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Abstract

This thesis reviews the Total Quality Managemdi@N!) literature and concludes
that core to the introduction of TQM in any orgatisn is a need to be acutely
sensitive to the cultural aspects of the orgarosati

This thesis proceeds to review the Organisationdtu@ literature and concludes
that culture can be measured and changed. It aleatifies four factors of
Organisational Culture which facilitate measurenadrthe concept.

As the research programme is situated in the p@alator the thesis considers the
very different and indeed opposing views regardhmg development of the public
sector and concludes, that irrespective of théegiyaused, that the human factor is a
key area in public sector reform. This people fo@eiires culture change and time

to implement.

The methodology employed to measure and compegansational culture in both
private and public sector organizations at twoedléht times in the quality journey
was primarily positivist and quantitative. Cartwhig 9-dimension culture
questionnaire was employed to capture the humagtdarf organisational culture.
The results indicate a significant difference ittune between the private and public
sectors at both times but that the variation inucel had reduced during the time

interval between the two surveys.

The implications of this study will assist in thaderstanding of organisational
culture particularly in the public sector. Due be tshortage of research in this sector
the results will assist in the development of puisiector reform or modernisation

programmes.
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I ntroduction

The researcher was involved in the introduction qofality systems into an
organisation and found that most of the difficidtencountered were with regard to
people related issues (e.g. resistance to chamg, o¢f ownership, fear and
suspicion of the motives of management, lack of momication and lack of
training and development), rather than system gsdigeg. the development of
standard operating procedures, quality procedw®wvjce specifications etc). The
author found that little progress could be madetlo® introduction of quality
systems unless the people issues outlined aboveadeiressed and once they were,
substantial progress could made on the systemsisaug relatively short period of

time.

There is currently a high degree of pressure onigpabctors worldwide to become
more efficient and more customer focused in ordeneéet the increasing demands
of the public with the added pressures of limitedblgc expenditure. The literature
does not adequately address the design of orgmmahstrategies to achieve new
forms of public management which need to be dewslopith a recognition of the

existing culture within the public sector.

Neither does the literature adequately addresdiffezences between the cultures in
the public and private sectors which may explam tsilience of the hierarchical
culture in the public sector and which may assis¢valuating the appropriateness
of management reforms derived from the experieh@eigate sector organisations.

This research sets out to measure the culturalcespé an organisation and how
they could be managed with particular emphasishendifferences between the

public sector and private sector in this regard.

The thesis is divided into 3 sections;



Section 1 covers the literature review which isidkd into 3 main subsections,
guality, the public sector and organisational agtuvhich are described as follows;
Subsection 2 reviews the significant and wide nagdjterature covering the field of
quality including definitions and reviews a widenga of classifications of these
definitions. It considers the main components dliqy and the many perspectives
on quality. The review reflects how the concepfjadlity has evolved over time and
appraises a number of different approaches to tguladith from a theoretical or
practical viewpoint. A key feature in most studieghe field of quality is the work
of the quality gurus (e.g. Deming, Juran etc) dmal review presents a theoretical
analysis of their views and compares them to aedeptanagement theories. The
review also introduces the concept of Total Quaiignagement (TQM) which has
evolved in recent years and outlines its merits dedherits. The relationship
between TQM and the classical theories of managearenalso reviewed. Given
the amount of literature in this field and the Ibneaf the subject, chapter 1 gives an

overview of quality and chapter 2 focuses on tleaaf total quality management.

Subsection 2 considers the literature on Publicd8edanagement. Against the
existence of a movement towards the improvemettiegffectiveness of the public
sector worldwide and to reduce its cost, it revi@awange of different approaches
used in a number of countries and also the apptaif total quality management
within the public sector. A weakness in the litaratis the scarcity of published
research with regard to organisational culturédhengublic sector and how culture in
both the private and public sector compares.

Subsection 3 considers the significant and widgiray literature covering the field
of organisational culture, how it is defined, hdavdeévelops, its main components, a
wide range of perspectives on organisational celftom a wide range of authors,
and the key differences between organisationaliiland organisational climate.
Controversy surrounds the issue of measurementgdr@sational Culture and the
review describes a number of accepted methods asunement of Organisational

Culture and identifies one method which is useth@field research.

The management of organisational culture is alsmrtroversial area but most

authors agree that controlled change can be faeitlt within organisations and a



number of approaches are reviewed. The review atssiders the relationship

between organisational culture and organisatioegbpmance.

Section 2 presents the research hypotheses, reseatbodology, results, summary
of results and conclusions, and discussion. Agths no validation available on
the 9 dimensions of Cartwright (1993) on which guestionnaire was based it was
decided to do a factor analysis as part of thisaed. Chapter 5 outlines the six
hypotheses two of which were deduced from theditee and the other four are as a
result of the factor analysis. Chapter 6 introdubeschoice of research
methodology to operationalise the research prograssmal the rationale for their
choice. The research programme is a longitudindicamparative study whereby
organisational culture is measured in a group olipisector organisations and a
comparison group of private sector organisationsyaanoccasions separated by an
interval of 15 months.

Chapter 7 presents the results of testing theygwtheses using statistical analysis.
Chapter 8, the discussion chapter, outlines the fivadings, provides a comparison
with other research, indicates how this researckesa contribution to theory in the
areas of total quality management, the public sextd organisational culture. This
Chapter also describes the limitations of thisaedeand suggests areas for further

research.

Section 3 presents the appendices which includes dhta collected, the
guestionnaire, both the current and revised stasdéor both the Excellence
Through People and Investors in People Standdrdgeference list and the reports

on the organisational assessments .

Xi
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1.1 Introduction

This chapter considers the history and origins oélity, the different
definitions of quality and how the quality concéyats developed over time
in management thought. It also considers the diffeapproaches to quality

and how quality is measured.

1.2 History and Origins of Quality Management

The concept of quality can be traced back to amdiemes. Significant
discussions about quality or good practice wergateid by Socrates, Plato
and other Greek philosophers. The ideal to theek&ewasareté or

excellence (Reeves and Bednar, 1994).

The quality movement could be said to have origidah medieval Europe
where craftsmen began organising into unions cafjedds in the late
thirteenthcentury. These guilds were responsible for devatppgirict rules
for product and service quality. Until the earlyneteenth century,

manufacturing in the industrial world followed thisaftsmanship model

(Johnson, 1988yww.asq.org.

A division of craftsmen’s trades occurred in Gr&aitain in the 1750’s
which resulted in the factory system which eveltyudeveloped into the
Industrial Revolution in the early 1800’s. This idied the craftsmen’s
trades into specialised tasks and forced craftsteerbecome factory
workers. Inspection became the guarantee of quatitybecame a separate
job to the manufacture of the product with the érafeTaylorism in the
early part of the twentieth century. From the 18280bme manufacturers
began to include quality processes as part of thaimufacturing cycle and
the emphasis began to change from inspection tolityjuaontrol.

(www.asq.org

In World War Two military requirements became thevidg force behind

the development of quality control and military sifieations became the

1



basis for the development of quality standardshiearly 1950’s quality
management practices developed rapidly in Japanessufacturing plants
and became a major theme in Japanese managemiasophiy to such an
extent that quality control and quality managembatame a national
preoccupation vjww.dti.gov.uk.The USA response to developments in
Japan emphasized not only statistics but also appes that embraced the

entire organisation and became known as Total iuManagement

(TQM) ( www.asq.org.

1.3 Definitions of Quality

A global definition of quality does not appear taise as different

definitions are appropriate under different circtanses and different
writers place a different emphasis on differenteasp of quality. The term
quality is open to a range of interpretations drelformation of a standard
definition remains elusive (Dale and Plunkett, 199The position is made
complicated through the colloquial use of the téguality” as an adjective

synonymous with elegance and luxury

The following are some of the most common definiiof quality

Quality is fitness for use. Juran (1979:2-p
Quality is conformance to requirements.Crosby (1979:17)

Quality is a predictable degree of uniformity anepeéndability at low cost
and suited to the market. Deming (1982 cited in Flood 1993:42 )

Quiality is in its essence a way of managing an piggtion. - Feigenbaum
(1983:6)

Quality is meeting customer requirementsOakland (1989:B8

Quiality is the totality of characteristics of antiythat bear on its ability to
satisfy stated or implied needs. International Standard Definition (ISO
8402, 1994: viii)

Quality isa system of means to economically produce goodsiatices,
which satisfy customer requirementdapan Industrial Standards (Z8101-
1987



A range of definitions have been proposed overytbars with different
emphasis. In the case of Juran there is a definifiom an engineer’'s
viewpoint and related primarily to a product i.etnEss for Use. The
Deming definition is again focussed on manufacturamd on decreasing
variability in manufacturing. This reflects Demiagbackground and
interest in statistics, although Deming’'s 14 Poiofs Quality expands
quality into a broader arena. The Crosby definitisnsimilar to Juran,
relating to requirements and use. The Feigenbaufimititn broadens
quality into a way of managing an organisation &egins to emphasise
what we will later term as Total Quality Managemenhe International
Standard definition and Japan Industrial Standdefmition broadens the

definitions to include services and also puts ai$oan the customer.

The definition of quality has evolved from a protlbased definition which
originated in the manufacturing sector to a custobased definition which
incorporates service both within the service seetod also the service
element of manufactured products. For the purpokethis research
programme the Oakland (1989:3) definitidQuality is meeting customer
requirementds adopted. The reason for adopting the Oaklafiditien is
that it addresses the aspects of the other defisitby focusing on the core

purpose of an organisation

Reeves and Bednar (1994) categor@sfinitions of quality under the

following headings:

1) Excellence

2) Value

3) Conformance to specifications

4) Meeting and/or exceeding expectations

The most common category for the definitions choabove is meeting
and/or exceeding expectations and this categolgctefthe most common

view of quality at the current time.

Reeves and Bednar (1994) outline the strengthsaeadtknesses of each of

the definitions as follows:



Table 1.1 Strengths and Weaknesses of Quality Diefis (Reeves and
Bednar, 1994: 437)

Definition Strengths Weaknesseg

Excellence 1. Strong marketing andl. Provides little practical
human resource benefil guidance to practitioner
2. Universally recognisabl¢ 2. Measurement difficultied
- mark of uncompromising 3. Attributes of excellencg
standards and high may change dramatically and
achievement rapidly

4. Sufficient number of
customers must be willing to
pay for excellence

Value 1. Concepts of valugl. Difficulty ~ extracting
incorporates multiplg individual components o
attributes value judgment

2. Focuses attention on [a2. Questionable inclusiveneq
firms internal and externgl 3. Quality and value are
effectiveness different constructs
3. Allows for comparisong
across disparate objects apd

experiences

Conformance to specificationg 1. Facilitates  peegisl. Consumers do not know or
measurement care about internal
2. Leads to increasefl specifications
efficiency 2. Inappropriate for service|
3 Necessary for global 3. Potentially reduce
strategy organisational adaptability
4. Should force| 4. Specifications may quickly
desegregation of consumerbecome obsolete in rapidly
needs changing markets

5. Most parsimonious anfl 5. Internally focused
appropriate definition fo
some customers

Meeting and/or Exceeding 1. Evaluates from 1. Most complex

Expectations customers perspectiv| 2. Difficult to measure
2. Applicable acrosg 3. Customers may not kno
industries expectations
3. Responsive to market4. Idiosyncratic reaction
changes 5. Pre-purchase attitudes
4. All-encompassing affect subsequent judgemen
definition 6. Short-term and long-term

evaluations may diffe
7. Confusion between
customer service an
customer satisfaction

The suggestion is that quality is measured mogtiggly when defined as
conformance to specifications and it is most difficco measure when

defined as ExcellencéReeves and Bednar, 1994

Another classification is made by Garvin (1988) wdigdes definitions of

quality into five categories:

Transcendental Approach — quality is synonymouh esicellence.

Product Based Approach. — Quality is precise, maddel and inherently

present in the natural characteristics of the pcadu



3)

4)

5)

1)

2)

3)

4)

User Based Approach — quality is defined by ther usge Juran (1979

defines quality as “fitness for use”.

Manufacturing Based Approach — the focus here isconformance,

reliability and efficient production.

Value Based Approach — this relates to what ons parythe product.

A different approach is taken by Dumas (1p8®o argues that definitions
of quality are evolving in a predictable fashioniven by the market place.
Four evolving stages are described:

Extra features — quality is enhanced through tlditiad of product features

to a base product.

It works — this supersedes the first approach andxpressed as “meets

customer specifications” and “right first time”.

It satisfies — when quality is defined in such aywhat the customer is
satisfied. It goes beyond meeting the articulatedds (fitness for sale) to

the customer’s real needs (fithess for use).

It develops — at this higher level, customers aweenbetter consumers

through exposure to products and services of greatee.

In reviewing the different classifications of quglithe Reeves and Bednar
(1994) classifications are similar to the Garvirog®) classifications as

follows



Table 1.2 Comparison of Reeves and Bednar (199d)Garvin (1988)

Classifications of Quality

Reeves and Bednar (1994) Garvin (1988)
Excellence > Transcendental approach
Value / Product based approach

Conformance to — User based approach

specifications
Meeting and/or exceeding expectati Manufacturing based
approach

Value based approach

Thus, there is similarity between the classificasiof Reeves and Bednar
(1994) and Garvin (1988) although conformance tec#jgations as
outlined by Reeves and Bednar (1994) is dividedb itvo of the
classifications of Garvin (1988), the product basmgproach and the

manufacturing based approach.

The Dumas (1989) classifications focus mainly oa tharket place and

hence on conforming, meeting and /or exceedinga&apiens of customers.



Table 1.3 Comparison of Garvin (1988) and Duma®39) Llassifications

of Quality

Garvin (19898 Dumas (1989)
Transcendental approach Extra features
Product based approach It works
User based approach > It satisfies
Manufacturing based approach It develops
Value based approach

In this case the Garvin (1988) classifications addreach of the Dumas
(1989) classifications. However Dumas focuses an rtiarket place and
does not address the Transcendental, Manufactbasgd or Value based

approaches of Garvin.

Table 1.4 Comparison of Reeves and Bednar (199d)umas (1989)

Classifications of Quality

Reeves and Bednar (1994 Dumasg9
Excellence Extra features
Value / It Works

Conformance to specificatio

It satisfies

Meeting and/or exceeding specifications It develops

The Dumas (1989) classifications focus mainly be tarket place and

hence on conforming, meeting and or exceeding eapens of customers.

It does not address the area of Excellence asedtly Reeves and Bednar
(1994).



An important distinction is made between quality afnformance and
quality of design where quality of conformancelis tegree to which any
product meets the specifications set for its prtidncand quality of design
concerns the extent to which such specificatiorimée product that is fit
for the purpose for which it is intended (BuzzetdBale, 1987; Oakland,
1989; Hill, 1991). Hill (199]) states that quality of conformance is about
efficiency whereas quality of design concerns difecess i.e. “doing
things right” verses “doing the right thing€Buzzel and Gale (1987) state
that quality of conformance is associated withraerinal perspective to the
organisation as opposed to quality of design, whghmore externally

(customer) oriented.

1.4 The Development of the Quality Concept

The concept of quality has evolved over the yaarthe 1950’s and 1960’'s
Quality Control was the key, with the emphasis geain inspection, finding
faults reworking or scrapping the defective produepairing the fault and
ensuring that the fault did not reoccur (Garvin880 Quality Control is
defined as follows:Quality Control is the operational techniques and
activities that are used to fulfil requirements fquality. It involve
operational techniques and activities aimed bothmanitoring a process
and at eliminating causes of unsatisfactory perfamge at all stages of the
quality loop in order to achieve economic effesiess. (ISO 8402,
1994:15).

Whereas Quality Control focussed mainly on coroegtia move then
occurred in the 1970’s and 1980’s into preventiogasures and the term
‘Quality Assurance’ became popular. Quality Asseem is defined as
follows: Quality Assurance is all the planned and systematitivities
implemented within the quality system and demotestras needed, to
provide adequate confidence that an entity willfifulequirements for
quality (ISO 8402, 1994:16). The advance of Quality Asscealed to the
development of quality systems and the developneénquality system
standards e.g. ISO 9001. This promoted consistehgyroduct or service

and compliance with the standard.



The next step in the evolution of quality was imgnment, and in order to
achieve not just improvement but continuous impnoeet the concept
considered all parts and activities of the orgaimsaand also involved all
the employees in the organisation. This stage woiuéion led to the
concept of ‘Total Quality Management’ which is defil as followsTotal
Quality Management is a management approach ofoeganisation,
centred on quality, based on the participation bita members and aiming
at long term success through customer satisfactaong benefits to all
members of the organisation and to soc({é80 8402, 1994:17).

The four stages in the evolution of quality arepkion, Quality Control,
Quality Assurance and Total Quality Management €éDdlascelles and
Plunkett, 1990 Yong and Wilkinson, 2002; Garvin, 1988). Garvin §8%
refers to these as quality eras.

According to Jackman (1995) cited in Yong and Wi#dn (2002), TQM is
the phase of quality management we are witnessitigytand has emerged

as a critique of previous forms of quality manageine

Tuckman (1995) characterizes the development oftemngsinterest in

guality management as follows.

First Phase: Late 1970 to early 1980, some expetation with quality
circles. Mostly affects firms in direct competitiovith industrial sectors in
which Japan had concentrated, for example, eldcsomnd motor

industries.

Second Phase: During the 1980s major companies) affected by world
recession, concerned with control of supplies artdcontractors.

Third Phase: From the mid 1980s a growing concetim eustomer service,

particularly in the service sector.

Forth Phase: From late 1980s penetration of cosasith customer service
into areas which previously had not recognisedetkistence of customers.

(e.g. public services).

The quality concept has now evolved into the cohadptotal quality
management and has now moved from the original aefenanufacturing

industry into the service sector initially in prieasector services, e.g.

9



financial services, hotels etc and then most Samitly into the public
sector in areas like healthcare and education. drea of Total Quality

Management is covered in Chapter 2 of this thesis.

1.5 Approaches to Quality

Contemporary organisations striving for optimalkeffveness often employ
quality as a mechanism to achieve operational #ffsress. Different

approaches to quality are taken by organisatiosedan their requirements
and also based on the culture of the organisation.

Following a review both of the literature and ofpepaches taken by
individual organisations five main approaches taliqy are suggested,

which are as follows:

1) The guru approach

2) The certification approach

3) The Business Excellence or Prize approach
4) The Japanese approach

5) The exemplary organisation approach

1.5.1 The Guru Approach

A guru is regarded as a good person, a wise pemsdra thinker. A quality
guru should have all of these qualities plus hagerept and approach to
quality within business that has had a major andting impact
(www.dti.gov.uk. Many organisations have followed one or moreligua
gurus on their quality journey. This subsectiofl imiroduce and deliver a
short review of the approaches of four of the nsighificant gurus in the

field in recent times.

1) W. Edwards Deming: Often referred to as the ‘Father of Quality
Deming, along with Juran is credited with the réding of Japanese
industry after the ¥ World War, and its transformation to becoming a
major industrial power and the recognised worlddéain quality,

particularly in the 1970's and 1980's. Deming wasstatistician by

10



1)

2)

3)

4)
5)
6)

7

8)

9)

education and had tried with limited success tosocare management in the
United States to address quality issues in the '$9@@d 1940’'s. He was
invited to Japan after the Second World War, and watially very

surprised by the large numbers of chief executiged top managers
attending his seminars, whereas in the USA, tharsemwould have been
attended by engineers and technicians. He was meee surprised when
the organisations started to actually implementtwigawas suggesting, in
contrast to the situation in the USA. Deming'slpbdphy is outlined in his

14 points which are as follows:-
Deming’s Fourteen Points (1986)
Create constancy of purpose towards improvemeptazfuct and service

Adopt the new philosophy. We can no longer livéhvdiommonly accepted

levels of delays, mistakes, and defective workmgmsh

Cease dependence on mass inspection. Requiregdnstatistical evidence

that quality is built in.

End the practice of awarding business on the lodigsce tag.

Find problems. It is management’s job to work cardlly on the system.
Institute modern methods of training on the job.

Institute modern methods of supervision of productiworkers. The

responsibility of foremen must be changed from nerato quality.
Drive out fear, so that everyone may work effedtider the company.

Break down barriers between departments.

10)Eliminate numerical goals, posters, and slogansh®morkforce asking for

new levels of productively without providing mettsod

11)Eliminate work standards that prescribe numericatas.

12)Remove barriers that stand between the hourly waké his right of pride

in workmanship.

13)Institute a vigorous programme of education anchirgng.

14)Create a structure in top management that will psry day on the above

13 points.

11



To summarise, Deming focuses on the use of staistiechniques,
management leadership and the training and educafioemployees to
identify problem areas and their correction or elmtion. He is not in
agreement with the emphasis placed on numeriggetsibelieving that this
will focus attention on short term results at tlipense of medium and long

term benefits.

2) Joseph JuranA contemporary of Deming, but not referred to deemd

because of very intense rivalry. Juran was annemgiand also visited
Japan from the early 1950’s, and would also bermedeto as one of the
main architects of post-war industrial Japan. Wsrphilosophy is summed

up in his 10 points, which are as follows:

Juran’s 10 Points (1979)

1) Build awareness of the need and opportunity forowement.
2) Set goals for improvement.

3) Organise to reach the goals (establish a qualiiycd identify problems, select

projects, appoint teams, designate facilitators)

4) Provide training.

5) Carry out projects to solve problems.

6) Report progress.

7) Give recognition.

8) Communicate results.

9) Keep score.

10) Maintain momentum by making annual improvement mdirthe regular
systems and processes of the company.

To summarise, Juran proposes a project nesnaigt approach to problem solving

and to manage the different elements obtiganisation’s quality programme.

3) Armand V. FeigenbaumAnother American but of a slightly later
vintage than Deming and Juran. Whereas both Deraimd) Juran had

backgrounds in statistics, which had influenced irthapproaches,

12



1)
2)

3)

4)

5)

Feigenbaum had an industrial background having @ik quality in the
U.S. industrial giant General Electric. Feigenbasuggests a whole new
approach which focused on setting standards, miegsuonformance to

these standards and taking action when these stEngare not achieved.

To summarise, Feigenbaum proposes a Systems Apptoananaging an
organisation by setting targets, measuring confam@ataking corrective

action and implementing improvements.

4) Philip Crosby:- Another American, of a similar vintage to Feigennau
also had an industrial background and was Viceides of Quality in the
giant U.S. multinational AT & T (Amalgamated Telepte and
Telegraphs). He states that quality problems ameated by poor
management and offers a 5-stage maturity grid fgulémenting quality

within an organisation. The 5 stages are as falow
Uncertainty: Management confused by and uncomehitigjuality.
Awakening: Management beginning to recognise guaianagement.

Enlightenment: Management establish quality poliagd admit that
they have problems.

Wisdom: Management have the chance to make thétygimprovement
stick.

Certainty: Quality Management is an absolutely lvipart of company

management.

He also says that each stage can be assessedhti@rangasured categories

as follows:

1) Management understandingirom no comprehension of quality to
being an integral part of day-to-day work.
2) Quality organisation status: Where in therduichy the quality people
side, from non-existent to being a
member of the board of directors.

3) Problem handling: From fire fighting to peation.
4) Cost of quality: From 20% to 2.5% of sales.

5) Quality improvement actions: From no actiitycontinuous

13



1

activity

6) Summation of company From not knowing whetilems
quality posture: octw knowing why problems do not
occur.

Crosby’s proposes a 14 step approach to Qualityduggnent (1979) which
emphasises the importance of management commitrmedtadvocates the
establishment of quality improvement teams with thbjective of

identifying and resolving quality problems. The €lwg approach is similar
to the Feigenbaum approach, possibly because kadhbackgrounds in
industry, but Crosby puts more emphasis on the vatitinal aspects and

the celebration of successes.

To summarise Crosby focuses on the motivation anwlvement of
employees, the setting of targets and the celelratthen targets are

achieved.

The different focal points of the four gurus cansbenmarised as follows:

Deming Statistical Process Control
Crosby Company wide motivation
Feigenbaum Systems Management
Juran Project Management

Whereas the gurus have contributed greatly to gweldpment of quality,
and are particularly good in a technical sensegethee some limitations in

their work.

They do not adequately cover the management ofidinean dimension of

organisations.

2) They fall down in the area of organisational design

3) They are almost exclusively concerned with comnagiemiganisations.

4) They are based on beliefs and are not backed lieata research.

(Zain et al, 2001; Flood, 1993; Bendell, 1991
14
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The Crosby approach focuses on the motivation andhiement of
employees, the setting of targets and the cel@oratihen the targets are
achieved. The Deming approach focuses on the ustatidtical techniques
and the training and education of employees totifyeproblem areas and
their correction or elimination. He also advocdtes elimination of barriers
to change i.e. barriers between departments anéhgrout fear. Whereas
Crosby advocates the setting of targets, Demimgfsn agreement with the
emphasis placed on numerical targets believingttiawill focus attention
on short term results at the expense of mediuml@mgiterm benefits. The
Juran approach is very similar to the Crosby apgrdaut uses a project
management approach to manage the different elemardft the
organisation’s quality programme. The Feigenbauppr@ach is a way of
managing a business using a systems approachpplisath is a high level
approach of setting targets, measuring conformaacstandards, taking
corrective action and making the necessary imprevdsa However in
order to achieve the above, the detailed stepmufing, staff involvement
etc as outlined by Deming, Crosby and Juran aressecy. All of the gurus
advocate top management commitment as a preregfisit a quality
programme. Interestingly neither Deming nor Jurage uthe term
empowerment, they are quite vague about the innadve of staff and lay

most emphasis on management action regarding system

1.5.2 The Certification Approach

The concept of quality certification was developiedorder to have a
uniform standard or benchmark and also an indepgragsessment or audit
against the standard. Generally quality certifaratan be divided into two
main areas (a) product certification and (b) systeentification. A

summary outline of these is as follows:
Product Certification

This is where an independent organisation assessests a product against
a standard or specification. Organisations whicbvide this function
include the National Standards Authority of a courfor example The
National Standards Authority of Ireland (NSAI) ohd British Standards
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Institute (BSI). There are also specialised orgmtions like the Food and
Drugs Administration (FDA) in the USA which ceréf and controls food
and drug products, which are not only producedhe USA, but are
manufactured abroad for consumption in the USA.rbland a similar
function is supplied by the Irish Medicines Boardr fpharmaceutical

products.

(b) System Certification

Senge (1990) described Systems Thinking as a melisaipline for
observing totalities and wholes rather than isdlgdarts, and the observing

of interrelationships, patterns and processesrétha things and events.

System Certification is where an independent oggditin assesses or audits
the quality system in an organisation against adstal or specification.
The recognised standard for quality systems is $8QL. Before ISO 9001
was introduced in 1987 a number of countries haar thwn national
standards and these were brought together intolSfe 9001 Standard
which was in most part the British Standard BS 575This Standard is
developed through the International OrganisationSftandardisation (ISO)
which is based in Switzerland and represents appairly 150 countries
worldwide. Thus, an organisation which attains I19@1 certification is
recognised in each of the 150 member countrieb@1$0. The word ISO

comes from the Greek worigowhich means equal.

ISO 9001 was updated in 1994 and comprised thewiolly 20 clauses.
These are included in Section 4 of the Standarcchwis titled Quality

System Requirements and is described as follows;
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Table 1.5 Quality Management System Standard 98@1:1994

4.1
Responsibility

Managemen

t4.2 Quality System

4.3 Contract Review

4.4 Design Control

supplied products

45 Document & Data4.6 Purchasing
Control
4.7 Control of customer4.8 Product Identification &

Responsibility

A

4.9 Process Control

4.10 Inspecting & Testing

4.11 Control of inspectiorn
measuring & test equipment

,4.12 Inspection & test Statu

413 Control of noni4.14 Corrective &
conforming product preventative action

4,15 Handling, Storage4.16 Control of quality
packaging, preservation &records

delivery

4.17 Internal quality audits 4.18 Training

4.19 Services

4.20 Statistical techniques

D

It was further revised in 2000 and renamed 1SO 90, the standard is

covered in Sections 4, 5, 6, 7,

8 which are agVdil
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Table 1.6 Quality Management System Standard I&1:22000

[

4 Quality| 5 Management 6 Resource 7 Product| 8 Measuremen
Management | Responsibility Management | Realisation Analysis and
System Improvement
4.1General 5.1 6.1 Provision| 7.1 Planning| 8.1 General
Requirements | Management of Resources | of Product
Commitment Realisation
4.2 5.2 Customer 6.2 Human| 7.2 Customer4{ 8.2 Monitoring
Documentation Focus Resources related and
Requirements Processes Measurement
5.3 Quality | 6.3 7.3 Design| 8.3 Control of
Policy Infrastructure | and Non-
Development | conforming
Product
5.4 Planning 6.4 Work 7.4 Purchasing 8.4 Analysis
Environment Data
5.5 7.5 Production| 8.5
Responsibility, and  Servicg Improvement
Authority  and Provision
Communication
5.6 Management 7.6 Control of
Review Monitoring and
Measuring
Devises

The 1SO 9001: 2000 Standard provides a framewotljusd for a Quality

Management System but a framework for managingsinbss in line with

the definition that quality is meeting customeruiegments.

The following illustration of a process based qyalhanagement system
shows the ISO 9001:2000 Standard as a system ith. imputs from

suppliers and other interested parties and outfmutsustomers and other

interested parties. Converting the inputs to ostjgue the internal processes

which is the ISO 9001:2000 quality management systghich is as

follows:
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Figure 1.1 lllustration of a process-based quatipnagement system (ISO
9001:2000:3)

Continual Improvement of

the quality management system

Custome
(and other
interested
parties)
Supblier Management
(an%pother PR A »| Responsibility
interested
parties)
Resource Measurement Satisfaction
Management analysis and < - - P
improvemer

&

Product
realisation:> Product

NT——

Requiremenés

v

Key
> Value adding activities
-------- > Information Flow

Whereas the Certification to 1ISO 9001 brought abautonsistency of
quality levels and a reduction in quality defedts,primary emphasis has
been on compliance rather than improvement, althotlge new ISO

9001:2000 sets out to promote improvement.

In the development of ISO 9001:2000 eight Qualitgndgement Principles
were identified as a framework towards improvedfqremance of an
organisationThese are aimed at helping organisations to acliestined

success and are as follows:
(a) Customer Focus
(b) Leadership
(c) Involvement of People

(d) Process Approach
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(e) System Approach to Management
(f) Continual Improvement
(g) Factual Approach to Decision Making

(h) Mutually Beneficial Supplier Relationships

These eight Quality Management Principles formhhsis for the Quality
Management System Standards within the 1SO 9000lyfeand show the
move from a Quality Management System to a Totali@uManagement

approach.

1.5.3 The Business Excellence or Prize Approach

The concept of Business Excellence or Prize Apgraaginated in Japan
in 1951 when JUSE (Japanese Union of ScientistsEagineers) awarded
the Deming Prize, this concept spread to the USAth whe Malcolm

Baldridge National Quality Award in 1988 and to &pe with the European
Quality Awards in 1992. In addition to the aboveysincountries in Europe

and many countries worldwide now have nationaligualvards.
(a) The Deming Prize — Japan

This began in 1951 when JUSE (Japanese Union oénfigis and

Engineers) first awarded the Deming Prize. Theedlaree categories:-

- Individuals who have made distinguished contrimgido research and
education in Total Quality Control (TQC)

- Organisations who have adopted or championed theeptd of quality
- Business units of an organisation

Amongst individual winners are Taguchi and Ishikawao of the
prominent Japanese writers or gurus in the fieldqao#lity. Ishikawa
developed the concept of Quality Circles and theis8aand Effect or
Fishbone diagram. Some organisation winners inclidissan Motor

Corporation and Mitsubishi.
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1)
2)
3)
4)
5)
6)
7)
8)

9)

The criteria for the organisational prize are dkovas:
Policy

Organisation and its management

Education and dissemination

Collection, dissemination and use of informatioihquality
Analysis

Standardisation

Control

Quality Assurance

Results

10)Planning for the future

Since its inception there have been over 400 wsoérthe Deming Prize
including two winners of the “Overseas Award” — wby Florida Power

and Light and Philips Taiwan.

(b) The Malcolm Baldridge National Quality Award (MBNQA USA

This evolved from the Deming Prize and was nameer & former US
Secretary for Commerce, it resulted from the Improent Act approved by
President Ronald Reagan in August 1987, and wstsafivarded in 1988. It
is administrated by the National Institute of Staml$ and Technology in
the USA and recognises achievements in TQM by asgéions based in the
UsS.

Awards 1 or more winners in manufacturing orgamnisest
1 or more winners in service organisations
1 or more winners in the small organisation secto

Some winners of the Baldridge Award include, Motayo Xerox

Corporation, Westinghouse and IBM.
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The Criteria for the Malcolm Baldridge National QitiaAward (1998) is as
follows:

Figure 1.2 Criteria for the Malcolm Baldridge Nat& Quality Award

Customer and Market Focusec
Strategy and Action Plans

/ Human
Strategic Resource Focus

/ Planning 10%
8% \

Leadership
11%

Business
Results
45%

™~

Customer Process
and Market Management

0,
Focus 10%

8%
Information and Analysis
8%

(c) European Quality Awards (EQA

The European Foundation for Quality Management (EF@as founded in
1988 with the purpose of improving quality throughdcurope. It saw
recognition through a European Quality Award astipaarly important
whereby role models would be identified for othier$ollow.

The European Quality Award evolved from both treniing Prize and the
Malcolm Baldridge National Quality Award and wassfiawarded in 1992.
There are four categories:
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1) Large organisations, 2) operational units ofigaorganisations, 3) small

and medium enterprises (SME) and 4) public seamardsations.

Some winners of the EQA are Rank Xerox, Texas umsénts, Nokia

Mobile Phones, and Inland Revenue (UK).
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The criteria for the European Quality Awards is tBEQM Business

Excellence Model which is as follows:

Figure 1.3 Criteria for the EFQM Business ExceleiModel)

Enablers | Results

A

A
y
v

Leadership
10%

People Results
9%

People 9%
Key
p Performance
Policy & Strategy rocoess Customer Results Results
8% 14% 20% 15%

Partnership and

Resources 9% Society Results

6%

A

1)
2)
3)
4)
5)
6)
7

8)

Innovation and Learning

The criteria are divided into two groups. The Harbriteria cover what an

organisation does, the Results criteria cover whairganisation achieves.

There are a number of fundamental concepts whiatenpin the EFQM

Model, these are as follows:-

Results Orientation

Customer Focus

Leadership and Constancy of Purpose
Management by Processes and Facts

People Development and Involvement

Continuous Learning, Innovation and Improvement
Partnership Development

Public Responsibility
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1)

2)

3)

Here also we see the move from a quality manageapgroach to a total
quality management approach which is similar to ¢hange which has

taken place with the ISO 9000 series of standards.

In summary the Business Excellence or Prize apprbazadens the quality
concept into a business concept and uses an assgsgoproach rather than
an audit approach in that to achieve excellends fequired to build on

strengths in addition to addressing weaknesseseas &r improvements.

1.5.4 The Japanese Approach
The exports from Japan to the USA and Europe iseckaignificantly from

the late 1960's, due to its cheaper and higheritgugbroducts, compared to
their western counterparts. Many western orgamisativisited Japanese
companies to establish the source of their successder to translate this
success to their own organisation. It was primdebtories in those days as
the concept of Quality Management was being apphiegery few service
organisations at that time. According to Leonard dhanopoulos (1982)
the reasons for the success of Japanese managamastfollows:
Employees; creativity, labour unions, lifetime emphent, training and
development.

Management ; communications, concern for employaestivity, decision-
making process, financials, inventory controlsppiag, quality control.
Cultural and Environmental; adaptability, businesgovernment
relationships, godfather i.e. guidance and mengorigroup loyalty,

harmonious homogenous people, shared purpose.

In the initial stages, learning from the Japanese warried out on an
individual company or group of companies basistinme it became more
structured with the Malcolm Baldridge Award evolgifrom the Deming

Prize, and the European Quality Award evolving frboth the Baldridge

Award and Deming Prize. The concept of Total Qudadlanagement also
developed from the concepts and practices followednany Japanese
organisations. The Guru approach was also infleerzy the Japanese
approach and there were three waves of gurus lasviofwww.dti.gov.uR.
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(1)

(2)

®3)

Early 1950’s-The American Gurus who went to Japéh their concepts

and approaches e.g. Deming and Juran.

Late 1950’s-The Japanese Gurus who learned fromirigeand Juran and

developed their own approaches e.g. Isikawa andcfag

1970's/ 1980's-The gurus from the USA and othertemescountries who
learned from the Japanese how they had both appheddeveloped the
work of the original gurus, and who therefore fiertdeveloped the concept

of quality. For example Feigenbaum and Crosby.

Researchers have identified some unique aspectarding Japanese
management in their relationships both with empdsyand with other
managers, these include individual responsibikigntrol systems that are
less formal and consensus decision making (Ishilahghara, Nagamachi
and Pinochet, 1996). Following a study of Japarmseed firms in the
USA, Johnson (1988) concluded that the succesap@Engse firms was due
to the introduction of particular management teghes and their

development.

In Japan most of those “unique Japanese” practitas have recently
achieved such worldwide fame are grouped togetineleluan umbrella
concept called Kaizan. Imai (1986) describes Kaizasnimprovement.
Moreover it means continuing improvement in persdifie, home life,

social life, and working life. When applied to theorkplace Kaizan
indicates continuing improvement in valuing evemyon managers and

workers alike.
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The 16 practices which comprise the Kaizan conaepts foIIowsl:f,/

Customer Orientation Kamban (signboard)

TQC (Total Quality Control) Quality Improvement

Robotics Justin Time

QC Circles Zero Defects

Suggestion Scheme Small- Group

igities

Automation Corporate labour-
management relations

Discipline in the workplace Productivity

improvement

TPM (total productive maintenance) New-product

development

Imai (1986)

Kaora Ishikawa, president of Musashi Institute etfinology and professor
emeritus at Tokyo University, has played a crucidé¢ in developing an
approach called QC circles in Japan. QC circlesy ahlled quality control
circles or quality circles, is an approach whergbyups of employees are
trained in problem solving and teambuilding and kvar identify and solve
problems. Total Quality Control in Japan is similar Total Quality
Management as operated in the USA and Europe.([t886) has listed the
features as characterising the Total Quality Céntrovement in Japan as
follows; employee patrticipation, education andrirag, QC circles, audits,
use of statistics and nationwide TQC promotionsTikiobviously strongly

influenced by the 14 points of Deming.

Total quality control as a corporate strategy itebliy involves such areas
as improving communications and labour - managemaations as well as
revitalising organisational structures. Most impotty, total quality control
as a corporate strategy must deal with peoplendts results are more
productive workers, more efficient managers, impmhwommunication,
and more effective organisation. Better and cortipetiproducts are the
result of better people and better management,nandsice versa (Imai,
1986). Creating a corporate atmosphere and comardture has been an

inseparable part of Kaizan programmes. All the Haizprogrammes
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implemented in Japan have had one key prerequisitommon, getting

workers’ acceptance and overcoming their resisteamcbange.

TQC is described by Imai (1986: xx@gs organised Kaizan activities
involving everyone in a company — managers and everk in a totally
integrated effort towards improving performance ewery level. This
improved performance is directed toward satisfysugh cross-functional
goals as quality, cost, scheduling, manpower devetnt and new product
developmentit is assumed that these activities ultimately leaihcreased

customer satisfaction.

According to Imai (1986) the three building blockd business are
hardware, software and human ware. TQC starts kitman ware. Only
after human ware is squarely in place should theiviae and software
aspects of business be considered. Imai (1986)opespprocess-orientated

management that is also people orientated.

Some western organisations went so far in repligatiJapanese
organisations that they even served Japanese ot icanteen. However
there are dangers in replicating approaches antsfaaing them into
another culture. Maruyama (1982) states that thpardksse way of
management has an epistemological basis diffenemh fwhat is called
participatory management in the USA. He proposest tthe future

principles of USA management should be neither ritation of the

Japanese way nor the traditional American way.

In summary the Japanese approach has been vergssiidcin Japanese
industry and many aspects of it are being used secgessfully in Western
organisations. However organisations should beimasiand select specific
approaches which relate to their specific needserahan try to impose a

foreign culture which took many years to evolve.

1.5.5 The Exemplary Organisation Approach

Whereas this approach was partly included in teedaction, however the

concept of learning from exemplary organisations &lavays been utilised
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by organisations. This approach has been furtbeeldped in recent years,
with the term “Benchmarking” which came from workrged out by the
Xerox Corporation in the USA becoming part of bbasiness practice
Benchmarking is the continuous process of measyminducts against the
toughest competitors or those companiesognised as industry leaders
(David T Kearns, Chief Executive Officer Xerox Corgtion cited in
Camp, 1989:10) According to Robert Camp who helpedelop the
concept in the Xerox Corporatiobenchmarking is the search for industry

best practices that lead to superior performaf€amp,1989:12).

The process of identifying, understanding and adgpsuperior practices
from organisations locally and world-wide to helpuy organisation

improve its performance and achieve priority bussneesult§Camp, 1989).

The Business Excellence or Prize Approach as destrin section (3)

above, also uses this approach in that prize winregree to share
information on their practices, both by publishithgir application for the
prize and by making presentations to groups of @mgs. In the case of
the European Quality Awards the winners make ptasiens at

conferences in each of the member states of thepean Foundation for
Quality Management (EFQM).

Review of the Different Approaches

(1) The Guru Approach
Advantages
By using Deming’s 14 points or the approach of ohehe other gurus,
organisations have a framework which can be appledthe total
organisation rather than addressing quality probléman isolated and un
co-ordinated manner throughout the organisatiores&€happroaches have
worked and if applied to organisations would béefefit in addressing the

area of quality.

Disadvantages
The model of the guru is applied to the organisagiher using their own

resources or through the assistance of externauttamts. However there is
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no independent external assessment for example 98@L and no

independent view of the organisation to determiiritis making progress.

(2) The Certification Approach
Advantages
The organisation benchmarks itself against a standar example I1ISO
9001 to which over 900,000 organisations have la@eredited worldwide.
The organisation must be externally assessed &rofite accreditation and
must be reassessed on a regular basis, for exanpleally, to retain the
accreditation. Having an accredited quality managensystem can be of
benefit and in some cases a requirement to ob&inaustomers and retain
existing customers
Disadvantages
Some organisations regard quality management sgs@snbeing very
bureaucratic and paper based and can cause irlitgxibb an organisation.
Many quality management systems have focused coefplen compliance
and whereas compliance is a key element of a gualtnagement system
there also needs to be an emphasis on improvenidm. new SO

9001:2000 standard includes an emphasis on imprenem

(3) The Business Excellence or Prize Approach
Advantages
The different models i.e. Deming, Baldridge and BF@ach give a
framework which organisations can work with andytiban carry out a self
assessment against the criteria of the model. Hasyalso be externally
assessed against the criteria of the model andweeded a score which
they can benchmark against other organisationsarisgtions can also
enter the competitions for the different awardgiizes either on a regional
or national basis or in the case of European osgdions they can enter for
a European award.
Disadvantages
Whereas many organisations use the different modekry few
organisations actually apply for the actual awasdsprizes. For example
there are only 4 European Quality Awards each gedrapproximately 50

organisations from throughout Europe apply for ¢hasvards each year.
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Whereas other organisations apply for nationalityuaivards the numbers

are relatively small.

(4) The Japanese Approach
Advantages
The application of practices conducted by Japamgganisations have
proved very beneficial to non Japanese organisatidhese include the
emphasis on quality, team working, problem solvinggntinuous

improvement etc.

Disadvantages
There can be cultural difficulties in applying Japse practices into non

Japanese organisations. For example many westgamisations focus on
individuals and reward individuals rather than team based approach
which is part of Japanese culture and has developedgenerations. Many
western organisations focus on short term needs expeéct short term
results for example quarterly financial results,evdas many Japanese

organisations have a longer framework of betweancb10 years.

(5) The Exemplary Organisation Approach

Advantages
As with the Japanese Approach it is beneficialdiayanisations to identify

exemplary organisations and benchmark themsehaiastighem.

Disadvantages
It can be difficult to identify organisations frowhich other organisations

can learn and even more difficult to gain accessuoh organisations
because of confidentiality issues and because m#rgy organisations may
also wish to have access to exemplary organisations

The following table compares the different appr@aschnder 4 criteria
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Table 1.7 Comparison of the Different Approache®uality.

Criteria

Guru

Certification

Business

Excellence

Japanese

Exemplary

Organisation

External

Accreditation

No

Yes

Yes

No

No

Organisation
Wide Approach

Yes

Yes

Yes/No

Yes/No

Emphasis

Improvement

on

Yes

Yes/No

Yes

Yes

Yes

Benchmarking

No

No

Yes

Combination of Approaches

A number of organisations use a combination ofabeve approaches. For
example organisations with Quality Management Sysiecreditation, may
also use the business excellence model, they mashb@ark against best in
class organisations, may use some Japanese psa@tidemay use some of
the approaches used by one or more of the qualityusg Quality
Management theory does not prescribe any singlepbastice and firms are
encouraged to tailor the application of the pritespto their individual
circumstancegHill, 1991).

1.6 Measurement of Quality

Quality has always been regarded as an intangénie difficult to define
and with the comment that, what gets measured dete, the need to
measure quality becomes increasingly important. dsqoality to one
person can be poor quality to another. Deming (198®1 that quality can
only be assessed by considering the interactionngntbree factors, the
product (or service) itself, the customer and theiperience with the

product and other aspects of the relationship kervpeoduct and customer.

According to Feigenbaum (1983)mely measurement and reporting of
quality level data are used in assessing qualitfopeance, setting quality
goals, and evaluating corrective-action effortaictSinformation becomes
the basis for establishing improvement goals, ftyicgchedules etc. Crosby

(1979) stressed that it is essential that managedsemployees alike are
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b)

familiar with the organisational goals and funcibmanagement systems
employed within the company, together with a wiless to assist others in
measuring and controlling all aspects of the precéaran (1979said that

good quality planning requires precise communica@mnong customers
and suppliers and when a system of measuremeittelessestablished there

is a common language.

This need to measure quality is being addressedrgygnisations using a

number of approaches as follows:

1) ISO 9001- This is the most common measure of quality witlexcess
of 900,000 organisations worldwide with this acdabn across a wide
range of both manufacturing and service organisatiorhe 1SO 9001 audit
investigates whether a satisfactory quality managgnmsystem is in
operation in the organisation and by accrediting dinganisation with the
ISO 9001 accreditation it acknowledges the exisefcthe quality system
which in turn should ensure that a product or seraf consistent quality is
produced or provided by the organisation. A latidn with this approach
may be that it is an analogue system in which agamisation either
achieves the accreditation or fails to achieveattweditation and there is no
mechanism for an organisation to measure improvemernbenchmark

against other organisations.

2) Quality Costs (Cost of Non Conformance)
This concept was originally introduced in the 1350y the General Electric
Company in the USA and further developed by Crqdi®y9).

This gives a measure of the cost of poor qualigenrfour headings:
Prevention Costs — the cost of ensuring qualityedsf do not occur by

investing in training of staff, development of aatjty system etc.

Appraisal or Inspection Costs — the cost of indpggbroducts or analysing

services to ensure that defects are removed améhatied.
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<)

d)

Internal Failure Costs the cost of defects including corrective actioke li

reworking or scrapping defective products.

External Failure Costs the cost of repairing or replacing defects which

have reached the customer.

Employing such a framework organisations can meathe cost of poor
quality either as a finite amount or as a percemtafgsales revenue and in

the latter situation they could benchmark agaitfsmoorganisations.

Croshby (1979 described the cost of quality as the cost of ddimggs
wrong and used the cost of quality as one of the drivershaf guality
programme within organisations, by measuring itthed beginning of a
guality programme and then showing success in anfial sense as the
programme progressed. Crosby (1pZ&tes that the cost of quality (poor
quality) in organisations as a percentage of saleges from 2.5% to 20%.
Atkinson (1990 states that the cost of quality varies between 208625%
of sales for manufacturing companies and 40% to 60%ales for service
organisations. He also states that the figure Hier gublic sector is even

higher.

The quality cost approach addresses some of thiafioms of an ISO 9001
quality management system in that there is a nuwalemeasure, which can
be continuously reviewed and compared to otherrisgsions. However
the concept of quality costs has not been widelpliagp within
manufacturing industry and even less within servicdustry. Many
organisations believe it to be a very time consgnand costly exercise to

effectively measure the cost of poor quality.

Zain (1993 believed that the above approaches and indeed apipeoaches

did not adequately measure the “quality position™guality status” of an
organisation and designed a Quality Measuremente8y$QMS), which
covers the following areas:

General Quality Orientation, Quality Costing, Openas, Customers,

Research and Development, Human Resources andi&sppl
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This is intended to be used in conjunction witheotimeasures, and is
believed to be a very valuable indicator of thetestaf quality of the

organisation .The measuring instrument is a quessive that is completed
by an organisation and then scored. The Quality sMeament System is
hoped to provide the Industry with a benchmarkiagdgtick against which
any manufacturing — based organisation can gaggguility performance

and ultimately, economic health (Zain,1993).

1.7 Conclusions

This chapter covers developments in the area ofitgudhe literature
reviews the work othe initial quality gurus i.e. Deming and Juran ahsb
covers the other gurus, primarily US and Japandse vave evolved over
the years in addition to current literature. Itcncluded that whereas the
quality gurus have made a significant contributiorthe identification and
development of the quality concept there are a mundf limitations
primarily with regard to the lack of empirical eeitte for their
development, the fact that they do not cover thendiu dimension of
organisations and that they do not cover publitoserganisations.

There is little consensus in the literature withanel to a common definition
of quality and many writers consider quality fronffetent perspectives. It
is concluded that the quality concept has now edbe include continuous
improvement, customer focus, both internal and resle and the
participation of employees. It is now being refdr® as total quality
management and now extends to service industryrengublic sector.

It is concluded that the approaches adopted byn@gtons can be divided
into five main groupings and that most organisati@udressing quality
utilize one or more of these approaches.

Most of the original literature regarding qualitglates to manufacturing
industry although the volume of research and wgitiegarding the service
sector has increased substantially in recent yasusas the literature from
outside the USA and Europe. The research on qualithe public sector

has also increased substantially in recent times.
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A common view in the literature is that a predomineause for the failure
of quality programmes is the lack of attentionie human side of quality

programmes i.e. people issues.
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2.1 Introduction

This chapter considers the origins of Total QualManagement, formal
definitions of Total Quality Management, and itsnéfits and limitations. It
attempts to compare Total Quality Management with tlassical theories of
management and considers the peer reviewed resedtsh area of Total Quality

Management.

2.2 Origins of Total Quality M anagement

Total Quality Management (TQM) has its origins e tUnited States of America
and was the USA response to Japanese quality maeaggractice which was
described more fully in Chapter 1. In comparisorih® USA the ways in which
the Japanese differed were higher levels of inggradmental co-operation and a
greater level of influence for employees in direohtact with the product. Most
importantly there was a different “mindset” guidibghaviour to which people
were encouraged to continuously improve, and fdass and foremost on the

customer (Ciampa, 1991).

2.3 Definitions of Total Quality M anagement

There are a broad range of definitions of TQM, sexemples are as follows:
TQM is an integrated, corporately led programmeoofanisational change
designed to engender and sustain a culture of roatis improvement based on

customer oriented definitions of qualioss and Kogan, 1995:13).

TQM is a management approach of an organisatenired on quality, based
on the participation of all its members and aimatgong-term success through
customer satisfaction, and benefits to all memlzérthe organisation and to
society (ISO 8402,1994:17).
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TQM is a way of managing the effectiveness, fllityitind competitiveness of

business as a who(8ritish Department of Trade and Industry, 1991).

TQM represents the management of quality as aegiratssue rather than an

operational issue for lower levels of the hierar@ijl, 1991).

TQM is a concept, the principles on which to depea total quality culture, a
journey that has no end, and quality improvemerthés enabling mechanism

which must be continuous and company wide (Newall Rale, 1991).

TQM is a systematic approach to the practice ofagament, requiring changes
in organisational processes, strategic prioritiegijividual beliefs, individual
attitudes and individual behaviours (Olean and Reyi991).

Wilkinson et al (1991) cite three catege of definitions of TQM
identified by the British Quality Asgation (BQA):-

a) Soft qualitative definitions - TQM is consistenttiviopen management
styles, delegated responsibility and increasednauty to staff.

b) Hard production /operations definitions — these leasse the use of
systematic measurement and statistical procedoresgess quality in
terms of conformance to specifications.

c) Integration of hard and soft definitions — Thesenbme an obsession
with quality, the need for a scientific approachd ahe view that all

employees are part of the one team.

The successful management of quality reguhe combination and integration of
both hard and soft approaches (Wilkinson and Witch@91).

In considering the above definitions thare 4 significant areas which are as
follows: the strategic approach, system of managénoeistomer, innovation and
continuous improvement. The strategic approacmdtuded in the definition of
Hill. The system of management is included in thedinitions of Olean and
Reynes, and Hill. The customer is included in tieénition of Joss and Kogan.
Innovation and continuous improvement is includethie definition of Olean and
Reynes.
38



A suggested definition of TQM is as follew

Total Quality Management is a strategiprapch to the development and
implementation of a management system which ingatps innovation and
continuous change through the involvement of alpleyees in the provision of

quality products and/or services to its customers.

2.4 The Main Components of Total Quality M anagement

In order to understand the concept of Total Quallgnagement it is beneficial to
consider its different components and as with #éous definitions of quality and
TOM there are also differing views among authorgarding the different

components of TQM.

Following a review of the literature, Saraph, Bensand Schroeder (1989)
identified a set of key components, which make hgp ¢oncept of TQM. They
referred to these key components as the criticabfa of quality management and
listed them as follows:
1) The role of management leadership and quality polic
2) The role of the quality department
3) Training.
4) Product and service design
5) Supplier quality management
6) Process management
7) Quality data and reporting
8) Employee relations
(Saraph et al. 1989)
Following a review of the literature Mann (1992pmdified the critical factors of
quality management as follows:

1) Quality leadership

2) Company wide quality commitment

3) Measurement and reporting system

4) Customer and supplier focus

5) Education and training

(Mann 1992)
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Black (1998 divided TQM into its soft elements and hard elemmenhich he
outlined as follows: soft elements included commaitinto quality, leadership,
quality policy, training and education, organisatior quality, teamwork, quality
culture, and hard elements included process neamewt, quality planning,
quality systems, design, quality costs, customediiack, TQM programme
assessment.
Black (1993) identified the following 1O0ritccal factors of Total Quality
Management extracted from the responses of 201 EQdérts, which were:

1) Strategic Quality Management.

2) Customer Satisfaction Orientation

3) People and Customer Management

4) Communication of Improvement Information

5) External Interface management

6) Quality Improvement Measurement Systems

7) Corporate Quality Structure

8) Supplier Partnerships

9) Operational Quality Planning

10)Teamwork Structures for Process Improvement

Black (1993) stated that frameworks for the applicea and measurement of
TQM, notably the Malcolm Baldridge National Qualiyvards and the European
Quality Award Criteria had no empirical researclsiba Black (1993) therefore
developed an empirically derived conceptual moded acoring system that

covered the above 10 critical factors of TQM

The following is a comparison of the 10 factorslioed by Black (1993) with the
factors of Saraph et al (1989)
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Black (1993) Saraph et al (1989)

Strategic Quality ManagemeRt > Top Management Lishife

Quality Improvement Measureren:
Systems

Quality Data Begorting

Communication and Improvement
Information

Training
Teamwork Structure for proce Employee Relations

Improvement

People and Customer Management Process Management

Customer Satisfaction Orientatio
roduct/Service Design
External Interface Managem

Supplier Partnerships > Supplier Quality

Management
Operational Quality PIanning\
/ Role of the Quality Department

Corporate Quality Structure
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The following compares the Mann (1992) Model wthik Saraph et al. Model.

Figure 2.2 Comparison of the Factor Models of M&h®92) and Saraph {e'g.glr" {comme"t Lok JELRE

(1989

Mann (1992) Saraph et al (1989)

Quality Leadership » Top Management Leadership

Company wide quality commitmen Quality Datal &eporting

Measurement and reporting system Training

Customer and supplier focus ErppdoRelations

Education and training Process Management

Product/Service Design

Supplier QiyaManagement

Role of the Quality Department

The five factors in the Mann model are includedthie Saraphet al. Model

although Saraph et al. does not list the custoreex factor. However the Mann
Model does not explicitly refer to three factorsitzoned in the Saraph et al Model
which are as follows; employee relations, processanagement and
product/service design. The factors could howewecdwvered by other factors in

the Mann Model notably company wide quality comnair
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Figure 2.3 takes the Saraph et al. Model and jwgep it with the internationally
recognised ISO 9001:2000 Model as follows

Figure 2.3 Comparison of the Factor Models of Sarep al. (1989) and ISO

P {Comment [j3]: FGURE

1 SO 9001:2000 Saraph et al. (1989)
Customer Focus Top Management
/ Leastep
Leadership Quiality Data and
Reporting
Investment of people »  Training

Process Approach Employee Relations

Systems Approach to management

Process Management

Continual improvement Prod8ervice Design

Factual Approach to decision making Supplier Quality
Manageinen

Mutually Beneficial Supplier relationships Role of the Quality
Department

This comparison also highlights the exclusion &f tustomer in the Sarag al.
Model and also the areas of continual improvementthe systems approach to
management. Factors in the Saraph et al. Model imdtded in the ISO
9001:2000 Model are product /service design arel@bthe quality department.

Dale, Wu, Zairi, Williams and Van der Wiele, (200Eviewed the work of the
American quality gurus plus a number of Japanesesgand compares them
under a list of TQM variables and TQM dimensiofi$ie TQM variables used in
the comparison are from success factors identifigdSaraph et al. (1989) and
Powell (1995) and the criteria of the Baldridge &#QM Excellence Models.
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The ten TQM dimensions used in the comparison rara Martinez — Larente et

al. (1998) cited in Dale et al (2001:444) and asefalows: Top management
support, Customer relationship, Supplier relatigmsiwWorkforce management,
Employee attitudesand behaviour, Product design process, Process flow
management, Quality data amEporting, Role of the quality department and

Benchmarking.

Dale et al. (2001) compares the work of the quaityjus by TQM variables and TQM
dimensions in the following tables.

Table 2.1 Comparison of the work of quality gurys TQM Variables (Dale et al.,
2001: 445)

p { Comment [j4]: Need help ]

TOM variables .

Variables Crosby| Deming | Feigenbaun}] Jurdn Ishikaja Shidgo Tagichi

Definition Yes Yes Yes Yes Yes Yes Yes
quality
Explanation | Yes Yes Yes Yes Yes Yes Yes
of the
quality
phenomenon|
Leadership | Yes Yes Yes Yes Yes No No
and
commitment
issues
People Yes Yes Yes Yes Yes Yes No
management
Resource Yes No Yes Yes No No Yes
management

Problem- Yes Yes Yes Yes Yes Yes Yes
solving
methods

The above shows a high level of consistency betvadlehe gurus with an even higher
level of consistency between the American gurus, Crosby, Deming, Juran and
Feigenbaum. Only one of the Japanese gurus incRdssurce Management which is

included by all the American gurus with the exceptdf Deming.
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Table 2.2 Comparison of the work of the qualityuguby TQM Dimensions (Dale et
al,, 2001: 445)

TQM dimensions

Dimensions Crosby Deming | Feigenbaum | Juran | Isikawa | Shingo | Taguchi
Top management | Yes Yes Yes Yes Yes No No
support

Customer relationship| Yes Yes Yes Yes Yes No Yes
Supplier relationship | No Yes Yes Yes Yes No No
Workforce Yes Yes Yes Yes Yes Yes No
management/employeg

attitudes and

behaviour

Product design Yes Yes Yes Yes No Yes Yes
process/process flo

management

Quality data and Yes Yes Yes Yes Yes Yes No
reporting/ Role of the

Quality Dept.

Benchmarking No No No No No No No

The work of Dale et al (2001) also shows some @sting differences between the
American and Japanese experts. The work of the Aowgricans covered all the
dimensions of TQM apart from Benchmarking and emdsa not only
technological but also people issues. By contthst,Japanese focus mainly on
process and product management, with the softeessappearing to be given less
attention(Dale et al., 2001).This may be due tthe fact that team working is a
part of the Japanese culture as is top manageroemhitment to quality therefore
the Japanese gurus may have believed that theas digt not need additional

attention.

Based on a review of the Saraph e(189) Model and the other Models the

following ten dimensions are suggested as a corepsite model of TQM.

1) Customer Focus
2) Top Management Leadership
3) Quality Data and Reporting
4) Education and Training
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5) Employee involvement

6) Continuous Improvement

7) Product/Service Design

8) Supplier Quality Management
9) Role of the quality function

10)Process Management

The following relates the work of the four main Amican gurus against the ten

dimensions of TQM suggested above.

