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Designing a HR System: Pitfalls, Possibilities
and Performance

KATHY MONKS
MICHAEL LOUGHNANE
JOHN MCMACKIN

INTRODUCTION

There is a large and still burgeoning literaturewdmat is now commonly known as
the HRM-Performance debate (see, for example, Arth®94; Becker and Gerhart,
1996; Patterson et al., 1997; Guest, 1997; Purt®889). This debate has developed
many strands and themes as researchers wrestléhaitissues that emerge and the
guestions that are raised by the various studiashhve now been conducted. The
problems and difficulties - both methodological ammhceptual - that are intertwined
within this debate have been well documented (Fud®99; Legge, 2001) and many
unresolved issues still remain. At the same timkilevmuch more is now known
about HRM and performance issues, 'there appearbeta major "disconnect"”
between what the research literature says thasfginould do and what firms actually
do’ (Becker and Gerhart, 1996:796). Becker and @¢idrgue that 'there needs to be
better communication between the academic and neamagg communities so that
research findings can have a greater influenceatutabpolicy’. They also suggest
that 'more effort should be devoted to finding ewltat managers are thinking and
why they make the decisions they do’ (p.796). Oramager who is a key player in
this debate is the HR manager who has a critidalirothe design of the HR system
and who may have to shoulder the blame if thaesystoes not operate successfully
While the HR manager generally inherits the systémas are dealt with on a daily
basis, occasionally he or she is provided withajyeortunity to design a new one.

This opportunity also creates the possibility fesearchers to work with such a
manager to track the initiative over a period afdiand to consider the interventions
to alter HRM practices that have been suggestedtasal to establishing the linkages
between HRM and outcomes (Guest, 1997). This pagparts on one such research
approach. The researchers worked with the manalgerhad developed a HR system
for a new power plant that was being commissiofiée@. research tracked the way in

! Research suggests that the ambiguity inherentiifR role ensures that HR managers are unlikely
to be praised when HR systems prove successfubf,el78; Watson, 1977).
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which the system was designed and implemented faneutcomes of the process.
This paper recounts the stages in the design aadchtopn of the HR system over a
two year period. The paper begins by first of alblering some of the literature on

the design of HR systems and places this in théegbof the research that has been
conducted into greenfield sites. The way in whick HR system was designed and
operated is then described.

THE HRM SYSTEM WITHIN A GREENFIELD SITE

HRM Systems

Interest in and an emphasis on the design of ansy#em is closely linked with
resource-based views of the firm (e.g. Barney, 19@kiters in this area have drawn
attention to the impact that effective systems &My rather than individual HR
practices, may have on the performance of an ocsgaan. For example, Huselid
(1995: 636) points out that such systems ’'simultasky exploit the potential for
complementarities or synergies among such [HR]tpex and help to implement a
firm’s competitive strategy’ Recent research has provided strong evidence that
effective HR systems produce the types of effeot®mployee behaviours that have
proved so elusive in response to individual HR fcas. There is also acceptance of
the fact that effective HR systems have signifigansitive effects on the financial
performance of firms (Arthur, 1994; Pfeffer, 19%selid, 1995; MacDuffie, 1995).
A system approach may therefore help ensure that gbonomic returns to
investments in HR practices are realised. Oncastbeen developed, the HR system
itself may also become a strategic asset of theness and a source of sustainable
competitive advantage. This is because unlike geflerst practices’, a HR system is
difficult to imitate once it is embedded in the t®ss and processes of the
organisation rather than in the mind of one indiald or in a policy manual.

