbeestricted to an organisation
structure. This circumstantial meaning is reflechkgdOM1 calling the organisation a
support and OM10 a flat organisation that enabé&spansibilities. Thus, the OMs’
study data reveal organisational factors to be natngbuted to the second level of
Ferreira and Otley’s (2009) framework (i.e. theanwircle in Figure 2.2) than to the
core level. This may develop a slightly modifiedrfrework of a PMS with modified
prioritisations in comparison to the model advoddig Ferreira and Otley (2009). For
organisational factors, simplicity and complexityanc be distinguished as basic
organisational hierarchy. According to OM10, “mdinere is organisation, more there is
confusion”. Thus, organisational simplicity appetirde necessary for organisation 10
in order to facilitate the reorganisation of theolehPMS.

This simplicity is also advocated by OM10 for thexh enabling characteristic,

information flows (systems and networks) and te#iciency The idea of information

flows is illuminated by the following quotes of tk#Ms:
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Thus it is important for me to have a simple inticavhere the difference is
quickly explainable: that | can traduce a figureyvguickly in a physical effect.
And then | need to conclude: How can | modify tpig/sical effect that prevents
me currently from reaching my target. [...] The ottléng is that you can celebrate
success with shop-floor manageniefit.] if you over-fulfil or reach your target.
(OM4)

Around 2008 we introduced SQCBRas a cascade. The idea is that a healthy
process develops a healthy result. The idea isate la PMS directly on the
production line [...]. Each morning the teams meettanproduction line, twice a
week the board is filled [and discussed] with tiead of production, once a week
the board is filled [and discussed] with the pleggponsible and once a fortnight
with the operations manager [of the division]. [ ENerything is standardised and

this is how poor indicators and topics also enadmphe board. (OM14)

Except from the OMs working with lean productiondalean management methods
(OM4, OM5, OM14), the information flows represeniadthe study data of the OMs
are limited to simple corrective management whiakans measures to close a target
gap or the simple improvement of a process. Inwith the MAs, only the daily closed
loop or feed forward information flows of lean mgeaent on the shop-floor permit
the organisation to learn continuously. The studyadof the OMs suggest that the
information flows and networks partly determine @mnable the use of the PMS

framework which is also in line with Ferreira antdey (2009, p. 274).

Tool-wise, the use of a more automated MIS withianst to use big data analytics
applications and with integrated and flexible piagnmodules or even the integration

of non-financial data are still not implementedgshewn by the following quote:

Big data is missing. We have data everywhere. Thezemany available figures
with which we could simulate the future. [...] Ovédathink that processes are like
fashion: flares always come back. So the team @wrihe management changes
and the learning process restarts. [...] This isafifitient [...] and big data could
help with regard to the future. (OM14)

1 Shop-floor management is a method of lean managewlgioh improves cross-hierarchical
communication and which works on continuous improget of productivity (Peters, 2017).
12SQCDP is a method of lean management based on daitymunication and process
confirmation. It stands for safety, quality, cod¢livery, people (Martinez-Juradoa, Moyano-

Fuentesa and Jerez-Gomez, 2014).
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Such an automated information system as an enablirgystem, is talked about by
many of the OMs but is not yet in place in any loé interviewed organisations. This
means also that the integration of non-financighaa the integration of a more global
PMS into an automated system appears to only ea@nd step or even not targeted
thus far. This will also depend on the potentidiaps to convert the total PMS into an
automated IT system. With regard to the informatstructure of this automated IT

system, the requirements appear to be derived themgood availability of data. A

broad information scope, timely availability on dmemd, different aggregation and
interaction levels, as well as total availabilitydetails and a good orientation (through

graphics for example) appear to be the most impbddteria:

I would always like to have my target value, aruatvalue and an evaluation if it
is good or bad. [...] | would like to have daily upes [...] | would like to have it
graphically. And the chance [...] to drill downttee bookings. (OM3)

In line with the MASs, this leads to the complemewntaharacteristic of efficiency of
information flows claimed by the OMs. Due to thepimntance of the efficiency of the
new IT options, Ferreira and Otley’s (2009) chaggstic is slightly modified from

information flows, systems and networks to inforimatlows and their efficiency.

Another activity to enable information flows areganised discussions or meetings.
This is illustrated by the following quote:

[...] We do the monthly cost reviews here. [...] We mkere in production. [...]
And if we manage together to agree on a few congprable facts [...] to look at
[...]- Then I think that it is a useful and importantpplement. (OM12)

Formal or informal meetings constitute informatinatworks which are part of the
information system. Even if not explicitly menti@hén the literature, they can be
considered as an integral component of the enaldhegacteristics. Also informal

networks of individuals are an integral part of ii@rmation system:

We think in our triangle. Everybody saw and hedrd 100,000 times. [...] We
have a T-Shirt [...] [for the shop-floor workers] Wit triangle. And it is cost,
guality and delivery. (OM5)

And mentoring is a network that has been introdwatetiat time. (OM16)
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Consequently, informal networks appear to be anontapt factor of information
systems for some of the OMs as also stated bwlitez (Ferreira and Otley, 2009, p.
274).

Another enabling characteristic is tR&Ss usd€see Footnote 8). Even if the use is as
diverse as the PMS designs or frameworks used anmen@Ms of the study, it can be
clustered into more stable formal systems of megsent and into more learning-

oriented and future-oriented systems. The formalisiglustrated as following:

The management accounting team creates monthlytsefoo all the countries. So

that we can check the performance of certain ptej@cfor the countries. (OM11)
The more learning-oriented or future-oriented gsepresented by the following quote:

Our efficiency programme [...] that measures dailyaiie performance is of our
[shop-floor] employees based on our boards, shop-fnanagement etc. [...]. We
discuss it daily with every shop-floor employeewhwas yesterday? How many
pieces were produced, what was the target, whattheaactual and how was the
total efficiency? [...] We track this indicator dailfnd people start thinking: oh |
have two too many today — what shall | do with tRem.] This is how affected

people are turned into parties involved. (OM5)
There is also a mixed example using formal mechasiss well as learning orientation:

It is not the case, [...] that we cannot live withalis tool [BSC] but we use it

situationally. And this is how we experienced &k tvariants. Because first of all
you are enthusiastic. Then you bring all your agtioto the tool, then they are not
really updated or there are many shifts in thegmtsj[...]. So you really need to

put a lot of effort into the regular update. (OM8)

In line with the MAs, the study examples above ssgghat the PMSs use also comes

as a mixed use and not only in pure variants.
A further enabling characteristic of a PMSHMSs changdsee Footnote 9) with its

antecedents and consequences. This is illustratéloei study data of the OMs by for
example the following quote:

176



A few years ago we were very enthusiastic, we Hmen working with EFQN
like dogs. [...] And we have been spending capawitiiout end. The topic does
not appear to be as important any more. That's picdy PMS, even a very
sophisticated one. But it requires discipline. [Atlthe end the system degenerated
by counting points. [...] The EFQM was transformedatsimple performance

system by measuring the performance of the pdiofgl4)

This example appears to be the most extreme exavhpleange among the OMs. There
are also more technology-based changes which tangefficient information system as
illustrated by the following quote:

Basically | dream of a classical cockpit. | switmh my computer and | see where |
stand in my total value chain. And if it is a gosybtem it tells me where to look
first, traffic light logic. [...] It does not existet. We have various reports. [...] |
could look at all the data manually but | don't wan. We are working on this

issue together with my MA. (OM3)

The following quote does not illustrate such funéaml changes, but continuous
changes with regard to the contents or frequentlgeofunning PMS:

We have a strategy map and a BSC. And | am disuyisgth [the MA]: On which
level do we follow-up actions in our BSC? Againdtieh KPIs do we measure?
How do we do this? We had periods where we worked wery detailed level.

Currently we are in a period where we summaris®&pD

In line with the MAs, the study data of the OMsnesgent different levels of change of a
PMS. In contrast to the MAs, one of the OMs exfliranentions a lag of rate of change
(Ferreira and Otley, 2009, p. 275) and a potemi@herence among the characteristics
of a PMS based on the employees not being ablelmar This is illustrated by the
following quote:

Honestly, we change our processes so frequentlyytwado not have the time [...]
to improve as you are already in a new procesé. But [...] people do hardly
follow: is it a new one, is it an old one, is it attwe did? [...] | always say: there is
one constant — and it is change. [...] It has [...] aadages. But it has

inconveniences because people do not follow thiaklyu (OM16)

13EFQM: European Foundation for Quality Managemewnstilting-based holistic PMS based
on five enabler and four result criteria (EFQM, 801
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Overall, the study data of the OMs support a meeetive change of the PMS based on

the examples given above.

The last of the enabling characteristicstiength and coherenad the elements of the
PMS. This means that the system or framework ial iet greater than the sum of its
parts. The following quote of the MAs provides adication with regard to various

levels of coherence:

And we just implemented shop-floor step three. Tikisvhere we aggregate the

data once a week. And this is where my leadergaigjitmeets. (OM5)

As also further quotes suggest (see Appendix eaally organisations 5, 8 and 14
appear to show a special coherence. Organisatamm 3.4 with regard to the coherence
of the lean system within the production area am@misation 8 with regard to the use
of the BSC throughout the company. Even if Ferréd@02) states that control failures
can happen if there is no fit of the single partsl ghat mismatches can be created,
organisation 10 for example explicitly implementadess formal coherence with a
strong definition and commitment of the top-leveldaindividual freedom for the
responsible managers below to get there. AccorttirgM10, this might be due to the
worldwide expansion of the group and to the “chaimggeneration”. “Guys that are 18
to 23 years old find [it] sexy [...] to do what [tHdgve.”

In addition, the study data of the OMs suggest thate is only one organisation (8)
which appears to use the BSC as a global steeppgoach and as a real system
throughout the organisation. The EFQM system inaoigation 4 appears to be
abandoned due to partial misuse and a lack ofpfisei (see OM4 quote for PMSs
change for both). Further systems, like the leardpction system, can only be found
within one functional area, which in the underlyicase is the production department.
Looking at the whole study data of the OMs, botheats of frameworks and packages
could be found, packages being the more frequeptoaph for various reasons.
Interestingly, both packages and frameworks possEssreira and Otley's

(2009) characteristics of a PMS framework with thain distinguishable issue being

the existence or non-existence of coherence etétments.
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To conclude on enabling characteristics, the stddya of the OMs contain a
complementary characteristic which cannot be aiteitt to one of the previous

characteristics: thattributes of a persan

In my view the employee is missing. The person biffs..]. How do we promote

the single employees and how do we appoint thdesiaigpployee properly? How
do we need to organise personal development to th@veght people in the right
position with the right skills? [...] It should notelforgotten [...] to integrate the
motivation and the energy of the people into theleh(OM12)

Change management is always about people. [...] trfumctional area we have
an academy. In order to have a process what they toelearn for the onboarding.
[...] And the employee development process was deeelan order to find out

where the employees would like to develop in thariu (OM16)

As Ferreira and Otley’s (2009) PMS characterisacs very system-oriented, they
might tend to forget the people who make the charistics live. In addition, looking at

the total framework, it could even be argued that human being is part of the outer
circle together with contextual factors and cultuiree latter are not integrated into the
narrower framework as Ferreira and Otley (200926)X) view them as “contingent

variables that might explain why certain patterhgantrol are more or less effective,
rather than characteristics [...] that need to benperated into a description”. As the
human factor appears to follow the same argumemtatihe author also tends to

integrate the attributes of the person into theiocitcle as a contingent variable.

5.3.4 Interaction of the key characteristics of a MS with the role of the MA

Before looking at the interaction itself, as argue&ection 5.2.4, it needs to be pointed
out that the PMS characteristics can be considasealsurrounding condition. Based on
this assumption, this section analyses the OMsivien the interaction of key
characteristics of a PMS (see Section 5.3.3) wi¢hrole of the MA (see Section 5.3.2).
The updated role episode model based on the OMislaiao illustrated in Figure 5.1
and will be described in more detail here with tbeus on the process of how these
parameters interact from an OM’s point of view. &®n the view of the OMs, this
section provides the necessary analysis for rS@3wather details arrows 1-3 in Figure

5.1. This implies that certain parts are evaludtech a third party view in this section,
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i.e. arrows 2a, 2b and 3b in particular. This viesweomplementary to the MAS’ view

described in Section 5.2.4. Further exemplary quoéa be found in Appendix H.

First, the core role episode starts when OMs han@eaexpectation and send a role to
the MA who receives it and translates it into rfoéhaviour (arrow 1a). In line with the

MAs, examples can be found for controlling and bess support activities.

Scorekeeping activities are considered as a basigitg but not as an end in itself.

Focussing on the process, this is illustrated faan©M’s point of view as follows:

The MA has the functional responsibility to prepdne data and to track the
planning in a way that it works. [...] And | wouldes¢hem [OM and MA] on the

same level [...] — on equal terms. (OM1)

| need the MA in order to implement things and thsanalysis, planning,
measurement. Exactly this support which is more jbat processing data. [...] To
provide services to a production system [...]. Tkisather a new role which they
[the MASs] voluntarily fulfil meanwhile. (OM5)

So my expectation in front of me first and the taanhat the financial part and the
commercial part are more and more linked and samehing points that can be

meetings and also workshops in the field. (OM10)

Parallel or alternatively at any stage later in tble episode, the OM might directly
influence the characteristics of the PMS (arrow dbjive feedback to the PMS. This
mainly concerns key performance measures and imfitom flows as explained by the

following quotes:

Last year we followed a relatively extensive swygt@rocess [...] where we [the
after sales team] defined lots of measures forsthgle functions [...]. [...] We
have two logics: [...] one is milestone tracking. [Anhd then we also do result
control. (OM3)

We organise [...] workshops every Tuesday with up.td 40 people and there are
also MAs attending [...] and where we treat preciseieés or improvement topics.
(OM5)
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Second, the MA could give feedback to the OM ondhe hand (arrow 2a) and to the
characteristics of the PMS on the other hand (ar2byv Arrows 2a and 2b can run
parallel, in a sequence or as alternatives. Thdbimek of the MA to the OM can be
activities directly referring to the role or beyondincludes information and control,
ideas for improvement and commercial levers, ppar of decisions, discussion of
target achievement and discussion of planning assons. This feedback is partly

illustrated by the following quotes (arrow 2a):

And the next step is to come up with ideas whatdcba improved. And especially
what we don't know is, where the levers are. Asimggys we do not know that

much what the [commercial] impact of each measur@dM4)

More the support of the running business to monitbere we are with the target
achievement. This is what is strongly done by MAMN3]. (OM13)

The following illustrates the direct feedback oé tMA into the PMS (arrow 2b). This
feedback might concern both core and enabling cleniatics. The feedback with
regard to core characteristics mainly concerngegras and plans, key performance
measures and target setting. The following quotplagxs arrow 2b for the core
characteristics:

So the management accounting team provides morgpbyts for all countries. So
that we can check the performance of certain pt®jec also the total countries
[...]- The MA [...] establishes instruments or useslg¢dbat permit us to generate
analyses that compare the business and the perfoenja.]. Also for example to

control the performance and the variances to taenphg. (OM11)

The feedback, with regard to enabling charactedstconcerns mainly information
flows and organisational factors. The following auoent illustrates this feedback

further:

Management accounting pushes, [...] leads the prplodss for [IT-] systems, did
benchmarks, [...] developed the criteria catalogine Week before last we saw an
80% version of the software that was chosen. Adl tlappens completely under the

guidance of management accounting. (OM3)
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Before detailing arrows 3a and 3b, the impact @faorsational factors needs to be
investigated further. Based on the relevant ineswidata of the OM, potential
reorganisation of the structure, leadership strectueconomical situation,
interdisciplinary integration in the PMS, heterogiy of organisation and strength of
hierarchies determine the main organisational factBased on one concept map
(OM2), additional organisational factors such afegaarding occupation and overall
degree of capacity utilisation evolved from theaddBased on another concept map
(OM4), the sector of activity of the company and business case were given as further
examples of organisational factors. Particularky thctors of leadership structure and

interdisciplinary integration are illustrated betfollowing quotes:

First, [...] leadership models changed. Second, veeira matrix organisation

which is very different in terms of leadership. (@M

If you re-orient your production and if there ipmject team, please don't forget
the MA.[...] He needs to understand production amoh [pnanagement] almost as

well as you. (OM5)

To conclude on organisational factors, they carcdresidered influential factors for the
total updated role episode model and can thus heidered, together with the other

influential factors, in Section 5.3.5 as also degaidn Figure 5.1.

Third, the characteristics of the PMS might actkbas surrounding conditions on the
OM (arrow 3a). Both core and enabling charactesstif the PMS can be a source of
the interaction. The following examples illustrat®ore characteristics with key

performance measures and strategies and plansoasce of interaction:

Yes, | really need to be engaged in the data, d hee@ead them and | need to say:
What do the data mean to me? This is why it is gdwenportant [...] that | have
simple indicators that the differences are guiakiplainable and that | can transfer
a figure into a physical effect. And then that heaally deduce: How can | modify

this physical effect which prevents me from reagtttme target. (OM4)
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What we get is a complicated Excel file with 1500QKUPs and links and you
are not allowed to touch because otherwise it dogsvork any more. [...] This is
where we are too complicated. [...] | would like tmk at certain things real-time.

[...] Because | frequently need to take decisionsnformation current to the day
[...]. (OM12)

On the other hand, information flows as main emapkharacteristics are also a

source of interaction. This is illuminated by tiedwing quotes:

And this is an automatism [...]. Then | receive araénhat says: [...] application
finished, approved, rejected whatever. (OM6)

But it is a circle. Information is something thatris around like this. It is not
purely linear. It is all linked. [...] (OM10)

Alternatively, parallel or in sequence, the chaggstics of the PMS might directly
impact on the role of the MA (arrow 3b). Again batbre and enabling characteristics of
the PMS can be a source of the interaction. THevimhg example illustrates the core

characteristics as key performance measures aatt@#s and plans as a source of
interaction:

And | think that through [...] the regular strategyopess and new evaluation of
strategies [...] the role of the MA became even motensive to deal with [...]
market [...], customer and competition [...]. (OM7)

The following quotes also describe information ffovas main enabling

characteristic as a source of interaction:

And a certain scope of information goes from thestesp to management
accounting. (OM3)

It is our tool. It is very normal to integrate anmANh our process. And to give him
the necessary support and training [...] that he darhis job properly in our

interest or in the interest of the company. (OM5)

In line with the MAS, the role episode runs in @scand the above described the first
round of the role episode model. Also the accegtarfcche PMS in the iterating role

episode might take some time. This process is septed by the following quotes:
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And this is how the model harmonises over a longtand stabilises in a balanced
way. (OM2)

This is an ongoing circle. (OM16)

The order of the arrows described above is therafithe classical role episode la, 2a
and 3a with the described add-ons or alternati&ktsrnatively, the order can change
and might for example also start with an impetusiiog from the MA. A step might
also be omitted or not yet be very establishedo Ale further overall order might

slightly change. These changes are illustrated Hgy following quote by way of
example:

The MA recognised a need of sales but also for dlfim&nd he tried to approach
the issue proactively and innovatively. [...] | wowddy it is a permanent exchange
among all [parties]. (OM16) [start with 2a]

There are also two OMs who consider the basicepisode 1a, 2a and 3a between OM
and MA as core interaction. According to their vigive PMS characteristics are the
result of this interaction, or give the frame ofeiraction. This is supported by the
design and description of the respective concegtsmahe following quotes illustrate

this view:

OK, then | would like to put them [MA, OM] on thame level — this is important
for me — on equal terms. And this [the PMS framdgvis what | set above all.
(OM1)

The MA always gives a frame which is too tight. Taerations guy always has
the impression: the jacket is too tight. And the ldivays says, “we do not have
any money for that”. [...] This jacket or this frammust not be so tight that the
system collapses. [The PMS characteristics areabetve this relationship.]
(OM14)

Interestingly, the concept maps designed at the aénithe interview showed further
interactions which were not obvious from the inievw data in the first analysis. From
an OM’'s point of view, especially the impact of ther stakeholders was mainly

revealed based on concept maps. Again further lstédlers mentioned were HQ and
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the board of directors. These stakeholders weriedigsconsidered as additional role
senders and thus situated parallel to the OM. iBhsmimmarised in Figure 5.2. Again,
OMs and further stakeholders interact on differeguirements of the PMS which is
symbolised by the grey double arrow between OMs famther stakeholders. The

following quotes from OMs illustrate this interaumii

For OMs we need to distinguish between my funcéiod the functions of the head

of sales, head of purchasing. (OM3)

And first of all there is the division managemgdnt] They formulate the strategy

[...]- And then, an operative management takes ¢@8)

Further research would need to be undertaken tstigate the detailed interaction of
the OM with the stakeholders. The next section abkvéhe causes of interaction or
influential factors still from a within-case analysiew based on OMs’ data.

5.3.5 Influential factors of interaction

This section analyses the OMs’ findings with regabdSQ4. Based on the previous
sections, influential factors are suggested whah also be further supported based on
the study data of the OM. Thus, contextual factoudture (Ferreira and Otley, 2009),
organisational factors, interpersonal factors dtribates of the person (Katz and Kahn,
1978) play a role for the interaction. Again, ongational factors are detailed with their
potentially new aspects. In addition, further iefftial factors or dimensions arise from
the OMs’ interview data which will be described tinis section and then further

discussed in Section 6.5. Further exemplary quzaase found in Appendix L.

Starting with Ferreira and Otley’s (2009) framewak PMS characteristics, the two
influencing factors of culture and context (see urég 2.2) merit further

operationalisation. Also based on the intervienadatthe OMs, culture does not only
refer to national culture but also to organisatiandture. According to the OMs, the
following aspects of culture influence the interactof the characteristics of a PMS

with the role of the MA: philosophy of theéontroller Akademi¥, entrepreneurial risk-

“The Controller Akademigliterally translated as academy for MAs, was fibeshin 1971 by
Deyhle. It offers practice-oriented business traisi on management accounting topics, also
for non-MAs (Controller Akademie, no date).
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taking, transparency vs. confidentiality and thestexce of values of an organisation.
This is illustrated by the following exemplary qest talking about value and

entrepreneurial risk-taking:

In our company different doctrines are important.] [subsidiaries have many

liberties, they need to respect corridors [...]. (QM9

The experience on the free market was missing. \Aena risk analysis together:
how do | manage these risks? Which mitigations theze. How much result

potential is there if | convert risks into chanogM14)

Context is described as the second influential ofacby the OMs with
internationalisation, economic situation of the @amy, political conditions, legal
requirements, competitive situation and sector ctivily or business model. The

internationalisation and the sector of activity exglicitly mentioned as follows:

We have lots of foreign subsidiaries which are ywitsteered in the same format.
(OM3)

In my view the MA is too far away in order to hawvealue-adding discussion with

the key account manager. (OM13)

With regard to political and legal requirementscastextual factors, the concept maps
developed at the end of the interviews showedtaduioperationalisation of this aspect.
Interestingly, this aspect was developed singulaylyone OM and did not find further
support within the sample group. OM2 explicitly adekternal constraints with political
conditions and legal requirements. He illustrates impact based on an example of a
governmental negotiation of environment bonusegliectrified vehicles which are part
of their product range. As organisation 2 wouldetglart in the financing of the bonus
together with other producers of electrified veds;lthis political decision would also
impact on the interaction of the PMS with the rofethe MA. These aspects can be
subsumed to contextual factors which also impadhernPMS as already mentioned by

Ferreira and Otley (see Section 5.3.3).

Also the study data are in line with the surrougdiactors of the role episode model
(Katz and Kahn, 1978), i.e. attributes of the peysaterpersonal factors and further
aspects of organisational factors. According to @ids’ data, attributes of the person

mainly comprise of personality, curiosity, mindsstperience, discipline and functional
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knowledge about cause-effect. Discipline and peakiyn are illustrated by the

following quotes:

We already had bad experience with people who thik uni-dimensionally. [...]
Honestly speaking, | still do not care about bowésorganisation charts. The

decisive point is, which spirit people have whdifa function. (OM1)

This [EFQM] is a typical PMS, even a very sophitiicd one. But it requires
discipline. We hardly manage to maintain one PMSpiaduction: shop-floor
management cycle. (OM4)

He is the youngest MA we have ever had. [...] But wha brought was
humanness. (OM16)

Based on the OMs’ interview data, interpersonatdiac mainly encompass mutual
understanding and acceptance, mutual confidenceaaddcussion culture on equal
terms. Mutual understanding and discussion on etgrahs are illustrated by the

following quotes:

For me it is important [...] to approach on equainer]...] And it is no one-way
street and works [...] in both directions [...]. (OM1

It was easy, | could already build on understanding confidence. (OM®6)

In line with the MAS, resources are a novel faetithin the organisational factors. The

following exemplary quotes illustrate the significa of the aspect:

Well the expectancy currently is [...] that we onlged half of the management

accounting resources. (OM4)

With regard to systems support, we are not so goofiWe need to say manually:
what are the costs of a product [...], and what e ghice, OK? This is a lot of
effort. [...] And there is this culture: IT costs dad. (OM9)

Also in line with the MAs, the additional dimensioh enabling or blocking impact on
interaction can be analysed. The enabling or bfacKactors are partly relevant for
role-making and partly for role-taking of the MAdthus influence the interaction of
the PMS characteristics with the role of the MAcbntrast to the MAs, three enabling

factors are solely identified from the data. Fitkgre are timing aspects relevant for the

187



interaction of the characteristics of the PMS Wit role of the MA. This concerns both
the timing of the PMS implementation as well as tineing of the PMSs use. The
timing of the PMSs use is illustrated by the follog/quote:

But what do | deduce as measure? Then | need frdstmation and need to

process it right away, like drinking champagneaaglas it is fresh. (OM5)

Also in line with the MAs, a further enabling factimr role-making of the MA is the
aspect of engagement of third parties which is sstggl by the OMs. Involving the
OMs makes them support shaping the PMS and in@d¢hsecceptance. This leads to a
higher role consensus in the interaction of the Rifi&racteristics with the role of the

MA. This engagement is represented by the follovgugte:

That the MAs should have interest for operativeid®d...]. In any case for
example if they want to implement changes or gdiyerant to support the [sales]

teams more, they need to involve the sales teantimmen (OM11)

The last enabling influential factor of role-makingvealed by the OMs’ data is the
inner motivation of the MA combined with the futyabd perspective given to the MA.
According to the OMs’ data, the inner motivationtbé MA positively shapes the role
and thus enables role consensus and leads toadtderaThis is illustrated by the

following quote:

So the MA will also be a guardian of the systemthdd big data pool and front-end
[...] together with the IT. [...] And there will stilbe analyses, but more for me and

this can support me and my work much better. (OM3)

On the other hand, there are also blocking faabbnole-making and thus basing the
interaction of the characteristics of a PMS with thle of the MA on the basis of role
conflict. This is the case for the influential facof lack of resources which can be due
to monetary restrictions or different prioritisatg This is represented by the quotes

below:

What we really have is a limitation of resourcebeve do we need to do more and

how do we manage it overall. (OM8)
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In January, a new system was introduced. And nomexfample, most of the time
is invested in the development of new processespamckdures. And this is how

they spend less time on sales. (OM11)

This lack of resources can also refer to a ladkfoirmation or resources for IT systems

as illuminated in the following quotes:

And we don't have the software because it was ightiyrfocused in the past that it

is important. (OM3)

With regard to systems support, we are not so goofiWe need to say manually:
what are the costs of a product [...], and what e ghice, OK? This is a lot of
effort. [...] And there is this culture: IT costs dad. (OM9)

In line with the MAs, a further influential factdolocking the interaction of the
characteristics of a PMS with the role of the MAikigh division of labour. The mutual
dependencies of departments and the division @ulaban lead to “box thinking” and
role conflict. It prevents thinking more globally baving the liberties of implementing
quick and easily helpful PMS aspects. This factaepresented by the following quote:

For example the dealer scorecard is division oddatand not their scope of tasks.
(OM9)

The next section summarises the overall chapteitbfn-case analysis.