Table 2.3 Comparison of the work of the four maimeican quality gurus

against ten dimensions of TQM

Dimensions Croshy Deming | Feigenbaum | Juran
Customer Yes Yes Yes Yes
focus

Top Yes Yes Yes Yes
management

leadership

Quality data| Yes Yes Yes Yes
and reporting

Education and| Yes Yes Yes Yes
training

Employee Yes Yes Yes Yes
involvement

Continuous Yes Yes Yes Yes
improvement

Product/service| Yes Yes Yes Yes
design

Supplier Yes Yes Yes Yes
quality

management

Role of the | Yes Yes Yes Yes
quality

function

Process Yes Yes Yes Yes
Management

This shows that all the dimensions arereskkd by each of the four gurus. The

areas where the gurus differ is in their approach.

As previously stated almost all of thegoral literature, including the work of the
quality gurus focussed on manufacturing organigatidlthough in recent years the
majority of literature now focuses on service oligations. It is often said that quality is
different in service rather than manufacturing aigations and a study was carried out

in Ireland on the human resource implications odlidy initiatives by comparing the
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two sectors by Monks, Buckley and Sinnott (1999)isTfound that there was a high
degree of similarity between the sectors with anlgor differences. For example in the
area of Communication and Involvement Measures lwiica key dimension of Total
Quality Management, manufacturing scores highetaam briefing, teamworking, and
communication programmes, whereas service scogirbhin quality teams, suggestion
schemes, special newsletters and attitude sureghould be noted that most of the
service organisations surveyed were in the privsdetor so there is not a direct

comparison to the current research.

2.5 Mativation for Total Quality Management

TQM has developed in many countries into enabliagneworks aimed at
helping organisations achieve excellent performguagticularly in customer
and business results. Zain (1993: 2@8ptes the European Foundation for
Quality Management (EFQM), the sponsors of the geao Quality Award
as followsIn the 1980’s companies began to realise that toheily way of
surviving in business was to pay much more attanttioquality. In many
markets, quality has already become tloenpetitive edgeKanji and Barker
(1990 noted about 85% of the common problems of orgapisatare
related to the management and systems and only d&%pecific to the
operation and connected with technology. It igdfae believed that the
best way of overcoming these problems is through phinciples and
practice of TQM. Newell and Dale (1991) also nofiedn the literature that
authors agree that customer’s needs can be fullyntg if improvements in
quality are achieved in the following five areaseople, equipment,

materials, methods, and environment.

2.6 Benefits of Total Quality Management

TQM is significant because it represengstern industry’s first attempt at a
systems approach to strategy (Bennett and Kerg)1@hfortunately there
is little research on the quantification of the & of TQM (Zain, 1993.

There are problems in this regard in that the tyalprovement process is
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seen by many companies as only one element in thairall business
improvement policy. Consequently, this has ledlifficulties in isolating
and identifying its effects (Newell and Dale, 199Gale and Klavans (1985)
outlined some of the benefits of TQM in that prafiargins are driven by
both relative quality and relative market sharee &perience of over 2000
businesses in the PIMS (Profit Impact of Marketfiygy) database enables
one to quantify the relationships between stratpggition and profitability.
In the long run, improved quality will also help tapture a larger share of
the market. Mann (1990in a survey of 43TQM companies’, found that
66% of them believed that TQM had increased theirket share, while
37% believed that it had helped them establishva ciestomer base. 43%
believed that it had increased their export markeii more than 50%
believed that as a result of the TQM policy, on theerage, a turnover
increase of 8% a year had been achieved. Iropjca% believed that

TQM had no effect on their business performance.

In 1992 the Arthur D Little Corporationgaiuced an in- house report based
on a survey of 500 large US organisations whiclomep that 35% of
respondents said that they significant performaingeacts following the
implementation of TQM (cited in Powell,1995).

The US Government General Accounting @ffiGAO) following a survey
of the 20 highest scoring applicants for the 1988 4989 Baldridge
Awards, in response to a request from the U. Sgéss, reported in 1991
that these firms had achieved better employeeioakitimproved product
quality, lower costs and improved customer sattgfac (cited in Powell
1995). In a study of the quality practices of latg&. corporations carried
out in 1989 by The Conference Board, a New Yorkirass research group
(cited in Powell, 1995) over 30% of organisatiorsédsthat TQM had
improved their performance, with less than 1% repgr performance

decline as a result of TQM.

Examples of improvements as a result gflémenting TQM in the UK
computer organisation ICL are as follows:

1) Reduced customer complaints resultingnnual savings of £ 500,000
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sterling.
2) Annual savings on training courseE580,000 sterling.
3) Annual savings regarding the worlsetretaries, by providing
frequently used information, of @10Q,000 sterling.
4) Reduction in time to repair clieguipment resulting in annual saving
of £4,000,000 sterling.

(Munro-Faure and Munro-Faure, 1992).

McAdam and Bannister (2001) emphasis the need ferfopnance
management within TQM frameworks and state thatsones must include
the hard and soft elements of TQM.

Research carried out by Powell (1995) supportedctimelusion that TQM
can produce economic value to an organisation Ivat it has not been
successful in all organisations which have implete@™ QM. According to
Powell (1995) TOM success appears to depend dhticn executive
commitment, open organisation, and employee empuoesmtrand less upon
such TQM staples as benchmarking, training, flexilshanufacturing,

process improvement and improved measurement.

Research carried out by Terziovski and Samson (199§gests that TQM
has a significantly positive effect on operatioaatl business performance,
employee relations and customer satisfaction. Hewethere were
significant  differences between TQM and businessfopmance across

industry sectors and different sized companies.

A study carried out by Chung et al (2008) whichused on the business
value of TQM across fifteen enterprises in sevatudtries using eighteen
indices of five perspectives to value them, conetuthat the business value

in all fifteen organisations was greater than therage for their industry.

Research carried out by McAdam et al (2002) on péBlic sector
organisations found that TQM plays a key role ipiiaving organisational
performance over time as measured by a comprelensawnge of

performance measures and that this is sustainediowe
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The International Study of Quality conducted by tAmerican Quality
Foundation (1991) showed that improvements in gudlave a positive
relationship with increases in productivity, perfamce and profits and
found quality to be a crucial factor in the stratcggerformance of virtually

every organisation in the study which covered fountries.

A study by Bardoel and Sohal (1999) also indicatqubsitive link between
TQM and organisational performance and also statedhajor benefit
identified of TQM programmes as the increased amese and focus of all

employees on satisfying internal and external ¢usts.

Research carried out by Neergaard (1999) in 278risgtions indicated the
main benefits of TQM as decline in errors, declinecomplaints, process

improvement, improved image and increased motimadfoemployees.

To summarise, a range of studies on TQM coveringiide range of
countries and industrial sectors show improvemeéntperational and

business performance and in people aspects.

2.7 Problems in Achieving a Successful Total Quality Management
System

The outcomes of successful TQM systems, as outlinethe previous
section, provides benefits for organisations, theinployees and their
customers. However not all organisations are a#dato adopting TQM
processes. The following outlines some of the moisl in achieving a

successful TQM system within an organisation

Develin and Partners (1989) identified problemsoemtered at the early
stages of TQM implementation, and during and dfterprogramme. In the
early stages, finding the time and middle managénesistance were the

most acute problems. The former was thought tatiributed to people
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being too busy correcting errors and fire fightingpile the latter was due to
middle managers feeling threatened and displayyrgcism. During and

after the programme, a series of problems werewmeoed; in descending
severity, they are cultural change, managementvi@ina finding the time,

wrong service levels, cannot measure results, moonmunications, no
tangible benefits, poor inter-departmental relatfops, lost momentum,
timescale too long, and quality culture seen asrsé@ from business as

usual.

Research carried out by Leonard, McAdam and Re@DXP found little
evidence of organisations developing TQM into atstic formulation role
which was due mainly to the lack of senior managenmevolvement in
TQM hence ensuring that TQM stayed mainly at therafonal level rather

than progressing to the tactical or strategic kvel

Many of the above problems are closely relatedni® another. Zain (1993)
suggests that by addressing the culture of then@gton, at least 80% of
the problems can, to a large extent, be resolved.e®amination of the
literature suggests that only one third to one Iudilforganisations have
observed significant improvements through TQM paogmes (Bardett,
1994; Garvin, 1986; Grant et al., 1994 cited inaTand Prasad (1998). This
lack of significant success is often not a failofethe TQM concept but a
failure to pay sufficient attention to the cultueald structural variables that
influence TQM (Tata and Prasad, 1998).

Many organisations adopt TQM as a system of managenin order to
achieve this transition there must be changestitudts, communications,
employee involvement and commitment. One of thesaes suggested for
failure of quality programmes in organisationshe tsoft” or “human” side
of quality management (Wilkinson and Witcher, 1991 frequent
observation is that early quality improvements frimehnical improvements
are not supported in the longer term by developmanthe “softer”

attitudinal aspects of qualifgeddon, 1989).
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Atkinson (1990)outlines the resistances to Total Quality Managenasn
follows; 1) fear, 2) flavour of the month, 3) pensbloss of control, 4) TQM
will be dead by 1993, 5) personal uncertainty, i8)illing to take ownership
and be committed, 7) it may mean more work, 8)ayrgo away if | ignore
it , 9) past resentments. Atkinson (1990 ) statas 80% of TQM initiatives
will fail because they do not have the backing ltd senior management
team and that the rate of training, developmenteahdtation is probably the
most critical aspect of any TQM driv8he implementation of a TQM
culture with its implicit orientation towards thestomer is a complex topic

that requires a long-term approach.

Tata and Prasad (1998) suggest that argatmictures and flexibility
oriented cultures are more conductive to the sscces TQM
implementation, compared to control-orientated wek and mechanistic
structures. Since TQM de-emphasizes status digtivctand empowers
employees to make decisions and use their intelligeit is less likely to
succeed in companies with cultures and mecharsistictures that centralise
decision making authority in managerial hands. Camgs with flexibility
orientated cultures and organic structures, inreghtshow a better fit with
TQM practices such as employee involvement, empoeet, teamwork
and co-ordination across functional areas. Suchpemies should find it
easier to implement TQM (Crosby, 1979; Deming, 198dat, 1994).

Hofstede (1994) also states that powdaxkée and uncertainty avoidance in
particular affect our thinking about organisatiavtsich always demands the
answering of two questions (1) who has the powatetide what? and (2)
what rules or procedures will be followed to att#fie desired ends? The
answer to the first question is influenced by aaltunorms of power
distance; the answer to the second question, iscudgural norms of

uncertainty avoidance.

Hofstede (1980) found that different coigst accept varied distribution of
power in their hierarchies. Companies in high podistance countries such
as Hong Kong, the Phillippines, Singapore, Mexi¢enezuela and Brazil
(Hofstede, 1980; 1994 cited in Tata and Prasad8)188 more likely to
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have centralised control over decision making aadehcontrol-orientated
cultures and mechanistic structures. Such firms rmaye difficulty in
implementing TQM. In contrast, firms in low powdstnce countries such
as Austria, Denmark, Sweden, Norway, Finland, thi€ &hd the US
(Hofstede, 1980; 1994 cited in Tata and Prasad8)L8€ more likely to
decentralise decision-making and empower employ8esh firms have
flexibility-orientated cultures and organic struets and are more likely to
succeed in TQM implementation (Tata and Prasad8)19he uncertainty
avoidance dimension of national culture deals wite extent to which
people feel the need to avoid ambiguous situatiand,the extent to which
they try to manage such situations by providingliekpules and regulations
and by rejecting novel ideas (Tata and Prasad, )198&igh uncertainty
avoidance countries such as Greece, Portugal, BeJgidapan, Chile,
Argentina and Mexico (Hofstede, 1980; 1994 citedata and Prasad, 1998)
people feel uncomfortable without the structurepoficies and procedures
and employees do not desire a great deal of disoreThis results in
companies with control-orientated value systemsrardhanistic structures
that are less likely to implement TQM effectiveljafa and Prasad, 1998).
In low uncertainty avoidance countries such as &ioge, Hong Kong, the
Philippines, Denmark, Sweden, the UK and the USfgtéde, 1980; 1994
cited in Tata and Prasad,1998) people feel uncdaifter with a system of
rigid policies, and employees desire empowermeict e flexibility to
make decisions on their own. Companies in suchtcesrare more likely to
have flexibility-orientated cultures and organicustures, and are likely to

implement TQM effectively (Tata and Prasad, 1998).

The connection between national culture and orgéinizal culture/structure
is more complex for multinational corporations argdkpends on

headquarters’ orientations towards subsidiaridsnatentric, polycentric or
geocentric (Alder, 1991; Heenan and Perlmutter,918ifed in Tata and

Prasad, 1998). In ethnocentric companies, the reulifi the home country
will have a greater influence on organisationaltuel/structure than the
culture of the host country. In polycentric commamithe culture of the host
country will have a greater influence on organgsadi culture/structure than

the culture of the home country. In geocentric canigs, both host and
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home country values are likely to influence cultamd structure in such

companies (Tata and Prasad, 1988).

Tata and Prasad (1998:708) show how variationsational culture and
organisational culture/structure influence the egsc of TQM

implementation. Figure 2.1 shows variations in ungdtand organisational
culture/structure. The first continuum in the figuindicates the range of
national cultures from high power distance/high aertainty avoidance
cultures at one end to low power distance/low wagetly at the other end.
The second continuum represents organisationalresistructures ranging
from control-orientated, mechanistic companies ¢ end to flexibility-

orientated companies at the other end. The thirdimoum indicates the

range of potential outcomes associated with TQMémentation.

Companies at different points on the agantim are likely to have different
outcomes. For example, company ‘A’ has a contr@raated culture and
mechanistic structure influenced by a high powstagice/high uncertainty
avoidance national culture. The outcomes for tbhimgany are more likely
to include high implementation costs, and lesslyike include TQM

success. Company ‘C’, in contrast, has a flexipiitientated culture and
organic structure influenced by a low power distdlowv uncertainty
avoidance national culture. TQM implementation hiis tcompany is more
likely to result in success and involve fewer cosf®mpany ‘B’ is an

intermediate example in which a combination of oontand flexibility-

orientated values manifest itself in the structwith both mechanistic and
organic characteristics. For this company, TOM enpéntation success is

less likely than for company ‘C’, but more likelgrfcompany ‘A’

In practice, this means that TQM impletation will be easier, less
expensive and less time consuming for a comparpgoit ‘C’ than for a
company at point ‘A’, since developing a cultured astructure to support
TQM is much more difficult than implementing TQM ian already
receptive environment. Company ‘C’ already has jpsttive culture and
structure that would make it easier to implemenpleyee involvement,

teamwork, benchmarking, customer focus and oth@eds of TQM.
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Company ‘A’, in contrast, has first to re socialisamployees and
management to the values and beliefs of a flexiblture. It also has to train
the workforce in the knowledge and skills essetitinthe new decentralised
structure (Tata and Prasad 1998).

Figure 2.4 A model of relationships between natiaulture, organisational
culture/structure, and TQM implementation. (Tatad &Prasad, 1998:708)

National Orggational TQM
Culture Culture/Structure Outcomes
Company A
] \High power _ = »{ \ Contol-orientated cultu »| \ Implementation cos
istance ~ TiT T ™ ‘Nlechanisfic structure™ = {-- ==~ M lementation-times- -
{gh uncertainty
awgidance
Company B
___________________________ Pl - - = - = — o L P N |
> >
Company C ibilitv-ori
___________________________ > _Z;t)(u'?e'l'% orientateq_._. »| -lmplementation. .\ . - .
Organic structure success
Low power distange 9
Low certainty

A common theme in the literattekates to the fact that the people aspects
of TQM must be addressed befdpd/in its totality can be successfully
implemented i.e. the soft aspettTQM must be addressed before the
hard aspects can be successfapfemented. This point is reinforced by
the following examples from tltedature.
Salegna and Fazel (1995) and Shani et al (1994 #tat the success of
TQM depends on the congruency which exists betwleemuality plan and
the organisation’s goals and culture and that ssfakimplementation of
TQM requires the building of the organizational tatg around quality
issues.
Research carried out by Van der Wiele and BrowrDZ2Mmver a decade
states that in order to achieve the sustainatfitf QM, emphasis must be
placed on fundamental principles like continuougpriovement, customer
satisfaction and teamworking, all of which are #édkto organizational

culture.
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According to research carried out by Dwyer (200@)cbncludes that many
quality programmes do not reach their potentialabse the people aspects
or cultural aspects are not well managed and tecalscludes that the main
dimensions of quality management programmes ar@lpelated. This
point is also made by Ciampa (1992) who statesghality programmes fall
or achieve mediocre results because of lack of weaky insufficient
employee involvement, inadequate motivation, pedigleling that they
cannot change current practices or the wrong pdmphey involved.

Monks, Buckley and Sinnott (1996) state that thecessful utilization of
human resource (HR) initiatives in a quality pragmnae may be critical to its
success. Atkinson (1990) goes further by statingt #iffective cultural
change is the secret to implementing TQM succdgsard Klein et al.
(1995) further develop this point by proposing thatorder to implement
guality management programmes effectively eitherdiganisation’s culture
needs to be moulded to the quality programme orqthedity programme
needs to be moulded to the organisation’s cultliiee behaviour of
individuals and groups is highlighted by Bardoed a@ohal (1999) who
suggests that TQM programmes demand new behawgurglividuals and
groups and also suggest that an important part h&f $uccessful
implementation of TQM is to review the current grees, behaviour and
attitudes in the organization and assess the fi e TQM philosophy.
This can be achieved by carrying out an audit sess the organizational

culture.

2.8 Advantages and Disadvantages of Total Quality M anagement

To its advocates, TQM is unequivocally good and$e® the empowerment
of employees. Alternatively it represents an inifigcegtion of work, shifting
the frontier of control firmly in management’s fawo Reality is more
dependent on local circumstances and motives (W&ba et al.,
1997).Wilkinson et al. (1997) also outline contiggtperspectives of TQM
labelling them as a bouquet (i.e. an advantage)a dorickbat (i.e. a

disadvantage).
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Table 2.4 Total Quality Management- Bouquet or Brat (Wilkinson et al.,
1997)

Bouquets Brickbats

Education Indoctrination
Empowerment Emasculation
Liberating Controlling

Delayering Intensification
Team-Work Peer Group Pressure
Responsibility Surveillance

Blame free culture Identification of Errors
Commitment Compliance

In the above what some see asatibn others see as indoctrination, the
positive concepts of empowermbiperating, delayering, responsibility
and commitment are viewed assemiation, controlling, intensification,
surveillance and compliance, aha@t some people view as team-work
and blame free culture otheeswiin a negative sense as peer group

pressure and identification wbes.

2.9 Limitations of Total Quality Management

TQM has been advocated as universally applicablerg@nisations and
organisational activities (Crosby, 1979; Deming8@:9Juran, 1988) with
virtually no attention to the nature of the unceia faced by the
organisation. The singular emphasis on control thas characterised
traditional approaches to TQM implementation ard well suited to
conditions of high task uncertainty, a limitatidrat has not been recognised
in the popular TQM movement (Sitkin et al., 1994)hey also state that a
broader more theory driven perspective on TQM isppsed to clearly
distinguish control from learning goals and thus legin to address

limitations in the way TQM has been conceptualisied applied in the past.

2.10 Relationship Between TOM and the Classical Theories of
M anagement
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As TQM is regarded as an approach to managing gan@ation it is

appropriate to compare it to the classical theasfesianagement. Dean and

Bowen (1994) have undertaken a comparative analysis of TQM and

management theory and identified the areas shogaog agreement which
include top management leadership and human resquactice. Dale et al.
(2001) have compared the classical theories ofilpgsthe eleven most

influential figures in modern management and harapgared them to TQM.

The comparison is as follows:

Table 2.5 Comparison of TQMthe classical theories of management

(Dale et alD0A:447)

Theory originator

Description

TQM Contribution

planning and management

policy deployment

Frederick Taylor Scientific Management Managementfdrts, tool and|
techniques of TQM and problem
solving

Henry Fayol Planning and organisation Businessge®anagement

Max Weber Theory of social anfLeadership, empowerment and

economic organisation performance management

Alfred Sloan Decentralised multi- Business process management

divisional organisation and business process
reengineering

Elton Mayo The Hawthorne Experiments  Motivation  andemployee
satisfaction

Douglas The human side of Employee motivation,

McGregor enterprise empowerment, involvement and
participation

Peter Drucker Decentralisation Leadership, goal deployment

management leading, focysand process focus
on results

Meridith Belbin Team characteristics Team dynanaied team work

Charles Handy Internal culture Culture, values nd
communication

John Adair Leadership Leadership and commitment

Henry Mintzberg Leadership, strategicLeadership, vision, mission and

Despite the apparent effect that the Deming mettamihad on the practice
of management around the world there is little eiogi research support for
its effectiveness beyond anecdotal evidence. Thisnipart because no

theory describing, explaining and predicting thepatt of the Deming
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management method has been presented to guide rtiggegs of the
empirical researcher, neither its theoretical dbation nor its theoretical

base has yet been articulated (Anderson et al4)199

Anderson et al. (1994) have analyzed Deming's 1#ht®P@and identify 7
concepts which are the building blocks of theorJhese are as follows,
visionary leadership, internal and external co-apen, learning, process
management, continuous improvement, employee fiit and customer

satisfaction. These are described as follows:

Visionary Leadership-The ability of management &tablish and lead a
long-term vision for the organisation, driven by anolging customer
requirements, as opposed to an internal managecastiiol role. This is
exemplified by clarity of vision, long-range oriatibn, coaching
management style, participative change, employe@oamrment, and

planning and implementing organisational change.

Internal and External Co-operation-The propensitythe organisation to
engage in non-competitive activities internally amoemployees and
externally with respect to suppliers. This is epéfied by firm-supplier
partnership, single supplier orientation, collalbeea organisation,
teamwork, organisation-wide involvement, systeneswof the organisation,

trust and elimination of fear

Learning-The organisational capability to recogniaed nurture the
development of its skills, abilities and knowledugse. This is exemplified
by company-wide training, foundational knowledgepqess knowledge,
educational development, continuous self-improvamemd managerial

learning.

Process Management-The set of methodological ahdvibmural practices
emphasising the management of process, or meaastiohs, rather than
results. This is exemplified by management of psses, prevention
orientation, reduction of mass inspection, desigality, statistical process
control, understanding of variation, elimination ofumerical quotas,
elimination of management by objectives, eliminatdd merit-rating reward
systems, understanding motivation, total cost actiog, and stable

employment.
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Continuous Improvement-The propensity of the orgaion to pursue
incremental and innovative improvements of its peses, products and

services. This is exemplified by continuous imgment

Employee Fulfilment-The degree to which employefeanoorganisation feel
that the organisation continually satisfies theeds. This is exemplified by

job satisfaction, job commitment and pride of wogkrship.

Customer Satisfaction-The degree to which an osgdion’'s customers
continually perceive that their needs are being etthe organisation’s

products and services. This is exemplified by @ustr-driven focus.

They then proceed to juxtapose the proposed thegainst Taylor's

principles of scientific management which they siuarise as follows:-

1) Develop a science for each element of (a persomtsk, which

replaces the old rule-of-thumb method.

2) Scientifically select and then train, teach andeltgy the work(ers),
whereas in the past (they) chose (their) own wonki #rained

(themselves) as best they could.

3) Heartily co-operate with the (workers) so as taiesall of the work
being done (is) in accordance with the principlés@ence which

have been developed.

4) There is an almost equal division of work and resjiulity between
management and the worker. The management talegsatiwvork
(for) which they are better fitted than the workesile in the past
almost all of the work and the greater part of iegponsibility were

thrown upon the (employees) (Taylor, 1911:36-37)

Advocates of both Scientific Management and thepsed theory recognise
the influence and the potential for learning andwdedge in the context of
organisational improvement. Training is importamtbbth theories, but the
content of training differs. To Taylor, training inecessary for task
execution. The concept of learning to Deming amdhie context of the
proposed theory, in contrast, concerns the pravisib both process task
knowledge and what Deming called “profound knowkgtdgBoth place

emphasis on a scientific approach to work and asg¢ion improvement.
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Deming’s prescriptive study of process variationtloé entire organisation
system helps to overcome the blind sgbrucker, 1979 of Scientific

Management's more deterministic and linear viewoafanisations. Both
theories recognise the influence and the poteatiddarning and knowledge
in the context of organisational improvement. Taylowever, would
position management and staff as the keepers @hational knowledge.
Deming, in contrast, preferred the learning proctssbe an ongoing,

organisation-wide activity in which all organisatad members engage.

Anderson et al. (1994) also compared the propoledry of Deming to
Laurence and Dyer's Theory of Re-adaptive Orgaioisat(1983) which is
an empirically based prescription for the renewdl industry (i.e.
organisation improvement). According to this thedhe environment
provides both the opportunity and the need fordapsation. Laurence and
Dyer (1983) viewed organisations as learning, petido and social systems
which, together with the environment in which treg embedded function
as a larger system. Deming likewise consideredesys theory and
learning, both integral to his notion of profoundokledge, to be
fundamental elements for understanding the stractand purpose of
organisational existence. Another similarity betwehe two theories is the
suggestion of an organisational evolutionary joyrnerked by a continual
state of adaptation and improvement. Both thegiase importance on the
management and reduction of uncertainty. The tegaliffer with Laurence
and Dyer’s (1983) recognition of the need for oigational differentiation
by employing knowledge specialists to manage tharnmation completely,
and Deming’'s strong position regarding the orgditieawide process of
learning and developing the skills and capabilitiegessary to engage in
personal learning and development of knowledge hBbtories propose
strong organisational leadership, however Laureaocel Dyer (1983)

advocate competition in contrast to Deming’s emjshais co-operation.

Dean and Bowen (1994) state that management qeamuld be improved
by incorporating insights from management theotyp total quality efforts,
and that in fact total quality has already incogted many such insights.
They state that because of the interdisciplinatynesof total quality it often

transcends the boundaries of existing theoriesstatd that existing theories
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will not be sufficiently broad based to supporte@sh on total quality. They

see total quality as a philosophy or an approaamaoagement that can be

characterised by its principles, practices and rtiegles. Its principles are

customer focus, continuous improvement and teamwdich principle is

implanted through a set of practices which are Binggtivities such as

collecting customer information or analysing prasss The practices are in

turn supported by a wide array of techniques. @mecific step-by-step

methods.). This is illustrated as follows:

Table 2.6 Principles, Practices and Techniqudtdl Quality

(Dean and Bowen 1994:395).

—

n

Customer focus Continuous Teamwork
improvement

Principles | Paramount Consistent  customerCustomer  focug
importance of| satisfaction can be¢and continuous
providing productg attained only through improvement are
and services thatrelentless improvementbest achieved b
fulfil customer | of processes that createcollaboration
needs; require$ products and services | throughout an
organisation-wide organisation as
focus on customers well as  with

customers an
suppliers

Practices Direct  customerProcess analysig Search for|
contact. Collecting re-engineering, arrangements  thg
information about| problem solving,| benefit all units
customer  needs. plan/do/check/act involved in a
Using information process. Formatio
to design and of various types o
deliver  products teams. Group skil
and services training.

Techniques Customer survey$low charts. Paretp Organisational
and focus groups. analysis. Statistical development
Quality  function| process control} methods such a
deployment Fishbone diagrams. the nominal groug
(translates techniques.
customer Team/building
information  into methods (e.g. rol¢
product clarification  and
specifications) group feedback)

Sitken et al. (1994) separate Total Quality Manageininto two conceptually distinct

approaches that they label Total Quality ContrdQCl) and Total Quality Learning

(TQL) The following relates some management prastio these two approaches:
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Table 2.7 Management Practices Associated withlT@tiality Control and

Total Quality Learning (Sitkin et al., 1994:548)

M anagement
Practices

Total Quality Control

Total Quality Learning

Capability
Enhancement

1. Enhances exploitation

existing skills
2. Increased efficiency i
use of existing resource
3. Increased effectivene
in control over processe
products and  service
4. Increased performang
reliability

5. Doing things right first
time

6. Training for

skills improvement

specifig

f1. Enhances exploration
new skills

slack resource
3. Increased effectivene:
5in learning and capacit
enhancement

e4. Increased resilience i
the face of new and/g
unexpected changes
requirements

5. Doing things that ar
likely to provide insight,
but only have a moderat
probability of succeedin
6. General training an
exposure

Information
collection,
& dissemination

analysig

1. Ongoing assessment
customer/supplier
perceptions of needs an
concerns

2. Fulfil known needg
3. Benchmarking agains

satisfaction standards amdcustomer

practices by competiton
and in other industrie
4. Use of standardise
statistical contro
information

oll. Address
unrecognised
dyroups

2. Identify new needs fo
current customer
t3. Test (rather than accep
definitions o
sneeds and constrain
4. Self-designed, changin
dnon-standardised
diagnostic information.

previously

Incentives
Implementation

for

1. Incentives for
reduction

2. Role models, mentoring
and emphasis 0
constructive  conformity,
3. Performance feedbag
4. Participation/teamwor
emphasis

5.  Evaluation
precise standards

erro

throug

1. Incentives for innovatio
2. Leadership support fqg
,independent thinking an
h calculated riskg
3. Learning related
feedback

4.

5. Evaluation
general values
judgement

Autonomy
through
an

n 2. Increased availability of

customer

Df

5S

d

J,

o=

Spencer (1994 compares TQM to three models of organisations, Ntezhanistic

Model, the Organismic Model and the Cultural Modeie Mechanistic Model is that
described by classical management theorists. Fn@view the organisation is a tool
or machine designed solely to create profits fer divners. Organisational life is
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rationalised with the precision demands of clockwy reducing work into elementary
tasks with little opportunity for interaction. kffency, conformity and compliance are
dominant values (Gharajedaghi and Ackoff 1984).n the Organismic Model the
organisation is conceptualised as an organism wpogmse and survival can only be
ensured by growth. Contraction is believed toy®eymous with deterioration, decay
and eventual death. Like living organisms, orgdiisal systems are dependent on
their environments for resources, and they cansadhe behaviour of their parts to
maintain the properties of the whole within accbfgalimits (Gharajedaghi and
Ackhoff, 1984). According to the Cultural Model,etlorganisation is viewed as a
collection of co-operative agreements entered ibyo individuals with free will
(Chaffee, 1985). A rationale for choosing the CuwtuModel as a vehicle for
understanding organisations is that human beingsliatinguished from all other living
species by their ability to create and use symboth as a basis of discourse and as a
means of forging their individual lives (Pondy, §roMorgan and Dandridge, 1983).
TQM advocates recommend the use of symbols rarfgimg language and artefacts to

ceremonies and celebrations in order to build dityuaulture.

TQM practice does not abandon the Mechanistic Maohel adopt the
Organic Model; instead, it contains elements ohb@ne apperception that
emerges from comparing TQM to the Organic Modehe TQM experts,
specifically Deming and Juran, have been more sisfekthan academics at

generating precise ways of putting systems thinkse

Spencer (1994) describes 7 dimensions of TQM dews| and compares

the different organisational models to it.

1) Organisation goal TQM establishes quality enhancement as a dominant

priority and one that is vital for long-term effe@ness and survival.
2) Definition of quality Quality is satisfying or delighting the customer.

3) Role/nature of environment TQM blurs the boundaries between the

organisation and the environment.

4) Role of management Management's role is to create constancy of
purpose for improvement of product and service (Dgm1982), and to

create a system that can produce quality outcomes.
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5) Role of employees Employees are empowered to make decisions, build
relationships, and take steps needed to improvétywethin the system

designed by management.

6) Structural rationality The organisation is reconfigured as a set of

horizontal processes that begin with the suppherend with the customer.

7) Philosophy towards change Change, continuous improvement, and

learning are encouraged.

Table 2.8 Comparison of Organisational Models (8pernl994:459 )

Dimensions M echanistic M odel Organismic Model Cultural Model
Organisation Goal Organisational Organisational surviva| Meet individual
efficiency/performance (requires performance) needs/human development
goals (requires system survival)
Definition of Quality | Conformance to Standards  @usér satisfaction Constitutional satisfactio
(requires conformance (requires custome
standards) satisfaction/conformance
to standards)
Role/Nature of| Objective/Outside Objective/inside boundary Enacted/boundaries
environment boundary defined through|

relationships

1]

Role of Management]  Co-ordinate and provid€o-ordinate and provid¢ Co-ordinate and mediat|
visible control invisible control by| negotiations regardin
creating vision/system vision, system, rewards:
lead by sharing control
demonstrating values

Role of Employees Passive/follow orders ReactiViecsmtrol Active self-control;
within system parameters | participate in creation of
vision, system

Structural Rationalityy 1. Chain of commandl. Process flow (horizontgl 1. Mutual adjustment ir

(vertical communication) & vertical communication)| any direction
2. Technical Rationality 2. Organisational 2. Political Rationality
Rationality

Philosophy Towardg Stability is valued but| Change and learning assistChange and learning are
Change learning  arises  fron] in adaptation valued in themselves
specialisation

2.11 Approachesto TOM Research

Early quality research is characterised by a foonsthe manufacturing
sector, the internal operation of the organisatiod the “hard” aspects of
quality such as systems, tools and techniques (Wgitkh and Witcher,
1993). From the mid 1980’s a separate body of mgitias been developed

by marketing academics in relation to servicesdi®ti1994.
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A review of Doctoral TQM research in the UK carriedt over the past
decade by Zain et al (2001) showed two categofi@Q-related research
as follows:

1) Researchers have examined gaps in the body of kdgel and
rationalise the complexities of numerous gyailiteas, concepts

and theories. This is the “how” of TQM implemeiaat

2) Researchers have examined gaps in the body of kdgel and
attempted to fill these gaps by developing new giings and
procedures. This is the “what” of TQM, developmehihew areas

of study.

Zain et al (2001) also state a lack of willingndgssbuild upon
previously undertaken research. They also statietiie systems dimension
of TQM is the most favoured research area andthieat is comparatively
less research into such areas as quality culturause it is more intangible
and requires a longer period of time to monitoreef and changes. The
paucity of doctoral research in quality managenasnén integrated subject
may well reflect the absence of any well-establistieeory which can be

related to the discipline as a whole (Black, 1993).

There is a growing body of work on the impact ofM@n organisational

effectiveness. According to many of these studi€¥\ can add value to an
organisation’s competitive strategy. The majorityhe studies’ respondents
attribute a wide range of business performance omgnents to the
adoption of TQM. However there are problems witmgnaf these studies.
First many were carried out by consultants or dquadissociations and
sponsored by bodies with a vested interest in jpesiindings on TQM.

Second there are methodological weaknesses in wlathem, such as the
use of very small samples, a concentration on larganisations, ignoring
evidence on the performance of non-TQM companiek reot controlling

industry factors. Third, the evaluations of TQM’'sontribution to

organisational success, although sometimes baseglatively sophisticated
techniques of analysis, have generally neglectedstablish the extent to
which TQM was actually installed (Powell995). Leonard and McAdam
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(2002) propose the linking of TQM and corporatetunél and the need to
take a Strategic Quality Management (SQM) appraacinganisations.

2.12 Conclusions

This chapter covers developments in the area of Tapil how TQM has

evolved from the concept of quality in recent years

Whereas there is no agreed definition of TQM ie literature there is a
greater degree of consensus than exists regardengdfinition of quality.
Whereas definitions of TQM can be divided intarchand soft it is
concluded that the most appropriate definitions andst successful
approaches to managing quality require a combinatib both hard, i.e.
systematic scientific approach to planning and mmesasent, and soft, i.e.
human resource issues. A definition of TQM whiclidsuon the literature is

suggested.

It is also concluded that that the literature cim#taa degree of consensus
regarding the elements of TQM and all of the viaesiewed regard the
human resource area as being critical elementsedema model of TQM is

suggested which builds on the literature.

Much of the current literature in the area of gqyalocuses on TQM and a
common view in the literature states that a predami cause for the failure
of quality programmes is the lack of attention e human side of quality
programmes i.e. people issues. It is concluded mhadt of the areas of
resistance to the implementation of TQM relate tonhAn resource issues
and that by addressing the culture of an orgaoisatihat most of these

problems can, to a large extent, be resolved.
There is a lack of research in the literature withard to areas like quality

culture possibly because it is more intangible sagiires a longer period of

time to monitor effects and change.
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3.1 Introduction

This chapter reviews the public sector, focussimg tbe background to current
developments in the sector, theoretical underpgmimf public sector reforms,
differences between the public and private sectpuhlic sector developments in
different countries, the public sector in Irelandd difficulties in applying TQM in the

public sector.

3.2 Background to current developments of the Public Sector

In recent years the high level of public expenditur many countries and the need to
provide high quality public services at minimum tchas resulted in a need to evaluate
how the public sector operates and the implememiaif change programmes which
are regularly called modernisation programmes. Tlais been influenced by external
factors primarily the rising cost of oil since th@70s, but also the increase in the need
for public services and the related costs. Glob#btn, the impact of the information
society, demographic change and persistency higiisleof unemployment are putting
unprecedented pressures on governments and thgémisations (Sotirakou and
Zeppou, 2004). The idea that government needsgfilsmot new and the 1990’s has
been a period of intense reanalysis of what govemdoes and how it does it (Durst
and Newell, 1999). Prior to this the USA last re@nied their governments during the
early part of the twentieth century (Osborne anéliler, 1992). There is also a view
that it has been political self interest not pubtiencern for providing a range of
community services to citizens which has causedgtbgith of government since the
second world war (Cole, 1988 cited in Brown and &ktause, 2003).

During the late twentieth century governments hbeen faced with an emerging
public viewpoint that public sectors are too laggel inefficient. In response to such
pressures and faced with a more complex operatiwganment, public sectors have
been reformed by adopting managerial principlesiged under the term New Public
Management (NPM) ( Hood, 1991). Dean (2006) oudlittee key drivers of modern
government as 1) raising citizen expectationsap)d technological advances causing
a service gap, 3) fiscal challenges for governnagmt a willingness from citizens to

pay, 4) willingness of different levels of governmbeto collaborate and 5)
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government’'s focus on results: outcome based bumigef variety of reforms and
projects under the mantle of public sector modation were developed in order to
achieve efficiency, effectiveness, economy andityusd service delivery. Despite the
overwhelming consensus that public organisationsstnitansform there is little

evidence on how to pursue modernization succe€S@tlrakou and Zeppou, 2004).

The Organisation for Economic Co-Operation and Dmpreent (OECD) which is
committed to a view of international convergenceadncommon reform agenda” aims
to foster NPM in all member countries and the [peen Union (EU) advocates the
adoption of such management approaches for cosrsieking entry to the EU (Soyen
and Shaw, 2002).The adoption of NPM by increasimglmers of countries worldwide
has been described as owé the most striking international trends in public
administration (Hood, 1991:3). Aucoin (1990) poirits the internationalisation of
public management and argues that in almost evemergment with developed
political systems and highly institutionalised adisiration there is a new emphasis on

organisational designs for public management.

3.3 Theor etical under pinnings of Public Sector reforms

Based on a study of public sector reforms in Newl&ied and Australia, McNamara
(1995) outlines the theoretical underpinnings dbljgusector reforms as public choice
theory, agency theory, transactional cost analgas managerialism and new public
management.

These are outlined as follows:

Public Choice Theory- proposes a minimal role foe state, with the discretionary
powers of politicians and agencies limited, anchwitizens having maximum freedom
from state coercion.

Agency Theory- based on one party, the principatering into a contract with another,
the agent, for the performance of certain tasks

Transactional Cost Analysis- suggests that the migaition of value is achieved by the
reduction of transaction costs and is a useful shdsi evaluating whether the
government should provide services directly or mttwork out to the private sector.
Managerialism and new public management: referthéoextension of the scientific
management work of FW Taylor in the private segidhe late nineteenth century, into

the public sector and postulates that there isgameric set of theories, which can be
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applied to the public as well as the private sed#tanagerialism has been transformed

into what is now referred to as “ New Public Magagnt” (NPM).

Boyle (1995) states that public sector reforms anynOECD countries are influenced
by theoretical developments in both economics agdrisation and management. He
suggests public choice theory and agency theorytheneconomic side and inter
organisational analysis and developments in manegemtheory on the
management/organisational side. Public choice thand agency theory have already
been proposed by McNamara (1995) and are descabede. The other two areas,
inter organisational analysis and developmentsdanagement theory are as follows:
Inter organisational analysis- this proposes thigamisations can only be understood
within the context of the network of organisatiafsavhich they are a part. In practice
many organisations form inter organisational systém achieve common purposes.
This has always occurred both in the private seaor also in the public sector where
inter organisational working e.dpetween central government departments and local
authorities has been common. Public sector orgiémisaoften operate together in
dynamic networks, suited to complex and turbulentrenments. Lawless and Moore
(1989) cited in Boyle (1995) have identified they kmmponents of successful dynamic

networks in a public sector setting as follows:

Vertical desegregation: the network recognises twahplexity is best handled by

desegregating tasks.

Governance mechanisms: as the organisations amgpiatthe network are independent
entities, hierarchical control is not feasible. fidfere contractual agreements among

the member organisations determine the natureeaf thlationship.

A strategy maker with a brokerage role: in ordegu@e the network, one organisation

acts as the strategy co coordinator or brokerfemetwork.

Broad-access information systems: in order to sidfm@mation within the network,

information systems are required.

Developments in management theory: the developofeat‘managerialist” school of

thought is one of the major influences on the desiggovernance and management in
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the public sector. The aim is to improve produtyivind enhance effectiveness by
focussing on the organisation’s mission, persomamel customers and by developing
new processes and systems (Aucoin, 1990). He fahthree principles underlying

the managerial school of thought; decentralisatd@regulation and delegation which

are described as follows.

Decentralisation: the establishment of decentrdlgeuctures, which require managers
to actively manage the resources at their disgasiaér than administer set processes to

pre-determined rules and regulations

Deregulation: the removal of the central rules amdulations that constrain line

managers’ decision making powers in the managenféniman and other resources.

Delegation: where tasks are clearly identified areldelegated to identified sections or

are contracted to external agencies.

In comparing the views of McNamara (1995) and Bq$@95) as outlined above, they
both agree on the economic areas i.e. Public CHdieery and Agency Theory. On the
management/organisational side, McNamara (1995poses Transactional Cost
Analysis and Managerialism and New Public Managenvwenereas Boyle (1995)

proposes Inter Organisational Analysis and Devekapsiin Management Theory. The
Managerialism and New Public Management as propdsedicNamara (1995) is

similar in content to the Developments in Manageinléreory as proposed by Boyle
(1995). The Transactional Analysis proposed by Muoblia (1995) could be considered
within the broad area of Managerialism and New Rublanagement as indeed to

some extent could Inter Organisational Analysipraposed by Boyle (1995).

The views of both Boyle and McNamara could be comiinto three common areas,
Public Choice Theory, Agency Theory and Managemaliand New Public

Management. The area of Inter Organisational Amalyould be broadened to
highlight the areas of both Inter Organisation As@& and Organisation Analysis
which could include organisational culture whict@ highlighted in the proposals of
either McNamara and Boyle and whereas the humaorfadgll be considered in the

area of Managerialism and New Public Managemenssipty it deserves to be

considered on its own as it is the key area in esgfal public sector reform. As
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McNamara (1995) states the Strategic Managemetitiae, which is the Irish Public

Sector reform programme, requires a culture changetime to implement.

3.4 Structure of the Public Sector

Barrington (1980) divides the public sector itticee main areas;

1) Central Government: The Civil Service which ieat branch of public
administration carried out by civil servants untteg direct or general supervision of

government ministers.

2) Geographical Government: Local government, tvisaesponsible for

the provision of services at local level.

3) Functional Government: State sponsored orgamigsawhich were developed to
deal with specific functions of government in ardie the provision of electricity,
telecommunications, transport etc and are alsorregfeto as public service

organisations.

Talbot (1993) divides Public Service Organisation® three main types, Public
Human Services, Public Physical Services and P#biterprises; examples of each are
As follows

Table 3.1 Public Service Orgatibn Types (Talbot, 1993: 10)

Public Human Services

Public Physical Services

Public Enterprises

Health Coal Steel
Roads Water and Sewage Automobiles
Education Telecommunication

Social Services

Power

Employment

Postal Services

Law Enforcement

Talbot (1993) goes on to analyse these organisatypes under six headings,
Organisation, Management, Staffing, Revenue Souredsacipal Products, Success

Measures. This is as follows

72



Table 3.2 Analysis of Public Service Organisafigpes (Talbot, 1993 :10)

Public Public Public
Human Physical Enterprises
Services Services
Organisation | Professional| Machine | Divisionalised
Bureaucracy| Bureaucracy Form
Management Service Technical General
Professionals| Professionals
Staffing Professional| Technical Manual
and Clerical | and Manual
Revenue Grant Fees, charges Sales and
Sour ces and subsidy Subsidy
Principal Human Public goods| Commaodities
Products services and physical| and physical
services
Success Service Service and Profit and
measur es delivery product economic

Whereas the public sector is often considered &smaogenous entity and is often
criticised as a single entity, however the abovalyais by Talbot (1993) shows not
only that it be divided into very distinct typesytbthat each of these types are
completely different with respect to each of the keadings. In fact the only area
which the organisations have in common is publimesship and that is changing in
many areas with the privatising primarily of pubdinterprises and the establishing of

partnerships between the public and private sectors

3.5 Approaches to Managing the Public Sector

The approach to managing the public sector vanem fthe high level of state

involvement which has existed in communist cousttie the minimal state approach
which exists in a number of western countries. Sittee early 1990’s most of the
former communist countries have been reducingdhel lof state involvement and are
privatising many of their state industries and iastrnon communist countries also the

level of state involvement has been decreasing.
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A key feature is the defining of the role of gowament and the public sector. The word
government is from a Greek wogdverwhich means to steer. The role of government
and the public sector has moved from being a peswid services to that of steering or
directing and ensuring that services are providée. job of government is to steer, not
to row the boat. Delivering services is rowing agmvernment is not very good at
rowing (Savas, 1982)ts not government’s obligation to provide sergidaut to see
they’re provided(Governor Mario Cuomo-New York Times in Osbornel &aebler
(1992:30). Services can be contracted out or tumest to the private sector, but
governance cannot. Discrete steering functions bmamprivatised but not the overall
process of governance (Osborne and Gaebler, 1BD@2)n (2006) states that there are
many features of modern government but believesdh@mon features to be,

accessibility, responsiveness, efficiency, outcobsesed and transparency.

Changing the role of government and the publicasdtas meant significant changes in
most countries. The extent of these organisationahges varies with the organisation,
as does the vocabulary that describes it. Terms asgeinvention, reorganisation and
re-engineering are often used interchangeablyfés te goals and tasks. Their common
frame of reference is the desire to improve theellewr quality, of services clients

receive from government and/or to achieve cost gamant in government (Durst and
Newell, 1999). Transition is required from a rigidd conventional mode of thinking

toward a creative and strategic one, and thisestallenge in the current knowledge-
based economy. Based on the results of a pilotstasky undertaken within the Greek
public sector Sotirakou and Zeppou (2004) argu¢ tha modernization’s success
depends on how knowledgeable an organisationtiseirstrategic running of three core
systems: the management (MA) system, the trainifigystem and the evaluation (E)

system.

Most organisations trying to modernize and reinvilsgimselves fail in their attempt

and despite the overwhelming consensus that palgi@nisations must transform there
is little evidence as to how to pursue modernisatioccessfully. How best to navigate
the change from old to new i.e. how to attain @aesmitment to the enduring value of
effectiveness and productivity, while retaining e&ocommitment to democratic

citizenship and to the public interest remains ¢hellenge for public administration

today (Ingraham, Selden and Moynihan, 2000; Bedttand Denhardt, 2000) .
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In changing the public sector, care must be takeetain the very good aspects of the
existing service and ensure that the needs of wersiot ignored in the quest for
change. Walsh (1994) states that consumerism rexs dtethe centre of the changing
management of the public services in recent yaaisha argues that the way forward is
to recognise that the users of public servicescastomers, with rights, and should be
treated as such. Running government like an erigerpias been an imperative. But in
the rush to modernize, policy makers must not fotgat government belongs to its
citizens. Thus protecting the core public admiaistn values of justice, transparency,
openness, accessibility and non discriminationgsadly important as satisfying the
new public management demands of results orientatiost efficiency, productivity
and quality in service delivery (Sotirakou and @ep, 2004 ).

Traditionally government has been based on legislabnd regulation and the
hierarchy to ensure that these are implementedasmddhered to. The public sector as
the implementation arm of government has adopteilasi approaches and a similar
culture. In changing the public sector these arese] to be addressed. According to
Maor (1999) the principles guiding the changes bkouip the organisation of
government operations and personnel were

1) from hierarchical to economically based structures

2) from regulative to economically based structures

3) from legally based to economically based values

The approach adopted to changing or modernisingubéc sector in some countries is
referred to as New Public Management (NPM) whicla isummary description of a
way of re organising public sector organisationdting their management, reporting
and accounting approaches closer to the privat®rsggenerally it involves a shift in

the two basic design co ordinates of public sestganisations, moving it “down-grid”

and “down-group” in social science terminology (Ugtas, 1982 cited in Dunleavy and
Hood, 1994). Going “down-group” means making théljgusector less distinctive as a
unit from the private sector in personnel, rewandicsure etc, going “down-grid”

means reducing the extent to which discretionamyegra.e. over staff, contracts and
money is limited by uniform and general rules anacpdures. By contrast, traditional
public administration of the “progressive era” waslt on the idea of a highly distinct

“group” and of a dense “grid” of general rules goweg the conduct of business.
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Figure 3.1 summaries the direction of change froadlitional or progressive public
administration to new public management (Dunleang Blood, 1994). In this figure
the vertical axis covers the density of rules lingtfreedom of public officials in
handling money, staff, contracts etc. A high soomethis axis indicates low levels of
freedom for employees.

The horizontal axis outlines the degree to whiah plablic sector is “insulated” from
the private sector in personnel, structure andniessi methods. A high score on this

axis indicates large differences between the pgiaat public sectors.

Figure 3.1 From traditional or progressive publidménistration to new public

management (Dunleavy and Hood, 1994:10)
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The above figure shows that in Progressive Publitnivistration (PPA) there are
bigger differences between the private and puldatas and lower levels of freedom

for employees than exist in New Public Managemiirt\).

Hood (1991) describes New Public Management as deimg seven main principles

as follows
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1) hands-on professional management

2) explicit standards and measures of performance

3) a greater emphasis on output controls

4) a shift to disaggregation of units in the publictee

5) a shift to greater competition in the public sector

6) a stress on private sector styles of managemantipe

7) a stress on greater discipline and parsimony ioureg use.

Comparing the traditional public sector to the 7immarinciples of New Public

Management outlined by Hood (1991) is as follows;

1) public sector management was not regarded as piofied, most managers
had not received professional management trainingdocation, most managers did
not have university degrees and had joined theipabttor on leaving school and had

not worked in the private sector,

2) there were no standards or measures of perforniammany public sectors, e.g.

in Ireland performance management was not intradiucgil 2000.

3) there was very little emphasis on output controiest of the emphasis was on
input controls i.e. what was the financial budgetl &dow much was actually spent,

rather than what was the output and outcome fransfiending of the budget,

4) many public sector organisations were large cogeanbroad range of very
distinct activities which were difficult to contraind it was felt that it would be more
effective to divide organisations into more mandjgainits e.g. separation of postal

service and telephone service, separation of bdigraim services etc,

5) there had been no competition either within thelipukector or between the
public sector and private sector organisations Was replaced with competition in
areas like transport, hospitals, electricity arglled in the public sector getting out of

particular activities by privatisation,
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6) the management practice and style was very hidcaichand autocratic and

was not customer focussed or focussed on resukisyoperformance indicators,

7) whereas there was not substantial financial regsuevailable in the public
sector the emphasis was on the acquiring and #wedgmy of financial budgets without

an emphasis on value for money, outputs and outsome

The New Public Management has championed a visfopublic managers as the
entrepreneurs of a new leaner and increasinghapzied government, emulating not
only the practices but also the values of busin®sponents of the New Public
Management have developed their arguments lardgebugh contrasts with the old
public administration. In this comparison the Neubit Management will always win

(Denhardt and Denhardt, 2000).

There are other approaches to public managemenbantardt and Denhardt (2000)
argue that a better contrast is with what theytball“New Public Service” a movement
built on work in democratic citizenship, commentangd civil society, and organization
humanism and discourse theory. They suggest sesipoigtes of the New Public

Service, most notably that the primary role of gheblic servant is to help citizens
articulate and meet their shared interests rathattempt to control or steer, the public
interest is the aim not the by-product, think stgatally, act democratically, serve
citizens not customers, accountability isn't simplalue people not just productivity,

and value citizenship and public service aboveepnéneurship.

The following table compares the three perspectives

Old Public Administration, New Public Managementl &few Public Service.

Table 3.3 Comparing Perspectives: Old Public Adstiation, New Public
Administration and New Public Service (Denhardt &shhardt 2000)
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Old Public Administration

New Public Management

New Public Service

Primary theoretical
epistemological foundations

ang

Political theory, social and politica
commentary augmented by nai
social science

| Economic theory, moreg
esophisticated dialogue based
positivist social science

Democratic theory, varied
rapproaches to knowledge includin
positive, interpretive, critical, ang
post-modern

Prevailing  rationality  and
associate models of huma
behaviour

Synoptic “administrative

nman”

rationality,

Technical and economi
rationality, “economic man”, o
the self-interested decision make

Strategic rationality multiple tests g
rationality  (political, economic,
organisational)

Conception of the public intereg

t Politically defth and expressed i

N Represents the aggregation

pResult of a dialogue about shared

law individual interests values

To whom are public servantsClients and constituents Customers Citizens

responsive?

Role of government Rowing (designing and implenrent] Steering (acting as a catalyst {dServing (negotiating and brokering
policies focusing on a singlg, unleash market forces) interests among citizens and
politically defined objective) community groups, creating shared

values)

Mechanisms  for
policy objectives

achieving

Administering  programs
existing government agencies

througt

n Creating mechanisms an
incentive structures to achiey
policy objectives through privat
and non-profit agencies

T mutually agreed upon needs

dBuilding coalitions of public, non-
eprofit, and private agencies to me

Approach to accountability

Hierarchical- adminigbra are
responsible to democratically elects
political leaders

2cbf self-interests  will result in
outcomes desired by broad grou
of citizen (or customers)

Market-driven- the accumulatioh Multifaceted-public servants mug

meet political norms, professiona
bstandards, and citizen interests

[==ar=

i1

Administrative discretion

Limited discretion allodre

administrative officials

Wide latitude to
entrepreneurial goals

meet

Discretion needed but constraine
and accountable

2dl

Assumed
structure

organisationa

| Bureaucratic organisations marked
top-down authority within agencie
and control or regulation of clients

pyDecentralised public organisatiorn
swith primary control remaining
within primary control remaining
within the agency

sCollaborative structures with
leadership shared internally an
externally

Assumed motivational basis @
public servants and

fPay and civil-servic

protections

benefits,

administrators

e Entrepreneurial spirit, ideologica
desire to reduce size Q@

| Public service, desire to contribute
f society.

government

o
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In reviewing Table 3.3 above there is almost norele@f commonality between the
three perspectives in that each perspective isoaphing the task of public sector from
a completely different viewpoint. Effective privadector organisations are in a state of
continuous change and improvement as they respootianging customer needs and
demands and the competitive environment in whiely thperate. In contrast the lack of
customer focus and the absence of competition istrpablic sector organisations
meant that the need for change did not exist atigbrrahan change in an evolutionary
manner, as did the good private sector organisstipablic sector organisations are
now required to introduce revolutionary change a.digh degree of change in a short
period of time. In Table 3.3 above there is a Sigant difference between the three
perspectives in each of the 10 aspects considdree. perspectives are based on
different theories i.e. political theory, econorttieory or democratic theory, they have
a very different view of the role of government irewing, steering or serving, and
have significant contrast as to whom public setvare responsible i.e. clients and
constituents, customers or citizens. They alsoediffi each of the other 7 aspects

selected.

Frederickson (1996) compares the re-inventing gowent movement with the new
public administration along six dimensions of paladministration as follows concepts
of change; concepts of relevance and empowermérmdpries of rationality;
organisational structure and design; theories ohagament and leadership; and
epistemology, methodology and the issue of val&esderickson (1996) outlines the
following conclusions. In terms of management andanisation, reinventing
government resembles new public administration.hBotovements have as their
impetus the need for change. Both are committetesponsiveness but in different
ways. In new public administration it is a profesil public service dedicated to both
efficiency and social equity. In reinventing govwment, it is the empowerment of
individual customers to make their own choices. fi@ movements differ in that new
public administration is more institutional and ifichl whereas reinvention is less
concerned with capable institutions and seeks dessép political issues. Issues of
rationality, epistemology and methodology are regeeially important to reinventing
government and are more important to new public iagtnation. Finally the two
diverge sharply over the issue of values. Reinmgngiovernment elevates the values of

individual choice, the provision of incentives, tiige of competition and the market as
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a model for government, whereas public administratis concerned more with
harmonistic and democratic administration, conagrm®re with institution building
and professional competence, concerned more diretth issues of politics and with

matters of justice and fairness--broadly undeldbel of social equity.

According to Frederickson (1996) part of the difiece between the two can probably
be explained by the background and experienceepéople who developed the two
approaches in that the new public administratiors Veaigely developed by scholars,
theorists and researchers although many practigowere also involved. Reinventing
government is largely the work of commentator- jalist- government specialist

David Osborne and former city manager now lectanef trainer Ted Gaebler.

The reinventing government perspective avoids tbkcyadministration dichotomy

issue and the rationality issue by using the wandeept “governance”. At the critical
points at which questions of whether a policy oygiaperly to be the province of the
executive or legislative branches of government #mrd “governance” is used

(Frederickson, 1996).

An underlying and fundamental aim of the new pubi@nagement reform programme
is to transform the organisational identity of paldrganisations into a business-like
identity. Skalen (2004) analyses the constructiborganisation identity as an effect of
New Public Management (NPM) initiatives from a semaaking perspective. The
study draws on data from a two-and-a-half yearystfdhe introduction of NPM at the

public health care authority in the region of Vaamd in Sweden. It is concluded that
NPM creates heterogeneous, conflicting and flugharsational identities rather than
the uniform and stable business identity it is siggol to create. Durst and Newell
(1999) from their research concluded that re ineents having a positive effect on
government activities, that there has not beemanwan approach to its implementation
but that it has been implemented in a number ofedifit ways in different

organisations.
Osborne and Gaebler (1992) have analysed and ezgdlgiovernments’ new postures

towards strategy and management under the titRedfiventing Government. What

they have written argues that public sector prowisiand their managements are
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becoming further characterised by the following features which reflect the TQM

beliefs.

1) Catalytic Government: Steering Rather than Rowing.

2) Community-Owned Government: Empowering Rather ®arving.

3) Competitive Government: Injecting Competition il@ervice Delivery.

4) Mission- Driven Government: Transforming Rule- EnivOrganisations.

5) Results- Orientated Government: Funding Outcomasinputs.

6) Customer- Drive Government: Meeting the needs ef @ustomer, not the
bureaucracy.

7) Enterprising Government: Earning Rather than Spendi

8) Anticipating Government: Prevention Rather thaneCur

9) Decentralised Government: From Hierarchy to Pariton and Teamwork.
10) Market-Orientated Government: Leveraging Changeutin the Market.

Ingraham, Selden and Moynihan (2000: 661) also ewenp Traditional Public Sector

System with a Public Service System required fer2fi' century

Table 3.4 Shifting from a traditional Public Sec&ystem to a Public Service System
for the 2£' century (Ingraham, Selden and Moynihan, 2000: 661)

Public Sector System Public Service-system for the 21%
century

1) Single system in Theory; in reality, 1) Recognise multiple systems,
multiple  systems not developedstrategic about

strategically system development, define and
inculcate core values

2) Merit definition that had the outcome?2) Merit definition that has the
of protecting people and equatedutcome of encouraging better

fairness as sameness performance and allows
differentiation between different
talent

3) Emphasis on process and rules 3) Emphasis dorpemce and
results

4) Hiring/Promotion of talent based on4) Hire, nurture and promote talent to

technical expertise the right places

5) Treating personnel as a cost 5) Treating humeswurces as an
asset and investment

6) Job for life/lifelong commitment 6) Inners anadters that share core
values

7) Protection justifies tenure 7) Employee perfanoeand

employment need justifies retention
8) Performance appraisal based pB) Performance appraisal based on
individual activities demonstrated individual contribution
to organisational goals

9) Labour management relationshjp 9 ) Labour-mansmnt partnership
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based on conflicting goals, antagonistibased on mutual goals of successful
relationship and ex post disputes apdrganization and employee

arbitration on individual cases satisfaction, ex ante involvement in
work design

10) Central agency that fulfiled 10) central agency, that enables

personnel function for agencies agencies especially managers to fulfil

the personnel function for themselves

Review of approaches to managing the public sector

The common view is that the traditional public se@pproach is not suitable to meet
the current and future needs of stakeholders. Hemetereas some authors including
Osborne and Gaebler (1992), and Durst and New8Bd)L believe that it should be
replaced by New Public Management (NPM), it is ¢l@v of other authors including
Denhardt and Denhardt (2000), Ingraham, Selden Ktoynihan (2000), and
Frederickson (1996) that New Public Managemenbigime only alternative and that a
more suitable alternative lies between the TraddioPublic Service and the New
Public Management. This alternative is called Newblle Service by Denhardt and
Denhardt (2000), Public Service System for th& @&ntury by Ingraham, Selden and
Moynihan (2000) and New Public Administration byé&erickson (1996).

