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ABSTRACT

The literature on the roles of management accountants (MAs) insl&cateor understanding of

these roles. There is limited, and fragmented evidence of the factors shaping these roles,
contradictory finding®n MAs providing meaningful information, ar@h adopting the model of

the O6business partner6. There is a dearth of
the literature is of a normative, professional bent and lacks theoretical import. From a theoretical
perspective, this study employsethheories of management control, contingency, and role
theory as devices through which to understand these roles.

The aim of the studyis to investigate the antecedents, characteristicel consequences
associated with the roles of MAand to analys¢he extent that antecedents and characteristics
associated with the roles of MAs have consequences for assipgnating manage©Ms) in

the performance of their roles. The setting for the study is medium and large manufacturing
firms. The first phasef data collection involved an inductive set of interviews with 18 finance
managers (FMs) and 18 OMs. The second phase of data collection involveddepthin

i nvestigati on olihkedlit@ spdditc OMademawing ora3b inerdiews and the
analysis of over 50 management accounting reports.

The phase one findings provide evidence of a range of antecedents, charactanstics
consequences associated with the roles of MAs. The antecedents of management and the
individual MAs themselves emerge &adrong influences on the roles of MAs. MAse
perceived as requiring a range of skills, as being involved in a broad set of activities, and as
playing an important role in information provision and analysis. The consequences of the roles
of MAs show that interaction between MAs and OMs calead to positive outcomes for
performance, informatigrand for functional relationships, but a number of uncertainties and
conflicts are associated with this. Collectively, these findings idgnéifnumber of challenges

facing the MA in providing support to OMs.

In phase twpthe analysis of the control and decision support expectations of each OM, with
respect tahe MA linked to that OM, identifig the extent that MAs assi€IMs in relation to
performance impact, infmation provision, and their interaction. The findings link specific
characteristics of MAs (e.g., routine and froatine reports, individual traits) and antecedents
(e.g,.OMseédx pect ati ons, head offi ce, regul ahei on,
extent that MAs assist OMs in their roles.

The study adds to the existing literature on the roles of MAs in a number of ways. The study
provides a comprehensive picture of the antecedents, character@itsconsequences
associated with the roles bfAs. Through the management control theoretical lens, the findings
indicate that more involvement of MAs with OMnay lead to more effective controh
particular contextsand highlights the extent that control reports are useful, and how they are
used.A number of contingencies are identified that relate antecedents of the roles to assisting
OMs in their roles. The use diie role theory lensn analysing the extent th&As are not
meeting OMS$ expectations has helped explain contradictions in theatitex, and identifie

role conflicts and ambiguities for MAs that are new to the literature. The study extends the
Obusiness part nedchotomytadinclade eva additomaudediceonsoof the
roles of MAs. The research design makes a carttdb in its use of qualitative enquiry, a two
phase approach, the inclusion of OMs as well as MAs, the adaption of role theory methodology,
andin theanalysis of qualitative data. The study is novel in its employment of three theoretical
lenses. The stydcontributes to practice, drtheory on the roles of MAs, in showing that MAs
moving to the model of the business partner is one that is not straightforward, but one that has
conditions, ambiguitiesand conflicts associated with it.
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Chapter One

Introduction



1.1 Introduction

This chapteintroduces the study by providing a summary of the major themes in the
academic and professional literature relating to the roles of management accountants
(MAs). This is followed by a sdthearéeseance nt of
objectives of phase orendtwo of the research supporting this purpose. Next, the
chapter outlines the theoretical framework that underpinsttaty, followed by an

overview of the research design generating the findings. The sectiowifglohis

presents a summary of the contribution of the study. Finally, a chapter structure of the

dissertation isutlined

1.2 Background to the study research on the roles of MAs

The study is motivated by a personal interest in roles of MAs from qusgvi
experience of such roles, by a desire to better understand how MAs can perform their
roles in contemporary contexts, and bywanber of apparent gaps in the literature.
Despite a growing body of academic research on the rolg\efin organisations in

the latter half of the last century, there is as yet a poor understanding of the roles of
MAs in organisationsAnthony, 1989 Young 1996. This has created a somewhat
fragmented body of knowledg€hapman, 1997; Chaall 2003 2007 producingan
incompkte picture of many of the individuahd collectivadimensionsof the roles of

MAs.

There is an emerging model of the roles of MAs in the recent literature that tends to
emphasise the roles of MAs as being involved in management decision making
processe This model isoften conveyed withtitles includingt h BusiressPar t ner 6
(Gibson,2 00 2 ; Pierce and eDd,.Ded2p0280,03 20 ®3 r)g,e
Accountant§(Burnset al, 1999; Burns and Scapens, 2080yns andBaldvinsdottit

2005 2007, andt he 6 Bu s i n eJlslonskydtvalp £983; éablongky and
Keating, 1998) amongst othefhere has not been much added to our understanding
of the contemporary roles of MAs, particularly around the involvement of MAs with
operating manage®©Ms), since the pioneering work of Simaet al. (1954), Sathe
(1982) and Hopper (1980Moreover, it can be argued that in the current intensely
competitive environment that OMs require flexibility and quality information from

the MAs that support them in their adg&on making processesh@& research to date on

the roles of MAs supporting managerial decision makinggdnaducedinconclusive

2



results Some studies have found that MAs are occupying meéuingles in this
area(Ahrens, 1997; Caglio, 2003; Vaivyi@004), while some studies have found that
MAs are not doing soGhenhall and Langfiel®mith, 1998; Johnstoret al, 2002,
Pierce and) Ob6Dea, 2003

It has beengenerally recognised that a central aspect of the roles of MAs in
supporting ma rekng e thsibforrdagon tha iis providea towards this

end (Belkaoui, 1980; Emmanuet al, 1990; Horngreret al, 2000; Atkinsoret al,

2001). Notwithstanding this, there has been much criticism of the nesfalf this
information gohnson and Kaplad987; McKinnon and Bruns, 199anhd evidence of

a usefpreparergap (M@ oza and Bescos, 200 1FinallZi er ce
there has been a dearth of research on tles o MAs in an Irish context, although

this study does not focus on distinguighany cultural observations in this context.

1.3 Background to thestudy: accounting roles in practice

A number of professional publications have indicated that the roles of accountants in
finance functions havaot adheredto the espoused model tfushesspartnering

(Siegelet al, 2003a, 2003byith business managers in commercial decision making
processes. In global survey of senior financial and ndimancial executiveqa

sample of 286 comprising 12ief financial officers CFO9) in high perfeaming

firms, EIU and KPMG (2006jound that 45% of CFOs acknowledged a deficiency in

the finance funct i on.@ser30% ofwll resdogdentsmétedt h e |
that the interactions between the finance function and other organisational functions

could be better, specifically witbales and marketing, research and development, and
manufacturing operations and supply chain functidéisl and KPMG (2006) note
thatasaresujto f i nance is often excluded from i m
andlhusi ness panBM(2005ki® aglohal.surveydof 889 CFQsotethat

the top three critical aread concernas: performance management (69%ysiness

partnership for expansion (61%), and ongoing enhancement of the business and
processes (61%)n contrast to thesé hi ghl y s$congs the comesporaing
respondens cor es f or  Overeespecivelye 42%,e3¢ Hand\28&%6 for

thesame threareas, revealing a considerable gap.



In a survey of over 1,200 CFOKEM (2008, p. 3 note that integrating the global

finance functionis of primary concern

Enabling such consistency shifts the
numbers right?0 to fAHow do we wuse the
business?0 It is the shlytical. Wthr om t he tr
data turned into information then turned into insight, Finance moves

beyond it histdridali rgpbrtingi0to a keener sense of
Aheadlightso with which to illuminate
enterprise.

Thus there is a very strgnmandate in the professional literature for accountants to
develop roles that incorporate a partnership approach in commercial decision making
processesThe professional management accounting literature suggests that many
MAs may find thé careersat acrossroadshaving to take perhaps very challenging
new career directionsvhile recognising that some typical traditional management
accounting roles may imminently disappear (Cooper, 1996; Ezzeimal, 1997;
Burnset al, 1999; Pierce, 200 Burns andBaldvinsdottir, 200Y.

1.4 Substantive motivation for research

Commercial organisations and #ot-profit organisations are established with the
purpose of achievingarticular goals relatinfor exampleto development, growth,
profitability (for commecial organisations), but ultimately aim to sustain the
organisation in the future. Fundamental to the achievement of this aim, are the many
and varied decisions that managers of these organisationsiméhke enacting of

their roles and theedecisions riate, amongst other factors, to the information that is
available tothese managers.n this regard, ecounting as a discipline has long
recorded, validated and reported organisatiGnansactions providing a pool of
information from which managers careport, plan, evaluateand project

organisational performance.

Since the development of management accoumtiagticein Western societies in the

late 19" and early 28 centuries there has been much concern with if, and how,
accountantsas traditona cust odi ans of firmsd account
better support managerial decision makingorganisationgJohnson and Kaplan,

1987). Reflecting the organisational demands docountants many professional
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managemerdccounting institutions va been foundede.g.,the UK currently named
Chartered Institute of Management Accountants (CIMA) thiedJS currently named
Institute of Management Accountants (IMAjothformed inthe year 1919 and n

parallel, management accounting has also beerstantial component of the third

level accounting curricuha.

Wh at has made the <chall enge o&nd comtrelt i ng
needsmore difficult has beethe contemporargnvironment in which managers now

operate. It has frequentlgeenob s er ved t hat todayds busin
general intensely competitive, dynamic, deregulated, global in its threats and
opportunities and influenced by rapid technological advancemehisis the task

facing MAs in supporting managerial decisionking has even greater urgency in
thesecontexs. Within the manufacturing sector, the sectoral focus of this study, it is
generally accepted that mariiyms are attracted, and move, to low cost and/or
incentivised locationand that product life cycles as@rinking makingnanufacturing

an extremely competitiventerprise.

1.5 Purpose of the study

The overall purpose of this study is to advance our understanding of the roles of MAs
operating witin a manufacturing environment through two phases of inagig

The first phase of the research aita inductively understand the factors associated
with the roles of MAswhile phase two aisito develop this understanding further
through focusing on a limited number of these factors and makingdepth enguy

of these.

Phase one othe studyinvestigats the anecedents characteristicsand consequences
associated with the radeof MAs (see section 4.4and vhat follows is a brief
summary of the key literaturereviewed in detail in chaptersvo and three
underpinning the establishment of each of the objectiVks. objectives for phase
two, summarisedin section 15.4, follow on from the statement ofphase one
objectives Theseare presented in more detail at the commencement of the phase two
findings clapter 6eesection6.2), having at that stage presentéa tfindings from

phase one.



1.5.1 Antecedents associated with the roles of MAs

There is limited theoretical or empirical literature on what factors impact on
management accountingystems(MASs) ard the roles of MAs as Libby and
Waterhouse(1996 observe é&urprisingly little is known about the actual rate of
adoption of changes to accounting systems
induce or act to impede chang i n ac ¢ o u (gt 137 Burns grel SEapesso

(2000 note t h dlittle ré&search attention has been given to understanding the
processes through which these new management accounting systems and practices
have emerged (or failed to emerge) through di(pe4). Theliterature igkntifies some

variables that may impact on theles of MAsincluding: the business environment

(Sathe, 1982, Burnst al, 1999; CIMA, 2007)technological developmentEZzamel

et al, 1997; Granlund and Malmi, 2005capens and Jazayeri, 2008)yoss

functional interaction Nulty, 1992; Mouritsen, 1996;Johnstonet al. 2002),

structural arrangements and physical locatidopper, 1980; Granlund and Lukka,
1998a;IMA, 1999) accounting innovationdBhimani and Pigott, 1992; Norris, 1995;
Friedman and Lys, 1997) and individual qualitiesIiMA, 1996, 1999;Burns and

Yazdfar, 2001 Burns and Baldvinsdottir, 20D7Theoretically, there is a poor and
fragmented understanding of the contingencies that might reld#®A®s and the

rolesof MAs (Chenhall, 20032007). Management has been found to influence the
roles of MA's (Hopper, 1980) and control
prediction of t he i nfl uence of manageme
revisiting in contemporary contextsurther, thee appears to be a dearth of research
regardingunderstandinghe roles of MAsas traditional custodians of organisational

control systemsin the context of thedeployment of management control systems
(MCSs) in contemporary settingOfley, 1994 Scapenset al, 2003 Berry et al,

2008). Theegaps in thditeratureleadto the research objective:

To investigateartecedents associated with the reldf MAS.

1.5.2 Characteristics associatedvith the roles of MAs

Since the miekighties there has been swmterable criticism, particularly from US
academia, suggesting thdiAs have been slow to respond to changing environments
and do not provide relevant information to managers (Kaplan, 1984; Johnson and

Kaplan, 1987; McKinnon and Bruns, 1992). Researchhan WK has in general
6



suggested that the Ocrisis6é 1 n nmatead ge men
ought to be understodd a broader organisational context (Brich and Bhimani,

1989; Burnset al, 1999). The limited evidence to date in an Irisinteat suggests
thatMAsar e in danger of b eat a,dl998) mithmgnages | | s e d
perceiving a need for broader ambre timelyinformation coupled with flexibility

for change (Pierce and O6Dea, 2003).

Partly in response to the quesiio of the relevance of management accounting
practices, a plethora of survey research over the last two decadessepractices

has indicated some adoption of accounting innovations but perhaps less wholesale
than expected (Drurgt al, 1993; Bromwichand Bhimani, 1994). In an Irish context,

the findings haveshown some adoptiofseeC| ar k e, 199 2; O6Dea an
Pi erce and bOtdeBsettmn in dilgroc8uptries (Cladkteal, 1999).More

recent researcin Ireland has suggested a putal levelling off of adoption levels

(Pierce and Brown, 2003). The survey research has prompted a need for a-more in
depth understanding of the operation of the management accounting function

Themodelof t he Obusi nes sincrpasingattanéian éecentlgngher ec e i v
literature The business partner is typically depicted in termavidfs providing
management with strong decision making supp®here is a growing body of

literature suggesting that the extent of decisiopportis somewhat ladkg in terms

of how the role is espoused and in terms of managerial expectations (Hopper, 1980;
Sathe, 1982; Jablonsly al, 1993; Shedan, 1997; Johnstaet al, 2002a Pierce and

O06 De a,, deamtdtBe)continued strong promotion of the partnerstiieiple in

the professional accounting predurns et al, 1996; Siegekt al, 2003a, 2003b

Gould and Fahy, 2005, 2005/2Q06 heoretically, there is scope to explore the
existence of contingencies that might relate to characteristics of the rdl&ssadnd

role theorypredicts thatharacteristics atherolesof MAs may have implications for

ot hersd6 expect at i etalslo6ad fKatz dndbkalen, 10ydHoma ( Kahr
management control theoretical perspective, there appears to be scope toobe
understanding of role characteristics pertaining to the effectiveness of control. This

leads to the research objective:

To investigate thehlaracteristics associatedth the roles of MAs

7



1.5.3 Consequencesssociated with the roles of MAs
Reldive to the antecedents and characteristics associated with the roles of MAs, there

has been very little research on the consequences of such roles.

Horngrenet al.( 200 0) define management accountin
and reports financial ah nonfinancial information that helps managers make

deci sions to fulfil the goals of an orga
likely consequences of the roles of MAs with respect to the information they gather,
analyse and provide in suppoof internal managerialdecision makingwhich

ultimately would have implications for organisational performance. However, as

noted in the previous sectidn5.2, there has been much criticism of management
accounting information provision and the rolesv&s not adopting the model of the
Obusiness partnerd which therefore under

actualconsequences of tleentemporaryoles of MAs.

Recent environmental, management and technological initiatives and developments
have suggested that the management accounting landscape may be altering as a
consequenceBirnset al, 1996; Ezzameét al, 1997; Granlund and Malmi, 2002;
Granlund and Mouritsen, 2003; Scapens and Jazayeri, ; 2B8ns and
Baldvinsdottir, 200Y. There lave been a number of calls in the literature to
investigate the contemporary consequences of these developments for management
accounting and control (Otley, 1994; Shielti897; Scapens and Bromwich, 2001).
There is thusa theoretical need to investigdtee roles of MAs with respect to the
outcomes from a management control perspective. Role theory, which includes the
concepts of role conflict and role ambiguity, suggesiitat there mightbe
consequences for the roles of MAs in adopting the model ohéssipartnershjp

while simultaneously maintaining a somewhat removed and objective positioning for
control purposes. This has received little attention from accounting researchers since
the pioneering work of Simomet al. (1954) followed by Hopper (198@nd Sathe

(1982, 1983). This leads to the research objective:

To investigate theonsequenceassociatedavith the roles of MAs



1.5.4 Phase two objectives

As phase one entail an investigation of antecedents, characteristiaad
consequences assoctteith the roles of MAs, phase two nar®the focus to a
subset of these variableBhase twaobjectivesfollow on from the outcome of the
analysis of phase one findin¢see section 6.2 on the linking of phase one and, two)
and are directed towards gaing an understandingf the relationship between the
antecedents and characteristics from phase ame the consequences of these for

assisting OMs in the performance of their roles.

In the interest of providing somadicative basis for tis focus on assting OMs in
the performance of their roles and wthout prematurely presenting phase one
findings i some of the guiding themeare presented her&hase one findings
indicated strong shared perceptions of the roles of MAspesviding support to
manages but with mixed evidence on their effectiveness in doing Aarange of
strong and less strongantecedents to the roles of MAwere observedwith some
indicating uncertainties about MAs interacting with managers and ssuggesting
negative influence on MASH capacity to support managers. Thendings on
consequencem phase ondalirected attention tahis interaction with positive and
negative outcomes for managexad for MAs being perceivedlVith these factors in
mind, and an orientation towardsdasing on an outcome variable, and still mindful
of the consequences gap in the academic literature, phase two syarrius on
understanding how the phase one antecedents and charactéanlstitso the roles of
MAs might be associated withssistingOMs in the performance of their role§he

objectives of phase twean be stated as

1. To analyse the extent that antecedents associated with the roles of MAs have

consequences fassisting OMs in the performance of their roles.

2. To analyse the extent theharacteristics associated with the roles of MAs have

consequences fassisting OMs in the performance of their roles



Addressingthe objectivesof the studyentailed the use adfhree theoretical lenses
which are outlined in the next sectjoand the research design is outlined in the

section following.

1.6 Theoretical perspectives

The conceptual lensed management control, contingenepd role theory permeate
many elements of th research on the roles of MABirstly, theyform part of the
literature review(see chaptetwo), as relevant theoretical perspectives on the roles of
MAs. Secondly, theyrame the interpretation and analysis of the research findings
Thirdly, they hae an impact onthe research desighy drawing on role theory
methodology(see sectiong.4.2 and4.6.4) and by departing from theguantitative
methodological bent of contingency research (see section 2.3.3).

The selection of the management control perspedibased on the central role of
the management accounting funation the deployment of management control in
organisations (Anthony, 1965; Macintosh, 1985; Emmaatial, 1990; Otley, 1994;
Otleyet al, 1995).Scapengt al.(2003) and Otley (1994) call for development in the
theory of control that takes into accourcent changes in accounting practiees,
developments includingMAs working in crosgunctional teams, on business
processes, partnering in decision making and integrating financial antihaooial

information on operational and strategic levels.

The selection of contingency theasybased on the idea that, in investigating roles

of MAs in particular organisationalcontexts, some evidence might point to the
existence of amatching or mismatching, between the ales of MAs and
characteristics fothese contextgdtley, 1980 Fisher, 1995Chenhall, 20032007%. It

is being used in this study as there is not an established contingency literature
specifically on the roles of MAsWhile this theory has been much employed in
previous management aceuing research, itencs to have been in studies prarily

of a quantitative naturén contrast, this study adopts a qualitative design, an approach

used in thevery early contingencgtudies by organisational theorists

The selection ofdoled theory in a study that focuses orthe Gole of MAs has

intuitive merit. The theory relate roles andthe expectations of those roles in

10



organisational settings (Kalet al, 1964;Katz and Kahn, 1978)he literature (see
section 1.2) documents changing rolesNtAs that suggest an increasing orientation
towards supporting managerial decision makwwgich calls for understanding the
expectations of managers, a central tenet of role theory.

The relative importance of each theory in the study relates to tleetiobg of the

study. For example, the contingency lens undsranalysis of perceived conditional
alignments (as antecedents and characteristics), the role lens us@dergiysis of

ma n a gerpecsations (as antecedentsiaracteristicof those occuying roles (i.e.,

MAS), and role conflicts (as consequences), and the management control lens as a
central aspect of the roles of MAs (as antecedents, characteristics and consequences).
Furthermore the selection of these theorigs supported by their pwsous
employment in management accounting research and the rationale for a multi
theoretical perspective, as opposed to a singular isrtbat their integration ira
singlestudy facilitats the drawing out of their relative strengths and limitations. The
theoretical stancis therefore not one of-priori testingbut usinginterpretive dewies
deployed in previous management accounting stu@iegy et al, 1991 Marginson

1999 Burns and Baldvinsdottir2005; Granlund and Taipaleenmaki, 2005 he
outoomes of the study point to further use of these theoretical lenses in investigating
the roles of MAs e.g., a larger sample investigation of contingent relationships, the
consequences of the MAOGsSs interaction wit
perspectre, and the role conflicts and ambiguities for MAs &4gis the expectations

of managers.

1.7 Methodological perspectives

The overarchingmethodological approach ofishstudyis qualitative.Within such a
framework the researcher seeks to build adguth understandingf the perceptions

of MAs and OMsin the specific contestin which they are located. This perspective

is generally aligned withresearch methods that facilitate the building of such
knowledge Thedata collectionnvolved a process of idepth interviewsn phase one
followed byt he exami nati on of p[pgh@se ta wisgewdepthr ol e s
interviews and documentation analysis, with both phases concentratimgaiom

and large manufacturing firm¥he case analysis phase twowas at the individual

level (i.e., the MA)and not the company levéle., the five manufacturing firms in

11



which the 12 MAs were based) because the analysis of phase one data pointed to this
level of analysis for further research (see section 5.5 andisdt2).A summary of

thedata collectiorprocess is depicted in figuiel

In-depth inteviews
18 Finane Managers
18 Operating Managers
PHASE ONE in 16 medium and large
manufacturing firms

Casestudies
PHASE TWO Investigation of 12oles of MAs
in five medium and large
manufacturing firms
[comprising 36 interviews and over 5(
managemendccountingeports]

Figurel.1i Overview of the data collection process

Leading on from the phase two research objectives as stated above, phase two
methodologically distict from phase one in many respects. Firstly @#vdron role

theory methodology (Kahet al, 1964; Katz and Kahn, 1978) in pairing specific roles

of MAs with specific OMs based on the th
management expectationsec®ndly, it uses the case approach where each MA is a
particular caseand therefore givedepth andhumerousperspectivegor each case

Thirdly, it focuses on very specific MAs interacting with specific Qs opposed to

phase onewvhich sometimes focuseon the more normative perceptions of senior

MAs, or finance managers (FMs), on the roles of MAs.

The manufacturing settingg chosen as the context for the stuagcause this has
traditionally been the dominant sector of employment for M&sd in an lish

context, this sectorhas beenparticularly relevant as contributor to economic
performance(Scarpettaet al, 20000 As a s mal | open economy,
economic successhas been partly attributed to the arrival of many foreign

manufacturingoased multi-national enterprises (MNES).

12



1.8 Contribution

Any contribution claims made in this research must be taken in the context of
boundaries imposed by the particular focus on the subject miagterales of MAS)

and the methodological constigs associated with qualitative reseanutiuding the

using of small sample sizegsee section 8.2). The contribution is detailed in the

conclusionchaptetin section 8 but is summarised below:

1) The study makes a contribution to our understandinghefroles of MAs in
presenting a more comprehensive picturehef antecedents, characteristiand
consequences associated with thedes than that provided in the literature to

date

2) A contribution is made through the contingency lens in the eskaidint of a

number of propositions relating to the antecedents to the roles af MAs

3) Through role theory, the study analyslee extent that MAs nee the control and
decision expectations of OMand assist OMlin the performance of their roles.
This anaysis hel to explain contradictions in the existing literature in relation to

MAs moving towards the model of the business partner

4) From a management control theoretical perspective the finbyg attention to
the extent that the involvement of MAand control reportsnay lead tomore
effective controlin particular contextsContrary to most previous research, this

study findsevidence that more involvement can lead to more control.

5) Use of the role theory lens also rexsainumber of role confits and ambiguities
for the roles of MAs, which relag¢o assisting OMs in their roleand to adopting

the model of the business partner.

6) Other contributions include: extending the beannterbusiness partner
dichotomy oftheroles of MAs,the qualititive approactresearch design and data
analysis, recommendations for practitioners, and the combined use of three

theoretical lenses.

13



1.9 Structure of the dissertation

Following the overview of the dissertation in this chapthgptertwo reviews the
literature on management control, contingenapd role theory.lt presents the
conceptual foundation$or the stuly, which are subsequently employed as the
theoretical lenses through which the findings are analySkdpter threeeviews the
relevant empical literature on the roles of MAgoveringmany dimensionsf the

roles including their characteristics arfdctors shaping time. Within these rolesthe

nature and perceptions of management accounting information is also reviewed.
Chapter four is the methodology chapter and this includes :thghilosophical
perspectives of the research, research prabfesearch objectives, research design

and data collection and analysis.

Chapterfive presents the findings from the 36 interviews with firmmanages and
OMsin 16 medium and large manufacturing firms. In line with phase one objectives
of the study this chapteanalyseghe antecedentgharacteristicsand consequences
associatedwith the roles of MAs. Chapter sipresents the findings from the
investigation of the roles of 12 MAs in fivenanufacturingfirms. This chapter
commences with the phase one to phase two linking mechanism before presenting the
findings in line with phase two objectiveShaptersevenreviews the findings from
phass one andwo of the researglas presented in chaptdige andsix. This review
entails a critical examination of the findings in the conteikiprevious empirical
research and the three theoretical len€&mptereightis the conclusion chapter and
this summaries the contribution of the study, its implications for management
accounting practice, recommendations for further researuth the limitations that
pertain to the researclrigure 1.2 provides a illustrative mapof the dissertation

chapte structure.
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CHAPTER 1
INTRODUCTION

[

REVIEW

OF THE

LITERATURE

CHAPTER 2
THEORETICAL PERSPECTIVES

L

CHAPTER 3
ROLES OF MANAGEMENT ACCOUNTANTS

7]

\_

—

CHAPTER 4
METHODOLOGY

T

CHAPTER 5
FINDINGS PHASE ONE

lISAfreue pue uonelaidialul

| FINDINGS PHASE ONE-TWO LINK

CHAPTER 6
FINDINGS PHASE TWO

CHAPTER 7
DISCUSSION

CHAPTER 8
CONCLUSION

Contribution to literature claim

Figurel.2i Outline of dissertation chapter sequence

The diagram presents the sequence of chapters including two literature review

chapters and two findings chapters with the theoretical and empitgcature review

feeding into the discussion chaptéhis chapter is followed by the conclusion chapter

which asserts the contributiomade to the gaps in the literature. Figuzdlso shows

the linking of phase one and two at the commencement of toadgghase findings

chapter.
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Chapter Two

Theoretical Perspectives
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2.1 Introduction

This chapter presents the theoretical foundations for the study. It commences with a
review of management control theory, followed byesiew of contingency theoyy

and then a review of role theory. Each theoretical perspective is defined and explained
and located in its historical and contemporary context. Each section closes with a

rationale for the selection efchparticular theoretial frame for this study.

2.2 Managementcontrol

Ant hony6s ( 1lfrBebvdrkon MClsd am distitkct from strategic planning
systemsabove them and operational control systems beneath timelerpirs much of

the subsequent research on the subjécthony (1969 describes management
control as Othe process by which managers
effectively and efficiently in thegp accomg
17), which thus precludethe consideration ofipherlevel strategic and lowdevel

operational controEffectiveness can be understood in terms of achievinggiiaed

objectives, while efficiency relates to how economically those objectives are
achieved.lt is widely recognised that management toolnis essentially concerned

with influencing organisational behaviour towards the achievement of organisational

goals Flamholtzet al, 19895.

More recent definitions tend to broaden this definition to include environmental
adaptation in the fulfilmenof organisational objectives (Otley and Berry, 1980).

Berry et al. (1995 def i ne management control as
organi sations into viable patt@ErMdniisof acH
involves influencing behaviour towardset sustainable achievement of organisational

goals. Lowe (197lcomprehensively definesMCS as:

A system of information seeking and gathering, accountability, and
feedback designed to ensure that the enterprise adapts to changes in
its substantive envwnment and that the work behaviour of its
employees is measured by reference to a set of operatiorgbalsh
(which conform with overall objectives) so that the discrepancy
between the two can be reconciled and correcte(pfd).

This definition draw attention to a number of aspects of management control

including the role of information flows, goals, behaviours, measurements and
17



addressing variances to targets. Simons (L@®fines control systems in formal
terms as Of or mal i msthht uperinfoomatibnto masntaia or dlters y s t €
patterns i n o r g @.n358) aColieatively, | thesa défimitioris tofy 6
management control suggest that important dimensions include: organisational
strategies and multevel objectives, optimal manament of resources, information

feedback loops and corrective action, environmental linkages and organisational

adaptation, and behavioural impacts.

2.2.1 Managementcontrol: classifications

Control mechanisms may take on many forms in organisations andnaer of
attempts have been made to classify these. Hopwood (1974) analyses organisational
controls intoadministrative controlssocial controlsand selfcontrols. Ouchi (1979)
classifies organisational controls inttarket mechanismbureaucratic mecnisms

and clan mechanismsHofstede (1981) proposes a typology of management control

around four key questions (p. 194):

Are the objectives of the activity unambiguous or ambiguous?
Are its outputs measurable or noreasurable?

Are effects of managememterventions in it known or unknown?

H wnN PR

Is the activity repetitive or nerepetitive?

Based on the answers to these questions Hofstede (1981) categorises controls as
routine contro) expert contragl trial and error contro| intuitive contro| judgmental

control, and political control. Routine control is appropriate in situations with clear
objectives, measurable outpuasidknown effects of interventionand activities of a
repetitive nature. Political control conversely, is appropriate in situations
chalcterised by ambiguity, uncertainty and conflicting intexeBhe application of

these controls and the intermediate controls are presented in table 2.1.
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CONTROL TYPE Criteria for control type

POLITICAL Ambiguous objectives

Unambiguous objectives

JUDGMENTAL Outputs not measurable b
surrogates available

Outputs measureable

INTUITIVE Intervention impacts unknow
and activity is nofrepetitive
TRIAL AND ERROR Intervention impacts unknow

and activity is repetitive

Intervention impacts known

EXPERT Activity is not repetitive

ROUTINE Activity is repetitive \/

Table 2.1i Determining appropriate control types
Source: Adapted from Hofstede (1981, p. 196)

Macintosh (1994) recognises five general organisational control mechanisms as
bureaucraic, charismati¢c market tradition, and collegial. Bureaucratic control
emphasise hierarchy, procedures, rules and record keeping and are suitable to
situations characterised by certainty and -aowmbiguity. Conversely, charismatic
control is appropriate kaere objectives are unambiguous but the process of achieving
them is uncertain. Typically associated with revolutionary change, this control
mechanism also suggests the importance of a charismatic leader. Market controls act
as the o6dischpeplimanyi pl evdhaotldt (p. 136)
performance in the market e.g., market response to prices, share of market. Control by
tradition suggests that beliefs, righend norms are handed down and generally
unquestionably followed in theterest of the greater good. Collegial control refers to
specific groups possessing privileged authority (e.g., college acadeamdsyvhere

the administrators are themselves subject to control by the collegiums.
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Following on from these Merchant (1998)assifies controls asction controls
personnel controlscultural controls and results controls Table 2.2 illustrates the

variety of controls available in relation to the overall purpose of the centrol

Object of Control
Specific Actions Results Personnel

Behavioural Constraints: | Results Accountability: Upgrade Capabilities:
- Physical é.g.,locks, - Standards - Selection

security guards) - Budgets - Training
- Administrative €.g., - Management by - Assignment

separation of duties) Objective (MBO)
Action Accounability: Improve Communications:
- Work rules - Clarify expectations
- Policies and Procedure - Provide information for
- Codes of Conduct coordination
Preaction Review: Encourage Peer Control:
- Direct Supervision - Work Groups
- Approval Limits - Share Goals
- Budget Reviews

Table 2.2 A control tool classification framework
Source: Merchant (B8, p. 45)

What these different groupings and templates suggest is that there is a very broad
range of controls that might be employed to effect management control in
organsations. Such classifications have strong similarities and the control types are

often discussed synonymously (Drury, 2000).

2.2.2 Cybernetic model of control

Drawing on the work of cyberneticians, Otley and Berry (1980) identify four essential
criteriafor a process to be under control: (1) the system must have an obj&ttine
must be possible to measure the results in relation to the objg@&jvihe system
must have a predictive modahnd (4) a number of different actions must be available
to choose from. Figure 2.presentsthe four required conditions for control in
diagrammatic form. The cybernetic model incorporates both feedback and
feedforward control. Feedback control involves detecting deviations or errors when
actual outcomes are compd to planned outcomes and instigating any required
corrective action as a resulthile feedforward control involves detecting deviations

or errors when anticipated or predicted outcomes are compared to planned outcomes
20



and instigating any required coctere action as a result (Otley and Berry, 1980;

Berryet al, 1995). Thus, feedback is retrospective and feedforward is prospective.

Process
Inputs » i.e., combination of input factors Outputs
into organisational outputs
Measures Measures Measures
(1) Change inputs v v
(first-order control) Predictive model of process
» (2) Amend mode 4 . .
of process Interrogation of model | Reality
(internal learning) (reality judgements) judgement
l \ 4
Implementation Generation and evaluation of| Mismatch ¥
of chosen action[™ alternative course of action ]
signal A
Value
judgement

L (4) Change process (systematic learning)

Objectives of
L, (3) Amend objectives (secoratder control) process

Figure 2.1 Model of control incorporating four essential components
Source: Otley and Berry (1980, p. 236)

This model contas the essential building blocks of a traditioMCS; that is the
setting of objectives, preparation of budgets, performance measurement, feedback and
feedforward, calculation of variances and the consideration of alternative sofirse
action. Feedbackrelates to the communication process following the actual
measurement of performance to facilitate its comparison to expected performance,
while feedforward relates to the communication process where anticipated
performance is compared to what performasogished for (Emmanuet al, 1990).
Despite Boulding (1956)06s <classification
scale from one to nine of systeinseflecting an ascending level of sophistication and
complexityi Emmanuekt al.(1990) argue thdt he model Ocan be use
design and operationMCSs and t he role of accounting
13).
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2.2.3Expanding the cybernetic model of control

Some argue that the cybernetic model neeesxagnining as social dimensioneea
inadequately considered. Dermer and Lucas (1986) argue that power dimensions are
neglected and the udirectional exercise of power (the controller as opposed to the
controlled) has contributedto @ni | | usi ond of management C «
Dermer and Lucas (1986uggest that:

€ control systems be designed to sustairexigting, yet divergent,
rationalities and resulting control models used by-mglilating
interest groups. The relationships between controller and controllee

is not a onavay exercise of authority in order to extract compliance
(p. 480).

Ansari (1977) argues that the structural (or cybernetic) and behavioural approaches to
control system design are often used in isolation of each other by researchers. Thus,
control systemdesign is less than optimal as one approach dominates. Ansari

integrates these two dimensions of control system design into one framework (see
figure 2.2).

Information
structure
(measuremerdand
communication)

Controlled

Leadership style

(managerial variable Subordinate
perceptions and or personality
reactions) objective (goals, needs
[task (technology) aspirations)
profits, etc.]

Rewards
(extrinsic and
intrinsic)

Figure 2.2° Components of a control system

Source: Ansari (1977, p.108)
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A numbe of other management control frameworks exist in the literature that

incorporate the basic elements of the cybernetic model of control but also go further

and address other aspects of control that are incompatible with the cybernetic model.

Hofstede (198)Largues that the cybernetic model partially applies to expert and trial

and error control but only fully applies to routine control (seetion 2.2.)L

Flamholtz (1983) places the cybernetic model in an organisational context and argues

that budgetingrad accounting systems, while often described as control systems, may

not

systemo) i n the context of i nfl

n fact be so. Figure 2.3

culture and structure.

pl aces

uent i

Organisational erikonment

Organisational
culture

Organisational
structure

Core
control
system

Figure 2.3 Schematic representation of an organisational control system
Source: Flamholtz (1983, p. 155)

Flamholtz (1983) argues that the four cybernetic control dimensions (planning,

operations, measurement and evaluation/reward) n@yalways be present in

organi sational settings, giving

al

ri se to

the presence of all components does not guarantee control, as in the case of a real

t

h

W

estate company where O6btaeoahi managebsdpgert

Integrating the budgeting and accounting systems with the wider organisational
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control system is viewed as critical to their effectiveness. In the three organisational
settings examinedoy Flamholtz culture is noted as a aial element of an

organgational control system.

2.2.4Control and strategy

More recently, tB management contrdheoretical perspectivés broadeimg to
accommodate strategic perspectives and the ways in which control systems are
deployed (Simons, 1993 angfieldSmith, 1997).Simons (1987) found that firms
puraiing alternative strategies usédCSs in different ways. Following Miles and
Snowd §1978) classification oProspectorandDefenderfirms, Simons (1987) found

that Prospectors (higher performetshd to emphasise forecasting, tight targets but
less cost control and close monitoring of output, with the larger companies attaching
importance to regular reporting and standardised control systems with flexibility if
required. Defenders, in contrasmghasise rewarding budget achievement, placing

less focus on control systems and are less likely to change.

Simons (1995) suggests the use of four levers for the control of strdtelipfs
systems boundary systemsdiagnostic control systemsand interactive control

systemsDiagnostic control systems represent traditional management control devices

such as profit plans and budgeassn d ar e wi dely i n use, ever
attention to thembé (p. 59) . Sd witlo otheer (1 9 95
systems of control as Ovirtually al/| wr i
di agnostic control systemso (p. 60) . Bel

purpose, values and general direction of the firm. Interactive controhsyste used

to promote innovation, learning and facilitate emergent ideas and strategies.

|l nteractive control syst ems 6f ocus atte
organi sati onodo (,&dthus drive newlsgaefqy,fornpulatiordfidm the

bottom up. Boundary systems are used to set standards or constraints on behaviour
within which innovation and creativity can thrive. Each of these systensyens

exerts counteracting forces on the strategy implementation process and each are

associateavith a secondary level variable as illustrated in figure 2.4.
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BELIEFS BOUNDARIES

SYSTEMS / SYSTEMS
Core Risks to
Values
Be Avoided
Business
Strategy
Strategic Critical
Uncertainties Performance
Variables

INTERACTIVE DIAGNOSTIC
CONTROL CONTROL
SYSTEMS SYSTEMS

Figure 2.4i Variables to be managed in ¢miling business strategy
Source: Simons (1995, p. 7)

Following Simons, in a case study of the emergence offinancial indicators
(NFIs) in a British chemicals firm, Vaivio (1999) recognises tN&ts could be used
in either a diagnostic or interactivsense. In the field study, top managenvesrte
observed deploying interactive control through the development of strategically

importantNFIs:

Instead of monitoring the neimancial measures merely as

di agnostic Ostrategi c the anedsures!| s 0, t he
involved top management personally with key operational processes.

The measures maintained a structured dialogue between top
management and the organisationd (p.

Thus, in contrast to the criticisms of budgeting systems as restrictiweesgethey

may also facilitate organisational innovation and learning in management processes.
More recent studies have examined how these levers areanskedeinter-related in

the investigation of the operation of strategic management systemsamsatipns

(Bisbe and Otley, 2004; Tuomela, 2005; Widener, 2007). The next section examines
budgeting practices as a part of organisational control systems because their use in

organisations has continued to attract much interest in the literature
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2.25 Budgets

Budgeting has been a central device in many organisatM@&s (see table 2.3).

This seems all the more surprising with the extensive criticisms of budgets in the
literature, which includes: psychological and behavioural consequencesteshort
orientation, budgetary slack and gaming amongst other undesired outcomes (Gerold,
1952; Argyris, 1952; Schiff and Lewin, 1968, 1970; Hofestede, 1968; Birrdiexly

1983; Merchant, 199@tley, 1990; Buncet al, 1995; Hope and Fraser, 1997; 1998;
1999;2003). Table 2.3 identifies a number of management accounting surveys around
the world and presents the principal finding regarding the use of budgeting in the

sampled organisations.

Survey Country Useable | Use of budgeting
responses
Shastri (2008) us 720 Majority perceive that b

useful & across many fun
resourcing, reviews, rewards, targets, and collaborati

Libby and us 212 4.22 mean score (1 = strongly disagree and 6 = stron

Lindsay (2007) ageef or statement O6Budget
could not manage without

Richardsoret al. | Canada 85 3.46 mean score (with variance analysis at 4.41) on g

(2001) scale (1= never and 5 very frequently).

Wijewardena and| Australia | 225 Importance of management accounting tools: budgets

De Zoysa (1999) | and a five-point Likert scale is a mean of 4.22 (Australia) &

Japan 209 4.13 (Japan).

Pi erce a]lreland 106 4.54 mean score (1rever and 5 very frequently).

(1998)

Chenfall and Australia | 78 Relative benefit (£ no benefit and # high benefit) of

Langfield-Smith budgeting for controlling costs: past 3 years55ad

(1998a) future emphasis: 5.85 (mean scores).

Mouritsen (1996) | Denmark | 370 % of replieseny mpmopornad

accounting department: highest scores were budgetir]
75% and variance analysis 74%.

Drury et al. UK 303 Over 95% of respondents complete budgeting sectior
(1993) Conclusion: o6virtually a
operateabudgetn systemdé (p. 27

Bailes and Assadq US 80 No budgef US:0.0%.
(1991) and

Japan 256 No budget Japan0.6%.
Puxty and Lyall | UK 453 94% of companies.
(1989)

Table 2.3 Use of budgets as indicated by management accounting surveys
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Table 2.3 tearly illustrates a strong emphasis on budgeting. Kendall and Sheridan
(1991), in their paifEuropean study of CEQghief executive officersand CFOs in

Si Xty companies, found that owith very f
heart of companiés management syst was$oiond (0 penostlyl 3) . C
exercised in these companies through a monthly management reporting pack that
compares budgeted and actual performance with some limited -fim@amcial

measures. Budgetsealso perceived diffently: 75% of British firmsseebudgets as

a contractwhile only 40% of German firms and only 20% of other continental firms
seethem as such. In a survey of 168 Swedish companies;ddan and Wallin

(2000) found that 25% of firmseeno need to signifantly change the budgeting

system, while 60.7% are prepared to develop the existing budgetary system on an
ongoing basis and to include new approaches such as rolling forecasts and scorecards.
An internal role is still perceived for the traditional annbaidget in terms of
effectiveness and communication. Only 7.8% abandoned (or are in the process of
abandoning) the annual budg&hus, the literature indicates that budgeting systems

are deeply embedded in many organisational control systems. The n&gh sec
examines the management control literature in the context of understanding the nature

of control in contemporary organisations.

2.2.6Control in contemporary organisations

Whi | e Ant hony (1965) 6s f r a made a rséminab f ma r
contribution to the knowledge oMCSs, and influenced decades of research, the
appropriateness of this framework to contemporary organisations can be questioned.

't has been argued that the organisati ons
hierarchical innature and perhaps not in need of rapid and continuous climnge
response tinternal and external forces. Johnson and Kaplan (198¥¢levance Lost

argue that management accounting and control systems are out of date with the
environment they operate,i and are excessively dominated by external financial
reporting. Otley (1994) notes that the traditional control model is out of context with
modern business structures (which are typically leaner and flatter) and also
management processes (that typictedke a horizontal organisational perspective e.g.,
business process reengineejir@tley (1994) statethat
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écontemporary business organisations
pattern assumed in traditional management control literature. In

particular, theyare smaller, less diversified, less hierarchical and

have more internal mutual interdependencies than the theory admits

(Otley, 1994, p. 290)

Otley (1994) suggests that there is a need to broaden the traditional, acecounting
oriented and hierarchical meldof control. More sophisticated, group as well as- self
controls may be required. Some of the other contemporary changes that challenge the

traditional control model include:

1) Knowledge Management Increasing corporate interest in knowledge
management (al its reporting as intellectual capital) generates problems for
the traditional control model that 1is
can be argued are easier to measure. Research has begun to explore
relationships between management controd &knowledge management
(Bhimani, 2003; Mouritsen and Larsen, 2005).

2) Nonfinancial measures- There has been rapid growth in the use of-non
financial measures in organisations (e.g., measures on quality, satisfaction,
delivery time) and numerous stuslisupport this@rury et al, 1993; Pierce
and OO DeHaque ah®Aad, 1999; Jazayeri and Hopper, 1999; Vaivio,
1999) and these are discussed further in section 3.13.5 &6. 3 his marks
a significant change from the exclusive focus on pure fiadn the

traditional control model.

3) Growth ofservicefirms - The traditional control model is primarily based on
the manufacturing firms prevalent at the time but over the decades since there
has been an explosive growth in service firms. As thesmsfiare
fundamentally different, the nature of management control needs to be
investigated in this particular context (see Fitzgerald and Moon, 1996)

4) Control and learningi in dynamic environments organisations must adapt
accordingly to ensure their Ignerm survival. AlthoughMCSs have been
credited with the potential for encumbering change, they can also play an
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instrumental role in facilitating and implementing required change. In a study
of two firms, Klott (1997) obsengethat one had greater leang capabilities
supported by an approprid#CS.

Emmanuelet al. (1990 r e mar k t hat control i n organis
under st odpdl2pCtldy(1994)taryd &capersal. (2003) identify a need for

new management control theorias view of recent changes in the practices of
management accounting. Examples of these changes include MAs working i cross
functional teams and on business processes, involvement in decision making and
integrating financial and nefinancial information oroperational and strategic levels.
LangfieldSmith (1997) argues that strategic control considerations can no longer be
isolated and neglected a s per A(1O65h analygi® snd much of the
management control research that followedand that the domant focus on
accounting systems as being central to control is too narrow. More recently.eBerry

al. (2008) observe the broadening of management control research to new areas
including strategy, performance management, change procesgesmation

techrology (T),and al ternative organisational str
little evidence of active involvement of management accountants in the process of

design, operation, adaptation and abandon

Malmi and Brown (2008) argue thetCSs research has been fragmented in its efforts
to understand the collective nature of organisatigndé control systems and invite

more researchbasedbiCSs as a Opackaged (Otl ey, 1980

Cultural Controls

Clans Values Symbols
Planning Cybernetic Controls
.............. R R e e e e e C e e e LT e L e e EELELEREELE Reward and
Long { Action ! Financial i Nonfinancial i Hybrid Compensation
Range : Plannind Budgetsi Measuremerit Measurement: Measuremen
Planning; i Systems i Systems i Systems

Administrative Controls

Governance Structure Organisation Structure & Policies and Procedures

Table 2.4i ConceptualisationdICSs as a Opackageb
Source: Malmi and Brown (2008, p. 291)
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It is suggested that future research might be directed towards understanding the shape

or arrangement of these packages within organisatiotshaw the components of

these packages integlate. Supporting thdominance of aonholistic approactio

MCSs researchStringer (2007) found only 15 out of 120 field studies (published in
Management Accounting Researemd Accounting, Organizations andociety

covering the period 1990 to 2004dftempted to apply all five questions underpinning

Otl eydés (1999) performance management fr a

2.2.7 Management control theory and the roles of MAs

This study has selected management control theory as eetibablens through

which to examine the empirical findings becat#&Ss, and therefore implicitly the

roles of MAs,have been viewed as central to the enactment of management control in
organisationgAnthony, 1965; Macintosh, 198&mmanuelet al, 1990. Emmanuel

et al. (1990 c o mme n't t hat 60t he accounting syste
guantitative information that combines the results of the activities of all the different
parts of §n6) Gtleyeteal. (h9O5) ot the central role aEcounting in

management control from a review of management control research.