5.4 Summary of within-case analysis

Chapter 5 addressed the four rSQs from a withie-e@sw and with the objective of
presenting the findings of the case groups. Cotgriie role perceptions of the MA
(rSQ1), Sections 5.2.2 and 5.3.2 presented a smid#s for each of the three functions
of the MA based on the structure of Jarvenpaéa (ROOWh regard to key characteristics
of a PMS (rSQ2), Sections 5.2.3 and 5.3.3 analylsednain codes based on Ferreira
and Otley’s (2009) model and complemented it furthiégh more contemporary aspects.
Relating to the main rSQs and the interaction @rabteristics of a PMS with the role
of the MA (rSQ3), Sections 5.2.4 and 5.3.4 descrithee most salient findings. Then,
Sections 5.2.5 and 5.3.5 analysed the study dgsadimg the influential factors (rSQ4).
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Giving an outlook on cross-case analysis in Chaptehe findings of this chapter can
be summarised based on similarities and differebedseen the MAs’ and the OMSs’
view. The similarities can be concentrated as ¥atloAccording to both case groups,
MAs define their roles split into the three role storekeeping, controlling and
business support (Jarvenpaa, 2007). Both case groumsider the roles to be rather
complementary rather than exclusive. MAs and OMenidy 12 key PMS
characteristics, thereof seven core and five enghbdharacteristics. This structure is
based on the framework of Ferreira and Otley (2080%) re-categorises organisation
structure as an enabling characteristic and altargas the meaning to organisational
factors rather than only structure. Also, MAs anMgadd further factors to the
contingent or third level of Ferreira and Otley®I® (see Figure 2.2 and Figure 6.1).
According to both case groups, the interactionhef PMS characteristics with the role
of the MA is based on six core arrows (1a-3b) @&f tipdated role episode model (see
Figure 5.1). Influential factors for the interacticonstitute the contingent factors of a
PMS with culture and context (Ferreira and Otle§0® as well as the surrounding
factors of the role episode model with attributéshe person, interpersonal factors and
organisational factors (Katz and Kahn, 1978). Ttditeonal factor of resources as an
organisational factor emerged from the MAs’ and Otiéda. An additional dimension
of enabling and blocking influential factors coul# investigated which will be
analysed and discussed further in Section 6.5.

On the other hand, the main differences between tifee case groups can be
summarised as follows. According to the OMs, the af the MA could be described
by value-adding and non-value-adding activitiesu§;hOMs could also live with a
dichotomy of the role of the MA whereas the MAsdéa be more creative with further
distinctions of their role. This point is furthelisdussed in Section 6.2. Another
distinction concerns the complementarity of roléshe MA. While MAs agree on the
complementarity of the role of the MA, OM15 tentaty suggests, that this
complementarity can lead to role conflict and mighplicitly stipulate role exclusivity
based on the claim for more value-adding activitidsfurther distinction can be
discovered with regard to the influential factorisenre political and legal factors solely
emerged from the OMs’ data as a contextual factonteraction. The potential origin

for this difference is further discussed in Sectiob.
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Further findings not directly relating to the resdaobjective are that the digitalisation
of the management accounting data in the investigatrganisations is in its early
stages. In addition, none of the participating org@tions revealed approaches about
shared service reporting factories. This meanstthditional activities of the MA still
prevail and that a similar study would need to &geated after this paradigm shift in
order to support the findings for the future (Sactb.2.2). Chapter 6 analyses cross-
case analysis and discusses the findings reladiexisting literature. It thus provides

answers to the four rSQs.
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CHAPTER SIX: Empirical study — cross-case analysiand discussion

6.1 Introduction

Chapter 5 distilled the answers to rSQ1 to rSQ4ngns of within-case analyses. This
chapter articulates the empirical findings desdtilvethe previous chapter and enriches
them with cross-case analyses — the suggestedstegxtin multiple case analyses
(Section 4.8.4). This chapter serves three purpdsest, the empirical indications
described in Chapter 5 is discussed in a more gonakway and reflected on based on
the structured findings of the literature reviewexplicitly this means in the light of
management accounting literature (Byrne and Pie@@Q7; Jarvenpaa, 2007),
management control literature (Ferreira and OtB809) and the role episode model
(Katz and Kahn, 1978). Second, cross-case analysperformed which draws out
particular themes that emerge from the cases. Barsedthin-case analysis, Appendix
F to Appendix H and Appendix L summarise the figdirirom Chapter 5 and permit a
structured analysis of cross-case findings. Thirdnodified ex-post summary of the
Ferreira and Otley (2009) framework will be propbse light of the empirical data
(Figure 6.1). Also, an update of the role episodal@hin the management accounting
context combined with a structured integration tftlae influential factors will be

introduced (Figure 6.7).

This chapter is organised as follows. The rSQs igeo¥he overall structure for the
chapter. Within this structure, a cross-case corsparof the cases (MAs vs. OMS) is
followed by a potential intra-organisational (i.eetween MA and OM of one
organisation) and an inter-organisational comparig@. between the matched pairs of
different organisations). The chapter concludeshvat summary and discussion of

emerging findings.

6.2 Comparative analysis: perceptions on roles of Ms

Based on the literature Section 2.2 and the firglfdgctions 5.2.2 and 5.3.2, this section
compares the MAs’ and OMs’ views on roles of the Bi#d discusses them in terms of

comparing the occupational groups and in termsrofindra-organisational or inter-
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organisational comparison. Thus, this section arswe contextual rSQ1 on the roles
of the MA. In addition to the activities of the MApw the activities are performed is
also analysed. Before looking at the comparatindifigs, it should be noted that there
is little literature discussing the roles or adtes of the MA in a comparative way based
on the two views used here. As mentioned previolslth views have been analysed in
an undistinguishable way in the existing accountitegature (Byrne and Pierce, 2007;
Goretzki, 2012; Lambert and Sponem, 2012). Consetyehis section analyses the
comparative views of the occupational groups orakarganisationally and concludes
by discussing these views in light of the accountiterature. The quotes stated in this
section are some important quotes and further érapiindications on the role

perceptions of the MA can be found in Appendix F.

6.2.1 Roles of MAs: MAS’ vs. OMS’ view

First, the similarities and differences of wrekeeping functiosee Section 2.2.1) are
presented. It is common to both groups that theontgjof the MAs and OMs consider
reporting and providing information as one of themactivities of the MA. On the one
hand, the majority of the MAs accept the scorekagfiinction as an important activity.
On the other hand, not all of the OMs agree onptheritisation by the MAs of the
scorekeeping function. Thus, some OMs state thepditing to the BoM and the
shareholders” (OM11) is done at the expense ofydesy a “steering tool” (OM15) or
of working with steering-relevant information (OM1IThese diverging prioritisations
appear to be a result of the organisational facawsll three of the organisations 11, 13
and 15 concerned stress a strong stakeholder magugmature start-up, subsidiary and
parent company) with extensive information needterestingly, the respective MAs of
the relevant companies consider reporting as thain activity but they do not appear
to consider a lack of operative business suppdreyTeven appear to accept their
activity according to Friedman and Lyne’s (199719) bean-counter definition. This is
underpinned by the MAs’ statements on unfulfilleghectations of their OMs. The three
MAs concerned only talk about the OMs’ claim for Specifically matched reporting”
(MAL15), for “delivering certain information in mometail” (MA11) and for “things that
the [operative] counterparts would like to have iphfh partly we cannot fulfil [...]
properly” (MA13). These three statements tentayivalggest that the three MAs feel
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the role conflict on the one hand, but they do ewtirely capture all the causes of the
conflict on the other. The unfulfilled wish for apéive steering tools and business
support remains unexpressed based on the MAs’ comsmAccording to the role

episode model, this role conflict may be solve@ra#t certain amount of role episodes

have run (see Figure 5.1).

Second, the similarities and differences of tbatrolling function(see Section 2.2.1),
according to Jarvenpaa (2007), are now presentedntrailing meaning
budgeting/forecasting and approving price offengerestingly, all MAs describe their
planning, budgeting and forecasting activities eatixtensively. Several MAs stress the

length of the budgeting process in commenting on:
[...] two or three months of intensive budgeting (MA5
[...] we plan for half a year (MA6),

[...] each year [the planning] is different, eachrykaeed to re-design the process
(MA10),

[...] in July/August we prepare the sales [...] andrirthe operations side we were
already finished in December (MA12),

[...] first inputs are in June [...] and the target] [fmally only distributed in
February (MA16).

This suggests that budgeting and forecasting im@tonsuming activity for the MAs.
On the other hand, only six out of 16 OMs explcitbte budgeting with only one OM
stressing length and complexity. For the rest ef@Ms, planning and forecasting does
not appear to be explicitly valued and is indingatientioned via targets or variance
analysis. Based on this potential contradictiore oauld reason that budgeting is not
considered as a value-adding activity for the ORI ghat OMs do not attribute the
same importance to budgeting. As mentioned abovethi® scorekeeping role, this
diverging view could lead to a role conflict whighnot yet explicit based on the study
data. With regard to the price approval positionsremarkable cross-case similarities

or differences could be analysed.

195



Third, the similarities and differences of thesiness support functiosee Section
2.2.1) are now presented. Both groups considertabdfty analysis (e.g. customers,
distribution channels), strategic analysis (e.gsifess field analysis), decision support
(e.g. make or buy, investments, locations, busireas®), cost driver analysis (e.qg.
measure tracking, productive hours) and the integraof the MA into steering
committees (e.g. daily shop-floor management) pérthis support function. In the
production area and in a BU, the business supporttion turns out to be most
convincing in this study. As evoked in within-caaralysis, some MAs and OMs
describe that there are projects of change, whitllfagus the activities of the MA on
the support of decision-making and strategy exenuflhis could be interpreted as an
increasing interest for this function and an insne@ importance. For the majority of
the participants of both groups, the business stiyaction is performed in addition to
the scorekeeping and controlling function which neethat MAs tend to play multiple
roles at varying degrees and thus roles tend tcobglementary rather than exclusive
(Chang, Ittner and Paz, 2014). On the other handhk business support function the
highest unfulfilled expectation is expressed by sd@dMs with regard to the intensive
scorekeeping function of their MAs. This is illuestied by the following quotes:

The majority of the tasks of the team of MAs arethe BoM and the shareholders.
And the sales teams, from what | observe in thi:pany, wish to have more

support for operative tasks or for strategies anars (OM11)

Too little operational support and too much repgytifor the BoM. [..] To

exaggerate a little bit: it creates more work thidacilitates work. (OM15)

Overall, the potential breadth of activity for busss support appears to be the largest
among the three functions claimed by Jarvenpaa 7(208nd also the most
heterogeneous among MAs and OMs. As a consequent®,exclusivity could
potentially gain in importance (replacing role cdempentarity) for the MA to cope with
the variety of expectations and limit potentialeraonflicts. Another consequence of
this variety could be the need for further spesalon of the MA with shared reporting
services to give time to the MA for further opevatisupport (see last paragraphs of
Section 5.4).
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Apart from what activities MAs are performing, the interviewed MAsd OMs also
talked abouhowthe activities are performed. System-wise, sombi®MAs and OMs
suggest a strong claim with regard to data analst automation (e.g. dashboards,
MIS, integrated planning tools). Another tool tlagipears to be crucial for MAs from
both views is spreadsheets such as Excel — evénappears to be a means of
calculation for the MAs and almostraison d’étrefor the OMs — which was expressed
by nicknames like “Excel acrobats” (OM5) or “Exdedroes” (OM5). Behaviour-wise,
several of the interviewed MAs and OMs stress tiseussion “on equal terms” as an
important character trait of an MA. All of theseoths” can be attributed to the three
roles of the MA, even if tool issues mostly concéne scorekeeping function and

discussions “on equal terms” mostly concern thenass supporting function.

While change in the activities and projects of MA&s appears to be a constant topic
among the MAs, the OMs’ view does not stress chaaghe same extent. Some OMs
consider the MA's work to be changing. For exam@&)11 comments that “most of

the time is invested in order to implement new peses” and OM5 comments “that
they still did a lot of tinkering” in order to impinent a new profitability tracking.

However, the majority of the OMs do not mention g According to the OMs,

change appears to be more dependent on the custsmimess environment than
applicable to the MAs work. OM1 deliberately mams Polaroid cameras and the
launch of the iPhone in 2007 as recent indicatdreh@ange. The reason for the
unnoticed change by third parties might be the ypehanges executed by the MAs.
The main changes appear to happen with regarctedbrekeeping function of the MA

and are more IT system-relevant, as supportedéfottowing comments:
We just implemented Microsoft Dynamics AX as ourfE&ystem. (MA11)

There will be the introduction of a new generalged after the Easter holidays

[which permits liquidity measuring by division]. (M.5)

This means that changes frequently happen in thekgbaund and are thus not
transparent to the counter-part of the MA. Furtimajor changes appear to concern the

efficiency of planning and budgeting as explaingdhe following quotes:

We are about to globally implement an integrateghping and simulation tool.
(MA13)
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With the target business plan [...] the KPIs wereuped [...] with a significant

streamlining of the process. (MA4)
We do not have any more budget and ambition btigjtarget for n+2. (MA10)

These modifications may not be transparent to tlpedties as they are directly
integrated into time schedules, and from a glolelvystill similar to old processes.
These nuances are obvious for those working deieptire processes like the MAs

themselves.

To conclude, a reference to the accounting liteeais elaborated. The accounting
literature still struggles with discourse with redjdo a dichotomy of roles of the MA
(Friedman and Lyne, 1997; Siegel, 2000; Burns aatthBnsdottir, 2005; Byrne and
Pierce, 2007; Morales and Lambert, 2013) versu®i® metailed classification of roles
of the MA (Kuepper, Weber and Zuend, 1990; Chapnid87; Jarvenpaa, 2009;
Lambert and Sponem, 2012). In the light of thiscdssion, indications can be found
that from an MA's point of view, a more detaileédssification of the activities appears
to be necessary which leads to the broad rangele$ elicited in the literature (e.g.
historian, watchdog, advisor etc. — see Sectionl.Zrom an OM'’s point of view,
however, the function of the MA can very much beéueed to the dichotomy of non-
value-adding and value-adding function. The nuarafethe controlling function are
partly observed by the OMs (see paragraph comgpliiunction above) but not
recognised as a value-adding activity which makeather superfluous to distinguish.
Thus, from an OM’s point of view, the budgeting antérnal control position activity
might be attributed to the scorekeeping functiocalbse of its lack of value added. The
dichotomy that remains would be lasiness supportunction and ascorekeeping
function staying with the terms in use. Thus, #tigdy supports a dichotomy of roles of
the MA from an OM'’s point of view (Friedman and lgin1997; Siegel, 2000; Burns
and Baldvinsdottir, 2005; Byrne and Pierce, 2006rales and Lambert, 2013) and a
more detailed classification according to Jarver(g@a7) from an MA's point of view.

6.2.2 Roles of MAs: intra-organisational view

In addition to the comparative analysis in Secdhl, the following points arose when
analysing the views of the MA and OM from the sasnganisation (i.e. MA2 vs. OM2
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etc.). In contrast to the previous section, thigisa does not structure the comparison
based on the functions (scorekeeping, controllnginess support), but based on role
consensus/conflict (see Wiswede, 1977 and Sectidd)3between the MA and OM.
Thus, the analysis is based on the role episodeshaoul the relationship between the
OM as role sender and the MA as focal person asilelétin Figure 5.1. This role
consensus/conflict can be related to the threetifume but mainly appears to occur in
the sample with regard to the weight of dedrekeepingr business suppofunction.
Then, thehow of the activity is also analysed as previouslyokiog at the intra-
organisational comparison of the role of the MA,nautral, a consensual (role
consensus) and a non-conforming relationship (colaflict) between MAs and OMs
can be observed. The majority of the organisati@s%, 7, 11-14, 16) show a rather
neutral relationship with regard to the tasks &¢ A, meaning there is a mutual

acceptance of each other’s position:

But this is what we [MA6 and OM6] mutually appreeiaif he says no then | say
“OK leave it alone”. (OM6)

This neutral relationship does not lead to anyhirtrevelatory insights with regard to
the activities and role of the MA. Thus, the twdet relationships are investigated
further. OMs 1, 3, 4, 5, 8 and 10, for example,espdo agree strongly on the tasks of
the MA and mutual duties of these tasks. They appeaconsent both on an

interpersonal as well as at a task level as ittt by the following comments:

We have shortcomings system-wise but we are mowirthe same direction Mr
MAL1 and myself. (OM1)

It was a common understanding (between OM3 and MARA3)

This consensus is supported by the tone of theviete when talking about the other
party, and partly by the behaviour observed inradgons (e.g. organisations 1, 4, 8,
10). In these organisations, a common view on timetfon of an MA was observed.

Interestingly, the MAs in these organisations peried many activities of business
support. The causes of this common sense of thes Metivity appear to be common
stakeholder interests (1, 3, 4, 5, 8, 10), a cenicisa of steering needs of OM (1, 3, 4,
5, 8, 10), common or similar work philosophies @, 4, 5, 8) and/or a good

interpersonal fit (3, 8). On the other hand, inamigation 15, MA15 and OM15 did not

appear to agree on the tasks of the MA. The caliskeisorole conflict is seen in the
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prioritisation done by the “holding company” as egsed by OM15 himself and based

on a potential lack of common interests of the enirstakeholders:

There is a new CFO. We take the chance and makepagal what we consider as

important.

A particular lack of interpersonal fit was not obhss (“we do not have interface
problems”, “the collaboration is good” OM15). Al€dM15 expresses rather precisely
his steering needs whereas the MA stresses shewtidiyher high level reporting tasks.

From an overall perspective, MA15 simply deniesuppresses the OM’s expectations:

I cannot offer a customised solution for everybdthat we can offer is to show

[...] how you design layouts in SAP on your own.

Organisation 11 and 13 are not detailed as especiah-conforming, as the OMs
coped with the open steering expectations by ilsgab sales control employee or
team. Thus, role conflict could not be observedgmnisations 11 and 13 adopted a
coping strategy for their organisations insteadsoliving the role conflict with the

existing organisation.

As a consequence, it can be tentatively suggesimdstakeholder interests and their
prioritisation appear to be the main factor foroammon view on the tasks of the MA.
This common view supports the MA, as he does ned e cope with role conflicts and
can concentrate more thoroughly on the core aiesviFurther factors based on the role
episode model like organisational factors, perséatbrs and interpersonal factors also
affect this relationship. Consequently, this supgptre use of the role episode model by
Katz and Kahn (1978) in the management accountorgext. Both the role-sending
function of the OM and stakeholders and the immdcsurrounding factors, can be
underpinned by the case data. Suggestions foreiugtbcounting research have already
proposed the application of the role episode m{gke Section 3.2.7). The main driver
for a common view on the activities for this studppears to be the common
prioritisation of stakeholder interests (mainly hvitegard to the hierarchy in the

organisation).

A further difference revealed by the intra-orgati@zal analysis is aboufhow the

activities are performed. In the previous sectiongjas mentioned that the discussion
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“on equal terms” is an important factor for both MAnd OMs. However, looking at the
intra-organisational match, only MA8 and OM8 appéarstress the “equal terms”
aspect with the same importance. The other interegs talking about “equal terms”
are no matched pairs. One potential reason maldighe discussion “on equal terms”
is not perceived equally important on both sided eonsidered as a matter of course
and thus not mentioned by one of the interviewdéth regard to the IT system-focus
(both Excel and future systems), the use of big datalytics applications and the
implementation of dashboards etc. was in most casggioned by both interviewees

from the same organisation (in matched pairs).

6.2.3 Summary of perceptions on roles of MAs

Based on within-case (Sections 5.2.2 and 5.3.2)capsk-case analysis (Sections 6.2.1
and 6.2.2), the previous sections prepared theamnsvwhe contextual rSQ1, examining
what the perceived roles of the MA are. A case amspn view reveals that the OMs’
view of roles of the MA is more closely relatedaaichotomy of roles (Friedman and
Lyne, 1997; Siegel, 2000; Burns and BaldvinsdoB05; Byrne and Pierce, 2007,
Morales and Lambert, 2013) in the sense of valwkrgdor non-value-adding activities.
On the other hand, the MAs’ view distinguisheseaist three functions as advocated by
Jarvenpaa (2007) — with scorekeeping, controllimg lBusiness support. Furthermore, it
can be observed that the OMs’ view of the MAss fumt tends to be more exclusive
(Maas and Majka, 2009) whereas the MAs’ view tends to be mareglementary
(Chang, Ittner and Paz, 2014). This diverging vimay also be an origin of role
conflict, even if not explicitly stated. On the etthand, limiting potential role conflicts
frees resources for the MA to concentrate on tlopgar activities. This aspect will be
further taken up in Sections 6.4 and 6.5 when aajythe updated role episode model
in more detail (see also Figure 6.7). To sum upti®e 6.2 developed the existing body
of literature on the roles of the MA in the sen¢éhe comparative analysis of the MAS’
and OMs’ views. It presented potentially new inssgbn the aspects dichotomy vs.
further roles and exclusivity vs. complementaritythus answered rSQ1, detailing the
perceived roles of the MA. In addition, this seotfresented further indications toward

the application of the role episode model for tbke of the MA which will be further
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amplified in Sections 6.4 and 6.5. The next sectinalyses and discusses rSQ2 on the

key characteristics of a PMS.

6.3 Comparative analysis: perceptions on key chargaristics of a PMS

Based on the literature Section 2.3.4 and Secbdh8 and 5.3.3, this section performs
cross-case analyses of the occupational groups e$ &g inter- and intra-
organisationally. Thus, this section answers theteodual rSQ2, examining what the
perceived key characteristics of a PMS are. The RiWi&acteristics are based on
Ferreira and Otley’'s (2009) PMS framework, distisping core and enabling
characteristics. This sectionagain uses exemplagycations for its arguments. An
additional list of quotes underpinning the arguragoh and discussion can be found in
Appendix G and Appendix | together with the compaeaTable 6.1 of the PMS
characteristics. As mentioned previously, both wevare analysed in an
undistinguishable way in the core management cbhtevature (Malmi and Brown,
2008; Ferreira and Otley, 2009). Additionally, mgement accounting literature
analyses parts of the characteristics, for exanipldgeting (Hope and Fraser, 2003).
Consequently, the following sections analyse thaparative views of the occupational
groups or intra-organisationally and conclude lscdssing these views in the light of
the extant literature. The comparison starts fronogerview and then moves on to the

more detailed characteristics.

6.3.1 PMS framework overview: MAS’ vs. OMSs’ view

In order to prepare a detailed comparison, an MAd OM'’s overview of the amended
PMS framework analysed in Sections 5.2.3 and 3s3n@cessary. This section presents
the two views on the overview and closes with &ussion with regard to the body of
literature (Ferreira and Otley, 2009). A detail@inparison of the PMS characteristics
will be given in Sections 6.3.2 and 6.3.3.
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Figure 6.1: Overview of key characteristics of a $ldapted from Ferreira and Otley
(2009, p. 268)

Figure 6.1 summarises the MAs’ view of the chandgties of a PMS which is adapted
from Ferreira and Otley (2009, p. 268). As detailedSection 5.2.3, the inner core
(numbers 1-7) portrays the core characteristias,ntiddle circle (numbers 8-12) the
enabling characteristics and the outer circle thetingent variables. Apart from the
further operationalisation of the existing charastes from the Ferreira and Otley
(2009) framework, the adaptation of the MAs’ viesais follows. First, the organisation
structure is enlarged to organisational factorsiarichnsferred from core characteristics
to enabling characteristics (number 8 is on thedieidircle in Figure 6.1). Second, the
efficiency aspect of information flows is addedthe information flows characteristic
(number 9 in Figure 6.1). Third, the attributesagberson and interpersonal factors are
added as contingent variables in the outer ciféturth, four core characteristics are
less distinguishable by the study data and coulddmsidered as two issues instead of
four. Strategies and plans are particularly coretetd key performance measures. Also,
performance evaluation and reward systems are omaaticlosely together as suggested
in Section 5.2.3 above. Appendix G gives furthetatied quotes with regard to the
potentially subsumable characteristics. Interegtinfjom an overall MAs point of

view, MAs talk in more detail about enabling thamoat core characteristics which
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tentatively gives a tendency of importance. Thippsuts Pulakos and O’Leary’s
(2011) contention that informal elements of a PM8dtto be more important than
formal aspects. The OMs’ overall view (see SectoB.3 for within-case details) is
identical apart from the interpersonal factorslmeihg mentioned by the OMs.

Comparing the MAs’ and OMs’ overall view suggestattthe main difference at a high
level are interpersonal factors as a contingentakby, which are not mentioned
explicitly by the OMs at all, and solely by one M#Mterestingly, the other two

modifications — the transfer of organisational éastand the efficiency aspect of
information flows — are an explicit result of botlews. The same occurs for the non-
distinction of strategies, plans and key perfornreamseasures as potentially one
characteristic and the performance evaluation emérd system. Thus, from an overall
perspective and focusing on the key characterjdties MAs’ and OMs’ views do not

appear to show major differences. The only diffeeshes in the outer circle which is
not the focus of rSQ2. This will be investigatedtlier when influential factors are

presented in Section 6.5.

Comparing this overview with Ferreira and Otley29@9) framework, it suggests three
main differences. First, an enlargement of the scofpthe characteristic organisation
structure to organisational factors as well as pdate of information flows with an
efficiency aspect is proposed (see Sections 5.8d3 |3.3). In addition, this study
differentiates in the categorisation of the orgatisal factors as enabling instead of
core characteristics. The study data of MAs and @Marly describe the organisation
as a circumstantial factor with enabling respoiisigs etc. (see Sections 5.2.3 and 5.3.3
and Appendix G), whereas core characteristics amendl hard factors of the
framework. On the OM side, this circumstantial megrnis reflected by OM1 calling
the organisation a support and by OM10 where a ®faganisation enables
responsibilities. Second, Ferreira and Otley (2009,271) strictly distinguish e.g.
strategies and plans and key performance meadnstead of regrouping them like
Otley (1999). The author found this split less ukahd proposes rather a merger of the
characteristics (numbers 3 with 4 and 6 with 7désive a more easily manageable
framework. Twelve characteristics are numerous Bedeira and Otley want the

framework to provide a useful research tool (20829263). Third, Ferreira and Otley
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(2009) only name culture and contextual factorscastingent variables and do not
mention interpersonal factors and attributes ofpg@eson. This can be explained by the
fact — similar to the underlying research — thattoment variables are not the core
focus of their research (Ferreira and Otley, 2Q0267). The contingent variables are
mainly mentioned in order to allude to their exise® and in order to facilitate a

potential enlargement of their framework.