This alternative combines some of the benefitshef traditional public service i.e.
justice, transparency, openness, commitment to deatio citizenship and to the public
interest while also addressing the new public mamegnt demands of results
orientation, cost efficiency and quality in servasivery. This alternative sees the role
of government as serving rather than the NPM vidwsteering and views public
servants as being responsive to citizens rather the NPM view of customers and
those institutions and their staff should be depetbto provide services rather than the

sub contracting or privatizing of core serviceshe private sector.

The literature indicates that the public sector #imeir management are becoming

further characterised by features which reflect TQalefs.

3.6 Criticisms of New Public M anagement

Like all management systems NPM attracts a mixtfrgoraise and criticisms and
according to Dunleavy and Hood (1994) they falbidt groups, fatalist, individualist,

hierarchist and egalitarian. These labels are fraltural theory, where they are used
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to capture a wide range of people’s attitudes,eisample their underlying view of
nature or attitude to risk (Schwarz and Thomps&90icited in Dunleavy and Hood,
1994).

A description of each critique is as follows

The Fatalistic Critique

In cultural theory, people who hold a fatalistiewi do not believe in the controllability
of nature or of human interactions with it. Appliel public administration reform, a
fatalistic position holds that the basic problerhgublic management—namely human
error, system failures, misdirected programmesidrar corruption and bad intentions
are omnipresent. No system of management whether NPM, conventional public

administration or anything else can eliminate thasdlems.

The Individualistic Critigue

In cultural theory, individualistic attitudes arenmected with very optimistic readings
of human/ nature interactions. The individualisttigue holds that NPM is an
unsatisfactory half way house between the tradifistructure of public administration

and a system which is fully based on enforceabf¢raots and individual legal rights.

The Hierarchist Critique

In cultural theory, the hierarchist label stands docluster of views associated with
central management, planning systems, professgatimih or technology. The
hierarchist view believes in human capacities tonage nature, as long as that
management remains tightly defined and human/natystems do not swing radically
off limits. Applied to NPM, a hierarchist view ifdt NPM reformers must be careful
not to let the process of change get out of hamdyersibly damaging the overall

manageability of the public sector.

The Eqgalitarian Critique

In cultural theory, the egalitarian position is tim@st pessimistic about human/nature
relationships. It holds that large —scale miscaltiohs can follow from elitist decision

making and large concentrations of organisationawey. Applied to NPM an
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egalitarian critique holds that large scale “madiet)” reforms increase the risks of

corruption in the public service.

Remedies to the four critigues

There is no remedy to the fatalistic critique batitton should be applied so as not to
over sell the benefits of management systems amceh@ise expectations.

The remedy to the individual critique is to haverentreal” contracts rather than quasi-
contracts and to have privatisation rather thapa@tization.

The remedy to the hierarchist critique is to sttkag the central steering capacity of
the change process.

The remedy to the egalitarian critique is to hawa@ercitizen empowerment and more
anti corruption machinery (Dunleavy and Hood, 1994)

In summary it is important that in planning a chamyogramme in the public sector,
and indeed in the private sector, that a risk asiglig carried out and that the particular
remedies are considered. It is particularly imputria the public sector because if a
modernisation programme fails it may be some camalnle time before there is an

opportunity for another opportunity for a modertiga programme.

3.7 Looking to the Future

Because of the slow rate of change within the ipuggctor in the past and because of
the many diverse external pressures which currestigt on the public sector, it is
important that models are developed to enable tbdiqpsector to operate effectively in
the future and to respond quickly to changing deteamunleavy and Hood (1994)
argue that public management reforms raise issugishwgo beyond short-term
considerations of cost and quality issues, whighudtimately constitutional in nature
and they propose four alternative future models foblic management which they
classify as follows, headless chicken, gridlock elpdoublic bureaucracy state,

minimal purchasing state.

A brief description of each is as follows.
Headless Chicken- in this case public services bmithn over-managed and under-
managed. They are over-managed at the level ofithdil organisations, but under-

managed overall because there is no system guid@eceral rules applying across the
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public sector are released or abandoned. Peoplenatee of their roles, authority and
responsibilities.

Gridlock Model- there is no sharp distinction betwepublic and private sector

providers and many public services may be providggrivate sector organisations.
However strong and comprehensive procedural rute® lileveloped so that service
delivery is heavily rule bound.

Public Bureaucracy State- this implies a distinablc sector with entrenched core
competencies and methods of operation.

Minimum Purchasing State- this is where governnoanisists of issuing contracts and
public service provision becomes dominated by lamgeate corporations.

A problem with sub contracting core competencieth&t the organisation ‘hollows

out and loses direct contact with its customersy. eUS Personal Computer

manufactures in the 1980’s. Harland, Knight, Lamgmamd Walker (2005) state that
whereas it appears prudent for organisations, catipos, government departments
and central government to think about outsourcitrgtegically, understanding the

current situation and taking a considered appraéache future however their research
shows the continuation of unchecked and fragmestedt term outsource decisions to
have been taken. To date the public managementedebate has not succeeded in
what should be its central task: delineating treelsal functions of government. The
danger is that an overall judgement about govertis@ore competencies may be
arrived at only incrementally, though a residualigiprocess of sub contracting
solutions being applied piecemeal to different bedof work (Dunleavy and Hood,

1994).

3.8 Differ ences between the Public and Private Sectors

There are a number of key differences between ubégand private sectors in that the
private sector is more customer focussed, has imgriéed greater levels of change and
has more effective operational and human resouysterss. Another difference

between the public and private sector is that titdip sector has more community and
political control (interference) and whereas somublip sector managers have an

awareness of TQM, it is often superficial (Morgam Murgatrogds, 1994).

A key element of New Public Management is that jmubiganisations should import

management practices and behaviours from the priva®ctor particularly the
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technigues of management by objectives, total tyuatianagement, performance
related pay etc (Boyne 2002). In the area of hureanurce management policies and
practices Boyne, Jenkins and Poole (1999) sugbestthere are differences between
the public and private sectors and that the tiakti style of paternal, standardised and
collectivised human resource management is morgafeet in public rather than

private organisations.

Stewart and Rason (1994) highlight the dangermsdopting models from the private
sector and implementing them within the public sectwhilst accepting that
management in the public sector can learn from gemant in the private sector and
vice versa Whereas specific management ideas are transéerabhat is not
transferable is the model of management; its pwgosonditions and tasks. The
private sector model outlines the nature of managé¢rn relation to the purposes,
conditions and tasks of the private sector. Thexisg¢o be modified in its application to
the public sector. The public domain is constituted to replicate behaviour in the
private sector but to support behaviour, whichiffetent. There is need for innovation
rather than imitation whereby the strengths of hmdbitions can be merged to develop
an effective model for the public sector (Steward &anson, 1994; Kooiman, 1996).
Management in the public domain expresses valuesrdimed through the political
process in response to changes in the environmahttizerefore requires its own
model.

Business does some things better than governmengdvernment does some things
better than business. The public sector tends tdodteer for instance at policy
management, regulation, ensuring equity, prevendisgrimination or exploitation,
ensuring continuity and stability of service andwing social cohesion. Likewise the
private sector handles many tasks better than @uaoliministration- but not all tasks
(Osborne and Gaebler, 1992).

Osborne and Gaebler (1992:347-348) attempts to suiven the strengths and

weaknesses of the public, private and third s€thernot for profit or voluntary sector)

and the tasks best suited to each sector as follows
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Table 3.5 Qualities Desired in Service Produceh@@ne and Gaebler, 1992: 347)

Qualities Desired in Service Producers
(H=high; L=low; M= moderate level)

Public Private Third
Public Sector
Strengths
Stability H L M
Ability to handle issueg H L M
outside central mission
(e.q. affirmative
action)
Immunity to| H M L
favouritism
Private Sector
Strengths
Ability to respond to| L H M
rapidly changing
circumstances
Ability to innovate M H M
Tendency to replicate L H M
success
Tendency to abandopL H M
the obsolete or failed
Willingness to take| L H M
risks
Ability to generate| M H L
capital
Professional Expertise] M H M
Ability to capture| M H L
economies of scale
Third Sector
Strengths
Ability to reach diverse| L M H
populations
Compassion and M L H
commitment
Holistic treatment of| L L H
problems
Ability to generate| M L H
trust

The above analysis is important in that it focuseghe strengths and weaknesses of
the different sectors before tasks are allocatedthé case of the public sector, its
strengths are stability and ability to handle issoetside central mission which are
regarded as the weaknesses of the private sentbimemunity to favouritism which is

a weakness of the third sector. The strengths efptivate sector are concerned with
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ability to respond rapidly, willingness to takekgsand tendency to replicate success,
which is the complete opposite of the public secldre strengths of the third sector
include the ability to reach diverse populationsmpassion and commitment, and the
ability to generate trust which is the oppositetiof private sector and is also at
variance with the public sector although many warlgue that the public sector should
have the ability to reach diverse populations, haorapassion and commitment and be
able to generate trust. In addition many peopleleyeg in the public sector would
argue that the above areas are in fact strengttigegiublic sector and would not agree
with the above classifications by Osborne and GaghR92).

In order to build on the above analysis Osborne @adbler (1992) focus on the tasks

as outlined in the following table.

Table 3.6 Tasks Best Suited to each Sector (Oslzomdé&aebler, 1992:348)

Tasks Best Suited To Each Sector

(E=effective, I=ineffective, D=depends on context)

Public Private Third

Best Suited to Public Sector

Policy management E I D
Regulation E I D
Enforcement of equity E I D
Prevention of discrimination E D D
Prevention of exploitation E I E
Promotion of social cohesion| E | E

Best Suited to Private Sector

Economic Tasks I E D
Investment Tasks I E D
Profit Generation | E I
Promotion of self-sufficiency | | E D
Best Suited to Third Sector

Social Tasks D I E
Tasks that require volunteerD I E
labour

Tasks that generate littleD I E
profit

Promotion of individual| I D E
responsibility

Promotion of community D I E
Promotion of commitment D I E

There is a perception that the private sector #ebehan the public sector in all

respects and that all private sector activitieukhbe privatised. However the analysis
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by Osbourne and Gaebler (1992) outlines the ardasenthe public sector is better
than the private sector and vice versa and alsodtes what areas could be privatised

or sub contracted if necessary.

3.9 Approaches to Public Sector Reform in different countries

The United Kingdom, Australia, New Zealand and @&nare located within the Anglo
tradition; public service in these countries opesabn the principle of anonymity,
secrecy and political neutrality. Their very ihgional structures work on the
principles of elected political executives who advised by the permanent civil

servants and are responsible for policy implemantgiMaor, 1999).

3.9.1 United Kingdom

The crisis within the UK public sector is pervasmed deep and was induced by the
way in which the post war democratic settlementessy the organic settlement
between public and service (Corrigan and Joyce7199ost of the current reforming

of the United Kingdom Public Sector commenced duthe Conservative Government
headed by Margaret Thatcher, which held office frit®@9 to 1990. The international

reputation of the Thatcher Government was one dfatatax cuts, tight monetary

policy, reductions in state intervention in the mmmy, public spending reductions,

privatisations and strong defence and law and opdéicies. However the reality is

somewhat more complex. Some of the policies mogsety associated with the

Thatcher experiment evolved only slowly, while athehave been severely
misrepresented by supporters and detractors alikbdt, 1993).

According to Walsh (1994) the public service is rgpithrough a management
revolution, every service from health to waste nggmaent and from the courts to
housing management is being subjected to radicabrganisation, based on the
application of market principles. A key approachsv@ introduce “market forces” into

the public sector and four major avenues of chamgee used in this regard, which
were as follows, privatisation, agencies, compylsmmpetitive tendering (CCT) and

the introduction of quasi-market relationships kegiw public agencies.
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Privatisation
The major area of privatisation has been in “nataranopoly” utility industries such
as telecommunications, gas, electricity water, togrewith nationalized manufacturing

concerns such as cars and steel.

Compulsory Competitive Tendering

Compulsory Competitive Tendering is the compelliygcentral government of public

organisations to subcontract a wide variety of gli@a/ or ancillary operations. While

CCT was initially applied mainly to manual occupat it has now been widened to

include professional services such as legal adsioeeying etc.

Agencies

A third approach has been to turn an entire sefmimean “agency” with a contractual

relationship with a “purchaser” (such as the newi&dSecurity Benefits Agency and

the Department of Social Security). Here the gowenmt department retains the policy
function while the operational management of sendelivery is given to the agency.

The relationship between the department and thecggis managed through a quasi-
contract system. In the previous section CCT, tine laas been to ensure that the
majority of providers were from the private sector.this section, the initial aim has

been to contract to a single, public sector supplie

Quasi-Markets

The fourth approach is within an area of serviogvigion to a “mixed-economy” or
“gquasi-market”. As with the “agency” approach, tipeasi-market involves making a
split between the “purchaser” and the “provider” afservice. Unlike the agency
approach it involves competition for contracts franvariety of providers. However,
unlike the “compulsory competitive tendering” apgeb, which specifically aims to
transfer provision to the private sector, the cotitipa is mainly confined to public (or
voluntary) providers.

The largest examples of this are the reforms ohtfadth service and education, but the
new arrangements for ‘community care’ of the sidlsabled and mentally ill also
incorporate the same principles. .

According to Kirkpatrick and Lucio (1995) in thergal980s the attempts to increase

efficiency had been justified using a language afoantability to the taxpayer. From
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1983 a more explicit reference was beginning toragle to the consumption interests
and to improving “customer satisfaction”. Howevemias only in the late 1980s did
references to the customer become mainstream itJkhgovernment's state reform
project. At the very heart of the project of chamgere competing objectives. Not only
did the government hope to improve the efficienag affectiveness of public services

but it wished to achieve greater economy and regocwntainment (Reed, 1995).

3.9.2 New Zealand

During the 1980’s and 1990's, the New Zealand eognmoved from being one of the
most regulated outside the former Communist blockdécome one of the most liberal
in the OECD. The justification for these changess wlaat the country was facing
economic crisis and the changes included the figadf the exchange rate, extensive
liberalization of financial, capital and other meis, lowering of trade protection, fiscal
restraint and monetary disinflation, changes to thachinery of government,
corporatization and the sale of state assets, dr@hges to industrial relations
frameworks (Goldfinch, 1998).

These economic policies were referred to as Rogeigsoafter the Minister of Finance
Roger Douglas. There was a push towards corpotiatizand then privatisation of
state owned enterprises that included banks, inserdelecommunications, hotels, oil

based and other heavy industries.

With regard to the broader public sector there veeneen key elements in the reforms

which were as follows:

1) Political determination.

2) Clear objectives.

3) Agreed basic principles.

4) Sound legal architecture.

5) Demanding but realistic time tables.

6) A unified and motivated core of senior public setga
7) An effective information and public relations syste
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In the area of Human Resource Management a keygehaas that chief executives are
liberated from central control and have greateedmn how they manage their staff
resources. Human Resource Departments have besed rto a level of strategic
importance within each department and strategicamrasource development has been
espoused.

Overall the changes in New Zealand have been imengersuasive and for some at
least very painful. They seem to have been drivemfthe political centre without
much advance consultation. There is generally didemce in the longer-term success
of the reforms (Mc Namara, 1995).

3.9.3 Australia

Reform commenced in the 1970’s when the Austrakalic Service (APS) was
confronted with a major review process and witheaf administrative law reforms.
When the Hawke Labour Government (1983-1991) tdfikeothey introduced radical
administrative reforms under the influence of ecuiwrationalists who advocated
managerialism, commercialism, deregulation, corfation and privatisation. This
was aimed at achieving cost efficiency, budget aotability and an improved
customer focus in service delivery (Dixon, 1996rkeaand Bradley, 2000).

The Australian attempt to achieve a more efficeemdl responsible public service was
driven and sustained by two critical reorientatiors (1) the transformed roles of
central departments and (2) devolution and dedéesdtian.

In this case also Human Resource Management wasasea key component. Direct
responsibility for Human Resource Management nosides with departments; the
broad parameters are set by the Public Service Ggsion. In 1992 the Commission
launched an integrated approach to Human Resousgdément covering elements
such as resource planning, staffing practice, peidoce management, working
conditions, human resource development, staffioglatand how these interrelate. It
underlined the concept of professionalism in HumBesource Management
encompassing (1) the best parts of improved manegepractices with the best parts
of the more traditional Australian Public Sectordaf?) the upgrading of people
management to a higher standard and its linkadeatiter streams of management into
a broader management culture, including leadershé@learning organisation concept
and total system approaches. The result is tharttepnts are clearer about their own

roles and responsibilities. The government managlvowards change by way of
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political and social consensus rather than impgsinitical in this process was the co-
operation secured from the trade unions. But ati@epa paralysis in public sector
labour market reforms. A key feature in this regavds the area of management
development. The traditional approach to developimnagers was based on two
principles, (1) that the APS could be administasgdhe application of common tasks
by reasonably educated people and (2) that anyrastmaitive and policy advising

techniques, concepts, paradigms and informatiouired) were best learned on the job,
with experience as the teacher (Dixon, 1996) ThatJeublic Accounts Committee

investigating the selection and development ofaetivil servants in the early 1980’s
considered that the reign of the amateur-type memagust end and that a
managerialist approach should be adopted. Manadecme competencies were
developed for all levels of management and strectygrogrammes of training and

education were implemented.

3.9.4 European Commission

In common with the other member governments of Eaeopean Union (EU), the
European Commission has embarked on an ambitioagramme of reform and
modernisation. In March 2000 the European Commispigblished a White Paper on
management reform as a means of implementing NeMicPManagement throughout
the European Commission. The White Paper outlinedtigue of the present, a vision
for the future and a 98 point action plan to getréh A progress report in 2003 claims
that after 3 years, 87 of the 98 actions have beghemented and the other 11 are
imminent. However Levy (2004) claims that whereames progress has been made,
most of what are claimed as successes are pretiynoraintermediate actions rather
than final actions. He states that further actideng are required in order to fully

implement the proposals.

3.9.5 Ireland

In contrast to many other OECD countries, no mefanges had been made in the
basic structures and operating principles of tiehIcivil service since the Irish state
was formed in 1922 and the civil service system thas the British system (Devlin,

1969; McNamara, 1995). The Public Services Orgéinisd&review Group was
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established by the Irish Government in 1966 to tadte a review of the Irish Public
Service and published their final report in 1969sTeport concentrated mainly on
operational structures and its main recommendat@sthe separation of policy
making from policy execution functions within depaents. In general the proposals
were too technical and not widely understood bytéinget population. Politicians and
civil servants alike saw the proposals as threatldir best interests and were not
convinced of the merits of full separation of pgland executive functions. Little
progress was made in implementing the major recamdatéions although many of the
subsidiary proposals have been put into effect,iteldhy after many years
consideration (Devlin, 1969; McNamara, 1995).

In 1985 the Irish Government published a white pape. discussion paper, titled
“Serving the Country Better”. This concentrated iomproving management in the
public service in terms of

-clear statements of aims and objectives of departsn

-specific results to be achieved and identifieddwance

McNamara (1995) claims that whereas some prodr@s$een made, most of what are
claimed as successes are preliminary or intermeedietions rather than final actions.
He states that further action plans are requirecbrier to fully implement the
proposals.

-decentralisation from central to line departmemtd within line departments

-greater responsiveness to citizens needs witlora efficient, courteous and prompt
service to the public.

Again these recommendations were not fully impletegéras there was very little
political support and little change accrued. Tlaiskl of implementation was partly due
to a change of government and partly due to a cdrat@on of efforts on resolving a
budgeting crisis at that time. Again however sorfithe changes were implemented
and there is no doubt that the initiative did sdovering about a cultural adjustment in
the civil service, particularly in focussing on theed to serve the public better as
clients or customers (McNamara, 1995).

An example of success was in the Department ofab&elfare where in order to
divide the policy making aspects of the Departnfemin the operational aspects, the
Social Welfare Services Office was set up withie epartment in order to handle
operational issues and reported directly to the uDefBecretary, i.e. Deputy Chief

Executive, of the Department. In the Social Welf&arvices Office the client was
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paramount which was a major change in thinking dogovernment Department in
Ireland at that time.

The next major attempt at public service reform eam 1994 when the Irish
Government introduced the Strategic Managemeniativié in order to enhance the

strategic capabilities of the Irish Civil Service.

A review of strategic management in the lrish Ci8ervice (McNamara, 1995)

outlined the following:

. The doctrine of overriding ministerial responstiilincreases the possibility of

difficult decisions being avoided and provided thgonale for not delegating decisions

to lower levels.

. Training and development not seen as a strategige isvithin government
departments.

. The performance appraisal system is not effective.

. Promotion is a major incentive and promotion orlduk of it is very important
to staff.

. Local staff is willing to become involved in negattons on multi-skilling and

demarcation but the main delays are caused cgninalhe Department of Finance.

. There is a need for teamwork in delivering serviaed outputs, which demand
a high level of co-ordination between parts of egaaisation.

. The human resource system is very centralised.

. The Strategic Management Initiative needs a coralide commitment within
the department, requires a culture change and takego develop.

. Many departmental secretaries and managers didimptlement changes
because they felt they were incapable of succégdfuplementing them because of
either staff resistance or operational priorities.

The objective of the Strategic Management Initetiwas to introduce strategic
management throughout the public service and tlyguedivide an excellence service to
the public, contribute to national development arake the most efficient and effective
use of resources (Boyle, 1997 C).

As a result of the Strategic Management Initiatihe government introduced a
programme of change for the Irish Civil Service 1896 titled Delivering Better
Government which was based on the Second Repoftaeernment of the Co-
ordinating Group of Secretaries, and the Publicviser Management Act was

introduced in 1997.There were six main componemiSdlivering Better Government
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which were as follows; financial management, custonservice, information

technology, human resource management, regulagdoynn and value for money. In

addition to taking action within individual Depammts it was also recognised that
there was a need to tackle cross Department isses i.e. the needs of children
where a Minister of State i.e. junior minister vgggen responsibility. In order to assist
the areas of openness and transparency three &egspof legislation were enacted in
1997, these were as follows, The Freedom of Inftiona Act 1997, The

Compellability of Witness Act 1997 and The PrompyRents Act 1997. Other pieces
of legislation which assisted the public servicedemmisation programme included the
Public Service Management (Recruitment and Appaantts) Act 2004 which covered
the areas of recruitment and selection, includiegruitment from outside the public
sector, and the Civil Service Regulation Act 200%ck gave civil service management
the power to terminate the employment of staff aighte level of assistant principal

officer, previously this required government ap@iovAn all party committee was set

. {Comment [j1]: fada

Initiative.

Quality of service delivery was seen as a centrala the change programme and the
Quality Customer Service Initiative was introduéed 997. Performance management
was stressed as a key HRM issue and is a centatirée of the reforms. The

development of a performance management culturese@s as crucial to the success
of the programme and the Performance Managemenél®mwent System (PMDS)

was introduced in 2000 which covered role clariima target setting, staff

development, individual pay increases based onopwence and was linked to

promotion to higher grades. Delivering Better Goweent also put significant

emphasis on reflecting the core civil service valakequity and integrity.

The Irish experience is different from Britain addw Zealand. There is little evidence,
for example, of any great theoretical underpinnimghe Irish reform programme. It

does not draw heavily from public choice or agetiogories which have been used
particularly in the case of New Zealand. Neithethisre any significant ideological

drive e.g. New Public Management (NPM) on the pathe Government to recast the
public sector (Boyle, 1997 C). However in recenargethere have been attempts to
reduce the size of the public sector, to sub-cehtrare services and to privatise public
enterprises. The change in the Irish public sebts been driven by senior public

servants rather than politicians.
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Review of the Irish Approach

Since the introduction of the Strategic Managenheitiitive in 1994 both the pace and
range of reforms has increased. Other initiatiles the Public Services Organisation
Review Group (1969) and Serving the Country B&i885), whereas not successful in
themselves, because of economic and political reqstid provide a foundation on
which the Strategic Management Initiative was ablduild. A key component in the
progress of the SMI/DBG has been the emphasis @iithman Resource area and the
partnership approach of management and employedsngaogether. Areas like the
development of business planning and the introdoatif performance management is
in operation throughout both the civil service dine broader public sector. The linking
of pay increases to the modernisation programmebeisusly proved to be beneficial
in the implementation of many of these changesrtfer to ensure that changes are
implemented and that pay is linked to the modetinisgorogramme, an independent
verification mechanism has been established. Tl Service Verification Group,
which is comprised of representative of the privagetor, trade unions and academics,
was set up and their function is to approve orapyrove pay increases to individual
government departments or public sector organisatimsed on the degree of progress
on their modernisation programme. There are howeagations in the quality of the
initiatives and the extent to which they are impdested in the various parts of the
public sector.

An evaluation of the progress of the Strategic Mgmaent Initiative (SMI) and the
Delivering Better Government (DBG) modernisationgmamme was carried out by the
PA Consulting Group in 2002 and the overall findings that the civil service was a
more effective organisation than it was a decadwipusly and that much of this
change could be attributed to the SMI/DBG. Howeverwas felt that the
implementation of the modernisation programme watsyet complete. At the end of
2006 the government requested the OECD to carnaagmprehensive study on the
processes and systems which are in place in tefritseomodernisation of the Irish
public sector and to submit their report within gre@r. This is the first overall study of
a public sector modernisation programme carriedbguthe OECD and compares the
Irish public sector modernisation programme witsth@actice in both the private and
public sectors world wide. In addition to identifgi strengths and areas for

improvement within the Irish public sector modeatisn programme which can be
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addressed, it was also envisaged that this stulhalad provide a benchmark for other
public sector modernisation programmes worldwidee DECD report concluded that
the changes made were not only significant butsesgg and it recognised the value of
the reforms made particularly since the developmenthe Strategic Management
Initiative and the publication of Delivering Bett&overnment in the mid 1990’s and it
believed that Ireland is on a sound trajectory ofiernisation. However further action
needs to be taken in the area of human resouraksnachanging the behaviour of

employees.

3.10 Total Quality Management Developmentsin the Public Sector

The reason for changing the way people are managéue public sector was very
similar across OECD countries; economic strainfengublic sector has increased the
demand for greater efficiency and better qualitdétivering public sector programmes
and services, often with a smaller public sectorkiacmce (OECD, 1996). In recent
years change programmes have taken place in goeetrsarvices in many countries.
Some have been labelled quality or TQM programrnoéieers have incorporated some
or all of the elements of quality programmes buvehaot used the title quality.
Kirkpatrick and Lucio (1995) argue that the langeiad quality played a pivotal role in
terms of legitimising government efforts to reorganthe public sector. The principles
of TQM are becoming increasingly important in thébjic sector due to the demands
for increased stakeholder satisfaction and govemtnperformance programmes
(McAdam, Reid and Saulters, 2002). Whereas soméicpsctor managers have an
awareness of TQM it is often superficial (Morgam avurgatroyd, 1994). Within the
concept of best value and wider public sector perémce improvement, quality
frameworks are seen as crucial to implementing saarsdiaining improvement, (Lewis,
1998; Halachmi and Bovaird, 1997 cited in McAdarejdRand Saulters, 2002).
Analysis carried out by Dewhurst, Martinez- Loreatel Dale (1999) found that some
aspects of TQM such as customer focus are treaitd less importance than in a
competitive situation, however other aspects of T@Mh as the availability of
information, the use of improvement tools and témgies, training, empowerment and
teamwork can have similar positive effects as enghvate sector. Research carried out
by Wimalasiri (1993) compared public and privatetseorganisations under a number

of headings some of which were similar to the niliensions used in the current
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research. In comparing Attachment (which has simiiamponent to Commitment
Culture) in private and public sector organisatiah®ws higher scores for private
sector organisations than public service orgamieatiwith 47% of private sector
employees expressing neutral or negative attitwdespared to 67% of public sector
employees. In comparing Reward for Performance dlwinias similar components to
Fairness Culture) in private and public sector piggtions again shows private sector
scoring higher with 62% of private sector employe&pressing neutral or negative
attitude compared to 73% of public sector employdascomparing Structure (which
has similar components to Development Culture) nivape and public sector
organisations again private sector scores highiest 0% of private sector employees
expressing neutral or negative attitude comparedil ¥ of public sector employees. In
comparing Supporting Environment (which has simgamponents to Commitment
Culture) in private and public sector organisatiagsin private sector scored highest
with 30% of private sector employees expressingrakar negative attitude compared

to 50% of public sector employees

Quality management is becoming regarded by mankinvihe public sector as the
answer to the principal criticism of public sensgd.e. their alleged inefficiency,

wastefulness and remoteness from whom they areosegdgo serve (Walsh, 1994 cited
in Redman, Mathews, Wilkinson and Snhape 1995). udytby McAdam, Reid &

Salters (2002) demonstrated improved levels ofgperdnce when quality frameworks
were applied within public sector organisationsgémeral this improvement was more
noticeable after one year. Thus the principles @MTIas embodied in the quality
frameworks can be sustained in public sector osgaioins hence leading to improved
performance over time as measured by a comprelensinge of performance

indicators.Some examples of TQM within the public sector aréotlows:

3.10.1 United Kingdom

A Government White Paper, Modernising Governmefi9€), in addition to continued
commitment to improving public services has exgiichighlighted the importance of
service quality as a key success factor in relatiogovernment thinking in regard to
the public sector. The white paper makes it cléet this all embracing concept

provides a framework for all management changeimwithtotal quality philosophy,
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involving people, process, structures and cultune.many respects quality is an
“umbrella” programme for improving public sectorrfiemance (McAdam, Reid and
Saulter, 2002).

Horton (2000) states that the most comprehensiygoaph to identifying excellent
performance throughout the civil service througtesnchmarking exercise is being
carried out in government departments, governmexgahcies as well as many other
public organisations. This benchmarking is basedtha criteria of the European
Foundation for Quality Management (EFQM) Businesscelence Model. The
Modernising Government Programme (1999) which i0ayear programme designed
to radically change the way government operate$hasilestones against which it can
be assessed annually (Horton, 2000).

A study by McAdam and Salters (2000) found a broathge of quality measurement
frameworks in the Northern Ireland public sectocluding Investors in People, the
National Standard for the training and developmehtpeople, The Charter Mark
Scheme, a government award scheme for encouragihgeavarding improvement in
public services, the EFQM Excellence Model, and B®OO.

Many pressures on the public sector now make quatihnagement appear more

attractive than in the past. These include:

. Legislation — giving more choice to customers
. Compulsory public tendering

. Increasing pressures for cost restraint

. The demand for value for money reforms

. More demanding customer requirements

. The Citizens Charter programme

(Redman, Mathews, Wilkinson and Snape 1995)

3.10.2 Canada

Ten provinces in Canada set out to develop TQM a$ of its response to the
challenges they faced in terms of a growing govemnservice, a significant level of
debt, the need to rethink some aspects of goverhgsguice in the light of changing
circumstances and the decline of traditional saurcé funding (Morgan and
Murgatroyd, 1994). One of these states, Albertammnenced a TQM programme in
1991 by arranging a TQM Conference for agency headskey managers. They then
proceeded to develop a TQM methodology. The reshibsved solid beginnings in the
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development of empowered work teams, customer-fmtustrategic planning and

resourcing), process redesign based on customeireetents, vision linked to policy

deployment and some large scale attempts to makkl BQcornerstone strategy

(Morgan and Murtagroyd, 1994).

Another state, Ontario adopted 5 key strategieslewers to achieve their objective
which were as follows, 1) accepted that the pubdicvice was a professional service
organisation, 2) developed a new approach to tciosal or back office services, 3)

developed a comprehensive and robust human resstrategy for recruitment and

learning to support modernisation, 4) accepted timatessential foundation is a
business-driven, enterprise-wide information anébrimation technology strategy

(Dean, 2006).

3.10.3 USA

In 1988 the U.S President Ronald Reagan issuedr@der @0 increase the Federal
Government'’s efficiency and quality which includibé creation of the Federal Quality
Institute whose main task was to improve the mamege of the government's
executive branch through total quality managemédintis included the President’s
Quiality Award Programme for public sector organ®at The functions of the Federal
Quality Institute, including the Presidents Quaktward Programme were transferred
to the United States Office of Personnel Managerimet995.

The methodologies used to develop TQM have varielgly from one state to another
as might be expected. Thirty-one states said tiet had embarked on a systematic
approach to TQM. Only four states have adopteddikéinctive TQM emphasis of a
particular guru with the Deming Method being addptg three states (Arkansas, lowa,
and Massachusetts). Almost all the states have ecepieal approach to
implementation, with Colorado being the only statith a mandate for agency or
system-wide implementation of TQM according to @mead schedule (Morgan and
Murtagroyd, 1994)

The U.S. Department of Defence has made major daimperformance through the
empowerment of staff (Morgan and Murtagroyd, 199Buring his terms as Mayor of
Madison, Wisconsin in 1991 Joseph Sensenbrenndr 4&9out to empower key parts

of the municipality. The Equal Opportunities Comsitim (EOC) has been engaged in a
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quality journey since 1984.The Inland Revenue Ser(ilRS) responsible for the
collection of taxes in the U.S.A., has trained sdifi¢d00 of its staff in basic quality
principles and skills and formed some 500 teamh thie intention of making specific
gains in cycle time and the reduction of errors.

In each of these cases, public sector employeekivgom an empowered team have
been able to produce economics in the operatiosenfices while increasing service
guality to their customers. In doing so they aréofeing the description of TQM
advanced by the US Federal Quality Institute naraedfrategic integrated management
system for achieving customer satisfaction whicloives all managers and employees

and uses qualitative methods to continually imprawerganisation’s process.

3.10.4 Ireland

Humphreys (1998) concluded that with some notabtereteworthy exceptions, there
is still a long way to go before it can be assetted Irish Public Sector Organisations
have taken on board wholeheartedly the need toubtomer-focussed. Whereas the
term Total Quality Management (TQM) is seldom usgethin the Irish Public Sector
some of the elements of TQM are beginning to bel asel some elements have been
the subject of research carried out by the Instint Public Administration, at the
request of the Committee for Public Management &ebe which carries out a
programme of research to solve the needs of fulerelopment in the Irish Public
Service. These include the areas of team workingyl@B 1997 B) performance
management (Boyle, 1989; 1997 A), use of rewardsyl@ 1989) quality customer
service (Humphreys, 1998; Humphreys, Butler and dpiell 2001; Boyle 1989;
Blennerhassett, 1992) and strategic management MaNa(1995).

The report of the National Economic and Social RorReport (1995) outlines a
number of different approaches, which could providepolicy framework for
improvements in the quality of service deliveryesh are as follows:

» Social rights approach —whereby individuals hale right to participate in the
development of systems, which affect their lived amust be consulted at all stages of
policy formation and implementation

* Classic liberalism- at the opposite end of thétipal spectrum to the social rights
approach. Individuals have the right and respoligitio determine their own destiny.

The state’s role is limited to that of protectimglividuals in their lawful activities.
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« Consumer rights- this draws on the principle afisumer rights, which operates in the
private sector and suggests they should operdbeipublic sector

« Citizens charter- this operates in the UK as &iramism for addressing consumer
rights

e Total Quality Approach- outlines approaches likatal Quality Management, ISO
9001 etcrather than recommend one approach the report stgggetrategic mix of the
different approaches.

Since the Humphreys Report (1998) and National Booa and Social Forum Report
(1995) there has been considerable progress ipuhkc sector in the area of quality
customer service. The Quality Customer Servicéaline was introduced in 1997. This
resulted in a Quality Customer Services Group césimay all government departments
being set up in 2001. All government departments have a Customer Charter and
publish customer service standards and many hasterogr panels. The Department of
the Taoiseach carried out customer surveys of govent departments in 2002 and
2006 which were very positive. Every two years Qu&ervice Awards are presented
by the Department of the Taoiseach based on qualgtomer service initiatives within
departments and the top three award winners goafohvwo the European Quality

Customer Service Conference.

3.11 Difficultiesin Applying Total Quality Management in the Public Sector

Some of the areas outlined previously where thdipskector differs from the public
sector i.e. lack of customer focus, lack of implamé&on of change and inadequate
operational and human resource systems will caifeutty in applying TQM in the
public sector. The nature of TQM itself inhibits iapplication to the public sector
because TQM started in manufacturing and becausg mablic sectors are related to
individual needs rather than standardised prodoctservices. Dewhurst, Martinez-
Lorente and Dale (1999) found that TQM is of bertefipublic sector organisations but
particular characteristics of their operation, mrtigular the lack of understanding of
customer satisfaction issues, the contentment ofagexs and staff to work to rules and
regulations and observe precedent, and the ladktefnal drive and motivation to
improve processes make the TQM process more difficu

Feigenbaum (1991) questions whether there is thee sdesire to apply TQM in a

situation when competitors do not exist or if thigamisation is content with its current
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situation. Within the public sector employees asaally content to work to a standard
with considerable commitment to rules, regulati@msl precedent. There is also a
tendency to play it safe and a lack of urgency &kenimprovements to key business
processes (Dewhurst, Martinez-Lorente and Dale919&deed in the public sector
there is a practice of promoting people who havenmade mistakes rather than people
who have tried or indeed succeeded in making inmgmwnts. The internal
characteristics of public agencies are viewed dsgbaistinctive in three main ways,
more bureaucracy, more red tape and lower managemtgmomy (Boyne, 2002).

In comparing the public to the private sector itswWiaund that the public sector was
better than the private sector in some areaspiigsion statements, but in areas that
required resources such as rewarding quality imgm@nt and/or technical skills such
as competitive benchmarking, there was evidence afnsiderable shortfall (Redman,
Mathews, Wilkinson and Snape, 1995).

Consultants often talk about the 30-30-30 rule,pgfcent of any group favour the
change being proposed, 30 percent resist the chamgehe 30 percent wait to see
which of the other groups obtain the dominant pasiin the organisation. A key
barrier to the effective introduction of TQM in tipeiblic sector is contrapreneurship
that is the active resistance to change in all msgdions (Morgan and Murtagroyd
1994). They describe contrapreneurship as thetaffeand creative use of skills and
competencies to prevent change from occurring.

Some of the resistance components of contraprempuaee as follows:

. Fear that the number of jobs will reduce

. Fear that own sphere of influence and control rgifluce

. Fear that risks will not be compensated for

. Fear of skill inadequacy

. Fear of data decision making

. Concerns about teamwork because of work structuthé public sector

Some of the reluctance components are as follows:
. Another management fad
. Teams remove promotional opportunities

Some of the technical objectives to contraprenapiafe as follows:

. Scepticism about the scope and work of teams
. TQM requires giving up professional independencéh® team
. The view that only senior mangers can determimategy
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Morgan and Murtagroyd (1994) identified the folloygisix problems in applying TQM

to the public sector:

1) Management commitment

Managers feel that TQM should happen without reighat they should be very
visibly involved and committed. The most commonkpem is that they do not have a

common understanding of the implications.

2) The auditor problem

Because of the need for accountability in the mubdctor it is believed that auditors
often put extra steps into the process rather thkimg steps out and also requesting
higher levels of approval rather than empoweringpie at lower levels. To avoid these

difficulties auditors should be involved in the TQivbcess.

3) Political support

There is a view that politicians will support TQMtii something goes wrong. Then
they will over react back to the previous systerluding extra checks and audits.
Because politicians want quick results within thteirm of office, TQM may not suit

because of its long time-scale.

4) New structures

When new structures are put in place sometimeoldhare kept in place leading to

duplication and comparison. Some managers regarddtv structures as a threat.

5) Turf wars

These occur in most organisations, in the publictseit can be between
nurses/doctors, professional/administration, and nagars/auditors. Growth of

specialisation within the public sector can workiagt teamwork.

6) Definition of customer

It can be difficult to gain consensus on the idgrif the customer for a public service

organisation. In many cases the hierarchical stracis the customer rather than the
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citizen seeking support and service from the puddiency. Other “customers” include

politicians, funding organisations etc.

Morgan and Murgatroyd (1994) outlined some add#lomreas which must be

addressed before TQM can be successfully appliddnthe public sector as follows

1) The nature of the public sector itself is inialicto the reception of TQM
applications. Because there is more resistancédage from managers in the public
sector than the private sector. They feel that T€MId lead to loss of jobs, or could
go elsewhere because of budget. Public sector menhage credited for their skills in
budget acquisition rather than performance orzatilon. Public sector managers are

not rewarded for performance.

2) The work cultures of the professionals in thublfe sector are inimical to TQM.
Because of the multiplicity of professional speisials, the primacy of the individual
professional transaction and the authority and aaty of seniority and status
hierarchies.

3) In the public sector the customer is a more lpmhtic concept. Because
government agencies must serve a wide variety atoowers who have widely

divergent and even contradictory demands.

4) Public sector provisions are more complicatetht manufacturing. It is asserted
that improving service quality without increasingsts is more difficult in the

public sector, and hence constitutes an objectiofgM.

According to Morgan and Murtagroyd (1994), not @&lDM concepts, tools and
previous applications can be used in public semtganisations.

Kirkpatrick and Lucio (1995) argue the fact thaheseas a feature of new public
management was the decentralisation of respormbilito staff lower down the
hierarchy of state bureaucracies however in thieiw\decentralisation was less about
empowering people and more geared towards budgeatantrol and enforced
accountability. This obviously means that empleyeél resist the decentralising of
responsibilities which would be an important eletneha TQM programme because

they would regard it as a threat. Many of the galtustructural and organisational
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reforms introduced in the public sector in the 198ad 1990s can be interpreted as a
general strategy of regaining managerial contrarqgyowerful provider groups. The
velvet hand of public sector quality initiativesomising cultural re-engineering and
behavioural restructuring simply mask the iron @&intensified organisational control
and the marketisation of service standards and ampnt conditions (Reed, 1998).
Research carried out by Scharitzer and KorunkaQR6a redesigning a public sector
organisation showed a decrease in job satisfaetiohan increase in strain and fatigue
amongst employees and they concluded that the xdoatefactors of TQM related
change have to be carefully analysed to avoid &gative outcomes. A similar point is
made by McAdam and Donaghy (1999) with regard &ithplementation of Business
Process Re-engineering (BPR) in the public seetean they state that proper attention
must be paid to many of the soft issues of peop@agement which underpin the

success of BPR.

To be successful TQM programmes must be focussdilisiness needs and make the
best use of scarce resources which makes thenmaperppriate for the public sector at
the present however success is unlikely to be aetiby a fragmented approach which

is present in many public sector organisation (Maig 1996).

Whereas it is possible to achieve one-off savinghe public

sector by the exercise of political influence, there fundamental changes that are
necessary can only come from change of a more alad&ture relating to cultural
change concerned with the revision of attituded e transformation of practices
(Medcalfe and Richards, 1987).

3.12 Key Principlesfor Total Quality Management in the Public sector

Morgan and Murgatroyd (1994) outline ten key prites for TQM in the public sector.
These are as follows, customer driven, strategicédicussed on outcomes and
processes, driven by goals and values not regofgtiempowering for communities,
workers and customers, effective and efficient|ieat@d as successful by customers in
comparison to comparative providers of serviceyedlby staff and customers alike,
enterprising not simply spending oriented, proactivather than reactive and

benchmarked against the best in the world.
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Morgan and Margatroyd (1994) suggest twelve keyeds for the introduction of TQM
in the public sector. These are adopted from tlaglisbn Police Department in the
USA and are as follows.

1) Believe in, foster and support teamwork.

2) Be committed to the problem-solving process: us@d let data drive decisions
3) Seek employee input before you make decisions

4) Believe that the best way to improve the qualityvofk or service is to ask and
to listen to employees who are doing the work.

5) Strive to develop respect and trust among employees

6) Have a customer orientation and focus towards eyepand citizens

7) Manage the behaviour of 95% of the employees reob# who cause problems
8) Improve systems and economic processes beforergmeiople.

9) Avoid top-down, power oriented decision making véver possible

10) Encourage creativity through risk taking and beraht of honest mistakes

11) Be a facilitator and coach. Develop an open atmasplthat encourages the
provision and acceptance of feedback

12)  With team work, develop with employees agreed gaals a plan to achieve
them

The above twelve points are very much in line wité principles of TQM outlined in

Chapter 2 and with the views of Deming and thesiotjuality gurus. There is also a
high emphasis on people with ten of the twelve atsvfocussing on people. However
one area which is not explicitly referred to in tiveelve drivers is the training and
development of people. Whereas training and dewedop may be implied in some of
the twelve drivers, its omission is not consisteith the view that quality starts and
ends with training. In fact two of Deming’'s foeen points cover this area, one with

education and one with training.

3.13 A suggested 8 step model for implementing Total Quality Management in the
Public Sector

Based on the literature review in the areas ofa@igational Culture, Quality and
Public Sector and the research programme carriedt @uagreed that attention to the
soft aspects of TQM is a prerequisite to the swsfoesmplementation of TQM. To
assist in this regard the following eight step midde implementing Total Quality

Management in the Public Sector is suggested
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1) Commitment : Obtain commitment to TQM from semmanagement

2) Briefings: Carry out initial briefings for staff peesentatives and all staff to
outline the proposed action plan, the benefitsustamers, both internal and external,
and to staff and to seek out any concern that staff have and address these fears. An

outcome of this step should be to obtain the comanit of staff to TQM.

3) Steering Group : Form a steering group representiagagement and staff,
because of the wide variety of disciplines and rege groups within public sector
organisations such groups may be large and in spstances the organisation may
need to be divided and a number of groups may tedxk formed. If this is so the
terms of reference of the difference groups shbeldirawn up. Such groups should be

chaired by a senior manager to demonstrate managemamitment to the process.

4) Training: Training should be provided for the qtiakteering group and for all
staff covering quality, problem identification aptbblem solving, and team working.

5) Action Plan: The quality steering group should drgavan action plan for the
implementing of TQM and should seek staff inputité preparation and acceptance.
The plan should have specific job related goals @méscales and should have an
external assessment and certification as one ajdhés. Examples of such certification
include ISO 9001:2000, Excellence Through Peoplepfean Foundation for Quality

Management Certification or some sector specifitifczation.

6) Implementation: In order to implement the actioarnpboth internal and external
customers and their requirements should be idedtdind a series of projects should be
identified to address specific problems. Qualitypiementation groups or teams may

need to be set up either on a temporary or perntér@esis to address specific issues.

7) Measurement: Progress against the action planldtre measured and the external

assessment and certification should be achieved.
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8) Review and Evaluation: The organisation shaaldy out a review and evaluation

of the process to determine how improvements cbelonplemented.

3.14 Conclusions

This chapter covers developments in the area ofigpabctor management both in a
general sense and related to the situation innde¢and other countries.

The literature describes very different and indepposing views regarding the area of
public sector management. At one extreme is trdbtimaal public sector management
and at the other extreme is what is called new ipulianagement (NPM). The
literature also describes a number of approachéseba the two extremes which
combine the best features of both extremes. bi€laded that such approaches are the
best approaches for the public sector to adoptHerfuture. It is concluded that the
human factor is a key area in public sector refarnich requires a culture change and
time to implement. It is also concluded that thare dangers in adopting models from
the private sector and implementing them in thelipugector, and that private sector
approaches should be customised before adoptimg itheéhe public sector. It is also
concluded that the human resource aspects of T@Nedechange have to be carefully

analysed to avoid any negative outcomes.

The literature also describes the different appgreacadopted in different countries
from the extreme approach of the low level of stat@lvement in the USA and the
actions taken by countries like the UK and New Zerdlto reduce their level of state
involvement to countries like Ireland where althbudpange is being implemented it is
of a smaller scale, is at a slower pace and hasgerl level of employee involvement
and ownership. It is concluded that the approachpublic sector reform in most

countries comprises one or more of the main compusref TQM which are as follows,

focus on the customer, continuous improvement amgl@yee involvement.

This chapter also reviews the literature regardipglity in the public sector and

concludes that the concept of quality managemelesgsdeveloped in the public sector
than in the private sector but that a number ohgkarogrammes in the public sector
incorporate a number of the elements of total ¢patianagement. It is concluded that
some of the key differences between the public piates sector include customer

focus, greater levels of change and more effeatiperational and human resource
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systems. The literature also states that publictoseorganisations and their
management are becoming further characterisedabyrés which reflect TQM beliefs.
As previously outlined, attention to the soft agparf TQM i.e. the people issues, is a
prerequisite to the successful implementation oMT@herefore an 8 step model for
implementing TQM in the public sector by initialfgcussing on the people issues is

suggested.
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4.1 Introduction

Organisations can be considered as being an amal§aamgible and intangible
features. Tangible features, what can be seenudackquipment, machinery,
buildings, products, computer systems etc, andhgitde features, what cannot be
seen, are the people aspects. Sometimes thesefemed to as the hard and soft
aspects of an organisation. Considering the saftraore intangible aspects of an
organisation two of the areas which involve empésyare organisational culture
and organisational climate.

This chapter will consider the history of organisaal culture and its
development up to the present time particularlyt aslates to implementing and
sustaining total quality management. It considemsimber of different definitions
of culture and a number of different perspectivascalture which exist in the
literature and outlines the differences betweenawigational culture and
organisational climate.

There is an emphasis on the culture of organisatiprimarily to improve
organisation performance but also to address humeaource or industrial
relations issues which, when addressed, should #sm to improved
organisational performance (Schein, 1992). A ksuasis the valid measurement
of culture and this chapter reviews the measurenwhtthe concept of
organisational culture, the managing of cultureairplanned manner, and the

relationship between organisational culture anéwoigational performance.
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4.2 History and Origins of Organisational Culture

The origin of the term “culture” derivesofn Latin referring primarily to the
cultivation of soil and literally means to grow atedproduce. In recent years the
concept of culture has broadened from the cultivatf soil to the cultivation of
the human mind and most significantly, to cultivdte mind through learning. In
essencea culture is the way people grow and develop thholgarning and

mutual association in a systematic and orderly nari@artwright, 1999:4).

The concept of culture was described hijrapologists more than 100 years ago
as a result of anthropological studies aimed aetstdnding societies as a whole.
The anthropologist Edward B. Tylam 1871 (cited in Brown 1998:4) described
cultureas that complex whole which includes knowledgéefse art, morals,

law, custom and any other capabilities and habitquared by man as a member

of society.

In the 1970’s it was considered that tppreaches used to study societies as a
whole could also be used to understand smalleakgodups including individual
organisations, which might be viewed as societiegroployees (Frost, Louis,
Lundberg and Martin, 1985 The current interest in organisational culture
developed in part from work on organisational cliengrimarily in the USA
during the 1970’s. A new field of management enguiannot develop in a
vacuum but builds on what has gone before and tmeept of organisational
culture has been derived principally from two itgetual traditions, anthropology
and organisational sociology (Brown, 1998). Acdogdo Xenikon and Furnham
(1996) the idea of an organisational culture fappeared in the literature in the
1970’s as an Americanisation of the Japanese Taiality Control concept. The
term corporate culture was also coined in the 1978nd entered popular
management thinking in 1982 as a result of the Bookporate Cultures by Deal
and Kennedy (1982).

The organisational culture concept started as endwork for thinking and

analysis, not as a framework for action or contnodl was soon employed in an
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organisational development (OD) setting as a carfee@ction (Bate, 1994). This

is outlined in Table 4.1 below.

Table 4.1 Three Concepts of Culture (Adapted fBate, 1994: 55)

Anthropologists| OD Practitioners Managers
Culture as A framework for | A framework for A framework
thinking improvement for control
Underlying Objective| Discovery Improvement Control
Measurement Different aspect&xtent of Extent of
of individuals | improvement control

Table 4.1 considers the way in which culture is sidered in line with the
underlying objective of each of the above fieldstufdy. The underlying objective of
the anthropologist is discovery of aspects reggrgirople and society and hence
culture is a framewaork for thinking in this regafithe underlying objective of the OD
practitioner is improvement within organisationsdamence considers culture as a
framework within which actions must be taken inesrtb achieve this improvement.
According to Bate (1994) the underlying objectiienmanagers is control and thus
culture can be regarded as a framework to achigigecbntrol. However, although
some managers focus totally on control, many masapave an objective of
improvement and hence they would align more with tfew of the OD practitioner
rather than the manager. The original table fronteB4994) has been expanded by
adding in measurement whereby anthropologist s be measuring different
aspects of individuals and building this up intmeasure of society, the measurement
of the OD practitioner focuses on measuring theergxbf improvement, and the
manager focuses on measuring the extent to whicitralowas exercised. As
previously stated some managers would align mote @D practitioners than with

the view of managers as described by Bate (199N eb
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Smircich and Calas (1987) suggest three reasonkdarurrent interest in culture :

1) Shifts in the perspective of business rgarg realising that national
and corporate culture may be more immortzan strategy in

determining organisational efficiency.

2) Shifts in organisational and communicatio®ory to a softer more
radical approach that conceptualiseamiggtions as socially

constructed.

3) Shifts in the human sciences from pogstigiexploration to
constructivist understanding which emjgessthe importance of

subjective perception of employees.

The emphasis on culture has evolved harfthid with the emphasis on Human
Resource Management (HRM). Together the developragrthe culture and
HRM literature are evidence of an intellectual oefsing on people in
organisations whereby people are no longer coreiddike machines or
commodities but are considered a major asset asduace of competitive
advantage. The current interest in organisationkilie stems from the fact that it
offers an alternative non-mechanistic, flexible aimdaginative approach to

understanding how organisations work (Brown, 1998).

4.3 Definitions of Organisational Culture

There are many definitions of organigadioculture and while great differences

exist among writers some common elements emerflass;

a) Holistic — it does not relate to an indivadlbut to a group of people, referring

to a whole, which is more than the sum of ag$

b) Historically determined — reflecting the histarfythe organisation, related to

the things anthropologists study — like rituals aghbols.
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¢) Socially constructed — created and preservedhbygroup of people who
together form the organisation
(Furnham and Gunter, 1993).

The following is a number of exampleogjanisational culture definitions from

a broad range of authors in the field.

Hofstede (1991:2p@efinesorganisational culture as the collective

programming of the mind which distingeisithe members of one organisation
from another Hoftede also refers to organisational cultuas the shared mental

software of an organisation.

Schein (1984: 237) defines organisatiooalture as the pattern of basic
assumptions, that a given group has invented, géseal or developed in learning
to cope with its problems of external adaptationl amernal integration, and that
has worked well enough to be considered valid dedefore is to be taught to
new members as the correct way to perceive, thimtk fael in relation to those
problems Schein (1990) also describes the three dimensiohsvisible
organisational structures and processes, goals mhbsophies and basic

underlying assumptions.

Cartwright (1999:1)1 defines organisational culture quite simply asoaganised
body of peoplevho share the same goals, beliefs, and values amdn be
measured in terms of the effect it has on motivatdne of the best known
definitions of organisational culture is from Bowgited in Deal and Kennedy

1982:4) which iCulture is the way we do things around here

A very different definition is from Pacanowsky an@’'Donnell-Trujillo
(1982:126) which isA culture is not something an organisation has, it is
something an organisation ig.his definition is very different from most other
definitions including the above definitions and thefinitions which follow, in
that it regards the organisation as being the mlather than the assumptions,
values, behaviours and practices of groups of eyeel®. This definition is also at
variance with the common elements of culture défins of Furnham and Gunter
(1993) as outlined above.
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The definition of organisational culturetimed by Schein (1984:2379 consistent
with the definitions of Cartwright (1999), Hopsteflé®91) and also contains the
three elements outlined by Furnham and Gunter (199@ is the definition
adopted for this thesis,

Schein (1984:237) defines organisationaltuce as the pattern of basic
assumptions, that a given group has invented, géseal or developed in learning
to cope with its problems of external adaptationl amernal integration, and that
has worked well enough to be considered valid ddefore is to be taught to
new members as the correct way to perceive, thimtk fael in relation to those

problems.

4.4 Antecedents and Development of Organisation&lulture

As organisational culture refers to thégras of beliefs, values and learned ways
of coping with experience that have developed durthe course of an
organisation’s history, it tends to be manifestedd material arrangements and in
the behaviour of its members. A culture is influethcprimarily by an
organisation’s leader(s) and/or founder(s) who e#svo influence, imprint or
change this culture (Brown, 1998). Fombrun, Tichpd Devanna (1984) state
that cultures cannot be designed, however the warioontrol systems of
organisation’s can work to shape through reinforeetnand feedback the desired

attitudes and behaviours that are consistent witaricular culture.

Cultures are influenced by unique histricircumstances, expressive of the
personalities of particular individuals, internathwerse and constantly evolving
as members select new elements from a vast rangmsdible cultural forms
(Pettigrew,1979; Schein, 1983; SieHl985). Culture is created through two main
factors, firstty norm formation around critical idents particularly where
mistakes have occurred and secondly identificatrdh leaders, what leaders pay
attention to resource and control, how leaderstracritical incidents (Schein,
1999). Case evidence suggests that organisatioredogepowerful cultures that
guide the thinking and behaviour of their employees

Culture matters in different ways according to steges of organisation evolution.
In young and growing organisations the personabbelr of the leader is the

most important determinant of how the culture iaps#d. A young and growing
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company attempts to stabilise and proliferate thitue that it views as the basis
of its success. A midlife organisation has mostlitkevolved into multiple units
based on functions, products, locations etc. ardettunits are likely to develop
sub-cultures of their own. When an organisationunest, the culture, which it
acquires during its early years is now taken fanggd. Whereas leaders created
culture in the early stages, culture now creataddes — i.e. only people who fit
the mould become leaders. One of the most dangexspects of culture at this
stage is that it is an unconscious determinant otnof what goes on in the
organisation, including even the mission and sgnatef the organisation. As an
organisation gets older, rather than being the ghot source of identity, culture
become part of the tradition of success — the agBans that brought the
organisation to where it is today. Culture is nowore differentiated and
embedded. If elements of the culture are poteptidjisfunctional then change
mechanisms have to be more transformative thanugephry. As companies
age, if they do not evolve, adapt and change eleartheir culture, they grow
increasingly maladapted and the culture can becaansgrious constraint on
learning and change. The organisation can clingtiat made it a success and
culture can become a constraint to the developwiestrategy. The culture issue
in the older company is how to engage in massiaasformations often under
great time pressure to avoid serious economic dar(fachein1999). Culture acts
as a force for cohesion in organisations and becafithis, current cultural forms
can act as a bulwark against the changes requirtiteiimplementation of TQM
(Sinclair and Collins, 1993)Culture may serve different functions in subsequent
phases of development, therefore, a dynamic theworythe development of
organisational cultures is indispensable (Schei®991 Van den Berg and
Wilderom, 2004).

The natural development of culture thenefdends to be one of evolution from
less order to more order, stabilizing (cooling amgstallizing ) and becoming
more embellished and cluttered all the time — bwiags within the same fixed
frame (Bate, 1994).

Willmott (1993) highlights the dark sidé aulture by drawing attention to what

he regards as the subjugating and totalitarianid@dns of culture and suggests
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that the success in ensuring commitment is at fsial and that employees can

become trapped in a vicious cycle of cynicism agpeshdence.

4.5 Components of Culture

In order to gain a better understanding of cullitiis useful to divide it into a
number of main components. Elements of culture @meonscious (values,
behavioural norms) or observable (artefacts). Calltoias a number of layers,
behavioural norms (the way people should behave)oaganisational values (the
things that are highly valuedCulture is comprised of sub-products such as
artefacts, symbols, and collective verbal and nema& behaviour (Xenikou and
Furnham, 1996; Schein, 1985).

Practices are the visible part of cultures, whidues represent the invisible part.
Organisational cultural differences reside lespractices than in values. Practices
are distinguished into symbols, heroes and ritisgscific to one culture as
opposed to others. They are more superficial thedues and therefore amenable
to planned change. Values do change but accordinteir own logic — not
according to any particular plans (Hofstede, 1998he shared assumptions of
management employees differ from non managemeniogegs particularly if the
organisation is unionised. Different departmemtd kevels have their own sub-
cultures. Hofstede (1998) showed three distinct@utures in an organisation i.e.
a professional sub-culture, an administrative sulbioe and a customer interface
sub-culture. Culture appears to determine the iyenf a human group in the
same way as personality determines the identitarofindividual. (Martin and
Siehl, 1983; Schein, 1985).

Schein(1985) identifies 3 levels of culture from the yefisible to the very tacit

and invisible.
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Figure 4.1 Levels of Culture (Schein, 1992:17)

Level 1.
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\Values
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thoughts and feelings
(ultimate source of
values and action)

T

Easier
to
Observe

The approach of Schein (1992) above is very imporia that not only does it

divide organisational culture into different compats but the concept of the

different levels is very beneficial not just inderstanding organisational culture

but also in the measurement and management ofiseg@mal culture.