The management control literature notes an extension of the management control
concept both vertically, in widening to consider operational and strategic control, and
horizontlly, in widening the concentration of the control function beyond the
accounting function. In contemporary organisational settings, it can thus be argued
that the roles of MAs may or may not be instrumental, or not even involved, in the
deployment of thesother forms of control and the literature mandates more research

in these contexts.

2.3 Contingencytheory

Since itsintroduction to the accounting literatune the late 197090Otley, 1980),a

body of contingency literature has developed that relapecifsc features of
management accounting and control systems to the particular context in which they
are found(Fisher, 1995; Fisher, 1998; Chapman, 19€henhal] 2003 2007%.
Chenhall (2003 20079 provides a comprehensive analysis of studies that have

investigated contingent dimensions of management control. The use of contingency
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theory is also linked to management control theory as organisational structure plays a
significant role in both (Otley, 1980Jhe following sections trace the background to

contingencytheoryand its use within accounting research.

2.3.1Development of ontingencytheory

Contingency theory has its roots in the organisational literature. Donaldson (2001)
traces these roots and observes that the theory has been illumiaradiihgs amassed

a substantial empirical base. Early proponents of contingency theory examine the
effect of a number of different contingencies on the organisation and the
appropriateness of their matchiogr  with ipdrt@ular characteristics of the firm
Burns and Stalker (1961) stress the importance of an appropriate match between an
organi sationdéds structure and i1its environ
mechanistic or organic structuie contingent upon the extent of environmental
change.Lawrence and Lorsch (1967) examimeganisational differentiation and
integration as contingent upon the rate of environmental change. Other landmark
contingency studies I nclude Thompsonos
Woodwar dés ( leehhdopy. Gtheuadggnisaiidnal attributes have been
investigated in contingency studies such as strategy (Chandler, 1962) and size (Child,
1975).

2.3.2 Contingency theory and management accounting research

Commenting on the emergence of contingencyrh@o accounting literatur©tley

(1980) recognises the potential of the theory to contribute to the body of management
accounting and control knowledge:

éparticul ar features of an appropri a
depend upon the specific circumstan@esvhich an organisation

finds itself. Thus a contingency theory must identify specific aspects

of an accounting system which are associated with certain defined
circumstances and demonstrate an appropriate matching (p. 413)

Chenhall(2003 conciselyexp ai ns t hat the o6term conting

i s true only un d gp. 158) pire reviefvinge prioc acoodntingi o n s 0

contingency studietley (1980) presents a framework that, it is suggested, should
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represent the starting point for teealuation of contingency theories in management

accounting and controséefigure 2.5).

Contingent variables

Variables that cannot be Organisational objectives
influenced by the organisation

A

Organisational control package

AIS* Other MIS* Organisational Other control
design design design arrangements
v
Intervening variables
> l Other factors
Organisational effectiveness < l

(measured in relation to objectives)
[*Accounting Information System /

ManagementnformationSystem]
Figure 2.5 The minimum necessary contingency framework
Source: Otley (1980, p. 421)

The contingency variables are those being investigated with regard to how the

or gani s atmlisysterd & appropniately aligned with them (e.g., technology,
structure, environmenand strategy). The control system is described in terms of a
O6packaged, in recognition of t he breadth
purely the accountingnformation system. The difficulty of measuring organisational
effectiveness is addressed by incorporat.i
topredi spose an organisation towards effec
(Otley, 1980, p. 421).iRally, the framework recognises the presence of other factors

that may impact performance besides the control strategy. Emmeinakl(1990)

categorise the major contingency studies by environment, structure, technology, size,
strategy and culture anchot e t hat Olittle substantive

their effect on management accounting sys

Macy and Arunachalam (1995) present a summary of these major strands of
contingencybased research from 17 stude#dVIASs with alisting of the frequently

used measurement bases (see figure 2.6).
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ENVIRONMENT: ORGANISATIONAL: TECHNOLOGY:
Competition CHARACTERISTICS Interdependence
Dynamism Age Resource Sharing
Decision Context Size Routineness
Heterogeneity Strategy
Innovation Structure:
Production Life Cycle - Centralisation
Turbulence - Decentralisation
Uncertainty - Differentiation
- Formalisation
- Mechanistic
DECISION STYLE SYSTEMS MAS Effectiveness
CHARACTERISTICS: Objective
Decision Phase Subjective
DSS* User Preferences

Information Characteristics:
- Ex-ante/Expost

- Financial/Nonrfinancial
- Internal/External
Software Practices
System Sophistication
System Types:

- Budget Systems

- Control Systems

- Reward Systems

- Subunit Systems

[*Decision SupporBystem]

Figure 2.6/ Map of previous strands of contingergogsed studies of MAS
Source: Macy and Arunachalam (1995, p. 67)

This providesa picture of the range of organisational variables examined in previous
studies as well as how these variables have been measured. It has also been observed
that reviews conducted of previous contingency studies in accounting have sometimes
omitted certai variables thus hampering the building of a more robust contingency
theory of accounting (Chapman, 199Chenhall (20032007 reviews two decades

of individual contingency studies that aligCS design with particular contingent
variables such as thesaronment, technology, size, structure, strategyl culture
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2.3.3 Challenges to contingency theory

There has been a growing body of contingebayed studies that have investigated
the effectiveness oMCSs across many contingent dimensioas notedabove. A
number of challenges have been identified regarding this enlarging body of research.

Fisher (1995) categorises contingency theory in management control research by level
of complexity. Fisher (1995) observes that much of the research in managemen
control using contingency theory is dominated by a fragmented and simplistic
approach; that is studies typically examine only one contingent variable and one
dimension of management control. The need for research addressing multiple
variables, managemeibntrol dimensions and outcome factors is advanced, while
recognising that there may be other contingent variables to identify (see also Fisher,
1998) . Fisher (1995) concludes that 0a
explains not only how controoperated but also how it relates to other firm
mechanisms and contingent variables, is clearly needed and awaits further

developmerd(p. 48).

Chapman (1997) notes how contingency research is viewed as being synonymous
with quantitative methodologies.¢e, large mailed surveys) that incorporate only a
small number of variables. The nature of prior contingency studies, particularly those
on reliance on accounting performance measures (RAPM), is criticised for
simplifying accounting as a control mechanisbtley and Pollanen (2000) observe

the dearth of replication, particularly in management accounting studies.

Abernethy and Brownell (1997) acknowledge the dominance of management control
research occurring in manufacturing contexts. Supporting this,nahg2003 2007

notes the need for contingency studies of accounting innovations in contemporary
settings. Examples of innovations cited include balanced scorecards, target costing,
life cycle costing NFIs and human resource management developments.
Cortemporary organisations of interest MCSs contingency research include

service, norprofit, and knowledgdased firms.
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Otley and Pollanen (2000 e c o mmend &émor e intensive stud
aimed at elucidating the impact of different ameting control practices within their
wi der @od48x)perforinéd over a period of time.

Bisbe et al. (2007) advocate a strengthening of the conceptual definitions of
management accounting constryctsvhile others have revaluated the
appropriatengs of specific analytical techniques in contingency rese&tahtrGann
andMoers,1999). Similarly, Otley and Pollanen (2QCG@ivocate the continued use of
contingencbhased research but it needs &édmore cC.
of v ar(p 4% Ineantingency studies, Chenhall (20@B07 observes the lack

of time devoted to the development of measures of featur®C&s, resulting in

unclear constructsandthat previously established contingenci@® less relevann

contemporary séhgswith the passing of time.

Hopper (1980) not es t he i mitations of
organi sational membaer oas r p atbeghphaveournfg a ¢ h a t
accountants and thus their systems can also be determitieeirogspirations and the

demands of th clients served(p. 401). Thus, one weakness of the theory is its
assumption of inaction or lack of seletermination on the part of the organisation or
individual to which the contingencies relate e.g., it does atcount for how an
organisation itself may impact on the environmental conditions where contingent
relationships have been determined between organisational and environmental
characteristics. Thus, where organisations with particular features of Aaacbed

with an environment with particular features of B and other organisations with
different featuresf X are better matched with an environment with particular features

of Y, contingency theory assumes that the organisation is inert as regardscinfjuen

the environmental conditions making up the contingency relationships. Chenhall
(2007) states that researchM€Ss6i mpl i ci tl'y assumes uni dir
(p. 190)

In attempting to reach conclusions from contingency studies, Macy andchalam
(1995) observe numerous challenges in the emerging body of research including: 1)
the use of a broad range of measures whe

ignored, and others inconsistently measur
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(e.g., decision style) and inconsistent operationalisation of other variables (e.g.,
structure and technology), 3) the absence of an effectiveness outcome variable in
many studies and whereistused, theraredifficulties with operationalisation, and 4)

challenges in the methodology with respect to the quantitative analysis techniques
used(e.g., correlation, regression) and the chosen level of analysis (e.g., individual,

unit, organisation).

2.3.4 Contingency theory and fit

The notion of fit is centrato contingency theory and it is complex and open to a
number of definitions (Drazin and Van de Ven, 1985; Gerdin and Greve, Zaii4).
exampleGerdin and Grev€004)analyse fit in management accounting contingency
studies as a hierarchy that descendsmfra classification of two overarching
approaches to fit, descending to classifications of fit that are outcome -outemme
related to alternative modelling of relationshifrs.its simplest form however, the
theory suggests the presence of condititias iatch particulaMAS designs.Thus,
employing the notion of fit leads to the identification of situations where matches or
fits, or alternatively, mismatches or misfits, occur between some dimension of

management accounting and some contingent vafgble

The potential of contingency theory to identify an appropriate fit between control
system design and contingent variables may lead to enhanced organisational
performance (Hayes, 1977; Govindarajan and Gupta, 1985). Notwithstanding this, it

has been oted that some research on the contingencies associated with management
control have not selected performance as the outcome variable (Chenhall, 2003
2007). Fisher (1998al so notes this omission in stu

included, in many caseperformanceistl e f i (p. 61J 6

2.3.5 Contingency theory and qualitative research

Over the last three decades, contingency theory, as noted above, has seen a strong
orientation towards its use in quantitative studies, entailing the definition of
constructs, their measurement through lesgale surveys, and hypotheses testing
through statistical analysis. This has generated a burgeoning canon of contingency

based management accounting and control studies which has contributed much to our
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understading of management accounting and conttmit primarily so from a

guantitative perspective with the limitations as noted above.

The notion of employing qualitative research in contingdmsed studies returns the
cycle to its origins where much of tlearly research by organisational researchers
was based on a limited number of case studies (Bugns and Stalker, 1961;
Lawrence and Lorsch, 1967). What these early contingency studies show is that a
gualitative approach, witlits emphasis on depth, egpation and induction, can
usefully detect contingent factors and indicate where relationships may exist with
respect to establishing an appropriate matching between contexts and these factor
Chenhall (200Bnotes that:

The generation of propositionsorcerning novel relationships,
processes and their contextual setting are often best iddrdifie
elaborated by using case study meth@d4.59).

Contingency studies, in a qualitative sense, have the potential to better explain how
particular variablesmpact uponspecific outcomesChenhall (2003 states that

0 c 0 nt i-basgdereseaych has, in the main, been survey based and tends to limit the
scope of the studies to consider situations involvingdunir ect i onal(p.r el at i
156) While quantiative-based contingency studies may establish statistically
significant variables and their relationships, such studies are maespeadent and

are limited in their output in comparison to qualitative studies. Woods (2009¢ry a

recent example of céingency theory being employed irgaalitativestudy ofMCSs.

2.3.6 Contingency theory and the roles of MAs

Since its inception in the management accounting literature about 30 years ago,
originating in organisational theory, a number of contingent facttave been
examined. The theory of contingency predicts that it is possible to align particular
elements oMASs with particular elements of internal or external environments thus
implying that it is possible to identify conditional alignments and ngsatients, the

notion of o6fito.

Donaldson (2001notes that6t he conti ngency factor deter

produces high levels of effectiveness of the orgaitn (or some part of it, such as a
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depart ment or I (p.d@) wihilé umach comtiegenicye respaibch in
management accounting has focused on management control and its association with
outcomes for performance in organisational or managerial terms (Chenhall, 2003
2007 this study seeks to explore contingencies relating to the afl&As. In this

study, the roles of MAs, or dimensiomd these roles, are investigated as being
potentially contingent upon the specific organisational context within which they are
located; that is contingency theory may explain differences in the ohl®&As in
different organisational contexts. Thuke roles of MAs are investigated as being
contingent uporparticularrole influences and role characteristics in organisational

settings. This is with a view to identifying where appropriate fits ofitsigccur.

2.4 Role theory

Kahn et al. (1964) and Katz and Kahn (1978) present a role theory to explain the
nature and behaviour of the roles that organisational members occupy. It attempts to
explain how members of organisations take on and enactuartiroles and the
consequences of doing so. The theory seeks to address many aspiesenswting

of roles by individuals in organisations e.g., the influences on individuals in taking on
particular roles, how individuals understand what their expecties are, if there are
differences between the roles which individuals enact and those roles which others
expect them to enact, and how individuals, through their own characteristics and
relationships with others in the organisation, may influence wtiars expect of

them.

In the vernacular of role theory, role expectations influence and determine the roles

that organisational members enact. When one organisational member (e.g., a senior
manager) has expectations of another organisational membem(gigior manager)

they are respectively referred to as the role sender and the focal role, where the former
sends expectations to the latter with respect to the performance of his/her roles. Any

one organisational member may be subject to the expecaiioa number of role
senders (e.g., |l ine manager, support fun
director, own staff) and these ar@lectivelyreferred to as the role set (Merton, 1957)

in relation to thdocal role
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Role theory (see figure 2.7)uggests that the expectations of the rekt are
communicated (i.e., role sent) to the focal role occupant (arrow 1 in figure 2.7) who
then interprets that communication (i.e., received role) and initiates a particular
responseto it (i.e., role behavioyr For example a manager may outline role
expectations through documentation, such as job descriptions, objectives and annual
appraisals, or verbally through formal and informal meetings. The theory
distinguishes between what the role sender is expecfingeofocal role (A), the
communication of that expectation to the focal role (B), the understanding that the
focal role takes on receipt of that expectation (C), and how the focal role in turn
enacts the actual role (Dyhich in turn impacts upon the esgtations of the role
sender as he/she observes the actual enacted role in comparison to the role that the
role €nder hagexpected (arrow 2 in figure 2.7). Collectively, Katz and Kahn (1978)
refer to the process between the concepts of role expectabtansent, received role,

role behaviour and its feedback to the role sender as a role episode and this can be
visually observed in figure 2in the lettering sequence A, B, énd D. For example

a manager has expectations of a MA and communicates thédse MA (role sent),

the MA interprets these expectations (received role), enacts a role behaviour based on
this interpretation, and the manager who observes this behaviour takes these

observations into account in the communication of subsequent expestati
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Figure 2.7i Theoretical model of factors in the taking of organisational roles
Source: Katz and Kahn (1978, p. 196)

Keys for arrows in figure 2.7:
1 =sent role

2 = role sender evaluation of behaviour before next cycle
3 = impact of organisational factors on role expectations
i nmble expectatians O s
5 = identical sent role does not result in the same experience

4 = jinfluence

6 = influence of role behaviour on the characteristics of the individual

of

7 = impact of current interelating on role expectations

8 =focal role interpretation of expectati® vary depending on inteelating
9 = behaviour feeds back and affects interpersonal relations with role set me

char

acteris

'mbers

Role theory predicts that certain organisational characteristics (E) susizeas

structureor culture(arrow 3 in figure 2.7)nfluence the expectations that role senders

have of focal roles e.g., an organisation with a strong -w@nted culture might

mean that role senders have high expectations of focal roles to interact frequently in

different team processes. For the attributesaf the focal role (e.g., approachable,

helpful), role theory would predict that these characteristics might result in role

sendersb6 expectations actual

y

bei

ng

these characteristiqarrow 4 in figure 2.7)Similarly, for interpersonal factors (G),

role theory would predicthat the nature of theelationship between th®le sender

andthefocal role in turn impacts upon the expectations of the role séadew 7 in
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figure 2.7)e.g., a very good/poor worlg relationship between the role sender and
the focal role could lead to the role sender having different expectafisrnsan be

seen from figure 2.7, role theory postulates that organisational, personal and
relationship variables impact uptimerole expgectations that roles senders have of the
focal role. It is also predicted that the personal and relationship variables are
influenced by the actual role behaviour of the focal role (respectively arrows 6 and 9
in figure 2.7). Finally, the identical sentleocan be interpreted differently due to the
effect of personal variables (arrow 5 in figure 2.7) or the nature of continuing

relationships (arrow 8 in figure 2.7).

Role theory (Kahnet al, 1964; Katz and Kahn, 1978hus proposes that
organisational res (the focal roles) are determined by the expectations of other
members of the organisation (the role senders). Role senders are influenced by
organisational factorse(g., size, structure), the attributes of the focal role occupant
and the nature of thelationship between the individual in the focal role and the role
senderin summary, role theory relates role sending, role receiving and role behaviour

in the context of the individual, interrelationshipad organisational variables.

The notion ofrole expectations is central to role theory and Biddle (1979) defines
expect at i ofheld oa emittédsstatbments that express a modal reaction
about characteristics of object persons
expectations accordingtohei r sour ce, 0t he subjects wh
destination or whom they are in relation to, their substance or nature, and their
6modal ityé and o6formdé (p. 132) . The | at't
response to attributes of theceiver and how expectations manifest themselves e.g.,

documented, articulated, held privately.

2.4.1 Role conflict and role ambiguity

In role theory, thench ul f i | ment of role sender,6s exp
and uncertainty about thesgpectations leads to role ambiguity. Role conflict may be
defined as the O0simultaneous occurrence
compliance with one would make difficult
(Wolfe and Snoek, 1962, p. 103 Biddle (1979) defines rol

of common or attributed polarised dissensus that poses (usually unspecified) problems
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for the object persondé (p. 196) . Thus, [
predict that in certain siaitions the completion of one task for a manager, by the focal

role occupant, may challenge or render unfeasible the completion of another task, by
the same focal role occupant for another member of the organisation. In the context of
accounting roles, onexample of a conflict would be where an accountant is
responsible for the integrity of accounting and control systems and is also responsible

for working closely with managers to support their decision making processes. In this
scenario, if managers puessome decisions that might not comply with the existing
accounting and control systentse accountant will experience role conflict in trying

to comply with control requirementsvhi | e al so trying to app
decision support requirementshi§ conflict has been recognised in the literature for

some time (Simoet al, 1954; Sathe, 1982).

Role theory also advances the idea that ambiguity can be experienced by those
occupying organisational roles. Kabnhal. (1964) distinguish ambiguity beegn that

which is perceived or felt by a perspand that which is a feature external to the
individual. In both caseambiguitymay relate to an absence of information. Katz and

Kahn (1978) note that 0rol e ambiguity si
occupant of a particular offi ceasdefiseds uppo:
by Biddle (1979) as occurring Owhen share
incomplete or insufficient to tellp the i
323). Kahnet al. (1964) explain the importance of dealing with ambiguity to ensure

role expectations are met:

Certain information is required for adequate role performance, that
is, in order for a person to conform to the role expectations held by
members of his role sép. 22).

This information includeghe focal role occupantnderstanding the expectations,
understandindhow he/she might meet these expectatjcmsd the implications of

meeting or not meeting these expectations (Kathal, 1964)

2.4.2 Role theory and accounting research
Central concepts of role theory such as role conflict and role ambiguity have been

previously employed in accounting research. Some studies have examined the role
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conflicts of auditors (Morgan, 1979; SenatraB@9Bamberet al, 1989; Koo and
Sim, 1999), while others have investigated the nature of the role conflict inherent in
the simultaneous adoption of roles influenced by the organisation and the accounting

profession (McGregoet al, 1989).

Surprisingly, role theory has been little used in previous management accounting
researchNotable exceptions are Hopper (198Bathe (1982)andMa as and Mat D]
(2009) Satheds investigati omsa sirbng lationshipol | er

between management expectations and controller (the focal role) involvement:

Behaviour of the individual in the focal relee controlletis
consistenyy and positively related to the expectations of the role
senderghe management (p. 1117.8).

I n applying Katz and Kahnoés (1978) frame
modification of the original model that recognises that role behaviour canplaetied

upon directly by organisational factors, as well as being impacted upon directly by
management expectations as per role theo
factors are the equivalent of orgami sat.i
figure 2.7 Thus, drawing on figure 2.7, this revised model creates a requirement for
role behaviour coming from both role sen
factors (E). Figure 2.8 illustrategis Sat he
findings and role theory (Katz and Kahn, 1978).

Expectations and
Attributes of
Person in the

Rol e Se Focal Role
Expectations
\ Demand for Actual
Role Behaviour of
T Behaviour »1 Personin the
} . Focal Role
Situational /
Factors
Interpersonal
Factors

Figure2.8 Sat heds (1982) adaptation of role th

Source: Sathe (1982, p. 119)
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In conclusion, Sathe (1982) argues that the relationship between situational factors

and heir impact on role behaviour have not been researehedd o6t hi s i s a r
for future researcho (dgherolg BeBaviour M r (1 ¢
in six companies in the context of alternative organisational structures. Hopper (1980)
found that MAs were generally not meeting the expectations of the four most
important role senders (nor their own expectations) regarding providing a support role

to managerial decision makingiving rise to role conflict, ambiguityand stress.

Collins (192) observes the dearth of accounting research using role theory and
argues thaMASs may stipulate certain role behaviour e.g., budgets communicating

cost management expectations rtanagersMaas and Mat Dj ka (20
positive relationship between mwollers focused on head office control (as opposed

to divisional decision making) and role conflict and ambiguity.summary, use of

role theory in accounting research is very limited and it tends to have been mostly
examined in the context of auditiggnd role conflictAs this study primarily focuses

on the roles of MAs, it would seem very appropriate to use role theory as a lens

through which to view the findings from the study.

2.4.3 Role theory and the roles of MAs

Role theory, in comparison to tlegher two theoretical perspectives that frequently
appear in management accounting studies,hlagslittle if any use in management
accounting researciThe decision to employ role theory in the study is intuitively
appealing given its central focusolires i n organisations and
the roles of MAs in organisations. It was not however for these reasons in the first

instance that that role theory was selectedratevant theoretical perspective.

There are many aspects to role theorat thpecifically relate to understanding the
roles of MAs. Expectations, as explained above, influence the roles that are enacted
by those in focal roles and thus relating expectations to the roles of MAs has the
potential to bring clarification to the priewsly noted poor understanding of the roles

of MAs (Anthony, 1989 Young 1996, and the apparent contradictions around the
actual roles enacted by MAs where some appear to be aligning with the model of the
business partnerwhile others do not do so (sesection 3.7). The focus on

expectations in the context of the roles of MAs brings into focus the expectations that
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managers might have of MAs (e.g., relevant information for management control and

decision making purposes) and if and how MAs are medtiggetexpectations.

Rol e theory also includes the attributes
role sendersin the context of the roles of MAthis permits the opportunity to relate

the characteristicef MAs, and MAsG i -peitsanal refdonships to the expectations

that managers have of MAThe theory considers organisational factors shaping
expectations and this would potentially offer insights into those forces that might be
shaping the roles of MAs. Role theory, in the context efrtiles of MAs, examines

how managers influence MAs through their expectations of them and how MAs may

in turn influence those expectations through their behaviour, their characteastcs

their interpersonal relationships. This potentially offers gpartunity to gain an

understanding of the roles of MAs from a number of perspectives.

Role theory includes the concepts of role conflict and role ambjgaitgt in the

context of the roles of MAs these are particularly pertinent. As noted in sectitn 2.4.

there are potential role conflicts for MAs in the model of the business partner which
presupposes the maintenance of independent and objective control with closely
supporting managerial decision making. Role theory, through understanding the role
sender8 expectations, |l eads to an understan
roles e.g., role conflict, ambiguity, stress which have only rarely and bgldteen

observed (Hopper, 1980; Sathe, 1982).

In summarythe potential of role theory to advanoar ainderstanding of the roles of

MAs is significant in its scope and this is further supported in its direct linking to the
research objectives, namely investigating the antecedents (e.g., expectations),
characteristics (e.g., attributesand consequencege.g., conflicts, ambiguities)
associated with the roles of MAs.

2.5 Summary and conclusion

This chapter introduced the three theoretical lenses that underpin the interpretation of
the findings of the study. While the basic tenets of each theory hameshenmarised
individually, this study aims to analyse data using all three theories in a less disparate

fashion than presented here. Three theoretical lenses have been employed because
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each of the theories have particular relevance to the roles of MAl@ngrovide the

potential for theoretical insights to be attained in their use. The use of these lenses
highlights the relative merits and weaknesses of each theory and provides the benefit

of having three alternative theoretical perspectives on the obI®IAs as opposed to

just one.In common with Marginson (1999) and Bemy al. (1991), the theoretical
perspectivessr e used as Oguiding perspectivesodo &
testing a single theory. Similarly, Burns and Baldvinsd¢&@05 employ theory as

6a sensitising mechani(sn7){séealso Graglsnd and s i nt
Taipaleenmaki, 2005)Keating (1995) analyses the use of theorymanagement
accountingc ase studies as being f ogremefgieg pur p
theory), 0refinementdé of existing theory
study in employing the three lenses of existing theoly open to theoretical
engagement in the latter two categori@grry et al. ( 2 00 8) al sy note
grounding research in organisational practices, it becomes legitimate to use a wide
range of theoretical approaches in helpi
study through the adoption of qualitative enquiry facilitates this process.
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Chapter Three

Rolesof ManagementAccountants
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3.1 Introduction

This chapter presents a review of literature on the roles of MAs. It commences with a
description of the environmental context and the various depiotes of the finance
function in the contemporary business environment. Many dimensions of the roles of
MAs are examined, including alternative role conceptualisations, empirical research,
influences on the roles, their characteristexsd some outcomesf the roles. The
latter part of the review examines a number of characteristics of management

accounting information provided by MAs.

3.2 The business environment

It is generally agreed that contemporary business environments are characterised as
intensvely competitive, increasingly global, uncertain and subject to continuous
change. Simons (1995), who advanced understanding of the strategic M&S®f

(see section 2.2.4), notes how the corporate landscape has changed and how a new
theory of control isneeded to manage the tension between older and newer
approaches to management and control, as illustrated in Table 3.1.

OoLD NEW
Management control approach Management control approach
Top-down strategy Customer/marketiriven strategy
Standardisation Customisation
According to plan Continuous innovation
Keeping things on track Meeting customer s
No surprises Empowerment

Table 3.1- Tensions between basic philosophies of control and management
Source:Adapted fromSimons (1995, p4)

Simonsb6és work addresses how top managemer
new environmental contexbut pays less attention tothar uselower down in the
organisationA number of factors have been noted as impacting omtreagement

accainting function which have generally emanated from outside organisations
Theseinclude the increasinglycompettive and internationalisingnvironmentBurns

et al, 1999 Burns and Baldvinsdottir, 2005 2007%; manufacturing technologies
(Bromwich and Bhnani, 199%; technological developments (Ezzanetlal, 1997;

Burns and Yazdifar, 2001; Granlund and Malmi, 2002; Hunton, 2002; Scapens and
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Jazayeri, 2003), structural arrangements (Granlund and Lukka, 1998a; IMA, 1999)

and the introduction of accountimgnovations (Friedman and Lyne, 1997).

In examining the forces promoting the homogenisation of global management
accounting practices, Granlund and Lukka (1998b) classify some as economic forces

and others as institutional forces, drawing on DiMaggi@d anPowel | 6 s (1
institutional theory. Examples of economic forces include global competition,
technologies, and economic cycleghile examples of institutional forces include
harmonisation of regulation, the management accounting profession, and
benchmeking. This classification provides a useful framework when investigating the

factors influencing thenanagement accounting function. The next section presents a
review of the shape of contemporary finance functions following on from these

environmental ifluences.

3.3 The finance function in organisations

The role of the finance function in organisations can be analysed using a number of
frameworks in the literature. Keating and Jablonsky (1990) note changes in the
orientation of thefinance function in astudy of six major US corporations based
primarily on interviews with financial executives responsible for implementing

change. Three finance function orientations were observed:

1) Commaneand-control orientation- this was found in firms with a functioha
hierarchical structure. Emphasis was placed on corporate control and
managing resources efficiently with the finance function acting in an

independent capacity.

2) Conformancerientation- this tended to exist if there was significant business
with the government or the firm was required to comply with statutory or
other external regulations. The finance function was bureaucratic, procedural

and technical in nature.

3) Competitiveteam orientationt a firm with this orientation was markelriven

and finan@l work was integrated into the business in a matrix type structure.
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It was characterised by customer focus, financial excellence, -aehlex

participation with management and ardiepth awareness of the business.

Keating and Jablonsky (1990) arguettfians typically haveall three orientations in
their finance function but there may be differences in the degrees of emphasis placed
on them or in the trajectories for change set for the future. Figure 3.1 illustrates the

three orientations of the finamdéunction.

Orientation of Financial Management

Conformance

Command and
Control

Regulations

Corporate Hierarchy

Competitive Team

Markets

Figure 3.1- Finance function orientations
Source: Keating and Jablonsky (1990, p. 43)

Keating and Jablonsky (1990) found that four of the six companies were shifting
towardsa competitiveteam orientation from either a conformance or comrreara
control orientation. This shift required a-trenking of the role of the finance

function:

This means they move away from being an independent third party
or custodian of the accowntand become a clientiented
professional (both internal and external clients) with awlepth
knowledge of the business (p. 7).

In a survey of 805 managers (508 fforancialmanagerand 297FMs) by Jablonsky
et al. (1993), the move towards a comigieé orientation was not clearly discernable;
perceptions differed between théMs who generallyperceivedthat they had a

competitiveteam orientation to the ndmancial managers who frequently perceived
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the FMs to be mainly commandndcontrol or conbrmance oriented. A significant

number ofFMs and nomrfinancial managers were found to agree that the financial
organisation is characterised as: 1) providing top management with an independent
review of operating plans and performance, 2) directing fiahmzformation flows

up and down the chain of command, 3) having developed sophisticated operating and
capital budgeting models, and 4) being or
11). Further, the categorisation of financial work into the categof the earlier

study (@mmandandcontrol, conformance orientation and competitiveteam

orientation) did not emerge, but rather combinations of all three falling into either a
Business Advocatgrofile or aCorporate Policemarmrofile. Jablonskyet al. (1993)

describe the core values of these profiles as presented in Table 3.2.

Business Advocate Profile Corporate Policeman Profile
Service and involvement Oversight and surveillance
Knowledge of the business Admlnl_stratlon of rules and

regulations
Internal customer service Impersonal procedures
Finance and analytical skills Accounting and auditing skills

Monitoring the operating and
capital budget

Improving the bottom line Budget/variance reporting

Accurate financial reporting

Table 3.2- Core \alues of business advocate and corporate policeman profiles
Source: Adapted from Jablons&yal. (1993, p. 17)

Being a business advocateassociated with providing support to the business and
involvement in business strategy, while beingpaliceman is associated with
accountability from both an internal (control) and external (compliance) perspective.

In a follow up study, Jablonsky and Keating (1998) capture the perceptions of 1,569
nonfinancial managers which reveah classification oft hei r respecti v
finance functions as 43.6% Business Advocate and 56.4% Corporate Policeman.
Sheridan (1997) notes the changing role of the finance function and asserts that
controllers O0are no | onger commdoplagt or s
their part as members of the team in buli

(1997) observes how many of the rudimentary accounting tasks have been automated,
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resulting in a O0deskillingd of acgdamount an
the wider organisational domain where financidilgrate managersise their own

computers for financial purposes. Supporting this, Betrs. (1996, 199), Scapens

et al (2003), and Burns and Baldvinsdot(2007) observe the wider technology

endb | ed di sseminati on, or 0dec Bayt(2002h g 0 , o]
effectively observesthis as part of an illustration of how the finance function has

streamlined its activitiegsdepicted in figure 2.

%
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(I:Doertl:tlztl)nsupport transformed
0

Figure 321 Change occurring in the function of finance
Source: May (2002, p. 11)

In response to recent accounting scan@alens andBaldvinsdottir (2007) observe

the criticalityof the roles of accountants as stewaadd controllers but:

eédue to advances in information techn
accounting knowledge, such roles now occupy less of the
management accountantds time (p. 124) .

Although there is little research to date, there is some anecdotahewitleat the
conformance orientation (Keating and Jablonsky, 1990) from regulatory compliance
might be impacting on the role of the finance function. This somewhat contradicts
Burns andBaldvinsdottit s (20 MMA)y 6 a ndndidatdrs)d a reduced
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financing and stewardshifunction EIU and KPMG (2006comment in their global

survey of leading finance functions that:

Regulatory compliance and corporate governance initiatives have
placed a major burden on finance functions in recent years and, in
some vays, have distracted finance from achieving its wider
aspirations to become a strategic business partner. New regulatory
requirements and accounting standards such as Sa®aless
Basel Il and IFRS have required finance to devote significant
resourcesd improving controls, procedures and processes to ensure
compliancgp. 56).

Similarly, Sharman (2007) observes the US management accounting profession as
increasingly being oriented to regulatory (e.g., Sarbanes QEEX) legislation

concernsasopgoed t o supporting managerso6 deci si

One of the challenges with the studies above is their lack of engagement with
theoretical perspectivesn the roles of the finance function. While these pieces of
research have empirical merit thereuld have been an opportunity to relate these
empirical findings to the previous theoretical lenses reviewed in the last chapter e.g.,
contingencies are not identified with respect to the alterndtypéctionsof the roles

of finance,andthere are no tleetical explanations de how or why these roles have
occurred. The findings seem contradictory in that financial personnel perceive
themselves moving towards more business and marleited roles away from
controtoriented roleswhile nonfinancial managers perceive the opposite with very
recent observations also concurring with this. There is an indication in this work that
regulation, technology, market forces and control may be shaping the finance

function.

Moving from the wider roles of the finae function that include some dimensions
identified above that are beyond the remit of this study (e.g., payroll, accounts
payable and receivable, treasury functions), the remaining review of literature focuses
specifically on the roles of MAs noting thatis within the context of the finance
functions discussed above that MAs enact their roles. The next section presents

definitions of the roles of MAs and management accounting.
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3.4 Definitions: management accountants and management accounting

Horngrenet al. (2000) define management accounting as an organisational function

t hat Omeasur es and rfieapca@lr infermation tha rhelps a | ar
managers make decisions to fulfil etehe go:
al. (2001) defnremnanagement accounting as O6a value
planning, designing, measuring, and operatingfirtancial and financial information

systems that guides management action, motivates behaviour, and supports and
creates the cultural valuesme ssary to achieve an organi
and operating objectivesd MNAB.asb 07n)h.e Beeltk
human and capital resources within an organisation which is responsible for the
production and dissemination of infoation deemed relevant for internal decision

making (p. 21). All these definitions very strongly emphasise the provision of
management accounting information that supports managerial decision making and
control with the more recent definitions drawing martgention to organisational

goals, nodfinancial information,anda process orientation in broader organisational
contexts. Similarly, a comparison of Cl
accounting and CIMA (2005) 6 dsadreddenimgin i on 0
many dimensions e.g., strategic orientation, supporting decision makiaig,

systems design and enhancement, emphasis on management as well as measurement

andall strongly positioned within a management crasgctional team context.

3.5 Descriptors of accountants in organisations

The roles of MAs in organisations can be classified in different ways and many
alternate descriptors have been employed in this regard. T&alkuStrates various

titles that draw attention to differentdnensi ons of the account a

the study, or studies, that used such a title.
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Role label or classification

Study

6Busi ness

Partner 6

IMA (1996, 1999

Siegel (2000)

Gibson (2002)

Siegelet al.(2003a, 2003b)
Pierce and O06Dea
Byrne andVaher(2003)

Gould and Fahy(2005 2005/2006)
Byrne and Pierce (2007)

Jarvenpaa (2007)

Sorensen (2009)
6Business Unit Ori ent|Emsley(2005)
OFunctional Orientat.i
6Police ©OCHhselrbawms d | Gibson (2002)
6Spy/ Watchdogd
6l nvol ved Control | er 6| Sathe (1982, 1983)
vs. O6Split Controller
6Beanunws.éCé6ntroll er o Granlund and Lukka (1998a)
6Beancounter d Friedman and Lyne (1997)
OBusiomeesnt edbd Granlund and Luka (1998a)
6Service Aidsd vs. 6 B|Hopper(1980)
6Business Advocat ed v|Jablonsketal (1993)

Jablonsky and Keating (1998)
6 Co n s ud & o knkgebe padnBkgi 6n g 6 , | Mouritsen (1996)
6Contraond i WAdmi ni str a
6Mbri d Accountantsé Burnset al.(1999)

Burns and Scapens (2000)

Burns andaldvinsdottir(2005, 2007)
6Business Anal ystsd Burnset al.(1999)
O6Probl eméSobwvéekaédpi ng| Simonetal(1954)
O0Attention Directingd
6Local r es.gfomctonabi | it yl MaasandMa t (2009%
responsibilityd

Table 33 - Summary of role titles for MAs

Many of the studies in table3present an analysis of the roles of MAs as a simplified

dichotomy. At one end, roles are characterised as largely involvengrtduction of

detailed, financial and historic information with minimum interaction with managers.

At the other end, the roles are characterised as largely involving the production of

tailored, often notfinancial and futuristic performance informationthvhigh levels

of

support

t o

towards either end of these depicted role spectrums is examined in section 3.7.

It

s apparent that

t he

t

t |

e the literatdirb u s |

and this will be the primary designation for this particular depiction of the roles of
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MAs in the remaining literature review. IMA (19PProvide a useful definition of the

business partner role:

A business partner is an equal membemhefdecision making team.

As a business partner, a management accountant has the authority
and responsibility to tell an operating executive why particular types
of information may or may not be relevant to the business decision at
hand, and is expected sniggest ways to improve the quality of the
decision(p. 5)

Drawing from a professional affiliation of senior financial members of large
organisationsCIMA (2009) explain théusinesgartneringmodelas widening roles

for MAs thatgo beyond informatioprovision to enhancing decision making as it:

étakes t he management i nformati on pr
operations as its starting point. It is about understanding relevance,

sharing insights, influencing decisions in the best interests of

shareholders anigelping to manage performance and risk through to

the achievement of impact (p. 11).

In a review ofresearch othe roles of MAs in the US, Sorensen (2009) concludes that

the roles are ascending to senior l evel s
business partnérg al ued partners in top FoeMAs,| deci
the business partner role model generally denotes an increasing emphasis on a more
strategic, forwardooking and collaborative role orientation with respect to
supportingmanager s® deci sion maki ngtalalfdl, contr
Friedman and Lyne, 1997; Granlund and Lul
could be argued that there are differences in degrees with the titles in the literature.

For example, is aMA that is only involved to a limited degree also a business
partner? It is suggested, following the definition above that being a business partner
goes beyond occasional involvement and represents greater involvement in supporting
managerial decision malg and control. Thus, there is a continuum of roles that

range from high levels (or low levels) of support for managerial decision making and
control provided by MAs, whi ch Sathe (19
60i nvol vement & (seefsecttom &7 oo wanidtion anl the eales of MAS)

There are also receptofessionabbservationdy senior financial officers of leading
organi sations that Oothere are as yet no
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for the model of the businesanner CIMA, 2007, p. 29. This thus recognises the

model of the business partner as one that is evo(gegalso CIMA, 2009)

There is also some debate as to whether
will be sustained into the future (Otley, B)0and commentators observe that new

role titles are emerging e.g., O0GIobal E x
(Ahrens and Chapman, 2005, p. 330). It can also be noted that mirroring this is the
professional management accounting institutethenUS and UK that have changed

t heir publ i cMahagement Accountiggsi  r mont IO Strateggct anc e s
Fi nanpoe® he FibaBciabMadagetmedt i n (CiMA (2Q0K).note that

t hBusilessPar t ner 6 titl e i s tustdde siFmsangaiha catsi cdée
Business Analyst, Business or Finance Mart
(p. 28).

It is also important to draw more attention to the role models as opposed to the role

titles in the literature, as the latter may havéedént meanings. Granlund and Lukka
199%)not e for example that controllers in
(p. 197) while Finnish controllers tend to operate more in profit centres and less so in
centralised capacities. It can also be ob=e that in dichotomising roles that the
meanings attached to the control function can be ambiguous e.g., controllers can be
seen to be positivel ycotumd epaslbar( Gopaméb s inte
1998a) while others suggest a somewhat negatiepiction of the control function
eg,0Pol iceamd fob&pybWatchdogd (Gi bson, 200
(Jablonskyet al., 1993; Jablonsky and Keating, 19¢
1996). In investigating the emergence thie 6 hy br i dtansd c c Bwr ns an
Baldvinsdottir (2007) contrast thesgleswith the traditional rols of the MA who is
described 6as being a monitor and control
financial reports to be transmitted up the organisational higradbich ( p . 118) .
emphasises a need for clearer specification of role definitions and a deeper
understanding of variation of definitions across countries. Notwithstanding this the
control function is an integral component of the roles of MAs, as explidated

sections 3.3 and 3.4, and the next section examines this control function.
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While the studies identified in table332xamine closely the classifications of roles of
MAs, many ignore role theory in explaining the roles of MAs alstd do not consider
contingency theory in attempting to identify what contingencies might attach to the
roles of MAs when attributed witla particular designation. Mangf the studies
outlined in table 3.3ave a strong empirical orientatibnt are weaker otheoretical
engag@ment. Some studies on the roles of MAs have considered theories in a more
isolated sense e.g., Hopper (1980) draws primaiilyrole theory with very limited
reference to contingency theory or management control theory and Burns and Scapens
(2000) andBums and Baldvinsdotti2005) drawexclusively on institutional theory

in longitudinal research. While somewhat daté&hthe (1982) does draw on
contingency and role theory, but this is an exception. Thus, there is some scope to
bring multiple theoretical grspectives to bear on understanding the roles of MAs.

3.6 Controllership

The preceding chapter reviewed the theory of management control (see section 2.2)
and this section builds on that by identifying the nature of the control function from
the perspeote of the roles of MAs. Sutthiwan and Clinton (2008ote that
6controllership is fundament al((p.yWdand funct
accounting roles have long been observed as central to this fun&ttrogy, 1965;
Macintosh, 1985 Emmanuelet al, 1990; Otleyet al, 1995). The management
control theoretical perspective, as per section 2.2, has tended to place a strong
emphasis on classifying control systems, developing theories of control, and
contingencies in control system designs bug paid less attention to how control is
achieved in organisations through the enactment of roles, particularly the roles of
MAs. Thus, while the literature has placed accounting as the functional mechanism of

control in organisations, less has been obskofdow thisoperates.

A summary of the kegimensions othe roles of MAs as controller include (Willson
and Colford, 1991; RiakBelkaoui, 1992):

1. Responsibility for financial accounting and statutory reporting

2. Coordination, compilation and managemehnplanning processges

3. Management of information, control and performance systants
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4. Preparation and communication of appropriate information to support

managerial decision processes

Simonet al. (1954)relatethe effectiveness of the controller fuloct to the provision

of high quality information, at the lowest cost and the long term competency
development of accounting and naccounting managers. The information quality
dimension is examined in section 3.13. The literature thus places a high dégree
emphasis on the enactment of management control through the roles of MAs.
Accepting the centrality of the control function to the roles of MAs but also
recognising the roles of MAs in management decisigpport or the business partner
model noted edier, the following section examines these collectively and provides
some empirical evidence of how the roles of MAs discharge these functions.

3.7 Balance between hierarchical reporting and supporting managers

Table 33 above presend many descriptors othe roles & MAs that frequently
contrastvery traditional, historic and overly financial, hierarchical, reporbrignted

roles (e.-gounttered )6 bwiathnh t he model of t he
MAs providing high levels of support to managérdecision making and control

functions, often on senior and crdsgictional teams. This section examines some of

the empirical evidence to date that gives some sense of whereak& m this

continuum or as to the balance that they achieve iir tfodes.

Simonet al. (1954)notethat the most promising area for enhancing the controllership
functionis involvement with managers to addrgesformance issuebut found that

most accountants indicated little emphasis on this dmaa quantitativeand

gualitative analysis of the expectations of OMs and the roles of MAs, Hopper (1980)
found that managersdesiec count ants to act in a O6seryv
ina Obookkeeperdé role but this desire rem
less influence for their accountanto (p.
mostly desired to act more in the service rdleio explanationsare advanced for

these unfulfilled wishes. Fstly, the bookkeeping roles highly specified in nature

while the service rolesiambiguous in nature and left to the accountants to define for
themselves Secondly, considerable stressuld be linked tathe nonfulfilment of

bookkeeping duties. Hopper (1980) found
59



performed m the troughs between stressful cycle end peaks, but instead this period
was frequently used for recovery from stéegs 409) Further, itis more obvious if
bookkeeping duties, as opposed to service role dudikesnot performed. Thus,

Hopper (1980), chwing on role theory, highligetmanager s 6 expect at i
and, in finding that these were not being met, there were role conflicts and stress for
MAs. This links to the earlier review of role theory and accounting research (see
section 2.4.2).

From a survey of 129 firms (1,977 questionnaires) and 180 intervievidvisf and

OMsin 12 large firms, Sathe (1978) obsestkatthe balance between hierarchical

reporting and supporting local managersiffected by the extent of decentralisation

of reportinglines. Thus, where the divisional controller reports to the local divisional
general manager, and therefore not directly to the corporate controller, the local
operational information requirements and analyses take precedence, but where the
divisional con r ol | er reports directly to the <co
corporate policy recommendations and furnishing of information requested by the
corporate controller tends to gebDutch i r st |
controllers in bsiness divisions, Maas antla t D (2&08) found a negative
relationship between an increased orientation of controllers of business units to a
corporate (6functional 6) role and suppot
opposed to an orientationalod) coomh&arodlleerss
manager s, both |l ocally and at head offi ci
be in regard to assisting decision making at the local level, a perception shared by the
controllers as well. Maas arida t D(ROKWY argueahat locally involved divisional

controllers may result in more control at the divisional level. Any serious control
breaches at the local level were perceived as necessitating reporting up the corporate
hierarchy but these were perceived as infrequemnid amitigated through the
involvement of the controller. These findings thus run counter to the mainstream
perception in the literature that effective control mandates independence and not
involvement (Simonet al 1954; Sathe, 1982, Keating and Jablonsk991;

Sutthiwan and Clinton, 2008).

