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Read the annexed case study and answer the following questions?
a In your opinion what are the strengths and weaknesses of this
performance management system? |
(20 Marks)
b What suggestions could be proposed to enhance these strengths?
. {15 Marks)
c What recommendatlon you would propose to overcome the weaknesses?

{15 Marks)
(Total 50 Marks)

‘It is important to note that performance measurement and performance
management are not the same. Each segment in a large organization may
develop highly specific performance measurement information for its..own
operations and this will allow that segment to operate effectively. However, whlle
each manager strives to optimize the performance of his divisicn, the overall
performance of the organization may be sub-optimized.” Comment. -

{15 Marks)
a What are the dey elements of a Performance Management System?

Briefly explain them with relevant examples.

(10 Marks)
(Totaf 25 Marks)

‘It is widely acknowledged that effective measurement systems are capable .of
addressing questions such as: Is an agency doing its job? Is it creatlng
unintended side effects or producing unanticipated impacts? Is it responsme; o
the public? Is it fair to all, or does it favor certain groups, either in;adverten”eflir or
deliberately? Does it keep within its proper bounds of authoﬁzed acti.i}éiiy?
Overall, is it productive?”
In the process of providing answers to these guestions, productive entities must
address several dimensions of measurement. What are these dimensions
explain them with relevant examples.

(25 Marks)
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Compare and contrast organizational and individual career planning perspectives
with relevant examples.
| (25 Marks)

write short notes on any two of the followings.

. a Performance review
(12 V2 Marks)
b The éteps involved in a coaching process |
_ ' {12 V2 Mairks)
C Distinction between Performance Management and Performance
Appraisal

(12 2 Marks)
{Total 25 Marks)



A case study of the performan(_:e management system in a Malaysnan government
_ : linked company ,

The background of the case compeny

Tiger was established through cerperatisation and prlvanzatlon policy mplemented by the
- Malaysian. Government in the 1990s. Before privatisation it used to be a government agency;
- supplying utility to the public. The agency was set up in order to take up three specialized -
projects. for the provision - of utiliteés to' the country before Malaysia achieved its
.. independence. During those days, the agency was headed by British expatriates.
- Therefore, it is quite understandable that the system and the process that are current!y used
" by Tiger have much in common with the British system.

 After the country ‘achieved its independence in 1957, the process of "Melaﬁantsaﬂer{.

“Tiger-took place. The government sponsored-students to study engineering atid related - '

areas {0 take over the top management positions from the British, The practice of sponsoring
- students -continues even to today o ensure an adequate supply of manpower in the
arganisation, Nowadays, Tiger itself sponsors students to study in areas related to its
business. The sponsored students are normaily-bonded for a number of years to work with
_ Tiger Thus, Tiger's employees are most!y considered as “born and hred” by nger '

The ear!y fucus of the a’ency was to ensure enough supply for mdustnes To meet :
_the extra demand from the industries and the country as a whole in the oarly 1980s, the
~ agency needed to expand. To finance the expahsion, on top of the government alibcation of
_-RMtbiltion, the agency also borrowed a furtiier RM1billion- each from. foreign? and focal

- “'sources. In the late 1980s, Tiger was in a badinancial positior, The tevel of gearing was
. very high. Labour costs had increased due to the increase in the number of employees. In.

. fact, Tiger was not facmg the dilemma alone. Other governmem agenczee were also facmg
. financial problems as oommented on- by the then prime m:msier '

' Upon gammg ﬂ:ldependence the. Govemment mewtab!y had to take the Ieedmg nofe .
in developing.the couniry, in-view of the fimited capacity of the local private sector at
that tite in terms of entrepreneurnial; managerial and financial resources [ii. .] By the

~ 1980’s some 10 billion ringgit was directly invested in . about 1,000 sbmpanies.
- Guarantees. total 25 billion ringgit. While some succeeded- admirably, miost failed.
- “Even those which are monopolistic are not able to pay their way, much less make a.
profit. The pendulum had onmusfy swiing too far. While we cannot say this policy is -
- a total failure, for much expeiience had: been gained from it, we cannot gontinue fo. -
' - pay this very high price. Given this scenario, the Government at the begmnmg of this
: decade dec:ded upon pnvatrsetton asa: way out (Mahathfr 1988}

: _'Censequently, the government embamed on'.a prwatrzatron programme in 1983 and o
" subsequently launched the Privatigation Master Plan in 1991. Severai Acts such as the
Electricity Act 1949, the Pension Act 1980; the Telecommunication Act 1950 and the Port:
Act 1963 were amended to facilitate the prwansanon process (Economic Planning Unit,”
2003). in. the early 1990s; Tiger was among the agencies that went for privatisation. in the

- subsequent years, Tiger's shares were listed on the Kuala Lumpur. Stock Exchenge (now
knewn as the Maleysm Stock Exchange) '

The govern ment expected severa! beneﬁts eul ef the prwatlsat:on of Tlge: First the exerc:se- ;
- should relieve the administrative and financial burden of the government on Tiger. Second, it
- “should. also improve the effectiveness and the: guality of the services rendered by Tiger.
- Third, through the - privatisation exetcise, entities such as Ttger would be enceuraged o
adopt private sector management pgsacttces -which focus mare on financial- returng: Lastly, it

- should contribute to the: attainment:of the goals set for the New Economic Pohcy{:’.} which -~

was introduced in . 1971. ldeally privatisation should lead to greater productivity in Tiger,
 ‘which could: then” be 1ransla!ed into greater income (Mahath;r 1988) and should also
_ smprove the effechveness and the quahty of semces .



Itis quite difficult, through privatisation, for Tiger to transform iself rom a public service -
provider to a profit making organisation overmight. Tiger had been under the direct
‘administration of the government for more than 40 years. Thus, the internal control system,
the financial policy, and the working culture were predominantly shaped by the government. _
Despite being publicly traded on the stock exchange, Tiger is still owned by the government
through its investment arm, which is Khazanah Nasional Berhad. In essence the government
stilt plays an important role in shaping the future of Tiger. Ce A -

‘Furthermore, Tiger operates in a highly regulated industry, ‘Entrance to the industry is’
subject to the approval of the regulator. While there are competitors in the industry, Tiger still.
enjoys its rmonopolistic positioh . as the entrance cost to the industry is very high-and, in
‘addition, the industry is highly regulated. Atthough Tiger on a regular basis needs 1o submit
fis performance report to the reguiator, and also to Khazanah, focusing on capacity.
measures in the local market; Tiger is not facingntense competition. Thus, due to the nature

- of the business and the lack of driving force in the local market, there is simply not.enough

~_pressure for them to perform beyond the necessary. The other cormpetitors refy on Tiger in
- terms of distributing utilities to the end-users as Tiger monopolizes the distribution channel.