Some aspects of culture are more obsexvian others and some are more

embedded throughout an organisation than otherfstétte et al., (1990) outlined

the manifestations of culture from shallow to dasgollows:

Figure 4.2 Manifestations of Culture (ktefde et al., 1990: 291)

Practices
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1) Symbols-objects which typify or repneisgomething

2) Heroes- dead or alive, real or imagineino possess characteristics

which are highly prized

3) Rituals — collective activities thaedechnically superfluous in
achieving objectives but within dtate are considered socially

essential.

(1 to 3 can be grouped together astipes; these are visible to an

outsider)

4) Values — these form the core of celtdivalues are broad tendencies

to prefer certain states of affaiver others.

Similar to Schein (1985) above, the approach taketofstede et al, (1990) is
very important to the study of organisational cdtuand the listing of the
components combined with whether they are shallodeep, helps not only with
the understanding but also the measurement andgmamemt of organisational

culture.

4.6 Classifications of Culture

There have been many different classificat of organisational culture and the

following outlines and reviews a number of thesessifications.

Deal and Kennedy1982) developed a classification of culture applied to
organisationsvhich is as follows:
1) Tough guy, macho culture- Organisations where idd&is regularly take
high risks and get quick feedback on whether thetions were right or

wrong.

122



2) Work Hard / play hard culture- Activity is everytiy. As long as
employees can keep up, the work will get done. &gaomes with
persistence.

3) Bet your company culture- Life in this culture meam diet of high risk,
but slow feedback. It means investing millionsomstimes billions — in a
project that takes years to develop before you éuidwhether it will go or
not.

4) Process Culture-This low - risk, slow feedbackurdtis found in banks,
insurance companies, large parts of governmentegudated industries
like pharmaceuticals. Employees focus on how thethdir work not what
they do. People in these cultures tend to devatogattitude of covering

themselves by documenting even trivial items.

This is very consistent with the definitiohculture by Bowen which is cited
in Deal and Kennedy (1982:4) whichlis way things are done around here

and has little emphasis on the people within tlgaisation.

The approach taken by Schéit®85)is very different and has isolated four rather
different corporate cultures with a greater emphanipeople within organisations
these are as follows:
1) Power Culture - Leadership resides in a fed/rasts on their ability
2) Role Culture-Roles and rules are clearly d=fin
3) Achievement Culture-Stresses pefisamausive, motivation and commitment
here people can “do their own thing”

4) Support Dué-Support is voluntary and relationships are

characterised mutually.

Trompenaars (1993) follows the approach adopteid thyat he also highlights the
Power and Role Cultures and uses terms like Famnilg Eiffel Tower to

graphically describe these cultures. He also pregpdaroject Culture which is
oriented to tasks and Fulfilment Culture which feesi on the individual rather

than the organisation. The four types of culturesas follows.

1) Power Oriented Culture — similar to Schein @98&here the leader (or father)

knows better than his subordinates. He callsttt@s’Family”.
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2) Role Oriented Culture — similar to Schein (1988)ich is a depersonalised,
rational system in which everyone is subordinateutes and these rules prescribe
a hierarchy to uphold and enforce them. He chitsthe “Eiffel Tower".

3) Project Oriented culture — which is orientedtasks usually undertaken by
teams or project groups. He calls this the “Guiliiskile”.

4) Fulfilment Oriented Culture —in which orgarieas are secondary to the

fulfilment of individuals. He calls this the “Incabor”.

Trompenaars (1993) shows the four cultures agiidited in figure 4.3 in relation
to Person/Task and Hierarchical /Egalitarian.

Figure 4.3 Comparison of Cultures by Person/Task lrerarchical/Egalitarian
(Trompenaars, 1993:140)

Egalitarian
Fulfilment Oriented Project Oriented
Culture Culture

Incubator Guided missile
Person Task

Family Eiffel Tower
Power Oriented Role Oriented
Culture Culture

Hierarchical

Trompenaars (1993) also considers national pat@rimsganisational cultures and

gives examples of countries where the differenésypf culture are common:

< Power Oriented Culture — Japan, France, India,iBelg

¢ Role Oriented Culture — Germany, The Nederlandsnixek.

e Project Oriented Culture — USA, UK, Canada

* Fulfilment Oriented Culture- Sweden.

There is no obvious geographical pattern ¢oathove distribution of countries
aside from the fact that the Project Orier@edture operates in two English
speaking countries, the USA and UK and onelwvis mainly English speaking,
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i.e. Canada. The Power Cultures are in baila And Europe whereas the Role
Culture is in European countries but Europs@amtries are also listed in the other
three classifications.

In considering each of the above classificatione,following provides a summary

of the main points:

Deal and Kennedy (1982) - 1) Tough guy, macho oat@) Work hard , play
hard culture, 3) Bet your company culture , 4) Bescculture

Schein (1985) - 1) Power culture, 2) Role cultiBk Achievement culture, 4)
Support culture

Trompenaars (1993) - 1) Power oriented cultur&k@g oriented culture,

3) Project oriented culture, 4) Fulfilm@miented culture

In comparing the above classifications there armimber of common elements
and also some elements which are highlighted byasrievo authors. The most

common elements are;

Power Culture--as identified by Schein and Trompesa
Role Culture-- as identified by Schein and Trompesa

Task or Project Culture--as identifiedTopmpenaars

Overall the perspectives of Schein (198%) are similar to the perspectives of
Trompenaars (1993) and are considered the mosbgte perspectives on
culture. These are 1) Power Culture, 2) Role Celjt®) Task Culture and 4)
Person Culture. However, it must be realised thadtrauthors in this area offer no
research evidence for the development of thesg@ads. In addition, aside from
dividing culture into the different categories, fefvthe theorists have attempted
the more interesting and more difficult questioh®iaw these cultures arise, how

they are maintained or how they are changed.
Hofstede (1983) identified six clear and naturatglependent dimensions of

(perceived) practices distinguishing organisatigritsufrom each other. They

were as follows:
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¢ Process Oriented \Y; Results Oriented

« Employee Oriented % Job Oriented

» Parochial % Professional

e Open System % Closed System
e Loose Control v Tight Control

« Normative % Pragmatic

Whereas some people may look for an ideal culturelwcan be transplanted into
an organisation, in practice there is no right song culture, no better or worse
culture except in relation to what the organisati®rirying to do and what the
environment in which it is operating allows. In sommarkets and some
technologies, teamwork, empowerment etc. In othéght discipline and
structured relationships . This is covered by tlm®de Control v Tight Control
practices outlined above by Hofstede (1983) Themow a greater recognition
that different sorts of organisations require défe structures and rules and even
ostensibly similar organisations can be successfihg radically different
methods. Most organisations have two sub culturesmégers and workers) which
supervisors are expected to bridge (Schein, 1988wB 1998; Silversweig and
Allen, 1976).

Cartwright (1999) suggests an additional viewpoornt cultural which is
complementary to the different perspectives preslipuiscussed. He suggests
that the basic cultural model can be developed fotw different cultural types

that can also be thought of as a cultural lifecydtéch is presented as follows:

Figure 4.4 Different Cultural Types (Cartwright,9e8 12)

1. The monoculture 2. The subordinate culture
Goal Orientation :
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3. The divisive culture 4. The disjunctive cudtu
AN

1) A monoculture consists of a single aeprogramme — its people think alike
and conform to the same cultural norms. As in theva diagram there is one
culture, i.e. one core and the one goal orientafidnis is often present in new
organisations or in small organisations althougis isometimes present in some

large organisations which have a monoculture waddw

2) A subordinate culture consists of dimated subcultures each with its own
different beliefs and values, ideas and pointsiefwbut all working within the
one organisation and all motivated towards achgviie organisation’'s
objectives. As the above diagram shows there amenaber of sub cultures or

cores and the one goal orientation. This is thalitdge of organisational culture.

3) A divisive culture is where the indluial sub-cultures within the organisation
have their own agenda and objectives. As the aliagram shows there are a

number of sub-cultures or cores and a number dfayantations.

4.) A disjunctive culture is where the amngsation is being pulled in different
directions. The divisive culture is the most conmnio society and at work. As
the above diagram shows there are independentresilitather than sub cultures
and a number of goal orientations. This is sigdifiy the often-explosive break

up of an organisation or even nation into its ifdlixal cultural units.

A strong culture is a system of informal rules tepell out how people are to

behave most of the time. By knowing exactly whatexpected of them,
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employees will waste little time in deciding howaot in a given situation (Deal
and Kennedy, 1982).

There is a profound difference between culturairttary and cultural conformity.
Cultural harmony exists within and between différenltures and the different
ethnic groups whereas cultural conformity is arerafit to create one mono -
cultural style. This can be oppressive and represand can meet strong
resistance. Cultural conformity therefore, is Ineitdesirable nor is it necessary

for cultural comparability (Hofstede, 1991).

4.7 Perspectives on Organisational Culture Research

Three disparate yet interrelated paradigms or petsgs of thought about
organisational culture are identified by Megersond dMartin (1987 namely the

integration, definition and fragmentation paradigm3here are parallels with
Burrell and Morgan’s (1979) unitarist, pluralistcaradical organisational frames

of reference.

The Integration Paradigr this positions culture in terms of clear and sistent

values and assumptions, which are shared on amieagi@n — wide basis. Three

central characteristics define the integration gigra.
1) Consistency across different levels of culture.
2) Consensus of understandings held by cultural mesnber

3) A focus on leaders as creators of organisationalreu

The Definition Paradigm recognises that different groups in organisatioay

have different and even incompatible, beliefs, galand assumptions. Meanings
are shared primarily within sub-cultural boundariégnbiguities of meanings and
values appear in the intersections between subesltuResearchers operating in
this paradigm tend to look for inconsistenciesklatconsensus and the existence
of various sub-units in the organisation (Megerand Martin, 1987) Sub-culture

is defined by hierarchical level and departmentaicfion and by geographical

separatior{Cooke and Rousseau, 1988)
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Fragmentation (or ambiguity) ParadigmThis has three defining characteristics,

lack of clarity, lack of consensus and acknowledgimad ambiguity (Megerson
and Martin, 1987; Siehl and Martin, 19%0 It requires that organisational
situations exist in which it is inappropriate temdify consistency of values and
basic assumptions. In other words the fragmentgherspective acknowledges
that ambiguity is an inevitable aspect of orgamsatife (Frost et al., 1991
Studies within this perspective look for and examinconsistencies between
cultural manifestations.

Erez and Gati (2004) call for a shift in the resbdocus on culture as a dynamic
entity and for a greater focus on the interplayMeein different levels of culture.
The writing on organisational culture in the qualiterature is under pinned by
assumptions associated with the integrationistdigna. It therefore, presents a

partial and simplistic view of organisational cutu

Adebanjo (1997) suggests that culture can be vievredn three major
perspectives as follows:

* Behavioural Sciences.

< Organisational Theory and Design.

¢ Quality Management.

Behavioural Sciences Model of Culture

Extensive study by Williams, Dobson andltéfa (1993) led them to conclude
that very few commentators have approached theesubf organisational culture
from a specifically human resource point of viewdedanjo (1997) asserts that
behavioural science theorists are more likely tangixe the nature of individual
beliefs, attitudes and values and how these aradidr They also view roles and
relationships and how these affect culture develnin organisations. After
considering culture from a behavioural sciencestpaf view, the subject was not
considered as a suitable representation or model @ilture that facilitates the

implementation of Total Quality Management.

In examining culture, work psychologists often nemt the concept of

organisational commitment, which is defined by Mawd Steers, Porter
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(1979:27) the relative strength of an individual's identdton with and
involvement in an organisation

Griffin and Batemar{1986) stated that this concept has three compsnent

« A desire to maintain membership of an organisation.

« Belief in and acceptance of the values and goalseobrganisation.

» A willingness to exert effort on behalf of the onggation.

This concept is one of the 9 dimensionh@éCartwright (1993) model which was

selected for the research programme.

Organisational Theory and Design ModeCafture

Culture is one of the prominent elements of orgatiosal theory and design. A
strong culture can be a positive force when usedutgport the strategy of a
company and is the reason why senior executives afy to influence culture to
be consistent with corporate objectives (D&889). Pheysey1993) presented a
framework based on the work of Hofste(980) and Skinner and Winkler
(1980), which suggested that a culture is develdyase:d on the goals (economic,
ideological etc) of the society or group concerned.
Williams, Dobsonand Walters (1993) suggested observation, interaction and
communication as the processes underlying the fiiwmaf culture and lists the
major determinants of organisational culture as:

e impact of external environment

< impact of organisational structures, systems aclhiglogy

e impact of the founder

< impact of the manager

< impact of the work group

The organisational design literature oftuca provides a clear insight into the
nature of culture, how it is formed and how it da@ managed and changed.
Equally important, it states that culture must la@nfonious with the goals and
aspirations of the organisation. However, the nmfation is of a general nature
and the literature makes no mention of the factbes would be relevant to an
organisation that wishes to develop a culture tleamplements quality

improvement (Adebanjo, 1997).
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Quality Management Model of Culture

The failure of Total Quality Management fmany organisations led quality
practitioners to examine the cultural aspects d@ligu What makes the culture
perspective distinctive in relation to other orgational perspectives is the stress
it places on the multifaceted (structure, stratgmycess) and multidisciplinary
(designers, strategists, developers) nature ofnisgional change (Bate, 1994)
Elements of quality culture were identified, fromQM literature, as senior
management leadership, employee involvement andowemnment, teamwork,
effect of chief executive, customer focus, supplErtnership, and an open
corporate culture (Adebanj@997. There has been an increasing recognition and
acceptance of the importance of the culture of marisation in sustaining any
quality effort and quality practitioners and margngpanies implementing Total
Quality agree that there is a gap to be filledh& development of the appropriate

culture for quality (Juran and Gryna, 1988an and Evans 1994).

Adebanjo (199Y said that there was a need to research presentiesiced
approaches to culture development and create aefvark to assist in the
attainment and the retention of the much-postulatedal Quality Culture.
Develin and Partner§1989) cited culture change and change in management
behaviour as the key factors in obtaining a sudokssiplementation of total
quality. Kehoe (1996) declared that motivating individuatel areating culture
change are possibly the most significant managermiesitenges on the road to
quality. An organisation’s cultural values detemas its quality and performance
(Cartwright, 1999)

According to Woods (1996 quality culture starts with managers who undadsta
and believe the implications of the systems viewl #me necessity of serving
customers to succeed. An organisation can devetdpnaaintain a true quality
improvement programme only when it has a valueesyshat promotes quality
and many quality experts stress the importanceuddibg a quality culture as a
prerequisite to major quality improvement needsdfie and Sebastian, 1993).

A study carried out by Adebanjo and Kehoe (199%wsd that companies that
had developed a quality culture had noticed sigaift levels of improvement in

their quality programme whereas companies thateixpgrienced difficulties with
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quality culture change were unable to generatesidieat resulted in continuous
improvement and long term development.
Woods (1996) outlines the values of a quality aeltand the opposite of each of

these values.

Table 4.2 Comparison of Values and Opposites (Asthfrom Woods, 1996: 5-6)

Value Opposite
1) We’'re all in this together: 1) Everyone for *him’ or ‘herself’.
company, suppliers,
customers.
2) No subordinates or 2) The boss knows best.

superiors

allowed.
3) Open, honest 3) Keep communication limited
communication is vital. and secretive.
4) Everyone has access to 4) Keep most information at the
all the information theyeed. top, and share it only when
necessary.

5) Focus on processes. 5) Focus on individoak.
6) There are no successegor 6) Success is everything: no
failures just learning tolerance for failure.
experiences

Value 1 considers team working both inside andidetthe organisation as against

individuals working alone.

Value 2 considers loose control and empowermehéerahan tight control.

Value 3 considers open communication rather thaimicing communication

Value 4 considers sharing information rather thestricting information.

Value 5 this complement Value 1 which focuses omppes whereas this focuses on the

design of the tasks that people undertake i.e.ddwgn or redesign of a number of

individual into a process.

Value 6 considers learning and innovation leadingantinued success rather than short

term successes.

There are similarities between TQM and organisafiolearning, both need an

appropriate atmosphere in which the employee isfiatd of suggesting improvements

or putting them into practice, as well as activediership. Some of the dimensions and

practices of TQM e.g. continual improvement , tesassions for problem solving using

quality tools, could act as drivers for organisadib learning (Martinez-Costa and

Jimenez-Jimenez, 2008). It is only through the iappbn of both knowledge
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management and knowledge dissemination, throughadity) culture, that true Quality

Management can exist (Stewart and Waddell, 2008).

4.8 Differences between Organisational @liate and Organisational Culture

There is a perception that organisatiaiashate is the same as organisational
culture, whereas in fact they are very differenénBon (1996) states that culture
refers to the deep structure of organisations, lwkiaooted in the values, beliefs
and assumptions held by members of organisationsomtrast, climate portrays
organisational environment as being rooted in tigamisation’s value system but
tends to present these social environments inivelgtstatic terms, describing
them in terms of a fixed set of dimensions. Tagand Litwin (1968 : 25), cited in
Dennison (1996), defined climate #® relatively enduring quality of the total
(organisational) environment that a) is experiencbg the occupants, b)
influences their behaviour and c) can be describederms of the values of a
particular set of characteristics ( or attributesof the environmentRousseau
(1990) says that organisational climate can be tooed as a descriptor of
organisational attributes in terms characterizindiviidual experiences with the
organisation. Litwin and Stringer (1968) citedDenison (1996) identified nine
climate dimensions as follows, structure, respalitib reward, risk, warmth,
support, standards, conflict and identity. Accogdifo Brown (1998)
organisational climate refers to the beliefs aniuales held by individuals about
their organisation. Results of climate researchmset® suggest that there is little
agreement between employees concerning what itkés tb work for their
organisation, however the real finding of climaterveys was that a more
sophisticated approach to understanding this asgemtganisations was required
(Brown 1998).

At many points it is unclear whether ctdtiand climate represent two entirely
separate phenomena or whether they representyciedated phenomena that are

examined from different perspectives (Denison, 3996

The following table from Denison (1996: 625) costsaorganisational culture and

organisational climate research perspectives.
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Table 4.3 Contrasting Organisational Culture anga@isational Climate

Research Perspest{ia®nison, 1996: 625)

Perspectives Culture Literature | Climate
Literature
Epistemology Contextualised angd Comparative and
ideographic nomothetic
Point of view Emic (native point | Etic (researcher's
of view) viewpoint)
Methodology Qualitative field Quantitative survey
observations data
Level of analysis Underlying values| Surface-
and assumptions | level manifestations
Temporal Historical evolution | A historical
Orientations snapshot
Theoretical Social construction;| Lewinian field
Foundations critical theory theory
Discipline Sociology and Psychology
anthropology

It is concluded that culture is a muckmky concept than climate, it forms over a
period of time and is embedded in mganisation. Climate is different in that it
is at a more surface level dealing whih perceptions of individual employees on
a range of work related topics. Cultiaees longer to form and to change than

is the situation with climate.

In each of the research perspectivesnaatlabove there are very significant
differences between culture and climaten&te research pays more attention to
actual practices and behaviours whichr@oged in the deeply held assumptions

which are addressed by culture research.

4.9 Measuring Culture

Organisational culture could be regarded as amgjiibée concept and therefore is
difficult to measure. However, if an organisatioishes to change its culture, it is
important to obtain a measure which will identifyetareas which need to be

addressed and the priorities for action. A measuvald also be important in
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order to compare culture both before and aftemgrvention in order to evaluate

its effectiveness and also to benchmark against @tiganisations.

Most early studies of organisational culture hagked almost exclusively on
qualitative methods (Hofstede, 1998). There aralgeasons for using qualitative
methods but advantages may be at a cost as thendgtaot readily lend itself to
systematic comparisons. Although qualitative staidisuist not be judged by the
criteria applied to quantitative investigations somualitative studies neglect
appropriate validation procedures (Xenikou and Ram, 1996; Martin and Siehl,
1983).

In many culture studies, assumptions feedly are made that needlessly
compromise the integrity of the conclusions (Maréind Siehl 1983). The
cultural phenomena chosen for emphasis sometimegsaapto be randomly
selected or biased to top management's perspectigpparently on the
assumption that these are the cultural data thamtcthe most. Gregory (1983)
concluded that it is sometimes possible to learmenabout the culture of the
researchers than the researched simply by obsewich aspects of the culture
most attracted the investigators. The lack of dbuating comparison groups is
another serious flaw in many qualitative studiesorder to sustain the conclusion
that a particular cultural profile contributes tonhance organisational
performance, it is necessary to show that the lprgénerally is characteristic of
highly productive organisations, but not less paiithe ones. Unfortunately, few
studies provide this critical information as thefyen are based on a simplistic
model of the link between culture and organisafiomatcomes, which have
insufficient theoretical sensitivity to eliminatdvet complex, mutually causal
interactions of cultural phenomena as they affattoaganisation’s outcomes
(Martin and Siehl1983). However, in the study by Kanter (1983) otune and
change exemplifies a sounder approach becauseakbe tare to contrast the
cultural patterns found in highly creative companwith those characteristic of

less innovative organisations.

As previously outlined culture is the pedy of a group. Wherever a group, for
example levels of staff, departments, regionstets,enough common experience,
a culture begins to form (Schein, 1990; Hofsted#Q11 Cartwright, 1999). To
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find culture the investigator must look for commexperiences and backgrounds.
Cultural analysis is intrinsically incomplete. Quk is a complex concept that
must be analysed at every level before it can baerstood, culture is deep,
culture is broad, culture is stable in that it pd@s meaning and makes life
predictable (Geertz, 1973).

Many cultural instruments and questiorgmionly unearth some of the artefacts,
some espoused values and maybe one or two undgdgsumptions. They do
not reach all of the tacit shared assumptions thay be of importance in an
organisation. Van den Berg and Wilderom (2004) tbuhat organisational
culture can better be measured with organisatiprattices rather than values.
Geertz(1973) suggest that studies of culture should fasuthe natives’ point of
view, that is what the people living in the cultw@nsider to be significant about
the way they live. This approach is called seritecause it concentrates on

language and symbols in order to understand a gigeial situation.

Bowden (2002) states that established employeelpsagisfaction surveys are of
little use in measuring culture because they temdeé reactive, extrinsically
focussed and prescriptive in approach. They ptile lor no attention to the
intrinsic or psychologically held values that metie people. The result is a mis-
aligned and one-dimensional perception of empldyald-values.
The culture strength variable (i.e. measuring @ieacy of culture throughout the
organisation), is regarded as being too limitedself to measure or understand a
phenomenon as complex as organisational culturee{8c1985, 1992; Van den
Berg and Wilderom, 2004). On the basis of empirgtablies Van den Berg and
Wilderom (2004), identify 5 dimensions which canused both to measure and
compare organisational cultures. These dimensimasafollows:
1) Autonomy- pertains to the degree to which employbase decision
latitude at the job level.
2) External orientation-is included because all orgatidns operate in an
external environment
3) Interdepartmental co- ordination- since horizodtifferentiation may raise
barriers to productive inter-group communication.
4) Human resource orientation-as an explicit parhefdrganisational culture

construct.
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5) Improvement orientation-was chosen in order toudel the degree of
proactivity that is intended to achieve ever battgianisational results.
The Van den Berg et al (2004) approach covers rilvidual carrying out
their job, their relationship with other departmant the relationship with the
external environment and also includes the operatiothe human resource
department and the emphasis the organisation platdmprovement. It is
considered that all of these dimensions are impbrwith regard to the

concept of culture.

Cameron and Quinn (1999) have identifieke§ dimensions of organisational
culture which are as follows; Dominant Charactarsst Organisational
Leadership, Management of Employees, OrganisatiGhas, Strategic Emphasis
and Criteria for (judging) Success. Again it isgmed that these dimensions are
key to the concept of culture but as with the Van 8erg et al (2004) dimensions
these are considering areas that are influenceshdnagement rather than being

intrinsic to individual employees.

Cartwright (1993¢arried out a study to address the area of how W@kks and
indeed why it works, by exploring the question ofiat implicit psychology
underlines TQM. The study suggests that nine keychpsogical processes
underline TQM, these are, identification, equity,quality, consensus,
instrumentality, rationality, development, groupnédynics and internalisation.
Further research by Webley and Cartwright (199&eated some of the gaps
between TQM theory and practice, the major areasgbexjuality, rationality and
internalisation.  Cartwright (1993) regards ideoéfion, internalisation and
instrumentality as the primary motivators which ypla key role in culture
formation. The remaining six processes support @idforce the three main
drivers.

It was decided to explore this approach oredepth because of its links to TQM
and because it is focusing more on intrinsic aspien the other approaches.

A description of these processes is as follows:

1) Identification — An organisation must project an ethical imaget tisa
underpinned by its stated values and is then naatb by its policies and

management practices. Thtonsiders whether employees believe that their
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organisation projects a clear corporate image, ube of slogans and a clear
mission statement, and is reinforced with consisteranagement practice,

especially a management that is friendly, opentaglly visible.

2) Equity —Is abalance between expectations and rewards, inpatoatputs,
perception and reality. Equity is what we thinkfagr and considers whether
employees believe that they are treated fairly I torganisation and
management, that their pay and conditions compar®ufably with other
organisations, that they obtain satisfaction byciwgj criticisms and grievances

and that they get recognition for efforts made.

3) Equality - Is respect for the other person according to vahres behaviours

irrespective of status.

4) Consensus s thearrival at amutual understanding that is much deeper and
more inclusive than compromise. This considers aiutwst between managers
and employees, managers’ willingness to listen ahd questioned,
communications and freedom of information and fee#tbfrom requests and

suggestions.

5) Instrumentality —Is theagency or means to achieve an objectind considers
relationships of work to goals and objectives, @riahd satisfaction in work,
fulfilling personal expectations from work and encagement given to meet

customer requirements.

6) Rationality— Introduces the idea of a scientific approacimemagement and
problem solving which is highly motivatingrhis considers information regarding
future policies and plans, getting to the real eausf problems, managers’ attitude

to mistakes and a friendly open style of management

7) Development s the incorporation into the organisational cudtuwf the
essentialelements of growth, learning, adaptability, flekti and progressive
change This considers the attitude of the organisatioreteployees and their

development, the provision of education and trgjriacilities, whether employees
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are responsible for their own work quality and perfance and whether

encouragement is given to employees to work om tven initiative.

8) Group Dynamics- Positive group motivations are created throughvidual
loyalty to the group, consensus and mutual shasingnd commitment towards
achieving group goaldhis considers team spirit within the departmerdrking
relationships between departments, effectivenesk \alue of meetings and

whether a caring and motivating management styiktex

9) Internalization - This determines attitudes, convictions and behasiourhe
internalisation of cultural beliefs and valueshs tmost powerful and permanent
motivating dimension of the Nine Dimensiofi$his considers attitude and loyalty
towards the organisation, giving employees a sefbelonging and being part of
the organisation, whether employees consider thetgobe worthwhile and the

dedication of the organisation to high quality si@ms.

The questionnaire designed by Cartwright, Andremgé \&ebley (1999) to capture
these 9 dimensions somprised of four questions for each dimension toed

thirty six questions are also grouped into foutidet groups as follows:

1) Personal Dimensionsnclude, a sense of pride in the organisationegree of

confidence in organisation and management, workatgiosphere in the
department, pride and satisfaction in work, resjib@gor own work quality and
performance, team spirit within the departmentiuaté and loyalty towards the

organisation, and whether the employee consideisjtb to be worthwhile.

2) Organisational Dimensionsinclude, the comparison of reality with external
image, fair treatment by company and managemenfpadson of pay and
benefits, removal of “us and them” differentialgnumunication and freedom of
information, feedback from requests and suggestietetionship of work to goals
and objectives, information regarding future p@icand plans, getting to the real
cause of problems, provision of education and imginfacilities, working
relationship between departments, effectivenessvahgt of meetings, dedication

of company to high standards.
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3) Management Style Dimensions include consistency between decisions,
actions and promises, satisfaction by voicing agths and grievances,
recognition and rewards for efforts made, consiilamaand respect given to
employees, respect given by employees to manageusyal trust between

managers and employees, manager's willingnessstenliand be questioned,
encouragement given to meet customer requiremerasager’s attitude towards
employees and their development, encouragement giveork on own initiative,

caring and motivating management style, giving @ypes a sense of belonging.

4) Communication Dimensionsinclude consistency between decisions, actions
and promises, ability to voice criticisms and gatisfaction, listening to and
respect for managers, level of trust between masay®d employees, manager's
willingness to be questioned, communications areedom of information,
feedback from requests and suggestions, cleaiamtaips between work and
objectives, encouragement to meet customer’'s reauints, information
regarding future plans and policies, manner in tvim@nagers deal with mistakes,
friendly open two-way conversation, encouragemenivork on own initiative,
working relationships between departments, effeass and value of meetings,
caring and motivating management style, a sendeelohging and being part of

organisation, dedication of organisation to highlgy standards.

Cartwright's (1999) approach is to reflect the mea of culture indirectly by its
influence on motivation. Motivation has force anidedtion and both are measurable
properties. Whereas psychology is the study ofdrubehaviour generally, motivation
psychology is the study of those aspects of hurmpereence that cause us to think and
act in certain ways.

The Nine Dimensions cover all the issues affectirgivation relating to a given work
culture. An organisational culture is measuredeims of its motivational effect on the
organisation’s employees. A measure of motivatosubjective rather than objective.
But the goal of culture measurement is to measwestibjective response of individuals
towards those issues that affect their motivatidartwright (1999) uses a ten box scale
for each question and respondents are requiretiddes5 boxes. This bar scale is a
measure of motivational intensity and direction.

Cultural identification connects culture measud@gctly to business performance in

order to promote sustainable business improven@iture management is essential to
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the achievement of sustainable Business Excellandeghe Nine Factor Maturity Index
in Table 4.4 provides a benchmark standard agahgth the management of culture

change can be measured and monitored CartwrigB8}19

Table 4.4 Nine Factors Cultural Maturity Index (®@arght, 1999: 8%

Level | Factors
0.0 - | Indicates negative motivation, poor morale anducalt
20 | immaturity

25 Indicates some cultural strengths as a basis| for
improvement.

3 Reasonable level of commitment to improve by [the
majority of employees

35 Good general level of morale and motivation.

4 High level of trust and mutual cooperation enable
further improvements

45 Very high morale and motivation with commitment|to
excellence.

5 The perfect peoples’ organisation.

The Cartwright et al. (1999) Model measures culhyeeeking the views of individual
employees on 36 questions and then combining thgidual views into a composite
result, which becomes the measure of the totalnisgdon.

Another widely used approach to measuring orgdpisalt culture is called the
Organisational Culture Inventory (OCI) and is owtli by Cooke and Szumal
(2000).This is a quantitative instrument which nueas 12 sets of behavioural norms
associated with three general types of organisaltionltures; constructive, passive/

defensive and aggressive/defence.

The 12 behavioural norms relate to the types chmiggational cultures as follows:

Constructive cultures-achievement, self-actualizingumanistic-encouraging, and
affiliate behaviours.

Passive/Defensive cultures-approval, conventiondependant and avoidance
behaviours.

Aggressive/Defensive cultures-oppositional, powssmpetitive and perfectionist

behaviours.
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The OCI Circumplex is shown in figure 4.6

Figure 4.5 The OCI Circumplex (Cooke and Smuz@00: 147)
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Respondents’ OCI scores are plotted on the circexnphich is a circular diagram on
which the distances between the behavioural noeftect their degree of similarity and
correlation. Behavioural norms on the right-handesof the OCI circumplex reflect
expectations for behaviours that are people origrttese on the left-hand side reflect
expectations for behaviours that are relativelk @sented; behavioural norms toward
the top of the circumplex promote behaviours tmatdirected toward the fulfiiment of

higher-order satisfaction needs; those near théotnopromote behaviours directed
toward the fulfilment of lower-order security (Caoknd Szumal, 2000).

The 6 dimensions of organisational culture propdse@ameron and Quinn (1999) and

outlined earlier comprise the Organisational Celtéssessment Instrument (OCAI)
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whereby respondents to a questionnaire state tolwdegree each of four statements is
true regarding each of the six dimensions and #&y are required to assess the degree
to which each of the four statements would desdtiigeideal approach to each of the

six dimensions.

In another approach to a quantitative measure garosational culture, Ashkanasy,
Broadfoot and Falkus (2000) have identified 10 disiens of organisational culture

which they call the Organisational Culture ProffleCP). These dimensions are as
follows, 1) Leadership, 2) Structure, 3) Innovatidh Job Performance, 5) Planning, 6)
Communication, 7) Environment, 8) Humanistic Wodqd, 9) Development of the

Individual, and 10) Socialization on Entry.

A comparison of the Cartwright (1993) and Ashkanesgl. (2000) models shows the
following:

Table 4.5 Comparison of Cartwright (1993) and Astdsy et al. (2000) Models

Cartwright (1993) Ashkanasy et al (2000)

Identification >  Leadership

Equity Structure

Equality Innovation

Consensus Job Performance

Instrumentality » Planning

Rationality Communication

Development Environment

Group Dynamh Humanistic Workplace

Internalisation Development of the
Individual

Socialization on Bnt

There is a degree of commonality between the dimeasof Cartwright (1993) and
Ashkanasy et al. (2000) as shown above. The difte® are that Cartwright (1993)

includes dimensions such as Equity, Consensuspridity, Group Dynamics and
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Internalisation as against the dimensions of SQtrectinnovation, Job Performance,
Communication, Environment and Socialisation onr§nthich are included in the
Model of Ashkanasy et al. (2000). The dimensiorduded in the Cartwright (1993)
model and not in the Ashkanasy et al. (2000) madelprimarily of an intrinsic nature
and the dimensions which are included in the Ashkgnet al. (2000) model are

primarily of an extrinsic nature.

4.9.1 Comparison of the Measurement Methodologies

Each of the measurement approaches described dedywised and have a number of
advantages.

The Organisational Culture Inventory (OCI) measur2gsets of behavioural norms and
relates them to three general types of organisatiaiultures i.e. constructive,
passive/defensive or aggressive/defensive. ThishHeaadvantage of being able to put a
label on the type of culture which exists in theyamisation, compare it to other
organisations and taken actions to change it i€s®ary.

The Organisational Culture Profile (OCP) measurgsdimensions which relate to
organisational practice and behaviour. This hasth@ntage of having a score for each
of the 12 dimensions, compare them to other orgéiniss and take actions to change
them if necessary.

The Van den Berg el al Model (2004) measures 5 wfsmwes which also relate to
organisational practice and behaviour. This alsotha advantage of having a score for
each of the 5 dimensions, compare them to otheanisgtions and take actions to
change them if necessary.

The Organisational Culture Assessment Instrum@@Al) is useful in determining
how an organisation’s culture supports its missiod goals and is very useful when an
organisation is deliberately seeking to re-defieelf and its culture.

The Cartwright (1993) measures 9 dimensions whidverc the key intrinsic
motivational processes which underline TQM. Thsodhas the advantage of having a
score for each of the 9 dimensions, compare therothier organisations and take
actions to change them if necessary. In additiandividual dimension scores, it is also
possible to calculate an overall score which carcdmmpared to other organisations

using the Nine Factor Cultural Maturity Index.
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In comparing the above 5 options, any one coulcmeen considered in that they are
all quantitative measures which meant that the irement of comparing to other
organisations and of measuring both before and afténtervention would be met. In
comparing the Cartwright (1993) to the OCI modeal &me Van den Berg et al (2004)
there are a number of common areas and a numtsea$ which are specific to one
model as outlined above.

However, it was decided that the Cartwright (198®)del had the advantage over the
Organisational Culture Inventory (OCI), the Orgatisnal Culture Profile (OCP), the
Organisational Culture Assessment Instrument (O@AkKhe 5 dimensions outlined by
Van den Berg and Wilderom (2004) because it focosemtrinsic features and the key
psychological processes which underline TQM, amdaim of cultural management is
the harmonisation of systems and processes thrthggmotivation of its people. It is
possible to make comparisons with other organisatibased on the individual
dimensions and overall using the Nine Factor CaltiMaturity Index. In addition, and
importantly, the Cartwright (1993) Model is used gme UK organisations in the
achievement and retention of the UK Investors iogke standard which is the UK

equivalent of the Irish Excellence Through Peopn8ard.

4.9.2 National Standard Measurement

Another method of measuring the culture of an oggion is by assessing the

organisation against the criteria of a nationahd#d. As previously mentioned two

such national standards exist, the UK Standarcsdiors in People (liP) and the Irish

Standard, Excellence Through People (ETP) and \eketteeir titles are the National

Standard for Human Resource Development and thedris training and development,

their scope is such to include many people aspafcen organisation with a strong

linkage to the business planning aspect of an isgton.

The Irish Excellence Through People (ETP) Standaas set up in 1995, at the end of
2002 over 230 organisations employing in exce85¢000 people had been accredited
to the standard. (Source FAS 2003)

The standard is comprised of 47 questions diviagad $ix sections. The standard is

based on a points system with each question havsgj number of points.

The sections of the ETP Standard are as follows:

1) Organisation Plans & Objectives
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2) Organisational Training Plan

3) Review of training

4) Implementation of training

5) Training Records

6) Employee Communication and Involvement

The total standard is included in Appendix B.

The UK Investors in People (IliP) Standard was deped in 1989, at the end of 2002
there were in excess of 30,000 organisations erimgoyore than six million people
had been accreditedSource IiP UK 2008

The liP Standard is divided into four sectionsfai®ws:

Commitment

Planning

Action

Evaluation

The total standard is included in appendix C.

4.10 Managing Culture

A work culture is an environment in which to wodhnd an optimum culture by
definition provides optimum conditions for work agdowth, so that we arrive at a
description of culture management as the manageofeatculture medium to obtain
maximum yield (Cartwright, 19995iehl (1985) advises that we change the question
from, can culture be managed, to when and whatcésé culture can be managed?
Tichy (1983) states that there are two criticaliéssregarding culture, a) the content of
the culture and subcultures of an organisation lBhdhe means by which cultural
processes are managed, that is what vehicles adefasmoulding and shaping culture

and for incorporating sub cultures into the orgatiis.

Organisational culture is conceptualised as afeariables, which can be influenced
by management (Smircich, 1983). Whilst the (popgularanagement literature is
relatively optimistic about the possibility of omjsational culture change, the social-
anthropological literature sees culture as beirgjstant to conscious change (Bright,
1994). The proposition that organisational culture canninaged is associated with

definitions of culture as being something an orgation “has”. Those researchers who
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see organisational culture as being somethingahatrganisation “is” (i.e. a socially
constructed system of shared beliefs and values)sider it improbable that
organisational culture can be managed by any pédatiandividual or group (Matrtin,

1985; Siehl, 1985; Meek, 1988; Ackroyd and Crowil§91) They argue that leaders
do not create culture rather that it emerges from dollective social interaction of

groups and communities (Bright, 1994; Martin, 1985)

Cultural evolution is the successful adaptationtha organisation and its people to
continuous external and internal changa organisation is essentially self organising
and while the need for change is usually due teresi forces, the motivation to change
and the change process must come from within tigamsation. The aim of culture
management is the harmonisation of systems ancegses through the motivation of
its people (Cartwright] 999)

Change occurs in organisations by altering the soamd cognitive schemes of the
members of the organisation (Tichy, 1983) and His tas the cultural view. From this
perspective cultural change is essentially culteraineering, a rational, physical and
scientific activity directed towards the controldamanipulation of this “thing” we call
culture (Bate, 1994). A strong culture is a powerful lever guiding behaviour (Deal
and Kennedy, 1982)

Advocates of cultural change as a management gtéon, tend to focus on the surface
levels of culture. Those who argue that cultufzrge is extremely difficult if not
impossible, concentrate on the deeper levels dfibkuch as shared values and basic
assumptions (Huse and Cummings, 198%ichy (1983) advocates three major
components of a cultural change strategy withiroaganisation, 1) the content of the
culture, 2) methods for shaping the culture, andwglys of managing cultural
uncertainty. Despite the growing awareness of calltissues, comparatively little
attention has been paid to the practical day to plagesses involved in creating,

managing and changing organisational culture (@fil6, Dobson and Walters, 1993).
From their review of the culture management lilgratHassard and Sharifi (1989)

suggest a number general principles and guidefimesultural change (Brown, 1998).

These can be summarised as follows;
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Successful culture change may be difficult to aohid the prevailing values and
behaviour are incompatible with strategy. If anamigation is contemplating change
it first needs to check to see whether the stratdgyands a shift in values and
assumptions or whether change can be achieved ogirgmeans.

Culture is inevitable in principle, manageable iraqtice and crucial in its
importance to our future.

Senior management must understand the implicatériee new culture for their
own behaviour and be involved in all the main cleapbases. Change programmes
must also take an organisation’s culture transissinechanisms (such as
management style, work systems and employmentigsji;mto account.

The deeper the level of culture change requirefets being the most superficial
and assumptions being the deepest), then the nifticaltland time consuming the
culture change programme is likely to be.

If there are multiple cultures and subcultures thiis will make the change
programme still more difficult and time consuming.

Some of the easiest changes to effect are altesatin behavioural norms.
Managing the deepest layers of an organisationiireurequires a participative
approach. Participative approaches are most likelye successful and are the only
option if assumptions are to be altered. Howetray are difficult to implement
and extremely time consuming to enact.

A top-down approach may work when there is onlyirgle culture or when the
focus in on changing behavioural norms rather tl&sumptions. Top-down
approaches yield changes which may be difficuliustain in the long term, because

they produce overt compliance but not acceptance.

(Hassard and Sharifi, 1989, cited in Brown, 1998 )

In the process of changing culture, according toe#t(1999), three issues exist:

1) How to maintain the elements of culture, whicé beneficial, 2) how to integrate,

blend or at least align the various sub-cultures 2nhow to identify and change those

cultural elements that are not beneficial.

Organisations require insight and skills to produt&naged change of some cultural

elements while maintaining the core cultural eletserCultural change becomes

transformational because old cultural elements babe unlearned (Schein, 1999).
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People do not have ownership of the culture in &ureaorganisation as they do in a
young and growing one but the mature company iddrao change because the culture
has become more embedded in its structures andéhesutlt is more effective to
commence slowly and make sure that the new waythioking are accepted before
major new initiatives are launched. Since cultisevery difficult to change, most
energy should be focused in identifying the assionptthat can be helpful. Culture can
be seen as a positive force to be used ratheratltanstraint to be overcome. If specific
assumptions are seen as real constraints thennanmlst be made to change these
elements of the culture. These changes can bestade by taking advantage of the

positive supportive elements of the culture.

Schein (1999) suggests that before culture canhbeged in organisational mid-life
there must first be an understanding about tramsftional change in general. He

proposes a Three Stage Model of Transformatioreahgh as follows:

Stage 1 Unfreezing: Creating the motivation tongjea
Stage 2 Learning: New concepts and new meaningddaoncepts.
Stage 3 Internalizing: New concepts and meanings.

If the new way of working necessitates teamwor&ntformal training on team building
and maintenance must be provided.

Schein (1999) outlines eight conditions for tramsfational change at mid life of
organisations as follows:

1) A compelling positive vision.

2) Formal training.

3) Involvement of the learner.

4) Informal training of relevant family groups andnea

5) Practice fields, coaches and feedback.

6) Practice role models.

7) Support groups

8) Consistent systems and structures.

This views a change programme as commencing witfisian which is the overall
objective and this is achieved through trainingiolmement, practice, support groups

and consistent systems and structures.
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In order to be successful, change programmes naugtidnned to ensure that all the
elements are included. Successful leaders need thiraracteristics: 1) credibility, 2)

clarity of vision, and 3) ability to articulate thésion.

The ability to manage culture implies not just pawEty to change and maintain it but to
create, abandon and destroy it as well. Cultureshaghly dynamic entities, which are
prone to change as a result of a variety of infemmal external prompts. Culture
specialists range along a continuum, at one enslhidh are those who emphasise the
ease of culture management and at the other ase tlvbo stress the difficulties. The
management of culture is constrained by diverstoifaganging from the multiplicity
and complexity of embedded sub-cultures to comiflicpolitical interests, bad timing
and communication failures (Ogbonna, 1993; Brow®98 Nord, 1985; Trice and
Beyer, 1990). Brigh{1994)found little evidence to indicate that organisasiboulture
had been changed by quality management activities a fifteen-month period other
than at a surface levelhat we notice and experience as cultural changeewids

directly on how we conceptualise culti{ideyerson and Martir,987: 623).

4.11 Resistance to Culture Change

In order to implement successful programmes ofucaltchange it is important that
potential areas of resistance are identified atearly stage so that the appropriate
preventative or corrective action is taken. Brovi®98) outlines the most common
sources of individual resistance to culture chaamyéollows:-

e Selective Perception — Every individual has a ueigiew of how their organisation
works and their role within it. Plans for changéieh seem to threaten some
cherished element of this world - view or which @ap misguided or unfair are
likely to be met with resistance.

e Habit - Everyone has habits which allow them toldgackly and easily with
routine situations which therefore provide a degofecomfort and security.
Proposed changes to employees habits, especiaklyewhese are ingrained and
appear reasonable and rational to people themsehagswell be resisted.

e Security — Current working practices are often mdaeniliar and thus less
threatening to the psychological security of indiuals than new methods and
procedures. In extreme cases some individualsewey forgo promotions because

their need for security is so great and fear ofuthknown so intense.
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« Economic — Any change which might threaten an iiddial’'s basic pay, bonuses,
pension, company car or other element in an empleyeward package may be
resisted by that person.

e Status and Esteem — Changes which an employagrigte as likely to lead to a
reduction in his or her esteem and status may diféetihe cause of that individuals

resistance to the proposed alterations.

Harris and Ogbanna (1992) classified employee resgoto cultural change as follows,
active acceptance, selective reinvention, reineantgeneral acceptance, dissonance,
general rejection, reinterpretation, selective tegjretation and active rejection. It is
important to understand the midpoint and range mpleyee views as this will
determine the success or failure of a change pnagea Cinite, Duxbury and Higgins
(2008) identified that perceived that readinesscftange could be conceptualised with
three sub- constructs: commitment of senior mamsatethe change, competence of
change agents, and support of the immediate manddmy also identified that
unreadiness for change had two sub-constructs: pommunication of change and

adverse impact of change on work.

Oakland and Tanner (2007) highlight practices whiihder change as lack of
communication, silo thinking, delays and too liftiwolvement from top management.
Garside (1998) researching the health sectoratedtehat most people do not want to
change and not only will they not engage in thenpléor change, they will actively
resist the change. The degree of flexibility whiotists in an organisation is a key area
with regard to resistance to change and Hatum attthFew (2006) have identified five
determinants of organisational flexibility as a ®ftorganisational and managerial
capabilities that enabled companies to adapt quigkl a highly competitive
environment which are as follows, heterogeneitythef dominant coalition ie which
individuals determine the overall direction of tleeganisation, centralisation and
formalisation of the decision making, low macrouatdt embeddedness, environmental
scanning and a strong organisational identity. With exception of environmental

scanning organisational culture is strongly linke@ach of the determinants

In order to overcome resistance to change it iomapt to analyze how the change will
affect employees in a positive or negative manmbe potentially hostile or negative

reactions of people should be identified and thersfeand feelings of those affected

151



should be addressed as much as possible. Involtem&nership and communication

are three components of successful change progrargAneastrong 2006).

Perhaps the most pervasive force for resistancerganisations is their culture,
prevailing dominant patterns of beliefs and valoasnot generally be altered swiftly,
while some have questioned whether basis assursptian be changed at all. An
established organisation culture can then be a golaock on the initiation of new
cultural patterns. An approach to identifying tbedl of resistance to cultural change is
as follows; Resistance to Culture Change = Mageitof the Change in Culture x
Strength of the Prevailing Culture (Sath®85). A culture has the power and authority
not only to determine lifestyle but to form indivial personality traits, behaviours and
attitudes (Atkinson, 1997).

Research carried out by Welikala and Sohal (2008)nd that whereas employee
involvement was a major focus of the company wh€MTwas first implemented,
however the lack of ongoing employee involvemenhatlower levels was identified as
a major reason for the non sustainability of TQMaim organisation. Holistic concepts
rather than single aspects, such as process desigmeeded to realise a sustainable
success with regard to organisational excellenceTd@M, among others demands for

the development of organisational culture are elu@ink, 2008).

4.12 Leadership as a Shaper of Organisational Culte

Organisational leaders play an important role enrthirturing disseminating and shaping
of organisational culture. Indeed the manipulatainculture has been described by
some authors as being the unique and essentialidnnaf leadership (Smircich and
Morgan, 1982.). Schein (1985) outlines the prodéssugh which leaders influence
culture in growing organisations. He states that leadership externalises its own
assumptions and embeds them gradually and corysten the mission, goals,

structure, and working procedures of the group. ceDthe organisation develops a
substantial shared history amongst its memberdureuhow defines what is to be
thought of as ‘leadership. Schein (1985:322) ardhatthe leader must therefore be a
skilled change manager who first learns what thespnt state of the culture is,

unfreezes it, refines and changes it, and thereegfs the new assumptions.
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According to Bat€1994:245) there are five dimensions of culturatership:

1) The Aesthetic Leaders who focus on ideas

2) The Political Leaders who focus on meanings

3) The Ethical Leaders who focus on standards

4) The Action Leaders who focus on practices

5) The Formative Leaders who focus on structures
The benefit of such an approach is that an orghoisaan measure the extent of each
of the five dimensions which operate within theiganisation, decide on the extent the
different dimensions it requires and take appraeriaction required to achieve the
objective. Where there is conflict between theettght types of leaders it is important

that theses issues are resolved if the changegoge is to be successful.
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Martin (2002) outlines the contribution of top mgement in the emergence of

corporate cultures as follows.

Figure 4.6 The emergence of corporate culturest{ivj&2002: 8)

Top Management
A top manager or managers in a new or young comganglops
and attempts to implement a vision/philosophy and/fusiness

strategy.

Organisational Behaviour
Implementation works. People behave in ways tregaided by
the philosophy and strategy.

Results
The firm succeeds by most measures and that sucoessues
over a period of years.

Culture
A culture emerges that reflects the vision andetiaand the
experiences people had in implementing them.

However it is important to realize that culture ragement is an ongoing process and
that organizations measure the culture which ensegoutlined above, and they need
to take action to maintain and develop the aspafctailture which are beneficial and

address those aspects which are not beneficial.

4.13 Role of Managers in Culture Change

Managers have a key role to play in the changingrganisational culture either in a

positive or negative sense. Allen and Krélf§87) stated that the very definition of
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successful leadership is the ability to bring absustained culture change. Peters
(1978) has argued that the manager can manipliedagh symbols while Beyer and
Trice (1988) have outlined the potential power @naging through rites. According to
Peters (1978), symbols are the means by which neasaarhieve their goals. He
identifies a number of different means by which@xres may impose on the culture
of their organisation. Among the most interestifighese are how top executives spend
their time, their use of language, their use of tings agendas and minutes. The key to
effective management is for managers to internalisg practice a system of cultural

values that carry authority and have the powenfloénce others (Cartwright, 1999).

According to Tichy (1983) one of the most importarid difficult tasks of top
management is to decide the content of the orgiémisa culture, that is to determine
what values should be shared, what objectives arthvstriving for, what beliefs the
employees should be committed to, and what inteapoa of past events and current

pronouncements would be most beneficial for theuwoigation.

Bate (1994) has identified four basic strategies dhanging organisational culture.

These are as follows:

1) Conforming strategies — designed to adapt, impene perpetuate existing social
constructions.

2) Deforming strategies — designed to pervert or sulessting social constructions.

3) Reforming strategies — designed to abandon or reragisting social constructions.

4) Transforming strategies — which imply a “frame liag” transition from one set of

constructs to another.

Silverweig and Allen (1976) suggest the followingrihative Systems Model for
Organisational Culture Change:

Step 1: Analysing the Existing Culture — establigha norm gap. During this phase the
existing culture must be analysed and the desu#dre agreed on and expressed in the
form of a set of specific objectives that can bexsueed on a regular basis.

Step 2: Experiencing the desired culture — systémr@duction and involvement. The
second phase of the model suggests that all mendfess organisation should be
provided with opportunities to participate in dissions that determine the preferred

organisational culture.
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Step 3: Modifying the existing culture — systemstafiation.
Step 4: Sustaining the desired culture — ongoiraduation and renewal.

However whereas the Silverweig and Allen (1976) kloand indeed other change
models outline what needs to be done, many orgémisafail because they do not
sufficiently analyze how the change programme ghdel implemented or they select
the incorrect strategy for their organisation.His tregard the approach of Bate (1994) is
of benefit and could be used to implement, onehef ¢thange models. Bate (1994)
outlines four generic strategies for implementingfural change which are as follows:
1) an aggressive strategy which is a deliberatelatbn the culture of an organisation
and is extremely forceful and overtly insensiti2¢,a consultative strategy where the
emphasis is on reason rather than emotion and acobwre is grafted onto the other
without confrontation, 3) a corrosive strategy whits essentially a political strategy in
which individuals attempt to shape change by ez#giinfluence through networks
and 4) an indoctrinate strategy which emphasisespossibility of inducing culture
change through various learning or training progrea®. Mostly accomplished through
a professionally planned and managed processstthiegy assumes a quite high degree
of involvement and willing participation on the paf those whose cultures is to be
altered.

In planning cultural change, organisations needotasider not only how to change the
culture of the organisation but also how to linke tiproposed changes with
organisational goals and effectiveness. Reseancted¢aout by Williams, Dobson and
Walters (1993) showed that the change which ocdumehe organisations surveyed
were ultimately driven by business demands not iy meed to change culture.
Williams et al (1993) proposed that in order torde the culture of an organisation
there is a need to change the common beliefsyddstand values that exist within the
organisation and the organisations surveyed attanot do this in six main ways; by
changing the people in the organisation, by changire peoples’ positions in the
organisation, by changing beliefs, attitudes arldesadirectly, by changing behaviour,
by changing the systems and structures, and bygatthe corporate image.

Culture change is difficult to realise because nemsployees in an organisation have a
high emotional stake in the current culture. Itlsar that organisational cultures are
neither static nor permanent. Subtle attempts tdifw@ culture rather than direct and
overt attacks on it may have more chance of sucttdssapparent that if culture change

has to be introduced then it can be most effegtimetomplished by means which rely
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on intrinsic motivation (i.e. the internalised coitment of employees) rather than by
means which involve extrinsic motivation (i.e. myleregulations and the treat of
sanctions). According to Williams, Dobson aki¢alters (1993) most commentators
suggest that it takes years rather than monthisaonge a culture.

An analysis carried out by Brown (1998) on the unat change models of Lundberg
(1985), Dyer (1985), Schein (1985), Gagliardi (1986win (1952), Schein (1964),
Beyer and Trice (1988) and Isabella (1990) conduthat they all either explicitly or
implicitly, make reference to the notion of a ajsiemphasis the importance of
leadership, comment on the role of perceived sscaged present change as a form of

organisational learning.

Bate (1994) divides cultural change strategies into developmstategies and
transformational strategies as follows:
Table 4.6 Characteristics of the requisite strai@ate, 1994:156)

Development Strategies

Transformational Strategies

Frame-making

Frame Breaking

Change ‘in’ (form is fixed)

Change ‘of’ (form chaesg)

First order, stability-orientated

Second order, change orientated

Continuous, incremental

Discontinuous, step change

Quantitative change/more of tk
same

n&ualitative change/somethin
different

Intracultural variation

Intercultural variation

Opportunity- centred

Problem- centred

Intention to take the organisatig

biintention to take the organisation ¢

=

nff

further along the same track

on a new track

The development strategies focus on building on strengths of the currents
organisation with a minimal amount of change andtres above table states the
intention is to move further along the same tradkhereas the Transformational
Strategies focus on major changes to the orgaoisag. transforming it into a very
different organisation and as the above table st#ite intention is to take the

organisation off on a new track.

A successful TQM organisation is one where innavais highly valued and status is

secondary to performance and contribution (MorgahMurgatroyd,1994).
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Adebanjo (1997) identified factors, which may influence culture nga from
behavioural sciences, organisational theory anal tmality literature. These factors
were classified into five groups of “change agerntshotivation, reward organisational

policy and values, environment and organisatiotratture.

Culture change is very difficult, takes several rgedo complete, often fails and
resistance and reward systems are major impedinmtenthange (Dean and Evans,
1994 Crosby, 1984)Muthler and Lytle(1992) stated that individuals and organisations
alike are resistant to change while Lascelles aalg Q1992) attributed the difficulty to
the fact that organisations, by their nature are meant to change. Crosk{§984)
further stated that changing a culture is not alteathing people new techniques or
replacing their behaviour patterns. It is abouénding values and providing role
models and this is done by changing attitudes. Bdwethere is a view in the literature
that prior change increases the probability of Hert change in that repetitive
momentum governs change processes, however ressargdd out by Beck, Bruderl
and Woywode ( 2008) concludes the opposite i.et tieeleration, not repetitive

momentum, governs change processes.

A substantial number of change agents are not lysasdociated with quality but more
with organisational theory and work psychology. Ttentification and use of change
agents is the vital missing link that has stoppeshyntotal quality implementing

organisations from developing the kind of qualitpltare they truly desire

(Adabanjo,1997).

For culture change programmes to be successfig thexds to be the acceptance from
managers that they are change agents i.e. makenghthnge happen rather than just
being affected by the change, and managers neleel itovolved in the development of
the change strategy and also being a key part efcdmmunication process both
downward, upward and horizontally so as to remales svhich are detrimental to any
change process.

In reviewing a number of recent papers in the afearganisational change, Schwartz
and Huber (2008) state that Marshak and GrantgR0Bagree with the view that OD
work has not paid enough attention to newer appemand emerging approaches and
they argue that a new OD has arisen, one that dnaasily from postmodern thought

and is based on epistemological and ontologicaliraptions that are different from
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those presumably underlying the OD envisaged byfdbeders of the field. Schwartz
and Huber (2008) also state that Palmer and Dunf0a8) intentionally violates the
widely accepted boundaries of change research enigsithe attractiveness of change
theories that rely on these boundaries. They dolifiarticulating different images of
managing change and illustrating how these intésiioss can reshape theory building
about organisational change. In reviewing the sawm articles Woodman (2008)
concludes that the field of organisational changeld benefit from recognising the

value of the old and the new approaches and réagrhow to leverage both.

4.14 Relationship between Organisational Culture _ah Organisational
Performance

There is abundant evidence that corporate cultuakem a difference to corporate
performance. According to Hansen and Wernerfél89) cited in Van den Berg and
Wilderom (2004), organisational factors explaimathtwice as much variance in profit
rates as economic factors. Schein (1999) sugdests tulture is the intangible asset of
an organisation which could be used to predict whlithappen to its tangible assets in
the future. The hypothesis that the contributiorufure to superior performance in an
organisation is more a consequence of what malkestitrally rare or deviant should be
taken more seriously by researchers (Barti686).

Organisational performance is more likely relaedultural phenomena, organisational

processes and human personality unique to eachisagi@n rather than to common

cultural traits across many organisations. A weakr& many trait-strength studies is
that they are based on overly simplistic concepth@relationship between culture and
performance. The following two important issues aften over looked:

1) The relationship between culture and performancmisiecessarily monotonic. As
cultural values are more fully elaborated, a gmeatnge of organisational
behaviours are brought under cultural control. Eeer, if cultural controls
multiply too greatly, resistance is likely to demelcausing performance to decrease.

2) It is also possible that a particular cultural ttrai feature may not affect all
performance-related organisational processes irsdinee direction. For example,
development of shared meanings may have a positipact on organisational
control processes by fundamentally shaping memipengleptions of the work and
its value. The same shared meanings may simuliaheceduce the organisation’s
capacity to learn and adapt
(Saffold,1988;Barney, 1986).
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It is cultural values as well as their opposingvdiges, that are the determinants of
behaviour and business performance in the orgamisafAn organisation delivers
business results through the internalisation ofvatues by employees (Cartwright,
1999). Shrivastava(1985) pointed out that culture shapes organisatistrategy but
also it may prematurely restrict decision altewegi producing severe negative effects

on performance.

Cartwright (1999) suggests that a culture addsevidlan organisation by adding value
to its people, products and processes in three:vidyscreasing intrinsic worth through

extrinsic values, 2) increasing the morale and vatitn of employees, and 3) creating
a synergy of organisational value and workforceivatibn to increase the value of the

organisation to customers and suppliers

Bright (1994) linked the values and behaviouralnm®rassociated with the espoused
philosophy of Total Quality with higher levels aistomer satisfaction and a perception
of higher quality. Some researchers are beginnmgldvelop more sophisticated
frameworks. Weick (1985) speculated that the doutiion of culture to performance
is conditioned by the nature of the industry, oigation size and the effect of the
environment. KilmanSaxton and Serpa (1986) pointed out the need fmarehers to
take into account the direction, pervasivenesssamethgth of culture when predicting its
impact on outcomes.