The competitive advantage it generates is alsoasiadile because even if
competitor organisations could imitate it, the &incratic nature of the system
ensures that its application would only be effextin the organisational context in
which it was generated. One of the issues for cemation in the design of an HR
system is the choice of HR practices that shoulshmtse such a system. Recent
research has focused on the inclusion of practihas are associated with high
commitment and involvement. However, as Wood (1998@ints out, while there
seems to be general agreement on what high comntitpnactices are, there is 'no
consensus that these represent the one best wagpobaching HRM’ (p. 368). In
addition, there is the issue of how these polifiesogether to create an integrated
system rather than a disparate set of practiceshdr@1997), in an analysis of Irish
data, differentiates between two versions or uridedings of internal fit within the
commitment model: ’threshold-fit' and ’leading poli areas’. In making this
distinction, Roche calls attention to the levelcoherence that might be required in
order for a high commitment model to work effecliven the case of the ’leading
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policy’ version, 'not all areas of HRM policy ne¢dl embody commitment-oriented
principles to the same degree for overall policharence to be achieved and the
presumed benefits of coherence or "fit" to be sedi (p. 6). He points to the work of
Guest (1997: 271) who suggests that organisatiansamphasise different 'building
blocks’ around which other practices are fittedséch conducted in Ireland to
explore the relationships between HR practicescamimitment indicated that not all
HR practices need to be adopted to the same ektemtder to promote effective
commitment. The research found that there was d teedistinguish between 'core
predictors’ and ‘reinforcing variables’ in understiing the relationship between HR
practices and high commitment (Conway and MonksQ220 Apart from the
intricacies involved in constructing a high commemmh HR system, there are the
difficulties in linking such systems to high perfzance. Studies to date differ widely
in the ways in which they have approached the fopiovhat they have actually
assessed, and in how this has been linked to psafuze. Wood (1999), in an
extensive review of the literature in this areanfmto the problems that these factors
then create in making comparisons between theestudi

Greenfield Sites

One way of trying to understand the constructioperation and impact of HR
systems is to consider situations in which newesysthave been constructed within
Greenfield sites. In these contexts, the constyoctif an HR system is somewhat
easier to monitor as it designed from a start-upitipm and some recent studies
provide interesting insights into this issue (eLgopold and Hallier, 1997; 1999;
Hallier and Leopold, 2000; Gunnigle and Morley, 829The studies by Leopold and
Hallier focus on the analysis of greenfield sitesScotland, Australia and New
Zealand. From their research they develop a twadsional matrix for categorisiing
the employment relations philosophy and practides mew plant (see Figure 1). The
horizontal axis 'reflects whether these policiepresent a replication of head-office
policies at one end to a complete break with the& pathe other’. The vertical axis
represents approaches to HRM that range from theséactional and routine’ to high
commitment/high performance (p. 717). They sugyest the framework moves the
'debate on greenfield sites away from their depicttieither as a greenfield or
brownfield dichotomy or as a greenfield to browldfieontinuum’ (p. 718). However,
they found that while greenfield site employersénawange of employment relations
options, there were indications that employers Oddficulty in ’sustaining their
preferred approach’ and that 'no single combinatdrpractices and policies was
sufficiently robust to be seen as a universal smtuf(p. 719). Leopold and Hallier,
from the analysis of other studies that have beederaken of greenfield sites,
suggest that ‘greenfield employers, no less tham tirownfield counterparts, need to
monitor the status of their approach and to adaphanging circumstances’ (p. 720).

[Insert &g 1 about here]
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RESEARCH METHODOLOGY
The study reported in this paper is part of a latgegitudinal study of HR practices
in power stations (Monks, Loughnane and McMack®03). This aims to understand
the ways in which traditional organisations chatiggr HR practices over time and to
consider whether or not they attain the charadtesiof 'high performance’ work
organisations in the process. This paper reportesaarch that was undertaken in a
newly constructed power station (PowerGrijat formed part of a larger entity,
PowerUnit. PowerUnit is a large and complex engityploying approximately 2000
staff. Only 34 staff are employed within PowerOrge research comprised a mixture
of extensive secondary research and interviews kathinformants. The secondary
research involved in-depth analysis of business mertbrmance data in PowerUnit
over a time span of five years. This included tbmpgilation of performance data on
absenteeism levels, industrial relations dispwtesident rates, and attitude surveys as
well as information on business and human resostreg¢egies. The primary research
involved interviews with the top management resgmesfor strategic decision
making, the station manager and union officialgerviews also took place with
managers and HR professionals in two other powatglwithin PowerUnit. The aim
in taking a case study approach was to try to @reecsome of the problems that
have been encountered in exploring the introductbrhigh performance work
practices through a survey approach and to prahelgualitative data that is seen as
crucial to understanding these processes (Becker @arhart, 1996; Purcell,
1999;Guest, 1997).