6.3.2 Key characteristics of a PMS: MAS’ vs. OMSs’ iew

This section analyses the similarities and diffeemnin the operationalisation of the
core characteristics of a PMS. The group of MAsdmpared with the group of OMs
(Appendix | to Appendix J and Tables 5.1, 5.2 ari) &nd then linked with literature
mainly represented by Ferreira and Otley’s (2008jnework. Starting with theision
and missionit is common to both cases that the majority @hlbdo not mention vision
and mission at all. However, the existence of sauefision and mission can be derived
from the internet, company magazines or bulletihseoved by the researcher. Only
three interviewees (OM8, MA10 and OM10) explicithyentioned their organisation’s
vision and mission. This means that a vision andsion exists across all the
interviewed organisations, but more as an imptibdracteristicKSFsare the first level
of operationalisation of the vision and mission anel referred to by some interviewees
of both cases. As any indications remain scarcesadooth cases, it could be concluded
that the majority do not have an explicit link tsion and mission. Another reason
could be that the link is not transparent to theriiewees and thus not mentioned. It
can also be observed that KSFs are based on soqeikual like a cottage (MA13), a
T-shirt (OM5) or a strategy map (OM8). Overall, fegra and Otley’s (2009) two first
core characteristics are more implicitly and tewédy supported by the data, the vision
and mission even being primarily underpinned bysdary data which makes a further
operationalisation based on the study data diffi@yen if the overall existence of these

core characteristics cannot be denied.
Strategies and plansas well as key performance measureare further core

characteristics which are strongly highlighted Ine tstudy data of both cases. In
comparison to the first two core characteristiedfident examples are given in the
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study data in order to operationalise the charesties (Appendix I). The translation of
goals from strategy to operating targets is suggobly both cases as suggested in the
sections above and thus reflects literature (CHenB@03; Ferreira and Otley, 2009).
The communication and wider implication of manager® the strategy generation
(empowerment) is facilitated by strategy maps dredBSC on the MAs side (MAS).
OMs also support communication and empowermentdoasetheir lean management
activities (mainly OM5 and OM14). This is in lineittv Ferreira and Otley's (2009)
operationalisation of the characteristic. Interegi, the generation of plans as a
bottom-up and/or top-down process as advocated hey same literature is not
underpinned by the study data. Both MAs and OMsbate bottom-up and/or top-
down generation more to target setting than tdegras and plans. According to both
cases, key performance measures need to link bastkategy as also advocated by the
literature (Johnson, Scholes and Whittington, 2@@8reira and Otley, 2009). The study
data of both cases also support the issue of &igsuff number of indicators which
supports Ferreira and Otley’'s operationalisationA8Vidiscusses the number of
indicators when talking about cycles between a napdevel BSC and a more detailed
BSC (see Appendix G). MAS8 stresses that it is \aifffcult to know, what sufficient
KPIs are to achieve the strategy, if the right K&ie chosen and what the maximum
number is that can be managed by an organisatierexdplains that it is a process of
trial and error in their organisation. Then, MA&a@ldiscusses the bindingness of
measures which is important to attain the strategied plans. On the OMs’ side, OM3
for example mentions milestone control and resoltwl as means of control to
monitor measure implementation and thus strategpleémentation within his
organisation (see Appendix G). However, the usemahy performance measures
reduces their impact (Kaplan and Norton, 1996).sTi@iM3 stresses the importance to
stay with KPIs and not to get lost. It adds to litexature in terms of the importance of
milestone and result control mechanisms and thessecy bindingness of measures.
Thus, from an MAs and OM'’s view, the aspect of wh#ficulty of bindingness of
measures can be added to the literature. And thecasf milestone and result control
as a means to achieve bindingness is added by k& @ew. Overall, the author
suggests to add a bindingness aspect of the measgether with milestone and result
control as operationalising factor to this charastie.
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Target settingis another characteristic strongly supported by ¢hudy data of both
cases. Based on the study data, particularly oMhe, two approaches to target setting
can be distinguished plus a mixture of both. On baed, a more strategy-driven
approach (MA8, MA9, MA10, MA12) which treats theeawall process, the mutual links
of the functional targets (policy deployment, Host{anri®), the deduction from
strategy, the coverage of certain perspectivestlansl the integration of financial and
non-financial targets. On the other hand, a vera-daiven approach (MA2, MA7,
MA11l, MA15, MA16) can be observed just talking abfinancial KPlIs taken from the
budget and transferred to the target. Whereas thg tdpresent both approaches plus a
mixture (see Section 5.2.3), the OMs mainly repredbe strategic approach (see
Section 5.3.3). This can likely be explained, basedhe fact that the MAs frequently
support target setting operationally by providihg figures which makes them think
much more operationally than strategically. Thisamsadditional operationalisation of
target setting not mentioned by Ferreira and Qi2&09). Further operationalisations as
external benchmarks to provide legitimacy are qastly supported by the case groups.
MAs tend to use benchmarks internally rather theteraally (MA4, MA9) and OMs
tend to use external benchmarks rather as bediqaand exchange examples than for
target setting (OM1). Thus, the study data do mbiredy support benchmarking as an
important operationalisation of target setting. éwling to Merchant and Manzoni
(1989), targets optimize performance if they aré©8@ercent achievable. Interestingly,
the MAs do not talk about achievability whereas tafothe OMs (OM1, OM15)
strongly argue against the top-down process andnfare achievable targets. Further
indications are given from both cases about theobstip and top-down generation of
targets. Whereas MA4 is satisfied with the top-ddarget process introduced in the
company a few years ago, OM1 and OM15 heavily campabout the top-down
process and further OMs also reflect mixed feelmgsut the filling of the target gap by
a top-down process. Apart from the fact that themeo common sense among the MAs
and OMs about the benefit of the bottom-up anddown process, the author suggests
to attribute it to target setting rather than t@tglgies and plans. This is also strongly

emphasised by the study data of both cases.

*Hoshin Kanri (also called Policy Deployment) is athod of lean management, ensuring that
the strategic goals of a company drive progressvaty level within that company. This
eliminates the waste that comes from inconsistiatiion and poor communication (Witcher
and Butterworth, 1999).

207



The characteristics gberformance evaluatiomnd reward systemsare also strongly
revealed by the study data. In line with literat(iferreira and Otley, 2009), both cases
mention individual or group and organisational parfance. Both cases support a trend
to mutualise targets (OM1, OM2, OM4, MA4, MA13) fitre management level which
are also relevant for incentive schemes. The reasmme to avoid complicated
performance evaluation methods (MA4) and to avoldnking in boxes or
organisational charts (OM1). Also in line with héure (Ferreira and Otley, 2009),
performance evaluation can be subjective or ohjeatr a mixture of both. Both cases
suggest all variants with a trend to a mixture,edasn an objectively calculated
performance evaluation which can be adjusted ie c@snajor deviations which were

not in the hands of the responsible as supportatéfollowing quote:
How hard are they [the targets] monitored? [...] Mdtin my view. (OM9)

RPE as a means of standardisation is only mentiaeedfuture project by MA1. Thus,
it is not strongly supported by the case data efiAs and not at all by the OMs. Also
in line with literature (Bonner and Sprinkle, 2008Kkills management is important in
both cases in order to facilitate performance. Hmrgn contrast to literature (Ferreira
and Otley, 2009), skills management for both casemore strongly attributed to
performance evaluation than to reward systemshasatking skills are determined in
the process of performance evaluation. Thus, tpisraiionalisation is proposed as
shifting (see Figure 6.1) if the split between pariance evaluation and reward system
Is maintained. With regard to reward systems, #rget to align personal goals with
organisational goals (Hopwood, 1972) is generallyine with the case data. For both
case groups, financial rewards are the most popsyatems. Recognition is only
mentioned by MA16 who “does not feel it” and by MAIvho considers personal
appreciation very important. However, others domention it, suggesting recognition
does not appear to be widely engrained in the @wgstems of both cases. Promotions
are only mentioned by MA14, who mentions promotionditions in the company and
OM16 who mentions employee development integratedhe annual performance
reviews. This means that promotional systems ar@exessarily closely integrated into
the reward system. Interestingly, group rewards daliective achievement are only
mentioned by both cases as town-hall meetinggesifie chats with managers. None of
the interviewees mentioned team outings or othengoof collective incentive. This

may be due to the fact that team outings are fr@tjudone during leisure time and are

208



thus less recognised as company events. Thus, #ment the switch of skills
management to performance evaluation and apart fhenscarce indications for RPE
(see Appendix | for both), all the core charactesscould be found in the study data to
almost equivalent extent. A comparative overviewihsd PMS key characteristics with
their operationalisation between the group of MAb)s and the literature can be found
in Appendix | and Appendix J. This overview alsotans exemplary quotes in order
to support the arguments above and in additioleocase views in Sections 5.2.3 and
5.3.3.

The following paragraphs analyse the similaritiesid adifferences in the
operationalisation of the enabling characterisbésa PMS. The group of MAs is
compared with the group of OMs and then linked wiirreira and Otley’s (2009)
framework. Starting with organisational factors, both case groups consider
organisational issues (size, products, hierarchmsje as an enabling than a core
characteristic (see Sections 5.2.3, 5.3.3 and )6.laddition, OM10 adds the concept
of hierarchical simplicity or organisational simgty as an operationalising concept
(see Section 5.3.3).

Another characteristic which is the most stronglyline with the case data on MAS’
side and OMs’ side isnformation flows and their efficiencynformation flows are
distinguishable from feedback, i.e. single loopimniation flows and feed forward, i.e.
double loop information flows. The case data prilpaepresent single loop flows with
simple corrective elements. Only those working wehn management and the BSC
(MA5, MA8, OM4, OM5, OM8, OM14) showed double loflpws, which enables the
organisation to learn (see Sections 5.2.3 and &r&i3Appendix J). MA14 was not fully
integrated into the daily lean management systemd, taus not integrated into the
double loop flow. From an MIS point of view, MAsroononly work with some kind of
ERP system. For financial data, the use of big dat@ytics and data analysis is —
according to both cases — in process. A new asglached by both cases is the
efficiency of information flows with a system thpérmits automated data use. This
concept is combined with the simplicity of inforneet at the top level to permit easy
understanding for the normal user, permitting gpdeanalysis for those who want to

know more. The latter concept is only advocatedobg OM and is consequently a
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difference between the case groups. This differeracebe explained by the fact that
MAs are more familiar with the data and are thug so dependent on easily
understandable information, which is not the caseOMs. A further concept is that of
formal or informal meetings which is found as arpartant information flow in both
case groups. Informal networks, even if not pritlgasiressed by both cases, are also a
concept found in the study data. Thus, both casapgrare in line with Ferreira and

Otley (2009), adding the aspects of efficiencyndbimation flows and simplicity.

Another characteristic supported by both case grasithePMSs usésee p.150). Both
case groups support the concept that use is magreriamt than design, as there is no
corporate framework in place in the case orgamsatiapart from a BSC. The main
operationalisation of the concept of use is strpmglated to the single and double loop
information flows and thus means that the primasg is diagnostic in terms of Simons
(1995). Only the use of BSC and lean managementiparmore interactive use in both

case groups.

PMSs changésee p.151) is a further enabling characteristichvivas in tandem with
management accounting change in both case groupse Types of change can be
distinguished in both case groups (see Section8 ar&d 5.3.3): fundamental changes
(i.e. giving up one PMS and replacing it completelyr not — by another PMS in
organisation 4), technology-based changes (i.e.wbik on new information flows
based on a more self-service-oriented data conpeptganisation 3) and continuous
learning changes (i.e. minor improvements about ttmdepth in organisation 8). These
types of changes are a new operationalisationeotiaracteristics and are found across
both case groups. However, changes appear to be neactive than proactive (see also
Sections 5.2.3 and 5.3.3). Thus, overall the casdysdata is in line with current
literature (Ferreira and Otley, 2009) and add te thperationalisation of the

characteristic of PMSs change by proposing theettypes of change.

The last enabling characteristic supported by lwathe study groups strength and
coherenceBoth case groups are in line with extant literatoy demonstrating elements
of PMS frameworks and packages (see Section 2rgl4Appendix J). As argued in
Section 5.2.3, the only corporate PMS framework titoeed by both case study groups
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appears to be the BSC, which is complemented b¥E@M model by OM4 (Section
5.3.3). While the BSC is still used in organisatisnthe EFQM model had been
abandoned because of a lack of discipline. All temaining PMSs of the study
organisations appear to be rather loosely coupdettages or partial frameworks. This
first impression led to a more detailed analysithefstrength and coherence models. In
order to facilitate the analysis of the overallusture, an overview (Table 6.1) was
generated with the respective players of each wmghon and the existence of
indications of the different characteristics. Iétlespective characteristic was mentioned
by the interviewee, the box is grey, if not it rensawhite. If secondary data are used for
the characteristics, the box is black. Following tieneral ideas of Cooper, Ezzamel
and Robson (2018), different levels of interdep@cdeor strength and coherence of the
PMS concepts can be observed in the study datkinipat both PMS frameworks as
well as packages. Thus, a deeper analysis suggestit into four basic models of

strength and coherence which are described below:

Model A: A corporate PMS deployed in the entire ammgation (i.e. BSC as
advocated by one MA and OM, EFQM as advocated ley@kl). The strength

and coherence for model A is exemplary, accordmghte case data, but the
entire organisation needs to put a lot of effotbithe system for permanent

updates and needs to be very disciplined (MAS8).

Model B: A corporate PMS without definition of deghment levels (i.e. only a
vision with freedom of accomplishment in organigatas advocated by one MA
and OM, a corporate cockpit chart as advocatedngyMA). Model B does not
need such a discipline and effort as the modehlg lbved on a corporate level.
Below the corporate level all depends on the rdsmemanagement (MA10).
Thus, this model needs a lot of trust from the Bwward the managers below,
and the enabling characteristics at least appda@dome more important even if
not explicitly defined from the top-level systemheke enabling characteristics
appear to compensate for the lack of defined cberacteristics between the
vision and mission and the performance evaluatiwh reward systems (Table
6.1). Only vision and mission as well as perforneaaealuation appear to exist
on all levels of the model B organisation (i.e.angations 1 and 10) as core

characteristics.
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Model C: A functional PMS decoupled from corporated mainly cascaded in
functional view (i.e. lean management with shomfflomanagement as
advocated by one MA and three production OMs). NMdclean be evaluated
like model A in terms of effort to keep the systempdated and in terms of
discipline. 1t is limited to a functional view anithus facilitates automated

updates as the information flows have a functioestriction.

Model D: A package loosely coupled (or not) witthert packages in other
departments of the company (as advocated by therityapf MAs and OMSs).
This model appears to be the primary model in useng the case study

organisations.

The distinction of these four models will be takep for the intra- and inter-
organisational analysis of the PMS characterigi®msction 6.3.3) and the analysis of
interactions. A comparative overview of the enaplifbMS characteristics with their
operationalisation between the group of MAs, OMd #re literature can be found in
Appendix J. This overview also contains exemplanptgs which are in line with the
arguments above. Interestingly, there were morieatidns for the enabling than for the
core characteristics in both case data (see alske Fal). This might be a sign of an
increased importance attributed to the enablirgpmparison to the core characteristics.
As mentioned above, this supports Pulakos and @feg2011) contention that
informal elements of a PMS tend to be more impartaan formal aspects. The next
section describes the inter- and intra-organisatiooomparative view on key

characteristics of a PMS based on the four modsisldped above.

6.3.3 Key characteristics of a PMS: inter-/intra-oganisational view

In addition to the comparative analysis in Sect®B8.2, further points arise when
analysing the views across the organisations iiter-organisational view) and the
views of the MA and OM from the same organisatiof {ntra-organisational view). In
contrast to the previous sections, and to avoietrgmn, this section focuses on an
overview and does not operationalise the charatiesi further. For this aim, this
section refers to the four models of strength asltecence developed in Section 6.3.2

and to Table 6.1. There is no further distinctinrthis section between inter- and intra-
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organisational view in order to avoid repetitiorhid analysis is in line with the
stipulation of Cooper, Ezzamel and Robson (2018Q®).for further research on the

interdependence of “the set of [PMS] devices”.

As mentioned in Section 6.3.2, model A refers toogporate PMS deployed in the

entire organisation. This is the case for the B$fiwwas deployed in organisation 8.

First of all it has the characteristic to be a rimal and when you see it, you think
“wow”. It helps you with the structure and it helpsu to push the really relevant
issues with the strategy map and to skip many dtiegs. And it helps you to

decide on actions that you really want to drivaVi§)

From Table 6.1 there are indications that MA8 arid4Care the only participants to
demonstrate all the twelve characteristics of a RMSlefined in Figure 6.1. OM4 is
familiar with different system models — a globatigployed PMS like the EFQM
system (model A) which has been abandoned thoughtala lack of discipline and a
functional PMS like shop-floor management (model @jerestingly, MA4 does not
show the equivalent indications and did not talbwthbthe EFQM model as a global
PMS system either. From MA4’s age and experiencant be concluded that he must
also have experienced the EFQM system but it wasapse less universally deployed
than the BSC in organisation 8. Another reasondcbel that OM4 was in another more
actively involved organisational unit than MA4. Aher explaining factor might be its
potentially named misuse of “counting points” (OMAhich did not account for the
credibility of the EFQM system as a PMS framewodk &very manager. Another
reason might be that OM4 was presensitised for Plgi®eworks with his operations
and lean management background which attractecattemtion more strongly to a
global PMS than is the case for MA4. On the othandy OM8 shows nearly the
equivalent indications as MA8 apart from reward teys (i.e. 11 out of 12
characteristics). In contrast to MA4, OM8 stronglprks with the BSC as globally
deployed PMS and he might not have talked abouamwystems in the interview for
confidentiality reasons. Thus, MAS8, nearly OM8 a@#14 are overall in line with
Ferreira and Otley’s (2009) framework as well aguFé 6.1 with all its characteristics
for model A. MA8 and OM4 also support the argumtrat a BSC and the EFQM
model can be considered as an extended framewdrklistic PMS if deployed across
the organisation. In addition, it can be assumethfthe data that a globally deployed
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PMS makes the managers utilise all the charadteristaimed by Ferreira and Otley
(2009) and by Figure 6.1.

Model B refers to a corporate PMS without defimtiaf further deployment levels. This

model is used in organisations 1 and 10. The latigianisation uses the core
characteristics of vision/mission and performanceliation as a stable core system.
The deployment below depends on the different manrsagnd is deliberately left open

which is in line with the destruction of the compamganisation.

There is no real structure. [Only] a vision whishupdated every two years. [...]
And a vision is not a figure-based target. [...gTiest changes. This is the only
constant and overall definition. [...] We have moutomomy to decide and to take
risks. (MA10)

The common top-level view appears to draw on thength of this top-level system.

This is illustrated by the strong values of orgatie 10.

These values are fixed in everybody’s mind. Theieglare more important than
the process. (MA10)

A corporate PMS also exists in organisation 1 whieegtop-level cockpit chart is highly
committed so that “they [the managers] can prayttdMAL). This cockpit chart
represents the key performance measures and gagtheéo with performance
evaluation and reward systems. Below, there is litlman factor and the collaboration”
(MA1) and it is all “flakey” (MA1). A high commitmet, as in organisation 1, or fixed
values, as in organisation 10, appear to be th@ megison for the common view on
enabling characteristics. In addition, from a comioation perspective, it is potentially
easier to focus, for example, on one rather sinipfelevel system than on very
sophisticated and detailed system elements. Tlammanication-wise, the managers

can understand it and adhere to it more easily.

Interestingly, an analysis of Table 6.1 reveals M&1/OM1 and MA10/OM10 all

show indications of all of the enabling charactesss even if incomplete, with regard to
the core characteristics. This might be an indicatihat a top-level PMS can be
characterised by indications of the enabling charatics. Core characteristics are

various due to lacking deployment across the compard thus indicators of core
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characteristics are scattered for this model (sd#eT6.1). This is in line with Ferreira
and Otley’s (2009) framework and Figure 6.1 by suppg the importance of enabling
characteristics. Based on this potential findingpuld even be argued that the enabling
characteristics might be more important than thee aharacteristics in order to talk
about a PMS framework or system. It tentatively psus Pulakos and O’Leary

(2011) who consider informal aspects of PMSs mogortant than formal aspects.

Model C specifies a functional PMS which is decedpfrom corporate and mainly
deployed in a functional view. The sample data esent, for example, lean
management and more specifically the systems of(3Q&nd shop-floor management
(Section 5.3.3). This system is particularly usediganisation 5 where both the MA
and OM highly commit to this functional system.

If something is good, we see it based on the Kdl-afased on the daily shop-
floor discussions at the customer on the produclioe — the employees learn

continuously which measures are successful andhrie not. (MAS)

Our efficiency programme [...] that measures daily][the performance [...] of

our employees based on our boards, shop-floor nesmaigt etc. And meanwhile
the MA has a big part in it. [...] The best frieaflithe production manager is the
MA [laughing] — once converted. (OM5)

Analysing Table 6.1, it is revealed that both MA®2OM5 show indications of all the

enabling characteristics whereas the core charstotsr are incomplete in different

aspects. OM4, OM12 and OM14 also strongly commit lé@an management.

Interestingly, the equivalent MAs do not show thmalagous indications. The main
aspect for this diverging view is the fact that MAs in organisation 4, 12 and 14 do
not appear to be integrated into the lean managesystem and more precisely in the
daily shop-floor management and SQCDP discussidms.explanation is supported by
OMS5 who explicitly stresses that

[...] the best friend of the production manager ie tMA [laughing] — once
converted. (OMb)

This lacking integration might be due to severatdes. MA4 is not integrated into the
shop-floor management activities as he is an MA BU. Thus, the link with operations

is not as operational as it can be interpretedgroduction plant. On the other hand, the
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operations responsible of a BU needs to be align#dthe production plants and thus
follows up cascading shop-floor management actisitiThe reasons why MA12 and
MA14 are not integrated into the daily lean manageintan be multi-sided. For OM14
the MA in his organisation is considered as a detaglement who “provides limits that
are always too tight” (OM14). Consequently, OM14pegrs to prefer a limited
transparency with his MA in order to stay capaldl@ding. MA14 is still part of the
core team meetings, but obviously not involvedhm dlaily shop-floor discussions. This
might also depend on the business model as MA14iomsn“the cost reimbursement
price”, the monopolist status for some customedsthat “the targets are more delivery-
based than based on an optimised company manadeiiit4). For OM12 a certain
distrust towards the MA can be observed based snptor experience in another
company where “the MA was the enemy of operatid@d¥12). This means that OM12
has not so frequently experienced a positive imgp&tam the MA so far and thus does
not feel the need to integrate him further. Anotlearson might be that organisation 12
does not yet have a common vision about the stdedafr lean management in their
company which could be another reason not to iateghe MA yet. OM12 states with
regard to lean management that “basically everylbubs his own thing and there is
even partially rivalry”. Another reason could beatlhe MA is so implied in various
basic management accounting projects that he lackapacity to support any further
activities. Thus, MA12 states that

[...] they just started two or three years ago tdlyeestablish the management

accounting function [and] that it did not exist tvef to the same extent. (MA12)

These factors could all be reasons for less neecbltdboration between MAs and
OMs. Thus, the lacking collaboration on lean managd in organisations 4, 12 and 14
potentially entails a disconnection between MAs &ids about the enabling PMS
characteristics. Consequently, the MAs remain ipoaition which is more closely
related to a PMS package (model D) which is furttetailed one paragraph below.

Table 6.1 also reveals that OM4, OM12 and OM14 shalications of all the enabling
characteristics in line with organisation 5. Thisdfng might imply that the enabling
characteristics tend to be more important for aftional system (model C) as well as a
top-level system (model B) than the core charagties. It is also in line with Ferreira

and Otley’s (2009) framework and Figure 6.1 by digwieg the importance of enabling
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characteristics. In addition, the analysis suggedbkts the only functional PMS

mentioned in the study data is coming from openatiaand is based on lean
management principles. Other functions like salesmagers and their respective MAs
(see Table 4.2) did not show indications of a fiomal PMS in the study data. This
might be due to the non-existence of further fuor@l PMS or the non-use of further

functional frameworks as a system.

Model D merely specifies packages that are loos®lypled (or not) with other
packages. This package or “set of [PMS] devicegiofter, Ezzamel and Robson, 2018,
p. 30) is represented by the majority of the orgations of the study and shows a very
scattered picture in the analysis Table 6.1. Ntharsimilarities can be deduced for the
packages as they strongly depend on the focuseofmidmnager and only show single
elements, which do not combine to a logic with rdg@o core and enabling
characteristics. Both core and enabling charatiesisdo not show a complete
indication based on the PMS packages. The onlylasitnes are — as mentioned in
Section 6.3.2 — that the characteristic vision/mrsss mainly proven by secondary
data. A further similarity across the organisatia@ppears to be a weak link from the
vision to KSFs to strategies/plans. In additionsitommon among the MAs and OMs
of the same organisation to only consider excarptae core or enabling characteristics
when working with a package rather than a systdme. majority of the indications for

core characteristics starts with strategies anaispiar model D.

Another interesting aspect which is revealed frdm #tnalysis of Table 6.1 (last
column), is that additional characteristics of a ¥¥Mamework are mostly given by
interviewees working with models B or C. The reasoight be that they base their
suggestions on their knowledge about PMSs and ieigabharacteristics. This might
permit them to have a coherent picture in mind Wwingcstructured and complete enough

to add potentially lacking conceptual information.

6.3.4 Summary of perceptions on key characteristiasf a PMS

Based on within-case (Sections 5.2.3 and 5.3.3)cansk-case analysis (Section 6.3.1
to 6.3.3), Section 6.3 prepared the answer to tmeextual rSQ2, examining what the
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key characteristics of a contemporary PMS are. $tudy is in line with the basic idea
of 12 characteristics of Ferreira and Otley’'s (200MS framework, but slightly
reorganises them in terms of core and enablingachenistics (switch of organisation
structure from core to enabling characteristicg) aomplements it further with more
contemporary aspects (organisation structure begoorganisational factors and
efficiency is added to information flows). It algives first further suggestions, which
contingent factors might play a role (Figure 6lhjerestingly, as can also be seen in
Figure 6.1, the case comparison comes up with icsntesults for the 12 key
characteristics (core and inner circle) across#se groups. Only the contingent factors
are amended differently. It is interesting to nthtat the contingent factors added, are
those of the role episode model with interpersdaetors and attributes of the person
(Section 3.2.5).

However, looking at the inter-organisational conmxar, four models of strength and
coherence can be distinguished in the differenamiggations (models A — D, see Section
6.3.3 and Table 6.1). Interestingly, the organmsetiusing PMSs as a framework or
system (models A — C) suggest a strong focus obliegecharacteristics, model A even
strongly focusing on all the 12 key characteristi€his tentatively suggests that
enabling characteristics appear to be more impbftana framework to function than
just the core characteristics. This is an intengstiinding as Ferreira and Otley’s
(2009) visual framework with the inner core and theer circles might infer that the

inner core part is the foundation and thus moreoitgmt than the outer parts.

To sum up, Section 6.3 potentially developed théstexy body of literature of
management control in the sense of a further opeadisation of Ferreira and Otley’s
(2009) 12 characteristics and of Figure 6.1. Italeped the existing framework in
terms of re-categorising and updating further ottersstics. It also added to the current
empirical research with the identification of tloeif strength and coherence models A —
D which will be taken up for answering the main sS®and 4. Based on the results of
Sections 6.2 and 6.3 the next section analysesligodsses rSQ3, on the interaction of
the key characteristics of a PMS with the rolehaf MA.
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6.4 Comparative analysis: interaction of a PMS withthe role of the MA

Based on the analysis in Sections 5.2.4 and 5tBig,section performs cross-case
analysis and discusses the views in detail in otdesinswer the main rSQ3. RSQ3
examines how the characteristics of a PMS intenaitt the role of the MA andice
versa In contrast to the previous sections, intervieatadare the primary data source
together with concept maps (see Section 4.8.2namportant secondary data source.
The section only contains sample quotes and furtitecators for both MAs and OMs
can be found in Appendix H and Appendix K. Agaiefdre looking at the comparative
findings of interaction, it needs to be stressed there is little literature describing the
interaction of characteristics of a PMS with thderof the MA (Section 2.4).
Consequently, this section analyses the comparsaigves of the cases or occupational
groups and inter-organisationally and concludedibgussing these views in the light of
Byrne and Pierce (2007) and the role episode m#@ek and Kahn, 1978).

6.4.1 Interaction: MAS’ vs. OMS’ view

Based on within-case analysis (Sections 5.2.4 a®d)sand based on Appendix K, the
following points arise from the data. Both caseup®— MAs and OMs — follow an

updated role episode model (Figure 5.1) for theratdtion of the PMS characteristics
with the role of the MA. As described in Section2.8 and 5.3.4 and visualised in
Figure 5.1 both cases integrate the PMS charaiitsress surrounding conditions of the
role episode model. Byrne and Pierce (2007, p. 488sider the PMS itself together
with organisational factors such as size, structtuéture, technology, management etc.
as internal antecedents (Figure 2.4). However, theyot further structure how these
antecedents are related to each other in morel.détgianisational factors and PMSs
are simply considered as internal antecedents etlieg Individual and external

antecedents complete the view (see also Figure 2.4)

This study develops Byrne and Pierce’s (2007) aggirdoy considering the internal
antecedents as PMS characteristics, which areistdithe seven core and five enabling
characteristics according to the amended PMS frameuwf this study (see Figure 6.1).
As outlined in Figure 5.1, organisational factoms st one characteristic among eleven

others. Thus size, structure, management, locatiotture and business can be
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considered as organisational factors; technology @dso be subsumed with
organisational factors (see Section 3.2.5). HoweWwRWS is the overall term
encompassing organisational factors among othes eod enabling characteristics.
Interestingly, Byrne and Pierce (2007, p. 479) abated key performance measures,
performance evaluation, target setting, budgetimg) glans and reward systems which
are considered core PMS characteristics (SectiBrR2)6.A basic explanation for the
differences of clustering of Byrne and Pierce’s Q20themes is that Ferreira and
Otley’s (2009) framework was published two yeaterland that Byrne and Pierce did
not operationalise the PMS further. Looking at tinelerlying study and the findings of
Sections 5.2.3, 5.3.3 and 6.3, the themes of Bwné Pierce’s (2007) internal
antecedents could be clustered differently as semted in Table 6.2, subsuming all the

internal antecedents as PMS characteristics.