King et al. (1991)note ashift in the orientation of MAs, in their UK longitudinal case

studiesOvera five-year period, MAsvereobserved amovingaway from &éhi st
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and ocdvad @ $ to woleethat embrace @wmmwork and providing advice.
McKinnon and Bruns (199Zpundthat accountantsould beb usy 6i nt er act i |
OMs and addressing their information neelgt thereis a tendency for reporting to

dominate:

Preparing reports requires the application ofithe [ account ant s 0]
specialised professional training, and many accountants see formal
report production as one of their most important jobs (p..218)

Some accountants werebserved participating in meetings, understanding the
business and providing advicehich suggestsmoving towards the model of the
Obusiness partner 6. In a survey of acco.
Simon (1992) notethat accountants perceieeve akness i n O@maahkdt Kk
ad ack of mar ket i n gsuggdsting bcepg for( gtcountdnt )tq t h

strengthen their commercial understandingudinesses

In a survey of 370 Danish chief MAs, Mouritsen (1996) found that work activity
variation in the accounting functios much greater than conventionally portrdye

and notshow t he account i n gcontrallingotcongultibgsolese na c t |
reflecs different forms of involvement. In accounting functions that emphasised
consulting there was a horizontal orientation; that is working with inputs and outputs,
production and sales functions and there was an organisational alignment with
products and customers. In accounting functions that emphasisetolling,
involvement was achieved through the deployment of hierarchical budgetary control;

this encompasse@warding or punishing appropriate or inappropriate behaviaua.

discourse analysis from interviews with four hotel controllers, Gibson (Z608) a
strong orientation towards a o6compaall epp
behaviouralpatr n f i tted -neunher 6t her 6bbanodval ue
role but a 6company copd role that 1invol
times e.g., sometmesd po | i ¢ e sométimesé e o B s ,udnd somdtirdes

O0spy/ watehdogimpainimwmdebpadedoiaea terms of o6t
kind of action over the performance of |

The emergence of accounting r ol ebwaderhar act

roles for MAs has been noted in the lisggdure(Burnset al, 1999 Burns and Scapens,
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2000;Burns andBaldvinsdottir, 20052007. Burns and Scapens (2000) note the rise
of O0hybr i dibatan esedby mamagersto describe accountantsareho

aligned with and supportingbusiness proases. They describe a hybrid accountant

as one o6who has bot h a cdeghuundeistanding lofnttew!| e d g

operating functions or c¢comme¥ andahky agr oces

typically located next to the process leaddise exent to which, and the point at
which, MAs intermingle and relate their expertise with other functional expertise in
organisational dialogue has been observed (Ahrens, 1997). Notable contrasts were
found between accountants in German and British brewemggrding the
marshalling of accounting knowledge and the purpose and stage of decision
involvement (Ahrens, 1997The accountants in German breweries wetend to be
playing a more independent post hoc analysis role than the accountants in the British
breweries who tended to contribute their expertise during the unfolding decision
process. The study also attastmor e si gni fi cance to o6t he
which is actively wused, as oprhrensend t o
Chapman (2000) awmentthe selfrole perceptions of 30 British MAs and 34
German MAs who portrayed their roles as key to the running of firms suggesting
management accounting was oO0far from an
novel ty A fidldstudy 4f @ghtFMsin a Finnish context notébe accountant

as havinga 6 ma n aogemtedebroad minil a n d cdmeeined dy tide bigger
financi al pi ctur ed, p(Makusherghe findirhs skantkek o ,

accountanto be6 pr agmat i ¢ 6 nessgpmodatiescandoniarkeb tweads, and a

6socially active, articulate and engaged

net woCaglis 003)found an enlarged role for MAs on the introduction of
Enterprise Resource Planning (ERP) systems whiclitineged wider cross
functional roles as O6service providerso
to the automationMAs in these studiesvere thus found to play important roles in

participating in management decision making processes.
Granlundand Lukka (1998a) preseekpanded rolegor desired rolg) of MAs as

outlined in figure 3. The key point is that the roles of MAs are expanding; that is,
new roles are not displacing old roles but are in addition to them.
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Member of the management team
Change Agent

Advisor
Consultant

Watchdog

Historian

Figure 3371 Theex pansi on of the MAG6s job descript

Source: Granlund and Lukka (1998a, p. 187)

In a case study of a MNE subsidiary in an Irish context, Byrne and Maher (2003)
observe a widening of the roles of MAs whilst still retaining traditional roles such as
producing management reports and cost management practices. Granlund and Lukka
(1998a) argue t haournther 6derpdlcda edds 6b€eRaNI
financial departments responsible for financial reporting and related procedures.

r

Granlundand Lukka (1998a) note that accountaars6 n ot r eady t o aban:

of financi al monitoré and O6the traditi on:

6watchdogé of t he organisation I s stil
enlargement of rels imply that the balancing of the roles of MAs could be even more
challenging in the future. The enlargement argument also runs contrary to the
dichotomising of the roles of MAs into the positions of beaanter versus business

partner models which im@s a positioning somewhere on a continuum.

In a study of change programes in 40 service organisations Brignall al. (1999)

and Johnstoet al, (2002a)found that MAs were not involved in 40% of continuous
change programes and 50% of radical changeogranmes. Moreover, MAs were

only fully involved with less than 25% of the continuous change pragesmThese

results contrastith the almost exclusive reliance on financial performance measures
foundin the change programes. Managerial scepticism,loetance to participate and

a lack of sound business knowledge were reasons put forward by some managers for
the low levels ofchangeprogranme involvement. Brignall et al. (1999, p. 28)

conclude:
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|t woul d appear t hat €. manaedgte ment acco
drive or even support process improvements in organisations. Worse

still, they appear to be much maligned and their potential

misunderstood and undatilised

More recentlyCIMA (2009) remark that

€ some members of the forum [professional atiitia] have found

that accountantsdo enthusiasm for provi
al ways mat ched pnyothdr furectionswitlirgiesse a gu e s 6

to have them do much matigan they already do (p. 28).

Senior management backing and establishimg) nurturing relationships over time is

suggeted as means of addressing this.

Clarke et al. (1999) positthat MAs in Ireland function more as bodleepers than

innovative business partners in observing the comparatively low adoption rates of
activity-basedtechniquesn Ireland. They suggest that some of the barriers include
thenarrow accounting curriculum and little demand for change from either industry or
academi a. Al so in an | rishnotetomatex i n PBoel
organisationsthe MA is seen as little more than a financial accountant who extends

the mentality of auditor, rudbook and procedures manual to monthly and quarterly
account s a9 conteXx®Bofensen (200Pbserves hat t he Ob6gap b
practice and educatn is well established and awaits bold practiticbased

educational programméso cl ose i to6 (p. 1291).

CIMA (2007) note variability in the model of the business partner in organisations

and suggest that o6étactical dewgioped mark@&ts wo u | d
while MAs would need to O6challenge strat
28) e.g, one member of the CIMA panaif senior CFOs described the MA as
primarily a dédconstructive irritansan whil e
and control support wit h Thiesuggestsapotential t he
contingency for the roles of MAand the environment (see section 2.32IMA

(2007) identify four classifications of business partners as follows:
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1) Shared serice centres including outsourced centiesn this arrangement the
business support roles of MAs are provided from a centralised support
perspective, and as a substitute for de
considered to be finance bussne  p ar t n e It lacksgsibategigporient2tidn) .

2) Financial supporti the roles of MAs as financial support are typically based in
the business but as part of the financial hierarchy with alignment to supporting
managers in their planning, analypiocesses, and the resolution of operational

problemsT hi s model is more decentralised or

3) Expert service$ MAs with expertise report to the senior financial hierarchy and
although part of a more centralised arrangement these MAs particifstategic
business decision support (e.g., risk assessments, acgsisitiois noted that
these MAs may lacbusinesknowledge but being somewhat detached from the

b u s i ocaa make iteeasier for them to challenge the busifps29)

4) Finance leadershipi the roles of MAs in this depiction are considemdst
aligned wth the model of the business partner in combining business knowledge,
financial acumeni,interacting closely with senior manageirs the business
(decentralised rolespndhavinga strategic orientation. The breath of their roles

are summarised as follows:

The can challenge line managers as sparring partners. They do not

produce financial or management information but they promote the

application of finance disciplines to decisimaking, challenging the

business to generate more value and having a significant influence on

the businessés direction. They provide
They can be embedded in the business or have a matrix reporting

relationship (p29).

CIMA (2009) observe that the level at which business partnering occurs in
organisations may vary both in respect of the individual (e.g., manager versus a top
executive) and the extent of influence (e.g., providing information versus confronting

and instructig) as illustrated in figure 3.4.
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Direct
Challenge @

Influence @

Collaborate @
Support @ @
Inform
Report (financial) P>
Operators Knowledge Managers Senior CEO
workers executives

Figure 3.4i Alternative levels of business partimey
Source: CIMA (2009, p. 28)

Based on structured and unstructured interviews with approximately 400 corporate
and divisional managers in 24 major US companies, Sathe (1982) found a positive
relationship between the expectations eigional management and the involvement

of the controller and a positive relationship between controller involvement and the
financial performance of the compars.d.,control of debtors, stocks, expenses and
capital expenditures). By being involved,dgtpossible to instigate proactive confiol
6to put a n -eoaceiveq, iHasivisedp or illegal dourdes of action being
contemplated, that ideforethe-fact or anticipatory contréol ( Sat he, 1982,
However, countering this is a potehtigegative impact on creativitipn suppressing
manager sO0 ent eangitheiisk of thg comtraller tbeing lkess inagegendent
for control purposegSathe, 1982). The next section discusses role conflict in this
context and the sections followiregamine some of the factors that may be associated
with the roles of MAs moving towards business partnership which also build on this

section.

3.8 Role conflict

Regarding the controllerés rol e, Henning
withpoten t i a | conf |l i ct Oisdefined add8e®ig¢wed ifRsedtian 2.4.o n f | |
in the context of role theory. This section examines some of the empirical research on
role conflicts and accounting role&. pivotal point of focus forconflicting demands

for MAs has been the role of controller, in maintaining the integrity and accuracy of
financial reporting and internal control systems, and secondly, the role of actively

supporting management in decisioraking processes as a business partner (Sathe,
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1982).Simonetalb.f 1954) study of ¢ ontsspittingthkesed s dep
rol es as 6combining t he functions | ead:
accountantos function of providing servioc
of analysingoperations to provide valid and objective data for higher levels of

managementd (p. 5). Supporting this, Keat

...a financial person aspiring to be a business advisor or businiéss
CFO cannot function as a corporamliceman, independent
commentator, or custodian of accounts. These roles, consistent with
traditional concepts of workplace specialisation and internal control,
extend back to mass production management practices that promote
highly specialised, hieraratal patterns of work organisation (p.-46

47).

In viewing the increasing regulatory burdens, Sutthiwan and Clinton (2008) also
argue that the roles of controllers be divided into two separate roles. Sathe (1978)
found that there was no consensus on whedhasional controllers ought to have a

direct line into the local divisional manager and a dotted line into the corporate
controller or vice versa. Sathe (1982) suggests that it depends, as although many
(controllersanddMs) b el i eve 't hoer rloelsess naurteu adlmoyr ee x c |
there are situations where roles can be combined. Sathe (1983) presents a framework
that analyses the roles of controllers into iteolved independentsplit and strong

controller in light of the potentially confiiting roles of controllership and
management decisiema k i n g support. The split cont
suggestions, assigns the roles to separate individuals.

Only the strong controller combines the dual responsibilities, and this is the most
demanding role. Which role is appropriate, Sathe (1983) argues, depends on whether
greater emphasis is needed on controllership (independent) or on detimy
support (involved) or both equally (split or strong). Sathe (1982) argues that strong
controlless are able to manage this simultaneous demand for independence and
involvement due to a prerequisite set of personal characteristics and skills that include
motivation, integrity, interpersonal skills and business knowledge. Siegel (2000)
argues that confit is not inevitable for accountants acting in the dual roles of
controllers and business partners and suggests: providing more responsibility to the

business (e.g., authorisation approval limits), interfering less, educating the business,
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engaginppsapr t ner, not as an o6overseer6 and
dual roles. Hopper (1980ighlights someaole conflictsfor MAs as-k é bpeksd

and O0=edwsibc é naltarnativeastructoral arrangements as follows:

1) Decentralised the MA reporting to the OM and physically adjacent to the OM,;

2) Partially decentralised the MA reporting to the FNbut physically adjacent to the
OM; and

3) Centralised the MA reporting to the FM and physically adjacent to the FM.

The specificrole conflicte | at e t o the extent that MAs

1) the MAgperformance of the most highly ranked activities important and common
to most OMs (i.e., preparation of budgets, issuing budgets, ad hoc projects and
informal interacting)

2) the time devotetty MAs to these activities

3) the attributes of the Mpand

4)the MAsd interpersonal relationships.

Hopper (1980) found that some conflicts were lower in decentralised organisation

structures, where accountants were closer to OMs:

The major effect of decénr al i sati on appeared to b
expectations concerning formal information, i.e., budgets and

projects, were more likely to be met, but conflicts over liaison

persisted whatever the structure (p. 405).

Hopper (1980notesthat role conflicts irespect of relationships between MAs and
OMs and role conflicts in respect of the characteristics of the MAs were largely not
significant, whatever the structural arrangement. Drawing on role theory, Maas and
Ma t I(ROR% found increased controller raenflict and ambiguity resulting from
increased expectations from their line corporate structure and no lessening of

expectations from managers in the business units. This conflict and ambiguity was

found to | i mit t he c ontireddctoenting practicespna c i t vy

the business unit.
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3.9Factors associated with MAs moving toward business partnership

Sathe (1982) groups the factors affecting the extent of controller involvement into
three categories, n a mauthys persohatdrive,personalityd u a | 0
and relationships with management; the management approach including their
expectations and orientation; and organi s
work concentrates on researching the latter two factwispaimarily focuse on the

involvement of the corporate, or head office, controller.

For controllers within different business divisions (26 divisions) of the same company
(13 companies), Sathe (1982) found that the involvement of these controllers was
positively related to the expectations of managers in the divisions, following role

theoryds predictions:

é expectations of local management regarding controller
involvement are consistently and positively related to the degree of
actual involvement (p. 104

Sathe (1982) found positive buté n e g | iretatiomshipe ietween the degree of
change in the divisionés envir omman:t and
relationshipwas foundbetween the time spent on external reporting and controller
involvement; that is the more time spent on reporting was not found to reduce the

time available for decision support. THisding suggest that perhapghe availability

of time to accountantss not a major variable in determining the extent of

involvement inbusiness decisions.

For divisional controllers in different companies, seven company or head office
factors that affect the &6typical d invol v

overall companyareidentifiedby Sathe (1982)
1) Working asset integity i a substitute measure of the extent to which control and

financial analysis are essential to the success of the business (the actual measure is

stocks plus debtors divided by net sales).
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2) Financial orientationi the extenthatcorporate managesnt depend on financial

data, analysis ancbntrol in their management system

3) Expectations regarding typical divisional controller involveméntcorporate
management 0s expectations of i nvol veme

strategic business de@sis.

4) Emphasis placed on planning, budgeting, and capital expenditure révibwe
extent of <corpor at e MG@G&Emnagagimgehe telatonsHipo ¢ u s

between head office and the divisions.

5) Emphasis on controllership to line transfeirsthe focus placed by corporate
management on the transfer of divisional controllers to line positions such as
marketing, operationsand general managememiendoza and Bescos (2001)
foundthat the career structure of managers &Wls lacled essential exposure t
responsibilities in their opposite roles; that is their respective career paths rarely

crossed over.

6) Emphasis on service role in dealing with manageniemixtent of corporate
controllerds involvement I n headmeof fi ce

devoted to divisional reports and queries.

7) Duration of sustained emphasis on development of controllership perdotires|
length of time spent on developing controllers in terms of career plans, job

rotations or other development initiatives

The first factor assessed attributes of the organisation, the next féi)rd8sessed

attributes of head office and the last two (6 and 7) assessed attributes of the controller

in head office, al | i n the cont eenttof of th
controllers in divisions. Sathe (1982) found that statistical relationships between the
invol vement of controllers in | ocal deci
and 7 above, and O6moder at efoundtiatrtre heade r e ma
office controller$ expectations of the controllésvolvement in the divisions was

weaker than that of head office management. These findings, while not providing
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much insight into the involvement dhe controller from a divisional perspective
what Sathe refoewem® tvvoea3,adoétopmdi cate t ha
factors are related to how involved the controller is in divisions within the company.

In a survey of 17 large Italian industrial firms, Zoni and Merchant (2007) fowatd th
controllers wer e at a mi ni mum o6somewhat
management . Drawi ng 0 n-levd anedsw@weaments (ofl theB 2 ) C
involvement of the controller, the study nete positive relationship between the
involvement of the contrtdr and capital intensity, operating interdependeand the

extent of formalisation of planning systems (strategic, budget). In analysing decision
making into its strategic and operating elements, greater capital intensity, managerial
financial expertisand planning system formalisatiarelinked to the involvement of

the controller in strategic decision making, while greater operating interdepenslency

linked more to the involvement of the controller in operating decision making. A
negative relationsp was found between controller decision making involvement and

the employment of controller roles as training for general management roles. An
unexpected positive relationshiwas found between the financial expertise of

managers and the involvement ohtollers in decision making of a strategic nature.

Zoni and Merchant (2007) note that o&éinst
compensate for t he i ne manager so we akr
financially competent line magers encouragg r e at er controll er i

40). The study also found a significant relationship between company performance

and the involvement of the controller.

In a field study of five organisational change progmas, Chenhall and Langfield
Smith (1998Db) idntify five factors that could affect the extent of influence of MAs in
developing performance indicators for change initiatives:

1) A shared view managers and accountants possess similar views of the role that
accountants can play in change progras (orly found in two of the five cases)
i . e., MAs Oémust want to participate, ¢
contributiond (p. 374) . It was observed

that they were under pressure to prepare conventional finaecialints and saw
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this as their main priorityé (p. 375).

2) Management support for accounting innovatidnsaccountants may be more
reluctant to get involved in change prograes if senior management are not

backing the introduction of accounting innovations

3) 6Account i n@ga chémpionpcoubdnrdise the profile of accountants in

change programes, especially where management backing is poor.

4) Skillsi skills of both a technical and social nature were soumgtite caseor an
account ant @&, change prégramaes drast was also found to be
significant in gaining acceptance from managers on the contributions that
accountants could makBurns and Baldvinsdottir (2007) note that MAs require
sound communication and interpersonal skillsinthes | es o6t o i nterac

trustworthy relationshipsdé across organi

5) Formal hierarchical structure and authority dependence on the formal
organisation structure assource of authority became a barrier for actant®

involvement in change initiatives that typically were tediven.

The impact of technological developments on the roles of MAs has attracted some
interest in the literature. From interviews with UK accountants and managers,
Ezzamelet al. (1997)obser ve that 6the automation o
enabled the size of accounting departmen
facilitated the widescale dissemination of accounting and control information in
organisations, enabling constanbnitoring by norfinancial managers (Ezzamet

al., 1997). Scapens aldizayer(2003), in a longitudinal study of ERP systems, note

a broadening of the roles of MAs as welk the OMs acquiring increased
understanding of accounting (see also Ca(fiod3)). Dempsey and Vance (2006)

foundin their case study that the analytical roles of MAs had expanded on the back of
developments in ITCIMA (2008) argue that business intelligence software-(eset
performance management software that typically extrikets decision data from

underlying transactionaystems) may provide scope for MAs to be more effective in

decision support and adopting the model of business partnedsitip.and Kholeif
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(2008) found that the MA still occupié a role oriented towards pert production
following the introduction of an ERP systei@ranlundand Malmi (2002) found

minor impacts on management accounting practices from the adoption of ERP
systems as such practices operated outside the system. While all MAs anticipated that
ERPwoul d release them to attend more to
this was observed as occurring in only five of the ten case.fAskange in the roles

of MAs, from a narrow accounting focus to a broader partnership model was also
found.Granundand Malmi(2002)note that:

...the roles of accountants has expanded towards more active,
businessoriented roles. For the rest of the companies ERPS s still
used mainly for improved processing of the document mass (p. 311).

Thus the literature ignconclusive on the impact of these systems advancements on

the roles of MAs as these findings indicate.

Ezzamelet al. (1997) note that accounting as an activity is possibly in greater use,
despite the technologgriven reduction in accounting staff. ke, other functions
deployaccounting to support their organisational efforts. In conclusion, Ezzdrakl

(1997) argue that the identity of the finance function may be challenged by its
increasing orientation towards ndéinancial information and thencreasing financial
acumen of other functions. Other commentators in the literature similarly observe
increased management accounting activities (i.e., more managers taking on these
activities) while there may be less management accounting for accou(@ouper

1996; Pierce, 2001).

Johnstoret al. (2002a) conducted interviews with the most senior financial officer in

six organisations regarding MAsnvolvement in change programmes. The case

C

-

analysis suggest hat si x key r equicrceemesntud 6d @ tnevromivr

MAs in changeprogrammes. Thesare team participation, having solid and well
developed systems, understanding of the business and its processes, flexibility,
interpersonal and communication capabilities, and an organisationtdxtdhat
facilitates MAsO involvement (e.g., nature of the business, life cycle, speed of
growth). MAswere found tdree up time for involvement with OMs in different ways

e.g., having computerised systems, being specifically recruited for involventént wi
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OMs, being in a small company where spreadsheets resulted in time efficiencies, and

in taking an approach which Johnsttral. (20029t er m 6 good enough ac

Drawing on the work of educational psychologists and human theories of information
processing a survey b@oad (1999)ound that MAs with adearning orientatiod

were more likely to be involved in business decision making than those with a
gerformance orientatién A performance orientation suggests concern with
affirmative reviews by thers, a notion of success in terms of individual abityd

an aversion to new ways of working just in case they result in adverse reviews. A
learning orientation on the other hand denotes individuals who are inquisitive, seek
learning and ability enhamg opportunitiesand do not particularly fear mistakes.

Coad (1999) suggests that Omanagement ac:
for more proactive involvement and role innovation if they possess or can develop a

|l earning goal 9oln regardtteadrientatiors and phe rolésOof MAs

Hopper (1980)found that nine MAs (out of a total of 12) sought to fulfil a
management Owheirlvei ctehrreoel esbought t,which ul f i |
was related to Ocareer ohspiatatifarcrs d oadd
suggests t hat t he l atter 6desired pr omo
considerable satisfacti,omhifeon hleo ofkokreneepri
movestonoraccounting posi ti o(p.s49)andntéok ttwatdo pr o

from engaging with and assisting managers with their decisions.

From a theoretical perspective most of the studies on factors impacting upon the roles

of MAs have not been subject to for mal h
limited to exploratory statistical analysis. As can be seen much of the research here

has being generated from fidkdsed research which usefully points towards
important involvement factors for the roles of MAs. Howeglimitation in these
exploratory aproaches, with some exceptions, is that theoretical perspectives are not

always considered.

3.10 The impact of accounting innovations on the roles of MAs
Following the questioning of the relevance of management accounting from the mid
eighties (Johnson dnKaplan, 1987) a number of new accounting techniques have

emerged e.g.Activity-Based Costing (ABC), Strategic Management Accounting
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(SMA), Balanced ScorecadBSCs), Target Costing (TC), and LHEycle Costing

(LCC). There is some evidence that the lenpentation of new management
accounting techniques impacts upon the roles of MAs. Vaivio (20@4)sthe impact

of the adoption of nofiinancial measurement and anxx pandi ng contr ol
precipitated by the stimulating and knowledgeating introdation of nonfinancial
measuresThis follows a stream of research on the implementation of ABCitand
association with the roles of MAs e.g@nhancedegitimacy (Bhimani and Pigott,

1992), a shared accounting understanding (Norris, 1995), improved Miasions

with managers (Gietzmann, 1991; Friedman and Lyne, 1997)camidollers who
O0stepped outside of t he t r afdnctionalty nthan rol e
hierarchically (Anderson, 1995). Theoretically, this literature has tended to draw on

the implementation literature (e.g., information systems and operations literatures)
with respect to understanding the introduction of management accounting
innovations, or worked towards theory development, and therefore has tended to
neglect the theoretal implications for the roles of MAs from the perspectives of

control, contingencyand role theory.

In the operations implementation literature, Schultz and Slevin (1975) distinguish
between what they ternechnical validityand organisational validity The former
relates to a system achieving ,iwhilsthepur pos
l atter relates to a system achieving its
implementation of ABCMcGowan (1998) distinguisisebetween two usegroups

that is (1) userse., those for whom the system has been desigmed (2) preparers

wh o i nsystamd analydts, accountants, programmers, managers and others
assigned the task of devel opi ng, modi fyi
McGowan (B 9 8) observes the user sofganipaticna nt i a l

validity and the preparedpotentially greater focus dechnical validity

Bjornenak and Olson (1999) deconstruct management accounting innovations using a
framework that separates toscopeand systemdimensions. The former represents
what is accounted for and in respect of what period, while the latter incorporates the
notion of linkages between system users, systems design and temporal aspects of the

systems. Table 8 summarises #hdistinguishing features of these dimensions.
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Scope dimension System dimension
Descriptive objects,i.e., the objects for The number and lifetime of the systems
which we are accounting
Causal variability factord,e., the causes g The integration of user aspects
variation in the dscriptive objectives management accounting
Time, i.e., the period of time for which w
are accounting

Table 347 Summary of scope and system dimension
SourceBjornenak and Olson (1999, p. 328)

Bjornenak ad Olson (1999)note that much of what has been documented on
management accounting practice is concerned with the scope dimension and therefore

the system dimension has been neglected.

3.11 Impact of firm ownership

In a longitudinal study, Yazdifaet al. (2008)notet hat 6t he rol e of t |
accountant in the subsidiary company was
426). A recent crossndustry survey of UK MAs by Yazdifar and Tsamenyi (2005)

found weak support for hypothesised differes in the perceptions of MAs between
subsidiaries and independent enterprises regarding management accounting practices,
change driversand the roles of MAsThe impact of head office was thus not found to

be a statistically significant factor differesting the perceptions of MAs but one of a

number of institutional factors that might shape these perceptidtisough not

statistically significant, the survey found some evidence that MAs viewed themselves

as more contrebriented in subsidiaries and neobusines®riented in independent
enterprises.In examining the forces promoting the homogenisation of global
management accounting practices, Granlund and Lukka (199&) that one
6coercive pressurebd6 that is medcodriiced 6
common for the headquarters/parent company of a-tramsnal enterprise to force

its foreign divisions/subsidiaries to adopt similar reporting systems or performance
measur ement f r a nGranlond larsd 6LukKa p(19984) ®l&grva, a

Finnish context, t hat the accountant ope
member of the manageri al team and a finar
6l ocal guardi an, ensuring that ®©OhWiscor por
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also relates to the earlier discussion of the balance in the roles of MAs and role

conflicts (see sections 3.7 and 3.8).

3.12 Individual characteristics of MAs
This section presents a number of themes on attributes that relate to the roles of MAs

in the management accounting literature.

3.12.1Multi -skilled team memberswith business knowledge

Kaplan (1995) highlights new management accounting roles in operating controls
systems, activibased cost management andBI$C where the MA, as managemt
team member, has o6intimate knowledge of
mar kets and strategy Sagenst dl. €1996)rsupgestithatat i on
MAs need a sound commercial awareness of the business that they operate in and they
should be able to relate this to their accounting measurements. They emphasise that
the MA should be a very active member of management, or other managers may take
over some of these roles (see also Batnal. 1996, 1999 Burns and Baldvinsdottir,

2007). From interviews with over 100 accountants in the US, Siegall. (2003a)

note that adopting the model of the business partner requires MAs to have strong
skills in communicating, team working, analysiand a particularly strong
understanding of the bungss. Brignallet al. (1999) found some accountants to be
important members of senior management committees with some discharging

strategic responsibilities.

Johnstonet al. (20029 note that interpersonal and communications skills were
perceived by theccountants interviewed as critical to their involvement with other
organi sational member s at al | l evel s to
i nf or mat (p.olB34)finlthoee sf dhe six cases, these skillsre perceived to

impact onannual gpraisals and the potential promotion of junior account&eisney

and Pierce (2007) found that managers rated the business knowledge, teaamskills
interpersonal skills of the MA higher for decision making than for control purposes.

Precision was ratehigher for control as opposed to decision making purposes.

Vaivio and Kokko (2006)found t h e controller usi ng Oper

different official platforms, tailored around key individuals. These multipliers were in
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effect how controllers disceed past and projected performance evaluation in
interacting with managers by being inquisitive, putting everything in the situational
context and recognising that managers have different styles (e.g., some more reticent

than others)CIMA (2007) noteta't cr eati ng business partne
shapeddéd meaning that the core financial s
a wider set of businedsased skill§see also CIMA, 2009)

Pierce and O6Dea ( 200 3)cturing firms a Irdflandefoudd st u dy
that understanding the business and team work was perceived, by both managers and
accountants, as critical for the effective involvement of MAs in the business. Most
managers however perceived MAs as deficient in essetahcteristics that are

important to them, such as being flexible and more broadly focused. Flexibility relates

to the speed with which changes can be made and a broader focus could be achieved

by incorporating external benchmarking informatidrignall et al. (1999) found

from the cases where the involvement of MAs appeared critical to the change
progranme outcomes, flexibility was recognised as essential. Flexibility in this study

related to their role boundaries, decision making approach and the puwpose
accounting information o6éeven to the poir

seemed financially wunjustifiabled (p. 42)

Johnstoret al. (2002a)identify five roles of MAs in the context dheirinvolvement

in operational process change:

1) The geeralist T the responsibilities of MAs for most of the cases stretched
beyond the numbers to include commercial decision making, supporteldby

havingsound business knowledgadeffective MASSs.
2) The nontraditional accountani MAs wer e viocndliyn 6thtaemdbus
away from their desks. One MA was given aq@o counting title

Operations Manager 6.

3) Thelinchpini the MAs seem to have acted as organisational integrators (on all

levels), armed with financial and ndimancial informato n wi t h key &éown
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responsibilities on crogsinctional teams.

4) The facilitatori as members of crodanctional teams, the MAs facilitated the
collation and distribution of timely and relevant information and promoted its use

in a flexible manner.

5) The interpreteii the MAs in four of the six cases went beyond the basic technical
skills of accounting

CIMA (2009) presenta combination okpecificaccounting and business skitts be
balanced irthe model of the business partner aiote thatd s e people who choose

to become accountants may not necessarily be the right kind of people to become
finance busi n eBable35adlustrates thesedconfpetencie3.0 ) .

Finance competencies Business capabilities
Reports past performance Provides insights into the futur
Inquisitive and analytical Creative and articulate
Risk averse (ntigates) Handles ambiguity and uncert
Practical attention to detail Sees the big
Pragmatic Flexible
Supportive Chall
Likes to consider all options Keen to take actiof
Inclined to control Able to infl
Responds reactively Takes initiaticyaiya
Technical accounting expertise Commercial a|
Identifies issues Tackles pr
Scorekeepers Players on the
on the sideline team

Table 3.5 Range of accounting and business skdlsthe business partner
Source: CIMA (2009, p. 31)

Collectively the literature presents a profile of MAs as requiring a solidratahding
of the business, having strong communication, team and interpersonal skills, being
flexible, and being able to relate these characteristics in the context of meaningful

management accounting information.
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3.12.2 Organisational structure and phyial location

From 300 telephone interviews of MAs in the UBIA (1999) found that 20% of
respondents ot ed t hat at | east 50% of their col
operating functions that they work with, and the trend was stronger in larger
conpani es. Pi er c efouadthdt ONBsp&aeiaed (he phy&ida) location

of MAs as important; that is those in close proximity could better enhance their
business understanding, increase legitimacy in the eyes of marageitsreflected a
positiveattitude towards building a partnership ethos. Similarly, from eight interviews

in six Finnish firms, Granlund and Lukka (199&dyservea role shift for MAs from
Obecaonunt er 6 to a o6cont r ol imakingthat appearéditoe d i n
be linked to the decentralised structure; that is being physically closer to the business
activity. In a longitudinal case study of over five yead&venpaa (2007pund that

the decentralisingand process orienting, of the management accounting function was

instrumental in moving MAs toward the model of business partnership.

Hopper (1980) found that managers expressed more satisfaction with management
accounting information in a decentralised accounting structure than in a centralised
structureerasmdwad stoemttdht i ve evidence that
Decentralisatiortentralisation was assessed with regard to the physical location of

MAs and whether their line manager was an accountant d®Mn In contrast,

Mouritsen (1996) found that theccounti ng department s W
relationship with the interaction between accountants and other managers than
decentralisation or centralisation per se. The provision of more accurate information

and being more knowledgeable about operations waat t r i but ed t o t he
proximity to managersChia (1995) found support for the hypothesised moderating

effect of decentralisation on the relationship betwdba MASO sinformation
sophistication level (in terms of broad scope, aggregation,ratteg and timeliness)

and managerial performance.

Thus the physical location of accountants, in terms of their proximity to the managers
that they work with, may have an impact on the nature of the information they
provide, the relationships they haweith those managersand ultimately the

satisfaction those managers experience with the accounting service provided to them.
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3.12.3 Survey evidence afharacteristicsof MAs

In a survey of the cost management techniques in 168 firms in Ireland, NulB) (199
notes that the lack of dialogue between accountants and manufacturing departments
contributed to weak cost management systems:

Many participantsi accountants and neaccountants expressed

serious concern about theroiwmemoteness:
particular organisations. Lack of good communications and

interchange gives rise to confusion and misunderstanding in the

effective use of cost management information (p. 3).

The IMA (1996) survey oft,080MAs in the US795 returnedjoundthatfrom a list

of 162 items of knowledge, skilland abilities (KSAs), certain KSAs were perceived
as very important to the work ®As. Table3.6 extracts a list of the top 10 KSAs
rankedby the mean importance (1 = not at all important and 5 = very imtprta

Ranking Knowledge, Skill and Ability Mean
Importance
1 Work ethic 4.67
2 Analytical/problemsolving skills 4.66
3 Interpersonal skills 4.64
4 Listening skills 4.58
5 Use of computesed spreadsheets 451
6 Understanding the business 4.48
7 Understanding bottom line implications of diy 4.44
day business and accounting decisions
8 Writing skills 4.32
9 Familiarity with business processes 4.32
10 Relationship between balance sheet, income 4.31
statement and cash flow statement

Table 36 - Listing of top 10 KSAs ranked by mean
Source: Adapted from IMA (1996)

It is apparent from the table that there are skills that relate to the accountant
performing financial accounting tasks (e.g., item 10) but most point towheds
model of the business partner. Burns and Yazdifar (2001) conducted a UK survey of
MAs o6 tasks, t ana dkills, in the dive hyears gpnioets the survey and
expectations by the year 2005. Tablé 8hows the number of MAs and what that
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percenage of the samplfl,000 MAs surveyed, 279 returngthat number represents

in relation to the top 10 skills for MAs expected to be most important by 2005.

Skill Number | % of sample
Analytical/interpretative 156 61
IT/system knowledge 119 47
Broad busiess knowledge 223 55
Integrating financial and nefinancial information 105 41
Teamwork 84 33
Change management 81 32
Strategic thinking 81 32
Commercial 73 29
Decisiornmaking 66 26
Presentational 55 22

Table 377 Top 10 skills expected to be stamportant for MAs by 2005
Source: Burns and Yazdifar (2001, p. 35)

With the exception of business knowledge, these findings reveal characteristics that

could be linkedo the model of the business partner as being those in the bottom five

of the top ten, which perhaps raises questions about MAs future perceptions of their

own roles. In comparison to the results for the previous five years, Burns and Yazdifar

(20

skills for the previous five years) were no longer deemed as important, despite the

continued inclusion of teamwork. Technology (intranets anth#) is suggested as

01) note that o6éor al

communi cati Bnbd

the alternative medium. This finding seems out of line with the surveys by IMA

(1996) and IMA (1999) and intuitively contradictory to the espoused characteristics of

the model of the business partner. That apart, the top 10 skills suggest a widening of

t he

MAO6s skildl base and

an

and inegrating them into the wider organisational realm.

3.124

The image of accountants has received some interest in the literature and it draws

Image ofaccountants

i mpl i ed,

s hi

an

ft

attention to the perceptions that others have of the roles of accountants. DeCoster and
Rhock (197) note:

The literature provides evidence that accountants are negatively
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stereotyped as cold, aloof, nonsociable, submissive, shallow, weak,
passive and lacking sensitiviy. 661)

Friedman and Lyne (2001) identithe use of the stereotype ldbe 6o eant er 6 i r
138 newspapers and magazines published between January 1970 and June 1995.
Moreover, 106 of these occur from 1990 suggesting the stereotype is not waning, but

in fact growing in the puabkelssaiated irethe. Si x
beancounter image andreclassified as negative or positive. However, the negative
nuances far outweigh the positive ones (only 13 incidents) and further ahere
proportionally more negative nuances associated with accountants in business as

opposed to in practice (52% \M30% respectively).

Sathe (1983) recognises that those entering the controllership profession may have a
stronger disposition towards working with numbers rather than with people with
commonly associated depictions suchasth6 ibean counter 0, A numt
Agreen eWedS)haldteods argued these depictio
analysing and reporting poor performance (e.g., adverse variances) to managers, could

impacton interpersonal relationships withamagers.

In a study of 11 medium and large companies that had implemented AB@e

methods Fri edman and Lyne (1989c/ounftoeurndd vsiuepw
accountants byOMs and the accountants themselves, whdigo observing the

positive impactthat the implementation had on broadening the roles of MAs. The

0 b ecaonu nis$ definéd in terms of an accountant who generatanerical reports

that contributs little to managing the business efficiently process which serves a

selffulfilling purpose Friedman and Lyne (1997) found that:

€ the term beaounter was used wholly negatively to describe
accountants who have no understanding or feel for the business, and
can only count beans, a mechanical process divorced from business
reality, whichcan stifle initiative and even lead to decisiovisich

will harm the business (p. 20)

While noting thatthese new costing practicesa d si gni fi cantty i mpi
counter6 image of the accountantgsterm n t he
that it is incumbent on accountants to develop new techniques in response to changing
business environments to dispel such an image. Only six of the eleven companies
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provided direct evidence that relations wifiMs had improved, and management
accounting information was more useful, resulting from the implementation. It must

also be noted that the 11 firms selected had adopté&im@&hodssuccessfully which

is not reflective of the generally low levels of adoption of accounting innovations (see
secton 3. 13.9Ftoumher 6bemage wasetad.€l99evi den
study that noted poor involvement of MAs in change progmesnwith some

managers unsure of their potential to contribute. Ahrens and Chapmar) {2000

the perceptions of Ms in less senior positions as unfavourable with regard to the
preparation of reports dismissing, as th
perfor med b (p. 480)p Ahyehsoathds Ghapman (2000) comment that
reporting was perceived as an adtisi t hat ought not to fo
occupational sphereo. I n terms of the mo\
suggested that t he accountantds | mage, b

impact on how easy the accountant finds theerto such a role.

This section on the characteristics of MAs has drawn attention to empirical studies
which have identified factors such as the MAs understanding of the business,
interpersonal skills and management team membership, flexibility, physoeion

and structural alignment as well as analytical, accounting technology skills as

relaing to the roles of MAs. There is a strong descriptive and survey orientation to

some of this research and therefore a lack of theoretical engagemenglalthapper
(1980) drew on role theory in finding mal
in decentralised structureshi | e Pi ece and O6Dea (2003) n
managers and MAmMbei ng perceived as O6straimsgbd or
also missing from some of these studies, particularly survey researdhe

perceptions of not just MAs but also of the managers.

3.13 Characteristics of management accounting information

Atkinson et al. (2001) define management accounting infarmaon as O0f i nanc
operating data about an organisationds ac
services, and customers; e.g., the calculated cost of a product, an activity, or a
department 1in a recent t nthesaccpuatng licedhtare ( p . £
the effectiveness of the controllerds wol

of useful informationSimonet al. (1954 state that:
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A controllerdéds department i's effecti v
informational serices of high quality; performs these services at a

minimum cost; and facilitates the longnge development of

competent accounting and operating executjpe4).

The literature makes a number of distinctions with regard to management accounting
information. A number of authors have made the distinction between management
accounting information that managers might use for decision making purposes and
information that managers might use for control purposes (Emmanwd] 1990;
Horngrenet al, 2000;Zimmerman, 1997, 2001; Atkinsaat al, 2001).In the context

of the contemporary roles of MAs, CIMA (2009) observe that:

éat the heart of the role is providing
making. The quality of information is key to finance business
partnerso6 credibility. It is the basis

making table (p. 14).

The characteristics and dissemination of information in organisasatstinguished
and presented by Emmanelal. (1990 as:

Routine generated or ad hoc
Formally transmittedor informally transmitted

Quantitative or qualitative(p. 6)

Simon (1960) identifis a spectrum of executive decision making whiokiolves

deci sions of a Oéprogrammedd oaisdescrded ofihe f
as Orepet i t,iwhilethealatteris o eosuctriinbeedd as O6novel, L
consequenti al 6 efagh(199® distirglish beBveem aformation that
supports decision making and cont orol i n
nonr out i nper ofg@rneoomme dd6) nature. The former o
understanding leading to a sound anticipation of consequemicis the latter occurs

where such clarity and understanding does not exist and therefore more managerial
discernment is necessitatedmmanuel and Otley (1985) define mprogrammed

deci sions as Othose whose outcomes cann:

0require a high degree of judgementd (p.
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A committee report on internal reporting by the Amman Accounting Association
(AAA) (1974) set out particular characteristics relating to the attributes of accounting
information within an organisation. These are illustrated in TaBle 3.

Information characteristic
Relevance / mutuality of objectives
Accuracy / precision / reliability
Consistency / comparability / uniformity
Verifiability / objectivity / neutrality / traceability
Aggregation
Flexibility / adaptability
Timeliness
Understandability / acceptability / motivation / fairnes

Table 3871 Characteristics of information for internal accounting
Source: AAA (1974, p. 83)

To evaluate the perceived quality of management accounting information, a review of
the literature identifies importamiimensionsThese include the relevanagcuracy
and timeliness of management accounting information, the financial orientation of
accounting information, the volume of information, fforancial measures and multi
dimensional frameworks, functional information needs and the use of accounting

information. These are now discussed in turn.

3.13.1 Relevance
There has been much research on the relevance of management accounting
information and practicesvhich in part can be seen to have been prompted by the

claims of Johnson and Kaplan (1987

Today6s management accounting inform
procedures and cycle of the organisati
is too late, too aggregated, and too distorted to be relevant for
managergp.1).

Kaplan and Cooper (1998) maintain the clairattthere is an excessive orientation
towards financial reporting, product costs are inaccurately calculated, customer

accounting is little used, the focus is more on the areas of responsibility than the
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processesand management accounting information xsessively summarised, too
financial and too late. These views have been challenged by some who observe that
although management accounting information and techniques may be exhibiting a
slow pace of innovation (Bromwich and BhimahB94), the manner iwhich the
information and techniques are being used has changed (Bromwich and Bhimani,
1989) and their use broadened beyond MA®Ms (Scapensgt al, 1996; Burnset

al., 1999).

McKinnon and Bruns (1992) observe a number of challenges to the relevance o
management accounting information including: the diverse range of sources of
information that managers use, the publishing of redundant reports, the overuse of
financial measurements while managers frequently usdimancial measurements,

and an ineffetive mode of presentation. In investigating accounting in electronic

firms, Innes and Mitchell (1989) found that management information was perceived

to be too complicated and financial in orientatibewis (1993 identifies weaknesses

in traditional inbrmation provided to management aaving apoor relationship to

the firmbs obj ect beingdso,stcriint itchael Oibdiabtoarin abt, i
60t oo | at e tinformabion stated exXclusivdly, in financial terms, and
inappropriate alignent of information tothe 6 or gani sati onal stru

activities((padad processesod

Find ngs in an 1lrish context corroborate t
conducted a field study of 16 multinational companies in Ireland. In gathering
evidence orMASs, some financial controllers raised a number of concerns about the

i nadequacies of t heir companyb6s accounti
concerns included factors that would suggest the information was not as relevant as it
could bee.g., late delivery of control information, key performaimadicators (KPIs)

such as time and quality not being reportadd an inability to change costing

systems without head office signf f . Pi erce ainestigligdbe a (20
perceptions of theusefulness of management accounting information in 12
manufacturing firms in IrelandManagers anticipated less need for management
accounting information unless it became broader in scope, more flexible, timely and
userfriendly. Feeney and Pierce (20G@undthat MAs were not meeting the control

and decision making information needs of managers.
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McKinnon and Bruns (1992) idenyifthe characteristics ofuseful management
accounting information as including: how related the informasoi® action in he
manager 6s function, how cusistooni tskeel manage
needs, how briefly and simply informatiols presented that allsva speedy
interpretation, the timeliness of the informatiand how trustworthy iis. Otley

(1995) wans thatOMs will ignore reports from the accounting information system if

their value is not explained. Littler and Sweeting (1989) note in their case analysis of
technology firms that managers were trying to shift the accounting orientation from a

histotical perspective to a more forward looking perspective.

Ezzamelet al. (1997) observe that a wider dissemination of management accounting
information in organisations has an | mpa
demand for additional, more detaid , more timely, and mor e
(p. 16). The use of comparative information (e.g., actual performance versus forecast,
budget, last year and external benchmarking) has also been highlighted as useful to
managers (McKinnon and Bruns, 1992;er ce and O6 Dea, 2003).

3.13.2 Accuracy and timeliness

Accuracy is identified as an important characteristic of management accounting
information for it to have value (AAA, 1974) although Belkaoui ()9&@ommends

the setting of 0 wiphm evhich accudacylmaynwbe an effectiven d s
property of man ag e me ng. 16 opperu1®80) faugd than f o r m.
managers perceived management accounting information as more precise atihely

useful in decentralised structures

Pi er c e ea [@@3)Yaudadthe compromising of the timeliness of management
accounting information by MAs in pursuit of accuraeyhile managers placed a

stronger emphasis on timeliness and therefore sourced the required information
immediately and directly themselvérom elsewhere. This can be linked to the notion

of MAs deploying a 6good enoceual, BOOZb)gasount i |
noted earlierJazayeriand Hopper (1999note a trade off betweethe timing and

accuracyof information from some casesearch

88



It was recognised that the weekly accounts [produced through an

MRP II system by the production departments] were less accurate

than the eight times per year manageme
and accountants beli evedétatyat t he ad
outweighed any additional accuracy that might be secured through

further delay.

From case research, Johnstiral. (2002 not e t hat o6al | the org
that their accountants should assume a more strategic role, i.e., move away from
focusi ng on the minutiae of measur(E28nt to
Feeney and Pierce (2007) note that while managers highly rated both relevance and
reliability for control and decision making purposes, it was found that managers rated
accueacy and consistency more for control purposes and timeliness and aggregation

more for decision making purposes.

There is evidence that management accounting information is not furnished to
managers in a timely mannéd®dp Dea and CKagan knel Gopdr,91998;;
Pierce and OO0 Bea (1993 foundthat timdlimessrwygs a particular

issue for management accounting information. One result of providing untimely
information is that managers may seek out alternative sowtesformation

(McKi nnon and Bruns, 1992) and d6éefforts to
of meeting more of managerso6 information
managers may already be familiar with the information. However, Chenhall and
Morris (1986) note thamproving the timeliness and breadth of scope of management
accounting information was perceived as important where organisations faced

environmental uncertainty.