The Design of the HR System

In 1998, a decision was taken within PowerUnit tolda new power station that
would operate on natural gas. This was undertakea pmint venture with another
provider who were anxious to gain a foothold in theh market. The new plant had
to be designed to operate at 'best practice’ lerel to be comparable with best
international practice. As one business managengaoiout:

the plant determines the way of operating the tetdgy and leads to a set of
processes and operations that are put in place gerate the technology.
[PowerOrg] interfaces with other plants world-wi@dad with its sister plants
in the UK in sharing expertise and in knowing wyaii must do and what you
must do well(Business Manager #3).

The model for the operation of the plant was a post&tion in the UK that operated
with no demarcation, annualised hours and a siaoglen.In 2000, as part of this
business decision, an HR system was designed madlgiffor the new plant. From

2 The names of the organisations are disguisedderdo protect their identities.
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the perspective of the HR Manager of PowerUnit dine in designing the system was
to ‘come up with an internally consistent set of H8licies and practices which will
generate the required employee behaviours to deligempetitive station
performance’ (HR Manager, 2003). The basis of dieisign was the high performance
work practices identified in research undertakeéa mgh performance work systems,
in particular the work of Huselid (1995); CutcheeiGhenfeld, (1991); MacDuffie,
(1995); Kochan and Osterman, (1994); Arthur (1984 Delaney and Huselid
(1996). Table 1 shows the high performance worktpres identified and emphasised
in their research.

The design of the new HR system was also embeddadequirement to ensure
that problems endemic in existing plants within Bdynit were avoided in the new
power station. A tradition of adversarial indudtri@lations, marked by multi-
unionism and demarcation, had created ongoing enablwithin many power plants
in the business unit. One major decision therefew®lved around whether or not a
non-union environment would be the best environnienwvhich to create this new
system. In the end, taking into account the pasiglements of union representation
that have been identified in various studies (lefefi998; Arthur, 1994; Storey and
Sisson, 1993), a decision was taken to operate avigingle union. Traditions in
recruitment and selection within power stations katphasised the fit between an
applicant’s existing skills and job requirementsowgver, such an emphasis on
individual jobs does not work well where the fogason team work and collective
problem-solving. Thus, recruitment for the new plasas based on a willingness to
learn new skills and an ability to work with othens the basis that skill levels can be
improved through training but attitudes cannot. Aksessment of these attributes was
to be ascertained through the use of psychometsts ttogether with a structured
behavioural interview. Those appointed would algoréquired to possess relevant
qualifications or significant experience. Anothesue that had caused major problems
in the power stations was extensive overtime. tieoto avoid this, an annual hours
system which involved paying employees an anndahgan return for a contracted
number of working hours comprising rostered anceme=d hours was introduced.
Employees would only have to work the reserve hduexjuired, for example during
breakdowns, and they therefore acquired increasad feisure time through
improved plant performance. While the annual haaiseme to some extent plant
availability rather than plant performance. A graupplant wide incentive scheme
would therefore also a key part of the new systém.addition, feedback on
performance goals would be communicated througim tbaefing and posted on
notice boards.