Schneider and Bower{1993) found that positive experiences of customars
associated with quality work environments for emgples and employee’s well-being.
They stated that sound human resource practicesganisations for example, goal-
setting, good communications are crucial to théver} of superior customer service.
The quality culture part of annual employee surveysasures the extent to which
employees perceive that quality improvement prilesimnd practices are implemented
in the organisation for which they work (Johnsod 8ctintyre 1998).

Research carried out by Wang et al (2008) fountdhbenan capital was the most basic
and important factor in organisational performameel proposed that organisations

should cultivate high quality human capital ratthem treating employees as costs
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4.15 Organisational Culture, Strategy and Performace

In recent decades the concepts of strategy antkgizamanagement have received
increasing attention from scholars and practitisnéfhe supposed importance of
strategy has been increased because of the suggtit it is related to both the culture
and success of organisations (Kotter and Hesk@82)1 According to Brown (1998)
there are difference views on what strategy ischviaire as follows:

e Strategy is a plan.

« Strategy is a system of management.

e Strategy is a craft process.

An organisation’s culture may well exert an infige over the strategies it pursues. If
the culture is not fully synchronized and consisteith the favoured strategy, then
cultural resistance to change has to be elimin@eeen, 1988; Beach, 1993).

If we could only understand how to evaluate cultweewould then be in a position to
manage organisations through periods of stratelggmge. Culture then is both the
means to effective organisation performance throtiigh medium of strategy and a
potential barrier inhibiting required strategic lrgament which can adversely affect
strategic implementation (Larsct986).

Some options available to the strategist are devisl

< Ignoring the culture

e Managing around the culture by changing the impleatéon plans.

« Modifying the culture to fit the strategy

< Adapting the strategy to fit the culture.

Miles and Snow (1978) suggested that the stratégy wrganisation tended to reflect
the dominant managerial ideology or strategy. Thigntified three basic types of
organisations distinguished according to prevailoujture and strategic patterns, 1)
defenders, 2) prospectors, and 3) analysers. Nihes and Snow typology is

summarised as follows:
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Table 4.7 Organisational Culture and Strategy: Miles and Snow Typology Culture
/Strategic TypéMiles and Snow, 1978)

Defender Prospector Analyser
Environment| Stable Dynamic Moderately
Changing growing
Strategy Specialisation Growth Steady
growth  cost
efficiency
Obijectives Secure theSeek new | Expand and
market opportunities Protect
Systems Centralised, | Decentralised | Mixed,
emphasises flexible, ad | co-ordinates
efficiency hoc loose-tight

The manageridture of an organisation is liketp be the product of past strategy,
a moderator of current strategy and a determinahtfudure strategy Williams,
Dobson and Walters (1993:34-5). Organisationalucaltmatters because cultural

elements determine strategy, goals and modes oétipg

A well known model of organisational performancel ashange is the Burke-Litwin

Model (Burke and Litwin, 1992) which is comprisefl 12 dimensions. Each of the
dimensions interact and a change in one can evgniogact on the others. Therefore
not only is the model useful in outlining how orgaations perform, but also how they
can be changed. Both Organisational Culture and@isgtional Climate are included
in the 12 dimensions, Organisational Culture addngswhat are the overt and covert
rules, values, customs and principles that guidgamsational behaviour and
Organisational Climate (titted Work Unit Climatedidtessing what are the collective
impressions, expectations and feelings of staff whdt is the nature of relationships
with work unit colleagues and those in other wonksu

The Burke-Litwin Model is outlined in Figure 4.7 gh also shows the interactions

between the various dimensions.
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Figure 4.7 A Model of Organisational Performance &hange (Burke-Litwin, 1992:
528)
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4.16 Conclusions

This chapter considers developments inatlea of organisational culture both in
an overall sense and specifically as it relatastid quality management.

The literature in this area has developegdhly since the early 1980’s and is quite
substantial and very diverse. In the literaturedlere very different views as to
what organisational culture is, and what are thapgmnents of organisational. It is
concluded that there is no accepted single dedimitif organisational culture.

In the literature, organisational culture is diddeto a number of different
classifications as described by different auththereas there is a degree of
consensus regarding the different classificatidnese are other views including
that of Pacanowsky and O’Donnell-Trujillo (1982) avhsuggests that an
organisation does not have a culture but that ganisation is fact a culture. A
number of authors outline the fact that differentitures exist in different
industrial sectors. The concept of organisationdtlice has become more relevant
and important in recent years and is now regardedaaframework for
organisational change.The literature also descrittes different levels of
organisational culture as outlined by Schein (1982) the manifestations of
organisational culture as outlined by Hofstede @9&nd it is concluded that
organisational culture is easier to observe atlaéliel of behaviour and artefacts
and more difficult to observe at the level of valuand basic underlying
assumptions. The literature compares the concdptsganisational culture and
organisational climate and it is concluded thaythee very different concepts in
their content, in their formation and in the resbagserspectives for each concept.
In conclusion, this review of the literature rewetiat culture can be measured but
there is not an universally accepted method forsameag it.

Most early studies of organisational culture haweubed exclusively on
qualitative methods but these do not lend themselvesystematic comparisons,
either to other organisations or to comparing tames organisation before and
after a planned intervention. The lack of comparigooups is a serious flaw in
many studies and it is necessary that comparisonpgr are representative of
highly effective organisations rather than lesse@ffe organisations. This
chapter reviews a number of widely used quantgatimethods of measuring
organisational culture. These included the Orgdimsal Culture Inventory (OCI)

(Cooke and Szumal, 2000) which measures twelve a&fetsehavioural norms
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associated with three general types of organisalticuiture; constructive, passive/
defensive and aggressive/ defence, the OrganishtiOnlture Profile (OCP) (
Ashkanasy et al.,, 2000) which measures ten dimessiahich relate to
organisational practice and behaviour, the Van Beng et al.( 2004) Model
which measures 5 dimensions which also relate ¢@mrosational practice and
behaviour and the Cartwright (1993) Model which mwgas 9 dimensions which
cover the key intrinsic motivational processes Wwhimderline TQM. Whereas
each of the methods reviewed were widely used el ddvantages it was
decided to adopt the Cartwright (1993) Model whiftdicused on intrinsic
motivation and comprises 9 dimensions whereby weilaan be measured based
on the views of employees. As the literature atates that it is beneficial to use
multiple methods to measure organizational cultuveas decided to use a second
approach, i.e. the FAS Excellence Through Peoplelé¥jato complement the
Cartwright (1993) 9 dimension approach.

There are different views as to whether organisatian be managed. Those who
advocate cultural change tend to focus on the cairfavels of organisational
culture and those who say that it is extremelyidiff to change tend to focus on
the deep levels of organisational culture i.e. athavalues and underlying
assumptions.

The involvement of employees is needed for any essgfal change in
organisational culture and is essential for anyngeaat the deepest levels of
culture. It is also concluded that organisationalture change can be most
effectively accomplished by means which focus dririsic motivation.

Leaders and managers play a very important roknénmanagement of culture
and it is concluded that a participative managenstyle is more likely to be
successful in the management of culture. Orgapisali culture makes a
difference to organisational performance and omgitins should consider the
impact of organisational culture when predictingamisational performance. It is
also concluded that organisational culture doesaxidt in isolation and that
changes in organisational culture can affect otrganisational dimensions and
similarly changes in other organisational dimensiaan affect organisational
culture. Most of the literature focuses on orgatiosal culture in the private
sector and the amount of literature on the pubkcte is a more recent
phenomenon and is relatively small. Even smallethis amount of literature

comparing organisational culture in the public pngate sectors.

165



166



5.1 I ntroduction

The normal process under a positivist paradigm is to study the literature to
establish an appropriate theory and construct a hypothesis (Hussey and
Hussey, 1997). In constructing the hypotheses the following aspects from the
literature reviewed were considered. Different cultures exist in different
industrial sectors. It was decided to compare the culture in the public sector
with a number of effective private sector organisations to determine if they
were different and if so in what particular aspects.

As organisational culture is now regarded as a framework for organisational
change it was decided to investigate how this operates in practice. There are
conflicting views as to whether organisational culture can be measured, it was
therefore decided to construct hypotheses which focus on the measurement of
organisational culture. There are aso conflicting views as to whether
organisational culture can be changed or managed and it was decided to study
whether organisational culture can be changed or managed.

Research indicates that most of the areas of resistance to the implementation of
TQM relate to human resource issues and that TQM cannot be successfully
implemented until these issues are addressed. It was decided to study these
issues and see how they can be addressed.

In the literature, the human factor is a key area in public sector reform which
requires a culture change and time to implement. It was therefore decided to
study culture in the public sector and how it can be changed.

There are dangers in adopting models from the private sector and
implementing them in the public sector and it was decided to pilot an approach
and to measure organisational culture both before and after its implementation
to determine its impact.

As organisational culture can be divided into a number of component
dimensions it was decided to measure each of the individual dimensions both
before and after the intervention which would provide a more focussed

approach to measuring and managing organisational culture.
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As organisationa culture change can be most effectively accomplished by
means which focus on intrinsic motivation it was decided it was decided to
develop hypotheses to address this area.

The research question is concerned with whether the organisational culture in
the public sector is a barrier to the implementation of Total Quality
Management. This involves the measurement of organisational culture in a
number of public sector organisations and comparing this to the organisational

culture in anumber of private sector organisations.

5.2 Description of selected hypotheses

A total of six hypotheses were considered as part of this process that were as
follows,

Hypothesis 1.

The implementation of the Excellence Through People Framework, which is
comprised of the human aspects of Total Quality Management, has a
significantly positive effect on the culture of organisations in the public and
private sectors.

Hypothesis 2.

Implementation of Total Quality Management is easier in the private sector
than the public sector because the culture is more positive..

Hypothesis 3.

Sector isthe key driver in Fairness Culture at time 1 and time 2.
Thisis asub hypothesis of hypothesis 2.

Hypothesis 4.

Sector isthe key driver in Commitment Culture at time 1 and time 2.
Thisis asub hypothesis of hypothesis 2.

Hypothesis 5.

Sector isthe key driver in Development Culture at time 1 and time 2.

Thisisasub hypothesis of hypothesis 2.

167



Hypothesis 6.
Sector isthe key driver in Empowerment Culture at time 1 and time 2.

Thisisasub hypothesis of hypothesis 2.
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6.1 Introduction

This chapter describes the area of research mdtgdand the methodology that was
chosen to investigate the selected hypothesesfirBhaection describes the principles
of research and identifies the dimensions thatu@rfted the choice of research design.
The second section outlines how the research melihgyl was selected. The third

section describes the design of the research. iflsisdes the sample chosen, the
guestionnaire employed, the reliability and validif the research and the process for
the organisational assessments. The statisticdysamaemployed to test the research

hypotheses is also described.

6.2 Principles of research

The purpose of science concerns the expansionaflkedge and the discovery of truth
and theory building is the means by which basieasshers hope to achieve this
purpose (Zikmund, 2003). In considering what theisryit is useful to describe what
theory is not. According to Sutton and Staw (19@5&rences are not theory, data are
not theory, lists of variables or constructs are theory, diagrams are not theory,
hypotheses (or predictions) are not theory. A thesra set of interrelated constructs
(variables), definitions and propositions that prés a systematic view of phenomena
by specifying relationships among variables witle tburpose of explaining natural
phenomena (Kerringer, 1973). Theoryaisoherent set of general propositions used as
principles of explanation of the observed phenomena (Zikmund, 2003:41).

To be a theory a statement needs to take the féranuniversal statement, provide an
explanation and be testable (Denscombe, 2002).eThex two purposes of theory,
prediction and understanding. The former allow augredict behaviours or outcomes,
the latter enables us to explain why behavioursutcomes occur. In most situations,
predictions and outcomes go hand in hand. Zikm@@®3F) compares theories to nets
which are used to catch what we call the “world’ rationalize it, to explain it and to
master it.

A theory is a network of hypotheses advanced asomceptualise and explain a
particular social or natural phenomenon. A hypatheés a tentative proposal that
explains and predicts the variation in a particplaenomenon (Gill and Johnson, 1991).
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Sutton and Staw (1995) go further and suggest ttiedry is about the connections
among phenomena, a story about why acts, evenistigte and thoughts occur. Theory
emphasizes the nature of causal relationshipstifdielg what comes first as well as the
timing of such events. Strong theory delves intadastying processes so as to
understand the systematic reasons for a particgi@urrence or non-occurrence and is
usually laced with a set of convincing and logigatiterconnected arguments. In good
theory, concepts are clear and well defined, thatiomships between concepts are
specified and explained, the theory is capableenfidptested and the theory is a good
representation of the world we observe. Good tlkesdacilitate an understanding of the

conditions under which the major proposition is trardeast likely to hold true.

Research is typically engaged in order to find gbimut in a systematic way thereby
increasing knowledge. Research operates at tvaislethe abstract level of concepts
and propositions and the empirical level of vaesabland hypotheses (Zikmund,
2003).0Over the past one hundred years, knowledgedrae to be defined largely as the
product of organized and often large-scale reseaftem disseminated to schools and
universities through textbooks and stored in liesrBarrett, 1997; Janowinz, 1995).
According to Hurst (1974) cited in Barrett (1997:.1kKnowledge only becomes
“knowledge” when it is public, captured in the fowh propositions or theories which
depending on the knowledge field have their owtstestruth and which in turn can be

publicly examined and evaluated, preferably in ivwgit

The elements of a research process can be desesldetlows:

Table 6.1 The Elements of a Research Process (Bkari®97:3)

Theoretical Perspective
Research Question
Research Category
Methodological Strategy
Data Collection Approach

Data Analysis
Writing a Research Report/Thesis

The benefit of such an approach is that the rekBearollows a logical step by step
process which is widely accepted. Failure to folleweh a process made cast doubts on

the research findings and conclusions.

170



Epistemology, the grounds for knowledge, and omjglthe nature of the world, can be
assessed along a fairly arbitrary continuum mowvnogn an objectivist, realist, to a
subjectivist, relativist perspective (Coghlan andariBick, 2005). Business and
management research needs to engage with bothate of theory and the world of
practice. Consequently the problems addressed élgool out of interaction between

these two worlds rather than either on their onau®lers, Lewis and Thornhill, 2000).

6.2.1 Types of Research

There are many different types of research whiah lsa classified according to the
purpose of the research, the process of the rdgeidue logic of the research and the
outcome of the research. Table 6.2 outlines thenmgies of research related to the

above classifications.

Table 6.2 Types of research by classification (ldyssd Hussey, 1997: 2)

Types of Research Basis of Classification

Exploratory, descriptive, analytical orPurpose of the research
predictive research

Quantitative or qualitative research Process ofdisearch
Deductive or inductive research Logic of the resear
Applied or basic research Outcome of the research

A description of each of the types of researcledistbove is as follows:
Exploratory, descriptive, analytical or predictnasearch:

Exploratory research: This is carried out whendhsrvery little information available
about an issue or problem. Its purpose is to laokdeas, patterns or hypotheses rather
than testing or confirming a hypothesis. Descriptivesearch: This describes
phenomena as they exist and is used to identifycdnt@in information on a particular
issue or problem. Analytical or explanatory reskaifidis is an extension of descriptive
research and goes on to analyze and explain whyhamndsomething is happening.
Predictive research: This is a further extensiordedcriptive research which aims to
predict certain phenomena on the basis of hypatedgieneral relationships.
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Quantitative and Qualitative Research

The approach to the research will be influencedthi®y paradigm within which the
research question is being addressed (McGucki®@®0)2lhe term paradigm refers to
the process of scientific practice based on pesgihilosophies and assumptions about
the world and the nature of knowledge , in thisecabout how research should be
conducted ( Hussey and Hussey, 1997). Sarantak@8) tlescribes a paradigm as a set
of propositions which explain how the world is pEvwed. Kuhn (1970) describes a
paradigm as a set of interrelated assumptions abeusocial world that provides a
philosophical and conceptual framework for the amed study of the world.
According to Creswell (1994) a paradigm influentles assumptions about any given
subject and consequently the type of questionsiwimii be asked about that subject,
the preferred method of collecting data and the waywhich that data will be

interpreted.

A paradigm is the world view of a researcher argl literature contains a number of
world views (Creswell, 1994). There are two primtiperspectives underlying the
difference between the paradigms- objectivity anbjectivity (Andersen 1995). The
concept of objectivity is supported by the schoblal subscribes to positivism, which
argues that empirically measurable and verifiatdta dwhich tends to be quantifiable
data, is necessary to understand events. The dootepbjectivity is supported by the
school which subscribes to the interpretive paradigho argue that qualitative data is
more valuable to the researcher (Guba and Lind&184).

A paradigm encompasses three elements: epistemotogglogy and methodology.
Epistemology asks how do we find the world? Whathis relationship between the
inquirer and the known? Ontology raises basic gouestabout the nature of reality.
Methodology focuses on how we gain knowledge abwitvorld (Denzin and Lincoln,
1994).

The research philosophy depends on the way on&sthabout the development of
knowledge. Two views in this regard dominate theerditure, positivism and
phenomenology (Saunders et al, 2000). Positivisamiapproach to social research that
seeks to apply the social science model of rese&oclinvestigations of social
phenomena and explanations of the social world $P@mbe, 2002). If an individual's
research philosophy reflects the principles of fpasm then they will probably adopt
the philosophical stance of the natural scienfistey will prefer working with an
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observable social reality and the end product ofhsvesearch can be law-like
generalizations similar to those produced by thesgglal and natural scientist (Remenyi
et al. 1998).

Phenomenology or interpretivism has come to proaideimbrella term for a range of
approaches that reject some of the basic premisgmtivism. This includes that
social reality is subjective, that humans reacth®e knowledge that they are being
studied, and that it is not possible to gain olyecknowledge about social phenomena
(Denscombe, 2002). Researchers who are criticpbsitivism argue that rich insights
into this complex world will be lost if such compity is reduced entirely to a series of
law-like generalizations. The terms most commouoBed to differentiate these
paradigms with regard to their associated methodstechniques are quantitative and
qualitative respectively (Creswell, 1994), howevethe phrases quantitative and
qualitative methods mean far more that specifia @atlecting techniques and are more
appropriately conceptualised as paradigms.

The quantitative or positivist approach is objeetim nature and concentrates on
measuring phenomenon. This involves collecting andlyzing numerical data and
applying statistical tests. The qualitative, pheraological or interpretivist approach is
more subjective in nature and involves examining i@flecting on perceptions in order

to gain an understanding of social and human aietsvi

By quantitative methods, researchers mean the igods of randomised experiments,
quasi-experiments, paper and pencil “objectivetstemultivariate statistical analysis,
sample surveys and the like. In contrast, qualigathethods include ethnography, case
studies, in depth interviews and participant obsgon (Thomas, Cook and Reichardt,
1979). Quantitative research determines the quamtit extent of an outcome in
numbers and hence provides an exact approach teune@a@ent. Qualitative research is
subjective in nature and leaves much of the measneprocess to the discretion of the
researcher. This approach does not use rigoroutematical analysis (Zikmund,
2003).

Consistent with a positivist paradigm, researchuman resource management in both
the UK and Ireland has tended to rely quite extatgion the survey method and the
guestionnaire design (Conway, 2003:143).
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Hussey and Hussey (1997) compares the featurt® dfvo main research paradigms

as follows.

Table 6.3 Features of the two main research pgmai{Hussey and Hussey, 1997: 54)

Positivism paradigm

Phenomenological paradigm

Tends to produce quantitative dat

a

Tends to produaétative data

Uses large samples

Uses small samples

Concerned with hypothesis testin

Concerned wittegaing theories

Data is highly specific and precis¢

\1%4

Data is ric anbjective

The location is artificial

The location is natural

Reliability is high

Reliability is low

Validity is low Validity is high
Generalises from sample to Generalises from one setting to anothe
population

=

Creswell’s (1994) analysis of the two paradigmselasn five assumptions shows

fundamental differences between the two paradigmedch of the assumptions, see

Table 6.4.
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Table 6.4 Assumptions of the two main paradigmss@éy and Hussey, 1997: 48
adapted from Creswell, 1994: 5).

Assumption Question Quantitative Qualitative
Ontological What is the nature| Reality is objective | Reality is subjective
of reality? and singular, apart | and multiple as seen
from the researcher by participants in a
study
Epistemological What is the Researcher is Researcher interacts

relationship of the

independent from

with that being

researcher to that | that being researched
researched? researched
Axiological What is the role of | Value-free and Value-laden and
values? unbiased biased
Rhetorical What is the Formal, based on | Personal voice
language of set definitions Use of accepted
research Impersonal voice | qualitative words
Use of accepted
guantitative words
Methodological What is the processDeductive process | Inductive process

of research?

Cause and effect

Static design-
categories isolated
before study

Context-free
Generalisations
leading to
prediction,
explanation and
understanding
Accurate and
reliable through
validity and

reliability

Mutual
simultaneous
shaping of factors
Emerging design-
categories identifieg
during research
process
Context-bound
Patterns, theories
developed for
understanding

Accurate and
reliable through
verification

)

Most of the early studies on cultwere qualitative studies which do not lend

themselves to systematic comparisons. In recemtiestu quantitative, qualitative or

hybrid i.e. combined quantitative and qualitatipp@aches are normally used (Matrtin,

2002).

Potential benefits of using gualitative and quatitie methods together.

First, evaluation research usually has multipleppses that must be carried out under

the most demanding of conditions. This variety etds often requires a variety of
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methods. Second, when used together for the sanpes® the two method-types can
build upon each other to offer insights that neithhee alone could provide. And third,

because all methods have biases, only by usingpteutechniques can the researcher
triangulate on the truth. Since quantitative andlitative methods often have different

biases, each can be used to check on and learntferother (Reichardt and Cook,

1979).

Obstacles to using qualitative and quantitativehods together

Though logically desirable, a number of practichktacles can stand in the way of
combining qualitative and quantitative methods.strithey can be very expensive.
Second, using qualitative and quantitative methodether may take too much time.
Third, researchers may not have sufficient trainingboth method-types to do so
(Reichardt and Cook 1979). For these reasons,nbtisenvisaged that the joint use of

gualitative and quantitative methods will becomanowonplace.

The qualitative paradigm approach to social lifepys the mechanistic and static
assumptions of the natural science positivist moQel the other hand, the qualitative
paradigm has the decidedly humanistic approachmtenstanding social reality of the
idealistic position which stresses an evolving,atedged view of the social order. The
qualitative paradigm perceives social life as theared creativity of individuals
(Filstead, 1979).

In the case of the current research it was dedaledilise both qualitative and

quantitative approaches.

Deductive and inductive research

There are two approaches or logics to research,dddctive approach and the
inductive approach. Deductive research is an approa which a conceptual and
theoretical structure is developed and then testgdempirical observation, thus
particular instances are deducted from generakenfees. The deductive method is
referred to as moving from the general to the paldr (Hussey and Hussey 1997).

The traditional scientific style is as follows:

Theory  Hypothesis Methods Results Conclusions
—> — — E—

Martin (2002:270)

176



Inductive research is an approach in which thesmyeveloped from the observation of
empirical reality, thus general inferences are gadufrom the particular instances,
which is referred to as moving from the specificthe general. (Hussey and Hussey,
1997)

According to Martin (2002) many ethnographic stsdegin with an emic focus on
what is in the minds of the people being studigterathan an epic focus that begins
with hypothesis derives from theories in a resean€hmind. Therefore for emic
research, often grounded theory is preferred ypotheses that emerge from data rather

than hypotheses that are derived from théGiaser and Strauss, 1967).

Applied and basic research

A standard classification of research divides mtgjeinto either applied or basic
research. Applied research has been designed lp ispfindings to solving a specific,
existing problem. Basic research, also called fumetgtal or pure research, has the aim
of making a contribution to knowledge usually foetgeneral good rather than to solve

a specific problem.

Research Stratege

The main research strategies include the following;

Experiment, Survey, Case study, Grounded theoryiopAaesearch, Cross section and
longitudinal studies, Exploratory, descriptive aexplanatory studies (Saunders et al,
2000).

This research combined the survey and case stualegies and was carried out as a

longitudinal study with an interval of 15 monthsween stage one and stage two.

6.3 Selection of Research Methodology

In deciding on the research methodology a numbareds were considered as follows.

6.3.1 Purpose of the research-exploratory, desegiphnalytical or predictive research

The purpose of the current research was both acellydnd explanatory research; in
that it set out to analyze and explain why and hswnething is happening and
predictive research in that it aims to predict @iertphenomena on the basis of

hypothesized general relationships.
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6.3.2 Process of the research-choice of paradigsitigism or phenomenological

Whereas most early cultural studies adopted a phenological paradigm, however in
this research programme quantitative data was medjum order to compare the public
sector and private sector both before and aftentanvention. It was also necessary to
test the selected hypotheses and to generalisetrersample to the overall population
in the public sector. Therefore the process of tegearch was primarily positivist or
guantitative in that questionnaires were usedHerindividual research, however in the

case of the organisational research it was phenologinal or qualitative.

6.3.3 Loqic of the research- deductive or inductive

The logic of the research was that a number of thgses were derived from the theory
and then tested through a study of a number ofniggtions in the private and public
sectors and conclusions were developed which cdddapplied in the overall

population in the public sector. This is movingrfrohe general to the particular and is

deductive research.

6.3.4 Outcome of the research —applied or baseareb

The outcome of this research was applied and aatsearch in that a planned
intervention i.e. the implementation of the Excetle Through People Framework was
to be implemented in order to affect changes in dhganisations involved in the

research programme.

6.4 Design of Research

Meek (1988) cited in Ashkanasy et al (2000) arghes organisational culture is an all
encompassing concept that needs to be broken iatageable proportions for study. If
one considers the 3 levels of culture as outline&thein (1992) i.e. level 1 Artefacts,
level 2 Espoused Values and level 3 Basic Undeaglyissumptions, each of these is
amenable to a different research method and theréfie appropriate method depends
on the cultural level to be measured (Rousseau)199G the elements of culture
become more observable to participants in a study tare more accessible to
standardised assessment and it is generally agraedurveys represent an efficient and
standardised means of assessing the shallowersl®@ieSchein (1992) i.e. level 1
Artefacts, the deeper levels i.e. level 2 Espousgldes and level 3 Basic Underlying
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Assumptions can only be investigated through motensive observations and focused
interviews (Rosseau, 1990; Schein, 1990).

Ashkanasy et al. (2000) outlines the alternativeawihat the usefulness of quantitative
measurement may not be completely restricted taliadower levels of organisational

culture and Deal and Kennedy (1982) have arguedthigathree levels of culture are

unified, especially when a culture is strong andt tuantitative measurement of

organisational culture may have the potential podeeper levels of culture.

A numbers of writers have recommended multiple w@sh in the study of
organisational culture (Martin, 1992; Rousseau, 0)99his approach enables the
researcher to benefit from the advantages of qadine methods while also gaining a

view of the organisation which is not achieved baigfitative methods.

This research was carried out in two stages (andiyidual employees completing a
guestionnaire designed to measure their percemtidheir organisational culture i.e.
quantitative research in which there were 9 depandariables i.e. the cultural
dimensions which were Identification, Equity, Eqtyal Consensus, Instrumentality,
Rationality, Development, Group Dynamics and Inddisation and 6 independent
variables i.e. gender, age , length of servicecation, work position and sector and
(b) through an organisational analysis by an assesson the organisation against the
Excellence Through People (ETP) Standard i.e. taiiaie research.

6.4.1 Individual Employee Questionnaires

It is borne out by the literature that questionesican play an important role in the
quantitative analysis of organisational culture Bseau 1990). They allow replication
and cross sectional comparative studies, providimgiccepted frame of reference for
interpreting data, helping the evaluation and atitin of cultural change efforts in

organisation and providing data that can be andlysestatistical techniques (Cooke
and Rousseau, 1988; Xenikou and Furnham, 1996 icitddhkanasy et al, 2000).

The questionnaire method is one of the most widedgd survey data collection
techniques. It can be used for descriptive orangiiory research. Descriptive research
i.e. attitude and opinion questionnaires and goestires of organisational practices
enables the researcher to identify and describevdhiebility in different phenomena.
Whereas, explanatory or analytical research enalesresearcher to examine and
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explain relationships between variables in paréicudause and effect relationships.
Some of the benefits of using questionnaires irgludosts are relatively low,

respondents have time to think about their answheg; promote anonymity and the
potential for interviewer bias is minimised. Queshaires are best linked with other

research methods in a multi method approach (Con@g2).

In the current research employees were requestectcotaplete an individual
questionnaire. The purpose of this questionnaite isbtain individuals’ perception of
the culture of the organisation and thereby desdfie organisation in the view of the
employees. As stated in chapter 4 the Cartwrigl®98) model was identified as
possessing specific advantages over the other megasat approaches which were
reviewed. Therefore it was decided to adopt thetv@aght (1993) model for the
purpose of the current research. The questionndéneloped was based on a
questionnaire developed by Cartwright, Andrews ¥ebley (1999) following their
research into the psychology of Total Quality Maragnt in the early 1990’s which
revealed nine key motivating dimensions (Cartwrid®93). The research study which
included interviews with forty one managers acrassange of UK industries clearly
identified nine motivating dimensions which togetheonstitute the motivational
psychology of a Total Quality Culture These nineelinsions were proposed by Webley
and Cartwright (1996) as the core psychologicatgsses which underlined TQM and
were consistent with the views of consultants, fiiianers and academics in the field of

TQM. They are categorised under the following didive headings:

1) Identification-an organisation must project an ethimage that is underpinned
by its stated values and is then reinforced bgalg&cies and management practices.

2) Equity-is a balance between expectations and resyargputs and outputs,
perception and reality.

3) Equality-is respect for the other person accordimgvalues and behaviours
irrespective of status

4) Consensus—is the arrival at a mutual understanthiag is much deeper and
more inclusive than compromise.

5) Instrumentality—is the agency or means to achievelgective.

6) Rationality—introduces the idea of a scientific eggrh to management and

problem solving which is highly motivating.
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7 Development—is the incorporation into the orgamiset culture of the
essential elements of growth, learning, adaptgbflexibility and progressive change.
8) Group Dynamics—positive group motivations are adathrough individual
loyalty to the group, consensus and mutual shaghgand commitment towards
achieving group goals.

9) Internalisation—this determines attitudes, conweiasi and behaviours.

Each of the above 9 dimensions were chosen as depevariables for the research. In
addition 6 independent variables were chosen de@ws) sector, age, education, work
position, years of experience and gender.

The 9 dimensions are addressed using a questienc@mprising 36 questions, 4 for
each dimension, in which aspects of culture aresidemned on a point scale. It was
decided to modify the scoring mechanism from thigioal questionnaire used by
Cartwright, Andrews and Webley (1999) which usedcale from — 3 to + 3 and
required respondents to mark a three point bandX¥ample — 2 to + 1, and to substitute
a Likert type scale with the more typical 7 poioale. It was believed that respondents
would have found it easier to mark one point rattitem a three point band. The

questionnaire is included in Appendix F.

A further section requested respondents to prouide following demographic

information, i.e.; age, gender, position in orgatian, length of service and education
level. In order to triangulate the responses it de@sded to add a number of additional,
mainly open questions to the questionnaire to ssekments from individuals on a
number of topics. This added an inductive elemenhé primarily deductive approach

of the survey.

These questions were as follows:

. Where are most decisions affecting your work taken?

. To what extent is improvement part of you work

. Have much flexibility do you have in carrying owduy work?

. What do employees like to see happening withirotiganisation?

. What is the biggest mistake an employee can make?

. Which work problems (if any) can keep you awakeight?

. What special terms or phrases are used here tha¢mployees would
understand?
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What kind of people are likely to advance quickiytheir career here?
What occasions or events are celebrated in thsnisgtion?

What aspects of your work give you most satisfaétio
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6.4.2 Procedure for carrying out the research

The research was carried out in the following pste

Figure 6.1 Research steps

Step 1

Step 2

Step 3

Step 4

Step 5

Step 6

Identify variables to be

measured

A 4

Carry out individual

guestionnaires

and organisation analys1is

l

Obtain set of variables

and organisation data

A 4

Implement Excellence
Through People

framework

A 4

15 month
interval

Repeat individual
guestionnaires and

organisational analysis

A 4

Obtain second set of
variables and

organisation data
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6.4.3 Reliability and validity
In order to reduce the possibility of getting ina@te data attention must be paid to two

particular aspects of research design, i.e. rdiialaind validity.

Reliability: Reliability is concerned with the findings of thesearch and is one aspect
of the credibility of the findings; the other isInity (Hussey and Hussey, 1997).
Reliability as it applies to tests has two distineanings. One refers to stability over
time, the second to internal consistency (KlineQ@0 Reliability relates to the methods
of data collection and the concern that they shdaddconsistent and not distort the
findings. Generally it entails an evaluation of tireethods and techniques used to
collect the data. It refers to the ability of agasch process to provide results that do not
vary from occasion to occasion and do not vary abog to the particular people

undertaking the research (Denscombe, 2002)
In order to check reliability Cronbach Alpha testsre carried out on the data for each

of the 9 dimensions and the 4 Groupings at botle timrand time 2 (Cronbach,1984).

The results were as follows
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Table 6.5 Results of Cronbach Alpha Tests

Dimension Time 1 Time 2
Dimension 1 0.84 0.85
Dimension 2 0.84 0.86
Dimension 3 0.85 0.87
Dimension 4 0.89 0.90
Dimension 5 0.80 0.79
Dimension 6 0.82 0.86
Dimension 7 0.78 0.77
Dimension 8 0.84 0.86
Dimension 9 0.88 0.89
Personal 0.91 0.90
Grouping

Organisational 0.91 0.91
Grouping

Communication 0.94 0.95
Grouping

Management Style0.95 0.95
Grouping

As all of the Cronbach Alpha scores exceed theabée level of 0.70 and indeed 90%
of scores exceed 0.80, the data is considered teliable.

Validity: Validity is concerned with whether the findingspresent what is really
happening. (Saunders e al, 2000; Hussey and Huk38Y). A test is said to be valid if
it measures what it claims to measure (Kline, 200D: In a very general sense, a
measuring instrument is valid if it does what itntended to do (Nunnally, 1985:87).
Validity concerns the accuracy of the questionsedskhe data collected and the
explanations offered. Generally it relates to tleadand the analysis used in the
research. It refers to the quality of data and axalions and the confidence we might
have that they accord with what is true or whae&a (Denscombe, 2002).

Gill and Johnson (1991) refer to internal and exdévalidity and further divide validity
into population validity and ecological validitynternal validity is the extent to which
the conclusions regarding cause and effect areamau. Population validity is the
extent to which conclusions might be generalisedtb@r people. Ecological validity is
the extent to which conclusions might be generdlisesocial contexts other than those
in which data has been collected. As there was aalation available on the 9

dimensions of Cartwright (1993) it was decided toalfactor analysis as part of this
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research. The extraction method used was a princp@ponent analysis using a
rotation method, varimax with Kaiser normalisation.

The results by question were as follows.
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Table 6.6 Principal Components Analysis on Carthtrigguestionnaire

Question ngmnents Principal Corrfpmnh
1 2 3 4

1(a) 0.475 0.336 0.163 0.162 1
1(b) 0.428 0.682 0.186 0.299 2
1(c) 0.632 0.408 0.398 0.102 1
1(d) 0.598 0.546 0.316 0.122 1and 2
2(a) 0.650 0.230 0.281 0.327 1
2(b) 0.663 0.383 0.084 0.059 1
2(c) 0.619 0.301 0.512 0.157 1and 3
2(d) 0.661 0.258 0.274  0.168 1
3(a) 0.716 0.291 0.248  0.119 1
3(b) 0.573 0.072 0.437  0.433 1
3(c) 0.544 0.308 0.403 0.287 1
3(d) 0.408 0.328 0.205 0.580 4
4(a) 0.534 0.301 0.416 0.323 1
4(b) 0.492 0.207  0.562 0.290 3
4(c) 0.547 0.148 0.521 0.288 1and 3
4(d) 0.463 0.117  0.604 0.301 3
5(@a) 0.373 0.384 0.180 0.484 none
5(b) 0.350 0.604 0.162 0.365 2
5(c) 0.297 0.665 0.306 0.222 2
5(d) -0.30 0.206 0.307 0.677 4
6(a) 0.115 0.204 0.711 -0.036 3
6(b) 0.335 0.449  0.607 0.179 3
6(c) 0.304 0.07§  0.684 0.453 3
6(d) 0.468 0.154  0.626 0.362 3
7(a) 0.345 0.26§  0.624 0.289 3
7(b) 0.241 0.309  0.627 0.206 3
7(c) 0.170 0.17§ 0.006 0.765
7(d) 0.262 0.415 0.252 0.523
8(a) 0.277 0.561 0.390 0.325 2
8(b) 0.180 0.524 0.552 0.139 2
8(c) 0.346 0.237 0.394 0.512 4
8(d) 0.507 0.425 0.456 0.361 1
9(a) 0.181 0.818 0.102 0.218 2
9(b) 0.341 0.734 0.282 0.194 2
9(c) 0.261 0.778 0.236 0.252 2
9(d) 0.195 0.499 0.252 0.598 4
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The following are the Cronbach Alpha test scoregtie dependent variables for time 1
and time 2.

Table 6.7 Results of Cronbach Alpha Tests

Time 1 Time 2
1 Fairness Culture 0.93 0.96
2 Commitment Culture | 0.93 0.89
3 Development Culture| 0.92 0.93
4 Empowerment Culture 0.74 0.79

As all of the Cronbach Alpha test scores exceeatiaceptable level of 0.70 and 75% of

the scores exceed 0.80, the data is considereslrlibble.

The results had significant implications in thahea than being nine factors as outlined
by Cartwright (1993) there were in fact only fowacfors. In addition rather than

utilizing 36 questions, as three of the questi@tated to two different factors they were
eliminated as was the one question that did natedb any factor. There were therefore

32 questions which related to the four factorsodlews;
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Table 6.8 List of questions for Factor 1

1 (a) The reality of your organisation compares accurately with its external image

1 (c) There is consistency between decisions, actions and promises of management
2 (a) Employees get fair treatment from the organisation and the management?

2 (b) Pay and benefits compare favourably with other organisations

2 (d) Employees get recognition and rewards for efforts made?

3 (a) "Them and us" attitudes do not exist between management and non-
management?

3 (b) Consideration and respect are given to employees by managers?
3 (c) Employees regard the working atmosphere in the organisation as very good?
4 (a) Mutual trust exists between managers and employees?

8 (d) A caring and innovating style of management exists?

Table 6.9 List of questions for Factor 2

1 (b) Employees have a sense of pride in working for the organisation

5 (b) Employees get pride and satisfaction from their work?

5 (c) Employees' personal expectations are fulfilled from their work?

8 (a) A good team spirit exists within the department?

8 (b) Good working relationships exist between different parts of the organisation
9 (a) Employees are very loyal to the organisation?

9 (b) There is a sense of belonging and being part of the organisation?

9 (c) Employees consider their jobs to be worth-while?

Table 6.10 List of questions for Factor 3

4 (b) Managers are willing to listen and be questioned?

4 (d) Employees get feedback from requests and suggestions?

6 (a) Information is provided to employees regarding the organisation's future plans
and policies?

6 (b) Employees believe that the organisation is addressing the real cause of

problems?
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6 (c) Managers deal with mistakes in a fair manner?

6 (d) A friendly open-style of management exists?

7 (a) A positive attitude exists towards the development of employees?

7 (b) Good education and training facilities are provided?

Table 6.11 List of questions for Factor 4

3 (d) Employees listen to and have respect for managers?

5 (d) Employees are encouraged to meet customer requirements?

7 (c) Employees are responsible for their own work quality and performance?
7 (d) Employees are encouraged to work on their own initiative?

8 (c) Meetings are effective and of value to the organisation?

9 (d) The organisation is dedicated to high quality standards?

Factor 1 includes three of the four questions ftbenEquity dimension of Cartwright
(1993), three from Equality, two from Identificatioone from Consensus, one from
Group Dynamics, none from Instrumentality, RatidgaDevelopment, or

Internalisation. This factor will be called FairseSulture.

Factor 2 includes three questions from Internabsattwo from Instrumentality, two
from Group Dynamics, one from Identification, ndnam Equity, Equality, Consensus,

Rationality or Development. This factor will be leel Commitment Culture.

Factor 3 includes four questions from Rationalityp from Consensus, and two from
Development, none from Equity, Identification, Ebjya Instrumentality, Group

Dynamics or Internalisation, This factor will beled Development Culture.

Factor 4 includes two questions from Developmemg d&rcom Equality, one from
Instrumentality, one from Group Dynamics, one frémeernalisation and none from
Identification, Equity, Consensus, or Rationalityfhis factor will be called

Empowerment Culture.

Although no factor analysis was carried out by @aght (1993) as part of his research
however a principal components analysis was in daatied out on his data by one of

his co authors Webley (1997) which found one domiirfactor, which accounted for
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45% of the variation in scores, and which was eomed with the overall evaluation of
the organisation and a second main factor , acoapufbr 5% of the variation, which
was concerned with the more personal items e.deprsatisfaction etc. In this research
the dominant factor focuses mainly on fairnessassalthough there is also a focus on
some organisational issues whereas according toeyé¢h997) the dominant factor
was concerned with the overall evaluation of thgaarsation. The second main factor
identified by Webley (1997) is similar to the Comimeént Culture factor identified in
this research. As a result of the result of thagpial component analysis the number of
hypotheses was reduced from the original plan @fezl hypotheses to six hypotheses.
Two of the original hypotheses, hypothesis 1 whishthe implementation of the
Excellence Through People Programme, which is cam®prof the human aspects of
Total Quality Management, has a significantly pesiteffect on the culture of
organisations in the private and public sectorgtgined as is hypothesis 2 which is that
implementation of Total Quality Management is easmethe private sector than the
public sector because the culture is more posifiveese take an overview of the two
sectors and were still valid after the principaingmnent analysis. The remaining nine
of the original hypotheses were based on the nimermsions of Cartwright (1993) and
were no longer valid after the principal componanalysis was carried out and hence
were replaced by the four factors which resultednifthe analysis, i.e. Fairness Culture,
Commitment Culture, Development Culture and Empaovestt Culture. Therefore
hypotheses 3,4,5 and 6 focus whether sector ikethelriver in each of these factors at
time 1 and time 2.

In this research because it was a longitudinalysaugaired sample was used at both
stage 1 and stage 2. A random sample methodology @onsidered for the
questionnaire distribution at each stage but it fe#tsthat any changes, whether they
were positive or negative, could have been atteithud differences in the individuals in
stage 1 or stage 2, rather than the anticipatedgehan organisation culture as a result
of the implementation of the Excellence Throughpgtedramework. This caused some
difficulties in the research as individual nameseaveot written on the questionnaire
however, a code was allocated to each individual wdmpleted the survey so it was
known who to survey at stage 2. This caused alspnablem in the selection of
organisations in that one potential participatimgamisation withdrew because it was
against their policy of total anonymity in surveyrsd had to be replaced. There was also
an issue at stage 2 when some individuals who laticipated at stage 1 did not
participate at stage 2. Some of these individbatkleft the organisation; others did not
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return the second survey form. With regard to Ewcellence Through People
assessments it was decided to use the same tassedsor for the same organisation at
stage 1 and stage 2 to avoid any variation of sgoiThis was achieved in 6 of the 7
organisations. It could not be arranged for thees#v organisation and another trained
ETP assessor was substituted. The increase ia gmothis organisation was consistent
with the other organisations in the same sector does not appear to have been

affected by the change in assessor.

6,4.4 Statistical Analysis

All data from the questionnaires was coded into SPRatistical Package for the Social
Sciences) and the general distributions were reagewA t—-test was used to test
significance in the data collected for both the lmulsector and private sectors
organisations for each of the following indepertdeariables; age, sector, gender,
education level, work position and length of sesvi¢-urther detailed reviews of
distributions and particularly the cultural factoevealed no significant differences in
the cultural factors by most independent variabkes.exception to this was gender
which indicated a significant difference. Howeverhem the gender area was
investigated further through regression analysiwas found that gender was not the
significant variable. By comparing males in thélmisector with males in the private
sector and by comparing females in the public segitth females in the private sector,
sector rather than gender was the significant bbkria A difference in the gender
breakdown between the two sectors had indicatedegen be the significant difference

whereas sector was the real difference.

For hypothesis 1 and 2, t-tests were carried ¢iypothesis 1 considers the difference
between time 1 and 2 for both private and publictas, hypothesis 2 considers the
difference between private and public sector aetiinunder the four factors. For
hypotheses 3 to 6, regression analyses were cauedth which each factor was the
dependent variable and the independent variables age, years of service, sector,
gender, work position and educational level. BFcaneple for hypothesis 3, factor 1

Fairness Culture was the dependent variable
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6.4.5 Organisational Analysis

In order to complement the quantitative researchchvhwas based on the on the
employee questionnaires the research also inclupeditative research which was
carried out on the organizations by a trained assesising a nationally or
internationally recognized framework. Three optiomgere considered for the
organisational analysis as follows; (a) Europeann8ation for Quality Management
(EFQM) Business Excellence Model (b) the Unitedd¢iom (UK) National Standard
for Human Resource Development, Investors in Pe@if¢ and (c) the Irish National

Standard for Human Resource Development, Excell€hceugh People (ETP).

(@) The EFQM Business Excellence Model is comprisé® sections as follows,
Leadership, Policy and Strategy, People, Partnershi Resources, Processes, People
Results, Customer Results, Society Results and Reyjormance Results. Having
considered this option it was decided that the sadpthis model was too broad for the
area of research being carried out which is fo@qusin cultural dimensions which in

effect are the people aspects of organisations.

(b) and (c), the UK and Ireland are the only caestwithin the European Union, and to
our knowledge worldwide, which have developed aidwal Standard for Human
Resource Development, although the UK Standardstove in People is currently
being introduced into approximately 20 countriegldwide. Investors in People has 4
sections and 12 indicators. The 4 sections areolésas; Commitment, Preparation,
Action and Evaluation. A copy of the Investors ieoBle Standard is in Appendix D.
Excellence Through People has 6 sections and 4%tiqns. The 6 sections are as
follows, Organisation Plans and Objectives, Orgatios Training Plans, Review of
Training, Implementation of Training, Training Reds and Employee Communication
and Involvement. A copy of the Excellence Througlote Standard is in Appendix B.
Although the two standards have a slightly différapproach they are very similar in
content. It was decided to use the Excellence TdiroReople Standard in this research

for 2 main reasons;

It is the Irish Standard for Human Resource Devalept and it is more widely utilised
in Ireland than the equivalent UK Standard Investor People. It has a quantitative
outcome in that each of the 47 questions has anaa#id number of marks which build
up to a score for each of the 6 sections and tovarall score. This means that a score
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at time 2 could be compared to time 1 to see if iamyrovements had been achieved.
The Investors in People Standard does not haverngcmechanism and hence the
comparison cannot be made.

The organisations were assessed against the &ritethe ETP Standard at both time 1
and time 2. Initially the organisation completedeadf-assessment against the standard
using the ETP Self Assessment Guidelines which thhea given to an independent
FAS accredited ETP assessor who carried out arssiesat within the organisation

against the six areas of the standard which afellasvs:

1) Organisational plans and objectives.

2) Organisational training plan.

3) Review of training.

4) Implementation of training.

5) Training and development records.

6) Employee communication and involvement.

The ETP assessment is carried out by a trained &s8§Pssor and commences with an
opening meeting with the organisation’s chief exeeuand senior management team to
discuss the organisation’s strategy and businessabpns and the involvement of
people in the planning process. This is followeddigcussions with human resource
management regarding the organisation’s policielspiacedures regarding training and
development, and communication and involvementrtier to assess compliance with
the organisation’s policies and procedures reggrgilanning and human resource
development the assessor then carries out a sdriagerviews with employees at all
levels within the organisation to ascertain thégws and to identify both strengths and
areas for improvement regarding the organisatisggems on planning, training and
development, and communication and involvement. Aumaber of employees selected
for interview depends on the size of the orgarsatnd ranges from 5% of large
organisations to 40% of small organisations. Theraye number of employees
interviewed across all sizes of organisations raxmately 20% of employees. The
content of interviews covers the review of orgatiisel and individual plans and
objectives, organisational and individual trainpigns, training programmes, policies
and procedures on training, development, internammunication and staff
involvement, and the minutes of meetings.

The interview with the chief executive focuses ogamisational strategies with regard

to employees e.g. training, development, commuimicaind involvement and how
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these contribute to the success of the organisalibe way in these strategies are
deployed throughout the organisation is reviewadugh interviews with staff at all
levels, discussing what training they have receiweldat meetings they attend, how
aware they are of organisation plans, what comnatioics they receive and what
opportunities they have to make suggestions anohreendations and other methods
of involvement within the organisation. In effedtet assessor is discussing and
evaluating the culture of the organisation. At #rel of the assessment the assessor
attends a closing meeting with the chief executimd the senior management team at
which the assessor informs them of the main finsliof) the assessment regarding
strengths and areas for improvement and gives thantation an opportunity to
respond. In this research the organisational asssgs took either one or two days

depending on the size of the organisation.

Based on the assessment, the organisations arednagainst the criteria of the ETP
Standard and a score is awarded against each df7tigq@estions which builds up to a
score for each of the six areas and overall. Abdaekl report was given to each of the
organisations outlining strengths and areas of avgments in each of the six
categories. This enabled each organisation to agdte areas for improvement and
build on the strengths before the second assessmasntarried out fifteen months later.
Since the research was carried out both the Exasl&hrough People and Investors in
People Standards have been revised and the regseulards are included in

Appendices C and E respectively.

The research was carried out in three public semtganisations and in four private
sector organisations. The use of comparison grempbles researchers to control for
and rule out the influence of extraneous variafl&h and Johnson, 1991).

There are currently in excess of 300,000 people@yad in the public sector in Ireland

out of a total workforce of approximately 2 milliggeople. The public sector covers a
very wide range of activities including the civérsice, health sector, local authorities,
education sector, non commercial state agenciaees like training, health and safety,
enterprise development, environmental protection and commercial state agencies in

areas like power generation, airport managemeansport etc. For this research 3
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organisations were chosen to give a broad reprasemtof the public sector, these
represented the civil service, a local authoritgg amon commercial state agency.

None of these organisations had received Excell@hceugh People accreditation prior
to the commencement of the study. All of the orgations had achieved Excellence
Through People accreditation by the end of theystlile organisations, or sections of

organisations selected ranged in size from 42 foetdployees.

A description of the participating public sectoganisations is as follows:-

1) Civil Service Department

The department was set up in 1922 and providesrashnaition services. It employs 440
staff in four locations in Dublin and Galway. Theaim job functions are: civil service

staff involved primarily in administrative activs.

2) Local Authority - division

The local authority was set up in 1898 and providesange of services for the
population. The chosen division is responsible foe purchase, lease hire and
maintenance of the local authority’s fleet of metbal vehicles and the provision of
heating and air-conditioning services to local autlg housing schemes, offices etc.
The division employs 79 staff that is based in doeation but carry out work
throughout the local authority catchment area. itan job categories are: managers,

engineers, craft-persons, administration and ajhastes.

3) Semi State Organisation — divisiomhis organisation was set up in 1988 as the
result of the merging of three semi state orgamisaf the oldest of which was
established in 1969.The division provides servigesdividuals, both employed and
unemployed and to organisations throughout a redibis service is carried out at six
locations and employs 42 staff. The main job categoare: services officers and

administrative staff.

Four organisations were selected in order to givieraad spread of private sector
organisations. Three organisations were in the fiaahwring sector, one in engineering,
one in healthcare and one in chemicals. One org@miswas in the services sector, in
the distribution of products. The organisationggexhin size from 20 to 300 employees.
All of the organisations had received Excellenceoligh People accreditation prior to

the commencement of the study.
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A description of the participating private sectoganisations is as follows:-

1) A chemical processing industry

Is among the most modern of its kind in the wordhenenced production in 1983, and
is part of a multinational. The company operatesrainuous process for three hundred
and sixty five days a year and employs approx. Bé0ple. The main employment

categories are: Process operating, technical dndngstrative skills, engineers and

managers

2) The marketing division of a pharmaceutical conmypa

This company commenced operations in 1961 andvslvad in the marketing and

sales of pharmaceutical products throughout Irelarite organisation employs 20
people and is a subsidiary of a multinational orggion. The main job categories are: -

marketing/sales personnel and administrative staff.

3) An engineering company —

The company was set up in 1976 and produces emgiggaroducts. It is a subsidiary
of a multinational organisation and employs 180pbeoThe main job categories are:-
engineering technicians and crafts-persons, adtratige staff and managers.

4) A healthcare company-
This organisation was set up in 1995 and servieedith care devices. It is a subsidiary
of a multinational organisation and employs 55 peoprhe main job categories are:-

process operators, technicians, engineers, managers
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7.1 I ntroduction

The results chapter is divided into two sectiohs, ihitial and largest section relates to
the data acquired through the employee questiogsaind the statistical analysis of the
6 hypotheses which are as follows:

Hypothesis 1

The implementation of the Excellence Through Pe&jpsmework, which is comprised
of the human aspects of Total Quality Managemess, d significantly positive affect
on the culture of organisations in the private pablic sectors.

Hypothesis 2

Implementation of Total Quality Management is easiethe private sector than in the
public sector because the culture is more positive.

Hypothesis 3

Sector is the key driver in Fairness Cultureraktil and time 2.

Hypothesis 4

Sector is the key driver in Commitment Culturetiate 1 and time 2.

Hypothesis 5

Sector is the key driver in Development Culturérae 1 and time 2.

Hypothesis 6

Sector is the key driver in Empowerment Culturéragé 1 and time 2.

The first two hypotheses are considered throughame® Sample t-test and the
remaining four hypotheses i.e. 3 to 6 are consdigr®ugh Regression Analysis.

The second section of the results chapter relatéset Organisational Analysis where
the organisations are assessed against the cridktiae Excellence Through People

Standard at time 1 and time 2 and the resultsedfelassessments are compared.
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7.2 Employee Questionnaires

The following shows the breakdown of respondentsh® questionnaires, i.e. the

population on which the data and analysis are baled is broken down by gender,

age, years of service, work position and educdé&wvel.

With regard to gender the public sector sample e@sprised of 52 males and 61,

females totaling 113 people and the private sexaonple was comprised of 58 males

and 17 females, totaling 75 people.

The other breakdowns are as follows:

Table 7.1 Employee profile of Private and Publictsesamples

Age (Years) Under | 26-35 | 36-45| 46-55| 56-65
25

Public sector 1 32 42 25 13

Private sector 25 20 20 10 0
Years of| under 2 2-5 5-10 10-15 15-20 over
service years
Public 7 5 16 12 22
sector 51
Private 21 16 5 23 1
sector 7

20
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Work M P S T C A Ss Ad CL O Ns
position*

Public 20 4 5 4 25 11 26 8 1 8 1

sector

Private | 2 13 3 5 3 20 3 15 3 8 @

sector

*M (Manager), P (Professional), S (Supervisor), Tedhnical), C (Craft), A
(Apprentice), SS (Semi-Skilled), Ad (AdministratjpiC (Clerical), O (Other),
NS (Not stated).

Education| PG D DI C LC JC O NR
Level

Public 8 7 15 15 47 5 13 3
Sector

Private |6 11 11 13 31 3 0 0
sector

* PG (Post graduate), D (Degree), DI (Diploma), Celfificate), LC (Leaving
Certificate), JC (Junior Certificate), O (OtherRNNo reply).

The following tables i.e. Table 7.2 and Table h8vws Mean, Standard Deviation and

Correlation Co-efficients for each of the variablesth independent and dependent, at

both time 1 and time 2.

200



Table 7.2.Mean, Standard Deviation and Correlafiable for variables at time 1

Standard
Variable Mean Deviation1 2 3 4 5 6 7 8
1 Fairness 442 145
2 Commitment 4.84 1.36 0.80**

3

Development 5.04 1.32 0.85** 0.73**

4

Empowerment 5.54 1.05 0.73* 0.74** 0.72**

5 Sector N/A  N/A 0.46* 0.44** 0.26** 0.27**

6 Length of

service 401 1.82 -0.25** -0.20**  -0.21** -0.32** -0.46**

7 Gender N/A  N/A -0.20** -0.1 -0.08 -0.04 -0.31**-0.05

8 Educational

level N/A  N/A -0.25** -0.12  -0.21** -0.05 -0.18* 0.1 0.04

Significance *p<.05 **p<.01

Table 7.2 above indicates that there is a highlle¥intercorrelation between the four
dependent variables at time 1 all of which are ifigant. With regard to the
independent variables, sector is positively sigaifitly correlated with each of the four
dependent variables and indeed the other thre@pémdient variables, length of service
is negatively significant correlated with each bé tfour dependent variables i.e. the
longer the service the lower the scores on eacthefculture factors and to sector.
Gender is negatively significantly correlated withly one of the four dependent
variables i.e. Fairness Culture and with sectod this was addressed in the regression
analysis because there appeared to be a genderimsthat males were scoring higher
than females however it was in fact a sector issubat there were more females that
males in the public sector sample, educational isv&gnificant to all of the dependent
variables and like length of service in a negathenner i.e. the scores decrease with
lower levels of education in that the highest leskkducation score highest and also

with sector.
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Table 7.3. Mean, Standard Deviation and Correlafiable for variables at time 2

Standard
Variable Mean Deviation 1 2 3 4 5 6 7 8
1 Fairness 480 141
2 Commitment 560 1.01 0.80**
3 Development 522 121 0.77** 0.71**
4 Empowerment 5.81 1.17 0.63** 0.59** 0.61**
5 Sector N/A  N/A 0.18* 0.04 0.18* 0.22**
6 Length of service  4.01 1.82 -0.08 -0.11 -0.09 -0.1 -0.46**
7 Gender N/A  N/A -0.02 0.07 -0.01 -0.01 -0.31*-. -0.05
8 Educational Level N/A  N/A 0.14 -0.12 -0.03 0.03 -0.18* 0.1 0.04

Significance  *p<.05 **p<.01

Table 7.3 above indicates that there is a highl leventercorrelation between the four
dependent variables at time 2 all of which arenifitgant. With regard to the
independent variables, sector is positively sigafiitly correlated with three of the
dependent variables i.e. Fairness, Developmentamgowerment Cultures. This is in
contrast with time 1 where sector was positivepyngicantly correlated with all four
dependent variables, and to each of the independeiatbles similar to timel, Length
of service is not significant correlated to anytloé dependent variables which is in
contrast to time 1 where it was negatively sigaifity correlated to all four
independent variables but it is positively sigrafit correlated with the other three
independent variables. Gender is not significaotigrelated with any of the dependent
variables but is negatively significantly correthte with one of the independent
variables i.e. sector, and educational level issignificant with any of the dependent
variables but is negatively significantly correthite with one of the independent

variables i.e. sector.
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It was demonstrated that all Four Factors i.e.rfesis Culture, Commitment Culture,
Development Culture and Empowerment Culture hashikaoh Alpha scores exceeding
0.75.
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Hypothesis 1

The implementation of the Excellence Through People Framework, which is
comprised of the human aspects of Total Quality Management, has a significantly
positive effect on the culture of organisationsin the private and public sectors.

The hypothesis was tested by a Paired Sample onetbte mean score of the private
and public sectors at time 1 and time 2 for eddhe@4 Culture Factors.

The following table is a Paired Sample t-test fag 4 Culture Factors at time 1 and time

2 for the public sector organisations.

Table 7.4 Paired Sample t-test of Four Culture ¢tactor public sector at time 1 and

time 2
Time 1 Time 2
Factor Mean Mean t-statistic
1 Fairness Culture 3.78 4.54 -5.33**
2 Commitment Culture 4.34 5.56 -8.86**
3 Development Culture 4.74 5.04 -2.09*
4 Empowerment Culture 5.34 5.59 -1.87

*p<.05 **p<.01

All of the four factors show an increase in scoeéneen time 1 and time 2 and hence a
positive effect as a result of the implementatidntree Excellence Through People
framework. Three of the four factors show changéschvare statistically significant
therefore the hypothesis is accepted for pugdctor organisations. With regard to the
factor which does not show a significant change E@powerment Culture, this was
further investigated by carrying out an ANOVA Test the scores of the individual
organisations. This revealed that whereas two @flinee organisations increased their
score in Empowerment Culture between time 1 anck tin the third organisation
actually reduced its score (from 5.96 to 5.63sThsult may account for the change in
the overall score for the public sector organisetinot being significant.

The following figure shows the comparison in a dpapl format.
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Figure 7.1 Comparison of Four Culture Factors fabolfe Sector at time 1 and time 2

Comparison of 4 Culture Factors for
Public Sector at time 1 and time 2
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The following table presents a Paired Sample tftesihe Four Culture Factors at time

1 and time 2 for the private sector organisations.