3.13.3 Financial orientation

According to Johnson and Kaplan (1987) and Kaplan and C¢d§88) there is an

excessive financial orientation in the provision of management accounting
information. The problensst at ed by Johnson and Kapl an
emphasis on meeting quarterly or annual earnings targets, internal accoust@ngssy
focus narrowly on producing a monthly e
Scapenset al. (1996) found no evidence of the dominance of external financial
accounting systems ov&tASs or that the formewereinstrumental in the design of

the latter In contrast, Drury and Tayles (1997) found evidencewlwatid not permit
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thedismissingpf Kapl an and Johnsonés cl| gfoumda Litt
dominance of financial measures in one of the technological companies studied and
not e t laahave ibden ab least partially a consequence of the need of this
business to conform with overgtouppo | i ¢p. 38)sMrKinnon and Bruns (1992

notet he exi stence of: a 6financi al mentality

One problem is that much of the accounting data collected
orientated towards the production of corporate financial statements
(p- 155)

O6Dea and Cdouadthiatenedorirdiér deéntified head office accountants

as being more interested in financial reporting requirements than with providing
decisim-focused information. In a survey of chief operations officers in 85 US
manufacturing firms, Fryet al. (1995) found the use of standard costing systems

(74%) to be inappropriate for the production and cost characteristics of the plants and

the manufactung strategy pursued andund an excessive reliance on financial
reporting. They suggest t hat MA s need t
appropriate accounting systems to the bu
the nature of the products, ther oc e s s of manufacturing

manufacturing strategy.

Given the accountantds past orientation
can be argued that accountants may not be best placed to produce the broader
performance information equired in business decision making processes. For
example, Eccles (199Inotes how one company assigned the development of a
broader performance system to the finance
me a s ur e mewhile asother tomgadny pyassed t he finance fu
the financi al bias embedded in the comp
sSyst(enm3p

3.13.4 Volume of information
With the advent of organisatiemide integrated systems, such as ERP systems, Burns
et al. (1996) point to the challenges of an excess of information. Macintosh (1985)

states that:
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Organisations collect far more information than they could ever
reasonably use for deci sion makingéi't
even the best ones, ovarest in aglut of redundant information (p.

209).

Bromwich and Bhimani (1994) similarly observe that organisations collect masses of
information which may be presented in reports but may be little use@Nsy.
McKinnon and Bruns (1992) did not find managers coregrwith an excess of
information but rathemnote their approach to skilfully draw from a wide pool of
sources and to develop their own personalised systems. Mendoza and Bescos (2001)
also found that70% of the 120 managersnterviewedwere deploying persoally

developed approaches to understanding reports:

Documents are rarely read from beginning to end. Reading
documents of twenty pages or more would be too-tioresuming.

Thus managers create their own reading strategies and techniques:
they start by lefing through seeking specific data and, if a figure is
not in line, they know exactly what data need checking, and in which
documents they can find the required information (p. 275).

King et al. (1991) conclude, from 16 longitudinal case studies in the it
manager s someti mes-i ndeosinmreed 6t bebauskovef

manager8positiors but also because of it being a cultural characteristic of the firm.

3.13.5 Nonfinancial measurement

Accounting is frequently defined in terms of infation provision with the
effectiveness of the controllership function assessed in terms of the quality of the
information provided (Simoret al, 1954). As noted in section 3.13.3, thase
criticism of accounting information in terms of its excessiverfaia orientation
(Johnson and Kaplan, 1987; Kaplan and Cooper, 1998; McKinnon and Bruns, 1992)
even though managers appear to have a preference fdinaaonial information.
Notwithstanding the recent and growing interest in the literature in the sobjsat

financial measurement, as far back as Sietoal. (1954) this was evident:

In those companies where the products can be measured, at least
roughly, in physical units, manufacturing and some sales executives
make more use of data expressed in maysunits than data
measured in dollars (p. 31)
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In response to the criticisms of traditional reporting systems, a number of broader
performance measurement systems have developbith e xt end &6fr om tr
financial figures as the foundation for pmrhance measurement to treating them as

one among a broader set of measuresod (Ecc

From a survey of 303 UK manufacturing firmsDrury et al. (1993) note that

increasing focus would be placed on #fforancial measures. Similar findingsea

evident from case study research. Jazayeri and Hopper (1999) found increased use of
nonfinancial measures in their UK case study and that thesdimancial measures

were not just in the production area but in other areas such as customer performance
and innovation. Hoque and Alam (199%und in a case study of a New Zealand
construction companthat management had to refocus Mh&S to one that included

both financial and nofinancial aspects. The importance of NFIs became apparent as
management réai sed t hat |l ong term survival was
satisfaction, a n dp. 209).dir aa trish contaxt, a sufvéyiofcl08e n c y ¢
MAs by Pi er ce notesthat@éailyes@o of respahd@einitslicateduse

of nonfinancial measures. This supparprevious studies in an Irish context that

show some adoption of ndni nanci al measures (Cl arke,
1994) More recently, Itther and Larcker (2009) observe a number of developing
strands of research on ntinancid measurement; that is ndimancial measurement

and performance, determinants of measure selection and the balance of financial
versus noffinancial measures, and the consequences of systems using these
measuresAttention in future research is directemhviardsunderstanding the changing

nature of these measures in practiteir application m the context of risk and

regulation, and relationships betweheir application inside and outside the firm.

One concern with the increased adoption of these umemsis the extent of
involvement of MAs in their development, capture and reportibgury et al.
(1993) 6s s that inengny insganmcesasluch activity took place outside the
finance department and that this poses a serious threat to MAs in ¢hgt tho wi | |
relinquish their role as specialists in management information (p. 30). In contrast, as
noted earlier §eesection 3.10)Vaivio (2004) found that the introduction of non

financi al measures resulted in an enl arge
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3.13.6 Multi-dimensional frameworks

The combined use of financial anbnfinancial measurehave become more
integrated and formalised in the recent development of a range ofdimudnsional
performance framewor ks. Th eadvarnBedlbyakaptar d Sc o
and Norton (1992) as a mullimensional performance measurement framework but
subsequentlyhas beenl i nk ed to the organi sationos
framework (Kaplan and Norton, 1996). The scorecard essentially includes a range of

60l eadingé and 6l aggingd scorecards which
processes, responding to customers, innovation and expansion and a financial
scorecard.There are anumber of othermulti-dimensional frameworks in the

literature including the: EFQM (European Foundation for Quality Management
BusinessExcellenceModel (EFQM, 2003, Performance PrisniNgely et al, 2001),

Tableau de Bord (Lebas, 1993; Epstein and Manzoni, 1998), Results and
DeterminantdMatrix (Fitzgeraldet al, 1991) and tle Performance Pyramid.ynch

and Cross, 19). Collectively, these frameworks aino promote a broader
conceptualisation of performance beyond the financial and-sdrantframe to take a

more integrated, holistic, externalyiented long-term,andstraegic approach.

Pierce and O6Dea (1998) note that over 9¢
or very rarely used the BSC but as the incidence offimamcial performance

measures in use was high, they suggest that companies have developed informa
performance measurement systems. A possible explanation of this is provided by
Littler and Sweeting (1989):

It is not possible to create a stereotype range of financial and non
financial measures. Those that should be employed need to be
related to thdeatures and circumstances of the particular business

(p. 30).

This follows the contingency theory of management accounting as discussed in
section 2.3 and suggests that performance systems ought to be adapted to each
organi sati on6 s tlgyd999)i Qtleyl(1887) recagnised the ghaller@e
facing organisations in determining what particular measures to adopt. Littler and

Sweeting (1989)found that managers in technology firms focused considerabl
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attention on determining the indicators there key to the firm and then attempted to
embed these in the firmds systems. I n t he

support the contingency notion in the design of appropriate performance systems.

3.13.7 Functional information needs

It can beargued that those who use management accounting information, the decision
makers, due to their functional orientation (e.g., marketing, production, research and
development) may have varying levels of satisfaction in relation to that information.

The workof McKinnon and Bruns (1992) indicatsubstantial differences in the type

of information used by functional manage
functional requirements contributed to different perceptions between the users and
preparers of accating information:

Functional differentiation was another contributor to the preparer
user perception gap, in that there was consistent evidence of a wider
gap for sales managers than for their counterparts in production (p.
285).

Il n expl ai niinfognationaneetly &endoga and Bescos (2001) note that
satisfaction levels with management accounting information varied between
functions. Managers in the executive management, production, logistics and
purchagg functions indicated a higher degree afisfaction than managers in sales
and marketingand R&D and projects. Similarly, managers in the latter functions

appeared to be missing more information.

Ri chardson and Barker (2001) conducted a
perceptions of theise and importance of management accounting techniques. There
was a general consensus on the perceived importance of management accounting
techniques between the two groups but differences were found in the actual use of
techniques between the two groupdarket share reports, breaken analysis and

marketing cost reports were ranked higher by marketing managers than accounting
managers i.e., these techniques were in the top 10 mean responses for marketing

managers but were respectively"134" and 18’ for accounting managers.
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A survey of 52 marketing managers and 52 production managers by Lau fdi2&9)

that cost control affected the relationship between a focus on tight budget targets and

a tendency to create slack for manufacturing, but not magkatnctions.Lau (1999)

suggest that revenues as opposed to costs may be more relevant to control in the
mar keting function and that Othe manageme
demand quite different techniques from those used for the manageofie

manufacturing operations and costsodé (p. 4

Mia and Chenhall (1994) found differences between the marketing and production
functions in terms of the relationship between broad scope MAS information and
managerial effectiveness. A greater use odadr scope MAS information by
marketing manageiis associated with improved performance and this relationiship

less so for production managers. The basic arguimmehat, although both functions

may face the same environmantincertainty, production nya be Obuf f er ed:

greater extent than marketing.

Chenhall and Morris (1986) examine perceptions of the usefulness of management
accounting information along the dimensions of scope, timeliness, aggregation and
integration as being influenced by the eriainty of the environment and both the
interdependence and decentralisation within the organisation. The findings indicate

that managerpreferbroad scope, aggregated and integrated information where there
isinterdependence bet wetons. Thehumcertaintygaf ihe s at i ¢

environments linked to accounting information being broader in scope and timely.

3.13.8Use of accounting information

Information contained in management accounting and control reports may be used in
many ways. Simoet al. (1954)notethat managers at various levels use accounting
data to address three different types of questions (p. 3):

1) Scorecard questions: AAmMm | doing well or b
2) Attentiondi recting questions: fAWhat probl ems
3) Problemsovi ng questions: nOf the sever al w a
best ?0

95



The scorecard use of accounting data relates to performance evaluation and the
attention direction use relates to identifying problems that need to be addressed. The
problemsolving use relates to the provision of analyses supporting management
decisionmaking, for example capital investment, pricing policies, allocation of

marketing expenditurefgcation of plant, remuneration, and stock policy.

McKinnonand Brung1992) distiguish between four different types of management
accounting information:operating (short term performance managemersatus
(summated operating data to check outcomes as expected), comparisons to
benchmarks( posi ti onal dat a on ef iandméfegsencer el at i
(aggregated information for longer term or planning purposes). Some examples of

these dimensions of management accounting information are provided in gable 3.

Information

Examples

Somereport characteristics

Operating

Downtime
Units produced
Order bookings

Daily updated
Physical counts
Often informally transmitted

Assets, liabilities
Corporate goals
Customer records
Employee records

Logs of production,sales activities

Status Rail car availability Frequently updated
Inventory levels Physical counts
Backlog Narrative descriptions
Site remediation status
Employee injury status

Benchmark | Actuals to budget More financial added
Yearto-date Longer time horizons
Performance to last year More complex data
Comparisons to ratios

Reference Divisional income Detail

Complex data

Even more financial in nature
Narrative summaries
Historical nature

Table 397 Classificationof informationfor management reports

McKinnon and Bruns (1992, p. 129)

Otley (1999) notes the contrastingctes of information flows for control purposes
between the immediacy of manufacturing systems to the feedback cycles that stretch
from daily, weekly, monthly to yearly and lostgrm horizons. Bruns and Mannon

(1993) found that OMs procured informationrém informal sources and built their
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own personalised information systems which contained information that could later be

expected to appear in the formal reporting system to serve as a form of validation:

eéthose that provi ded mnagefsaoc mati on t
confirm that the actions they had taken had had the intended

effects, or they provided information on current status of

resources or capacities (p. 107).

Similarly, Bromwich and Bhimani (1994) note that accounting information can be
retrospetively relied upon as a poekbc rationalisation of decisions made, even

though the information might not have shaped the decision despite its availability.

3.13.9 Use of management accounting techniques

Considerable attention has been given by manageateounting researchers to the
extent of adoption of management accounting innovations, following on in part from
the criticisms levied on the irrelevance of management accounting information as
noted (see sectioB.13.1). Table 310 lists examples of tditional management

accounting technigues (and their mean usagenever and 5 very frequently) from

a survey of lrish manufacturing organisat
Traditional management Mean Usage
accounting techniques (n=106)
Budgets 4.54
Varianceanalysis 4.08
Standard costing 3.85
ROI 3.34
Volume-basedoverheadabsorption 3.20
DCF 3.06
Marginal costing 2.98
Costplus pricing 2.97
Flexible budgets 2.93
Breakeveranalysis 2.63

Table 310- Usage of traditional management ageting techniques

Sour ce: Pi erce and OO6De

The table shows that traditional techniques continue to be used in practice (and usage
is higher than for newer management accounting techniitles mean score range

for which is 3.42 downto 1.34). Traditional control devices such as budgets,
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variances and standards top the list, indicating high adomomsistent with findings

on the wider use of budgets (ssection 2.2.h It could be suggested that some of
these techniques are calative, complex in nature and perhaps do not necessitate the
involvement of many from outside the finance function. Cottbral. (2003) note

ABC adoption of 20.3% in New Zealand companies compared to 1ib66fa in
Inneset al. 626000 UK study of ABC adption. From ABC surveys conducted in the
1990s, Clarlet al. (1999)noteABC implementation rates between-86% in the US,
6-20% in the UK, 23% in Canada, 12% in Austraiad 12% in Ireland. lgre recent
research suggesABC adoption levels are slowingp Ireland (Pierce and Brown,
2003). In a survey of1,995US MAs, Garget al. (2003) found widespread use of
traditional management accounting tools with almost 80% indicttatghe adoption

of management accounting innovatiomsuld bea 61 ow nt oprmediiu yé ( p
The literature thus suggests that, while there has beerl@d1d8ke up in the adoption

of management accounting innovations, many companies continue to use traditional
management accounting techniques. While the adoption of managaoweunting
innovationsis linked in the literatureo broadening roles for MAs (see section 3.10),
the low levels of innovation adoption noted here places some limits on the extent that

the roles of MAs may develop towards the model of the businesgpartn

The literature on the information characteristics providesvidence ofa range of
characteristics important to MAs providing useful information to managérde
recognising that there have been shortcomings in this endeavour but also innovations
attempting to address these. While there has been a strong emphasis on management
accounting information classifications, tools and, less attention has been paid to
theoretical conjectures. Some of the studies above identify unmet expectations of
managersregarding their information needs, and while implicitly nelgtto role
theorydés emphasis on management issnwtpect at
explored. Furthermore while there are some studies above that indicate contingencies
in management cgounting information (e.g., see section 3.13.7 differing
functional needs of managers) there is considerable scope to develop this further and
to relate this not just to the information (e.g., contingenties mightattach to
different types of infamation or reports in particular contexts) but to the specific

expectations of managers. The control literature makes a useful theoretical distinction
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between information for decision making and control which lends itself to further

empirical analysis.

3.14 Summary and conclusion

This chapter has examined a number of dimensions of the roles of MAs that include
factors that might be shaping roles, characteristics linked to the roles and, to a lesser
extent, some potential impacts of these roles. The revVighediterature leads to the

following conclusions:

1) The roles of many MAs are located in organisations operating in very competitive
and dynamic environments and these external forces, combined with
organisational responses to these forces in the forminnbvations in
management, accounting, manufacturing &hdystems may have implications
for the shaping of these roles. A number of studies have attempted to classify the
contemporary finance function in organisations and have drawn attention to the
enhancement of information and communication systems, different functional
orientations and transitions between thamglthe reduction or removal of cress
functional barriers While there is some evidence of a functional orientation
moving in the direction fogreater support for managerial decision making, there is
also evidence to the contrary and concern over the potential negative impact of an
increasing regulatory burden. This literature however requires greater theoretical
application in understanding @éhcontemporary finance function and shows
inconsistencies between the perceptions of financial andimamcial personnel

thus warranting more research on these.

2) The literature provides a number of definitions and descriptors associated with the
roles of MAs and suggest roles that have a wide remit. The roles of MAs have
frequently been dichotomised between roles oriented towards independent control,
financial accounting, historic reporting and roles oriented towards supporting
manager s 6 don makimgepsosessdse Theé empirical research to date is
mixed with regardto what roles MAs are actually playing in organisations. For
exampl e, there is some ewiudence trhodte st hc
discounted, that the roles are breatnhg and not necessarily discarding traditional

roles but expanding on them, and that some roles are aligning with the model of
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3)

4)

the business partnewhile others fail to do so. With this incomplete and
inconsistent evidence, it is thus not possible tctale on the extent to whithe

roles of MAs are aligned with the model of the business partner as espoused in the
literature. There are even some arguments that some of the roles of MAs may
diminish or disappear. Many of these studies have a weak ticabfeundation

or a singular theoretical perspective and so consideration of the three theoretical
lenses as outlined in chaptevo would have merit in further examining and
explaining the roles of MAs and particularly they might better assist in the
reconciliation of some of the inconsistencies that are appearing in the empirical

record.

The literature identifies control as an important aspect of the roles of MAs and
suggests that MAs may encounter role conflict in the fulfilment of roles that
attemptto adopt the model of the business partngiile maintaining independent
control and upholding the integrity of the accounting systems. The literature does
not concur on the combining of these roles as some point towards role separation
while others maitain that it is possible if MAs possess certain characteristics
certain arrangements are put in place. This literature draws upon aspects of
management control, contingencgnd role theories as presented in the last
chapter but offers scope to budd these baseand explore how the roles of MAs

are implicated in the enactment of control in organisations and their impact on
control, their experience, or not, of role conflicts with respect to meeting, or not

meeting, managersod6 expectations.

The literature indicates a range of factors that might influence the extent that MAs
are actively involved in supporting managerial decision making processes
including management expectations; emphasis on financials, planning and capital
budgeting and controllship development; the extent of a common view between
MAs and OMs; management backing for innovations; having an accounting
advocate; prerequisite individual characteristics and skills; and the reliance placed
on the official hierarchical structure. Ther® mixed evidence regarding the
impact of IT systems, such as ERP systems, on releasing MAs for more business
support. Theres some evidence that the introduction of management accounting

innovations provide scope for MAs to develop broader manageriatisien
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5)

6)

support roles in organisations but the adoption of such innovations, and
particularly in an Irish contexis notedas quite low. For MNE subsidiaries the
literature provides some weak evidence that the head office function has an impact
on the rols of MAs in the subsidiaries.

The range of identified influences on the roles of MAs in these studies suggests
that there is considerable theoretical potential to build on some of these factors.
The contingency lens could highlight which influences aetpon the roles of

MAs in which situations. Role theory with its prediction of the influence of
management expectations could reveal insights into the nature of expectations and
their relationships to the roles of MAshich has been little visited sintdee work

of Hopper (1980) and Sathe (1982). The management control perspective provides
scope to better understand how management control operates in organisational

environments where these influences shape the roles of MAs.

Certain attributes have beéentified in the literature as very important to the
contemporary roles of MAs including having a very strong knowledge of the
business, possessing effective interpersonal skills and engaging in management
team decision making with these characteristeadplinked more to the model of

the business partner. Ther® empirical evidence to suggest that some MAs
possessed these characteristiohile other evidence suggested otherwise. A
number of models and role profilasesuggested regarding the charastecs and
activities that might assist MAs moving towards the model of business
partnership although thesere largely normative and descriptive in nature and
lack theoretical perspectives. Regarding the latter, there is scope to apply some of
the theoetical lenses to these characteristics in perhaps identifying contingencies
regarding certain characteristics of MAs being sought in certain circumstances or
in relating the characteristics of the MA and their kgiersonal relationships with
managers tdhe expectations of managers, all of which are important concepts

within role theory.

The literature identifies a range of management accounting information
dimensions including relevance, accuracy and timeliness, financial orientation,

volume of information, nonfinancial measurement, mullimensional
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7)

frameworks, functional information needs and the use of accounting information
and techniques. The anecdotal evidence and empirical studies largely suggest that
MAs are not fully meeting the informationeeds of managers and some
information may be characterised as untimely, irrelevant, excessive, overly
detailed, financially oriented, and forfeiting timeliness for absolute accuracy
where approximations would suffice. The growing adoption of-fireancial
measures, and the incorporation of these into wider performance management
frameworks, is noted in the literature. There are mixed results regarding their
impact on the roles of MAs as some appear to occur largely outside the remit of
MAs, while others sea to have enabled MA to get much more involved in
supporting business decision making processes. The literature also makes clear
di stinctions in managerso functional
not adequately addressed these. These studies &astrong descriptive or
prescriptive orientation and there is theoretical merit in further understanding the
information needs using the theoretical lenses in chapter by examining
management s information expectloWwi ons
control information is used from a management control perspective, and if there
are contingencies attached to particular forms or types of management accounting
information and reports as some studies for example, on functional diffémentia

are sugesting.

The vast majority of the research to date on the roles of MAs has not occurred in
an Irish context and this thus represents an opportunity to add to the very limited
body of management accounting knowledge generated in this context. In
conductiry a study in a single country context it eliminates country effects and by

gathering data in a country with a limited empirical record, it means that this data

may have some merit in subsequent studies of a transnational nature.

This chapter began by pesging the general contextual environment that MAs
operate within gee section 3.2) followed by classifications of the contemporary
finance functions. Section 3.4 and 3.5 respectively defined management accounting
and the roles of MAs and the various layeind associated meanings, that attach to
alternative depictions of these roles. The importance of the control aspect to the roles

of MAs was set out in section 3.6 linking to management control theory reviawed
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section 2.2 Section 3.7 reviewed a nunbef studiesproviding empirical evidence
regarding the orientation of the roles of MAs towards hierarchical reporting (the
Obecaonunt er 6 model ) or towards supporting

Inherent in this latter orientatiaarole corflict, which was examined in section 3.8.

Section 3 through to section 3.11 reviewed the literature on factors that potentially
shape the roles of MAs in organisations including what might influence the MA
becoming more involved in providing supportttanager s (the Obusi:
model) and this was followed by empirical evidence on the individual characteristics

and perceptions linked to the contemporary roles of MAs by both MAs and managers.

The last major theme of the literature review exanhitiee characteristics of
management accounting informatiose¢ section 3.13). This section covered a
number of characteristics that have been noted as important in the provision of
management accounting information and also some evidence as to whether this
information meets the needs OMs. This sectionhaspresentd a summaryof the
preceding literature review as a precursor to the following chapter on research

methodology.
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Chapter Four

Methodology and Methods
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4.1 Introduction

This chapter presents the development of the research questions and the associated
research methodology and methods for the dissertation. It commences with a review
of the philosophical assumptions underpinning the researcowfadl by a review of

trends in methodologies and methods in the management accounting discipline. Next,
the researchproblem and related objectives are presented, followed by the research
design for phase one and phase two of the study. The section fglldwsrdiscusses

the concepts of validity, reliabiliiyand generalisability and relates them to the
research undertaken. The next section explains how access was secured and provides
operational details for both phases of the study. The final sectiomesutthe

gualitative data analysis strategies undertaken.

4.2 Appreciating philosophical research underpinnings

How we view the world and gain an understanding of it may have implications for the
research design we adopt. Sometimes these views or agmsnpte explicit in

research output but frequently they are implicit. East&imth et al. (1991) suggest

that it is important to appreciate the philosophical underpinnings of research as such
understanding impacts the identification, clarificatiaand operationalisation of

research designs. Recognising the philosophical assumptions underpinning social
enquiry also indicates to the researcher the limitations associated with the making of
particular claims in regard to what represents a contributioretantderstanding of a
particular topic (Thomas, 2004) . Johnson
come to ask particular questions, how we assess the relevance and value of different
research methodologies so that we can investigate those questionselexaluate

the outputs of research, all express and vary according to our underlying
epi stemol ogi cal commi t mentsodé (p. 1) . The
philosophical assumptions regarding the nature of reality, knowledge, human nature

and mehodology that underpin the research activity in general and the assumptions

that underpin the current study in particular.

4.2.1 Ontology
Ontology pertains to the fundamental assumptions about the nature of reality; that is
very simply, what is reality@ i | | and Johnson (1997) defin

study of the essence of phenomena and t h
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has, for some time, been an ontological debate polarised between the positions of
nominalism and realism. Burreland Morgan (1979) note that a nominalist
perspective 6revol ves around t he assump
individual cognition is made up of nothing more than names, concepts and labels
which are used to st r ueons,utmeansrrealgylisonlyi® ( p.
the mind. The realist position is based on the assumption that reality is essentially
outside the mind; that is it exists independently of human beings. Burrell and Morgan
(1979) note the realist position assumes thattteeo c i a | worl d externce
cognition is a real world made up of hard, tangible and relatively immutable
structuresd (p. 4) i . e. the characteris

time.

Morgan and Smircich (1980) present a usefuhizavork that analyses the ontological

assumptions underlying social enquiry into six types (see table 4.1).

CORE ONTOLOGICAL ASSUMPTIONS
Reality as a projection of human imagination SUBJECTIVE
Reality as a social construction
Reality asa realm of symbolic discourse
Reality as a contextual field of information
Reality as a concrete process
Reality as a concrete structure OBJECTIVE

oM Wi e

Table 4.1- Ontological assumptions underlying social enquiry
Source Morgan and Smircich (1980, p. 492)

Thus, there is a range of possible ontological assumptions that underpin social
enquiry. The subjective and objective continuum mirrors the preceding discussion,
distinguishing respectively the notions of aliem (or nominalism) and realism.
Following on from ontology and its debate about what constitutes reality is how it can

be known or as Hughes (1980) states o6cl a

inevitably lead on to issues about how what exisisym be knownoé ( p. 6) .

4.2.2 Epistemology

Epistemology can be explained as the assumptions relating to the nature of

knowl edge; that is how we acquire knowled
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we know what we knowd ( p.fine8tn.mor&detal asan d

0t he branch of phil osophy concerned wi

J
t h

determine what does and does not constitu

Burrell and Morgan (1979) polarise epistemologies between thespphical
perspectives of positivism and apbsitivism. In the positivism camp knowledge is
understood in terms of searching for universal laws (much akin to the natural
sciences) and the nature of relationships (causality) between variables. Hu@®gs (19
notes that positivisma ¢ k n o wl e dtgc fermséod knbwyedge as having any

l egitimacy and aut hor it y]l). Inttheeantposiigismr i c al
camp whichmay also be loosely referred to @salitative researciphenomenology,
interpretivism or social constructionisnknowledge is understood in terms of the
subjective meanings that the particular individuals involved create (Burrell and
Morgan, 1979). Edmund Husserl (18%938), the original proponent of
phenomenology, argeehat krowledge is&ocially constructedl The antipositivism
schoo] or qualitative perspectivés an extremely broad one (Hughes, 1980). Tesch
(1990) for example in attempting to map the qualitative research territory idedffie
distinctive methodologies guerspectives. Easter®mith et al. (1991) present the

key characteristics of the positivist and phenomenological paradigms as per table 4.2.

Positivist paradigm Phenomenological paradigm
Basic The world is external and objective| The world is scially constructed an
beliefs subjective
Observer is independent Observer is part of what is observed
Science is valuéree Science is driven by human interest
Researcher| Focus on facts Focus on meanings
should Look for causality and fundament Try to understand what is happening
laws
Reduce phenomena to simpl¢ Look at the totality of each situation
elements
Formulate hypotheses and then { Develop ideas through induction fro
them data
Preferred | Operationalising concepts so th Using multiple methods to establig
methods they can be measured different views of phenomena
include Taking large samples Small samples investigated in dey
or over time

Table 4.20 Key characteristics of the positivist and phenomenological paradigms
Souce: Easterysmithet al. (1991, p. 27)
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Evered and Louis (1981) distinguish the nature of social science enquiry between that
which is positioned as being from tbatsideor theinsidee.g.,one aims at generating

knowl edge with O6uingakirlsiat yd ywhinwhletghesmr ed aodr
ot her aims to generate knopopwhliecdhg ei swi & ihn toesri
and oO0contextually embeddeddé (p. 388) . I
epistemological implications of these distime approaches enables the researcher to

make suitable research designs and to better align particular research capabilities and
aims. The dominance of research from the outside in organisational science is

recognised and crithguedrasppeodsei bhgt 6r e

4.2.3Human nature

Assumptions are made in the social sciences on the extent to which human beings are
influenced by their environment or are independent of it. Burrell and Morgan (1979)
describe determinism asethview that the environment itself determines human
activities. At the other extreme, voluntarism represents the view that human beings
are o0completely-wadtleddmqBaurared |f ramal Mor g
science r esear cdtgavini@ towasds themptérmimsn s volomtarist
perspective or they can take a more middlI
both situational and voluntary factors 1in
(Burrell and Morgan, 1979,.16).

4.2.4Methodological debate

There are numerous research methodologies available to the social science researcher.
Crotty (1998) provides examples of methodologies irioly@xperimental research,
survey research, ethnography, phenomenological segmounded theory, heuristic
enquiry, action research, discourse anajysisl feminist standpoint researdNithin

each of these methodologies a number of research methods or tools can be selected
(e.g., sampling, observatign questionnairg case studs interviews, content
analyss, focus groug. Although sometimes confused or used interchangeably, there

is an important distinction to be made between research methodologies and research
methods; the former addresses the philosophy of approachesetyatewhile the

| atter represent the O6tools of the trade:
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on methodological concerns and then moves on to the particular research

methodologies and methods deployed in this study.

Burrell and Morgan (1979) glarise the methodological debate between the

ideographic and nomothetic approach. The ideographic approach stresses the

mportance

ofhadmab tkaniowil regl gfei rodt t he

subj ec

6) and entails gaining insights and close intéoacbetween the researcher and the

subject of study. The nomothetic approach is rigorously scientific in nature and

typically involves the testing of hypotheses, instrument design and quantitative

analysis (Burrell and Morgan, 1979). Gill and Johnson 719 mpare the two

approaches (see table 4.3).

Nomothetic methods emphasise

Ideographic methods emphasise

1. Deduction VS

. Explanation via analysis of causal

relationships and explanation by vs
covering laws (etic)

. Generation and use of quantitativevs

data

. Use of various controls, physical or

statistical, so as to allow the testing/s
of hypotheses

. Highly structured research

methodobgy to ensure replicabilityvs
of1,2,3and 4

Induction

Explanation of subjective meaning

systems and explanation by
understanding (emic)

Generation and use of qualitative

data

Commitment to reseah in research
settings, to allow access to, and

minimise reactivity among the
subjects of research

Minimum structure to ensure 2, 3

and 4 (and as a result of 1)

[

&
<«

Table 4.37 A comparison of nomothetic and ideographic methods

Source: Gill and Jatson (1997, p. 37)

»

Laboratory experiments, quasiexperiments, surveys, action research, ethnography

As can be seen from table 4.3, approaches to research that facilitate the testing of

prior theory in a research process that ends with empirical data collection are

associated with deduction. Approaches to research that facilitatewepment of
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theory in a research process that commences with data collection are associated with
induction. Although these research approaches are presented as a dichotomy,
intermediate positions are possible as can be seen by the transition of rdesaych

at the bottom of the table. These designs, from left to right, tend to increase in

flexibility and embeddedness in real world contexts.

4.2.5 Mntinuum of the assumptions underlying social science
Burrell and Morgan (1979) present the resea@leer ont ol ogi cal , epi
human nature and methodological assumptions across the subjdctolbgctivist

continuum. Figure 4.illustrates the opposite spectrum ends of social science research

assumptions.
The subjectiveobjective dimension

Thesubjectivist The objectivist

approach to approach to

social science social science
Nominalism <+—— ontology — Realism

Anti-positivism | ¢« epistemology ——» Positivism

Voluntarism <—— human nature———» Determinism
ldeographic | «—— methodology ——» Nomothetic

Figure 417 Continuum of social science r@seh assumptions
SourceBurrell and Morgan (1979, p. 3)

Burrell and Morgan (197%ssert that the alternative perspectives are not reconcilable

as Othey offer alternative views of soci a
intheirpurefoms t hey ar e (p.25 MHowewrrdGilcahdoJohpson (1997)

note that researchers are not necessarily faced with selecting either/or methodological
extreme as o6it would appear that such a
dichotomy,isfud ament al ly fl aweddé (p. 134).
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EasterbySmith et al. (1991) note that there is a philosophical issue in attempting to
triangul ate methodol ogies due to their ne
[positivism] is not compatible with the social nggructionist view of reality being
flexible, fluid and continually renegoti
both quantitative and qualitative approaches can be used within the one paradigm
(positivistic or phenomenological) and to remairthivi the one paradigm, crossing

over rarely and with caution. Remergtial. (1998) in contrasting the philosophical

positions of positivism and phenomenology conclude that the important distinction in

the end is 6the degred taef widut ibeen uvwsietdhd w
thus framing the limits, and setting the criteria, that should direct the interpretation of

the outcomes of the research in the context of the assumptions underpinning them.
Thus, the literature highlights the purist ottreme philosophical positions that are
associated with the undertaking of the research, tabke also demonstrating that
researchers may adopt a reconciling or Or
1997, p. 133) approach, albeit with difficulty.

4.2.6 Philosophical perspectives in accounting research

Traditionally, management accounting research has its roots irclassical
economics (Scapens, 88 190) and in general terms the positivist paradigm has
been the dominant one in the past, altdtoalternative paradigms (e.g., interpretative
and critical research) have gained ground recently. Shields (1997) notes that
economics was the largest theoretical base (75 of 152 articles) in research published
in eminent US accounting journals between9@9nd 1997. In a review of
management control research, Otial. (1995) stat that

The predominant ontological stance is a realist, stemming from the
original concentration of the practical theorists on what they saw as
real problems in practice. €hprimary epistemological stance of
these control theorists is positivist and functionalist (p. S38)

Burrell and Morgan (1979) map the philosophical assumptions underpinning social
science research as the subjecbbgective continuumdgs perfigure 4.1abovg and

further map the philosophical assumptions regarding the nature of society in terms of
regulation (maintaining and improving on the status quo) and radical change

(fundamental societal change required). FiguBgpdesents the combined dimenson
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Radical change
A

Radical humanist | Radical structuralist

Subjective < » Objective

Interpretative Functionalist

v

Regulation

Figure 421 Four paradigms for the analysis of social theory
Source: Burrell and Morgan (1979, p. 23)

The continuum stretching from regulation to radical change can be related to the
development of critical theory. Observing its roots in works of Karl Marx (1818

1883) and the development of feminist research, Sarantakos (1998) notes that critical
theory is loated between the contrasting epistemological and human nature positions

as identified above bBurrell and Morgan (1979).ee and Lings (2008) observe that

this philosophical school aims to Ouncov
whichunderieac e pt ed i deas of the O6truthd in a
on an O6interventionist mode of revolution
accounting context,Chua (1986) distinguishes between three philosophical
perspectives namely p@igism, interpretivism and the critical perspective using the

following categories as a basis for doing @e presented irable4 4.

A. Beliefs about knowledge
Epistemological
Methodological
B. Beliefs about physical and social reality
Ontological
Humanintention and rationality
Societal order/conflict
C. Relationship between theory and practice

Table 441 Categorisation of philosophical assumptions
Source: Chua (1986, p. 605)
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Chua (1986) argues that the development of accounting kdgelhas been overly
dominated by positivism and shows how the alternative philosophical characteristics

of interpretivism and critical theory can make a valuable contribution to the
advancement of accounting knowledge. The undertaking of research esegitn

traditional perspectives is therefore advocated. Lending support to this analysis, Ryan

et al. (2002) note that much of the management accounting research in the past could

be positioned in the Bur rieegdatoaaqudrantMor gano
figure 42; that is functionalism.Hopwood (1983) recognises the functionalist
research traditions i n accounting resear
relatively wunproblematic technical persp
been made to chart and reconcile philosophical positions underlying accounting
research. Laughlin (1995) for example maps a wide range of different philosophical
schools of thought according to selections made on the basis of methodebogyi a
conceptualisén and emphasis on change with each selection being scaled as low,
medium or high, illustrated through a grid of nine boxes. The irreconcilable positions,

at the extremes of this philosophical an
rangeo6 &g ptieropts dchgairifully take some of the merits from the outer

irreconcilable positions.

Notwithstanding the noted dominance of positivistic research in previous accounting
researchthere has been a notable increase in the publication of accountagctem

the other three quadrants of Burrzl| an
Contributions guidance, and debates on alternative management accounting
methodologies are growing (Atkinson and Shaffir, 1998; Ahrens and Dent, 1998;
Ahrens et al, 2008; Vaivio, 2008). Hwang and Wu (200@pte that journals

dedicated specifically to management accounting reselsplay a broader focus on

research topics, methodologies and theoretical perspeciiiesmutually exclusive
subjectivist and objectiis phi | osophi cal positions that
note (see figure 4.1) are becoming blurred in management accounting research
(Ahrens, 2008; KakkurKnuuttila, 2008).

Philosophical perspectivesan also be analysed specifically in the context of
particular research designs. Dichotomising between the positivist and interpretivist

paradigms Ryaret al. (2002) identify how these perspectives are related to case
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research in accounting. The positivistic oriented researcher is likely to use the case
study method as a firsdtep exploratory device to be followed by hypothesis testing

on a large sample basis.

Positive researchers are concerned with developing general theories,
and they regard case studies as a tool for the generation of ideas and
hypotltesis, which it is intended will be subjected to empirical testing

in largescale statistical studies at a later stage (p..147)

Conversely, the interpretivistic oriented researcher is likely to use the case study
method to explain the nature of the sbghenomena observed. Ryahal. (2002)

recognise that this polar distinction simplifies the eclectic uses of the case study
method. This draws attention again to the link between philosophical perspectives and
methodology as noted in section 4.2.4 budalition, highlights how research designs

are not exclusively aligned to one particular philosophical posi@tiey and Berry

(1994) draw out features of four management control case studies including their
distinctive epistemological, method, and thetmal featuresScapens (1990) notes the
increasing importance of case study research in management accounting research and
notes the various roles that this research approach provides to management
accounting researchers. Damadva n lod@l OBuwo fg €
research (that was used by colonial anthropologists as an enquiry somewhat removed
from the nativeds daily experiencfmm) Scap
case study research, researchers should be ready to inveshgateveryday
experiences of management accounting at different organisational levels and between

different managerial groups.

4.2.7 Research assumptions underpinning this research

The theoretical assumptions underpinning social research have infornossbitpe of

this study. The ontological position take
field of Mardao anu e&Stircichp @980( p. 492) which is somewhat
midway between the polarities of reality as objective and reality as subjectige. T
epistemological position taken, although again not moving towards the extremities of
positivist or interpretivist positions, is more oriented towards the interpretivist
position. Thus, the focus is more, in EasteBgith et ald s () letn®,1on

Omeiaangs 6 than on o6factso, on the Osubject
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external and objectived, and on oOtotality
(p. 27),rather than on reductionism, hypotheses testing and establishing cause and
effect. Atkinson and Shaffir (1998) state that:

efield research, when done well, sen
perspectives and enables us to understand situations and events from
their perspective (p. 59).

Similarly, the approach adopted in this study isrenfsom the insider than outsider
wi t h t he rol e of t he researcher somewh
ounobtr us i Bveredaru foris, 981, [@p. 3889).

In regard to assumptionis the debate on human naturedaserminist or voluntarts

this study adopts a more central position that allows for both the scope for individuals

to determine, and to be determined by, their environments (Burrell and Morgan,
1979). Finally, the assumptions underpinning methodology gravitate towards
ideographt, as opposed to nomothetic, methods which are associated with

6i nductiono, 6qgualitative dat ab, and dbexy
and Johnson, 199D. 37. Although thee is debate in thditerature on reconciling

between the extremés of the philosophical assumptiorRogsman and Wilson,

1985;Lee, 1991; Morse, 1991; Gill and Johnson, 1997) this study does not attempt to
make such reconciliations. In collectively considering the major ontological,
epistemological, human nature andthoelological debates this study as a whole is

more oriented to the Osubjectivistd posi
than o6radical ¢ h a n g e 6rhe(pBilaspphieal pbsitienradbpteddo r g a n
has been informed by works cited abové ddgo importantly by the research problem

that this study addresses (see section 4.4). The position adpplezsconsisteny to

both phases of data collection, outlined in section 4.4.2.

The rationale behind not selecting the other research desigostlined below.
Longitudinal and ethnographic research was not possible in this study because while
they would provide an wlepth understanding regarding the roles of MAs these
designs typically require very high levels of organisational access féongex
periods which the researcher did not have. While there are frequently calls in the

management accounting and control literature for more studies with these designs the
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access and timelines associated with such designs might perhaps explain why we do
not see very many of them. Action research is premised on commencing with and
addressing a real organisationabue Coghlan and Brannick, 20P5and often
undertaken by those working in the particular organisation, which was not the case for
the author bthis study. This study was also motivated by gaps in the academic

literature as noted (see section 4.4).

Survey research can be seen to be a reasonably popular research design in
management accounting research (see taBleséction 4.3). The adoptioof this

design would have included prior specification of research hypotheses, construct
definition and operationalisation and statistical analysis. The reason for not selecting
this design was that it would not provide the required depth of insiglidi@ss the
research problem. The literature review identified a number of contradictions in
previous studies and also presented a largely fragmented picture of the roles of MAs.
It can also be argued that there are few well developed instruments thaut atte¢ap
constructs that relate to the roles of MAs. Theneelomly been a few instances where

for example studies have attempted to measure the involvement aspect of the roles of
MAs (Sathe, 1982, Emsley, 2005).

Experimental research, as can be seem frable 46 (seesection 4.3), is not among

the most common of methods adopted in management accounting research,
particularly outside the US. Smith (2003) observes that obtaining participation from
accountants in practice for experiments is extremely dh&@ ngi ng and dbexpe
the field still appear very rarely in the literature largely because of the constraints

i mposed by access, et hical consideration:
study, experiments were deemed inappropriate as naigknwas known about

potential causal relations nor would it have been straightforward to set up control and
treatment groups in the context of the research problem outlirtesl.following

section presents a methodological review of recent research iniglie dof

management accounting prior to the statement of the research problem.

4.3 Review of research in management accounting
Il n a review of the first d e c Mahagement rese
Accounting Researgf1990 to 1999), Scapens and Brwich (2001) note the eclectic
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nature of contributions across such dimensions as the source country, topic

investigated, research setting, underlying theory and research method employed. The

organisational roles of MAs appear much less presumed than iacd&inting

journals where the studies of such rades notparticularly forthcoming. In a review

of US management accounting research from 1198, Shields (1997) analyse

contributions into research topics, research settings, theories used and Tésults.

centrality of management control researshevident from 85 of the 152 (approx.

56%) articl

es bei

ng

on

t hat

topic 1n

Shi

34 out of the 178 paperayeclassified under control and performance measurement

inScapens

and

Br omwi

ch

0s

(2001)

revi

e w.

published studies using case/field studies, with only 7% in the US journals and 39%

in the UK

journal

(representing

t he

21% in theEuropean Accounting ReviefiZAR) (Bhimani, 2002). Table 4 frovides

a comparison of research methods from these reviews.

Papers Scapens and Shields Bhimani
Bromwich (2001) (2997) (2002)
Journals MAR (UK) AOS, TAR, CAR, EAR (EU)
JAE, JAR and
JMAR (US)
Years (full/partial) 19901999 19901997 19922001
Column number 1 2 3 4 5 6
Research methad:
Analytic 45 25% 49 32% 10 23%
Experiment 7 4% 21 14%
Case/ Field studieg 69 39% 10 7% 9 21%
Survey 27 15% 28 18% 5 12%
Literature review 14 8% 13 9% 15 35%
Archival researcts 12 7% 22 14% 4 9%
Multiple methods 7 5%
Other4 4 2% 2 1%
TOTAL 178 100% 152 100% 43 100%

MAR = Management Accounting Research, A©&ccounting, Organizations and Society, TAR =

The Accounting Review, CAR =dhtemporary Accounting Research, JAE = Journal of Accounting
and Economics, JAR = Journal of Accounting Research, JIMAR = Journal of Management Accounting
Researchand EAR = European Accounting Review

* Notes: 1. Figuresare rounded as only percentagesavailablein Scapens and Bromwich

(2001) (column 2) and onlgbsolutesareavailable from Shields (1997) (column 3).
Bhimani (2002) (column 5 and 6) inclugleoth.

mo s t

2. Action researclis included in this category asi# separated out byc&pens and

Bromwich (2001) but not by Shields (1997)

3. Archival research, as used by 3t8(1997)s taken to be the equivalent of
anal ysisbé6

O6HiIi storical
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4 Ot her metphredelndgi dal di scussionbdé in Scapens
6behavioural simulationd in Shields (1997).

Table 457 Review of management accounting research methods
Sources: Adapted from Scapens and Bromwich (2001,
p. 250), Shields (1997, p. 9) aBdimani (2002, p. 106)

Shields (1997) suggests that the low level of published case/field studies may be
attributable to a deficit in field research skills, availability of fellow researchers,
incentives, accesand the editorial orientations of accaugtjournals. Historically in

the US a similar paucity of field researshnoted byKaplan (1986) as 87% of the
papers had no data sourced from actual companies or data that were investigated in an
organisational context and field studies amounted to 4% of research methods.
Bhimani (2002) argues that articles in the EAR may have greater diversity in their
philosophical underpinnings than in the US (see Shields, 1®hmani (2002)
classifies24% of EAR papers (10 out of 43k interactionist or pstmodernist in
orientation. Thus, the nature of published management accounting research reveals
significant diversity, with European research apparently affording more space to the

publication of casdased research.

There is a strong record in thditerature calling on management accounting
researchers to conduct more organisatitmaaled research. In a number of papers

Kaplan (1983, 1984, 1986, 1993, 1994) has led the call for a greater emphasis on
field-based research in advancing management acoguktiowledgeBurchellet al.

(1980) state that o6it is quite staggeri ni
organi sational functioning of accounti ngdé
lack of knowledge in regard to management accourgnagtices. Hopwood (1983)

similarly comments on the paucity of organisatiebased accounting research that

captures contextual insight®tley (1994) suggests that case study approaches may

play a critical role, given the potential breadth of contr@cpces that could be

observed. Spicer (1992) further documents the increasing interest in the adoption of
casebased methods in the theory and practice of management accounting research.
Notwithstanding these calls for more field research, and some psdFidg made

field studies do not largely feature time top US accounting journaknd worryingly

management accounting is representing proportionally less of US accounting research
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out put (Maher, 2001) . I n the UWKwasWa pl anos
received, given that research efforts had already been dedicated to such approaches
since the 1980Qsandhave been generally more diversified in nature (Hogpel,

2001).