[Insert Table 1 about here]

Traditionally, power stations were organised withclaar separation between the
operations and maintenance sections with demarcdtatween these two sections
and also between crafts within the maintenanceisecin the new system, these
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groupings were to be replaced by self-directed seaomprising ’'plant technicians’
with all working on shift work in contrast to theadlitional arrangements whereby
craft workers did not work shift. This creates agé high skill category employee
and reflects the requirement of 'flexible produntiovhere employees need 'both a
conceptual grasp of the production process andnhégytical skills to identify the root
cause of problems’ (MacDuffie, 1995). These higlil skmployees also required
training and this is built into the design of th& Hystem. Finally, in order to assist in
promoting the type of cooperation and commitmequired to make the system work
successfully, and to further distance the new pleorh the historical ‘them and us’
behaviours in the old stations, single status waylarrangements were introduced.
These included standardised annual leave entitlesnsick pay, common subsistence
and expenses, standard medical insurance and a @orpansion plan. There was
also a common uniform (no neckties), cafeteria pauxking. The momentum to drive
the system was to come through annual attitudeegarand the introduction of a
performance management system based on the balscmextard.

THE HR SYSTEM IN OPERATION
In order to assess how the system worked in pegdtiterviews were conducted with
the power station manager, the business managspongble for the strategic
decision involved in setting up the new power statand with the union official.
Employee reactions to the new system were ascedafrom attitude surveys
conducted in 2001 and 2002. Table 2 sets out tiggnal elements of the HR system
and the elements that are now in operation.

[Insert Table 2 about here]

The majority of the elements of the HR system weocbuded when the power plant
was commissioned. A single union emerged followdiggussion between the station
manager and the unions as to how different unioosldv’advertise their wares’
(Business Manager #3). In effect, a 'beauty coh{&brey and Sisson, 1993: 205)
was held, with unions agreeing to abide by theauts and one union was chosen by
staff themselves; management had no say in theehdhis plant thus became the
first one within the business unit where only aygrunion was recognised.

The system used to ensure 'selective hiring’ inetudll the elements envisaged in
the original design except assessment centres.eTivese not used because 'there
were huge costs and logistical issues involved tAedindividuals who were being
recruited were not used to that system so they dvbalve found it off-putting’
(Station Manager, 2002). The profile of the idesdruit was described as 'in their late
thirties, settled and preferably made redundanéofBusiness Manager #3) but in the
end a wide range of staff were recruited. Cleadgjines were given at the interview
'as to how things would operate’ (Business Manatgrand, following the selection
process, individual contracts were drawn up forpgwmee which set out the terms and
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conditions and the flexibilities required. The cawct was adapted from one that
operated in a similar plant in the UK.

Pay was originally set lower than in similar plathst were being built within
Ireland and negotiations with the union resultedmprovements in the remuneration
package. An annual hours system was introducedsamdoperation. However, the
Station Manager pointed out that there were somendinles and that they may have
to move to either a more extensive annual hoursesyor else move back to
overtime. The difficulties with the system were eeti by the union official who
pointed out that: ‘it's a touchy issue with therechuse a reduction in them [hours of
work] causes a reduction in pay and it all goekhiaavhat you have going home on
a Friday in your pay packet’ (Union Official #1)h& issue over annual hours was the
only issue that he had been called into discughamprevious eighteen months. The
other major element of the system that had not beeplemented was the
performance management system. There were seeasns for this. First, the plant
was still being commissioned when the interviewsktplace and most of the time
and energy had therefore gone into recruitmentigele and training. Second, the
Station Manager was very conscious of trying to ¢ right performance
management system in place. He felt that what wasired was a 'one-to-one, non-
threatening system. A strong supporting cultumneeisessary’. He saw information and
information sharing as critical to the successpegration of the plant: ‘open access to
information is important. If information is not gied then mistakes can happen - there
are hundreds of thousands of components involveéderconstruction of the plant. If
information is not shared then it is changed irdav@ and control’. He was trying to
introduce a no blame culture. He pointed out thatoperation can occur due to a
range of factors and ’that it this does then we weiplore why it happens. The
message is that everyone is allowed to make mistakel if they do they are
supported. Only if a mistake is repeated, for eXamjhree times, does it become a
different issue and staff have bought into thiside

Additionstothe HR system

While maintaining the core elements of the origidesign, the Station Manager had
also expanded the HR system by introducing a rafideenefits. The bonus system
was extended to include a flexible options packaigle options on a bus/rail pass and
bonus bonds. A range of health measures had aésoibgoduced that include health
screening, a counselling service, a sports andakolib, flu injections and the free

availability of fresh fruit in the canteen. Theioaale behind the introduction of these
measures was to 'prove to staff that they are vhlued are important and are the
greatest asset’ (Station Manager).