- Being the main provider of utility, the performange of Tiger is always judged by the public.”
For example, in 1996 Tiger was heavily criticised due to its bad performance. The company

failed to provide its services as demanded. Hence, in the pursuit of becoming more efficient
Tiger transformed its three. strategic business units into subsidiaries. The process took place

between 1997 and 1999. The wholly owned subsidiaries were supposed {0 be ableto meet

the demand of the customers effectively and efficiently, However, in 2004 Tiger changed its

. structure again. -Undet the new management: téam, the "three -subsidiaries  were ‘made

dormant and all of their activities were taken over by Tiger. Instead of subsidiaries, they are

currently krniown as divisions, each headed by a vice president (VP).

- Untl late 2007, aslo'n'g_ with these three strategic divisions, Tiger also had five supporting
- divisions, i.e. Accounting, Corporate Services, Human Resources, Information and
- Communication Technology and Investment Management Division. As part of the GLCs

- . fransformation initiatives, the government appointed a new GEQ 1o lead the management of -

Tiger on a three year contract basis.:A new chief financial officer (CFQ) was alst brought -
into give significant effect o the changes. The GEO and the CFO are naw in theff second
term of appointment. - . ; ' ' ' :

Tiger again changed its structure in early 2008. Group finance, headed by a sehior vice 8
. ‘president (SVP), was formied by merging the finance and investment divisions and:also the -
~ business development unit. Two-new-divisions, procurement and planning, were sétup. The -
procurement division, headed by a senior general manager (GM), was introduced to lake

- care of procurement policy, tender process and other procurement-retated processes. The
“business ptanning division, headed by a VP, wasiset up to merge the technical plaining and
strategic planning of the organisation. The objective of this restructuring was to provide maore .
. emphasis on the financial aspects. : ' F e S o

Attempts to imbue commercial orientation - SN IR )

. The early infroduction of commercial erientation:ito Tiger in the 1990s can be traced back

(1o the privatization "of Tiger. After the privatization exercise, Tiger was expected to
concentrate on.making business on behalf of the government whiie maintaining its previous
role @s a public service provider. As commented By the then prime minister: . _

The main objective of the privatisation palicy is to improve productivity. Improving -

- productivity means increasing the produetion capacily while maintaining the costs of -

.- production or increasing the production eapacity at a slower rate.of increasing costs .
 of production. Under these condftions, prfits could bé improved without charging

higher prices to the consumers (Mahathir;1990). weRE e e, w WL T e



Ironicaily, despite the emphasis on being an efficient provider of ufilifies, the first thing  that
was tackled in Tiger was to ensure that the employees” salaries were competitive with the -
private sector's salaries. The trade union, a feature that was inherited from the British
system, played its role io ensure thai the employees” benefits were given the highest pnonty
Nonetheless, the expectation of a better compensation scheme from Tiger's employees was
quite understandable as they were expected to adopt a new paradigm of doing business.

Hence, the employees required different modes of compensation scheme. The ptime
minister"s speech, made on the day that Tiger was incorporated, acknowledged this fact:
Opposition to privatisation comes largely from the employees and their unions. This
is understandable. Working In a private seclor orgamisation with its sfress on
" efficiency and profits cannot be the same as working in a govemment departrment
where public revenue guarantees the financial capability. Even when the salary is the
same, the feeling differs (Mahathir, 1990).

Being in a regulated industry, Tiger is subject to supply refiability measures as indicators of -
performance. Thus, during the early days of srivatisation, despite the emphasis on the
financial returns to the shareholders, the KPls were more {o ensure the contmuous prowsaon
of supply. As ilfustrated by the VP of Delta:
- In ferms of KPls, we already have them. Like the practice of preparmg the busmess
plan has been around for a long time. KP#s and the [Delta] Index that are being used .
currently have been around for a long time.For example, like supply reliability index,
things like ACP [Average Collsction Pened], CSI [Customer Satisfaction Index], same
of those things have been around for many years, long before the- !aunchmg of the
GLC transformation programme. :

Tha benchmarking process was not conducted and targets were Ioosely zet. Tha practrce -
was llustrated by the senior GM. :
We just pfucked the measure out of the air [ . ] we didn’t have the basis.

The strateg:c business units were evaliated on a cost basis rather than on pra’r“ its. The
reward and penalty system were not linked to the PMS when giving salary intrements,
honus or promotion. Mostly, bonuses were based on company  performance aﬁd -given
equally to all levels of employees irespective of individual performance, :

Prior fo the Asian financial crisis, Tiger was aiready being criticised for its poor performance.
Tiger was seen as an unreliable supplier of ulifity due {o its failure to meet its ‘reliability
standard. The economy was growing . rapidly but Tiger faced problems in terms of supply.
Tiger's situation deteriorated because of the Asian financiat crisis in 1997/1998. Tiger had io -
~ bear a high levet of debt, face slower-economic growth, and incur higher costs of production
and larger capital expenditure. The government: felt that some action needed to be taken to-
improve the performance of Tiger. The first one was to dereguiate the mdustry to allow
greater competition. :
in response to the deregulation threat, Trger made several changes such as the
implementation of the BE7[1] programame and some organisational restructuring,

Unfreeze the dominant institution through privatization

Tiger's dominant institution is very similar to the institutions prevailing in the orgamsataons
studied by Nor-Aziah and Scapens (2007) and Sharma and Lawrence (2007}, i.e. the public
service orientation. Owing to its role of being the sole provider of utility in the country, Tiger
is subject to its production reliability. Tiger's-performance is closely monitored by the
regulator of the industry. Conformance to the naies and regulations set by the reguiator is
given due attention by Tiger o ensure survival and protection. Tiger would be. Subject to
public debates if they failed to meet the standard performance set by the regulator:That was
what happened to Tiger in 1996 when it failed to meet its standard performance and the
governmeny threatened to deregulate the industry. However, in later years, the govemment
did not pursue the deregulation exerciss for various reasons.



Tiger coldd be described as a bureaucratic giant with approximately 30,000 employees, |t
features multiple layers of management, faces communication problems between fungtions,
lacks a measurement cullure and has an inadequate system of accountability. Sharma:and
Lawrence (2007) found similar characteristics in the organisation that they: siudied. These
characteristics are the result of public sector management that has: governad:. the
organisation for the past 40 years. The rules and regulations that exist in Tiger and Delta are
the result of the public sector framework, which, basically, focused heavily on capacity
reliability rather than on efficiency. a o

- According to the institutional theory, there could be some coercive, mimicking andfor
normative isomorphism that could lead to the introduction of new management technigués in
Tiger. New management techniques, such as PMS, require a change in the way employees
do things and view things because it entails a different paradigm. The paradigm of
commercial orientation is more on the bottom line. For the new institution to be enacted, the
status quo must be challenged. How could an organisation such as Tiger, which has
adopted a public service orientation for so long change to a financial orientation? How ig:the
change done? How are the systems of accountability enacted in this organigation? in.what
way would the culture, politics, social and institutional affect the - organisational
transformation? . _ g s