Internal antecedents
according to Byme &
Pierce (2007, p. 488)

Reference to Ferreira
& Otley (2009)

Reference to this

study

Comment

(Figure 2.4) (Figure 2.2) (Figure 6.1)

Size Organisation structure Organisational factors

Structure Organisation structure Organisationabfact

Culture 3rd level — contingent | 3rd level

variable

Technology Organisational factors According to
Section 3.2.5

Management Organisation structure Organisation&bifa.c

Business nature and | 3rd level — contingent | 3rd level, Organisational

circumstances

variable

organisational factors

factor
according to
Section 3.2.5

Location

Organisation structure

Organisational fect

D

Performance systems

Core characteristics of
Figure 2.2

Core characteristics
of Figure 6.1

B&P only
describe core
characteristics

Table 6.2: From internal antecedents (Byrne and rd&ige 2007) to the PMS

characteristics of this study

Thus, the overall views of core and enabling PM@&ratteristics, as represented by
Figure 6.1, develop the internal antecedents ohm8yand Pierce (2007) and could

replace them with a more structured and compreheregproach. This interaction of
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antecedents is also represented in a larger coatebased on the updated role episode
model in Figure 5.1. Empirical support for the arsoof the updated role episode model
can be found in both case groups even if theramosvs in both case groups which can
only be evaluated from a third party view (see 9eest5.2.4 and 5.3.4).

A further analysis of the study data based on AdpeK and Figure 5.1 reveals that the
interaction between OM and MA and OM and PMS chargtics (arrows la and 1b)
concerns both core and enabling characteristica 8MS. Thus, target setting, key
performance measures, planning, information flowsd #heir efficiency as well as
strength and coherence particularly appear to becns for these steps (Appendix K).
The direct requirement definition of the OMs towsattle PMS characteristics appears
to be more core characteristic-focused. Interelstirgnalysing Appendix Kfurther
enabling characteristics appear to enter the icierastarting with arrows 2a and 2b of
Figure 5.1 and thus the feedback loop of the MAlotvards the OM and the PMS
characteristics. As will be discussed in SectiohZ.the enabling PMS characteristics
might be a potentially decisive factor for the Imesis support function of the MA. Thus,
particularly OMs seeking business support fromrtihs could potentially impact on
this function by focusing on the enabling PMS chteastics in their role-sendings.
Very explicitly, OMs could add to the business suppfunction of MAs if they
explicitly communicate and discuss their expectetiabout enabling characteristics of
a PMS towards the MA.

A further common finding across both cases is tbe&emial importance of further
stakeholders (e.g. BoM, supervisory board, HQ)s Ihot only a common finding in
Sections 5.2.4 and 5.3.4 but also in earlier sestwith regard to roles of the MA.
Sections 5.2.2 and 5.3.2, for example, explicithpbasised the role of the stakeholders,
especially OM15 talking about the strong impactited parent company. Section 6.2
even discusses stakeholders as one important femtoole consensus/conflict of the
MA. Interestingly, the stakeholder factor was meméid by quite a few interviewees at
the stage of developing or describing the conceggganThis may be explained by the
fact that stakeholders were not explicitly askediriche semi-structured interviews and
that they were not the focus of questioning. I in line with the role episode model

(Katz and Kahn, 1978) where different role sen@eesmentioned as a role set who find

222



their place next to the OM in Figure 5.1. Thusye¢hare potentially further role senders
involved in the role episode model than just the .OMis potential interaction is
developed in Figure 5.2. Thus, further stakeholdelide taken up again in Section 6.5

as influential factors.

Also, both cases of MAs and OMs agree on the arcolode of the role episode. In
line with literature (Kahret al, 1966, p. 279) and Sections 5.2.4 and 5.3.4, ¢lgee to
which the focal person’s behaviour conforms to ithigal expectations is expected to
influence the expectations in the next role epistidotal the role episode describes a
cyclic and ongoing process where the focal persoefsviour (MA) provides feedback
to the role sender (OM). The following role-sendingepend on the role sender’s
(OM’s) evaluation of the focal person’s (MAs) befaur. The cyclic character of the

role episode model is illustrated by the followigptes:
It was not a process which happened over nighit book some time. (MA2)

This is an ongoing circle. (OM16)

Another common finding across both cases is thatcttncept map method revealed
further codes which were not detected explicitlpnir the interview data. The
interaction with further stakeholders is one exan(fections 5.2.4 and 5.3.4). Another
point exposed by the concept maps is that some Bi#ks OMs consider the basic
interaction to happen between OMs and MAs, withRMS framing this interaction or
the interaction between OMs and MAs framing the PWI8s finding can be explained
by two phenomena which result from the concept ntsglf — MAs and OMs are
persons whereas PMS characteristics are not. Thesansn that the respective
interviewees wanted to distinguish explicitly beemedifferent levels. As a three
dimensional concept map development was not p@ssibla two-dimensional sheet of
paper, the respective interviewees decided forfrdmaing solution. A further aspect is
that the development of concept maps requirestadiigity to abstract and a high level
of concentration (Wheeldon and Faubert, 2009) h&sconcept maps were developed at
the end of the interview, the concentration levatl ldecreased. This explanation is
supported by the fact that there is no 100% intgaisational match between these
concept maps. Thus, on the MAs’ side, MA7, MA10 &W16 developed this framing
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concept and on the OMs’ side, it was OM1 and OMIatconclude, this means that
these concept maps are in line with the updatedaepisode model developed in Figure
5.1 as the core role episode is still representetl & the interaction with the PMS
characteristics is merely not defined in detailughthese concept maps could be

considered a higher level of aggregation and sfioation of Figure 5.1.

Role-taking and role-making can also be investijdbe both case groups based on the
information provided in Sections 5.2.4 and 5.3.4leRaking signifies, for the study,
that the MA takes the expected role of the OM. Thiwhat is represented by arrow la
and the standard order of the updated core rokodpi(Figure 5.1). Interestingly, this
role-taking appears to be triggered primarily om ¢tore PMS characteristics (Appendix
K). Role-making on the other hand can be descriaggdan option where the role
occupant (i.e. MA) can choose with respect to m#ghactivities and style (Katz and
Kahn, 1978, p. 219). The MA can elaborate his byl@xercising these options (Section
3.2.3). This is represented by arrows 2a and 2brevine® MA inputs further parameters
such as the enabling PMS characteristics on his @ws own input is represented by

the following quotes:

What directly comes to my mind is the [...] manuadbtablished [...] comparison:
result of a customer order or customer project wethard to a long-term goal [...].
And this was an internal impetus [of the MAs]. Wd df course not manage to
introduce it over-night. [...] With this decision h&w the impact for my future. |

think that this was also a motivating element. (MA4

The MA recognised a need of sales but also for d&lfim&nd he tried to approach
the issue proactively and innovatively. [...] | wowddy it is a permanent exchange

among all [parties]. (OM16)

Role-making is also supported by data on differemters of the arrows of the role
episode model mentioned by both case groups,hesrdle episode not starting with
arrow 1 (see Sections 5.2.4, 5.3.4 and AppendixBkgn if the case groups agree on
the general role-making starting with arrow 2, tlieynot agree, if the role-making is
initiated rather by arrows 2a or 2b of Figure 5SThis is illustrated by the following

quotes:
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There is for example a new indicator that we negdfined or partly introduced.

This is [...] an indicator about new customers [ah@n indicator for customer
fluctuation. [...] Before nobody had a feeling [...]tife figures were realistic or if
the countries [...] did not use it [for] result pglif...]. It was always the flexible

rest. [...] We have developed a new consciousnesthéotopic so that there is a
different quality. [...] And overall it motivates thregion not to report a lump-sum
in order to satisfy the BoM. But to think about tteal situation and how to solve
the issue in real life [...]. (MA11) [start at 2b]

And if you can manage it together [OM and MA] taegon a certain number of
comprehensible figures and facts and to say thdbeleat them as we understand
them, we know what goes in and what comes out. TtHerOK. Then it is a useful

supplement and an important supplement [...]. (OM4fart at 2a]

The reason for this diverging view might be thatsinof the OMs feel directly
confronted with the role-making of the MAs withatinking about further potential
impacts apart from themselves or further impactanfFan MAS point of view,
however, the focus might appear less oriented tsvarperson and more considered as
a direct feedback into the PMS which justifies theus on arrow 2b. Thus, both views
remain combinable and both feedbacks (arrows 2a Zr)dmost probably happen
parallel or one slightly after the other.

Another partly diverging point with the literatur@Byrne and Pierce, 2007, p.
479) appears to be a role conflict on budgets whitthences “the interaction between
MAs and OMs, and sometimes creates a tension betgemip and local managers’
requirements”. Based on cross-case analysis MA®OMs, this type of role conflict is
not commonly reflected in the findings of this stu@onsidering the indications from

literature, one comment could be interpreted ash#es hint for this point:

The MA always gives a frame which is too tight. Téerations guy always has
the impression: the jacket is too tight. And the ldivays says: “we do not have

any money for that”. (OM14)

This finding may be influenced by the type of qums asked and by the type of
analysis done. Role conflict on budgets might bexanore apparent looking at the

inter-organisational view, which is analysed in ti@xt section.
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6.4.2 Interaction: inter-/intra-organisational view

In addition to the comparative analysis in Sectd.1, further points arise when
analysing the views across the organisations ifnter-organisational view) and the
views of the MA and OM from the same organisatio® {ntra-organisational view). To
avoid repetition, this section focuses on an ovVeralv. For this aim, this section refers
to the updated role episode model in Figure 5.8, fibur models of strength and
coherence developed in Section 6.3.2 and the afléise MA as analysed in Section
6.2. It also refers to Appendix | to Appendix K.

Model A as a corporate PMS deployed in the entigamisation with both MAs and

OMs adhering to the model is represented by org#ais 8. As analysed in Section
6.3.3, MAS8 referred to the 12 core and enablingattaristics of a PMS whereas OM8
did not mention the reward systems (thus 11 oui29f As mentioned in Section 6.2.2,
both MA8 and OMS8 consider the role of the MA torbainly business support. Thus,
the updated role episode model appears to run iexamplary manner between OM8
and MA8 which can be described as strong role cmse as referred to in Section
6.2.2. This strong role consensus is based on tmpersonal and task level. The

following quotes illustrate the common understagdetween OM8 and MAS:

Where are actions that should be derived [...]. VWh#te optimum portfolio? [...]
Each MA of the BU challenges strategies. [...] Weéh&wrther strategic elements
that we serve on a divisional level [...] where waleste potential business fields

we want to look at. (MAS8)

All that concerns strategy implementation, projéatk-offs, profitability of
projects, project stop criteria, location decisioM€0O decisions ... The MA is
everywhere. [...] The MA is a strong support on opieral level and a strong

support for strategy implementation. (OM8)

This strong role consensus is based on the updale@pisode model and the common
understanding of 11 out of 12 characteristics ef #MS of organisation 8. This can be
analysed in Table 6.1 and is represented in FiguPeby the underlined core and

enabling characteristics:
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Figure 6.2: Updated role episode model A — orgatisa8

Model B as a corporate PMS without definition ofrtifier deployment levels is
represented by organisation 1 and 10. Based oarthlysis in Section 6.3.3 and Table
6.1 both MAs and OMs are in line with the five elivadp characteristics of the top-level
PMS. As analysed in Section 6.2.2, MA1 and OM1 a&dl \as MA10 and OM10
consider the role of the MA to be mainly businesgp®rt (see Figure 6.3). However,
also based on Section 6.2.2, role consensus isasostrong as for model A in
organisation 8. This general role consensus istiiled based on the quotes by

organisation 10:

My main task is to ensure [profitable] growth. (M&1

And they [the MAs] are more in the process to lthk normal activities of the
P&L with the products and to have the link [...] cawmnd effect. [...] They [the

MAs] are supporting [...] the mind in the future aaxticipate what can happen.

(OM10)

The business support function is illuminated based the following quotes by

organisation 1:

Management accounting here means to secure overdibl and steering. (MA1)
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And you need people who do not only make the efforinderstand their systems
but do the matching between the real world andsyséems. [...] And that we meet

on equal terms [...]. (OM1)

This weaker role consensus than in model A mayrbmdicator for further influential
factors which will be analysed in Section 6.5. Atler potential reason for a differing
level of role consensus could be the fact that mBdedheres to enabling characteristics
and not simultaneously to core characteristicadéasted by the smaller font in Figure
6.3). Thus, analysing model C which also focuseseoabling characteristics is

suggested as a next step.
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Figure 6.3: Updated role episode model B — orgatiige 1 and 10

Model C as a functional PMS which is decoupled fraonporate and mainly deployed
in a functional view is represented by organisaBomased on the analysis in Section
6.3.3 both the MA and OM suggest use of the fivabéing characteristics of the
functional PMS. However, the core characteristiesrat fully reflected as denoted by
the smaller font in Figure 6.4. As analysed in B&c6.2.2, MA5 and OM5 consider the
role of the MA to mainly be business support. Imtcast to model B, strong role

consensus can again be found. This strong consesdligstrated by the following
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quotes:

We measure the efficiency increase [...]. This metinad we work on hourly
levels. It has an advantage for the employees lkg¢daeverybody understands it.
[...] We want this as a daily view. [...] Each respdihsican directly intervene.
(MA5)

Our efficiency programme [...] which measures daibyv the performance of our
employees is, monitored on the boards, shop-floamagement cycle etc. And our
MA has an important task in this process. [...] Wgamise [...] workshops every
Tuesday with up to [...] 40 people and there are algks attending [...] and

where we treat precise issues or improvement tof{iie5)

Comparing model B and C, it seems adherence tdiagatharacteristics is enough to
generate role consensus, but not to generate stobegonsensus. This is an additional
indicator for the existence of further influentitdctors (particularly interpersonal
factors) which will be analysed in Section 6.5cduld also be argued that a functional
model C PMS has a stronger integration potentiah th top-level corporate model B
PMS which makes role consensus more powerful foroalel C PMS. The updated

model C role episode is visualised in Figure 6.4.
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Figure 6.4: Updated role episode model C — orgatisas

In the model C context, it needs to be stressettihieaMA needs to be fully integrated
into the functional PMS and the enabling charasties in order for this interaction to
be effective. OM12 and OM14 also work with funcab®MSs which suggest strong
enabling characteristics (see Table 6.1 and AppeHKgli Nevertheless, they do not
integrate their respective MAs into the system, cvhdoes not render the enabling
characteristics transparent to the MAs and thiddd¢a a partly diverging understanding
of the roles of the MA. Also, further stakeholderght intervene and add to the lacking
integration. This integration aspect also appl@sniodels A and B and can thus be

considered a core requirement even if not expficithted above.

But there are also organisations with a split viemvthe PMS characteristics among
MAs and OMs. In organisations 3, 4, 12 and 14,QiMs basically fuse and adhere to a
functional PMS (model C), but the MAs are not clgsategrated into the PMS. The

respective OMs support all of the enabling PMS abtt@ristics and they strive to have
an MA in a business support function — as represeet for a model C PMS. The

respective MAs of these organisations, however,less strongly integrated into the
PMS and are thus not strongly aware of the enaliikip characteristics. With regard

to the MA's roles, two cases can be distinguishdé&3/MA4 who fulfil parts of a
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business support function and MA12/MA14 who are gtduin scorekeeping and
controlling functions. Whereas MA3 and MA4 appeabe able to work closely to the
needs of the division or BU, MA12 and MA14 appearbe influenced by a strong
parent company (i.e. further stakeholders) thatidatas the prioritisation of tasks. The

latter statement can be illustrated by the follaydotes:

Management accounting is needed to provide repBristhis means that we do
not intervene to steer. [...] Management accountinganother company is
perceived differently. It is simply more importaarid more accepted or considered

necessary [...]. This is a little different here. (WA

If | look at the efforts for reporting now and fiyears ago: it tripled. [...] They
want to understand every position after the decipwiht and this changed

massively over the last four years: it became wqida14)

Thus, again (see Sections 5.2.2 and 5.3.2) fustfageeholders appear to play a decisive
role in the updated role episode model (Figure S&jether with the PMS
characteristics themselves.

Model D merely specifies packages that are looselypled (or not) with other PMS
packages. Based on the analysis in Section 6.3l 3able 6.1, no general similarities
can be deduced between the link of the PMS charstots and the role of the MA for
model D. Organisations 2, 6, 7, 9, 11, 13, 15 a@ccdn be considered as model D
PMSs. Indications of the respective core and engblkharacteristics for these
organisations are scattered, and the role of the iSlAmainly scorekeeping or
controlling. Interestingly, no business supporerobuld be investigated for model D
PMSs neither from an MA's nor from an OM'’s viewsAmmary of the PMS models A

— D and the respective organisations is illustrateeigure 6.5 below.
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Model of PMS Focus of PMS Adhering Role of MA
characteristics organisation
Model A Core and enabling 8 Business support
Model B Enabling 1,10 Business support
Model C Enabling 5 Business support
Model C of OM Enabling OMs: 3, 4, 12, 14| Depending on further
stakeholders
Model D Scattered 2,6,7,9,11, 13, Scorekeeping/controlling
15,16

Table 6.3: Table of PMS models and attributionttayg organisations

Further findings can be revealed looking at theosjip of role consensus, i.e. role

conflict. This role conflict can be especially falin organisation 15 where OM15
comments that

[...] virtually speaking we have more work [with theporting/management
accounting] than it facilitates our work.

Analysing the updated role episode model suggeststrang impact of other
stakeholders particularly with the CFO and the paoompany. This is illustrated by
the following quotes:

There is a new CFO. We take the chance and makepagal what we consider as
important. (OM15)

It is all customised according to the informatioeeds of the holding company.
(MA15)

As discussed in Section 6.2.2, the cause of thesaonflict is seen in the prioritisation
done by the “holding company” as expressed by ONifriself and based on a potential
lack of common interests of the current stakehsld&rspecial lack of interpersonal fit
could not be observed (“we do not have interfacdlems”, “the collaboration is good”
(OM15)). Thus, a summary of the updated role emsoubdel of organisation 15 is
illustrated in Figure 6.5 and clearly points owt ttauses of role conflict with the model
D PMS characteristics and the role conflict betw#enOM and MA based on further

unaligned stakeholder interests.
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Figure 6.5: Updated role episode model — organ@atl5 — role conflict

On the other hand, organisations 11 and 13 cople thi& potential role conflict by
installing further intermediate departments whicéin ccover the business support
function instead of the MA. In both organisatiotisg potential role conflict between
OMs and MAs is mainly due to further stakeholdefsovdo not agree with the role
view that the respective OMs have about the MAddth cases, the sales function is
concerned. Looking at the overall updated role agfgsmodel, the implementation of
such an additional department is a quick potentisifiort-sighted solution for the role
conflict as different departments create separale episodes. Based on long-term
orientation, this additional player only makes seifsthe functional PMS is, by the
majority, decoupled from the PMS with which the Mvrks. This appears to be the
case for organisations 11 and 13. Otherwise thiditiadal player needs to be
additionally aligned based on the updated rolecgi@smodel which complicates the
process for the company. No matter what PMS tharosgtion works with, the
additional department will always prevent the MArfr taking a business support
function as the stakeholder’s role-sendings areidlam for the MA. The OM’s role-
sendings may potentially not even reach the MAthng, the MA will never be totally
integrated in the functional PMS. Consequentlys thdditional department will most

probably be an obstacle for the MA to adopt a kessnsupport function. The MA will
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most probably no longer be part of the updated eplisode with the OM and might

consequently decouple from the operative business.

Thus, to conclude, the overall structure of interaatecedents of Byrne and Pierce
(2007) as developed and discussed in Section 6s4also supported by the inter- and
intra-organisational comparison by categorisingmthim the structure of the PMS

characteristics as depicted in Figure 6.1. Howethertensions with regard to budgets
mentioned by Byrne and Pierce (2007, p. 479) alg soarcely supported by this

research (see previous section). No further ininatcould be detected during the
inter- or intra-organisational analysis. As disagsabove, this study reveals tensions or

more precisely role conflict for the role of the MA

- with regard to the weight of the roles scorekegpis. business support

(see Section 6.2),

- with regard to the role conflict due to divergiatakeholder interests vs.

OMs (see above)

- with regard to a lacking coherence of PMS charastics (model D — see
Table 6.1)

- and with regard to the lacking integration of Y& into the PMS due to

the implementation of additional departments (sgamisations 11 and 13).

This diverging view between this and Byrne and d¢&sr (2007) study is revealed
through the additional analysis modes. Mainly ciease analysis as an inter- and intra-
organisational analysis revealed the above merdiatetails. As Byrne and Pierce
(2007) did not analyse their data in this way, ¢héimdings were potentially not

uncovered.

6.4.3 Summary of interaction

Based on within-case (Sections 5.2.4 and 5.3.4)capsk-case analysis (Sections 6.4.1
and 6.4.2), Section 6.4 prepared the answer to r8&8nining how the characteristics

of a PMS interact with the role of the MA amite versaFor answering rSQ3, Section
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6.4.1 re-categorised Byrne and Pierce’s (2007 ynateantecedents of the role of the
MA into the PMS characteristics, primarily struchgy the organisational factors (Table
6.2). Integrating the PMS characteristics togeti#n the organisational factors into the
role episode leads to an updated role episode n{étgire 5.1). An inter- and intra-
organisational analysis classifies the models ARNIS with the respective roles of the
MA which further underpins role-making and -takingechanisms (Table 6.3).
Furthermore, role consensus/conflict are identibsdelevant factors in the interaction
(see Figure 6.5 for role conflict and Figures @%14 for role consensus). In addition,
further stakeholders appear to be an additionalential factor according to both MAs
and OMs. Figure 6.5 describes role conflict in tipglated role episode model also
including further stakeholders with diverging ir@sts (organisation 15). In contrast to
Byrne and Pierce (2007) where tension was obsewidd regard to budgets, role
conflict could be observed in terms of the weigltof activities (OMs require more
support whereas MAs are stuck in scorekeeping)s Thle conflict can also be
confronted with a coping strategy (Section 3.2y)irstalling other departments who
do the required services for the OM. In this cdmereplacing department is integrated
into the PMS characteristics and the updated rpisode and takes over the roles of
business support which leaves the MA aside (orgéioiss 11 and 13). From an overall
company perspective, this is only recommendalileefMAs and replacing department
do not compete and especially if the PMS charastiesi served by the MA (in
cooperation with further stakeholders) and the RiW&racteristics served by the OM

harmonise.

With regard to the impact of the key charactersstibe indications are that the enabling
characteristics appear to be more relevant for thetiPMS and for the business support
role of the MA (models A — C) than the core chagdstics of a PMS. This is also in
line with Pulakos and O’Leary (2011) who stipul&teher research on the importance
of informal aspects of a PMS in contrast to foraspects. It might be sufficient for the
OM to follow the enabling characteristics basedlmm PMS models A — C if there are
no further strong stakeholders influencing the -s#adings (Table 6.3). The alignment
and integration of an MA into the PMS are a suppgrissue for the attainment of the
business support function of the MA. Role-makingpahppears to be a main driver for

the business support function where model B appealsave the maximum freedom
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for role-making itself which does not mean thaerolaking would not be possible with
the other models. To conclude, different role cosss levels among the PMS models A
— C as well as different role perceptions withindeloD suggest that there might be
further influential factors other than the stakeleot in this interaction which are

subject to analysis in the following.

6.5 Comparative analysis: influential factors of ineraction

Based on Sections 5.2.5 and 5.3.5, this sectiorpaogs the views of MAs and OMs on
influential factors and discusses them inter- arichtorganisationally. Thus, this section
answers the main rSQ4, examining what the inflaéri#ictors of interaction between
the characteristics of a PMS and the role of the &\ After a cross-case analysis and
an inter- and intra-organisational analysis, thituémtial factors are discussed in the
light of the above mentioned literature and by pogout the new aspects arising from

this study. Additional exemplary indications canfbend in Appendix L.

6.5.1 Influential factors: MAs’ vs. OMS’ view

Comparing the findings of within-case analysis (®&s 5.2.5 and 5.3.5) and based on
the comparison table of influential factors develdgrom the findings (Appendix L),
the following points arise from the data. Both cgseups of MAs and OMs show the
influential factors of culture and context in linwith Ferreira and Otley’s
(2009) extended PMS framework. Also, both case ggoare in line with the role
episode model (Katz and Kahn, 1978) including theraainding factors with
organisational factors (enlarged to enabling PM&atteristics based on Sections 6.3
and 6.4), personal factors and interpersonal fac®ased on Section 6.3.1 it was not
obvious if both groups support interpersonal factdhis supposedly unilateral support
can be explained by the way of analysis which fedusurely on key characteristics of
a PMS and not on the interaction. In addition, bdths and OMs show indications of
the newly investigated factor of resources as gecsof organisational factors (see
Sections 5.2.5 and 5.3.5). Also the dimensionsnalbkng or blocking factors can be
observed as a concept among both case groups.dithisnsion is not explicitly
mentioned in the literature above but is considemagbortant for a purposeful

interaction. An additional common aspect basedaih MAs and OMs is the alignment
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with Byrne and Pierce’s (2007) further antecederfitthe role of the MA. Figure 6.6

summarises the factors of the three studies acdtegjorises them as follows.
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Figure 6.6: Attribution of Byrne and Pierce’s (20(Q¥.488) antecedents to surrounding
factors of role episode model (Katz and Kahn, 19#)d contingent PMS
characteristics (Ferreira and Otley, 2009)

Looking at Byrne and Pierce’s (2007) antecederksrtanto consideration in Section
6.4 and Figure 2.4, the external and individualeaetients have not yet been
investigated in this study as well as culture andtumstances of the internal

antecedents. According to Byrne and Pierce (20@¥jernal antecedents involve
ownership, environment and regulation. Attributialyy these categories in relation to
Katz and Kahn (1978), Ferreira and Otley (2009) kigtire 6.6, environment and parts
of regulation can be categorised into context, dpdimus subsumed in Ferreira and
Otley’'s (2009) PMS framework. Ownership is alsmsgly suggested by both case
groups in the underlying study and can be subsusittdfurther organisational factors

(Katz and Kahn, 1978). Individual factors such @aerdation and background are also
supported by the study and subsumed in the Katz Kaith (1978) category of

attributes of the person. This re-categorisatiopresented in Figure 6.6 with the PMS

and organisational factors already having beenctieghin Table 6.2.
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The main difference between the MAs and OM’s cas¢hat the enabling/blocking
factors of gaps (explicitly) or role consensus/doh{implicitly) are only mentioned by
the MAs (MA3, MA4, MA1l, MA14, MA16). As detailedni Section 5.2.5, the gaps
refer to the lack of tools for simulation planning to the lack of value added in the
current accounting processes. The reason for thiateral explicit consideration might
be that the minor gaps were not so strongly peecelwy the OMs. An auto-detection
and amendment of the MAs might have led to a rolesensus before the OMs could
perceive the gap. Another reason may be that misensus/conflict are more implicit
factors which will only become obvious if very siive to the process or if an implicit
conflict becomes more explicit. Thus, major gapsvieen the role expectations of the
OM and the role behaviour of the MA can lead t@ r@nflict as primarily described for
organisation 15 (see Figure 6.5). Another more ititghfluential factor revealed from
the role conflict — and also from the basic intéoac — are further stakeholders. In
Sections 5.2.4 and 5.3.4 further stakeholders baee revealed as being part of the role
episode model and as being influential particuldriyot aligned with the OM. In this
sense, Figure 5.2 describes an initial depictionth&f potential impact of further
stakeholders in the updated role episode. An ogendf the influential factors is given
in Figure 6.7, encompassing the relevant literatuvéh the enabling PMS
characteristics (including organisational factorgttributes of the person and
interpersonal factors (Katz and Kahn, 1978) as aitontext and culture (Ferreira and
Otley, 2009). As Byrne and Pierce (2007) merely @asub-categories of the above
named factors as antecedents (Figure 6.6), thiy €tiso underpins Byrne and Pierce’s
(2007) findings about the antecedents of roleshef MAs and complements them
further. Based on this study, besides supportirgyfite known factors, two further
influential factors can be identified: further stalolders and role consensus/conflict. In
addition, the enabling or blocking dimension caraldded to the analysis of influential
factors as described in Appendix L. While not esily mentioned by the interviewees,
it can be assumed that once blocking factors arersed, they could become enabling
factors and thus encourage the interaction of baacteristics of a PMS with the role
of the MA. The next section analyses and discuisesnter- and intra-organisational

view on influential factors.
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6.5.2 Influential factors: inter-/intra-organisational view

In addition to the comparative analysis in Sect®B.1, further points arise when
analysing the views across the organisations ifiter-organisational view) and the
views of the MA and OM from the same organisatioe. (intra-organisational view).
Based on the explicit study data, the inter- antdaiorganisational analysis of the
influential factors does not show any new or merdlde similarities. However,
combining the information from previous sectionshwthe analysed influential factors,
this section refers to the influential factors loé tupdated role episode model in Figure
6.7 and the four models of strength and coherericenplementation developed in
Section 6.3.2. Thus, this section primarily refevsthe potentially new enabling and

blocking factors of role consensus/conflict.
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Figure 6.7: Updated role episode model includingesemain influential factors

As described in Section 6.4.2, model A, as a cageoPMS deployed in the entire
organisation with both the MA and OM adhering te thodel, is mostly represented by
organisation 8 (Figure 6.2). Model C, as a funaloRMS which is decoupled from
corporate and mainly deployed in a functional viesvrepresented by organisation 5
(Figure 6.4). And model B, as a top-level corpoiRiS without further deployment in
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the organisation, is represented by organisatioasdl10 (Figure 6.3). Role consensus
can be found in all the above named organisatidasxplained in Section 6.4.2, role
consensus is supported by a common view on the E&&acteristics, mainly in terms
of the enabling characteristics. Further interaceoabling factors with particularly
interpersonal factors (see Figure 6.8 for structum@ Appendix L for details) add to this
role consensus.
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* Further stakeholders: HQ, parent company, topagament, BoM, CFO, etc.