EMPLOYEES' VIEWS ON THE HR SYSTEM
Employees’ views on the HR system were gauged fesponses to attitude surveys
that were distributed in both 2001 and 2002. Thwesuwas administered to all 34
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employees on both occasions, with a 100% respaitse bbut some problems with
incomplete or inconsistent replies meant that aeral/75% response rate is reported.
Table 3 shows the results of the survey for thetdpnstatement statistics. Staff were
asked to respond on a six point Likert scale (sfiypagree/strongly disagree) to these
statements.

[Insert Table 3 about here]

As table 3 shows, the survey indicated a positivekimg environment within the
plant. Morale was high with staff indicating a leélthat their future lay with the
organisation. Motivation and the sense of persanabmplishment were strong. This
pattern was also evident when the survey was regeat2002. However, the issue of
performance management was causing some problen200d and these had
increased by the 2002 survey. Performance andpliiseiwere identified in the 2002
survey as issues that were not being dealt witk. fEiommendations emerging from
the analysis of the survey by the consultants wleethere was a need to revisit the
process of performance management and to ensueateglevel of recognition and
feedback is provided and that there is trainingdth appraisers and appraisees in its
implementation.

UNION VIEWS ON THE HR SYSTEM
The union official indicated that the lack of decstron within PowerOrg meant that
the category problems, that had traditionally talprihe time of the union official, no
longer existed. In addition, he pointed out thaititades had changed in the way in
which industrial relations issues were negotiated:

From the staff side there is an acceptance now thatstyle of IR was an old
style. It's not applicable or appropriate in todayénvironment. Having said
that it doesn’t suggest that you won't have the odd still....but in the main |
think people have come to the realisation that vghgdod for the company is
good for us and if we can develop something thgoad for the company then
what follows is good for us als(Union Official #1).

He also pointed to the different cultures that edswithin the various power stations:

The culture in both [Power station x] and PowerQgdifferent to the culture
in [Power station y]. You tend to have people fritva old school in [Power
station x] and the old style of industrial relat®mssues would still surface.
Whereas in the new one there is an acceptancethlegthave signed up and
are being rewarded for this change and this iswlag forward and this is the
way things should be done. | am quite sure thatethae niggly bits of
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problems but having said that there is nothinghe éxtent that it is creating
mayhem or whatever.

The change to the HR system also meant changéisefamion in the issues that they
dealt with:

It's moved from a situation where you are dealinthwvhat they call bread
and butter issues to now you're dealing with thiagga higher level. We've
got to be very much aware of what's taking placa &uropean level, we've
got to be right up to date with regards to legiglat you've got to have an
understanding. In the past that knowledge would dwave been required by
the management to run the business now if we ammderstand the business
and the demands being placed on workers or what&epover the last seven
or eight years in particular we found ourselves rgp@g at a higher level.
Now it hasn’'t mean that we have less work as aenait fact | think it has
contributed to more work but less niggly problems.

This wider understanding also created a more pr@aepproach to managing IR
issues. He pointed out:

| think if you have an understanding of the indysémd you have an
understanding of the issues you actually address glhoblem before it
becomes an issue. In the past you could have Pratit phone calls about
the same thing because it wasn't set out in teadt tthis is the understanding,
that this is the agreement. Now it's a case ofs'ikithe agreement”, "this is
why we have the agreement”. It's a much easieraténo operate within and

| think | can say that with my hand on my heartthbon a trade union side
and a management side. It takes a lot more eftodnisure that it works and
you have got to invest time and expertise and pe¢ién the process to ensure
it works.