According to Williams (2007), the prevailing institution could be challenged if there are
external “shocks” introduced to the organisation. There were in fact several attempts to
introduce the “shock” or disturbances on Tiger since its incorporation in 1986, Among them

financial orientation while maintaining its public service provider role, which concentrates on
production orientation. As shown by the speech of the then prime minister: s
Based on the Privatisation Master Plan, [Tiget! has been identified as one of:the
government agencies that is most suitable to undergo a privatisation-exercise as it
has the potential to be competitive, productive, and also able to yield & better
financial retumn through adoption of private sector management techaiques. These
may not be gained had {Tiger] maintained its posttion as a government agency
(Mahathir, 1990). ' _ e
Although the bottom line aim was spett out, the implementation was left te:dhe individus)
campanies. The government promoted the NPM concept but feft the concept 4o be adopted
by the individual organisation without proper guidance. There was an attempt: to introduce
the new Institution to Tiger, however, the mechanisms to support the change were:not
properly in place. The clear fine separating:the public sector roles and profit:making rofes
was not defined. The public sector role stil] dominates the way employees see:and view their
work. There were not enough external “shocks”, as suggested by Williams (2007) to bring
significant change to the dominant institution. Hence, the new orientation has not been
~ instifutionalised as indicated by the Head of Union: :

! Telt that when we were privatised, we should at least have a different-management
" Style from the top till the bottorn. But now, in my opinion, we are stilf.at the Safiie
level, _

Tiger is facing the question of management, a question of leadership and: ultimatelya
question of culture. How the govemment initiatives, such as privatization and the GLC
transformation, will provide a sélution for the problem of lacking the drive:for financiai
efficiency? What went wrong in the process of inculcating the commercial oriertation duiing
the privatization programme in the 19907 - ' :

n the first place, the privatizatiﬁn programme itself was rejected by the organisatioﬁél
members. instead of focusing on organisational efficiency, the trade union, a feature that



was Inherited from the British system, played its role in ensuring that the employees”
benefits were given the highest priority. The new paradigm of doing business was not
welcomed by the organisational members. Opbosition 1o the privatisation: exercise came
from both the employees and their unions because, as a private sector, Tiger would have to
adopt a new paradigm of doing business, which could directly chalienge their traditional way
of doing things. '

As Laughiin®s (1991} framework suggested, the privatization exercise, as an external jolt,
failled to change the interpretive scheme of the organisationa! members. Privatization also
failed to provide a disconfirmation signal[4] to the organisational members. Consequently,
the public service culture or rather the production.orientation remained unichallenged. There
was not enough force to create survival anxiety, which could then lead to the creation of
psychological safety. Thus, the organisational members failed to transiate their daily
activities within the new paradigrm of doing business.

Environmental disturbance driving the internal change process
The Asian financial crisis in 1997/1998 was seen as another environmenta! disturbance that
brought some changes o Tiger. The crisis put Tiger in a severe financial problam. The
government had placed strong pressure on Tiger.to improve its performance. An ultimatum
was given {e Tiger. Within five years, Tiger needed to show some improvement, failure might
lead {o deregulation of the industry. As noted by an assistant manager: '
This [BET] programme was due fo the threat by the government. The government
has threatened [Tiger] by saying that “Ok [Tiger] if you could not petform, then we
will spiit your divisions info several companies”. Then the top management of [Tiget]
has requested for cerlain period of time fo improve itseif. The fop management has
then iitiated the [BET] programme. :

Owing to the threat of dereguiation, Tiger responded by resiructuring its organisational
structure and also adopted the BSC framework for its PMS. Based on Laughiin (1981), the
change in the design archetype in the: form of organisational restructuring was neaded to
give balance between the interpretive schemes and the subsystems. While the inteipretive -
schemes in Tiger remain unchanged, both the design archetype and the subsystem: in Tiger
changed. In Tiger, the change in the design archetype was reflected by the establishiment of
new subsidiaries taking care of the core businesses: production, logistics and distribution as
well as the introduction of a new PMS based on the BSC framework to emphasire the
-performiance indicators. The change in the subsystem was evidenced by the appointment of
VPs to head the subsidiaries, who were then accountable directly to the CEQ. Even though
efficiency became the main factor in assessing the performance of Tiger, interestingly; rather
than giving focus to the bottom line, the pubiic seryice culture is stifl the dominant cufture in
Tiger. The adoption of the BSC in 1999 was due to the mimetic pressures faced by Tiger, it
was deemed rational to adopt the BSC as the te¢hnique was also adopted by somg other
private organisations. The interpretive scheme semained unchanged. Management stilt
adopted an authoritarian style. Hierarchical power was in place. Information was
disseminated from top to the bottorn as commented by an executive:
There is only one way. Up to down, like commands. If the downliners speak 4p, the
- information would not be heard. It is always like that.

Although & system of accountability was set up. to challenge the interpretive scheme,
subsidiaries were not evaluated on refurn on assets (ROA) or return on investment but
rather on costs. During the early stage of the.BE7 programme, employee promotion
schemes were still very much based on seniority. A formal performance appraisal $ystem
was decoupied from the organisational strategy. Performances of individuals were not
reflected through the organisational performance. This scenario explains why the bonus was
given based on company performance rather than individual performance,

The iop management of'Tiger {ook the threat of démgulation quite seriously. In 2002, Tiger
faunched a programme known as the BE7 programme, which focused on #s internal
processes, core business and growth. Several management and technical initiatives, such



as 1SO certification, standard process improvement, employee empowerment programime
and 55 were among the initiatives taken to “get the house in order” (VP of Delta). The
implementation of several programmes was also due to some mimetic prassure as Tiger
was assisted by a consultant to-recognize the potential initiatives relevant to'the corporate
strategy. As pointed out by Granlund and Lukka (1998), in general, consultants bring about
the mimetic isomorphism by suggesting similar management techniques to' organisations
within the same institutional environment.

Under the BE7 programime, a consultant was appointed to assist in the implerfientation o‘f 40
initiatives. Each iniliative had its own KPls, which were tracked by an ‘orgamisatidnal
transformation unit. The concept of cascading down the accountability and responsibility was
also introduced at this stage: . '
Al injtiatives are owned by the respective VPs. However, as each VPowns mulfipie
initiatives, the VP must delegate imglementation of responsibiiities to his or her HOD.
As such, each initiative has been allocated to a specific implementor, This is dong fo
ensure accountabillly and responsibility with respect to the perfortnance of ‘the
inttiatives {Internaf document). c o

There were three themes recognised under the transformation programme, jle. getting
house in order, defending the core business and positioning for growth. The: three the
were then supported by seven major initiatives. The importance of the financigl implications
of the transformation programme for Tiger was stressed by these initiatives: '-.
There are seven initiatives that are core to the success to the [BE7] project (ie. they
bring the most value in RM as well as Tiger performance). In a sense. they will give
us the “golden egyg”. However, the ‘other initiatives are needed, especially to take
care of the goose! Hence, initiatives by all divisions are needed (Internal document),

it was also during this period that the new PMS was introduced to instil some awareness @
perfformance-based ratings. The new agpraisal systern used a new rafing sys
Previously, Tiger was using values of 1-5 to assess the performance of its employeas. Ui
the BE7, the new PMS used 1-3 as valdes to indicate the level of perfopmance 6
empioyees. The new system was linked dirgctly to bonus, promotions, and saléiry incren
tn-house training was -scheduled for empldyees to ensure that the new sysiem woulk
accepted as a new form of performance appraisal. Through the BE7 pregramme,
management signaled the imporfance of a pérformance culture. e