Table 7.5 Paired Sample t-test of Four Culture ¢frador private sector at time 1 and

time 2
Time 1 Time 2
Factor Mean Mean t-statistic
1 Fairness Culture 5.22 5.16 0.41
2 Commitment Culture 5.56 5.67 -0.90
3 Development Culture 5.46 5.47 -0.10
4 Empowerment Culture 5.88 6.13 -2.88**

*p<.05 **p<.01
All of the factors show a slight difference in sedretween time land time 2, one of a

negative nature. However the differences are ratisitally significant except for the

Empowerment Culture factor and hence the hypoth#sas the implementation of the
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Excellence Through People Framework has a signifiggpositive effect on the culture
of organisations in the private and public sect@snot accepted for private
sector organisations.

There is a complete contrast between the publicpavdte sector organisations in that
there was a significant difference in the scoresfictors 1,2,3 but not for factor 4 for
the public sector organisations and the completerse for private sector organisation
i.e. a significant difference for factor 4 but riot factor 1,2,3. More detailed analysis
shows that all private sector organisations in@éakeir scores in the Empowerment
Culture factor.

The following figure shows the comparison in a dpapl format.

Figure 7.2 Comparison of Four Culture Factors forgte sector at time 1 and time 2.

Comparison of 4 Culture factors for
private sector at time 1 and time 2
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Hypothesis 2

Implementation of Total Quality Management is easier in the private sector than
the public sector because the culture is more positive. This hypothesis was tested
by a Paired Sample t--test on the mean scores of the private and public sector at
time 1.

The following table presents a Paired Sample t-testthe Four Culture Factors

comparing the private sector and public sectoina tL and time 2.
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Table 7.6. Paired Sample t-test of 4 Culture Factor Private

and Public Sectors at

time 1.
Time 1 Time 2
Factor Mean Mean t-statistic
1 Fairness Culture 3.85 5.20 -6.77**
2 Commitment Culture 4.36 5.55 -6.48**
3 Development Culture 4.76 5.45 -3.55%*
4 Empowerment Culturg 5.31 5.87 -3.69**

*<.05  **p<.01

In each of the 4 factors at time 1, before the em@ntation of the Excellence Through

People Framework, the public sector has less pesstores than the private sector. At

time 1 all of the dimensions are statistically gigant hence the hypothesis is accepted.

The following figure shows the comparison in a dpiapl format.

Figure 7.3 Comparison of Four Culture Factors forgte and public sectors at time 1

Comparison of 4 culture Factors for

public and private sector
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Hypothesis 3 Factor 1-Fairness Culture
Sector isthekey driver in Fairness Cultureat time 1 and time 2.

This hypothesis was tested by carrying out a mleltqggression analysis on the
Fairness Culture results at time 1 and time 2roteoto identify if sector was the
primary predictor. The factor in this case Fairn€sdture was the dependent variable
and the independent variables were years of sersaxor, gender, and educational
level.

The results were as follows:

Table 7.7 Regression Analysis with Fairness Culasréhe dependent Variable.

Time 1 Beta
Yearg of .0.05
Service
Gender -0.09
Educational 20,19
level
Sector 0.40**
R? 0.27
Adj. R? 0.25
F- value 14.67*
*p<.05 **p<.01
Time 2 Beta
Years of
Service 0.03
Gender 0.03
Educational
Level -0.12
Sector 0.20*
R? 0.05
Adj. R? 0.03
F-value 2.27
*P<.05 *»*P<.01
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At time 1, Sector and Educational Level are thenificant predictors of Fairness
Culture. At time 2, Sector is the sole significaredictor of Fairness Culture. Therefore
the hypothesis, that sector is the key driverHairness Culture is accepted at time 1

and at time 1.

Hypothesis4 Factor 2-Commitment Culture

Sector isthekey driver in Commitment Cultureat time 1 and time 2.

The hypothesis was tested by regressing the imdieme variables on Commitment
Culture as the dependent variable.

The results were as follows:

Table 7.8 Regression Analysis with Commitment Gelias the dependent variable

Time 1 Beta
Years of Service 0.00
Gender 0.01
Educational Level -0.06
Sector 0.44**
R 0.20
Adj. R° 0.18
F-value 10.85**
*p<.05 **p<.01
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Time 2 Beta
Years of Service -0.11
Gender 0.06
Educational Level -0.13
Sector -0.02
R° 0.03
Adj. R 0.009
F-value 1.42
*p<.05 *n< 01

The results for time 1 reveal that sector is a@nifcant independent predictor of
Commitment Culture and hence the hypothesis that sector is the kexerdin
Commitment Culture is accepted at time 1. Therends significant independent

predictor at time 2 and hence the hypothesis isocepted.

Hypothesis5 Factor 3- Development Culture
Sector isthekey driver in  Development Cultureat time 1 and time2.
This hypothesis was tested by carrying out regoessinalysis with Development

Culture as the dependent variable.

Table 7.9 Regression Analysis with Development @ales the dependent variable

The results were as follows:

Time 1 Beta
Years of Service -0.12
Gender -0.04
Educational Level -0.18*
Sector 0.18*
R 0.11
Adj.R? 0.09
F-value 5.36**
*p<.05 *n< 01
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Time 2 Beta
Years of Service 0.00
Gender 0.04
Educational Level -0.01
Sector 0.20*
R 0.04
Adj.R? 0.016
F-value 1.73
*p<.05 **p<.01

At time 1 both Sector and Educational Level are #ignificant indicators of
Development Culture hence the hypothesis, thatose the key driver in
Development Culture at time 1 and time 2 is accepted at time 1. Aet@n Sector is
the significant predictor of Development Cultureddrence the hypothesis is accepted

at time 2.

Hypothesis6 Factor 4- Empower ment Culture

Sector isthekey driver in Empowerment Culture at time 1 and time 2.

This hypothesis is tested carrying out regressi@lyais with Empowerment Culture as
the dependent variable.

The results are as follows:

Table 7.10 Regression Analysis with Empowermentuelas the dependent variable.

Time 1 Beta
Years of Service -0.25**

Gender -0.02

Educational Level 0.00

Sector 0.16

R’ 0.13

Adj. R? 0.10
F-value 6.12**
*p<.05 *p<.01
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Time 2 Beta
Years of Service 0.00
Gender 0.06
Educational Level 0.07
Sector 0.27**
R 0.06
Adj. R? 0.04
F- value 2.89*
*P<.05 *P<.01

In this case Years of Service is the significarticator of Empowerment Culture at
time 1 and Sector is the significant indicator ahfowerment Culture at time 2.
Therefore the Hypothesis, which is that Sectorhis key driver in the change in
Empowerment Culture at time 1 and time 2 was accepted at time 2 and vaas

accepted at time 1.

Summary

In summary quantitative analysis reveals the foiiay

Hypothesis 1 which is that the implementation of the Excelleriderough People

Framework, which is comprised of the human aspetfBotal Quality Management,

has a significantly positive effect on the cultwkorganisations in the private and
public sectors is accepted for the public sectud B not accepted for the private
sector.

Hypothesis 2 which is that the implementation of Total Qualiyanagement is easier
in the private sector than the public sector besahe culture is more positive is
accepted.

Hypothesis 3 which is that sector is the key driver in Faisy€ulture at time 1 and
time 2 is accepted at time 1 and time 1.

Hypothesis 4 which is that sector is the key driver in Comnatrh Culture at time 1

and time 2 is accepted at time 1 but not at time 2.
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Hypothesis 5 which is that sector is the key driver in Devetgmt Culture at time 1
and time 2 is accepted at time 1 and time 2.
Hypothesis 6 which is that sector is the key driver in Empowent Culture at time 1

and time 2 is accepted at time 2 but not at time 1.

Additional Questions

Ten additional questions were included in the qaestire, three of a closed nature
where a choice of answers are provided and 7 afp@m nature where the respondent
must provide their own answer.

In the closed questions i.e. questions 10 (a),((d)espondents were given a choice of
four answers which were allocated 4,3,2, or 1 marks

In the other questions i.e. questions 10 (d),(f&)(q), (h), (i), (j) there were no possible

answers provided and hence respondents providedthie answers. The answers were
collated and the most frequent answers were seldéateanalysis. Only answers which

were provided by 10% or higher of the respondergsrecluded in the results.

Question 10 (p*are most decisions affecting your work taken by”

For this question there are four possible ansvaarswer (a) is allocated 4 marks, (b) 3
marks and (c) 2 marks and (d) 1 mark.

The scores are similar for both sectors with thbelipusector actually scoring slightly
higher than the private sector, 1.89 as again& In7survey 1 and 1.79 as against 1.77
at time 1. Neither of these changes are statitiGagjnificant. There was also no
significant change in either sector’s scores betware 1 and time 2. The public sector
scores were 1.89 and 1.79 for time | and time peetvely. The private sector scores

were 1.78 and 1.77 for time 1 and time 2 respelgtive

Question 10 (bjto what extent is improvement part of your work".

For this question there are four possible ansvegrswer (a) allocates 4 marks, (b) 3, (c)
2 and (d) 1 mark.

There is a significant difference between the mubld private sector scores at both
time 1 and time 2. At time 1 the public sector meeore is 2.99 as against 3.36 for the
private sector, (t= -3.144f 181, p<.05) and at time 2, the public sector nszore of

3.13 as against 3.45 for the private sector (t3,<#.184, p<.05). It is also of note that
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there was an increase in the scores of both selptdvgeen time 1 and time 2 but this
was not significant. The public sector scores W and 3.13 at time 1 and time 2
respectively. The private sector scores were 3136 245 for time 1 and time 2

respectively.

Question 10 (cYhow much flexibility do you have in carrying oybur work”

There were four possible answers to this questoswer (a) allocates 4 marks, (b) 3,
(c) 2, and (d) 1 mark.

In survey 1 the scores are similar with 2.32 far plublic sector and 2.44 for the private
sector, in survey 2 the scores are also simildr @i89 for the public sector and 2.33 for
the private sector neither of the differences taBssically significant. The public sector
shows a slight increase from time 1 to time 2 fla@R2 to 2.39 which is not statistically
significant and the private sector shows a deerdeetween time 1 and time 2 from
2.44 to 2.33 which is statistically significant @44,df 71, p<.05).

Overall with regard to question 10 (a), (b) and ¢oyering the areas of decision-
making, improvement and flexibility. There were significant differences between the
public and private sectors in the areas of decismaking and flexibility nor was there
any significant difference in the sector scoretsna¢ 1 and time 2.

However there was a significant difference betwten public and private sectors in
whether improvement was part of the work, and theafe sector scored significant
higher than the public sector. In addition both lpuland private sector scores both
increased between the time 1 and time 2. It is @lswte that whereas the emphasis on
improvement is lower in the public sector thanhe private sector it is significantly
higher than the scores for both the private andiput the areas of decision-making
and flexibility.

Seven open questions were also included where ggested answers were provided.
The responses were grouped into common answerasatitere were a large range of
answers for some questions and in some cases soes8oms were not answered, the
following analysis only focuses on responses wknelne made by ten percent or more

of the respondents
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A comparison of the open questions at time 1 ame 2 for the private and public

sectors are as follows.

Question 10 (d) What do employees like to see hapgewithin the organization?”

At time 1, the most frequent answers were:

Public Sector

Private Sector

1 Financial Reward

1 Financial Reward

2 Job satisfaction/Sense of pride

2 Job satisi@@ense of pride

3 Feedback from Management

3 Training/Higher edocaipportunities

At time 2, the most frequent answers were:

Public Sector

Private Sector

1 Promotions/Career Advanceme

Opportunities

it Promotions/Career Advanceme

Opportunities

Nt

1 Financial Reward

2 Financial Reward

1 Fair treatment/equal treatment

2 Training/Higkgmcation opportunities

4 Good quality work

In comparing private and public sector at timeHg two most popular answers i.e.

Financial Reward and Job Satisfaction/Sense ofePaig the same for both sectors.

Feedback from Management is th€ Biost popular answer for the public sector and

Training/Higher Education Opportunities is the jaimost popular for the private sector.

In comparing private and public sector at timeh& two most frequent answers i.e.

Promotions/Career Advancement Opportunities andrgial Reward are the same for

both sectors.

In comparing the two sectors, there is a high degreconformity at both surveys.

There is however a change between time 1 and timdor2 both sectors.
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Promotion/Career advancement opportunities wasnnibte top three for either sector
at time 1 but becomes the most popular answer @ih Isectors at time 2. Fair
treatment/equal treatment becomes joint most pogatathe Public Sector replacing
Feedback from Management whereas Training/Higheicatbn opportunities is in

joint 2" place for the private sector.

Question 10 (eYVhat is the biggest mistake an employee can make?

At survey 1, the most frequent answers were:

Public Sector Private Sector

1Criticizing management 1 Financial errors

1 Not reaching targets

At time 2, the most frequent answers were:

Public Sector Private Sector

1Criticising management 1 Financial errors

1 Not reaching targets

In comparing public and private sector at timehkrée is a significant difference. In the
public sector the only answer with more than 10%redpondents is Criticizing
Management whereas in the private sector therénarevery different responses. This
is the same at time 2 with the same most frequesmanses.

In comparing each sector at time 1 and time 2 €zitig Management is the most
frequent answer for the public sector. Financiabrsrand Not reaching targets are the

most frequent answers for the private sector dt bote 1 and time 2.

In summary, for this question there is a signiftadifference between the two sectors at

both surveys. However there is consistency betwleetwo surveys for each sectors.

Question 10(fwWhich work problems (if any) can keep you awakgeight?

At time 1 and time 2 none of the answers for eitherpublic or private sectors reached

10% of the respondents.
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Question 10 (gWhat special terms or phrases are used here thaemployees would

understand? There were too many types of respdosess question to carry out an

analysis.

Question 10(hWhat type of people are most likely to advancekjyiin their careers here?

At time 1, the most frequent answers were:

Public Sector Private Sector
1 Confident individuals 1 Sycophants/yes men
2 People with good experience in area 2 Peoplegatd experience in area

3 Individuals with higher educatigrn3 Outspoken/assertive people

gualifications

At time 2, the most frequent answers were:

Public Sector Private Sector

1 Confident individuals 1 Sycophants/yes men

2 Individuals with higher educatigr2 People with good experience in area

gualifications

3 Sycophants/yes men 3 Outspoken/assertive people

In comparing the two sectors at time 1, the masfdent answer is different in both
cases as is thé®anost frequent answer. Th&%nost frequent answer i.e. people with
good experience in the area is the only common angwthe two sectors.

In comparing the two sectors at time 2, there &rag high degree of variation with only one

common answer i.e. Sycohants/yes men. In compaagh sector at time 1 and time 2, there
is a high degree of consistency. In the public@etto of the most frequent answers are
common at time 1 and time 2. In the private seatso two of the most frequent answers are

common at time 1 and time 2.
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Question 10 (iWWhat occasions or events are celebrated in thsnisation.

The most frequent answers at time 1 are:

Public sector

Private Sector

1 Christmas

1 Services for deceased colleagues

2 Promotions/retirements/departures

2 Christmas

3 Charity events

3Promotions/retirements/departures

4 Services for deceased colleagues

The three most frequent answers at time 2 are:

Public sector

Private Sector

1 Promotions/retirements/departures

1 Serviceddoeased colleagues

2 Services for deceased colleagues

2 Promotiomemants/departures

3 Christmas

3 Christmas

In comparing the two sectors at time 1, there isdgdegree of agreement in that two of

the most frequent answers are common to both sector

At time 2, the most frequent responses are the damboth sectors although in a

different order.

In comparing each sector at time 1 and time 2 etieeagain a good deal of agreement

in that for the public sector two answers are #i@es at time 1 and time 2 and for the

private sector, the three answers are the sanmeatltand time 2.

Question 10 (jWhat aspects of your work give you most satistecti

The most frequent answers at time 1 were:

Public sector

Private Sector

1 Seeing tasks through from start to fin

sh Seeing tasks through from start to finish

2 Doing a good job/completing tasks
efficiently

2 Dealing with the public/clients

3 Dealing with the public/clients

3 None of it/vdityle
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The most frequent answers at time 2 were.

Public sector Private Sector

1 Seeing tasks through from start to finjsh Seeing tasks through from start to finish

2 Dealing with the public/clients 2 None of it/vdityle

In comparing the two sectors at time 1 there ioadgdeal of agreement in that the most
frequent answer is common to both sectors and fvibeotop three answers are common to
both sectors.

In comparing the two sectors at time 2 there israla degree of agreement in that the
most frequent answer is common to both sectorscomparing each sector at time 1

and time 2 there is also a good deal of agreemneiiait each sector has the same most
popular answer at time 1 and time 2 and each safgorhas 2 common answers in the

most frequent answers at time 1 and time 2.

Overall conclusions on additional guestions

With regard to the open questions there is a gaad df agreement between the two
sectors at both time 1 and time 2. The only sigatiit difference is that for question 10
e, “ what is the biggest mistake an employee cakefnahere Criticising Management

is the most popular answer for the public sectdmad¢ 1 and time 2, yet not only is it

not in the top three 3 most popular answers foptivate sector at either time 1 or time
2.

7.3 Organisation Analysis

Each of the organisations, both private and pubdictor, were assessed against the
criteria of the FAS Excellence Through People (EBRndard at the same time as the
employee questionnaires were completed i.e. at lirawed time 2.

Using the Excellence Through People scoring catdhie organisations were scored by
the Excellence Through People Assessors on a pageemasis. The requirement to
attain ETP Accreditation is that an organisatiotl sdore 80% or more in each of the 6
sections. At time 1 all of the private sector ongations achieved ETP accreditation,
the overall scores being 91%, 92%, 93% and 95% thétaverage score of 93%.

At time 1 only one of the three participating Palfiector organisations achieved ETP

accreditation having an overall score of 87%, thieeo Public Sector organisations
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scored 76% and 81%, the latter organisation sc6@8¢l in one of the sections and did
not meet the required score of 80% in that sectiomo of the three public sector
organisations did not meet the required standatldisnsection i.e. Section 3 Review of
training. One of the organisations also failed ®eirthe required standard in Section 2
Organisation Training Plan at 68% and in Sectidm@glementation of Training at 77%.

The average public sector score was 81% at time 1.

The following are the results of the organizatiesessments against the criteria of the

Excellence Through People Standard.

Table 7.11 Summary of ETP Assessment Scores Poibtitor

Organisation| Organisation| Organisation| Mean  Public

Criteria 1 2 3 Sector
29 1 2¢ 2 1 2
Organisation plans and
1 | objectives 87 92 83 82 87 90 86 88
2 | Organisation Training Plan| 68 87 84 83| 9 890 80 87
3 | Review of Training 55 84 60 83 84 48 | 66 84
4 | Implementation of Training| 77 86 85 82 4 8 88 82 85
5 | Training Records 90 95 80 86 83 88| 84 90
Employee Communication
6 | and Involvement 84 88 82 88 92 94 8690

Total Score 76 87 81 84 87 90 8187
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Table 7.12 Summary of ETP Assessment Scores Praattor

Organisation Organisation Organisation Mean Private

Criteria Organisation 1 2 3 4 Sector

1st 2nd 1st "2 1st 2nd 1st 2nd 1st  2nd
Organisation plans and
objectives 95 100 96 97 95 96 91 94 94 97
Organisation Training
Plan 98 98 97 98 92 94 91 95 95 96
Review of Training 83 91 92 92 8892 85 92 87 92
Implementation of
Training 89 92 94 93 92 94 93 95 92 94
Training Records 100 100 98 100 100 95 85 100 96 99
Employee Communication
and Involvement 20 97 97 98 95 97 92 94 94 97
Total Score 92 97 95 96 93 95 9194 93 96
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Table 7.13 Comparison of Mean ETP assessment SkmorBsivate and Public Sectors

First A&ssment Second Assessment
Public Private Public Private
Criteria Sector | Sector Variance | Sector | Sector | Variance
Organisation
plans and 86 94 8 88 97 9
objectives
Organisation
o 80 95 15 87 96 9
Training Plan
Review of
. 66 87 21 84 92
Training 8
Implementation
o 82 92 10 85 94 9
of Training
Training
84 96 12 90 99 9
Records
Employee
Communication
86 94 8 90 97 7
and
Involvement
Total 81 93 12 87 96 9

In the first assessments the highest variation the Review of Training Section, which
had a private sector score of 87% against a pgklitor score of 66% and variance of
21%. This section measures the effectiveness afiriga and how it contributes to
organisation performance i.e. the value trainindsaib the organisation. In the second
assessments the variance reduced to 8%, an in@Ea%eto 92% for the private sector
and an increase of 18% to 84% for the public sector

In the first assessments the second highest \ariadiin the Organisational Training
Plan section which had a score of 80%, a variarice586. This section covers the
preparation of a training plan and the processldats to the development of a training
plan e.g. identification of training needs, emplygerformance planning and review
etc.

In the second assessments this variation reducéthtan increase of 1% to 96% for the
private sector and an increase of 6% to 87% foptli#ic sector.
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In addition to the above scoring the organisatalee received a detailed report after
each assessment which included a lists of strem@gttisreas for improvement which
the organisations could address after the firsgsssaent to enable them to prepare for
the second assessment which was due to take jft@esm fmonths later and after the
second assessment so that they could monitor m®grel also address any
improvements for the future.

The reports for each of the seven organisatiotimat1 and time 2 are included in
Appendix G. The following is a sample of the stridisgand areas for improvements

under the six sections of the standard.

Section 1 Organisational Plans and Objectives

Strengths:

The company has prepared a set of three yeargtratigiectives based on the
requirements and strategic trends of the five gegoorate strategic plan. Annual
marketing and operational plans are derived froensthategic objectives which are
prominently displayed. (private sector organisaf)

Plans are reviewed tri-annually at corporate lewel monthly by local management.
(private sector 4)

The plan is reviewed every six months at threel&gyeanagement, supervisory and
depot level. (public sector 3)

Areas for improvement

The unit should redraft objectives in the lightefédback from staff meetings. (public
sector 2)

All employees should be given the opportunity todimee involved in the review of the
business plan particularly at departmental leyeib(ic sector 3)

The potential benefits of ISO 9001 or Quality MaHould be examined as a control/

improvement tool for the department’s managemestesys. (public sector 1)

Section 2 Organisation training plan

Strengths

The organisation has a comprehensive policy onitrgiwhich is directly linked to its
strategic plans and ongoing priorities. (privatetce3)

The unit has a standard operating procedure foniigaand development which covers
the identification of training needs to meet thé@'smbjectives. (public sector 2)

The training manager reports directly to the chiafcutive. (private sector 2)
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Areas for improvement

Priorities are recognised but are not obvious étthining plan and the chief executive
does not formally sign the plan. (private sector 1)

Collect the total costs of training to more acaelsatost their true investment. (public
sector 2)

The Performance Management and Development Sys$teatdsbe fully and effectively
implemented. (public sector 1)

Section 3 Review of Training

Strengths

Training is evaluated on an ongoing basis throoghperformance, formal appraisal
and regular review meetings. (private sector 3)

The company uses various methods to validate titaiing including performance
appraisal, teamwork, job performance, evaluaticretd) written tests, pre course/post
course interviews and certification. (private sedfp

Assessments for training activities include inteand final examinations for the
induction course, behavioural assessments onisite,\skills audits at six-monthly
intervals, performance management reviews and ffarty assessments for some
programmes. (private sector 2)

Areas for Improvement

The division should develop a review methodologydabon the reaction to training,
learning gain, job performance and return on innesit. (public sector 3)

A standard operating procedure for reviewingirag effectiveness should be
documented. (public sector 2)

The training system should be reviewed regulaylyhe training and development unit
and the training and development committee to exalall aspects of course design,

delivery, evaluation and administration. (publictee 1)

Section 4 Implementation of Training

The training department delivers a range of intertraining programmes and
documented training programmes were available fogpragrammes which in general
conformed to the FAS QA 58/01 Standard. (privatéme?)

Written training programmes are available for adlirting programmes and these state
training objectives, which are linked to job perfance and are agreed with all
participants. ( private sector 1)

The company operate a FAS approved Apprentice in@i@entre. (public sector 3)

224



Internal instructors have been developed in tragkdits and the performance of both

internal and external instructors is evaluatedh®yttaining officer. (private sector 4)

Areas for improvement

FAS QA 58/01 be used to specify all training coarseth internal and external. (public
sector 1)

Internal trainers should complete a basic trainttai@er programme. (public sector 3)

Section 5 Training Records

Records of training and development are maintaifedall employees, these are
computerised and all employees have free accdabsito. (private sector 4)

Each employee has signed the relevant course tiahd&orms, field visit reports,

individual development plans, monthly records amhuel training sheets. (private

sector 2)

Areas for Improvement
All training records should be kept up to date bjpusector 1)
It is suggested that all employees be made awatkeofocation and content of their

training record. (public sector 3)

Section 6 Employee Communication and Involvement

Strengths

The company’s philosophy is that “ the key to sssads its people”, this is reflected in
a range of facilitative measures including teamw(@wkerybody is actively involved in
teams), a range of communication media is useagto one appraisal, meetings and
team briefings.(public sector 1)

The company utilises a formal scientific anonymuakies survey, which is scored by

an independent external source to obtain feedlbvack $taff. (private sector 2)

Areas for Improvement

Undertake a formal survey on employee attitudesltain objective feedback from
staff. (public sector 2)

Team briefing by managers be formalised as a megharmonising communications

between branches and sections. (public sector 1)
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7.4 Summary of results and conclusions

Hypothesis 1.

The implementation of the Excellence Through Pedpimework, which is
comprised of the human aspects of Total Quality Afgment, has a
significantly positive effect on the culture of argsations in the public and

private sectors.

For the public sector organisations surveyed, tiofethe four factors show a
significant increase in score between time 1 ame 2 and the fourth factor
i.e. Empowerment Culture shows an increase whichoissignificant, as a
result of the implementation of the Excellence Tigio People Framework.
The hypothesis is therefore accepted for publitoserganisations.

For the private sector organisations surveyed, edeerthere is a slight
difference in all of the dimension scores betweasretl and time 2 one of a
negative nature, however only one of these is ifsignt hence the hypothesis

is not accepted for private sector organisations

Hypothesis 2.

Implementation of Total Quality Management is eagsiethe private sector
than the public sector because the culture is poséive.

In all of the four dimensions at &ni, before the implementation of the
Excellence Through People Framework, the publidoselcas less positive
scores than the private sector. As the soft aspettsTotal Quality
Management, i.e. the people issues or culturalcispare a pre-requisite to
the implementation of the hard aspects of Total I[Quéanagement, e.g.
process management, quality planning, quality systetc. this hypothesis is

accepted.

Hypothesis 3.

Sector is the key driver in Fairness Culture aetitrand time 2
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In the regression analysis carried out on thelteatitime 1 and time 2 where
Fairness Culture was the dependent variable. A¢ firsector and Educational
level were the most significant independent vagabhnd most significant
independent predictors hence the hypothesis iepsed at time 1. At time 2
Sector was the most significant independent vagiabbld most significant
independent predictor. Therefore the hypothesastepted at time 2.

Hypothesis 4.

Sector is the key driver in Commitment Culturérae 1 and time 2.

In the regression analysis carried out where Comaemt Culture was the
dependent variable, at time 1 Sector was the mgsifisant independent
variable and most significant independent predicitverefore the hypothesis
is accepted. At time 2 there is no significant peledent variable and hence

the hypothesis is not accepted.

Hypothesis 5.

Sector is the key driver in Devetemt Culture at time 1 and time 2.

In the regression analysis carmed where Development Culture was the
dependent variable, both Educational Level anddsegere the significant
independent variables and the significant indepeingeedictors at time 1
hence the hypothesis is accepted for time 1.mM¢ 2, Sector is the significant
independent variable and significant independeadiptor and the hypothesis

is accepted.

_Hypothesis 6.

Sector is the key driver in Empoment Culture at time 1 and time 2.
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In the regression analysis carrietl where Empowerment Culture was the
dependent variable, Years of service was the sogmf independent variables
and significant independent predictor at time 1ldeethe hypothesis is not
accepted for time 1. At time 2, Sector is the digant independent variable
and significant independent predictor of Empowerm@ulture and the
hypothesis is accepted.

With regard to the fact that Years Sdrvice is a significant independent
variable which would correspond to age and the dsius scores are highest
at the youngest level i.e. under 25 years and tlemease steadily before
increasing to the second highest score at the tollgs i.e. 56 to 65 years,
whereas the reduction of scores is consistent ailiterature review carried
out by Colquitt, LePine and Noe (2000), the inceeassthis research for the
oldest age category is inconsistent with Colquittae (2000). A possible
reason for the increase for the oldest age categagybe a renewed interest in
learning as retirement nears or as employees mgetdmave the demands of

raising children.

Conclusions

The implementation of the Excellence Through Pedplemework has a

positive effect on the culture of organisationshitthe public sector.

The private sector organisations included in thevesuhad a better culture,
based on the Four Factor Framework, than the psklitor organisations in

the survey.

In three of the Four Factors, i.e. Fairness Cult@@mmitment Culture, and
Development Culture, there was a significant défere between the private
and public sector at time 1. In the fourth fact@. Empowerment Culture

there was an increase but it was not significant.
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8.1 Introduction

The objective of this study was to provide a deepeterstanding of how
implementation of total quality management is deleeh on the

organisational culture which exists in the orgamga and how

organisational culture may manifest differently thre public and private
sectors.

This chapter summarises the key findings of theaesh. It attempts to
outline how these findings make a contributionheadry. It also states the
limitations associated with this research and abemof areas which future

research can address.

8.2 Main findings

Hypothesis 1: The implementationhef Excellence Through People
Framework, which is comprised & ttuman aspects of Total Quality
Management, has a significantlyifpas effect on the culture of
organizations in the private andlmusectors.
It takes years rather than months to change areuWilliams, Dobson and
Walters, 1993; Dean and Evans, 1994; Crosby, 18&8dge this study which
measured culture on two occasions follow divided bynonths is not going
to see the full effect of a culture change programnithe fact that the culture
in the public sector changed so significantly shdhe scope for change
which existed within the public sector. For the lulsector organisations
surveyed, all of the four show an increase in steteveen time 1 and time
2, but only three of these increases are significas a result of the
implementation of the Excellence Through People memaork. The
hypothesis is therefore accepted for public semtganisations. Only one of
the seven organisations in the study, a publicoseatganisation, had a
decrease in the Empowerment Culture factor scoréneg 2, due it is

believed to a situation specific to that organwatilf that score had not
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reduced it is likely that the overall score woulvé increased significantly
and hence the hypothesis would have been accepted.

For the private sector organisations surveyed, @dgethere is an increase in
three of the factors scores and a decrease infdahe éactor scores between
time 1 and time 2, however only one of these irs@esais significant hence
the hypothesis is not accepted for private sectgarusations. In the
selection of the comparison group of private seci@anisations it was
decided to select recognised high performing oggiuns as suggested in
the literature. These organisations scored comsigtabove the mid point at
time 1 and hence it is more difficult for them tcose to improve
significantly on the high scores at time 1. Indetds also difficult to
maintain such high scores as is shown whereby amadss Culture factor
score for the private sector organisations showlght decrease which is

not significant. _However even with the significamtreases in public sector

scores and the slight changes , although ins@amf] in private sector

scores, between time 1 and time 2, the privateoseacbres are still higher

than the public sector scores at time 2 even tholglgap has reduced.

Hypothesis 2:

Implementation of Total Quality Negement is easier in the private sector
than the public sector becausectliiire is more positive.

In all of the four factors in time before the implementation of the
Excellence Through People Framework, the publitosdtas less positive
scores than the private sector and all of the mdiffees are statistically
significant. One of the reasons for the failuregality programmes are in
the soft or human side of quality management (Wsdkn and Fazel, 1995;
Ciampa, 1992). According to Ssalegna and Fazel5;188ani et.al., 1994)
the successful implementation of TQM requires thdldng of the
organisational culture around quality issues As s$bé aspects of Total
Quality Management, i.e. the people issues or rlltaspects, are a pre-
requisite to the implementation of the hard aspeaftsTotal Quality
Management, e.g. process management, quality pigniuality systems

etc. this hypothesis is accepted.
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Hypothesis 3: Sector is the keyeirin Fairness Culture at time 1 and

time 2.

In the regression analysis carried out on thelteatitime 1 where Fairness
Culture was the dependent variable, both Sectoreahatational level were
significant independent predictors. Therefore tiggadthesis is accepted. At
time 2 Sector is the sole significant independergdigtor hence the
hypothesis is accepted. According to Jenkins anoleP(1999) there are
differences between the private and public seatothe area of human
resource policies and in the type of managemené stgerating, a more
traditional style operating in the public sectohidsTis linked to Fairness

Culture.

Hypothesis 4: Sector is the keyeirin Commitment Culture at time 1 and
time 2.
In the regression analysis carried out where Comenit Culture was the
dependent variable, Sector was the significantpaddent predictor at time
1, but there is no significant independent variadietime. Therefore the
hypothesis is accepted at time 1 but not at time 2.

Hypothesis 5: Sector is the keyeirin Development Culture at time 1
and time 2.

In this case both Sector and Edanat level are the significant
independent predictors at timedct8r is the significant independent
predictor of Development Cultatdime 2. Hence the hypothesis is
accepted at time 1 and 2.The OEZID) report on the public sector in
Ireland states that further actinaed to be taken in the area of human
resources and in changing the biebmawf employees which is linked to

Development Culture.
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Hypothesis 6: Sector is the keyeirin Empowerment Culture at time 1
and time 2.

In the regression analysis carriatlwhere Empowerment Culture was the
dependent variable, Years of service is the sicgmii independent predictor
at time 1 hence the hypothesis is not acceptedirfer 1.Years of Service
would correspond to age and the factor scores iglee$t at the youngest
level i.e. under 25 years and then decrease sydaglibre increasing to the
second highest score at the oldest age, i.e. S&8btgears. Whereas the
reduction of scores is consistent with a literatuggiew carried out by
Colquitt, LePine and Noe (2000), the increase is tbsearch for the oldest
age category is inconsistent with Colquitt et 2000). A possible reason for
the increase for the oldest age category may baewed interest in learning
as retirement nears or as employees no longer th@vdemands of raising
children. After the implementation of the Excellen@hrough People
Framework, at time 2, Sector is the significantejpehdent predictor of
Empowerment Culture and the hypothesis is accep#dlack of
understanding within public sector organisationgadidition to contentment
to work and to rules and regulation and the lackirofe and motivation to
improve makes the TQM process more difficult andiaates a lack of
Empowerment Culture. There is a complete contrastden the public and
private sector organisations in that there wagyaifstant difference in the
scores for factors 1, 2, 3 but not for factor 4 the public sector
organisations and the complete reverse for theaf@igector organisations
l.e. a significant difference for factor 4 but rfor factors 1, 2, 3. More
detailed analysis shows that all private sectoawigations improved their
score in the Empowerment Culture factor possiblyabse of the emphasis
placed by the Excellence Through People Standartthe@alevelopment and
communication and involvement of people. The fakattonly one
organisation of the seven surveyed had a reducexte séor the
Empowerment Culture Factor supports the view thate may have been a

specific difficulty in that organisation.
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This research has made a contribution to the utadef;ig how the
implementation of Total Quality Management is dejmit on
organisational culture within both private sectondapublic sector
organisations. The development of a new Four FadWodel of
Organisational Culture as outlined in Table 8.1a significant contribution
to the literature in that it outlines four diffetefactors of organisational
culture and also provides the methodology for meaguculture in
organisations against these four factors. This oreasent can be used to
compare organisational culture in different orgatians or sectors or could
be used by an organisation at the beginning ofirtidementation of total
guality management or indeed any change progratommeasure its culture
under the four factors and then focus its actionaddress areas which have
been identified. Because of the range of orgamisatsurveyed in both the
sample of private sector organisations and puldios organisations the
findings are applicable to the broader public se@ond private sector
populations.

Table 8.1 Four Factor Model of Organisational Cnatu
Factor 1 Fairness Culture

Factor 2 Commitment Culture

Factor 3 Development Culture

Factor 4 Empowerment Culture

The findings show that the implementation of thecdélbence Through
People Framework has a positive effect on the wmulf organisations
within the public sector.

The private sector organisations included in thevesphad more positive
scores based on the Four Factor Framework than pti#ic sector
organisations included in the survey.

In all of the Four Factors (Fairness Culture, Cotmment Culture,
Development Culture and Empowerment Culture) theas a significant
difference between the private and public sectbtisre 1.

In the hypotheses 3 to 6, which is identifying ke drivers in changing the

dimensions between time 1 and time 2, Sector ieethe sole key driver or
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is a joint key driver in three of the four factaistime 1. Educational level is
a joint key driver with Sector in two of the facdoat time 1 and Years of
service is a sole key driver in one factor at time

At time 2 sector is the key driver in three of thetors and none of the other
independent variables are key drivers for any efféttors.

The fact that Educational level is a joint key @rivfor two factors, i.e.
Fairness Culture and Development Culture at timedy be influenced by
the fact that as a result of their education, imtligls have the confidence to
consider both themselves and their contributiobegmf value and managers
have the confidence to seek the views of their egygas without feeling
threatened or undermined. The fact that Years ofiGeis the key driver

in the change in Empowerment Culture and as prelyostated the scores
reduce with age, youngest employees scoring higaedtthen the trend
reverses at the oldest aged category, indicatirej geople are more
interested in development and involvement at a goage and then the
interest resumes at the oldest age category wiggridnals wish to make up
for lost development opportunities, are nearingrgetent or are free from
the demands of children

The implementation of the Excellenterough People Framework has
reduced the significant difference which existedween the private and

public sector organisations in each of the fouturel factors.

8.3 Comparison with previous resear ch

8.3.1 Research carried out in Irélan

A National Survey was carried outlialand in 2003 to seek employee
views on a range of topics affecting the workplaoth at present and in the
future and was titled The Changing Workplace: Av@yrof Employees’
View’'s and Experiences (O’Connell, Russell, Willigmand Blackwell
2003).

The key findings of this report are

1) there are low levels of infornaatiand consultation with employees,
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2) there is evidence of an oppottasidivide in the workplace linked to
educational attainment and social class,

3) there is evidence of significkvels of pressure and stress and

4) the results indicate there is mticat organisations can do to manage
change in a positive manner

The current research is consisteith Vinding 1) with regard to the
Development Culture Factor particularly with regeodhe public sector.

The current research is also coasiswith finding 2) with respect to the
Fairness Culture factor particularly with regardhe public sector.

There was no emphasis on pressudesaess in the current research so
there is no possible comparison with finding 3).

The current research is consistettt finding 4).

Some specific comparison are ag¥at

The findings in this study showedjH@r scores on job satisfaction for
private sector employees in both time 1 and tina¢tf®ugh the gap reduced
between the 2 surveys. The O’Connell et al (20@8yeyy showed higher
scores for public sector employees. The differenag be caused by the fact
that the O’'Connell et al. (2003) included a widaenge of private sector
organisations than did the current research whachitientified good private
sector organisations so that the public sector rosgdons could be
compared to organisations implementing good antfrastices.

The findings in this study showed that high scaregob satisfaction had a
correlation with education level and O’Connell ¢t(2003) survey also
showed correlation with education level, the higlezkication level scoring

highest.

8.3.2 Other public sector- private sector research

Wimalasiri (1993) compared public and private seorganisations under a
number of heading where some were similar to tlhe factors used in the
current research. In comparing Attachment (which &iailar components
to Commitment Culture) in private and public seaboganisations shows

higher scores for private sector organisations thamblic sector
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organisations, and 47% of private sector employegsessed neutral or
negative attitudes compared to 67% of public seaorployees. In
comparing Reward for Performance (which has simdamponents to
Fairness Culture) in private sector and public @ecdrganisations again
shows private sector organisations scoring higgued, 62% of private sector
employees expressed neutral or negative attitudgaced to 73% of public
sector employees$n comparing Structure (which has similar composaeat
Development Culture) in private and public sectogamisations again
private sector scores higher, and 76Pfrivate sector employees expressed
neutral or negative attitude compared to 81% oflipigector employees. In
comparing Supporting Environment (which has simitamponents to
Commitment Culture) in private and public sectogasrisations again
private sector scored higher, and 30% of privattoseemployees expressed
neutral or negative attitude compared to 50% ofipector employees

In all of the above areas the private sector scareshigher than the public

score which is consistent with the current research

8.3.3 Research carried out usin@tBeémension Framework

Research carried out by 9 Factorsrivational (2003) shows higher scores
for Private Sector Organisations than Public Se€iayanisation (source 9
Factors International 2003) see figure 8.1. A diedadirect comparison is
not possible in that some questions have been edasmce the original
questionnaire on which this research was based.

A summary of this research is as follows:
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. Figure 8.1 Comparison of Private and Public gectcores

—e— Private Sector

—u— Public Sector

Average Score Public Sector = 2.7

Average Score Private Sector = 2.9

Analysis of the scores in the 9 Beinternational (2003) findings revealed

that the private sector consistently outperformieel public sector in the
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following key areas which are linked to the dimensi of Cartwright (1993)

and the factors of the current research.

» Greater confidence in business management. (fa@tibn dimension/ no
principal component of culture)

» Greater commitment to overall aims and objectifi@estrumentality/ no
principal component of culture)

» Encouraged to learn from mistakes (Rationalityy@&epment Culture)

» Corporate loyalty (Identification/ Commitment Gurig)

» Corporate belonging (Internalisation/ Commitmentt@e)

The key dimensions according to Cartwright (1993 ddentification,
Instrumentality, Rationality and Internalisation iatn with regard to the Four
Factor model of this research link to Commitmentit@e and Development

Culture.

In the current research the areas where the pre@teor outperformed the

public sector at time 1 were as follows:

pay and conditions (Equity/ Fairness Culture)

reality with external image (Identification/FaisseCulture)

Recognition and rewards for efforts made (Equisifiess Culture)

Degree of confidence in company and managementt{fdation/ no
principal component of culture)
The key dimensions here according tav@aht (1993) are
Identification and Equity and whichtlvregard to the Four Factor model of
this research link to Fairness Caltur

In the current research the areas where the preeteor outperformed the

public sector at time 2 were as follows:

» Pay and conditions (Equity/ Fairness Culture)
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Degree of confidence in company and managememntifccation/ no

principal component of culture)

Recognition and rewards for efforts made (Equtgitness Culture)

External image (ldentification/ Fairness Culture)

Satisfaction by voicing criticisms and grievangggjuity/ no principal
component of culture)

The key dimensions here according to Cartwrigh®98) are again
Identification and Equity and with regard to theuFd-actor model of this

research link to Fairness Culture, as was the atsme 2.

Areas of comparison

So in comparing the current research at both tinaed 2 with the 9 Factors
International (2003), for the 9 Factor Internatioresearch which was carried
out in the UK the biggest differences were in elsions Identification,
Rationality, Instrumentality and Internalisationhigh link to Development
Culture and Commitment Culture. Whereas the curresearch which was
carried out in Ireland the differences were the iigand Identification
dimensions which link to Fairness Culture at bathet 1 and time 2. A
possible reason for the variation between the twdiss is that the UK public
sector is more advanced both in time and in pregresgarding its
modernisation programme than is the case in Irefardtithat the element of
the Fairness Factor culture have been addressditeitUK but not yet in
Ireland alternatively possibly some of the UK enygles’ perceptions on the
elements of Fairness Culture may have changed.

Public sector respondents in the 9 draletternational (2003) study reported
significantly more positive findings than thosethre private sector, in the

following areas:
» Greater sense of pride in work (Instrumentalityfr@atment)

* Good team spirit within departments (Group Dynan@csnmitment)

* Work considered to be more worthwhile (Internal@aCommitment)
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In the current research the questions with the lestatifference at time 1
between public and private sector, private secbarisg highest, were as

follows:

. Employees were encouraged to meet customer regemtsm
(Instrumentality/Empowerment Culture)

. Managers deal with mistakes in a fair manner (Raity/
Development Culture)

. Meetings are effective and of value to the orgaimegGroup
Dynamics/Empowerment Culture)

. Employees are responsible for their own quality pedormance

(Development/Empowerment Culture)

The questions with the smallest difference at tinbetween public and

private sector, private sector again scoring higlvesre as follows:

. Employee’s personal expectations are fulfilled fribvair work
(Instrumentality/Commitment Culture)

. Meetings are effective and of value to the orgamag Group
Dynamics/Empowerment Culture)

. There is a clear relationship between employeesk\wod the
organisation’s goals and objectivéssttumentality/no principal
component of culture)

. Employees are encouraged to meet customer requiteme
(Instrumentality/Empowerment Culture)

. Information is provided to employees regardingdhganisations

future plans and policies. (Ratiotydbevelopment Culture)
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Areas of comparison

The smaller differences in the current findinggiete 1 and time 2 do not
correspond to the 9 Factor International (2003)eResh.

In the 9 Factor International research the smatiggtrences were in the
dimensions Instrumentality, Group Dynamics whichlatee to the
Commitment Factor. In the current research at tilnethe smallest
differences were in the dimensions InstrumentaRgfionality and Group
Dynamics which relate to Empowerment Culture angdbmpment Culture
and at time 2 the smallest differences were indiheensions Instrumentality
and Group Dynamics which both relate to EmpowernGarture.

So the smallest difference for the 9 Factor Inteonal is Commitment
Culture and for the current research is Empowerm€niture and
Development Culture at time 1 and Empowerment Celléd time 2.

In comparing the two studies the 9 Factor Inteomati Study reveals the
most positive elements of the public sector conghéwethe private sector as
being in the Commitment Culture Factor which ieresting as the biggest
differences between the public and private sectais are in the
Commitment Culture Factor. In the current resedhnehsmallest difference
between public and private sector at time 1 weeeEBmpowerment Culture
Factor and the Development Culture Factor and rae t2 the smallest
difference was the Empowerment Culture Factor. ©honsistent with the
fact that there was a significant change in the &wgyment Culture for the
private sector between time 1 and time 2 but notHe public sector which
was in contrast to the fact that there were sigaift differences for the other
three factors between time 1 and time 2 for thdip@ector. As previously
stated in is believed that this was due to spegBtes within one of the
public sector organisations in the study.

In the additional questions used to complemenB8thdimensional questions
there is a high degree of agreement between thatprand public sectors.
Whereas the literature indicates a higher degreteoision making at lower
levels in an organisation in the private sectontki@e public sector and a

higher level of flexibility in the private sectdran the public sector, this was
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not evident in the research findings. The literatatso indicates a higher
emphasis on improvement in the private sector thanpublic sector, and
whereas this is borne out in the research the le/&@nprovement in the
public sector was higher than expected. It is ssigge that this is an
important contribution to the literature and isiadication of the degree of

change that has occurred in the public sectordarneyears.

8.4 Contribution to theory

This study contributes to theory under three heggjintotal quality
management theory, organisational culture theary,mublic sector theory.
Total Quality Management Theory: From the literatitris concluded that
there is no accepted definition of quality or totmlality management or
what are the elements of total quality managemH#nst research suggests a
definition of total quality management and proposesodel of total quality
management which builds on the literature in thisagparticularly the 10
factor model developed by Black (1993), the 10dachodel developed by
Saraph et al (1989) and the 5 factor model develdyyeMann (1992). The
proposed model is a comprehensive model of totalitgumanagement
comprising 10 dimensions which incorporate the wokkhe main quality
gurus. The research sets out to address what tératlire regards as a
predominant cause for the failure of quality prognaes i.e. the lack of
attention to the human side of quality programmes people issues and
identifies an approach to addressing these isuesresearch also sets out
to address a gap in the literature in the areauafity culture particularly in
the public sector. The support for hypothesise2, organisational culture in
the private sector is more positive than the pudictor and hence is more
favourable to the introduction of total quality magement ,contributes to
the literature which states that the soft aspeetscultural issues must be
addressed before the hard aspects of TQM i.e.ndewctation, measures and
controls, can be implemented (Imai, 1986; Wilkinsdral, 1992) and the
study builds on these views by the provision of ramework which

addresses the people aspects in a structured sy&tematic manner.
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Whereas there is significant literature availabégarding total quality
management in manufacturing industry and to a tesgeent in private
service industry, the extent of the literature otalt quality management in
the public sector is limited and this study conités to the literature in this
area. The study also builds on the work of the iguglrus, most notably
Deming by the provision of a framework which addessthe people aspects
of Deming’'s 14 points i.e. constancy of purposduoation, training,
methods of supervision, remove barriers, and dvivfear.

Public Sector Theory: From the literature it is coded that there are very
different and opposing views regarding what is ltleet approach to public
sector management. It is concluded that approadfe#eeen the two
extremes and which combine the best features &f &dremes are the best
approaches for the public sector to adopt. Suchoagpes incorporate a
number of the elements of total quality managenasmt as the research
proves that cultural or people issues must be adddiebefore total quality
management can be introduced in the public settterresearch contributes
to the literature by emphasising the importancepebple issues in this
regard and by identifying a mechanism to addressethissues. The support
for hypotheses 3,4,5,6 makes a significant coutioln to the literature by
outlining the significant differences between thiblc and private sectors in
From their research Sotirakou angpoel (2004) state that there is little
evidence on how to pursue public sector moderwisauccessfully and this
study suggests a framework to assist in this regarfdcusing on the human
resource area. This research describes 5 of thecopsnon approaches to
the modernisation of the public sector which arefad®ws; New Public
Management (Hood, 1991), New Public Service (Dedlthand Denhardt,
2000), New Public Administration (Fredrickson, 1996A Public Service
System for the 21 Century (Ingraham, Selden and Moynihan, 2000), and
Reinventing Government (Osborne and Gaebler, 199®)ereas these
approaches differ in many core issues e.g. theabgovernment, to whom
are public servants responsible, the mechanismsatiieving policy
objectives etc however a common feature in allhesé approaches is the

key aspect of the management of human resources.stidy builds on
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each of the 5 approaches outlined and makes disagrticontribution to the
literature by proposing a framework which addresfes management of
human resources.

The research also builds on the stcalyied out by McAdam, Reid and
Saulters (2004) which demonstrated improved lewélperformance when
quality frameworks were applied within public sectorganisations by
proposing a framework to address the people aspact®tal quality
management which are a prerequisite to the fulllementation of total
quality management (Imai, 1986; Wilkinson et al92p

Business Excellence Models like BEEQM Excellence Model recognises
the importance of the people aspects of organisatio that of the 50% of
marks allocated to enablers 19 % relate to peggpects and of the 50% of
marks allocated to results 9 % relate to peopleessOverall 28% of the
total marks relate to people aspects and it is pedethat this level of
marking is correct, to reduce it would under value contribution of people
to organisations and to increase it would undeuevdhe other functions of
organisations like finance, marketing, product digwment etc although
people make a significant contribution to the dffemess of these
functions. However the contribution which this r@sfh makes is with
regard to the sequencing of the actions specificaljarding addressing the
people areas early in the implementation plan. As a result of the
research two models of the private and public secioe proposed which
compares the two sectors under the three main alsnoé the Excellence
Through People Model i.e. planning, training andvelepment, and
communication and involvement and links to the eghtin which both

sectors operate. These models are outlined indg8r2 and 8.3.
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Figure 8.2 Model of Public Sector Activities

Context

Planning.ack of individual accountabily
Lack of strategitanning

Customer

History of low level afdining
Not strategically focused

Training
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Commuimicat Top down
and involvement Hierarchjeal

Job Security

Figure 8.3 Model of Private Sectatigities

Context

Individual Accountability
Strategic planning

d Plam

Tmaig and development Customer
with strategic fisc Focused

Training

Competitio

Continuoys Communicatio Top down
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Horizontal

Teamworking

Lack of
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Organisational Culture Theory: From the literatiins concluded that there
is no accepted definition of organisational cultagr is there an accepted
method of measuring, changing or managing orgaaisat culture. This
research adopts an approach from the literatureichwhdentifies 9
dimensions of culture, based on the views of engdeyand complements
this with an organisational measure i.e. a natigtahdard for human
resource development, the Excellence Through Pebmenework. The
study builds on the 9 dimensions identified by @aght (1993) and
proposes a new Four Factor Model of Organisatidbalture which is
outlined in figure 8.1 describes how each of thairFdimensions have
changed as a result of implementing the Excellembeough People
Framework. The Four Factors are Fairness CultunehMocuses on what
employees regards as fair treatment from the osg#on and includes
elements such as respect, trust, fair treatmeobgretion and rewards etc.
Commitment Culture looks at how the employee rslatethe organisation
in areas like pride, satisfaction, fulfilment ofrpenal expectations, loyalty,
sense of belonging, good working relationships Btevelopment Culture
looks at employees getting feedback from manadens, mistakes are dealt
with, management style, information provided to &yees, positive
attitude exists to the development of employeesl arovision of good
education and training.

The Development Culture is similar to the concefttioe Learning
Organisation as outlined by Senge (1990). EmpowetrGelture includes
employees being encouraged to meet customer regemts, employees
being responsible for their own work quality andfpenance, employees
are encouraged to work on own initiative, and thgenisation is dedicated
to high quality standards. The Empowerment Culiarsimilar to a total
quality culture. The study also builds on the Orgational Culture
Inventory developed by Cooke and Szumal (2000) simolws how the
Excellence Through People Framework changes amisag@nal culture

from what they classify as a passive defensiveupellinto a constructive
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culture. The study also supports and builds on dight conditions for
transformational change outlined by Schein (1999).

The support found for hypothesis 1 i.e. The immatation of the
Excellence Through People Framework, which is caseprof the human
aspects of Total Quality Management, has a posdifert on the culture of
an organisation, shows that the implementationmdtaonal human resource
standard i.e. Excellence Through People is a meésimarfior changing
organisational culture in a structured and quaatil®é manner.

all of the four factors of cultufehese hypotheses are as follows;

Hypothesis 3, Sector is the keyeirim Fairness Culture at time 1 and time
2. This is consistent with the findings of WimatagL993).

Hypothesis 4, Sector is the key@riv  Commitment Culture at time 1 and
time 2.

Hypothesis 5, Sector is the keyelrim Development Culture at time 1 and
time 2. This is consistent with the findings of Vlasiri (1993).

Hypothesis 6, Sector is the key elriin  Empowerment Culture at time 1
and time 2.

Because the measurement of culta® nepeated after 15 months the extent
of the change in each of the Four Factors duedartiplementation of the

Excellence Through People framework adds to tleedlitire.

10.5 L imitations of theresearch

Whereas a number of key conclusions have been ssfodlg drawn from this
study however it is important to recognise at gtmge that for a number of
practical reasons there were a number of limitatiton the research. These

limitations were as follows.

247



8.5.1 Research methodolpghhe process of the research was primarily

posivitist with a phenomenological process witharelgto the organisational
analysis. This approach of using a combinationppf@aches is recommended
in the literature and if the research was beingeaggd a similar approach
would be used. A number of questionnaires were idersd to obtain the
views of individual employees and whereas the Qagtw approach was
selected based on the literature it may have bepefizial to have field tested
a number of questionnaires before selecting a mddkereas the Cartwright
model has been operating for a number of yearsgpilynin the UK it may
have been beneficial to have pilot tested it iruenber of public and private
organisations in Ireland before the research consewerparticularly as the
scoring system had been modified and because a eruwibadditional,
primarily open, questions had been added. The iaddif the additional
guestions was not totally successful and in thee aafsone question the
response were so diverse that it was not possthlandlude them in the
analysis. For some other additional questions ¢éspanse rate was very low
in that many respondents did not answer the questiadhe questionnaires
had been piloted in a number of organisations tipesblem may have been
identified at an early stage and corrective actionld have been taken. By not
addressing this issue an opportunity to have obthipossibly valuable
information was lost. Although the Cartwright models selected it may have
been beneficial to have used 2 different questivasan the research and to
observe how the 2 measures of organisational euttad changed following
the introduction of the Excellence Through Peopdenework.

8.5.2 Sample selectetdihe research covered 3 public sector organizatiath

a sample size of 113 employees and a control gadug private sector
organizations with a sample size of 75 employaewoluld have been better
with a larger number of both private sector andlipigector organizations and
a larger sample of employees. As the public sastso diverse it would have
also been beneficial to have a broader spread lolicpsector organizations,
for example large public sector employers like Hiealth Service and the
Education Sector are not included in the study.ardigg the number of

employees surveyed, there was a larger number plogees surveyed at
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stage 1 than stage 2, this was because some emepldyad left the
organizations between stages 1 and 2 and some wseglowho had
participated at stage did not participate at stagdf the study was being
repeated a larger number of employees would hage barveyed to allow for
the fallout of employees and a larger number ofanizations would have
been sampled both to get a broader spread of aag@ms particularly as the
public sector is so diverse and also as a precautidthe event of one of the
organizations closing down. There was also an isgwreby six of the seven
organisations had a significant increase in the @mgoment Culture Factor
score between time 1 and time 2 and the seven@mma&tion actually had a
reduction in the score between time 1 and time Rhvpossibly resulted in
the increase in the combined public sector notdaimd hence the hypothesis
not being accepted. It is believed that specifisués in the seventh
organisation may have affected the result and ifamer sample of
organisations had been surveyed this problem magy been avoided. There
was also a significant difference with regard te thake up of employees in
both the private sector and public sector samfles.public sector sample has
more females 46 % to 23% in the private sectorpda, is older i.e. 70 %
over 35 years to 40 %, has longer service 89 9% baer 5 years service to
49 %, have a lower level of education 40 % havehdrigthan leaving
certificate to 55 %, and have slightly higher levef employees i.e. 23 % in
management or supervisory positions to 20 %. Howavédnave tried to get
similar profiles of employees would have invalidhtBe random nature of the
sample and it would not have reflected the ovgraflulation of the different
sectors. It was originally thought that the differgoopulations may have
influenced the results, particularly the large nembf females in the private
sector sample, however the regression analyseg 8tai sector rather than
gender, age, education, length of service or wookitpn is the most
significant independent variable. The study wdsraitudinal study which
took place at two stages separated by a 15 motdtvat and a limitation was
that the study stopped at stage 2 and hence thaedata to indicate whether
the improvement trend between stage 1 and stageudvave continued. It
would have been beneficial to have had a stages8dadf the improvement in

culture observed at stage 2 continued and if schat rate of improvement. It
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would also have been interesting to see if therauldvahave been a
disimprovement which could have meant that cultumgroved after
implementing the Excellence through People framé&wut then reverted to
its original level and if so what factors reducedcore.

Another limitation could be the factatithe majority of the data came from
the same source i.e. from the employees in the fofnguestionnaires.
However it is considered that this has been adddegough the Excellence
Through People assessments which are carried outdependent assessors
from outside the organisations and who uses a rdetbgy of interviewing
employees at all levels within the organisation aasbessing a written
application of the organisation against the crter the standard. The results
of the Excellent Through People assessments wardasito the employee
guestionnaires in that the private sector scorghdriat both time 1 and time 2
and that the difference was lower at time 2 du¢h®improvement of the
public sector scores.

Another limitation could be that theadlge in organisational culture did not
result from the implementation of the Excellenceoliygh People framework
but from external factors e.g. economic climategevanegotiations, union
agreements, public sector modernisation progranfmer to the conducting
of this research the economic climate in Irelandd henproved quite
significantly over previous years and this trenchtoauied after the research
was completed. If this improvement had only comneenduring the 15 month
interval between the two surveys it is accepted tthe economic climate may
have had an influence on the results but this wastire case and it is not
believed that the economic climate influenced #saults and indeed it is likely
that if the economic climate were to influence tasults it would be for both
the private and public sector employees. With r@garwage negotiations, all
public sector employees and most private sectorlegreps are covered by
national wage agreements. A comparison of publd @nvate sector wages,
referred to as public sector benchmarking, whicbwsdd that private sector
pay exceeded public pay was published after trearel was carried out. This
is consistent with the Fairness Culture factor Wwhiad one of the largest
variations between public and private sectors #t bme 1 and time 2 and the

guestion with the highest variation within the Rass Culture factor was,
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comparison of pay and conditions with other orgaimss. So it is unlikely
that wage negotiations affected the results nogedddid union agreements as
all the 3 public sector organisations had uniond arof the 4 public sector
organisations had unions. With regard to publictaemodernisation it is
accepted that a number of the aspects of the puskeltor modernisation
programme are similar to the Excellence ThroughpReBramework as they
are both based on best human resource practice,baesiness planning,
communication and involvement of employees, trgnand development.
However the public sector modernisation programmas m the early stages
of implementation and had not been fully imbeddeitha@ time of the research.
For example two of the three public sector orgdmaa had not commenced
the introduction of performance management and okiger had only
commenced the initial stage i.e. the setting ofjdts. Another example was
that only one of the three public sector organsetihad commenced the
partnership process which is an agreement betwesragement and unions
within the organisation. Whilst it is accepted tltagere are common areas
between the public sector modernisation and thesllerece Through People
framework it is suggested that the Excellence TghoReople framework is an
effective mechanism for the implementation of tlkenlan resource aspects of
the public sector modernisation programme. It iselbed that as the public
sector modernisation programme was in the earlgestahat it did not
influence the research and indeed some of the gudalctor organisations
involved in the research believed that the ExcekerThrough People
framework would help them to implement the publecter modernisation
programme. A further limitation of the research Idobe that in order to
conclusively state that it was the implementatiérihe Excellence Through
People Framework rather than the public sector mmiskgtion programme
which influenced the results would have been tolement the Excellence
Through People Framework in some public sector rosgéions and not in

other public sectors and to compare the results.
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8.6 Areasfor further research

This research considers the question itn@lementation of Total Quality
Management is made easier by a positive organmstmulture. It proves that
organisational culture in the public sector is Ipssitive than organisational
culture in the private sector and a common vietheliterature states that the
soft aspects i.e. people issues/culture, mustdaeeased before the hard
aspects of total quality management i.e. procedurgsecifications,
measurements can be successfully implemented.rébearch stops with the
improvement of the soft aspects i.e. culture, feifgy the implementation of
the Excellence Through People Framework, additiangs of research could
be the study of organisations who have addresskarauissues through the
Excellence Through People Framework or comparatamdworks, and to
compare their implementation of Total Quality Maeagnt against a control
group who are introducing Total Quality Managemensithout firstly
addressing the cultural issues. Another area efarel could be a comparative
study of private and public sector organisationgheimplementation of both
the soft and hard aspects of Total Quality Managgmi might also be
beneficial to include the not for profit or thirécor in a comparative study
with the public and private sectors whereby orgaiosal culture in the three
sectors could be compared and contrasted. Thenatienal Organisation for
Standardisation (ISO) has recognised the importaht¢ke people aspects of
qguality management systems and a new ISO doduntgied Quality
Management Systems-Guidelines for the Participatiod Competences of
People is currently in the process of being draéied will be introduced in
2011 and will be known as ISO 10018.The purpos¢éhisf document is to
provide guidance to an organisation in maximizimg tnvolvement and
contribution of people through the management obpje aspects and
organisational competence. This guidance lead$aoeffective interaction
between people and processes that improves orgjanelgperformance to the
mutual benefit of the organisation and it peopleu8e ISO, 2007). It would
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be beneficial to measure the culture of an org#oisdoth before and after
these guidelines are implemented. Another areatafd research could be the
implementation of a Quality Management Systemi$&@ 9001:2000 or Total

Quality Management in an organisation which haslemented ISO 10018

and compare that to the implementation in an osgion that has not

implemented ISO 10018.