Figure 6.8: Updated role episode model includinfuential factors for model A to C

PMS (organisations 1, 5, 8, 10) — role consensus

On the other hand, organisation 15 suggests raMlictobased on the prioritisation
done by the “holding company” (i.e. stakeholder)eapressed by OM15 himself and
based on a potential lack of common interests efcilirrent stakeholders (see Section
6.4.2 and Figure 6.5). Thus, further blocking iefitial factors (e.g. resources) could be
observed in addition to the role conflict basedl@model D PMS. An overview of this
relationship together with further potential blawgiinfluential factors is depicted in
Figure 6.9.
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Figure 6.9: Updated role episode model includinfiuential factors for model D PMS
(organisation 15) — role conflict

Summarising the analysis and discussion of Se@i8r8 together with the information
above, Table 6.3 can be amended as follows:

Model of PMS Focus of PMS Adhering Role of MA
characteristics organisation

Model A Core and enabling 8 Business support

Model B Enabling 1,10 Business support

Model C Enabling 5 Business support

Model C of OM Enabling OMs: 3, 4, 12, 14| Depending on influential

factors
Model D Scattered 2,6,7,9,11,13, Scorekeeping/controlling

15, 16

Table 6.4: Table of PMS models and attribution tfdg organisations including

influential factors

Thus, the enabling or blocking dimension of furthefluential factors is the
determining factor for model C PMS as known anédi\by the OM, not only further

stakeholders as assumed in Table 6.4. It can enaasthat, depending on the strength

and enabling mechanisms of the further influerfaators (Figure 6.7), the role of the
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MA can still be considered business support evetinef MA and OM do not agree
entirely on the enabling PMS characteristics fordele A — C. The next section

summarises the influential factors of interaction.

6.5.3 Summary of influential factors of interaction

Based on within-case (Sections 5.2.5 and 5.3.5)capsk-case analysis (Sections 6.5.1
and 6.5.2), Section 6.5 prepared the answer to r&xamnining the influential factors of
interaction. Overall, this section reveals sevdtu@mtial factors with an enabling and
blocking dimension for interaction. Five of the eavinfluential factors support and
partly enlarge the current body of literature (Kated Kahn, 1978; Byrne and Pierce,
2007; Ferreira and Otley, 2009) with organisatiofaators enlarged to the various
enabling PMS characteristics, attributes of thesperinterpersonal factors, contextual
factors and culture. Within the organisational dast the aspect of resources (time,
information, human, monetary) could be revealedrasdditional issue of importance.
Two of the seven influential factors are potenyialew with further stakeholders (as
role senders) and role consensus/conflict. Paatityufurther stakeholders were strongly
supported by concepts maps and already brought &edtions 5.2.2 and 5.3.2 (Figure
5.2). Figure 6.7 summarised the updated role epismddel with the interactions

including the seven influential factors.

Byrne and Pierce’s (2007) antecedents of the railédbe MA are also in line with the
study data (Appendix L) and could be subsumed riffiy in line with further
empirical literature (see Figure 6.6). In combioatwith the findings and analysis of
the previous rSQs, it could also be suggestedtieabusiness support role of the MA is
enabled by role consensus — apart from a commaon @reenabling characteristics of
the PMS. Thus, a model for role consensus (FiguBdd organisations 1, 5, 8 and 10)
and role conflict (Figure 6.9 for organisation 'suld be summarised as updated role
episode models assuming that role conflict candsdypresolved by running sufficient
role episodes, by aligning views with further staddelers and by a common work on
the enabling characteristics of the PMS. To corglugkven influential factors with
respective enabling or blocking dimensions couldibggested, proposing an amended
table of interaction of the PMS models A — D witie tole of the MA (see Table 6.4). In
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addition to the discussed findings above, thisystldo reveals further points which are

not directly related to core research objective gadling rSQs, but merit a side-note.

The first point concerns information system intéigraand the second concerns beyond
budgeting. Further explanations and sample quatede found in Appendix M.

6.6 Summary of cross-case analysis

Chapter 6 addressed the two contextual and thartaio rSQs from a cross-case view
and with the objective of comparing and discusdimg findings and with the final
objective of answering the two main rSQs. Conceytiire role perceptions of the MA
(rSQ1), Section 6.2 presented and discussed a catiygaanalysis of activities of the
MA based on the different views. With regard to layaracteristics of a PMS (rSQ2),
Section 6.3 analysed and discussed the main cadesl lon Ferreira and Otley’s (2009)
model and complemented it by distinguishing betwdenr basic models of
implementation distinguishable in the data. Retatmthe interaction of characteristics
of a PMS with the role of the MA (rSQ3), Sectiod @escribed and discussed the most
salient comparative findings. Then, Section 6.5yam®al and discussed the study data
regarding the influential factors (rSQ4). Conclmsicsummarising the overall findings
of the thesis together with their contributions presented and discussed in the next

chapter.
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CHAPTER SEVEN: Conclusion

7.1 Introduction

This chapter summarises the main contributionfefthesis, as well as highlighting its
limitations and areas for future research. Theareseanalysis of this thesis, as aligned
to the research objective and respective rSQs,pnesented in Chapters 5 and 6. The
analysis involved the in-depth utilisation of andafed role episode model based on
Katz and Kahn (1978) analysing how and why the attaristics of a PMS interact with
the role of the MA andiice versa Thus, the main findings and discussions of these
analyses form the fundamentals here. This chagginb with a brief summary of the
contents of the thesis. Then, the empirical findiagd contributions of this thesis are
summed up in Section 7.3. Section 7.4 is devotatddimitations of the study and the
avenues for further investigation are presente&ention 7.5. The chapter and thesis

concludes with some final words (Section 7.6).

7.2 Overview of the thesis

This section gives a final overview of the thedisnpirical literature reviewed in
Chapter 2 suggested performance management renamin@rea of continuing
importance. However, “[gJuestions of [how the] amgational control systems,
management accounting and performance measurenmehtm@anagement interact,
remain outstanding” (Parker, 2012, p. 66). Thisrdépendence principle is taken up by
Schleicheret al. (2018, p. 2230) who stipulate the “examinationnaidltiple [PMS]
components” and the examination of “the interdepentes (and conflicts) that likely
exist when individuals hold multiple roles”. As arpof this question, Byrne and Pierce
(2007) define a PMS as an antecedent of the rolbeoMA. However, they identify
performance management as one antecedent amorfgerfuidctors, and do not
investigate the question of how and why in moreidlein addition, they loosely couple
the antecedents arising from their sample dataowttmuch structure other than
individual, internal and external antecedents. Oingerlying research focuses on further
explanations combined with an adequate structsrepaveyed in the overall objective

— how and why do the characteristics of a PMS affexrole of the MA andice vers&
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Chapter 3 provided a critical account of role tlyeand the role episode model as
introduced by Katz and Kahn (1978). Role theory basn subject to decades of
challenge and critique. Chapter 3 acknowledgesdhigjue and argues why the role
episode model is still an adequate theoretical termugh which the data are analysed
in this thesis. Data were gathered by means ofrapecative case study (MAs and
OMs) conducted within 16 large Germany-based matitomal organisations. Chapter 4
provided a detailed account of the paradigm usetlthe methods by which the data

were gathered and analysed.

The empirical findings of Chapter 5 and Chaptereéennformed by extant literature
(Byrne and Pierce, 2007; Jarvenpad, 2007; FeregichOtley, 2009) and an updated
role episode model (Katz and Kahn, 1978). The figdi outlined, suggest the
application of the role episode model in a managermecounting context. Chapter 5
and 6 then offered explanations for these phenongnadvancing the role episode
model into the empirical context of this study amgbating it accordingly. Thus, an
answer to the two contextual rSQs was graduall{t-bpi across Chapter 2 (literature
review), Chapter 5 (within-case findings) and Clapé (cross-case findings and
discussion). Accordingly, an answer to the maingS8@nd 4 emerged within Chapter 3
(theoretical approach), Chapter 5 (within-case ifigd) and Chapter 6 (cross-case
findings and discussion). To conclude, the developpdated role episode model
including influential factors, proposes how and wthe characteristics of a PMS
interact with the role of the MA andce versaThis overall interaction was depicted in
Figure 6.7.

7.3 Contributions of the thesis

Contributions are discussed next with regard toetimpirical content, theory, methods
and context and practical application. The findirmgsthis study are consistent with
certain areas of the literature, contradict otlreas of the literature and address some

areas not previously focused on in empirical stidie
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7.3.1 The research questions and contributions

As noted in Chapters 1 and 4, this research isdbasea case study method with the
core research objective of how and why the charatitss of a PMS interact with the
role of the MA andrice versaThus, this study partly contributes to answefagker’s
(2012, p. 66) and Schleicheat al.s (2018, p. 2230) stipulations on outstanding
interdisciplinary or interdependence-oriented redeaby providing a model of
interaction between the characteristics of a PM& thie role of the MA. Four rSQs
emerged to contribute to this core research obgcEor this study, there was initially a

need to establish (in numerical order):
rSQ1) What are the perceived roles of the MA?

rSQ2) What are the perceived key characteristia @dntemporary PMS?

After answering these contextual rSQs in the fixatt of Chapter 6, the core research

objective was investigated by establishing:

rSQ3) How do the characteristics of a PMS intenaith the role of the MA

and vice versa?
rSQ4) What are the influential factors (or not)?

The answer to the latter questions lies within deeond part of Chapter 6 and is
brought together here. Findings and contributiclesdiscussed in this section in detail
in the order of the rSQs.

With regard to rSQL1, prior research suggests adggaeous discourse about the roles
of the MA. Empirical data of this study underpin #iree roles of scorekeeping,
controlling and business support (Jarvenpaa, 26@m an MAs and OM’s view
(Section 6.2.1). However, the accounting literatsté struggles with regard to a
dichotomy of roles of the MA (Friedman and Lyne 979 Siegel, 2000; Burns and
Baldvinsdottir, 2005; Byrne and Pierce, 2007; Mesahnd Lambert, 2013) versus a
more detailed classification of roles of the MA @fper, Weber and Zuend, 1990;
Chapman, 1997; Jarvenpaa, 2009; Lambert and Spod@h2). In the light of this
discussion, indications can be found in this sttlggt, from an MAs point of view, a

more detailed classification of the activities agseto be necessary which leads to the
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broad range of roles elicited in the literatureg(éhistorian, watchdog, advisor etc.).
From an OM’s point of view, however, the functioh tbe MA can very much be

reduced to the dichotomy of scorekeeping (or ndneradding) function and business
support (or value-adding) function (see Section1§.Secondly, this study develops the
current literature in terms of the distinguished $1and OMs’ views whereas most of
the existing literature analyses roles in a re@yiwndistinguishable way (Byrne and
Pierce, 2007; Goretzki, 2012; Lambert and Spondii2P This may also be a reason
for the heterogeneous discourses in managementir@oog research. Thus, this study
categorically distinguishes the MAs’ view, the OM&w (Sections 5.2.2 and 5.3.2) and
a comparison (Section 6.2). Thirdly, this studyindine with Chang, Ittner and Paz
(2014) who claim that the MA’s roles tend to be péementary rather than exclusive
(Section 5.2.2). Fourthly, empirical data suggdsit trole consensus among the
respective MAs and OMs is strong for the businegpsrt role. On the other hand, role
conflict appears to be mainly caused by diverginggrests of further stakeholders
(Section 6.2.2). This impact of further stakehoddés taken up again later when

discussing rSQ4.

RSQ2 is based on Ferreira and Otley’'s (2009) PM&néwork with its 12
characteristics, split into core and enabling ctiarsstics. The influential factors of
culture and context — even if supported by theystlata — are considered as contingent
factors and are not the focus for rSQ2, but takerion rSQ4. The study data suggest
minor shifts and amendments to Ferreira and Otl¢®®09) structure of core and
enabling characteristics — with regard to orgarosatstructure enlarged to
organisational factors, information flows complert@ehby their efficiency and further
complementary characteristics (see Figure 6.1)sTtue study details the following
core characteristics of a PMS: vision/mission, KSBfategies and plans, key
performance measures, target setting, performavedeaion and reward systems. The
enabling characteristics on the other hand are ollswls: organisational factors,
information flows and their efficiency, PMS use, BMchange and strength and
coherence. Additionally, the data collection of sthstudy contains a further
operationalisation of these 12 characteristics t{&es 5.2.3 and 5.3.3). Ferreira and
Otley (2009, p. 276) themselves acknowledge thatiral evidence, especially from

case study research, “is required to assess é@dri@imework’s] robustness and validate

248



its adequacy”. This case study analysis respondsisorequest. Furthermore, four
distinguishable strength and coherence models, B, -of PMS frameworks (three
systems and one package) are analysed and devdtopedhe data (see Section 6.3.3
and Figures 6.2 to 6.4). To sum up on rSQ2, theystoainly supports and develops the
existing body of literature based on Ferreira atldy® (2009) PMS framework.

Having analysed the roles of the MA (rSQ1) and stigated the key characteristics of a
PMS (rSQ2), this study further investigates thenattion between the characteristics
of a PMS and the role of the MA (rSQ3). Based onrnBy and Pierce’s
(2007) antecedents, Ferreira and Otley’s (2009) Pd®ework and Katz and Kahn’s
(1978) role episode model, this study provides eiggdiindications of this interaction
and sheds further light on the detailed ways ddranttion. It develops an updated role
episode model with a detailed explanation and diperaisation of the processes of
role-taking and role-making (Section 6.4) and tkerall sequence of steps in the role
episode model (Figure 5.1). It thus combines the episode model with frameworks of
management control and management accounting tliteraand contributes to

interdisciplinary research.

With regard to the influential factors of the irgetion (rSQ4), seven factors are deemed
most notable across the cases. Five of them suppdevelop the current PMS or role
episode literature and two of them are potentiay. Context and culture support the
contingent variables of PMS literature (Ferreiral atley, 2009); attributes of the
person, interpersonal factors and enabling PMS achenistics (developing
organisational factors) support the surroundingoiacof the role episode model (Katz
and Kahn, 1978). Resources are considered an @litaspect of organisational
factors, particularly with regard to human resosrcbudgetary resources and IT
resources (see Section 6.5.2). The potentially festors are the impact of further
stakeholders and role consensus/conflict. Furthakebolders or the role set are
particularly influential in terms of their potenitia conflicting expectations about the
role of the MA. Contradictory expectations betwé&xs and further stakeholders may
create role ambiguity and lead to role conflichdt clarified (see organisation 15 and
Figure 6.5). Thus, further stakeholders have a ngtroinfluence on role

consensus/conflict for the MA (see Section 6.2r®) mfluence the potential efficiency
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and role identification of the MA. Furthermore, thteidy adds structures to Byrne and
Pierce’s (2007) antecedents of the roles of the(b&%& Figure 6.6) and also adds further
stakeholders, role consensus/conflict as well serpersonal factors. Additionally, the
study adds a further dimension to the influentedttérs by distinguishing between
enabling and blocking factors and by giving firsfpkanations about the respective
impact (Section 6.5.2). The overall updated rolésage model including potential

influential factors is depicted in Figure 6.7.

To conclude, this study is in line with the heterngous discourse about the roles of the
MA (rSQ1) and develops Ferreira and Otley’s (20d&jnition of a PMS (rSQ2). It also
adds to the management accounting and managemendldderature by looking at the
interaction of the characteristics of a PMS witle tlole of the MA andvice versa
(rSQ3). It adds to the literature by developingrfmodels of PMS implementation, by
analysing the importance of the enabling PMS charitics for the business support
role of the MA and by developing an updated roless@ge model. It also adds to the
influential factors (rSQ4) with further stakeholderole consensus/conflict and by

distinguishing between enabling and blocking infliie factors.

7.3.2 Further contributions

Beyond the contributions mentioned in Section 7.6k study makes three theoretical
contributions to the larger body of literature pamly in the domains of management

accounting and role theory.

Firstly, by conceptualising PMS characteristics aasurrounding factor, the study
develops Katz and Kahn's model (1978) by providarg enhanced insight into the
interaction of PMS characteristics with the roletoé MA. Parker’s (2012) claim to
investigate how management accounting and perfarenaranagement interact is partly
theorised by this study and further influentialtéas are identified. An updated role
episode model which describes the interaction iseldped (Figure 6.7). By further
operationalising Ferreira and Otley’s (2009) PM&relteristics this study successfully
integrates the PMS characteristics and managenoeouating into the role episode
model. It thus develops existing management acaayiiterature in terms of applying
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role theory in a qualitative study on managemeroanting — the majority being

guantitative (see Appendix C and Section 3.2.7)addition, the role-taking and role-
making process as well as the concept of role ecmuséconflict are supported by the
study data in a management accounting contexti(®eds.2 and 6.3). To conclude, this
study applies, supports and adds to the role episoddel in the management
accounting area by qualitatively investigating aheleloping new aspects for this

context.

Secondly, this study develops interdisciplinaryessh by integrating management
control and management accounting literature. Eublesford and Malina (2011, p.
260) explain that

[...] research in management control would be betwwved if accounting and

management scholars draw upon each other’s work.

This phenomenon, frequently termed tribalism, i$ oconsidered beneficial for the
advancement of knowledge as excellent ideas arel@®d most frequently when
concepts from one field are brought into unfamiliarritory (Euske, Hesford and
Malina, 2011). This study, to some extent, brimggether the management accounting
and PMS literature. After an extensive literatue@i@w on roles of the MA and on PMS
characteristics (Chapter 2) the study uses theapigode model (Chapter 3) to bring
both bodies of knowledge together and to investigla¢ interaction (Chapters 5 and 6).
This develops new ideas particularly in Chapten Germs of the comparative analysis.
Finally, the study adds to Katz and Kahn’'s (1978 repisode model by developing
further influential factors with additional stakétiers and role consensus/conflict, as

well as context and culture in the management atowy context (see Section 6.5).

7.3.3 Method and contextual contributions

This study also adds to the body of knowledge orthods utilised in qualitative
management accounting research and contributesrirstof contextual aspects. Based
on semi-structured interviews, this study suppquislitative case study type research. A
potentially new method in the field of managemeardoainting may lie in the integration
of concept mapping (Appendix E) as part of the datbection process at the end of the

interview as a means of triangulation. This methveas very useful in terms of
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supporting the interview transcripts and in revegladditional information. For this
study, the influential factor of further stakehalsl&vas uncovered based on the findings
of the concept maps (see Sections 6.4 and 6.5)urther potential novelty or
development in management accounting methods isdah®ling of respectively one
matched pair of 16 different organisations with B2erviews. Byrne and Pierce
(2007) also use 16 different organisations but comevith 36 interviews and do not
reveal details about the matching process apart the information that OMs are on a
manager level in the MASs organisation. As Byrned aRierce (2007) also note
convenience sampling, it can thus be assumed tieae tis not necessarily a direct
working link between MAs and OMs. Pierce and O’'D@A03) also use MAs and
managers but with a mixed methods design and wittederring to the matching within
the organisation. A third potential contribution toethods in the management
accounting field is the categorical within-case ardss-case analysis. Cross-case
means a comparison between the MAs’ case and the' Cdde, between the MA and

OM of the same organisation as well as inter-oggtionally.

With regard to context, this study mainly devel@ssting studies. Byrne and Pierce
(2007) investigate multinational companies basedretand across different industry
sectors. Pierce and O’Dea (2003) investigate imaige and multinational companies in
the UK. Thus, this study develops these Anglo-Saxomtexts to multinational

companies in Germany. Other studies mainly focue@nparative contextual studies
(Ahrens, 1999) or on unbalanced mixed panels betvw&a&s and managers (Ahrens,
1997). In addition, this study develops the contéxiypical studies based on primarily
MAs’ views or mixed views (Lambert and Sponem, 20b2a context of equal parity of

both views.

7.3.4 Practical contributions

By gaining a fine-grained understanding of therat&ons of characteristics of a PMS
with the role of the MA, this study develops knodge that can generally inform
practitioners. The findings of this thesis showcgical implications for MAs and OMs

collaborating on a PMS as well as further stakedrsld
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Firstly, the potential implications for practitioise working as MAs are the most
interesting. Based on the role analysis of the MA&an OM'’s view, the study reveals
(Section 6.2) that the OM distinguishes mainly lestw value-adding and non-value-
adding activities of the MA. This means that therskeeping and controlling activities
of the MA are primarily not acknowledged by the OA4.a consequence, the MA could
plan to make these activities as efficient as jpbsgr to use reporting shared service
centres. This is also supported by the fact theduees are considered an important
influential factor (Section 6.5). In addition, & recommendable for the MA to be aware
of and try to align further stakeholder or otheportant role set interests as ambiguous
interests can lead to role conflict and preventNt# from efficiently performing his
job (Section 6.2). A further important point forettMAs is the awareness of core and
enabling characteristics of a PMS (Section 6.3) thed potential impact on the role of
the MA. Thus, if MAs target the role of businespport, they can take from this study
that they should focus primarily on designing, d&sing and aligning the enabling
characteristics of a PMS rather than working ondbee characteristics (Section 6.4).
Role-making and starting the role episode modéi aitows 2a or 2b can be considered
a supporting factor for transforming the MAs rale a business support function
(Figure 5.1). With regard to influential factors,is important for the MA to keep in
mind the strong impact of further stakeholders nldok for a best possible alignment
(see role conflict above). In addition, not onlydividual and interpersonal factors
should be taken into account, but also organisalifactors (particularly resources),
further stakeholders, role consensus/conflict, uraltand context. If necessary, the
knowledge about the enabling and blocking charaafté¢hese factors should be openly
discussed with the stakeholders in order for thetMavork in clear conditions (Section
6.5).

Secondly, the potential implications for OMs anaksholders are equally interesting to
analyse. Based on the assumption that OMs wartiesfti support from their MAs,

OMs should also be proactively alerted to potelytidifferent stakeholder interests and
should ideally support the MA with the clarificatio The same applies to the
stakeholders who should proactively look for agratnent of interests. Otherwise, role
conflict may dominate the relationship as seenrgaoisation 15 (Section 6.2.2). As a

consequence, the business support role will ndéadibtated in this case as more time is
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spent discussing the different philosophies tharrking on a common PMS. In
addition, as claimed by OMS5, it is essential fog thusiness support role of the MA to
consider the MA as a “friend” and to actively invelthe MA in the PMS design and
alignment. The same applies to further stakeholdggain, it is important to keep in
mind the distinction between core and enablingattaristics of a PMS and to focus on
the enabling characteristics as drivers of thermss support role of the MA. Also, the
study provides indications that there are threength and coherence models of PMSs
as a framework: PMSs implemented across the ormf@ns(A), corporate PMSs (B)
and functional PMSs (C). The study reveals thegquires a lot of discipline and time-
consuming discussions to particularly keep a PM@emented across the organisation
working well. However, the impact on the businaggp®rt role of the MA is based on
the enabling characteristics part. Thus, from diciehcy perspective and from an
integration of the MA perspective, a corporate Pii&lel without deployment below
(model B) or a functional PMS (model C) are widslyfficient (Sections 5.2.3 and
5.3.3). In addition, these models require lessiglise and efforts from the organisation
and are thus considered leaner solutions, alscerimst of efficiency of the other

departments involved.

Thirdly, the study sheds some light on the contrdsu of a single performance
management mechanism on the role of the MA and werai control system

effectiveness. It provides a comprehensive apprdactperformance management
design and use and might also be used as a diagtadtby practitioners (Ferreira and
Otley, 2009, p. 279). Then, it studies the impatttloe characteristics of this
comprehensive framework on the role of the MA. didition, the study examines OMs’
and MAs’ perceptions of the conflicts inherent ire tMAs role. It points out some

factors which may be associated with these roldlicsiand gives indications of why

some MAs appear to be better equipped than otbergercome these conflicts.
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Finally, this study also offers practical recomma&tmhs on how characteristics of a
PMS may automatically generate or facilitate thée rof the MA and how this
interaction may develop its impact for role chanigem this, an intended role change
of the MA to business support may be managed mdfieieatly. Potentially
contradictory forces (influential factors — see t&®#c6.5) in the role change process

may be transparent and potential obstacles majimmated beforehand.

7.4 Limitations

The key findings, conclusions and contributionshef study must be interpreted in light
of the limitations of the study. This section does repeat the limitations mentioned in
Section 3.2.6 with regard to role theory and thHe episode model. It describes more

general limitations for the interpretation of thedings of the present thesis.

A first limitation of this thesis is the interpre¢i case study. Such a study has several
inherent limitations per its methodology and methddus, the extent to which it is
possible to draw wider generalisations from theeaesh is limited (see Section 4.10).
The findings provide insights into the interactidetween the characteristics of a PMS
and the role of the MA. It is not possible to detere the extent to which such findings
would be replicated elsewhere. For example, poefesring to the discussion “on equal
terms” (see Section 6.2.2) may not have been medidy one of the interviewees.
This can be due to the structure of the interviehictv always asked for precise
phenomena of the type “facts and figures”. Also ititerviewer did not ask explicitly
for the personal relationship with the counterpEidwever, the objective of the study
has never been to offer empirical generalisations to develop an in-depth
understanding of the interaction of a PMS withrible of the MA. This should serve to
enhance the understanding of similar processesher @ontexts and settings but such
generalisations could not be statistically inferred

A second limitation refers to the interpretive matof case study-type research, in that
interpretations of empirical data may not be fref the influence of the researcher.
The lack of anonymity may result in potential esr@rising from the interviewee’s

reluctance to confess to any personal experiendeshwnay reflect badly on them.
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However, the managers were guaranteed their antyymd appeared to speak freely
during the interviews (see Section 4.8). Qualitatigtata gathering and analysis
inevitably result in the use of some judgement aumjectivity. Case study methods in
particular have been challenged for their suscaipyilbo interview bias, the reliability
of documentation and the researcher’s own defmitodd the boundaries of research
design (Yin, 2009). It is impossible to completelyminate these limitations, but they
were addressed by the researcher to the best okrmevledge in the context of a
rigorous research design and the application ofitguaiteria which is documented in
Chapter 4.

A third limitation is in the application of Katz drkahn’s (1978) role episode model,
which is possibly a dated model. It was adopted asans of analysis once the data of
this study were gathered and modified accordintpéodata analysis. Even if it appears
to be out-dated, it is still acknowledged in mamaget accounting literature (see
Section 3.2.7). As listed in Appendix C, the rotesede model was most widely used in
management accounting literature in the 1990s &@d< Consequently, it is a more
current model in management accounting literata® tmay be imagined at first sight.
Finally, it was a useful framework for rSQ1 and £56) the present thesis (see Chapters
5 and 6).

A fourth limitation of the study is the lack of geanalysis of the intercultural context
of European organisations. On the other hand, mlltaspects are not part of the
research objective and are consequently not deellysed in this study but considered
an influential factor (Section 6.5). A further deéincy may be the lack of more
extensive behavioural analysis regarding roleseftse, an analysis of role behaviour
would require different methods based on obsermatibich was never a target for this
study. An operationalisation of the role based ofwvdies as in this study could be
further complemented by a more behavioural andrebtienal approach in the future.
With regard to context, the interviewed panel maytbo heterogeneous in terms of
sectors of activity in order to draw coherent casmns. On the other hand, this aspect
is enriching for the study as a broad industriad @ervice context is analysed. The
practical impact of the research may be restraiasdit could not be investigated if

reversing the findings of the enabling or blockitignension of the influential factors
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would also reverse the enabling or blocking impddhe factor. All the above, leads to

potential fields of future research as discussatiemext section.