Young (1999 calls for accounting researchers not to neglect thkissues facing
managers in their research and further advocate that field methods may be effective in
this regard. Further, Mitchell (2002) argues that much stronger links with practitioners
are required, particularly involving them more in the resegsobcess and in
disseminating research output. Tomkins and Groves (1983) similarly argue that
accounting research should get closer to
(and articulation) of the ontological assumptions, across a continuum rargimghie
traditional scientific approaches to more interpretative, approaches is promoted.
Vaivio (2007) argues that qualitativer casebased research in management
accounting conteracts thel i t er at exelbsok viewd (e.g.,
accountingtechniques),the 6 e c o n o mi ¢ s ratiana \wbdels( af degisign
making, andthe 6 c o n s u | t aeqc, preseriptigewdirection on performance

enhancement)

4.4 Research problem, objectives and research design
This section presents the reseamtoblem as identified through the review of
literature, the researabbjectivesestablished from that review, the overall design of

the studyand the particular research methods employed.

The research design is provided in detail in subsequent secauesing the overall
design (see sections 4.4.2, 4aBhd 4.6) and operationadison (see section 4.8and

finally some reflections on preonceived designs that did not materialise (see section
4.10). In brief, a twegphase approacis designed both galitative in nature, with the

first phase inductively seeking to address the emerging issues from the literature
review through irdepth interviews witlFMs andOMs and with phase two seeking to
investigate specific relationships around a particularsetilof variables that emerged

from phase one data analysis.
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4.4.1 Research problem and associated objectives for phase one

The literature has indicated a need to better understand the roles ofaitangkyet

al., 1993; Chenhall and Langfiel@mith, 1998; Brignall et al, 1999; Pierce and

OO0 De a ). THe@se&ch to date on the roles of MAs and management accounting

in general islimited (Anthony, 1989),fragmented in nature (Chapman, 1997,
Cherhall, 2003 2007, and there is a need to build a more poamensive picture of

the contemporary roles of MAs. Young (199%test hat 0625 years of s
has yet to yield a cohesive body(p.b65. knowl
Further,previous academic research fails to adequdighg togeher, in one study

an investigation of influences on the roles of MAs, the characteristics that might be
linked to such rolesand what the outcomes are of the roles that MAs actually enact in
organisations. These are important as they may determinéebgveness of MAS in

their roles, which includes support MAs give to OMs in their decision making
processesThere are a number of gaps in the literature that underpin the research
problem and these will now be presented in the derivation of each #deerdsearch
objectives for phase one of the study.

4.4.1.1Research objective one

A number of studies have noted the poor understanding that exists of the forces that
might be shaping the nature of management accounting in organisaiioimg &nd
Watehouse 1996 Burns and Scapen2000. In chapter two gee section 2.3),
contingency research has identified a range of variables that have been [IMES to
design includingenvironment, structure, technology, size, strategy and culture
(Emmanuekt al, 1990; Chenhall, 2002007 and set out the contingency premise of
ofité bet ween t he organi sational cont ex
variables. This study attempts to apply the contingency analysis to the roles of MAs.
Role theory, revieweth section 2.4, predicts that management expectations impact
upon the behaviour of those occupying roles i.e., whom those expectations relate to.
As a potential influence on the roles of MAs, this has not been examined in the
management accounting literegusince the early work of Hopper (1980) and Sathe
(1982). From a management control theoretical perspece@séction 2.2)Otley

(1994), Scapenst al. (2003 andBerry et al. (2008), make calls to develop greater
insights into the nature of the maragent control function in contemporary practice

and the roles of MAs in this regard.
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The empirical literature on the roles of MAs provides some evidence dadtas

that may be impacting on these roles, albeit based on an incomplete picture that
emepges from a range of disparate studies with some evidence being from a limited
number of studies or being more anecdotally baSewche evidence is equivocal with
respect tahe impact of certain factors e.gechnological developmentsdesection

3.9) (Ezamelet al, 1997;Granlund and Malmi, 200%5capens and Jazayeri, 2003,
Hunton, 2002; Jack and Kholeif, 2008), the introduction of accounting innovations
(seesectiors 3.10 and 3.2.9) Bhimani and Pigott, 1992nderson, 1995Friedman

and Lyne, 1997)and firm ownershipgeesection 3.11)Granlund and Lukkal99&a,

199%; Yazdifar and Tsameny?005 Yazdifaret al, 2008).

The literature suggests other factors that may have an impact on the roles of MAs
moving towards the model of the business par{eee section 3.9). These incluthes
business environment (Sathe, 1982, Burhsl, 1999; CIMA, 2007) management
expectations and financial and budgetary orientations (Sathe, 1982), career path
(Sathe, 1982Mendoza and Bescp2001), and structuraarrangements and physical
location(Hopper, 1980; IMA 199 9 ; Granlund and Lukka,
(2003). Chenhall and Langfiel@mith (1998b) also note th&tAs having a common
perspective with OMdiavingmanagement support, ahdvingaccountiig leadership

may be an influence on the roles of MAsnally, the literature suggests that certain
orientations or individual qualities of the MA may be influential in moving towards
the model of business partnership (Nulty, 1992; Mouritsen, 1996; C&@a9; 1
Johnstoret al, 20023 CIMA, 2009).

Bringing together these literature strands relating to potential influences on the roles

of MAs leads to the statement of the first research objectives as follows:

To investigateantecedents associated with thkes of MAs

4.4.1.2Research objective two
The theoretical lenses discussed in chapter two may be informative in attempting to
understand the nature of the roles of MAs in contemporary organisations. Thus

contingency theorysgesection 2.3), in simpleerms, suggest that it might be possible
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to develop contingencies around the characteristics of the roles of MAs pertaining to a
particular match or o6fitd to some attrib
role is located. Role theorgdesection 2.4) predicts that the characteristics of those
occupying roles can influence those who have expectations of them. From a
management control theory perspectigegsection 2.2) the literature points to the
requirements for the existence of control lngse are not related to how the MAs are

implicated in the exercise of this control.

The research to date on characterising the roles of MAs has indicated, mainly from
descriptive and professionalbriented researchsée section 3.12.3)that certain
charateristics are important with respect to roles moving towards the model of
business partnershigMA, 1996 1999; Burns and Yazdifar, 2001CIMA, 2007,

2009. Theseinclude possessing strong infgersonal and team skills and having a
sound understandingf dhe business (while not negatirdharacteristics such as
technical, analytical and I3kills, and integrity). Some empirical researskdsection

3.12.1) has lent support the importance othese attributesor MAs as business
partners,and also emplsise strategic orientation and flexibility (Jablonsiyal,

1993; Sheridan, 199Brignall et al, 1 9 9 9 ; Pierce and O06Dea,
Kokko, 2006) but havelso sometimes found that MAdo notadequately possess
these.The literature also suggestisat a decentralising of MAs or their physical
location éeesection 3.12.2) may be a characteristic of roles more closely linked with

the model of the business partnelopper, 1980Granlund and Lukka, 1998a; IMA,
1999; Pierce and @sn@®aceounting &cOn®en of ndmanciah t h e
managers (Sheridan, 1997) and the wider dissemination of accounting information
(Ezzamelet al, 1997) thereare arguments that the roles of MAs may decline in
organisations (Cooper, 1996; Buresal, 1996; Piere, 2001). There is thus some
uncertainty around the MAOs espoused tran

Empirical research hamdicated a somewhat contradictory set of findin§sme
studies note that MAs play an important part in organisatiaecision making
processeskin to the model of business partnerstirens, 1997; Caglio, 2003;
Vaivio, 2004 Vaivio and Kokko, 2006 Others note that the roles of MAs magt be
meeting the expectations of those whom they support regarding the atifmmm

provided or the extent of their involvement in organisational processes (Chenhall and
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LangfieldSmith, 1998; Johnstoret al, 2002 Pi erce andgReg@dnge a, 2
the informational dimension dahe roles of MAs geesection 3.13) the literature

review identifies a range of pertinent dimensions (e.g., information relevance,
accuracy and timeliness, financial orientation, volume of information;financial
measurement, mutdimensional frameworks, functional information neeaisd the

use of acounting information and techniqueSh er e i s al so evi dence
information expectations are not being met (Littler and Sweeting, 1989; McKinnon

and Bruns, 199 2; Mendoza and Bescos, 20
Johnson and 7)Klalehga ondhe refevarec® of management accounting
information much attentiohas been directeiwardsthe adoption of innovations to

counter this challenge. The evidence seems to indicate varying but relatively modest
levels of adoptiongeesection3.13.9) and the low, and perhaps slowing, adoption
levelsinanlrishcontexd Dea and @liearke, alhdoCarkebte a , 19
al., 1999; Pierce and Brown, 2003).

The literature thus presents different characteristics of the roles of MAs and
cdlectively there is a somewhat inconsistent and unclear picture of these roles with
respect to both the business partner model and the information provision aspect to the

roles. This leads to the statement of the second research objective as follows:

To investigate thel@aracteristics associatadth the roles of MAs

4.4.1.3Research objective three
The literature review indicates that there has been very little research on the actual
outcomes of the enacted roles of MAs in organisatiamd particuldy in comparison

to the antecedents and characteristics noted above.

Following fromthe literature reviewone strongly expected outcome of the roles of
MAs would be the information that they furnish in support of manégisision
making and contrgbrocessesHowever the literature alsshowsevidence that MAs

are not providing timely and relevant information towards these ends and there are
contradictory results with respect to whether MAs are moving towards the model of
the business partnewrhich thus raise questions regarding what the outcomes of the

roles of MAs actually are. The literature on the outcomes of the roles of MAs is very
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limited as noted and so there is a need to identify and understand these. Furthermore,
some of the research to ddtas had a professional institute, anecdotal or normative
orientation about the roles of MAs (Scapatsal, 1996; Burnset al, 1996; IMA,

1996; Sheridan, 1997; Jablonsky and Keating, 1998; Beiras, 1999; IMA, 1999;

Burns and Yazdifar, 2001; Siegstlal, 2003a, 2003b).

Theoretically, there is a prediction from role theory that one possible outcome for the
roles of MAs if they do not meet the expectations of managgersle conflict and

role ambiguity §eesection 24). Thereis limited empiricd research geesection 3.8)

in this theoretical frame save the, now somewhat dated, work of Stredn(1954),
Hopper (1980) and Sathe (1982) and some professional indidsésl observations
(Siegel, 2000; Keating and Jablonsky, 1991), with Maasvad D(ROKAR a notable
exception. Management control theosgésection 2.2)s noted as needing insights
regarding its nature in contemporary settings (Otley, 1994; Shields 1997; Scapens and
Bromwich, 2001) and thus thereasieed to understand the oaines of the roles of
MAs from a management control perspective. The contemporary control se#ag (
sectiors 2.26 and 3.2) reveals changing environmental, management and
technological contexts which are likely to give rise to management control owcome
which require investigation (Ezzamet al. 1997; Granlund and Mouritsen, 2003;
Scapens and Jazayeri, 2008)d particularly in the context of the roles of MAs who

are likely to play important roles in these outcomes.

The existing literature on the @aimes of the roles of MAs is limited and therefore it
would seem important to address this particular gap. This leads to the third research

objective:

To investigate theonsequenceassociatedavith the roles of MAs

4.4.2 Overview of research design gfhase one and phase two

The research problem wasvestigatedin two phases, each within the qualitative
mode of enquiry (see section 4.4.Bhe first phase of thistudy ®ughtto address the
identified gapsin the literatureby providing a more comprehsiveand indepth
picture of the antecedents, characteristegl consequences associated with the roles

of MAs. The research design deemed most appropriate to address these gaps was
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inductive in nature as the literature only tentatively suggested igedimumber of
individual factors that might emerge astecedents, characteristiand consequences

associated with the roles of MAs

The research method employed to address these objectives in phase ondepds in
interviews (see section 4.5) with E81s and 18 OMs in 16 manufacturing firms. The

research desigmay be classified as a cressctional field study (Lillis and Mundy,

2005) as opposed to andepth case study or a more brdesed survey. In support

of this choice of method, Lillis and Nhdy (2005 note that this method enables
researchers O6to uncover reasons that migt
tensions i n(ppl8l). Dhe analysis e the guhlitative data from phase

one led directly to the design of phag® tof the research.

The research design for phase two was built upon an anafysimse onelata The
outcomes of the analysis of phase one leading to the research objectives for phase two
is presented at the commencement of the phase two findingagHast presented

the findings from phase one in chapter five. Phase two of the study concentrated on an
in-depth examination of a reduced set of variables from the list of variables that
emerged from phase one. The need to gain more depth and focupioy érom the
emerging comprehensive picture in phase one by definition necessitated the selection
of a limited number of factors for phase two i.e., it was not possible to bring all the
factors into phase two. The process that led to the selecofidghese particular
variables, and therefore the exclusion of other variables is set out in sect{ahtBe2
beginning of the phase two findings chaptand this process was one that followed a

detailed qualitative data analysis process (see section.4.9.1)

The research design of phase two (see section 4.6) was built upon the case study
research design (Yin, 1994) where the MAs

Bryman (1989) notes, Othe O6casebd6 cdn al so
6in the cl assficasademay ullg an i ndividual
each relevant individual would be coll ect

in phase two were a combination of-depth interviews and the analysis of
documentabn associated with MAsand associatewith OMs. In phase two, the

focus was on 12 speci fic MA's as 6cases
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interviewing the 12 MAs (twice) and l&sociateddMs. The 12MAs and 120Ms

were based in fivenanufacturing firms.

In both phases of the research, the perspectives of accountants amctoontants

(i.e., OMs), were captured. In phase one this served the purpose of valiéfakhg 6
perceptionsbt he r ol es of MAs 3 andtherebynitigalifggthé per c €
risk of bias or a one dimensional perspective. In phase two of the research this
practice was repeated, bearing the same purposes in mind, but also more specifically
drawing on role theory methodologKdhn et al, 1964; Katz and Kahn, 1978

Hopper, 198D in connecting specific MAs to OMs that were identified by MAs as

those OMs most influencing their particular roles (see section 4.6.4 for role theory
application to interview guide design and see section 4.8.3 for role theory application

to linking specificOMs and MAS).

4.4.3 Rationale for research design: qualitative

The selection of a research design requires the making of a number of decisions in
pursuit of the most appropriate design which inevitably means not being able to
maximise utility on all pssible dimensions of research (McGrath al, 1982).
Research design issues also require consideration of a number of factors as illustrated

in figure 43.

Research question or problem

.-

Cost ‘ Research Strategy h Time

LA

Skill

Figure 4371 Factors relating to research design
SourceRemenyiet al. (1998, p. 45)

Paramount in these factors is the research question as Brannick (1997) observes that
the O0one decision that focuses, and to a
of the r es e ar Theresparch guestian s @ prérgnuisitdBidselection

of research methods (Abernetbiyal, 1999).The basis therefore for the selection of
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the research design for this study was built upon the preceding statement of research

objectives.

The research problem identified a number of contradistim previous research,
criticism of management information, the need for a more holistic perspective and a
dearth of research, particularly on role consequences. Collectively, these pointed to
the need to conduct a study of a morel@pth nature. One dfie noted hallmarks of
gualitative enquiry is its capacity to produce a greater depth of enquiry than that
possible through quantitative research (Glesne and Peshkin, 1992). Although
guantitative research has a dominant histdign Maaneret al. (1982) dtributes an

increasing dissatisfactido the findings from quantitativbased research due to:

..the relatively trivial amounts of explained variance, the abstract and
remote character of key variables, the lack of comparability across
studies, the failre to achieve much predictive validity, the high level
of technical and notational sophistication rendering many research
publications incomprehensible & but a highly trained few (p. 13).

In addressing the need for a more comprehensive pictur@nRd®90) identifies

holism as a major dimension of qualitative enquiry which acknowledges the
complexity inherent in investigating phenomena. Hakim (2000) comments on the
relative merits of the Oworviewofgualdabe as op
enquiry: 6qgualitative research is wvaluat
between factors on the ground, as compared with abstract correlations between
variables in the analysis of largec al e surveys and Alrgngr egat
and Dem (1998) succinctly attribute the richnesdfiefd studyt o & melikenborh i f e
out of recogni sabl e o r ghenfirsts phase @would Ibe c on't
characterised primarily in inductive terms and the second could be characterised
primarily in eplanatory terms, with both phases having some descriptive
components.Some of the major methods employed in qualitative research were
employed in the research design i.e., ssmictured interviews and company
documentation (Bryman, 1989kuba and Lincon ( 199 4) comment t he
data, it is asserted, can provide rich in
(2002) , i n concise terms, states that 0¢q

me a n i n gThusthps resedrgh.approa@and data would assist gaining a more in
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depth understanding of the meanings that MAs and managers t@ttteh roles of

MASs in context.

Three theoretical perspectives were employed in the $8ggysection 2.5s devices

to guide data analysiand b some extenin determininginterview guide design and

data collection (see section 4.6.4). Howevke lenses were not used as an a priori
basis for deriving hypotheses for testing. This quantitative approach is more
appropriate for studies that aremarily theorydriven. Thus, the attempt to employ
theory for explanatory purposes complemented the use of a qualitative approach. It
can further be argued that the employment of more than one theoretical frame in a
single study is possible as qualitatiesearch tends to have a less narrowly defined
approach than quantitative researdh. field studies, Ahrens and Dent (1998)

recognise the O6possibility of interpretir

perspectivesd as hparptr odfuctthenprodclea s ho fac

review of 82 management control studies, Ferreira and Merchant (1992) recognise the
purposes of undertaking field research as descriptive, theory creation, and the

investigation of hypothesed$n line with thisstudy, Ferreira and Merchant (1992)

observe thaf r equent |l y these motivations overl

describe t heir observations and to r ef

significanced (p. 13) .

Qualitative datacan bean &datitvrea nui sancebd as the dat

holistic, Areal 0; their face validity
6nui sanced associated with qualitative
collect such data, anxiety, thevaspowering impact of the tasks in collecting
managing and analysing a large volume of dafdhe selection ofany particular
research design has its limitations. McGrathal. (1982) identify the tradeffs in
research de-Bogmne a s iiattempiing o@ppropriately maximise:

(A) generalisability with respect to the populations, (B) precision in
control and measurement of variables related to the behaviour(s) of
interest, and (C) existential realism, for the participants, of the

conte t within which those behaviours ar
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Thus, the design of this study maximises (C) but as a result accrues less merit in terms
of (A) and (B).These issues, and those relating to analysing qualitative data, are dealt
with in section 4.7n validity, reliability and generalisability. There are also a number

of limitations associated with the methods associated with the qualitative approach
and these are presented in sections 4.5.3,,46d34.6.5.

4.5 Research methods: phase one inteews

Interviewsarea frequently used research method in the gathering of qualitative data
in social research (Yin, 1994; Seale, 1998; Bryman and Bell, 280@)n accounting
research (Smith, 2003; Lee and Humphrey, 2006; VaR00,7,2008). This sectbn
presents a rationale for using interviewlse primary vehicle of data collection in
phase oneand a major component of the data coltectin phase two. The rationale is
followed by an examination of the major merits and limitations of employing this

research method.

4.5.1 Rationale forthe interview method

The research literature commonly identifies interview designs across a spectrum from
structured, semstructured and unstructured formats (Bryman and Bell, 2007;
Saunderset al, 2006). Although iterviews can be designed to facilitate a more
structured enquiry, in this study the interviews were designed specifically to gain in
depth insights with respect to the research problem and specific objete®s (
section 4.4.1)and so an be positioned losest to the senstructured format which

permits the necessary probing and flexibility in executiavhile at the same time
imposing some overall direction and structure on the interview. Thestamtured
interview can also be referred to as the dualit i ve i ntervi ew. To
wranglings©é, King (1994) categori ses i nt

structured?d or 6unstructuredbo under t he

14) . Similarly, Kv al e thd dqualitati®e) reseacch ieteyvieww h at ¢
i s fisstermict ur ed o, it i s neither a free (
guestionnaired ) gharactetised dhe semtrectured( fdra® as

Ohaving an overarching t o,mandespecifig guastons | t he

with a predetermined sequence for their

pursue matters agp.@®&) rcumstances dictatebd
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These interviewst her ef ore probe o6the meanings i nt

situations incont ext s t hat ar e not structured

assumpt i onSnithe(akg a s1t9e9rlb,y p . 73) , otoallavss Patt
us to enter 1into t he@.268). Rubinang Rubis (@005 sotep e r S [
t hat Oqumatl et atew® build on naturalistic,

6extensions of ordinary conversationso (p
research interviews from conversations, as the former are designed and conducted

with particularains i n mi nd. Dane (1990)condeessationr i bes
with a purpose, but i t.Bechhofenand Pagenson (2000)e r r o ¢
describe the interview as an o6interactiol

t hat tthei Osbmaeti onal rul eso ar e not t he

bet ween O0strangersd6 and t-dfef & oanfvfeaisrat (i p.n

EasterbySmithet al. ( 1 99 1) observe that the oOqualit
where the purposesi t o O6understand the cogasdito uct s
6devel op an understandi(@ 74p Kingt(19%4) alse s po n d
notes the appropriateness of the qualita
meaning of particularghn omena t o the participantsoé (p
60t he purpose of the qualitative research
|l ived daily world from the subjects own p

Thus, the literature on qualitative interviegi supports the approach adopted in the
interviews conducted in this research as they sought to uncover the meanings that
MAs attach to what influensgheir roles (the antecedents), what characteristics are
associated with their roleand finally what tley perceive as the consequences of their
roles. These meanings could then be compared to those that managers attached to

such roles.

4.5.2 Merits of the interview method

McCracken (1988) recommends the long interview as an indispensable tool of
qualitate enqui r y: 0i't can take us into the n
the categories and |l ogic by which he or s
O6minesé6 the surface as opposed to survey

carefuly and longer with fewer respondents that with many from a distance
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(McCracken, 1988)Ki ng (1994) notes that the inter
research participants accept rSeaedqlPd8)yod ( p.

notes the flexibily i n qgualitative interviewing

guestions on the spot in order to foll

(1998) identifies 14 merits in employing the interview method:

1)

2)

3)

4)

5)

6)

7)

8)

Flexibility i there is scope to accommodateinges during the interview.

High response raté in comparison, for example, to a survey, interviews tend to

achieve a good response rate.

Easy administrationi participants engage in a dialogue as opposed to say

requiring skills to digest lengthyr sophisticated survey instruments.

Opportunity to observe neverbal cuesi the interviever is present and can thus
relate the dialogue to, for example, interviewee body language.

Less patience and motivatiérinterviews require the interviewer amderviewee
to engage and this may be more appealing than say completing a questionnaire by

oneself.

Control over the environmeintas the interview is in the environment where data
collection occurs, this affords scope to the interviewer to exercise sontrol

over that environment.

Capacity for correcting misunderstandings by respondertte interviewer can

intervene to clarify any uncertainties that arise.
Control over the order of the questioiisinterviewees respond to interview

guestions inthe order in which they are asked and cannot, as could be possible

with a questionnaire, attend to questions in a different sequence.
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9) Opportunity to record spontaneous answelisnt er vi ewees -ther e gen
spotd i n an i nt eefokeiareinstinstivetrespmrse i® moredikelgg t h e

to be acquired.

10)Control over the identity of the respondénthe interviewer has no doubt about

whom the interviewee iswhile in a mail questionnaire this is not the case.

11)Completeness of interview guarasdie it is quite likely that as the interviewer
directs the interview, the questions that are brought to the interview should be

addressed.

12)Control over the time, date and place of interviethe interview method can be

conveniently scheduled and locatix accommodate interviewee requirements.

13)More complex questions as the interviewer participates in the interviewing
process, it is possible to address more complicated questions than for research

methods where there is nobody present.

14)Greater permisible lengthi this can be achieved as the interview dialogue may
continue beyond the time that had been allocated for it.

These particular factors provide the justification of employing the research method in

this study. The next section highlights soofi¢he limitations.

4.5.3 Limitations of the interview method

The methodological literature records a number of limitations of employing the
interview methodKing (1994 notes that one of the disadvantages to the qualitative
interview is the enormous quiity of time required in designing interview guides,
conducting interviews and analysing the datyte (1982 r emar ks t hat O
yi el d vol umi n,onaking thextask 6f ddtapmadagemgnt and analysis

more challenging. Glensne and Peshiif92) recognise the differences that may

occur in interviewing in relation to Oowh:
what topi c, and at what ti me and pl acebd
unpredictabilityd regondresl khenrekBeiarchee
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Kvale and Brinkmann (2009) rank the intervieglated tasks, in ascending order of
the time commitment required, as conducting the interviews, transcribing the
interviews and performing the analysis of the interview damaith (2003 identifies

the wording of interviewing questions, memory difficulties, variability and
inconsistency in questioning, and difficulties in capturing interview data, as
challenges in the interviewing process. Another difficulty with intervievsngetting
consent from potential interviewees (Robson, 1993).

Sarantakos (1998) identifies the specific limitations of interviews as: a) the cost and
time dimensions, b) potential for interviewer bias, c) the disruptiveness of interviews
comparedtocoml et i ng a survey, d) the responde]
revealed, and e) interviews do not facilitate collecting data of a delicate nature where
respondents are more disposed to documenting, as opposed to speaking about, such
matters. Sarantals (1998) adds the more general limitations that apply to research
met hods i n gdeliberateamisremasaentatiorac$ facts, genuine mistakes,
unwillingness or inability to offer informati@n lwithtdnterviewing it is easier to
detectproblem® ( p . 2e6ed@rghewasninelful of these limitations in both the
planning and execution of the interviewing processes and reference was made to the
methodological experiences and practices reported in studies of accounting that
employed a similar aplitative approach (sddortonet al, 2004 Marginson, 2004).

4.5.4 Design of interview guide: phase one

The interview guide designs for phase one, and phase two, were informed by the
methodological literature. The initial guide design commenced frorsidemation of

the research problem, objectives and the type of investigation (Berg, 1995). To
capture Othe most complete storyd Berg (.
include Oessenti al g U eavhyl questions amdxptoilga g u e ¢
guest i onThaintefvipwg ud &d)e. 6i s not a structured ¢

Il i st of gener al areas to ,pd0srovered6é (Tay

The interview guide for phase one of the research was at the unstructured end of the

semistructured interview classification. Particular emphasis was placed on open
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ended, probing questions and discussion prompts. The major sections of the interview

guideareas follows:

1) Background informationi e.g., job title, responsibilities, company onfation

2) Managementccounting rols in generali e.g., instinctive impression of role

3) Factors influencing the roles of MAs e.g., discussion of factors and use of

prompts when required

4) Characteristics of the roles of MAse.g., what makes an efftive MA? Use of
probes as appropriate. Exploration of roles in control and decision making

functions.

5) MCS and management accounting informatioaexploration of roles of MAs in
the context of the wider organisationods

6) Consequences oie roles of MAsI e.g., exploration of perceived consequences

of roles of MAs

7) Other issuesi openended invitation to discuss other points perceived as

important to interviewee on the subject matter

A copy of the full interview guid is included in Appendix A. While the interview
guide may appear neatly structured, the actual interview exchange included the
interviewer requesting an elaboration of points, examples of when or how something
occurred or why something was the case. ftaspossible to fully convey this in the
hard copy presentation of the interview guide.

4.5.5 Use of tapeecording equipment: phase one and two

Permission was sought to use tapeording equipment for all interviews in both
phases of data collectiomterviews were the dominant form of data collection in
both phases of the study and all interviews were recorded using a tape recorder where

permission was given to do,sehich was 63 out of a total of 72 interviews.

134



Whyte (1982) r ec coosetaveatim asqossildei Amgng oOtlaer
things, this helps the student stretch h
117) and 6éa tape recorder on t heTagopot pr
and Bogdan (1998) note that recorditigwas the researcher to obtain more data than

that which could be obtained from having to mentally recall the interview. Patton
(2002) states that oO6a good hammer i s ess:¢
i's 1indispensabl e Itthe inferviewepregaiatoh dna apprioath as .
6comes tibyown failutg leapture the actual words of the person being

interviewedd (p. 380).

From an accounting perspective Hayes and Mattimoe (2004) identify the key factors

in therecordingd e c i s i @ matue ©f thé ttopic being researched; the sectoral

setting of the study; the preferences of individual respondents and the preference and
competencies of the researchero (p. 371).

(1998) provide some interviewgerspective:

éinformants are acutely aware that t
conduct research. Since the interviewees already know that their

words are being weighed, they are less likely to be alarmed by the

presence of a tape recorder. The interviewk#enoalso has an

extended period of time in which to get informants to relax and

become accustomed to the tape recorder (p. 112).

The final decision to record the interviews was based, on balance, on the merits of
obtaining a more accurate and complet®ré of the interview and being a little more

free from continuous note taking to concentrate on the interview dialogue against the
drawback that the presence of recording equipment might result in the interviewee
being more reticent. It should be notedttthe recording did not replace note taking

which still occurred during and after the interview. Lee (1999) notes that the recorder
does not capture the O6visual aspects of

body | anguageé pmpntcaBf@él) and al so equi

Warnings were also heeded from the literature regarding the danger of the recording
equipment resulting in the interviewer relaxing, not concentrating or listening

(Brownell, 1995). Practical methodological advice on recording was fallowe
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including: using a smabhized device with good recording quality, careful positioning
of the device, having sufficient (and spare) tapes and batteries, atebfmg the

equipment Adam and Healy, 2000

The transcriptioanesfedhnhgltyi ¢eéwmeapgesnsumi (
1982, p . 118) . Robson (1993) suggests a
transcription timed (p. 230) wunless O0hi gl

of transcribing interviews:

ét he t r an saped intprtiews in ordeif to prepare them for

analysis constitutes one of the major chores of qualitative

interviewing. Though laborious, the experience of transcribing can

bring a much closer appreciation of the meanings in the data, and
thisisoftente t i me that ideas for codingéar.i
topics to pursue in subsequent interviews (p. 207).

Where the researcher sought some very limited assistance with the transcription task,
the transcripts were carefully checked.

4.6 Research methost phase two case study approach

The case study approach is not a research method but a collection of methods and so
is more appropriately referred to as a research strategy (Yin, 1994). This section
presents the rationale for selecting this approachiethéve merits and limitations of

taking this approach and finally the particular data collected in investigating the cases.

4.6.1 Rationale forthe case study approach

Yin(1999notes that the case study Oiwithinest i ga
its reatlife context, especially when the boundaries between phenomena and context
are not c | @.alB)|Ag thedmarhe snggebts, this approach focuses on a
particul ar 0 c a s-depth fashion. This siuglyeexaingitemolegaf i n
MAs very much in their current 6real 6 an
organisationalsettings. The MAsare the central point of focus in this stydgnd

hence r epr es ephase twhE rotes af MADvere invastigated as

6caseso.
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A distinction may be made between case studies in terms of their underlying purpose.
Ryanet al. (2002) analyse accounting case studies according to their puvyguse
recognising that there is some ambiguity here in that case studies may incorporate a
numke r of these types and o6ultimatel vy, it
determines the <classificatiebal (2002) amdac h i 1
Scapens 1990, 2004) distinguish five categories of accounting case studies:
descriptive, illustative, experimental, exploratory and explanatory. The particular

case study design employed in this study, while having some exploratory and
descriptive components, was primarily explanatory. The case design was exploratory

as it remained open to deepesights tentatively coming from phase one and was
explanatory in that it sought to explain relationships that emerged in the analysis of

phase two data, through the use of three theoretical lenses.

4.6.2 Merits of the case study approach
There are a numbesf merits in undertaking research employing the case study

method. These include:

1) Contexti Yi n (1994) h i -lifed tontextudlisatiort di the tdpic efa |
investigation in case studies as a major strength of the approach.
Surveys, particularlynail surveys, are somewhat removed from the actual context
of the investigation. Scapens (1990) argues the case research provides a holistic
perspective on the phenomenon under investigation; no individual part is

examined in isolation of its wider context

2) Different data sources the case method facilitates the gathering of data from a
number of different sources within the same research site, thus enabling the
researcher to analyse corroborating and contradictory evidence as it is presented.
Yin(1999descri bes the eeansceo nptalsdBy ngs mteh dod d
on o6mul ti pl e s(p.u3) the svo aade sarrees rkleech up@ndn this
study are documentation and interviews, as explained by Rstaal. (2002) in
table 46.
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Source ofevidence Explanation and examples

Artefacts Physical evidence including reports, statements, minute|
from meetings, memorandums, informal notes
Interviews Face to face interviews with respondents that may vary

from unstructured to structured. Most coomsource of
evidence in case study research

Table 461 Data evidence in case study research
Source: Adapted from Ryagat al. (2002, p. 154)

3) Flexibility T because the researcher i's present
premises, there is coulgrable scope for the researcher to pursue unexpected
findings, to prompt elaboration and to seek clarification at the point of enquiry.
Further the researcher can provide any clarifications sought by the respondent in

regard to the study.

4.6.3 Limitations of the case study approach

The case study approach has been criticised for its apparent lack of scientific rigour,
poor implementation, scope for bias, limited scope for generalisatnatior being a
time-consuming activity that produces voluminoukegible documentgYin, 1994).
Scapens (1990) suggests three common problem areas of case research: 1) the
challenge of mapping the perimeter of the case in terms of the number of cases or in a
longitudinal sense, 2) the potential for bias through thegmee of the researcher, and

3) the principles of the researcher, for example confidentiality issues inside and
outside the research setting. The researcher was mindful of these limitations and they
were addressed in so far as was possible through thareksdesign and by
addressing issues of validity, reliabilitgnd generalisabilitywhich are discussed in

section 4.7.

4.6.4 Design of interview guides: phase two

Before interview guides were designed for phase two, the data from ghasere
carefully analysed (see section 4.9.1), key conclusions from these findings determined
(as set out at the end of the next chapter in section 5.5), phase two objectives
determined (as set out at the start of the chapter following in section 6.2), and the case
study methodology selected as the most appropriate approach through which to

acquire the required depth of enquiry for the reduced set of variables being focused
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upon in phase two (see section 4.4.2). Thus, this is the process that led to the

development of thphase two interview guides.

The methodology applied in previous research using role thH&atyn et al, 1964,

Katz and Kahn, 197%8and specifically with regard to managemecounting
(Hopper, 1980) informed, in part, the design of the interview guitiee specific
research instruments used by these researchers were obtained and examined, and
adapted for use in this study. This adaptation included converting a somewhat
structuredquantitativeinstrument into a more thematic style guide more appropriate
for qualitative interviewing as well as the necessary adaptation for phase two
objectives. In line with role theory studies, three interviews were arranged with
respect to each MA in each company: firstly an interview with the MA, secondly an
interview with an OM that the MA worked closely with, and thirdly, a second
interview with the MA. The interview guides for each interview addressed different

aspects of phase two of the study as follows:

1) Interview guide for the first interview with MAsee appendixC1) i the major
themes addressed in this guide were: description of the roles of MAs, major
factors influencing the roles, sources of role definition, involvement nature and

expectations, role stress, ambiguity and confiint role characteristics.

2) Interview guide with OMs about MAs (see appendix £ i the major themes
addressed in this guide were: background information on the OM, general role
perceptions, interaction,nvolvement nature and expectations for specific
activities, influence of MAover OMs and vice versa, role conflicts and other

issues.

3) Interview guide for the second interview with MAsee appendix 8 i the major
themes addressed in this guide were: perceptmnsianagement reports and
interactionwith OMs, examples of routm reports and associated interactiath
OMs, examples of nomoutine reports and associated interactioith OMs,
procedural documents and the roles of MAs, follgpvquestions from phase one
interview, involvement influences, characteristics and coresems and other

issues.
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In a similar manner to phase one, the interview instrument was used as the name

suggests, as a guide, to gather rich andejpth data pertaining to the objectives of

phase two of the study.

4.6.5 Analysis of company records

The aathering and analysis of documentatisra common component of qualitative
1989)

on the fi

enquiry (Bryman,

data and to

check

and

ndi ngs

frequently

der i

6d

V € (

4.7 presentshe strengths and weaknesses associated with company documentation, as

identified by Yin (1994).

Strengths

Weaknesses

A Stablecan be reviewed repeatedly
case study
and detds of an event

events, and many settings

A Unobtrusivenot created as a result of the
A Exactcontains exact names, references

A Broad coveragéong span of time, many

Retrievabilitycan be low

Biased selectivity, if collection is
incomplete

Reporting biageflects (unknown) bias of]
author

Accessmay be deliberately blocked

Table 4771 Strengths and weaknessassociated with company documentation

Source: Yin (1994, p. 80)

Forster (1994) identifies many examples of company documentation that may be

analysed in a qualitative study and comments that:

These varied documentary records contgiturich source of insights
into different employee and group interpretations of organisational
life, because they are one of the principalpogducts of the
interactions and communication of individuals and groups, at all

levels, in organisations (p. &%

Bechhofer and Paterson (2000) recognise the merits of analysing documents.

Al t hough the

artificialpr ocess of i

resear cher

nteract.i
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interviews, [they] are not the result of a highly complex and inevitably somewhat

uen



4.7 Validity, reliability , and generalisability

Validity, reliability and generalisability are concepts that have been of concern to both
the natural and social sciences, although there has been much debate about the
appropiate application, or application at all, of these to the latter. The following
sections explain these concepts, their application to qualitative research, and finally

their application to this study.

4.7.1 Validity, reliability , and generalisability: ddinitions
Robson (2002) ewlpdtaheirs tvhad ifdiind/i raggs 6ar e 0

appear to be abaut ( p . 93) . Mason (2002) notes th
means that you are observing, I damnedfyin
while reliability O6involves the accuracy

39). Reliability efers todhe ability of an instrument to produce consistent re3ults
(Sarantakos, 1998, p. 8P arker (1994) relates the seeking of validity egldbility

in research to the scope for its replicat
rests on the assumption that it is possible to replicate good research. A qualitative
researcher, however, will never make the mistake of claiming tkieat work is
perfectly replicabled (p. 1 kt)al.(8994) note i s n
t hat ecol ogical validity, where the Opar
exploredd (p. 11) is achieved in qualitat

Generalishility relates to if, and how, the findings from a study can be extended, or
6generali sedbéd, beyond the particular coni
i . e., Mason (2002) explains it as O6the e
wider claimon the basis of your research and analysis, rather than simply stating that
your analysis is entirely idiosyncratic a
associated with external validity, a criterion that is applied to the relevance of the
findings to other settings.

4.7.2 Validity, reliability , and generalisability in qualitative research

The concepts of validity and reliability have their roots in the positivistic perspective
underpinning the natural sciences. Smith (1984) argues thatogengla means of
evaluating the quality of research taking an interpretive approach could be

O6mi sguidedd (p. 379) . Tayl or and Bogdan
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research 1is something that researaticher s d
research conducted with demanding, though
and it is oO0not -theruff amalpsis basesl broansupsrficialdopk abaf f
setting or peopprevidespropedudey for evhancing (valyadd )

reliability in case researclwhich include using more than one source for data,
having participants review <case materi a
explanations, fol l,amidngbuda | daeg @aprcaatscec oc¢
considenng these criteria, however, Berry and Otley (2004) note that achieving these

are difficult:

This is not to say that research design is not important, but rather to
recognise that in many accounting studies the constraints are such
that many of the aboveriteria will be violated. In particular, we
have found that research access is often opportunistic and precludes
proper advance design (p. 237).

In place of the traditional criteria of internalidity, external validity, reliability and

objectivity, Gula and Lincoln (1989) suggest substitutecrgdibility, transferability,
dependability and confirmability respectively. Credibility may by achieved by
Omember checkingd which involves intervi.
for verification purpose Transferability may be achieved through capturing the

ri chness i n describing t he contextual ¢
transferability judgements on the part of others who may wish to apply the study to

t heir own si Feldaan (1998) Gintd ap how, thh4h2 Jualitative analysis

of cul tural dat a, 6t he goal , it seems to
how parts of the culture fit together or influence or relate to one another that is
intrinsic to the setting one hadudied and, at the same time, sheds light on how
similar processes may be Depandabiltyimagbei n ot
achieved by ensuring that the qualitative process, and the judgements made during it,

is amenable to an audit by extermaviewers. Confirmability may be achieved
through ensuring that &édataécan be tracke
assemble the interpretations into structurally coherent and corroborating wholes is

both explicit and implicitinthe narratv of a case studyé (p. 2
(1989) wuse the analogy of the accounting

rationale for how the O6bottom | ined was r
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In addressing validity and reliability concerns for case study researichaccounting
Ryanet al. (2002) highlight the importance ebntextual validitytransferabilityand
procedural reliability Contextual validity (addressing internal validity) relateshi®
plausibility of the case evidence collectashich can be enmmed through the
triangulation of data, method and theories in the study. Transferability (addressing
external validity) relates to how relevant the case findings are to other settings with
theoretical, as opposed to statistical, generalisation being apprepriate (see also
Scapens, 1990). Procedural reliability refers to how reliability has been enhanced
through the procedures deployed in the research design e.g., using a detailed research
plan, specific interview guides, meticulous data collectingraedrding procedures

and complete documentation of data analysis. The following section details how the

criteria discussed abowpplyin this study.

4.7.3 Validity, reliability , and generalisability in this study

While recognising the challenges inhdrén enhancing reliability to facilitate
replication in qualitative studies (Parker, 1994) a number of measures were

incorporated into the study to provide some reliability. These include:

1) ensuring those participating in the study clearly understooguhngose of the

study and access agreements (McKinnon, 1,988)

2)a detailed preparation of data collecti

3) the advanced planning and organising of qualitative data in various forms (e.qg.,

transcripts, internal and extefrt@mpany records);

4) the consistent overall design of interview guides for each interview conducted and

beingguidedby the methodological literature;

5) the recording of the majority of interviews as permitted by interviewsbih

amounted to all bar ne of the 72nterviews being recorded
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6) the application of specific qualitative data analysis strategies adopted in the study
(see sectiop4.91 and 4.92);

7)the building up of -ling¢asfelders)fandlens (e.g.,n bot h

analysis software) format; and

8) the keeping of a research journal that chronologically recorded project notes
relating to theory, design, data analysasd any judgements made in these

contexts(see appendix E5)

Validity in the research waaddressedh the study by note taking, fully transcribing
interview data and returning transcripts to all interviewees for confirmation purposes.
Validity was al so somewhat demonstrated
sharing extremely sensitive managementoaating and control information and
reports with the researcher. There was also corroboration between the interview data
and the company documentation, which permitted triangulation of the findings and
added to the validity of the findindd1cKinnon, 1988. Validity in the findings was

also provided in providing a transparent record of how the researcher reached the
conclusions to the study through the wsevarious analytical techniqueand in

relying on the evidence as being that presented by thevieteres and in the

company records that formed part of the data collgsteel appendices E, and H.

The study does not claim to be representative of MAs beyond those who formed part
of this study. The output of the research was a generalisation doy taad not
statistical significance (Yin, 1994). Further, in line with inductive and qualitative lines
of enquiry the findingsare analysed with a view to developing a set of themes that
might lead to further research of a quantitative nature, more statestatistical

generalisation analysis.

4.8 Gaining access, intervieeeselection and operational details

According to Bryman (1989) oone of the m
guite simply getting i nt ctdo(l983) obsesvathd on s 0
increasing access requests that organisations receive for research papobgbat

companies have Ol i tptrioedutcitiny et acdedemi e e
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(p. 55). Regarding management accounting research specificAliyens (1994)

identifies the nuances around developing the research problem(s) while attempting to
gain entry to organisations and descri be:
one. Such nuances include the use of gatekeepers, initial agoingnrelationship
development, opportunism and communication. Hadelal. (1982) distinguish

bet ween 6édoing researchdé and o6doing i mpl e
6good timingd and sometimes Ol ucka.as wel
(1988) recognise the tension between the ideal and the pragmatic approach in
accessing organisations but neverthel ess
art of the possible and the plea for opportunism do not therefore rule out the need for
conroll ed, systematic, morally justifiabl
following section draws out some of the operational considerations of the study.
Mindful of these access challenges and opportunities, the next sections discuss how
accesswas obtained for both phases of the study, together with the relevant

operational details.

4.8.1 Phase one: gaining access

In selecting particular companies in which to conduct the initial field research phase
of the study, the key criteria were thaigpanies should be of sufficient scale to have
separate management accounting and other organisational functions (e.g., production,
marketing, distribution, sales) and be in the manufacturing sector. Apart from this,
convenience sampling was employed whegossible. Ryaret al. (2002) note that

case selection should be governed by theoretical considerations rather than statistical
(wider representation) ones and, in terms of studies incorporating theory development,

the case sel ectirothantsd O(rpe.l alt51lv)e.l y uni mpo

The individuals that give permission for research to proceed in organisations are often
referred to as Ogatekeeper so,; t hat i's Ot
withhold access6 (Burgess, 1i9 8¢l , a ppr o4vda)l.
hi gh up the organi s afipi22ta minirhise dutue accdssy a s
restrictions being mindful that the researcher is not viewed as an undercover

detective hired by management.
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The personnel targeted in the companiesewe

1) SeniorMAs, financial controllers or directors operating in a managerial capacity
with responsibilities for the commercial aspects of the business (therefore
excluding accounting responsibilities such as treasury, external financial reporting

and aud); and

2) Senior OMs within different organisation functions e.g., production, logistics,

distribution, sales, marketing and operations.

The selection of these particular respon
required investigating the adedents, characteristicand consequences relating to

the roles of MAs. Secondly understanding the nature of management accounting
roles, and their effectiveness, necessitated procuring the perceptions of those whom
MAs support i.e., functional decisiomakers. Access for phase one of the study was
attained through the following procedure:

1) A contact name of the head of finance or sehi@x for the organisation was
obtained through personal contacts and professional accounting institute member
listings (i.e., the Chartered Institute of Management Accountafi@GIMA)
Yearbook 2003and the CIMA South East Committee details on a branch
information bulletin) primarily for mediunand large manufacturing companies
located in the Southeast of Ireland, althougle a@ompany in Dublin was

contacted.

2) From the CIMAmembership listingend thelnstitute of Chartered Accountants
in Ireland (ICAIl) Handbook2004 a database of mediuandlarge companies in
the Southeast was compiled. In conjunction with these accoumntstgute
publications an electronic spreadsheet listing of manufacturing companies in the
Southeast was procured from IDA Ireland (foreign multinationals) and Enterprise
Ireland (Irish companies). These listings were for the southeast region (defined as
Counties Carlow, Kilkenny, TipperaryofthernRegion Waterford and Wexford)
and classified companies as smatb®employees), medium (200 employees)

and large (over 201 employegahdprovided busiess nature and contact details.
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3) A phone call wasnade to the personal contact or @®€O briefly indicating the
academic nature of the study and that the commitment only amounted to two
meetings lasting approximately eheur. A request was then made bgnail with
an attached brief document explaininget requirements of the research,
assurances on confidentiality, and what was required for participation in the study
(see appendix B).

4) Follow-up phone calls were then made a few days after the initial letter to discuss
a response to the request or tlesearcher was contacted and informed of the
decision by the respondent.

5) Where consent was given, arrangements were made over the phone regarding

setting up of the interviews.

Nine companies declined involvement in the study primarily due to time pesssur
with one private firm expressing concern over confidentiality issues. Personal
contacts were used, where they existed, in the targeted manufacturing firms. One
company had significantly downscaled operations and was deemed unsuitable.

4.8.2 Phase oneoperational details

Initially, the objective was to interview two senior MAs and two senior OMs to
provide a broad picture of the roles of MAs in each organisation. However, following
a review of the data gathered from the first two manufacturing fitnise¢came
apparent that there would be greater merit in expanding the number of organisations
by only interviewing one senidlA and one senio®M in each organisation. This
decision was based on: the perceived greater merit of having a slightly broager ran
of companies in this inductive phase of the resedfah,scope fomore variation
beingdetected in the findings, and medium sized firms tended to only have one senior

MA or controller.