The only minor problem that he had to deal wititha new plant was in relation to
annualised hours and pay.

DISCUSSION
The operation of the HR system within PowerOrg mtes a number of insights into
HR system design. Figure 2 indicates where thiamsggtion sits using the framework
identified by Leopold and Hallier (1999).

[Insert Figure 2 about here]
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A two pronged approach was adopted the originalgdesf the system. It was
embedded in the high commitment principles ideadifivithin the literature but it was
also constructed at least in part to avoid the lprab encountered within other power
plants. Thus, there was only one union recognisgdnaeasures such as uniform job
titles had been introduced to avoid the demarcatisputes that had traditionally
plagued other power stations. However, one of teg &lements of the original
design, the performance management system, hadewst implemented and this
appeared to be causing some problems as evidencddebattitude surveys. The
Station Manager recognised this as an issue amsidsed that it was important to
ensure that the right type of system was introdu&dt of the reason for the non-
introduction was undoubtedly the start-up situatrowhich the station was operating.
At such a time, the focus is on commissioning ttefpand ensuring that the right
staff are recruited and that they have the requgtlls to undertake immediate tasks
and these needs take precedence over longer-tsuesisTo try and introduce a full-
blown system may therefore be difficult in suchitaation. This supports the view
that it is useful to distinguish between ’threshditd and ’leading policy areas’
(Roche, 1997) and between ’'core’ and ’reinforcit$R practices (Conway and
Monks, 2002) in considering the construction ot system. However, the findings
also raise the issue of needing perhaps to takecmonsideration the way in which
different stages of organisational development rnrdiuence the decision as to
whether certain HR practices are core or reinfgrciror example, in PowerOrg a
great deal of investment was made in the processetéctive hiring’. While one
element of the original design - the assessmerteemwas omitted because of lack of
time, all the other elements were included. In &oldj the provision of information
on the exact nature of the job was also includedrasdditional component of the
selection process and the work of Phillips (1998)gests that realistic job previews
reduce turnover and increase employee performangestment in selection was
critical at this time because the recruitment af thght' type of employees was
considered central to the success of the new plant.

As well as considering the design of the HR systdmre is also a need to
consider the way in which it may be adapted ovweetio take account of changing
circumstances. Thus, following the start-up stape, focus may switch to other
elements of the HR system that require attentiam.example, the station manager
had already introduced a range of communicatiomsvegliness initiatives that were
not in the original HR system design. In this cabe, issue of who is doing the
adaptation of an existing system and for what nessmay also be crucial. In
PowerOrg, the station manager was someone who stoddr HRM and who was
conversant with 'best practice’ through his reamrhpletion of an HRM programme.
Another station manager, who might have spent leags fighting IR issues, might
have brought quite a different interpretation addpgation to such a system. Figure 3
illustrates these issues by identifying the variohsices that are involved in moving
from the design to the operation of an HR system.
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[Insert Figure 3 about here]

The research provides insights into the HRM-Pertoroe debate on several different
levels. First, it indicates that it is possibled®ate a high commitment HR system
based on the principles espoused within the lieeadnd that such systems can work
in practice. However, the creation is only one staga complex iterative process of
ongoing maintenance and development. HR systers, dny other systems, are
easily unbalanced. Definite decisions thereforeehtty be taken on the direction
required for the system. In the case of the HResysh the new power station, the
design,or guiding principles in its system architecturee¢Ber and Gerhart, 1996),
was based on a conviction that the utilisation bfghh commitment model was a core
determinant of enhanced business performance whempared with traditional
approaches to managing employees. However, tharadseevealed that in the
operationof the system these core principles had to be bathagainst the day-to-
day complexities of running a power plant. This gesjs that the design of an HR
system needs to be considered in terms of boghdg-term and long term-outcomes
and that the core practices and processes in gtersyneed to be clearly defined and
embedded in order to ensure their ongoing sunasdhe system develops. In the case
of the new power station, there was evidence thatdesign of an integrated HR
system based on a high commitment model has hawsitive impact on employee
attitudes when assessed by the attitude surveyorRemce metrics were more
difficult to ascertain. At the time the study toplace, the plant was still in its early
days of operation and was still experiencing someomteething difficulties that
prevented performance comparisons with similar postations. However, at an
individual level, the Station Manager indicatedtthsenteeism was very low and
turnover was not an issue. Thus, although in thky éays of operation, certainly the
HR system appeared to be having a positive impacindividual performance at
least.
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Figure4: HRM in Greenfield Sites: Framework of Analysis
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Figure5: HRM in Greenfield Sites: Framework of Analysis
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Figure 6: From HR System Design to HR System Operation
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HR Choices:

Core & reinforcing elements
Long-term & short- term elements
Original & novel elements

High commg Design of HR HR system Ilzirlgrlvidual and

system operation perfarmance

Break with past

Moderating Influences
HR expertise of Managers
Workforce reaction

Union influence

Table 4: Comparison of High Performance Work Practices
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High Performance work practices

Cutcher-Gerchenfeld

(1991)

Delaney And Huselid

Kochan And Osterman
1 (1996)

Macduffie (1995)
(1994)

Performance or 'contingent’ pay.

_ | Huselid(1995)
_ | Arthur{1994)

-
-

Self-directed work teams

-

harmonisation

Removal of status barriers and

Feedback on production goals

Job design

)

Problem solving groups/quality circles 4

Employee suggestions

Rotation

Decentralised decision making 4

Selective hiring

Training

Table5: Design and Operation of the HR System

Element

Original Design

Actual Operation

Unionisafion

One union

One union

Selective Hiring

Psychometric tests, assessment cenire;
recruitment agency; structured behavioural
interviews, reference checking

All elements except assessment
centre

High Wages

Competitive rates of pay for industry

Lower than existing plants but in
line with competitors

Annual hours

Annual hours

In operation but some drawbacks

Contingent pay

Plant wide bonus scheme with KFls
relating to safety and environmental
performance

Mot yet implemented

Feedback on
performance goals

Team briefing, performance management
system

Information sharing but no
performance management system

Job and Work Design

Self-directed teams with single high skill
category 'plant technicians'

Implementad

Training Extensive training Training focused on immediate
job only.
Single Status Standardised benefit package; single | Implemented

status working conditions
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Table 6: Top Ten Statement Statistics December 2001
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Factor Criteria Statement Text Mean Std
Deviati
on

Climate The climate sustains | | believe my immediate future lies with | 546 0.59

morale this organisation

Goals There is goal fit Our organisation has a bright future 5.42 .72

Relationships | The relations between | Manager-employee relationships are | 5.38 0.59

people are good good in this ocrganisation

Leadership Leaders encourage | In this organisation, managers are | 533 0.69

pecple to share the risk | always ready to help employees

Goals There is goal fit | believe that the organisation can | 533 0.55

realize its mission

Goals There is goal fit We place a high priority on customer | 5.29 0.69

satisfaction

Leadership Leaders order internal | The right managers are in the right | 5.25 0.7z

conflict places in this organisation

Relationships | The relations between | On balance people get on well together | 525 0.66

people are good in this organisation

Relationships | The relations between | The people who need to work together | 521 0.51

pecple are good in this organisation do it well

Goals There is goal agreement | The organisation's mission is realistic 517 0.63

THE LEARNING, INNOVATION AND KNOWLEDGE (LINK) RESEARCH CENTRE WORKING PAPER SERIES

WP 01-04

http://www.link.dcu.ie/publications/workingpaperseries/
© 2004, LInK, Kathy Monks, Michael Loughnane and John McMackin
Contact: Kathy.Monks@dcu.ie, Michael.Loughnane@mail.esb.ie or John.McMcMackin@hrs.ie