8.7 Conclusions of thisresearch

This research concludes that the medattors are key elements in the
introduction of quality management systems intoaargations. This is
particularly so in the case of public sector orgations because they are less
positive than public sector organisation in pedptors including the area of
organisational culture. As a result of this resea@mew Four Factor Model of
Organisational Culture which comprises Fairnesstutel Commitment
Culture, Development Culture and Empowerment Celthas been developed
which will help organisations to measure organisetl culture before any
change programme is implemented and will also essibe design of change
programmes to meet the specific needs of individugdnisations. It will also
enable organisations to measure if and how orgammsd culture changes
during the implementation of a change programme.

The need to change or modernise thdigoabctor is well accepted in most
countries. However the success in achieving mosation is quite varied as
are the approaches used. This thesis proposegeavaah either on its own or
in conjunction with a cultural assessment whichvles a framework for

implementing change in the public sector.
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Appendix A




Descriptive Statistics for Time 1 Factors

SECTOR

Table 1.1

Descriptive Statistics for Public Sector
Variables N Minimum Maximum Mean Std. Deviation
Fairness 98 1.10 7.00 3.8510 1.34542
Culturel
Commitment 109 1.00 6.88 4.3555 1.40458
Culturel
Development 105 1.25 7.00 4.7560 1.33310
Culturel
Empowerment 109 1.00 7.00 5.3104 1.11191

Culturel




Table 1.2

Descriptive Statistics for Private Sector

Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 72 1.50 7.00 5.2056 1.20957
Commitment Culturel 73 3.13 7.00 5.5548 .88804
Development Culturel 72 2.00 7.00 5.4514 1.19446
Empowerment Culture 73 3.67 7.00 5.8790 .86436
GENDER

Table 2.1

Descriptive Statistics for Males
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 100 1.50 7.00 4.6660 1.45694
Commitment Culturel 106 1.50 7.00 4.9811 1.32947
Development Culturel 105 1.25 7.00 5.1262 1.35513
Empowerment Culture 107 2.00 7.00 5.5748 1.06380

Table 2.2

Descriptive Statistics for Females
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 70 1.10 6.90 4.0800 1.37962
Commitment Culturel 76 1.00 7.00 4.6349 1.37519
Development Culturel 72 1.25 7.00 49115 1.26617
Empowerment Culture 75 1.00 7.00 5.4867 1.04722




Table 3.1

Descriptive Statistics for age ‘under 25’

AGE

Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 25 1.50 6.70 5.2080 1.11539
Commitment Culturel 25 250 7.00 5.5300 .95489
Development Culturel 26 2.00 6.88 5.6875 1.23908
Empowerment Culture 26 4.83 7.00 6.2308 .64304
Table 3.2
Descriptive Statistics for age ‘26-36’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 48 1.60 6.80 4.2146 1.44310
Commitment Culturel 52 2.00 6.88 4.4904 1.30817
Development Culturel 50 2.63 6.75 4.9250 1.09206
Empowerment Culture 51 3.00 7.00 5.5458 86736
Table 3.3
Descriptive Statistics for age ‘36-45’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 57 1.60 7.00 4.3632 1.29857
Commitment Culturel 59 1.75 7.00 4.9025 1.28214
Development Culturel 56 1.63 7.00 4.9263 1.21398
EmpowermentCulture 59 2.33 7.00 5.4096 .96009




Table 3.4

Descriptive Statistics for age ‘46-55’

Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 30 1.10 6.90 4.2267 1.63769
Commitment Culturel 34 1.00 6.88 4.6691 1.60104
Development Culturel 33 1.25 7.00 4.9242 1.65299
Empowerment Culture 34 1.00 7.00 5.1667 1.41362
Table 3.5
Descriptive Statistics for age ‘56-65’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 10 1.60 6.80 4.4200 2.02254
Commitment Culturel 12 1.88 6.63 5.0417 1.46680
Development Culturel 12 2.38 6.88 4.9479 1.61356
Empowerment Culture 12 3.50 7.00 5.6944 1.19306

Descriptive Statistics for age ‘over 65’

No respondents fel into this category

Table 4.1

Descriptive Statistics for education ‘Post Graduate

EDUCATION LEVEL



Variables N Minimum Maximum Mean Std. Deviation
Fairmness Culturel 14 2.50 7.00 5.2500 1.19984
Commitment Culturel 14 2.13 7.00 5.4554 1.27909
Development Culturel 13 4.38 7.00 5.7981 .81096
Empowerment Culture 14 3.50 7.00 5.6429 1.01455
Table 4.2
Descriptive Statistics for education ‘Degree’
Variables N Minimum Maximum Mean Std. Deviation
Fairmness Culturel 15 3.30 6.80 5.3200 1.13779
Commitment Culturel 17 2.63 6.75 5.1397 1.33674
Development Culturel 17 413 6.75 5.6324 79484
Empowerment Culture 17 483 6.83 5.8039 69531
Table 4.3
Descriptive Statistics for education ‘Diploma’
Variables N Minimum Maximum Mean Std. Deviation
Fairmness Culturel 24 1.60 6.50 4.3667 1.32687
Commitment Culturel 25 2.00 6.38 4.5800 1.16697
Development Culturel 23 3.00 6.88 4.9402 1.08703
Empowerment Culture 25 3.00 6.67 5.4133 86752

Table 4.4




Descriptive Statistics for education ‘Certificate’

Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 26 1.50 6.90 4.3808 1.54506
Commitment Culturel 26 1.75 7.00 4.7644 1.49094
Development Culturel 27 2.00 7.00 5.0926 1.35235
Empowerment Culture 27 267 7.00 5.6543 1.01582
Table 4.5
Descriptive Statistics for education ‘Leaving Certiicate’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 71 1.10 6.80 4.1887 1.50205
Commitment Culturel 77 1.00 7.00 4.8458 1.34199
Development Culturel 75 1.25 6.88 4.8383 1.43728
Empowerment Culture 76 1.00 7.00 5.4583 1.16432
Table 4.6
Descriptive Statistics for education ‘Junior Certificate’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 8 2.40 5.50 4.2125 1.14821
Commitment Culturel 8 2.13 6.63 4.7344 1.45994
Development Culturel 7 3.88 6.00 4.8214 .64895
Empowerment Culture 7 4.00 6.50 5.5000 82776
Table 4.7
Descriptive Statistics for education ‘Others’
Variables N Minimum Maximum Mean Std. Deviation




Fairness Culturel 9 1.60 5.80 3.9111 1.66617
Commitment Culturel 12 1.50 6.88 4.4167 1.66031
Development Culturel 12 1.25 7.00 4.7500 1.92177
Empowerment Culture 13 2.00 7.00 5.5769 1.48076
Length of Service

Table 5.1

Descriptive Statistics for service ‘under 2’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 27 1.50 6.80 5.1815 1.26066
Commitment Culturel 27 2.50 7.00 5.5000 1.25910
Development Culturel 28 2.00 6.88 5.5536 1.22069
Empowerment Culture 28 5.00 7.00 6.3274 .56013

Table 5.2

Descriptive Statistics for service ‘2 - 5
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 18 2.50 6.50 5.1500 1.13669
Commitment Culturel 21 213 6.63 5.3988 98791
Development Culturel 20 350 6.88 5.7438 .98715
Empowerment Culture 21 3.50 6.83 5.9444 86335




Table 5.3

Descriptive Statistics for service ‘5-10’

Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 21 1.60 5.40 3.9095 1.11081
Commitment Culturel 21 2.00 6.25 42321 1.08850
Development Culturel 20 2.88 5.63 45000 .90048
Empowerment Culture 21 3.00 6.67 5.2778 .89650
Table 5.4
Descriptive Statistics for service '10-15’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 16 2.30 6.30 4.3688 1.17854
Commitment Culturel 18 2.88 6.00 4.5208 1.07208
Development Culturel 18 4.25 6.38 5.1875 65761
Empowerment Culture 17 417 6.33 5.3137 .60920
Table 5.5
Descriptive Statistics for service '15-20’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 40 1.80 7.00 4.2525 1.53656
Commitment Culturel 43 1.75 7.00 4.8808 1.40072
Development Culturel 40 250 7.00 4.7656 1.33048
Empowerment Culture 42 2.67 7.00 5.3452 .91539




Table 5.6
Descriptive Statistics for service ‘over 20’

Variables N Minimum Maximum Mean Std. Deviation
Fairness Culturel 46 1.10 7.00 4.1065 1.61030
Commitment Culturel 50 1.00 6.88 45875 1.52973
Development Culturel 49 1.25 7.00 4.8495 1.62399
Empowerment Culture 51 1.00 7.00 5.3039 1.34359

Descriptive Statistics for Time 2 Factors

SECTOR
Table 1.1
Descriptive Statistics for Public Sector
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 103 1.14 7.00 45825 1.45524
Commitment Culture2 110 2.13 7.00 5.5670 1.00781
Development Culture2 111 2.00 7.00 5.0412 1.30311
Empowerment Culture; 111 2.00 7.00 5.5946 1.30299
Table 1.2
Descriptive Statistics for Private Sector
Variables N Minimum Maximum Mean Std. Deviation

Fairness Culture2 73 1.07 7.00 5.1067 1.30595




| Commitment Culture2 74 1.88 7.00 5.6385 1.02381
| Development Culture2 74 157 7.00 5.4807 1.01611
| Empowerment Culture? 74 3.50 7.00 6.1216 .86330
GENDER
Table 2.1
Descriptive Statistics for Males
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 105 1.07 7.00 4.8224 1.47407

| Commitment Culture2 108 1.88 7.00 5.5382 1.07915
| Development Culture2 109 1.57 7.00 5.2267 1.22817
| Empowerment Culturej 108 2.00 7.00 5.8194 1.20447

Table 2.2

Descriptive Statistics for Females
| Variables N Minimum Maximum Mean Std. Deviation
| Fairness Culture2 71 1.50 7.00 4.7666 1.33325
| Commitment Culture2 76 2.25 7.00 5.6776 .90904
| Development Culture2 76 2.00 7.00 5.2030 1.19893
| Empowerment Culturej 77 2.50 7.00 5.7857 1.13679

AGE
Table 3.1
Descriptive Statistics for age ‘under 25’

| | Variables N Minimum Maximum Mean Std. Deviation




Fairness Culture2 26 3.29 7.00 5.2060 1.06375
Commitment Culture2 26 4.50 7.00 5.9231 .74840
Development Culture2 26 357 7.00 5.7473 78174
Empowerment Culture] 26 5.00 7.00 6.3077 .69393
Table 3.2
Descriptive Statistics for age '26-36’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 51 1.07 7.00 44776 1.58040
Commitment Culture2 51 1.88 7.00 5.4706 1.07109
Development Culture2 52 157 7.00 4.7692 1.26774
Empowerment Culture 51 2.50 7.00 5.7255 1.18031
Table 3.3
Descriptive Statistics for age '36-45’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 58 2.14 7.00 4.8030 1.08692
Commitment Culture2 61 3.38 7.00 5.5615 .79635
Development Culture2 60 2.29 7.00 5.1738 .98943
Empowerment Culture] 60 3.00 7.00 5.6250 1.14841
Table 3.4
Descriptive Statistics for age '46-55’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 31 1.71 6.86 4.9078 1.67983
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Commitment Culture2 34 213 7.00 5.4963 1.31119
Development Culture2 35 2.00 7.00 5.4286 1.43486
Empowerment Culture] 35 2.00 7.00 5.6714 1.36092
Table 3.5
Descriptive Statistics for age '56-65’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 10 1.14 6.93 5.0357 1.96836
Commitment Culture2 12 3.25 7.00 5.8750 1.22010
Development Culture2 12 2.29 7.00 5.6071 1.49225
Empowerment Culture 13 2.50 7.00 6.3077 1.23387

Descriptive Statistics for age ‘over 65’

No respondents fel into this category

Table 4.1

Descriptive Statistics for education ‘Post Graduate

EDUCATION LEVEL

Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 14 3.43 7.00 5.5051 1.09819
Commitment Culture2 14 4.50 7.00 5.9375 .76547
Development Culture2 14 443 7.00 5.6429 .83441
Empowerment Culture] 14 4.00 7.00 5.7143 .89258
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Table 4.2

Descriptive Statistics for education ‘Degree’

Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 18 2.57 6.86 4.9325 1.38905
Commitment Culture 2 17 4.00 6.88 5.6985 .83275
Development Culture 2 18 271 6.86 5.1587 1.15424
Empowerment Culture 18 4.00 7.00 5.9444 .96846
Table 4.3
Descriptive Statistics for education ‘Diploma’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 25 2.14 7.00 50171 1.10835
Commitment Culture2 26 3.75 7.00 5.6923 70377
Development Culture2 25 3.00 7.00 5.1829 .93725
Empowerment Cultures 26 2.50 7.00 5.6538 1.30207
Table 4.4
Descriptive Statistics for education ‘Certificate’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture 2 27 1.79 7.00 4.7619 1.54002
Commitment Culture2 28 3.38 7.00 5.6875 .94066
Development Culture2 27 243 7.00 5.1270 1.45489
Empowerment Culture 27 3.00 7.00 5.8519 1.21540
Table 4.5
Descriptive Statistics for education ‘Leaving Certiicate’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 74 1.07 6.86 45222 1.36512
Commitment Culture2 77 1.88 7.00 5.4724 1.05241
Development Culture2 78 157 7.00 5.1703 1.15647
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Empowerment Cultuffﬂ 77 2.50 7.00 5.7792 1.14275

Table 4.6

Descriptive Statistics for education ‘Junior Certificate’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 6 421 6.86 5.7262 1.20663
Commitment Culture2 7 4.75 6.88 6.2321 74452
Development Culture2 7 4.00 7.00 5.7755 .91791
Empowerment Culture] 7 5.50 7.00 6.5714 .60749

Table 4.7

Descriptive Statistics for education ‘Others’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 11 1.14 6.93 46234 2.18695
Commitment Culture2 13 213 7.00 5.2308 1.71304
Development Culture2 13 2.00 7.00 5.1978 2.00131
Empowerment Culture} 13 2.00 7.00 5.7308 1.70313

Length of Service

Table 5.1

Descriptive Statistics for service ‘under 2’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 28 2.57 7.00 5.1913 1.21826
Commitment Culture2 28 450 7.00 5.9420 74495
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Development Culture2 28 357 7.00 5.5255 .99739
Empowerment Culture] 28 3.00 7.00 6.1429 1.02611
Table 5.2
Descriptive Statistics for service ‘2-5'
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 19 3.00 6.64 4.9662 1.06755
Commitment Culture2 21 4.75 7.00 5.9286 .76298
Development Culture2 21 443 7.00 5.8095 67057
Empowerment Culture 21 450 7.00 6.1905 73274
Table 5.3
Descriptive Statistics for service ‘5-10’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 20 1.93 6.64 45571 1.40346
Commitment Culture2 20 3.13 6.25 5.1688 .90255
Development Culture2 21 2.43 6.57 4.8299 1.02082
Empowerment Culture 21 2.50 7.00 5.4048 1.32871
Table 5.4
Descriptive Statistics for service ‘10-15’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 18 1.07 6.57 4.6587 1.33351
Commitment Culture2 17 1.88 6.88 5.5074 1.09283
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Development Culture2 17 157 6.71 4.7395 1.23845
Empowerment Culture] 17 2.50 7.00 5.5294 1.15204
Table 5.5
Descriptive Statistics for service ‘15-20’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 41 1.43 7.00 45139 1.46387
Commitment Culture2 45 2.25 7.00 5.3889 .95986
Development Culture2 45 2.00 7.00 4.9968 1.21007
Empowerment Culture] 44 350 7.00 5.7273 1.01989
Table 5.6
Descriptive Statistics for service ‘Over 20’
Variables N Minimum Maximum Mean Std. Deviation
Fairness Culture2 48 1.14 6.93 4.9256 1.60789
Commitment Culture2 51 2.13 7.00 5.6740 1.18587
Development Culture2 51 2.00 7.00 5.3697 1.41051
Empowerment Culture] 52 2.00 7.00 5.8077 1.36538

17



Public Sector Survey 1

What do employees like to see happening within tH@rganisation

COMMNENT
Social Events
Feedback from Management
Training / Higher Education Opportunities
Financial Reward

Credit for work well done

Job Satisfaction / Sense of Pride in Work

Fair treatment / Equal treatment for staff
Promotions / Career Advancement Opportunities
Open Work environment / Good Communications

Teamwork
Personal Input / Involvement in Projects / Decigiaaking

Good working conditions
Job Variety / Flexibility
Clear Planning / Good working procedures

Co-operation between Departments / Managers

Keep on top of workload

Company objectives being achieved

Ongoing improvement in company

Over-Time

Number

e ST S S FN o E NN R TN g e R N N R ol o

% of
respondents
7.1%
15.0%
8.0%
21.2%
1.8%
20.4%
14.2%
14.2%
3.5%
1.8%
3.5%
3.5%
10.6%
3.5%
0.9%
0.9%
1.8%
6.2%

0.9%
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What is the biggest mistake an employee can make?

COMMENT

=z
=
3
=3
ol

Absenteeism

Arriving Late

Criticising Management
Financial errors

Careless Attitude / Laziness

Insubordination

Bad attitude at work

Portraying the organisation badly to clients
Not being a team player

Stealing / Fraud
Concealing errors / Dishonesty

Think for themselves

Being Honest
Setting unrealistic targets

Disillusionment

Making mistakes

Being loyal

Lack of pride in work

Make enemies in company

Not reaching Targets
Think you are irreplaceable

= =
IO 10 10 U1 10 = IN IN ININ Ik o ‘O N I W lw I |U'I N 1o

Which work problems can keep you awake at night?

COMMENT Number
Lack of guidance / support from management 1
Customer complaints 7

% of
respondents
0.9%
1.8%
15.0%
5.3%
1.8%
0.9%
1.8%
1.8%
5.3%
5.3%
0.9%

0.9%
0.9%
0.9%
8.8%
0.9%

0.9%
2.7%
4.4%
0.9%

0.9%

% of
respondents
0.9%

6.2%
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Discrimination / Bullying

Mislaying Information / Personal error at work
Confrontations with colleagues / problems with otstaff

Future prospects
Decentralisation

General frustration with work

People who breach confidentiality

Financial anomalies

Being unqualified for task
Technology problems

Audits

Breakdown in essential services

What type of people are likely to advance quicklyn their career here?

COMMENT
Individuals with Higher Education gualifications
People who perform well at interview

Sycophants / "Yes Men"

Good workers
Staff who are easy to work with

Confident individuals
People in certain departments / in the know

Good communicators

Efficient staff

People with good experience in area
Ambitious / self motivated people
Males

People who deal well with pressure

N o lw

== NN Wk e

Number
13

[y
N

N [N 1o e [l s

% of
respondents
11.5%
10.6%
10.6%
3.5%
7.1%
24.8%
7.1%
0.0%
6.2%
15.0%
2.7%
1.8%
2.7%
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Intelligent people
People with a good overall knowledge of departniemgjanisatio

Adept / capable / competent people

Outspoken / Assertive people

Committed / Loyal / Diligent people

People who "sell themselves"

Civil service stereotypes

Decisive Individuals
Willing to learn / capable of learning
Females

What occasions are celebratedthis organisation?

COMMENT
Promotions / Retirements / Departures

Christmas
Services for deceased colleagues

Successful project completions / Project launches
Weddings / Birthdays

Very Little / None

Department / Section parties

Charity events

What aspects of your work give you most satisfacn?

= w5 IN o IN s

5 mm i~ o~

3.5%
0.9%
.8%
4%
1.8%
3.5%
0.9%
2.7%
.9%
0.9%

[y

IN

o

% of
respondents
24.8%
40.7%
11.5%
6.2%
6.2%
1.8%
1.8%
14.2%
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COMMENT
Dealing with the public / clients

Positive feedback form clients / other staff

Variety of work
Seeing tasks through from start to finish

Doing a good job / completing tasks efficiently

Good relationships with fellow staff

Allof it

Job satisfaction / rewarding work

Working on own initiative / personal control of myprk

Helping colleagues
Keeping up to date with new innovations in my area

None of it / very little
Problem solving

Getting paid
Good atmosphere at work

Flexibility of job
Making things run smoothly

Number

ko N B e o e N s S e w2

% of
respondents
9.7%
2.7%
5.3%
35.4%
10.6%
.5%
1.8%
5.3%
8.0%
5.3%
.5%
8.8%
1.8%
4.4%
0.9%
.9%
0.9%

w

w

o
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What do employees like to see happening within tH@rganisation

COMMENT
Social Events
Feedback from Management
Training / Higher Education Opportunities

Financial Reward

Credit for work well done

Confidence in Management

Job Satisfaction / Sense of Pride in Work

Fair treatment / Equal treatment for staff
Promotions / Career Advancement Opportunities
Open Work environment / Good Communications

Teamwork

Good working conditions

Job Variety / Flexibility

Clear Planning / Good working procedures
Co-operation between Departments / Managers
Keep on top of workload

Investment in new technology

Good Quality Work

Safety at work
Company objectives being achieved

What is the biggest mistake an efioyee can make?

COMMENT
Absenteeism

Arriving Late
Criticising Management

Number

[E N I e e - A U el ol e S AN e~ IS B

Number

|I—‘
~N N

% of
respondents
10.6%
4.4%
7.1%
15.0%
6.2%
0.9%
11.5%
15.0%
15.0%
6.2%
6.2%
0.9%
8.0%
0.9%
0.9%
0.9%
0.9%
1.8%
1.8%

3.5%

% of
respondents
0.9%

1.8%
15.0%
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Financial errors
Careless Attitude / Laziness

Insubordination

Bad attitude at work

Portraying the organisation badly to clients
Not being a team player

Stealing / Fraud
Concealing errors / Dishonesty

Think for themselves

Being Honest
Setting unrealistic targets

Disillusionment

Making mistakes

Being loyal

Lack of pride in work

Make enemies in company

Not reaching Targets
Think you are irreplaceable

=
= = o W = = |O P PPk oI - IN o

Which work problems can keep you awake at night?

COMMENT Number
Customer complaints
Mislaying Information / Personal error at work
Financial anomalies

Being unqualified for task

Difficult decisions
Exams

=N o N e S

Job security

5.3%
1.8%
0.9%
1.8%
1.8%
5.3%
5.3%
0.9%
0.9%
0.9%
0.9%
8.8%
0.9%
0.9%
2.7%
4.4%
0.9%
0.9%

% of
respondents
8.8%
0.9%

1.8%
0.9%
8.0%
1.8%

0.9%
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What type of people are likely to acince quickly in their career here?

COMMENT
Individuals with Higher Education gualifications
People who perform well at interview

Sycophants / "Yes Men"

Good workers

Staff who are easy to work with

Confident individuals

People in certain departments / in the know
Good communicators

People with good experience in area

Ambitious / self motivated people

Males

Intelligent people

People with a good overall knowledge of departmienganisatio
Outspoken / Assertive people

Committed / Loyal / Diligent people

People who "sell themselves"

Civil service stereotypes

Young people

Decisive Individuals

Willing to learn / capable of learning
Irish people

Females

Self-centered people

What occasions are celebratedthis organisation?

COMMENT

Number

N =N R N R R N N e w o o S e B~

Number

% of
respondents
10.6%
6.2%
9.7%

2.7%
8.8%
22.1%
4.4%
0.9%
8.0%
2.7%
0.9%

1.8%
3.5%
2.7%
1.8%
2.7%
0.9%
0.9%

1.8%

0.9%
1.8%
0.9%

1.8%

% of
respondents
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Promotions / Retirements / Departures
Christmas

Services for deceased colleagues

Successful project completions / Project launches

Weddings / Birthdays
Charity events

What aspects of your wordive you most satisfaction?

COMMENT
Dealing with the public / clients
Positive feedback form clients / other staff
Variety of work
Seeing tasks through from start to finish
Doing a good job / completing tasks efficiently
Good relationships with fellow staff
Allof it
Job satisfaction / rewarding work
Working on own initiative / personal control of mwprk

Keeping up to date with new innovations in my area
None of it / very little

Problem solving

Getting paid

Improving standards in workplace

Good atmosphere at work

Project work / working as part of a team

Making things run smoothly

R N

Number
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46.9%
19.5%
23.9%
2.7%

0.9%
2.7%

% of
respondents
14.2%
0.9%
0.9%
36.3%
4.4%
1.8%
1.8%
1.8%
6.2%

1.8%
8.0%
0.9%
3.5%
1.8%

6.2%

0.9%
5.3%
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What is the biggest mistake an employee can make?

0,

COMMENT Number respg_rf)éents
Speaking out against inefficiency 2 1.3%
Arriving Late 3 1.3%
Financial errors 10 13.3%
Careless Attitude / Laziness 3 2.7%
Insubordination 3 4.0%
Bad attitude at work 1 1.3%
Portraying the organisation badly to clients 2 2.7%
Stealing / Fraud 10 6.7%
Being Honest 0 2.7%
Disillusionment 2 1.3%
Lack of pride in work 11 6.7%
Make enemies in company 2 4.0%
Entering the organisation without training 0 1.3%
Not open to change 1 1.3%
Not reaching Targets 0 13.3%
Get involved in internal politics 0 1.3%
Private sector survey 1

What do employees like to seafdpening within the Organisation

i ) % of

COMMNENT Number respondents
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Social Events

Feedback from Management

Training / Higher Education Opportunities
Financial Reward

Credit for work well done
Confidence in Management
Job Satisfaction / Sense of Pride in Work

Fair treatment / Equal treatment for staff

Promotions / Career Advancement Opportunities
Open Work environment / Good Communications
Teamwork

Personal Input / Involvement in Projects / Decigieaking
Job Variety / Flexibility

Fully staffed departments

Keep on top of workload

Investment in new technology

Good Quality Work

Happy Customers

Job Security

Safety at work

Company objectives being achieved
Working Day to End

o P s 0 N e s oo e BN RN e BRI o

What is the biggest mistake an effogee can make?

COMMENT
Speaking out against inefficiency

Arriving Late
Financial errors

=z
=
3
o
ol

Careless Attitude / Laziness

Insubordination
Bad attitude at work
Portraying the organisation badly to clients

|I—‘
N = W W o Iw N

12.0%
5.3%
14.7%
14.7%
1.3%
2.7%
14.7%
9.3%
13.3%
4.0%
6.7%
6.7%
5.3%
1.3%
5.3%
2.7%
10.7%
4.0%
5.3%
1.3%
8.0%
1.3%

% of
respondents
1.3%
1.3%
13.3%
2.7%
4.0%

1.3%
2.7%
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Stealing / Fraud

Being Honest

Disillusionment

Lack of pride in work

Make enemies in company

Entering the organisation without training
Not open to change

Not reaching Targets
Get involved in internal politics

Which work problems can keep you awake at night?

COMMENT
Customer complaints
Discrimination / Bullying
Mislaying Information / Personal error at work
Long-term problems
Lack of staff
Management pressures
Exams
Equipment Problems
Safety Issues

What type of people are likely to adnce quickly in their career here?

COMMENT
Individuals with Higher Education gualifications
People who perform well at interview
Sycophants / "Yes Men"
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Number

= = =N
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Number

13.3%
1.3%

% of
respondents
9.3%
1.3%
1.3%
1.3%
1.3%
4.0%
1.3%
1.3%
1.3%

% of
respondents
1.3%
2.1%
28.0%
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Good workers
Staff who are easy to work with

Confident individuals

People in certain departments / in the know
Efficient staff

People with good experience in area
Males

People who deal well with pressure

Aloof individuals

Intelligent people
People with a good overall knowledge of departniemgianisatio

Adept / capable / competent people
Outspoken / Assertive people
Committed / Loyal / Diligent people
"Safe" people

Decisive Individuals

Willing to learn / capable of learning
Irish people

Team players

What occasions are celebratgtthis organisation?

COMMENT
Promotions / Retirements / Departures

Christmas
Services for deceased colleagues
Successful project completions / Project launches

Charity events
Sport and Social Club outings

N e N e[S e N s o i )N N o e o

Number

oo o B

6.7%
1.3%
12.0%
2.7%
2.7%
16.0%
4.0%
12.0%
5.3%
2.7%
4.0%
1.3%
13.3%
4.0%
1.3%
9.3%
4.0%
2.7%

1.3%

% of
respondents
29.3%

38.7%
46.7%
6.7%
4.0%
2.7%
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What aspects of your work give you most satisfaicin?

COMMENT
Dealing with the public / clients
Positive feedback form clients / other staff
Seeing tasks through from start to finish
Job satisfaction / rewarding work

Working on own initiative / personal control of myprk
None of it / very little
Problem solving

Getting paid
Good atmosphere at work

Project work / working as part of a team

Flexibility of job
Doing useful/quality work

Union work

Making things run smoothly
Learning on the job / New Skills
Solving Environmental Problems

What do employees like to seagdpening within the Organisation

COMMENT
Social Events
Feedback from Management
Training / Higher Education Opportunities

Financial Reward

Credit for work well done

Job Satisfaction / Sense of Pride in Work
Fair treatment / Equal treatment for staff

Promotions / Career Advancement Opportunities

Open Work environment / Good Communications

Teamwork

Number

B e s N NN ko 100w [ I o

Number
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% of
respondents
12.0%

4.0%
46.7%
4.0%
10.7%
12.0%
2.7%
2.7%
2.7%
1.3%
1.3%
5.3%
1.3%
1.3%
1.3%
1.3%

% of
respondents
2.7%
1.3%
10.7%
10.7%
1.3%
8.0%
8.0%
12.0%
2.7%
5.3%
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Personal Input / Involvement in Projects / Decigiagking
Job Variety / Flexibility

Fully staffed departments

Keep on top of workload

Good Quality Work

Safety at work
Company objectives being achieved

Which work problems can lep you awake at night?

COMMENT

Customer complaints
Mislaying Information / Personal error at work

Decentralisation

Lack of staff
Management pressures
Equipment Problems

Safety Issues
Audits
Breakdown in essential services

What is the biggest mistake an efiogee can make?

COMMENT
Speaking out against inefficiency

Arriving Late
Financial errors

Careless Attitude / Laziness

Insubordination

Bad attitude at work

Portraying the organisation badly to clients
Stealing / Fraud

N = 1o IN Ik W I
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Number

Number

=
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5.3%
4.0%
1.3%
2.7%
10.7%
1.3%

9.3%

% of
respondents
6.7%
4.0%
2.7%
1.3%
1.3%
4.0%
1.3%
0.0%
2.7%

% of
respondents
1.3%
1.3%
13.3%
2.7%
4.0%
1.3%
2.7%
6.7%
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Being Honest

Disillusionment

Lack of pride in work

Make enemies in company

Entering the organisation without training
Not open to change

Not reaching targets
Get involved in internal politics

What type of people are likely to adnce quickly in their career here?

COMMENT
People who perform well at interview
Sycophants / "Yes Men"
Good workers
Staff who are easy to work with
Confident individuals
People in certain departments / in the know
People with good experience in area

Ambitious / self motivated people
Males
People who deal well with pressure

Intelligent people
People with a good overall knowledge of departniemgjanisatio

=
= |O = = W o =N

Number
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2.7%
1.3%
6.7%
4.0%
1.3%
1.3%
13.3%
1.3%

% of
respondents
2.7%
22.7%
2.7%
4.0%
6.7%
8.0%
18.7%
1.3%
2.7%

9.3%

1.3%
6.7%
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Adept / capable / competent people
Outspoken / Assertive people
Committed / Loyal / Diligent people
Decisive Individuals

Irish people

Team players

What occasions are celebrated in this organisation?

COMMENT
Promotions / Retirements / Departures

Christmas
Services for deceased colleagues

Successful project completions / Project launches

Very Little / None
Charity events

What aspects of your wordkive you most satisfaction?

COMMENT
Dealing with the public / clients
Positive feedback form clients / other staff

= I~ IN N g

Number

w ke (R EN

Number

[EE R

1.3%
6.7%
2.7%
2.7%
5.3%
1.3%

% of
respondents
29.3%
14.7%
49.3%
1.3%
1.3%
4.0%

% of
respondents
5.3%

5.3%
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Variety of work
Seeing tasks through from start to finish

Doing a good job / completing tasks efficiently
Allof it

Job satisfaction / rewarding work

Working on own initiative / personal control of mwprk
None of it / very little

Problem solving

Getting paid

Good atmosphere at work

Flexibility of job

Doing useful/quality work

Union work
Making things run smoothly

S N N T N =S SN E N N = P

1.3%
21.3%
2.7%
1.3%
5.3%
1.3%
13.3%
1.3%
1.3%
8.0%
8.0%
5.3%
2.7%
6.7%
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Additional Questions 10 (a), (b), ©

. B Public . . Private
Std

TIME1 Mean N dev Mean N
10 (a) Are most decisions effecting your work taken 1.89 113 0.59 1.78 72
10 (b) To what extent is improvement part of yoark® 2.99 111 0.76 3.36 72
10 (c) How much flexibility do you have in carryiogt your work? 2.32 113 0.56 2.44 72
TIME 2 _ _ -

10 (a) Are most decisions effecting your work taken 1.79 112 0.56 1.77 75
10 (b) To what extent is improvement part of yowrk® 3.13 111 0.65 3.45 75
10 (c) How much flexibility do you hzive in camﬂt your work? 2.39 1=12 0.54 2.33 75




Anova Test for Fairness Culture Factor

Fgirness Time 1 N Mean Standard Deviation df Mean
Clilture Squa
re
Ofganisations Public Sector 14.00 405.00 1.17 Between 6.00 17.21
1 Groups
Public Sector 66.00 3.58 1.22 Within 163.00 1.55
2 Groups
Private Sector 25.00 4.47 1.34 Total 169.00
1
Private Sector 27.00 5.22 1.23
2
Private Sector 6.00 6.13 0.55
3
Public Sector 18.00 4.32 1.65
3
Private Sector 14.00 5.58 0.78
4
Total 170.00 4.42 1.45
Fgirness Time 2 df Mean
Clilture Squa
re
Public Sector 14.00 491 1.25 Between 6.00 8.93
1 Groups
Public Sector 69.00 4.28 1.28 Within 169.00 1.76
2 Groups
Private Sector 26.00 4.46 1.42 Total 175.00
1
Private Sector 27.00 5.20 1.20
2
Private Sector 6.00 5.68 0.87
3
Public Sector 20.00 5.38 1.83
3
Private Sector 14.00 5.88 0.88
4
Total 176 4.80 1.42
Anova Test for Commitment Culture
Factor
Fgirness Time 1 N Mean Standard Deviation df Mean
Clilture Squa
re
Ofganisations Public Sector 16.00 5.13 1.07 Between 6.00 13.25
1 Groups
Public Sector 73.00 4.16 1.33 Within 175.00 145
2 Groups
Private Sector 25.00 5.44 0.83 Total 181.00
1
Private Sector 2800 5.54 0.99
2
Private Sector 6.00 6.31 0.57
3
Public Sector 20.00 4.45 1.70
3
Private Sector 14.00 5.50 0.81
4
Total 182.00 4.83 1.36
Fgirness Time 2 df Mean
Clilture Squa
re
Public Sector 15.00 5.74 1.09 Between 6.00 2.02
1 Groups
Public Sector 74.00 5.48 0.80 Within 177.00 0.99
2 Groups
Private Sector 25.00 5.30 1.25 Total 183.00
1
Private Sector 29.00 5.54 0.88
2
Private Sector 6.00 6.43 0.47
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Public Sector 21.00 5.74 151
3
Private Sector 14.00 6.11 0.69
4
Total 184.00 5.95 1.01
A - ( Formatted: Font: 8 pt, Not
Bold
Anova Test for Development Culture .
Factor
Fgirness Time 1 N Mean Standard Deviation df Mean
Clilture Squa
re
Ofganisations Public Sector 14.00 5.04 1.20 Between 6.00 5.59
1 Groups
Public Sector 71.00 4.62 1.23 Within 170.00 1.61
2 Groups
Private Sector 26.00 5.14 1.33 Total 176.00
1
Private Sector 26.00 5.41 1.21
2
Private Sector 6.00 6.40 0.44
3
Public Sector 20.00 5.05 1.72
3
Private Sector 14.00 5.70 0.91
4
Total 177.00 5.04 1.32
Fgirness Time 2 df Mean
Clilture Squa
re
Public Sector 16.00 5.73 1.18 Between 6.00 5.91
1 Groups
Public Sector 74.00 4.72 1.14 Within 178.00 1.32
2 Groups
Private Sector 25.00 5.19 1.21 Total 184.00
1
Private Sector 29.00 5.51 0.93
2
Private Sector 6.00 5.86 0.96
3
Public Sector 21.00 5.64 1.54
3
Private Sector 14.00 5.76 0.71
4
Total 185.00 5.21 1.21
A - ( Formatted: Font: 8 pt, Not
Bold
Anova Test for Empowerment Culture b
Factor
Fgirness Time 1 N Mean Standard Deviation df Mean
Clilture Squa
re
Ofganisations Public Sector 16.00 5.94 0.69 Between 6.00 5.81
1 Groups
Public Sector 72.00 5.10 1.06 Within 175.00 0.952
2 Groups
Private Sector 26.00 5.78 0.78 Total 181.00
1
Private Sector 27.00 5.56 0.97
2
Private Sector 6.00 6.61 0.40
3
Public Sector 21.00 5.55 1.32
3
Private Sector 14.00 6.40 0.48
4
Total 182.00 5.54 1.05
Fgirness Time 2 df Mean
Clilture Squa
re
Public Sector 16.00 5.63 1.23 Between 6.00 5.14
1 Groups
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Public Sector
2

Private Sector
1

Private Sector
2

Private Sector
3

Public Sector
3

Private Sector
4

Total

73.00

25.00

29.00

6.00

22.00

14.00

185

541

5.90

5.93

6.75

6.18

6.64

5.80

1.25

0.89

0.89

0.42

141

Within
Groups
Total

178.00

184.00

125
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Descriptive Statistics for Time 2 Factors
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SECTOR
Table 1.1
Descriptive Statistics for Public Sector
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 4
1.14 7.00 g 1.45524
2
5
CommitmentCulture2 5
213 7.00 > 1.00781
7
0
DevelopmentCulture2 5
2.00 7.00 9 1.30311
1
2
EmpowermentCulture2| 5
2.00 7.00 : 1.30299
4
6
Table 1.2
Descriptive Statistics for Private Sector
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 5
1.07 7.00 : 1.30595
6
7
CommitmentCulture2 5
1.88 7.00 0 1.02381
8
5
DevelopmentCulture2 5
157 7.00 . 1.01611
0
7
EmpowermentCulture2| 6
3.50 7.00 : 86330
1
6
GENDER

Table 2.1



Descriptive Statistics for Males

M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 4
1.07 7.00 S 1.47407
2
4
CommitmentCulture2 5
1.88 7.00 > 1.07915
8
2
DevelopmentCulture2 5
157 7.00 2 1.22817
6
7
EmpowermentCulture2 5
2.00 7.00 ? 1.20447
9
4
Table 2.2
Descriptive Statistics for Females
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 4
1.50 7.00 ! 1.33325
6
6
CommitmentCulture2 5
2.25 7.00 6 90904
7
6
DevelopmentCulture2 5
2.00 7.00 (2) 1.19893
3
0
EmpowermentCulture2 5
2.50 7.00 ; 1.13679
5
7
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AGE
Table 3.1
Descriptive Statistics for age ‘under 25’
M
Mini Maxi e Std.

Variables mum mum a Deviation




FairnessCulture2

(&)]

3.29 7.00 2 1.06375
6
0
CommitmentCulture2 5
450 7.00 > 74840
3
1
DevelopmentCulture2 5
357 7.00 ! 78174
7
3
EmpowermentCulture2| 6
5.00 7.00 > 69393
7
7
Table 3.2
Descriptive Statistics for age '26-36’
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 4
1.07 7.00 1 1.58040
7
6
CommitmentCulture2 5
1.88 7.00 1 1.07109
0
6
DevelopmentCulture2 4
157 7.00 ! 1.26774
9
2
EmpowermentCulture2| 5
2.50 7.00 ] 1.18031
5
5
Table 3.3
Descriptive Statistics for age '36-45’
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 4
2.14 7.00 S 1.08692
3
0
CommitmentCulture2 5
3.38 7.00 .79635

ol -




DevelopmentCulture2

(G216l @]

2.29 7.00 ! 98943
3
8
EmpowermentCulture2| 5
3.00 7.00 S 1.14841
5
0
Table 3.4
Descriptive Statistics for age '46-55’
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 4
171 6.86 0 1.67983
7
8
CommitmentCulture2 5
213 7.00 . 1.31119
6
3
DevelopmentCulture2 5
2.00 7.00 ; 1.43486
8
6
EmpowermentCulture2| 5
2.00 7.00 6 1.36092
1
4
Table 3.5
Descriptive Statistics for age '56-65’
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 5
1.14 6.93 g 1.96836
5
7
CommitmentCulture2 5
3.25 7.00 8 1.22010
5
0
DevelopmentCulture2 5
2.29 7.00 : 1.49225
7
1
EmpowermentCulture2 250 7.00 6 1.23387




N~Now-

Descriptive Statistics for age ‘over 65’
No respondents fell into this category

EDUCATION LEVEL

Table 4.1
Descriptive Statistics for education ‘Post Graduate

M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 5
343 7.00 > 1.09819
5
1
CommitmentCulture2 5
450 7.00 : 76547
7
5
DevelopmentCulture2 5
443 7.00 e 83441
2
9
EmpowermentCulture2| 5
4.00 7.00 ! 89258
4
3
Table 4.2
Descriptive Statistics for education ‘Degree’
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 4
257 6.86 : 1.38905
2
5
CommitmentCulture2 5
4.00 6.88 0 83275
8
5
DevelopmentCulture2 5
271 6.86 : 1.15424
8
7
EmpowermentCulture2| 5
4.00 7.00 9 96846
4
4




Table 4.3

Descriptive Statistics for education ‘Diploma’

M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 5
2.14 7.00 0 1.10835
7
1
CommitmentCulture2 5
3.75 7.00 0 70377
2
3
DevelopmentCulture2 5
3.00 7.00 : 93725
2
9
EmpowermentCulture2| 5
250 7.00 0 1.30207
3
8
Table 4.4
Descriptive Statistics for education ‘Certificate’
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 4
1.79 7.00 ! 1.54002
1
9
CommitmentCulture2 5
3.38 7.00 0 94066
7
5
DevelopmentCulture2 5
243 7.00 : 1.45489
7
0
EmpowermentCulture2| 5
3.00 7.00 2 1.21540
1
9
Table 4.5
Descriptive Statistics for education ‘Leaving Certficate’
M
e
Mini Maxi a Std.
Variables mum mum n Deviation




FairnessCulture2

N

1.07 6.86 > 1.36512
2
2
CommitmentCulture2 5
1.88 7.00 1 1.05241
2
4
DevelopmentCulture2 5
157 7.00 ! 1.15647
0
3
EmpowermentCulture2| 5
2.50 7.00 ! 1.14275
9
2
Table 4.6
Descriptive Statistics for education ‘Junior Certificate’
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 5
4.21 6.86 Z 1.20663
6
2
CommitmentCulture2 6
4.75 6.88 % 74452
2
1
DevelopmentCulture2 5
4.00 7.00 ; 91791
5
5
EmpowermentCulture2 6
5
5.50 7.00 7 .60749
1
4
Table 4.7
Descriptive Statistics for education ‘Others’
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 4
1.14 6.93 2.18695

AWNO-




CommitmentCulture2 5
213 7.00 2 1.71304
0
8
DevelopmentCulture2 5
2.00 7.00 . 2.00131
7
8
EmpowermentCulture2| 5
2.00 7.00 ! 1.70313
0
8
TENURE
Table 5.1
Descriptive Statistics for tenure ‘under 2’
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 5
257 7.00 . 1.21826
1
3
CommitmentCulture2 5
450 7.00 : 74495
2
0
DevelopmentCulture2 5
357 7.00 > 199739
5
5
EmpowermentCulture2| 6
3.00 7.00 : 1.02611
2
9
Table 5.2
Descriptive Statistics for tenure ‘2-5’
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 4
3.00 6.64 0 1.06755
6
2
CommitmentCulture2 5
4.75 7.00 > 76298
8
6
DevelopmentCulture2 4.43 7.00 5 67057




3|01 © O

EmpowermentCulture2
1
4.50 7.00 9 73274
0
5
Table 5.3
Descriptive Statistics for tenure ‘5-10’
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 4
1.93 6.64 g 1.40346
7
1
CommitmentCulture2 5
1
3.13 6.25 6 190255
8
8
DevelopmentCulture2 4
2.43 6.57 g 1.02082
9
9
EmpowermentCulture2 5
4
2.50 7.00 0 1.32871
4
8
Table 5.4
Descriptive Statistics for tenure '10-15’
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 4
1.07 6.57 g 1.33351
8
7
CommitmentCulture2 5
1.88 6.88 g 1.09283
7
4
DevelopmentCulture2 4
157 6.71 ! 1.23845
9
5
EmpowermentCulture2| 5
2.50 7.00 1.15204
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Table 5.5
Descriptive Statistics for tenure '15-20’

M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 4
143 7.00 > 1.46387
3
9
CommitmentCulture2 5
225 7.00 ; 95986
8
9
DevelopmentCulture2 4
2.00 7.00 . 1.21007
6
8
EmpowermentCulture2| 5
3.50 7.00 ! 1.01989
7
3
Table 5.6
Descriptive Statistics for tenure 'Over 20’
M
e
Mini Maxi a Std.
Variables mum mum n Deviation
FairnessCulture2 4
1.14 6.93 > 1.60789
5
6
CommitmentCulture2 5
213 7.00 6 1.18587
4
0
DevelopmentCulture2 5
2.00 7.00 S 1.41051
9
7
EmpowermentCulture2| 5
2.00 7.00 1.36538

~N~Noow-




Appendix B




Excellence Through People Standard

1. Review of organisation plans and objectives

(@ Doesthe organisation prepare plans for its operations?

(b) Does the organisation plan cover a specific period

(c) Doesthe organisation plan take recognition of market, technological,

financial, legidative and personnel/human resource requirements?

(d) Istheorganisation plan divided into departmental plans, with specific

objectives and targets?

(e) Isareview period and mechanism for the plan in operation?

(f) Isperformance against the plan evaluated?

(g) What categories of employees areinvolved in the preparation of the

organisation/departmental plans and in the review process?

(h) Doesthe organisation have ISO 9000, Quality mark, FDA, 1SO 14001

or other Certification? (please specify)



2. Preparation of organization training plan

(8 Doesthe organisation have apolicy on training approved by the Chief
Executive/Managing Director?

(b) Does an organisation training plan exist for the period under review?

() Isthetraining plan based on the overal organisation plan?

(d) Doesthe organisation training plan cover all categories of employees?

(e) Have standards of performance been set and agreed with employees?

(f) Isthetraining plan based on the identification of needs of individuals
and groups of employees?

(g) What istheinvolvement of employeesin the preparation of the
organisation training plan and the review process?

(h) Have priority areas been highlighted in the organisation training plan?

() What isthe review period and mechanism for the plan?



() Hasthetraining plan for the organisation/department been approved by
the Chief Executive/Managing Director?

(k) What performance review systems are in operation?

() Doestraining take account of the health & safety of employees?

(m) Does the organisation have a training manager/co-ordinator?

(n) What isthe gross training cost/investment as a percentage of
salaries/wages?

3. Review of training

(@ What validation criteriaare outlined for training activities?

(b) Aretraining activities validated against the above criteria?

(c) How doesthe validation process check that the training affects job

performance?

(d) What action istaken as aresult of the review process?



(6) What assessment systems are used for training activities?

(f) What training activities are assessed and certified?

4. Implementation of training

(@ Arewritten training programmes available both for individuals and for

job categories?

(b) Arethetraining objectives clearly defined?

() Isthetraining objective linked to work performance?

(d) Haveindividual training objectives been set and agreed with

employees?

(e) Towhat extent were the training objectives achieved?

(f) Havethoseimplementing the programme had suitable development in
training and in the subject matter concerned?

(9 How many people were trained in comparison with the training plan?



5. Training and devel opment records

(@ Arerecords of training and development activity maintained for each
employee?
(b) Aretraining and development records signed by/accessible to the

employee?

6. Employee communication and involvement

@

(b)

(©

(d)

(€

(f)

What structures exist to facilitate effective internal communication?

What structures exist to facilitate employee involvement?

Does the organisation operate a quality improvement programme?

Isteamwork in operation in the organisation?

Does the organisation provide training for teams?

What other methods are used to facilitate involvement and

communication?



(g) Doesthe organisation have apolicy on employee involvement

approved by the Chief Executive/Managing Director?

(h) What methods does the organisation use to obtain employee feedback?

(1)  What action has been taken as aresult of feedback received to date?

() What involvement have employees had in the design and follow-up of
feedback systems?
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Excellence Through People Revised Standard

1 Business planning and quality improvement 156tpo

The organisation plans where it is going and caitirsly improves its
approach to quality

Standard level

1A The organisation has a documented Businessvitah sets out its
measurable goals and objectives and takes intmuatexternal factors e.g.
Market, technological, financial, legislative anghiian resource
requirements.

1B The organisation can show how it cascades reteextions of its
Business Plan down to departmental/team plansraiddual plans with
measurable goals and targets.

1C The organisation can show that it reviews itsiBess Plans on a regular
basis and

communicates changes to staff.

1D People at all levels in the organisation carcdles what the business
objectives

mean for their job.

1E The organisation can show that it operates Atguaprovement
programme.

Gold level

1F The organisation’s Business Plan includes sipestifategies for staff
learning and development.

1G The organisation can show that it has achieglayant quality
standards/certification e.g. ISO 9001, EFQM, Quaiark, FDA,
Environmental Certification or other sector acctaition.

1H People involved in benchmarking activities casatibe the
development they have undertaken to support thethreinrole.

11 The organisation can show that it develops éffedeamwork in its
guality improvement programmes.

Platinum level



improvement in its business performancelJ The asgaon can show how
it uses improvement tools e.g. Balanced Score GEdfective Customer
Service, Six Sigma, Total Quality Improvement édccommunicate and
motivate its people to focus on the key goals drjdatives.

1K The organisation can show how its approach teirfgass Planning is
improving its

performance and demonstrates people involvemdheiprocess.

1L The organisation can show how quality improvetqpgngrammes have
improved

its performance.

1M The organisation effectively uses technologymprove the quality of
its products/services.

1N The organisation can show that it uses effedtiternal and external

benchmarking activities and such activities shasustained and continuous.

2 Effective communication and people involveme@b points

The organisation communicates with and encourdggseople in an
effective manner

Standard level

2A The organisation has a communications policyraedhanisms which
keep people informed on a regular basis and suppaspen and inclusive
culture.

2B The organisation can show that groups of em@syee kept informed

in an effective manner e.g. departmental groupsnse Staff Representative
Committees, Trade Unions etc.

Gold level

2C People can describe how they contribute to tharasation’s
communications.

2D People can describe how they are encouragdthte gheir learning
outcomes with fellow team members.

2E The organisation uses evaluation methods tounedise effectiveness of

its



communication systems.

2F The organisation encourages and adopts Paripeggbroaches with
staff.

Platinum level

2G The organisation carries out a regular reviewstaff attitudes and
implements actions as a result.

2H Staff can describe their involvement in improegrmactivities identified
as a result of attitude reviews.

21 The organisation has a clearly defined Commuprdifcy, understood by
all staff, and can show that it encourages and@tppeople in contributing
to community involvement activities.

3 Leadership and people management 150 points

The organisation leads and manages its peoplenairdoerformance to pre-
determined objectives in a competent and effectiaaner

Standard level

3A Managers can describe how the organisation @adsmplements
development to enhance their skills in line wite Business Plan and can
provide examples of how they have applied the legracquired.

3B The organisation can show that all people andagers undergo a
formal Performance Review at least once per yedican provide examples
of how the review has impacted on their succes$isaim job.

3C Managers and people can provide examples oftheyhave been
developed to participate effectively in a PerforceReview discussion.
3D People have clearly defined job objectives wittasurable goals and
targets.

3E The organisation can demonstrate to all pedaleit values them as
individuals and their input to business success.

Gold level

3F Groups of people have clearly defined team/deyeant objectives with
measurable goals and targets.

3G The organisation can show that all managergangle undergo a

formal and interim Performance Review every year.



3H The organisation can show that its ManagemeribiPeance Review
process is effective at measuring the progressamfagers carrying out their
staff development responsibilities.

3l The organisation effectively communicates itg Eelection criteria for
management positions in order to facilitate intepramotion opportunities.
3J People throughout the organisation can deshohbetheir manager is
effective at motivating them.

Platinum level

3K People can describe how they contribute to #groPmance Review of
their line manager.

3L The organisation can show improvements madedo Performance
Review Process

as a result of people feedback.

3M The organisation has clearly defined competenwigich underpin
manager and people performance.

3N The organisation has a clear vision and vallash directly link to the
Performance Indicators at individual, team and wisgion levels.

30 The organisation can show that it has an effediiccession planning
and career

development plan in place.

3P The organisation can show that changes to gmBss Plans have an
effect on manager and people competencies whetieapp.

3Q The organisation can show that its approackaddrship and people

management is effective at improving performance.

4 Planning of learning and development 100 points

The organisation plans the development of its peopsupport of the
achievement of its business objectives

Standard level

4A The organisation has a Learning and Developrefity and Plan
which shows a direct link to the Business Objedive

4B The organisational Learning and Development Btaers all

departments, grades of staff, priorities and oVersits.



4C People can describe how they contribute to taning Needs Analysis
and the range of learning methods available to them

4D People can describe the objectives for learamtydevelopment planned
for them at their performance review and how thewith individual,
departmental and organisational objectives.

4E The organisation has a designated person rabpof the co-
ordination of staff learning.

4F The organisational Learning and Development Plandes team
development needs and has a specific categorydoagement
development.

Gold level

4G The person responsible for the co-ordinatingtaff learning holds an
appropriate professional qualification e.g. CIPR|,IIITD, NUI.

4H The organisation can show that the Plan is aesdfadjusted in line with
organisational, staff or other changes.

Patinum level

41 Individual Personal Development Plans existdibstaff which can be
linked to departmental, team and organisationaabjes.

4J The organisation can demonstrate its use dé&ldmpetence matrices to
support the planning of individual and team deveiept.

4K People can describe how the organisation plagis development as

individuals outside their normal job related adies.

5 Training and life long learning 150 points

The organisation maintains and continuously impsaveulture of learning
and development

Standard level

5A Learning programmes are in place for job catiegoand individuals.
5B The organisation can show that it effectivelguots new staff and
provides effective support for staff transferredfpoted to new roles.

5C Line managers can describe how they contriloutied induction of new

or transferred/ promoted people.



5D The organisation can show that the majorityheflearning activities
identified within its Learning and Development Pleave been implemented
and can show the use of accredited programmes delivery of learning
and development.

5E The organisation can show that trainers aralslyideveloped in training
techniques.

Gold level

5F People can describe how they have contributéuetevaluation of their
induction.

5G People can describe how they are effectivelelbged prior to the
implementation of new or revised processes withedrganisation.
Platinum level

5H The organisation has physical resources dedi¢atthe provision of
learning activities e.g. training rooms, learnirgdry, centre for learning
etc.

51 The organisation can show sustained and regulamovements in the
quality of learning and development delivery antiviiees.

5J The organisation can show that each new stafibaeis provided with
effective guidance and support through the usexpérenced colleagues,
mentors, buddies etc.

6 Review of learning 100 points

The organisation reviews the impact that peopkesriing and development
has had on performance and identifies improvementsresult

Standard level

6A The organisation can show that evaluation catare set out for planned
learning and development activities and that sutivities are assessed and
certified where applicable.

6B Managers can provide examples of how they asifftto evaluate the
outcomes of learning activities at individual, teand organisational levels.
6C People can describe how learning and developautinities have

impacted on their performance and that of theimt@ad the organisation.



6D Senior management can describe how they evatmienpact of staff
learning and development on the performance obtbanisation and what
actions they take as a result.

Gold level

6E Managers can describe development that theyreaeé/ed in setting
objectives and evaluating learning and developraetitities.

6F The organisation can show improvements to manageapproaches
made as a result of learning and development desvi

Platinum level

6G The organisation can show behavioural chandges\ad as a result of
staff learning and development and that such clehgee been
documented.

6H The organisation can show that it uses evalnapproaches e.g.
Kirkpatrick’s Model/Phillip’s Model to establish tzomes that influence

improved performance.

7 Recruitment and selection 100 points

The organisation recruits and selects its peop#&eprofessional, fair and
competent manner in support of its business obEsti

Standard level

7A The organisation can show that its recruitmerat selection policies and
procedures are in line with all current and relévagislation and also
demonstrate a commitment to non-discriminationpaguodating diversity
and promoting equality.

7B People with recruitment and selection respohséds can provide
examples of development that they have receivedpport them in their
role.

7C The organisation can show that it has up-to-datkaccurate job
descriptions, personnel specifications and/or assest criteria for all
positions being advertised.

7D The organisation can show that recruitment urer notes and scoring

documents are retained in a confidential location.



Gold level

7E The organisation can show that its approackdaitment and selection
has contributed to its performance.

7F The organisation can show that it uses a rahgdeyvant assessment
tools in its recruitment and selection processes.

Platinum level

7G The organisation has an effective skills/compatdramework for
people participating in selection interviews.

7H The organisation can show that it takes a gfi@igpproach to

recruitment and selection in support of its bussnagectives.

8 Employee wellbeing 125 points

The organisation provides for the health, safetyaall-being of all its
people in a fair and non-discriminatory manner

Standard level

8A The organisation can show that it conforms aithrelevant and current
health

and safety legislation.

8B Managers can describe their responsibilitiegsHerhealth, safety and
wellbeing of their staff and have received appraigridevelopment.

8C The organisation has an Equal OpportunitieciP@lhich addresses
diversity, equality and disability and which hagbeffectively
communicated to people throughout all departmemdd@cations.

8D The organisation has specific strategies torenthat all employees have
equality of opportunity to have their learning neeeviewed and supported
and people can describe the approaches taken.

8E The organisation completes regular reviewssgbalicies and practices
which support the needs of a diverse workforce@euple with disabilities.
Gold level

8F The organisation can show that it develops iddals and teams in
support of problem solving health and safety issues

8G The organisation can define its strategies whigiport staff wellbeing.



8H The organisation can show that it develops marsadgrainers and
employees in support of an awareness around askillsfin relation to
issues of non-discrimination, accommodating divg@nd promoting
equality.

8l The organisation has complaints, appeal anaéveprocedures to
facilitate equality of opportunity.

Platinum level

8J The organisation can show that it measuresgateption on its
approaches to health and safety, equality and wialip

8K The organisation has an appointed person whodsa®nsibility for
Equal Opportunities which include planning and egung practices and
policies which facilitate the needs of a diversekfarce and people with
disabilities.

8L The organisation has a proven track record ii@ndnpeople with
disabilities or actively encouraging their recrugtmh

8M The organisation provides learning and informatids in alternative
formats for people with disabilities.