In total for phase one, 36 interviews were conducted (lastipgpainately one hour)

with the last interview taking place on Octobef”2004. In total 16 manufacturing
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companies were involved (two interviews in 14 companies and four interviews in the

first two companies). Six of the 16 companies were medized ndigenous Irish

firms and the remaining 10 were Irish or foremmned multinational public

corporations or large private firms. All bar six interviews were recorded. The un

recorded [

nt er vi

e wWs

wer e

at t he i nter vi

taken and interview summaries were written up immediatelgviahg the interview.

Table 4.8summaries some of the interviewee details. The interviewee reference is for

reasons of anonymity and the first letter represents the

seond letter the functional role of the manager (e.g., F

Operating Manager).

company reference and the

= Finance Manager, O =

Ref. | Job Title Turnover /| Interview Interview | Recorded
Employees| Date (2004) | length
AF1 | Financial Controller & AIS Manager| > 0 2 0 0 | May 5 75 mins | Yes
550

AF2 | Senior Management Accountant: June 24 60 mins | Yes
South Region

AO1 | Development Manager June 24 60 mins | Yes

AO2 | Commercial Manager July 14 40 mins | Yes

BF1 | Director of Finance and Automation| Not given | May 7 60 mins | No
of IT 430

BF2 | Finance May 7 60 mins | No
Manager

BO1 | Logistics May 7 70 mins | No
Director

BO2 | Director of May 7 60 mins | No
Manufacturing

CF Management $70m+ May 13 70 mins | Yes
Accountant Team Leader 160

CcO Materials Director May 20 40 mins | Yes

DF Finance 099 m May 14 100 mins | No
Director 583

DO Operations July 30 60 mins | Yes
Manager

EF Financial $25m July 26 60 mins | Yes
Controller 200

EO Site Director May 17 25mins | Yes

FF Financial G 1-12m Oct 15 45 mins | Yes
Controller 130

FO Executive Chairman June 21 40 mins | No

GF Finance U05m June 22 60 mins | Yes
Director 110 July 27 30 mins | Yes

GO Manufacturing July 27 45 mins | Yes
Manager

HF Finance $80-90m June 29 80 mins | Yes
Director 500
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HO Operations July 20 60 mins | Yes
Manager

IF Finance U300 mj| June 30 60 mins | Yes
Manager 500

10 Factory June 29 45 mins | Yes
Manager

JF Financial 095m July 6 50 mins | Yes
Controller 280

JO Sales and Export Manager July 6 60 mins | Yes

KF Financial U 54 8 m| July 15 80 mins | Yes
Controller 40+

KO Operations Sep1l 60 mins | Yes
Manager

LF Chief Financial Officer 050 m+ | July16 50 mins | Yes

250

LO Export Sales July 16 55 mins | Yes
Director

MF Company Secretary/ Finance 7. 5mj|Jdulyi9 60 mins | Yes
Manager 70

MO Factory Sep 10 60 mins | Yes
Manager

NF Financial G25m July 19 75 mins | Yes
Controller 100

NO Managing Oct 14 45 mins | Yes
Director

OF Financial G22m July 19 55 mins | Yes
Director 165

00 Marketing Aug 26 60 mins | Yes
Manager

PF Finance 0 5i@00m | July 21 60 mins | Yes
Manager 540

PO Manager Customer July 21 60mins | Yes
Services

Table 487 Summary details of interviewees in phase one of the research

4.8.3 Phase two: gaining access

Convenience sampling was used in phase two, as continuing in the qualitative mode
of enquiry the aim was to understand in a deeper sénsenature of particular
antecedents, characteristi@nd consequences that emerged from phase one (see
section 6.2). Phase one of the study focused on senior MAs but phase two focused on

more junior MAs. A number of factors related to this decision:

1) The overall aim of the study, including phases one and ismo, understand the
roles of MAs and not senior financial officers. Phase one included some senior
financial officers who had duties of a more fiduciary and external nature, and
therefore, less adin internal management accounting function. However, in phase

one, many FMs would have previously been in more junior management
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accounting roles and now had MAs reporting into them.

2) In phase one there was some variability (see tal@landsection 4.8.2in the
seniority of MAs (.e., senior MA or financial controller or finance director) and
variability in the type of firm (.e, indigenous or MNE subsidiary). This
variability was removed in phase two by targeting MAs in MNE subsidiaries who
reported imo FMs.

3) The analysis of phase one data indicated that some perceptions of the roles of
MAs were of a hormative nature (see sedidd and &). This was partly related
to the extent that management accounting was a part ob s, as per the
variablity noted in the previous point. To counteract this, and to address the phase
two obijectives, it was deemed important to focus on very specific or actual roles
of MAs.

4) The outcome of the analysis from phase one indicated that a distinction was being
made between the FM and the MA as regards the extent of the involveinent
MAs in supporting the strategic decision needs of managers¢stienss.2.2.5,
5.3.2.1 and 5.5). Phase one captured the views of FMs in this regardotihie
views of MAs andso it was deemed appropriate to focus on these more junior
MAs. The focus on more junior MAs also linked to the wider findings from phase
one (see secti@n5.5 and 6.2) that showed variability in the roles of MAs in

supporting OMs.

Thus, phase one gendyataptured the perspectives of senior MAs, or FMs, and
phase two targeted specific MAs in more junior positions. Phase two entailed the
employment of the case approach as noted earlier to investigate, through interviews
and documents analysis, particulactors relating to these actual roles of MAs. The
junior level of MAs targeted also matched the level targeted by Hopper (1980) who
defined the MAsin his studyasthoseoccupyi ng o6t he | owest

organisation responsible for producing tm@anagement accounts and liaising with

ot her managers regarding their interpreta
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These specific roles of MAs examined in phase two were linked to specific managers
that interacted with these MAs, drawing on role theory methodolghn et 4.,
1964;Katz and Kahn, 19798The criteria that determined this linkage was the MA, in
the first interview (see section 4.6.4y4ho was asked to identify who in the
organisation most influenced their roles. Unlike Hopper (1980), but consistent with
role theory methodology, MAs could identify anyone in the organisation who most
influenced their roles e.g., FMs could be identified if that was the case. This more
inclusive approach permitted the relative ranking s and OMs as influencerBhe
process gegrated a list for each MA of ranked members of the organisation who most
influenced their roles. On the basis of this list, the highest ranking, or most influential,
OM on the roles of the MA, was targeted for the next interviélis list will be
referredto in phase two findings (chapteix) and the discussion (chapsavern, and

is also presented in appendix Bor 11 of the 12 roles of MAs the most influential
OM was interviewed; one exception was in Company E where the most highly ranked
OM was a sas manager who declined to be interviewed, notwithstanding a number
of efforts at securing it. However, the next rankadl on the list was selected and
interviewed. The third influencer for the MA in Company C was the managing
director but the MA observetthat this influence waprimarily through the financial
director and so the neXdM influencer was selectedd limitation in this overall
processs that only the primary, and not all, role influencarge includedwhich is

noted in thdimitations of thestudy (see section@®2). This inevitably was a question

of trading off the number of individual I

versus less MAs as cases but more iflaencersfor these MAs.

To initiate the selection of MAs to particiigain phase two, the researcher contacted
the FMs who had participated in phase one and arranged a meeting with them. On
contacting the FMs, theesearchethanked the participants for their contribution to

the first phase of the research and asked foogportunity to discuss some of the
summary themes that emerged from the research to date with a view to discussing the
opportunity of their company participating further in the study. As in phase one, the
purpose of the next phase of the study was outlawed assurances were given
regarding confidentiality. In the meetings, it was outlined that phase two of the study
required interviewing MAs, and managers that interacted with them, and the analysis

of documentation and reports that may relate to thatractien. The meetings
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generally lasted about 30 minutes. The phase one companies that were targeted
regarding phase two were generally the larger companies as they tended to have a
MA, or a team of MAs, reporting into the FM. Thus, contact was not made wit
companies, G, J, K, M and N. Table 4.9rovides a summary of the outcome of

these meetings that linked into phase two of the study.

Ref. | Job Title Date Outcome
(2006)
AF1 | Financial Controller| Feb 2 Access granted for phaséwo.
& AIS Manager 30 mins
BF1 | Director of Finance| Feb 2 Access denied for phase two.
and Automation of | 60 mins | Reason: recruiting an MA at present and a major aud
IT coming up
CF Management Jan 16 Suggested that access may be okay but woetd to
Accountant Team | 30 mins | speak to the financial controtle
Leader
Financial Controller| Feb 1 Access granted for phase twoConfidentiality
[Not in phase one] | 20 mins | agreement required and a presentation to MAs at end
study.
DF Finance Jan 13 Access grangd for phase two
Director 45 mins
HF Finance Director Feb 16 Suggested contact in following couple of weeks but
30 mins | following two phone calls HF commented that he wou
contact the researcher. Contact was not made.
LF Chief Financial Jan 19 Access dried for phase two.
Officer 30 mins | Major restructuring in progress and many consultants
had been on site and therefore having a researcher o
was not best at #itime.
PF Finance Jan 11 Requested a subsequent meeting to exploreefurth
Manager 20 mins
Mar 10 Access granted for phase two
20 mins

Table 4971 Meetings with phase one participants seeking phase two access

Contact was also made bynail with OF but the researcher was informed that the

MA had an O0extremely heavy wasonade with#Fdby at pr
phone but IF had to attend a meeting immediately and subsequent phone calls were
unsuccessful in securing any response. With regard to company E the FM no longer
worked for the same company. As the meetings were progressing andppeaged

to be some invitations being accepted and some being declined, the researcher
deemed that it would be prudent to consider MAs in other organisations that had not
participated in phase one to ensure that there were 12 MAs to participate in jhe stud

The setting of 12 as a target number of MAs for phase two was determined by

balancing the need for an-depth enquiry of each MA against the need for some
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meaningful comparative analysis, while also being mindful of the resource
constraints. Through personal contact, the researcher contacted a financial controller
of another manufacturing company by phone amdaé and access was granted for
the study to proceed.

4.8.4 Phase two: operational details

Table 4.0 summarsesthe interviewee details fgphase two of the study. As MAs
were specifically linked with OMs that they interacted with, the table presents each
MA with the matched OM beneath. The linkage was established byidhsifying

who most influenced their roles in the organisation, falmw role theory
methodology as noted in section 4.8.3, and see appendixt@efi@nkings provided

by MAs. The same MA appears twiceeech MA was interviewed twice, following

the role theory design.
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Ref. | Job Title Interview Interview | Recorded
Date (D06) | length

AM1 | Operations AccountaifitBusiness Unit ASite A | Feb 16 60 mins | Yes
AO1 | Supply Chain & Maintenance Manager May 4 60 mins | Yes
AM1 | As above Aug 11 60 mins | Yes
AM2 | Operations AccountaiitBusiness Unit BSite A | Feb 23 75 mins | Yes
AO2 | Operations Manager May 4 60 mins | Yes
AM2 | As above Aug 11 75 mins | Yes
AM3 | Financial Accountarit Business Unit CSite A Mar 3 105 mins | No
AO3 | Business Unit Manager May 17 60 mins | Yes
AM3 | As above Aug 10 75 mins | Yes
AM4 | Operatims Accountant Site B Mar 9 90 mins | Yes
AO4 | Plant Managet Site B May 16 80 mins | Yes
AM4 | As above Aug 11 75 mins | Yes
BM1 | Management Accountarit Capital Feb 22 75 mins | Yes
BO1 | ProjectManager Apr 21 60 mins | Yes
BM1 | As above Aug 29 60 mins | Yes
BM2 | Management Accountaitinventory Feb 22 50 mins | Yes
BO2 | Planning / Business Partner Apr 4 50 mins | Yes
BM2 | As above Aug 29 60 mins | Yes
BM3 | Management Accountant Planning Mar 6 60 mins | No
BO3 | Production Director Apr 4 50 mins | Yes
BM3 | As above Jul 27 60 mns | Yes
BM4 | Management Accountarit Cost Analyst Mar 6 60 mins | Yes
BO4 | Packaging Production Manager Apr 6 50 mins | Yes
BM4 | As above Jul 27 45 mins | Yes
CM Financial Accountant Apr 26 80mins | Yes
(6{0) Operations Director Sep 20 65 mins | Yes
CM As above Oct 18 100 mins | Yes
DM1 | Management AccountaSupply Chain Jun 23 60 mins | Yes
DO1 | Commercial Manager Supply Chain Jun 29 50 mins | Yes
DM1 | As above Sep 14 85 mins | Yes
DM2 | Management Accountarit Sales Divisions Jun 23 60 mins | No
DO2 | Commercial Maager Jul 17 85 mins | Yes
DM2 | As above Aug 10 75 mins | Yes
EM Financial Services Manager Jul 13 90 mins | Yes
EO Production Manager Aug 29 75 mins | Yes
EM As above Aug 29 75 mins | Yes

Table 4.0 - Summary details of interviewees in gleawo of the research
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Company E in table 4.18 the only company that did not participate in phase one of
the research. Table 4. summarigsthe mapping between the different referencing
systems used for the same companies between phase one andhgvoestarch and
also indicates if the MAs relate to the FM that was interviewed in that company in

phase one of the research.

Co.ref. MAs Co.ref. Manager who was
phase two phase one | a FM in phase one
A AM1 to AM3 D DF
B BM1 to BM4 C CF
C CM P PF
D DM1 andDM2 A AF1

Table 4.1.7 Summary of phase one and two referencing systm connections

AM4, while a MA in Company A, was located at a nearby site and reported to a
financial controller on that site. This company A site was engaged in ncaumirig a
different product to the site where AM1 to AM3 and AF1 were located. As can be
seen from table 411 the FM in phase one was in most cases, the manager of the MAs
interviewed in phase two, although the design did not require this as the criitgrion

the selection for phase two was to target more junior MAs than those in phase one.
There were two instances where the same individual was interviewed in phase one
and phase two of the study. Tabl@2lpresents details about these interviewees and

provides an explanation of why this occurred.
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Phase one | Phase two Comment

reference reference
AF2 DM2 Company A was the first company in which the interviews of ph
[Finance] [same one occurred. At this early stage, thaida had commenced by

interviewee] | targeting two FMs and two OMs in each company. As noted ab
following a review of emerging interview data from Company A
and Company B the only companies in phase one in which four
interviews took placethe researcher deemedthhe research

would have greater merit if the design was altered to focus on g
FM and one OM in each manufacturing firm. Thus, only one FM
and one OM were interviewed in companies C to P in phase on

The FM was also asked to respond to a differenbEquestions in
phase two as per section 4.5.4 and section 4.6.4 on the intervig
guide designwhich were based on different research objectives
specified in section 4.4.1 (phase one) and section 6.2 (phase ty

DO AO1 In phase one DFa(FM) had suggested DO as @M to interview
[Operations] | [same about the antecedents, characterisiosl consequences regardin
interviewee] the roles of MAs in general. In phase two, AM1 specifically
identified AOlas theOM thatmost influenced her roleshich
following the research design of phase two, necessitated re
interviewing that OM.

The OM was also asked to respond to a different set of questio
phase two as per the comment above for AF2 and DM2.

Table4.1271 Interviewees that participated phase one and two

4.9 Qualitative data analysis

Miles (1979) poses the wultimate chall enge
be sure that an fAearthyo, fAundewiorg®Bl eo, f
(p. 590). This section sets dmbw qualitative data analysis was approached in both
phases of t he research. Bur gess (1984)
simultaneous collection and analysis of ¢
document ary mat etrri ad H¢ rainpdt s66i nw heircvh erwe | at e
study. The process of analysis is not linear as Eisenhardt (1989) argues that the

process is a 6strikingly iterative oned (

Miles and Huberman (1994) advocate a tripartite iterative approachtiztes the

reduction of data, the use of data displagrsd drawing and verifying conclusions.

Data reduction refers to the ongoing 6pl
abstracting, and transforming the data that appear in wifiefield notesor

transcriptionsd (Miles and Huber man, 199.
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process of selecting particular research questions and cases, identifying themes,
conceptualisations and up to the point of the final write up of the study. Components

of data reduction include Owriting summa.]
clusters, making partitions and writing |
Burgess (1984) identifies three separate roles for field notes i.e., substantive,
methodologial and analytical field notes. Substantive notes record the operational

det ai |l s, met hodol ogi cal notes are Operso
invol vement o (p. 192) and analytical not
thematic analysisand analysis of the datdData displays are used to enhance
understanding of the subject in terms of what is occurring. Included here are the use

of various data matrices or charts or models which map or organise the data in a way

that assists the reseaechwith analysis. The final component is drawing conclusions

which essentially forces the researcher to contemplate what the data actually mean.
This is an ongoing process of testing and verifying the plausibility of tentative and

emerging conclusions uhtlata collection and analysis is finished.

Drawing on this literature, the following sections articulate the qualitative data
analysis strategies pursued in each phase of the research. While the strategies in both
phases had many commonalities they disal some unique features e.g., some
manual methods occurred in both phasediitérent software vasused in phase one

and phase twoThe use of specifically designed qualitative data analysis software
(NVivo7®) was only at the very early stages of ingtonal adoption during phase

one analysis and a detailed analysis strategy had already been developed and
implemented and so timing precluded its use in phase one.

4.9.1 Analysis of data: phase one

A number of parallel processes underpinned the amsalysithe qualitative data.
Transcripts were typed up, read, anergad, and a manual coding procedure was
adopted in that the researcher made notesiide right hand margin dhetranscript
(Burgess 1984). The 30 interview tapes were listened to atguly on car journeys

and the interview field notes and interview summaries were continuously consulted
( O6 Dwy e r Qualiativ® @aja analysis ran in parallel with data collection and
initial ideas or reflections on the meaning of the data were redofdr future

referenceTranscripts were returned to interviewees for validation purposes.
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Data grids, similar in principle to the notion of data displays or data matrices, as
advocated by Miles and Huberman (1994), were then constructgateadsheet®

get abetterfeel for the dataExcerps from the data grié arereproduced in appendix

D. The grids were three dimensional in that they were constructed by mapping the
respondents (in the rows) against the codes or labels (in the columns) identified in
manual coding procedureith the third dimension being a categorisation of variables
into antecedents, characteristiaad consequence (in separate data sheets).

These grids allowed the researcher to identify the antece(sadsappendix D1)
chalcteristics(see appendix D2)and consequencesee appendix D3py each
respondent (and type of respondent, FMQivl, and firm), the commonality of
perceptions (or not) with other respondemtisdto producea bi r ddés eye vVvi e
data in a visual didpy. The grids were printed off for viewing and analysis purposes
and were then carefully examined and reflected upon in light of recurring, isolated
and conflicting themes. A data reduction exercise also occurred (Miles and
Huberman, 1994) as some vatex that were initially separately identified were
subsequently found to be the same. The grids, being in electronic form, facilitated the
moving of codesife., variable names or labels) around the grids as for example
certain antecedents had links to @weristics and this was straightforward to do. The
grids also facilitated the grouping and-geuping of datae.g., comparing FM
perceptions tdOM perceptions by company and then as a group of BMl as a

group ofOMs (see appendix D4)

The analysis encluded by making a summary list of all the antecedents,
characteristicsand consequences identified in the grids with a reference to their
precise location. Finding references to a particular antecedent, characteristic
consequence innandividual transcript was facilitated by transcript file organisation

around organisations and tverd processor searcacility.

4.9.2 Analysis of data: phase two
The approach adopted for the analysis of the data was one that involved a number of
sequences and pdeh processes. Following each interview an interview summary

was immediately written up and the interviews were transcribed and returned to
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interviewees for confirmation and clearance purposes. As various management reports
were also gathered, these wptd together with the relevant interview transcripts and
filed separately. Initially, and subsequently, the material was read aeddan its

raw form and notes were made in the margins of the transcripts.

The next step was the importation of the s@ipts into NVivo7® for further
analysis. The initial codes createdr 6 f r e e, war® dasesl on the preceding
manual analysigsee appendix E1l)Keeping the phase two research objectives in

mind the free nodes were explored in regard to their reldtipsso other free nodes

and from this analysis emerged a hierarchical structure of reodes r e e (seeo d e s 0
appendix E2) In conjunction with these functions a number of other NVivo7®
functions were used to facilitate the analysis including search, igoésying tools

(see appendix E4hat effectively crossabulated various nodes and modelling tools

(see appendix E3n form of data displayMiles and Hubermgnl994). The process

just outlined was not a smooth one but required numerous iterationsp-tfeeng

creation, deletionmerging and splitting of nodes ancefieanalytical decisions were
recorded irthe research log (see appendix Esgquently the researcher had recourse

to the transcripts and Mmalniamg e dns.Ame Ir e pio r
particular function of NVivo7® that was continually employed was memos, the
analytical tool popularised by grounded theory (Glaser and Strauss, 1967). These
were analysis documents that were created for each trantegtappendix E4)

where analytal notes were made. There was also an overall research log created that
chronologically recorded notes on analytical strategies, interesting observations,
contradictions, design related factors and tentative conclu@easappendix E5)

The researcheconstantly returned to the raw transcripts tee®&d and reflect on

them and to make further notes and a word processor was used to compile various
tables that mapped particular themes against other themes, a sort-siatigiical
crosstabulation. Ths was very effective for creating an overall picture and for noting
co-occurrences and inconsistencies. While the matrix query function of NVivo7®
could perform these functions to some extent,résearchefound operating within

the word processor envinment was more effective. For example, a 53 page analysis
document, containing numerous code mapping tables, was produced during the data

analysis (see appendix F). A number of analysis checking mechanisms were
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employed throughout the analysis to guarchiast invalid inferences or rash
conclusions being made. These included: using a number of analysis approaches (e.g.,
comparison of manual coding, automatic codingygalternative analysis strategies),
the seeking of further supporting or conflictingidance, and the continuous

recording of analysis comments in a research log.

4.9.3 Qualitative data analysis: an evaluation of approaches

Considering the long history of qualitative research it is worth noting that it was as
recent as the 1980s that qtetive data analysis tools became available (Kelle, 1995).
There is some debate in the literature on the merits and drawbacks of employing
software to assist qualitative data analysis. H&sker and Leavy (2006) note that
these tools offer to radicallyhange how qualitative data analysis is conducted but

also present some limitations for researchers.

In engaging with qualitative software Tesch (1990) states that we shouleither
Omystifiedd nor Oéexpect to getntalastwggle wi t h
what soeveFdoeldindg7a8nhd Lee (1998) comment
the ubiquity of new developments and to be excited about their potentiality is not, of
course, to endorse those devebfedgtwaeint s unc
the second phase of the research was undertaken having considered the merits and
challenges associated with its use. Bazeley (2007) identifies the primary concerns
with software use as: 1) disconnecting the researcher from the datap2gthese of
the 6code and retrieved analytical approa
possibly formalising analysis iaway that shifts analysis towards more quantitative
models, and 4) the software has a particular methodological ogntgrounded
theory (Glaser and Strauss, 1960y manufactures one. To address these concerns
Bazeley (2007) notes that: i)e software permits the researcher to return to the
original data at any point in the analysis, 2) there are many other analyticabhs
within the software besides code and retrieve, 3) coding is a process of analysis and
interpretation in the software and not prescribed like more structured, quantitative
programmes, and 4) the software facilitates the use of a wide range of nodtigosk.
It is also recognised thajualitative data analysis software removes much of the
burden from the traditional manual analysis process (Coffey and Atkinson, 1996;
Fielding, 2002) e.g., highlighting (coding) transcripts, copying them, cutting eut th
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highlighted (coded) segments and arranging them for further analysis in relevant
groups. Richards (2002) obsenibat

software (skilfully used) supports more rigorously and fluidly the
research process we engaged in with manual methods, and provides
a range of techniques and tools that were impossible, unknown or
too timeconsuming before computers entered the field (p. 267).

However, against this benefit must be weighed the drawback of having to learn to use
a new piece of software. To address thetaconcern the researcher attended three
NVivo® training programimes, and consulted the relevant literatur€offey and
Atkinson, 1996; Fielding and Lee, 1998ichards, 2005; Bazeley, 2007).

While it is important to note that both phases followed recenuations in the
methodological literature (e.g., coding, using memos, summaries, analysis tables, re
reading the transcripts) it is worth noting some of the more distinctive features of the
gualitative data analysis strategies between phase one and tploasé the data
collection. By using alternative analysis strategies résearchegained insights into

the relative merits and challenges inherent to each strategy. In support of the first
phase analysis strategy the merits included using the toolaldeaand familiar to
theresearchefe.g., word processor, spreadsheet) and an intimacy with the raw data at
hand. This approach was challenged by difficulties which included: quickly accessing
particular parts of transcripts, not permitting much soptastd searching, and
perhaps being more labour intensive in managing the volume of paper and array of
electronic and paper files and records. In support of the second phase analysis strategy
the merits included: efficient coding and retrieval of transergat sections there of,

the choice from a suite of analytical software functions, and a more integrated or
centralised management of relevant data files and records. This approach was
challenged by having to spend considerable time becoming proficiené coftware,

being overwhelmed by the array and sophistication of the analytical tools within the
software, and the ease with which coding could be performed resulting Hoaiag

or undue complexity in the analysis. The conclusion from this study ertvib
gualitative data analysis strategies used would be to suggest that specifically designed
analysis software would have greater merit in the analysis process but only very

marginally so, as there is a steep learning curve and a range, and sophmstifatio
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analytical tools that would seem to be beyond what one would use in one piece of

research.

4.10 The methodological journeypersonalperspectives

The i1 nitial anticipated apprgoaalhd i ap ptrhoia
(Morse, 1991). This is pmarily deductive, sequential, facilitates exploring the
unexpected, and is based on a large quantitative survey followed by smaller
gualitative phase. It is similar to what Creswell (2003) terms $eguential
Explanatory Strategya n d i ts p u repquaitativei resultst to asgisti m
explaining and interpreting the findings
The researcher notes that this original intention was based more on desired
methodological exposures for training purposes at the tather than the emerging

research problem determining the most appropriate design.

However, following a review of the literature on the research topic it became apparent
that this approach was untenable; there was an insufficiently strong literatueptpres
for the construction of robust hypotheses. Thus, the literature only tentatively
suggested variables thatight be relevant to the research problem and at best only
indicated a loose array of potential factors that may be pertinent. Further, there were
very few established or appropriate measures available for these potential factors.
Consequently, the commencement of an inductive phase of data gathering was

justified:

1. Validation - gathering empirical data from the field enabled the researcher to
validate the loosely emerging relationships from the literatwhile
simultaneously being receptive to other variables and relationships that were
not present in the literature. Further, it was possible to qualitatively ascertain
the perceived strength addection of relationships

2. Riski beginning the study with a survey, without a strong literature base and
hence a tentative framework, would run the risk of maybe ignoring certain
relevant variables or under/over stating their importance or perhaps

oversmplifying the relationships. There was a further risk that the field work,
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originally planned to precede the survey, would expose serious problems with

the theoretical framework due its weak literature foundations.

Prior to the analysis of the dataofn phase one of the studye intention was to
follow up in phase two withwhat Creswell (2003) tersna sequential exploratory

designwhich is depicted in Figure 4L.

QUAL QUAL quan quan Interpretation
Data __j Data __ Data __ Data __ of
Collection Analysis Collection Analysis Entire Analysis

Figure 4471 Sequential exploratory design
Source: Creswell (2003, p. 213)

However, following the analysis of the phase one data, this research strategy was
carefully reconsidered. While the analysis of the dathicated a reduced set of

particular variables that warranted further examination, a decision was made that the
most appropriate means of conducting a further investigation was to acquire a greater

depth of enquiry using a qualitative approach. The lwdgtss decision was:

a) Phase one highlighted particular issues that could ndurbleer explained
through aquantitative investigation as the variables and their associated

measurement lacked adequate understanding and definition.

b) Undertaking an irdepgh qualitative enquiry would provide a better
understanding of the key issues that emerged from phase one of the research.

c) The nature of the key variables that emerged from phase one could be viewed
as sensitive to organisational contexts, rAalteted ad dynamic. Thus
investigating variables such as the role expectations, interaction between MAs
and OMs, role conflicts and ambiguities and contingent antecedents and
characteristics was deemed to be more suited to a qualitative enquiry than a

guantitative one.
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The purpose of the presentation of the research journey is to reflect the evolving,

iterative nature of the research process from a personal perspective.

4.11 Summary and conclusion

This chapter has presented the research philosophy, problemtj\@geand research
design for two phases of data collection and has identified the merits and challenges
inherent in such designs. The chapter has presented the methodology adopted in the
context of the trajectory of previous management accounting metigoes and has
explained how the study accounted for validity, reliability and generalisability. Finally
the chapter dealt with the qualitative data analysisegfies adopted in the research,

and some reflections on the research jourriéye next two chpters respectively
present the findings from phase one and phase two of the research process.
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Chapter Five

Findings: Phase One
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5.1 Introduction

The findings are presented aroutidtee major groups ofvariablesto the study:
antecedents, characteristiesixd consequences associated with the roles of, NAs

line with research objectives of phase one (see section 444 Yindings are based

on the datecollected from 36 irdepth interviews as outlineth the methodology

chapter (see section 4.5) To protect the confidentiality of individuals and
organisations a simple lettering system is used to attribute quotations. The first letter
refers to the manufacturing firne.g.,A to P) and the second lettesfers to whether

the manager ia finance (F) manager or & operating(O) manager If there ismore

than one individuain the same firm, a numbering system is used to distinguish them

(see section 4.8.2 for all interview detailShus, RO is an OM (or director)and PF is

a FM (or directo) in Company Pand BF2the secondFM interviewed in Company

B. The general abbreviation of FM and OM is also used. Howaveatesignating

OMs for operating managers it must be noted that there was considerabl@nanati

the rolesof OMs e. g., 6Devel opment Manager 0, [
Manager 6, O6Managean€uSdExmert S8alvesgiePbdr ect
section 4.8.2).

The next section presents the antecedents associated with thef fglas grouped

into categories of antecedents as relating to external, organisaiadaindividual.

The findings on antecedents are then further classified within each of these major
categories according to s@htegories that became apparent in the dagdysis. The

next major section presents the characteristics associated with the roles of MAs. The
characteristics are broken down into those characteristics that relate to: the individual,
the activities that that individual is involved in, and managem&ccounting
information. The findings on characteristics are then further classified where sub
themes emerged in the data. The final major thematic component is the consequences
relating to the roles of MAs. These findings are presented under three subjor
category headings, namely those consequences that relate to influencing performance,
informationimpact androle interface. As with the findings presented for antecedents
and characteristics, these three categories of consequences are furtherdbvaken

into subtheme headings.
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5.2 Antecedents associated with the roles of MAs

The antecedents associated with the roles of MAs are grouped into those that may be
classified as external to the organisation, those that may be classified as organisational
level antecedentsand finally those that may be classified as individual level

antecedents.

52.1 External antecedents
Managers, FMs and OMs, indicated that there were a number of external influences
on the roles of MAs. The interview findings on exedrantecedents are categorised

into ownership antecedents, environmental antecederdsegulatory antecedents.

5.2.1.10wnership

Some of the companies participating in the study were largei-national
subsidiarieswhile others were smaller indigeas or familyowned firms. As might

be anticipated, FMs and OMs in subsidiaries noted a very strong influence on the
roles of MAs from corporate head office
coming from the groupd o orpoBte 2ntitwha®a hage mme n t
influence on the finance organisationo.
demanding, and in some cases expanding reporting regime. Notwithstanding the
onerous head office reporting requirement, there appeared to be asgom®my

regarding the provision of local management accounting information as LF remarked
that | 6t he management i nf orime@dnous firmstdidey | e
not have this constraint and acknowledged a freedom and a speed to be adohgéo ch
performance management activities locally as they saw fit.

5.2.1.2Environment

The majority of FMs and OMs noted that market antecedents, for example economic
conditions, industrial and related sector trends, intensive competitive forces,
seasonalit and foreign exchange exposure, represented an influence on the roles of
MAs. EF noted:

The business environment has impacted because when | joined in
2000 the IT sector was booming and cost control was not an issue
then whereas now like business indra is like a cost centre, a huge
cost centre as such.
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Only one manager commented that their particular firm was not exposed to strong
competitive pressures as Owe have a very
by the end usenmsuraemdld O[cRpla.ciltry dmnter ast D
aknfeedge, production was going to move to
notable distinction became apparent between larger multinational subsidiaries and
smaller indigenous firms as MAs irhd former were perceived as only being
indirectly influenced i.e., the business environment impacted the company on a
corporate level firstly and then this trickled down to the finance function in the

subsidiary or the environment impacted OMs more sBF&sobserved:

éenvironment infl uencing head of fice
accounting.

One manager felt particularly strongly about MAs being remote from the business
environment, describing them as d6al most
f or clgd$ but did comment on useful competitive cost analyses that they
performed. In smaller, sefhanaged firms MAs were perceived as being more aware

and directly influenced by market forces.

5.2.1.3Regulation

Most managers recognised the influence ofustay and other regulatory factors on

the roles of MAs. The implementation of the SOX legislation was perceived as having

a significant impacton US multiat i on al subsidiaries as HF

Oxl ey has thrown the btedsi ness into confus

Reporting has become a huge part in it but even in the last three
years it has grown | mean it seems to be growing more because of
the Enron scandal. There are a lot more requirements introduced by
the SEC.

Managers in most companies mentioned itifeience of compliance requirements

relating to legislation and accounting regulation on the roles of MAs.
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5.2.2 Organisational antecedents

On an organisational level quite a number of factors were perceived as influencing the
roles of MAs. These incthed t he: 0 r gstructure calture techdokgys i z e
management he busi nessds n albcationeandahe gperfarmance u ms t a

managemergystems.

5.2.2.1Size

The organisational size was perceived as an influence in terms of detgrthmisize

of the accounting function, the awareness MAs have of activities occurring outside

the finance functionand the extent to which the roles of MAs are formally structured.

P O c¢ o mme ntheeside ot thre @rganisation, that definitely affebteti r r ol e & ¢
with that particular company facing imminent expansion PO questioned whether

|l arger firms are Omore regimented; are t

ground contact that we have here in a sma

€ dynamics that occur in indigenous business, some come from a plc
background, more institutionalised in bigger companies, boundary
they wonét venture out of.

In a large IT multinational@st at ed that o6the role is de;
persontofit he r ol e rather than the person def
people in Company E so there are very t
Company D, during the interview, the finance director printed out and presented a
detailed activity ikt pertaining to every job description in the finance function.
Generally speaking, the findings indicated that the smaller the organisation, the wider

the remit of responsibilities for the roles of MAs and the easier it was for MAs to be

informed of whatvas going on in the business.

5.2.2.2Structure

Functional structures dominated in the manufacturing organisations with structures
flatter in the smaller organisations. Despite the structural definition there was a
recurring perception between FMs anM©that boundaries were translucent as CF
remar ked: o6they dondét | i ke departments si

how MAs interacted across functions as opposed to aligning rigidly to structures:
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édepends on individudéparntnmendtvedhersa a
extent of crosgunctionality, stop thinking one function, all
processesarecregbsunct i onal , team trainingé rea
dondt think in |ines.

In the larger MNEs a more hierarchical and rigid structure prevailed and thisétdpac

on reporting structures also.

5.2.2.3Culture

Culture was perceived as an influence on the roles of &#sss the manufacturing
compani es. I F remarked that othe culture
from one organibatmosttocoommobhheudt uial t

6opend cwassometimes eapnedsed as a customer perspective:

Very much team spirit, very much what we do is destined for the
patient- the patient is at the centre of all that we do [CO].

Some culturalnfluences reflected the nature of the business, its status, its industry or
the extent of perceived control. Some cu
somewhat negatively due to complacency or the prospects of a company closure. One
manager commented how the culture could determine the difficulty that MAs may

experience in control:

If the culture is conducive to controls for example and good

procedures it makes the work and the job of the financial controller a

lot easier. If the culture is ¢hopposite it makes the financial
controllerds job extremely difficult |

Culture was generally perceived as phenomeon that permeated the wider
organisationbut some cultural values were attribdtt o f i nance such a
culture or one that Ad formerly beemeferredtoas no véer t i me, wor ki ng
culture[AF1]. In Company L, a famipwp wned MNE, t healdwMtylel e scr i
accounting culture, that is more controlled and sort of, hoarders of information rather

than a dispeserofinfomat i ovné@ andture tH@t resists ch

5.2.2.4Technology
The findings show technology as being influential on the roles of MAs, particularly in

the automation of transaction processing, information integradiwh reporting cycle
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time reductd n . EF commented that o6it 1is nearly

Company H, where an ERP system was globally installed, HF commented that:

. .webre starting to |l everage some of
in Strategic Enterprise Managemewhere your ledger now is
actually almost downloaded into the US, day two.

DF commented on their electronic set of accounts:

€.40 page report once upon a ti me
to boardroom and PC takes numbers directly from the network, to
throw up analysis files.

, P a

There was also a sense that due to automation of routine accounting activities, the
activities of MAs had moved to a higher a
are doing is you are getting rid of lower level work by thenep u tMany of.the

larger firms had integrated systems such as ERP systems installed but the perceived
impact of these systems on the roles of MAs appeared ambiguous as some FMs
observed:

We | | | 6d say i1itds probabl ywedrmde t hi ngs
lot more information. But in terms of making life easier or lessening

the workload, never. In terms of the benefit of a lot more information

and in a different way, yes [LF].

We as a corporation have invested serious money in SAP [an ERP
system]. W\ had a terrific system prior to SAP, we implemented
SAP and it certainly hit us back probably two to three years until we
really got back to where we were [HF].

While most managers perceived technology as an influence on the roles of MAs, there
was a peaseived need to make much greater use of technology. AO1 viewed SAP as
6more a financi al accounting system rath
while CF identified the need to 6get bett
a challengehee f or usao. In total, six FMs and t

leveraging information systems more.
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5.2.2.5 Management
A very strong emphasis was placed on management as an influence on the roles of
MAs. The findings indicate there was an expectatfor MAs to be involved in

supporting managers and that this in turn influenced the roles, as 10 remarked:

The demands that we make upon them as factory managers would
certainly influence them.

The extent of management influence was perceived asgaagicording to where the

i mmedi ate difficulties | ay, how amenabl e
experiences of the roles of MAs in a differentcompanp d t he i ndi vi dual
styl e. L Ol wantetl ®® dee thdndath compared totwhaas used to in my
previous company so | have come from one
[LO]. The influence of management was manifest in a number of different ways in

organisations i.e., some managers demanded interaction and cibess: le

Management accountants, they are trying to get involved, but
commercial managers will only involve them when they see fit,
which is not necessarily a good idea, but like | said, things are
changing definitely [AO1].

Some [OMs want more involvemerwith MAs] do and some
donét ésome have different styles of do

The managing directovas perceived as a significant
managing director is a huge influenced or
influence @ e r very aspect of the companyé6. T

managing directowas generally considereth influence a&F stated:

It [the business] would actually be driven more by -fioancial

indicators and again that is because we have an MDisvMnom the
engineering side and who I s not a fi
financial indicators really.

In one firm, in contrast to most, the FM had a strong decision making role in
management and one OM suggested that the FM should ensure OMs werdainvolve
all decisions. The head of the finance function or the general perceived approach of
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the finance function was perceived as a significant influence on the roles of MAs as
OMs noted:

Different management styles have a huge influence like as | said the
dictatori al style [of the former fina
work with anyone | saw in there. But the innovative style and the

openness and go on have a stab at it, that works [AO1].

Director of finance mandates, forces involvement, could box the
department, not here. Now working closely, partnership approach
[BO2].

DFnotedarbex pectationdéd that the MA O6does not
meetings, p rwhike lhavingto €go threugmfigabice director, depends on

levelb . ekpkined thatthe o6 f i n a n 50& away froenadésk, management
accountant2 0 %d€urther, there tended to be a matching of the management level of

the FMs and the OMs in terms of interaction. In many firms operating directors
generally liaised witifinance directors, seniddMs generally liaised with financial
controllers, while MAs weregenerally perceived as interacting wit®Ms. DO

remar ked that: O6the management accountant

is strategic6 [DO].

5.2.2.6Business nature anctcircumstances

The current status of the business was perceived as influencing the roles of MAs e.g.,
some of the events occurring in the participating companies during the research
included major business expansion, business ownershipfdra a major business
startupphaseand public floatation as GF remar ke
on. At this moment in time we are in the middle of fundraising so at this moment in

ti meéthat would take most o &ngenofownhersimpe n o w
had taken place since the initial interview with the financial controller and the
subsequent interview with the OM. The OM, who was the formemaging director

of the company, had at the time of the interview, just commenced operatmg in
consulting capacity reporting to the new management team. NO commented how the

MA was pivotal in the business circumstances:
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éin most cases when | was away, she w
also a very strong influence on the organisation because she was
forced to have, purely because we were so cash strapped.

The impact of circumstances relates tegmng variability in activities associated

with the roles of MAs (see section 5.3.2) and although some of these circumstances
appeared to have a oo quality, there was a sense that responding to changing
circumstances was an -going influence on the roles of MAs. Some of the smaller
firms commented on the positive influence of a-+eaecutive director on the nature

of the firmbs a dherpthennaturera thed business in terms of Esu r
complexity (e.g., multiple and different products) and its primary function (e.g.,

manufacturing, sales) dictated an influence on the roles of MAs.

5.2.2.7Location

The location of accountants was largelrceived as not of much concern to many
OMs due to the existing physical proximity of MAs to OMs, the MAs having an
approachable opedoor policy, and the ease of technological communication. DO

explained:

Location doesnoét ma k e meseh tdefybeeenc:
al ways accessible, they have an open
forward to talk to them [DOQ].

In contrast, inCompany L the finance function was located in a different building and

the OM commented that the FsMerablendistancas wel
from | ocati on] in some respects as in a
interacto [ LO]. However, this was the e
commented that, whatever the physical location of MMAAs need tointeractwith

OMs out in the business operations:

| think they do need to be seen to be out in the bushes as it were.
Certainly, on occasions, on a regular basis, should not be in an oval
office type situation. That is important [AQ2]

Managers recognised that thexisting physical office infrastructure had to be

accepted as it was.
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5.2.2.8 Performance management systems

The performancemanagementsystems which included budgeted organisational

targets were perceived as inflearg the roles of MAs in determiningfacus on key

business drivers or indicators. In all companies the annual budget was the primary
organisational target, with varying degrees of flexibilityits use i.e., less flexibility

in MNE subsidiaries than in independent fiims HF r e ma r kageda vénh a t 0 W
aggressive budget set every year, we cant
[HF]. This reflected the extent that MAs were involved in the design, produetioin

monitoring of such systemas | O remar ked t hat dtheate whas
common theme of coming in on budget and this influenced the interaction between
MAs and OMs, and sometimes created a ten:
requirements. Performaneeanagemensystems were also evident as impacting on
theroles of MAs at the individual level through individual goals and objectives that

typically linked into annual performance reviews

5.2.3 Individual antecedents

Managers generally identified individul@vel antecedents as the MAs themselves.
MAs as atecedents to their own roles related to the extent that MAs had some
influence over their own roles. These findings are presented under the categories of
the orientation of the MA and the background of the MA.

5.2.3.10rientation
Many of the FMs and OMsated that the type of individual in the role, in terms of
attitude, approachability, setfrive, and personality could largely shape the actual

role itself in the organisation. Manager
[ DO], a o6 metnhtealriotlyed -i sKsF€id fodri vai®d uGH st at ed:
to them to actually make a rol ed. One FN
muchseddr i vend [ PF] . HO suggested that o&éyou
stuffd [ HO] that M&s tesditg lgpeesan @rientation towards one of two
role types:

ét he one thing I woul d see influenci

strengths in terms of whether or not their tendency is more towards
accounting or whether their tendency is more towardstisiness
management, business partnering side of things.
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In Company H the finance director remarked that he had a MA and a financial
accountant reporting to him and due to O
the roles, both would not surviven t he business more than
replacing both of themd [ HF].

5.2.3.2Background

The general perception was that the educational and career background of MAs had

an influence on their current roles. Although previous experience was valuet it

noted that it did not have to be in the same industsyBF commented that he was

6not too concerned about business knowl e
qgui ckl yo. Regarding perceptions ofaprofec
high regard attributed to the CIMA qualification. The FMQafmpany H commented

t hat he employed three CIMA qualified st
totally different rout e, Il 6m Chartered.
manufactur n @léo, three of the 18 OMs interviewed were CIMA qualified MAs.

5.2.4 Summary of antecedents

This section has presented a range of antecedents to the roles of MAs which relate to
external factors and internal factors including both organisationaliraididual

factors with further antecedents presented within these categories. The antecedents
identified by interviewees were not perceived as discrete but more varied and
sometimes simultaneously pressing. Further, one FM noted that role influences may

be unexpected, as 6ésometimes you could coc
now today and thatés the day all hel l br
identify what influenced the roles of MAs the most, and many responded that
management anthe MA themselves were the strongest influences. Other managers

that commented typically suggested that it was a combination of influences as
previously discussed and one FM and one OM mentioned SOX. Head office was also
noted specifically by one FM. THadings on the antecedents to the roles of MAs are
analysed in the discussion chapter in sections 7.2 and 7.3. Having presented the
antecedents to the role of MAs, the following section presents the findings regarding

characteristics relating to the rolelsMAs.
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5.3  Characteristics associated with the roles of MAs

The findings on the characteristics of the roles of MAs are categorised as individual
characteristics, activity characteristiesid information characteristics. Within each of
these categorgeof characteristics further silhemes are presented following from the

data analysis.

5.3.1 Individual characteristics

A number of individual characteristics were identified by the interviewees and the
major characteristics included business knowledgerpersonal andommunication
skills, IT skills, flexibility, personal qualities, technical skills, monitoring skidad

organisational influence.

5.3.1.1Businessknowledge

Both FMs and OMs portrayed a very similar view of the desired chardicteio$ the

roles of MAs. A recurring characteristic identified included possessing-depiin
understanding of the business as HO note
the environment 0. DO gave an i ndstisgati on
t hat Othey should be able to bring down

comprehensive shop floor touré and stated

| would like them to know a lot, a lot more about the process and to
understand it fully and to get involved as opgb&e you know what

| mean, to be up in the finance office and you come down on the
factory floor once a year.

However, OMs emphasised the need for a broad understanding of the business as
opposed to umnedeirmsd amaidngoudts o0[KOlL.eCDer y nu
prioritised 6dbusiness acumen first, finar
gave an indication of the importance attached to business knowledge by describing it
asovitalo [JO], 0absol ut eadnyd koéefyudn dlfaNn@]n,t a b
Business knowledge was noted as taking time to acquire and giving MAs a better
understanding of, and ability to explain, performance information. There was some
evidence that MAs lacked business knowledge as DO and GO observed that MAs

ought to know why &riances arose.
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5.3.1.2Interpersonal and communication skills

OMs and FMs stressed the criticality of strong interpersonatamanunicatiorskills

for the roles of MA's . DF noted that acecol
one to one, or infana | meetingsd and EO remarked tha
skills than someti mes accountants woul d t

Obeing able to communicate on a number (

written f ol message actogssewhat [s drivieg numbers so management

can understand?o. DF noted that 60the 1 ool
contento. Being a mdundiieal, marfagementt peogect) wse . g .
a recurring theme in the interview as GF commented: 61 6m pal
decisionma ki ng t eamd. |t was al so suggested

characteristic required of individuals across the entire organisation and not just for
MA's . L O n aftenetltere ts la perpdod that accountants are serious, and if
they could spend a I|ittle bit of timeéint

5.3.1.3IT skills

Most managers perceived the MAs as playing an important role in developing the IT
systems within their rgqgse ct i ve or gani sations. O0Knowl e
remar ked was perceived as iIimportant. GF
to understand the systems, what they can do, what information is i@ thenas

apparent that the finance functionnked closely with the IT functiom most firms

andfinanceplayed leading roles in IT projects.