The new remuneration scheme should “provide a new interpretive scheme to
organisational members. The way organisational members conducted their activities to biit
about results in Tiger was being challenged through the impiementation of the new P
which was basically driven by a performance culture. The idea of geiting a g'qu pro
and receiving large sums of bonus, based on individual performance, were ngt inclidé
the interpretive scheme under®the public' sector culture. However, throtigh the ¢
transformation programme, these were Bmphasised. Thus, the changes in the
management of Tiger make possible the ingtitutionalisation of the new PMS utider the GLC
transformation programme. "

Institutionalisation of performance-based culture. At the outset, the GLC
transformation programme was -driven by “an economic motive. The “kick® or the
{Laughlin, 1891) was introduced into GLCS fo change the inferpretive sciieme of
organisations. The disturbance was due to the criticism of Tiger and other GLCs as b
champions in terms of size only but not'in terms of providing good retiirns to t
shareholders. x o,
[ . J the GLC Transformgtion Programme is undertaken in the confext'vf the GLLs'
signfficant impact on the-economy as producers, service providers, employers ahd
capitel market constituents. The uigency for fransformation of GLCs is further
over the last 15 years since 1990 (GLC transformation documents).




=

- illustrated this:

7+

The vear 1990 was the starting period when many government agencies were incorporated
and later privatised. The privatisation exercise. brought aiong with it the idea of commercial

- orientation, ‘which attempted. to challenge -the -pubiic service orientation. ' The case data

suggest that the status quo remained unchangeddespite -~ L _ 5 _
privatization. The GLC transformation programme was an initiative fo revive the commercial
orientation.” Under the GLC transformation programme, the focus on. maximisingfinancial

refurns is very clear through the publication of several guideliries and several spaeches of
the prime. minister. Furthermore, Tiger needed to have commercial sense as market”

globalisation created pressure in terms of a rapid increase ininput cosis. -~

' An economic perspective on the institutionalisation of the PMSs suggests that -orgémisational |

members act rationally. and, hence, focus on explicit goals of enhancing efficiensy (Scot,

'2001). Such a rational choice perspective advogates that Tiger and their managers make
decisions ‘and adopt ‘managerial practices ‘purely for economic motives ‘to improve

~ performance. The desire o enharice economic performance could be due to

the fact that the CEO needs fo publicly announce his achievement on a quarte_ﬁ} basis. -

- Furthermore, the CEQ was appointéd on a three year renewable con_tract.' it was. like:

o [ Jeither you execute or get executed (Khazanah MD). .

This phenomenon could lead many GLCs to adapt managerial innovations that supposedly
help improve urganisational performance (Roggenkamp et al., 2005). However, degpite the
technical pressures, the PMS practices are being decoupled from. the orgafiizational
activities. .For example, although the employees. are required to have proper perfarmance
planning in-order to set stretch targets, some members do not practice -it. A state GM
[ . .] because sometime ‘we are still tollowing the old fashioned way under the
.. - previous system. When we warnt fo sef the target, we don't také it seriously, some
" :hosses would say [ . ] "it's okay you could just put any numbers. At the efid of the )
year by the time you want to review performance, you come and discuss with me, iell
me what you have done”.” . -+~ . . T . P8 e

Hence, explanation from an economic perspective r_n‘_ajndt be enough to explain the process -
of institufionalisation of the PMS in Tiger, Be  om % F % w & R, |
Institutionai theory assumes that tHe external and intemal constituents play an important role
in determining the organisational structure of.an organisation (Brignall -and. Modelf;, 2000}

- Thus, it should not be a surprise to see changes, in terms of the organisational ‘structure of
- Tiger as the organisation is expected to conformy fo the transformation programme; which
. requires- the adoption of certain practices. The organisation will conform to the expediation of

the constituents by adopting some rafionalized myths that enable the organisation. to gain

legitimacy and secure vital resources for long-term survival (Meyer. and Rowan, 199%). From
- this view point, ' : . _ : P VE e TR

the PMS in Tiger could ;bé_vi'éwed__as_ a_rationatised myth. Normally, the adoption of the

- rationalized myth is in the form . of structures-.that are displayed by other significant
. organisafions through some ' isomorphic process (DiMaggio and Powell, 1991). Hence, -
“technical explanations of organisationai-.struriture-are seen as incomplete {Scotf, 200:1).

NIS also ‘offers an explanation for the institutionalisation of new managerial innovations,
such as PMS, that may be rational from a social perspective rather than from an egonomic
perspective. Based on NIS, the isomorphic pressures could lead to orgamisational
transformation even if technical or economic advantage is lacking (DiMaggio and;Powell,
1991; Selznick, 1986; Scott, 2001). The isomorphiic pressures faced by Tiger to. imitate the

- system, can be powerful forces, which come from. fegulatory ‘bodies or from nomative
" influences (Di Maggic and_F_’oweu.,jgg‘.!)_-_..__ P T . p st m L

' The issue "of. iegitima:dy" is a!so'impoﬂarﬁt in Tig'él;ggpecause'it is orﬁc_ial- to its abil'ity_ te obtain
resources from the environment (Suchman, 1995). Legitimacy for Tiger is seen as being

similar to other GLCs in terms of managing perfofmance as well as adhering to rules set by -



.8

- the main shareholder. Tiger strives to acquire cr maintain. legitimacy through: the setting' of
KPls (DiMaggio and Powell, 1991; Suchman, 1995; Deephouse, 1996). Hente, it should be
. expected that Tiger will conform to the GLC transformation' programme to gain legitimaey.
- Failure to conform to the expectations of the government will mean that the organisatioh: is
+.no longer viabie and, hence, could jeopardise its survival. Hence, the institutionalisationaf a
PMS in Tiger could be the outcome of actions to legitimize its existence from the perspective.
of its major.shareholder, the government. : ; P T - .