7.5 Avenues for future research

This study offers a number of directions for futuesearch. These avenues for future
research will — where necessary — be explainethencontext of the findings. Firstly,
much has been written about the roles of MAs in aga@ment accounting literature (see
Chapter 2). Regarding MAs, questions have beeredass to whether their role
develops towards a business support function (BamasBaldvinsdottir, 2005), whether
the role of the MA becomes increasingly redund&uoper, 1996; Pierce, 2001) or
whether MAs are nothing more than corporate copegé€h 2000). Jarvenpaa
(2007) describes three roles of scorekeeping, altinty and business support which
have been supported by this study. These findiegeal that OMs use accounting
information in a way that is far less formal andrenomprovised than much of what has
been reported in the literature. If not supportgdhe MAs, OMs even generate their
own measuring and information systems which aresidemed relevant to steer the
business. This is also revealed by this study wbeganisations 11 and 13 introduced
their own sales support functions for their owndseMore insight is needed into this
increasingly informal and customised generatioadsditional information, including an
understanding of the relationship between this arwbunting information relied upon.
This is also in line with Pulakos and O’Leary (2DpWho stipulate further research on

the importance of informal aspects of a PMS in @sitto formal aspects.

Second, the findings of this study do not fully exae the organisational and personal
conditions of an MA, which are associated with aibess support role. Additionally,
the findings suggest the link between the use®ttiaracteristics of a PMS and the role
of the MA. The skills and competencies of the MAgugh important, are not the only
determinants of an effective business support fanctAn open and collaborative
management accounting function will not guarantes an MA will be an effective
business supporter. Managers throughout the o@#msalso need to accept the MAs
enhanced role which requires them to become kngelkgile of finance (e.g.

organisation 5). Future research could further dempnt this study by investigating, in
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detail, how the OM deals with the enhanced rolthefMA. This could also include the
study of impact of contextual factors and partidylahe influence of culture and

subcultures (see Section 4.7.3).

Third, it would complement this study and Ferreira Otley’s (2009) PMS framework
to further operationalise the characteristics of PMS. Ferreira and Otley
(2009) themselves acknowledged the operationaisateeded in further case study
research. Based on Sections 5.2.3, 5.3.3 and F@aremore case study research is
needed in order to complement and enrich the danae further operationalisation is
done, the impact on the interaction with the rdléghe MA can be added to the work

here.

Fourth, it would be particularly interesting tolemv an organisation with role conflict
or a strong role change between OMs and MAs ovenger period in a longitudinal
in-depth case study. In addition, it would complemtne findings to include further
stakeholders or the total role set in future stidirther matched pairs of a company
could also be interviewed in order to gather manelihgs about the antecedents and
consequences of a particular organisation. In qadeti, in the underlying study sample,
organisation 15 could be researched further orebtallers (CFO, parent company) to
gain additional details on the stakeholders’ viewd aotential further influential factors

and reasons for role conflict.

Fifth, as claimed by Euske, Hesford and Malina @Qlnterdisciplinary research
between management accounting and management Icisntneder-developed. One of
this study’s contributions is the presentation ahethod with which the issue can be
examined. More research is needed in order to dpwelbetter understanding of how
accounting can be used to support OMs with theirSPWbrk in organisations. This
study suggests that this might be best achievemlgfir a further exploration of the
implications of the roles of the MA in a PMS corttekhus, the findings here can be
complemented with further research based on a tadamterdisciplinary panel (equal
share of matched pairs). Larger empirical sampliés more participants could even
further enrich the data.
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Sixth, further studies could operationalise theaipd role episode model (Figure 6.7)
by potentially including additional aspects. A het open avenue for research is
additional information on the disabling of blockingenabling factors (see Section 6.5).
There is no clear indication from this study, thewersing the blocking or enabling

factors leads to the contrary effect. It can ondydssumed. Thus, further research is

necessary for the investigation of this phenomenon.

Seventh, all the developed influential factors, tipalarly the impact of further

stakeholders, role consensus/conflict and context eulture (see Section 6.5) are
potentially subject to an application to other eoits. Thus, they leave room for further
research in other disciplines applying the lenstt@d role episode model. Further
research could potentially enlarge the originaler@pisode model with its three
surrounding factors by additional factors as prepoby this study. If supported by
other disciplines, the model can potentially beasgg¢d and updated in a more general

way.

Eighth, the qualitative methodology and case stméyhod have some shortcomings as
noted in Section 7.4, which open the field for ert quantitative (confirmatory and
generalisable) or other qualitative research. Regdeng the study by employing
different research methods, such as a quantitadpproach or a more in-depth
gualitative single case study, for any of the abseuggestions could prove fruitful.
Further change aspects of the role of the MA cdudldnvestigated based on a similar
methodology — analysing MAs and OMs — but followifay example, one company in
depth over a longer period of change (longitudicede study). As mentioned in the
limitations, further studies could also be suppbtig further observations as part of the
case study and an additional focus on behaviotheoMAs instead of merely analysing
activities. Other internal stakeholders as well ths total role set could also be
incorporated, for example by studying boards oéctors, HQ, CFOs etc. to examine
the interaction between characteristics of a PM& the role of the MA. The analysis
could also be expanded by a quantitative study atipg and confirming the

interaction of Figure 6.7 and by easily integratingher stakeholders.
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Ninth, Section 6.5.3 and Appendix M point to theessity of further investigation of
the impact of beyond budgeting on the interactibthe PMS characteristics with the
role of the MA. This investigation could also besddor further accounting tools and
methods such as activity-based costing. Thus, tigenlying structure of the PMS
characteristics and the updated role episode numdati be used as a structure in order

to investigate and explain the impact of thesestool the role of the MA further.

Last but not least, as this study employs a pdaiictheoretical approach with role
theory, other theoretical lenses could be adoptetiture studies. For instance, one
reason for initially considering role theory inghstudy was fully capturing the dual
structure of the study (see Section 3.2). Alteusatheoretical approaches that embrace
further factors or further players could be wortie/lpursuing. Systems theory (looking
at the organisation as a whole including furtheaksholders or the role set) or
contingency theory (looking at further influentidhctors) could be potentially
worthwhile lenses. To conclude, this study invifetire researchers to continue the
development of this important line of enquiry ineoor the other direction. Future
research could therefore focus more directly os thitcome, which would support,

contradict or build on the understanding develdpethis particular study.

7.6 Final words

The present thesis presented a comparative casly siuthe interaction of the

characteristics of a PMS with the role of the MAahalysed influential factors of why

roles of the MA are affected by the characteristita PMS. In Chapter 1, the research
objective was presented based on the author’ssityrias to how the characteristics of a
PMS might affect the role of the MA amnite versaThe present thesis set out with four
research guiding sub-questions (see Section 1.Bhwiroposed to investigate (1) the
roles of the MA, (2) the key characteristics of M3’ (3) how the key characteristics of
a PMS interact with the role of the MA and (4) wtta influential factors of interaction

are. Chapter 1 also outlined the iterative procédsis thesis, in particular describing
how the methodology and method was refined as mhgirecal work progressed (see

also Chapter 4).
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The present chapter has summarised this thesisitandontributions towards the

research objective. It has also highlighted contidns towards extant management
accounting, PMS and role theory research. Sometignesemain to be answered, but
these are not addressed here and will be potgnaaplored through further research.
To put the present work and many other researchepses in the words of Johann

Wolfgang von Goethe’s dictum on metaphysics:

Man is not born to solve the problem of the unigedsut to find out where the
problem begins and then restrain himself within ltheéts of the comprehensible.
(as quoted in 1850, p. 272)
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Appendix A
Analysis table of management accounting literatumeroles of the MA clustered by

contextual background and year of publication

[ g Author (year) Scorekeeping Controlling Controlling Business support Beyond
5 o function/ function/Target function/ function/
2 %” Information- profit-based and| Coordination- |Rationality-based
8 g based decision support- based
oriented
Kuepper, Weber and Zuend  Registrator Navigator Innovator
(1990)
Weber and Schaeffer Information function Target setting Coordination
(1999) function function
Bramsemann, Heineke and Decision orientation Coordination Behaviour orientation
Kunz (2004) orientation
o Newries (2007) Assumption control Result control P esgr control
'-(BJ Ernstet al.(2008) Information- Target profit- Coordination- | Rationality-oriented
oriented/Data oriented/Navigator| oriented/Consultant Advanced navigato
administrator
Messneret al.(2008) Information-based Coordination-based  Rationality-base
Daum (2008) Administrative duties ~ Steward/Navigatpr
Goretzki, Strauss and Beancounter/ Navigator Business partner/Innovator
Weber (2013) Reporter
Mouritsen (1996) Book-keeping/ Banking/Controlling Consulting
Administrating
Granlund and Lukka (1997 / Historian Watchdog Consultant/Advisar Member of mgmt
<Z( 1998) team/Change agent
8 Jérvenpaa (2007) Scorekeeping Control Business support
Jarvenpaa (2009) Regulative Normative Cultural cogaiti
Hyvonen, Jarvinen and Beancounter/ New business partner
Pellinen (2015) Discrete
Zoni and Merchant (2010 Number cruncher Highly involved
'E Lambert and Sponem Discrete Foolproof/ Partner Omnipotent
x (2008/2012 Safeguardin
Morales and Lambert Book-keeper Business-oriented
(2013)
Burchellet al.(1980) Ritualistic role/ | Political bargaining Repressing
Mythical role/ role/Rational dominating
Legitimating- instrumental role/ ideological role
retrospective role/ Symbolic role/
Disciplinary role Disciplinary role
Hopper (1980) Book-keeper Service aid/
Customer service
Evanset al.(1996) Traditional role Change enabler/
Catalyst
« Friedman and Lyne (1997 Beancounter New MA
> Chapman (1997) Analyzer/Reactor Defender Prospector|
Coad (1999) Scorekeeper/ Business support/
Controller Internal consultant
Ahrens and Chapman GER: Objectivity/ UK: Internal
(2000) Report interpretation consultant
Scapens and Jazayeri Record keeper Internal consultant
(2003’
Burns and Baldvinsdottir Scorekeeping/ Hybrid MA/Change
(2005) Clerical type agent
financial mam
w Byrne and Pierce (2007) | Number cruncher/ Business partner
- Beancounter
Simonet al.(1954) Scorekeeping Attention-directing Problem-solving
Davis (2000) Scorekeeping/ Decision-making Analyst
n Recording
2 Siegelet al.(2000 / 2003) Old accountant Business partner
Holtzman (2004) Information Strategic business
processors advisor
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Appendix B

Summary table: PMS literature review

Author Year [Title

Anthony 1965| Planning and control systems: a framkviar analysis

Lowe 1971| On the idea of a management control systeegrating accounting and management control
Bedeian and Giglioni 1974 A conspectus of managemamtrol theory: 1900-1972

Amigoni 1978| Planning management control systems

Ouchi 1979| A conceptual framework for the design rghaizational control mechanisms

Flamholtz, Das and Tsu

198

5 Toward an integratimenfrwork of organizational control

Simons and Merchant

198

6 Research and control in lesropganisations: an overview

Anthony

1988

The management control function

Euske, Lebas and McNa

ir 199

3 Performance managementinternational setting

Tsoukas

1994

What is management? An outline of athesisy

Otley, Broadbent and 1995 | Research in management control: an overviets development
Berry

Evanset al. 1996 | Who needs performance management?

Landfield-Smith 1997 Management control systems aradegyy: a critical review

Harrison and Mc Kinnon

199

O Cross-cultural reseancimanagement control systems design: a revieweoftirent state

Guilding, Cravens and 2000 | An international comparison of strategic mansgeg accounting practices

Tayles

Ngrreklit 2000| The balance on the balanced scorexariical analysis of some of its assumptions

Chenhall 2003 Management control systems design within its omggioinal context: findings from contingency-based
research and directions for the fut

Narreklit 2003| The balanced scorecard: what is tleeeScA rhetorical analysis of the balanced scotecar

Nixon and Burns 2005 Management control in the 2éstury

Neely 2005|The evolution of performance measurement resedeslelopments in the last decade and a research
agenda for the ne

Henri 2006| Management control systems and strate@saurce-based perspective

Widener 2007| An empirical analysis of the levers arfiteol framework

Herath 2007, A framework for management control resear

Cadez and Guilding 2007 Benchmarking the incidencarategic management accounting in Slovenia

Malmi and Brown

2008

Management control systems pacliage - opportunities, challenges and researettidns

Cadez and Guilding

200

B An exploratory investigatdrn integrated contingency model of strategic agament accounting

Busco, Giovannoni and |2008 | Managing the tensions in integrating globahnigptions: the role of performance managemenemssst
Scapens
Ferreira and Otley 2009 The design and use of pedoocam management systems: an extended framewoakdtysis

Broadbent and Laughlin

200

9 Performance managemstersg: a conceptual model

Berry et al. 2009 | Emerging themes in management control: a reofawcent literature

Euske, Hesford and 2011 | A social network analysis of the literaturenosanagement control

Malina

Bredmar 2011 Theoretical foundations of the concéptanagement control: a references analysis
Cruz, Scapens and Major 2011 The localisation obbajimanagement control system

Strauss and Zecher

201

12 Management control systeragiesv

Hewege

2012

A critique of the mainstream managen@mta theory and the way forward

Franco-Santos, Luciane
and Bourn

12012

Contemporary performance measurement systemsieavret/their consequences and a framework fo
researc

3

Bredmar

2012

The meaning and development of the pbroéenanagement control: an etymological study

Carenys

2017

Management control systems: a hist@dzapective

Cadez and Guilding

201

R Strategy, strategic manageacenunting and performance: a configurationalyaiza

Guenther

2013

Conceptualisations of ‘controlling’ in German-spiegkcountries: analysis and comparison with Anglo-
American management control framewt

Fullerton, Kennedy and |2013 | Management accounting and control practicasiéan manufacturing environment
Widene
Grabner and Moers 2013 Management control as a symtenpackage? Conceptual and empirical issues

Demartini 2014 Performance management systems

Melnyk et al. 2014 | Is performance measurement and managemeot fitd future?

Cohanier 2015 What qualitative research can telbwsigperformance management systems
Otley 2016| The contingency theory of management adewyand control: 1980 — 2014

Franco-Santos and Otle!

20

18 Reviewing and theorthieginintended consequences of performance maeagsystems

Schleicheret al.

2018

Putting the system into performance managemengmgsta review and agenda for performance
management research

Cooper, Ezzamel and

2018

Robson

The multiplicity of performance management systeémeserogeneity in multinational corporations and
management sense-making
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Appendix

C

Summary of management accounting literature baseale theory according to foot-
note 2; adapted from Fischer (2010, pp. 98-10(Q)dated with publications after 2010

Author Year |Type Details

DeCoster and | 1968 | Empirical Applies role theory to explore how superiors uségets as a way of expressing their own patterns

Fertakis of leadership

Hopwood 1972 | Empirical Centers around role stress aspects of role thewestigates managers’ responses to different
supervisory styles, in particular to the use ofoainting data in performance evaluation

Otley 1978 | Empirical Follows Hopwood (1972) in the examination of thieets of supervisory styles on managers’
experienced job tension; Relies on role theorgims of basic causal relationships (managers’
inner states are depicted as intervening variables)

Hopper 1980 | Empirical Examines accountants’ and managers’ perceptiomaodgement accounting roles under conditipns
of centralization and decentralization of the mamagnt accounting function; Identifies role stress
emanating from accounting workflows

Senatra 1980| Empirical Investigates role conflict and role ambiguity expeced by audit seniors in a large accounting
company; Draws on role theory to develop a framéimaiuding consequences and sources of role
conflict and role ambiguity

Hirst 1981 | Empirical Attempts to enlarge previous studies on the useodunting performance measures (Hopwood,
1972; Otley, 1978) by the variable of task uncetjai

Collins 1982 | Conceptual | Highlights accounting systems’ usefulness in conioatimg role expectations, triggering motivation
and communicating organisational climate

Collins, Munter] 1987 | Empirical Draws on role theory to develop and test a resaaoctel on managers’ role stress and game

and Finn playing behaviours that are related to superiousigetary leadership style

Chenhall and | 1988 | Empirical Examines the effects of participative budgetingaimsatisfaction and performance; Depicts role|

Brownell ambiguity as intervening variable

Bamber, 1989 | Empirical Employs role theory to investigate the effectsuafitistructure (i.e. structured versus unstructured

Snowball and audit companies) on organisational characteristtugh, in turn, are potential sources of role

Tubbs conflict and role ambiguity

Rebele and 1990 | Empirical Examines role stress experienced by independeitbesidJses role theory to develop a causal

Michaels model including several antecedent, outcome anderatidg variables

Fogarty 1992 | Conceptual | Uses key concepts from role theory to develop mémork for socialization of staff members in
accounting companies

Jaworski and | 1992 | Empirical Explores the relationship between three contextaeihbles (goal congruence, perceived peer

Young dysfunctional behaviour, information asymmetry bedw superiors and subordinates) on subordinate
dysfunctional behaviour; References role theomyrier to develop hypotheses about the mediating
effects of role conflict and tension

Dunk 1993 | Empirical Attempts to validate Hopwood's (1972) finding theetnagers’ tension negatively influences thei
performance

Ross 1994 | Empirical Attempts to replicate previous studies on the disecounting performance measures (Hirst, 1981;
Hopwood, 1972; Otley, 1978); Additionally examirtes moderating influence of tri

Abernethy and| 1995 | Empirical Investigates the conflict between the managememygital professionals (physician and nurse

Stoelwinder subunit managers) and bureaucratic norms; Emplagstineory to explain the dysfunctional effects
of bureaucracy

O’Connor 1995 | Empirical Explores the moderating effect of cultural varisbbe the relationship between managers’ budget
participation and their experienced role ambiguity

Jonsson 1998| Empirical Describes management as a cooperative game wharsunication is central to attention direction;

(qual) Refers to a symbolic-interactive view of role thethat sees role concepts in a more communicative
light

Abernethy and | 1999 | Empirical Discusses the importance of accounting and budpftirimplementing strategic change; Interprets

Brownell CEO:s as the key agents of strategic change andrésdhe CEOs’ overt behaviours to be “enacted
role”

Viator 2001 | Empirical Employs role theory to examine the association betwmentoring, three measures of role stress
(role conflict, role ambiguity, perceived enviromit& uncertainty) and job performance as well|as
turnover intentions

Marginson and| 2005 | Empirical Examines the extent to which budgets have a pesitiv'‘comforting” influence; Argues that

Ogden managers confronted with role ambiguity may resgmntdecoming positively committed to
achieving budgetary targets because budgets offeure of structure and certainty

Marginson 2006 | Empirical Deals with the psychology of information processkacuses on the acquisition of clear information
about expected role behaviours through communicatiannels and information media

Byrne and 2007 | Empirical Addresses the determination of the roles of manageatcountants; Identifies a set of antecedents,

Pierce (qual) characteristics and consequences of roles

Hall 2008 | Empirical Argues that the effects of comprehensive performameasurement systems on managerial
performance is mediated by role perceptions; Facasegole clarity instead of role ambiguity

Hechter 2008 | Conceptual | Discusses current literature on norms and normativtrol; References role theory in order to afgue
that distinctive positions in society are oftenided normatively

Maas and 2009 | Empirical Employs role theory to explain business unit cdigre’ role conflict and role ambiguity when bejng

Matejka confronted with dual responsibilities of support@h local decision-making and corporate control
over their business units

Burkert, Fischer2011 | Empirical Draws on role theory to analyse how role ambigaityt role conflict mediate the basic relationship

and Schaeffer

of the application of the controllability principeend managerial performance; It shows that role
perceptions completely mediate the relationship
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Appendix E

Exemplary concept map — MA3
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Appendix G

Relevant quotes: key characteristics of a PMS ()SQ2

Exemplary quotes MAs

Vision/

Mission

- [The company values] are vitality and sense spoasibility. [...] We have a company vision thatuplate every two years. And this vision is not @

figure-based target. | take an example. | havea house in the mountains. There is a summit. My igoto reach the summit with my friends. But

matter if | reach the summit or not | am having With my friends. We go together. It is more a nie@n[...] It is even unrealistic but it gives ditéon
[...]. The rest changes. It is the only constadt@mprehensive definition. [...] Nothing is writtaiVe always try. The organisation works like that:
trial and error. (MA10)

[- secondary data]

KSFs

- Meanwhile, since three or four years, [the corgpahmore explicit in its statements. Which KPie @ssential [...] and this is how the ten-ten
developed. 10% turnover increase p.a. and 10% ERfBin. And this ten-ten was complemented one lgar by another ten. Turnover, EBIT and

R&D ratio. So R&D expenses are important to us Uildsay. We are driving innovation, technologi@dership and this is what we want to maintain.

This means not to optimise EBIT by reducing R&Dtso$o it is exciting to find an equilibrium betweEBIT profitability, growth... [...] | already
mentioned the Balanced Scorecard before, whereefireadi success factors. For each success factdefired a KPI to reach. [...] And all this hel
to make a strategy pursuable. (MA8)

- We have two major targets for the [...] group [market share [...] and profitability. During strgte planning a target matrix is built with five
dimensions (those of the Balanced Scorecard)[...pAqM

- And we have a so called cottage [...] where yod fire overall targets for the company and belovetheblers. [...] and the status is presented
regularly: [...] did we reach the target to be mailkeider? Did we reach the target of double-digitrgh etc.? (MA13)

Strategies and plans/
Key performance measures

- We are in charge of the top 50 indicators. Theydiscussed once a term with the departmentswihthen be published in areport. [...] CC
performance of IT systems, if the elevators rurpprty [...], cleanliness of the toilets, [...]. These all topics we look at. This is where | see, if |
push the cost side too hard, what happens on te etde? It needs to stay an integrated whole J)MA

- Performance management is all figures: all KR& t have to steer the business and also dashbdarfiwe are about to develop a[...] dashboard

where KPlIs [...] can be split from top level to thettom booking. This means that the head of divismmediately recognises how all the function;
performed and the department head can analysepestthent. (MA3)

- It is more the ongoing management what we manpport here [...]. Through analysis [...] Were we ablémplement the planned measures? Did i

succeed? How do the single departments run? (MA5)
- You basically come from strategic planning [.. ¢threalise in the operative planning that you &itkasvay from the strategic target that [...] was

initially set. [...] Can we live with that — meansattwe get one’s act together at the end or is év&ation so big that we need to readjust somehowp

(MAB)

- And this works through running actions, measiireband | need to check if | am on the right trafk] And the question: how much can | dispatch il

an organisation? [...] All issues are right and impot. But to say: | already have [...] six and seigeimpossible. [...] To follow the right measures.|
[...] Such mechanisms are very important for many games. And definitely as well for us. (MA8)
- Whenever we discover that we are behind our targe] we need to develop measures or strategiestapensate [...]. (MA11)

S
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- Management accounting gets involved when we teéidancially evaluate the top-down generateddtsg[...] It is more about the long-term targets

that we support in terms of: is the investment pabfe [...], what should we do differently? [...] Afidr the ongoing management [...] we have our|
daily tracking of turnover and sales volumes [Thien we have our monthly meetings to show wheranee(MA13)

- The strategy process is done during the operptamning [...]. Two years ago we started with Hoskamri concepts in order to link the targets o
different departments. [...] It works very well mednile. (MA14)

Target setting

- And for the strategy process and ongoing managehtey to introduce relative targets. This isabout this Hoshin Kanri method. [...] We will fix
these figures for the three year and long-termmifgnand will integrate it into the budget plannimext year. And only for top indicators — perhafs
20. (MA1)

- [...] The management determines the vehicle volantethe result [...] and this is the target with whiee measure in the report. (MA2)

- It is such a model that gives us the target mssirplan [...] in a short-term view, and simultandpasonitors if we follow our strategic targets in g
long-term perspective. [...] The topic policy deplogmt and conveying objectives is in my view an eSakelement. [...] With regard to individual
incentives it was a science on its own, a detgtedess. [...] Fortunately, [...] the individual aspeets completely removed [...]. (MA4)

- First of all, we plan bottom-up [...] and then vayshat we would actually need to plan a little endr..] And if the total does not equal the strateg
guideline, we give [...] some additional targets. (6)A

- For our division it means that we work with thesimess plan [...] and that these targets are defied this business plan. (MA7)

- During strategic planning, a target matrix islbwith five dimensions (those of the Balanced Smard)][...]. But we do not break-down the target
a structured way yet. (MA9)

- We have a company vision that we update everyyars. And this vision is not a figure-basedearfy..] It is even unrealistic but it gives dire.
(MA10)

- So you have a budget that needs to be reacheahadbition. It is more ambitious and goes bey@vé10)

- The comparison between actual, budget and prewear always plays a major role. [...] And conveting) objectives means in my view indirectly|
through the budget process. (MA11)

- The targets fixed by the management [...] are conicatied for the first time with the budget letter.] We re-distribute the budget letter to the
responsibles who hold budget meetings with theipsdinates [...] and communicate the target for tie year [...]. We also have a house of strat
with the overall targets of the company and théoksma. [...] And this has been distributed to evedpm a laminated way |[...]. (MA13)

- The top-down expectations, i.e. targets, areueatly higher than the figures that have been clideted bottom-up. [...] And then we highlight at
least our risks and opps. (MA13)

- Conveying the objectives is done via our repgrépstem [...] from volume until EBITDA. [...] Peopl®nsider it relevant. [...and targets are bas|
on an adapted budget]. (MA15)

- So people will have two or three weeks for thefut in June [...] and the target [...] is only distuted in February or something like that. [...] Bu
then it comes to group consolidation [...] It doe$ match as always [...] they will give top-downs. (V&)
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Performance evaluation/

Reward systems

- With regard to individual incentives it was aesuée on its own, a detailed process. [...] Fortugafel] the individual aspect was completely
removed [...]. (MA4)

- We have a bonus payment for the achievementi®f.th] target. This is how it works. (MA5)

- Well if you deviate a lot [...] there might be agagive incentive. (MA6)

- The programme is called global leadership prognanit started at the top and now follows downdhscade. [...] This is where you principally
exchange with others. Peer consulting. It is wathetyou get to know other views. [...] It is thend...] to network and it follows the idea to make
the organisation better, more efficient and effect{MAG)

- The bonus payments for example for the CEOs@ftibsidiaries. [...] There is something and welleety provide data [...] but which incentive
depends on which indicator is [...] actually top stc(MA9)

- And we have collective management where we halleative meetings with a starting appraisal aseémi-annual appraisal. And this is where we

follow-up a project. For example this year we hilnetarget to generate 35% growth. [...] On whicligssdo we want to concentrate this year? [..|

'We follow-up employee satisfaction [...] and custorsatisfaction. [...] All this is supposed to helptaggenerate 35% growth. (MA10)

- Here you have [what we call] individual managemérdividual management means a monthly individnakting with your boss. So you have a
mission for the year. For this mission you setrabitious indicator in each position. With a semivaal review and yearly review. (MA10)

- And there are so called [...] global meetings [All.the CFOs, marketing and sales directors andtoten come together. They take place every

months in another city and last 1.5-2 days. Therehig finance slot where the group CFO preséetgtoup targets [...] and target achievement. [|.