5.3.1.4Flexibility

Flexibility was identified as an important characteristic by both FMs and OMs. The

FM and OM in Company O had opposite perceptionsl@xikility, as OF remarked

t hat o1 am probably viweawed &8 bemagkeéedol
would be flexible to a certain degree not
could be a ©bit more flexibl ety.rega@ibiys had
accountants in their organisations. DO r €
how to do it gui cker and Dbwhtlet cgther,OMs hey a

observed less flexibility:
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I donot thinkeit (S a rffimaactalu r e of fi
accountants as much as anything else. There is a style in the

individual that makes them want to do different things and be

flexible to change [HO].

éyou find the finance people might no
them [PO].

Similarly, the reed for opemmindedness was recognised by FMs and OMs, as OO
comment ed: 6to be open to things that yol

was also perceived by OMs with respect to budgets as PO noted:

The accountants tend to be pretty rigid frantn a t | 6ve had from
experience. They can be. It might be a perception that the money is
coming out of their own pocket, which

on to stuff. You definitely have to haaeertain flexibility.

In regard to strategic decisigrme managers mentioned the need to be flexible with
regard to the strict adherence tofoonly fi
strategic reasons you wi | makeéyou wil/l
similarly supported this by notinghat MAs should accommodate other non
accounting factors in decision processes. The findings also indicate that MAs should

not be overly bound by previous routines or experiences:

Accountants
becaus t hat 6s
greatest criticism [AO1].

end to accept the way it/¢
he way they | earnt how t

t
t
The FMofCompany H commented that o6éanyone who

done can be pushed aside relatively quick

5.3.1.5Personal qualities

A number of FMs and OMs commented on the type of person that would suit
performing the roles of MAs. One major dimension noted was having the personal
gualities that facilitated egoing interaction between MAs and OMs. This included

the interpersnal and communicationskills, as notedin sect i on 5.3.1. 2

accessible, efficient, willing to,ahd ght t
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t ohavé a good mix of aggression and politeness, to bring things home, just to make
surethatthg get things donedé [LF]. AOl repeate

eitdéds a huge people rol e, i
with people, i f you canot d
it can really affect the role, the role would just die.

One FM relayed a recent experience of a MA who had now left the organisation:
6people didnét know who he was or if you

he? Now | donét remember himod [ | F].

There was a perception that MAs should use initiativel@ proactive in their roles.
BF1 noted that the roles had become more
Proactiveness in the roles of MAs was mentioned by three FMs and six OMs. CF

described it as:

évery much proacti ve,infinaocialewheseo t han t he
youd rakvays minding your actuals, too late to do anything about it
[CF].

CF elaborated:

éto be able to go and tackle issues, |
on, you know, somebody to spot something in the US or your own
financial conroller [CF].

PF described his own role as o6very, very
face but I someti mes get told to push b
throwing ideas and FOsSthagtsed:i k@&mudety b eat p rpe
i mpresses me , shows iamd iHO iremnarked thatMAlie mon st r

CompanyHwer® hi ghl y pr oa cLO sought more proactivedessan the 6 .

roles obf MAsiag ®Support: i s t hBFRseessadh yt hi n
th e bildyao be able to use yowwni ni ti ati ved as an i mport
MAs.
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5.3.1.6Technical skills

The technical aspects to the accounting role were noted by interviewees as essential
but taken as a O0givenboonrthe KOndemBFkeaed
6devi | I's i n the detail generally rernackedtthata c c o u
technical skills were not an issue and such skills while essential played a secondary

role to some of the more people oriented skills requitddam environments.

5.3.1.7Monitoring skills

General desirable characteristics of MAs associated with effective control included
being Overy organi gsled ca pAiFd],beed dhatpkeaptgisc 6 an
and advisors in matters of contiol [ |Bup-tb-date with regulatory requirements,
paying 6attention to detail 6 and having
going on in industryodé [ FF]. JF noted tha
own opinion on thidgs@&®@dpaébi addptbFa wata
constant i nvol vement 6 [ DF]. JO recogni sce

influence as needed but to do so in a reasonable way:

Just firm but fair, if people are out of line as regards the group or the
group financal policies, they need to be reined lout without being
dictatorial

Within certain firms, some FMs perceived themselves as playing a large control role
as OF commented 6part of my role is that
a c c o u n tladypLF re®arked that MAs need:

a clear and consistent view of the bu:
the business, whatever metrics that are important for managing the
businesséso we dondét feed people | ots

While the need fomdependence and objectivity was perceived as important by FMs
and OMs, the effectiveness of the control was viewed by some OMs as greater when

the controller possessed a sound knowledge of the business:

Understand the process, know the business, knowbdlseess. |
know thereds a common set of [control]
you apply those principles, and interpret the rules specific to this
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organi sation or any industry. Thatodos w
first, accountant second almostQC

AO2 added that o611 think the ability to be
are workable in the day to day operation and are capable of being impletnente® M s
generally perceived accountants as having strong monitoring skills.

5.3.1.80rganisational influence

It was apparent from the interviews that
perceived as being either very influential, of equal standing to other functions or not

very influential with other functions taking the lead. R@tons of the finance
functionés influence varied from o6dispro
being secondary to the sales and marketi
would have a very big role in the company in that it has often bednttsat the

company is run by accountants so it would be very cost conscious, which is not a bad
thing eitherod. Il n one f i r the forimeax mandgimgl e f f «
director (NO) noted that NF had exerted a very strong influence on the company
which was necessitated by a liquidity crissame interviewees, for example in large
pharmaceutical and IT firms, commented on how the profile of the finance function

had risen with a strong cost focus in the business due to increased competitiveness

andcomparatively weaker company performance relative to former years.

In summary the findings on individual characteristics show that FMs and OMs placed
strong emphasis on business knowledge, interpersonal skitlscommunication
skills, flexibility, using initiative, and having a strong charactermplemented by
personalqualitiesfor effective interaction. IT and technical skills were perceived as
necessary and interviewees did not perceive any difficulties with these characteristics.
OMs observed scop®r MAs to interact more in business operations and enhance

their business knowledge, flexibility, and initiative.

5.3.2Activity characteristics

The findings present an extensive range of activities in which MAs engage. As some

FMs put it :i nmngbi[nhhFlevedlyashi cally into eve
very much jack of all tradesodé6 [ CF]; and
[ DF] . One OM remarked on the roles Dbeing
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activities described includedinformation provision, interpret, and decision
supporter; periodic performance reporting and planning; project assignments, ad hoc
analyses; administration; use of techniques; and educating OMs. These are now

discussed in turn.

5.3.2.1Information pro vider, interpreter, and decision supporter

There was a unanimous perception that information provision and interpretation were
guintessenti al characteristics of the rol
BO1 referred to the MA and CO commentechth Ot hey are a hug
information, management i nformationo. De
the context of being a part of a decision making team and process, or in a supportive,
6advisingbdb capacity or rsavere ¢egerallymlongtheat al
|l ines of 6a partner and an inotfsd muelma er pr
decision maker in the endod [onB]t. vOmeev Hn¥ s
partnerédonot make deci sAinuchsstongenrolé Wwasi r f u
generally perceived in information provision and interpretation than decision
partnering. The views of OMs similarly suggested a less than full decision
partnership: Osupport functiono [ CO] ,
recommen@k]rsoodrg@efsHO] and; Opart of t h o
took the plant decisionsd6 [NO]. LO expl ai

They should be providing information, they have to do that anyway.
They should interpret it in a logical way. Not a decision maker in
other functimal areas. They interpret it and provide you with good
raw data, and then you should be the one to make the decision [LO].

Anal ogies were used to describe accounti.
with the managing directoas referee and salescan pr oduct i on tlkeompet i
referee, he keeps t he scorebod [ LO] . Sin

d&¢onsolatory worko between sales and prod.
Further, as EF noted, a MA could be any of the three, or a combination thereof,

dependg on who the MA is working with; t h
provider for the MD plus an interpreter L
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The notion of the management accounting

was raised by a numbef managers:

éevery much a service, we are there as
do better and at the end of the day it is the one company so us all

doing better is better for every one so that is how | see it absolutely

[IF].

Some FMs referred totheo | es of MAs as an O0aidd and
providing expertise to manage performance and assist the achievement of objectives.
The position of MAs in the organisational structure typically reflected the magnitude

and strategic nature of busingssolvement; thusfinance directors and financial
controllers were perceived as more involved than junior MAs in strategic activities.
Senior FMs typically had MAs reporting into them who had responsibilities that
included producing the accounts, highlimg issues and liaising with other
managers. One finance director remar ked
decisions that the management accamnt ant
another similarly st arnekerandtzey[M§Wwouldvaeu!| d be
t he pr ov iThsdimks to the iffldence of FMs as a part of management in the
antecedents (see section 5.2.213D however noted that it was not just the FM

getting involved at the strategic level, but also, insirggly, the MA:

Primarily on day to day stuff the financial department would be more

or less involved in. In terms of our strategic position obviously the

FD and of course theéthe business ana
more influenti al ehim[é@]bae avdullet moreve i nvol v
things [HO].

The extent of involvement was perceived by OMs as generally satisfactory regarding
MAs i n more senior positions. I nvol vement
0al ways avail abl ed flcétar accounting rplesdei.gf, thecFDi n  t
and business analyst i@ompany H). However, FMs and OMs sought greater

involvement:

They should be more involved I 6d say i
that commercial decisions are almost made outside of tha @fa

the management accountants. They should be involved more in those

decisions than they currently are [AO1].
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Could be better, they (decisions) get to a level before finance hear
about them [BF1].

MAs were generally not perceived as the final decisi@kers in organisation
functions, although they could influence such decisions. A distinction was also made
by some interviewees between decisions that were finataed and those that were
more commercial or nefinance related with MAs playing a strger role in the

financerelated decisions.

5.3.2.2Periodic performance reporting and planning

The periodic preparation of planning and forecast information and regular
performance reviews was a constantly recurring activity identified by FMs and OMs.

As mentioned earligisee section 5.2.2.8jnost firms were very budget oriented and

although planning on a number of time horizons, the focus was generally the current
budget year. Furthermore these review activities enabled the MA to gain an
organisationk perspective on performance, one that was perhaps not apparent

el sewher e. OMs commented on the MA havin
they 6have the figude opetati prud e[ ©D] .si
that financedbdbwasthi kefohemathab fl owing i
Emphasis was placed more on the application of the management accounts to the

business, than their production as such:

| think the role of the management accountant or business analyst is
now to takethat data and say what does it really mean to the
business, where are we against our targets, where are we against our
plans and | think that is the role that the guys are actually pushed
into, interpreting the data, and control is critical. But | think fule

is certainly interpreting data and looking at opportunities and what
from there out. But it is certainly no longer number crunching, those
days are gone [HF].

Even in wusing the term o6number crunching
MAs, theFM i n Company Lwithermodernacompetetr systdma that 6

doesndét happen anymored6é and the O6crunchir
with information from different sources

remar ked, ncraubaualsi mg@ sé&i senseod.
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5.3.2.3Project assignments

Half of the FMs interviewed specifically attributed project work torttles of MAs

| F r emar k e dsaythaiathey avel pretty onudh dhvolved certainly in any of

the big projects that are going ahthe moment they are very much involved in, we

are there as an e qu ahetyge®of gragects tbahacdountantst e a m
were associated with included a major IT deploymeng.(ERP implementation),

division closuresBSC development, catal projects, relocation decisionsnd waste

reduction initiatives. Projects were generally viewed as mechanisms for accountants

to 6éget out a little bit mored [ HF]. Som
the participation of MAs in projects:

And there would be a perception that when they [accountants] do say

t hat t hey want to get i nvol ved, t hen
watching, than actually saying | want to add value to the project

because | have patrticular skills that | can brindhogarty [HO].

Thus projects were activities identified with much crdaactional interaction but
they had consequencdsee section 5.4.3Yepending on the interaction as PO
remarked thaMAs may be perceived as interferinge@.by put t ightgon t he s

production, youb6re saying something is wr

5.3.2.4Ad hoc analyses

FMs ma d e reference to various ahi fhbo c f
scenarios and O6cost benefit anal yseso6 [ B
making. OMs sugested MAs should play strong roles hesad there was some

evidence that this was occurring:

éthey have gone off and anal ysed some
have gotten for them and shown them to the business here saying,

well if competitor A can dopo duct AXo for that mu c h,
costing us 20% morg.O]?

y to work out their cost model a
t can be good work and itds very
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CF commented that the MAwer e centr al l-ifnscemparo ® 01 dainndg
perceived it as 6éan aid to your senior m

from a financial background but also from an operations backgdound

5.3.2.5Administration

Some FMs and OMs perceived the molef MAs as comprising administratv
activities as BF2 commented: Ol evel of ac
corporate reporting (see section 5.2.1.1) and governance regulation (see section
5.2.1.3) appeared to have increased the administration burden on many firms,
particulaly US multinational subsidiaries. Even in firms where governance and
corporate requirements were not perceived as having much influence on the roles of

MAs, there was still a perception of MAs engaging in administrative tasks:

You woul dn 6t ntamteneaccontrolirg roke atalh more a
management role would be better and tF
much involved in day to day, sorting out administration, and getting

that up and running and corrected [AOL1].

Further, as one OM, who formallworked as a MA in the finance function noted that
6there is |life outside financed and reca
you were making a million [product s] a m

[DO]. Similarly, another OM suggestéldat MAs had a disposition towards the detail:

| suppose to be frank they dondét offer
done it that way, do you want me to look at it another way or what

do you think of th& What do you think of thi3They probably then

go off and get too consumed in the detail in say the tactical side of

things [LO].

FMs were generally aware of the administrative demands placed on them and were
keen to reduce them.

5.3.2.6Use of techniques

Regarding the use of modern management accwutechniques they were, in the
main, not implemented as, for example, only two organisations were planning on
implementing aBSC system. Despite many companies having financial and non

financial measures o f t en as KPI s, t h ermessures, enone desc
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financi al indicators wused, no balanced s
into the balanced scorecard, mafinamdiay ki nd
and financial [FF]. One company appeared to have actwsed costing (ABCni

one small department only and another fir

Traditional techniques such as budgeting, standard costing, variance aaalygsb

costing tended to dominate in most firms. OMs were critical of particular forms of
traditional maagement accounting techniques, particularly budgets. Many
weaknesses were identified by FMs and OMs across the different firms. These
included: poorfollomup or action foll owing budgetar.y
management 6 [ EF] gmdahnglesh in thegohanging eircumstances,
being Ohaphazar dd [ KO] , no 6contingenci
di scouraging budgetary approval process
while doingé. JO indi c addcanebbshleiew budget ary

|l td6s probably one of the most, one of
a budget for because there are so many variables. The annual budget
in a [product] plant will probably disintegrate after six weeks.

Regarding the production budget, thetéag manager in Company | commented that:
o1 woul d change our budgeting procedur e;
systems were heavily criticised in some firms as inaccurate, too simplistic or as 10

stated: O6these ar e onf, nmomed.i stance to pr

5.3.2.7Educating OMs

Some OMs commented that they were comfortable with much of the performance
terminology used in their respective bus
been tailored to suitdé [ MFg taenrdmian osloo ghyyd a

accounts were more accessible. BO2 did however comment that accounting terms

were 6hard to understandd. As managers t
become mor e familiar wi t h t he tewyminol o
managers are fairly tuned into ité. There

émanagers donot understand how they a
how their actions are affecting results [GF].
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There would be a constant battle for the financial controller to
edwate people to use the systems more, rather than work with pen
and paper. Solve a great thing [JO].

In Company L, there appeared to be some reluctance about the sharing of
management accounting information which was apparent from the comments by the
FM ard OM:

émaybe...the |l ess they know the bette

pseudeaccountants floating around the place but no | think it is
important that the management accountant has got some confidence
in people they are dealing with [LF].

Sothereisailttl e bit of mystique there t
want to let us into because we might start to argue with them about
how costs are apportioned [LO].

However in general a number of OMs commented that they had little difficulty
understanding termimagy particularly the language used for the key performance

criteria of the business.

In summary, many of the MA activities identified were those that necessiisd
closdy interactirg with otherOMs on business wide issuebBhese activities included
information interpretation and decision support, performance reporting and planning,
project assignments, ad hoc analyses, and educating OMs. MAs interacted less with
OMs around some reporting, regulatolnd administrative activities. The next
section exmines the findings regarding management accounting information in

respect of the roles of MAs.

5.3.3 Information characteristics

This section in many ways elaborates on the activity characteristics associated with
the roles of MAs identified above in treections relating to information pralar,
interpreter, and decision supporter (see section 5.3.2.fgriodic performance
reporting and planning (see section 5.3.2.2hd by presenting the findings
specifically on the information characteristics thatfqoart of these activities. This

section presents findings on attributes of information sought by managers, meeting the
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information needs of nusehd gceoursing inforenationg e r s 6

and management accounting information challenges

5.33.1 Attributes of information sought by OMs

Managers described the need for timely, accurate, relevant, understandable and
concise information. Generallynost FMs emphasised the need for accuracy and
timeliness while some OMs included the same charasties, they also mentioned

the need for management accounting information to be understandable and concise.
The urgency of management accounting information was perceived amongst OMs in
their willingness to accept a trade off between the timing of infoomgrovision and

its absolute nth degree of accuracy:

éand that iinformation [key monthly dr
possible is the key. Whether it is 95% right, or 50% right, or 80%

right, it is an indication that something has gone right or wr&ug

quick information is key from a financial control point of view, for

us anyway [FF].

Notwithstanding the urgency attached to i
was perceived as very critical as KF remarked that providing incorrect informat

0jeopardises the whole [finance] depart me

5.3.3.2 Meeting the information needs dDMs
Sometimes it was apparent that managers may be unsure of what information they are

seeking, as GF used the analogy bDdh manac
erasabl e Opencil 6 was more appropriate
going to use the information fordé [ GF].

desire to make more use of management accounting information:

| think we haveasmc h i nf ormation as we need. |
all of the information that we have. And that is the issue, the sales

people and other people dondét use that
exploit the amount of information that we have [AO2].

Somewhat camadictory to this, one OM noted how the removal of detailed

management accounting i nformati on (and
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accounting role in furnishing that information) had not been as detrimental as

anticipated when critical indicators hadebeprovided instead:

Of course you are worse off without having that information but
when we measure ourselves against the key performance indicators
in the plant, | am not sure whether that is having a major impact on it
all. As a matter of fact | know is not having a major impact [HO].

The provision of management accounting information in firms was typically
characterised as occurring formally in monthly and, to a lesser extemeekly
cycles with ongoi ngho@é@®&d i nf or mat i onse pornwamagesidl o n T

requirementsMore frequent reporting was linked to creating the monthly picture:

If you produce a good set of weekly accounts that you are happy
enough with, itdéds the cornerstone of |
[JF].

NO also identifed how information flows could vary depending on the particular

focus at a point in time

5.3.3.30Ms 6 u s-ese) pfraczounting information
FMs were sometimes unsure as to how managers used management accounting

information that was provided to themtbat they paid more or less attention to it:

It is hard to know what they do with them because, basically all they

are interested in is making sure that they have created a profit for the

mont h and i f they didnot why not, ar
following month [MF].

So like the more progressive and the good ones [managers] are
continually looking for information in different ways or different

cuts or whatever. The other ones pr ol
might leave the accounts that you send them ieraelope until, Oh
sheds coming now and | 6d better have a

Sometimes it was observed that OMs were accessing information directly themselves
and therefore were aware of what management accounting information was going to

be presentedireports later:
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I dondt have to wait for monthly manaq
real time [CO].

| could take numbers, put them into a system, add them up and get a
result with relative ease [HO].

| often check that the finance pack reflects whtktirik | know, so,
just to make a sanity check [DO].

These comments clearly indicate some redundancy in management accounting
information provision. One FM referred to management accounting information as

0t he concrete to thebebcusmense sbsoriitn giés [ d-rFi]v
described it as Opretty mundane but pr et
used as O6a post mortemd [JO] it was al so
processes that moved from the historical analysi®nwdrd planning. JO explained

the process in the context of a board meeting:

éwhen we have our boar d meetings w
management accounts would be wused. Ba
based on the prospects, and based on the nose and the fiael for

thing at the ti me. I meanéyou can, i n

on what you think is going to happen in six months time and justify
everything and present it to the board. At the end of the day, it comes
down to maybe three or four guys on the rdomaking a decision,

having a hunch, having the d&édnosed or
would have gone through all the financial data, you have to achieve
that | suppose. To a degree it is a 0On

Manager sbo c o mme n tewy ofi usasd i o€t enanagémend acocounting

information:

| suppose the ad hoc information is used for decision making. The

more formal information is used as purely historical and then from

the historical then used to drive what do we have to do which then

beommes more of an ad hocéthen make t he
[NF].

éeitdéds first of alll to get a picture o
would be the main one. To get a picture of where we have our major

deficiencies and | suppose to come up with astitren to come

around that [AF1].
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Control in the first instance, device to measure, achieving objectives,
control device [FO].

OMs did remark that they tend not to examine much of the contents of the
management accounts but focus more on the bottorahidgpay most attention to the
part most relevant to their respective f1

over it 6.

5.3.3.4 Management accounting information challenges

Some information provision and support opportunities were identified particblar
OMs for the roles of MAs. These included a better explanation of accounting
information provided and it was also noted that it would be helpful to have MAs

providing more futurédased cost analysis for example:

eif | wanted to ®sgongtdocostmeinmlabore what it
next mont h, you havendét a hope in hel
could see in advance, what is left, that would be useful [IO].

Many OMs stressed the importance of sup
managementaounting information and that MAs should have this in mind. While
many managers observed the use of-fimencial measuress well as financial there

seemed more scope for MAs to move more towards the former:

There needs to be a lot more focus on -fioancial indicators
because they all fall through to the financial results [AO2].

OMs also identified information that they were not receiving which might assist them

in their roles:

Maybe some external market information [JO].

émaybe some a ityebased typ® ostirmvberei you
identify valueadding activities or noadding value and that you can
identify those and sometimes in the standard accounting procedure
that we have, we cannot see that [AO2].
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As noted in section 5.3.2.6, much of the mamagnt accounting information

provided to managers utilised traditional management accounting techniques and
managers wer e, as noted, critical of the
need to consider alternative systems. A number of OMs and FNsssgg interest in

alternative systems but were generally unaware of the possibilities. 10 unknowingly
remar ked that Omaybe there are friendl i e

6nobody comes in here and says this is a

In concluding this section on information characteristics, the findings on information
characteristics indicate a range of criteria that are perceived as important in the
provision of management accounting information and show that there are some

aspects to managenteaccounting information that managers seek to have addressed.

5.3.4 Summary of characteristics

This section on characteristics has presented characteristics relating to the roles of
MAs under the headings of individual characteristics, activity charsiitsr and
information characteristics. The findings indicate both a broad range of individual
characteristics and activities associated with the roles of MAs. The findings on
information characteristics indicate a range of criteria that are perceivegadant

in the provision of management accounting informataod show that there are some
dimensions to management accounting information that OMs would like addressed.
Both FMs and OMs were asked to identify the characteristic(s) most important to the
roles of MAs. FMs generally identified having communication, interpersamal

team skills, having a solid understanding of the business, being involved with
managers or these collectively. OMs similarly generally identified these traits but
tended to emphasise these more broadly in the context of being integrated into the
running of business operatigrend also added being flexibnd innovative The
findings also showusing initiative andstrength of charactewith complementing
personal qualities ininteracting with OMs as importantThe findings on the
characteristics associated with the roles of MAs are analysed in the discussion chapter
in section 7.4. Having presented the characteristics of the roles of MAs, the following

section presents conseq@es associated with these roles.
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5.4 Consequences associated with the roles of MAs
The findings for the consequences of the roles of MAs are presented under the theme
headings of influencing performance, information impaod role interface. Further

sub-themes of consequences are presented beneath each of these headings.

5.4.1Influencing Performance

The findings present a largely positive picture regarding the consequences of the roles
of MAs relating to their involvement in supporting business perémce. The
consequences identified varied among respondents but included the making of better

business decisions, improved planning and control, and more busifeessed MAS.

5.4.1.1 Decision makingand performance

Some FMs commented on how involvermenf aci | i t-aad ledi epd ob P E]m.
managers | inked the interaction to assi st
performance. GF remarked that &édmanagers
deci sions6. The 1 nvol vecongpanyexpahsioMAs was al

| suppose it helps the company grow. If they are involved in that
they know where, if they are more involved in sales and they know
t hat web6re going for big contracts or

that | ater dhwwvethe® lalhmho@crpnodoedlmor e r esc
wi | | affect head count because youol |l
t hat product, it owi | affect inventory

materials [PO].

HF noted O6how can we i mpr o virg ofguppofteoandna nc e ,
a partner in that rol ed. CO recogni sed

specifically linked interacting with MAs to performance in his function:

éeévery much as a support function. The
piece that gog with the function but if you look at the management

accounting piece in terms of producing monthly accounts or cost

centre spend analysis reports or whatever, very much as a support

function to me and my group in terms of helping us do our job.

Ratherthn bi g brother, big stick type ap
collaborative role
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CO emphasised that i nt er grodudtivityg anaviesults MA's

from a collaborative understanding perspective rather than a control perspectivd O

notedthai t was Owor :i¢ aint s|i heay e[ @ bettey decisioish e
would be made if they were more involvesl | say they would have the benefit of

C O

looking at the figures but also of understanding the project, the product or the

procesé LO identified the decision making consequences of the business knowledge

of MAs wh e nthesntor tyou understaindahe busdiness the better it assists to

make the right decisions. LO noted:

|l m not sure how accountantts view
they see the role as but, the more you integtate more you get

involved with each otheand each managerial function, the better it

is for the business. People are often guarded about their area.

KO remar ked t havbuldthdve a veay afackling ttha situatioa that
maybe | wadn @atndt WMOn they ddeednade management more aware
of what they should be | ooking at whi
but looking further ahedd.

5.4.1.2Planning and control

Increaseddissemination of management information was perceived by CO as

resulting in less reason for control.

t he

ché

ei f w e can be part of a team and t
s |

di sseminated out then thered
abused or anything likdat.

The consequence of interaction for the roles of MAs was that control was perceived as

easier or more effective as a result
are involved the more control there is, because the more knowledge he thas of
businessdéd. AO2 noted that:

i . e

et he i mplementation of what they set

measures etcetera is how well they interact with the team, depends
on how well they interact with the team and their input to decisions
then kind of comes wit that, part and parcel of being part of that
team.
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AO2 furt herfthere was dho findma@at confral input at the téble t h e n
gpeople might tend to play down or ignore the financial control aspect of the business

so | think from that point of vig it makes the whole management of it if you like

more total or fulled . PF observed a contrasting prac

which PF perceived as leading to less control:

émy attitude towards the whdle finance
to the guys in the States and how they run it they literally have a

finance team in a separate building away from the total company

itself. They do not interact with éhcompany and | would see tlzest

they are not in control. They have no idea as iatvis going on in

the business itself.

A further consequence of the roles of MAs was that involvement, and particularly
involvement early on in processes, has positive consequences from a control
perspectiveFMs noted that one consequence of being niavelved was the earlier

detection of problemas AF1 stated yodb under st and more whatés
the grassroots lew®l. Si mi IFMsrpbinted o belmefits of MAS being involved:

But being more involved with the manufacturing people, he is

hearing there is problems here, problems there, you know, better idea

ok that is the way the accounts should be shaping up, and that is what

| should expect and when | seg it f it i's not t hat way
happened? [FF]

JF commented that the consequenaethe accountant interacting could be seen in

business performance:

It is fair to say it has a huge affect on it [performance]. The fact that

youdre in there, you are in the thicl
what 6s happening anadlthatoondlaspects ul |y br i e
of the business. Not hing happens or n

important has happened without you actually knowing about it [JF].

KF add etk levehd involvement lets youse whet her control s
AFlremarkedtta 6 youb6ére actually in a much stro
so this, b e c a,asdeZ orldo yoe remseeleen| weht throtgh that with

youéso in that way itoés probably easiero.
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5.4.1.3Businessinformed MAs

Some perceived a mutual bendfiterms of the MAs gaining a greater understanding

of the businessand the OMs gaining from the financial expertise of the MA.

l nvol vement was perceived as providing al
why people want to make certain changes onwa t o act ualNFly i mpl
something Essentially, the interaction provided an opportunity for MAs to gain a

greater understanding and appreciation of the business operations as:

No point in you being kept in the dark about it, mushroom farming
asthg cal l itéyou know how they grow n
them in the dark and feed them [excrement] [JF]

KO st a ttheynedd hraunderétanding of what makes it tick but again that comes

from being involved . Similarly LO observedn that
ounderstanding how the commerci al side o
have a greater understanding of whatos in

of other parts of the business then that allows them to do their job in a bettér wa

5.4.2 Information impact
The findingsindicatethat the consequences of the roles of MAs included the quality
of management accounting information, an appreciation offinancial criteria for

MAs, and assessing the quality of information.

5.4.2.1 Quality of managementaccounting information
The quality of the accounting information was related by respondents to the

interaction between MAs and managers:

éwe are talking to people and we can s
actually giving them whathey want rather then just giving them a

whol e page of figures, pick out what Yy
you all the Jinformationél[l F]
éyou actually provide better i nfor mat

what they are looking for or what the decisiomythare going to
make is about. So | think in one sense you actually provide much
better information because you are so involved in it [GF].
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GF cont i eimgesdinvolved in thedstrategy and in the business decisions then
you provide better informain. | know myself that | have changed the way we would

give our management accounts on a monthly basis so as to make it more delevant
Similarly, NF remarked on the consequences for management accounting information

from being more involved:

eit i ideredt to besmore live and relevant than if it was just
being produced as month accounts every month and left at that.

OMs noted a positive attitude towards management accounting information as a result

of having interaction with the accountant. GO commend t hat 61 t hi nk

l' i kely to question it more and to actua
interaction with the MAs. DO noted how having the interaction with the MA fostered

a better approach to the information produced by MAs:

If you had your linkage with the accountant and you work with him

daily or weeklyéperhaps, you as a mana
accountant that prepared this, hebds in
some time to prepare thisgdseeol | go th
exactly where the areas of concern ar e
of time at it Whereas perhaps i f youbo
pushers or the bean counterso, you mi

paper basket, you might be tempted [DO].

If MA interaction was not present, negative consequences regarding information were
percei ved. JF comment-teileneé@tt hdn tddhteh eMAh ar
the post and in the meanwhile thereds mo

limitations of providing management accounting information without its operational

context:
So at times, you know if youodre tryin
controller] can be asking tough questions without understanding the
process fully, siesp ean thes mahagealto@ et he bu
spreadsheet. Whereas i f you work in o]}

and turns that can happen that are far away from a spreadsheet.

AOl1 noted that o6therebs certain figures Y

a basamsd fPOOr emar ked t hat 6i t woul dnot b ¢
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accountant there to explaind. Thus, i nvol

impacting on management accounting information by both FMs and OMs.

5.4. 2.2 MAs O nandipancelcntesid i on o f

The interaction gave MAs a sense of the wider organisational regard féinaonial
criteria in decision making. GF noted t he
the only criteria used to make a business decision #ndk that would be one of the

bi ggest ones [ consequences] ésometi mes it
something [GF]. AO2 noted:

énot to stop those decisions being ma
decisions being made just because they do not satisfg pur

accounting criteria. There are other criteria which have to attach to

strategic type decisions.

There was also a sense that MAs apprecia
service a | ot of the other f uatiimeasyoodos &6 anc

reali se why you have to come second pl ace

5.4.2.3 MAs can assess the quality of information

There was a perception that through MAs interacting with OMs, they were likely to

be more adept at evaluatingf or mat i on. NF stated that
understanding of how the business works to know whether or not the information is
good?o. |l O noted that MAs:

éneed to understand what a project or
make an informed decision rathéah just basing it on how figures
tot up.

CO observed the importance of having a mutual understanding and many
interviewees recognised the mutual benefits accruing to MAs and OMs through

interaction. CO stated that:

By having the finance function veryudd in to the day to day
operations of the site as much as the monthly reporting of the
activities or whatever means they know where we are coming from.

200



IO noted thatif:

efinanci al people can understand what
you have the énefit of their experience and how financially things
will transpire, or should transpire.

FMs remarked how assessing the quality of information depended on the MA

interacting in the business:

éfigures, you dondt get wevwseaayt hing frc
true picture from the figures sometimes. You have to be out and
about, you talk to peopl e, y ou l i ste

certainly from my point of view | have solved problems [PF].

éei f an accountant I's sitteag I
meetings or no t-relgiogiwthgfactorp geoptethe i nt er
wonot know what to expect at the mont
could be this way or that way or why the figures could be up or

down [FF].

Thus, many FMs and OMs connected the MAs Bbito assess the quality of

information to their interacting in, and understanding of, the business.

5.4.3 Role interface

The relationship between FMs and OMs was perceived in the main as positive in
regard to the interfacing that took place between tAdrma.consequences of the roles

of MAs included: enhanced relationship®le conflicts potential to challenge
managersthe likelihood of managers to present issues to MAdg a need to sell the

roles of MAs.

5.4.3.1 Enhancedelationships
FMs and OMs gnerally perceived that the various interactions between MAs and
OMs had led to enhanced working relationships. 10 remarked that the involvement

6woul d be positive, in gener al it i s reas

é they would be more involved in the business it would make
them better people within the company and probably assist us as
well.
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As a result of MAs interacting more with OMs, AF1 observed that it facilitated better
relationships, whi ch fostered mor e ope
communicatm pi eced. AF2 noted that o6if you ha

...If you build up a relationship with a manager then obviously the

flow of the information, the better the relationship the better you can,

l i ke 1T f you donot itl havder tosgetthenoto e t hat we
change [AF2].

CO observed that \wonld fostea goodi worging welatiomshipelAs 6
Mor eover, CO explained that it was O0how
successful you will be atitand if youcanadapt cust omer r el ati onsh

JO obsertvéesd a hvaer yoipésianis éwekbatesepsht pd

5.4.3.2 Role onflict: policing and partnering

A recurring theme was the extent to which conflict was a consequence of the existing

roles of MAs. In general most managers recognised the potential for some role
conflict in the MA being involved in business decision making processgete also

mai ntaining a required degree of independ
team,abusiems team, there is a conflict, yesbo.
as JO remarked o6it is just a matter of ga
fit of marrying them [being independent a
perceivel a conflict but was clear on allegiances:

There are two hats, it is a challenge at times, no matter what we say
or do in a decision making process our golden rule is we follow
Company B standards [BF2].

NF perceived the potential for conflict but alé® thecessity for MAs to be involved

in business decision making as a means of being more effective at control:

ewel | I know it is hard, It sounds | il
terms but it is actually easier to be objective when you know what
you ae being objective about. It is very difficult to be objective
about a business when you donot know
whet her the information youdve being g
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Similarly, AO2 observed a link between having both businesswvletge and

objectiveness in the roles of MAs:

It just needs a full understanding of their own role and a full
understanding of what other people around the table are trying to do
which at times may be in conflict and you can only resolve that by
using obgctive data and having a total understanding of the business.
And it is only by being at the table that you will have a total
understanding of the business [AOZ2].

One manager noted it was not a conflict b

€ s o i findldhe batance between supporters or partners in a
process and maintaining some vigilance over the financial reporting
of the company as well [CO].

In Company E, the organisational structure was such that potential role conflict was

addressed by havirggparate roles for MA:

Those roles within Company E are separated. So you have the
business partners who would be very much along the lines of
partnering with the business, you know helping the business make
decisions. And then you have the people who the accounting
services centres [EO]

When asked about whether splitting the roles addressed the conflict, EO and EF

responded:

I t hink it doesévi ce presidents can
accountants to do certain things [EO]

At the end of the dayhe integrity of the figures may not be one
hundred percent so probably there is
highé. 1 d6dd i magine having them separate

As noted earlier regarding involvement and personal qualities (see section 5.3.1.5), a
cetain amount of strength of character was perceived as required, and experience, to
fulfil such roles. Although the conflict was recognised as inevitable, many
respondents perceived it as manageagieen certain strength of character. OO

c o mme nt étdink if thearight gersonality, well if they can make their decisions
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objectively, and keep the overall company
a probl emb. One FM noted how Othere 1is

underscored the neéar strength of character in the roles of MAs:

Close to the business, not the manager, not close on a personal level,
ot herwise compromising your position,
[DF].

When an accountant moves into other areas and he is part and parce

of that decision processéhe has got t
make sure that the standards and demands of that function are

protected and maintained [HF].

| think you have to be very independent minded, very strong minded
[PF].

The finance direcr of Company H relayed a story from an earlier experience of

getting too involved:

| think if | had of maintained an independence of that, we would not
have been stuck with as much a debt as we would have been because
| was completely involve@nd | wasnot objective enough was in

my late 20s at the time and it was a lesson | learned well [HF].

The financial reporting burden, and in particular in US multinational subsidiaries with
the DX impact, seemed to consume a disproportionate part of finascerces and
orientate accounting more towards policing than partnering as HF reflected:

| am very pessimistic about that [MA] role today because of what |

see as the Sarbanes Oxl ey environment
back what I call the business likeurs, years at this stage, in terms

of more and more controls, controls, controls [HF].

BO1l si mi | ar bnyliance iiole chn rmakeapartnassbip role not work but not
a problem here, dondét policed.

5.4.3.3Role conflict MAs 6 appr oacéntwtoOMsnv ol vem
Some OMs identified consequences for functional relationships based on the
perceived purpose and extent of interactions between MAs and OMs as CO
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comment ed: 0t he styl e dictates a | oteého
collaborative rathet han control |l ing, t hen IGfCO]s pr ob.
A number of OMs made reference to unsolicited or inappropriate involvement. PO
commented that 6t here are times you have
dondét need t o6 gaheydsttheapg o m vatl hveDihe manager! e 6 s
mentioned the unnecessary questioning of variances by MAas O0i f t hey we
into whatodos going on they should be well
elaborated further:

Sometimes it [irgraction] can lead to conflicts with financial people

not fully understanding how a situation develops on the shop floor

resulting in a poor financial or a better financial report than
expected. They might ask silly questic
they understood the process, those questions might not be asked or

they might understand without having to ask the questions. It can

|l ead then into a | ot of Aargy bargyo,
hereo, you know youdre asked a | ot of

Some managys indicated that involvement of MAs might not be always welcomed by
OMs:

éa | ot of management accountants woul d
i n producti on management é. and t hey d
actually donoét fit t hsameperbpectiveuse t hey
[1O].

€ you do find if someone has respect and command and is seen to be

there helping they will be encouraged more to get involved in the

i ssues and difficulties whereas if y O
corporate person, kind of waidg the errors, watching the

slippages, you would be very excluded very quickly from the

difficulties and the resolutions [HF].

éwhet her they should or shouldnét [ be
the individual and what tcontgf want to
thing, no, but if there is something that they want to contribute and
offer an opinion on how to help with the decision then why not [LO].

The same manager continued by elaborating further on the purpose of the interaction:
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There are project teanand there is interaction but generally
speaking people will quite often leave finance out of that loop
because they see them as that controlling, almost interfering
influence rather than we must get so and so on the team because he is
going to add valu® the end result [LO].

GF commented that one 6may have conflict
provi de, donot I i ke resul tso [ GF] . I n C
invol vement of MAs O6can be positinge or
perceived as negative and oflexibidity a

spends and undapends for different projects being perceived as positive. Regarding

the roles of MAs in decision makimg pr oceée
make decisions, production decisions thel
yes, but not, but notésome of them try to

5.4.3.4 Ptential to challengeOMs
Some FMs noted that having interaction with OMs made it less diffewchallenge

managersCF noted that:

If you have a good relationship and you are dealing with people on a

regul ar basi s, and regul ar conversat.
such a big deal then to challengeéand
ways.

CO largely confirmed this with a description of the interactive nature of control in

Company C:

| suppose watchful overseers as control has a strong connotation to
it. Working with us and helping us to maintain the focus on the
things we need to do. Conlyd prefer not to use the word control,
more collaborative. We have SOX for control.

IF explained that:

écontrol i's easier, everyone under st al
the day it is all for one and one for all we are not out here on our
own trying toknock them all down. We are there to work with them
and | suppose that is a growing, it 6s
year s, l ook 1ités not. the bad old accou
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FMs noted that with interaction it was possitided b ui | d up monships bet t e

with the managerso6 [ PF].

5.4.3.5 likelihood of OMs to present issues to MAs

Some FMs noted that one consequence of being more involved was that managers
were more likely to approach MAs if they had conceiB. observed that OMs
would draw MAsinb i ssues in their functions as
respect of t heAFBrotecethat depart ment so.

€ they would ask you for the information and they would obviously
try to understandéand i f they didndt
about i

CF noted that:

If you are that bit more remote and hands off, people will be hands
off to you, you are not going to be aware of the changing factors,
theydre not going to be as wupfront if

KF r e ma r lkget dthet deattmertsvalved in various aspects then the more

they feel they can funnel the information fromdus KF added:

€égot them t oday,togve meltheic regortso séei gur e s
what their efficiency levels are like and once they start getting used

to this infomation, then | am asking them, well if you looked at it

this way or you looked at it that way

AF1 observed that MAs interacting with OMs led to OMs being more open with MAs

about matters of concern to them:

ei f people are out a n lom & monu t youor e,
accountant rol e, theyéknow that youbv
theydre doing. They also know that the
causing them issues.

MF commented that o0if any of them have a

out 0.
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5.4.3.6Need to sell the role of MAs

In some companies there appeared to be a need for MAs to convince OMs that
interacting with them was in their interest. The following comments by FMs and OMs
imply that OMs may be sceptical or apprehensive about vmglMAS in their

functions:

éewe have been trying to work with th
actually worked with you, you might get a better result at the end of

the day [IF].

ébut the key is for the &usinbessunt ant to
unitg to actually buy into it and say yes this is going to benefit you,

and ités a very hard sell [ AO1] .

éthey are very involved at times and ¢
being nosey. Il tés hard. It i s a fine |
might getinvolved i n a project in production, |

ités for the.bigger picture [ PO]

One FM recognised the contribution from MAs being involved on project teams may
not initially be apparent:

Being on project teams whmeopke it woul d
first, oh, we should have management accounting here, but once
wedre on board then you can bring a bi

CF further noted the selling dimension to the roles of MAs in a comment about MAs

0 @veloping and being taken seo u OheOM .noted that part of being an effective

MA requiocede omecodgni sed within the organi
[AOZ2] indicating a need for MAs to build a reputation around their roles.

5.4.4 Summary of consequences

The findings on consequences of the roles of MAs have been presented in relation to
those that can be grouped as having an impact on performance, those that relate to
impacting upon informatigrand those that relate to the interaction between MAs and
managers. WheirMs were asked to indicate where MAs were most effective at

making a contribution, and hence the consequences of their roles, the most common
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theme to emerge was acting as a guide or support to senior management decision
making which typically involved povision of financial analyses towards this end.

Two FMs mentioned project work while two others emphasised control and two
others noted adding value in a general sense. The OMs response tended to be more
varied but about one third of OMs emphasised tragtieatest contribution lay in the

area of cost management . Only one manage
contribution, while another suggested strategic positioning but more in the context of

the financial director as opposed to the roles of MAd&e findings on the
consequences associated with the roles of MAs are analysed in the discussion chapter

in section 7.5.

5.5 Summary and onclusion

This chapter has presented the findings from phase one of the study derived from 18
interviews with FMs and 18 interviews withOMs in medium and large
manufacturing firms. The chapter has established a range of antecedents,
characteristicsand consequences associated with the roles of MAs with each of these
major finding streams being analysed further istdycategories of findings. The
analysis of these findings, following the data analysis process described in section
4.9.1, led to the establishment of the research objectives for phase two of the study.
The range of antecedents, characteristiosl consquences associated with the roles

of MAs serve as a useful template of factors that would be relevant in any subsequent
research on the roles of MAs, or in focusing on some patrticular role of the MA. The
second phase of the research did adopt this teenglata starting point in the
development of phase two objectives, which is presented at the start of the next
chapter (see section 6.2). Table 5.1 presents a summary of the findings which is

followed by an explanation of these themes.
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ANTECEDENTS CHARACTERISTICS CONSEQUENCES
EXTERNAL INDIVIDUAL INFLUENCING PERFORMANCE
Ownership Business knowledge With interaction: Less interaction:
Environment Interpersonal and - Enhanced decisian - Weaker control
Regulation communication skills - Better planningk control | and performance
IT skills - Businessinformed MAs | - MAs lack
Flexibility business
Personal qualities knowledge
Technical skills
Monitoring skills
Organisational influence
INTERNAL ACTIVITY INFORMATION IMPACT
Size Information provider, With interaction: Less interaction:
Structure interpreterand decision - Enhanced quality, usand | - Less interest and
Culture supporter value of information value attache to
Technology Periodic performance - MAs appreciate non information
Managemen reporting and planning financial criteria

Business nature and
circumstances

Project assignments
Ad hoc analyses

- MAs can assess quality of
information

Location Administration
Performance Use of techniques
management systen Educating OMs
INDIVIDUAL INFORMATION ROLE INTERFACE
Orientation Information attributes With interaction: Less interaction:
Background Meeting information needs | g nanced relationships | - Less scope for
Information use (nomise) | _Rgje conflict: polichg and | conflicts
Information challenges partnering - Managers more
- Role conflict: MA® remote
approacho involvement | - Need to sell the
with OMs roles of MAs
- Potential to challenge OM
- Managers more likely to
presenissues
SUMMARY THEMES OF PHASE ONE FINDINGS
ANTECEDENTS CHARACTERISTICS CONSEQUENCES

HO and SOX strong
antecedents in US
MNE subsidiaries.

Interpersonal skillshusiness
knowledge flexibility

taking initiative, being
innovative and strengtbf
character emphasised.

MAs interacting with OMs ¢
outcomes for performance,

an lead to positive
the OM, and the MA

Management
(including FMs and
OMs) perceived as
strong antecedents.

MA as provider, interpreter
and decision supporter but
scope for morénvolvement.

Conflicts and ambiguities associated with the

interaction between M#&and

OMs.

MAs themselves
perceived as strong
antecedents.

FM uncertainty on
information use and OM
indications of information
needs not met.

Most effective contributionsaa guide to senior

management decision maki

agd control.

Levels of analysis:
externalthe firm,

andtheindividual.

Level of analysisthe
individual.

Levels of analysisthe firmandthe individual

Somemwmr mat i

vV e
FMs 6

ori ent at iptonofthd rold ohMAS T v i e w¢
di st i mfdWAsaosn OGoofp erroalteisonal 6.