- The institutionalisation of PMS in Tiger could also be due to the isomarphic forces from dther
‘environmental agents. in’ the institutional environment. Tiger may have undertaken
isomorphic activity in a rational and deliberate manner. In othier words, the top management

- of Tiger were aware that they were mimicking others. in their environment, as in the adoption

of BSC as a framework for its PMS in 1999. Tiger might also undertake actions that were

isomorphic without realizing that they were imitating other environmental players. as the
~ institutional processes and functions are often "taken for granted™ and just seem “ohvidus® -
{Galaskiewicz and Wasserrnan, 1989). ' I T, =

It seems that three forms of institutional isomorphism, as described by DiMaggio and Powell
(1991), exist.to explain the adoption of the new accounting practices in Tiger. First, during
the GLC transformation programme, it sesmed that coercive isomorphism existed to skisipe
the PMS practices in Tiger but were not streng enough comipared to normative Isomorptiism.
‘The CEO was coerced to announce the results publicly. To save face, he miigt perforryand
- produce good results. Good results mean gositive economic profit, low level of geating _
high ROA. A certain levet of achievement is expected -from. the GLC “transformation.
programme. - ' - o : L

Second, the implementation of PMS in 2002 by Tiger, before the implementafion of the GLC
transformation *programme, - could be the result of. mimetic isomorphisiit where sthe
- government has yet o impose’its high performance culture concept to the state owngd -

enterprises. The BSC concept was introduced into Tiger as early as 1998, as'mentioned by
- the senior manager, organisational development: _ ' SIS s R

It took me three years just to-make people understand . . ] | created a team; 'to

. Champion about KP|. Around that period, somewhere around 1997, 1999, somethirg

. ooike that, - . : ' : ' ' : C o

iy

- The third is normative isomorphism, which results from the influgnce of the professior
organisations and . their - elements. The expericnce of a specialised education,. and
involvement in professional networks, influsice how professional personnel lindertake
activities within an organisation, The goverrifent has made a special effort to:gppoint a
type of CEO to make sure the transformation programme proceeds as plannéd. Most o
newly appointed CEOs were professionals such as accountants. Tiger also feceived a
- CEO who was an accountant by profession. The new CEO was appointed in July 2004;
the Jaunching of the GLC transfotmation prégramme in May 2004, Fifst, he cancentrate
the formulation of a 20 year stratagic plan linked to the KP!s. I "

Second, he emphasised the inculcation of a performance-based culture, throligh the PIIS,
by linking individual performance directly to the reward. Under him, the importance of PM$ in
- terms of managing the performance of erfiployees was stressed.. DiMaggio7and Po
analysis of isomorphism suggests that tWo actors, ie. the state and professions,
important - in shaping how rationalized Procedures, such as the new -managel ent
techniques, spread among organizations -  EE ' Caw T F e

The three types of isomorphism explain the institutionalisation of PMS in Tiger, However: He

- . ‘types of isomorphism ‘might exist at different points during the organisational life. Fér

example, first, the coercive isomorphism was more dominant during the early privatisation
‘periad. Second, the mimetic iscmorphisin ‘@ppeared to dominate Tiger during 1997/1988,
after the Asian financial crisis. Lagtly, normative isomorphism seemed to domiitiate or shape

the PMS practices in Tiger more-during the GLC iransformation programme. W hichever type
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of isomorphism existed to shape the PMS ‘in Tiger they are just a means to explain the
" reasons why Tiger adopted the PMS practices. The pressure. did not guarantee that Tiger
wollld adopt a managerial technique that will necessarily bring greater efficiency or improved
performance. Inmany cases the - oo ST D et B
techniques are “taken for granted” as being necessary and appropriate because they
~ legitimize the organisation in the view of internal constifuents and external parties. The PMS
- and several other related policies to the GLC transformation programme have, thus,:become
the “rationalized myths” of the organisation (Meyer and Rowan, 1991). © '

“According to Zucker (1987) the process of institutionalisation of the system in organisations
involves the creation of new structures, precesses and roles that later become rautinised,
formalfized and embedded in the organisational fabric and are highly resistant to:changs.
Hence, during the institutionalisation process of the new PMS, Tiger would have new
structures, new processes and. new roles that come with the system. Some forms of
Tesistance are also expected as the new system might challenge the valies of the old -
system. The new PMS carries with it a commergial arigntation, which does challenge the

existing ‘institution of public service orientation, If-the new system does not challenge the

existing values and norms, some elements of stability should be expecied even when some
form of change takes place (S_iti__Nabi_ha and Scapens, 2005). in "

Nommally, an institutionalized organisation like Tiger will put forth the general means to
accomplish certain tasks. In this sense, formal 6r ceremonial struciures provide & rational -
account of the purposes 16 be achieved and the general means of their achievement:(Scott, -
2001). Formal structures’ come from the - state, professions, or other “successful’
organisations. Hence, the structufes and PMS pracesses may be adopted ceremoniaily by
Tiger as there is a clear directive from the government fo adopt the system, T B '

NIS suggests that the organisational structures, used to obtain external support from -
constituents are not enough to portray:what is acfyally accomplished. In certain caseés, what .-

the organisation should accomplish has littie relevance to the technical work that i actually . -

performed. In some cases, suboptimal perfonmances are not only. accepted hut  also.
preferred (Powell, 1891) as illustrated by the CFO: - e n g ome wem
~ There will be occasion whereby projects will be accepted even though they have
- . negative NPV [Net Present Value]. But they can always fustify that this profect is for a
- tural area, this is a social project or Corpotate Social Responsibifity. o

Hence, the ceremonial structures that.are displayed to accommodate the PMS may not be .
able to explain the actual performance.of the organisation. However, the distinction.between
ceremonial structures and operational structures 18 difficult to generalize because if assumes
a variety of forms and degrees (Fogarty and Rogers, 2005). For example, Orton ang: Weick .
(1890} have defined the separafion of ceremonial structures and operational struclures as
the "decoupling” concept, which means distinct.and separate. They also used the term -
“loosely-goupled” coficept to describe. a different bt interdependent relationship betwsen the
ceremonial and the operational structures. A stuty by. Collier (2001) specifically fustrates
how a loose coupling emerges from. an accounting - system . that accommodates both
institutional demands ‘and operational: demands.:In the study, management -accouhting is -
seen to. act as.a discourse between the two sdemands, whereby the contradiction: is
minimized by common interests and power is usetto enable the process of loose caupling.
Modell (2001) has highlighted how managers proactively designed and implemented new -
systems for performance measurement. In Delta, besides the formal PMS, its VP
informal performance appraisal mechagism to motivate the state GMs and HODs. Iniangf
study, Modell ((2003) argued that the loose coupling could be a “given” feature ‘of
institutionalised: organisations and it could also simply be an outcome due to resistance at
the micro level. Nor-Aziah and Scapens (2007) suggested that the loose coupling effect

could be seen as the process that explains the outcome of the separation between the .

ceremonial structures and the operational structures. In their case study the new blidgeting
system was enacted but separated from the day to day operations and, thus, not actingas a-
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source of decision making. in Tiger, the PMS was ateo enacted but not fu!iy as intended. As

explained by an executive:

' The downiiners are basically reluctant fo ohange What they want is the reward. For
~ the downliners, if they do like this, in the month of August, or if not in June, Jily and
August, they will behave. : _

An evidence of loose coupling also exists in T|ger as noted by the Head of Department
(HOD):
it boils down to the way things are being executed in Tiger, if theyfthe management]
want to suggest some programmes, normally it always comes with good rites and
procedures, but when it comes to implementation, quite good but just in term& of the
“buy in” only. That is the areas that we need to do exira work because thers are good
“buy in" only.