Itis a very comprehensive meeting where we redeiads of information. (MA13)

- All the key account managers and [...] the manageeam members have [...] incentive targets. [..neWas the key account managers have lo
targets on their sales and customer P&L, we haegnational [/group] targets for the managemenntg&A13)

- There are, [...] every two years, finance leaaligpidays where you can present certain thingswimete you can do some networking. [...] The
objective is to be more and more standardisedagdaw together wherever it is possible and wheréwmakes sense. (MA14)

- One of the results was a ‘training of lean firmfiendamentals” which has been attended by 70 — &0¥e MAs meanwhile. (MA14)

- Learning is supported and required. [Our company} has a learning week, which is e-learning dbageclassical trainings. This is very condens
because we had the problem that the trainingsatii offered internally did not fill up. [...] It wasommunicated that there are training catalogue:
there was no clear responsibility and personalnpfan[...] There was no pressure to register [...] @masts. [...] It was all very dependent on the
superior [...]. (MA15)

four
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- The organisational learning and change is maieln [as a task of] each manager. (MA15)
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Exemplary quotes MAs

Organisational factors

- This is where we are more reactive and maintsncurrent status as long as possible. And thisvsit stays relatively stable. Thus, organisation
changes entail disruptive changes. [...] Frequerdlysofficiently focused. Because each organisatioimange leads to fear, blockade or performa
dysfunction. Or can lead to it. [...] But in my wigthis is more a reaction than an integration ih® system. (MA4)

- There are many reports [...] which do not goht® ¢ld shareholders because they are not allowsdegdhem. They would be immediately forbidde
(MA9)

- We need to take out all the brakes and smasébrnisation. The organisation slows us down. Thecture was a little complicated for a retailer

holding. [...] Many hierarchies. [...] The autonomytbe countries was very low. [...] And then they sthiat this organisation is all over. [...] We arg

now a union of autonomous countries. There is noemmrldwide board of management. [...] So each ayurein take autonomous decisions up t
€15m. Play the game. (MA10)

- Sales, contribution margin, gross margin. And miestarts to come to operations and this kinthafg, we were out. Because also we had a ver
weird organisation structure. Now it's getting leetwvith the change. And now | am finding my way AMp)

Information flows and their efficiency

- For example, you have to achieve one milliondeaf additional target] and colleagues work oneliéint smaller measures. [...] But for the big fi
measures | would always interfere myself. (MA1)

- The implication of technology is missing. How datechnology influence the control processes? [he] ilieas are from 2009. At that time
technology did not have the same relevance as tdtaye are simply so many new technical optiong.All this artificial intelligence topic. This
will have an enormous impact. We already inveséigalittle bit with artificial intelligence. (MA1)

- We are about to develop a, we call it managerméatmation system, a dashboard system, where Kflisators can be split from the top level to
the bottom level. (MA3)

- We have different elements how to structure danming cycle for short, middle and long-term horig. [...] And this consistency is [...] an
essential element [...] to reflect continuous improeat and to measure performance. (MA4)

- If something went wrong, we see it based ontidécator. And if it runs fine, we also see it basexthe indicator. Through the daily shop-floor
discussions [...] employees learn which measures iiel® advance and which less. (MA5)

- A big topic is actually big data. Basically wevean incredible amount of data at our disposatl @urrently | think we do not make enough out o$
data. [...] We have so many reports in our companythe question is if they could not be organised smarter way. [...] If it is a system or a
dashboard or whatever, where one can access theesmential data [...]. (MA6)

- We are having reviews approximately three to fimies a year. [...] With the big markets [...] yae an close contact anyhow apart from the revig
(MAG)

- Three times a year we have a division board whereresent and discuss our strategy and buddé#s8)(

- So we would only see: where are we? Where dotifiehave gaps? OK for the gaps we need to findsness. (MA8)

- That [a PMS] is linked directly to the origin déta [...]. That there are almost no manual stegstablish a report. [...] Currently it is a lot of mual
Excel, a lot of copy-paste [...]. Not a very satisfyiand qualifying work. (MA11)

- Such a PMS needs to show a certain efficiencig fteans that cost and benefit need to be balaitaezkds to be as efficient and smart and
automatised as possible. (MA11)

- All technical locations worldwide come togeth@hnen they are having a workshop during three day$And they prepare the strategy for the ne
years. And they pick special topics how they weteceited [in the past]. (MA12)

- | need a system where | see where the gaps dretare to re-adjust. (MA13)

- We have monthly review meetings, where [headeus}participates partly, where figures are disedspresented and explained. (MA13)

- Only what is measured can be improved. This i @iour lean philosophies [...]. And the analysi®réhthe deviations are, where they come fro
and to introduce [...] corrective measures later. (MA

- And then of course the topic digitisation [...] th&an create the transparency with the leastqrersl effort. And that | automatise the maximum.
And that | put all my resources [...] in data anadyand not in reporting or data preparation. (MA14)

- And they finally announced that they will try tise this big data etc.. But this is business aialyBut this is something which will just take #m
(MA16)

=2
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PMSs use

- This big cockpit chart, we call it, is really hig committed. There is really not much which isracely challenged here. The control process béc
more ambiguous. (MA1)

- We have different elements how we structure dammng cycles [...] short-, mid- and long-term. [Add this is what we finally linked in the last
years. [...] And this [...] consistency is an essergigiment [...] to implement continuous improvemert ereasure performance. And this what |
would call system. (MA4)

- We are talking about hours now. [...] We say thato&n save x hours which leads you to a percerftag®/e then develop our roadmap which kin|
of measures we plan in the different departmentsder to get better. [...] And for the actual we say if the measures were successful [...] or
happened that prevented us from implementing thesome. [...] And the last step was to work on a daibnitoring of the previous day. (MAS5)

- Each KPI has its deficiencies, of course. Buteoset, they help you after all to control the dapants respectively [...]. Support of the strategy
process and the ongoing management... Strategy mpeed-term planning, and respectively the balarsmatecard as a tool definitely exist. (MA
- There is no real structure. [Only] a vision whistupdated every two years. [...] And a vision i$ adigure-based target. [...] The rest changeis. iEh
the only constant and overall definition. [...] Wevéanore autonomy to decide and to take risks. (MA10

- We are responsible for the total budget [...] flog group, for the five-year planning which is damee a year, for three forecasts per year, for t
risk reporting [...]. And we are responsible for headnt control. (MA11)

hat

8)

@

PMSs change

- We are just about to develop such a system. Weldp a, we call it management information systemashboard system where we can break dqg
KPIs from top level to bottom level so that the dhe& division can see right away where he stands a¥i his functions and where the department
can also see his department figures [...]. (MA3)

- In the past we focused strongly on monthly reipgrand measurement of performance, variance asalfisis changed to attending the strategy
process and long-term planning. (MA4)

- The BSC was introduced [in our company] in theye2000s [...]. It regularly undergoes such [...Etgs: we do a little bit more, push a little bit
more. Then we have more complexity. We are a telolgyeoriented company. This means that the researblNA lives in all of us. We want to be
very precise. And then we realise that it is toaccmand that it is no longer manageable. And thetrywith less details and we realise at the eadl t
we simply need to reanimate a bit. It undergoe$ $ud cycles. (MA8)

- And growth was not stable — growth was even dishiimg. [...] And the profitability was stable or algliminishing. [...] OK what to do? We need tq
take out all the brakes and we need to destropmanisation. [...] Our DNA is chaos management. flugt imagine what happened. 3500 emplo
were working in this organisation and you say: aigation destroyed — does not exist any more. [Th¢[vision and mission] is the only thing that
does not move. All the rest can disappear fromdayeto the other. (MA10)

- We want to globally implement a planning and dation tool of reporting. It is a cube. It is a S@itructured query language] server-based planr
tool. [...] And this database is the home of all thporting and — [...] this is the most [...] importahing — enables the simulation of planning. [...¢
need to change everything manually. And with suSiQ& server-based tool you say that you grow 5% witustomer and [...] it [calculates] the
volumes [automatically]. (MA13)

wn
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Strength and coherence

- This cockpit that we discussed at the very bagmrthis is a 100% committed with the majority fbé management]. [...] They can pray it. The res

is less structured. This is a kind of backbone. And the rest can consist of very wild managemenistructions, | don’t mind. Where you can alsg
find the human and collaboration part. (MAL)

- What can we influence daily and monthly: thishe efficiency of our employees. [...] And the otlpeint was that hours were more quickly availgb|

We did not have to wait for a booking or an autdmailling. [...] And we are convinced that this ibslutely right. [...] And the production
department analyses the machine hours. (MA5)

e.

- The problem is: what do you want to do with agiénbusiness case? The transparency is not héfpgfal do not understand the total impact.[...] And

now we are about to convert the business caseetbusiness plan. And to check the actual perforetanbat happens after SOP with your business

cases? [...] And now we see that the formerly posibivsiness cases are now negative in the real wanttthis is phase two of the restructuring.
(MA7)

- Strategy process, budget planning, respectivedyse of the balanced scorecard as a tool —islé#ists. The ongoing management is the trandfe

the strategy into operative actions. [...] | claimatthll that | do is right. [...] But the question [.ifJall those running measures are enough to réze!
strategy [remains open]. (MA8)

o
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Exemplary quotes OMs

- <
c o
L
n n
Ss - It helps [...] to bring up the really relevant tgswith the strategy map and to omit many thinGa418)
[- secondary data]
it - In 2022, we still want to generate a double-digitS] [...]. And what kind of strategy do | needdisoose then? [...] And our strategy [...] full-liner|
‘Q concept [...] that we serve each milk churn at thedside [...]. (OM4)

- We have our magical triangle [...]. On one side haee costs which are our efficiency indicatoredurctivities etc. Then we have a second column

which is supply availability. [...] And to produce wery small lot sizes [...]. And the third topic isality. We think in terms of our triangle which ha:
been heard and seen a hundred thousand times typegy. (OM5)

5

Strategies and plans/
Key performance measures

- Performance is for me EBITDA and value contribatiAnd then | analyse my different turnover andtqaositions. [...] The company targets are
broken down. [...] One thing are company targets sfrategic level and [the other are] economical pamy targets. (OM1)

- We also have reportings that reflect for exangptategic indicators. What share of vehicles deakéwith the equipment x. [...] We invented x. -
This is why the x sales share is a strategic taagétalso a sales indicator. [...] In such a big camy...] you can only lead based on clearly define
targets and a clearly defined strategy. (OM2)

- [...] Classical pyramid. At the top | have my EBAnd below, [...] I need to take care that | stidve KPI and not only PI. [...] we had a very
comprehensive strategy process [...]. We have twizéo@®ne is implementation control, the classicééstone tracking. And then we do result
control. (OM3)

- | have a long-term planning [...]. This is whatdnccompare to the strategy. [...] | do my busineas pbw, then | get a [result] target out of the
business plan and from this | can derive [...] fixadts, value added etc. as targets. This mearaldf Uup the components | should come up with th
result again. (OM4)

Target setting

- [...] Our target is always what is feasible arelfeel emotionally comfortable if we can say thataverachieved by +5% or +2% or whatever. Thi
means that we are above plan — this is what we [lik¢ What is always an awkward process is thevatiof the top down targets. [...] In an area of

management accountants and CFOs we always havestiolds of bazar negotiations. This is how it veoekeerywhere. | am an engineer — | don't like

this game. But | play the game. [...] It always redsimme collective bargaining. (OM1)

- We have a target system. [...] It is deployed friw top to the bottom [...] We did a policy deployrhéor the order fulfilment department as the
are 10-15 completely different sections. [...] Unow [...] everybody had three general targets entirget agreement [...]. Now we reduced it to
[...]. At the very top [of this system] is [...] EBEhd Cash Flow. (OM5)

- It all starts with a board where strategic tasgar fixed. [...] These targets [...] will be commuatied to the employees. [...] The next year will bg
broken down as a budget. [...] And these budget tang#l [...] become personal targets and will bethar split down. (OM8)

- These company targets are not stringently splirdto the bottom-level. There are more corrid@rs]. It can be cost targets, market share targef
retailer growth targets. Retailer quality [...]. Teeare environmental targets, innovation targets [QM9)

- So this classical conveyance of targets by aesygt..] from management top-down does not existunegmpany. It is done selectively [...]. We
to manage it somehow [...]. But we do not have a sgatem. (OM12)

- In the past, targets were more sophisticatedaifatiey are simpler and better. Today there agelae video conferences with up to 4,000

participants where CEO or other board membersafadkut strategies, targets, the current situatioiraat causes. [...] In the past, there were emai

or flyers that nobody understood. [...] The processascading: first, the top 200 (BoM and one I&edbw) are discussing; then, including the
department heads; then, the extended team dove tieém leaders. (OM14)

- It was rather a top-down than a bottom-up [pret€s..] It always means: you have to, you haveytny have to. [...] We cannot fix the targets toge|
because it is only top-down and because there ottom-up. (OM15)

- When | was an account manager, | had my plarfimighed. And from time to time, there was an aiddiél target. Then you said: let’s see how | c3
manage. And then you had to juggle a little bitM15)

WO

ther

n

Performance evaluation/

Reward systems

- As an executive team, [...] we mostly have simitaget systems. [...] The emphasis was just shitteddre central targets. | am more the kind o
person that would like to take the responsibilidy What | did. In a positive and negative sense] This [central target idea] supports the idea theat
are all in the same boat. If it is effective, wél wee. (OM1)

- There are, for example, series of presentatibaswe introduced. These are [...] meetings of déferdepartments to foster exchange, to promg
topics. And we did a lot of workshops with projecoups. [...] And we have monthly [...] sales meetingiere we bring the different organisations
together. We have for example meetings where weitie sales force together with the back off{€@M2)

- And we all have — starting with our head of Gemgndown to my management level — a result targetintarget agreement. This is the base for o
performance evaluation and our bonus payment. Aasl we have these reports with which we controlsales and result situation. (OM2)

- And to celebrate success is something that catobe if justified. You don’t praise somebody sisnpecause it is Christmas [...] but because th
is a reason. And this is good for an organisat{oh/3)

- Appreciation? Based on our [result], the bonusalsulated and we get incentives. (OM4)

- We have fireside chats with the board membersardutive panels at least twice a year. [...] Thiatileast information sharing and a platform f
feedback — especially in smaller circles as firesibats. (OM9)

- We have a new topic for executives which is [.ight competencies [...] These are competencies tiraremger should possess. Depending on
position on different levels. [...] Atarget profile determined. And the actual profile is compared [ there are gaps we need to find measures
based on atool kit [...] And on employee level,haee the normal performance appraisal discussindsjualification discussions where we try to
the employees in the sense of the organisation. &M

- We have target agreements combined with an in@epay system. (OM14)

- Approximately eight times a year | organise tdaeakfasts with the blue collars. All kind of quests can be asked and the current status is
presented. This is where current topics emerge ttenshop-floor. The alignment with my level is wémportant. [...] The most important thing is
personal appreciation face to face. (OM14)

- This is very much structured by the target agreets1 Everybody has one. There is also a mid-y@éew. [...] It has an impact on your bonus. [...]
Since a few years it’s not only about the ‘what¥ about the *how”. There were a few cases ingast where the ‘what” was OK [...] but not the *hoj
[...] And for the onboarding of new employees. Ehix a process what they need to learn. [...] Andinithe yearly target agreement we now also

a yearly employee development. [...] So that the campixnows how the employees would like to devetothe future. (OM16)
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Exemplary quotes OMs

Organisational

factors

- An organisation can support, but it cannot replédhere are no precise ideas about certaingsponsibilities. [...] [We structure our businessh
ljob descriptions and not with boxes and organisatianits. [...] This has the soft factor that peogitenot stay within their boxes but look for globa
responsibilities. It is some kind of moral respdoilitiy not to let a colleague down. (OM1)

- It is a flat organisation, less and less levside. From the sales assistant [...] to the countagager, there are two levels. Before, there weverse
[...] And we give the responsibility. If you want pbay the game. They can take their own decisiorsiige they know. (OM10)

- [...] This is somehow the destiny [...] because @& tlecentralisation and divisionalisation with tiksidiaries. We try to do workshops [...] on

And this is not constructive. (OM12)

Information flows and their efficiency

- We have everything that you can imagine and wishreport, at each level of detail, for each ciednfor each model, for each equipment. [...]It
actually too much. You first of all need to finduyoway through the jungle in order to find out wieateally important. (OM2)

- There are expectations which cannot be fulfilleainely this realtime overview about the perforneaa€the unit. [...] This means that manageme|
accounting already fulfils it. But not the timelyquirement that she and | have, namely at the phiatbutton and on demand [function]. [...] The
system has no intelligence. (OM3)

- Once a year we do an official review [...]. Thisakere we also check the total capacity planningktopics to deal with. Because the overview
contains too many for the organisation [...] and weahto do a priorisation. [...] Indirectly, it is a@ys to be checked: does it help to advance? Dg
sell any spare part? (OM3)

- Thus, it is important for me to have a simpleicador where the difference is quickly explainatiteat | can traduce a figure very quickly in a gy
effect. And then | need to conclude: How can | nipthis physical effect that prevents me currefithm reaching my target. [...] The other thing ig
that you can celebrate success with shop-floor gemeant1 [...] if you over-fulfil or reach your targ€¢©OM4)

- Our efficiency programme [...] which measures daihat the performance is of our [shop-floor] em@eyg based on our boards, shop-floor

what was the actual and how was the total efficy@ric..] We track this indicator daily. And peoplestthinking: oh | have two too many today — wh
shall | do with them? [...] This is how affected pémpre turned into parties involved. (OM5)

is cost, quality and delivery. (OM5)
- We have this strategy loop: from [...] strategynieasure a plan. From implementation to the feedlmmi of operative observation. (OM8)

planning for the upcoming year. This is the openalisation of the strategy for the next year [(JM8)

[...]to look at [...]. Then I think that it is a usdfand important completion. (OM12)
- Around 2008, we introduced SQCDP [safety, qualist, delivery, people] as a cascade. The idéeatsa healthy process develops a healthy reg
The idea is to have a PMS directly on the productioe [...]. Each morning the teams meet on the petidn line; twice a week, the board is filled
[and discussed] with the head of production; oneeek, the board is filled [and discussed] with phent responsible; and once a fortnight, with the
operations manager [of the division]. [...] Everythiis standardised and this is how poor indicatadstapics also end up on the board. (OM14)
- Big data is missing. We have data everywherer&lage many available figures with which we coutdwdate the future. [...] Overall | think that

efficient [...] and big data could help with regacdthe future. (OM14)

- | have a meeting every two weeks with my teandées and cross-functional departments like HR aadagement accounting. Everybody brings
discussable points proactively. (OM14)

- And mentoring is a network that has been intredLiat that time. (OM16)

PMSs use

- We have our daily reporting. These are 100 padgsif. Then | have incoming orders, deliveries [anH my order backlog for each model, for eq

This is also daily. And then we have the salesltesport on a monthly basis [...]. (OM2)
- The shop-floor management cycle says: | havegetahat | measure daily. | measure my OEE [over@lipment efficiency] and can identify five g

requires a lot of discipline. [...] Thus it is impari for me to have a simple indicator where théedénce is quickly explainable: that | can tradace
figure very quickly in a physical effect. And theneed to conclude: How can | modify this physiefect that prevents me currently from reaching
target. [...] The other thing is that you can celédrauccess with shopfloor management [...] if yourefwifil or reach your target. (OM4)

- Our efficiency programme [...] which measures daihat the performance is of our [shop-floor] em@eyg based on our boards, shop-floor

what was the actual and how was the total efficy@ric..] We track this indicator daily. And peoplestthinking: oh | have two too many today — wh
shall | do with them? [...] This is how affected péapre turned into parties involved. (OM5)
- It is not the case, [...] that we cannot live witiiohis tool [BSC] but we use it situationally. Attus is how we experienced all the variants. Beeay
first of all you are enthusiastic. Then you britigyaur actions into the tool: then they are nadlhg updated or there are many shifts in the prgec
[...]. So you really need to put a lot of effort intfee regular update. (OM8)

countries. (OM11)

the production line [...]. Each morning, the teamsetnen the production line; twice a week, the baarfilled [and discussed] with the head of
production; once a week, the board is filled [aiztdssed] with the plant responsible; and oncermight, with the operations manager [of the
division). [...] Everything is standardised and tiéshow poor indicators and topics also end up enbthard. (OM14)

- And these details are not available that | tnagkmeasures for target achievement. [...] From witeréneed to counteract? Because the [reporti
does not tell me in my view. | would need to cotléall by myself. [...] The [...] system actually ests, but the specification and interface to our
system [needs] are missing. (OM15)

PMSs change

- Basically | dream of a classical cockpit. | sten my computer and | see where | stand in my t@lae chain. And if it is a good system it tefie
where to look at first: traffic light logic. [...] Kloes not exist yet. We have various reports. [cduld look at all the data manually but | don'tnivéo.
We are working on this issue together with my MAM3)

change process is surely supported by a transpokow-up [process]. (OM3)

measuring the performance of the points. (OM4)
- Our efficiency programme in inverted commas whitdasures daily how the performance of our emplsysemonitored on the boards, shop-flg
management cycle etc. And our MA has an impori@sk in this process. He prepares the figures.drbéginning it was monthly, [...] now it is daily
(OM5)

- We have a strategy map and a BSC. And | am dingsith [the MA]: On which level do we follow-ugctions in our BSC? Against which KPlIs do
measure? How do we do this? We had periods whereonlkeed on a very detailed level. Currently we iara period where we summarise. (OM8)

- Honestly, we change our processes as frequemtybu do not have the time [...] to improve as goe already in a new process. [...]. But [..djpe
do hardly follow: is it a new one, is it an old gmeit what we did? [...] | say always: there is aronstant — and it is change. [...] It has [...] adsgets.
But it has inconveniences because people do nlavidhat quickly. (OM16)

different functional levels, for example with reddo lean management. [...] But basically everyboalgsihis own thing and there is evenrivalry. [.|.

- We think in our triangle. Everybody saw and heiaad100,000 times. [...] We have a T-Shirt [...] [fdre shop-floor workers] with a triangle. And it

- There are three boards per year where we neegptrt the division to the board of management [Thg next [is...] the year-end closing board. [.|..
The second board is a strategy board where we prese strategy, what we decided and how we waprozeed. [...] And the third board is the budget

processes are like fashion: flares always come.l&wkhe team changes, the management changelsealedtning process restarts. [...] This is not

six loss indicators that | can monitor [...]. Wiaaeé my top 5 levers? Then | make a plan and gothed®DCA cycle. Plan — do — check — act. [...] But

- The management accounting team creates montpbriefor all the countries. So that we can chéekgerformance of certain projects or for the

- Around 2008 we introduced SQCDP as a cascadeid8zeis that a healthy process develops a heedgult. The idea is to have a PMS directly on

- Even if you do not manage, you need to talk altoThis ‘I did not manage’, ‘we need a solutiavas not as distinct as | would have wished. [...kThi

- Afew years ago we were very enthusiastic, we lmen working with EFQM1 like dogs. [...] And wavh been spending capacity without end. The
topic does not appear to be as important any nidva’s a typical PMS, even a very sophisticated. & it requires discipline. [...] Because nobody
wants the effort any more. At the end the systegederated by counting points. [...] The EFQM wasgfarmed to a simple performance system by

n

esit

management etc. [...]. We discuss it daily with evelnpp-floor employee: how was yesterday? How mamygs were produced, what was the target,

- [...] We do the monthly cost reviews here. [...] Weet here in production. [...] And if we manage tdgetto agree on a few comprehensible facts

=

t.

ch

channel. This is my indicator how business waseesy [...]. Then, there is another report that retehe market, [...] where | see the registrations.

management etc. [...]. We discuss it daily with evelnpp-floor employee: how was yesterday? How mamggs were produced, what was the target,

we

Strength and coherence

- And we just implemented shop-floor step threds T where we aggregate the data once a weekthdmdis where my leadership team meets. [...
This is a good example how we approached thesgslstep by step over a period of two/three/fourye@M5)

- There is also a strategy map for the total corppand each department has its own. And we have beeking with this tool for a long time and we
developed it further and we discuss it. Sometimesensometimes less. (OM8)

- We have a trend to give to the shareholders €dr®[n+2]. [...] But we give us our steps to reacis tht is not that somebody tells us ‘you have ¢o
that.’ Before of course you had a budget, a minimamaximum. You had to follow. Now you have theglity, it is your responsibility. (OM10)

- SQCDP is a global system which works in a casgadianner. Each morning the teams meet on the priafuline; twice a week, the board is fille:
[and discussed] with the head of production; oneeek, the board is filled [and discussed] with plent responsible; and once a fortnight, with the

operations manager [of the division]. [...] Everythiis standardised and this is how poor indicatadstapics also end up on the board. (OM14)

d
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Appendix H
Relevant quotes: interactions of the PMS charasttesiwith role of the MA (rSQ3)

MAS'’ view

Arrow

Explanation

Further exemplary quotes

- start of core role episode
- OM sends role to MA who

translates role sending into - Also [the OM is] the one who has requirementsauis the MA about KPIs. He [the OM] is supposetidge these because otherwise he dpes
behaviour/activity not do his job properly I would say. [...] And the Migeds to be the objective person. [...] He also sieegush him [the OM]. (MA3)
- Conveying objectives: we get the overall objeztf 6% productivity increase. And our task in ngemaent accounting is to break it down:
Main topics mentioned: what does that mean for the four areas that we inavar company? (MA5)
- target break down - Ayear ago, we introduced a management cockpitHfe [company name]. [...] Somebody saw it somewlaectliked it a lot [...]. Where we
- PMS requirements present the financial key figures on a monthly ®dsi the group. But it is only a cockpit, [...] ortigp-level. (MA9)
- plan, budget - Well, generally our sales department is also wmgotic and they think about so many things hogeiim money [...]. And we are [...] then
- structuring the company, aligning the people and define clear processeshstiaicture the whole company. [...] Well, what | vethto describe is that in my view the
processes MA is the one who is responsible for such a PMSoWlaces and edits the requirements of the managewfethe OM. (MA11) [PMS use]
- And then we have OM, MA: it is a mutual exchanjge] The OM needs to play back information. Wherreeeives a target or a strategy where
la => focus on core characteristicshe needs to participate, it is really an exchatig12) [information flows]
- third party view
- in parallel to 1a or alternatively|
Main topics:
- OM define requirements - And then feedback is necessary from the OM totahget system in order to stay realistic. Otheewi@ end up with fairy tales. (MA1) [target
- mainly core characteristics setting]
ib (target setting, reward systems)|- And the characteristics are more or less givesoifaboration with the operative manager [...]|AM) [general]
- [...] And he [the MA] interprets it for the OM. Thiis the result measurement but as well real resdtussion. A good MA is supposed to have
this discussion. [...] Result measurement works théis [OM] does not need to have the focus ondhsolute depth of the figures. Our OMis
do not have this, they are more customer focuséAlj
- [...] For everything which is [...] strategy and origg management, we are also in continuous exchaitbehe operative manager. (MA2)
- Based on this switch to hours, [...] the undersitagmdf production increased. [...] | think that yoar[...] have a more detailed discussion:
what happens on which production line? [...] And pineduction guys know what you are talking about] And management accounting
evaluates the measures according to the impactpdlo the efficiency development. (MA5)
- The MA generally has further questions [to theesananager]. Not all the details are containetthénrequest. [...] The more units are
concerned, the more loops there are. (MAB)
- This means that you had to convince also the gemant team that it [the BSC] is good somehow. pAng typically: [there is] a question, then
- feedback of MA directly to OM|you do an analysis [...] and write a conclusion &48...]. This is much more value-adding for him [OMhd satisfying than such a BSC. [...
with regard to role or beyond  |And the second important thing is to discuss wiihh ©®M to say: what is actually the target achievet®@nd in the sense of steering: what are
the measures that we deduce? (MA8)
Main topics: - [...] If we are not on budget, the target for a lkegount is to check with the sales director howcae get back on track. So how we can
- feedback loop generate additional volumes if volumes are missiNtA13)
- based on strategy, ongoing - We do these thing, we don’t drive it really [tall about operative planning]. We do it, we makkappen. We make sure that the lists arrive, we
management, measures, budgetmake sure that everyone hands in the informattuat,the information is there. [...] | am just arguifighe output of all this is what we really
2a - information flows want? (MA16)
- Before, foreign investments was done without kimgvthe impact on the financials mid-term. And witiis tool today we obtain a business
case in a specific format. (MA1)
- We are involved in target definition and operatsupport. [...] We have very much operative busings$ You are happy if you manage to
wangle it all. And unfortunately there is not muahe for strategical issues or strategy proces@és2)
- So for me, if this is omitted, the MA has muchmadime to use the MIS and to check: are we ork{rdoes the strategy fit, and where do we
actively need to push [...] measures [...]? (MA3)
- feedback of MA directly to PM$: And this is how the MA [...] works on targets, dibutes targets. [...] Also [...] in the strategy preseto generate consistent information gver
with regard to enabling or core |a longer horizon and to make success measurabk4 M
characteristics (more core than|- This is where | see the ongoing management tbawpport with our management accounting systenardjysing, by defining measures [..|].
enabling) How do the single departments run? [...] And thedtip for acceptance was to concentrate on direptagme hours [...]. That we can talk
precisely about one working place [...]. And the netetp is to have it on a daily basis [...]. (MA5)
Main topics - We were discussing that the MA is very importiantthe topic target definition: what exactly dowwant to achieve with it? What would be|
- feedback loop into system splifthe right indicator? What is calculable, what npt3 He would do the calculation [...]. And the [...] portant thing is that he discusses with the
into core characteristics and ~ |OM [...]: how is target achievement? And in the seabeontrol, what are the measures that we ded(M&8)
enabling characteristics - [...] And that the MA scales it [the requirementtb& management with regard to the budget] respsgtinto the PMS. (MA11)
=> MA himself sees need even if The targets that we receive are of course integrimto the cost planning and broken down. (MA12)
not required by OM - So this concerns the more long-term orientednitra goals that we support here from finance tbgetwith headquarters and where we
- core characteristics still major|teliver the input to fix the strategy [...]. (MA13)
with plan/budget, measures, - Inthe context of further planning cycles — werdx plan only once a year — it will be adjusteadhiil be corrected. (MA14)
targets, strategy.... - Standardisation took some time because there difiegent understandings about SAP usage in tfferdint companies. [...] We standardised
- enabling PMS change, everything to the date of performance. And thiasv we are able to have comments on a weekly bgsisplanned to work 150hrs, in reality|
2b information flows you only worked 120 hrs. [...] This is how we canoept. (MA15)
- [...] The problem was that sales focused too mutkalumes. And this meant that there was zero teesbponsibility of the sales departmepnt.
[...] Currently sales is more involved in result respibility through this system and we feel an impnment because they are directly measpred
with incentives based on the result of this systgviA2)
- [...] If something went wrong we see it based amitidicator. And if something was good we also iséased on the indicator. And through the
daily scheduled shop-floor discussions [...] the esgpks learn [...], which measures make them advandeufid which are not so efficient.
(MAS) [strength & coherence, information]
- third party view - How good are you in terms of competencies? [..J frese are typical management tasks [...] becausiways needs the know-how of the
- core and enabling characteristizsanager to evaluate how strong the competency tewadly is. (MA8) [performance evaluation]
can be source of interaction - And when it comes to deduce operative issues fftusnPMS [...] then | consider it as a task of [.h¢toperative manager to break them dgwn
on adoing level. (MA9)
Main topics: - And this price floor is no longer valid once wat phe project into practice. And this means thatémpirical values from the last 40/50 years
- information back to OM are no longer valid. And this is where we needlatfan. And this is very difficult and very emotiahl...]. And this is really a change of
- core: targets, plans, measures|steering. (MA12) [PMS change]
- enabling: PMS change, strength Many things are fixed in volumes for the salepatément. But volumes do not pay my salary. My @i paid by at least [...] a turnover or
3a and coherence profit. (MA13)
- So for me, if this here [the manual reportingdisitted, the MA has much more time to use the BH8 to check: are we on track? Does the
strategy fit? Where do we need to assess [...] mea8(MA3)
- This means that the monthly meetings with thedhefadivision [...] - the figures are prepared by M@s. Before this review | have a meeting
with my MAs where they show me what they could abisén the different sales areas. [...] During theieev with the sales responsibles | take
notes [...]. [...] And they [the MAs] take up these miies in the following month and check if there \agsositive or negative development.
(MA3) [information flows]
- alternatively, in parallel or in |- It changed in terms of steering the business nopezationally with a set of available organisatamd meetings [...] where the MAis
sequence: feedback of represented. [...] Before the MA was the killjoy base he criticised budgets or because he did nabagpnvestments because of payback|
characteristics to OM; also core|periods etc. We have a much stronger outcome atientnow. On the other hand, [...] there is a steorigterest on commercial topics fro
and enabling characteristics the functions [functional managers]. (MA4) [orgaatisn, information flows]
- There are significantly less requests [for reshtieat are to be treated. [...] If it is a requesmt dne unit or for a hundred units, it is a request
Main topics: that needs to be analysed. And it takes almostl ¢igue. [...] And now the single requests are omittadd the time is used for a hopefully
- PMS feedback?information to|better analysis [...] of the other requests. (MA6)
MA - Watch out, if you set the assumptions like ttizn it has this impact. [...] And we need to workthe issue that we do not input 70 percen|
- core: measures, strategy, know-how but rather 90/95 percent. They are notufiee-tellers. [...] Currently we have a commitmerahgem for the business case. (MA7)
performance evaluation [strength and coherence]
- enabling: information flows, |- Today | strongly work on the topic big data ergu know: we generate 20% of our business onliher& is a lot of data to analyse. | also work
strength and coherence, a lot with logistics. (MA10) [information flows]
3b organisation structure - From the third to the seventh working day we lausy with consolidating, preparing, changing, dgitapsibility checks [...J. (MA15)
- It was not a process which happened overnighitlhabk some time. It actually took a few yearsiline sales colleagues internalised it
result orientation]. (MA2)
- It was proposed by us. But — of course — it ditl llappen overnight. [...] There was also enornressstance due to high manual effort. [...] But
this effort was worth it for interesting issues.A%)
- And the biggest step of acceptance and comprédemss the concentration on employee hours [...] e already have it since a few yeprs
- whole episode needs to run |this hourly system. [...] And the next step is tiadly hours. (MAS5)
during several circles to be - At the beginning we were not highly welcome beseawe slightly stepped on the toes of the peoplg [...] After a few months it changed.
circle |effective They suddenly asked for the reasons when we hedrtoel a meeting [...]. (MA12)
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OMSs’ view