8N The organisation can show that the facilitiassiés provides ease of
access for employees and job applicants who haysigat and/or sensory
disabilities.

80 The organisation can show that its wellbeingtstiies contribute to the

success of its performance.

Source FAS
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Investors in People Standard

Principles

Commitment

An Investor in People
Organisation

is fully committed to
developing its people

in order to achieve its

aims and objectives...

Planning

An Investor in People

organisation

is clear about its aims and
its objectives and what its

people need to do to achieve

them

Action

An Investor in People
objectives
Organization

Indicators

TeTorganisation is committed to supporting

the development of its people.

) P2ople are encouraged to improve their own

d asther peoples performance

3) People believe their contribution to the

organisation is recognized

4) The organisation is committed to ensuring
equality of opportunity in the developmhe

of its people

5) The organisation has a plah al¢ar aims and

objectives wihaiehunderstood by everyone

6) The developmepeaple is in line with the
organizations aims and objectives

7) People understand how they contribute to

achieving the organdret aims and



develops its people
effectively in order to

improve its performance

Evaluation

An Investor in People
Organization

understands the impact of
its investment in people

on its performance

Source liP UK

8) Managers are effeetin supporting the

development of people

9) People learn and develop effectively

10) The development of people improves

the performance ofdhganisation,

teams and indivédua

11) People understaadmpact of the ...
development
of people on the performance of the

organisation, teams and individuals

12) The organisation gets better at develojigg

people



Appendix E




The Investors in People Revised Standard

Principle:
Developing strategies to improve the performanceforganisation
-An Investor in People develops effective strated@eimprove the
performance of the organisation through its people
Indicators
1) A strategy for improving the performance of theasrigation
is clearly defined and urstieod
2) Learning and development is planned to achieve the
organisation’s objectives
3) Strategies for managing people are designed toqeom
equality of opportunitytime development of the
organisation’s people
4) The capabilities managers need to lead, managdeuaiop
péopffectively are clearly defined and understood
Principle:
Taking action to improve the performance of theapigation
-An Investor in People takes effective action tpiove the performance of the
organisation through its people
Indicators
5) Managers are effective in leading, manggind developing
people
6) People’s contribution to the organisai®recognised and
valued
7) People are encouraged to take owneestdgesponsibility by
being involved in decision-making

8) People learn and develop effectively



Principle:
Evaluating the impact on the performance of theoigation
-An Investor in People can demonstrate the imphits anvestment in
people on the performance of the organisation
Indicators
9) Investment in people improves the perfaroesof the
organisation
10) Improvements aratowally made to the way people are
managed and dgwedb

Source liP UK



QUESTIONNAIRE

Organisation Name:

Questionaire Number:

Your co-operation in completing this questionnaire is appreciated. The purpose of the questionnaire
is part of the pilot study on introducing the Excellence Through People Standard within the Public Sector.

Your responses to the questions will be grouped with other responses and will be compared to responses from
other organisations in order to identify any differences between public and private sector organisations.
Individual responses will not be identified.

Some personal information on respondents to the questionnaire is required in order to assist with the analysis.
Please circle the appropriate number.

Which of the Manager, Professional, Supervisor, Technical, Craft, Apprentice, Semi-Skilled, Administration,
following best describe 1 2 3 4 5 6 7 8
your present position Clerical, Other ?
(please tick only one) 9 10
Education Level: Post-Graduate/ Degree/ Diploma, Certificate, Leaving Certificate/ Junior Certificate/
(please tick only one) 1 2 3 4 5 6
Other ?
7
Gender: Male / Female
1 2
Age: Under 25/ 26-35/ 36-45/ 46-55/ 56-65/ over 65
1 2 3 4 5 6
Length of Service: under 2 year/ 2-5years/ 5-10 years/ 10-15 years / 15-20 years / over 20 years
1 2 3 4 5 6
Key:
lI:!Strongly Disagree Moderately Disagree Slightly Disagree Neither Agree or Disagree  Slightly Agree Moderately Agree Strongly Agree
1 2 3 4 5 6 7
1(a) The reality of your organisation compares accurately 1 2 3 4 5 6

with its external image?

1(b) Employees have a sense of pride in working for the organisation? 1 2 3 4 5 6
1© There is consistency between decisions, actions and promises 1 2 3 4 5 6
of management?

1(d) Employees have confidence in the organisation and its management? 1 2 3 4 5 6



Key:

2.

Strongly Disagree Moderately Disagree Slightly Disagree Neither Agree or Disagree  Slightly Agree
1 2 3 5

4

Moderately Agree
6

2 (a)
2 (b)
20

2 (d)

3 (a)

3 (b)
30

3(d)

4 (a)

4 (b)
4©

4 (d)

5(

5(b)

5©

5(d)

Employees get fair treatment from the organisation and management?
Pay and benefits compare favourably with other organisations?
Employees are able to voice criticisms and get satisfaction?

Employees get recognition and rewards for efforts made?

“Them and us” attitudes do not exist between management and
non-management staff?

Consideration and respect are given to employees by managers?

Employees regard the working atmosphere in the organiation as very good.

Employees listen to and have respect for managers?

Mutual trust exists between managers and employees?

Managers are willing to listen and be questioned?
There is communication and freedom of information?

Employees get feedback from requests and suggestions?

There is a clear relationship between employees’ work and the
organisation’s goals and objectives?

Employees get pride and satisfaction from their work?

Employees’ personal expectations are fulfilled from their work?

Employees are encouraged to meet customer requirements?

Strongly Agree
7
5 6 7
5 6 1
5 6 7
5 6 7
S 6 7
5 6 7
5 6 7
5 6 7
5 6 7
5 6 7
5 6 7
5 6 7
5 6 7
5 6 1
5 6 7
5 6 7




Key:

1

Strongly Disagree Moderately Disagree  Slightly Disagree  Neither Agree or Disagree  Slightly Agree
2 3 5

4

Moderately Agree Strongly Agree
6 7

6 (a)
6 (b)

6©

6 (d)

7(a)
7 (b)
7©

7(d)

8 (a)

8 (b)

8©

8 (d)

9 (a)

9 (b)

9©

9 (d)

Information is provided to employees regarding the organisation’s
future plans and policies?

Employees believe that the organisation is addressing the real cause
of problems (within the organisation)?

Managers deal with mistakes in a fair manner?

A friendly, open-style of management exists?

A positive attitude exists towards the development of employees?
Good education and training facilities are provided?
Employees are responsible for their own work quality and performance?

Employees are encouraged to work on their own initiative?

A good team spirit exists within the department?

Good working relationships exist between different
parts of the organisation?

Meetings are effective and of value to the organisation?

A caring and motivating style of management exists?

Employees are very loyal to the organisation?

There is a sense of belonging and being part of the
organisation?

Employees consider their jobs to be worthwhile?

The organisation is dedicated to high quality standards?



-4-

10 (a) Are most decisions affecting your work taken (a) by yourself
(b) within your section
(c) outside your section
circle most common response

10 (b) To what extent is improvement part of your work? (a) never
(b) rarely
(c¢) frequently
(d) always
circle most common response

10© How much flexibility do you have in carrying out your work?
(This does not relate to working hours) (a) no flexibility
(b) some flexibility
(¢) a high degree of flexibility
circle most common response

10 (d) What do employees like to see happening within
the organisation?

10 (e) What is the biggest mistake an employee can make?

10(f) Which work problems (if any) can keep you awake at night?

10(g) What special terms or phrases are used here that only employees would understand?



10 (h) What kind of people are most likely to advance quickly in their career here?

10 (i) What occasions or events are celebrated in this organisation?

10 (j) 'What aspects of your work give you most satisfaction?
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Private Sector Organisation 1

Section 1-Review of Organisation Plans and Objectas
First Assessment

Strengths

The organization’s plans and objectives are bagdti®parent company’s goals. These
plans have extensive goals, objectives and budgetsre reviewed regularly.

The company has ISO 9002, 1ISO 14001 and CE Manieditation.

Areas for Improvement

None
Second Assessment

Strengths

There is a “corporate based” one year business gédegorized under the headings of
Business, People and Costs.

The plan in turn gives rise to departmental plaith gpecific objectives and targets.
The plan is reviewed quarterly and performancetuated.

Employee categories from first line managementregravolved in the preparation of
business plans with involvement of operative leuigoals setting.

The company has ISO 9002, 1ISO 14001 and CE Marnieditation.

Areas for Improvement

The hard copy or email circulated copies of busin®#ans should have the signature or
email approval of the plant manager. (Category 3)

Section 2 Preparation of Organisation Training Plan

First Assessment



Strengths

The training plan is linked to the business plan.

All employees have an input to the training plan.

The systems and procedures operated by the conapamery good.
Areas of Improvement

Priorities are recognized but are not obvious enThaining Plan and the Chief Executive
does not formally sign the plan. (Category 3)

There is no separate Identification of Training 8&@TN) document although the
company does follow a defined methodology in forgniine Training Plan.

Second Assessment

Strengths

There is a document company training policy, whechisible and circulated to all
employees.

There are signed written training plans derivexrfthe business goals.

These plans are in matrix/versatility format armditi where appropriate with similar
training plan activities identified in other loaatis of the organisation.

All employee categories are included and trainiagds are prioritized. There is a
procedure for reviewing the training plan.

Areas for Improvement
None

Section 3 — Review of Training
First Assessment

Strengths

The company uses various methods to evaluatetthgimg including performance
appraisal, teamwork, job performance, evaluatiaets) written tests, pre course/post
course interview and certification.



Areas for Improvement

It is suggested that these methods be formalizedamtten evaluation procedure.
(Category 2)

The company should consider introducing Certifmatbf Competence for Internal
Training (Category 3)

Section 4 Implementation of Training

First Assessment

Strengths
Written training programmes are available for idirting exercises and these state training

objectives, which are linked to job performance arelsigned and agreed with all
participants.

Areas of Improvement

The company would benefit from using the FAS tragnstandard QA 5801. (Category 2)

The company should seek external accreditatiothfgr “train the trainer” course.

Second Assessment

Strengths

Internal training programmes are well designed wahrse specification, which meet FAS
QA 5801 requirements.

Training objectives linked to work performance ageeed during performance review
reflect the business goals.

Most training objectives were achieved.
Training is carried out by qualified training/sutfjenatter experts.

Over 75% of planned training tool place and thisasked via the tri-monthly “attendance
and training” report.



Areas of Improvement

It is recommended that
a) External training programmes have a “course spmtin” and meet QA 58/01
Standard (Category 2)
b) In house trainers be certified to FAS/City and @siitandard. (Category 3)

Section 5 — Training and Development Records

First Assessment

Strengths

The training and development records are excellent.
Individual records are maintained and signed off.

Areas for Improvement

None

Second Assessment

Strengths

The training and development records are excellent.
Individual records are maintained and signed off.

Areas for Improvement

None

Section 6 — Communication and Involvement

First Assessment

Strengths

The company’s philosophy is that “the Key to susdests People”.



This is reflected in a range of facilitative mea&sumcluding teamwork (every
employee is actively involved in teams), a rangeashmunication media is used e.g.
one to one appraisal, meetings and team briefings.

Employee feedback and action plans are formalizexligh the team process, which is
then actioned and reviewed.

Areas for Improvement

The company should consider carrying out an indégenattitude survey. (Category 2)

Second Assessment

Strengths

A wide range of structures are in place to fad#éitemployee communication and
involvement. These include email; quarterly meetjigam meetings, publications,
notice board and TV monitor displays. Involvemenpiomoted through project teams,
feasibility projects, presentations, interviews aodhpany visits for project/product
transfer.

The company operates a cost improvement programme.

Team working and teamwork training is very evident.

An employee survey has been completed and resdltisdck to the employees. In turn
employees have been involved through project teegmggw committees etc, in

implementing actions to meet the survey findings.

Areas for Improvement

It is recommended that the communications policgxtended to include employee
involvement. (Category 3)



Private Sector Organisation 2

Section 1 — Review of Organisation Plans and Objages

Strengths
The company has prepared a set of three-yeargtratiejectives based on the

requirements and strategic thrusts of the 5-yegurarate strategic plan. Annual marketing
and operational plans are derived from the stratelgjectives which are prominently
displayed.

The annual organizational business plan addredigbe aelevant areas with particular
emphasis on and a direct linkage to the human reseaquirements. Each department has
developed its own mission statement.

A documented review policy/procedure exists andotha is reviewed and evaluated both
at monthly and quarterly management meetings. ofescarding system is currently being
developed to facilitate this review process.

Company management prepares the overall plan lossete business needs and
objectives. The review process is carried out wiguts from cross-functional teams such
as the TOPS Group (Through Our People Succesdyaaititator Groups.

The company has product accreditation from the FowtDrugs Administration (FDA),
the Irish Pharmaceutical Healthcare Associationthadrish Medicines Board.

Areas for Improvement

The organisation should investigate relevant cedtiion for their quality system.
(Category 2)

The company should continue to develop the scadirgasystem to further enhance the
review process. (Category 3)

Employees should be given the opportunity to becmwaved in the preparation of their
own departmental plans and objectives. (Category 3)

Second Assessment

Strengths
The company has prepared a set of three-yeargtratigjectives based on the

requirements and strategic thrusts of the 5-yegurarate strategic plan. Annual marketing
and operational plans are derived from the stratelgjectives which are prominently
displayed.



The annual organisational business plan addrefigbe aelevant areas with particular
emphasis on and a direct linkage to the human reseaquirements. Each department has
developed its own mission statement.

A documented review policy/procedure exists andotha is reviewed and evaluated both
at monthly and quarterly management meetings. ofesarding system is currently being
developed to facilitate this review process.

Company management prepares the overall plan loestte business needs and
objectives. The review process is carried out wifiuts from cross-functional teams such
as the TOPS Group (Through Our People Succesdyauititator Groups.

The company has product accreditation from the FowbDrugs administration (FDA), the
Irish Pharmaceutical Healthcare Association andribke Medicines Board.

All sales representatives carry out Strength, WeagnOpportunities and Treats (SWOT)
Analysis on their regions and this data is fed this Organisational Plan.

Areas for Improvement
The organisation should investigate relevant cedtifon for their quality system.
(Category?2)

The company should continue to develop the scadrgasystem to further enhance the
review process. (Category 3)

Employees should be given the opportunity to becmwaved in the preparation of their
own departmental plans and objectives. (Categpry 3

Section 2 — Preparation of Organisation Training Pan

First Assessment

Strengths
The organisation has a documented policy on trgiimirthe form of a training Charter,

however, circulation and understanding of the golere poor.

The overall training plan is approved by the cleiegcutive and exists for the period under
review. It is directly linked to the human resairequirements in the business plan.

Priority areas are identified and addressed inrdiring plan through strategic objectives
being cascaded into departmental and individuaaibjes.



Role profiles, which were developed in conjunctiath existing jobholders outline the
competency level and standard set and expected.

Individual performance management reviews idertdining needs and personal
development plans assist in the achievement otbtbges set and agreed.

A documented procedure has been prepared for rengate training plan, which is
reviewed monthly by the training department.

A formal performance management system is in ojeraind standards of performance,
which outline specific objectives and targets fohiavement have been set and agreed with
employees. A personal development plan and a ghesieing plan assist individuals to
achieve expected performance.

The training manager reports directly to the ckiefcutive.

The company has spent 10.71% of total salariesrentaourse costs this, however, does
not reflect their full training investment.

Areas for Improvement
Circulate the documented policy on training tos&iff to ensure full understanding.
(Category 3)

Collect the total costs of training to more acceisatost their investment. (Category 3)

Encourage management to take full responsibilitytte training of their own staff by
preparing training plans for their own departme(@ategory 3)

Second Assessment

Strengths
The organisation has a documented policy on trgiimirthe form of a Training Charter,

however, circulation and understanding of the golere poor.

The overall training plan is approved by the cleiegcutive and exists for the period under
review. It is directly linked to the human resairequirements in the business plan.

Priority areas are identified and addressed inrdiring plan through strategic objectives
being cascaded into departmental and individuaaibjes.

Role profiles, which were developed in conjunctiath existing jobholders outline the
competency level and standard set and expected.



Individual performance management reviews identdyning needs and personal
development plans assist in the achievement ofobgs set and agreed.

A documented procedure has been prepared for rengate training plan, which is
reviewed monthly by the training department.

A formal performance management system is in ojeraind standards of performance,
which outline specific objectives and targets fohiavement have been set and agreed with
employees. A personal development plan and a ghesieing plan assist individuals to
achieve expected performance.

The training manager reports directly to the chiefcutive.

Each representative must undergo the MMEI exananatiithin 2 years of joining the
organisation.

Everyone has a copy of the appraisal manual.
A new “9 Box Grid System” is being introduced whiefil categorise each employee in
the system. The results as shown in the grid syst#l be made available to the

organisation World System, which means that stadild be offered positions worldwide.

The organisation has a dedicated Human ResourcBevelopment Manager who is
currently completing a Masters in HR Development.

The cost of training has been established at 11%&alafies.
Areas for Improvement

Assessment Tests e.g. multiple choice should bsidered for all technical programmes.
(Category 3)

Positioning in “A Box Grid System” should be by agment with the individual employee.

Section 3 — Review of Training

First Assessment

Strengths
The company uses a range of validation criteriatfotraining activities including pre

course briefing by e-mail, course validation bytggrants, post course discussions with
management, performance management reviews, figtd oy designated coach or
manager. This process of validation ensures theting and development affects job
performance.

10



Assessments for training activities include inteand final examinations for the induction
course, behavioural assessments on field visiilés skidits at six-monthly intervals,
performance management reviews and third partysassnts for some programmes.

Areas for Improvement
The organisation should document the proceduresfoewing the effectiveness of the
entire training process. (Category3)

The organisation should develop the evaluationecy@ldetermine the return on its training
investment. (Category 3)

The organisation should investigate certificatibc@ampetency for all courses undertaken.
(Category 3)

Second Assessment

Strengths

The company uses a range of validation criteriatfotraining activities including pre
course briefing by e-mail, course validation bytggrants, post course discussions with
management, performance management reviews, figtd oy designated coach or
manager. This process of validation ensures thmtimng and development affects job
performance.

Assessments for training activities include inteand final examinations for the induction
course, behavioural assessments on field visiilés skidits at six-monthly intervals,
performance management reviews and third partysasssnts for some programmes.

There is a specific policy for the evaluation @fiing. Most external courses carry
certification.

Review of training is also carried out using conmgar data between sales performance
and training provided.

Areas for Improvement
The current assessment system should be extenddidriining both internal and external.
(Category 3).
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Section 4 — Implementation of Training

First Assessment

Strengths
The training department delivers a range of intema@ning programmes and documented

training programmes were available for all prograsanwhich in general conformed to the
FAS QA 58/01 Standard.

The training objectives, which had been set andeywith employers, were clearly linked
to individual requirements and job performance.

Training objectives, for the past year were fulthi@ved and 100% of people were trained
as per the training planned. Internal trainersevgeritably trained for current requirements.

Areas for Improvement
Have internal trainers developed in quality systemsagement. (Category 3)

Second Assessment

Strengths
The training department delivers a range of intema@ning programmes and documented

training programmes were available for all prograsamwhich, in general conformed to the
FAS QA 58/01 Standard.

The training objectives, which had been set andejwith employers, were clearly linked
to individual requirements and job performance.

Training objectives for the past year were fullhi@ved and 100% of people were trained
as per the training planned. Internal trainersevgeiitably trained for current requirements.

Areas for Improvement
Classification of objectives should be reviewedine with QA 58/01 definition. (Category
3).

Training techniques skills should be undertakemlbinvolved in training. (Category 3).

Section 5 — Training and Development Records

First Assessment

Strengths
A range of written training and development recasdsiaintained for each employee.
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Each employee has signed the relevant course tialid@arms, field visit reports
individual development plans, monthly records andual training sheets.

Areas for Improvement
The organisation should document the health aretysafining in each employee’s
induction record and have it signed by each indigld(Category 2)

The organisation should summarise all training utadten for employees and retain it in
the individual’s file for ease of access. (Catgd®x

Second Assessment

Strengths
A range of written training and development recasdsiaintained for each employee.

Each employee has signed the relevant course tialidarms, field visit reports
individual development plans, monthly records andual training sheets.

Statistical data is gathered via computer recondsthis is actively used for comparisons
and evaluation of the training process.

Areas for Improvement
None.

Section 6 — Employee Communication and Involvement
First Assessment

Strengths

A variety of structures and methods exist for dffeccommunications, these include an
open door policy, sales meetings, communicatiorstimgs, business unit meetings, field
visits and facilitated meetings.

A variety of team meetings and informal improvemieittatives encourage teamwork
between departments and assist staff to becomé/et/an improvement projects. The
organisation has provided training for teams irugrdynamics, leadership and facilitation
skills. Outdoor team building events have als@taglace to develop team spirit.

There is a formal policy on employee involvement.

The company utilizes a formal scientific anonymweakie survey, which is scored by an
independent external source to obtain feedback &taufif.
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The company also uses informal discussions follgvield visits and performance reviews
to encourage feedback. Several improvements hese implemented as a result of
actions from this feedback. Employees have alsiosbane involvement in the design and
follow up of the feedback systems.

Areas for Improvement
Formalise the quality improvement process with easghon continuous improvement.
(Category 3)

Second Assessment

Strengths
A variety of structures and methods exist for dffeccommunications, these include an

open door policy, sales meetings, communicatiorstimgs, business unit meetings, field
visits and facilitated meetings.

A variety of team meetings and informal improvemieittatives encourage teamwork
between departments and assist staff to becomé/etva, improvement projects. The
organisation has provided training for teams irugrdynamics, leadership and facilitation
skills. Outdoor team building events have als@taglace to develop team spirit.

There is a formal policy on employee involvement.

The organisation bases its success on teamwotkarmwork culture is fostered. Support
for teams is provided b y the training unit as vesllby external trainers and a range of
team training modules are provided. A survey poeduby the company worldwide is
carried out at regular intervals and the datafiéal the world database. The response in
Ireland was 80%.

A 360-degree feedback system is currently beinafqul.

Areas for Improvement
Ways to be considered to involve staff in the desifithe survey questionnaire. (Category
3)

Consideration be given to developing a continuoyxrovement system in addition to that
already in existence. (Category 3)
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Private Sector Organisation 3

Section 1 — Review of Organisation Plans and Objages

First Assessment

Strengths
The company has a comprehensive range of integ&itatbgic Business Plans, which

separately address the marketing, technology, é@amd human resource functions.
These are divided into yearly departmental plamsaae regularly reviewed and updated by
way of structured quarterly, monthly and weekly tmegs. All plans are directly linked to
circulated vision and mission statements whichf@cased on innovation, quality and
people.

Accreditation includes ISO 9000 and QS. The compeere recent winners of both the
FAS Training Award and the AIB Export Award.

Areas for Improvement
Legislative issues should be addressed in the éssiplan. (Category 2)

Lower levels of staff could contribute to the plarprocess. (Category 3)

Second Assessment

Strengths
The Company has a comprehensive range of integ&itategic Business Plans, which

separately address marketing, technology, finandehaman resource functions. These
are divided into yearly departmental plans andegelarly reviewed and updated by way
of structured quarterly, monthly and weekly meetindll plans are directly linked to
circulated vision and mission statements whichf@cased on innovation, quality and
people.

Accreditation includes ISO 9000 and QS. The compeare recent winners of both the
FAS Training Award and the AIB Export Award.

Legislative areas have been addressed since theskesssment.

All levels below middle management are encouragezbhtribute to the planning process
by way of departmental monthly meetings, which gepsuggestions for improvement.

The planning process has also been improved bgrtfadgamation of Functional plans.

Areas for Improvement
None
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Section 2 — Preparation of Organisation Training Pan

First Assessment

Strengths
The company has a comprehensive policy on trainumigh is directly linked to its

strategic plans and ongoing priorities.

Training is an integrated, pivotal, function in eflthe company’s operations and is directly
linked to its business plans.

The approach is in line with FAS Standard QA 584 is based on formal evaluation
systems.

Standards of performance are clearly defined, agaed linked to corporate, functional
and individual performance.

The company actively encourages the involvemestaidf in their own development and
supports individual initiatives.

All training activities are approved by the Chiefd€utive.

Areas for Improvement
Procedures for prioritizing training could be imped. Category 3)

Second Assessment

Strengths
Training is an integrated, pivotal, function in aflthe company’s operations and is directly

linked to its business plans.

The approach is in line with FAS Standard QA 584@d is based on formal evaluation
systems.

The company has updated the whole area of perfarenappraisal, review and evaluation
of training resulting in a more effective and cdidated system, which is currently in
operation for management and administrative staff and discussions are taking place to
introduce it for all staff.

Areas for Improvement
The approach of performance appraisal and reviemaofing needs should be completed
for all staff. (Category 2)
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Section 3 — Review of Training

First Assessment

Strengths
Training is evaluated on an ongoing basis throoeghperformance, formal appraisal and

regular review meetings.

Because of the level of technology involved andtesl safety issues, certification at key
levels is a necessity.

Areas for Improvement
Job related objectives should be distinguished ftoorse objectives and linked to training
evaluation. (Category 2)

Second Assessment

Strengths
Formal validation and evaluation procedures hawenlveviewed and updated. They are

linked to job performance and training objectives/
Measurements are evaluated at four levels i.eticmadearning, behaviour and results.

Procedures directly link improvements requiredoin jelated objectives to training
objectives and the subsequent review of same fatrelift time intervals.

Certification and competence testing are integratguities.

Areas for Improvement
The updated process should be implemented foraatiimg activity. (Category 2)

Section 4 — Implementation of Training

First Assessment

Strengths
The company operate a FAS approved Apprentice ifigi@entre.

Training Manuals are available to FAS Standard @05

Written training programmes are available for @llriing activities.
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There are twelve trained Instructors.

Health and safety issues are comprehensively agkties
Most of the planned training was carried out.

Areas for Improvement

The procedures for defining training objectives &nking them to work performance
could be improved. (Category 3)

Second Assessment

Strengths
The company operate a FAS approved Apprentice ifigi@entre.

Manuals are available to FAS Standard QA 58/01

Written training programmes are available for @llriing activities.
There are twelve trained Instructors.

Health and safety issues are comprehensively asketies

The company operates a management by objectivesapto training, directly linked to
work performance for all levels of staff.

Areas for Improvement
The updated evaluation system should be fully phaséor the remaining staff. (Category
2)

Section 5 — Training and Development Records

First Assessment

Strengths
Training records are computerised and availablaie@mployees

Areas for Improvement

None
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Second Assessment

Strengths
Training records are computerized and availablaficemployees.

Areas for Improvement

None

Section 6 — Employee Communication and Involvement

First Assessment

Strengths
Senior management are dedicated to the principtenpioyee involvement and have put in

place a range of initiatives to encourage and tasgls/iduals to participate fully in the life
of the company. All are based on the Human ResoBt@ategy Document . These include
training in interpersonal skills to overcome bai® communication, team building and
project groups, a selective employee survey, weahktlymonthly meetings, a bulletin,
employee handbook and notice boards.

Areas for Improvement
The independent employee survey (Category 2) anéettdback loop (Category 3) should
be expanded to cover all employees.

Second Assessment

Strengths

The commitment to employee involvement emanates Benior management and is fully
supported by a range of activities.

Staff are fully informed about company activitieglanvolved through project teams
addressing issues.

The company suggestion scheme made significantdsvwarthe previous year.

Existing structures have been strengthened to ingpao already effective communication
model.

Structured meetings take place throughout the cagnpa a weekly basis at section level,
on a monthly basis at departmental level and ohylealrly basis at company level. The
objective being to keep employees fully informedabhswer questions and obtain feedback.
These meetings are in addition to the structuredagement or operational meetings on a
weekly or monthly basis.
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Training is provided for the ranges of team aaegitincluding facilitators, participants,
problem solving, communications and conflict hamglli

Areas for Improvement

The independent employee survey should be complé@adegory 3)

20



Private Sector Organisation 4

Section 1 — Review of Organisation Plans and Objages

First Assessment

Strengths

An Annual Operational Plan is derived from a fiveay Strategic Plan and these have
defined measurable goals under eight headingdlas/§ safety, environment, production,
quality costs, customers, people, community ancldgwment.

The annual plan is consolidated from five sub-daris of the plant, each having its own
integrated plans and budgets with similar goalsabjdctives.

Plans are reviewed tri-annually at corporate lewel monthly by local management.

Employees at all levels have the opportunity to enak input to plans and policies through
a company-wide teamwork process.

The company has certification to ISO9000, ILAB, BRnternational Safety Rating
System) and plans to achieve the Environmentaldaran SO 114001 are well advanced.

Areas for Improvement

It is suggested that a procedure for review betevriinto all documented plans. (Category
3).

The plans should be signed off by the relevant@evianager. (Category 3)

Second Assessment

Strengths
The current strategic plan will be completed théaryand a series of project teams and

subgroups extending company wide are preparingosadp for the next five year periods
using the EFQM Excellence Model.
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An Annual Operational Plan is derived from a fiveay Strategic Plan and these have
defined measurable goals under eight headingdlag/fsafety, environment, production,
quality costs, customers, people, community ancldgwment.

The annual plan is consolidated from five sub-daris of the plant, each having its own
integrated plans and budgets with similar goalsabjdctives.

Plans are reviewed tri-annually at corporate lewel monthly by local management.

Employees at all levels have the opportunity to enaik input to plans and policies through
a company-wide teamwork process.

The company has certification to ISO9000, ILAB, EBRnternational Safety Rating
System) , plans to achieve the Environmental Stahk&0 114001 are well advanced and
the company has recently received EPA Certification

Areas for Improvement
It is suggested that a procedure for review betevriinto all documented plans. (Category
3)

All eight headings of the company'’s objectives beocaded to all locals and business
functions, teams and individuals. (Category 3)

Section 2 — Preparation of Organisation Training Pan

Strengths
A written training policy and procedure for fulfillg it is in place.

Each division has its own training plan, which emvall categories of employees and is
based on extensive performance appraisal andritparid development review process.

Training plans are reviewed at six monthly teamews, monthly management meetings
and an annual training and development analysis.

Health and Safety is a priority training objectfee the company.

The training officer reports to the Human ResouCesordinator and both have
appropriate qualifications in training.

Areas for Improvement

It is recommended that the training request fornddeesloped into a consolidated plant
training plan to include scheduling of training cees, indication of priority areas and their
current status. (Category 3)
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It is recommended that the individual appraisacpss at management level be developed
to include performance goals under the eight hegdimthe company’s objectives and as a
framework for identifying training needs.

Strengths
A spreadsheet to consolidate all training actiintyhe plant has been devised in response

to a recommendation in the previous assessmenttrepo

Similarly individual performance reviews have beveloped to include all eight
headings of the company objectives.

All training activities are planned, implementediarsviewed in accordance with the
company training standard.

Health and Safety is a pervasive priority for tbenpany and they have an objective of
achieving level eight of the ISRS (Internal Safetytary System) this year.

The training officer reports to the Human ResouCesordinator and both have
appropriate qualifications in training.

Areas for Improvement
It is recommended that the consolidated trainirag pbrmat be fully developed and
implemented and that it be signed off by the Chie¢cutive. (Category 3)

Section 3 — Review of Training

First Assessment

Strengths

Training procedures are validated by a range ofsomes including participant evaluation
sheets, tests, certification, individual appraisatsning and development reviews,
evaluation of lesson plans and instructor perforceaand three to six month post course
reviews. These are applied to both internal andre&l programmes.

Externally certified courses are used where aviglahd tests are included in most internal
courses.

Areas for Improvement

It is recommended that a written evaluation procedhe devised and implemented to
include all existing measures and that this procete applied to all training exercises.
(Category 3)

It is recommended that a system of internal auglitie included in the evaluation
procedure. (Category 3)
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It is recommended that competence testing be iedunl all training courses.
(Category 3)

It is recommended that a project team be appotatédentify and devise additional ways
in which the benefits of the company’s extensiweestiment in training can be measured.
(Category 3)

Second Assessment

Strengths
A procedure for the validation of training has bestablished and is being implemented as

recommended in the previous assessment reporth@kibeen given the status of a
standard work method to institutionalize it in 8ystem. It will be applied to all internal
and external training programmes.

A sub team of the Strategic Planning Group is erargithe subject of measurement of the
benefits of the company’s extensive investmentaming and development.

Areas for Improvement

It is recommended that the procedure for evaluaifdnaining be fully applied to all
training programmes and that job performance kebéshed as a prime evaluation factor.
(Category 3)

It is recommended that competence testing be deedltor all training courses. (Category
3)

It is recommended that internal auditing of the étbemce Through People Standard be
introduced. (Category 3)

Section 4 — Implementation of Training

First Assessment

Strengths
Written Training Programmes are in use for alling and external training courses.

These have defined objective that are related ti werformance. Training objectives are
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agreed with individuals and teams through indivichppraisal at management level and
training and development reviews with team members.

Internal instructors have been developed in trashkéls and the performance of both
internal and external instructors is evaluatedhayTraining Officer.

In the year under review 76% of scheduled trainwag carried out.
Areas for Improvement

It is recommended that all the criteria headingh@FAS standard QA 5801 be used to
extend the existing course specification. (Cate&yr

It is recommended that the definition of learnirojeatives could be enhanced by stating
them in terms of performance, conditions and stadsda(Category 3)

It is recommended that the curriculum of all tragnprogrammes be regularly reviewed to
reflect changing work performance criteria. (Catgd3)

Second Assessment

Strengths
Written Training Programmes are in use for allingé and external training courses.

These have defined objectives that are relatecbtés performance. Training objectives
are agreed with individuals and teams through iddial appraisal at management level
and training and development reviews with team nmexsb

Internal instructors have been developed in trashkéis and the performance of both
internal and external instructors is evaluatedh®yTraining Officer.

Every employee in the company had training durivegytear under review with an average
of six and a half days of training per employee.

Areas for Improvement
It is recommended that individual training plansrégularly reviewed to include additional
training implemented. (Category 3)

It is recommended that individuals with low levefamplementation in terms of planned
training be examined for corrective actions. (Qatg 3)

It is recommended that the definition of learnidojeatives could be enhanced by stating
them in terms of performance, conditions and stessl (Category 3)
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Section 5 —Training and Development Records

First Assessment

Strengths
Records of training and development are maintaiaedll employees.

These are computerised and all employees havadesss to them.
Course records are signed by all participantsaasitig is completed.

Areas for Improvement
None

Second Assessment

Strengths
Records of training and development are maintafaedll employees.

These are computerized and all employees havabeess to them.
Course records are signed by all participantsaasitig is completed.

Areas for Improvement
Some training records were not signed off by trasne(Category 3)

Section 6 — Employee Communications and Involvement

First Assessment

Strengths
Internal communications activities are wide rangamg comprehensive. They include

weekly information notes, quarterly newsletter,iceboards, bi-annual communication
meeting addressed by the CEO and senior manageeaent team briefings, e-mail and
colour coded flyers.

Employee involvement is similarly facilitated thghuvarious structures such as team
performance reviews, training and development resjendividual appraisals, suggestion
schemes, corrective action request scheme andaspegjects e.g. European Union
Leonardo and ADAPT programmes and apprenticeshii goup.
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The company has a policy of continuous improvenaaaitthis is effected through a
company-wide self managed teamwork structure. risxe training is provided for teams.

A written policy on employee involvement is circidd fully and employees have
numerous opportunities for giving feedback as tedaabove and in the design and follow
up of the feedback findings.

Areas for Improvement
It is recommended that all new recruits receivet@ark training as part of their induction.
(Category 3)

It is recommended that the written policy on empkynvolvement be signed by the Chief
Executive. (Category 3)

Second Assessment

Strengths
Internal communications activities are wide rangamgl comprehensive. They include

weekly information notes, quarterly newsletter jeeboards, bi-annual communication
meeting addressed by the CEO and senior managéeaent team briefings, e-mail and
colour coded flyers.

Employee involvement is similarly facilitated thgluvarious structures such as team
performance reviews, training and development resjendividual appraisals, suggestion
schemes, corrective action request scheme andaspeajects e.g. European Union
Leonardo and ADAPT programmes and apprenticeshii g@up.

The company has a policy of continuous improvenaanitthis is implemented through a
company-wide self managed teamwork structure. risxe training is provided for teams.

A written policy on employee involvement is circidd fully and employees have
numerous opportunities for giving feedback as tedaabove and in the design and follow
up of the feedback findings.

Areas for Improvement
It is recommended that the written policy an empinvolvement be signed by the Chief
Executive and displayed. (Category 3)
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Public Sector Organisation 1

Section 1 Review of Organisation Plans and Objects

First Assessment

Strengths

The department has a Strategy Statement for thedoeased on a SWOT analysis of its
operations and this sets out the mission stateraategic objectives, planned outputs and
the review process to be followed.

The document addresses human resource developrakrd,for money, customer focus
etc and is signed off by the chief executive.

Each of the sections within the department prodacesnnual business plan based on the
Strategy Statement. These plans are reviewed nyoantidl six monthly by management.
Employees at all levels have the opportunity to enak input to the business plans and
strategy statement through the organisation’s dtatgn process.

Areas for Improvement
Opportunities for input to the Business Plans sthdwa formalized through section team
meetings in all branches. (Category 3)

The departmental policy on the environment shoelihbluded in the strategy statement.
(Category 3)

The potential benefits of ISO 9000 or Quality Madcreditation should be examined as a
control/improvement tool for the department’'s maragnt systems. (Category 3)

Second Assessment

Strengths
The department has a Strategy Statement for thedp®998 to 2000 based on a SWOT

analysis of its operations and this sets out thesion statement, strategic objectives,
planned outputs and review process to be followed.

The document addresses human resource developrakré,for money customer focus
etc. and is signed off by the chief executive.

Each of the sections within the Department prodaceannual Business Plan based on the
Strategy Statement. These plans are reviewed yantd six monthly by management.
Employees at all levels have the opportunity to enak input to the business plans and
strategy statement through the departmental caisuitprocess.
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Areas for Improvement
Opportunities for input to the business Plans shbel formalized through section team
meetings in all sections. (Category 3)

The departmental policy on the environment shoeldrcluded in the strategy statement.
(Category 3)

The potential benefits of ISO 9000 or Quality Madcreditation should be examined as a
control/improvement tool for the department’s maragnt systems. (Category 3)

Section 2 — Preparation of the Organisation Trainig Plan

First Assessment

Strengths
The organizations training policy is outlined irtHuman Resources Section of the

Strategy Statement and has been communicatedémplbyees via e-mail and the intranet
site.

A detailed training needs analysis by section and/idual has been carried out over recent
months in all sections and a programme of traiciogrses has been developed to address
the major needs.

A documented consolidated training plan for theaaigation is currently being prepared,
in the meantime, a quarterly menu of training cesris offered that are derived from the
training needs analysis, which in turn is linkedhe business plan. Most employees have
had training in the past twelve months.

Training investment in the past year was approxtge8% of total payroll costs.

Areas for Improvement

A consolidated training plan should be drawn uplaaned to cover both on and off the

job training showing the chief executive’s signaturiority programmes and current status
of its individual programmes. (Category 2)

The training plan should show linkages to the bessplan. (Category 2)

The Performance Management and Development Sy&i8 D) should be fully and
effectively implemented. (Category 2)

A review procedure should be included in the tragrnplan. (Category 3)

Health and Safety training should be indicated psaity in the training plan. (Category
3)
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Second Assessment

Strengths
The organisation’s training policy is outlined etHuman Resources section of the

Strategy Statement and has been communicatedémplbyees via e-mail and the intranet
site.

A performance Management and Development SystemS)Mias been introduced this
year, which includes a five day training progranforeall staff. The system provides for
agreed standards of performance, identificatiocoofipetencies for each job, completion of
a Personal Development Plan with an annual assessmeé two interim reviews for every
employee with their direct superior.

Training needs are assessed in relation to thenBssiPlans and the defined competencies
through the (PMDS) process and a prioritized lfdtaining requirements in each section is
integrated into a summary list for the organisatigrihe Training and Development Unit.

The training plan is reviewed within the Human Reses Branch and six monthly by the
Partnership committee.

Training in Health and Safety issues is addressed.
Training investment for the year was approximafly of total payroll costs.
Areas for Improvement

The summary prioritized training list should be eleped into a consolidated Training Plan
for the total organisation to show total trainirggiaty in one document. (Category 3)

Linkages to specific goals in the business plamuhbe shown in the training plan.
(Category 3)

A review procedure should be included in the tragrplan. (Category 2)
The Senior Management Training should be includdatié consolidated training plan.
(Category 3)

Section 3 — Review of Training

First Assessment

Strengths
Presently course evaluation forms are completedlfan-house programmes and some

external courses are certified. However a pragit progress to design a validation and
evaluation system for training activities in thgamisation. Telephone follow up with
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participants on courses by the Training and Deveakat Unit (T & D Unit) is sometimes
employed and a discussions with the manager ofcpzhts.

Areas for Improvement
An evaluation procedure should be drawn up andegpd all training exercises.
(Category 2)

Appropriate evaluation measures should be inclufedll course specifications.
(Category 2)

Data from applying the evaluation measures be ard|yactioned where necessary and
these actions recorded. (Category 2)

The training system be reviewed regularly by th& D Unit and the T & D Committee to
evaluate all aspects of course design, delivergluation and administration. (Category 3)

Second Assessment

Strengths
Training courses are validated through a rangee#sures, including Course Evaluation

Forms on completion, a further evaluation questamrensix weeks after completion,
pre/post course assessments, certification of eattepurses and ultimately job
performance.

The PMDS process is primary a tool for evaluatbtraining and will be reinforced in
this area as more experience is gained in its capbn.

Areas for Improvement
An evaluation procedure should be drawn up andiegpd all training exercises.
(Category 2)

Appropriate evaluation measures should be inclufedll course specifications.
(Category 2)

Data from applying the validation measures shoeldtalysed, actioned where necessary
and these actions recorded. (Category 2)

The training system should be reviewed regularlyheyT & D Unit and the T & D

Committee to evaluate all aspects of course dedgjivery, evaluation and administration.
(Category 2)
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Section 4 — Implementation of Training

First Assessment

Strengths
Documented training programmes are available foresoourses and training objectives

linked to work performance are available for masirses.

The course objectives for recent courses were dd@dd agreed by course participants
before commencement and this approach will be eegiby the T & D planning process
and the PMDS process.

All internal trainers have appropriate qualificatiand experience in trainer skills.

With minor exceptions all training identified fo®829 was implemented.

Areas for Improvement

FAS Standard QA 58/01 be used to specify all trjrdourses both internal and external
(Category 3)

Training Objectives linked to work performance leady defined on all training
programmes and that these be discussed with aitipants in advance of the training.
(Category 2)

All on the job training be documented, structuredorded and validated as for formal
courses. (Category 3)

Second Assessment

Strengths
Documented training programmes are available fatriraining courses and training

objectives linked to work performance are defined.

For some courses delivered by external trainereapgof intended participants are
involved in the specification of course objectives.

Individual training objectives are agreed with papants through the PMDS process.

All staff has had training during the year partanly through the PMDS process, this
averages al four days per employee.

Internal trainers are trained in trainer skills andre than twenty staff members have
undertaken train the trainer courses.
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Areas for Improvement
FAS standard QA 58/01 be used to specify all trgjrdourses both internal and external.

Training objectives linked to work performance teacdy defined on all training
programmes and that these are discussed withréitipants in advance of the training.
(Category 2)

All on the job training be documented, structumedorded and validated as for formal
courses. (Category 3)

Selected operators be trained in demonstratiots gkilconduct on the job training.
(Category 3)

Section 5 — Training and Development Records

First Assessment

Strengths
Training records are maintained on computer foeadployees and they have full access to

these through the T & D Unit.
Attendance at health and safety briefings is signeparticipants.

Their full training history is currently being véed with employees and at that stage they
will be asked to sign their full record.

Areas for Improvement
All training records should be kept up to dateat@gory 3)

Second Assessment

Strengths
Training records are maintained on computer foemlployees and they show their full

training history.
Full access to these records is available to a@lf stembers through the T & D Unit.
Attendance sheets for all courses are signed byateipants and these are kept on file.

Areas for Improvement
All training records are kept fully up to date. af€gory 3)
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Section 6 — Employee Communications and Involvement

First Assessment

Strengths
The organisation users a range of methods and fadéanployee communication and

involvement including a range of committees sucthasPartnership committee, the Health
and Safety Committee, the Training and Developriammittee and the Management
Advisory Committee. Participation on these is klde to representatives of all grades,
branches and unions in the organisation.

On a more informal basis, team meetings and manageoniefings are used in some
branches and sections.

Information is widely available to all staff thraduglectronic media such as e-mail and
intranet, bulletin board and video conferencingilevprint media in the form of civil
service newsletters and publications are also eyeglo

Continuous improvement is integral to the orgamgés mission of providing “value for
money service” and is actioned mainly through at@usr Service Plan, a Staff Suggestion
Scheme and Exceptional Performance Awards.

Teamwork operates informally through natural worbugps.

The partnership process facilitates employee feddba

Areas for Improvement

A structured teamwork programme be introducecddtude natural work teams in the

sections and a more widespread use of project tadaislevels and across levels.
(Category 3)

The Structured Teams be given training in TeamvBkiks. (Category 3)

Team briefings by managers be formalized as a m&amsrmonizing communications
between branches and sections. (Category 3)

A formal attitude survey be conducted on a regoéasis and that employees be invited to
suggest particular questions which could be indud&€ategory 3)
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Second Assessment

Strengths
The organisation uses a range of methods and rfad@anployee communication and

involvement including a range of committees sucthasPartnership committee, the Health
and Safety Committee, the Training and Developriammittee and the Management
Advisory Committee. Participation on these is klde to representatives of all grades,
branches and unions in the organisation.

On a more informed basis, team meetings and maregémiefings are used in some
branches and sections.

Information is widely available to all staff thraduglectronic media such as e-mail and
intranet, bulletin board and video conferencingilevprint media in the form of civil
service newsletters and publications are also eysglo

Continuous improvement is integral to the orgamsés mission of providing “value for
money service” and is actioned mainly through at@usr Service Plan, a Staff Suggestion
Scheme and Exceptional Performance Awards.

Teamwork operates informally through natural worbwugps.
The partnership process facilitates employee feddba

The majority of employees interviewed during theessment expressed satisfaction with
the communications systems and the ways in whiep taceived information.

An employee opinion survey was carried out as anase of module 2 of the PMDS
training and the results have been analysed anghakrated for future action.

Areas for Improvement

A structured teamwork programme be introduced ¢tuote natural work teams in the
sections and a more widespread use of project tatiaiklevels and across levels.
(Category 3)

The Structured Teams be given training in TeamvBkiks. (Category 3)

Team briefings by managers be formalized as a m&amsrmonizing communications
between branches and sections. (Category 3)

A formal attitude survey be conducted on a regbésis and that employees be invited to
suggest particular questions which could b e inaflid(Category 3)
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Public Sector Organisation 2

Section 1- Review of Organisation Plans and Objeots

First Assesssment

Strengths
A Regional Plan is developed annually and is signethe regional director, this includes

a mission statement for the region which formsttagis of mission statements for each
operating unit, included in the plan are the amdanarketing, technology, finance and
human resource development.

The regional objectives are reviewed monthly atuhi€s management meetings and
subsequently at staff meetings. A review proce@uists and minutes are maintained for
these review meetings.

The regional director and unit management withesstaff involvement prepare the
relevant section of the regional plan.

The department was awarded the Quality Mark thesgsyago.

Areas for Improvement

Department management should prepare their owméssiplans to focus externally on
how the department’s objectives will be achieved endemonstrate their commitment to
human resources development. (Category 2)

The department should redraft objectives in thietlaf feedback from staff meetings.
(Category 2)

Staff should be given the opportunity to becomeinwed in the preparation of their own

unit’s plan and objectives. (Category 2)

Second Assessment

Strengths
A major Strategic Review is currently being undeetaby the overall organisation.

An excellent Regional and Departmental Plan haa degeloped. A meeting took place
with all staff at the beginning of the year wherd¢hg Regional and Departmental
objectives were discussed and action items idedtifi

The organisation has held the Quality Mark forplst three years — excellent marks have
been achieved during that period.
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Areas for Improvement
There should be a better linkage between the Rabaljectives and the Department
objectives. (Category 3)

Specific plans were identified but it is suggedtet these be more specific, measurable
and detailed (Category 2)

A quarterly review of the plan should be carried lo;yisenior management to examine (a)
adherence to plan and (b) appropriate correctitiera@Category 2)

Section 2 — Preparation of Organisation Training Pan

First Assessment

Strengths
The unit has a Standard Operating Procedure fanificaand Development, which covers

the identification of training needs to meet th&@'smbjectives. This entailed issuing a
“Training Audit” form, which outlined the core comagencies required by department staff,
to each staff member.

Priority areas for training, which are identifieddsaddressed, are directly related to the
department’s objectives and key result areas.

Monthly performance reports are compiled, circuidadad discussed at Staff Meetings. A
team appraisal is carried out as per the performahdepartments objectives.

The training co-ordinator, who has completed therayriate training, reports to the
Department Manager.

The department spends approximately 3% of salarigsaining.
The training plan prioritises training into Prigrit and Priority 2.
Areas for Improvement

Formulate and document a department policy onitrgiand circulate to all staff to ensure
understanding. (Category 2)

Summarise the Individual Training Plans as an dearwf the departments training Plan to
include all management and staff. (Category 3)

Document the existing procedure for reviewing tharling Plan and include Standard
Operating Procedure. (Category 3)

Collect the total costs of training to more acceigatost their true investment.
(Category 3)
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Second Assessment

Strengths
A training policy has been developed by the orgatios and has recently been revised.

The training plan was largely based on the Busiféms and was mainly focused on
technology and organisational restructuring.

The training plan covered all categories of staff aovered a period of one year.
Standards of performance have been establishée idadcumented Quality Procedures.
The training plan was informally reviewed mid year.

There is a dedicated Training Manager who reporte¢ Department Manager.

Both the Training Manager and Assistant Trainingh&iger have attended the Excellence
Through People Internal Assessors Course.

The cost of training has been defined at 5% ofrieaa

Areas for Improvement

Job specific requirements should be establishedlfaategories of staff and be agreed
with staff. (Category 3)

There should be a more formal review of the plassfgmy on a quarterly basis. (Category
3)

Some staffs’ knowledge of the training policy wasak. (Category 3).

Section 3 — Review of Training

Strengths
Departmental performance is assessed at staff mgeetieports and analysed, and training

related issues are reviewed.

A number of training activities are assessed aniifieel e.g. Counseling and Guidance
Training, Health and Safety, European ComputeriBgi\icense (ECDL) and Induction.

Areas for Improvement

Validation criteria should be outlined for all tnang activities and a validation procedure
should be documented. (Category?2)
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All training activities should be validated agaitts¢ criteria mentioned above.
(Category 2)

Ensure the evaluation process checks job perforenahdepartment’s objectives.
(Category 2)

Document a Standard Quality procedure for reviewtanning effectiveness.
(Category 2)

Provide evidence of such reviews to include actiaken. (Category 2)

Second Assessment

Strengths
A training procedure has been documented as p#meduality Management System.

Some training programmes had defined objectivesisard evaluated.
Some training programmes undergo both a pre artdcpasse validation.
Many of the training courses are certified.

Areas for Improvement

All programmes both external and internal shoubdete definite process of validation
particularly in relation to performance after ca@icompletion. (Category 2)

Section 4 — Implementation of Training

First Assessment

Strengths
The staff Induction Training Programme had trainpfgectives clearly defined and in

general was to FAS Standard for Training PrograrBmecification QA58/01.

The Training Objectives, which in some instancesevii@ked to individual performance,
were in the main linked to unit objectives and waseand agreed with staff through the
Identification of Training Needs (ITN) process.

All Staff implementing training have suitable demainent in the specific subject matter
and training techniques. 95% of staff was traidedng the year in comparison to the plan.

Areas for Improvement
Ensure all training objectives are clearly defingthtegory 2)
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Ensure all Training providers, both internal anteexal, develop programmes to QA 58/01
Standard. (Category 2)

Where possible link training objectives more clgseith work performance.

(Category 2)

Second Assessment

Strengths
The Staff Induction Training Programme had traindgectives clearly defined and in

general was to FAS Standard for Training PrograrBmecification QA58/02.

The Training Objectives, which in some instanceseviieked to individual performance,
were in the main linked to unit objectives and waseand agreed with staff through the
Identification of Training Needs (ITN) process.

Trainers used for external training are normallgldied instructors or trainers.

80% of Priority 1 training and a limited amountRyfority 2 training were achieved during
the year.

Health and Safety Training was well documented.

Areas for Improvement
Some individual objectives have not been set angealgwith employees. (Category 3)

Section 5 — Training and Development Records

First Assessment

Strengths
Records in the form of an individual training arel’dlopment plan were maintained for

each staff member. In some cases training covaredrlier years was not recorded.
Both the staff members and the manager signed theeeds.
Areas for Improvement

Review methods of planning and recording trainmgntlude all training and development
of staff and facilitate signatures after the ev€@ategory 2)

Expand the existing Training and Development Stech@perating Procedure (SOP) to
include the above changes. (Category 3)
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Second Assessment

Strengths
Training records are held both manually and eleatadly for all staff.

Areas for Improvement
There was not a consistency of documentation ih eaxord. (Category 3)

Section 6 — Employee Communications and Involvement

First Assessment

Strengths
Effective internal communications and involvemena maintained through a variety of

methods and structures, including a Standard OpgrRBrocedure for Internal
Communications, which defines management’s respditgifor communications,
Department Manager meetings with Regional Directtaff meetings with Manager,
Quality Steering Group Meetings, State of the Napeesentation by Manager to all staff
in an external venue. Minutes are kept of thesetimgs.

Employee involvement is also encouraged throughTtNeprocess, the participation
forum, meetings reviewing departmental objectives iaformal suggestions are
encouraged using e-mail and direct contact witmthaeager.

The department operates a quality improvement progre as part of the normal method
of working and a number of teams operate on spegibjects.

Feedback from staff is obtained informally througletings as opposed to formal attitude
surveys.

Areas for Improvement

Provide training in group dynamics for all teamdeis and team members. (Category 2)

Develop a documented policy on employee involvem@dtegory 2)

Undertake a formal survey on employee attitudesbtain objective feedback from staff.
(Category 2)

Gather objective evidence of action taken as dtresstaff feedback. (Category 2)

Second Assessment

Strengths
Excellent communication exists within each stafit amd across the various functions.
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Regular staff meetings take place.

The Quality Management System is the key drivesashmunication within the
organisation.

Some teams are involved in problem resolution.

Newsletter, intranet, notice boards are primaréhicles for communications.
Generally communication and staff involvement wasdy

A staff survey had been carried out.

Areas for Improvement

It is recommended that training be provided fontsa(Category 2)
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Public Sector Orgamison 3
Section 1: Review of Organisation Plans and Objeates

First Assessment

Strengths
The division prepares its business plan on an dfrasss in line with changing customer

needs, new technology and new practices.
The plan is directly linked to the Overall Organisa Strategic Management Plan .
Human Resource Development is clearly identified &sy area in the plan.

The plan is reviewed every six months at threelégveanagement, supervisory and section
level.

Areas for Improvement

That all employees should be given the opportunityave an input into the business
plan.(Category 2)

That all employees should be given the opportunityecome involved in the review of the
business plan particularly, at departmental ley€lategory 2)

That the business plan be communicated to all eyapka (Category 2)

Second Assessment

Strengths
The division prepares its business plan on an dirasss in line with changing customer

needs, new technology and new practices.
The plan is linked directly to the overall Orgatisa Strategic Management Plan.

The plan template has a number of objectives brdkewn into sub-objectives with targets
for each objective and a set of metrics per subative.

Human Resource Development is clearly identified &sy area in the plan.

The plan is received every six months at threel$ewveanagement, supervisory and section
level and through the partnership forum.

Areas for Improvement
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That all employees should be given the opportuoityave an input into the business plan.
(Category 2)

That all employees should be given the opportuwityecome involved in the review of the
business plan particularly at departmental ley€lategory 2)

Section 2 — Preparation of Organisation Training PAn
First Assessment

Strengths

The division has an approved training policy.

A training plan exists which covers a specific pdrof time and has clear links to the
business plan.

A training need analysis questionnaire is usedéotify training needs in tandem with a
discussion with the line manager.

The training and engineering managers in consattatith staff members review the plan.

Areas for Improvement

The gross cost of training should be calculatedrmannual basis. (Category 2)

Management and individual non-job specific trainihgt is supported by the division
should be included in the training plan. (Cateddry

Section 3 — Review of Training

First Assessment

Strengths

Some training providers use an end of course etratutorm.

A few courses have objective tests and participaaasive a rating and feedback sheets.
Otherwise most of the validation consists of infatmiscussions with management.

Individual and group evaluation sheets were praviide most of the externally delivered
courses.
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Areas for Improvement

The division should research the possibility arasiieility of having one form of formal
validation and evaluation of training. (Categojy 2

The division should develop a review methodologydabon the reaction to training,
learning gain, job performance and return on invesit. (Category 2)

That all training courses and trainers should tigted in the evaluation process.
(Category 2)

Second Assessment

Strengths

End of course reports and brief discussions ta&keeplvith persons who have received
training.

External courses that receive a low rating areeeslourced elsewhere or dropped.

As the majority of training in the plan was of altaical nature, assessment and
certification is part of that training.

Areas for Improvement

The division should research the possibility arasiieility of having one form of formal
validation and evaluation of training. (Categojy 2

The division should develop a review methodologydabon the reaction to training,
learning gain, job performance and return on invesit. (Category 2)

That all training courses and trainers should btigted in the evaluation process.
(Category 2)

Section 4 — Implementation of Training

First Assessment

Strengths

A variety of styles of written training programnibst have been developed over the years
are widely available in the division.
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Some of these programmes do not have clear leaohijegtives but they do focus on being
able to do the job.

A number of training programmes inspected durirggabsessment were operating manuals.
All trainers are checked for technical competendeniot all trainers are trained trainers.
The number of people trained against the plan psagimately 90%.

Areas for Improvement

The division should examine the possibility of atréining the design of all their training
programmes to conform to best international practigCategory 2)

The division should include learning objectiveslhcurrent training programmes.
(Category 2)

Those internal trainers should complete a basie the trainer course. (Category 2)

The division should seek to establish the traimreglentials of all external training
providers. (Category 2)

Second Assessment

Strengths
Prior to doing a course managers discuss the cautisehe participant, the expected

outcomes are discussed, and the future needssaesded and signed off.

Training programmes exist but are inconsistenteisigh and could benefit by having a
standard training course design template which dvauprove the delivery of training and
make it more systematic.

A number of training programmes inspected durirggabsessment were operating manuals.

All trainers are checked for technical competendeniot all trainers are trained trainers.

The number of people trained against the planpsagimately 90% similar to the previous
year.

Areas for Improvement

The division should examine the possibility of atréining the design of all their training
programmes to conform to best international practigCategory 2)

The division should include learning objectiveslhcurrent training programmes.
(Category 2)
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Section 5 — Training and Development Records
First Assessment

Strengths

Training records were present for employees.

Areas for Improvement

Each employee should have a signed copy of theirtoaning record. (Category 2)

It is suggested that all employees be made awatedbcation and content of their
training record. (Category 2)

Second Assessment

Strengths

The division is in the process of transferring th@nual records to computerized records.
Currently there are a number of different typesegbrds in existence.

All the records inspected were signed.

Areas for Improvement
Each employee should be made aware that the reamrdseing computerized and should
have access to them. (Category 3)

Section 6 — Employee Communications and Involvement
First Assessment

Strengths

Feedback from employees during the assessmentiedveeanajor change in the area of
communications.

Several employees at all levels with one or tweeetions, commented on the pendulum
swing by all but particularly by management to depe culture of inclusiveness.

The introduction of openness and particularly tteaf-talk” which is only in its pilot
stage is seen as helping the process of commuoricartid involvement.
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Weekly meetings of different grades are held fretjyeand records are kept of these
meeting.

The division has trained facilitators and trainingeamwork is provided.

Informal feedback is always welcomed, however, ommunications survey has been
completed.

Areas for Improvement

That a formal divisional climate survey should laeried out. (Category 2)

That employees should be involved in the designfalhay up action plan resulting from
the climate survey. (Category 2)

The division should continue with the roll out bet“team-talk” model and assess its
usefulness over time. (Category 3)

Second Assessment

Strengths

Communications and involvement continues to impytivis is the expressed view of all
those spoken to during the assessment. The psirtpéorum, which consists of
management unions and staff, is seen as playiry adke in this improvement.

Team-talk, which was at a pilot stage during tis¢ éssessment, is now fully operational
and proving to be a most effective means of imprgwiommunication and teamwork.

Team facilitators have been trained but team tngihias not been extended to the team
participants.

Feedback on employee satisfaction is mainly gledmed informal discussions through
team-talk on the forum.

Areas for Improvement

All team members should be trained in team devedyrrinciples and practices.
(Category 2)
Consideration should be given to doing an objectivployee survey. (Category 2)
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