The role of PMS as an accountability system may not be materialised if the PMS is
institutionalised ceremonially. The environmental factors, such as legal and reguiatory
systems, public opinion, professional practices aid norms of competitive enterprise; have
roles in the creation of rationalized mths. Thes& environmenta! entities may alsg exert
pressure on Tiger in multiple and complex way$. The myths may evolve within® Tiger,

resulting in the belief that its response to multiple pressures are aimed at efficiency when in

reality they are aimed more at achieving legitimgcy for the organisation. Henceithese
technical procedures, such as the PMS‘and KPls disguised as efficiency measures, are the
rationalized myths that Tiger might adoptto achieve

legitimacy and, thus, ensure its survival.

NIS theory is able to explain the institutionalisatign process at the macro level onty The
theory is lacking in terms of explaining the process of institutionalisation of the PMS from
within, The micro level analysis is still needed fo explore the dynamic pmcesaes of
accounting change, which involve social actions and interactions in individual organigations.
- Old institutional economics (OIE) and the Laughlin's (1991) framework may assist n the
explanation of the instifutionalisation of PMS within Tiger.

Human agents, change and stability.

NIS explains how the institutional pressures are applied from outside the organisatio. OiE
- on the other hand, helps the understanding of change in the habits and routifes of
organisational members. There are several studies of management accounting change that
apply the OIE (Vaivio, 1998; Burns and Scapens; 2000; Siti Nabiha and Scapens: 2005:
Lukka, 2007). These studies take a position that management accounting systems and
practices constitute organisationat rules and routines (Burns and Scapens, 2000). The OIE
framework expiores the complex and ongoing relationship between actions and instifiitions,
and demonstrates the importance of organisationat routines and institutions in shapiﬁg the
- process of management accounting change.

Based on Scapens (2006}, OIE recognizes that behaviour within orgamsatlons can U&come
-institutionalised or taken for granted. The Bums and Scapens (2000) framework focuses on
the formal rules and informal routines. Lukka (2807) has used the Burns and Sdapens
framework to understand why, despite the existing problems,

the case company seemed 1o be facing a dead end: The findings shed light on how éhange
and stability can occur simultaneously as in the case of Siti Nabiha and Scapens (2005).
Lukka (2007) extends the framework by-drawing onithe loose coupling to make senst of the
findings. The study adds to the underbtahd:ng of the interplay between the formal rulgs and
informal routines. The knowledge is impertant for ﬂze successiu} design and implemeniation
of management aceounting change.



11

. The transformation from the government agency into a commercially driven entity requires

changes in managerial habits and routines (Sharma and Lawrence, 2007). Within Tiger, the
internal  changes” driven - by the . GLGC transformation were . noticeable:: Under the
fransformation programme, an accountant-was appointed t¢ head the organfsation. The
~ fiagship that he carried denotes the importance of commercial orientation and the change
that he was about to bring to the organisation. In his speech, the CEO made it clear that

- organisational members should be feady to gccept some changes: - _

The changes are important in whatever endeavours that we take. Even more 80:in

_ the period of globalisation when things are constantly changing. We cowid not afford

- o run away from not adjusting our mindsets or from not adopting the: new- way we

tackle the tasks. If we fail to change, we definitely will lose out (CEO, internal
document), - . - ' - By o

He was sceptically accepted .as ‘the head of an ‘engineering-based cormpany where the
* subsystem is dominated by engineers. For exar.ple, during an ihterview, an executive made
the following remark: = e " T T L

He is a brilliant accountant, To run an engineering-based company? What about his
technical khowledge? We are really.an engineering company. We are involved -in
- . engineering works. There are lots of things to-be done. ;

. The new CEO introduced several changes in Tiger, which directly affect the subsystem of
Tiger. First, the CEO tackled the manpower-issue, which was seen as steps:necessary to I
‘gain controf in Tiger. Several post$ such as:the CFO, the head of sscurity ang. inteliigense,
the internal audit team and the VP for Delta. were given to new people coming from both
ingide and outside "of Tiger. Furthermore, aside from the CEQ, the perfortiance-based
- contract was also offered fo the-GFO, CIO, VPs and senior managers. By «€eing’ so, the
corporate KPls were cascaded: down to the lower levels. Achiaving KPlsi:became an
important agenda for these managers because most of .them ~were apppinted on a
© performance-based contract. The disturbance in the subsystem through the use of the new
- employment scheme- was to change the rdesign - archetype of Tiger. The new design
. archetype shouid be congruent with the finaneial orientation. ® [

For other levels of . empioyees, a};hieving_ KPig are also important as the EMS-KPIs are
-associated directly with the remuneration schésme, as liustrated by a senior manager: -
.. Everybody have KPIs cascaded down from the headline KPIs. The headiine KPlz
. were cascaded down o division, to department, from department fo unify frons unit:io

- individuai, Then from the individual ¥t is locked into the system for the purpose.of

- monitoring the achiovement whereby at the end of the day it will be used fo appraiss.

“Based on Laughlin‘s. -fré_mé@ofk, the changes could take the first order, ie. the
‘morphostatic” or the second order change, Le. the “morphogenetic” change pathways, The-

. case data suggest ‘that Tiger had a first order change pathway, classified ‘as the

“recrientation” change. Under the “recrientation” type of change, the'intention .of those who
have power to control the design.-archetype is to find suitable systems and ‘structures-fo -
- absorb the disturbance. The aim is to ensure:that the second order change dcss not happen
.- to the interpretive schemes. It means the new designs and the néw subsystem should be
complementary rather than challenging the:interpretive schemes. The CEG:imade some’
~ changes to the business operation but of a. minimal nature. TO preserve the:engineering
legacy in the business and in the attempt 1o.be .accepted as part of the subsystem, he

b _maintained the key people in the business gperations, the two most senior pasts, the SVP

‘posts, to take charge of the core business :operations. What he first concentrated on was
emgphasising thé importance of controlling costs. As Hllustrated by the Head of the Union: ..

- This is what has created problems to us. Now the impartance of costs is stressed.

~ Like now we have a CEQ  who is an accounfant. Being an actountant he would

. surely concentrate on initiatives that would improve income of the organisation and
programuimes that would help him reduce the costs - :
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tt was, during this GLC transformation period that the new organisational struciure was in
place. The three strategic subsidiaries were made domant and the activities were
transferred to Delta and two other :strategic  business units, under Tiger. The design
archetype in Tiger is continuously changing i order o keep the balance between: the
interpretive schemes and the subsystem. The ew structure was imposed to imbrove the
response time to custorners and to increase its-production efficiency. The financial returns
were given the utmost priority as shown by:the policy of disposing Tiger“s"ﬂﬁon core
business. Many of the non core businesses, such as investment made in overseas markets
and stakes held in other producers, did not preduce enough financial returns to outweigh the
costs of maintaining them. Co

The focus on commercial orientafion was also manifested through the importance of
observing the cash flow movement while stiil holding on to the public service provider role.
Delta was instructed to aggressively improve the revenue collection. Customers who failed -
to pay bills within the stipulated time are givena penalty charge, which is reflected in the.
following month"s bill. The average collection period and the technical and finangial losses
become significant performance indicators that are tracked, although the same KPFhad long -
been used by Tiger and Delta. Instructions wers given to the state GMs to hold-‘meetings
with the local councils and the police t mitigate'the iosses due to theft, At the orggnisational
level, Tiger cooperated with other public utility companies to fight the problem. To show the
importance of the technical and finansial losses, the percentage of losses then begiime one
of the corporate KPls for Tiger and Delta. Furthéfmore. the state GM leagus table’'Served as
an informal performance review among the stafe GM. The GM league table had somehow
become a language among the managers and was used as a tooi to motivate theit staff as
explained by 6ne state GM: .. ; 7 ' W

Do you know where we are [referring to the position in the league {able] ? Let us say

aumber 4, or number 5? Do you feel good about yourself? How come the 1sst could -

do better? Of course we can do better. We must do much better next time.