Arrow Explanation Further exemplary quotes
- start of core role episode - The MA has the functional responsibility to prepshe data and to track the planning in a wayithaorks. [...] And | would see them [OM and
- rather role sending view than rg\&A] on the same level [...] - “on equal terms”. (OM1)
receiving view - And simultaneously the OM tries [...] to influenoa him [the MA] [...] in order to find common targetisgether with the MA, in order to pyt
the measures into practice. (OM2)
Main topics mentioned: - And based on the documents that management aitegpnepares we go through each measure. [...] Newleveloped a more user-friend!
- monitoring function/reporting [system which makes it easier for sales [...] to a®lY...] Thus the MA also became a guardian of fis¢esn of this big data pool and front end
- target break down [...] together with the IT. (OM3)
- guardian of it system - | need the MA for the implementation and thisumglysis, planning, measurement. Exactly this sudigneeded] which is more than just
- measure follow-up processing data. [...] To provide services to a petidn system [...]. This is rather a new role whibby [the MAs] voluntarily fulfil meanwhile.
- overall view [...] But I say that somewhere there needs to belarsement factor [...] and this is why there is a I[AA]. (OM5)
- The MA has an overall view of the issues anahighe loop where he focuses on efficacy [...] andidauy conditions. (OM8) [information
=> focus on core flows]
characteristics/hard facts rather|- So my expectation in front of me first and tharteis that the financial part and the commerciel @ more and more linked. And [that there
la than enabling are] some touching points that can be meetingslsedworkshops in the field. (OM10) [strength & eoénce]
- Last year, we [OM and MA] followed a relativelytensive strategy process [...] where we definésl & measures for the single functions
..] We have two Ioglcs ..] one is milestoneatking. [...] And then we also do result controlM®) [measures]
- We [operations] organise [...] workshops every Hagswith up to [...] 40 people and there are also M#snding [...] and where we treat
- in parallel to 1a or alternativelyjprecise issues or improvement topics. (OM5) [infation flows]
feedback into core and enabling|- We now have a so-called dealer scorecard fahelsubsidiaries and big importers worldwide. [..njAow it is also part of the company
characteristics of PMS targets: quantitative and qualitative dealer demelent. [...] We said within sales that we need toeriaknore transparent and that we need to
measure it. (OM9) [measures]
Main topics: - [...] Every store can choose the range and sizeeofamily of products (how large and deep). [.. JdAou can choose this if you understand
- OM define measures, strategiggour environment, the composition [of customerstbé market], the share of your market you wantetach and the goals that you give to
(core characteristics) manage the team. This is the big change. Beforplpegere waiting. Now you are actor, you have toide. So give the opportunity to your
1b team. They can take responsibilities. (OM10) [measu
- Of course, it is the task of the MA[...] to stebke job of the OM. And to approve his requiremeéhtkey stick to the targets. [...] And then
the daily action of the [...] sales management actaoj...] is to check on a weekly/monthly basis hbfthe business] runs. And then to
countersteer. (OM2)
- Of course, the MA informs and controls the OM ke proposals; so really the broad definition. (QM3
- And the next step is to come up with ideas wioatid be improved. And especially, what we [openasijodon’t know is, where the levers are |As
engineers we do not know that much what the [fir@himpact of each measure is. (OM4)
- So | have the impression that they [managemestatting] have a stronger exchange with sales.Glopally, | think that management
accounting developed strongly into a role where ive an essential part of the entrepreneuriainexteview. [...] | have the impression [...]
that this estimate [...] is frequently checked wishinformally in order to develop a common pictueddre [...] running into a decision. (OM7)
- third party view - [...] I think that we become more and more profesal and experienced in our planning processesalBecmanagement accounting prepares
- feedback of MA directly to OM it professionally, [...] service-oriented for thebsidiaries and for us in the sales departmentryving becomes more bite-sized and more
with regard to role or beyond |manageable. Easier to use, easier to follow-up.gpM
- [...] And the improvements in the planning procgsg. [...] If management accounting comes to us vdkias and proposals and if we have|the
Main topics: chance to comment on it from a business perspedthiieis the most successful way. (OM11)
- feedback loop - More the support of the running business to nwnithere we are with the target achievement. Ehishiat is strongly done by Mr [MA13].
- information and control, [...] This is for [...] our CEO to see where he staidhis target achievement or achievement of thal ganisation. [...] This is all
proposals, measures, plan, targatonsolidated at Finance [...]. And it is reportedibeeitaly: [...] here are your ideas, these arerealistic proposals with this P&L. (OM13)
2a achievement - But in this case, management accounting agreéakethe risks, to be confident in the productiolleagues to realise the chances. (OM14)
- third party view
- feedback of MA directly to PM$:
with regard to enabling or core |- We analysed the flow of commodities. [...] Our s#gy says that we are represented in all regiodshet we can serve all local customer
characteristics (more core than|needs. And then we realised [...] that the totsfriiution does not fit. This is where he [the M#jl an analysis and where we decided on ceftain
enabling) modifications. So | think [...] that | could [...] give few examples where he proposes [measures] &awitbimgs on different strategic levels
(OM8) [strategic measures]
Main topics - So the management accounting team provides mprhbrts for all countries. So that we can chéekgerformance of certain projects or
- feedback loop into system; spljalso the total countries [...]. The MA[...] establish@struments or uses tools that permit to genewsay/ses that compare the business and
into core and enabling the performance [...]. Also for example to contra frerformance and the variances to the planning1( [measures]
- core: target setting - The MAis alittle apart. [...] He takes the dataider to report and in order to fill the systean the next year in order to generate new targets
2b - enabling: information flows etc. (OM13) [target setting]
- And then we have business meetings at the ettteofear October/November where we enter in motailde discussions about the plannirjg
of the following year with management accountind ahere we define measures, targets and ways tgéth] In a big company as
[organisation 2] the company can only be controblased on clearly defined targets and a clearlinedfstrategy. (OM2) [information flows]
- Hey, your milestones are not achieved, your tetsgjet is not achieved or overachieved. It dagsrcessarily mean to be bad. And
sometimes it is feast or famine. And to celebrateess is also a thing that can be done with gaasec (OM3) [measures]
- Yes, | really need to be engaged in the dateetirto read them and | need to say: What do tizendean to me? This is why it is always
important [...] that | have simple indicators thae tfifferences are quickly explainable and thanltransfer a figure into a physical effect. And
then that | can really deduce: How can | modify thihysical effect which prevents me from reachivgtarget. (OM4) [measures]
- And this is an automatism [...]. Then | [OM] receian email that says: [...] application finished,rappd, rejected — whatever. (OM6)
[information flows]
- It [the BSC] helps to structure and to focus eally relevant issues with the strategy map arehté things. [...] What is really difficult is the
- core and enabling characterist{osal control and to carve out the effectivenesstretegy implementation based on the tool. [...§ ltsed situationally. [...] The real value is the
can be source of interaction means of communication and discussion. (OM8) [sgiats]
- But it is a circle. Information is something thatns around like this. It is not purely linearid all linked. [...] But today it is not a realitj..]
Main topics: 'The arrow would be the target in the future. (OM[iBformation flows]
- information back to OM - What we get is a complicated Excel file with IMIOOOKUPs and links and you are not allowed to tobebause otherwise it does not work
- core: measures, strategy, targesy more. [...] This is where we are too complicafed] | would like to look at certain things reakte. [...] Because | frequently need to take
3a - enabling: information flows decisions on information current to the day [...]MT2) [measures/targets]
- third party view - | do not get the green smiley or red smiley. Blitvant to understand what happened [...], | neethake an effort in order to analyse the
- alternatively, in parallel or in  |complexity and interaction. (OM1) [measures]
sequence: feedback of - And a certain scope of information goes fromsiistem to management accounting. (OM3) [informatiows]
characteristics to OM; also core- It is our tool. It is very normal to integrateved in our process. And to give him the necessappsut and training [...] that he can do his jo
and enabling characteristics properly in our interest or in the interest of tempany. (OM5) [information flows]
- And | think that, through [...] the regular strayggrocess and new evaluation of strategies [...]rthe of the MA became even more intensive
Main topics: to deal with [...] market [...], customer and competiti[...]. (OM7) [strategy measures]
- Information to MA - It lacks transparency [...]. Because there areepstfrom SAP to a cube, from the cube to a CSvdild then into Excel. And then we get if.
- core: strategy, measures (OM12) [information flows]
3b - enabling: information flows - He [the MA] goes and gets his KPlIs. (OM16) [measii
- And this is how the model harmonises over a limg and stabilises in a balanced way. (OM2)
- This is perhaps a good example how we approattiese issues step by step over a longer periodectutlly took two, three, four years.
(OMS5)
- | find that it worked out fine but it developedes years because we perhaps mutually trust e&en.OM6)
circle - This is an ongoing circle. (OM16)
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Appendix K

f the PMS charatics with the role of the MA

interaction o

-case overview
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Appendix L

Further quotes: five influential factors of intetiaa — also found in the literature (rSQ4)

Reference to
literature

Influential factors

MAs' view

Factors rather enabling interaction

Factors rather Hocking interaction

Exemplary empirical evidence:

Ferreira and Otley
(2009): third level of|

- discussion culture, understand need
transparency, accept transprarency as|
something positive (MA7)

‘'oawidance of responsibility and blind
obedience to hierarchy (MA13, MA14)
- lack of cross-functional thinking / spil

- And it is very important for us to collaborate@ss
organsations. [...] We live in very strong bubble$oxes.
(MA1)

- That everybody knows how it actually interacts] $o with
transparency you manage to enhance the discussitoinec
[...] For me it is mainly this functional view, theva interest
from the function, why it clashes. As already menéd we tr:
to [...] connect the business case and businessigharf...].
(MA7)

it If the manager says it is black, then it is bifnKtaly].

PMS framework culture - strong values (MA10) (MA7) (MA14)
- The internationalisation of the business incrdaedAl)
- It also depends on the success of the compangah our
- internationalisation (MA1) company has been successful for the last 10/15ygdA2)
- downturn, consolidation (MA4, MA7) - It's a very complex market that we have and #@obusiness
- digitalisation, new technologies (MA9), model. (MA11)
big data (MA10) - We are just about to introduce the transfer pragic. [...]
- market, sector of activity, business |- success of the company (MA2, MA9)|Until today we managed it with one-time payments an
contextual factors model (MA11, MA14) - legal requirements (MA12) auditors did not like that [...]. (MA12)
- maturity, experience, acceptance,
standing (MA3, MA12)
- personality (MA1, MA2, MA3, MA10,
MA16
- mindset (MA10)
- training, qualification (MAL)
- motivation (MA4)
- stress resistance (MA4, MA7)
- no embarrassment (MA1)
- curiosity, openness (MA6) - These guys were really stupid. [...] The only thihgy knew
was Excel. [...] This was their right to exist. (MAL)
Individual orientation/background: - He has such a high knowledge about the sectorlf.hg
- knowledge about sector of activity goes to the OM and can talk about [a customerisisiien on
(MAL, MA7) his own, then he says “OK — what do you want?" (1AL
- precise support (MA5) - We could talk precisely about a working statiod aay:
- acceptance (MA7, MA15) of ‘look, at this station the performance [went] downaverage
Katz and Kahn responsibility for business and figures last year”[...]. (MA5)

(1978): surrounding
factors

personal factors (Byrne and
Pierce, 2007)

- inner motivation and future job
perspective (MA3)

- You will never be the same MA with 20 or with 4MA3)
- And this is why new things are refused. (MAG)

interpersonal factors

- mutual confidence

- mutual understanding / acceptance

- discussion culture on equal terms (M|
MA7, MA12, MA14)

- involvement of third parties (MA16)

- And everybody is interested in. [...] And this & sure a
topic that motivates. (MA4)

- Even if we understand each other very well on an
interpersonal level. (MA14)

- | also involved people around me that somehowied ¢he
information etc we made like a bigger case of thisof
course we increased the acceptancy. (MA16)

organisational factors (Byrne
and Pierce, 2007)

External ownership, regulation:
- listing on stock exchange (IPO) (MAY]

- reorganisation of organisation (MA1Q
MA14, MA15)

- economical situation (MA1, MA13)

- variety of sectors (MA1)

- steering structure and reporting
structure not identical (MA16)

)

- family-owned (MA9)

; age of organisation (MA12)

- standardisation within company (MA1|
- strong hierarchies (MA6, MA12,
MA15)

- dependencies across departments a
strong division of labour (MAG)

- The change happened with going public [...]. (MA1)

- Where | have liberties is with regard to the feturhere are
no really good systems [...]. And this is where ¢heative
leeway is. (MA4)

- The issue is that | am not all alone. [...] Butethare
dependent on me and | depend on them. (MA6)

- Our manager just arrived from the other division she
knew how it worked in this division. (MA6)

- Now we are a federation of autonomous countées.there
is no more worldwide BoM. Every country is autonamdo
take decisions up to €15m. (MA10)

- If they have requirements from their [majorityipseholder.
BMALL)

- It is alittle difficult because you intervenedrstructure
which is 40 years old [...]. (MA12)

ndBut we were not capable yet as we were so splita
everybody had his small empire [...]. (MA15)

New aspect of organisationa|

New — this study

factors: resources

- timing aspects (MA1)

- lack of resources: prioritisation, time
capacity, backoffice reduction (MA2,
MA6, MA9, MA12, MA13, MA14,
MAL6)

- lack of information, IT systems (MA9,
MA13, MAL6)

- Timing is also important. It is the main poinatfiield is
harrowed and plowed. Then you can do everythinghiM

- We don't have much time to think strategicallybese ther
are so [...] diverse operative tasks. (MA2)

- As we work a lot with excel or not in an integrdtmanner, i
is also simply a topic of capacity [...]. (MA9)

- We will work on a shared service idea [...] to havere
capacity [...]. (MA12)

- Then we lack in resources, with regard to infaioraas well
as time. (MA13)

- There is a gap in relation to the informatioroaisat is
available. (MA16)

o

New — this study

gaps across all factors

- process-related gap of the organisati
which is considered value-adding by th
OM (MA3, MA11, MA16)

- gap of appropriate tools simulating th)
future, need for concepts modelling the
future (MA4, MA14)

on

e

o

- Where | have liberties is with regard to the faturhere are
no really good systems [...]. And this is where ¢heative
leeway is. (MA4)

- We always try to implement issues which are aidevant.
(MAL1)

- AMAis always a driver if there are major gapken the MA
mustbe a driver. (MA13)

- We developed models in Excel where you simulathimva
cost centre group where you have for example fieeteicians
to spare [...] and where we discussed this restlitthe other
departments in the context of the operative aratesgic
planning. Who [...] needs such a qualification peoénd who
could take them over, so what would be the carestihtion.
This is what we actually started very early argkiteloped
over time. (MA14)

- | mean they saw a value. | mean this is why vi# that thing
for them. And we also saw the value of the infoiiorat
(MAL6)
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Reference to
literature

OMs'’ view

Influential factors

Factors rather enabling interaction

Factors rather Hocking interaction

Exemplary empirical evidence:

Ferreira and Otley
(2009): third level of]
PMS framework

culture

- Controller Akademighilosophy of thi
company: training for every manager
(OM8)

- organisational values (OM9)

- a process is not the strength of an
Italian company (OM13) — it lives of itg
people

- transparency vs. confidentiality (OMZ
- entrepreneurial risk taking (OM14)

)

- We could be much more result-oriented if we haden
transparency [in terms of contribution margin]. (@M

- And this company follows this school of thoughtou are
lagainst it, you do not have a future here. | alyesténded one
of these courses myself. (OM8)

- In our company different doctrines are importénf;:
subsidiaries have many liberties, they need toeetsp
corridors [...]. (OM9)

- The experience on the free market was missingmate a
risk analysis together: how do | manage these ?iS¥hich
mitigations are there. How much result potentiahire if |
iconvert risks into chances. (OM14)

contextual factors

- economical situation: occupation
situation in plants, employment guaral
(OM2)

- legal and political requirements (OM2

- internationalisation (OM3)

- market (OM13) / sector of activity
(OM3) / business model (OM1) /
strength of competition (OM2) /
contractual obligations (OM11)

- downturn of company (OM9)

tee

- I think that if you want to do management accngntvell,
you need to understand the context. (OM1)

- For example, [...] electrification with the envinment bonus.

[...] And [the company] has lobbyists and tries tfitiance the|
lexternal surrounding conditions. (OM2)

- They [MAs] drowned in actualisations or old data. And
this is why the implementation of the system igausisation
of a certain quality and formality [...]. (OM2)

- We have lots of foreign subsidiaries which areyei
steered in the same format. (OM3)

- The aftermarket business is a process, a systesmnd
business, it is the backbone, it needs to work. 3pM

- In my view, the MA is too far away in order tovhaa value-
ladding discussion with the key accounter. (OM13)

Katz and Kahn
(1978): surrounding
factors

personal factors (Byrne and
Pierce, 2007)

- personality (OM1, OM3, OM4, OM8,
OM11, OM14, OM16)

- curiosity, mindset, spirit (OM1)

- experience (OM4)

- discipline (OM4, OM8)

- acceptance (OM4), knowledge abou
cause-effect (OM4, OM10), be part off
success story (OM4, OM5)

- motivation, future job perspective of
MA (OM3)

- knowledge about sector of activity
(OM1), about functional challenges
(OM5

- acceptance (OM11), support busine:

- We already had bad experience with people whiktbinly
unidimensionally. [...] Honestly speaking, | still dot care
labout boxes of organisation charts. The decisivet s,
which spirit people have who fulfil a function. Aifdhey havel
a clear awareness what their function is about.An.]
lorganisation can support but not substitute ifeétismo clear
idea how such a job or responsibility looks lik@M1)

- For me as president of a unit it is importanhéve skilled
people [...]. It is important that all try to undeast! the
business. We also have operative days. [...] Everybad
three on-site missions per year. (OM1)

- I have an excellent MA. Thank God. She is mytrigind.
(OM3)

- This [EFQM] is a typical PMS, even a very sopiciated one|
But it requires discipline. We hardly achieve toimtein one
PMS in production: shop-floor management cycle. @M

- We tried to introduce the people to the produttigstem
land trained them. (OM5)

- What | described [about MA8] [...] is a lot abowtrgonal
constellation. (OM8)

- You really need high efforts in order to keepptto-date.
(OM8)

- The big difficulty of the financial departmenttis translate
numbers into reality. If you understand this yoweoy well
your job. (OM10)

- In my view, the management accounting team can be
successful if it is accepted and appreciated bysthles] team
[...]. And this happens, if the [sales] teams fedéhge
'supported. (OM11)

- He is the youngest MA we ever had. [...] But whathiought|
was humanness. (OM16)

IS

interpersonal factors

- on equal terms (OM1)

- mutual understanding, confidence
(OM6, OM7, OM8, OM11, OM15,
OM16)

- on equal terms, added value (OM11)
- close exchange, interest in activity o
OM (OM16)

- involvement of OMs (OM11)

- For me it is important [...] to approach on eqeahts. [...]
/And it is no one-way street but works [...] in boihedtions
[..]. (OM1) ) ]

- It was easy, | could already build on understagdind
confidence. (OM6)

- Sometimes they lack understanding for the daikitess of
sales. (OM11)

- That the MAs should have interest for operatogids [...].
In any case for example if they want to implemértrges or
generally want to support the [sales] teams mdwsy, heed to|
involve the sales teams on time. (OM11)

- The workload needs to be prepared or facilitathat we
[OM and MA] are able to speak one common language.
(OM15)

- And [the MA] managed to do that by talking te gheople ar
by asking: what do you need? (OM16)

d

organisational factors (Byrnel
and Pierce, 2007)

- leadership structure (OM4)

- vision of the hierarchies (OM11)

- stronger sales growth than internal
growth (OM12)

- integration of MA in functional
challenges (OM5)

- reorganisation of company (OM15),
heterogeneous company (OM15)

- division of labour (OM9)
- strong hierarchiers (OM12)
- decentral structure (OM12) => rivalry

- First, [...] leadership models changed. Secondaneein a
matrix organisation which is very different in tesrof
leadership. (OM4)

- If you re-orient your production and if thereaiproject
team, please don't forget the MA/[...] He needs tdamstand
production and lean [management] almost as welbas
(OMS5)

- For example, the dealer scorecard is divisiotabéur and
not their scope of tasks. (OM9)

- Dominant persons that satisfied their ego anldé§e guys
can decide [...]. (OM12)

- And check your rigorous [quarterly] planning besa we
have quarterly closings and we need to attain rerta
milestones figure-based. [...] The requirement i$ planned
figures are as precise as possible. (OM13)

- He even told me in the past that he is not altbtee[do
ysomething else]. (OM15)

New — this study

New aspect of organisationa|
factors: resources

- timeliness of information (OM5)

- implementation of new IT system
(OM11) => less time effort for analysi

- availability of resources (OM2)

- I have the advantage to be in the German mafrkdtwe had
sufficient resources and invested them to advaiittealPMS,
(OM2)

- And we don't have the software because it washigitly
focused in the past that it is important. (OM3)

- Well the expectancy currently is [...] that we onbed half
of the management accounting resources. (OM4)

- But what do | deduce as measure? Then | neebh fr
information and need to process it right away, tkieking
champagne as long as it is fresh. (OM5)

- What we really have is a limitation of resourcekere do
need to do more and how do we manage it overall&0

- With regard to systems support, we are not salgpo] We
need to say manually: what are the costs of a ptddu], and
what is the price, OK? This is a lot of effort. [.Ajjd there is
this culture: IT costs are bad. (OM9)

- In January, a new system was introduced. Andfoow
lexample most of the time is invested in the develent of
mew processes and procedures. And this is howsiheyd les:

- lack of IT system (OM3, OM9)

time with sales. (OM11)

Y
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Appendix M

Additional findings and discussion — not directiyated to the research objective

Concept Explanation
Information |According to Chang, Ittner and Paz's (2014) quatmié study, information
system system integration has positive effects on the MAganisation’s perceived

integration |effectiveness in each of the MAs roles. The asstom between strategic
partnership activities and management accountfegtefeness is moderated
by the extent of information system integrationgtthm. This relationship is
tentatively suggested by the study data, even thauwgualitative study does
not examine correlations and despite informatictesy integration not being
fully implemented in the study organisations. Aating to MA3, MAs are
aware of the necessity of the MA's role change dheesystems are in place:
“The system [...] will entirely change the role oétMA. [...] If you take
away the current operative activity [...] [the MA]eds to have future
perspective.”

OM3 comments that — after the implementation ahéegrated Bl system
“[...] management accounting continues the analysi$ hut will support me
and my work even better [...]. And it all runs d@c and with more fun
because you do not need to cobble the data togetBexel or collect all the
stuff based on access databases.”

Thus, combining the empirical findings of Chantndt and Paz (2014) wit
these study data, the general link between PMSactexistics and the role|of
the MA is supported. It also supports the renaroiripe PMS characteristics
into information flows and their efficiency as sagted in Section 6.3.

-

Beyond A further finding refers to organisation 10 whid¢bped all the old
budgeting  |processes and re-organised the total organisatbbuding the management
accounting processes. A very structured corponadgediing system with a
worldwide deployment was replaced by a more entmregurial and
decoupled “beyond budgeting” approach (Hope anddtt&003). In this
system, according to MA10, the CFO obtained a rele as the focus is
shifted from back-office activities to the entrepearial design of the future.
MA10 comments that
“[...] my task is to secure growth. [...] | do not daoh finance any more —+
it is still an operative job — but not much finarice

Transferred to the context of this study, budgetntategorised as a tool
among the PMS core characteristic of strategieg&as. In this logic,
working with beyond budgeting could mean that g@u$ within this
category is shifted from plans to strategies. Thigld also support a
potential further shift of focus to the enablingudcteristics and thus support
the role change of the MA to a business suppoctifum
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