Table 5.1 Summary of phase one findings
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The findings indicate a number of issues that require further, and deeper,
investigation. There was a strong consensus in the fiadioghn FMs and OMs on the
roles of MAs in providing and interpreting information that supported OMs in their
decision makingand controlprocessesHowever with respect to performing this
function effectively the findings highlight that some MAs: lackeédracteristics such

as business knowledggiexibility, using initiative,andwere not adequately involved

in supporting OMs Strength of character in conjunction with effective interpersonal
skills was also emphasised for the roles of MAs. Sorf@mation providedwas not
always relevant to OMas some FMs were unsure of how accounting information
was used by OMsaand OMs indicated scantily reviewed, redundant, or missing
information. OMs also displayed a capability to procure information independently of
MAs. These findings relied exclusively on interview data and so specific management
accounting reports or information were not examined although the findings clearly
suggest that including accounting reports and information in fallpwesearch

would be srongly merited based on these findings.

The range of antecedents identified seem to suggest that some could be classified as
having a negative impact on the roles of MAs with respect to supporting OMs. The
influences of head office and SOX were peredi very strongly in US MNE
subsidiaries which could curtail or negatively impact on interaction between MAs and

OMs. These two factors would merit further examination in how they influence the

roles of MAs, given their perceived prominence in the findialgeve. It has been

noted that management, or OMs, were perceived as a strong influence on the roles of
MAs, and within this category, the roles of FMs themselves were perceived by OMs

as instrument al in the roles dAOldMMAs enac
6invol vement 6 [ BO2]. The findings present
regarding the roles of MAs but not necessarily how they as FMs may shape these
roles, apart from the perceptions of OMs on this. This would indicate a value in

captuing the perceptions of MAs themselves on this point.

The consequences, as outcomes of the roles of MAs, suggest that MAs interacting
with OMs can lead to positive support for OMs and company performamck
positive impacts for MAs. The variability ofivolvement of MAs in supporting OMs

appears to lead to different consequences e.g., more interaction was associated with
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information provision, enhanced decision making, planning and control, better
performanceand more businesaformed MAs which, withotithe interactionmay

not be the case. This interaction between OMs and MAs however was not found to be
straightforward e.g., more interaction was linked to a number of role conflicts for
MAs that made providing support to OMs somewhat conditional aneriaig while

less interaction implied that MAs would have to invest in convincing OMs of the
merits of their involvement. Furthermore, and linking with the antecedents, it was
observed that the expectations of OMs were sometimes unclear, suggestinga need
better and more deeply probe the expectations of OMs. The ambiguity, conditionality
and uncertainty around how MAs support OMs from the findings above suggest that
further investigation could usefully probe further into the nuances surrounding the
interaction between MAs and OMs, especially how MAs can more effectively achieve

positive, as opposed to negative, outcomes for managerial support.

It can be seen from the findings that the factors associated with the roles of MAs
operate at different level§here are antecedents that are at the extéwel (e.g.,
environment, corporate), organisationavel (e.g., size, structure, culture) and
individual level (e.g., orientation and backgroun@iwo antecedents that were very
strongly emphasiseoly intervieweeswere the influence of the MA on their own roles

and the influence of the manager (as an element of management) on the roles of MAs.
There are characteristics that again relate to the individual level and characteristics
that relate to the accoung activities that these individuals engage amd the
information that they provide. The consequences relate to performance, at both the
organisationalevel andtheindividual manager level, and information impact and role
interface that relate to thedividual level of the MA and the OM. With respect to
advancing from tis range of antecedents, characteristicgl consequences to further
research, the findings overall suggest that focusing on individual level factors would
have greater merit than foging on variables at the organisational or external level.
This is because the findings uncovered more variation in individual level factors than
for factors operating at the organisational or external level. Thus, MAs at an
individual level, seemed tiee more or less effective in their roles due more to factors
which included their orientation, background, understanding of the business, inter
personal skills and approach to involvement with OMs, than to organisational factors

such as size, culture, techagy or external factors such as the environment or head
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office. That is not to say that organisational and external factors did not influence the
roles, they did as noted above, but that these factors were perceived as doing so to a
lesser extent and thdhere was less notable variation between MAs from these

influences.

One limitation of these findings is their somewhat normative orientation e.g., the
perceived antecedents, characteristased consequences were largely expressed as

how these factors shtd operate. There were, for example, normative notions
regarding what skills MAs need to possess, what information they ought to provide,
and how they should interact with manage
senior FMs (e.g., finance directorsydncial controllers) provided their perceptions of

the roles of MAs, roles which they may previously have occuypiedere currently

performing in some capacitiesr were roles reporting into their more senior financial

roles in the organisational hiecay. There was also a perception that MAs were

@@perational 6 [ DO], O6providers6 [FF], and
6strategicd [ DO], 0Ot h®%adveayfrosmdeskn [MR&GEer [ s] 6
is somewhat lacking in this analysish er ef or e, i s a deeper undo
and O6lived individuals enacting the role

OMs who participated in this phase of the research provided their perceptions of the
roles of MAs generally in normatiierms and not in the specific context of particular
MAs.

The basis for the phase two objectives are presented at the beginning of the next
chapter in section 6.2. The collective picture that emerges regarding the roles of MAs

is examined in the discussiarhapter (see section 7.2yhile the individual sub

themes are also discussed in chapter seven under the discussion of antecedents (see
section 7.3), characteristics (see seclat), and consequences (see section 7.5). The

next chapter presents the fings from phase two of the study as per the design

outlined in section 4.6.
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Chapter Six

Findings: Phase Two
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6.1 Introduction

This chapter presents the findings from phase two of the research using the case
methodology a discussed in section 4.6 which involved the investigation of the roles
of 12 MAs as intewiansngthetn aridihe @Mgthey worked closely
with, and examining management accounting reports around these roles. The first
section sets out the dgsis of the phase one findings leading to the establishment of
phase two objectives, while keeping the underlying literature gaps in mind. The
section following presents a brief profile of the 12 MAs in the context of the five

manufacturing firms in whicthey were based before presenting the findings.

6.2 Phase one analysis leading to phase two objectives

The outcome of phase one was an extensive list of antecedents, charactandtics
consequences associated with the roles of Maksl some key themeand issues
relating to these as noted in section 5.5. Phase one provided a template of factors both
to assist in the formulation of phase two objectives and to be the reference point in the
context of phase two data collection in being what phase onerbattgermined as
associated antecedents, characteristiosl consequencdesr the roles of MAs As

phase one was an inductive piece of research it was not possible to cahatuilis
template of factors was definitive and so the researcher was preépasedopen to
othernewfactorsarising in phase twd\otwithstanding this, the template was used as

the relevant basis for further investigating factors pertinent to phase two objectives.
The interview guidesused inphase two(see further discussion log) contain

di scussion Oprompt boxesd6 that were base
Thus, fhase two of the research focused in on particular aspects of these factors and
the methodological design was also informed from this analyhis.major temes

from phase one analysis that framed the setting of phase two objectives were as

follows:

1) The findings reveal a range of antecedents to the roles of MAs (see section 5.2),
with a strong emphasis being placed on the influence of managers on thaf roles
MAs, and the influence of the MAs on the roles themselves. Some of the
antecedents seem to be oriented towards meeting external requirements (e.g.,
head office, SOX), while others seem to be oriented towards meeting internal

requirements (e.g., OMs). €Hindings on individual antecedent., the ability
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2)

3)

4)

of MAs to influence their own roles, suggest that MAs may have orientations to
particular accounting roles. These accounting roles may vary in the extent that
they support OMs i.e., the individual ddibe more oriented towards meeting the
needs of OMs or could be more oriented towards external financial reporting (see
section 5.2.3).

The findings on individual characteristics reveal a wide skill set (see section
5.3.1) and there seems to be muohsensus between FMs and OMs regarding
important characteristics (e.g., interpersonal eachmunicationskills, business
knowledge, flexibility and initiativg with some OMs indicating that MAs should

be stronger on the lattdireein particular.The neessity for strength of character

in interacting with OMs was also emphasiséte characteristics noted suggest
that the extent that MAs possess these may have repercussions for how

effectively MAs discharge their roles.

The activity characteristics (®esection 5.3.2) identified in the findings reveal
concurrence between FMs and OMs on the roles of MAs as information
providers, interpreterand influencers of managerial decision processes across a
range of activities. The findings show that MAs shobkl more involved in
supporting OMs, that their level of involvement was generally not strategic

that the way that MAs actually got involved in activities with OMs could be
supportive or unsupportive to OMs. A distinction was also made by some FMs
thatMAs were more involved in information provision, operational issaed at

their desks versus FMs who were more involved in the business, and in decision
processes which were of a more strategic nature. Some MAs appeared to be
overly consumed in adminrsttive tasks, which could have implications for

supporting OMs.

The information characteristics (see section 5.3.3) noted in the findings reveal
some variability in OMsé perceptions
with suggestions that there mighe bedundancy, underse, manager variability

in use, a more financial and historical than 4fioancial and future orientation

and low levels of adoption of accounting innovations. The findings therefore

suggest that MAs have some scope to better pravideagement accounting
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5)

6)

7

8)

information in supporting OMs.

The findings on the consequences (see section 5.4) of the roles of MAs indicate
there are some positive managerial outcomes regarding information provision,
decision making, planning and contrahdoutcomes for performance associated
with the involvement of MAs with OMs. However, some consequences of the
roles suggest that the involvement of MAs might not have positive outcomes for
supporting OMs, such as a number of role conflicts that were evidethie
findings. It was observed in the findi
their roles to OMs i.e., demonstrate the potential of their roles to support OMs.
The findings on consequences of the roles of MAs thus reveal that MAs
providing suppdrto OMs hae a number of challenges associated with it. This
suggests a need to better understand how MAs can better s@dysrin the

performance of their roles.

The list of consequences identified in phase one may be categorised into those
that relaie tothe managere(g., involvement indecision making, planning and
control, information provision) and those that relatetite MAs in their roles

(e.g., being more informed, appreciating nbnancial criteria and easier to
challenge). It could be argd that further research on the latter category of
consequences, while maybe of interest to MAs, could be challenged as being
limited in scope in this regar@y focusing on how MAs can better suppOitis

in their roles phase two would therefore be sabgcta particularly relevant
outcome variable that was identified as such by the interviewees.

Collectively, the findings on antecedents, characteristacgl consequences
reveal that the perceptions of important roles for MAs expressed strongly, by
FMs ard OMs, were in terms of MAs supporting OMs in their decision making
and control functions (see sections 5.2.2.5, 5.3.2.1,,%4d15.4.2). Furthermore,
when perceptions of the greatest contribution of the roles of MAs were sought it

was generally statad relation to supporting OMs (see section 5.4.4).

Phase one provided the relevamtecedents, characteristiesd consequences

associated with the roles of MAs that could be relied upon in the further, more
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focused, investigation of the roles of MAs phase two i.e., reference might be
made to some of these in the specific context of addressing the objectives of
phase two, outlined below. Thus, it was not necessary to reinvestigate these as
this work was done in phase one. This also justifies theumting of phase one

prior to phase two as it would not have been possible to conduct phase two
without first having known these associated antecedents, charactemastits

consequences and the issues emerging as noted in section 5.5.

The analysis of theghase one findings presented above formed the basis for the
establishment of phase two objectives. A recurring theme is the extent that MAs
appear to have an impact on managers performing their roles (e.g., consequences
relating to information provision,atision making, control, performance outcomes),
given the existence of a range of antecedents and characteristics which demonstrate
considerable variation, and associated conditions, in the making of this ifRigace

6.1 illustrates the movement fromgge one to phase two of the study that reflects a
sharpening focus.

PHASE 1
Antecedents, characteristiead consequences associated with the roles of MAs

PHASE 2
Extent that atecedents and characteristics
associged with the roles of MAs
have consequences for assisting OMs in the
performance of their roles

Figure 6.1 Movement from phase one to phase two
Thus, phase two focuses specifically on the roles of MAs with respect to the
consequences fassistingOMs in the performane of their rolesThe objectives of

phase two are:

1) To analyse the extent that antecedents associated with the roles of MAs have

consequences fassistingDOMs in the performance of their roles.
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2) To analyse the extent that characteristics associatedhgitioles of MAs have

consequences fassistingOMsin the performance of their roles

From a research design perspective, the findings from phase one indicated that an in
depth case approach would be the most appropriate d@sigrdesign of phase one

(see section 4.4.2) captured the views df8 senior FMs and 18 OMs in 16
manufacturing firms regarding the roles of MAs and, as noted in section 5.5, these
views were largely normative s opposed to rel atispegfict o act
individuals in the firms.In phase ondhere vere no predefined critera set with

respect to specific working relationships or interacti@arsl specific individuals in

actual roles.

The MAs in phase two were more junior to those in phasgsseesection 4.8.3)n
phase onesenior MAs were often finance directors and controllers providing their
perceptions of the roles of MAs, not perceptionstlad roles ofsenior financial
officers andthe overallfocus of this study is on the roles of MAEhe findings in
pha® one alsshowedsome distinctions being made betweenrbles of FMs and
MAs, often suggesting that MAs were not as actively involved with OMs as the FMs
were (see secti@b.2.25 and5.3.2.)).

For the research design of phase two, role thééapn et al, 1964;Katz and Kahn,

1978 played an important part in the case study data collection (see section 4.6.4)
because it predicts that the expectations of managers (i.e., as role senders) has an
influence on others in the organisation (i.e., the fooklds, MAs). As notedabove,
managers were perceived as a strong influence on the roles of MAs (see section
5.2.2.5) but this influence seemed to lead to MAs not meeting these expectations
(under points 2, 3, 4 anddbove. Role theory methodology theregoprovided the
guiding data collection tools to acquire ardepth understanding of the expectations

of OMs. As noted in section 4.8.3, role theory methodology also enabled a specific
MA to be linked to a specific manager with respect to understandegxtent to

which MAs meet the expectations of O81This brings into sharp focus how MAs are
actuallyassistingOMs in the performance of their rolesthe context of specifically
paired MAOM relationships, and not how MAs ought to do so.
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The phase ondindings identified antecedents, characteristiaed consequences
associated with the roles of MAs at different levels of analysis (environmental,
organisational and individual) and the individual level of analysis, as noted in

section 5.5, showed grest variation and perceived strength of impact on the roles of

MAs. Thus, the case design (see section 4.6) was based on treating the MA, and not
the firm, as the Ocasebd6 in the case stuc
review, the focus onufther understanding the effectiveness of the roles of MAs in
assistingOMs in the performance of their rolkas already been identified agap in

the existing literature (sesections 3.7 and 3}

6.3 Profiles of MAs in manufacturing firms

To prote¢ the confidentiality of individuals and organisations in the presentation of
findings, the interviewees are anonymously referred to using a double lettering system
(see section 4.8.and table 4.0). The first letter indicates which of the five firms the

MA or OM is located in (e.g., A, B, C, D or E) and the second letter indicates whether
the interviewee is a MA or an OM: M for MAand O for OM. If there is more than

one MA, or related OM, in the firm a numbering system is used e.g., BM3 is the third
MA in Company BMAs identified OMs that most influenced their roles and thus the
referencing also reflects a matched pair e.g., AM1 and AOL1 is the MA (AM1) and the
OM (AO1) that the MA identified as most influencing her role. This section provides

a brief prdile of each manufacturing firm and the MAs therein.

6.3.1 Company A: four MAs

Company A is a large engineering firm that manufactures components for
international marketsis a member of the Fortune 500 US listed comparaesl
operates in over 90 coue$s with a workforce in excess of 100,000. The long
established subsidiary employs approximately 700 employees. Four MAs and an OM
that worked closely with each MA were interviewed as part of the study. There were
two separate sites in the same localitye darger one where three MAs were based
and aligned with three particular business units, and one other smaller site where one

MA was based. Figure Bprovides an organisation chart for the four MAs.
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| Financial Controller |

Operations Operations Financial Financial Controller

Accountant Accountant Accountant Site B
Busiress Unit A Business Unit B Business Unit C |
Site A [AM1]* Site A [AM2]* Site A [AM3]*

Operations
| Accountant Site B
Receivables, [AMA4]*
. . Payabls, Payroll,
Accounts

Figure 621 Finance organisation chart for Company A

The subsidiary was a O0completely metric
the managing director of this facility | have no autonomy to spend money here other
than what is in our annual operatingmpfa The subsidiary was primarily focused on
manufacturing and distributing engineered products, as a part of the wider group
structure, and did not have any local sales and marketing functions. The company was
in an extremely competitive manufacturing #omment and there was a very
aggressive focus on cost reduction as there was a threat of manufacturing moving to
lower cost locations. The company used SAP® (an ERP system) and its support had
recently been outsourced to Bangalore in India.

6.3.2 CompanyB: four MAs

Company B is a subsidiary of a large US listed multinational corporation in the
pharmaceutical sector. The subsidiary employs over 400 people. There was a team of
four MAs (BM1 to BM4) reporting to a team leader as depicted in figie 6.
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Financial
| Controller |
Management Accounting Services Team Financial Accounting Services Team
Leacer Leader
Management AccountantCapital || L { Finance Administratoir Cash, Inter
[BM1]* company tax
Management Accountaninventory |— | Finance Administratoi
[BM2]* Accounts Payable
Management AccountantPlanning 1 Finance Administratof
o ] Accounts Payable
[BM3]
- Financial Accountarit
Management AccountantCost || General ledgereporting
Analyst [BM4]*
Payroll Specialist Accountant

Management AccountantCost — —
Analyst#

*Phase two interviewees #New positioncreatedduring data collection

Figure 631 Finance organisation chart for Company B

Company B was primarily a orfroduct manufacturing firm and was in the early
stagesof its development with rapid expansion occurring at the tinthis study.

There was not the same competitive cost focus (as was evident in Company A) but
more a focus on operational setup and expansion. Unusually, ghiradaction staff

on site werguggled in that the finance function staff did not sit together e.g., one MA
could be sitting amongst staff from the supply chain, production planaind
packagingunctions The open plan office style and relatively short distance between
staff made cotact with fellow functional members straightforward. The site had a

databasdrased system but it was perceived asstahdard to other market offerings.

! Opportunistic interview with the manamj director, March 28 2006.
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6.3.3 Company C: one MA
Company C is a subsidiary of a large US multinational corporationeinmixdical
devices sector. The organisation is a private famiyed business with 1,400

employees worldwide located in 30 countries. Figuddllustrates the finance chart.

Managing Director

Finance Operations functions
Director

Financial
Accountant
CM*

AccountgPayroll

*Phase two interviewee
Figure 6471 Finance organisain chart for Company C

With a private firm status, Company C was understandably the most cautious of the
participating firms in the discussion and examination of performance and reports. The
company had recently undergone a traumatic doubling of scatgperations as
dnanaging a 30@erson business is totally different to managing a-p&8on

busines§. The | T system2wwarsolder yl i m&ksidc tan d hd
insistence, and so much use was made of spreadsheets. The product was of a premium
standard and in a higtlemand niche market. The factory operated a continuous

improvement philosophy and was relatively autonomous.

6.3.4 Company D: two MAs

Company D is a major division of a large Irish multinational corporation in the food
and beverage sectorand approximately 400 people are employed in this division.
The company very recently installed SAP® as can been seen from the finance chart
below wheretherewas an accountant fultime on the project. The company has a
number of regional busingwunits and has sales, markefiagd retail divisions as

well as production and distribution in common with the other firms in the study.

Figure 65 illustrates the finance organisation chart.
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Financial Controller

Management Management Financial Management IT Manager

Accountant Accountant Accountant Accountant

Supply Chain SalesDivisions Projects- SAP

[DM1]* [DM2]*
. \‘ Treasury Progammer
Unit Accountant(1) Accountant
Unit Accountant(2) Hardware
Installer

*Phase two interviewees

Figure 651 Finance organisation chart for Company D

6.3.5 @mpany E: one MA

Company E is a subsidiary of a large French industrial materials multinational firm
that operates in over 50 countries and employs in excess of 200,000 people. The long
establishedubsidiary in Ireland operates in the construction sector and employs over

100 people. Figure 6illustrates the finance organisation chart.

Plant Manager &
Financial Controller

Financial Operations
Accountant functions
[EM]*
|
Accounts
Payroll

*Phase two interviewee

Figure6.61 Finance organisation chart for Company E

The company hasvo major product divisions and a sales and marketing function.
The IT systems were very basic and not integrated and there was a heavy ogliance
spreadsheet use. The company was at the very early stages of the introduction of
World Class Manufacturing @nSAP® at the site. Since the undertaking of this

2 Opportunistic interview with the finance director,"2&pril 2006.
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research a decision was made to end production at the site, with the collapse of the

building industry being cited as the major contributing factor

6.3.6 Profiles of the roles of MAs

The MAs©O

in the current jolareillustrated in table 6.1.

ap qualificatiens ana years of service with the companytiamel

MA Qualification Time in job Time in
company

AM1 CIMA 4 years 9 years

AM2 CIMA 7 months 7 months
AM3 FCCA 5 years 5 years
AM4 CIMA 2 yeas 7.5 years
BM1 CIMA 1.5 years 1.5 years
BM2 CIMA 10 months 10 months|
BM3 CIMA 2-3 years 4 years

BM4 CIMA (PQ) 2years 2 years

CM ACA 10 months| 10 months|
DM1 ACA 2.5 years 9 years

DM2 ACCA 6.5 years 9 years

EM CIMA/ACCA | 2.5 years 3.5 years

Table6.1i Professional accounting qualifications and service years of MAs

MAs identified those in the organisation who they perceived as most influential
their roles (see appendix G). These influenieegely related to the roles of MAs
being aligned to syprt particular functional roles of OMs e.g., MAs in Comjpan

A, B, and D7 the largest firms were aligned to support specific business units or
business processes. MAs were involved in some common and some very different
activities and Appendix | progies two tablesn this regard one which lists the
activities making up the roles for each individual MA and one which lists the
activities most associated with interaction betwdenMA and the OM. Table 62
illustrates job titles of the MAs and OMs thtaey were linked with which provides
some indication of the roles of MAs and OMs.
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OM Job Titles MA Job Titles

AO1 | Supply ChainMaintenance Manager | AM1 | Operations AccountarfUnit A)

AO2 | Operations Manager AM2 | Operations Accountarfnit B)

AO3 | Budness Unit Manager AM3 | Financial AccountantUnit C)

AO4 | Plant Manager AM4 | Financial Accountant

BO1 Project Manager BM1 | Project Accountant

B02 | Planning / Business Partner BM2 | ManagemenAccountant

B0O3 | Production Director BM3 | Management (Planning) Accotant
B04 | Packaging and Production Manager | BM4 | Cost Analyst

CO Operations Director CM Company Accountant

DO1 | Commercial ManagerSupply Chain | DM1 | Supply Chain Management Accounta
DO2 | Commercial ManagerRegioral DM2 | Management AccountantDivisions
EO Production Manager EM Financial Services Manager

Table 627 Job titles of paired MAs and OMs

MAs had numerous roles that required them to interact with many OMs. For example,
AM1 associated moshfluence from, andnteraction with AO1 the Supply Chain,
Maintenance Managdsut also interacted with other OMs (see appendix G). There
were multiple interactions between MAs and OMs but the study limited the
investigation to the OM that the MA identified as the OM most influencing their
roles. EM waghe only exception where the Production Manager was interviewed in

place of the Sales Director who declined the interview re@sestsection 4.8.3)

6.3.7 Profiles of management accounting reports

MAs were requested to bring along an example of ameyR) report and a nen
routine (NR) report, to the second interview, which related to the MA interacting with
OMs. Details of the 34 routine reports and 17 -nautine reports examined in the
study are presented in appendix H which gives a brief dascrighd summary of the
report, its reference (e.g., R1 is routine report number(se® appendix HINRL1 is
nonroutine report number on@ee appendix H)and the MA to which the report
relates. As can be seen in appendix H, MAs in many instancég firegided more
than the one requested example. Additional routine reports were provided by certain
participants who worked closely with MAs and details of these are also listed in
appendix H. The findings presented below will continually make referdncinese

reports.
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Some MAs spenmore time than other MAs on routine reports versus-noatine

reports.In general, the routine reports tended to dominate the roles of MAs, and
particularly for AM3, EMand BM4 who r éemasthkad mutinéh atl néi t
contrast, for AM1 and AM2 this was 60:40 (routine: neoautine) and 70:30
respectivelyand f onoBMBudh of DOUX d osmnreonidDbMidn etdh at
probably spends more time generating routine reports but | would spend more time
lookingattheonr outi ne stuff 0. I n gener-eoltinet he t i
reports reflected the roles the MAccupied i.e., AM1, AM2, BM1, BM3and DM1

occupied roles that linked to OMs involved in projeetkile AM3, BM2, BM4, and

EM occupied roles that ewessitated the routine preparation of financial and
management accounts. Other MAs, such as AM4, éh DM2, tended to have a

mix of both.

6.4 Thematic foundation of findings and presentation structure

The findings are presented around dimensadribe central focus of phase two of the

research which is the extent that antecedents and characteristics associated with the
roles of MAs have consequences &ssistingOMs in the performance of their roles

The consequence afssistingOMs in the performare of their rolesas the point of

focus in phase two is analysed into three major elements in the presentation of the
findings which are impact, information, and interactibrt he t himpaet 6i 6 s)
examines to what extent the roles of MAspecifically impa t on t he oM
performance outcomes. Information examines to what extent the roles of MAs in
providing information assists OMs in the performance of their rdlgeraction

examines to what extent the roles of MAs in interacting with @bstssts OMs in #

performance of their roles.

As noted in section 6,2role theory methodologywas used to investigate the
expectations of OMs as a means of understanding to what extenwktagassisting

OMs in the performance of their role¥his also adds much moreemth to the
identification of management as a strong antecedent in phase one (see section 5.2.2.5)
of the research now being related specificallpgsistingOMs in the performance of

their roles.Thus, the findings presented below analysedhiecedendf management

into the expectations of OMs and the extent that M#&sre meeting these

expectations and therefoessistingOMs in the performance of their roled/ithin
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these expectations, there are findings on the expected characteristics of the MA,
expected characteristics regarding the information provided by the a4 expected
interaction with the MA which builds further on these important characteristics as
identified in phase one (see section 5.3).

The findings of phase two are presented undrmaber of themes which are:

1) ]l mpact of MAs on OMsO6 performance out col
2) General characteristics of information and assisting OMs;

3) Meeting OMsd control i nformation expect
4) MAs and control information;

5 Meeting OMsd control interaction expect:
6) Meeting OMsd6 decision information expec!
7) MAs and decision information;

8 Meeting OMsO decision interaction expec:
9) MAs O per cepexpectatiosnsamd OMs 6

10)Antecedents challenging the support MAs can provide to.OMs

As expectations form aignificant part of the presentation of the findings it is
important to explain how the managers, who held these expectations of MAs, actually
conveyed them to MAs. OMs communicated their expectations of the roles of MAs to
MAs sometimes through formal andformal meetings and sometimes through
telephone calls and electronic mail e[dQ1 commented that DM1 coulthallenge

and peaclk df thdmanagers and that is a thing that | talked to himéabout M A s
also became aware of the expectations of OMs atiogl to their roles through their

line (finance) manager and through documented expectations depicted in annually
stated and reviewed goals and objectives and to a much, much lesser extent, job

descriptions.

Specific reports will be referred to in presiag findings on general information
characteristics assisting OMs, in the control and decision information expectations of
OMs, and in the contraklated and decisierelated reports that MAs provide
While reports were not examined in phase one, ptvas@dds depth to the important

information support role highlighted in phase one (see section 5.3.2.1).
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6.5l mpact of MAs on OMs6 performance out col
There was some variability in the perceptions of OMs regarding the extent that MAs
influenced them inhte performance of their role®Ms were asked about satisfaction

with the influence of MAs upon them and vice ve’s@.1, BO3, BO4 and CO sought

the MAs to influence them marevhile the remaining OMs were satisfied with the

influence of the MA on them. Mt OMs were generally satisfied with the extent of
their influence on MAs but AO3 described
addaddDO2 noted his influence as O6borderi ni
the scope to influence BM4. In summafour OMs wished MAs had more influence

over them and three OMs wished they had more influence over MAs.
OMs explained their extent of dependence on MAs to enable them to achieve their
objectives which reveals, sometimes implicitly and sometimes dkplito what

extent MAs impact on performance outcomes for OM31 stated:

AM1 would be a big help in terms of delivering information which

can aid you obtain your objectives, S
day to day help in tengnmmstermsfof AM1 wono
helping me get delivery performance up but if | ask her to help on
proi di ng t he dat ahe damlcam maké a differgncewi | | ét
to help me, it can help me to look in the right direction
AO2 descr i lpatdfth MdiZratrgeand and he is a functional role, cost
reduction and | will be looking for more from him on that a ® dontidbhtes to the
operations teath. A 02 n avbrksdvithAnkl 2losaly, with me on productivity
(see R2) andwe have visibility onhowwellwe ae s pendi ngo6. AO2 ex

perf ormance consequen cabaur pmductitith productivitye s o f
would be a big one, | suppose the cost reduétiona re dvould have an impact on
decision making AO3 did not perceive much dependence on3AM achieve his

objectives:

éin some ways he doesnoét , | wonodt say |
results, this is what you achievednformation that you are able to

work with and then because we have the weekly meeting we review

[AO3].
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AO3 st aAM3dill tomatd medf we seem to be going over budgetand &6 f r on
the interaction we are using the information more, we use the information more to see

what our costs are, like we know what our high spend costs are which up to now we
woul dndét htadv eanldo oAde3dt vwgalse dsredd6, as 6t he i
avai |AM enbo.t e d adsistsaptimadyMoh thedconversion cost productivity
objectives through the activities on the cost reduction téées R1R while Gsome
ofitispurelymonttfy, t he need to del i veAD4audesdtt hl y f |

My objective as plant leader would be more pure on cost, quality

and delivery so yes he also supports the delivery of objectives within

the finance department that are unique to the finamoepgbut

out side of that in terms of the plant
into, positively into activities to reduce, primarily to reduce costs

AO4 related specific performance (seesul t s
R14) a n dut df that cane a whole series of meetings and out of that we agreed some
overtimerate8 and OoO6we saved ourselves well over
6f orces people to, It i s an active docum
noted that AM4had been instmental in highlighting escalating cost issues and
Gelative to prior, he would look at patterns of usage BO1 depended on
ma n a cp@ital spend, it is where it is at, so it is control capital spend, forecasting

capital spend BO1 noted:

He is @ain capital control, without that, without those systems and

without those systems being up to date and maintained and
constantly evolving we just simply wc
there

BO1l expl ai ned t thekeéyconseguancald thre giaoBti|iwe idave
control of capitad . BO2 n ot makessuneaeverytBildg2s sei up, all the costs
arether8 i n c diftent sigmatude requirements before it can be approved on the
systend . BO2 stated that:

He is setting up a standard cost purchased items, he would set up

a standard cost for that so i f he doe:
his three days that could delay something being purchased or it could

delay something going on the line
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BO2 n odcisiagh:makinglin my job,am he woul dnét reall vy, |
but it woul dnobt. rBe@3l leyx pcloamen eidn3bsi si tdepend:

€ he gives me guidance in terms of actually, directional guidance in
terms of actually the financial impacts of the decisions that wemak
and the direction and goals of the &itkee certainly give feedback

to meé also gives me some suggestions in terms of what else could
we do to try and getome results, we would have less financial
impact ifBM3 was not there

BO3 explained performanc®m s e q u e wecget sverygprofesgional output in the

areas of new product introduction costing, that is one area, so high calibre in that
space. We get a very good discipline and quality of cost centre review discussions like
budget review discussion8 04 si mpl y sdoadsmddidt Maetpehd 6n
BM4 to achieve his o0bjnetkrow enmsghwhaABM4h o ugh
doe® b ut ke&duk alldin line as well, you know thameboundaries there that

are budgeted . BO4 observed:

It is the control compliance from the financial side it is critical from

B M4 ,Ghat we have at the end of, on a weekly and a monthly, that
we are keeping all the work orders and the costs in line with our
objectives and that anything that | can do to support eis
important

CO stated his dependence on CM with a specific example relating to his own plant

wide objectives on managing scrap:

It is an important rolCM] | mean again this thing here again one of
objectives would be scrap, at least, every depamtpthese are all

my departments [referring to the scrap rep&24 in the area of

scrap, 3% here and 5% there, coating maybe 8%, the point is if |
didnét | ook at this report from Jan
the year scrap was 20% across treplt we | | I woul dnodt
January if it was

ua
be

CO perceived perfor mance cquality efqoniggnalc e s r
information that has to be a key pd@nt f or  prgjectnopstings obwhen we are
in price negotiation® DO1 related DM1 to s o bj ect isupply ahan t he

management team and looking for him to be more proactive in raising the issues and
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driving us all to achieve themather than just reporting where we@re DO1 st at e
that:

[DM1] would state where we are, the facts as trey where we are
versus our targetfsee R34a] and he would leave it at that so |
would have to take it from there to make through actions and
decisions [DO1].

Both DO1 and DO2 perceived the consequences of the roles of DM1 and DM2 to be
firstyt he 6 ac c ount, sebond[ytd push, the péf8rinance of managers
towards o6t he achi e yanmidentifyingottie istuasragamtealp [ DO
stage and then those issues being addressed proactivglyD O 2 | . DO2 statec
would assist himac hi evi ng hi s o bmoatbly $setva accotintsy o u g h

identifying the issues and addressing them speedilf or exampl e:

Well if there are issues in[division] be it a margin issue or at least |
can step in and work oih straight away so thatan have a positive
impact then if it is worked upon

EO stated regarding EM assi stda nwo thlidm Gatc hi
terms of, not reall§y . EO noted that E M henreais notbiryo i n g

coming back, there is nothing majming downtheline@ f r om head of fi ce

EM is giving them the information that they are looking for. All they
want is information, nothing but, just give them information so he is
obviously doing that or else you would have people living.here

EO explaiem df 6he [ EM] wasnot t herlaughd butvabtibel d c ar
same timé he gets all the figures, the production figures, he plots those in against the
budged .

6.6 General characteristics of information and assisting OMs

The characteristics ohé information provided by MAs and linked &ssistingOMs

in the performance of their rolese presented under the headings of timeliness and
accuracy, dependability, accessibility and visibility, functional requirements,
determining needs, user oriempat and aggregation and disaggregation, building

upon phase one (see section 5.3.3).
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6.6.1 Timeliness and accuracy

AOl1 attributed O6accurate and timely infor
toAMlandnot ed t hat AM1 h a casierdbecausehfi@nréyjoab t h:
good acc UAr(alt ec odrenteand .e dr etrtyat viee ywdhsappy wit
he got from AMl1and hat wor k was done IiAQ2eaplaiGegood t |
t h adlieveditbor not it is a lot better than it usedbmd  aefore dhbt we had the

financial controller doing it purely from BC so he was making all the assumptions

not necessarily correit but iatlot nvore $ocalsedwso you have a discussion
youbdre | ooking at p r o bis eotniite aightdto nyeasuréit e s a
that way the labour productivity is actually re&llgo it is more accuraté is more
precise6. AO2 was referring to a recent d
to support specific business units (see sedion3 . 1) . Confirming thi
on productivity éeeR2), output per employesdeR3) and operating suppliesee

R4ab) were specifically at the stfbm level (see Business Unit B ifigure 62).

AO4 waspleased with the timeliness informationcoming from AM4 in stating that

6l think the main delay is getting the in
on it he tur ns BOtU strassen tha ichporaace gf tingely projdctl y 6 .
reporting feeR16] by BM1:

It is timely reporing on a weekly basis, it is very important because
if welook at a project and it is not live and the costs are not live on it
we could potentially make decisions thatessentiallyflawed.

BO2 st at leadworkshbast is thevimeliness of tharitset up and the cost
rollin g 6 . BO3 noted the time prwessaywokthati n f o
doesndét | ook direct i orclaumingofthattgpédfdynamic | ot s
which would have to be done in a very short timeline in oeactually get to an end

point fairly quicklyd CO noted thatone ofmyo b j ecti ves woul d be

N

only way that | know if scrap is high or low is what CM gives [see R24&]é s 0 |

need accurate information so the more CM can give me the fomis po focus on,
timely informati®©@, staatde dt Hte hnakin &di yrs inggd .1 s
One of the factors that pleased DO1 most about management accounting information
was #thats oti mel(see R2band RIGDOA stresgdvfiratly regarding

DM1, the 6daccount s correct and accuratebo
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measurement . We would have the view tha
happBM2gperceivedOMsd expectations as being O0to
DO2 attached muicthe ntmpfoyitraghcehd oi Ssues at
context of t he(seeRPa h byl hgvingthoseossued asldiessed as

early as possi bl e, it has a&O petersed toithe e 1 mp
management accounts as O6historical é whict
thatb we have so much to do and we are very
of fice ok within four or five working da

anothertwoww ek s6 or Ot hree wdseekRBaadR3®r t he mon

6.6.2 Accessibility and visibility
Some OMs raised issues around getting access to information and to getting that
access earlier in the process. AO1 expressed a preference for receivinaiifior

prior to meetings so Owe could ge€O some

noted Osometimes a report is printed and
and it could maybe create maybe a kind of
is not actually true scrap bDQ®2alpoenotegdl e di ¢
t hat he would |Iike to see the monthly ac

first time | see the accounts | am presented with a pack and | have no background t

i tSome MAs and OMs noted how there was not much awareness of management
accounting information that was availabkeM3 not ed t hat 60t hey di
the report was therfsee R6ab, operating suppliésthey could use it for various
differenth i n€O©6 not ed t hat O6their knowledge of
very valuabl e and t hCOtcommansed thahveas amsebfo b e
6not being asked itfwasran acdident anfewt nfoths paaksthatl a n d
came acrosthe scrap repofsee R18and | said who does that

and DO2 perceived access to this information as critical:

€ he gives me access to inventory reports which are very important
and we are not carrying too much inventory, gives messdo
overtime reports, scrap reports and what we call KPlIs, key
performance indicators that kimdbf tell you if you are being
effective. You can be very efficient and produce a lot of material but
it might not be effective in making a prof€O].

eifbDM2 wasnét there you would be worki
stage, not knowing what is really happening, okay you have a hunch
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but the whole process, you donot real
that are quite convincing in their own right and | think tha¢ can
be satisfied that there is accuracy in terms of the figures [DO2]

DO2 noted thatwe go through the accouits #here i® no point in looking at the
strategic i1issues if you do nb6AM2 dtabuted t he
oincresadvediviy of the OP E(see R}oehismterachont per
wi t h Al@m giang hind information on costs, labour costs and the productivity

per person, per employe® he can obviously make judgements or calls onGthat

AM4 not edet thdnainterestdd they have to be measuredergitAM406 s

report on overtimgsee R#) had highlighted overtime issues aAt14 noted that

60t hey keep on saying to me éseewhdtWecanover t |
do in terms of, reduceGfAM 4]. BO1 remarked about interacting a lot with BNAhd

0it iseeRilfi vBO1lv evay leen on transparency r e

projects, the trangdgBOdlrency of where costs

6.6.3Functional requirements
MAs made distinctions betwreinformation for OMs in different organisational

functions or levek. AM1 interacted with many OMs (see appendix G) and noted:

The Maintenance and the Operations Director, they are not as

involved in the pure production. Like the Production Managerlyreal

all he is interested in is getting good parts, atiile the Operations

Director, heéd be involved in strategi
operationat cost savings plan things so he would look for finance

more. Same withMaintenance, because, arttk is also the

Scheduling Manager, he would need information on the whole

inventory side of things, like inventory control. There is a lot of

information that they would need from us to do thelos [AM1].

AM1 add e dOperatians Ditedigevhodvoud be involved in capital projects

(see R1, report on capital projgets t hey 61 | come to us a |
information and asking us to sit in on different meetings so they would have higher
expectations of finance than the actual pure produckoo p.C®&06 r e mar Ked t ha

it is a production manager he is looking at production, if it is a maintenance manager

he is |l ooking atémafiitnstnenhaneeadéi ahd toat ex:
focused on (seecR24pbpeforé sacrap vaki@ee R2b). DM1 remarked
t hadr téaci n managers do, certéaad mMhanagereport

235



e.g.,0 n enanager would be involved a lot in projextse is on the development side

of things so he is obviously going to be using ad hoc repooie than monthly

r e p oEM liskéd. specific information types to functional managers, distinguishing

bet ween production and sales manawhars. Fo
| would work with EO would be production statistics, probably would be
monetary figuresdé and for sales peopl e,
prices, for different product lines, compare contractors, sales, this year versus last
year , versus budget and also for(NRAdal es w
was a debtors analysis for sales managende elements of R28 and R29 were for
production managers)-urther distinctions were made by EM foiMs in different

product business units in that a lot more information was required for the one that was
moreb6customer specificbéb than the one that
the former was mucmoredifficult to sell if left in stock (this distinction was visible

in R28 and R29 in the different analysis by product division).

6.6.4Determining needs
AM2 n ot siting dotvravtith him [AO2] and saying what do you need, what do
you want or | have also given him stuff, I think this is what would be useful, we sit

down together and go throughthd8@ M1 r emar ked t hat o&édyou ha

pepl e6 and o6i't i's easier then for you to
information for, t hat y oBuMla rneo t reat tjhwdt Op
back to the notion of the internal cust o
servicel evel that to a certain extentBBMI hat |
noted that wittOMsy ou 6 deal with them as they wish
providing information in person with a qt
throuh a spreadsheet, what I-maid wheré they kann g f o

6st udaynd id6twhen it revealedtssme uritertardy.arou@dithe needs
ofOMsas6it is hard to say, you do what vyou
weretosbp reporting on certain things tomo
k n o vD®1 noted how the recent appointment of a new divisional head had

i mpacted on his role. The former head wa
ma nwihile the current head wasor e é@man dosr O @ e d imfluentee t y O
what you are doing on your day to day job because when that person is under pressure

they are relyingonyauT he i mpl i cation of this for DM
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to that and vy o utbatpersom ovhat mages themaiek if floa want to

fit into their i deasod.

6.6.5User orientation

With report R1, AM1 interacted with relevant OMs bynea i | i n g dspecialyut and
the ones where there is a lot of spend, the unspent ones, | will gallarid them,

ring them, go down and talk individually to each person, the manager or themselves

a b o u AM1inotéd.that OMs had requested changes toBRI1 noted that for a

capital projects report R16, 0l royemts | d ha:
Manager [ BO1] and said what i nformati on
summary reportao. BM1 remarked that o6they
made a couple of amendments to itéo. BM1
owhat heteokusdsobnbd, 60t hen he would maybe

behind them6é and al so o6at the close out b

AM2 gave examples of wusing O6pivot ®&ables
to dry and mé&e it better,easie f or t hemé e. g., AM206s repo
(seeR3) was graphical and reports on operating suppbege R4ab) ranked top

usages by value and by volupaad in a graph. Both reports were on one pA@S

commented upon thaformation from AM3 aseasy to use arttien becauséve have

t he weekly meeAM3ngnotwed righusttesesdo ¢go ofihiR 6 a

way before(AM3 presert the old detailed format so AO3 has asked for them
graphicallyd and Ot hi s hye aro pw@3sdinardeeh . c h an
t h ae [AMBhis well able to explain you know because a lot of the stuff that
accountants talk about, they have their jargon there, but he is well able to explain
around that, you know | think he isga@b@€ o n f i r mi n gr orierivbdiain,sAO4I s e
stated that o6he will actually, typically,
floor, back i n, and go through the cost
sort of from the cost reduction teams, he is key to that righhawdt is in a manner

t hat i s usable and <cl ear (saeWR10 &and RIAiom k he
electricity and gas usage respectiyely

CO observed a change ma seetions.8.2).COsetedahat CMO s
0t he bal anyxet owarpbssipgiiwtedr i &1 s806i 6§ n m@€s mmp g |
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data so we are able to see are there I mpr
actually know if there is a bad week or month, it is out of context, and we probably

can find out quickly why@6D.O1 had a 6 p r-gnéneial g teoms off or n
management (anwa® visibldrom tbenpérformance indicatoo R25,

and commented that oO0the whole CRM and cus
more.DO2 perceived OM2atbbsdépuvleryngoboget her
and presenting ité in that Ohe,ahdgpstitacces:
together with a degree of simplicity so a remcountant or a nefinancial person can
interpret the results fairly spga 1By .c o mment ed tdeaoreusevi c o ul

friendly jargon, some of the stuffod.

One indicator of user orientation was when many OMs made reference to adopting
reports from MAs in their own functions. AM2 had conducted a -affe
comprehensive inventp analysis(see NR2 that AM2 noted OMs had requested
from him in various forms to facilitate them performing further analysis. AM3
observed the extension of a usage refs@é R6&, operating suppli¢dy OMs to

other materials than those the reportsvaiginally designed forBO1 commented

t h d thinkdhe quality of the information is very important you know and we do
make a lot of use of that, accounting information that he does présieedr1pand

we do flex it.C O r e maorl take thatépot and | look ait myself obviously and

| see any issues and also distribute it to all my direct reports so now they can see in
their departments where there is high sé{ape R24d) a n it is also very easy to
shard gi ven its gr atgioniQ | e |faobromttey tralpemghsag n 6
shared and it means and | share them with my own direct reports and every month
departmental managers, every week in fact with overtime, every week for inentory
COnot ed tratetthamwaiting o be askevhere is my scrap thdkis direct

reportslactually tellyou n advancebo.

6.6.6 Aggregation and disaggregation

AM4 perceived OMs as most pleased abduti mel y 6 but 0 rso t t oo
enougho information and AM4d4ds presenpaiont s we
AO4 added that AM4 owill send-malhe willt he da
have the main points, here is the data, | would like to bring your attention to the main

points. B u mBO1 pldcedrgeat importance ®n weeglypject reporting
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and monthly forecasting and reporting fr«
al |l 0l ive and die by that Bllls associatek e t [
i nvol vement with provisdeRifig oOMg ew whale f & ed s U
the problems are and then that is where they want to take a dive down to see what the

i ssues thatthe direcconwhs more into summaries and the manager into the

detail. BM3 commented thab manager s sort of want hi gl
ocemmed with GMrte mamem t teadtget hetaagersaviio never ask

you questions, they might ask the odd questidnle other managers tend to look at

the detail while others just look at the overviélD M2 comment ed t hat 0 s

take a mah bigger interest in their accounts, others they are just into sales and they

have a | imited i nter es tgo throughiittwithwery fin@ s 6 an
detaiiwhi | e ot hers may have a quick | ook ove
DMlas oci ht g bevel informationd with invo

donot have ti ma®ds wamidn gOMsh aterev edr yt hi ng i
DM1 did note that o6éthere ar e DOlremeackedwhen |
that oOidettcainl b @as you want it toDd2e as t
remar ked that he re®quiar esd ad¢ sy mrkaereyp dhe esti!
captured sales and cost performance information and the overall results (see R26).
DO2notedth& al ue of o6étaking some of the summar
a fairly quick conclusion to wbQ2istateda [ bu:
that:

| go through them in detail, go through the set of accounts in detail
and when | am finistte the accounting review then with my own
lads, get rid of them and hold ¢to] the summary pages, hold on
[to] the summary gce

EO perceived that EM had easawuse hempshawingaon de

bigger picture of the company, whereitis,s prof i tabil ity and wh
the Obottom | ined anbEM, dupportindhthis alsa hoted theh e s e
value of Obringing all/l the activities to

everybody would be working as a sepakatgty, sales would have their own, we will
just sell as much as we can, production will just produce as much as we can and there

mi ght not be a market there for itod.
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