Tiger also. infreduced some cos! cutling measures to further intensify the “financial
orientation. The importance of the cost minimization policy aiso became part ofithe new
design archetype. In order to manage the excessive overtime expenses, Tiger infroduced & -
worked. -
There were some forms of resistance by the woikers as the approach directly affite
incomes as well as challenging théir interpretive schemes. The change in thig design -
archetype through the remuneration ‘scheme was resisted Ry the workers as it dhallenged
their routines. The pressure for financial orientation, through cost conscious initiative, was
. also noticed by a manager who comntented thati - . e _
We Telt that we have afready tightened up our belt Actually in terms of nommal
expenses we didnt spend like we normelly spent before. It was just that i order to
- reduce further it should involve work culture, like overtime. s -

Another action that was taken by the CEQ to ifniprove Tiger's cash flow was lobbying the
- government for an increase in price. The regulgfor finally approved the request to'increase
_the price in 2006. In the CEQ"s setond year, “Tiger showed improvement in terms of its
‘bottom line. It was very much due to the increase-in price and the proceeds from the sale of
. non.core assets. So besides the changing habité and routines, Tiger was also supported by

the external pressure to improve its financial position. Evidence, also suggestsithat: the
- reorientation” change pathways were in the form of the formulation of a 20 yea tstrategic
‘planning. When the new strategy was implemented, Tiger already had the BE7 programme -
running. The new leadership did not terminate the BE7 programme but, instead, intégrated it -
as pait of the KPls under the 20 year sfrategic plan. A continuation of forma ‘Tules and |
informal routines were seen as necessary to efisure the success of the 20 year strategic
plan. The new programme was not seen as a programme that would challenge the existing
interpretive scheme of the organisafional members. The BE7 prograrnme contifibed untif .
2007 and was replaced by another programme:Basically the new programme was part of -
the 20 year strategic plan. KPIs such as customer satisfaction index became an important

d their
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~ index to measure the performance of TigeF. The programme was seen as a continuation of
" the BET7 although it d_id not originate from it. _ e g% . :

- Formal rules and informal routines shaping the design archetype and subsystem.

- Formal rules concerning the settings of KPls for employees were established to'ease the

implementation of the PMS. The first PMS manual was produced in 2008. Circulars on PMS

practices also act as a communication carrier hetween the management and the employees.

Circulars are prodiuced for every PMS cycle to remind empioyees about the required PMS

practice. Access to the computerised system is-biocked after a certain period to énsure the
. executives strictly foliow the PMS cycle. A reminder letter is sent to those who fail fo follow -

- the cycle.: Not all formal rules and written procedures are followed as commentet! by one
- -PMS is a very good system for'a performance based reward system. It is a better
' system; rather than riot having it. In principle, it is a better system. In implermentation,

- - however, is another matter. oo - - :

It.was only when the organisational members faced a problem that they realised that they
had to-follow the rules. As noted by the GM of human resource (HR): e _
- The realization comes when they start differentiating people. When we started to
infroduce the system we had union issues. There were lots. of issues Wecame fo
know that some did not even-fill up the form, They just signed a blank fortn; as long

as they receive a two months bonus. Suddenly with the hew system, they receive
minimum bonus, whereas others receive more. Last year we did not receive
. complaints. | would think in a way it is undeérstood now, the fact that we didn't receive

- complaints. In previous years, the complaint was very aggressive. :

Sorme modifications to the system' are made when setting the KPlIs targets. For:example,
 same Jeeway is given to the state. GMs 1o use local figures instead of HQ figures for
. performance appraisal. The adjustments are done in order to accommeodale the HG figures,

- _which are nomally. higher than the: figures submitted by the local managers #uring the
budget setting process. in terms’ of budgeting;: Tiger has formal written procedures. The
process.of gefting approval for budget involves several stringent procedures: Yearly: budgets
are challenged at department, division and HQ: levels. Moreover, the states or thé:divisions -
can request a lower budget if the actual expenses for the previous six months weré'less than
expected. - SR T - SO =

The practice is allowed to ensure the KPIs fali. within the targeted range. Furthermore, the
- use of variance analysis is rather loose. Although the Accounting ‘Department:of Deita
_prepares the monthiy variance cost analysis for the state operations, the explanations on the
cost variances from the state are requested on a bi-monthly basis. The report is-seen as
more for serving formal reporting than for ‘decision-making purposes. Preparation of a
budget is a must but adherence to the budget is another matter. Managers can aiways give
reasons as to why they are not meeting the target. The budgeting system in Tigeris loosely
- coupled with the orgainisational adfivities. The accountant is still very muchplaying a
 traditional role. The subsystem is-clearly dominated by the engineers. As illustrated by the
- senior accountantat Delta: = -~ - DT N # F o
We don't send the report of the variance. analysis every month to the state. Even if

 we do, the explanations are the same giving the standard answer.

't seems that the changes in PMS-in Tiger and Delta were ‘done slowly and in stages.
Modifications to the design archetypés and tha subsystems were made to-suit the present
- need of the situation. The new PMS has resulted in some tensions in the workplack such as
~ a lack of motivation, “pleasing the bogs” stenario, individualistic, and low morale among the
employees, especially -due . fo - the -normalization procedure, force ranking, guota,. and
implementation issues. Although fraining on the PMS was ‘conducted, somehow some
information was not communicated effectively to:the Jower level. In fact the PMS i seen as -
betonging to HR affairs only and, practically, only useful for performance appraisal. Although
the ‘BSC framework was introduced to Tiger in-1997 it was not used as thé main driver fo
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organisational change. The champion of the BSC (gngineering background personnel based
in Accounting Department) failed to promate the idea to the whole of Tiger. Owing fo the lack
of support from the fop management the BSC failed to become the tool to bring change in
Tiger. Instead Tiger promoted the BE7, a programme that was still based on the BSC
framework. Being seen as coming from the internal management and driven by thethreat of
deregulation by.the reguietor of the lndustry, the BE7 was accepted {o brmg changes in

— Tiger

- The failure to institutionalise commergial orientetlon during the privatization was also due to
. the problem of setting the performance benchmarks because Tiger seemed to be unsure
o 'ebout which direction to go. As illustraied by the senior GM: :
. When we had a clear direction then only we talked about performance If we jumped
straight to prepare the KPIs, that's what we have done ebouf 15 years ago We jusi
plucked the measure out of the. air

: _'-T|ger e!so faced problems to determine. the right measura. The difficulties added up in terms
. of settlng the targets ss Tiger, being a government~owned company, had to follow the
j Maiaye%an P!ane o fuh‘" lits netlonal cbllgahons :

AL the mdwldual Ievei the sethng of the KPls and'the iergets for !ower ¥evels were entirely un.
to the Head of each unit. The rules stated that disoussions should be held between the head

© . and bis subcrdmates However, some did not practlce this hecause the mterpretrve echemes

remam unchanged As noted by the State GM: -
- { . .] because sometime we are Sflﬂ foﬂowmg the o!d fashioned way uno'er the
,orewcus system o .

- The PMS was aiso percelved as ‘subject to:some kmd of favountlsm lssue Meny'-
§ orgamsetlonei members commiented on thle partlcu!arsetback of the PMS ' :

_ Theoretlcally, the “pleasing the boss” scenario ehoutd be reduced as the individual’ is -given
25 per cent for, seff-evaiuation while their superior’is given 75 per cent to award. However,
~ the employees feel that the percentage is sfil not significant enough to reduce the

© fayouritism effect: The assessment fmarks would very muich depend on the stiperiol”s

|  assessment. Hence, the employess view the PMS as an unfair assessment, which has .

basically failed to reward them fairly based on the:r performance. The ¢ ‘pleasing the boss”

L situation is as elaborated by the GM of HR:

Like for any system there will always be cemments posmve and negalive. 36me are
posm'.fe and equal share of negative because people view PMS. as fek jek bos fin
~local Ianguege which means to p.’ease theboss] [ . } they wrﬁ a!ways do it, mo matter
what ' SN P s

A executwe further added -
‘For KPis we have Exceed Expeotaﬂon Meet Expectatron and Need Improvement. If
-we oblain Need- Improvernent or Meel Expectation, but you know your boss Wwell, and
your head of department efso knows you weH and then your manks deuld be
adjusted : .

; Alihough the written ruies and procedures promoted the mculcetlon of a performance based

: ';' culture through the PMS practices, the habits and informal routinés told a different story. iR
~ essence the change only occurred at-the first order leve! (Laughlin, 1991). The PMS was
- . institutionalised ceremomally because’ the new PMS only managed to change thé design’

' archetype and the subsystems but has failed to"challenge the interpretive schemé. of the
- organisational members. This has resuited in the: limited application of the PMS intothe daily

_activities of the organlsatlon As Otley (2008) guestioned it "to what extent they [thése new -

j management techniques] are fruly ,néw" rather than. representmg old wine.in new ‘bottles”, '
: The F‘MS is. wewed as W|thm the domaln of HR ae explelned by an’ executwe '

To us the F‘MS is the yeer!y compurenzed performance appra:saf system
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The implementation of PMS was so limited. For example, only the rewards were linked to the
PMS system. No fear or insecurity mechanism was installed and targets were Joosely set,
Many times explanations were accepted for thie failure to meet the farget without a penalty
imposed on the parties who have failed. So far no punitive actions have ever been imposed
on the low performers. : R

The new PMS, as a new design archetype, was suffering from the loose target-setiing, the
force-ranking issue, the favouritism issue and the subjectivity in the performance
measvrement. On top of that the system was aiso criticized for its individuafistic approach. in
order o achieve the individual targets, individual employees might have to forgo the
teamwork initiative. The teamwork concept was considered a shared value among the
organisational members. With the PMS, the value was seen as eroded. As commented by a
manager: P

Ok, the bad thing about PMS happened when we are concentrating too much on the
KPls, such that we could not be bothered about others..

Despite the setbacks, there was also evidence that the organisational strategy was linked to
the PMS. All employees were exposed to the KPis rules and routines. However, several
organisational members were of the opinion that the PMS practices belong 1o the HR
domain, For example, during an interview an assistant manager gave this comment:
This PMS is being taken care of by the HR. if you want to know more, asik them.
After several years, the PMS has become part of the routine of the organisational members.
Organisational members view the PMS prastice as an HR practice and, thus, separate from
the business activities. Thus, the new design archetype was only able to change the
subsystem but not the interpretive schemes. Many times, the employees might just behaue
during the appraisal period. Modifications in terms of behaviour were made (o suit the new
system. Even more serious were the management habits and routines over the
implementation of several initiatives in Tiger as explained by the Head of the Union: :
There are fimes in a year when the management wanis o glect the best employees
or obtain the 1SO certificate. So those were the times when the management wete
basically busy to ensure that equj ment and safety procedures are being maintained
properly. But the practice stopped at that point only. After the event, everything
comes back o normal. They could not care whatever happened at the site.

It seemed that aithough the PMS should assist Tiger in intensifying its commercial
orientation, employees treated PMS practices as separate from the organisational activilies,
The role of PMS in Tiger was seen as rather restricted and more applicable o a
performance appraisal system. 1t was bke “aven when surface evidence suggests change,
the ,new" can be a mere rearticulation of the old” (Bums and Vaivio, 2001, p. 393). As noted

by one head of department:
: We are conducting the PMS practices as a yearly routine. Ok you do this and that
and that is the time when you use PMS. '

Although atternpts were made o make it an instrumental tool, for the time being it remains
enacted as a ceremonial tool. This study highlights - similar findings by Siti Nabiha atid
Scapens (2005). Both studies, which have adopted a processual perspective, have shown
that stability and change are not necessarily sontradictory forces but can ba intertwined in an
evolutionary process of change. It seems that change is necessary to mainiain stability in the
. interpretive schemes of the organisational members. The following guotation would beast

explain the process of change in Tiger: ' S
' “If we want things to stay as they are, things will have to change (di Lampedusa,

1958, cited from Bums and Scapens, 2000, p. 21). '

As explained by Laughlin (1991), in the first order change scenario, things seemed to jogk
different but, basically, it remained the same. Changes could be in terms of physical or
tangible assets and alsc in teims of HRs, but the way organisational members behave ard
view the world remain unchanged. As cited in Burns and Scapens (2000, p. 21), 4
Lampedusa concluded that “much would happen, but afi would be play-acting”. Within the
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Tiger context, change was necessary to achieve legitimacy and to appear raticnal as a
government owned organisation. it appears that both change and stability are playing their
own roles to shape the organisational rules and routines in Tiger. Both the subsystems and
the design archetypes have changed in order to preserve the existing interpretive schemes
of the organisation. Thus, this study shows similar resuits o the case study conducted by Sif
Nabiha and Scapens (2005) and Nor-Aziah and Scapens {2007) that the loose coupling
could be the result of the complex and dynamic process of accounting change. :




